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Foreword 
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political systems and with a background of different colonial experiences. 
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the programme is to create a place for independent research, away from everyday duties 

and commitments. Each group is led by an academic coordinator closely connected with 
a strong research group at the University of Bergen. This group was led by Professor Tor 

Halvorsen of the Department of Administration and Organization Theory. His team 

consisted of Dr Tom Skauge, Dr Math Tjomsland and Mr Atle Nyhagen. 

The programme is very grateful to Professor Halvorsen and his team for their 
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are also thanked for their many hours spent going through the contributions. 

Mr Bard Hekland and Erlend Eidsvik, administrative coordinators in Bergen, are 
thanked for their backing and efforts to follow-up all different demands as well as 
liaison with the publishers. Fountain Publishers in Kampala are thanked for their 
patience and hard work to meet deadlines and all our requests. 

Tore Saetersdal 
Kampala, October 2010 

Director, Nile Basin Research Programme 
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Introduction 

Tor Ha/u) rsen 

University of Bergen 

To reshape a research university can mean anything from changing what is already there 
to the recreation or reinvention of something that has been. In this book "to reshape" 

has this last connotation. First it implies that research universities existed within the 

countries of the Nile region. Second, that these research universities are no longer there, 

but need to be regained and then reshaped in line with what once was. 

This diagnosis of the research university of the Nile region seems to correspond 

with the diagnosis of the university sector within most of Africa north of South Africa. 

According to CODESRIA, as this research organisation argues in a planning document 
for the period 2007-2011, despite some early establishments (Fourah Bay College in 
Freetown (1887), Cairo University (1908), University of Algiers (1909)) it is right to say 
that it was only after the defeat of colonialism that the number of universities increased. 

The modern university, being a product of the early postcolonial period, is also shaped 
by the polity of this period: national independence, nation-building and development, 

with emphasis on politics; less on economic development or on the administrative state-

formation. This period saw the establishment of high-quality universities with ambitions 
to be international "centres of excellence", but at the same time deeply anchored m the 

aspirations of the people of Africa. A broad range of disciplines, professional networks, 

and international links between academics were established. Despite a political tendency 

of prioritising short-term human capital development, resources were set aside for 
research. Research universities were established, if not in every country, at least in some. 
"In many ways, this period in the history of African university could, retrospectively, be 
characterised as one of the better moments in its life" CODESRIA argued in its planning 
document of 2007.1 

However, during the next decades (from the late 1960), these universities were 
gradually undermined. A number of external and internal forces made the work 

of a research university close to impossible. Funding vanished, libraries stopped 

buying books, brain drain escalated, the physical infrastructure (from buildings 

to laboratories) fell apart, academic networks lost importance, and professors 
became consultants. Generally, the academic culture within what is considered to be a 

1 CODESRIA (2007). Annual Report. Dakar: CODESRIA. 
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research university: the seminars, the focus on problem-driven teaching, the competition 
for research money, to mention some of the elements of academic culture, were gradually 

replaced by survival strategies focussing on the fee-paying  student. The research university 

continued to be a research university more due to its formal obligation and public 
monopoly of awarding PhD degrees. Without the control of the PhD mechanism, the 
reproduction of its own profession, i.e. the professors, the research university would 

have vanished. 
Thus, when our concern relates to the role the research university can play in the 

different countries of the Nile region, as well as for the region as a whole, our concern 

must also be, as CODESRIA and numerous other academics and academic institutions 
argue, a rethinking of the mission and vision of the university and a recreation of the 

research university and its role for development. 

The Research University - Culture - Specific but also a 
Cross-cultural Idea 
The research university, like any other organisation, will be shaped by its institutional 
context, as shown in the chapters of this book. Universities are culturally embedded. 

Any organisation will have space for action, for shooing among alternatives, but 
not at its own will, due to contingencies given by its environment. Thus, the nature 

of a research university will vary between countries and cultures. A cross-national 
comparison will identify numerous causes that could explain why one research 

university differs from the other, and within the different nation states variations 

of the same can be found. Cultural traits of the polity of the nation state may have 
a uniform influence on research universities (when there is more than one, which 

is likely for even small states today). Nation-states may have research universities 
organised in different ways, for example according to reliance on the market vs. the 
state, old or new, centrally located or on the periphery, and variation according to 

the problems different universities face and how solutions are developed. This is 
what will be discussed in more in detail in the following chapters of the book. 

In order to discuss cross-national and cross-organisational variations, a basis must 
be provided, both for establishing the cases, and for comparing them. The focus in this 
introductory chapter, therefore, is general. The aim is to highlight some of the traits that 

seem to be accepted as preconditions for discussing the research university independently 

of the cultural and political contexts within which it is situated. All organisations are 
shaped by institutional embeddedness, yet there are certain traits that penetrate most 

cross-national cultural variations, at least as ideals. These ideals may be used to legitimise 
what a research university should strive towards. In reality, of course, universities will be 
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shaped differently, or guide different practices, due to the character of the embeddedness 

of the university organisation. Concepts like autonomy, academic freedom, independent 

research, and truth seeking - and telling - carries meaning around the world, and within 
most cultures, yet these concepts are also hotly contested at the level of practice. To a 
certain extent, agreement on the nature of the research university is possible, although 

agreement on the detail of its organisation or daily management is impossible. 

What are these general, ideal or - according to some - universal traits of the research 

university, often expressed as the "idea of the university". Before this can be discussed, 
however, there is need to describe the "beast". 

The Research University - an Organisational Description 
If an organisational theory approach is applied to analyse the research university, two 

simplifying criteria can be used. First, the organisation is considered in relation to its 

surrounding environment, and second, the organisation as seen as a process, transforming 

input from the environment into output to the environment (what goes on inside the 
organisation is sometimes called within put. However, the point is that the university 
cannot be considered in isolation from or independent of the institutionalised values 

of the environment.). 

What goes into the university are personnel (for research, teaching, administration 
and technical support), resources, students and various kinds of immaterial support of 

both a political and a "popular" kind. Inside the research university teaching at all levels 
is related to research-based knowledge, that is; both curriculum and what the professor 
mediates is knowledge, a knowledge which is under constant scrutiny both by the research 

of the professors, but also by the critical students and also the users of this knowledge 

in different spheres of life. If they are to do research-based teaching, it goes without 
saying that the different professors have to be involved in research. The knowledge that 
is mediated to the general public will have the character of research-based knowledge. 

What comes out of the research-based university, then, is research-based knowledge of 
different kinds. The knowledge can take the shape of graduates who, if they have been 

educated to PhD level and have been awarded PhD degrees, are themselves trained 

to become researchers within the research university. These PhD degrees, together 

with publications of the research university, are one of the most important outputs 
of the internal research process. Other outputs are the graduates, either with general 

qualifications, to serve society, or with more specialised qualifications. These graduates 

may have earned identities as professionals, with more or less predetermined access to 
a particular part of the labour market. A professional candidate was usually someone 

who had undergone vocational training at specialised schools or colleges. The trend 
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in recent years has been that universities prepare students for entering professions, or 

the professional schools are seemingly upgraded and included in universities, or their 
educational institutions have been called universities. When professions are linked to the 

research university (for example, the teaching profession) the research-based disciplines 

within the university also transforms the more practical orientation of the professions 
into research-based educations. Universities all over the world, but particularly in Africa, 

are absorbing professional educations, thereby transforming the universities (in principle) 

to institutions with the duty to mediate research-based knowledge also to professions 

which previously had a more practice- based learning tradition. It is however also argued 
that the absorption of the professions into the "classical university" may also transform 

research universities into teaching organisations, due to lack of research orientations 

among a number of the professions.. 
As long as our point of departure is that the research university needs to be recreated, 

it means that the professions also have to be oriented toward research-based knowledge, 

and must learn to deal with the contradictions between practical training and theoretical 

knowledge development. The professions, as part of the research-university tradition, 
have thus become infused with the value of research-oriented knowledge. 

