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This study explores the notion of organisational missions
and goals held by the major stakeholders in university li-
braries in Ghana and assesses these visions for the libraries
in relation to the development of a strategic planning pro-
cess for the libraries. Multiple case studies were used to col-
lect the data and the data were analysed using the multiple
case study approach. The primary findings are that the ma-
jor stakeholders in Ghanaian university libraries have differ-
ent perceptions of the missions of their libraries. Two main
perceptions emerged. The non-library stakeholders prefer-

red a narrower mission for the libraries focused more on the
needs of their institutions and emphasising collection devel-
opment as the method of attaining excellence. The library
stakeholders expressed a much broader mission defined in
the context of national information provision, emphasising
information access while at the same time balancing it with
collection development. This multiplicity of strategic visions
was found to be the subject of disagreement between decis-
ion-makers and the rest of the library staff. The study con-
cludes with some ideas on how to address this situation.

Introduction

The importance of the library mission

Strategy in the early literature, for example, An-
soff (1965), Andrews (1971) and Porter (1980), as
well as more recent literature, such as Mintzberg
(1990), Hunger and Wheelan (1995), is defined as
top management’s plans to attain outcomes con-
sistent with an organisation’s mission and goals.
Strategy is usually looked at from three view-
points: 1) strategy formulation (developing the
strategy); 2) strategy implementation (putting the
strategy into action) and 3) strategic control (modi-
fying either the formulation or implementation
process).

The mission and goals of the organisation
drive strategy formulation at corporate, business
and functional levels. The present and potential
strengths and weaknesses of the organisation in-
fluence the mission and goals of the organisation
and vice versa. Organisations are founded for a
purpose and it is essential that stakeholders un-

derstand the reason for the organisation’s exist-
ence, that is, the organisation’s mission. Often,
the organisation’s mission is defined in a formal,
written mission statement — a broadly defined
but enduring statement of purpose that identifies
the scope of an organisation’s operations and its
offering to the various stakeholders (Pearce 1982).

The mission of an organisation must be shared
by the decision-makers (the major stakeholders)
and an organisation with a keen sense of its own
identity has been found to be far more likely to
be successful than one that has no clear under-
standing of its reason for existence (Brooks 1984).
Effective management requires not only an un-
derstanding of the environment but also a focus
on the organisation’s mission. Genus (1995) stres-
ses the fit between an organisational mission and
resources.

A firm’s mission should evolve in the context
of SWOT (strengths, weaknesses, opportunities
and threats) analysis (Barlow 1994). In effect,
changes in an organisation’s environment must
be reflected in its mission statements. The relation-
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ship between an organisational mission and
strategy has also been expressed in a similar
context by Fuchsberg (1994) and Duck (1993)
who describe the relation as each component in-
fluencing the other. Hence, effective management
requires not only an understanding of the envi-
ronment, but also a focus on the organisation’s
mission (in the context of its strength and weak-
nesses). A clear sense of purpose is necessary in
establishing goals because it is difficult to know
where one is going if one does not first know
who one is. Organisations with a clear sense of
their missions are able to determine which ac-
tivities fit into their strategic direction and which
ones do not. According to Mullins (1996), all ma-
jor stakeholders must agree upon the goals of an
organisation because goal conflicts interfere with
rational planning.

However, for non-profit organisations, such as
university libraries, Nutt (1984) argues that di-
vergent goals and objectives are likely and hence
different perceptions to the mission of non-profit
organisations are bound to occur with devastat-
ing consequences for strategy and organisational
performance. This is because such organisations
typically lack a single clear-cut performance cri-
terion (such as profits).

The importance of vision statements

Thompson and Strickland (1998), Hunger and
Wheelan (1995), and Hayes (1993), among other
researchers and practitioners, have also empha-
sised the importance of the definition of the vi-
sion of the organisation. In fact, Thompson and
Strickland (1998) begin the strategy process with
articulating a vision statement for the organisa-
tion. In the current discourse on strategy this is a
point of strong disagreement but this debate is
outside the scope of this study. What is important
here is that the vision of an organisation is in-
evitably a corporate responsibility that deter-
mines what kind of an organisation it will be. It is
not simply a stage in a process but rather it in-
volves a variety of tasks that largely determine
the corporate value added to the organisation.

A strategic vision indicates management’s as-
pirations for the organisation, providing a pano-
ramic view of “what businesses they want to be
in, where they are headed and the kind of com-
pany they are trying to create” (Thompson and

Strickland 1998). It spells out a direction and de-
scribes the destination. A clear and entrepreneur-
ially astute strategic vision is a prerequisite to
effective strategic leadership. Managers cannot
function effectively as leaders or strategists with-
out a future-oriented concept of the business,
e.g., what customer needs to work toward satis-
fying, what business activities to pursue, and
what kind of long-term market position to build
Vis-a-vis competitors.

Naisbett (1982) has observed that strategic
planning is worthless unless there is a strategic
vision. According to Corral (1994) a vision can
provide an organisation and its staff a shared
sense of opportunity, pride and significance and
can provide the context and confidence for aspi-
ration and achievement.

Purpose and significance of this study

There are at least three important aspects of the
mission of an organisation that affect the success
of strategic planning. First, rational planning is
affected by conflicting perceptions of what con-
stitute the mission of an organisation. Second,
major stakeholders must have a strategic vision of
their organisations. Third, effective management
is enhanced by the relationship between the or-
ganisational mission and an organisation’s ex-
ternal construct.

In the context of university librarianship, the
literature on the relationship between the mis-
sion/vision and the strategy of university librar-
ies is fragmented. Recent discourse on the subject
has failed to demonstrate the effect of this rela-
tionship on the strategy process because of insuf-
ficient empirical work. This article attempts to
redress this imbalance by examining the effect on
strategy of the different attitudes towards the
mission and vision of Ghanaian university librar-
ies held by key stakeholders and some library
staff in the libraries.

Methodology

To investigate the impact of the mission and vision
statements on the strategy process in university
libraries in Ghana, this study used the multiple
case study approach used widely in organisational
and management research. Two main reasons sup-
port this research design:
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1. The flexibility of the approach allowed the researcher
to use a mix of multiple data collection techniques since
a single mode of data collection would have been in-
adequate to reflect the complexity, richness and subtlety
of this topic.

