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4. Impact (and out- * Active engagement of academic / administrative staff, and students,

comes) in planning / developing initiatives

* Evidence of changed approaches / attitudes to learning and teaching
integrating ICT-based practices (e.g. engagement by academic staff
in use of e-learning)

* The library provides access for staff and students to relevant elec-
tronic and print information resources to support current University
learning, teaching and research.

* Change in levels of use of library resources and range of resources
used (impact of effective library management system)

* Spread of, and changing, levels of student skills and confidence in
ICT use

* Specific research activities, dependent on access to e-information or
data, enabled by ICT provision

* User focused website, meeting specific information needs

5. Development * Contribution to local / national / regional knowledge / understanding

relevance of using ICT effectively in higher education: dissemination / sharing of
experience / transfer of skills

* Contribution to quality improvements in education delivery and out-
puts

* Provision of Internet connectivity and / or other services to wider
community

* Impact on local markets, service providers, national information strat-
egies

6. Sustainability * Are ICT consulting or technical services / products generating in-
come?

* Collaboration with local partners for efficiency gains or reduce costs

* ICT-related budget subheads and allocations established within insti-
tutional budgets

* Are there joint projects with Flemish, international or regional part-
ners in ICT education and research? In e-learning / distance learning?

Our evidence base - the objectives, progress and achievements of each individual project,
in so far as we have been able to determine them from documentation, conversation and
observation — is summarised in a separate publication.

The geographical and developmental context

The effective use of ICT in higher education is dependent to a very large extent
on context — geographical, developmental, and technological. External factors, large-
ly outside the immediate control or influence of those implementing IUC Partner
Programmes, have played a significant role in the projects.

Africa

During the nation-building period of the 1960s, public universities in Africa re-
ceived significant investment. However, from the end of the 1970s, donor assistance and
government commitments to higher education were diverted to the push for universal
basic education. Enrolment rates in higher education in Sub-Saharan Africa are by far
the lowest in the world. Although the gross enrolment ratio has increased in the past 40
years — it was just I per cent in 1965 — it still stands at only 5§ per cent on average and this
masks wide disparities between countries.

The phenomenon of ‘brain drain’ is particularly acute in the African region and
countries are understandably wary of channelling funds to benefit individuals, who
then leave, often never to return. The United Nations Conference on Trade and
Development (UNCTAD) estimates that roughly 30 per cent of the region’s university
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trained professionals live outside Africa. A recent estimate suggests that up to 50,000
African-trained Ph.D.s are working outside Africa.

Many Africans have long asserted that the keys to keeping educated people in their
countries are attractive working conditions and salaries and a more vibrant, self-sus-
taining, local intellectual community. However, decades of under funding have taken
their toll on university structures, facilities and plants. University libraries, in particular,
many of which were developed successfully up to the 1970s in terms of premises, book
stock and staffing, deteriorated significantly as costs rose and public funding declined
or was diverted; available research, teaching and learning resources declined in cur-
rency and volume; libraries struggle to support new subject disciplines, curricula and

research.

There are now signs that priorities for governments and donors are changing. Recent
research on African higher education funded by the World Bank concluded that

Knowledge-based competition within a globalizing economy is prompting a
fresh consideration of the role of higher education in development and growth.
Previously it was often viewed as an expensive and inefficient public service that
largely benefited the wealthy and privileged. Now it is understood to make a nec-
essary contribution, in concert with other factors, to the success of national efforts
to boost productivity, competitiveness and economic growth. Viewed from this
perspective, higher education ceases to contend with primary and secondary educa-
tion for policy attention. Instead, it becomes an essential complement to educational
efforts at other levels as well as to national initiatives to boost innovation and per-
formance across economic sectors.”

Asia

The diversity of the Asia-Pacific region is clearly reflected in its higher education
systems. The region includes some of the largest higher education systems in the world
but also micro-systems that cater for only small numbers of students. Some higher edu-
cation systems are amongst the strongest and best resourced internationally, while oth-
ers struggle to find sufficient resources even to provide the most basic elements of higher
education provision. Systems such as those of the Indian sub-continent are still largely
public systems, though private provision is increasing rapidly where it is permitted,
whereas in Japan, Korea, the Philippines, Indonesia and Thailand, a high proportion of
students are now enrolled in private higher education.

Major challenges include finding sufficient resources to facilitate expansion, the
quantity and quality dilemma, increasing pressure for more and better higher education
in order to cope with the rapidly developing information and knowledge society, the
increasing role of ICT as a driving force and its impact on higher education.

Latin America and the Caribbean

In 2001, 23 percent of Latin Americans aged 18—24 were enrolled in post secondary insti-
tutions. Argentina, Uruguay and notably Chile are among the regional leaders, with enrol-
ment rates of more than 30 percent®. As in African countries, the mobility of skilled individ-
uals risks eroding the region’s knowledge base and draining scarce human resources: every
year emigration claims a significant portion of the region’s better-educated population.

7 David Bloom, David Canning & Kevin Chan. Higher education and economic development in Africa. World Bank
AFTHD. February 2006

8 Data from Higher education in Latin America: the international dimension. Edited by Hans de Wit, Isabel Christina
Jaramillo, Jocelyne Gacel-Avila, and Jane Knight. World Bank, 2005. ISBN 0-8213-6209-7
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There has been a remarkable growth in private provision of tertiary education across
the region. Faced with a rising demand for advanced learning opportunities, several
governments have deregulated the market for tertiary education bringing an end to
what had been a public sector monopoly. With the exception of Cuba, private terti-
ary institutions today are found throughout the region and in most countries the pri-
vate sector has increased its coverage, complexity and visibility. In Argentina, Mexico,
Uruguay, and Venezuela, public universities have expanded and diversified and new
public institutions have been created at the regional level to absorb some of the demand.
In Brazil, Chile, and Colombia, public education has remained restricted and private
institutions have accounted for most of the increase in opportunities.

Changing technology

Changing technology in particular — equipment and software innovations, the
evolving internet and networking environments enabling new approaches to pedagogy
and research — has ensured a dynamic, often volatile environment for development, full
of both opportunity and risk.

During the last decade, academic institutions around the world have struggled to
adapt and exploit ICT to achieve their institutional missions and goals. The increasing
pervasiveness of ICT and the explosion of ICT-based / networked content for research
and learning, coupled with its obvious potential to deliver education to rapidly expand-
ing student populations, have put institutions under great pressure to develop effective
organisational structures, policies and strategies. Both North and South partners in
the ITUC programme have faced and continue to face these challenges. However, the
South partners, many of whom had no effective ICT institutional presence before the
start of the JUC Programme, have had the added pressures of trying to catch up from
an inadequate resource and capacity base, and working within constraining external
environments and infrastructures.

In this context the unique 10-year partner programme of the IUC seems particularly
well suited to enabling the evolution of appropriate ICT infrastructures and manage-
ment structures that can encompass technology change and take full advantage of dif-
ferent approaches to management and pedagogy as priorities emerge.

® Planning and programming

Inclusion of ICT in Partner Programmes

Most Partner institutions in the four intake stages of the Programme included ICT
development of infrastructure and capacity, in recognition, even in the late 1990s, that
ICT underpinned institutional strengthening, providing the environment and resources
to support research, improve quality and enable widened participation in higher edu-
cation. ICT-related infrastructure and institution-wide services (including libraries),
ICT capacity-building (including academic computing sciences) and the use of ICT in
delivering distance education have consumed on average 28% of the total funding of
every PP in the last decade (see Table 3 below), with the majority of funding going on
infrastructure equipment, software, ICT applications and technical capacity building.
In the UNZI and UoN PPs this percentage rose to close to 50% of total PP funding.
This high proportion of total funding can be explained in part by the almost complete
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lack of existing institutional ICT infrastructure and technical capacity, coupled with the
relatively high cost of equipment in the late 1990s.

Table 3 : ICT-related projects as proportion of total PP:
indicative figures only

Partner Programme Total PP value to Total value of ICT- ICT-related
(PP) date (€) related projects projects as % of
(€) total PP value (€)

*estimated for Phase 2 dué to lack: of information

End-user needs assessment

Though project planning and programming documentation for the period 1997 —
2001 is hardly available, anecdotal evidence and subsequent reports indicate that the
voice of the end-user in the planning process was largely lacking or heavily mediated.
No formal needs assessment exercises were undertaken; consultation within staff circles
at institutional level was surely pursued but on an informal basis and not documented.
In several early PPs the urgency with which programmes had to be drawn up would
have precluded any more formal or comprehensive exercises that, for instance, might
have taken in the views of students, and setting up infrastructures were the key focus,
rather than thinking of applications. By 2001/02, however, lessons learned from first
phase had clearly begun to indicate the importance of engaging the end-user. Phase 2
plans are frequently re-focused accordingly, with the emphasis on the ‘utilisation’ of
ICT resources, although there is evidence in only a few projects where this has trans-
lated into structured end-user consultation: the University of the Western Cape (UWC)
is one example of this refocusing (see the Annex to this report — South Africa).

Planning

Goals and top-level objectives, in so far as these were articulated in the early projects
(mainly retrospectively in the midterm evaluation reports and then in more detail in
Phase 2 Logical Frameworks), generally reflected a (common) assumption on the part of
partner institutions that the introduction of ICT inputs automatically lead to improved
quality outcomes in education and research. Project planning and assessment of progress
were mainly activity- and input-based: reference is rarely made in planning documents
to outcome- or higher-level indicators, nor to external context factors formulated as
assumptions.

Several partner organisations have commented on the particular flexibility of the
planning and reporting framework used by VLIR-UOS. If properly justified, there has
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been room for adjustments in budget allocations or at activity-level, as long as these
changes remain in within the scope of the overall objectives. It has also allowed for new
activities that were not in the initial multi-year plan to have been added in Activity
Programmes (for example in the Annex, Ecuador - ESPOL and the introduction of
changes to plans in relation to the Internet2 connection).

¥ Implementation

Here we briefly describe the range of the inputs and investments of the projects in
Key Result Areas, and identify, where appropriate, particular challenges, characteristics,
emerging trends and common constraints on implementation. Table 4 below indicates
the priority inputs and areas of investment in those South Partner institutions where
ICT-related projects have been included in the Partner Programme. We have assigned
a weighting score out of 15 points for each institution according to the estimated level
of investment/inputs by the Partner Programme in each key area of ICT-related activ-
ity (1 point for low level — 5 point for highest level). These scores indicate that priority
across the [TUC programme to date has been given to ICT infrastructure development,
connectivity and associated technical skills and capacity building.

Infrastructure

Emphasis on technical infrastructure

Not surprisingly the early stage (1997-1999) projects in Africa (Zambia, Tanzania,
Kenya and Zimbabwe) began with a heavy focus on setting up networking infrastruc-
ture across and between campuses, and establishing Internet connectivity for the net-
work. In these early stage projects the level of investment — in equipment, hardware,
systems and applications software and technical capacity-building — was sufficient to
move the university effectively from zero or minimal facilities to fully functioning
local area networks, basic network services and connectivity during the first Phase of
the PP, in some cases (e.g. SUA, UNZA) building on earlier donor-funded inputs (e.g.
Norwegian Agency for Development Cooperation, NORAD).

In a number of projects delays in reporting and disbursement of funds resulted in
delayed procurement of relevant equipment for infrastructure development, which had
a knock-on effect on other aspects of implementation, such as training,.
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Table 4 : Indicative priorities in investment and inputs in PPs, 1997 - 2006
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Technical skills and staff turnover

Lack of technical skills and up-to-date know-how among Southern Partner staft also
constrained the installation of equipment and software and development of network
services, such as email. This placed a considerable burden of technical assistance on
Flemish Project Leaders and team members.

Projects in the first Phase clearly included a heavy emphasis on technical staft train-
ing to support infrastructure development, though details of, for instance, where this

training was sourced (locally or in Belgium), who implemented the training and how
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many members of staff were trained in each project, are not always available from
documentation from the period 1999-2001 provided to the evaluation team.

The midterm evaluation reports of UNZA, SUA and UoN indicate that technical
staff turnover was high during these years. ICT skills and knowledge of networking
and Internet technologies were at a premium in the wider national and regional mar-
ketplace (and to an extent still are, Mekelle University (MU), for instance, continues to
have technical staff recruitment and retention problems). Partner universities in Africa
were slow to realise that their newly skilled technical staff could command higher sala-
ries elsewhere, and a considerable (though not calculated) amount of VLIR-UOS IUC
Programme resources were ‘wasted’ through loss of staff.

Bandwidth provision

The provision of adequate bandwidth, within the constraints of available funding,
frequently inadequate or uncooperative national service providers, and rapidly increasing
user demand, has proved to be problematic in almost every PP, with African partners fac-
ing difficult national circumstances and coping with high connectivity prices. The situa-
tion for VLIR-UOS partners is not different from many other African institutions.

The Africa Regional Communications Infrastructure Program (RCIP) is a poten-
tially promising World Bank Group effort to leverage private sector participation along-
side efforts by eight development partners in order to improve access to international
connectivity in East and Southern Africa, the only region in the world not connected
to the global broadband infrastructure. RCIP aims to bring affordable high speed con-
nectivity to as many as 25 countries.

The Fibre for Africa website® provides information about international bandwidth
in Africa, its costs and the existence of monopoly access to it. It tracks the situation
around SAT3" and EASSy, with the latter described as a moving target.

EASSy is a planned submarine cable to connect eight coastal countries™ in Eastern
and Southern Africa to other global submarine cable systems™ and apparently eleven
land-locked countries'* are also planned to be connected. The system is planned to be
capable of carrying 320 gigabits per second end-to-end and the project cost is estimated
to be US$ 200-million. The EASSy consortium believes that the system will be ready
for service by the end of 2007.

Meanwhile, the emphasis on Bandwidth management and optimisation remains
very important, as confirmed by the African Tertiary Institutions Connectivity Survey
(ATICS) in 2006. This report collected information from §4 institutions, representing
27 countries in Africa. It shows that the average monthly cost per Kbps for their sample
was US$4.58 with a maximum found of US$28.61/kbps. The average bandwidth re-
ported for the sample was 706/1254 Kbps (upstream/downstream) — roughly equivalent
to a low-end broadband residential connection in North America or Europe. ATICS
notes that “the state of Internet connectivity in tertiary institutions in Africa can be
summarized by three characteristics — too little, too expensive and poorly managed.
The average African university has bandwidth capacity equivalent to a broadband resi-
dential connection available in Europe, pays so times more for their bandwidth than
their educational counterparts in the rest of the world”

10 http://fibreforafrica.net/

11 The SAT3/WASC/SAFE Consortium - international fibre that goes from Portugal to South Africa and out across the
Indian Ocean to Asia. It has 36 members who put up US$600-million to build and operate it for the life of the cable
over 25 years.

12 Sudan, Djibouti, Somalia, Kenya, Tanzania, Mozambique, South Africa and Madagascar.

13 SAFE in the South Africa and SEA-ME-WE 4 (and potentially others) in the North.

14 Ethiopia; Lesotho; Uganda; Swaziland; Rwanda; Malawi; Burundi; Zimbabwe; Zambia; Botswana and the Democratic
Republic of the Congo.
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The study recommended based on their survey findings:

* formation of Bandwidth Buying Consortiums;

* improved Bandwidth Management to improve the quantity and quality of their
bandwidth for educational purposes and boost throughput;

* shared Network Management and Technical Capacity: it notes that in many coun-
tries the technical expertise in network management is not adequate. Centralized
network management, with cost shared by institutions involved is recommended
as a logical solution, especially where satellite technologies are used which route
traffic through a limited number of hubs;

* improved Regulatory Policies Regarding Educational Bandwidth with a role for
bandwidth consortia in negotiating use of VSATs or eliminate license fees and
monopoly pricing.

Awnaiting actual implementation of expected large scale initiatives, supported by do-
nors including the UN to improve the bandwidth situation in Africa through improved
international connectivity using fibre-optics, in the short and medium term the costs
are likely to remain high for many partners in Africa. It is noted that the high cost is not
a purely technical matter, but that regulatory and monopoly situations play an impor-
tant role, with significant differences from country to country.

ICT activities and library services

The IUC Programme usually approached support to the improvement of partner
library services mainly through the introduction of ICT — only in the SLU / BSU PP
does the ‘library development’ projects take a more holistic view of information and
library service development (see separate publication).

ICT in the traditional library context

This presumably reflects views and assumptions of both Northern and Southern
partners that the adoption of ICT tools and capacity will overcome or sidestep problem
areas — such as long term under funding of university libraries, low status of the library
within the institution, low staff salaries and lack of motivation to change, deteriorat-
ing facilities and redundant stock, old-fashioned and moribund approaches to service
management and information service strategy, lack of appropriate and relevant skills and
competences among library staff, etc. — and that ICT will automatically improve the
quality of library services to end users.

While it may be true that introduction of automated library management systems
can open up library print collections to much wider use, and streamline library admin-
istration and management, it does nothing to improve the range, quality and relevance
of book stock available to undergraduate students, for instance.

In the IUC projects under review, the provision of computer and internet access
within libraries for staff and students are dogged by the same constraints as in other
faculties and departments — limited bandwidth, slow connectivity, misuse of network
services by end users lacking skills and knowledge about how to make best use of ICT
for their purposes, etc. ICT in libraries is almost exclusively about the application and
use of underlying infrastructure and networks within long-established service and man-
agement environments, rather than introducing new systems, technology choices and
technical know-how. The early library projects in the Programme largely failed to ad-
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dress or take proper account of much broader change management and human resource
issues that are fundamental to successful outcomes. There are indications that the later
projects, those in PPs entering the Programme from 2003, have more user-focused ob-
jectives from the start (see separate publication).

Library development achievements

Despite these shortcomings, the ICT-related library projects and activities in the
Programme to date have transformed the potential of the partner university libraries to
achieve meaningful change and quality improvements, through the following:

* the installation or development of automated library catalogues of print materi-
als, the provision of on-line public access computers (OPACs) for end-user access
within the libraries, and the provision of intranet (and web-based in some cases)
access to the catalogue from other locations on and off campus;

* the introduction and installation of library management systems (circulation, ac-
quisition etc.);

* training of technical and library administrative staff to use and maintain these
databases and systems;

* the installation of limited end-user access to computers in the libraries for both
off-line and on-line (limited) use, and the basic training of library staff in assisting
users to identify and access electronic information resources, either on subscrip-
tion"” or freely available from the internet;

* the development of library websites, providing links to electronic sources;

* the funding of licenses to e-journals under PERI.

