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Abstract

Technological developments afford libraries the opportunity to remain relevant
by being dynamic in their service delivery. In today’s digital age, academic
libraries worldwide including those in developing countries are increasingly
making available electronic resources to their users. In Ghana, academic
libraries have redefined their services to incorporate electronic resources (ERS)
through various means such as consortia models and institutional repositories.
As libraries provide more electronic resources, managing them effectively
becomes crucial to their survival. Electronic resource management has conse-
guently become a core function of libraries which libraries even in advanced
countries are struggling to effectively implement. Challenges may be more
pronounced in developing countries such as Ghana which are characterised by
scarcity of resources. Academic libraries in Ghana appear ineffective at
managing ERs. There is a lack of understanding on the factors surrounding
electronic resource management. This chapter therefore explores the contextual
factors affecting the management of electronic resources in academic libraries
in Ghana. The study adopted a multiple case study approach, involving two
public and two private universities in Ghana, and the library consortium. Using
semi-structured interviews, data were collected from twenty-four library staff
and three consortium executives. Collection development policies of case
libraries were also analysed. The findings revealed enabling and hindering
factors which were at the governmental and institutional levels. An enabling
factor was cooperation with stakeholders whereas hindering factors included
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inadequate policies, inadequate funding, inadequate infrastructure, inadequate
skilled personnel, institutional management structure, communication gaps, low
institutional commitment and low usage of electronic resources. The research
provided recommendations and suggested that if hindering factors are
adequately addressed, electronic resource management in academic libraries in
Ghana could be successful which would encourage maximum usage of these
resources thereby enhancing the image of the library and the educational sector
to promote national development.

Keywords: Academic libraries, electronic resources, electronic resource
management, Ghana,

1 Introduction

Technological developments afford libraries the opportunity to remain relevant
by being dynamic and able to redefine their operations, collections and services
to meet the changing information needs of users. Electronic resources (ERs)
have become important tools for providing library services to users (Mukhtar &
Maidabino 2021). In this twenty-first century, academic libraries worldwide
including those in developing countries are making available ERs to their users
in various formats.

In Ghana, many academic libraries have redefined their services to
incorporate ERs through institutional repositories (IR), open access and
consortia models. Most libraries are reducing their budget for print collection
and increasingly investing in ERs to provide better and efficient user services.
Through their membership of the Consortium of Academic and Research
Libraries in Ghana (CARLIGH) and IRs, these libraries are currently providing
access to full text journals and various online databases (Asamoah-Hassan
2008; Kwafoa et al. 2014). ERs are generally defined as information resources
that can be accessed through the computer including personal or mainframe
computers and mobile devices (IFLA 2012). These resources come in various
forms including e-databases, e-Journals, e-books, e-theses, e-data archives, e-
manuscripts, e-maps, e-research reports, and e-bibliographic databases. ERs
present academic libraries with several opportunities for providing faster and
quicker access to information both locally and globally (Mukhtar & Maidabino
2021). They serve as gateways to information and knowledge providing support
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for teaching, learning and research (Dadzie & Walt 2015). ERs have numerous
advantages over print information resources. They are readily available without
time and geographic limitations, provide simultaneous multiple user access and
numerous searching strategies (Oza & Prajapati 2020; Pandey 2018).

Despite the opportunities presented by ERs, these resources have
brought along a new set of challenges for libraries particularly in developing
countries (Mukhtar & Maidabino 2021). As libraries provide more ERs,
managing them effectively becomes crucial to their survival. ERs need to be
carefully selected, acquired, implemented, reviewed and cancelled or renewed
for maximum usage. Electronic resource management (ERM) has consequently
become a primary function of libraries which academic libraries even in
advanced countries are struggling to effectively implement. ERM has been
identified as a challenging function which is exacerbated by the rapid growth of
ERs (Mukhtar & Maidabino 2021). Researchers have pointed out a lack clarity
in workflow that is available with print information resources. Issues that
libraries are grappling with are in the areas of staffing, time management, and
workflow (Bothmann & Holmberg 2008; Elguindi & Schmidt 2012). The
selection, licensing, acquisition, implementation and renewal of ERs are
becoming more sophisticated and challenging than ever (Blake & Collins 2010).
Challenges associated with ERM may be more pronounced in developing
countries such as Ghana where there are inadequate resources. Furthermore,
academic libraries in Ghana appear ineffective at managing ERs. There is a lack
of understanding on the factors surrounding ERM. Previous studies (Dadzie &
Walt 2015; Kwafoa et al. 2014; Kwadzo 2015) have indicated that, academic
libraries in Ghana are ineffective at managing ERs. Moreover, the contextual
factors surrounding the management of these resources are not well-understood.
This necessitates an exploratory investigation to understand these factors in
order to recommend strategies for addressing them. This chapter contributes to
LIS research on the subject. It also serves as a point of reference from which
academic libraries, policy and decision makers in Ghana and other developing
countries can draw lessons to formulate policies and develop practices to
promote effective ERM which would encourage increased usage of these
resources thereby enhancing the image of the library and the educational sector
to promote national development. In addition, it provides advanced countries
with a deeper insight to guide them in providing support to developing
countries.