2. To reduce the workload that analysing only qualitative
data would have placed on the researcher.

Therefore a method of combining qualitative and
guantitative data collection and analysis was
used. Triangulation (Denzin 1978) helped one
method to complement the other and was also
used developmentally because the first method
has sometimes been used sequentially to help in-
form the second method. The concept of mixing
methods has been criticised in the literature by
Guba (1992) and Patton (1988). Burrell and Mor-
gan (1979) also argue against mixing paradigms
stating that there can be no communication across
paradigms because linguistic symbols take on
different meaning across paradigms and are
founded upon mutually exclusive views of the
social world. On the other hand, Rossman and
Wilson (1985) and Lancy (1993) take a pragmatic
stance arguing that a false dichotomy exists be-
tween qualitative and quantitative approaches
and that researchers should make the most effi-
cient use of both paradigms in understanding so-
cial phenomena.

This study has used the interpretative and pos-
itivist paradigms to study the vision statements
from the perspectives of major policy makers of
the university libraries. The results of the inter-
pretative study were then used as a basis for a
large-scale positivist study of the same research
guestions involving a population of library staff
of Ghana’s five university libraries.

When this investigation was conducted in Sep-
tember 1996, Ghana had five universities. Hence
all five main university libraries were selected for
this study. Sampling which usually helps with
statistical generalisation was not necessary be-
cause case study research does not depend on
statistical generalisation of the sampled cases
(Yin 1989). All five cases were sociologically rep-
resentative of the object of this study. For the sake
of anonymity the five cases are represented in
this report as UnivA, UnivB, UnivC, UnivD, and
UnivE.

The selection of subjects for the study was done
in two ways. The first subjects selected were for
the qualitative and the second for the quantita-
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Table 1. Selection of subjects for qualitative study.

Number Number Actually
Selected Interviewed Per Case
Subjects Selected Univ Univ Univ Univ Univ Total
A B C D E
Dean 2 3 1 1 4 2 11
Head of 2 2 3 3 1 1 10
Department
Registrar 2 1 2 1 2 3 9
Planning 2 2 0 2 1 0 5
officer
University 1 1 1 1 1 1 5
Librarian
Deputy 1 1 1 1 1 1 5
Librarian
Member 2 3 3 0 1 0 7
Lib.Board
Chairman Lib. 1 0 0 1 0 0 1
Board
Mem.Lib. 2 2 2 2 0 0 6
Strategic
Comm.
Finance 1 0 1 1 1 0 3
Officer
Dep.Fin. 1 1 0 0 0 1 2
Officer
17*5
Total 85 16 14 13 12 9 64

Senior civil servants selected = 4; Actually interviewed = 2
The grand total of subjects interviewed = 64.

The total number of subjects selected for the interviews was
89 and 64 actually took part with a response rate of 70.8%

tive phase. The first subjects were drawn from a
list of major stakeholders of the university librar-
ies in Ghana. At the time of the interviews, they
were influential in matters regarding university
and/or library policies; decisions; funding/dis-
bursement of funds; employment/promotion; and
all general matters that affect the libraries either
directly or indirectly.

Table 1 lists the subjects selected before the field
study per the case study protocol and the actual
subjects who took part in the interviews.

Table 1 shows hat a fair distribution of subjects
in almost every category of university adminis-
tration took part in the investigation. In certain
situations the number of subjects interviewed
was more than the number selected, particularly
in cases where those actually interviewed fell
short of expectations. The lack of responses was
due mainly to the unavailability of subjects. Ta-
ble 2 shows the distribution of the sample sizes
for the subjects selected for the quantitative
phase of the investigation.
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A total of 120 questionnaires were distributed;
89 were received, yielding a response rate of
74.2%

The concept of the university library mission
held by the major stakeholders was explored by
asking them to state what they believed consti-
tuted the mission of their universities and their
libraries. They were then requested to put in pri-
ority order the most frequent elements cited in
the interviews. They were to categorise the issues
as Very high priority, High priority, Important, Mar-
ginal and Least important. The same elements
were also presented to the library staff in a ques-
tionnaire to find out if they agreed with the ele-
ments identified by the university decision-
makers. The elements of the mission statements
are as follows:

1. Information provision (books, periodicals and manu-
scripts)

2. Providing the right environment for learning

3. Promoting campus wide access to information re-
sources

4. To assist in education and acquisition of knowledge

5. Taking a leading role in national and international li-
brary and information services

6. Training of the academic community in the skills of in-
formation retrieval and management

7. Document supply (ILL)

8. Provision of entertainment and other social facilities

The major stakeholders were then asked what
their vision for the universities and their libraries
were. The major elements of the vision state-
ments were then presented to the library staff to
find out if they shared their management’s vision.

The analyses were done qualitatively using
some aspects of the grounded theory approach
(Glaser and Strauss 1967) and quantitatively us-
ing the Social Science Statistical Package (SPSS)
(Nie et al. 1970).

Results

Mission statements for university libraries

Appendix A shows the entire result of how the
major stakeholders prioritised the mission issues.
The civil servants’ responses were excluded for
statistical reasons. The views of the only two civil

Table 2. Questionnaire samples and responses

Library Number Number Percentage
Distributed received response
UnivA 34 34 100
UnivB 30 22 73.3
UnivC 30 15 50.0
UnivD 18 11 61.1
UnivE 8 7 87.5
Total 120 89 74.2

Table 3.1. Ranking of the issue of ”information provision*
by major stakeholders

Stakeholders

Priority Index University  Library staff Total
Staff N=17 N=61
not librarians
N=44
no. % no. % no. %
Very high 17 279 14 229 31 5038
priority
High priority 15 24.6 3 4.9 18 295
Important 6 9.8 0 0 6 9.8
Marginal 3 4.9 0 0 3 4.9
Least 3 4.9 0 0 3 4.9
important

servants taking part in the investigation are rep-
resented in other forms in this report. Table 3.1
shows how the stakeholders ranked the first is-
sue, information provision.

