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This report documents the accomplishments and challenges facing four university libraries in Nigeria, all of which are MacArthur Foundation grantees.  The assessments were made by staff members of the Mortenson Center for International Library Programs during a visit to Nigeria in 2005.  The university libraries are: Bayero University Library, Kano; Ahmadu Bello University Library, Zaria; University of Ibadan Library, Ibadan; and the University of Port Harcourt, Port Harcourt. 

Introduction

Until the mid 1970s, Nigeria had strong universities and libraries, but years of neglect and difficult political situations weakened these institutions.  Today, Nigerian universities, benefiting from an infusion of donor funding, have begun the long road back to developing strong learning institutions and building libraries that can support their research and teaching missions.  Their efforts are hampered by a variety of factors including lack of government funding, limited and expensive Internet bandwidth, unstable power sources, and insufficient staff development.  In spite of these problems, the campus administrators and university librarians have set high goals for their institutions and work tirelessly toward their vision of strong and vibrant university libraries at the heart of excellent universities.  They have been aided significantly in their efforts by grants from the MacArthur Foundation.  

The words of Professor A.I. Olayinka, Dean of the Postgraduate School at the University of Ibadan, capture the essence of what we heard during our visits:

“The Library is the central unit of a system (dynamic) that involves information storage/retrieval.”
While progress has been made in the past few years, much remains to be done to secure the future of the libraries and maximize their potential for providing research sources to support their universities.  As we observed repeatedly, students use the libraries mainly for study space.  Few faculty members use the libraries’ resources regularly and most seemed unaware of new developments and resources within the library.  The library staffs were struggling to provide better access to electronic resources while coping with unreliable power, on and off access to the Internet, low bandwidth, and inadequate funding. Many view the university libraries as weak and unable to support research and teaching.

The development of effective information delivery systems is a key component of university 
teaching and learning, and modern technology greatly enhances such systems.    University libraries in Nigeria do not have experience with state-of-the-art library technology, creating conceptual difficulties that affect 
institutional planning.  Because training has not been consistently available, technical as well as 
traditional skills vary and are hard to keep up-to-date.  University resources are severely limited, creating barriers to information access and fostering a dependence on external 
funding. During our trip, we identified a set of issues common to all four of the university libraries that can be addressed generally and, in some instances, cooperatively.

Mortenson Center and Work Scope

The Mortenson Center for International Library Programs at the University of Illinois-Urbana-Champaign, received a grant from the MacArthur Foundation to assess the capabilities of the libraries of four Nigerian universities.

The Mortenson Center for International Library Programs is a non-degree professional development program for librarians around the world.  Since 1991, more than 600 librarians from 86 countries have participated in Center programs, and the Center staff has considerable experience in designing training programs.  Staff participating in the visit to Nigeria, were Barbara Ford, director, and Susan Schnuer, assistant director.  David Dorman, an automation consultant, joined them.

This review focuses on user access to information, including an assessment of the quality and quantity of research materials, both print and electronic, available to users on campus and the ease with which those materials can be accessed.  This review also assesses how the libraries are using computer and information technology.

The Mortenson Center team spent two days at each institution in February 2005 and engaged in discussions with campus administrators, library management and staff, library users and campus ICT staff.  These discussions led to identification of a set of common challenges faced by the four institutions and a number of strategies for developing stronger university libraries.  These issues and strategies will be discussed in the remainder of the report.

The Mortenson Center staff also visited three Carnegie grantees last year in Nigeria: Ahmadu Bello University in Zaria, University of Jos in Jos, and Obafemi Awolowo University in Ile-Ife.  The observations made about MacArthur grantees in this report are similar to those made about the Carnegie grantees, indicating the widespread nature of certain challenges as well as the recognition of accomplishments and potential growth areas.
I. Overview of the current status of the university libraries

A.  Collections – print and electronic

1. Print Collections

None of the libraries had adequate funding for collection development.  While book donation programs have added to collections and there have been a few new acquisitions, most of the collections stopped growing substantially in the mid-1970s.  Students studying computer sciences are using materials printed in the 1980s or earlier; medical texts are out of date; journal subscriptions have halted.  In general, the collections can no longer support the research and teaching needs of the faculty and students.

In addition, the collections are frequently housed in inadequate environments so the materials are dusty and exposed to high heat and high humidity.  The print materials are not in good condition.

Bibliographic access is not up to the modern standards made possible by online catalogs.  These libraries have dictionary catalogs in which subjects, authors, and titles are interfiled.  But users cannot search or limit by date, look up material by keywords, or perform other kinds of searching which are only possible with online catalogs. Many materials do not circulate, and some are housed in spaces that have restricted access.  Security is an issue with all the libraries as staff seeks to find strategies to reduce theft and mutilation of materials.  

Many of the collections in departmental libraries were in worse shape than those in the main library, as most were dependent on their departments for funds for new acquisitions.  In most cases, the only new titles they had acquired in recent years were ones that the main library was willing to donate.

All of the libraries had unique collections that would be of interest to researchers.  However, most of these collections were stored in locked areas that, while secure from theft, also prevented easy access.  Due to a lack of shelving, these materials were often stacked horizontally so that even removing them from the shelves was not easy.  Many such materials were so haphazardly stacked that they were being permanently warped.
The university libraries were not informed about their yearly budget until late in the budget year and as a result were unable to plan for material acquisitions.  The lack of an open and timely budget process causes havoc with collection development strategies. The librarians often received collection development funds late in the budget year, forcing them to purchase materials quickly in order to expend the funds.  They were also forced to cancel journal titles that were then resumed at a later date when funds were released, causing journal runs to be incomplete.    

