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Abstract
This paper seeks to advance the view that private universities in
Uganda would be best managed through a consortium. The paper explores
the concept of education management. The emergence of private universities
in the country is explained. The challenges of managing private universities
in Uganda are discussed. The proposal of managing private universities
through a consortium is broached as a possible antidote against the
identified challenges.
Introduction
The thesis of this paper is that private universities in Uganda would
benefit more if they formed a consortium. This would ease some of the
management challenges that they face. There are several factors that
challenge the management of the private universities in Uganda. Since their
emergence in the 1990s, private universities have been dogged by challenges
like government policies, curriculum innovations, religion, limited-0.138
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The Concept of Educational Management
The term educational management refers to execution, planning,
organising and deploying of resources especially human resources with the
deliberate intention of achieving the already set targets. In this way
educational management is different from administration or leadership
(West-Burnham, 1994:12).
In the Ugandan context, educational management at the university
level is thought to entail the following functions: (a) planning which
involves setting targets and allocating resources to accomplish the plans; (b)
organising which includes streamlining organisational structure; (c) staffing
- this calls for placing the human resources with the right skills in the right
positions; (d) controlling and problem-solving plus monitoring results
against plan details. In a Ugandan university, all the above roles fall on the
shoulders of a University Secretary (Senteza-Kajubi, 1999:10). Leadership
on the other hand is regarded to be concerned with the establishing direction
and vision, distant future strategies and causing the necessary changes. This
role is managed by a Vice Chancellor who has to motivate and inspire
people so that an esprit de corp exists to move them in the right direction
(Senteza-Kajubi. 1999:10).
Only a few people can be both good leaders and managers.
Sometimes a strong manager can over-concentrate on cost containment,
seeking new sources of revenue, while ignoring "the purpose of educational
management which is to facilitate student learning and in doing so to serve
as a model for the learning process" (West-Burnham, 1994). This contention
is important because it warns against shifting the university mission from
educational to financial management considerations. A trend promoted by a
phenomenon known as commoditisation of education. Strong leadership
without good management does not deliver the needed results. That is to
say, it is necessary to hold both management and leadership in a productive
balance.
In Uganda the proclivity is to use the terms management,
administration and leadership interchangeably. This is because whether one
adumbrates management, administration or leadership the expectations are
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the same willy-nilly. For instance in Nkumba University the management,
administrative and leadership functions and expectations are shared among
the Board of Trustees, the Council, the Senate, the Appointments Board,
Finance Committee, School Boards, Higher Degrees Committee and several
others.
The Emergence of Private Universities in Uganda
The 1990s have seen the emergence of private universities in
Uganda. These include:
No

University

District

Founder

1

Aga Khan

Kampala

Aga Khan

Inception
year
2001

Bible University

Wakiso

Christians

2005

N/A

Bishop Barham

Kabale

COU

2000

N/A

Mbarara

COU

2002

N/A

Enrolment
18

University Campus
2

University
4

Bishop Stuart
University

5

Bugema University

Luweero

SDA

1994

1500

6

Busoga University

Iganga

Mwiri Old

1999

416

Boys
7

Central Buganda

Mpigi

COU

2002

N/A

University
8

Fairland University

Jinja

Individual

2006

N/A

9

Islamic University
in Uganda

Mbale

OIC

1988

2000

10

Kabale University

Kabale

2001

N/A

11

Kampala

Community
Kampala Individuals

2001

1100

Greenland

2000

713

International
University
12

Kampala University

Kampala

i
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13
14
15
16
17
18
19
20
21

22
23
24

Kigezi International
School, of Medicine
Kumi University
Mountains of the
Moon University
Muteesa I Royal
University
Namasagali
University
Ndejje University
Nkumba University
The Global Open
University
The Uganda
Pentecostal
University
Uganda Christian
University, Mukono
Uganda Martyrs
University, Nkozi
University of
Entebbe

Kabale

1996

162

Kumi
Presbyterian 2004
Individuals 2005
Fort
Portal
Kampala Kabaka's
2005
Masaka
Individuals 1999
Kamuli