Research

Computer Science capacity

Investment in the development of computer science academic and research capacity
in parallel with establishing ICT network infrastructure and services characterises the
PPs in UNZA, UoN, UNZI and UCLV. Research was also important at ESPOL. In
SUA and MU, where computer science research was not explicitly funded, the academic
training of ICT management and technical staft to M.Sc. and Ph.D. level, intended to
facilitate the development of effective ICT facilities, has indirectly strengthened the
universities’ capacity in computer sciences.

These PPs have been strongly influenced by Flemish university practices in linking
computer sciences with delivery and management of ICT infrastructure and services,
as well as the views of the Flemish Project Leaders in these projects. It may also be
true that the inclusion of a Computer Science research element in PPs provided greater
incentive for Flemish partner universities to become actively involved than if the ICT
projects had been seen as only institutional strengthening and capacity building for the
Southern partners. Arguments made in favour of this link in practice, in particular for
African partner institutions, may be summarised as follows:

* the parallel development of computer science teaching and research capacity with
developing ICT infrastructure and services provides the university with in-house
capacity to recruit, expand and update a pool of expert ICT staff;

* the link between academic and administrative functions provides ICT services
with appropriate status within university management structures and lends legiti-
macy to what may otherwise be seen as technical services;

* effective computer science departments can become ‘incubators’ for new ICT ap-
plications, approaches and services of ultimate value to the university.

15 e.g. Programme for the Enhancement of Research Information (PERI) e-journals
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While not necessarily disputing these positive aspects, the experience of several
projects points to there being considerable tension between being both an academic
in a new or developing department and a manager and technical adviser of a new and
developing ICT network infrastructure: ICT staff have been placed under considerable
pressure, delays in project implementation have resulted. Nor does it necessarily follow
that a good academic and researcher in computer science will prove to be an effective
manager of complex ICT systems, expanding resources and teams of technical staff.

Teaching

In computer science

Four projects in the IUC Programme to date have addressed the strengthening of
teaching and / or research capacity in computer science — UNZA (to support computer
studies B.Sc. courses), UNZI (to support computer science courses to M.Sc.), UoN (to
strengthen research institute capacity) and UCLV (research and postgraduate education
in computer sciences). The experience of UNZA, and others where the development of
embryonic computer science departments was closely linked to the establishment and roll
out of ICT network infrastructure, has been that difficulties in recruiting and retaining
expert teaching staff, as well as juggling the competing demands of academic and techni-
cal support roles, have had a deleterious effect on both capacity and quality of teaching.

ICT in education

ICT-related projects have addressed teaching more indirectly in projects that are
variously labelled as ‘ICT in education’” (UCLV), ‘Education innovation’ (ESPOL),
‘Distance education’ (CTU and UNZA), and ‘Open learning’ (UoN). Projects have
addressed facilities (e.g. buildings and equipment in UNZA), ICT infrastructure, hard-
ware and software and capacity building in pedagogy.

Management

ICT management structures and instruments

Where ICT management structures (e.g. Computer Centres or other management
units, defined posts and responsibilities, university committees mandated to consider
ICT issues) were not already in place within South partner institutions, a major pre-
occupation of the first phase of PPs was the creation and development of more or less
appropriate management and administrative solutions, and their effective expansion as
ICT network services expanded.

Evidence suggests that important factors behind successful development of ICT
management structures included the support of university senior management, and the
quality of the corporate management environment within which ICT networks and
services developed. In MU, in Ethiopia, for instance, the status of the MU Computer
Centre (MUCC) within the university management structure is currently unclear.
Various proposals have been made — for MUCC to be part of administration, under
Vice-President Administration; to be part of the Computer Science academic depart-
ment and thus under Vice-President Academic, etc. It would seem that the inevitable
‘projectisation’ of ICT work because of the intensive donor-funded programme — has
retarded effective integration of both functions and management into the institutional
structure. The university management has yet to address the dilemma of how to in-
tegrate ICT management effectively into the institution as ICT applications and use
become increasingly pervasive.
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It appears that ICT management and the shape and make-up of ICT Centres and
support teams were rarely addressed directly by the Flemish partners in training courses
and workshops. Presumably Flemish university structures for, and experience of ICT
infrastructure and services management were studied and discussed by ICT Project
Leaders during visits between North and South, and then used as models by South
partner universities.

The development of effective ICT-related policies, strategies and protocols for use of
ICT have also been much debated and discussed in projects as the increasing complexity
of ICT infrastructures, systems and demands has underlined their importance during
the last decade. The issue was directly addressed, from a bandwidth perspective, in the
transversal programme of INASP training on bandwidth management (see Section 2
paragraph 3.2 below). The emergence of ICT policies and strategies is a feature of most
Phase 2 ICT projects. Network security and virus management have also stimulated an
urgent review and reconsideration of what kinds of strategies, protocols and guidelines
are needed.

ICT-based management systems

The contribution of the ICT related projects to effective university management has

been significant; several PPs have introduced management systems:

* Computerised catalogues and library management systems were either upgraded
or developed for the first time in several South partner library services. Choice of
systems application in most cases was very clearly driven by Flemish partners, and
strongly in favour of open source solutions from the UNESCO CDS/ISIS suite,
particularly the web-enabled version WEBLIS (adopted in, for instance, SUA and
MU). UoN adopted the system developed in and for the Vrije Universiteit Brussel
Library in Brussels.

* SLU installed financial management information system components, while MU
successfully introduced a student registration system. SUA’s plans for implement-
ing a registration management system were delayed and remain in the planning
stage at the end of the PP. Similarly at UWC the originally planned development
of an integrated student tracking and information system as a part of the PP was
abandoned, as the appointment of a consultant to implement these activities was
seen as outside the concept of “partnership in development co-operation”. UNZI
is working on the acquisition and installation of an e-administration environ-
ment (using the Oracle database platform) starting with a Students Module. An
Admissions Module is being tested and an Examinations and Regulations module
is also under development. Use of SAP financial software is also being considered.
In many other universities, existing management systems were, or will be, inte-
grated into network infrastructures.
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Extension and outreach

Extending ICT facilities and services to external stakeholders has proved to be a sec-
ondary concern in most projects, under internal pressures of developing and managing
ICT infrastructure and services for the institution with limited capacity and increasing
demands from the university community users.

In some South partner institutions the library and information services have a na-
tional remit — such as Sokoine National Agricultural Library (SNAL) at SUA — which
was addressed indirectly in the ICT projects through the improvement and upgrading of
existing information facilities, access to materials and the library catalogues, creation of
web sites, etc. ESPOL is also very heavily investing in extension and outreach and here
it is one of the most important success factors/impacts of the project. In several cases the
considerable expansion of ICT networking and infrastructure under the VLIR-UOS
IUC Programme has enabled the South partner university to play a more active role in
national and regional ICT networks — e.g. Kenya Education Network (KENET).

Human resource development

Implementation of the ICT-related projects in PPs has contributed significantly to
institutional (and therefore national) capacity in:

* ICT technical, administrative and managerial skills;

* Computer Sciences — knowledge and original research;

* the use of ICT in support of pedagogical goals — e-learning and distance learning

applications.

Library management and service delivery skills and capacity has also been strength-
ened through project interventions, training courses and formal studies in library and
information science for some project team members.

Human resource development in terms of end-user skills and awareness raising has
not, on the whole, been well developed or implemented, despite this being a consistent
theme for Phase 2 in all project plans.

® Project outcomes

Outputs and outcomes

Overall it could be said that the Northern and Southern Partners were relatively
clear when projects were being planned, and objectives set, what the likely outputs of
each project would be — most of these have been directly quantifiable. For instance,
many projects have dramatically improved the capacity and resilience of ICT infrastruc-
ture to enable more staff to be connected to the networks, access for students to be in-
creased through the provision of more networked PCs. Some projects have successfully
introduced management systems (e.g. MU has set up an e-registration system) enabling
more efficient, accurate and comprehensive provision of management information.

However, it appears less certain that Partners were clear about the intended project
outcomes - those things that should happen as a result of the project outputs and achieve-
ments. Even after 2001, when VLIR-UOS introduced more structured, project cycle
planning and management procedures to inform the 2nd Phase of the early Programme
and new PPs, the planned project results relate, in the majority of projects, to project
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outputs rather than intended project outcomes: Table s below provides two typical ex-
amples of planned Intermediate Results from project Logical Frameworks.

Project outcomes are usually associated with qualitative indicators. The unexpected
outcomes of project activities are frequently of equal significance to those that were an-
ticipated, and the IUC Programme projects are no exception in this. Qutcomes are also
shaped by factors in the external, organisational and national context, not necessarily
under the control of either the ICT project team or the institution itself.

In the following paragraphs we summarise some of the identified principal outcomes
— anticipated and otherwise - from the ICT-related projects under the broad categories
of quality, effectiveness, efficiency, development relevance.

Table 5 : Examples of anticipated Intermediate Results from two projects

Intermediate results in Library project Intermediate results in ICT project

Quality

ICT network services

With ICT infrastructure and networks in place the project partners have all devel-

oped a range of network services, which can be broadly categorised as:

* communications services — e.g. email, internet connectivity, videoconferencing;

* operational services — e.g. provision and maintenance of PCs and Computer
Labs, software applications such as word processing, spreadsheets and database
packages;

* administration and management services — e.g. installation and maintenance of
management systems (financial, learning, library) and data management.

While the quality of communications services in some cases has been dependent
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in part upon (nationally) available bandwidth, quality service outcomes appear to have
been strongly influenced by three issues:

* The capacity, skills and organisation of the ICT technical support team(s): evi-
dence suggests that separation of ICT technical support functions from academic
departments and research in computer science is a positive factor in improving the
capacity and responsiveness of ICT technical support. Increasing demand for ICT
technical support presents a challenge for ICT managers, in terms of staff numbers
and keeping up-to-date with technology.

We don’t have enough staff with adequate and effective management and tech-
nical capacity to manage and run all aspects of the ICT infrastructure and applica-
tions. That is really a challenge. Currently, we have a small number of staft with
technical capacity and to effectively manage the ICT infrastructure and applications
at certain level in some fields as networking, database systems... But, we lack experi-
ence, especially in development and deployment of applications at university-wide
level. To overcome that, we could send our staft to study more in what fields and
levels we need . However, in this case, we still feel that we lack experience in doing
work at enterprise level (i.e university level).

CTU survey response

The ICT division has a Director, programmer, network and system adminis-
trator, and four maintenance technicians. Five out of the seven staff are regular
employees of the university while the two technicians are contractual. Although
considerable staffing is already in place there is still a shortage with the huge cover-
age that the ICT division should handle, ranging from information system develop-
ment, ICT infrastructure and technical support services.

BSU survey response

* User expectations of network services, their level of understanding and skills in
computer and ICT use, and their willingness to learn, change and adapt. Exposure
to ICT technologies and computer use outside the university, in the wider envi-
ronment, has a strong impact on user-readiness and aptitudes — lack of wider ICT
exposure in many African countries, for instance, presents universities with a big
challenge in educating and up-dating staff and, in particular, students.

Some of the Information systems like the financial management system of the
government (e-NGAS) will be used. Enrolment system has been outsourced by
the academic sector. The main challenge in making ICT to be part of the work-
ing environment is the implementation itself. It needs a considerable long hours of
training and evaluation for them to use it.

BSU survey response

* The control and management of network security, effective virus protection on
the whole network, LANs and stand-alone machines, and rigorous management
of bandwidth use all contribute to the quality of network services. The two ma-
jor challenges are ensuring the technical capacity of ICT management teams to
deliver these controls, and creating a body of informed and engaged end-users,
willing to adopt and maintain best practices in computer and network use.
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ICT policies and strategies

Underpinning positive outcomes from the achievements of the ICT projects are two

major factors:

* The support of university authorities and positive engagement of senior managers
in the roll out of ICT services throughout the university. This support will de-
termine the place of ICT in corporate policies and strategies, sustainable budgets
and staffing, the ability of the ICT managers to influence and engage with the
academic and research business of the institution.

The views and attitudes of senior managers to ICT could be described as follows:
- They all acknowledge the important of ICT, they realize the use of ICT in
several fields of university works
- They strongly want to apply ICT effectively
- But they may lack a bit of knowledge in ICT use systematically, a bit of ICT
development process. It may lead to lack of clearer direction and strategy for
development as expected.

CTU survey response

There is a really good position from the senior institutional managers related to
ICT developments and activities in our university. Some budget is being dedicated
to introduce other technologies like videoconferences, audio and visual materials
production, web sites developments, and production of collaborative and coopera-
tive tools. Additionally the participation in meetings related with ICT have been
increased to develop the interchange between [institutional managers and] special-
ists in that area.

UCLYV survey response

* The quality and effectiveness of ICT policies, strategies, protocols and guidelines,
and their practical applicability and take-up by various university communities.
Most partner institutions have, during the VLIR-UOS IUC Partner Programmes,
developed at least one set of ICT policies and strategies, and several have already
revised, updated and improved these documents. However, it is not clear how far
these policies and strategies have as yet actually changed practice within all the
universities.

There are plans of: network management, to do with the design, management,
and use of the computer network of the university; network security, to do with
how to create new users, how to protect the networks of the Faculties, how to con-
trol the external access to UCLV network, etc.; information management (library),
to do with the university policies of the access of the libraries, how to access to the
virtual library, how the students and professors can update the university informa-
tion related with academic processes and research works; and e-learning applica-
tion, to do with the application of ICT in the teaching and learning processes and
the training of university professors in that field
UCLYV survey response
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Engagement with end-users

All partners involved in ICT-related projects are aware of the increasing need to find
ways for the ICT services and library services to engage with their user communities
(in particular, academic staff, researchers and students) to improve the quality of project
outcomes and their responsiveness to user needs. This also includes effectively control-
ling user expectations and engaging their willing participation in the development and
expansion of available services.

Overall, a common weakness in the conception and implementation of the ICT-
related projects between 1997 and 2001 was absence of an end-user focus. While this
has been recognised and addressed in more recent phases and PPs, the skills and com-
petences needed to plan and implement a sustained user awareness-raising and engage-
ment campaign, and develop effective end-user training, are not necessarily the same as
those needed to manage and run ICT networks and provide technical support.

e-Content

Several ICT project partners have reported that their intranet is currently under-
used by academic staff, researchers and students. This is due in part to a lack of end-user
understanding and awareness, but mainly because there is little or no relevant or useful
content on the intranets. Staff and students in libraries and computer labs struggle on
slow connections to access and download learning, teaching and research materials from
the internet, when appropriate materials could be downloaded once, made available and
managed on the intranet through faculty, departmental and library arrangements.

In several projects the provision of ICT facilities and staft skills in the library has
led to the planning of ‘e-libraries’ utilising the intranet, but the development and man-
agement of e-content for learning, teaching and research requires an institution-wide
approach, and collaboration between the ICT centre, information and library serv-
ices, faculties and academic departments. These challenges have been identified but
addressed in relatively few projects.

a) Opportunities:
- Awareness of e-learning amongst staff/students of CTU increase, more
people take use of it day-after-day
- E-learning is a rather hot topic in education nowadays in the country
- Networking in and through e-learning is a perspective
b) Challenges:
- Committment of teachers in development of e-learning
- Explicitly policies at university / faculty / department levels
- Needed incentives to foster the process
¢) We follow this approach:
- Implementation with suitable steps while preparation of needed human
resources and infrastructure
- University provide platform/faciltities, teachers choose their suitable
approaches
- Blended approach (e-learning—+face to face) is the mainstream

CTU survey response
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The CLAROLINE is being promoted as an e-learning management tool in
the university; the tool is being use by faculties which would like to add options
for students to access their courses on-line. Most courses are in the graduate level
and some undergraduate courses as well. Some subjects really needs technology
exposure on e-learning like the educational technology on the college of teacher
education. Some courses use the tools in accessing the documents and submitting
assignments only. A considerable use of on-line discussion has been monitored but
very limited because of connection problems.

BSU survey response

Effectiveness

Meeting institutional needs

Overall the ICT-related projects have been very effective in meeting the immediate
needs of South partner institutions for connectivity, robust ICT infrastructure and ca-
pacity, providing an effective platform for university expansion, academic and research
development.

ICT in any context is a changing phenomenon — technology changes, new opportu-
nities arise and institutional needs and practices change. The VLIR-UOS funded IUC
projects, perhaps more importantly in the long term, have provided partner institutions
with the opportunity over ten years to try out approaches to ICT infrastructure and
networking; to adopt scalable technology solutions, to change directions and rethink
early decisions, to develop in-house solutions, research and development capacity.

Efficiency

Integration of ICT into operations

In those projects that included installation of management systems (e.g. UoN, SUA
— library management systems; MU, UCLV — student registration and administration)
the integration of the systems into management operations to enable efficiency gains
has been an important outcome, though not one supported by other than anecdotal
evidence.

‘We see that the main challenges in embedding ICT into institutional management /
administration are:

- Human factors: all management level should have enough awareness of the
needs and the requirement of application of ICT in management process;
people should be ready to adapt to new systems with new technologies

- The adequate quality of the systems: Sometime systems could not be pre-
pared and checked carefully from the begining. With such quality, it will
be certainly difficult to persuade people to follow
CTU survey response
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ICT is fairly well embedded in all administrative offices and procedures of
Saint Louis University. The MIS Office, together with the CICS College, and the
SLU Net Office are mainly responsible in developing ICT applications for insti-
tutional management and administration. Some IT enabled institutional processes
include student referral system, enrolment system, student information system,
College Entrance Examination, Faculty Evaluation and Ranking System, Student
Transcript, Room Management System, Guidance Office System, Ladies Dorm
Monitoring System, College scheduling system, Web based IS, Student Evaluation
System, Course Description System, Personnel II, Financial System, Library System,

MySLU LMS among others.
SLU survey response

Coordination and collaboration

Efficiency gains from improved collaboration and cooperation across and between
departments and units within the university — for instance, sharing administrative and
management information, sharing e-information resources and research materials — are
harder still to assess, though not doubt examples exist. There are signs in several projects
that the ICT Centre or the Library Services see the role for more managed collaboration
across departmental boundaries and are working towards formalising this.