Even when they were given funds for materials, many of the librarians were unable to purchase foreign acquisitions due to their inability to set up accounts with foreign book vendors and jobbers.  Federal regulations and policies make it almost impossible to purchase materials from other countries.  The publishing industry is quite weak in Nigeria and unable to provide important research materials.  Some university libraries have, at times, found themselves in the difficult position of possessing funds but being unable to use them to purchase sought-after materials. 

Interestingly enough, the lack of funds for new acquisitions did not lead the libraries to form local consortium in order to cooperate on collection development.  In fact, the combination of a dire lack of federal support and the rapid development of new private universities has led to a more competitive environment, a situation that effectively put an end to the consortium building that had begun to develop in past years. 
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                           Journal display at a branch library at Ahmadu Bello University 
The MacArthur Foundation has supported a journal donation program that is essential to the MacArthur institutions.  This program has put current print journals in the hands of students and faculty and is highly valued by library staff and users, faculty, and students at all four institutions.  The program allows librarians, working with faculty, to select journal titles needed at their institutions. Students told us how much they appreciated the program, and faculty members commented that the journals were critical to their research and teaching.  The journals were heavily used at all locations. The libraries also received some materials from book and journal donations from other countries.  While appreciated, many of the donated materials were older, not always needed, and sometimes in poor physical condition. As a result, these donations do not have the same high positive impact on the collections that the MacArthur program does.

The university libraries hoped that a recent MacArthur grant to the Sabre Foundation would send books and CD-ROMs to the MacArthur grantees in Nigeria, but currently the project has run into obstacles and has stalled.

2. Electronic Resources

This bleak picture of the current print collections does not tell the entire story, nor does it reveal the revolutionary changes that are underway in the libraries.  For the casual visitor, one likely indicator of both current activity and future changes in the libraries would be the evidence of computers, either set-up or sitting in boxes.

There has been extraordinary activity by the international community in Nigeria. Much of that activity has centered on universities, and fortunately the libraries have benefited from these efforts. The thrust of the international organization efforts has been to develop strong universities. To quote from the MacArthur Foundation on its Global Security and Sustainability Program for Nigeria: “One of the goals of the MacArthur Foundation in Nigeria is to help improve the country’s higher education system.  This pursuit is based upon the belief that strong universities and intellectual freedom are essential to developing and sustaining healthy democratic societies.”

The process of strengthening universities and their libraries has revolved around two equally important activities.  First, donors have focused on the development of ICT infrastructure on the campuses and in the libraries that allows users to have open and reliable access to the Internet and to the Web.  This infrastructure development will be discussed in the next section of the report.  Second, and most importantly for the university libraries, many donors have focused on making research materials in electronic format available to the universities.  These programs have greatly expanded access to scholarship and data in support of learning and research.
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                                   Computer laboratory in the library at the University of Ibadan
All of the universities were unanimous in their praise of the Widernet project (www.widernet.org), a non-profit project at the University of Iowa that works to improve          e-resource access in developing countries.  Cliff Missen, the director of this project, started eGranary, which provides local (non-Internet) access to over two million documents such as web pages and online articles and journals.  Published documents are copied onto hard drives by Widernet staff, and the hard drives are then distributed to the libraries and connected to a server on a local area network at each university. Most of the MacArthur and Carnegie grantees were using this resource. Yet, for all of its popularity, the effectiveness of this resource has been hampered at some of the institutions by a lack of staff expertise with LAN and server management.  The eGranary project is in the process of indexing its content, so new distributions will come pre-indexed.  It is also working on an Internet-based downloading procedure that will eliminate the need to distribute physical hard drives to update eGranary content.

Since 2001, many of the Nigerian institutions have worked with eIFL.net (Electronic Information for Libraries at ), an independent foundation that strives to lead, negotiate, support, and advocate for the widespread availability of electronic resources to library users in developing countries.  Its main focus is on negotiating subscriptions on a countrywide basis, while supporting and providing training for emerging national library consortia in member countries.  The eIFL project provided interested Nigerian universities with three years of free access to a suite of EBSCOHost bibliographic and full-text databases.  EBSCO Information Service is a well-established aggregator of electronic journal content that offers full text access to thousands of journal titles in such diverse areas as science and technology, social sciences and humanities.  The eIFL-sponsored EBSCOHost service for eIFL members can be accessed via the Internet and is also distributed via CD-ROMs, which can be loaded onto a networked hard drive.
www.eifl.net
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                                    Campus ICT lab for students at University of Port Harcourt

Ironically, while the university libraries were thrilled to have access to this important resource, they simply did not have the infrastructure or equipment to take full advantage of it during the first three years when it was being offered without charge.  It was only toward the end of the three years that some of the institutions began to utilize it on a regular basis and experience its value.  Libraries must now pay for the access on a countrywide basis.  To help libraries do this, eIFL encouraged libraries to form a consortium for cooperative purchasing and has provided several workshops on developing a consortium and using EBSCO resources.

The consortium has been organized and is led by Dr. Doris Bozimo, university librarian at Ahmadu Bello University (ABU), and Rilwanu Abdulsalami, from the National University Commission.  They have submitted a request to a government organization for $30,000 to have a Nigeria-wide EBSCOHost subscription for the next two years.  At the end of the two years of government support, each university library has committed to pay for the resources from its own funding.  The request was pending with the government agency during our visit.

The new consortium is a very successful effort and may be groundbreaking in the development of library consortia in Nigeria.  The libraries are to be commended for taking this important first step in providing access to electronic resources through a sustainable and cooperative process.  This project also underscores the determination of the library community to move forward in spite of some formidable obstacles.