Table 3.1 clearly shows that over 50% (50.8%)
of the respondents ranked information provision
i.e. the collection of books, journal, manuscripts
and making these available to users, as a very
high priority and 29.5% also ranked it as a high
priority. A significantly high proportion of the
stakeholders who took part in the survey therefore
ranked information provision as a high priority
mission for the university libraries in Ghana. This
finding suggests a general trend towards a belief
in traditional library media. Hayes (1993) ob-
served that the traditional mission of academic
libraries has been twofold - to preserve the record
of knowledge and to provide access to that rec-
ord and its contents. Some librarians, in his view,
are facing a crisis in determining their mission
and are being forced to make a choice in the com-
mitment of resources between collection develop-
ment on the one hand and information access on
the other.

Table 3.2 also shows that only about 30% of the
subjects ranked promoting campus-wide access
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Table 3.2 Ranking of promoting campus-wide access
to information resources by major stakeholders

Table 3.3. Ranking of entertainment facilities
by major stakeholders

Stakeholders

Stakeholders

Priority Index  University  Library staff Total Priority Index  University  Library staff Total N=61

Staff N=17 N=61 Staff N=17

not librarians not librarians
N=44 N=44
no. % no. % no. % no. % no. % no. %

Very high 3 49 4 6.6 7 115 Very high 0 0 0 0 0 0
priority priority
High priority 5 8.9 8 131 13 213 High priority 2 3.3 0 0 2 3.2
Important 14 229 4 6.6 18 295 Important 2 3.3 0 0 2 3.2
Marginal 17 279 1 1.6 18 295 Marginal 5 8.2 5 8.2 10 164
Least 5 8.2 0 0 5 8.2 Least 5 8.2 0 0 5 8.2
important important

to information resources as either very high pri-
ority or high priority (11.5% and 21.3% respec-
tively). This demonstrates the preference of the
overwhelming majority of the respondents for a
university mission that concentrates on the pro-
vision of traditional media to users.

Table 3.3 also indicates that the provision of
entertainment facilities (social) for users was
found to be the least important. Most respond-
ents qualified their answers to the question. They
believed that presently their universities were
underfunded and considered the provision of
entertainment facilities (social facilities) a luxury,
for example, one Dean made this comment:

... We cannot entertain anybody now. The university li-
brary is not here to entertain anybody particularly when
we are not properly funded. Cuts here cuts there. We
cannot provide entertainment for students; it’s for those
who have more money to spare (UnivA).

The responses to the mission issues, cross-tabu-
lated by work role yields significant differences
between the respondents. The Kruskal-Wallis
one-way anova test, a non-parametric test that
shows the mean rank between independent
sample, produced the results presented in Table
3.4 (The Kruskal-Wallis test shows the different
ways different groups rated the variables. It pro-
vides a chi-square value that indicates the differ-
ences between mean ranks using significance
<.05).

Table 3.5 indicates that all the library staff
among the respondents found document supply
(ILL) to be important, while 88.64% of the non-li-
brary staff found it either not important or mar-
ginal. This finding suggests that the non-librari-
ans among the university staff interviewed be-
lieved that their libraries should focus their goals
more on providing the information they possess.

Table 3.4 Mean ranks of mission statements by stakeholder category

Stakeholder Category

Priority statement

University staff Library staff Chi-squared Degrees Significance

(not librarian) N=17 of
N=44 Mean rank Freedom
Mean rank

Promoting campus wide access to information resources 36.3 17.3 14.1079 1 .0002
Document supply (e.g. ILL) 385 11.6 28.2638 1 .0000
To assist in education and acquisition of knowledge 37.3 14.7 19.8540 1 .0000
Information provision(books and journals) 35.1 20.3 8.5240 1 .0035
Taking a leading role in national and international library 39.3 9.4 34.8514 1 .0000
and information services

Providing the right environment for learning 24.6 47.6 20.6502 1 .0000
Training of the academic community in the skills of in- 37.3 14.7 19.9257 1 .0000
formation retrieval and management

Provision of entertainment facilities 315 29.6 1429 1 .7054
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Table 3.5. Ranking of document supply
major stakeholders

Stakeholders

Priority Index University  Library staff  Total N=61
Staff N=17
not librarians
N=44
no. % no. % no. %
Very high 0 0 1 1.6 1 1.6
priority
High priority 2 3.3 5 8.2 7 115
Important 3 4.9 11 18.0 14 23.0
Marginal 16 26.2 0 0 16 26.2
Least 23 377 0 0 23 377
important

Over eighty-six percent (86.36%) of the university
staff, but not librarians, would like the librarians
to concentrate on the provision of books and
journals. This implies that they are more inclined
toward having their institutional needs satisfied
from their own collections and perhaps trying to
emphasise collection development as a major li-
brary mission.

Table 3.6 shows the ranking of the issue, taking
a leading role in national and international library
and information services. It shows that only 2 of
the non-library staff considered the statement
important, with none considering it as very high
or high priority, while over 58% (58.82%) of the
librarians, however, ranked it as of either very
high priority or high priority and 41.18% ranked
it as important.

This difference in the perceptions of the non-
librarians and the librarians is further evidence
that the university staff members who are not li-
brarians expect their libraries to concentrate more
on an institution-based mission rather than on a
national one. The evidence clearly shows that the
librarians in addition to an institutional inclina-
tion would also like to see information access and
the sharing of the wide range of national and in-
ternational resources as an important mission is-
sue. The small mean rank value of 14.8 (35.1-
20.3) for the responses on information provision
in Table 3.4 confirms that both categories of staff
are in favour of information provision as an im-
portant mission statement. A large mean rank
difference of 29.9 further strengthens the argu-
ment that one group, the librarians, is more in
favour of taking a leading role in national and

Table 3.6. Ranking of the issue “taking a leading role
in national and international library services*
by the major stakeholders

Stakeholders

Priority Index  University  Library staff Total

Staff N=17 N=61

not librarians
N=44
no. % no. % no. %

Very high 0 0 1 1.6 1 1.6
priority
High priority 0 0 9 148 9 148
Important 2 0 7 115 9 148
Marginal 20 328 0 0 20 328
Least 22 36.1 0 0 20 36.1
important

international library and information resources
than the non-librarians.