In addition to producing graduates and publications (of all types) the output of the 
research university involves continuous "service" by the professors within the public space 

and towards the general public. This service can be rendered as advisors, as members 

of committees with a mandate given by the public, in debates in the media, or as a 

popularisers of research-based knowledge. Through research and research-based teaching 
the university creates a space for truth seeking; however this truth-seeking characteristic of 

the university, also demands that academics participate in the public debate on behalf of 
this truth, or when knowledge is misused, misunderstood or misinterpreted. By showing 

the public the value of truth telling universities will gain social and cultural support for 
its basic activities which are research and research-based teaching. 

The university is involved in various types of knowledge mediation to the 
"knowledge market", either as an organisation, or through the activities of its 

staff, as consultants, as support staff for different public or private initiatives, etc. 

These are the types of activities that are called "community service", but which, 

in the long run, may undermine the activities of the research university; since it is 
taking time and energy away from research and research-based teaching. A research 

university has to justify itself and gain support from society over time. No research 

university can survive in the long run without being somehow "useful" to society 

and thus gaining social support. If short-sighted activities of so-called "community 

service" undermines research, the long-term legitimacy of the research university 
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will decline, and this seems to be one of the core problems of universities in Africa 

today. A single-minded focus on "student output" may then emerge. 

Other outputs that are harder to define, but more important are the moral and ethical 

codes of conduct expected from lecturers employed by research universities. The code of 
conduct can refer to anything from specific behaviour as enlightened citizens to general 

practise of moral values in daily work perceived to be of general value to a just and fair 

society, or promoting values relating to the development of democracy and democratic 

attitudes among citizens. A democratic culture can be seen as one of the most important 
long-term effects of a research university for and within society, and one of the values 

that may legitimise the existence of the university in society. 
After this general overview, each dimension mentioned in the introduction of 

the so called input-output model will be analysed in greater detail. 

The Students 
A research university expects its students to develop the ability to do independent work 

at a very early stage. Students need to be prepared for the demands of the research 
university. Thus they need to have been through a high school of some sort and some 

quality, so that they can enter the university without expectations of more preparatory 

learning. Students are prepared for university in a variety of ways (as will be discussed 
below, for example the high quality of the German gymnasium vs. the poor quality of 

US high schools, or the need for South African universities to offer preparatory courses 
for previously discriminated against and disadvantaged black students). 

This demand for quality of the students entering the research university has 
important implications for the social composition of the student population. If 

only the upper and middle classes can afford or have access to quality high schools, 

the research university will exacerbate this class profile among its students. The 

university will be identified with the dominating classes, and perhaps acquire values 

that link it to the upper class and ruling elite. A meritocratic system of recruitment 
at the high-school level is also likely to have a meritocratic, as opposed to class-based 
consequence, for the recruitment of the university. It is not common for a research 

university to use resources for transforming the social profile of its recruitment 

base in a more meritocratic direction (for example finding the talents among the 

poor), although there are examples as mentioned above, as this is the obligation of 

the education system at lower level. 

In spite of talent being evenly distributed among people independent of birth situation, 
gender, etc. there will however always be a social selection mechanism at work, preventing 

talents from being utilised and assigning talent to persons whose only "merit" may be 
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good connections and class, no matter how developed the general education and high 

school system is. 
A research university, so dependent on the quality of its students, may, if 

intake is broad and uncritical, develop strategies for narrowing the road to the 

top, i.e. limiting the intake to Masters and PhD degrees and to a number of the 
professional studies, based on the idea that the "research university" starts for real 
at this level. Within a research university mass versus quality represents an eternal 

dilemma. There is constantly a push to expand the intake of students; however, 

this also represents an escalating competition for the resources otherwise used for 

research. 

The Professors 
The professors at a research university are recruited after a long process of scrutiny 

to secure that they themselves are capable of doing research. The PhD is considered 

to be research training, and is a precondition to being considered for employment by 
a research university. In an ideal world, a professor, after being selected carefully, is 

trusted to do his/her work according to the best of his/her abilities and in accordance 
with the intentions of the research organisation. Professors have not only scientific 

freedom (i.e. to apply what they find to be sound methods of research) but also 
academic freedom to develop and select topics for their own research. Much of 

the qualification and later training and work as researcher are seen as training to 

be able to develop important research and pursue this path despite all criticism or 
contradictory forces. Trusting professors to utilise the freedom given to them as 
researchers and trusting them to teach a new generation of leaders of society at 

different levels implies that professors are able to argue for their academic autonomy 

with knowledge arguments. As will be discussed below, this is where the research 
university starts to change or is threatened. The research university is breaking up 
from within due to transformation of academic work roles. Short-sighted demands 

by certain actors mostly politicians, for results and increased student throughput, 
undermines the opportunity to do research. 

Resources 
The resources of the research university maybe private, public or a combination of these. 

It matters a great deal who owns and finances a research university due to the kind of 
dependencies or autonomy a particular ownership and funding system promotes. The idea 

underpinning a research university is that there is nothing as useful as "useless" research. 

Research that may be useful to the greatest number of citizens is research that emanates 

from researchers who guide their own research (as explained above in the discussion 
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about regarding academic freedom). This means the role of the owners and funders of 
the university involves ensuring that research is possible, securing  the infrastructure 
and the legal basis for autonomy, enforcing fiscal control etc. but not interfering in the 

priorities relating to the employment of lecturers, decisions about research, the curriculum, 
disciplinary structures, priorities, boundaries, or evaluations and "grading" of expected 

research outcomes. The extent of the funding should be such that the research university 

does not become dependent on other sources to finance research, thereby becoming 

governed by external demands and definitions of what is needed or useful knowledge. 

There is much debate about whether a research university can rely on private 

funding and operate for the purposes of profit, as it is believed that private sources 
of income will interfere in the daily running of a university. In the US, Japan 

and Chile numerous universities that are also considered to be important research 

universities are private. In European countries, the state dominates the ownership of 
universities. From an historical perspective, it is clear that, in Europe where research 
universities have been state-owned, the emphasis has, from the start, been on the 
professions required for public administration and public health (priests, lawyers, 

doctors) and for general understanding of life on earth and in the sky (science) and 

the changing meaning of human life due to scientific discoveries (the philosophies). 
Apart from medicine, other practical professions, as mentioned above, developed 

outside the universities and were very often supported by private initiatives (like 
the engineering education, business administration, accounting)  etc.). 

These traditions have, to a considerable extent, merged. The research university, also 

in the state-driven Europe, comprises combinations of disciplines (professional and 
general) and has a variety of ownership traditions, as well as different conceptions of 

what may be "useful" knowledge, and of what obligations or legitimate rights different 

sectors of society possess for defining valuable knowledge. The development of the 

research university in Europe came to resemble the trend in the US, where a variety 
of disciplines were, from the start, part of a common educational system (though not 

necessarily evolving from a sector in need of educating its own professionals, as was the 

case in Europe). This is also the kind of development being experienced in Africa, but 
with the consequence that research-based teaching is suffering due to the demand for 
professional education by a great number of people. 