Some of the universities were using TEEAL (www.teeal.org), a database of agricultural journals.  This effort is being led by Cornell University with support from the Rockefeller Foundation. It consists of several hundred CDs and is updated annually.  It contains full text for more than 140 journal titles focused on different aspects of agriculture. Libraries pay a fee for access to the materials.
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                                 Users of CD-ROM resources at Ahmadu Bello University library
The libraries have, or will soon gain, access to AGORA, an initiative supported by the Food and Agriculture Organization of the United Nations.  The goal of AGORA is to increase the quality and effectiveness of agricultural research.  This resource provides access to more than 700 journals from major scientific publishers in the fields of food, agriculture, environmental science, and related social sciences.  Access is provided for free or at minimal cost. 

Some of the medical libraries have access to the Health InterNetwork Access to Research Initiative (HINARI at www.healthinternetwork.org/index.php).  This resource provides free or very low-cost online access to major journals in biomedical and related social sciences to local, non-profit institutions in developing countries.  The World Health Organization supports this resource.

The United Nations Educational, Scientific, and Cultural Organization (UNESCO) undertook an interesting, but less successful, initiative with funding from Japan Funds in Trust.  UNESCO commissioned a plan to develop a virtual library for higher education institutions in Nigeria.  The plan was prepared in September, 2003, and recommended setting up a national virtual library that would have two goals: the provision of full text databases in all major fields of study and the development of indigenous content.  Unfortunately, since the publication of the report, no money has been appropriated by the Federal Government to implement its recommendations, and there has not been much evidence that the report has made a significant positive impact on how libraries are planning for virtual library services.

One of the messages that came through loud and clear from our visits is that consistency and stability of access to journal literature is vitally important for scholarly research and instructional support. “We need consistency in titles so we know that what we have, we have,” is the sort of comment made by faculty.  Having consistent access to a complete set of past and present issues of a core group of journal titles is a top priority. 

The e-journal resources mentioned above provide current access to journals, but do not provide comprehensive coverage of older journals in core areas.  JSTOR is an online journal service providing access to the full text of over 450 journals from academic publishers, from their initial issues to within five to seven years of the present in most cases.  Access to a resource like JSTOR is an important step in filling the gaps in core journal runs in libraries, and it is a resource that university faculty members are requesting.  JSTOR would provide complementary access to EBSCO, TEEAL, AGORA, and others and should be considered a vital resource for any research library.

3. Valuable and unique collections and scholarly materials

The libraries all own unique and valuable collections that they are interested in digitizing. Some of them have already started digitizing their theses and dissertation collections and were eager for more information about how to organize and manage digitized collections. Some of the libraries wanted to augment current special collections that are unique to their institutions or are needed for research in their regions with more recent material.  They would also like to put such materials online for access by students and scholars from around Africa and the world.  For example, Bayero University has a wonderful collection of city records from the early 1900’s that it would like to make accessible online and is also interested in developing its collection of Islamic materials through additional acquisitions.  Port Harcourt would like to enhance a current collection of materials about the Niger Delta.
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                               Historic records in the Bayero University library collection

The librarians were also searching for ways to highlight the research of faculty members on campus by using strategies that would allow them to host online such resources as research papers, class syllabi, and other important scholarly information from the faculty on campus.

Strategies that the libraries might employ could include the use of web publishing to make collections available to user communities.  They could also develop databases to store local scholarly content.

B. Access to collections and electronic resources

Thirty years ago, providing research materials to faculty and students involved purchasing excellent printed materials and providing access to them with a card catalog using the expertise of trained subject specialists.  Acquisition was the most important strategy for building strong research collections.  Today’s libraries can obtain access to rich and diverse collections in electronic format as well as in print.  With regard to electronic resources, acquisition is no longer the main strategy; now the key to great libraries is providing access to resources in a reliable, easy-to-use, and affordable manner through licensing arrangements and information discovery software and delivery services.  Access relies on several important factors including automating the catalog and developing a library website, robust local area network, adequate facilities and equipment, and sufficient and reliable infrastructure.  It also involves library outreach activities managed by a well trained and knowledgeable library staff, the development of library consortia, the expertise to locate valuable e-resources that are free, and the ability to negotiate and pay for access to those necessary resources that are not free.

The access issues are the most problematic area for the Nigerian university libraries.  As mentioned previously, most of the libraries offer electronic resources.  Yet, few faculty members and students are taking full advantage of these new resources because the libraries lack the ability to provide practical and reliable access to them.

1. Automating the library catalog

At the libraries we visited, it was evident that the print collections were underutilized.  Some of the problems stem from out-dated materials; others are because obtaining access using a card catalog is time-consuming and, at times, frustrating, especially when materials are not on the shelves because they are missing or checked out. Five of the six MacArthur and Carnegie grantees we visited have started to address the issue of access to current print collections, and have begun to automate bibliographic access to their collections.  While there is a wide spectrum of approaches and strategies, some institutions are well on their way to providing an online catalog and computer-based circulation control.  The libraries have placed a high priority on this activity, with good reason.

Automating the card catalog is a complex task that requires not only the purchase and implementation of needed software and hardware, hiring or training IT staff, and training current staff to operate and manage the new system; it also requires the conversion of the library's print-based cataloging records into machine-readable cataloging (MARC) records.  This activity is generally known as retrospective conversion and is one of the most time-consuming and important aspects of library automation.