This research was guided by the following research questions:
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1(a). What are the contextual factors surrounding the management of ERs
in academic libraries in Ghana?

1(b). In what ways do these contextual factors affect the management of
ERs?

The research was carried out in the context of two public and two private
universities in Ghana. The public universities in the study sample were the
University of Ghana (UG) and University of Cape Coast (UCC). The private
case universities were Central University (CU) and Wisconsin International
University College (WIUC). Details on the case institutions are provided in the
methodology section of the chapter.

2 Review of Literature

As libraries build larger collections of ERs, they are faced with a number of
issues and factors serving as enablers or hindrances to the management of these
resources (Obidike & Mole 2018). This section presents a review of literature
on the factors affecting ERM in libraries.

2.1 Factors Affecting Electronic Resource Management

ERM has gained a considerable attention in the LIS literature as it has become
a core function of libraries which is complex in nature. The literature has
revealed various opportunities that ERs can provide libraries. However, in the
midst of these opportunities for dynamism are various issues and challenges that
libraries need to surmount. Chawner (2004) in her study on new opportunities
and new challenges for free and open source software identified various success
factors including organisational culture, technical infrastructure, staff skills,
software functionality and extent of available community support. She
concludes the study by recommending professional training and development
for staff to effectively take on new roles. Other researchers have revealed
various factors affecting the management of ERs in academic libraries which
include the nature of ERs (Abrams 2015; Anbu, Kataria & Ram 2013); lack of
policies for ERs, inadequate funding (Horava & Levine-Clarke 2016),
infrastructural constraints (Mukhtar & Maidabino 2021), and inadequate skilled
staff (Wadekar & Nagarkar 2018).
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2.1.1 The Nature of ERs

A major factor surrounding ERM as indicated in the literature stems from the
nature of ERs. The main challenges in managing ERs are their rapid growth
with different packages from various vendors and publishers; and various
business models such as bundles, open access and partly open access. All these
factors have a bearing on ER collection development in academic libraries
(Anbu, Kataria & Ram 2013; Bothmann & Holmberg 2008; Elguindi &
Schmidt 2012). In addition, instability associated with ERs has been highlighted
in the literature as affecting the management of ERs. Issues include URL
changes, IP authentication, and missing archival coverage (Abrams 2015; Yu &
Breivold 2008; Dadzie & Walt 2015; Erb & Erb 2015).

2.1.2 Inadequate Policies for ERs

Collection development policies (CDPs) for ERs in libraries are of vital
importance as they inform stakeholders about the ER workflow (Johnson 2009;
Mangrum & Pozzebon 2012). The literature has identified inadequate policies
for ERs as affecting ERM. Policies for ERs have not been given the due
recognition in libraries worldwide particularly in developing countries. Most
libraries in developing countries are yet to formulate policies or seldom revise
policies for their ERs (Dadzie & Walt 2015; Mwilongo 2017). ERM practices
are usually not guided by policies for various reasons including evolving ER
workflows, and financial constraints (Pickett et al. 2011; Mangrum & Pozzebon
2012). Horava & Levine-Clark (2016) studied current trends in collection
development practices and policies in North American academic libraries and
revealed that some libraries did not have CDPs and that, an obstacle to the
implementation of policies was the overly prescriptive nature of the policies. In
Tanzania, Mwilongo (2017) revealed challenges of implementing policies for
ERs in libraries including inadequate funding, poor infrastructure and
inadequate skills. In Nigeria, researchers have indicated the lack of policies for
ERM in academic libraries (Mukhtar & Maidabino 2021; Iroaganachi &
Izuagbe 2018). Inadequate policies could translate into inconsistencies in ERM
practices which would hinder effective ER services.