Other types of divisions that challenge the research university can be identified, 

for example the development in France, where the state created its own professional 

schools, "(Us  Ecoles" and separate state-owned research institutes, all in competition 
with the "classical" university. Most French-speaking countries in Africa, including 
Nile Basin countries, are marked by this French tradition, where public research 
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seems to bypass universities. Research activities are rather allocated to separate 

research centres. Over time, these institutions have come to serve the private sector 

too, thus undermining funding for research at universities. A division between 

applied and basic research is thus created on an organisational level, beyond what 
is epistemologically necessary or sound. In England, many of the professional 

educations were excluded from universities due to both the universities' idea about 
"science" and research, and the professions' traditional internal system of education; 
a tradition of practice learning andinternal promotions. The universities, however, 

have gradually tried to "dominate" the professions through their monopoly of 
science as something they supply to the professions (therefore the strong English 

idea of a division between science at universities and the professions as "applied 

science", the high status of the scientist, the relatively lower status of the engineer, 

etc.). 
Ownership should govern through a careful "hands off" kind of policy, which 

facilitates research. For our purpose it is important to insist that a research university can 
only be called by this name if its academic freedom is intact. Private ownership and private 

sources of funding should be under the same value system backing academic freedom 
as the public ownership. And the public at large can only support a research university 

if it is a democratic institution. Only a democracy will, in the long run, prevent politics 
from interfering - on behalf of particular interests - in the academic undertakings of a 

research university, and protect its critical role within Society at large. 

The issue of ownership and funding is linked to how academic and administrative 
leadership work together. A research university depends on its own academic governance. 

A university in which every researcher strives to develop his or her knowledge in a 

particular, limited field only becomes a research university when specialised research is 
contextualised by a discipline, thus also given value by the overall pool of knowledge that 
a discipline represents. But a university also needs through interaction between disciplines, 

to be evaluated by peers of different academic backgrounds. Through such interaction 
among colleagues knowledge priorities justify themselves within a broader context. In 

the meeting between disciplines, social considerations are articulated when priorities are 

stated, resources distributed and knowledge and research evaluated. 
Thus the research university has to be democratically governed, that is, the academics 

have to choose the leader of the university, whose foremost duty is to ensure the protection 
of academic freedom, and that academic work is encouraged or discouraged by academic 
discourse. The more the political democracy is developed, the greater the chance that also 

internal university democracy will develop and influence how research-based knowledge 

feeds back into society through the channels to be discussed below. 
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As universities have grown as organisations with administrative personnel - whose jobs 

are of the utmost importance for the running of a research university - the broadening 

of the university democracy has become common, with representation of the interests 

of both administrative staff and students. 

This ideal model of a colleague-governed research university has come under 

attack, first because the professors did not challenge one another, as expected, in 

an open, democratic but academic discourse. Instead they protected one another 

as research oligarchs, each protecting his/her turf. (This explanation is often used 

to explain the downfall of the superb German university before, but finally during 

the period of fascism.) 

Another criticism is that this form of governance, even when it works as an active 

and challenging democracy internally, insulates the university from society. This criticism, 

however, is based on values contradictory to the research university, arguing that it is 

society (i.e. particular interests and social groups) that know what knowledge is needed, 

not the academics. Society demands professional leadership instead of democracy, and 

technocratic choice of knowledge priorities prevail. 

It should be mentioned that a research university is highly dependent on good 

management of its resources by its adinirnstrative and technical personnel at all levels. 

If the administrative personnel develop values and follow goals that are contradictory to 

those of the research university - for example maximal student throughput - a research 

university can hardly work properly. Thus, the reward system as well as the qualification 

structure within management and administration has to be well tuned to the needs of 

a research university. 

General Support from the Polity and Society 
As indicated in the introduction, a university is an organisation embedded in a 

social structure imbued with institutional values essential to any organisation. The 

research university is a unique organisation given its work processes and goals; 

however, it cannot work unless society supports this uniqueness. The knowledge 

the research university develops has to be valued by the polity of the nation-state 

(or other collectives that may be the overall owner of the university) and by the 

society to which the university claims to be useful due to its autonomy and academic 

freedom. The university as we know it today (after Humboldt and Napoleon and 

Newman) is a modern and modernising organisation. Its value to modern society 

is to create modern work roles; for example within the bureaucracy and within the 

(big) firm. These work roles can only come about by the uprooting of people both 

socially, culturally and in space. The market economy presupposes mobile labour 

of a highly educated kind, so do modern administrative organisations. 
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But, and this is the main mission of the research university (as opposed to all forms 

of vocational education), it is the most important arena for systematic (research-based) 

reflection on the consequences of modernity. What does it mean that modernity leads 
to new formations of the selves, the transformation of societies and the excavations and 

extraction of resources from the earth? 
It can even be argued that modern institutions, based on the constantly expanding 

division of labour linked to types of specialised knowledge, only secondarily need the 

specialised knowledge the research university can provide. Primarily, and as the most 
general and characteristic trait of the research university, a modern society needs the 

reflection on this process. It may even be argued that if true democracy is to develop this 
is the essential obligation of the research university. In other words, modern development 

of democracy is a consequence of the activities of the research university, but is also 

dependent on the role played by the research university. 
Thus, without a polity on the one side, and citizens on the other who are oriented 

towards modernity and modernising values (and the university forming part of this 

modernity and value production), the research university will have weak social support. 
A space for the development of the research university means that the regime (the polity) 

will have to handle and learn to accept a growing differentiation in society, and thus also 

types of power sharing - or the spread of power to a number of institutions and interests 
in society (for example greater autonomy for economic actors). The populace must be 
receptive to the transformation of their cultural and social selves through knowledge 

and must learn to seek knowledge as part of a strategy for recreating cultural and social 
identity (i.e. a mobile value orientation where traditions can no longer be justified by 

tradition itself, but needs to be justified by the same knowledge which challenges these 

traditions). In other words; a research university will not have enough general support to 
prosper and survive unless it is accepted as a modern organisation with a drive towards 
further modernisation. 

The research university as a key organisation for modernisation, thus it must have a 

position in society which is welcomed by both the holders of power and citizens, also 
when these two are in conflict with one another. The role of the research university is to 

create insecurity about what is the truth, for the sake of the truth. However, truth telling 

poses a challenge to power, and the modern division of labour presents a challenge to 
the social networks that hold powerful groups together, whether for economic, ethnic 
or religious reasons. If the challenge to power and the challenge to social cohesion is too 

big, the research university cannot perform its duty. 
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The Internal Life of a Research University 
The author has touched on the internal life of the research university by referring to how 

it should be governed ideally, so as to promote both autonomy and academic freedom. 

The internal work processes of a research university is characterised by research-based 
and research-driven teaching. The idea is that students and professors are colleagues 

working towards the same goal; new understanding. Thus the students are supposed to 

become part of the research process as soon as possible, i.e. as soon as basic knowledge 
of a discipline has been acquired (the German idea of students' "Lernfreiheit"). This 

means, for example, that a Masters degree will comprise a thesis judged according to 

its research qualities. However, research-based teaching presupposes not only that the 
individual professor is in touch with, or has knowledge of the latest developments in 

a field of study, but also that he or she is an active researcher him/herself. To conduct 

proper research-based teaching every academic has to be a researcher. In other words, 
a division of labour within a university where some academics (mostly) teach and some 
conduct research would contradict the ideal. 

To maintain this ideal, equal opportunity to conduct research has to be upheld. 