Our university is a multidisciplinary university and the biggest challenge is to
get all faculties integrated and open to collaboration and cooperation. We know
everyday all sciences are getting more integrated and contact points between re-
search areas are being increased so we have to teach our professors and students to
collaborate. We should work in the introduction of new technologies to handle this
topic like (forums, wikis, etc). We have to focus on student competences and not
only in theoretical aspects. We have to be flexible in learning programs.

UCLYV survey response

Development relevance

The ICT-related projects have contributed significantly to the strengthening of their
South partner universities capacity to undertake and expand quality education and research
activities, thus indirectly contributing to the developmental goals of both institution and
national governments. It is not possible to make a direct link in the project institutions
between the development of functioning ICT infrastructure and new technical capacity
and any quality improvements in education delivery. The link with quality improvements
in education is clearer where projects have an education component. However, common
sense tells us that academics and researchers who are able to access a wider range of up-
to-date materials in their subject and to communicate more easily internationally in their
field of expertise will inevitably produce better outputs of their own.

The Flemish partner institutions have also gained considerable expertise and expe-
rience of the realities of delivering higher education in developing country contexts
through working with Southern partners. Improvements in early project outputs and
positive outcomes might have been achieved if this kind of development background
and experience had been available to Flemish partners from the start.
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® Impact

Impact assessment at best is highly subjective and depends upon establishing a set of
(often surrogate) indicators, researching a baseline and returning to assess change in the
indicators after project interventions and the passage of time. The overall impact of the
ICT-related projects in the VLIR-UOS IUC Programme — and the impact of individual
projects — cannot effectively be evaluated or measured in this evaluation exercise. Such
assessment is constrained by the lack of evidence. There was no discussion and no con-
sensus in VLIR-UOS or in the projects on what the indicators of impact might be for
the various kinds of ICT-related activity. VLIR-UOS noted that, knowing the difficul-
ties associated with impact, it deliberately decided not to push for inclusion of impact
indicators but to prioritise enhanced monitoring at a lower level.

At project level, appropriate project outcomes or higher-level indicators were not
identified for which data and evidence could have been collected. Project monitoring
was concerned with output data.

Of particular interest is the impact of the increasing use of ICT in all aspects of
institutional management, academic and research business within the South partner
institutions — what changes in behaviour and work patterns has ICT brought, for in-
stance, or how has the quality of educational and research changed. It is too early to
assess this kind of impact in most PPs, since the first phases focused on establishing ICT
infrastructure and capacity. However, we can make some observations.

Impact on staff

In those projects where the use of ICT is more embedded into the life of the univer-
sity and considerable advances in the engagement of staff in developing e-learning ap-
proaches and e-content (also see separate report), the impact of the ICT project activities
on academic staff appears to be quite high and positive.

Where project achievements have been more modest — in several African partner
institutions, for instance, struggling with resource and contextual constraints — and the
end user focus is only now beginning to emerge; the impact on academic staff has been
minimal. Whereas all staff probably use network facilities (mainly web-based and mail
services rather than university e-mail network), widespread lack of adequate aware-
ness raising and ICT training, have led in many cases to unsatisfied expectations and
frustration.

Impact on students

Improved facilities, computer power and access, and enhanced teaching and research
capacity are said, in several projects, to have improved the quality of computing science
students’ experience and their achievements. However, most undergraduate students
have very limited access to computers and to Internet resources, especially in Africa.

Use of library collections and services

In those projects that have developed new automated library catalogues accessible
via the web and intranet, the improved management of and access to library print col-
lections have apparently resulted in higher levels of collection use, particularly by staff.
However, in one university it was noted that the automated catalogue has had minimal
impact on students — with so few books available on open access in each of the univer-
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sity’s campus (subject-oriented) libraries on each campus, the students prefer to browse
through the shelves for what they need, rather than sit at a computer in the library to
search for titles on the OPAC. The students have no effective computer access outside
the libraries so remote searching is not an option.

¥ Sustainability

Overall the sustainability of the ICT-related infrastructures and capacity within the
South partner institutions depends upon the extent to which the projects have been
successful in embedding the use of ICT firmly within the operational life of the uni-
versity. Where this integration has been achieved, universities authorities will be more
likely, and under considerable pressure to maintain appropriate financial commitments
to maintain infrastructures. What will be more difficult, and likely to be dependent on
donors, will be technology change, expansion and development of new services, and
replacement of equipment.

The current ICT capacity of manpower and infrastructure are sustained through
VLIR project funding and own university resources and also other funding sources.
Sustainability programs have also been developed by each unit to sustain future
activities. As more services and applications are developed in the near future how-
ever, then the institution will have a manpower and skills gap which will need to
be overcome by hiring more skilled personnel, combined with advanced training
for the present personnel.

The capacity of the previous ICT infrastructure was funded by external means
but maintained by the university. However, expansion of the capacity of the ICT
infrastructure now is more being funded and maintained solely by the university
and is less dependent on external funding.

SLU survey response

Five sustainability issues arise in the evidence from the overall programme:

* Attraction and retention of qualified ICT technical support staff: the VLIR-UOS
PP appears in several cases to have been influential in convincing university au-
thorities of the need to develop enhanced remuneration packages or other incen-
tives to prevent ‘brain drain’ in ICT expertise and the constant need for retraining
of technical support staff.

* ICT-related budget subheads and allocations established within institutional budg-
ets: these can only be really effective if the ICT or Computer Centre within the
institution is a cost centre (in control of its own allocated annual budgets) and the
Head or Director has appropriate status within the institution to have a seat on
the main resource setting committees and therefore a direct voice in budgetary
discussions at corporate level.

* Collaboration with local partners / other universities to make efficiency gains or
reduce costs e.g. bandwidth purchasing, licensing e-resources: in several PP coun-
tries this kind of collaboration and consortium building is in progress (e.g. Kenya,
Tanzania, Cuba) and partner institutions are involved in the discussions.

* Income generation from ICT consulting or technical services / products: as with
outreach and extension activities, the opportunities to date for ICT teams to de-
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velop income generation initiatives have often been constrained by their internal
activities and limited capacity. However, there is no doubt that the VLIR-UOS
IUC funded projects have established a reservoir of technical and potential con-
sulting expertise that can be utilised both nationally and regionally.

* Ensuring continued institutional cooperation: this is particularly difficult in the
ICT-related projects that are principally about institutional strengthening and not
teaching or research. The pool of personnel with the appropriate skills and exper-
tise in Flemish universities upon which ICT and library projects can call, for what
is essentially technical assistance, is currently very small and getting smaller. There
are a number of constraints on Flemish institutions in widening this pool and at-
tracting new blood. There are also signs in some PPs that, even in the projects
focusing on computer science studies and research, interuniversity cooperation
in research has been heavily based on relationships between a few collaborating
individuals, rather than a fuller programme of academic exchange, around areas of
mutual institutional interest. Once funding from the PP stops, there is some doubt
as to whether institutional cooperation will be sustained.
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Management and transversal issues

¥ |CT-related projects within the IUC Programme
The IUC Programme mandate

* The IUC programme is about academic collaboration henceforth leadership
and overall responsibility rest with the academic authorities, and the individual
academics that are tasked with responsibilities for co-ordination and implemen-
tation (academic leadership);

* While having components of technical assistance, IUC facilitates and sup-
ports processes of change such that its implementation needs to be considered
against a background of ongoing and contextualised process facilitation (process
facilitation);

* Each ITUC programme is unique in terms of its managerial set-up and organisa-
tion. VLIR-UOS is general is encouraging a pragmatic approach insofar that it
proves to be effective and transparent (pragmatic but transparent institutional
arrangements);

* VLIR-UOS encourages arrangements that build upon existing structures and
practices at the level of the partner university (incorporation into local structures
and systems)™

In line with the principles of the IUC Programme (see quotation above) the ICT-
related projects are planned and implemented at institutional level within an academic,
rather than institutional management context — championed or led in both North and
South partner institutions by academic departmental heads with a particular interest
in ICT (e.g. Computing Science, Library and Information Sciences), or the academic
staff from the computer centre or ICT network management teams. Also in line with
the IUC current mandate, the ICT projects are developed and negotiated in the same
process as the academic and research projects in the PP, in response to the unique cir-
cumstances and priorities of both South and North partners. In the matchmaking and
programming process the programme coordinators dialogue is key, as is the institu-
tional influence and status of the different project champions / leaders. ICT projects
may emerge intact as separate projects, or ICT activities and inputs might be subsumed
into other projects in the programme or a more general ‘institutional strengthening’
investment stream.

The VLIR-UOS Secretariat keeps a watching brief on PP preparation and programming
to try to ensure that ICT and related support services (e.g. the library facilities and capacity)
are not unduly overlooked or sidelined in the process, and may deploy additional Flemish
experts to visit Southern partners to assist in identifying or defining needs at institutional
level. However, the Secretariat cannot intervene in final partner programming decisions.

16 from ‘IUC Principles and Management’ PowerPoint presentation 28/09/2006
http://www.vliruos.be/index.php?navid=386&direct_to=Institutional_University_Cooperation_IUC
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An uneasy fit

This planning, matchmaking and programme formulation process may be appro-
priate to projects focusing on academic and research outcomes (including Computing
Sciences or Library and Information Sciences). However, there are now a number of
identifiable problems with it in relation to ICT projects where the focus is on ‘institu-
tional strengthening’

* In academic institutions, during the last 10 years, ICT has become increasingly
pervasive — that is, ICT technologies themselves have become ubiquitous and
reach all parts of institutional business.

* Increasingly the interest and focus is shifting to the outcomes or applications of
ICT — that is (information) resources, processes and products - rather than on the
technology and systems. This approach, which encompasses interests and needs
the engagement of expertise from right across the institution, makes an uneasy
match with a project approach to ICT development, led by a single academic or
technological department.

* Once the ICT networks, equipment, systems and applications have been speci-
fied to meet the needs of the particular institution (a process that can most readily
be supported by technical assistance), there is nothing particularly unique about
ICT-related projects of the kind that have predominated in the IUC Programme.
Each of these projects has, to an extent, ‘reinvented the wheel’ and opportunities
to make economies of scale and efficiency gains have undoubtedly been lost in the
prevailing IUC Programming structure and procedures.

* Where ICT-related projects are essentially about institutional strengthening, and
not about academic programme development or research, it has been difficult to
identify the ‘mutual interest’ for VLIR-UOS partners. The disbursement of funds
for hardware procurement, technical assistance to support installation and mainte-
nance, deployment of expertise for training and other forms of technical capacity
building — these have been the South partners’ main requirements and they are a
drain on the Northern partners resources, under the current [IUC mandate, rather
than the building blocks of interuniversity cooperation.

These difficulties in delivering ICT infrastructure and support within a Programme
geared towards academic and research cooperation have underpinned, and had a sig-
nificant impact on the quality of ICT-related project outcomes. The challenge for the
stakeholders in the IUC Programme is to enhance the quality of the projects in current
and future PPs, and to get better value for money from ICT-related investment, while
preserving as far as possible the collaborative nature of this current mandate and the
autonomy of the partners.

® The expert groups

There are two expert groups supporting the VLIR-UOS Secretariat and the pro-
gramme planning process. The existence of these expert groups is an explicit recogni-
tion that there is a need to influence, in ways that the VLIR-UOS Secretariat currently
cannot, planning and decision-making among IUC partners preparing and implement-
ing PPs, and to make the case for seeking out active collaboration across PPs, given
that ICT-related investments form such a significant element (on average 28% of each
PP —see Table 3 above).
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There is increasing overlap between the issues of concern to the two groups, and the
fact that they remain separate entities appears to reflect the realities of Flemish univer-
sity structures and organisation, rather than global trends in ICT development within
higher education.

ICT/OLL Group

The VLIR-UOS Secretariat organises meetings of an ICT/OLL (Online Learning)
group usually two or three times a year. The role of the Group is intended to be:

* identification and implementation of joint (cross-cutting) activities;

* policy recommendations and the formulation of advice on ICT matters;

* exchange of information and lessons learned.

Because it draws on a small — though expanding — group of Flemish academic insti-
tutions the ICT/OLL group has inevitably been dominated by the key figures who are
also programme coordinators and ICT-related project leaders (see Section 3:3 below).
Some newer members who are not directly involved in ICT projects appear very uncer-
tain about the actual remit of the group. The group meets only 2 — 3 times a year, at the
behest of the VLIR-UOS Secretariat, and it seems mainly to consider and debate issues
raised by the Secretariat rather than issues that emerge from within the group itself.

While providing a useful, informal forum for exchange of experience and views
among those members actively involved in ICT-related projects on the Flemish side,
there are several problems that limit the group’s effectiveness as a strategic and advisory
instrument:

* the group is not a decision-making body, with a mandate (either from the VLIR-
UOS Secretariat or from members’ own universities) and budget to develop and
implement its own initiatives (e.g. research) in support of the [IUC Programme
and individual PPs;

* membership is voluntary and members are not rewarded or compensated for the
very considerable time and effort they can expend on meetings and other activi-
ties, either by the VLIR or their own institutions;

* the group is dominated by expertise and experience in ICT networking and infra-
structures, and may lack a range of perspectives on the diversity of application and
use of ICT within higher education, for instance, from pedagogy, administration
and library and information services;

* the voices of Southern partners experience and perspectives, and other non-Flem-
ish professionals in ICT-related development, are rarely heard within the meet-
ings, and often mediated through Flemish counterparts;

* the informality of the group is said to reflect the spirit of academic exchange and
collaboration on equal and democratic terms: in practice, group meetings tend to
reflect academic hierarchies, seniority and development experience, which might
be said to stifle discussion and debate about rapidly changing ICT technologies
and evolving applications within higher education.

The library development expert group

The Library expert group follows the same model as the ICT/OLL group and was
very active between 2002-2004, its members being instrumental in developing the
link with INASP (see paragraph 4 below). However, it has met with the VLIR-UOS
Secretariat less frequently in recent years. Its membership was originally drawn from
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library practitioners and educators from the six Flemish universities and has conse-
quently reflected a rather narrow range of views on the strategic role, structure and
management of information and library services in support of academic and research.
Since 2005 attempts have been made to widen membership to staff of the Flemish
Hogescholen.

The library development expert group’s discussions and deliberations range wider
than issues related to ICT and libraries, although the investment focus has been on ICT
applications. VLIR-UOS Secretariat calls on individual members to undertake recon-
naissance and advisory missions to support the programming and formulation phases of
new PPs. In practice, it appears that only one or two group members usually respond to
these calls and they have had, therefore, a rather disproportionate influence on the shape
of developmental projects within the IUC Programme (see Section 3:3 below).

The library development expert group is similarly constrained as the ICT/OLL
group is by the limits of voluntary membership, a declining professional library and
information staff base, and a lack of clear mandate or executive powers and resources.

¥ Cross-cutting initiatives

Training workshops and study tours

Members of the expert groups have been heavily involved in planning, preparing
and implementing a number of workshops and other capacity building / ideas exchange
events for library and ICT-related project leaders and team members in PPs. These
events have included:

* In 1999 a computer workshop was organised by ICT/OLL experts in collaboration
with the University of Zambia.

* Since 2001 VLIR-UOS has provided funds annually for a number of partici-
pants from IUC PPs to attend the short course STIMULATE - Scientific and
Technological Information Management in Universities and Libraries: An Active
Training Environment — run by VUB in association with the University of
Antwerp (UA) and open to fee-paying international participants as well. The
shortage of staff willing to contribute to the course and available from Flemish
institutions and the lack of a guaranteed regular budget has constrained the effec-
tive planning and development of this course.

* The library development group organised a workshop on library development
problems “Identifying solutions by co-operation” in February 2003, informed by
responses to a questionnaire sent out by the expert group to the VLIR-UOS library
partners in October 2002 asking about the most dominant library development
problems, particularly in relation to the management of the library and the use
of ICT, and what training is most needed for the library staff and other informa-
tion workers. According to the subsequent report and summaries', the workshop
“was organised in view of VLIR/OS’ idea to launch a new ‘line’ of actions (and
funding?) grouped under the ‘South-South’ thematic co-operation. The ‘library
development’ theme would serve as one (first) example of such new action line”. It
was considered a success by participants and organisers, and it threw up a number
of important ideas and directions that might be taken, including:

17 Reporting about the workshop. Bijlage nr. 2.1a 15 /04/2003 Professor Raf Dekeyser, and Follow-up on the VLIR-IUS
Librarians Workshop ‘Library Development: identifying solutions by co-operation’ (12-20 February 2003, KULeuven).
Bijlage nr 2.2 14/04/2003 Professor Egbert de Smet.
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- a dedicated website and/or discussion forum;

- regional collaboration on formal library and information sciences training;

- a workshop about CDS/ISIS and its use among existing VLIR-UOS partners
from all regions (Asia, Africa, Latin America);

- recommendations on providing effective library support to e-learning;

- production of, access to and use of electronic publications.

There is, however, no evidence that these suggestions for South-South collaboration

or actions by VLIR-UOS institutional staff were ever followed up or taken forward.

* In April 2003 the ICT/OLL implemented a three-day workshop at Ghent
University focusing on the ‘impact of ICT on instructional design of on-line
learning’.

* In March 2005 the ICT/OLL group organised a one-week workshop on ‘the de-
velopment of audio-visual learning materials’ at K.U.Leuven, which had original-
ly been conceived as a training intervention for UNZI staff only, and then opened
out participants from all IUC PPs and run in Belgium. Self-assessments among
participants show a steep rise in confidence in their ability to conceive, develop
and produce learning materials in various media.

* In 2005 the ICT/OLL group organised a study visit for ICT-related project lead-
ers to the UWC in South Africa, focused on ICT management and maintenance
issues with a major objective “to learn to know each other, to share experiences

9918

and to learn from each other™ and showcase experience and best practice in
UWC. A consensus emerged from this study tour that an electronic platform for
communication and collaboration between IUC partners would greatly enhance
the exchange of experiences and information. In particular, an inventory of ICT
expertise and resources, that could include the private sector service providers
from the North, should be compiled and made available to all VLIR-UOS partner
institutions, and guidelines to facilitate an informed choice of ICT and compu-
ter sciences training programmes was also a recommendation. Despite commit-
ments to act from both North and South partners (individuals and members of
the ICT/OLL expert group), this forum, tools and guidelines have not yet been
developed.