2.1.3 Budgeting and Funding
Finance is the bedrock of libraries without which libraries cannot function.
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Funding is indispensable for the acquisition and maintenance of ERs and
infrastructure, and capacity building (Mukhtar & Maidabino 2021). Authors
have provided guidelines on budgeting for ERs in libraries. Conger (2004)
pointed out that budgeting for ERs is a planning process beginning with the
library’s purpose or values, past and anticipated demands. Budgeting should be
flexible to make room for unexpected expenditure (Conger 2004; Elguindi &
Schmidt 2012). Budgeting for ERs also involves negotiation through costs and
benefits, and pricing models. Pricing models available in the electronic
environment include price per unit, price per user, price per use and consortia
purchasing (Conger 2004). Adequate funding is needed to sustain library
services if libraries are to remain relevant in this technological environment
(Dadzie & Walt 2015). Research has revealed that whereas budgeting for ERs
in the developed world is high, it has been a major challenge in the developing
world. At the University of California San Diego Library, 65% of library funds
were spent on e-resources (University of California San Diego Libraries, n.d.).
Generally, funding for academic libraries in Africa is obtained from the budgets
of parent institutions which may come directly from government subvention
(Ubogu & Okiy 2011; Okojie 2010). Library funding is usually inadequate (Jan
& Sheikh 2011; Dadzie & Walt 2015; Mukhtar & Maidabino 2021) hindering
the acquisition of adequate ERs.

2.1.4 Staffing for ERs

The success of ER implementation is greatly determined by staffing (Abrams
2015). Staffing at the library has usually not kept up with ER staffing needs and
responsibilities (Abrams 2015; Elguindi & Schmidt 2012). Staffing challenges
indicated in the literature revolve around skills, training and staff strength.
Researchers have pointed out the inability of library professionals to effectively
manage ERs due to a lack of management and technical skills (Elguindi &
Schmidt 2012; Mukhtar & Maidabino 2021). Bothmann & Holmberg (2008)
highlighted the inefficiencies associated with understaffing for ERs. A survey
by Okoye & Ugwuanyi (2012) on the management of ERs by cataloguers in
Nigerian Federal University Libraries revealed that there were no ER librarians,
and ER related functions including licensing, access set-up and link
maintenance were either non-existent or at embryonic stages of implementation.
With the rapid growth of ERs, the current trend in ERM has been collaboration
between ER units and other units of the library (Abrams 2015; Wadekar &
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Nagarkar 2018). The need for library professionals to constantly update their
knowledge and skill base in today’s rapidly changing technological
environment has been highlighted (Mukhtar & Maidabino 2021).

2.1.5 Poor Infrastructure and Lack of Maintenance

To provide adequate ER services, ICT infrastructure such as computers, internet
connectivity and other devices are needed for quick and easy access to the
resources (Mukhtar & Maidabino 2021). The literature has highlighted
infrastructural challenges such as inadequate computers, unstable internet
connectivity and power cuts as hindering ER services in libraries. This
challenge appears to be a significant factor in the developing world especially
in African countries (Akussah et al. 2015; Dadzie & Walt 2015; Das & Achary
2014; Kwadzo 2015; Malemia 2014) and can be attributed to inadequate
funding which makes acquisition of the state-of-the-art ICT infrastructure a
challenge. Inadequate computers, networking challenges and poor power
supply hinder training sessions and access to ERs in libraries (Manjack,
Dangani & Fari 2019; Mukhtar & Maidabino 2021). Academic libraries in
today’s technological age need to improve upon their ICT infrastructure to
accommodate ERs. In summary, the literature has identified various factors
affecting the management of ERs in academic libraries which are the nature of
ERs, inadequate policies, inadequate funding, poor infrastructure and lack of
maintenance. Higgins (2017) reported that due to the factors and complexities
surrounding ERM, libraries still find it difficult to withdraw their print
counterparts of ERs. These factors and challenges generally appeared more
pronounced in developing countries.