Although the amount of research done may vary between individuals and over 
time, the opportunity for all on equal ground to do research is a precondition 

for the advancement of the research university. When each academic must have 

an equal share of time and resources to do research a collective commitment to 
this kind of knowledge generation emerges. This also means that the burden or 

pleasure of teaching the basics of the discipline has to be distributed equally. It is also 
through this pendulum movement between teaching the basics of a discipline and 

conducting own specialised research that the discipline is reproduced and advanced 

and transformed. It is also within this back-and-forth movement between own 

speciality and the discipline as such that the researcher becomes a true academic 

of a research university; that is, not an expert on a particular issue that he or she 
specialises in but someone who justifies why his or her specialisation is of value and 
important for the advancement of knowledge within the discipline. This also ensures 

that the advancement of knowledge is driven by intellectuals, by the discipline and 
its academic colleagues (and not, for example, by external necessity for an expert). 

A research professor within a research university is thus mainly characterised by 

his or her ability to advance the knowledge of a discipline (an intellectual), less by 
being an expert providing a particular solution to a user, despite the tendency of 

research to be more and more divided by specialisations (as in medicine, where "specialist" 

is part of the titular structure). 
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Research-based teaching not only sets a limit to how much teaching can be done (as 

opposed to spending time on research), but also how many students a professor can 
handle at a time. There is no prescribed student/professor ratio, and it varies between 

disciplines. However, when it is greater than one to twenty (no matter what discipline) 
the crucial link between research and teaching might be at risk. The ability to move 

between own specialised researched knowledge and keeping track of the discipline's 

development as a whole to ensure that the teaching is well founded, will be threatened 

by student throughput demands. 
Research-based teaching teaches the student to trust his/her own judgement, and 

develops the capability to formulate critical questions. At a university, and as a precondition 

for modern identities, a student is insulated from the practices of everyday life, so as to 
be open to the university's mission to educate. The logic of educational ambition is to 

distance and to an extent uncouple the clients of education from the hidden curricula 

of the institutions that govern everyday life". Thus the basic idea is that "students must 
be provided with attitudes and intellectual skills that allow them to defend themselves 

and their autonomy effectively against the dangers of mental deformation that they are 

likely to encounter in a given society" (p. 5). 
The autonomy that students acquire by developing their judgement through critical 

questioning shapes what can be called "an educated person". It's not about what he or she 

knows, but how he/she knows things. This is also an important dimension for developing 

democracy. Only in a democracy can "an educated person" speak freely and act critically, 
and stand out as a role model in situations characterised by "mental deformation". 

Output 
What comes out of the university is to a great extent dependent on what goes into the 
university. And what comes out of the university is also influential  on what kind of 
support a university can expect to get from society, whether it is from politicians or from 

citizens. For example, to lover quality demand on the staff and the student to secure 
student throughput may be short-sighted, as it in the long run will undermine quality 
of research and research based teaching, thus also the general support quality research 

both needs and can generate over time. Within the university, it must thus always be a 

strategy to keep up the quality of its kernel activities. 
Together with research, students (and the professors who participate in public 

debates) are the most important outputs of the university. The students, who are 
shaped by research-based teaching, will make their impact on society through their 

independent behaviour and by how they make knowledge not only useful, but also 

usable within the contexts within which they work. Thus, knowledge is not only 

"human capital" that promotes the career and remuneration of the student, but 
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also enhances the ability of the student to relate to society. In this way students 

are the most important "legitimising' force of the university in society, and proof 

of the value of trusting the independence of the research university, its autonomy 

and academic freedom. Ideally, then, the students would also be the main defenders 
of a number of academic values; the right of free speech, and the right to criticise 

authorities and question power. Students of an independent university learn to be 
critical to society but also tolerant of the other party's arguments. Without such 

tolerance, as the many student unrests have shown in Africa, a university will come 
to a standstill and gradually lose it meaning. 

Although the research-based university seeks truth, it also shows that what is true is 

temporary - that is why we do research. Therefore no criticism can be fundamental or 
justified by eternal truth, but rather by situational arguments. This kind of deliberation 

calls for democratic institutions, since, in  the end, only a choice between values - as a 

compromise between interests - can guide knowledge needs. 

The tendency today to count the number of students (and even to make the funding 
of universities dependent on these numbers) shift the focus away from the quality of 

the student as an educated person, towards the student as a carrier of credentials. The 

value of the student to society is measured by certificates, not by character. This tendency 
towards quantification and focus on "human capital" credentials is detrimental to the 

research university, but also shows how easily output measures - when politicised and 

externalised - can harm the core activities of the university. The drive towards measuring 

the output of the university, thereby shifting the power over the university from its 

academic community to political masters, is a critical factor in determining the future of 

the research university. 
What is produced by the research university cannot be compared with output from 

any other organisation. What comes out of a research university cannot be quantified 
by measurement, or controlled and evaluated according to external standards. The 

creative process of a research university is what makes research happen. Due to the 

unpredictability of this creativity, outcomes cannot immediately fulfil expectations of 
particular interests in society. These interests usually express themselves within the short 

term. The research university cannot be bound by these time-bound expectations of 
results, but must rather be trusted to pursue the avenues that the research process opens 
up regardless of time (and resource) consequences. (External expectations about time 

and delivery cause divisions between applied and basic research). It is important that 
professors report continuously on their research processes in the form of publications. 

But to measure these publications by numbers is to lead the research process astray. The 
focus of the professors moves from creativity to reproduction of standardised knowledge 
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as this gives the highest quantitative scores. We also experience that the new kinds of 

ratings, rankings and rewards may invite shortcuts in the empirical work, even cheating 

is increasing. Thus, as quantification increases how knowledge is valued, the creativity 

of the research process may come in contradiction to the true values of the research 

university's output. 

The core values of the research university namely creativity and constant disciplinary 

renewal - which is based on trust - needs in the long run to be legitimised  somehow by 

the polity and the general public. In addition to publications, which make themselves 

important to the general public through many channels, the university also provides society 

with "public opinions" by more direct participation, for example, through knowledge-

based judgements in public debates or media (which may often be critical and negative, 

therefore dependent on a democratic polity if it's to be valued). This participation in pubic 

debate - as part of a growing link between the research university and democracy - must 

represent value for - and be valued by - the public and the polity for its contribution to 

the debate about "why do we want what we want?" Under capitalism, citizens are told 

what they should have, and government is mostly concerned about "who gets what" 

questions. The role of the research university is to create a space for and ability to ask 

the question: How come this is what we want? This means that the research university's 

output must be valued for its contribution to the public judgement and the public's ability 

to evaluate own identities and wants. This means that the research university has as its 

most important duty service to the general public, and therefore no societal interest in 

particular. 

This also holds true regarding more specifically defined duties of the modern research 

university; namely to educate professionals. Professionals, through their higher education, 

not only have to acquire the basic skills and the orthodoxy of the knowledge they build 

on in their future practice, but also the ethics of research. This means that they must 

install in their professional attitude a learning orientation - an ability to move between 

experience and the theoretical context which gives these experiences meaning within 

the professional work. In addition - and most importantly —professionals will - as an 

outcome of the ideal research university —understand better and be more open about 

the power of their knowledge, for example how they use their professional authority in 
relation to their clients. Often the professions shape the "needs and wants" of clients in 
their own Image, disregarding the true needs of clients whose voice and ability to express 

themselves often may be weak. Ethical behaviour which keeps the focus on the needs of 

the client presupposes and is enforced by the critical link between the professions and 

the research-based knowledge it builds on.; When the university does not ask the most 

important research question, why do we want what we want, but rather focuses on how 
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can we get what we want it falls prey to politics. This is typical of the way politics and 

politicians formulate questions; it is the way political demands by political interest  afe 
framed. For example, short-sighted ideas about "community service" or service to the 
knowledge-based economy are linked to expectations about ways in which the research 

university can contribute to getting from one point to another. Rather than asking the 

university to reflect openly on why we should walk this line, political goals are taken for 

granted as a basis for the research agenda. 
If the external demand on knowledge for "how" comes to overshadow the value of 

knowledge about "why", the research university is in danger of degenerating. Trust in 

its own knowledge-driven processes is substituted by expectations about results within 
a particular time, and for a purpose, and external ideas about output and quality replace 

internal processes leading to new knowledge, and types of reflections are linked to an 

independent, but not socially detached (quite the contrary) search for knowledge. In 
other words, the autonomy of the researcher is jeopardised. 