The libraries are taking different strategies with regard to retrospective conversion.  Some are outsourcing the task; others are working on it in-house.  Some are obtaining existing MARC/AACR2 records from the Library of Congress or bibliographic utilities, while others are creating catalog records by manually keying in bibliographic information from the shelf list cards.  Unfortunately, little attention is being given to creating an electronic union catalog for Nigerian universities.  A union catalog would mean that the libraries would agree on a standard process to use in entering the information about their materials.  They would then be able to speed up the conversion process and reduce its costs by sharing records with each other and checking the union catalog to see if another institution had already cataloged and entered a piece.  It is much easier and less expensive to build a union catalog from scratch than to try to combine individual catalogs into a union catalog, especially if the libraries each key in their own records from the bibliographic data in their shelf list cards.  

All four libraries indicated a need for additional staff training to assist in the implementation of an automated library catalog, as well as additional assistance in planning for an automated library.

Currently three of the four MacArthur grantee institutions have purchased Alice for Windows, an affordable type of library management software. This purchase represents a solid and commendable step forward in providing circulation and acquisition services to Nigerian libraries and better access to the library collections.  Distributed by Softlink LTD in the UK, Alice is an older generation of software that is Windows client/LAN server-based.  The newer generations of library management software are completely Web-based systems.  

Alice has a modest cost and is a viable choice for a first generation system, given its support of all the basic functional requirements of a standard library management system.  However, its lack of support for important library standards puts the long term retention of the library's bibliographic records--a key investment component of library automation--at risk, and limits the flexibility and data transfer options of the library as it expands its use of library automation services.  

It was also clear that training on how to negotiate effectively with hardware and software vendors is critical at this junction.  Many of the institutions were not sure how to issue specifications for a new system and relied heavily on the advice of vendors.  They were frequently surprised to receive library automation software that did not contain all the functionality they thought they had purchased.

Finally, while most of the institutions have started or are well into their automation plans, most have not determined how the work flow in areas such as circulation, acquisitions, and reference will change once the automation system is implemented.  In short, there is often a need for greater understanding of the overall grand plan before concentrating on individual elements.
2. Development of a library website

Currently, gaining access to the collections and e-resources of the four university libraries requires a visit to the library.  Access to the library catalog and to electronic resources can in principle be provided from any web-connected computer on or off campus.  At all four institutions, however, access is currently restricted to computers within the library.   However, users will soon want to have remote and after-hours access to library collections, so all the libraries need to start developing a website and associated web services that will provide that remote and off-hour access.  Ibadan is the only library currently working on a website, but the others have started thinking about and planning for one.

Developing a user-friendly website is a task that requires considerable skill and knowledge.  Few of the librarians we met had the necessary training, and while some of the IT staff had the required web-portal building skills, they did not have the library background knowledge needed to build an effective library site.

A website is critical to the mission of the library and can be one of the most powerful promotional tools that libraries can use to attract students and faculty to library resources.  At the current time, few users are taking full advantage of the libraries' e-resources, even though some excellent resources are available.  The resources are not easily accessible to large numbers of users simultaneously, and faculty members do not want to stand in line with students to have access to the research materials that they need.
3. Development of a local area network (LAN)

In many of the libraries, access to electronic resources is via CD-ROM.  CD-ROM access is limited to use at one computer, thereby effectively creating an access bottleneck.  At one of the institutions, they had hired a full-time person to sit at a desk and check out the requested CD-ROM to users.  Users could then use one of several computers to access the needed information.  While this approach seems to be working for now because use is low, it is obvious that CD-ROM-based access will not scale up to heavy use.  Several of the electronic resources have more than 500 CDs in their collections.

CD-ROM-based access to content should be replaced by LAN server-based access.  Using CD-ROMs limits access to one user at a time, whereas copying the indexes and content onto a networked server enables simultaneous use of the resources by multiple parties.

LAN management is the foundation of all computer-based services to faculty and students, especially library services. Sound network design, reliable equipment, back-up procedures for data integrity, LAN management skills, a knowledge of operating system software options, and familiarity with server-based applications for information discovery are all vital aspects of high-quality LAN management.

One of the challenges every university library faces is how to maintain a fully functional LAN when some or all of the LAN management is under the control of the ICT department. In all four of the universities we visited, the ICT departments had access to greater resources, in terms of both equipment and trained personnel, than did the library. And, to varying degrees, each of the ICT departments set the LAN policies and practices that governed library use of LAN-based resources. In such circumstance, it is vitally important that both the ICT directors and staff understand the unique needs of library services, and that they work with the library directors and staff to ensure that all library services, to the extent possible, are available from all computers on all campuses.

Both Ahmadu Bello and Ibadan have well-trained and capable LAN managers who are assigned to the library. Bayero and Port Harcourt have not yet met this very important need. Weekly collaboration, on the policy level as well as on the practical staff implementation level, is needed at all four institutions in order to normalize cooperation between the library and the ICT department, and to ensure that the ICT departments are doing everything possible to support the library in its provision of computer-based services to the faculty and students.

4. Sufficient and reliable infrastructure
Possibly the single most difficult access hurdle is that the university libraries lack the necessary infrastructure to provide needed services.  Libraries need reliable power and sufficient bandwidth to provide access to electronic resources.  The lack of reliable power is a problem for the entire university community, not just the library.  The only place on campus that usually had reliable power was the ICT office, and justifiably so.  We would argue that the library is in the same category as the ICT office and needs 24-hour access to reliable power.  The library is in the business of providing access to information.  Today, much of the information is available in electronic format and is accessible via the web or a LAN rather than via traditional paper resources.  If the library does not have power, it is essentially shut down as an information provider, and eventually the users tire of trying to access resources that are not available due to a lack of power.  Reliable power is a precondition for the proper functioning of modern library services – a precondition that does not exist yet in the universities we visited.
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                                         Wiring for library automation at Bayero University

Lack of sufficient bandwidth at the universities is a well-documented problem and one that has received a lot of attention.  Fortunately, Carnegie and MacArthur grantees have come together to document the problem and to work with the Partnership for Higher Education in addressing the issue.  Lower cost bandwidth will be available in the near future, but truly affordable prices on a par with those in Europe and North American are many years away. 