3 Methodology

In this chapter, a selection of findings from a larger case study is discussed. A
case study is appropriate for studying a contemporary phenomenon over which
the researcher has little to no control or when behaviours cannot be manipulated
(Yin 2014). This study seeks to explore contextual factors affecting ERM which
is a contemporary phenomenon thereby making the case study method
appropriate. Multiple cases were adopted to facilitate cross-case analysis of the
phenomenon in diverse settings, strengthen the results and produce more
general findings thereby enhancing external validity (Benbasat, Goldstein &
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Mead 1987; Yin 2014). Cases were selected based on both similarities and
differences (Yin 2014). To ensure that similar findings were predictable, all
selected cases were members of the Consortium of Academic and Research
Libraries and Ghana (CARLIGH) and had a similar structure. However,
selected cases differed in terms of age, resources, size and the fact that two
institutions (the University of Ghana and the University of Cape Coast) were
public institutions whereas two other institutions (Central University and
Wisconsin International University College) were private institutions. UG is the
oldest public university, largest and well-endowed in terms of ICT
infrastructure and other resources whereas UCC is a comparatively less
endowed public university. CU is the oldest, largest and well-endowed private
university whereas WIUC is relatively new, less endowed in terms of resources,
and smaller in size. These similarities and differences were meant to facilitate a
cross-case analysis and to discover prevailing contextual factors in the diverse
settings.

The research adopted purposive sampling technique (Patton 2002) to
select library staff and consortium executives who held ER-related positions or
were knowledgeable about ERs of the library. Also, a content analysis of
collection development policies (CDPs) of the case libraries was conducted.
Interviewees consisted of university librarians, heads of ERs and staff of ER
units, heads of other units of the library. The Chair, ER Chair and treasurer of
CARLIGH were also included in the study due to the significant role CARLIGH
played in the management of ERs of the case libraries. A total of twenty-seven
(27) semi-structured interviews were conducted and all the interviews took
place in the offices of the interviewees. The interviewees from selected cases
are outlined in Table 1.

Table 1: Number of Study Interviewees

Public Academic Library Private Academic Library CARLIGH
Institution | Interviewees | Institution | Interviewees Interviewees
UG 8 CU 6 3
UccC 8 WIUC 2

Qualitative data analysis procedures prescribed by Miles, Huberman & Saldana
(2014) involving data gathering, data reduction, data display and conclusion
drawing were adopted for this study. Prior to data analysis, the audio recordings
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of interviews were transcribed to refine them into text to facilitate analysis
(Miles, Huberman & Saldana 2014). Transcripts were uploaded to the
gualitative data analysis tool NVivo version 12. The data were then coded by
selecting segments and grouping them into categories to form concepts that
provide insight, facilitate comparison and develop theory (Kaplan & Maxwell
2005). The research complied with ethical considerations relating to informed
consent, confidentiality and anonymity (Bryman 2004). All sources were duly
acknowledged. In addition, labels consisting of alphabets and Arabic numerals
were used to represent the voices of interviewees for confidentiality and easy
referencing to quotes. Table 2 below depicts the labelling assigned to
interviewees.

Table 2: Labels of Study Interviewees

Institution Label of interviewees Range assigned to interviewees
UG A 1-8
UCC B 1-8
CuU C 1-6
WIUC D 1-2
CARLIGH E 1-3

4 Findings and Discussion

The study identified several contextual factors affecting the management of ERs
in the case institutions which are mainly at the governmental and institutional
levels. Considering that a factor can be an enabler or a barrier, these factors are
presented as such based on their impact on ERM and usage.

4.1 Governmental Factors as Hindrances

Policies and decisions by the government served as obstacles to the availability
of human and non-human resources required for effective ERM particularly in
the public institutions. Suspension of recruitment in public institutions by the
government to facilitate the management of public wage bill and stabilisation
of the economy contributed to understaffing. Interviewees Al and B1 high-
lighted the effects of government directives on staffing for ERs at UG and UCC
respectively:
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We are understaffed. When a staff retires, we are not able to fill the
position immediately because they [institutional leaders] need govern-
ment clearance. Without government clearance they cannot hire
anybody. So, somebody leaves and their position is vacant and people
will have to manage other people’s job. (A1)