This matter becomes all the more critical for the ideal research university when the 

university becomes financially dependent on commissioned work In this case expectations 
from government or actors within the economy shift from trusting the public role of 

the university to expectations about its usefulness. This shift from trust in the public 

role to a utility approach often also changes attitudes to how a university should be lead 
(by professional management, not democratically), how research and teaching can be 
utilised so as to become more "useful" (a greater division between teaching and research, 

for example, and less discipline-based research), and definition of good research as an 

elitist, positivist phenomenon in centres concentrating resources and personnel, rather 

than within disciplines and in networks of researchers of equal status. All in all, this is a 

shift from research being driven by curiosity to research being driven by results, where 

universities become ever more dependent on commissioned work, like the research 

centres typical of Francophone countries of the Nile Basin. This also changes the 
understanding of how students are to be taught; students themselves become part of a 
utility approach characterised rote learning and throughput. Further, as an output expertise 

counts more than disciplinary development (expertise is more useful and marketable), 

thus PhD students become useful "assistants" (as opposed to independent academics), 

and,, when finally certified, they become detached experts capable of doing what they 
do well, but incapable of explaining why they are doing it within a broader academic 

context and disciplinary culture. If employed by a university, they will not, to the degree 

expected of academics, be able to develop meaningful research projects that improve 

our ability to reflect critically on why do we do what we do, or why do we need what we 

say we need. 
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In other words, an exaggerated focus on outcomes in the form of research useful 

to different interests in society, and on the basis of which the university can enhance 
its income, challenges not only the willingness and ability of academics to utilise their 
academic freedom, but also threatens the delicate balance between research and teaching. 

The most important outcome of a university, namely reflecting and self-respecting 

students, becomes technical "fixers". Those who, through their behaviour as "educated 
people", reflect the value of the research university for the long-term development of 

the democratic society, may lose their academic independence for doing so. 

The Research University - a Summary 
The research university's foremost trait is its autonomy, its academic freedom, research-
based teaching, trust in its academics (once they have been employed), creation of 
seemingly useless knowledge that is potentially useful to all citizens, and the critical and 

democratic role it plays for and in society. 

The research university's input depends on the acceptance of its output. The 

environment at large does not automatically accept or appreciate the idea of the research 
university. It is quite common for both economic and political interests, whose power 

in society may be uncontested, to challenge the ideals presented above. The continued 
existence of the research university is thus dependent on its ability to demonstrate to 

society its value as a trusted organisation and guardian of the institutional value of 
creativity and critical judgement. 

The primary responsibility for this demonstration rests with the research 

university itself, its professors, and its students and administrative personnel. 

Professors and the students (as candidates for the working life and as future 
researchers and professors), and administrative staff, have to be advocates, through 

their practice and as citizens, for this ideal. If professors become involved in 

competing activities, for example to raise their income, or serve purely utilitarian 
purposes, and if students are rewarded for taking shortcuts so that the university 
achieves a certain amount of throughput, or if the administration finds it necessary 

to pursue other interests for the sake of personal gain,  trust in the research university 

will be undermined, and the research university will be transformed into something 
else. 

This book focuses on some of the most commonly debated and critical issues 

relating to the research university and its future in Africa. All these issues, separately 

or in combination, are crucial for the way the research university may be recreated, 

and thus gain influence on the regional developments over the long term. The issue 
of governance and citizenship asks crucial questions about how proper academic 
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leadership can promote academic freedom, basic research and long-term independent 

knowledge-creating processes, and how this independent role caii best be linked to 
the promotion of democratic citizenship. While it is popular today to talk about 

the need for management, the issue threatening the recreation of the research 
university seems to be a lack of academic leadership. 

Equity and access relate to justice and opportunity; but refer to the way 

universities are overcrowded with students due to economic pressures. If access 

(often justified as equity) is justified by economic needs (as met by student fees), the 
research university has no future. It will become a student factory, and students are 

among the parties who will lose. The lesson seems to be that pressure for equity and 

access has such strong political support, and meets with so little resistance within 

the universities, that the independent research university is suffocating. 

Relevance is a popular word, not only in Africa; relevance for the knowledge-based 

economy characterises the OECD and World Bank discourses. In Nile Basin countries 
the relevance debate seems to have taken on a utilitarian character more extreme than 
in other parts of the world. Instead of the research university over time stimulating 

improvement of the foundations on which other institutions work, there seems to exist 

the idea that the role of academics, students and even administrators involves rendering 
services within and for these external institutions, and that the research university should 

transform into a service organisation. If the latter is the case, the research university's 

ability to develop long-term independent, critical knowledge for society at large will vanish 

forever. As shown in the following chapters in this book the issue of the usefulness to 
society of the research-based university as a prerequisite for its survival needs to be 

debated anew within the Nile Basin countries. 
A research university is not only a place where advanced research and teaching 

is going on, but also a place where different academic traditions meet. If a research 

university becomes too specialised, or if society only values some types of knowledge 

(for example engineering), the very idea of the research university is threatened. Only 
in the meeting between many kinds of knowledge will ethically-sound and self-critical 

research develop. 
This book presents a number of chapters based 011 experiences and empirical 

observations in different countries relating to each of the main issues relevant to the debate 

about the (re)creation of the research university. The different academic backgrounds 
of individual contributors provide a varied perspective on the different problems and 

challenges involved in the process of recreating the research university. 
In most countries in the Nile Basin, research universities are experiencing 

difficult times, due to both external and internal forces. While, for some countries, 
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it is difficult to see how the research university can emerge from the situation it 

finds itself in, it is of the utmost importance to discuss what may be "positive" for 
networking or regional cooperation among countries in the Nile Basin region to 

promote such recreation. Unless the research university re-emerges, a chance to 

create dialogue about burning issues relating to the future of the Nile region will 
be forfeited. 





Itis not all about Money: Financial 
Governance and Research in Public 

Universities in Uganda 

Roberts Kabeha Muriisa2  

Introduction 
Financial governance is key to the success of any institution. Much of the academic 

discussion on university governance, however, concentrates on the structure of 

administration and rules and management, and financial governance receives little 

attention. This chapter discusses financial governance in public universities and argues 

that knowledge generation and dissemination at research universities' in Uganda can 

be achieved by reorienting  efforts to financial governance. Financial  governance is 

an effective tool to achieve the development of universities into research universities. 

The purpose of this chapter is to understand how financial governance impacts  on 

knowledge production through research at public universities in Uganda. Focussing 

on financial governance, the following questions can be asked: What are the sources of 

funds for university education in general and research in particular? How does financial 

governance vary across public universities in Uganda? How do financial resources, their 

administration and disbursement impact on research and consequently the shaping of 

research universities? 