We are concerned that even with the additional bandwidth the universities have committed to purchase at the new lower rates being negotiated, the ICT staff and library personnel at all but one of the institutions have significantly underestimated the bandwidth needed to support the effective delivery of Internet-based library resources.  2 MB is a typical file size for a PDF-formatted image document, which is a common format for full text library resources.  Most libraries are hoping to have access in the near future to bandwidth connectivity of 1 Mbps to 2 Mbps, a connection speed which will not be adequate to support real-time e-resource information delivery of such library resources.

5. Library outreach activities

A persistent refrain from campus administrators was that they wanted to access information at the click of the mouse while sitting in their offices.  While ultimately users should have great access to resources, building the access and promoting its use are difficult and complex tasks that need the expertise of well-trained librarians.

It is no longer sufficient to purchase the rights to electronic materials or to provide access to an automated catalog.  While electronic resources provide the potential for better access to research materials, they also require more highly skilled users to navigate the complexities of individual databases or to even be aware that relevant resources exist.  The librarians are the key in setting up the resources, promoting their availability, and then providing instruction on how to use the resources.
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                                       Library promotion display at the University of Ibadan
While several of the institutions had electronic resources, their usage was low.  Some of the problems can be attributed to the lack of reliable power and low bandwidth (someone joked that you could click on a journal article and then go have tea while you waited for it to download), but some of the users were simply unaware of the resources. 

As we peeked over the shoulders of users in computer labs on campus, it was clear that Yahoo and Google were popular search engines.  It was equally clear that users wasted time retrieving bandwidth hogging graphics containing unreliable and questionable sources of information.

The librarians we met were very dedicated and extremely busy automating the library catalog, digitizing information, and providing electronic access to databases.  But few were spending time developing a promotional campaign for the library resources or designing information literacy training sessions for students and faculty.  Based on our experience with electronic resources, we believe that simply providing access to resources is not enough; promotion and training is a critical part of equipping users to navigate sophisticated databases.  Librarians are the key to promoting the new resources and offering training on their use, and librarians themselves need to be highly trained and to have unfettered access to both the Internet and to locally mounted databases.

Bibliographic instruction and staff training in the use of digital resources are two aspects of effective outreach.  A third is employing access technology that is easy to use.  One type of emerging technology, called federated searching, enables users to search multiple resources with a single search (in the manner of Google).  Such a capability makes access to unfamiliar resources significantly easier than requiring users to learn the existence and unique characteristics of every resource that might be relevant to their research.

One difficulty for the librarians is that some universities are charging use-based fees for access to the Internet.  On campuses where an annual user fee is used to financially support Internet access, the librarians are able to spend time learning how to use resources available through the Web.  In comparison, on campuses where the faculty and staff were charged a fee that was based on usage, the library staff, students, and faculty were effectively discouraged from exploring available Web resources.

6. The development of a library consortium
As previously mentioned, the university libraries have formed a consortium to gain access through eIFL to electronic resources from EBSCO.  However, outside of this single, welcome, and notable instance, there is no cooperative collection development and little resource sharing.  Sharing of experiences, best practices, and expertise is not common.  Cooperative collection development represents a real opportunity to expand access to resources.  Working together on technology projects provides opportunities to better negotiate with vendors and to share experiences and expertise.

Such cooperative efforts will be successful when the individual libraries begin to think of themselves as nodes in an academic library network, with each node bringing unique strengths while relying on the other nodes to obtain and share resources that would not be otherwise available to others.  One of the great challenges faced by the libraries is the transition from a regime characterized by significant levels of competition coupled with a little bit of cooperation and collaboration to a regime that emphasizes cooperation and collaboration coupled with a little bit of competition.

7.  Library facilities and equipment


Most library buildings show signs of wear and tear, and few have the data and electrical wiring capacity needed for today's technology.  Many of the book stacks are closed to 
users.  Most buildings lack security features to protect materials and people, and few had 
accessibility features.  Much of the furniture was worn and shelving was not always 
secure.  The only place to study on campus is often the library, which usually does not have enough seats to meet the demand.  

Most of the lighting, when working, was inadequate for both library users and staff. The number of computers and printers for student and staff access was inadequate.  Where computer hardware was available, it was often exposed to extremes of heat and dust, which significantly shortened its life span.

Collections are stored in spaces with no climate control, where they are subjected to high heat, humidity, dust, and mold.

There were some bright spots in these generally worn facilities.  The University of Ibadan recently received a much-needed face-lift, with new paint and functioning equipment installed in a state of the art electronic classroom.  Ahmadu Bello University has redesigned space and offers faculty and students access to a new computer lab.  Bayero University library was anxiously waiting the completion of an addition to the main library facility.  Port Harcourt recently heard that plans were moving forward to resume construction of a new library facility that was begun and then halted 12 years ago.
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                          Beginning of permanent university library at University of Port Harcourt

II. General recommendations for Nigerian university libraries

Improving library services at Ahmadu Bello University, Bayero University, the University of Ibadan and the University of Port Harcourt is the fundamental objective of all the recommendations in this report.  Particular emphasis has been put on improving access to electronic information to support research and scholarship at the universities.