One concludes that the librarians who took
part in this exercise wish to have a mission state-
ment that strikes a balance between collection
development and information access. Table 3.4
clearly shows that there are significant differences
between the mean ranks of the library staff and
that of the non-library staff of the universities in
Ghana with the exception of the rankings for ‘pro-
vision of entertainment facilities.” This implies
that these two university sets of policymakers
have different perceptions of the mission of their
university libraries and obviously would have
different goals and objectives for their institutio-
nal libraries. The survey has demonstrated that the
university management taking part in the study
do not share a single agreed mission for their uni-
versity libraries. This is an issue that has im-
plications for library resources since some of the
respondents were power brokers and finance of-
ficers of the universities. Hefron (1989) has ob-
served that a sponsor who disagrees with a par-
ticular, narrow definition of the mission of an
organisation might take decisions that affect its
funding. This finding also has implications for
management’s commitment towards library proj-
ects and intra-organisational politics. A cross tabu-
lation of the mission statements by university did
not reveal any statistically significant relation-
ships (with a significance>.05) as can be seen in
Table 3.7.

The analysis indicates that, across the five cases,
there are no significant differences between the
stakeholders’ perception of the individual mis-
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Table 3.8. Responses on agreement on mission statements
by university library staff.

Mission statement Agree Do notagree Total

% % N=89

%
Information Provision 93.3 6.7 100
Providing the right 73.0 27.0 100
environment for learning
Training of the academic com-  71.9 28.1 100
munity in the skills of informa-
tion retrieval and management
Promoting campus wide access 69.7 30.3 100
to information resources
To assist in education and 65.2 34.8 100
acquisition of knowledge
Taking a leading role in nation- 49.4 50.6 100
al and international library and
information resources
Document supply (ILL) 48.3 51.7 100
Provision of entertainment 12.4 87.6 100

facilities

sion statements. The data show that the result of
the universities’ not having a single agreed mis-
sion for their libraries is irrespective of organisa-
tion and the findings are replicated in all the
institutions.

Because the findings so far on the mission pri-
ority statements have political implications at

Table 3.7. Mean rank of mission statements by university.

both the managerial and operational levels, it was
decided to explore the extent to which the large
population of library staff agreed or disagreed
with the statements. Mitchell and Withus (1991:
157-65) have observed that any mission state-
ment must be understood and championed by all
the staff and must reflect their own feelings of the
value of the organisation.

The analysis of the priority mission statements
as perceived by the library management and a
section of the library staff is presented in Ta-
ble 3.8. This displays the percentages of responses
to the question on whether respondents agree or
disagree with a particular mission statement.

Table 3.8 clearly shows that 87.6% of the re-
spondents did not see the provision of entertain-
ment facilities as important. This clearly supports
the contention of the university stakeholders that
the provision of entertainment facilities by uni-
versity libraries in Ghana is not an important
mission issue for the universities and hence strate-
gically irrelevant to information provision in
Ghanaian universities. There were disagreements
between the library staff and library management
on two mission issues, document supply and
taking a leading role in national and international
library and information services. The data show

Priority statement UnivA UnivB UnivC UnivD UnivE  Chi-squared Degree of  Significance
N=15 N=13 N=12 N=12 N=8 freedom

Mean rank Mean rank Mean rank Mean rank Mean rank
Promoting campus 26.40 35.23 32.38 38.21 31.56 4.9109 5 4268
wide access to
information resources
Document supply 32.03 34.58 33.58 24.71 37.00 2.9202 5 7123
To assist in education 37.17 32.00 30.65 36.75 16.81 7.5897 5 .1803
and acquisition of
knowledge
Provision of 27.13 37.23 39.50 32.13 22.06 6.9570 5 .2239
entertainment facilities
Information. provision 24.13 42.35 28.27 39.08 26.06 10.1191 5 .0719
Taking a leading role 38.87 29.54 32.77 35.21 22.81 7.8885 5 1625
in national and
international library
and information
resources
Providing the right 32.33 26.85 32.65 39.04 30.13 3.2848 5 .6562
environment for
learning
Training of the 39.63 29.23 33.69 33.46 18.81 7.4579 5 1532
academic community
in the skills of

information retrieval
and management
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Table 3.9. Responses on agreement with management on mission statements by staff category

Category of Staff
Professional N =28 Paraprofessional N = 20 Non-professional N= 41
Mission statement Agree Do not agree Agree Do not agree Agree Do not agree Total

no. (%) no. (%) no.

(%) no. (%) no. (%) no. (%) no. (%)

Promoting campus wide 24 (26.97%) 4  (4.49)
access to information

resources

Document supply 21 (23.60%) 7 (7.87%) 8
To assist in education and 22 (24.72%) 6 (6.74%)

acquisition of knowledge

Provision of entertainment 2 (2.25%) 26 (29.21%) 1
facilities

Inf. Provision 27 (30.34%) 1 (1.12%0
Taking a leading role in 19 (21.35%) 9

national and international

library and information

resources

Providing the right 26 (29.21%) 2
environment for learning

Training of the academic 24 (26.97%) 4
community in the skills of

information retrieval and

management

(2.25%)

(4.49%)

16 (17.98%) 4

(1.12%) 19 (21.35%) 8

18 (20.22%) 2
(10.11%) 12 (13.48%) 8

17 (19.10%) 3

14 (15.73%) 6

(4.49%) 22 (24.72%) 19 (21.35%) 89 (100%)

(8.99%) 12 (13.48%) 14 (15.73%) 27 (30.34%) 89 (100%)
16 (17.98%) 4

(4.49%) 20 (22.47%) 20 (22.47%) 89 (100%)
(8.99%) 32 (35.96%) 89 (100%)

(2.25%) 38 (42.70%) 4 (4.49%) 89 (100)
(8.99%) 13 (14.61%) 28 (31.46%) 89 (100%)

(3.37%) 22 (24.72%) 19 (21.35%) 89 (100%)

(6.74%) 26 (29.21%) 15 (16.85%) 89 (100%)

that many library staff taking part in the study
agreed with management on the remaining issues
(promoting campus-wide access to information
resources; information provision; providing the
right environment for learning; and training of
the academic community in the skills of informa-
tion retrieval and management). The staff dis-
agreed, just like their management, with the
mission of providing entertainment facilities.