* In 2006 a three-day workshop on ‘sustainable ICT in education’ was organised in
Havana, Cuba.

From the documentation made available to the evaluation team the planning and
decision-making process behind most of these events is not always clear — what the
rationale for the focus of each event was, how themes, topics and presentations were
selected, what specific objectives were set for each event and whether these were felt
to have been met or not. Workshop evaluations by participants and anecdotal evidence
— where these are available - suggest that the events were effective in awareness raising
and providing forums for discussion and debate across and among PPs.

What is also clear is the choice of themes reflects a growing, preoccupation with
moving the focus during the second phase of the early projects, and in the planning for
new projects, from the ICT technology to its use within institutions. An excerpt from
the proposal for the 2003 ICT/OLL workshop by Professor Enrique Peliez (ESPOL)
and Professor Ronald Soetaert (UGent) serves to illustrate the point:

18 Contextual information: ICT study visit to UWC Michel Raes - version dd. 15.7.2005
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We have seen that in similar projects, there exists a consistent correlation be-
tween the level of involvement and motivation of the Head of the Institution and
the type and quality of professors, as well as their performance in the use of the
technology. The building of this new innovative culture associated with the cogni-
tive and creative use of technology, usually is not possible only with lab instructors,
tutors or those collaborating directly in the development of projects. The process
requires bringing together the Head of the Institution and other educational au-
thorities. If possible, involve them in the use of technology and make them partici-
pate in the significant educational changes that the introduction of technology will
cause. Hence, their participation in this workshop will be essential.

The INASP Bandwidth Management and Optimisation Programme

The VLIR-UOS, guided by its ICT/OLL expert group and feedback from South
partners, was unique among international development partners in early recognition of
the importance of bandwidth management, particularly in Africa.

In 2004 VLIR-UOS began a two-year alliance with the International Network for
Availability of Scientific Publications (INASP), initiated by Professor Egbert de Smet
in the library development expert group. In this alliance VLIR-UOS collaborated with
other development partners such as the International Development Research Centre
in Canada (IDRC), to fund the development and implementation of a Bandwidth
Management and Optimisation (BMO) Programme of capacity building events and
training materials development targeted at higher education institutions in developing
countries. Specifically, agreement was reached between the VLIR-UOS and INASP
that the VLIR-UOS funding contribution would be targeted at South partner institu-
tions to ensure their close involvement in the Programme, both in terms of programme
formulation, planning and materials development and participation of their ICT and
other staff in the capacity-building events.

BMO programme implementation

According to INASP, the gestation and development of the BMO programme proved
to be lengthier and more complex than VLIR-UOS had anticipated, not fully realis-
ing that the programme had to be developed from scratch as no off-the-shelf materials
existed, and perhaps underestimating the complexity of the BMO issues:

It should be understood that there are not a simple series of steps that can be
taken to optimise and effectively manage bandwidth. Many solutions are critically
dependent on others and the wider management and institutional culture frame-
work is critical to any technical solutions development in this area. There are no
easy solutions to BMO."

INASP concluded, after the initial design workshop in Nairobi, that they needed
to readjust the funding to ensure that VLIR-UOS did not front load the development
costs too much and that funds would be available for VLIR-UOS partner based work-
shops — VLIR-UOS was anxious to fund events that gave direct benefit to their South
partners and not necessarily national level workshops. To maximise this benefit INASP
decided, wherever possible, to run national workshops at VLIR-UOS partner institu-
tions to enable partners to get as much value from the events as possible.* Initially the

19 International Network for the Availability of Scientific Publications: VLIR Finance and project activity report: Band-
width optimisation and management, by Martin Belcher. First annual report, July 2004 — June 2005 29 June 2005
20 Points from report on the INASP BMO programme initiation workshop, April 2005 by Egbert de Smet.
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programme was open to PPs in Africa, but in 2006 participation in BMO events was
opened up to IUC partners from other regions. Between July 2004 and December 2006
the key aspects of the programme were:

* Delivery of thirteen workshops at or with VLIR-UOS partner institutions (in-
cluding partners from the Democratic Republic of Congo (DRC) and ‘new’ IUC
partner institutions such as Jimma University), namely:

- Four policy development workshops;

- Five network traffic monitoring and analysis workshops;

- Three open source technical solutions to BMO workshops;
- One web caching using Squid workshop.

* Production and revision of all accompanying workshop materials in English and/
or French;

* Training of 79 participants from VLIR-UOS partner institutions (including from
the DRC);

* Publication and distribution to VLIR-UOS partners of the BMO handbook ‘How
to accelerate your Internet: a practical guide to bandwidth management and opti-
misation using open source software’.

INASP was initially keen to engage more with the VLIR-UOS partner community
in the programme. Their engagement with the Flemish partners and the ICT/OLL ex-
pert group appears to have been only through the briefings of a member of the library
development expert group, himself a consultant with INASP, which did not lead to the
close involvement of the Northern ICT Project Leaders in BMO programme develop-
ment and implementation.

INASP were also initially keen to ensure participation in BMO events from senior
management level within VLIR-UOS IUC partner institutions, and requested their
help in targeting the information and briefing packs to the most appropriate senior
management within each institution. It is not clear whether this help was forthcoming,
and evidence suggests that participation in BMO events in practice was exclusively from
among ICT managers, technical and support staft in the South partner institutions.

Outcomes and impact of BMO programme

The BMO programme entailed a considerable amount of consultative and research
work on the part of INASP partners, resulting in a set of effective and scalable training
materials and a very comprehensive and detailed handbook. Overall the BMO pro-
gramme has been a very good example of an effective transversal themed programme,
underpinned by a successful collaborative relationship between VLIR-UOS, TUC part-
ners and other international organisations focusing on ICT and higher education. BMO
is an important and timely issue, which will be a continuing theme for awareness raising
and capacity building in the IUC Programme, with materials that will need continued
updating.

A more detailed assessment of the impact of the BMO programme — and the overall
alliance with INASP — is not easily achieved, since there has been no effective or sys-
tematic follow-up with IUC partners of, for instance, whether and how the knowledge
and skills gained from the workshops has been put into practice and with what results,
whether the handbook is in regular use among ICT staff in partner universities, etc.
Discussions in field missions for this evaluation suggests that participants from South
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partner institutions in BMO programme events found them extremely useful and that
the BMO programme has contributed to significant changes in their ICT management
strategies and network monitoring practices.

INASP itself undertook an evaluation of the programme for IDRC in early 2007, in-
terviewing key individuals in six organisations in Africa, including Mekelle University.
They sought to find out whether understanding of BMO requirements had improved,
whether supportive policies and policy environments were in place, whether there were
changes in technical approaches to network traffic monitoring, and whether bandwidth
management and optimisation had improved. INASP found that overall the impact of
the programme on participants and their institutions had been significant but there were

some caveats:

Understanding of bandwidth management and optimisation and the associated
issues was high within the ICT departments and institutional management consult-
ed. There was a good understanding of the key principles and issues in this area...
Understanding of the need for supportive policy and policy environments was also
high within the ICT departments and institutional management consulted. But the
implementation of actual final policies was not complete in most institutions. It was
still an ongoing task.

The monitoring and analysis of network traffic was now happening in all insti-
tutions consulted. In most cases this was directly attributed to the workshops and
training received in this area under this project... However, in terms of improve-
ments to end user’s experiences of using the network, there has not always been a
significant change, as the optimisation and management that has been implemented
is often being done on a massively over committed circuit (there are just too many
users trying to use the available network capacity).'

The Close the Gap programme

VLIR-UOS has an agreement with Close the Gap (CTG), a Belgian non-profit
organisation, concerning the possibility for [UC partners of obtaining high quality sec-
ond hand PCs at a very low cost. CTG only provides such PCs for non-commercial use
in the South. Quality is a concern to the extent that CTG wishes to meet the quality
standards of interested parties as follows:

* all data has been removed by a professional company meeting ISO norms;

* pcs are brand products (Compagq, Dell) not clones;

* all units are similar (no mix of different brands or types);

* keyboard and mouse are new;

* licensed software (Windows) is installed.

CTG has, we understand, been referenced by the UN as a model for provision of
affordable, quality second hand computers. CTG takes a very active interest in mini-
mising environmental impact and ensuring that its services do not lead to or encourage
dumping of ‘end-of-life’ goods.

VLIR-UOS and CTG have signed a three-year contract through which VLIR-UOS
and CTG committed themselves to processing proposals in the framework of which

21 Extracts from INASP IDRC Interim technical report: Grant no. 102896-001 Supporting training for the optimisation
of university bandwidth in Africa: final technical report. 11 June 2007.
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some 2500 Pentium III PCs would be provided to VLIR-UOS South partners in the
period 2004-2006. As a result a (de facto) VLIR-UOS CTG ICT fund is established,
which attracts full funding from VLIR-UOS. Eligible former or current IUC partner
universities are expected to formulate proposals based on a partnership with an external

local organisation (collaborative partner) to bid for funding from this fund.

A 2007 call has been launched. In addition there is a separate ‘CISCO’ call for propos-
als addressed to all African VLIR-UOS partner universities with an ongoing IUC partner
program. This call originated from an agreement between CTG International and CISCO
systems. Through CTG, CISCO intends to support up to three projects in developing
university networks®*. Proposals with a convincing social added value are given priority.

Table 6 : Close the Gap 200522 call results

Partner Univer- Project holder Collaborative Partner (CP) No. PCs TOTAL
sity (PU)

cP PU

Partner Univer-
sity-(PU)

CTG complements the offering of quality controlled refurbished Desktop PCs and
CISCO equipment with printers and laptops and has more recently expanded its offer-
ing of Open Source and licensed software to include:

* Educational courseware for children ages s-12, through a partnership with the

e-learning for kids foundation®, Subject areas include Math, Languages, Arts,
Science, Health, Life and Computer skills.

22 March 2007. CISCO equipment is availed at 10% of its global list price. The total budget (at global list price) avail-
able is 150.000 USD. The deadline for submission is 1 March 2007. Preference is given to institutions at which a
CISCO Networking academy is currently active.

23 From the ITT for this study. The project documents show slightly but not significantly different numbers actually
delivered both here and for 2006

24 http://www.e-learningforkids.org/
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* Antivirus software in partnership with Panda Software* to offer 5,000 security
licenses, on an annual basis, to projects in developing countries.
* Mumett, a Multimedia Training Development Tool*

CTG is keen to expand and improve its software offering and would welcome inputs
and suggestion from IUC partners to this end.

VLIR-UOS CTG programme in context

In addition to the VLIR-UOS CTG calls, all VLIR-UOS partners are free to ap-
proach CTG directly, as any other organisation is in the South, for support in terms of
the delivery of PCs. This is also seen as adding value to the alliance between VLIR-
UOS and CTG in the sense of linking quality in demand and supply, as part of an
existing activity. This falls however outside of the agreement between VLIR-UOS and
CTG and is not part of the slot of 2500 PCs that were reserved. Here there is a distinc-
tion between “Direct as part of IUC” (utilised in the context of achieving agreed ITUC
objectives and paid for from IUC budgets) and “Direct outside of [IUC” (utilised in the
context of wider ICT needs of an IUC partner). In the latter case, the local partner uni-
versity is expected to handle the order independently from the IUC budget, the Flemish
project leader and VLIR-UOS.

Outcomes

Some South partners appreciate CTG projects as an effective modality to acquire
volume in access to PCs, but there are significant differences in perception. Some part-
ners felt uncomfortable with the idea of having to work with second-hand machines,
perhaps not fully appreciating the rigorous quality control and refurbishment processes
to which CTG adheres. Others were much more able to identify which of their needs
could be met by specific CTG offerings.

No explicit criticism was encountered of the application mechanism other than that
the procedures are complicated. In some cases the distinction between the CTG mo-
dalities in the application process and financial differences were not clear to South
Partners. Nevertheless, the quantitative evidence suggests that the CTG calls have met
a real need from partners.

The requirement to have an external development partner has also been flagged by
several respondents as an added burden. In at least one PP this became a focus for differ-
ences in interpretation and ranking of internal and external priorities within the institu-
tion. Several South partners suggested that the need to work with an external partner
to be eligible for CTG support in the [UC programme seemed somewhat unfair, since
accommodating the ICT needs of the core University constituency (in many cases ex-
panding rapidly) could be considered to meet the university’s social and community
development obligations and is challenging enough within the resources available. We
have sympathy for this argument, especially where resources are very limited.

Comments from some South partners imply that they judged machines from CTG
to be very high maintenance, as they tended to break down more frequently than new
PCs, with implications for local costs and resources. It is not possible from the evidence
presented to say if this is part of an overall pattern. We are under the impression that
quality control by CTG is sufficient and is taken seriously.

25 http://www.pandasoftware.com/
26 http://www.vectes.com/mumett.htm
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In one PP we were told that the costs that the university had incurred in arranging
release of the CTG consignment from customs authorities at the port and internal trans-
port from the port to the university (some 400 km) had far exceeded the value of the
PCs themselves. This has led the ICT staft to reconsider the cost effectiveness of CTG
projects as a route to acquiring volume in PC access. More generally, despite VLIR-
UOS and CTG having been pointing out the risks, requesting institutions may have
underestimated the complexity of customs and import procedures and may henceforth
incur unnecessary costs.

CTG projects
For two CTG projects we have received further information, through reports and /
or visits. These are briefly described below.

UWC with EMDC South and Mseki Primary School

UWC works with EMDC (Education Management and Development Centre)
South and Mseki Primary School to implement their successful proposal under the
VLIR-UOS 2005 CTG call.

Overview

EMDC:s are responsible for providing educational services to schools (primary and
secondary) in their geographical region and have been tasked to train identified teachers
in the design of curriculum and assessment materials. Most EMDCs do not have an ICT
infrastructure and have to use the facilities at the “richer” (previously white) schools.
This is not considered ideal for such training. The CTG proposal included the provision
of a computer centre at the EMDC to facilitate access and to build confidence among
teachers in the EMDC’s ability to deliver on their training mandate. EMDC South had
the human resources but not the physical infrastructure.

‘With respect to piloting the computer centre at Mseki Primary School, UWC gave
the EMDC the option of placing a centre at one of their high schools. Since the Western
Cape Education Department had committed to providing every high school with a
computer centre before January 2006, the EMDC targeted primary schools to provide
basic computer skills, arguing that it is at this level that learners should be introduced
to computer technology.

Implementation

During the field visit to UWC in March 2007 we briefly visited EMDC South and
Mseki Primary School. The planned activities appeared to had been implemented as
described in the report to VLIR-UOS we subsequently obtained from UWC:

* at EMDC and Mseki identification of layout and renovations of rooms identified
for conversion to computer centres (by architect); determination of electrical lay-
out and requirements and set up thereof (by electricians);

* purchase of additional desks;

* planning of the network for each centre;

* arranging customs clearance, local transport and assistance with installation of
computers, testing of systems; opening of centres;

* finalising of training programme, drawing up of training schedule; arrangement
of teams of teachers to be trained.
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Preparations were also being made for:

* implementation of training programmes at EMDC;

* monitoring of implementation and gathering of feedback from beneficiaries;

* design of programme for training for teachers and learners (including at Mseki),
provision of initial training and ongoing training;

* provision of support to teachers;

* monitoring of implementations and gathering of feedback from beneficiaries.

Results
The relationship between representatives of the two external organisations (EMDC
manager and the Head Teacher at Mseki) and the UWC Project Manager seemed very good.

The labs are seen as significant assets for the beneficiary organisations. UWC post-
graduate students also benefit when being assigned computers through this project:
UWC students have been provided with desktops in their rooms for the first time.

Challenges

* the expected budgetary provision for Mseki Primary was not available as originally
planned. Sponsors were solicited to provide some infrastructure and other support;

* on the UWC side Residence Administration covered the additional cost to pro-
vide desks in the rooms of students were the desktops are installed;

* challenges are identified in monitoring the efficiency of the usage and UWC tech-
nical capacity to maintain the hardware;

* the Project Manager spent a lot of time and effort to manage this project and move
it forward, according to some UWC interviewees this caused tension with other,
institutional, obligations and priorities.

UNZI with Groombridge Primary School

Overview

In 2005 the proposal “Use of ICT in the core business of Groombridge Primary
School” was submitted under the Close the Gap ICT fund. The project was successful.
UNZI reports describe this as implementation of a “third pillar®, community service.
The fact that a primary school was selected rather than a secondary school was seen as
an important experiment case in a field (ICT in primary education) that will expand
almost “forever” and, hence, will be extremely important for the school in particular
and for Zimbabwe in general. The requested PC’s are ‘standard” CTG PCs.

Implementation

We have been informed that the project is progressing well, although with some
delays due to the amount of support required in practice by the school. During our visit
to UNZI we were told that the school was closed.

We understand that there was (pre-project) limited ICT capacity present at the pri-
mary school. Groombridge is described as very much involved in computer literacy, and
a full-time computer teacher is employed. The assessment of the UNZI IUC coordina-
tor is that the results should be sustainable in terms of maintenance, usage and technical
back-up. The good relationship between UNZI and the primary school is also seen as
advantageous to sustainability.
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Interviewees and a summary description in [UC reports proposal characterised the
initiative as “perfectly feasible from a technical point of view” and we have no reason
to doubt this.

Results

It was not expected that UNZI would benefit a great deal from the synergy with
the primary school, apart, from the PCs that will become available for the students of
UNZI. The IUC Annual Plan for 2006 suggests that considering the nature of the ac-
tivities it will mainly involve a transfer of skills from UNZI to the primary school.

Nevertheless, it was suggested that student assignments related to ICT development
in the primary school could easily be proposed and could have a positive effect on
training of students. Also UNZI staff involved in these assignments would be forced to
reflect on particular ICT problems related to primary schools, which could have a posi-
tive effect, not in the least for advice for policy makers in Zimbabwe. The work being
undertaken on developing multimedia versions of traditional games can be considered
in this context.

Challenge

A potential problem identified is the availability of the UNZI staff for the project, as
computer centre staff is, at times, overstretched. It was, however, argued that the team
is sufficiently large and more junior staff members can normally deliver the majority of
the work.