These recommendations have been crafted to promote a culture of cooperation and collaboration, both among the four university libraries and their peer institutions in Nigeria and within each institution with respect to the library's relationship to the faculty and the ICT department.  They are designed to produce improvements in library services that are sustainable in the long term.  The principles and strategies on which these recommendations are based have been selected for their relevance to other university libraries in Nigeria, as well as to other libraries in Africa and in resource-poor communities around the world.

Note: the highest priority recommendations are indicated with an asterisk (*).
A. Collections – print and electronic

1. Print collections

· * Libraries need to use their existing consortium to jointly coordinate collection development so that each institution can focus on specific subject areas.  The consortium also needs to begin negotiating collectively with database providers.  
· * The MacArthur Foundation journal donation program and the Sabre reference material program should be continued for at least the next three years until reliable power and sufficient bandwidth are available at each institution to support the research needs of faculty and students.  Thought should be given to opening these programs to the Nigerian Carnegie grantees.

· University administrators need to communicate a yearly budget to the library directors in a timely fashion.

· Libraries, in conjunction with their peer institutions, should identify, describe, and inventory unique collections, as a preliminary step toward looking for grant money to digitize such collections.

2. Electronic resources

· * Libraries should continue their efforts to pursue and deploy resources such as EBSCO, TEEAL, AGORA, HINARI, and others, as indicated.

· * We recommend that JSTOR be offered by the MacArthur Foundation as the service for supplying complete runs of high-quality academic journals to the university community. The first step would be to have the university libraries evaluate JSTOR and indicate their interest. JSTOR could then be offered as soon as libraries are able to document reliable access to the Internet, sufficient bandwidth, and a back-up system for power.

If the current EBSCOHost project funding were not forthcoming from the government, we would recommend that funding be provided to restore that resource before investing in JSTOR.  The librarians consider EBSCOHost very valuable and have invested time and effort in learning how to use and maintain it.  It is best to build on current efforts in order to create sustainable access to electronic resources.

· Since CD-ROM distribution is not a desirable substitute for Internet access, libraries should copy the contents of the electronic resources onto a LAN hard drive server whenever possible. 

· The LAN-based e-content storage and access method of eGranary should be implemented in situations where sufficient and reliable Internet connections are not available, which is the case in all MacArthur and Carnegie institutions.

3. Valuable and unique collections and scholarly materials

· Libraries that do not have digitization equipment and software should be provided with two scanners complete with software for scanning material that is rare, valuable, and at risk of deterioration.

· Libraries that have acquired scanners and have begun to digitize some of their materials should acquire content management software for creating preservation metadata records to help preserve and access the converted materials.

· Librarians should receive training on strategies for developing databases to house scholarly materials, and for developing access methods for making them available to the scholarly community.

B. Access to collections and electronic resources

1. Automating the library catalog

· *The University libraries need to develop not only local online public catalogs, but also shared online public catalogs, which will assist with the retrospective conversion efforts.  Shared online public catalogs lead to reduced costs, since cataloged records can be shared, and also offer affordable and reliable access to high quality resources for all Nigerian universities.  Nigerian universities should consider working with a cataloging utility such as the Online Computer Library Center (OCLC).  Investing in a utility such as OCLC is the least costly, most effective, easiest, and, over the long-term, most sustainable way to create local online public access catalogs and a Nigeria-wide union catalog of all physical and electronic resources.  


A product of the OCLC utility, WorldCat, is currently being used successfully at the Carnegie grantee institution, Obafemi Awolowo University in Ile-Ife. It should be noted that OCLC has expressed an interest in supporting higher education libraries in Africa and would be interested in developing a pilot project to bring OCLC to Nigerian universities to support library retrospective conversion efforts.  What is needed to move this pilot idea forward is the coordinated involvement of Nigerian university libraries and a planning meeting, where the costs and necessary technical requirements can be identified.  It is important for the Nigerian universities to select the cataloging utility of their choice.  This critical discussion should happen soon and should be facilitated by a professional with knowledge of the options.

· Library staff working with Alice for Windows at Bayero, Ibadan and Ahmadu Bello University should consider forming an Alice user group and becoming active participants in its communication.  Obtaining copies of training and user guides from current users and getting help solving problems are just some of the advantages of active participation in user group listservs.

· Libraries need to acquire a significant number of terminals to provide access to the online catalog throughout the library and to load Alice for Windows software on computers throughout the campus, so that the catalog will be accessible from any computer on campus.

· Libraries should investigate the possibility of using Open Source Digital Library software to provide user-friendly access to local and remote e-resources.  
· Open Source software (OSS) is software that is distributed free of charge; its actual programming code is open to inspection and change by any programmer who wishes to take advantage of it.  This form of legal distribution, often called copy left, is more properly thought of as a form of software distribution, rather than a type of software.  It has significant advantages over proprietary software in terms of initial cost and long- term cost of use, as well as of support, and it should be seriously considered when there is a library application for which OSS is available.

2. Developing a university library website

· * Librarians and library ICT staff should receive intensive and comprehensive training in the development of library websites and portals.

· Libraries should purchase the software needed for website development.

· Libraries should work diligently to develop the library website.

3. Development of a Local Area Network

· * When feasible, libraries should host web-based electronic resources on the university intranet so that full-text access can be provided without using up scarce bandwidth.

· Libraries and universities should consider using the Linux Operating System for server functionality.  It is more secure, less expensive, and has a much more accessible support system than does Windows.

· Training the library and library ICT staff on LAN management, Internet bandwidth management, and shared cataloging are all important if the libraries are to move forward with providing library automation and electronic library resources.

