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Abstract
This paper highlights factors that influence planning in
academic libraries. It highlights institutional politics,
inadequate planning skills and financial constraints as
major challenges. Recent global developments have
necessitated strategic planning. Strategic planning by
its nature requires the involvement of stakeholders.
Involvement of stakeholders provides opportunities for
libraries to have constant contact with stakeholders for
forming required alliances for mutual benefits. The
paper discusses the processes involved in drawing up a
Five Year Rolling Strategic Plan at the University of Dar
es Salaam and highlights the achievements of the
Institutional Transformation Programme at both the
University of Dar es Salaam level and the Library. It
concludes by recommending the need for taking a more
holistic approach in dealing with partnership issues.
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Introduction
Planning in general is a post-Second World
War phenomenon "when program
development and budgeting began to be used
for long-term planning activities, usually in
increments of five-year forecasts" (Birdsall,
2002) in response to growing interest in social
services, particularly the education sector.
However, planning processes began to be
critically analyzed and strategized in the late
1970s in response to a series of funding crises
in higher education (Birdsall quoting Keller,
1983). Second, there is an increased concern
for striking an appropriate balance between
institutional autonomy over academic
decision making and the demands of the
various stakeholders in meeting their
interests, with accountability to them
notwithstanding. In order to face this
environment squarely it was deemed
necessary

particularly the library profession, has not
been very conducive to considering planning
in the context of setting priorities that are
economically contextualised and with
managerial influence in economic decisions at
the highest level. Libraries tended to take for
granted that their importance would continue
to be acknowledged without any questioning.

Challenges faced by academic libraries
in the planning processes
Challenges faced by academic libraries are
part of the wider challenges faced by the
academic institutions and the global library
development issues. Every unit in an
academic institutions librar

Dar es Salaam also became an independent
national university.

Background information on University
of Dar es Salaam Library
The UDSM Library is the largest in
Tanzania. It serves more than 7,000 users
comprising academic staff, researchers and
students. It also serves a significant number of
local users: ministries, research institutes and
other institutions of higher learning, as well as
regional and international researchers. It
holds about 400,000 books and subscribes to
153 core journal titles in hard copy format;
and has online access to two current
awareness services and nine full text journal
services by a negotiated price through
International Network for the Availability of
Scientific Publications under the Programme
for Enhancement of Research Information.
The library embarked on automation of its
services in 1998. About 90 percent of its
manual catalogue database can now be
accessed electronically through Online Public
Access Catalogue. The library has also
organized 12 faculty/departmental/institute
libraries and has integrated bibliographic
information of these libraries into the union
catalogue in order to facilitate access to
information available on campus.
Currently, the library is run by 21
professional staff, ten of whom are PhD
holders and five are on PhD programmes, 35
middle and junior paraprofessionals and
about 40 library assistants employed on a
temporary basis.

Genesis of strategic planning at the
University of Dar es Salaam
The 1970 Act, which established the
University of Dar es Salaam, clearly states the
mission of the university as a teaching,
research and consultancy/community service.
The University continued to enjoy national
and international recognition in the quality of
its teaching, research and provision of
community services until the late 1980s when
the state was reversed due to critical financial
constraints. Being a state funded university,
since its inception, it relied very much on
government funding. Dwindling financial
resources led to low student enrolment, low