For a very long time there has not been employment. People have
retired and there hasn’t been any replacement and people have
upgraded themselves, and we are just managing. (B1)

Due to the suspension of recruitment, ER staff were overburdened as they
needed to take on extra duties to make up for the low staff strength. In addition,
power rationing in the country resulted in frequent power outage. Ghana had
been experiencing a persistent irregular and sometimes unpredict-able power
outage popularly referred to as ‘dumsor’ (‘off-and-on’ of electricity supply)
(Ghana Web 2018). In the early 2019s, power rationing became more intense
which led to the coining of a superior term ‘dumsaa’ (‘indefinite off’ of
electricity supply). This negatively affected training sessions and hindered
access to ERs of the library.

Thirdly, inadequate funding from government coupled with high infla-
tion rate as highlighted by interviewees from the public case institutions lower-
ed purchasing power and affected the acquisition and sustainability of ERs of
the library. Contrary to the assertion made by Fullan (2007) in examining the
role of government in educational change that governmental activities encour-
aged continuous advancements in education, government decisions and regula-
tions as revealed in the findings appeared to have hindered the management of
ERs.

4.2 Organisational Factors

The findings revealed several factors as enabling or hindering ER services in
the case institutions. Organisational factors mainly revolved around resources,
structures and activities in the institutions that impacted on ERM either
positively or negatively. These factors include cooperation with stakeholders,
policies for ERs, funding, infrastructure and sustainability, staffing, communi-
cation, institutional management structure, institutional commitment, and usage
of ERs. These are presented and discussed in the following sub-sections.
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4.2.1 Cooperation with Stakeholders as an Enabler

The findings revealed cooperation as facilitating ERM in the case institutions.
Cooperation between the ER unit and non-ER units of the library eased the
burden on ER units by relieving them of less technical tasks such as training
sessions and providing user support to focus more attention on technical tasks
including acquisition, licensing, access, maintenance and evaluation of ERs of
the library. For instance, A2 and B2 who worked in non-ER units of the library
revealed the ER-related roles they played:

| am part of a team made up of library senior members who assist the
ER unit in running training programmes on ERs of the library for
faculty and students. (A2)

Sometimes lecturers are not able to access contents and they get to me
and | contact the ER unit or technical support unit to find out what the
problem is. (B2)

Collaboration with users informed promotional activities by the library which
boosted awareness of the ERs, attendance to training leading to increased usage
of the resources. For example, C1 pointed out a collaboration with faculty in
assessing students’ usage of ERs of the library at CU.

I have contacts with the lecturers so | asked them to let us know the
level of usage of ERs of the library by students in terms of research
assignments but the feedback we received was that the students used
one source of information, that is Wikipedia. That is all that they know.
They don’t know about any database. (C1)

Cooperation with other libraries and international agencies such as International
Network for the Availability of Scientific Publication (INASP) and Electronic
Information for Libraries (EIFL) through the Consortium led to cost reduction
and promoted sustainability of ERs, capacity building, and advocacy for the
library. B1 highlighted some of the benefits the UCC library had reaped by
joining the consortium:

Being a member of CARLIGH has really helped otherwise we couldn’t
have afforded because the ERs are very expensive but thanks to
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CARLIGH, when we come together, we are able to share the cost. Even
that is not easy but at least it’s been very manageable with CARLIGH.
(B1)

Joining the consortium was perceived as promoting a level of standardisation
of ER services in both the endowed and less endowed institutions. With the
increased demands of the technological environment, cooperation becomes
crucial for the survival of libraries (Hsiung 2008). Researchers (Delaney &
Bates 2015; Massis 2016) have stressed the need for academic libraries to adopt
cooperative ways in their service delivery to remain relevant to stakeholders.