· Libraries should be represented in the newly established NUC Nigerian ICT Forum to look at issues such as bandwidth, email services, and LAN services, among others.

· Libraries and ICT centers need to establish formal mechanisms of cooperation and joint service provision.

· ICT center staff needs to participate in training on the development of LANs in libraries.

4. Sufficient and reliable infrastructure

· * The universities should provide their libraries with backup generators and should allow them to operate and control the generators.

· To minimize damage to equipment, every LAN should be supplied with a battery inverter system and every PC not connected to a LAN should have a properly grounded isolation transformer.

· * Libraries should have a 4 Mbps to 6 Mbps downlink capacity (with a 1 Mbps to 1.5 Mbps uplink capacity) to handle the Internet traffic generated by searching for and retrieving large numbers of image files representing library resources.

· Libraries should institute bandwidth management practices that will allow the most effective access to educational resources on the Internet.

· * Libraries should begin to plan to substitute online downloading for hard drive or CD-ROM distribution as the preferred way to deliver content to local servers.  Such downloading can be scheduled during late evening or early morning hours when Internet traffic is low.

· Libraries should purchase only LCD monitors and should replace CRT monitors with LCD monitors as soon as practical, since LCD monitors use one-tenth to one-fifth of the electrical power of CRT monitors.
5. Library Outreach Activities

· * To maximize the benefit of new resources available electronically and to develop new service delivery models for the university's community of users, the librarians and the ICT staff need unfettered access to electronic resources, as well as training focused on providing access to, promoting, managing, and teaching about electronic resources

· If it is necessary to charge a fee in order to provide Internet access, universities should charge a flat fee for the use of the Internet, not a per-usage fee.

6. Library Consortia

· * The current efforts of the Nigerian university libraries to form a consortium to gain access to EBSCOHost should be supported by continued training in the development of a strong and sustainable library consortium.

Universities need to provide financial funding for librarians to participate in the development and growth of library consortia, as these efforts will lead to savings for the university in the long run and will open up additional resources for faculty and students.

· The current library EBSCOHost consortium can be used as a platform for other issues, such as cooperative collection development and joint retrospective conversion efforts.

7. Library Facilities and Equipment

· Given the current financial constraints, training for librarians on how to organize their current facilities in a pleasant and welcoming manner is recommended in order to offer low-cost suggestions to create a sense of excitement about libraries among faculty and students.

III. Overview of MacArthur Grantee institutions and individual institutional recommendations

Bayero University, Kano 

Strengths

Bayero University is a second-generation university and serves a large population in the northern part of Nigeria.  The library is led by a dynamic management, which has clearly identified its priorities and vision for the library.  The top three priorities over the next few years include 1) developing back-up or alternative power sources so that services can be delivered to users; 2) creating a training center for the university community that will also serve as a leading center of information technology in the Northwest zone; and 3) building a community library to take care of the needs of the Bayero University secondary school, staff primary school, and other educational institutions in the area that do not have access to a library.  There was a great deal of excitement about the addition to the main library building, which will provide spaces for computer labs and outreach services to the faculty and students. This new facility, due to be completed in the near future, could be used to highlight the new resources of the university library. The library was engaged in retrospective conversion of its print catalog records into computer-based cataloging records with Alice for Windows software and had completed the conversion of several thousand catalog records.  The libraries were full of students, but few faculty members were using the collections.  The libraries house some rare and unique collections.  Bayero University was participating in the eIFL consortium to gain access to EBSCOHost.
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     Library users at Bayero University

Challenges

As in all the other libraries we visited, funding has decreased in recent years, a problem that is compounded by the fact that the university administration has not established a timely and consistent pattern of awarding the annual budget to the library. The irregularity of the budget planning process makes it difficult for the library to establish a culture of consistent planning and to focus on priorities.  Most library materials were out-dated. There was unreliable and inadequate access to the Internet, a problem due to the current ISP provider. Bayero has implemented library and IT fees for students to support Internet access and computer infrastructure, but there has been a considerable delay in implementing an operational LAN and getting a stable connection to the Internet.  Frequent breakdowns and poor maintenance of computer equipment are problems often caused by environmental stress factors such as dust, high and variable temperatures, and unregulated power variability.  The library staff, while enthusiastic and motivated, bemoaned their lack of skills and training that would enable them to move forward on library projects.  As in all of the institutions, the branch libraries were less well equipped, both in terms of collections and technology.  The library also has a binding facility that needs new equipment.  With new machinery, they could meet the binding needs of the library and the larger community.

Recommendations

Like all of the university libraries, Bayero University library needs to have reliable back-up power and sufficient bandwidth to move forward in providing better access to its collections and e-resources.  Priorities for Bayero University library include:

· Completing the automation and retrospective conversion efforts.  They should focus on going “live” with a circulation module for Alice for Windows, shifting their retrospective conversion approach from a systematic shelf order conversion to converting all books returning from circulation.

· Developing a fully functional LAN.

· Developing a library website with access to all library resources.