We can infer from the responses on the two
main issues of disagreement with management
that the library staff members are not in favour of
developing a library mission that takes into ac-
count a wider national perspective. Document
supply, an essential feature of access to resources
was surprisingly rejected by 51.7% of the re-
spondents. Both factors are important for access
to information as opposed to the more traditional
concept of information provision (provision of
books, journals and other materials) which was
given an overwhelming support by 93.35% of the
respondents.

A cross tabulation of the agreement with man-
agement on the mission statements by staff posi-
tions of professional, paraprofessional and non-
professional yielded the results in Table 3.9. The
data in Table 3.9 reveals that over 50% of the re-
spondents did not agree with management on
the issue of document supply as a mission state-

ment. Over sixty-five percent (65.85%) of the
non-professionals were included in this percent-
age while 60% of paraprofessionals were also not
in favour of document supply as a priority mis-
sion statement. This implies that a majority of the
library staff who did not agree with management
on document supply comprised non-profession-
als and paraprofessionals. The data also reveals a
similar trend for the statement - ‘taking a leading
role in national and international library and in-
formation resources’. Table 3.9 shows that 31.46%
of the responses of non-professionals did not agree
with management on this issue. This represents
62.22% (31.46/50.56*100) of all the responses that
did not agree with this issue; also, all those who
responded in the negative were non-profession-
als. This further suggests that the non-profes-
sionals would prefer their libraries to focus their
mission on the needs of their local institutions
rather than to shift the focus to a national level.
This finding may also be viewed from another
perspective. The majority of the non-profession-
als might not have understood the potential the
issues they disagreed with had for the develop-
ment of their institutional libraries. This is be-
cause most, if not all, of the non-professionals
have not received any formal library training and
therefore have not had any exposure to new
ways of doing library business.
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University libraries in Ghana do not practise
document supply on any appreciable scale. How-
ever, the professionals and, to a lesser extent, the
paraprofessionals with formal training are prob-
ably more aware of the potential this issues has,
not only for the preservation of records in librar-
ies but also for the provision of access to those
records and their contents.

A general conclusion that can be drawn from
Tables 3.8 and 3.9 is that the large population of
library staff who taking part in the investigation
into the priority mission statements agreed with
their management on most of the issues investi-
gated, six out of eight of the issues. The exceptions
were two issues, which were mostly disagreed
with by the non-professionals.

Visions for the universities and the libraries

This section presents the analysis of the data col-
lected when the stakeholders and the library staff
were requested to state their visions for the uni-
versities and their libraries.

Vision of interviewees for the universities

Among the interviewees who were university
workers, two broad vision statements were iden-
tified. At UnivA, UnivB and UnivC, the vision of
the stakeholders was to see their universities grow
and develop. The following are some examples
given by two stakeholders at UnivA and UnivB:

Well, | would like to see us expanding to the extent that
we will be able to admit more students.

The university should not remain static. It should grow.
Not only in size but in expansion of existing structures
and objectives such as teaching, studying and research.

A significant proportion of the stakeholders
across all the cases would also like to see their
universities as centres of excellence where infor-
mation technology is at the core of their activi-
ties. Examples from two stakeholders at UnivC
and UnivD are as follows:

I wish to see this university as a centre of excellence for
teaching and research especially with regard to educa-
tion, that it would be a ‘Mecca’ for people in Ghana and
in West Africa or even those from abroad. This involves
introducing computers in our libraries and expanding
computer facilities.

98

If the university should be seen as a centre for people
who are competent intellectually and professionally for
the nurturing and teaching of administrative competence
in education, then we should be able to inspire in the
conduct of research, develop materials, organisations of
workshops, seminars to the needs of Ghana. We shall
have to make our staff computer literate.

At UnivD and UnivE, the establishment of links
with other international universities as a way of
learning from them was cited by quite a number
of the interviewees. For example, one stakeholder
remarked that:

My vision is to see more external linkages with other
universities for us to know about what goes on there.

In UnivD, in particular, a number of the inter-
viewees would like to see their university have
an external service for the dissemination of their
research findings:

The university should undertake dissemination of its re-
search. | mean dissemination of information.

In two of the three old universities (UnivA, UnivB
and UnivC), a substantial number of the inter-
viewees saw income generation as a strategic
issue in order for the university to become self-
sufficient and to avoid government control. The
following comment by a stakeholder at UnivB
illustrates this point:

At the moment this university is struggling. It would like
to do more research but it can’t. In the next five years |
would like to see this university raise funds to get on its
feet and achieve more autonomy from government.

The interviewees who were not university work-
ers expressed their vision statements in line with
Ghana government educational policy. They
would like to see a full implementation of gov-
ernment educational reforms, particularly the
government’s wish to spend more on vocational
and professional education at lower levels than
on university education. One government execu-
tive had this to say:

Well, in the Ghanaian context, | would like to frame my
vision on the basis of the educational reforms. Before the
educational reforms, institutions from the basic level to
tertiary levels were more or less patterned on typical Ox-
bridge type. Now the reforms seek to put more emphasis
- focus - on technical, vocational and professional edu-
cation. Now for this reason at the lower levels, now there
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have been some programmes on technical, professional
and vocational education. The emphasis we would like to
see shifts from university to the lower levels.

They would like the universities to concentrate
on courses that are critical and essential to the
immediate manpower needs of the country as
prescribed by government authorities. The fol-
lowing example illustrates this point:

My vision for the university is that it should primarily be
geared toward national development and manpower
production. The government must identify, when it
comes to the Ministry of, say, Manpower, should identify
areas which are crucial for national development and |
think there should always be a worker — management
relationship between the Ministry of Education, Ministry
Of Employment and Ministry of Science and Technology
so that we are able to identify the manpower that the
university should be prevailed upon to adjust their pro-
grammes to suit the national development requirements
but then they should not compromise on scholarship.