4.2.2 Inadequate Policies for ERs as a Hindrance

The findings revealed the lack of ER policies at UG whereas at UCC, CU and
WIUC libraries, their collection development policies (CDPs) had a section on
ERs. However, the CDPs of the CU library had not yet been ratified at the time
the study was being conducted. Analysis of the CDPs revealed that the policies
on ERs were inadequate as vital contents were missing. ERM practices
therefore, as confirmed by some heads of ER units, were to a large extent
discretionary which led to the lack of clarity on ER workflow and hindered
succession planning. This could result in inconsistencies in ERM practices. C2
for example had this to say when asked about policies for ERs of the CU library:

We have drafted a policy but we use ‘voluntary’ [discretionary]
methods of managing the ERs. Something has been drafted but it’s not
yet approved. (C3)

The findings supported various viewpoints in the literature indicating that
policies for ERs had not received the necessary attention in libraries (Dadzie &
Walt 2015; Kaur & Walia 2016). However, university librarians and heads of
ERs key revealed efforts to develop and revise ER policies. Policies play a
critical role in effective ERM (Johnson 2009; Mangrum & Pozzebon 2012). It
is imperative for academic libraries to develop well-documented policies for
ERs for consistency in ERM practices (Johnson et al. 2012) and to promote
clarity of ER workflow.

4.2.3 Inadequate Funding as a Hindrance to ERM
In an era where academic libraries particularly in developing countries are
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challenged with recurrent budgetary constraints, it is proving difficult to
maintain adequate services for academics that require access to quality
information (Dadzie & Walt 2015; Kaur & Walia 2016). Findings from the
interviews indicated that all four case libraries received internal funding from
their institutions, which was largely inadequate. A3 for instance pointed out
some of the challenges associated with budgeting for ERs at the Balme Library.

Funding is never enough, sometimes we start a subscription and then
we would have to cease subscription because of payments. We never
get half enough. We wish we could give our users more but because of
financial constraints. (A3).

However, inadequate finance was more pronounced in the private universities
as private universities did not receive funding assistance from the federal
government. Inadequate funding lowered the purchasing power of the library
hindering the acquisition and sustainability of ERs. The findings paralleled
those of similar studies (Bothmann & Holmberg 2008; Kaur & Walia 2016).

Public and private case institutions adopted some measures to address
financial constraints which included joining the library consortium, cancellation
of subscriptions to ERs that were underused, and soliciting for more funding
from institutional leaders. At the consortium level, inadequate finance hindered
the operations of CARLIGH due to payment delays by members. CARLIGH
however ensured sustainable funding to cover payment delays through
conference fees, membership fees and support from external organisations
including INASP and EIFL.

4.2.4 Inadequate Infrastructure and Lack of Sustainability as

Hindrances

Both public and private case libraries faced infrastructural challenges which
included inadequate computers, lack of training facilities, poor Internet
connectivity coupled with frequent power cuts. However, situations appeared
worse in the private universities due to acute financial constraints. University
librarians and heads of ER units including B1 and C4 explained some of
the infrastructural constraints being faced by the library in providing ER
services:
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We have a lot of problems with our network. Sometimes two to four
days the network is not available. Sometimes in the morning, it works.
In the afternoon it’s very slow. It’s a major challenge but the university
is working on it. (B1)

From time to time we have Internet interruption. For example, the Busi-
ness Library did not have Internet access for almost one month. (C4)

The findings were similar to related studies by Ani et al. (2016); Dukic &
Striskovic (2015), and Kaur & Walia (2016). Providing adequate ER services
entails investment for sustainability. There was evidence to suggest that case
libraries were not able to adequately maintain and sustain ERs which manifested
in dysfunctional computers and inability to maintain subscriptions to ERs. Lack
of sustainability was linked to inadequate funding and low institutional
commitment, and compared with Okogwu & Ozioko (2018). Infrastructural
challenges generally appear to be a major issue in developing countries where
academic institutions are challenged with budgetary constraints, high cost of
ICT facilities, inadequate ICT skills and unstable power supply (Ani et al. 2016;
Ukachi 2015; Thompson & Pwadura 2014). To provide effective ER services,
the ability to maintain ERs and ICT infrastructure becomes crucial.

4.2.5 Inadequately Skilled Staff as a Hindrance to ERM

Research indicates that staffing greatly determines the success of ERM in libra-
ries (Abrams 2015). The interview findings showed that all case institutions
were challenged with inadequately skilled staff which increased the workload
and responsibilities of ER staff. The findings paralleled related studies (Both-
mann & Holmberg 2008; Kaur & Walia 2016). Contributing factors however
varied according to the type of institution. In the public case institutions,
suspension of recruitment by the government of Ghana, and an institutional
policy of compulsory staff annual leave to address a high record of stress-related
illnesses among university staff resulted in understaffing for ERs. In the private
institutions understaffing was a result of the institution’s suspension of
recruitment to cut down on budget, and high attrition rate. Some interviewees
had the following to say regarding staffing for ERs of the library:

We have staffing challenges at the ER section. For instance, when
someone goes on leave, the unit has to make do with the available staff.