Ahmadu Bello University, Zaria 

Strengths

Ahmadu Bello University (ABU) is a first-generation institution and the library is home to a large collection of materials.  Unfortunately, as we saw at all the other institutions, this collection has languished over the past 20 years. The library director has taken an important library leadership role in the country and is the head of the eIFL-sponsored library consortium.  She appreciates the value of technology and of library cooperation and has a dynamic ICT staff member who is learning how to implement ICT in a library setting.  The university administration and the faculty highly value the library.  The top library priorities include 1) supporting retrospective conversion, including funding for outsourcing part of the process; 2) acquiring additional ICT facilities; 3) a pilot project involving bar-coding library materials; and 4) the digitization of the unique resources in the Arewa House for web-based access.  The library staff was very busy running a new computer lab, converting library records to electronic format, providing access to EBSCOHost e-resources, and digitizing the collection of theses and dissertations.
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                             Library staff inputting thesis information at Ahmadu Bello University
Challenges

With only one ICT staff member, it is hard to implement and sustain new technologies.  The campus ICT staff was supportive of the library, and it was clear that the library did a good job of advocating for their needs, but the campus ICT Director has an unrealistically low assessment of the bandwidth needed for the library.  The Library was using a CD-ROM approach to e-resources, which seems to meet the current needs of the users, but will probably result in overload of the system at some later point.  Power to the library was unreliable and, in fact, the library sought to communicate this fact to users by posting signs that said:  “The library will close when power is not available.”  The library has received funding from MacArthur grants in past years, but to date in 2005 no MacArthur funds have been allotted to the library. 

Recommendations

The ABU library needs to have reliable back-up power, sufficient bandwidth, and access to the Internet to move forward in providing better access to its collections and e-resources.  Priorities for the ABU library include:

· Completing the current automation project and bar coding the current collections.

· Hiring additional ICT staff.

· Outsourcing retrospective conversion and establishing a pilot project to use a bibliographic utility, such as OCLC’s WorldCat.

· Moving current access to e-resources from CD-ROMs to LAN-based access when feasible.

· Developing a strong library website.

· Developing an outreach program for faculty and students to highlight the 

e-resources and provide training on their use.

· Purchasing additional hardware and software for the library.

· Continuing the leadership in the newly formed consortium.

University of Ibadan, Ibadan

Strengths

The University of Ibadan is a first-generation university with a respected history.  The library has a large collection that includes many outstanding rare and unique materials.  The library director was recently appointed and presided over a recent refurbishment of the library. It was freshly painted, the infrastructure was working, and there was an air of excitement about the library.  The new state-of-the-art instructional classroom is an outstanding addition to the library.  A strong technical staff is pursuing a good automation effort.  An online catalog, databases, and the Internet are available for library users at selected workstations.  The library catalog is being converted to a computer-based catalog, and the main library will soon go “live” with circulation.  

The main library is using Alice for Windows software.  The library staff uses ITS software as a cataloging tool.  Currently, they have converted 25,000 print catalog records to computer-based catalog records. The main library has a local area network in place, and, when fully operational, there will be 100 desktop machines located in various parts of the library, 45 of which will be available for public access.  A meeting with the Provosts and Deans showed a broad knowledge of library issues and strong support for the library.  Priorities for the libraries include 1) collection management; 2) staffing; 3) provision of access to research materials; and 4) library use instruction.  The University of Ibadan did not have access to EBSCO in the past but has eagerly joined the efforts of the new eIFL consortium to have access to this electronic resource. At the present time, the University of Ibadan offers access to five electronic databases.
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   Recently refurbished library at University of Ibadan
Challenges

Access to reliable power was a real issue for the campus and we were told that it had recently become worse.  During our visit, there were few occasions when the power was available, and so the great electronic resources of the library sat in darkened spaces.  Projected bandwidth for the library is not going to be sufficient to meet the needs of the users and will become a problem when the power situation is stabilized.

Recommendations

The University of Ibadan library needs to have reliable back-up power and sufficient bandwidth to move forward in providing better access to its collections and e-resources.  Priorities for the Ibadan library include:

· Completing the current automation project and purchasing additional modules.

· Serving as a pilot-test site for JSTOR.

· Developing a library website that provides access to the library’s resources.

· Developing an information resource literacy program for faculty and students.

· Using the instructional classroom to enable faculty and students to fully incorporate technology into the classroom teaching and learning environment.

· Developing library LAN expertise among library staff.

Port Harcourt University, Port Harcourt

Strengths

Port Harcourt is a second-generation university located in the Niger Delta, which offers a unique emphasis in its curriculum on petroleum.  The university was recently rated number one in undergraduate education in Nigeria.  This emphasis on undergraduates was reflected in its library services, which provide well-established library orientation training.  While the library is currently housed in a number of temporary, inadequate buildings, we were shown the site of the new university library.  Funds have been released for its construction, which is scheduled to begin soon.  The library director and staff were eager to move forward with the new building and were planning to offer new services once they moved.  The campus administrators were very interested in building a strong research library and seemed committed to making progress on library projects.  The campus ICT staff was very supportive of the library and was planning for adequate bandwidth for library functions.  Priorities for the library include 1) implementing new technology to improve the library’s usefulness and services; 2) acquiring more materials on Niger Delta studies as well as petroleum and energy; 3) computerizing library services; 4) providing dedicated VSAT and generating set for the library.
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                                             Library stacks at University of Port Harcourt
Challenges

Like the other libraries, the collections at Port Harcourt were out-of-date.  The students mainly use the library for study space.  There was little technical infrastructure for the library, no LAN, and no access to the Internet.  We did see a few computers that were being used for pilot projects and eGranary, but the staff was having trouble accessing the resources.  Like the other universities, Port Harcourt had serious power problems.

Recommendations

Port Harcourt is in a unique situation of moving into a new facility within the next year or so. Our recommendations center on priorities for the new library building:

· Have a library building consultant review the building plans to ensure that adequate wiring and outlets are available for anticipated technology demands.  Plans for the library were drawn up many years ago, so this is a critical issue.

· Begin the process of selecting library management software and start working on the conversion of the current print-based card catalog.

· Hire an ICT staff member to supervise the automation efforts and library LAN.

· Provide extensive automation training for library staff that has had little access to new technologies.

· Develop a library website.
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