Conclusions regarding CTG

There is no doubt in our mind that the CTG offerings can provide significant added
value to the achievements of the [UC PPs, bringing professionalism, quality control and
economies of scale, to the provision of hardware and software, and, very importantly, to
the logistics surrounding international shipment.

These are all crucial elements in the rationale for developing structured collabora-
tion with CTG as an external organisation to support and add value to the Partner
Programmes.

It is also apparent, e.g. from discussions about CTG during the VLIR-UOS ICT
workshop in Brussels in May 2007, that work needs to be done to clarify for all South
partners the exact terms and conditions and quality of the CTG offer.

Ideas are circulating among VLIR-UOS stakeholders about the creation of local
CTG spin offs (or add-ons?). These can play a role in organising in-country forward-
ing and the associated paperwork for goods procured through the CTG framework and
local providers may also take responsibility for project selection, service provision and
follow-up, with CTG restricting its role to product provider and dealing with the lo-
cal partner. This might help to expedite and streamline the delivery chain and would
potentially remove a threshold for potential CTG ‘clients’ who are not in a position
or comfortable with dealing with these matters themselves. We assume that this can
be explored further where there is sufficient demand — some IUC South partners may
themselves be interested in active involvement in such a spin-off.
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The two project examples that we were able to review in detail show a level of
pragmatism on behalf of the South partner, seeing the real benefit for their organisation
mainly in the high volumes of PCs that can be acquired economically. Also the exam-
ples indicate that the amount of work involved in managing and supporting the CTG
project partnership in-country can require substantial staff resources.

The blanket requirement to work with an external organisation in order to be eligi-
ble for full VLIR-UOS funding under the VLIR-UOS CTG ICT Fund is articulated as
encouraging a wider development goal, but may in practice prevent partners with very
limited human and other resources from benefiting from the scheme. VLIR-UOS may
wish to reconsider if this requirement has to be upheld in all cases. However, VLIR-
UOS argued that partners can purchase from regular [IUC money until they are ready to
participate in the scheme where helping other organisations is a condition for support.




VLIR-UOS 1UC, raliaton of ITolted projects | _

Lessons learned

In this section we summarise the main lessons learned from our review and evalua-
tion of ICT-related projects within IUC Partner Programmes and other activities over
the last decade.

® The end-user perspective

The projects to date have been heavily driven by a technology and systems perspec-
tive, leaving consideration of the end user perspective until the second phase of PPs.
While this oversight is not unexpected in the earliest projects, planned during the late
1990s (most international experience of ICT research and development initiatives dur-
ing this period reveals a similar focus), by the early part of this decade the failings of the
exclusively technology-driven approach had become apparent. There were lessons to be
learned from the early projects about recognising the importance of end-user needs that
were not effectively transferred into the programming phases of new PPs.

It is now relatively common across the international higher education sector for
managers to think in terms of ‘information’ and ‘knowledge’, not information tech-
nology or ICT, which suggests quite strongly that the (information) resources, proc-
esses and products - rather than the technology and systems — need to be the object of
future programme and project formulation and implementation. These and other well
documented lessons about ICT utility and the needs of end users from international
and national programmes (for instance, in the work of the Joint Information Systems
Committee (JISC) of the UK Higher Education Funding Councils) appear not to have
fed into partners’ deliberations.

The mechanisms for effective cross-fertilisation of ideas and debate among Flemish
and South partners — such as the ICT/OLL and library development expert groups,
the cross-cutting workshops, and actions of the Secretariat itself — appear to have been
either inadequate or insufficiently resourced for the task, not open to different, interna-
tional perspectives, not in place, or a possible combination of all these factors.

® Provision of information resources and e-content

The technology driven focus of most ICT-related projects has militated against the
‘content’ as well as end user perspective. Missing from almost all ICT-related projects
during the past decade has been any structured approaches to provide information re-
sources and external e-content from Flemish/VLIR institutions; for instance, trans-
ferring university research and teaching content at reduced or no cost from North to
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South partners — e.g. modelled on the Massachusetts Institute of Technology ‘MIT in a
box’; or providing access to information through negotiated licensing arrangements that
might complement PERT etc. In most European universities the university library is
typically the driver of e-content acquisition and licensing, but there has been no serious
or structured lead from Flemish/VLIR university libraries in this area.

Schemes to transfer (on disk if not via the web) high quality resources, low- or no-
cost e-content to meet the needs of South partner universities, would help to encourage
and maximise the use of intranets in Partner institutions, and could be linked to other
initiatives to negotiate license agreements, develop subject and shared repositories and
promote open access solutions in research. There are also obvious and important syner-
gies between the ICT-related projects and the other research and curriculum develop-
ment projects in the PPs.

® Planning and programming

The planning procedures developed for IUC projects after 2002 also militated
against adopting a more end-user approach. Evidence suggests that attempts (in Phase 2
and in new projects) to re-focus on the end-user have been constrained because desired
outcomes from the introduction of ICT capacity focused on user needs were left out of
the planning process.

For the value of significant investments in technology to be maximised, ICT de-
velopment in higher education needs to advance on a number of fronts simultaneously
- technology and technical skills acquisition in step with a developing understanding of
the role of ICT in pedagogy, and with the active engagement of end-users. The VLIR-
UOS TUC Programme relies on the project approach to planning and management,
in which projects are ‘stand alone’ initiatives, and outputs and concrete deliverables
are prioritised over outcomes and impact. With ICT projects already driven by ICT
technology and systems rather than user needs this project approach has not allowed the
multi-layered, multi-disciplinary and holistic approaches that the effective introduction
of ICT into education and research demands.

At the very least the ICT related project plans should include some higher-level in-
dicators of anticipated and desirable outcomes. It would be altogether preferable, how-
ever, if VLIR-UOS could introduce a programme, rather than a project, approach to
planning and management. Many of the ‘projects’ investigated in this evaluation, com-
manding significant levels of funding, have been de facto a series of mini-projects with
inter-dependencies running in parallel — in short, a programme. Programmes should
differ from projects in that it is their outcomes and benefits that are important, not their
outputs. Outputs are specified deliverables from the project; outcomes and benefits or
impact are the effects of changes reflecting the institution’s original vision for change.
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¥ Dependence on key individuals

During the last decade approximately 20 people from five Flemish universities have
acted as ICT Project Leaders and/or being active as project team members across the full
range of ICT-related areas covered in the IUC Programme — infrastructure, computer
science research and teaching, ICT and education, libraries and information. Table 8
below provides an indicative list. This represents a very heavy reliance on a small pool
of expertise and experience. Efforts have continually been made to widen that pool, and
some staff members from the Hogescholen are now active in projects. However, this
dependence on a small number of institutions and individuals has inevitably narrowed
the focus of PPs in terms of strategic directions, models of organisational structure,
management and experience, and pedagogical and professional approaches. There are
also strong similarities (and potential synergies) between projects in different South
partner universities that share the same Flemish ICT Project leader.

The current financial model does nothing to encourage the involvement of other
staff or research students from the Flemish universities’ ICT, information, library and
academic departments. There has been little incentive for either institution or individu-
als to try to juggle schedules and other commitments to become actively involved with
the South partner in what are mainly institutional strengthening projects, requiring
technical assistance, mentoring, training and advisory inputs. In practice, in most ICT-
related projects only the Project Leader, supported possibly by one other team member,
has been involved in visits to the South partners and in the provision of advice at other
times.
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Table 8 :
ICT-related project leaders/team members - past / current projects
Name Flemish uni-  ICT/OLL ICT Project Leader Project team
versity or member
Library
group
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The narrow focus of strategic development has also been compounded by the fact
that ICT development in the South partner universities has often been led by only one
or two dedicated individuals with vision, and the ICT projects have helped to create
small, close-knit teams, with little external influence or input. Far from being insti-
tutional university cooperation, therefore, the ICT projects begin to seem more like
VLIR-UOS ‘Own Initiatives’.

Apart from narrowing the strategic focus and range of influences in project plan-
ning and development, dependence in this way on a relatively few key individuals is
not sustainable. Currently, key staff tend to undertake the work on the ICT projects
out of some deep personal interest and conviction, and usually because they have a level
of autonomy within their institution that allows them relative freedom of movement.
The number of available Flemish experts is already declining through a recent spate of
retirements, and without financial or other incentives it is proving hard to recruit fresh
faces. Few younger ICT technical support and academic staff in Flemish/VLIR institu-
tions have the option to get involved in programmes — if they are academics they need
to publish and probably have heavy teaching loads; if they are administrative or support
staff and their time is not bought out by the Programme the institution will be reluctant
to approve their involvement.

® Accountability and transparency

The current model”” of mobilisation of Flemish partner expertise and input to PPs in
relation to ICT-related projects in general, and institutional strengthening activities in
particular, is a flawed model of ‘partnership’ primarily because it lacks mechanisms for
mutual accountability and transparency, the basis for partnerships of equality.

In the first instance, time and effort spent on delivering the agreed project inputs
by Flemish Project Leaders and other experts, as well as any South partner inputs not
fully covered by project budgets, should have been logged and costed (in person/days) in
some transparent way, even if no money changed hands at institutional level. Based on
past evidence the key categories of ICT project inputs, which should be logged, are:

* academic or technical assistance in visits to the partner country from Flemish ex-

perts or experts from any third country;

* academic or technical assistance (e.g. training courses, correspondence, techni-
cal input over the internet, monitoring and mentoring) in Belgium (or any other
third country) from Flemish experts or experts from any third country;

* project management activities (including monitoring) in country and in Belgium;

* without this kind of information, only anecdotal evidence is available to inform
partner institutions of the real scope and scale of the commitment they make to
deliver on the IUC ICT related projects, nor is reliable and accurate data avail-
able for planning and decision-making purposes in future phases and new PPs.
Without this kind of data how can Flemish and South institutions make sensible
and informed decisions about whether to enter into ‘institutional cooperation’ ar-
rangements? How can quality of inputs and outputs be assessed and assured?

South partners are, of course, well aware that the Flemish experts do the work ‘for
free’. In our view this introduces an unhealthy element of dependency into the ‘part-

27 “The ability to mobilise expertise on the basis of marginal cost (VLIR-UOS draws on experts from Flemish universities
who do not receive a fee, only travel, board and lodging costs are being covered)
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nership’ — projects have all too often been dependent on (highly valued) individual
goodwill and dedication, as well as personal friendships, which leaves little scope for
equal accountability and the opportunity for appropriate assessment of outputs. If a
friend is doing you a big favour you are hardly in a position to direct the timing or chose
the method of their input, or to comment on or criticise the work. It engenders a ‘pater-
nalistic’ approach to the task in hand rather than a developing, collaborative partnership,
in which ‘demand-led’” and ‘ownership’ mean something real.

At the level of the Flemish institution also, in the current model, there appears to be
little incentive for Flemish universities to engage wholeheartedly in ICT institutional
strengthening projects. Because staff time is not bought out the only two institutional
incentives left are the likelihood of the ICT projects enrolling South partner staff in
Flemish academic courses, study or research programmes, and a broad, ill-defined ‘so-
cial obligation” expressed through general involvement in VLIR-UOS programmes.

® Working with other development partners

The dependence on a small number of institutions and individuals®*, leading to a
narrow focus of PPs (in terms of strategic directions, models of organisational structure,
management and experience, pedagogical and professional approaches) and the dis-
torting financial model of VLIR-UOS partner involvement® appear to be factors that
militated against:

* the VLIR-UOS IUC Programme having a higher profile among international

development partners and initiatives in higher education; and

* making a larger contribution to international debate and dialogue on ICT in de-

velopment and in education.

* the main constraints seem to be:

- lack of capacity and resources among North and South partners to devote to
the necessary research, awareness-raising and dialogue;

- lack of experience in working in the international development context
among Flemish partners;

- the rather rigid project approach has not encouraged engagement with out-
side organisations and networks with different agendas.

The VLIR-UOS IUC Programme is unique in its long-term partnership commitment
to developing ICT infrastructures, capacity and services within universities. The partners,
past and present, have much to contribute in terms of expertise and experience.

There remains an inherent challenge for VLIR-UOS in balancing the expected ben-
efits associated with increased professionalisation of inputs in terms of quality, quality
control and accountability, against higher overheads and costs that would most probably
be incurred compared to the current approach.

There is also much to gain from a more informed and proactive approach to col-
laboration with other development partners at programme and project level, and within
international forums. The cross-cutting work with INASP on BMO illustrates how
effective this can be. Section 4 below provides guidance and suggestions on how the
VLIR-UOS might position itself more effectively in the international landscape.

28 See section ‘Dependence on key individuals’
29 See also section ‘Accountability and transparency’
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® Opportunities for future programming

There are opportunities for more effective use of VLIR-UOS funding in support of
institutional development in the South in addition to the existing mechanism of inter-
university Partner Programmes; an expanded transversal programme, out-sourcing for
expert requirements and a programme of South-South collaboration.

Transversal programme expansion

VLIR-UOS has expectations that an expanded transversal programme of activities,
in support of PPs, would present better opportunities to address certain current and
future needs and we concur with this view. The concept of a transversal programme
of ICT-related activities opens up opportunities for the IUC partners to keep channels
open to the wider world, to challenge existing assumptions and introduce new ideas
into programming, planning and implementation. Capacity building is clearly one of
the areas in which an expanded transversal programme could make a significant con-
tribution and efficiency gains, since many of the ICT-related projects share the same
needs associated with an established, international body of knowledge and transferable
experience.

However, both North and South IUC partners have expressed some reservations
about transferring too many capacity building activities into a transversal programme,
designed to meet multiple partner needs, on the grounds that each PP presents unique
circumstances and, at least some, unique training needs. South partners also fear a
diminution of institutional project budget allocations to accommodate transversal pro-
gramme costs. These are legitimate worries and need to be taken into account when the
shape and content of a transversal programme are considered and debated.

Outsourcing for expertise

The work with INASP is also a successful example of outsourcing for appropriate
expertise on behalf of the ICT projects in the PPs. INASP itself is a network of part-
ners, so the BMO programme activities funded by VLIR-UOS drew expertise and
inputs from a range of international sources. There are other similar networks to be
considered (see Section 4 below), as well as much relevant higher education and ICT
in education expertise in European and other countries, which could be tapped if it
was accepted in principle that expertise could be drawn from anywhere in the world,
including the Flemish/VLIR institutions, if it meets the appropriate selection criteria
and is affordable. The evaluation team is aware that outsourcing in this way challenges
the collaborative nature of the VLIR-UOS IUC Programme. We believe, however,
that some input from non-VLIR institutions will be essential if high quality and eftec-
tive contributions to ICT development in South partner institutions are to be sustained
under the IUC Programme. The challenge is to find the appropriate model and mecha-
nisms through which this can be done, without jeopardising other positive aspects of
the IUC Programme.

South-South collaboration

South-South partnerships and collaboration has been much discussed in various
forums such as the expert groups and cross-cutting workshops, and the VLIR-UOS
Secretariat has encouraged consideration of potential activities. There are potential cost
efficiencies in sourcing appropriate inputs to PPs from closer to home. It is also clear
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that the past decade of ICT-related project activity in the VLIR-UOS IUC Programme
has contributed significantly to the development of regional capacity and experience,
particularly in Africa. In practice, however, there are some constraints:

* Under the present model of institutional cooperation there is no added value for
VLIR-UOS university partners in sourcing more ICT related inputs among South
partners, rather than from Belgium; nor for South partners, already hard-pressed
by their own capacity requirements, in providing their services to other TUC
partners.

* With respect to training, from the perspective of South partners, the opportunity
to undertake training or studies in Europe is a more attractive option, carrying
higher status, than taking up a similar opportunity in the capital city of a neigh-
bouring or regional country.

* It would be difficult to justify sourcing South partner expertise for the benefit of
another South partner using the current financial model for Flemish experts (i.e.
on the basis of marginal costs and no fees), when South partners are exhorted to
find ways to sustain developments, including seeking income generation opportu-
nities through consultancy.

We note that South-South collaboration does not only mean capacity-building by
‘stronger’ projects/partners’ assistance to ‘weaker’ projects/partners, but can include:

* Exchanges between southern universities, joint research projects, etc. ICT so-
lutions (e.g. videoconferencing) could play an important role in upgrading ex-
change activities.

* Wider capacity-building in South-South partnerships. The limitations mentioned
above may apply, but not necessarily. Sending an expert to the receiving univer-
sity is only one option. Alternatives include e.g. apprenticeships for experts from
new ICT projects in established well-functioning projects, with mutual benefit
for both institutions.

An advantage of South-South partnerships for capacity-building is that southern in-
stitutes in the same region are more likely to face similar problems and challenges than
it is the case for Northern partners. Despite the current constraints, we believe that a
properly researched, structured and funded programme of South-South collaboration,
both between IUC programme partners (past and present) and with other national
and regional organisations should be one of the mechanisms adopted for future IUC
programming. These constraints can be overcome, in part at least, through changed
financial models.*®

® Knowledge and capacity gaps and needs

During the evidence gathering stages of this evaluation, Project partners and the
VLIR-UOS Secretariat have articulated a range of knowledge and capacity gaps, areas
of need that have emerged from past and current activities and which are likely to have
significance for ongoing and new PPs. All the knowledge areas listed below are impor-
tant, but in our judgement they fall broadly into:

* short-term priorities;

* medium-term priorities which will require research and planning to address in

effective and scalable ways; and

30 The funds made available so far by VLIR for North-South-South exchange projects were considered to be largely
insufficient by at least one project (ESPOL).
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* long-term requirements, the success of which will depend in part on institutional
change and the effective embedding of ICT within practice.

These needs and requirements could all be addressed using various and possibly
combined inputs, such as expert technical assistance, workshops, formal training etc.
Each new or potential IUC South partner will have a different view of ICT-related
needs and priorities, including and beyond capacity building. The actual priority or
appropriateness of each of these capacity building needs and choice of mechanism (out-
sourcing for expertise, activity within a PP, transversal or South-South activity) should
be considered at PP level during the programming and planning stages.’”

‘We note that the immediate-medium-long term terminology is only indicative and
should be understood as “stage 1...2 ...3” - not all programmes necessarily start (exclu-
sively) in, or with attention to, the first stage.