The chapter is based on existing literature. The discussions focus on Mbarara 

University of Science and Technology and Makerere University. The two 

universities are the oldest public universities in Uganda. Makerere was declared a 

university in the 1970s and Mbarara University of Science and Technology (MUST) 

is slightly more than two decades old (Muriisa and Bacwayo, 2010). Makerere 

2 	Senior Lecturer, Ag Dean Facu1' of Development Studies, Mbarara University of Science 
and Technology 

3 

	

	Research universities are distinct from other types of universities because of their focus on 
research-led training programmes (Clark, 2001, 1998; Geiger, 1986). 
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University is focussed on all programmes; Mbarara University is focussed on science 
and technology. Both are public universities, and receive money from Government 
and other sources for their operations. Both universities offer postgraduate training 

at Masters and PhD levels and staff conduct research in addition to teaching. This 
qualifies these two universities partly as research universities. The basis on which 
universities can be judged as research universities is not only post-graduate and staff 

engagement in research but research-led training must be visibly seen as the main 

character of these institutions. This is not the case for the two universities especially 

in the era of commercialisation and massification. As the discussion in this chapter 
will show, commercialisation and massification have impacted not only on teaching 

and research but also on training which is largely market driven. The need to fulfil 

the demands of different stakeholders has made the many universities to forego their 

research mission to teaching programmes which satisfy these stakeholders. 
The level of research, including postgraduate training, research supervision, seminar/ 

conference attendance and publications, is relatively low in Uganda. This lack of 

involvement is the same as in other African countries. Universities in Africa contribute 
less than I % of the articles in international referred journals, and the total contribution of 
African universities to world's scientific publications is 1.4%, with more than half of these 

originating from Egypt and South Africa (Hassan, 2008). There are many explanations for 

the low publication output of African academics. including declining public funding for 

higher education (British Academy and The Association of Commonwealth Universities, 
2009; Kasozi, 2009), increasing number of students, privatisation and commercialisation. 
Privatisation and commercialisation more than any other factor have had greater impact 

on African universities recently. They have not only caused an imbalance between the 

number of students enrolled and available resources, but also created tension between 

faculties and between research and teaching and new demand for services (Mamdani, 

2007). Clearly therefore, universities in Uganda like elsewhere in Africa are in a crisis. The 

crisis facing universities in Uganda is not simply a crisis of funding but also of financial 
governance, which has received less attention yet it affects research in a significant 
way. There is ample evidence that financial governance is important if research is to 

be promoted at universities. The British Academy and The Association of Common 

Universities (2009: 1) point out that, 
While poor funding for research, and for higher education more widely, is a major 

problem, many of the barriers to research are organisational rather than simply 
financial. New money for research can only be provided if there is confidence in 

the ability of institutions to manage it and to deliver good research. 
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From the above, it can therefore be agreed that financial governance is an important 

variable that should receive much attention as funding itself. 

Why is Financial Governance Important for Research 
Universities? 
Governance is the system by which organisations such as universities direct and control 
their functions (research and teaching) and relate to their stakeholders (service) in order 

to achieve their missions and objectives. Analysis of decision-making, the processes 

through which decisions are implemented, as well as the decisions that are implemented, 
gives insight into governance. An analysis of governance considers the different actors 

involved in the decision-making and implementation processes, and how the actors relate 

to each other. It also considers the institutions4  and structures that facilitate action or 

inaction. Institutions and structures which facilitate .good linkages between actors in 
the research and funding processes are critical for research promotion. Thus, the British 

Academy and the Association of Commonwealth Universities (2009: 10-11) point out, 

While funding is a major constraint, major obstacles are often presented by the 
systems and processes within institutions, and the relationship between key staff. 

This is evidenced when available funding cannot be directed or spent effectively, 
contracts managed, or when new initiatives are not effectively communicated to 
users. ... Clearly administrative structures, university policy, and the relation between 

key staff underpin any attempt to improve research. 

Governance as a concept, although not new, has recently dominated development 

discourse and practice. The governance continuum ranges from governance as "bad 

governance" to governance as "good governance". Bad governance is characterised by 
corruption, lack of transparency, lack of accountability and poor performance. Good 
governance is characterised by accountability, transparency, efficiency and effectiveness, 
rule-following and participation. In general, good governance entails conformity to codes 

of good practice. When there is good governance it is expected that financial resources 

will be utilised more effectively, so that universities are able to fulfil their missions and 

goals, goals which hopefully are set through democratic processes linked to academic 
freedom. 

Since the 1980s accountability and transparency have become indicators of good 
financial practice and proper management' in both private and public organisations. 

4 	Institutions refer to formal and informal rules, guidelines and laws that guide action. 
5 	Management embraces /relates to planning, coordination, organising and directing the activities 

of an organisation. Therefore, management, in practical terms, would be more than governance 
although the two have been taken to be synonymous. 
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Good financial governance thus relates to good financial management practices, such 

as following rules and established procedure in distribution and utilisation of financial 
resources. Accountability is concerned with holding office bearers accountable for their 

actions and decisions. It provides a basis for checking the actions of public officers and 
holding them to task so that their behaviour can be scrutinised  by all the stakeholders. 
Transparency is concerned with openness about the way financial resources are mobilised 

and distributed or utilised and is needed for democratic decision-making. Transparency 

enables the different stakeholders to visualise how the university operates, enabling 
positive feedback. In addition, transparency in an organisation is the basis of public 

confidence in it. This chapter argues that money is important for universities to achieve 

their goals and missions, but without financial governance such missions, including 

research and training may not be achieved in a manner that enables institutions to realise 

their objectives. 

Since the 1980s the university sector and higher education in general have undergone 
dramatic changes as a result of reforms. The reform process has both internal and external 

influences' and has affected the way universities allocate funding and their systems of 
financial accountability. But the reform processes have put universities at risk of losing 

sight of their core missions, of teaching and research. The reform process, which involved 
privatisation and commercialisation (Mamdani, 2007) involved the private sector (parents, 

business sector, students) as key players in the education sector where government and 
donors previously dominated. Each of these players exerts a certain influence, which 

impacts on the functioning  of universities, especially with regard to knowledge generation 
through research. Money to support public universities is mobilised from private sector, 

public sector (through government funding) and donor sources, each of which have 

different expectations of the way universities should operate. 

The private sector including, parents and students and businessmen have little 

interest in research. Parents and students, who pay tuition and other fees, demand 
that students are taught certain academic programmes that would make them get 
jobs, and do not see the relevance of research. The business sector establishes 

private universities and run them as business institutions whose motivation is 

profit. Research is less important in such institutions. Universities thus allocate 
money according to new systems of priority setting determined by the various 

stakeholders. The priorities are ranked in order of teaching relevant programmes 

6 	The university system has seen various reforms in the last decade. The drivers of the reform 
process are both external and internal. External drivers include the donors, international financial 
institutions such as the World Bank and International Monetary Fund, the government policy, 
the private sector (business organisations), parents and students. Internally, the drivers of change 
include the university administration, the staff, students and staff organisations. 
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as number one priority and infrastructural development as priority number two. 
Research, whose benefits are not tangible, has less support among stakeholders and 
is therefore rated last if at all, on the list of priorities. Regarding accountability, 
there is little demand for accountability in the form of research conducted by staff 
and faculties. Accountability demands that universities explain the relevance of 
the programmes they offer. A programme is considered relevant if it will enable 
students to secure jobs and to solve development challenges after graduation from 
university. These accountability demands cause research to decline. In this form 
of accountability, research which has no direct relevance to enabling students get 
jobs is given less attention. 

The decline in research in public universities however, is largely attributed to 
declining funding. Universities in Uganda complain about declining public funding 
for research. I believe however, that declining public funding does not necessarily 
lead to a decline in research and academic scholarship. This is also in agreement with 
authors such as, Ajayi, Goma and Johnson, 1996, Clark, 1998, 2001, and Geiger, 
1986 that decline in public financing of universities does not lead to a decline in 
research per Se. The growth of research universities in Britain and the United States 
took place despite a decline in public funding for universities (Clark, 1998; Geiger, 
1986). In the United States, when universities experienced cutbacks in federal 
research funding, they responded by seeking other sources of funds, notably from 
industry, which furthered research. In Uganda, when public funding reduced, 
financing from other sources, such as private programmes, increased, but research 
outputs did not increase (Mamdani, 2007). Why would this be? In this chapter, I 
argue that, in addition to availability of money and financial resources, there is a 
need for good financial practices such as accountability and transparency, linked 
to the goals of universities and promoting research activities. 

