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Introduction

These are challenging times for Universities in Nigeria, caught as they are in the eye of the perfect storm. Most of the time, with the incessant and often elongated strikes by staff unions demanding for better deals; the unrelenting demands by students (and sometimes parents) for the ‘utopia learning environment’  at no cost to their persons or pockets; the operational environment of political expediency in which the Chief Executives (Vice-Chancellors) of the Universities operate; and the obvious fast dwindling resources available to the universities, managing universities has become more or less a nightmare with Vice-chancellors asking themselves whether it is all worthwhile. Often times, the Chief Executive Officer’s of our universities expend a lot of their time and energy dealing with ‘toxic issues’ of funding and other critical resources, we juggle and balance the buckets and we had better learn fast or it all comes crashing around our ears. 

Many atimes, I have wished there were schools where prospective Vice-Chancellors and key management staff of universities in Nigeria could attend to gain some perspectives and capacity building on addressing the type of challenges they are likely to face - unfortunately we do not have such luxuries, we all learn on the job, sometimes starting to learn how to swim from the deep end. And survive we must. 

The Situation Report


The challenges faced by the university management teams are myriad and diverse. These have been exhaustively treated by different people at many fora and media. Suffice to list and discuss a few before moving on to the action points. 

(a)
Funding and Infrastructure 

One of the greatest problems facing the university system in Nigeria is inadequate funding and this is corroborated by Oyeneye (2006), Adegbite (2007) and even further back, Ibukun (1997) who copiously lamented the growing shortage of funds and learning resources in the university system. 

Very recently, Rahamon Bello, the Vice-Chancellor of the University of Lagos, dwelt extensively on this. His submission, which were backed by facts and figures is that “…university education is currently VERY POORLY funded in Nigeria” and that the nation is yet to comply with UNESCO recommended allocation of 26% of annual budget to education. (Guardian, Thursday, May 15, p. 49). Tables 1 and 2 below, culled from his paper, amply illustrates the problem. 

Table 1: Nigeria – Percentage Allocation of Annual Budget to Education 

	YEAR
	(%) ALLOCATION

	1960
	6.02%

	1970
	0.69%

	1995
	7.2%

	2005
	9.3%

	2011
	1.69%

	2012
	10%

	2013
	8.9%

	2014
	10.63%


Source: Bello R. (Guardian May 15, 2014). 

Table 2: 2014 Percentage Allocation of Annual Budget to Education by some African Countries 

	Country 
	Percentage Allocation 

	Botswana 
	19%

	Burkina Faso 
	16.8%

	Cote d’Ivoire
	30%

	Ghana 
	31%

	Kenya 
	23%

	Lesotho 
	17%

	Morocco 
	26.4%

	Nigeria 
	10.63%

	Swaziland 
	24.6%

	South Africa 
	25.8%

	Tunisia 
	17%

	Uganda 
	17% 


Source: Bello R. (Guardian May 15, 2014).

From the two tables, one cannot but conclude that Nigeria as a nation pays only lip service to Education and has not exhibited enough political will or ability to put its money where its convictions lie. This is because in absolute and relative terms, Nigeria gave the least to education. 

The pattern exhibited above portends great danger for university education in Nigeria both now and in the future. 

The present reality is that the greatest percentage of funds (sometimes as much as 80%) used to run public universities comes from the government (whether state or federal). The sparse percentage allocation of annual budget to education (a dismal 10.6% for 2014) portends serious financial starvation for education in general and the university system in particular. Within the educational space, strong arguments and assertions have been proffered on both sides of the divide as to the desirability and extent of government involvement in the funding of education, with the strengths and weaknesses of the two positions equally highlighted and discussed. While some argue that education as a social service is an inalienable right of the citizen and a reasonable expectation from the government, others posit that education should be the shared responsibility of the government and the beneficiaries and that parents must be willing to bear a reasonable portion of the cost through tuition fees. 

Whichever way the argument goes, it is my candid opinion that whilst encouraging public/private partnership in funding of universities, government cannot and must not divest itself from funding the universities. The universities embody the hope of the continent in the quest for development especially with respect to knowledge generation and dissemination in the tripartite areas of research, policy and practice. One of the observable dangers of over reliance on tuition fees and the focus on economics of funding by the universities is the apparent commercialization of university education. Foundational programmes are being jettisoned for not being commercially profitable, core basic courses/departments like Physics, Chemistry, and Mathematics are stepped down in favour of those courses/programmes that attract high tuition paying students; in fact most private universities do not have faculties of education, and even in public universities, physical and health education is becoming an endangered programme. Yet the nation needs teachers. 

Closely tied to the issue of funding is that of infrastructure. The Needs Assessment Report has clearly highlighted the deplorable state of the infrastructural resources in the universities. As Odetunde (2004 p.2) rightly observed today’s university students “are learning in dilapidated buildings, environmentally depressing and learning disabling situations…”. An old alumnus of chemistry or related discipline would presumably react like Nehemiah of old were s/he to learn that the present day undergraduates have no access to the AAS spectrometer or HPLC chromatograph that he took for granted in his final year project. The dearth of appropriate infrastructure has made nonsense of the teaching and learning, as well as the research capabilities of the universities. It has also hindered these institutions from generation funds through their research outputs. 