N/A
N/A

1992

3332

1994
2004

4200
N/A

Bushenyi Pentecostal s 2004

N/A

Individuals

Luweero

Luwero
Diocese
Individuals
Wakiso
Kampala Private

N/A
473

Mukono

cou

1999

3005

Mpigi

RC

1993

2670

Wakiso

Individuals 2005

N/A

OIC = Organisation of Islamic Conference; COU = Church of Uganda; RC
= Roman Catholic Church; and
SDA - Seventh Day Adventist.
All these universities have an enrolment not exceeding 20,000
students. Actually in Africa, as Senteza Kajubi (1999) has pointed out,
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private universities are very few, totalling about 30 and their role is still
insignificant.
It was possible for private universities to emerge in the 1990s
because of the liberalisation policy instituted by the government of Uganda.
Prior to this policy all university education was a monopoly of the state. It
were only theological institutions like Bishop Tucker Theological College
and Gaba Seminary which offered higher education. Even then their
academic qualifications were validated by outside universities.
Challenges to Managing Private Universities in Uganda
The factors that challenge the management of private universities in
Uganda include: government policies; religious affiliation; limited
resources; limitations of public universities; the prevalence of HIV/AIDS
and the increasing demand for higher education.
(a)

Government Policies.
The state abandoned its monopoly of higher education when it
introduced a policy commonly known as liberalisation in the 1990s.
Although the policy initially focused on economic sector, it automatically
applied to education as well. For that reason it became possible to establish
private universities.
The challenge facing these new universities is managing them in a
business like manner without losing the focus of providing education.
Universities in Uganda are increasingly coming under pressure to show
value for money. For instance in June 2000, Museveni warned that "private
universities that fail to impress may soon lose their licences to operate.
Government will soon table a bill to regulate universities and other tertiary
institutions...Uganda has a reputation for excellence in education which
must be upheld by both public and private universities" (Mulindwa, 2000).
The National Council for Higher Education (NCHE) which was being
formulated was intended to ensure that high standards were maintained in
higher institutions of learning. This implied that there was to be constant
vigilance by the government and that the NCHE would oversee the
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operations, standards and status of the private universities (Olupot, 2000). In
a way private universities though not funded by the state are expected to run
on sound business - like principles. This concurs with West-Burnham's view
that whereas educational institutions do not exist to make profits, they are
not allowed to make losses; instead they exist to ensure a range of outcomes
(1994:7). In response to the above challenge, Nkumba University
management is struggling to turn the notion of "there is nothing for nothing
in this world, everything has a cost" into implementable policies and
strategies. One thing must be clear that in Uganda a private university is not
likely to achieve much single-handedly.
Community service was another policy that was slated to be
imposed on all universities in Uganda. The requirement for universities to
do mandatory community service was adopted by the Parliamentary Social
Services Committee (Eremu, 2000). It was thought that community service
would eliminate the less serious investors in higher education. Secondly, it
was argued that universities had been 'ivory towers' with little benefit to the
community. What was not addressed was the way in which communities
would contribute to universities, especially the private ones which do not
receive any support from the state. If there is no in-built symbiosis, the
policy is likely to discourage private investment in higher education in the
country.
Another policy which influences the management of private
universities in Uganda is the taxation. The government in an endeavour to
broaden the tax base, introduced taxes on scholastic materials. Value Added
Tax (VAT) on all utilities, and the PAYE on all wages and allowances. The
impact of such taxation is that universities are like tax collecting centres
where a 30% deduction is imposed on allowances. This taxation renders the
already meagre income of the university staff worse. So private universities
with limited resources are challenged in some cases to foot the tax bill if
they are to keep their staff. It is also noteworthy that in the national budget
of 2002, education was allocated 31% of the budget but of this 61% was for
Universal Primary Education. The other 39% was for salaries and other
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expenses. Nothing was given to private universities. On the financial side,
private universities still face a very big challenge.
(b)