staff morale and a pronounced "brain drain"
syndrome.
Planning and management practices were
very similar to those of the civil service,
evidenced by heavy loading of administrative
activities, including even those that were not
very central to its mission such as student
accommodation, catering services, etc.
However, in the early 1990s acute shortages
forced it to think of other alternatives for
meeting its needs in broader terms in a guided
manner. This led to the birth of the
Institutional Transformation Programme
(ITP), commonly referred to as UDSM2000.
The genesis of strategic planning at the
University of Dar es Salaam goes back to the
early 1990s in response to dwindling budgets
each successive year. The University was
forced to revisit its management practices.
According to Mkude and Cooksey (2000),
the process was probably speeded up by:
The appointment of an academician, for
the first time, to the post of vice
chancellor in 1988 since the University
acquired a full University status in 1970.
The initiative taken by the Faculty of
Engineering, which seemed to have
stirred the rest of the University
community.
The closure of the University for eight
months in 1990, following violent
students riots, which were poorly handled
by the government.
Having three top leadership positions
filled by academicians.
The reshuffle in the top two leadership
positions in 1991.
It could also be attributed to the influence of
the post-1980 developments in developed
countries, with emphasis on strategic
management in both public and private
sectors in response to increasingly competitive
environment that required a more forwardlooking, goal-oriented thinking and greater
attention to monitoring, reviewing and
accounting for performance.
The first major move towards this line of
thinking was the drawing of a corporate plan
to guide university operations in the most
efficient and cost-effective manner. The
debates on vision and mission statements
dominated the scenery. The University
started scanning the environment, analyzing
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critically its strengths, weaknesses,
opportunities and threats.
Changes that have taken place in terms of
higher education policy, the University's
response to both internal and external factors
are incorporated in the corporate plan
through a participatory approach involving
the stakeholders. The objectives of the
Corporate Strategic Plan as first drawn in
1994 were:
to preserve, transmit and enhance
knowledge;
to stimulate and promote intellectual,
cultural and technological developments;
and
to create a sense of public responsibility
among the educated and to promote
respect for learning and pursuit of truth.
These were modified in 2001 as:
to contribute to the advancement,
transmission and preservation of all forms
of knowledge and scholarship in line with
internationally accepted standards of
academic excellence;
to contribute effectively to the
improvement of access to, and relevance
of higher-level education and learning in
the country through well designed,
coordinated and controlled teaching and
learning programmes;
to create a sense of entrepreneurship and
public responsibility in the educated and
to promote respect for learning and
pursuit of truth; and
to provide a conducive environment for
the delivery of training, conduct of
research and provision of service to the
public.
This was in response to expectations of the
National Science and Technology Policy for
Tanzania as stipulated in the policy
document, particularly in article 102. Article
102 states that:
.. . universities should lead the way in advancing
the frontiers of knowledge through basic and
applied research
It also states that:
Science and Technology Policy priority areas
should be addressed by university personnel with
the view to carrying out relevant research that
will be able to accelerate national development.
The various units (including the Library) at
the University draw their five-year strategic
plans in the context of the university-wide
five-year strategic plan as guided by the

changes, emergent strategy is predominantly
used in drawing plans. Thus plans are rolled
over every year to reflect changes that have
taken place over the year.
This was a big change to the University
system. For any major change to take place, it
proved necessary that everyone be taken on
board through effective use of the democratic
system already in place. The most important
move was that of moving from projects to
programmes. Thus, the birth of the ITP 2000
in 1993, popularly known as UDSM-2000,
coordinated by the Programme Management
Unit was the beginning of the new era in the
planning process of UDSM. Dynamism in
drawing both corporate and unit strategic
plans was deemed necessary, particularly at
the early stages, in order to encourage
ownership. Thus, the process involved in
drawing both the plans from the early 1990s
to date required every major unit to draw its
own strategic plan and report the progress of
each unit at six monthly workshops. At these
workshops experiences are shared for mutual
benefit and for strengthening the corporate
plan for guiding the university-wide activities.
The plans are also used as marketing tools for
the University.
Operationalization of the CSP actively
involves the University central administration,
colleges, faculties, institutes, departments,
units and other interest groups. With effect
from 1997, colleges, faculties and institutes
are required to prepare five-year rolling
strategic plans within the framework of the
CSP. The Programme Management Units at
the University and College levels coordinate
the plans of the respective levels and report on
them at six monthly review workshops. The
progress reports are presented by deans,
directors and heads of major units. The
vice-chancellor chairs the workshops. Report
presentations start with matters arising from
the previous workshop. Presentations are
followed by general discussions centered on
highlights of achievements and suggestions
for addressing shortfalls. In addition to
biannual workshops, there is an annual
consultative meeting held in September each
year to review ITP. This meeting is attended
by key stakeholders, including donors
interested in the programme.
At faculty and institute levels there are
planning committees that coordinate the
activities of the respective faculties and
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effectively used in teaching, research and
library operations;
(13) gender balance and mainstreaming
improved;
(14) health services improved;
(15) infrastructure improved; and
(16) capacity for financial management and
sustainability enhanced.

institutes in liaison with the respective deans
and directors. Deans, directors and heads of
major units are also required to give their
reports at the six monthly review workshops.
The plans are implemented, reviewed and
rolled forward every year. A detailed
University level five-year Rolling Strategic
Plan was prepared for the first time in 1999/
2000. It gave a summary of the University
level five-year Rolling Strategic Plan for the
period 2000/2001-2001/2005. This has now
been rolled over to cover 2002/2003-2006/
2007.