Good financial governance is critical for research and knowledge creation since 
good financial governance helps to attract quality students and staff, which in turn 
strengthens the university's research capacity and knowledge creation (Clark, 1998, 

2001; Kasozi, 2003). It also helps universities to bargain for more government 
funding for research (Ajayi, Goma and Johnson., 1996; Obanya, 2006; Fielden, 2008; 
Kasozi, 2009). Kasozi (2009) argues that the more free and accountable a university 
is the more likely it is able to deliver quality education which, in turn, increases its 
credibility and therefore its ability to raise more funds. 

Financial Governance in Public Universities in Uganda 
The National Council for Higher Education (NCHE) reports discuss the importance 

of increasing  funding for higher education institutions extensively, but gives little 
consideration to financial governance as part of the "possible higher education 
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financing solutions" (NCHE, 2004, 2004a, 2005, 2006). The eight-point  solution to 

the challenges facing higher education provided by NCHE (2006: 35-36) focuses 
more on how universities can increase their finances and less on accountability, 
transparency and efficiency. Similarly, Court (1999) argues that Makerere 

University's internal and external efficiency has improved, especially regarding space 

utilisation, but nothing is mentioned about financial efficiency. Makerere University 
has been in the spotlight for experiencing a financial management crisis. Kasozi 
(2009: 127) notes that, recently, Makerere's financial accountability has come to be 

doubted; years ago financial documents were burnt in the bursar's office, probably 
to hide evidence. The accountability problem is accompanied by other financial 

administration challenges, such as value for money in the procurement process. 
For example, in 2007, the perimeter wall that Makerere was constructing around 
the campus collapsed, leaving the public and government in doubt regarding  the 
credibility of the institution regarding the procurement of proper services. This 

example shows that a critical assessment of financial governance in these institutions 
and its impact of research, are necessary. The next section provides a detailed 

account of financial governance at public universities. 

Sources of Funding for Public Universities 
The sources of funds and the conditions attached to the funding by the various 

sources may affect the way funds are administered. Public universities rely on 
government, donations and grants, and private sources for funding of their main 

activities (NCHE, 2006: 32). According to Mayanja (2007) Makerere University's 

total budget for 2005/2006 was Uganda Shillings 98.5 billion, of which 38.5 billion 
(39%) came from government, 56.2 billion (57%) came from fees paid by students 

and 3.9 billion (40/6) came from donors. Kasozi (2009) notes that, since the 1970s, 

proper utilisation of funds by public universities in Uganda has been hindered by 

state interference. The funding framework for higher education as prescribed by 
government is one that treats the universit as a government agency, and regards 

academic staff as civil servants. The funds released by government to universities 

follows a budget approved by parliament, thus in accordance with the higher 
education budget and government's policy and priorities.7  The release of funds 

follows an institutional mechanism that ensures that resources flow toward areas 
of policy priority (Bevan, 2001). The current financial allocation framework 

emphasises only the delivery of teaching and research-related services which may 

7 	Until recently, upon recommendation by the World Bank, the priority for government had been 
primary education, especially after the introduction of universal primary education in 1987. 

8 	Also see (Unesco, 2008) http://portal.unesco.org/education/en- 
fi1es/39952/ 11 178055663UGANDA.doc/UGANDA.doc - accessed on 25 November 2008. 
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lead to the improvement of the social and economic conditions of people in the country. 

By implication  this is in accordance with what is "relevant". Relevance relates to the 

development challenges such as environmental concerns, poverty, population growth, 
conflict and global warming. This means that the government will only release funds to 

universities if they focus on applied research and relevant knowledge generation. This 

is reflected in many government documents. Thus; 
During the period under review, the main objective of the sub-sector was to 

improve the quality of teaching and learning. In particular, emphasis was placed on 
enhancing the management of education service delivery at higher institutions of 
learning as well as making the curriculum more responsive to national development 

needs.' (Iimstry of Education Sector Report for 2004/2005). 
The funds are released by the Ministry of Finance Planning and Economic 

Development (MoFPED) and transferred directly to universities, university councils 

and university heads, as accounting officers. The amount that is allocated to each 

university depends on the number of students and unit cost as determined by the 
Ministry to be reasonable (NCHE, 2006: 32). This kind of support may be related 

to what Geuna (2001: 610) and Fielden (2008) describe as formula funding, where 
"the budget of the institution is determined  by some form of assessment of the 
actual institutional expenditure per student enrolled or expected to enrol", staff 

establishment and development activity." Under this framework, funds are released 
as block grants for recurrent and capital expenditure and the framework specifies the 

amount for each faculty, institute or department. The amounts released are not dependent 

on performance, they are neither goal-directed nor released in relation to academic 

activity and outputs what Fielden (2008) calls performance-based funding, as is the case 
in South African higher education.11  

The consequences of this type of funding are that universities cannot link their 
output to the funding they receive, and accountability is about figures and not about 

performance, as measured by, for example, students graduating or research output. 
I therefore argue that there is less value attached to knowledge production as a 

basis for funding universities. Moreover, the funds released by government are 

not equivalent to the actual unit cost and therefore do not cover the total cost of 

9 http://www.education.go.ug/Final%20ESAPR2005.htm#—Toc118033193 accessed on 3 
December 2008. 

10 Because of a low financial base and lack of funds on the side of the government, the government 
funds a percentage of the budget, but with knowledge of the unit cost. Recently the government 
started requesting all universities and departments to calculate and indicate the unit cost of 
educating a student at university, 

11 https://dmi.ukzn.ac.za/downlo  ads /gov%2Ogazette%20aug%202003.doc accessed on 4 
December 2008. 
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operations. The result is that universities operate with minimum resources. Kasozi et aL 

(2005) explain that the percentage of national tertiary unit cost was calculated to be 40% 
of actual cost. Even when universities opened windows to let private sponsored students' 

fees to supplement government budget, the fund cannot fund more than 40% of the 
real needs (Kasozi, 2009). Universities thus operate with inadequate resources, leading 

to teaching being done in crowded places, unqualified academic staff being appointed 
and limited expenditure on research. With limited financial resources there is a need to 

conduct proper planning for the utilisation of the available resources to accommodate 
research needs of the university and to apply proper accountability procedures. The 

next section involves a discussion of financial administration at Makerere and Mbarara 

Universities. 

Comparing Financial Administration at Makerere and Mbarara 
Universities 
Financial administration at universities as note earlier, involves the way financial resources 

are handled, including their mobilisation, allocation to different uses, and accountability 
processes. Allocation of financial resources to different uses is done according to the 

procedures and structures in each institution and according to the means agreed upon by 

stakeholders. The allocation may follow formulae developed internally by the university 
and its staff or it may follow government guidelines. Financial accountability follows 

guidelines established by government, which indicates to universities and university 

employees how the money should be used. These guidelines include line items such as 
stationery and scholastic materials, travel (international and internal); and procurement 

processes that apply to all public institutions, including universities. It is, for example, a 

requirement that any goods or services required and valued in excess of Ugandan Shillings 
2 million has to be procured through the contracts committee" (Public Procurement 
and Disposal of Public Assets Authority, 2003: 2). Establishing  a minimum amount of 

money that can be spent without the approval of another authority seeks to ensure a 
culture of adherence to budgets and priorities as set in the institutional strategic plans and 

government guidelines. While this is expected to promote good financial practices, such 

as accountability, in universities, the process is tedious, involving bureaucratic procedures 

and long periods of waiting before budgets are approved. This hampers flexibility and 

effectiveness in the universities' operations. 