Identified short-term needs (1-2 years)

* Virus control for institutional networks and individual computers; the sourcing
and use of appropriate software; managing a programme of virus detection, eradi-
cation and protection for different parts of the network; developing guidelines and
protocols for sensible use of computers and enforcing their use among different
user communities.

* Developing protocols and guidelines for PC and system use aimed at all staff and
students; designing and implementing awareness-raising campaigns and embed-
ding the protocols into practical use within the institution.

* Planning, developing and delivering ICT technical user support, and awareness
raising about best practice in ICT use focused on end-users (staff and students)

Capacity building for the medium-term (2-3 years)

* Continued technical training for technical service staff, e.g. in multi-media man-
agement, VOIP, e-mail on cell phones etc; keeping up-to-date with technology
change.

* Planning and management of ICT infrastructure and services (including human
resource management), including effective policy and strategy development and
implementation in collaboration with senior institutional managers.

* Developing the use of the intranet; sourcing, collecting and developing e-Content
in support of learning and research at minimum cost within the university; who
and how should it be managed.

Long-term or ongoing capacity building needs (3-4 years)

* Institutional repositories and e-library strategies; introducing appropriate content
management policies, strategies and systems.

* Open learning and e-learning - a rich area for South-South collaboration and ex-
change of experience / views around different models and pedagogical approach-
es; cross-cutting training workshops for academics; not restricted to technical
staff, but engaging academic staft in key subject areas.

* Challenging the traditional approach to library service provision in universities
- library services in support of learning, teaching and research, discussions and
initiatives around e-learning / open learning, licensing of e-publications etc.

* Advanced ICT and networking solutions.

31 For some universities (e.g. ESPOL) long-term needs were of immediate concern from the start of the project.
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In Figure 1 we summarise the identified areas of need, and suggest potential ways

they might be addressed in future
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Positioning VLIR-UOS

In this Section we consider the question of how VLIR-UOS might be positioned
within the landscape of donor and technical agencies currently active in the field of ICT
and development.

® Agencies active in the field of ICT for development (ICTD)

All publicly funded sector development and donor agencies — multilateral and bi-
lateral — invest in the provision of ICT infrastructure, hardware and software as part
of their ongoing development programmes and country strategies, and in line with
recipient country or institutional priorities. As ICT becomes increasingly ubiquitous
in economic and social change in the donor countries, so ICT solutions are sought for
development problems in recipient countries.

For the purposes of positioning VLIR-UOS, those agencies known to invest in ICT-
related activity can be divided into four categories according to their principal role,
with considerable overlap between the categories:

* international agencies that fund ICT-related activities and innovation at national /

regional or institutional levels;

* organisations that facilitate and disseminate best practice, information and re-

search in ICTD, which are usually also:

* organisations that seek and use donor funds to achieve change and development

in ICT-related areas

* organisations that support international cooperation in higher education and re-

search in which ICT-related activity plays an increasingly important role — VLIR-
UOS being one of these.

These categories and organisations, and their inter-relationships, are summarised in
Table 9 below and the key agencies are described briefly here.

International agencies that fund ICT-related activities

International development partners

For the major international development funders, ICT-related activities typically
are elements in wider development programmes, such as capacity building or skills de-
velopment, policy development assistance, or the development of ICT and information
tools to support wider development objectives. Only ‘specialist’ organisations such as
infoDev and IDRC invest specifically in ICT development and research programmes.

The World Bank??, other international development banks, such as the Asian
Development Bank (ADB) and the Inter-American Development Bank (IADB), and

32 http://www.worldbank.org/
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bilateral development agencies invest massively in ICT initiatives either as infrastructure
projects in recipient countries or as components of development projects across multiple
sectors, such as agriculture, health, and education. Data from the AiDA database’ show,
for example, that 84% of the World Bank investment in ICT-related activities imple-

menting between 1999-2011 are multiple sector projects, while 15% are in the education
sector.

Table 9 : Indicative summary of types of organisation and their roles

Organisation Principle roles of organisations in relation to ICT development

33 On the Development Gateway http://www.developmentgateway.org/
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Organisation Principle roles of organisations in relation to ICT development
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The Global Information and Communication Technologies Department

(GICT)

GICT is a joint department of the World Bank and the International Finance
Corporation (IFC). Bringing together IFC’s experience in private sector investment
transactions and the World Bank’s expertise in policy and regulatory matters, GICT
promotes access to information and communication technologies in developing coun-
tries. Working with both the public and private sectors, GICT serves as the World Bank
Group’s core department for research, policy, investments and other programs related
to ICTs in developing countries. GICT provides governments, private companies, and
civil society organizations with the expertise and capital needed to develop and apply
ICTs to reduce poverty and foster development.

GICT also helps to coordinate the World Bank Group’s relations and partnerships
with other donors, international organizations and non-government organizations in
the area of ICT for development. This includes close working relationships with a
number of regional telecommunications associations and United Nations agencies such
as the International Telecommunications Union.

United Nations Development Programme (UNDZP)

UNDP3, which operates as the UN’s global development network, linking and
coordinating global and national development efforts, has more substantial funds than
most UN agencies at its disposal to implement longer-term projects in partnership with
other private and public sector donors. UNDP has been a pioneer in ICT for devel-
opment through global initiatives such as the Sustainable Development Networking
Programme (SDNP), the Small Islands Developing States Network (SIDSNet), the
Cisco-UNDP Network Academies programme; regional initiatives such as the Asia

Pacific Development Internet Programme (APDIP) and the Internet Initiative for
Africa (ITA).

UNDP’s strategy focuses on upstream policy advice to help countries design a stra-
tegic approach to ICT as an enabler for development and link it to Poverty Reduction
Strategies (PRS) and related development focus processes. This is complemented by
support to the implementation of priority programmes based on a multi- stakeholder
approach and innovative national and global partnerships to secure additional resources
and expertise.

UNDP created a dedicated ‘ICT for Development (ICTD) Trust Fund’ as a flexible
mechanism to support ICT activities. In 2005 the fund had received contributions of
over $7 million dollars and started financing new ICTD programme activities in over
20 developing countries, on a demand driven basis.

The Partnership for Higher Education in Africa

The Carnegie Foundation, the Ford Foundation, the John D. and Catherine T.
MacArthur Foundation, and the Rockefeller Foundation launched the Partnership
in May 2000 as a mechanism to provide meaningful assistance to the rehabilitation of
higher education in Africa. Between 2000 and 2005, the founding partners contributed
more than $150 million to build core capacity and support special initiatives to further
the development of higher education in six African countries: Ghana, Mozambique,
Nigeria, South Africa, Tanzania, and Uganda. Kenya became a Partnership country in

34 http://www.undp.org/
35 http://www.foundation-partnership.org/
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2005 and Egypt and Madagascar in 2006.

Two additional foundations, the William and Flora Hewlett Foundation and the
Andrew W. Mellon Foundation, joined in 2005 and the Partnership was re-launched
for a second five-year period. The six foundations pledged a minimum of $200 million
up to 2011. One major initiative has been to supply cheaper and more reliable Internet
access to Partnership grantees (university institutions) through a bandwidth consortium.
In 2007 the Kresge Foundation also joined the Partnership.

‘When two or more of the foundations agree to support an activity, it is called a “Joint
Partnership Initiative.” Included in this category is grant support for partner country
case studies on higher education, ICT/bandwidth connectivity and management, ana-
lytic work on global trends, and efforts by university leaders to identify common chal-
lenges across countries. In addition to joint initiatives, each Partnership member works
directly with individual grantees in the nine countries, according to each foundation’s
mission, priorities, and geographic mandate. Funding decisions are made independ-
ently by each foundation using its normal mechanisms for review and decision-making.
Grants include support for institution building, specific departmental activities, and
strengthening national and regional higher education institutions.

EDULINK

EDULINK? is the first African-Caribbean-Pacific (ACP) — European Union (EU)
Cooperation Programme in higher education. It aims to foster capacity building and
regional integration in the field of higher education through institutional network-
ing, and to support a quality higher education system that is relevant to the needs of
the labour market and consistent with ACP socio-economic development priorities.
EDULINK is open to all countries of the ACP states and to the 15 EU Member States
that are signatories to the gth European Development Fund (EDF). Although ICT
development is not a specific target of the EDULINK programme, there is plenty of
scope for development of ICT-related activities to be included in, or made the focus of
joint projects submitted by ACP and European higher education institutions, which are
identified through open calls for proposals (the next one being imminent in June 2007).
Networks of institutions can submit proposals that will increase institutional capacity
and promote the transfer of know-how at three levels: institutional capacity building of
ACP higher education institutions in support of policy, management, planning and ad-
ministrative capacity; institutional cooperation to maximise academic relevance in the
regional or sub-regional context; research and technology capacity building to improve
academic and teaching excellence.

infoDev

infoDev* is a multilateral fund run by the World Bank aimed at co-financing ini-
tiatives in developing countries or countries in transition using ICT, with the funds
provided by France, Japan, Canada, Italy, Finland, Sweden and the United Kingdom.
Since its creation, infoDev has grant-financed projects (up to a recent total of $22 mil-
lion) by public institutions, NGOs, universities and international organisations, in the
areas of online administration, health (remote medicine), education (remote education,
equipment for universities and schools), the environment, e-commerce, telecommu-
nications and rural development. Funds have been used to strengthen infrastructure,
training, the reinforcement of legal frameworks and the development of innovative

36 http://www.acp-edulink.eu/
37 http://www.infodev.org/
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Internet applications. It also launched ‘country gateways’ that allow development spe-
cialists to share their experiences, and it funds the Global Knowledge for Development
(GKD) e-mail discussion list3®.

International Development Research Centre (IDRC)

IDRC#* is a Canadian crown corporation that supports the use science and tech-
nology to find practical, long-term solutions to social, economic, and environmental
problems faced by developing countries. Support is directed toward developing an in-
digenous research capacity to sustain policies and technologies that developing coun-
tries need to build healthier, more equitable, and more prosperous societies. IDRC also
supports networking and knowledge sharing between scientific, academic, and devel-
opment communities in Canada and developing countries. IDRC works collaboratively
with many leading development agencies, including the CIDA, DFID, as well as private
sector partners, including Microsoft Corporation.

The Centre supports research under the broad themes of:

* environment and Natural Resource Management (ENR M);

* information and Communications Technologies for Development (ICT4D);
* social and Economic Policy (SEP); and

* innovation, Policy and Science (IPS).

Organisations facilitating and disseminating best practice, etc

There are a number of international organisations that specialise in researching and
disseminating best practice relating to many aspects of education in general and higher
education in particular. The use of ICT in education (and in development in general)
is almost a cross-cutting issue, with some specialist networks taking a more focused
approach. This category of organisations usually rely on external sources of funding
— from development agencies and donor country governments — to supplement their
operational budgets and engage in project-based activities.

In this category, also, are the many ICT-related regional networks, examples of
which include TENET — the Tertiary Education Network — in South Africa*,
UbuntulNEt Alliance*, also in Africa, and DIRSI** - Dialogo Regional Sobre Sociedad
de la Informacién — for Latin America and the Caribbean.

UNESCO

UNESCO#* is not a donor agency but a facilitating and support agency, without
significant grant-making or funding capacity. It facilitates — sometimes very effec-
tively — a wide range of networking, training and ideas exchange events and forums
through its HQ and field offices. The total activities budget for the Communication
and Information Sector (worldwide) was, for example, US $24 million in the biennium
2004-2005, which included almost US $10 million from ‘extra-budgetary resources’
provided by e.g. collaborating bilateral agencies. Collaboration and cooperation with
UNESCO in the field of ICT might be said to add a particular stamp of authority and
veracity to activities.

UNESCO embraced ICT concepts and activities many years ago in its library and
information support programmes — ‘empowering people through the free flow of ideas
by word and image, and by access to information and knowledge’ — and it is the only

38 http://www.edc.org/GLG/gkd/invitation.html/

39 http://www.idrc.ca/en/ev-1-201-1-DO TOPIC.html/

40 http://www.tenet.ac.za/

41 http://www.ubuntunet.net/

42 http://www.dirsi.net/english/

43 http://portal.unesco.org/education/en/ev.php-URL_ID=44351&URL_DO=DO_TOPIC&URL_SECTION=201.html
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UN body with a mandate for higher education. The Communication and Information
Sector and the Education division both cover ICT issues of interest to higher education
and research. UNESCO runs the Observatory on the Information Society.

The Commonwealth Network of Information Technology for Development

(COMNET-IT)

COMNET-IT* is a network organisation whose mission is to foster the building
and enhancing of institutional and human networks through the mediation of compu-
ter communication networks. The organisation facilitates the brokering and funding of
IT-related projects, develops Internet-based services and engages in capability building
through policy and training workshops. COMNET-IT works primarily within British
Commonwealth member countries to support activities related to the policy-development
and capability-building in implementing, managing, and using new information and
communications technologies. The Commonwealth Secretariat sponsors the network.

Commonwealth of Learning

The Commonwealth of Learning (COL)# is an intergovernmental organisation cre-
ated by Commonwealth Heads of Government to encourage the development and shar-
ing of open learning/distance education knowledge, resources and technologies. British
Commonwealth governments finance COL’s core operations; currently its six major
funding contributors are Canada, India, New Zealand, Nigeria, South Africa and the
United Kingdom.

COL partners with donor and recipient governments and agencies on specific pro-
grammes and projects, and works co-operatively with national and international, public
and private development agencies, non-profit organisations, and development banks.

Association for the Development of Education in Africa

ADEA“ is a forum for policy dialogue on education policies. One of its major objec-
tives is to encourage exchanges and reinforce links between ministries of education and
development agencies.

Its activities also focus on enhancing institutional and technical capacities within
Africa by establishing networks for the sharing of information and the dissemination of
successful strategies and innovations. Within this context, ADEA fosters regional, sub-
regional and cross-country exchanges as well as partnerships with civil society institu-
tions. ICT issues, as one would expect, form a significant focus of activities.

ADEA is funded through the membership fees that development partners are re-
quired to pay in order to be a member of the Steering Committee, and through grants
provided by development agencies which are either earmarked for specific working
groups or activities or go into the general budget.

® The landscape of ICT and development

The landscape in which VLIR-UOS might position itself, therefore, can be repre-
sented, as in Figure 2 below, in two dimensions with one axis for funding vs. seeking
funds and one for primarily facilitating ICT-related activities vs. primarily supporting

44 http://www.comnet-it.org/index.html
45 http://www.col.org/colweb/site
46 http://www.adeanet.org/
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Higher Education cooperation. Organisations with significant track record or specialism
in ICT work are highlighted in colour, including VLIR-UOS itself, unique among the
other bilateral and multilateral organisations supporting international cooperation in
higher education and research, such as the Association of Commonwealth Universities,
NUFU in Norway and NUFFIC in the Netherlands, in its focus on ICT related devel-
opment in ten year PPs.

Figure 2 : Schematic landscape of ICT and development
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There are three ways in which VLIR-UOS could develop a higher profile and more

proactive position in this landscape, indicated by directional arrows in Figure 2:

A. developing closer relationships with the major development funders, such as the de-
velopment banks and leading bilateral donors to education;

B. working actively with TUC partner institutions in the South to participate in project
proposals in response to calls or applications for grant funding;

C. collaborating actively with other higher education and research cooperation organi-
sations and ICT networks to develop joint projects and programmes for potential
funding.

All of these options could be pursued simultaneously, if resources are available,
and each has both policy and operational implications for VLIR and the VLIR-UOS
Secretariat, which we can only flag up in the following elaboration of the options.

A Developing closer relationships with the major develop-

ment funders

In engaging with the principal donor agencies in education — the development banks
and the major bilateral donors that collaborate closely with the banks — there are three
areas of potential activity for VLIR and VLIR-UOS:

I. research and familiarisation with World Bank and other development bank struc-
tures, policies in higher education, key areas of research and investment, geographi-
cal focus in the medium-term

2. engaging in dialogue with the various development Banks, depending on geographi-
cal interests;

3. possible collaboration in the early review and preparation stages of higher education
loans in VLIR-UOS IUC countries, contributing expert perspectives on ICT devel-
opments as fee-earning consultants.

Inputs required of VLIR-UOS would include:

* commitment of considerable staff resources in researching World Bank and other
organisations’ programmes, policies and strategic directions;

* initial commitment of staff and money in developing dialogue with the Banks’
personnel, through conferences, meetings and in-country contacts;

* active positioning of VLIR institutions and/or individual staff members as poten-
tial consultants and experts in World Bank and other country and sector reviews
and project preparation missions.

Outcomes of these efforts could potentially be:

* higher international profile of VLIR and VLIR-UOS in relation to ICT devel-
opments in higher education (likely to be a growth area of international donor
investment in the medium term);

* stronger position of VLIR-UOS to influence and coordinate with other develop-
ment partner initiatives in ICT-related fields, and to influence government higher
education and ICT policies and strategies;

* coordination of Partner Programme plans and investments with World Bank and
other bank loan funding inputs in institutional strengthening.
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These inputs and potential outcomes could position VLIR-UOS firmly in the role
of a specialist ‘development agency’. The key questions for consideration by VLIR and
VLIR-UQOS are:

* Is such a development agency role appropriate to the VLIR and VLIR-UOS

missions?

* Would Flemish/VLIR institutions be interested in, and benefit from, developing
an active expert role in relation to the programmes of the major development
banks? There are, for instance, several examples of universities and university con-
sortia becoming centres of expertise upon which the development Banks regularly
draw — the University of Pittsburgh in the USA, for instance, and Simon Fraser
University and other British Columbia institutions in Canada.

* Would the required initial investment and the ongoing cost of increased adminis-
trative capacity (presumably in VLIR-UOS), be balanced by the value of the suc-
cessful outcomes (in terms of both financial gain from fees and added value from
the higher profile etc)?

B Working actively with IUC partner institutions in
the South to participate in the development of project
proposals
Here the focus would be narrower, in which VLIR-UOS could decide, with its ITUC

partner institutions in the South, on both geographical and developmental priorities and

seek to identify opportunities for external collaboration and co-funding. This would

require:

1 research into and familiarisation with the range of potential external partner and
funders specialising in ICT and development;

2 engaging constructively with these external agencies to raise awareness of VLIR-
UOS activities, track record and expertise;

3 potential collaboration with external partners in activity streams such as interna-
tional conferences and workshops, and

4 collaboration with South partners in the preparation of proposals for funding tar-
geted at the specific interests of external funders.