Religious Affiliation
Since the early part of the 20th century, religions have been
instrumental in establishing educational institutions and spearheading the
management of education in this country. The organisation of formal
education was carried out by Hattersely who was invited into the country by
the Anglican Bishop Alfred Tucker to specifically "organise a system of
children's primary education and the training of school teachers for them"
(Taylor, 1958:93). Catholics, Moslems. Seventh Day Adventists, and
Pentecostal were all involved in educational work because education was
seen to be a tool for evangelisation. Most of the primary, secondary and
colleges in Uganda were established and managed by the founding religious
bodies.
When Islam was popularised during the Idi Amin regime in the
1970s, and preparations for establishing an Islamic University began to be
contemplated, other religions also expressed the wish to open universities.
Given the uncertainities that characterised the Amin regime, new
universities could not be established. When the situation became conducive
under the Museveni rule, Moslems opened the Islamic University, Catholics
opened the Uganda Martyrs University, SDAs opened the Bugema
University, Anglicans opened the Uganda Christian University, and another
group of a n r . 3 9 2 T j 1 0 0 1 2 3 . 5 2 0 2

conduct on all the members of their university community, they would lose
some members. Yet as private university, the management knows that
survival lies in having more students who can pay for education and
competent academic staff. This partly explains why Nkumba, a secular
university has more students (about 4200) than some other private
universities.
What has occurred in Uganda is not new in university education.
Senteza Kajubi (1999:9) has pointed out that in the USA private universities
like Harvard, Yale, Princeton and the like were established by religious
groups and these universities tended to serve the interests of those religions.
This meant that the management of those institutions was very much
influenced by the founding religious bodies. In response to that problem, the
states in USA were compelled to establish what are commonly known as
"state universities".
(c)

Limited Resources.
Private universities in Uganda do not get any grant from the
government. This puts these universities in a weaker financial and resources
position (Ndifuna 2003; Namuleme, 2001). In young and private
universities, moreover in a developing economy, the management does not
obtain the resources it needs to carry out each job efficiently and effectively.
Facilities like rooms for meetings of staff and students may not be available
when the university is in session. Since the new universities may not afford
on campus accommodation for its staff, holding late night meetings may not
be possible. Furthermore, most if not all private universities in Uganda have
started with Faculties which do not require initial heavy investment. That is
why these new universities have not yet ventured into the science-based
courses. Some universities have to try all possible means to raise money for
the basic facilities (Ariko and Damundru, 1999).
In the area of staff development, private universities have some
difficulties. Many cannot afford sponsoring several members of their staff to
do post graduate studies. Most postgraduate studies would be done in other

universities especially abroad.s

protecting others; provide comfort to those experiencing loss and grief. In
the long run educational institutions are challenged to alleviate poverty,
gender discrimination, reduce risky situations like prostitution, streetism and
dependence of women on men (ADEA, 2000:4). The responsibilities to
implement these ideas fall squarely on the managers of the educational
institution. Private universities in Uganda, a country with high incidences of
HIV/AIDS, have to deal with situations of the sick, the bereaved and
orphaned, yet with meagre financial resources.
(e)

Increasing Demand for University Education.
There has been tremendous demand for university education since
the late 1990s. Liberalisation has led foreign investors open up new
industries in the country which phenomenon has come with a demand for
trained and skilled labour. It is estimated that between 1991 and 1999
domestic and foreign investment created 81,972 jobs in Uganda. The
government also introduced the downsizing or retrenchment policy under
which the 320,000 public servants were reduced to 160,000. Civil servants
were retrenched in phases (Kiwalabye, 2005).
These developments have compelled many Ugandans to return to
universities to gain skills and qualifications which would enable them find
employment in this new economic era. Another reason to explain the
increase in the demand for higher education is increase in the populations.
Uganda's population has been growing over the decades:
Growth of Ugandan population, since census began in 1911.
Year of census Population (in millions)
Variance (in million)
1911
2.5
_
1921
0.5
3.0
0.5
1931
3.5
1.5
1948
5.0
1959
6.5
1.5
1969
3.0
9.5
1980
12.6
3.1
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The population is composed of mainly young people. Thirdly, the
public universities are limited also in that they cannot absorb all the young
people who qualify to join universities. For instance in 2000, Makerere
received over 50,000 applications for admission and yet it could only take
about 8,000 and the other public university, Mbarara could admit 300 only.
This meant the remaining 40,000 had to do their education in private
universities and other tertiary institutions. Private universities would have
admitted quite many but face problems of limited resources and limited
number of courses offered.
Some universities Nkumba included have tried to use the alternative
programmes in order to take on more students and maximise the use of the
available resources. These programmes include the Weekend, Evening, and
Distance tuition for all courses offered during the regular day time.
(f)