The responses from government officials, on the
one hand, and the university management, on
the other, clearly show a conflict in their strategic
visions. The evidence shows that the stakeholders
who are university workers have a vision of
growth and development for their universities
over the next five years. Government executives,
on the other hand, in pursuit of implementing
Ghana government tertiary education reforms,
would like to see a cut in current university pro-
grammes in order to be able to adequately fund
non-tertiary programmes. This finding prompted
further investigation into the vision statements
from the perspective of the large population of li-
brary staff. Using the main categories that
emerged from the interviews with the major
university stakeholders, the library staff mem-
bers were asked to agree or disagree with each
statement. The results are shown in Table 3.10.
Table 3.10 shows that a majority of the library
staff disagreed with the university management
on five issues, namely: progress in education,
improvement in curriculum, achieving self suffi-
ciency, cutting down on some university pro-
grammes to save money and providing employ-
ment opportunities for students. The greatest
disagreement was with cutting down on some
university programmes to save money: an over-
whelming 96.6% of the respondents disagreed.
This issue was the dominant one of the govern-
ment officials who were interviewed. It therefore

Table 3.10. Vision statements for universities —
responses from library staff.

Vision statement Agree Do notagree Total

% % N=89

%
Expanded facilities 95.5. 45 100
Promotion of external linkages 69.7 30.3 100
Dissemination of information 50.6 49.4 100
Progress in education 43.8 56.2 100
Achieve self sufficiency 41.6 58.4 100
Improvement in curriculum 40.4 59.6 100
Providing employment 40.4 59.6 100
opportunities
Cut down some university 34 96.6 100

courses to save money

implies that the majority of the library staff in the
survey was in disagreement with the strategic
vision of the government, a further indication of
a conflict between the visions that the two groups
of stakeholders have for the universities.

Vision of stakeholders for university libraries

Three different perspectives of the strategic vi-
sion of the interviewees were revealed. Across
the five universities, differences between views
were minor. The majority of those interviewed
would like the libraries to emphasise the excel-
lence and breadth of the their collection and to
improve existing services. For example one
stakeholder at UnivC had this to say:

You see, I've said this university should be a place of ex-
cellence, so must the library. The library should have
more variety in scope of subjects and improve its present
services.

The vision of most of the university staff mem-
bers who were not librarians was that the librar-
ies should continue in their supportive role to the
academic institutions of which they are part. For
example, the following statement by one of the
stakeholders illustrates this point:

I think that basically, the university should take its cue
from what the library stands for. The library being the
main source of information for people it should be able to
provide support that will enable people to get the rele-
vant material.

This group of stakeholders held the view that the
university library’s traditional role should be ex-
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Table 3.11. Vision statements for libraries —
responses from library staff

Vision statements Agree Do notagree Total

% % N=89

%
Improving services 87.6 124 100
Staff development 78.7 21.3 100
Expansion of entire 76.4 23.6 100
library facilities
Full technology application 70.8 29.2 100
Ease of use of library 39.3 60.7 100
Strategic management 32.6 67.4 100
of library

panded to cope with increases in student num-
bers.

The third perspective was that of the univer-
sity library staff interviewed. They indicated that
their vision for the libraries in the next five years
was to see a shift from their traditional role of
providing books and other materials to providing
access to information. To illustrate this point, one
librarian at UnivB stated that:

At present it seems what the library is doing is keeping
the books and providing it to the university community.
We need somebody who understands. We have to re-
trieve information in the form of diskettes and photocopy
document. We have to have facilities to satisfy request
not in our libraries.

Staff development in information technology was
also expressed by some of the library staff as a
factor important to achieving access to infor-
mation by the librarians. For example, at UnivB,
one stakeholder stated that:

| think my vision is we need the right level of personnel
and equipment to handle the use of information technol-

ogy.

There was also a minority, ‘no vision’ group, who
were all the government officials and a handful
of university staff who were not library staff. To
illustrate this, the following is a comment from
one government executive when he was asked
for his vision for the university libraries:

Vision for the library? I think we will leave that for the li-
brarians.

The following related a stakeholder at UnivA
made comment:
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Well, | don’t think | have actually thought of a vision of
the university library as such but | do feel that the uni-
versity library should have facilities that will serve every-
body.

In a similar quantitative investigation to the one
on university strategic vision, the large popula-
tion of library staff was asked to agree or to dis-
agree to the major categories that emerged from
the interviews with the library stakeholders.
Table 3.11 is the analysis of the responses of the
library staff.

The data in Table 3.11 show that with the ex-
ception of ‘ease of use of library’ and ‘strategic
management of library’, an overwhelming ma-
jority do share the vision statements expressed by
their superiors. There are no serious disagree-
ments between the visions the stakeholders have
for the libraries and the large library population
view. This result is very good for the university
planners as a shared vision with the rest of the li-
brary staff will more likely help to promote co-
operation in the implementation process. What is
a worrying development is the ‘no vision’ group
among whom were all the government officials
who were interviewed.

Conclusions and recommendations

This study has explored the concept of library
mission and vision held by some major stake-
holders closely involved in the strategic direction
of the university libraries in Ghana. Two main
conclusions can be drawn from the results of the
investigation:

1. The major stakeholders and the library staff of the uni-
versity libraries in Ghana did not have a single, agreed
articulated mission for their libraries.

2. A multiplicity of strategic visions was found to be the
subject of disagreement between decision-makers and
some library staff.

According to the proponents of the normative
(linear) model of the strategy process, ‘a single,
agreed clearly articulated mission is an essential
prerequisite for successful strategic planning’
(Vincent 1988: 43). The results as presented above
do not support this optimistic tone that domi-
nated much of the early literature on strategy
formulation. The results are however consistent
with the finding of Cohen et al. (1972) that librar-
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ies, like many service organisations, often have
multiple not single missions.

The findings indicate that the major stake-
holders in the Ghanaian university libraries have
different perceptions of the mission of their li-
braries. The findings suggest two views. The
major stakeholders who were non-librarians pre-
ferred a narrower mission for the libraries. This
mission would focus more on the needs of the
particular institutions and would emphasise col-
lection development as a method of attaining ex-
cellence. The librarians had a much broader
vision of their libraries’ mission expressed in the
context of national information provision, em-
phasising information access while at the same
time balancing it with collection development.