Activities undertaken in operationalization of
these objectives are identified through brain
storming workshops with inputs from various
sections of the Library coordinated by the
Library's Planning Committee and
representatives of the key stakeholders (teaching
staff, students and representative from the
University-wide Planning Unit). Internal
experts normally facilitate this workshop. The
proceedings of the workshop guide the
production of the six-monthly report in the case
of the first half of the year and the production of
the report and the Five Year Rolling Strategic
Plan in the case of the second half of the year.

Processes involved in drawing the
five year rolling library strategic plan
The library operations are guided by the
mission of the University: teaching, research
and service to the community. In this context,
the vision and mission of the U D S M Library
is to support the mission of the University as a
centre of excellence in knowledge and human
resource capacity building and also the needs
of other researchers, through the provision of
relevant and timely information. With this in
mind, the library works with emergent
strategies in executing various activities
intended to consolidate transformation
efforts. Thus, 16 activities grouped into four
major themes: space expansion, human
capacity building, strategic use of resources
and strategic acquisition/information on
information sources, as streamlined in the
UDSM (2001) Library's Five-Year Rolling
Strategic Plan document are as follows:

Priority-setting

(1) organisation and management improved;
(2) speed and impact of the ITP enhanced;
(3) expand student enrolment;
(4) quality and relevance of teaching and
learning improved;
(5) human resource capacity and
development improved;
(6) volume and quality of research and
publications improved;
(7) marketing and public relations
improved;
(8) library services improved;
(9) volume and quality of consultancy and
service to the public improved;
(10) students affairs improved;
(11) number and productivity of national and1
international linkages increased;
(12) information and communication
technology capacity improved and

Priority-setting is done every year when
rolling over the plan. The process starts with a
brainstorming session based on the previous
year's plan, six monthly reports produced as
part of the University-wide exercise, and a
draft of the plan prepared by the planning
unit of the library. The planning unit prepares
the draft plan from sub-committees' reports.
However, where necessary, priorities are also
changed in the course of the year for best
exploitation of unforeseen opportunities.
Priorities are also altered when alteration is
seen as a more feasible alternative under the
prevailing conditions.

Evaluation
Formal evaluation is done twice a year
through six-monthly reporting, with a major
evaluation done at the end of the year when
rolling over the plan. Continuous evaluation
is done as part of follow-up on progress
reports of various projects at different project
levels and library staff meetings and other
meetings that are university-wide
programme-based. Other stakeholders, apart
from library staff and those directly involved,
are also invited into review meetings to reduce
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developing performance indicators for the
purposes of quality control.

inbred thinking and as a way of gauging the
experiences of others, and as a means of
sharing experiences for mutual benefit.

Conclusion
Major achievements of the ITP 2000 at
university level
Major achievements of ITP 2000, in broad
terms are manifested in a move from
individualistic and fragmented efforts to a
philosophy of partnership and holistic
approach in dealing with issues, with an
ultimate aim of achieving efficiency and cost
effectiveness. These include:
creating a strong awareness of the need
and rationale for change;
achieving many efficiency gains related to
higher education delivery;
setting up a framework for improving
resource flows to UDSM;
improving the relationship with
government and society at large;
laying the foundation for exploiting the
knowledge explosion and advances in ICT;
improving gender balance among the
students;
laying the foundation for improved
output quality; and
developing clear operational policies and
guidelines for specific areas of operation.

Major achievements of the ITP 2000 at
library level
These include:
creating a strong awareness of the need
and rationale for change;
achieving many efficiency gains in
information provision services in line with
the University's mission without
necessarily owning the information;
setting up a framework for improving
resource flows to UDSM;
improved relationship with stakeholders
and society at large;
laying the foundation for exploiting the
knowledge explosion and advances in ICT;
mainstreaming gender in library
operations with an ultimate aim of
achieving gender balance in library
operations;
developing clear operational policies and
guidelines for specific areas of operation;
and

It is clear that the planning process has helped
in capacity building of the.University's
stakeholders in terms of skills and getting access
to resources because of the participatory
approach. Sharing of experiences in academic
libraries is bound to bear better results.
However, managing change needs a more
holistic approach, particularly in dealing with
issues of partnership engagements and alliances
so as to be able to take advantage of
opportunities offered by national, regional and
global developments, particularly those
promoting the partnership (south-south, northsouth or the blend of both and interinstitutional) in the spirit of collective selfreliance.
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