Inputs required of VLIR-UOS would include:

* initial commitment of staff resources in researching and engaging with external
partners and funding organisations;

* ongoing commitment of financial and staff resources in responding to opportuni-
ties for collaboration with external partners;

* ongoing commitment of staff resources to work with [UC partners in the South
in developing and delivering project proposals for external funding (this is already
being done at institutional level to respond to EDULINK calls).

Outcomes of these efforts could potentially be:

* higher profile of VLIR and VLIR-UOS in relation to ICT developments in high-
er education among higher education funders and ICT networks (such as the
Foundation Partnership, UNESCO and COL) and synergies with transversal ac-
tivities (see recommendations in paragraph 4 below);

* stronger position of VLIR-UOS to coordinate and benefit from synergies with
other partners in ICT-related fields;
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* co-funding opportunities in Partner Programme plans and continued
collaboration with past South partner institutions using external funding.

These inputs and potential outcomes would position VLIR-UOS as a facilitator
and project participant within a specialist area. The key questions for consideration by
VLIR and VLIR-UOS are:

* Would Flemish/VLIR institutions be interested in, and benefit from, developing
these extended links with external development funders and taking advantage of
new opportunities?

* Would the required initial investment, and the ongoing cost of increased adminis-
trative capacity (presumably in VLIR-UOS), be balanced by the value of the suc-
cessful outcomes (in terms of continued involvement in externally funded projects
and added value from the higher profile etc)?

C Collaborating actively with other higher education and

research cooperation organisations and ICT networks to

develop joint projects

VLIR-UOS occupies a unique position among other bilateral and international or-
ganisations focused on North-South cooperation in higher education and research: no
other such organisation has made such sustained investments in ICT infrastructure de-
velopment and capacity building at institutional level. However, several such organisa-
tions frequently work concurrently with VLIR-UOS IUC Programme partners and
there is potential in VLIR and VLIR-UOS initiating closer coordination and collabora-
tion at both institutional and transversal levels. This would require:

I research into and familiarisation with the range of organisations and programmes
that support international cooperation in higher education and research;

2 engaging in constructive dialogue with these various organisations at policy, plan-
ning and programming level to raise awareness of VLIR-UOS activities, track record
and expertise and explore potential for collaboration and coordination;

3 potential collaboration with one or more organisations in funding or seeking funds
for transversal initiatives, such as ‘technology watch’ mechanisms, conferences and
workshops.

Inputs required of VLIR and VLIR-UOS would include:

* initial commitment of staff resources in researching and engaging with organisa-
tions supporting international cooperation in higher education;

* ongoing commitment of financial and staff resources in developing ideas for, and
responding to opportunities for collaboration.

Outcomes of these efforts could potentially be:

* stronger position of VLIR-UOS to coordinate and benefit from synergies with
other partners in higher education and research;

* co-funding opportunities, or joint lobbying for external funding to support trans-
versal initiatives in ICT-related areas;

* better coordination of international cooperation inputs at South partner institu-
tional level.
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These inputs and potential outcomes would position VLIR-UOS as a facilitator and
leader on ICT-related issues in higher education and research. The key questions for
consideration by VLIR and VLIR-UOS are:

* Would VLIR-UOS be interested in, and benefit from, developing collaborative
links with other bilateral organisations supporting cooperation in higher educa-
tion and research?

* Would the required initial investment and the ongoing cost of increased admin-
istrative capacity (presumably in VLIR-UOS), be balanced by the value of the
successful outcomes (in terms of increased profile for VLIR-UOS and potential
for sharing costs of transversal activities)?

* Would VLIR-UOS IUC South partners benefit from better coordination between
their international academic cooperation partners? Or would they prefer that co-
ordination of activities were done at their institutional level, as at present?
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Socio-economic aspects

Our analysis of the socio-economic aspects of VLIR-UOS support to ICT related
projects in South institutions includes:
* consideration of what constitutes ‘value’ and an assessment of current ‘value add-
ed’ in terms of quantifiable effort on the part of individuals.
* consideration of the impact on ICT-related projects within PPs of the current
financial model used to mobilise expertise from Flemish universities, including
sustainability issues.

® value considerations

Added value

In the Terms of Reference for this evaluation VLIR-UQOS states “apart from VLIR-
UOS funding, the ability to mobilise expertise on the basis of marginal cost ....... adds
great value to the current modality of cooperation”. This indicates two assumptions:
that ‘value’ equates with ‘low cost’; and that the expertise mobilised from the Flemish
partners is ‘added value’ to the VLIR-UOS funded activities, rather than an integral
part of the VLIR-UOS ‘offer’. The evaluation team was asked “to assess the value of
the expertise thus mobilised by VLIR-UOS over the life time of the full range of [IUC

activities”.

These expert inputs can be categorised as:

1. academic or technical assistance in visits to the South partner country from
Flemish experts.

2. academic or technical assistance (e.g. training courses, correspondence, technical
input over the internet, monitoring and mentoring) in Belgium from Flemish
experts

3. project management activities by Flemish Project Leaders in country and in
Belgium

Since no formal time logging procedures have been adopted, there is no quantita-
tive data from staft in Flemish partner institutions who have been involved in providing
expert inputs to projects, or from South partner institutions receiving their inputs.

Indicative data is available from some (not all) project Annual Activity Reports
(AAR) and Activity Programmes (AP), which are, in any case, only available from
2001/2002 onwards. These have allowed estimates to be made of the number of days
that Flemish ‘experts’ spent in country per year on project support activities. These same
sources also give some indicative data on the number and extent of training workshops
and other events, and work placements for staft from the South in Belgium to which
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expert Flemish staff have contributed their time and effort. From these data it has been
possible to derive estimates of total expert effort (person-days).

However, these estimates need to be treated with considerable caution. We have,
for instance, tried to separate out ‘expert’ inputs by Project Leaders and effort spent in
country on their project management activities, but it has not always been possible from
available sources to differentiate between these two kinds of input. Data on length of
in-country visits is not always specific in APs and AARs— for instance, the term ‘one
week’ is used which could be § days or 7 days. We have also assumed that each individu-
al expert spent time and effort in preparing and following up on their country visits and
we have factored in an additional 10% of their in-country effort to account for this.

Table 10 below presents these estimates for all the ICT related projects in a sample
of PPs. Figures for the years prior to 2001, for which there is no data at all, have been
estimated based on subsequent years and overall patterns observable in first and second
phase PPs. In so far as it is possible to differentiate, these figures do not include country
visits by research students or by staff as promoters of Ph.D. projects.

Table 10 :
Estimates of expert effort on ICT related projects in sample PPs.

Estimated
A additional
Estimated B effort.(cor-
effort on Estimated respond- Estimated
missions to | effort for /‘'ence, men-  efforton Average
South part- ~ 'mission toring etc) - ' training _Total esti- ' 5 || humber
ner by Flem-, | preparation_ ' "hy Flemish - * /courses | * | mated effort! -ofi‘expert
ish Project . /report- Project | by Flemish = by Flemisli_ ‘| days’ in ICT

]

Partner Leaders / writing - - % + | Leaders /"', trainersin; ; Iinstitutional . -projects i * |
Programme experts (Ax10%). |  experts i " ‘Belgium experts ' Pf.p_ev_ry;af'

47 Data only for Phase 2 of the Programme
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Despite the caveats about the accuracy of these figures, we believe they can support

two interesting conclusions:

* Overall Flemish experts have not actually contributed a very high volume of
expert effort to the ICT-related projects on an annual basis. This is supported by
anecdotal evidence from field missions where South partners have expressed re-
gret that Project Leaders and other expert team members were not able undertake
advisory visits more than once or, at most, twice a year.

* The figures suggest that UCLV has been in receipt of a much higher volume of
expert effort; this is almost certainly due to a) the high number of ICT related
projects in the PP (four in contrast to the more typical one or two), b) two of
those projects focusing on academic and research interests rather than institutional
strengthening.

Market value

The added value for the expert inputs to the ICT projects can be expressed in mon-
etary terms, based on an average of 60 person-days of expert advice per year per PP and
using consultancy fee rates common within the education sector in Europe at the time.
Such a calculation indicates that the ‘added value’ of expert inputs to each PP per year
was around €22,000 in 1997 and around €42,000 in 2006.

To put it another way, if the mobilisation of 60 person-days per year of ICT related
expertise had been a fully integrated cost within IUC PP budgets between 1997-2006,
the PPs would have needed approximately an additional €310,000 over a full ten-year
programme.

Value for money

Of course, value is determined by the quality, relevance and timeliness of the expert
input as much as by the sum of money paid for it or not; and ‘value for money’ usually
implies an assessment of the return on investment (outputs and outcomes). Under the
current IUC model of mobilisation of it is impossible to assess the value of expert inputs
from Flemish partners in these terms, since there were no documented objectives or
TOR for expert inputs, no transparent selection procedures to ensure relevant exper-
tise, and no evaluation procedures to ensure fulfilment of TOR or assess outputs.

® Project impact / limitations of the model of mobilising expertise

The impact of the current model of mobilising expertise on ICT related projects,
especially for institutional strengthening rather than academic research projects, is lim-
ited by a number of factors:

* Because staff time is not bought out there is little incentive for Flemish universities
to engage wholeheartedly in institutional strengthening projects: this has resulted
in some projects benefiting from very minimal Flemish expert interventions.

* The financial model does nothing to encourage the involvement of a range of
Flemish staff or research students; in most ICT-related projects only the Project
Leader, supported possibly by one other team member, has been involved in visits
to the South partners and in the provision of advice at other times. There has been
heavy dependence on a few key individuals.
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* With no fees exchanged there are no formal specification, selection, monitoring
and assessment procedures in place for expert inputs, and therefore no account-
ability or transparency: inputs are generally not related to any objective assessment
of project or institutional need for external expertise, but related to the ability of
the Project Leaders and other experts to make a subjective assessment of needs and
make their time available.

* South partners are disadvantaged by this lack of accountability and transparency,
making them over dependent on the individual goodwill and dedication of key
Flemish experts and undermining efforts to make their projects ‘demand-led’ and
encourage local ‘ownership’.

We emphasise that the impact of interventions and projects themselves may how-
ever still be real and important, even if not measurable or limited by the factors listed
above.*

48 E.g. in ESPOL, visits of Flemish experts were limited, but very accurate and had real influence, especially during
the first phase of the project. Also at UNZI, a range of focussed expert missions were described and recorded as very
effective.
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Conclusions and recommendations

o
a

The VLIR-UOS IUC Programme has been unique among development-funded
initiatives in its long-term partnership commitment to developing ICT infrastructures,
capacity and services within universities. The Programme has contributed significantly
to the development of regional capacity and experience, particularly in Africa. We be-
lieve that the identified strengths of the IUC Partner Programme approach can be pre-
served, and successful outcomes and experience to date built upon through improved
programming and planning modalities, wider inputs in terms of expertise and capacity,
and complementary mechanisms for implementation which can better adapt to chang-
ing circumstances.

® Planning and programming

Within each Partner Programme, the TUC Programme currently relies on the
‘project approach’ to planning and management to deliver individual projects. In this
approach outputs and concrete deliverables are prioritised over outcomes and impact.

We recommend that VLIR-UOS introduce a ‘programme approach’ to the plan-
ning and management of ICT related activities within Partner Programmes, which
prioritises outcomes and benefits, not outputs, and which would better suit the evolving
and pervasive nature of ICT in higher education.

® Attention to end-user issues

We recommend that VLIR-UOS partner institutions, supported by the ICT/OLL
and library development expert groups, review and consider strategic options, and
choice of interventions that will increase the active involvement and engagement of
end-users in the roll out of ICT within institutions, and make these kinds of interven-
tions the priority for current and new Partner Programmes. This may necessitate the
revision of current activity plans and a re-assessment of the kinds of expert inputs and
resources that will be required. This issue is revisited from various perspectives in the
following paragraphs.

® Widening the expertise and capacity base

We recommend that VLIR-UOS considers options and introduces incentives to
widen the expertise and capacity base upon which the Partner Programmes may draw
appropriate inputs. This would include consideration of the use of international experts
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and consultants, as well as drawing more effectively upon the expertise of the Flemish
and South Partners. It would also include consideration of sourcing training and ac-
ademic courses outside Flanders. This widening of access to international expertise
would also allow better alignment with inputs from other donors and development
partners.

We summarise below a number of issues for consideration relating to harnessing ad-
ditional resources and sources of expertise:

Mobilisation of Flemish expertise on the basis of marginal cost

We conclude that the current model of mobilisation of Flemish partner expertise
and input into PPs on the basis of marginal cost is flawed in relation to ICT-related
activities.

We therefore recommend that this model should be abandoned as the default posi-
tion. We also recommend that regardless of any current or future financial model or
funding modalities deployed, accountability and transparency within PPs needs to be
increased, particularly in relation to institutional strengthening activities where mutual
interest and the ‘partnership’ model is more difficult to sustain. Primarily, the current
model of ‘partnership’ lacks the mechanisms for mutual accountability and transpar-
ency, the basis for partnerships of equality. Specifically we recommend that all time
and effort spent on delivering the agreed project inputs by Flemish Project Leaders and
other experts, as well as any South partner inputs not fully covered by project budgets,
should be logged and costed (in person/days) in some transparent way, even if no money
changes hands at institutional level.

Introducing elements of outsourcing

We recommend that, in principle, ICT related expertise be drawn from anywhere
in the world, including the Flemish/VLIR institutions, if it meets the appropriate se-
lection criteria and is affordable. Although this appears to challenge the collaborative
nature of the VLIR-UOS IUC Programme, we believe that input from non-VLIR
institutions will be essential to sustain high quality contributions ICT development in
South partner institutions.

Where there is an identified need for, for instance, ICT infrastructure work, it does
not follow per se that collaboration with Flemish/VLIR institutions in PPs provides the
most effective, efficient or even appropriate response to this need. We recommend that
South partner universities can and should act as ‘senior owner’ of the identified problem
or need and selection of the process by which it might be addressed. VLIR-UOS IUC
partners (North and South) can provide considerable expertise to support this process
- in analysing needs, in institutional embedding of technologies, in helping to develop
conditions for use and uptake, and in benchmarking, monitoring and evaluation.

We recommend that VLIR-UOS consider alternative development and imple-
mentation routes for ICT infrastructure components, including outsourcing based on
competitive tenders in which the South partners take a major role. Flemish partner
institutions may provide the advisory inputs to help South partners identity needs and
requirements, but may not be the most appropriate or affordable solution to implement
and enable the institutional changes and impacts sought.
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Renewing the advisory structures for ICT issues

In parallel with the efforts to mobilise increased and more varied expertise in the
programmes, the ICT/OLL Group also should be reconsidered and developed. The
increased emphasis on end-user issues and institutional embedding of ICT practices
should be accompanied by renewed efforts to attract new and differently focused mem-
bership. We recommend that an advisory group should be much more cross-discipli-
nary and representative of ICT application in different contexts, implying the inclusion
in one group of library experts, learning technology and pedagogy (ICT champions
from different disciplines), administrative staff people using systems, etc. The diversity
of expertise may, over time, require a more specialised sub-committee structure.

The composition of the advisory group should reflect the realities of ‘ICT conver-
gence’. We recommend that, to be effective, the group should not be based solely
on static group representation, but on acknowledged and appropriate expertise. Group
membership need not necessarily be permanent, nor does it necessarily need to be re-
stricted to staff from Flemish universities. A more structured group composition, with
clearly articulated roles, responsibilities and modest resources is indicated. Some remu-
neration or other form of recognition from Flemish/VLIR universities of the effort
that members put in, as well as similar incentives for external experts to join, should be
considered to assure quality and improve accountability.

® Mechanisms in support of ICT developments

The key to improved quality and effectiveness of ICT related activities within the
IUC Programme is, we believe, the utilisation of structures and mechanisms comple-
mentary to PPs that can benefit all partners involved (North and South). In the first
instance we recommend that South-South collaboration be properly investigated and
resourced to enable the implementation of a structured and effective programme of
activities drawing on past and present IUC partners and other national and regional
organisations and expertise.

We further recommend the development of a transversal programme that can re-
spond to emerging training and capacity building needs. In the following paragraphs we
describe the possible shape of such a programme and its relationship with PPs.

Partner Programmes or Transversal Programme

As we demonstrate in Section 3 paragraph 8 (figure 2), in programming and plan-
ning ICT interventions IUC partners may identify an intrinsic rationale or advantage
in addressing South partner needs within a PP, collaborating with Flemish institutions.
Typically we would expect such advantage or benefit to be based on the specific and
/ or unique Flemish partner university expertise, experience or academic offer, which
matches precisely the requirements and priorities of the South partner.

In other cases this rationale and advantage will be less evident, and the current IUC
Programme modality does not easily allow for different approaches. Examples of such
cases are ICT technical infrastructure work in projects that has been addressed and
funded within the TUC PPs. In these cases the North partners may be better placed to
offer valuable inputs in relation to ‘information’ and ‘knowledge’ - resources, processes
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and products - rather than the technology and systems; in advising and mentoring on
the formulation of South partner needs and assisting with the institutional embedding
of ICT in research, learning and teaching.

We recommend that those types of ICT inputs that make optimal use of Flemish
partners’ expertise and strengths (i.e. their identifiable comparative advantage over al-
ternative actors and sources of support) should be considered as the primary objec-
tives for planning and programme formulation and implementation in an IUC PP,
and used as criteria in assessing whether IUC PP or a transversal programme activity
would constitute the most appropriate mechanism for meeting South partner needs and
priorities.

We recommend that VLIR-UOS considers putting in place sufficiently flexible
alternative mechanisms to respond to prioritised South partner needs where those are
deemed not to match the priorities, ‘mutual interest’ or possible financial return of
Flemish VLIR partners within a PP.

We propose a model for a Transversal Programme that will significantly build on a
balance and interplay between:

* refocused and strengthened IUC Partner Programme ICT inputs and activities,
which by definition accord an important role to Flemish partners, and

* an expanded ‘Transversal ICT Programme’, which can also utilise Flemish inputs
but combines this with the explicit ability to source, channel and combine ex-
pertise, capacity and other contributions from a much wider range of sources and
actors internationally.