One of the constant issues in designing a mis-
sion statement involves just how broad one
should make it. A broad mission statement has
support in the literature, particularly in the cor-
porate world. Pearce and David (1987) have as-
serted that broader mission statements are more
helpful to an organisation than more narrow
statements. Hayes (1993) advocates a broader
mission for university libraries. He states that a
university library’s mission imperatives must ap-
ply not only to the library but also with at least
equal vigour to the university as a whole. He
further states that the university’s imperative,
like that of the library, must be based on the view
that information is important to both society and
the individual.

However, critics of broad mission statements
for non-profit organisations, such as Milofsky
(1979) believe that the narrower the mission state-
ment, the less dissension there is likely to be
among stakeholders and the easier it is to use in
the evaluation of programmes. He states further
that non-profit organisations with stable, narrow
goals will find it easier to recruit individuals to
articulate and support these goals to the broader
community. These observations, of course, point
back to the key point articulated earlier, namely
that there are dissenting views of the mission of a
university library among the different categories
of major stakeholders.

A critical examination of the role of a mission
statement, as defined by, for example, Oster
(1995), points to three distinct functions: ‘Mission
statements serve boundary functions, act to mo-
tivate both staff and donors, and help in the proc-

ess of evaluation of the organisation’. The bound-
ary function is important as a way to provide
focus for the organisation. The second function as
far as libraries are concerned is to motivate staff,
library boards, users and sponsors. It thus helps
to carry across to people the ideology of the or-
ganisation, to serve as a flag around which the
organisation can rally. The final function is to
help in the evaluation of the organisation. Just as
there are three functions served by the mission
statement, there are also three constituencies the
statement will affect; the staff, the users, and the
library and non-library sponsors. As a boundary
mechanism, the mission statement serves all
three groups. It helps to attract sponsorship, fo-
cuses the staff and defines clientele. The motiva-
tional function operates principally on staff while
the evaluation function is a staff-sponsor (gov-
ernment) domain.

These functions can be seriously undermined
without doubt if a university library mission is
full of diverse and conflicting elements, as this
study has demonstrated. As a reflection of the
basic goals, characteristics and philosophies that
will shape the strategic posture of university li-
braries, a mission statement that makes contra-
dictory and competing demands on the libraries
affects the basic foundation upon which all
strategies are developed. Cyert and March (1992)
state that goals must always result from bar-
gaining among members of sub-coalitions. Mul-
lins (1996) also stated that goals that have been
defined through the consensus of major stake-
holders help to develop the commitment of indi-
viduals. They also focus attention on purposeful
behaviour and provide a basis for motivation and
reward systems.

Unfortunately, the results of the study of the
Ghanaian libraries have shown that the three
principal groups of stakeholders do not have a
single overriding mission for their libraries.
Though Vincent (1981) argues that the absence of
a single mission among stakeholders in a univer-
sity library is more a universal characteristic than
an institutional one, past studies (Mullins 1985;
Genus 1995) show that a conflict between deci-
sion-makers over objectives, goals or values often
results in a degree of resistance to planned
changes that are often perceived as not being
‘owned’ by those affected by them. A process of
melding the diverse and conflicting views of the
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elements that constitute the mission statement of
the university libraries in Ghana is therefore a
necessity to provide the basis for a culture that
will guide future executive action.

The study also revealed a similar disagreement
between the library staff and the library man-
agement as to the components of a library mis-
sion statement. Though a significant proportion
of the library staff who participated in the study
agreed with the libraries’ management on quite a
number of elements in a library mission state-
ment, there were considerable differences regard-
ing a broader mission statement for university
libraries. The library staff members were not in
favour of developing a library mission that took
into account a wider national perspective while
library management believed strongly in a uni-
versity library that served the entire nation.
These differences must be addressed because ob-
jectives and strategies require mission statements
that display such a single-minded, though multi-
dimensional approach to doing library business
(Pearce 1982).

According to Zalemik (1989), the primary re-
sponsibility of the top management of a university
is that they must have a vision of the university
and of the library’s role. The analysis of data on
the vision that the major stakeholders have for
the universities indicates that all three categories
of major stakeholders across all five case studies
in Ghana did have visions for the universities.
Evidence was, however, also found that all the
government officials and a considerable number
of the non-Librarians did not have a strategic vi-
sion for the university libraries.

Secondly, the data suggest that, despite having
strategic visions for the universities, the vision
statements of government officials were entirely
opposite to the vision for the universities held by
the major stakeholders who were university
workers. While the former expressed a vision of
implementing government educational reforms,
particularly government’s wish to spend more on
vocational and professional education at lower
levels than on university education, the latter
would prefer growth and development at all lev-
els of university education. According to Corrall
(1994), however, a strategic vision must be shared
among all staff of an organisation.

The overall results from a Ghanaian perspec-
tive did not fully support this concept of a strate-
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gic vision of a university library. It was the stake-
holders who are librarians who to some extent
supported the view that the strategic manage-
ment of libraries must involve a perspective
wider than its individual institutions. For the li-
brary profession, there is the perception that the
entire set of academic libraries is a resource for a
nation, and even the world. But in this research
study, the majority view of the Ghanaian stake-
holders who were not library workers was an
emphasis on the excellence and breadth of the li-
braries’ collections with a focus on traditional
media.

The results further show the differences be-
tween the strategic visions of various major stake-
holders. Hayes (1993) argues that in strategic
management of university libraries, libraries
have to develop grand strategies for preservation
and resource sharing and that the results of this
will be a hierarchy of objectives, from individual
library to the institution, to the nation and to the
world. Underlying them all is the vision of the
academic library as the institution for informa-
tion resource management to meet the needs of
society at every level (Hayes 1993).