139



Winifred Bentil

Recently, staff were compelled to go on leave due to institutional
policies and we had just two-three people running the place. It’s really
a challenge. They run more hours than they normally would. (B3)

We have staffing challenges. In the last few months the library has lost
three of its permanent staff and these are people who come, they get
trained but get opportunities elsewhere and they leave. (D1)

In addition, responses from some interviewees including E1, C3, and A4
revealed inadequate training, and perceived gaps in LIS education in Ghana as
contributing to inadequate skills among library staff:

Knowledge and skills are very important. Not many of us who manage
ERs have ICT skills and other requisite skills. These are not taught at
the library school. (E1)

Actually, we don’t have training programmes for library staff over here.
Nothing usually comes up. (C3)

| hardly attend training workshops for staff. We are usually excluded
from training programmes and workshops. (A4).

Consequently, some library staff were unable to provide adequate user support.
Strategies adopted by case institutions to address understaffing include
prioritisation of tasks, and internal and external cooperation. However, some
interviewees perceived the role of external parties such as CARLIGH in the ER
workflow as contributing to a lack of clarity on ERM practices among library
staff and this supported the views of Bothmann & Holmberg (2008).

4.2.6 Poor Communication as a Hindrance

ER staff need to regularly engage with stakeholders for effective ERM which
would lead to maximum usage of ERs (Bothmann & Holmberg 2008; Green
2013; Ullah 2015). The interview findings revealed communication issues
involving ER staff and stakeholders, particularly institutional leaders, other
library staff, and users which affected ER services in both public and private
case institutions. Communication with institutional leaders which entails
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advocacy and demonstrating value (Bothmann & Holmberg 2008) was
perceived as lacking and contributing to low institutional commitment to the
needs of the library. Also, there appeared to be communication gaps within the
library among library staff which resulted in a lack of clarity on ER services and
consequently hindered adequate user support. This has been identified as most
challenging for ER staff (Bothmann & Holmberg 2008). At the consortium level
communication gaps between CARLIGH and members led to delays in
implementing decisions and ultimately impacted on ER activities.
Communication with users involves publicity, instruction and reinstruction on
the use of ERs of the library (Bothmann & Holmberg 2008) which was revealed
as inadequate in the case institutions. This often translates into lack of searching
skills contributing to low usage of ERs of the library (Deans & Durrant 2016;
Ani et al. 2016) which fuels low institutional commitment.

4.2.7 Centralised Management Structure as a Hindrance

The management structure adopted by the case institutions impacted on ERM
practices. Private case institutions adopted a fundamentally centralised
management structure whereas their public case counterparts operated a
decentralised management structure. This determined the span of control of the
library over the ER workflow. Public case libraries had a separate library
budget, and a budget for ERs while private case libraries had no separate budget.
Furthermore, non-library decision makers in the private case institutions
oversaw aspects of the ER workflow, particularly the selection and acquisition
of individual library contents, and the renewal of ER subscriptions. The
consequences were that, private case libraries had less autonomy in the
acquisition and sustainability of ERs and ICT infrastructure, lacked clarity on
the aspects of the ER workflow that were controlled by institutional leaders. On
the contrary, public case libraries had a level of autonomy in their ERM
practices. Having a separate budget allowed the library to budget for the
acquisition and sustainability of ERs, and ICT infrastructure. Also, less
interception by institutional leaders promoted clarity on ER workflow among
library staff.