12 The contracts committee is established by the accounting officer of the university and approved 
by the PPDA authority. Usually, representatives are drawn from university faculties, departments 
and the procurement office. The committee is supposed to investigate bidders and evaluate their 
bids for the supply of services or goods. http://www.ppda.go.ug/index.php?optioncom_cont  
ent&taskview&id81&Itemid106 accessed on 4 December 2008. 
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Internal Financial Allocation 

From whom and how universities obtain their funds influence internal resource 

allocation. Government financial releases come as block grants but are itemised for 

capital and recurrent expenditure, as discussed above. Money from private students 

is paid for specific items and services, such as library fees, accommodation, tuition 

fees, registration and guild activities. While the services are rendered by specific 

departments, the way these funds are allocated to different uses depends on the 

nature of the internal allocation budgeting system applied by each university These 

budgeting systems include block allocations in the case of Makerere University, line 

budgeting in the case of Mbarara University, and responsibility-centre budgeting, 

which applies to Makerere University Business School (MUBS) (Baryamureba, 2007; 

Muriisa, 2007). Each of the budgeting systems has implications for governance 

and research. 

Block and responsibility centre budgeting procedures are decentralised 

approaches that allow departments and faculties to allocate funds to different uses 

autonomously, without involving central administration. The decentralisation 

of financial allocation from the centre to the departments and faculties shifts 

power to control resources from the accounting officers (top administration of the 

university (Muriisa and Bacwayo, 2010) to the faculty - deans and staff - according 

to how they prioritise their expenditure. This may,  not be in the best interests of 

a research university Resources are no longer available to meet critical needs of 

the institution, such as research and publication, to non-essential needs, such as 

increasing the staff wages with no justification for the increase (Mamdani, 2007; 

Muriisa, 2007). Privately generated funds are allocated based on a formula that 

leaves a large percentage of the money collected to be used at the discretion of the 

income-generating unit or department. Mamdani (2007) reports that, at Makerere, 

only 1% of the money generated by student fees for day, evening and postgraduate 

programmes is allocated to research. The staff salary top up 13  is allocated 18'/'0 of 

the fees from day programmes, 9°/s  of that of postgraduate programmes and 15%  of 

accommodation fees. Money collected from tuition fees is divided between central 

administration and the income-generating units as follows: central administration 

retains 49% of total collection from day programmes, 41°'0 of evening programmes, 

and 25% from graduate programmes. The money-generating department receives 

51% of the money collected from day-programme fees, 59% of evening-programme 

fees and 75% of that of graduate programmes (Mayanja, 2007: 4). 

13 This applies as and when funds are available. 
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The funds which remain at the income generating units are spent by the units according 
to priorities set by deans and their staff (Mayan)a, 2007: 4). Staff salaries receive priority 
over research funding. I indicated that allocation of funds and government disbursement 
of funds to universities does not follow performance in the universities. Similarly, 
allocation of privately-generated funds to different uses does not follow performance; 

rather, it follows the volume of collection at different faculties as in the case of Makerere 
University. Thus, block allocation is not linked to performance as measured in terms of 
number of students graduating or scholarly work, such as academic scientific publication. 
Therefore, regardless of whether a faculty's performance improves in terms of knowledge 

generation, the staff pay cheque increases if privately-generated funds increase. Mayanja 
(2007) points out that the decentralisation of fund allocation and permitting discretional 

utilisation of funds that remain at departments encourages departments to spend money 
on nonessential matters, and could lead to staff salaries exceeding their normal pay rates 
and even exceed pay rates of top officials of the universities such as vice chancellors. 

Such concentration of power in a few hands at department level contradicts a code of 

good practice guided by checks and balances. The involvement of central administration 
in financial allocation especially at approval of the expenditure would act as a check 

mechanism on departmental heads expenditures. In the absence of this involvement 
by central administration especially at the level of approving expenditures to be made, 

funds could be misallocated and the interests of individuals could be promoted at the 
expense of those of the university. 

The above practice affects the university in various ways, including promotion of 
interdepartmental and interpersonal conflict. Some departments and staff are envied 

because they are considered richer because of finances they generated (Maindani, 2007). 

Administrators in the "rich" departments are accused of misallocation of university 
funds by staff who have no direct control over finances. In 2008, a report was sent to 

the President of Uganda HE YK. Museveni by disgruntled members of staff of MUBS, 

staff who complained of a lack of transparency in the way the institution's finances are 
utilised. MUBS has not built a single structure since it was established in 1998, in spite 

of saving close to Ugandan Shillingi billion annually from internally generated funds. 
Staff accuse the principal of financial abuse (Lirri, 2008). 

Owing to institutions' failure to allocate sufficient money to educational purposes 
(Muriisa, 2007), all public universities were directed to centralise their expenditure 

again, especially with regard to funds generated internally from fees paid by private 

students. The government white paper based on a report of a visitation committee 

to public universities in Uganda, 25 February 2008, points out that "all public 
universities should revert to budget lines agreed upon by government since the 
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subvention block grants of funding from the state has not in the past been managed 

well enough to fund key academic elements of the university" (MoE, 2008: 3). The 

financial accountability for and the mismanagement of internally-generated  funds 

at Makerere University created doubts about financial transparency (Kasozi, 2009). 

Indeed the visitation committee, in preparation for the white paper, recommended 

that universities should centralise the management of internally-generated funds so 

as to minimise financial misallocation (Mavanja, 2007). The government, however, 

did not propose mechanisms for minimising abuse of funds at the central level. 

Like decentralisation, that gave autonomous units the power to allocate resources, 

centralisation without checks and balances, also leads to misallocation of funds. In 

2007, Makarere University top officials spent over Ugandan Shillings 100 millions 

(about US$ 60,000) on a single trip to the United States of America to attend a 

meeting of the the Uganda North American Association forum to mobilise and 

raise funds from Makerere alunmi. This money was spent at a time when academic 

staff lacked teaching materials that would cost about Ugandan Shillings 200 million 

(Ahimbisibwe, 2008). However well-intended the visit was, it should, at least, have 

involved the public relations officer in charge of alumni, and not the whole top 

administration of the university, at a time when the university was in dire need of 

teaching materials. 

From the discussion above, it is clear that neither decentralisation nor 

centralisation provides solutions for financial misappropriation at public universities. 

Both approaches undervalue democratic governance and participatory expenditure 

planning involving all stakeholders in prioritising expenditure. For example, the 

involvement of staff of each faculty in planning the allocation of available funds 

would limit expenditure on unnecessary items, as the case of MUBS which is cited 

above indicates. As mentioned earlier, while the allocation mechanism of MUBS 

is supposed to be participatory in nature, there is little to show that participatory 

financial allocation and planning practised. University staff and the public should be 

informed how money was spent and the motivation. This would minimise suspicion 

that universities misuse funds (Kasozi, 2009). Lack of involvement by stakeholders 

in accountability and planning and allocation of resources limits transparency and 

the result is abuse and misallocation of financial resources. 

Line budgeting, as practised by Mbarara University of Science and Technology, 

prioritises research, as infrastructural development takes precedence (Muriisa, 2007, 

2009). Taking one of the faculties' budgets as examples, allocation for research was 

Ugandan Shillings 8.4 million 450  o of the government release and nothing from 

internally generated funds. Staff travel within the country was allocated Ugandan 