An indication of content and scope for re-focussed Partner Programmes alongside a
Transversal ICT Programme is presented in Table 11 below, based on the evidence from
our investigation and reflecting the current situation and trends.

The Transversal ICT Programme

We use the phrase ‘Transversal ICT programme’ in a wide sense, which can encom-
pass alliances (like the ones with INASP and CTG), cross-cutting training or aware-
ness-raising initiatives (like the workshops and training courses currently labelled as
transversal), or commissioned works and services. We also emphasise that over time the
content of an overarching transversal programme will change, reflecting the evolving
partner needs, trends, opportunities and insights. It is crucially important and we rec-
ommend that mechanisms be put in place to scope, plan, manage, evaluate and revise
the content of a Transversal ICT Programme, and its relationship and alignment with
the IUC Partner Programmes on an ongoing basis. Ideas for potential content for a
transversal programme — focussing on short courses and workshops - have been listed in
Section 3 under ‘Knowledge and capacity gaps and needs’ above. A possible indicative
scope is presented below.
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Table 11 :
Indicative scope of Partner Programmes and a transversal programme

Partner Programmes Transversal ICT Programme

Ensuring continued relevance

To make decisions on programming elements and themes the Transversal ICT
Programme will have to draw evidence from the partner programming dialogue, from
VLIR-UOS advisory groups and from additional expert inputs. We recommend that
it should primarily be up to the South partners, supported by their Flemish counter-
parts, to decide what their needs are in terms of training and capacity building and what
mechanisms are best suited to meet those needs. Commonalities across programmes
mean that much technical and ‘technology watch’ activity can be more effectively de-
livered through a Transversal ICT Programme. To ensure that a transversal programme
can continue to align itself with new trends and opportunities, we recommend that it
incorporate an explicit and resourced ‘Technology Observatory’ element— which in a
simple form might consist of individually commissioned studies to investigate specific is-
sues (based on expert advice or proposals). It might also take the shape of an ‘outsourced
service’ with a more active remit to monitor developments and disseminate knowledge
and information among IUC partners, more in line with the much-discussed, though
not yet defined or operationalised, ICT online forum for VLIR-UOS IUC partners.

Processes not content
We propose that it is not so much the content of a ‘transversal’ ICT programme that
VLIR-UOS needs to start scoping, but the processes that will determine

* What types of activity at any given point in time are allowable under, or even
priorities for a transversal fund which complements the funding of traditional
IUC PPs?

* What resources (skills, capacities) can VLIR-UOS mobilise to respond to the
articulated ICT needs of South partners, across funding modalities and alliances?
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* How can these resources be maximised in support of the IUC programme in
general and ICT institutional strengthening in particular?

The actual set of activities funded from a Transversal ICT Programme budget should
be determined by evidence of shared or similar needs, cost-effectiveness and efficiency
of response and IUC partners’ ability and capacity to respond to needs through the
normal [UC PP model.

Fairly clear messages were given at the May 2007 ICT workshop — from both North
and South partners that one of the advantages of the traditional IUC PP model is that
it gives a feeling of ownership, with the ability to develop a customised response and
to develop relationships of trust over time. We are not arguing against any of this. In
fact, it strengthens us in the belief that it is important to enable a transparent process
of matching partners’ ICT requirements flexibly with the best possible set of responses
from multiple sources— e.g. from one or more Flemish partners through ITUC PPs and
other modalities and mechanisms; from any current or ex-IUC partners; or from third
parties.

A process model

We propose a process model for an active, facilitating role for the VLIR-UOS
Secretariat in matching demand with possible supply, based on a systematically kept
data of needs (demand) and possible responses (supply). We assume that VLIR-UOS
will allocate capacity to actively develop and maintain this database. The model is pre-
sented schematically below and discussed in more detail with illustrations from different
potential scenarios. Key in this process approach is that there is no set prescription as to
what type of activity can be funded from the transversal fund — this should be able to
reflect changing patterns of demand at any given time. In this sense, Table 11 is only
indicative, reflecting our professional opinion on prioritise areas for consideration when
a transversal fund is initiated. The key to unlock this is to have good and complete data
on both supply* and demand, which is regularly updated. We recommend that VLIR-
UOS consider the development and maintenance of such a database.

49 Including registration of capacity, skills etc. of Southern Partners
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Figure 3 : The process model
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Scenario 1 — ICT needs defined as part of an IUC PP call response

In this scenario ICT needs have been identified during the match-making and (pre-)
programming stages for a Partner Programme (PP). It is possible that the partners may
want to consider addressing these needs with inputs external to the partners themselves.
The type of input (expertise, infrastructure, training etc) is defined and this DEMAND
is registered with VLIR-UQOS. In some cases the DEMAND can be met by an already
known offer of potential SUPPLY. E.g. ‘CDE may be able to provide the required type
of equipment’ or ‘University ABC has registered an interest / availability to provide the
required type of expertise’.

Discussions will be initiated between the supplying and requesting parties to take
this forward. VLIR-UOS can support this process. Supply for the service can, if allow-
able within the IUC rules for the call, be provided from the PP budget, and the supplier
may even be asked to join the proposed PP.

Alternatively the supply can be defined as part of a separate but linked funding
request to a transversal fund. Transversal funding allocated through this route will re-
main conditional on the PP proposal being successtul. But it is also possible that early
Transversal ICT Programme funding is used to develop, in a relatively short time, the
conditions that will allow a full PP to go ahead.

If no source of supply is known which can meet a request, the requirements and re-
quested inputs can be published separately or as part of a wider call for experts or inputs
by the PP and VLIR-UOS.

Scenario 2 — Additional ICT needs identified during or after an active PP

In this scenario it is possible that a PP identifies a new ICT related need. It will be
able to act in a very similar way to that described in scenario 1 above. If the PP is unable
to respond to the identified need from its existing resources, it can define and register
with VLIR-UOS the type of input required. The options and processes involved are
similar.

It is also possible that a group of PPs and/or ex partners puts a proposal forward to
address South partner ICT needs. The processes again remain similar to those described
above, with, in this case, funding most probably being sought from a Transversal ICT
Programme fund.

Scenario 3 — VLIR-UOS identified common or similar ICT needs

During its support for activity around the other scenarios, VLIR-UOS may be able
to identify similar requests and requirements, and can consider action to develop a co-
ordinated response, from a transversal fund. This may be based on similar needs identi-
fied more or less at the same time (e.g. in response to the same PP call) or by regularly
analysing the growing body of past and current requests, including those which have
not been met so far. Patterns in requests (areas of high demand) as well as strengths and
gaps in provision can inform:

* decisions to include new or revised action areas in a Transversal ICT Programme

or to repeat a specific action or event;
* continuation of external partnerships and relations with suppliers;
* priority areas for identification of new suppliers or sources of supply.
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The rationale for this could be to ensure the effective use of resources, to develop
economies of scale, if there is a cost associated to the response, or to create opportunities
for mutual learning.

Management issues

We propose that different ‘modalities’ for delivering activities can be catered for

under a Transversal ICT Programme including:

* competitive tenders for expertise and other inputs based on needs of (one or
more) South partners, possibly maintaining the link with specific ITUC Partner
Programmes;

* collaborative initiatives undertaken by partners within the IUC Programme, with
or without additional (full- or part-) resources.

Whether the Transversal ICT Programme sits beside the INASP, CTG, and other
cross-cutting initiatives, or subsumes them is more a matter of labelling and practical
considerations during a transition phase than a real difference. There may be benefits
in not trying to ring fence too many separate transversal budget-lines, as long as the
demand for different types of intervention, action and support is not yet known. We
recommend that allocation of funds to individual budget lines should become a part
of normal and ongoing programme development and management processes. This al-
location may change over time, balancing the supply and demand across the portfolio
of mechanisms.

We recommend that VLIR-UOS consider the approximate size of the Transversal
ICT Programme budget in relation to what is currently available and previously spent
on ICT-related activities within the overall IUC Programme. The indicative scale of
past investment for ICT-related activity in PPs is 25-28% of total IUC Programme fund-
ing (see Section 1 paragraph 2.1 Table 3).

In our view this can be achieved through:

* a further review of available resources, analysis of costs/benefits and cost-effec-
tiveness of activity within PPs as well as current transversal initiatives;

* a properly resourced ICT Steering or Advisory committee, based on the recon-
structed and expanded ICT/OLL expert group, benefiting from clear information
on potential priorities for the transversal programme;

* governance, management and committee structures, with appropriate expert rep-
resentation or input, capable of keeping an overview of both Partner Programmes
and transversal activities, and possibly utilising a dedicated subcommittee
structure.

Another important consideration will be to ensure that design, management and
implementation of the Transversal ICT Programme functions effectively ‘side by side’
with the TUC PPs and provides clarity on the overhead costs and resources involved.

These considerations imply a significant management capacity, which may not cur-
rently exist within the VLIR-UOS Secretariat. VLIR-UOS and VLIR may wish to
explore both in-house and outsourced models of management, depending on the range
of external stakeholders involved and the size of the available budget.
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Funding issues

We propose that it would be practical to keep funding for ‘ICT-related infrastruc-
ture institutional strengthening’ and ‘ICT Technical assistance on infrastructure devel-
opment and maintenance’ (elements 1 and 2 in Table 11 above) in a global ‘pot’, ring-
fenced for s year periods to coincide with PP phases.

This ‘pot’ can be open to all PPs: as part of the programming process, partners
will identify their needs and decide whether and which are appropriate for Partner
Programme and / or Transversal ICT Programme funding. For properly specified and
costed institutional strengthening inputs e.g. infrastructure and equipment (element 1)
a bid for funding can be submitted to the Transversal ICT Programme ‘pot’. If techni-
cal assistance (TA) is required to help partners to research and specify a procurement
proposal, for example, a bid would be made for TA (element 2), which could lead to a
fully specified institutional strengthening proposal. Submissions could potentially also
be accepted throughout the two five year phases of the PP or after, recognising that
needs may become apparent or evolve during and after PP implementation (e.g. bids for
funding for ICT upgrading).

We anticipate that the full range of most PP capacity building needs could largely
be met by a combination of elements 2, 3 and 4 in the proposed Transversal ICT
Programme.

Conclusions on costs

There will undoubtedly be a management overhead and associated costs involved
in expanding and developing better instruments for governance and management in
this model of a Transversal ICT Programme. Although it is impossible at this stage to
quantify these costs, we recommend that these should be considered in the context of
achieving improved outcomes and impacts under both PPs and a transversal mechanism.
Some costs are already absorbed in the current system (by institutions or by individu-
als) but are not made explicit. For reasons of transparency and accountability, and to
strengthen the ability to call on institutions and experts to provide the required inputs,
it is essential that the modalities are properly resourced and managed.

The reality may initially be that less is done within the same funding envelope, but
done to a much higher standard, in less time, properly accounted for and with better op-
tions for reuse and sharing of expertise over time. Also it should put VLIR-UOS in a bet-
ter and more informed position to pursue a range of alliances with third parties to match
expertise, capacity and funding, and thus attract more resources into the overall system.




\/
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APPENDIX 1: TERMS OF REFERENCE FOR THE EVALUATION

The evaluation will generate conclusions that will, among others, allow VLIR-UOS:

* to draw lessons on ICT support activities undertaken to date;

* to take decisions regarding the VLIR-UOS policy on ICT support activities with-
in the IUC programme in general and the feasibility of launching a transversal
ICT programme in particular;

* to develop effective instruments and modalities to optimise ICT support activities
including the pooling and optimal deployment of available experts in North and
South, and the outsourcing of activities;

* to position itself within the landscape of organisations and networks active in the
field of ICT-support services;

These conclusions will be based on:

* VLIR-UOS documents (project related reporting, evaluation reports etc.) site vis-
its and interviews with VLIR-UOS stakeholders

* The knowledge and expertise of the team members

* (Best) practices elsewhere

1. Project Performance

The evaluation is meant to be broad based i.e. cover all VLIR-UOS supported
ICT initiatives since the inception of the IUC programme in 1996 [and] it covers ICT
projects related to infrastructure, research, policy and management and education.

Building on existing evaluation documents as well as additional data collected every
project will be assessed in terms of its performance with special emphasis on impact and
sustainability and needs and opportunities for follow-up in case of (near) phase out.

2. Transversal issues and management thereof to date

The evaluation team will review each cross-cutting event, its preparation, imple-
mentation, follow-up and post-event effects. This will include the activities of the ICT/
OLL expert group and all efforts to date to enhance the networking, the pooling of
expertise etc.

It will include the management by VLIR-UOS of the ‘ICT issue’ given the man-
dates and position of all actors concerned.

3. Needs and opportunity assessment

The evaluation team will assess the needs of current and emerging partners with a
view of identifying the potential of a transversally coordinated ICT programme and/or
range of activities. In this regard regional differentiations could be considered in terms
of the scope and possible alliances in the framework of such a programme.

4. Positioning of VLIR-UOS as actor among existing ICT

support networks and organisations

The evaluation team will collect information on the mission, capacity and activities
of the most relevant international networks active in the field of ICT capacity building
with the aim of possible ways for VLIR-UOS to position itself within the landscape of
donor and technical agencies that are currently active in this field.

ol
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5. Socio-economic assessment

Apart from VLIR-UOS funding, the ability to mobilise expertise on the basis of
marginal cost (VLIR-UOS draws on experts from Flemish universities who do not
receive a fee, only travel, board and lodging costs are being covered) adds great value to
the current modality of cooperation against outsourcing technical services/support to
fully funded third party organisations.

The evaluation team will be requested to assess the value of the expertise thus mobi-
lised by VLIR-UOS over the lifetime of the full range of IUC activities. This calcula-

tion may be an important input in the equitation regarding different models of deliver-
ing ICT support services by VLIR-UOS.

APPENDIX 2: PEOPLE CONSULTED DURING THE EVALUATION

Carl Michiels Belgian Technical Cooperation
David Leyssens Close the Gap

Olivier Vanden Eynde Close the Gap

Martin Belcher INASP

Carol Priestley INASP

Bram Mennes Katholieke Hogescholen Kempen
Jan Du Caju Katholieke Universiteit Leuven
Erik Duval Katholieke Universiteit Leuven
Rene Florizoone Katholieke Universiteit Leuven
Georges Van der Perre Katholieke Universiteit Leuven
Wim Van Petegem Katholieke Universiteit Leuven
Yves Willems Katholieke Universiteit Leuven
Jan De Sitter Universiteit Antwerpen

Egbert de Smet Universiteit Antwerpen

Tom Dhaene Universiteit Antwerpen

Luc Boullart Universiteit Gent

Jeanne Schreurs Universiteit Hasselt

Marc Thoelen Universiteit Hasselt

Peter Delannoy VLIR-UOS

Thierry Foubert VLIR-UOS

Frank Vermeulen VLIR-UOS

Georges Eisendrath Vrije Universiteit Bruissel
Katie Goeman Vrije Universiteit Bruissel

Paul Nieuwenhuysen Vrije Universiteit Bruissel
Arno Libotton Vrije Universiteit Brussel
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Jemal Abafita IUC Programme Jimma University
Manager

Getachew Bayissa Director Library Jimma University

Girum Ketema Director Computer Jimma University
Centre

Kora Tushune Vice President / IUC Jimma University
Coordinator

Gebremedhin Araya Library staff member | Mekelle University

Mulu Bayray Vice President / IUC Mekelle University
Coordinator

Gebremariam Mesfin Director Computer Mekelle University
Centre

Miftah Nurbenur ICT team member Mekelle University

Jan Nyssen Research Coordinator | Mekelle University

Nurhussen Taha IUC Programme Mekelle University
Manager

Laurence Monda VSO volunteer Mekelle University

Alex Muumbo ICT Project Leader Moi University

Violet Opata IUC Programme Moi University
Manager

Stanley Shitote IUC Programme Moi University
Coordinator

Tirong Tanui University Librarian Moi University

Katherine Getao Director Institute of University of Nairobi
Computer Science

Kenneth Mavuti IUC Programme University of Nairobi
Coordinator

Vicky Mbui IUC Programme University of Nairobi
Manager

Andrew Mungai ICT Team member University of Nairobi

Elijah Omwenga Director ICT Centre University of Nairobi

Jacinta Were Systems Librarian University of Nairobi
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Tanzania

gramme Coordinator

Wenceslaus Ballegu ICT Team member Sokoine University of Agriculture

Frank Dulle Senior Librarian & Sokoine University of Agriculture
Director SNAL

R Kazwala Past ICT Project Sokoine University of Agriculture
Leader

Festo Liheta Library staff member | Sokoine University of Agriculture

Andrew Malikani Library staff member | Sokoine University of Agriculture

Peter Mtakwa IUC Programme Sokoine University of Agriculture
Coordinator

Siza Tumbo Director, Computer Sokoine University of Agriculture
Centre

Luc D'Haese Flemish IUC Pro- Universiteit Antwerpen

Project Coordinator
Group of postgradu-
ates (PET lab)

Eugene Daniels Director EMDC South
Principal Mseki Mseki Primary School
Primary School
Aisha Daniels Library University of the Western Cape
Edgar de Koker Head of University University of the Western Cape
Secretariat
Roger Fester ICS Manager University of the Western Cape
Lorna Holtman Director PET University of the Western Cape
Graham Julies ICS Manager University of the Western Cape
Patrick Nightingale ICS Manager University of the Western Cape
Cheryl Pearce IUC Manager University of the Western Cape
Larry Popkas IUC Coordinator, University of the Western Cape
Institutional PLannner
Ernie Smart ICS Manager University of the Western Cape
Kurt Stevens Project 6b University of the Western Cape

University of the Western Cape

(software)
Group of students

Simbarashe Bongo Software Engineer University of Zimbabwe

Barnabas Chipindu Meteorologist, University of Zimbabwe
Department of Physics

Gilford Hapanyengwi Director Comp. Cen- University of Zimbabwe
tre, IUC Coordinator

Clive Maromo Systems Manager University of Zimbabwe

Admire Mutsikiwa Library systems University of Zimbabwe

Vincent Tendere Hardware Manager University of Zimbabwe

Raymond Tsongorera Projects Manager University of Zimbabwe

University of Zimbabwe
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