4.2.8 Low Institutional Commitment
The interview findings revealed low institutional support as a major factor
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hindering the management of ERs in the case institutions. Interviewees include-
ing C3 and A2 opined that appreciation of the role of the library and the value
placed on ERs would translate into prioritisation of the needs of the library:

Actually, the logistics to work with, management are finding it hard to
release money for it because they don’t see how important the library is.
That’s the problem. (C3)

It’s not just about the lack of budget but the commitment to give, seeing
the need and working at it, knowing that the ERs are not for the library
but for the general community because when we see it in that light, there
will be a willingness to invest. (A2)

There was a perceived lack of interest and commitment by institutional leaders
to the needs of the library which manifested in unwillingness to invest in the
ERs of the library. In addition, the cost per use of model implemented by
CARLIGH for sharing ER costs among members was perceived by the smaller
member institutions as problematic which contributed to the low commitment
of member libraries. As a way forward, E1 revealed the establishment of a
committee to assess the various cost sharing models adopted by other consortia
in Africa to assist CARLIGH in reaching a fair decision. There was a general
consensus that Ghanaian leaders were not interested in libraries or information
management. Allocation of insufficient resources and delays in providing
support to the library hindered the sustainability of ERs in the case libraries
which ultimately affected usage. The findings of low institutional commitment
compared with Boamah & Liew (2017).

4.2.9 Low Usage of ERs of the Library as a Hindrance

Academic libraries expect faculty and students to make use of ERs of the library
to enhance their academic output and performance, and to justify financial
investments. Low usage of the ERs was a great concern for interviewees such
as A3 and E1 at both the individual library and consortium levels:

Management are always using usage statistics for renewal and

cancellation decisions and we end up punishing the few who are using
cancelled subscriptions because people are generally not using it. (A3)
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We are worried about low usage. Some institutions are not using these
online databases effectively. It is an issue because these days,
institutional leaders request for usage statistics before making funding
available. (E1)

Preference for alternative sources of information and inadequate searching
skills were perceived as the main factors contributing to the observed low usage
of ERs of the library. Generally, low usage of ERs affected budgetary allocation
for acquisition and sustainability of ERs of the library as institutional leaders
were unwilling to invest in underused ERs. This, for instance, led to the
cancellation of subscription to some ERs at UG although deemed relevant by
certain users. The findings compared with related studies (Adeyoyin, ldowu &
Sowole 2016; Cameron & Siddall 2015; Dukic & Striskovic 2015).

5 Conclusion

ERs have come to stay in our tertiary institutions due to their relevance and the
opportunities they provide. Their management and usage present libraries with
a number of issues to address. This research has identified various contextual
factors affecting ERM in selected academic libraries in Ghana. The factors were
identified at the governmental and institutional levels. Governmental factors
comprised policies and decisions made by the Government of Ghana that
hindered the availability of both human and non-human resources required for
effective ERM. The broader theme on organisational factors was characterised
by cooperation as an enabler and hindrances including inadequate policies for
ERs, inadequate funding, inadequate infrastructure and lack of plans for
sustainability, inadequate skilled staff, Poor communication, institutional
management structure, low institutional commitment, and low usage of ERs.
These factors had varying effects on the phenomenon.

As a beginning towards effective ERM, it is recommended that
academic libraries give policies for ERs the due recognition and develop well-
documented policies and workflows to guide ERM practices, succession
planning, and provide justification for institutional support. Also, academic
institutions should prioritise investment in ICT infrastructure which would
encourage maximum usage of these resources. Again, the government and
institutional leaders need to recognise the significant role academic libraries
play in institutional and national development and support them accordingly
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with adequate resourcing. Furthermore, academic libraries can advocate for
centralised funding whereby ERs are centrally funded at the government level
for the benefit of all public and private academic and research institutions to
enhance the educational and research sectors of the country to promote national
development. In addition, there is the need for academic libraries to constantly
demonstrate their value to their user community by advocating for institutional
support and intensifying the marketing of ERs. Users should be made aware of
the implications of low usage of ERs on institutional commitment and
budgeting for ERs of the library.

It is also important for Library and Information Science (LIS) educators
in Ghana to develop LIS curricula that incorporate courses and programmes on
skills and knowledge required by the current electronic environment.
Furthermore, frequent training programmes should be organised for all library
staff to equip them with ICT and ERM skills. Private case institutions should
also rethink their centralised management structure and provide the library with
a separate budget and a considerable level of autonomy in their operations to
facilitate effective ERM. Finally, cooperation with stakeholders as revealed in
the findings facilitated the management of ERs and this should be deepened for
more positive outcomes.

Implementing these recommendations would promote successful ERM
in academic libraries which would encourage maximum usage of ERs thereby
enhancing the image of the library and the educational sector to promote
national development.
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