The Political Environment within which the universities operate is also a major hindrance to academic excellence in the universities. Most universities do not have true autonomy as this exists only on paper. There is often undue interference in the running of the universities by the funding governments and organisations. Sometimes it gets so bad that some Pro-Chancellors erode the authority of the Vice-Chancellors to the extent that they take up permanent residence in the universities staying in their personal offices on campus, with all the paraphernalia and structures of the office and seeing to the day-to-day administration, (Adegbite, 2007). This sort of thing hampers many chief executives from focusing on the core business of university administration and academic excellence. The erosion of university autonomy and academic freedom has made university administration a Herculean task with allegations of “politically motivated decision making and mutual back scratching” being levied against the management team of universities. Political compromises have sometimes been allowed to becloud the judgment of Chief Executives. More often than not, universities may not even have the political freedom to fix tuition fees in view of the political implications therein attached.         

Other challenges faced in the management of universities include the incursion of cultism and other societal ills into the ivory towers. The university being a microcosm of the large society is not immune from the myriad social vices plaguing the society.  Violence from such incursions leads to loss of lives and properties, as well as disruption of academic activities within the system. 

Yet another challenge is the issue of militant unionism and delayed response to labour disputes by funding authorities. This very often leads to strikes by staff unions within the university. Student unrests resulting from real or imagined grouses also lead to closure of universities and disruption of academic activities.   

However, one key area of challenge that we need to properly examine is the internal governance structure and accountability issues. Governance in the university system is sometimes too personality focused and driven, thereby failing in inclusiveness. The top-down approach rather than the bottom-up is often the rule rather than the exception in certain universities. Unless we are careful as CEO’s, we may be guilty, without realizing it, of the same kind of sins committed by the owners/funders of the universities. As has been rightly observed, academic reform cannot work unless relationship among university authorities, faculties, students and government are redefined on the basis of mutual respect and collaboration. Closely allied to this is the issue of accountability. Corruption and lack of accountability in financial matters have seeped in from the larger society into the ivory towers. CEO’s therefore need, not only live above board, but to develop the internal political will and structures to confront such issues.
The Way Forward : Don’t agonise, organise!! (Late Tajudeen Abdul-Raheem)
Having however highlighted some of the challenges, it is time to move on to the solutions.

The quest for providing solutions to the identified challenges is encapsulated in the words of Tajudeen Abdul-Raheem, one of the greatest Pan Africanist and civil society activists that ever lived. ‘Don’t agonise, organise!!’ is both a challenge and a clarion call. It implies don’t keep on whining and complaining, don’t sit there twiddling your thumbs, stand up, face the challenge squarely and do something.

First of all, we agree that government cannot and must not divest itself from funding the universities since government must consciously fund university education in order to ensure that universities address the human power requirements for development now and in the future. As (Bello 2014) suggested, government needs to revisit and re-evaluate the funding pattern to the universities as well as consider payment of tuition fees for each student directly to the universities rather that through subventions. If government however does not find it practicable to pay the full tuition fees required for providing qualitative education to students in the university, it must not shy away from addressing the issue of government/ parent partnership in the funding of education. Government must clearly address the issue of tuition and give universities a measure of freedom to review the tuition paid. In very many universities, the combination of government subventions and tuition fees paid by students is grossly inadequate and cannot meet the needs of a 21st century university. For instance, table 3 below clearly illustrates this problem.

Table 3: Contribution From Fees for Some Selected Federal, State and Private Universities.

	CATEGORY
	AVERAGE FEES
	POPULATION OF STUDENT
	TOTAL FEES

	FED I
	  46,950
	25,000
	1.18 BILLION

	FED II
	  48,900
	25,000
	1.24 BILLION

	FED III
	  22,150
	30,000
	0.66 BILLION

	STATE I
	  98,000
	10,000
	0.98 BILLION

	PRIVATE I
	520,000
	  5,000
	2.60 BILLION


It gives estimated figures on some selected government owned federal, state and private universities with varying populations, and reveals that none was able to make significant proportion of requirements from income on tuition to adequately cater for operating costs (staff salaries, teaching and research facilities and other demands) for the proper running of a 21st century university in a globally competitive world.

Rather than begging the question, government must face it clearly and come out with a position to remove the conflicting signals sent out to students, parents and managers of the university system. 
Government and industry/corporations must support the universities in the quest for global excellence in research. Cutting edge research cannot be undertaken in a moribund laboratory
However, it is ones candid opinion that rather than heaping ALL the blame for the observable failures on the government, managers of universities must develop and implement concrete, realistic and achievable proposals on new and creative ways for fund raising, improving personnel efficiency and overall institutional performance whilst keeping down cost.