Managing a University Debt Burden
Many of the private universities have contracted loans to enable
them fund especially their infrastructure and other facilities. However, some
have had a very difficult time with such debts. For instance Kampala
University which was established by funds from Greenland Bank which
collapsed was put on auction in the mid of 2001 (Mugeere, 2001). The
University was registered as one of the Greenland Investments. The
advertisement of auctioning a university surprised people probably because
in the history of Uganda no one had ever heard of a whole university being
advertised for sale. The Ministry of Education had not licensed Kampala
University but all the students who had registered there were put in a state of
uncertainty regarding their education (Mugeere. 2001). Some minority
shareholders of the same university submitted their proposal to the receivers
to purchase the university. All this drama was not only strange but also put
the private universities in a situation where their survival is not as believable
33

as that of the public universities. Nkumba University also sought some loans
in order to construct some buildings. The challenge here is to repay the
premium and the interest and at the same time provide all services
adequately.
(g) The challenge of curriculum Innovation.
Kasozi (2003) contend that the critical and most pressing challenge
facing higher education in Uganda is to make the curriculum emphasise
subjects that are key to economic development. The expansion of university
education has not been matched with expansion in the curriculum. It has
been pointed out that curriculum should be reformed in order to make
graduates relevant to economic needs of the society and the global market.
Kasozi (2003: 49) prescribes science courses as a panacea to Uganda's
economic development needs.
Whereas it is true that the number of people doing sciences should
increase and that all university graduates should be computer or ICT literate,
science as a solution is over exaggerated. Reading science alone or mainly
does not necessarily bring about economic development. The primary
hindrances to development are: lack of long range economic planning; want
of nationalist fervour; unethical and uncouth behaviour in public and private
sectors; distorted national policies; irrational forces like conflicts, tribalism,
and sexism. These issues need to be addressed first or in the course of
addressing them, universities may be requested to provide some input.
Otherwise science courses have been offered, many have science graduates
whether medical doctors, teachers, engineers, etc do not have jobs. Take
consultancy work for instance, the public sector often hires backstreet
consultants or imports some from abroad instead of engaging staff of the
universities to carry out research and other consultancy work for
government.
Managing Private Universities through a Consortium
The term consortium refers to a combination of several companies,
banks, business concerns which cooperate for a common purpose. As used
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in this paper consortium would mean an association of private universities in
this country for the purpose of mitigating managerial challenges. Under this
consortium private universities, though young and small would be able to
handle some of their management challenges which they face and cannot be
resolved by a single and newly established private university. The notion of
the consortium is coterminous with the recommendations of the World
Conference on Higher education in 1998 which stressed the fact that
"organisation of African Institutions into co-operative networks, using
appropriate products of new technologies should be a priority area" (Higher
Education, 1998).
A consortium is different from a collegial system developed at the
Universities of Oxford and Cambridge. It refers to the structure or structures
in which members (constituent colleges) have equal authority to participate
in decisions which are binding on each of them (Bush, 1994:38).
A collegial approach is said to have the following features:
professional authority as decisions are made on individual basis; inculcation
of common values in an organisation; and decision by consensus. Generally,
as Bush points out, collegiality is considered to be a good approach because
it encourages participation thereby leading to a feeling of ownership. The
collegial system has its weaknesses though. For instance, consensus does not
take into account the sectional interests of colleges, and accountability
where there are external stakeholders (1994:39).
A consortium approach would be different in that it would be more
open and only relevant as far as external factors which affect management of
private universities across the board are concerned. That is there are areas
where consortium may not be relevant especially when it comes to founders
of these universities. Some universities are founded by religious
organisations while other universities are secular. A consortium is useful in
dealing with the following challenges which face the management of the
private universities in Uganda:
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(i) Sharing of Resources.
As already indicated most private universities do not usually have