The results from the perspective of the library
staff (not the major stakeholders) support Hayes’
argument (1993). This is a positive sign for strat-
egy implementation in the university libraries in
Ghana. What are of great concern are the differ-
ences in aspirations of the government officials
for universities and those of the major stake-
holders of the university libraries. Also troubling
is the lack of strategic vision for the libraries ar-
ticulated by the government officials as well as
the general lack of consensus among the various
major stakeholders of the libraries. These politi-
cal differences do not augur well for the universi-
ties’ or for the university libraries’ development.
Strategic visions are translated into key elements
necessary to accomplish that vision (Hunger and
Wheelan 1996) and a sponsor who does not share
an organisation’s vision will be reluctant to com-
mit his funds (Helfron 1989).

Recommendations

Organisations are founded for a particular pur-
pose, known as the organisation mission. The or-
ganisation’s mission must be systematically and
comprehensively developed, shared and agreed
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upon by decision-makers. However, it was found
that the major stakeholders and the library staff
who took part in the investigation did not have
an agreed mission. The challenge for the univer-
sity library managers responsible for the devel-
opment of information provision strategy is to
develop a meaningful library mission based on a
process of melding the diverse and conflicting
demands placed on the libraries by the various
stakeholders. Since the purpose of a library may
change over time, it is essential that mission
statements be reviewed in the context of SWOT
analysis. The point of this analysis is to enable
the libraries to position themselves to take ad-
vantage of particular opportunities in the envi-
ronment to maximise their strengths and to
moderate the impact of their weaknesses.

Similarly, a multiplicity of strategic visions was
found to be the subject of disagreement between
decision-makers and the library staff. Major
stakeholders’ conflicting visions for the universi-
ties and the libraries must be resolved. David
(1986) suggests three basic approaches for con-
flict resolution: avoidance, diffusion and confron-
tation. The opposing vision statements expressed
by the major stakeholders can be resolved by dif-
fusion. The government of Ghana will have to
take the initiative to open talks with university
staff, not just the vice-chancellors but representa-
tives of all interest groups of the universities. An
agreement as to the future role of universities in
Ghana must be reached in order to minimise the
potentially dysfunctional effects that pursuing
one or the other’s vision will have on the univer-
sities and their libraries’ development. Without
this agreement, no one group will give the
other’s vision the support it needs in terms of fi-
nance and implementation. The role of libraries
in university development must be part of any
agreed-upon vision statement. Restraint must be
exercised in all negotiations, as past resolutions
of disagreements between government and uni-
versity staff members have been noted for their
unsatisfactory endings.
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Appendix: Mission/Goal Statements Prioritised by Major Stakeholders Category

Stakeholders

Priority Index Abbreviated Statement University staff not  Library staff Total
librarian N=17 N=61
N=44
no. % no. % no. %

Very high priority Information provision 17 27.9 14 22.9 31 (50.8%)

Very high priority Providing the right environment for learning 24 39.3 0 0.0 24 (39.3%)

Very high priority Promoting campus wide access to information 3 4.9 4 6.6 7 (11.5%)
resources

Very high priority To assist in education and acquisition of 3 4.9 4 6.6 7 (11.5%)
knowledge

Very high priority Taking a leading role in national and 0 0.0 1 1.6 1 (1.6%)
international library and information services

Very high priority Training of the academic community in the 2 3.3 0 0.0 2 (3.3%)
skills of information retrieval and management

Very high priority Document supply 0 0.0 1 1.6 1 (1.6%)

High Priority To assist in education and acquisition of 8 131 13 21.3 21 (34.4%)
knowledge

High Priority Inf. provision 15 24.6 3 4.9 18 (29.5%)

High Priority Providing the right environment for learning 14 229 4 6.6 18 (29.5%)

High Priority Promoting campus wide access to information 5 8.2 8 131 13 (21.3%)
resources

High Priority Taking a leading role in national and 0 0.0 9 14.8 9 (14.8)
international library and information services

High Priority Document supply 2 3.3 5 8.2 7 (11.5%)

High Priority Training of the academic community in the 2 3.3 5 8.2 7 (11.5%)
skills of information retrieval and management

High Priority Provision of entertainment facilities 2 33 0 0.0 2 (3.3%)

Important Promoting campus wide access to information 14 22.9 4 6.6 18 (29.5%)
resources

Important Providing the right environment for learning 5 8.2 11 18.0 16 (26.2%)

Important Training of the academic community in the 4 6.6 11 18.0 15 (24.6%)
skills of information retrieval and management

Important Document supply 3 4.9 11 18.0 14 (23.0%)

Important Taking a leading role in national and 2 3.3 7 115 9 (14.8%)
international library and information services

Important To assist in education and acquisition of 8 13.1 0 0.0 8 (13.1%)
knowledge

Important Information provision 6 9.8 0 0.0 6 (9.8%)

Important Provision of entertainment facilities 2 3.3 0 0.0 2 (3.3%)

Marginal To assist in education and acquisition of 24 39.3 0 0.0 24 (39.3%)
knowledge

Marginal Taking a leading role in national and 20 32.8 0 0.0 20 (32.8%)
international library and information services

Marginal Promoting campus wide access to information 17 27.9 1 1.6 18 (29.5%)
resources

Marginal Training of the academic community in the 15 24.6 1 1.6 16 (26.2%)
skills of information retrieval and management

Marginal Document supply 16 26.2 0 0.0 16 (26.2%)

Marginal Provision of entertainment facilities 5 8.2 5 8.2 10 (16.4%)

Marginal Information. provision 3 4.9 0 0.0 3 (4.9%)

Marginal Providing the right environment for learning 1 1.6 2 3.3 3 (49%)

Least important  Provision of entertainment facilities 35 57.3 12 19.7 47  (77.0%)

Leastimportant ~ Document supply 23 37.7 0 0.0 23 (37.7%)

Least important ~ Taking a leading role in national and 22 36.1 0 0.0 22 (36.1%)
international library and information services

Least important ~ Training of the academic community in the 21 34.4 0 0.0 21 (34.4%)
skills of information retrieval and management

Least important ~ Promoting campus wide access to information 5 8.2 0 0.0 5 (8.2%)
resources

Least important  Information provision 3 49 0 0.0 3 (4.9%)

Least important ~ To assist in education and acquisition of 1 1.6 0 0.0 1 (1.6%)

knowledge
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