Whether we like to acknowledge it or not, the reality of our situation in the universities in Nigeria is that the global economic recession is likely to exacerbate the current financial woes of the universities. Government allocation for the universities may not significantly improve to the required comfort zone, and yet the universities must be kept going. On the other hand, the present crises should provide the necessary impetus to the universities for thinking outside the box, it must be seen as a welcome opportunity for generating and operationalizing new policies and ideas for resource mobilization, utilization and management. Universities must develop creative ways of engaging government in the funding process – remember that the Education tax which led to the Education Tax Fund (now TETFUND) was a product of productive collaboration between the academia in the ivory towers and the government. Universities, either individually or in cluster groups must form ‘think tanks’ which serve as platforms to articulate ideas on governance policies, fund raising and utilization for the development of the university system. 

Our universities must possess content and knowledge as well as invaluable contacts to raise funds. Beyond the immediate, there is the need for long term fiscal development planning for sustainability. We must be creative, we must move beyond the pedestrian, unimaginative, process driven approach to problem solving, we must possess an extra ordinary ability to see beyond the obvious, we must exhibit the ability to deliver desired outcomes even in the face of challenges. Successful managers of the university system must of necessity be unconventional and refuse to be held hostage by traditionalists who just cannot get away from imposing their long accumulated knowledge (and attitudinal mindsets) which frequently turn out to be entirely inappropriate to the situation at hand. We must therefore refuse to be held back by the oft touted refrain of ‘this is how we do it’, because if it has been done like that for years without getting good results and if the ship of the university is being run aground, then it is time to change direction.

It is imperative that we build our capacity, as well as the capacity of our team to be better managers of the minimal available resources. We must try to recreate the necessary professional diligence and focus that will help identify areas of financial leakages and plug them. For instance, as much as possible, refrain from outsourcing critical university services, for which there exists latent internal capacity, to outside consultants.

Universities must move from being ultra conventional to being innovative. We must be more involved in marketing our products and our brand in such a way that we interest and invite corporate organizations to partner with us. We must cultivate and nurture relationships with philanthropists and our pool of alumni who are our investments and brand ambassadors in critical locations. We must move into the realm of investments, property ownership, consultancy services and mounting of specialized training programs.

Universities must place emphasis on socially responsive research and the products arising from such researches as avenues for income generation. Mutually beneficial collaborations should be pursued vertically and horizontally with other universities in the global north and south. As we pointed out earlier, different groups and ‘think tanks’ should be set up to look into this different areas with a key unit coordinating such cause. Each group must set goals with measurable indicators in line with the university overall goals and objective and periodic evaluations both the general university goals and the group goals must be carried out.

With regards to the issue of militant unionism, it is imperative that leaders lead by example, that there is openness , financial probity and accountability. There must be conscious creation of avenues for consultations and discussions in normal non crisis driven moments with the unions. Furthermore, conflict resolution and conflict management must form part of the peace education curriculum and the introductory training workshops for newly elected training leaders.

In dealing with the issue of political interference and expediency, managers of the university must be true to their calling as academics in administration. We must continually ask ourselves this critical question, how much are we willing to pay for the whistle, and for how long are we willing to pay the price?  What history will we like our descendants to read about us? To my mind, one of the best things to happen to the university system is the one term policy for chief executives. This effectively eliminates the need for unhealthy compromises and bending over backwards as well as wasting scarce resources to lobby for multiple terms. You recognize that you have just this one chance to make an impact and with this realization  comes a greater impetus and motivation to make a lasting change. The Yoruba’s have a saying ‘a ki ri efon ta l’emeji’ which roughly translated means you have only one chance to shoot a rampaging buffalo and you had better ensure you do a good job, for failure will be disastrous. Do your best, leave the rest and move on. 

Ladies and gentle men, thank you for listening. 
REFERENCES

Adegibte, J. G. O. (2007). The Education Reform Agenda: Challenges for tertiary education administration in Nigeria; Being a paper presented at the Sixth Annual Seminar of the Conference of Registrars of Colleges of Education in Nigeria. (South-West Zone) at the College of Education, Ikere-Ekiti, Ekiti State. June 12-13. 

Bello, R. as quoted in Guardian (May 15, 2014) “VC Wants Govt to Re-examine Universities Funding Pattern” p.49

Ibukun, W. O. (1997). Educational Management: Theory and practice. Ado-Ekiti. Green-line publishers. 

NUC (2004). Report on the performance of the Federal University system in 2002 presented at the special meeting convened by the Honourable Minister of Education on Thursday, December 12. 

Odetunde, C. (2004). The state of higher education in Nigeria. Retrieved(4/2/2004)http://www.Nigeriadeltacongree.com/sarticle/state-of higher education 

Okebukola, P. (2002). The state of university education in Nigeria. National Universities Commission, Abuja, Nigeria. 

Onadipe, A (ed) (2010). Don’t Antagonise, Organise! Tajudeen Abdul-Raheem: A Compendium of Tributes, Centre for Democracy and Development (CDD), Abuja.

Oyeneye, O. Y. (2006). Current Issues in the Administration of University Education in Nigeria. Lecture delivered at the 15th Convocation Ceremony of the University of Ado-Ekiti, Ado-Ekiti, Nigeria, March 29.