every equipment and resource that they need. It is in this way that through a
consortium, private universities would begin to share resources like library
books using the inter-library scheme. There could be a system similar to
interlibrary loan whereby the library materials could be accessible by any
student enrolled in any university in the consortium.
Sharing technological resources would also be possible under the
consortium. For example, there is the African Virtual University (AVU)
whose activities are at the moment limited to only a few institutions. This
was a concept of distance education which uses technological mode for
instructional delivery. It was originated and funded by the World Bank with
the aim of increasing access to educational resources throughout SubSaharan Africa. The implementation of the AVU is at the moment limited to
only three institutions in Uganda namely: Makerere, Kyambogo and Uganda
Martyrs Universities. These three were chosen to be among the twelve
African universities in the first pilot phase. It was assumed that the second
phase would involve more universities because of the intention to offer all
undergraduate programmes (Juma, 1998). Under the consortium it would be
possible for all universities not only to receive but also to contribute to the
formulation of programmes offered under this arrangement instead of
waiting for the ready made ones from abroad. Consequently some of the
programmes do not have immediate relevancy to the Ugandan context.
(b) Managing Academic Standards.
In response to the government challenge to keep academic standards
high, private universities through a consortium could have joint
arrangements in areas of external examination. External examiners are
usually senior academics from another university. Their role is to examine
the syllabus, examination questions set by the internal examiners and also to
check and see whether or not they agrees with the marks given by the
internal examiners (Okatcha, 1998:24). Co-operation in this area would help
to keep the standards and academic status high and respected. Consequently
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this would ease the pressure of the government on the private universities.
Okatcha (1998) has pointed out that in Kenya it is public universities which
have a practice of appointing external examiners, the private ones which are
affiliated to universities in the USA, do not have the practice. Such
differences create disparities in standards. In Uganda the private universities
do appoint external examiners (Nkumba Higher Degrees Policies, 2000:3).
The external examination under a consortium helps to keep the expenses low
as the examiners are identified from the staff of member universities instead
of getting them from Europe, North America, the Far East or Latin America
which involves expensive travel costs. Appointing the local staff could also
be used as an aspect of staff development.
(c) Lobbying the Government over Information Technology Equipment.
Universities worldwide are faced with the challenge of equipping all
their graduates with computer skills. Employers in Uganda especially as
investors flock into the country demand graduates who are computer literate
but the universities are not yet able to produce enough number of IT
graduates. The problem is not only Ugandan; even developed nations also
experience some difficulties. Graff (2000) has intimated that "employers
throughout Europe bemoan the inadequate flow of technically literate
graduates. Belgium universities turn out some 2000 computer science
graduates every year yet the demand is closer to 6000. German universities
have upped their IT students from 13,000 to 40.000, but that is still not
enough. It is perhaps USA where over 95% of the students have access to
computers. The funding for IT in Uganda has been limited to public
institutions only. In view of this, private universities m Uganda need to form
a consortium under which they could lobby government for funding in order
to install IT equipment.
Lobbying is necessary because the attitude towards higher education
has in recent past been negative. The cost benefit studies conducted in
number of African countries during the late 1980s concluded that investment
in lower education produced more social returns than higher education. (The
World Bank. 1989:77).
37

(d) Universities' Policy Formulation.
Under a consortium it would be possible to formulate policies which
are beneficial to all private universities. In mutual consultation policies
concerning degree classifications, for instance graduates who obtain first
class degrees in all universities should have scored points or grades within
the same range. Admission policies could also be formulated under the
similar arrangement. All this would enable the private universities to avoid
the disparities which may result if each university formulated her own
policies. Private universities are more formulatee t

In view of the above challenges, the paper has suggested a
consortium arrangement which if adopted may help in mitigating the
adversity of the challenges. The private universities would be strengthened
under a consortium. Such an endeavour should be adopted because private
universities, as the paper has indicated, play an important role in the
country's human resource development.
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