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Abstract

As of the year 2013, seven public higher learning institutions in Rwanda were merged into one university called
University of Rwanda (UR) with apex specialized colleges. Since then, complaints about its management have been
reported. The present study aimed at making a scientific investigation about lecturers’ perceptions. Convergent
parallel design was chosen. Using simple random technique, from a target population of UR 1229 lecturers, the study
sampled 121 lecturers who answered to the questionnaire survey. Besides, purposive sampling enabled to include 5
senior managers, i.e. 3 from colleges and 2 from university headquarters; and subject them for interview. The overall
findings informed that lecturers are not satisfactorily involved in managerial and structural changes of UR. To avoid (i)
any sort of misunderstanding of lecturers’ level of cooperation and (i) ensure the effectiveness and sustainability of
the ongoing changes, this study recommends the institutionalization of a consultative/participative managerial style
across UR.
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Introduction
Across times, higher education has acquired the reputation of being the level of education that detains expertise to

train manpower required in various sectors of activities (Musa, 2013). Moreover, higher education is also recognized
to be the hub for replica of innovations (LaSakova, Bajzikova & Dedze, 2017). Therefore, states need higher
education to achieve sustainable development (Mader & Rammel, 2015; Varghese, 2013). Besides, the employers
need the university to produce graduates who have relevant skills and values (Nilsson, 2017). With regards to
individuals, higher education is called to respond to the diversity of potential candidates, their motives and thus fulfill
their learning desires (Sogunro, 2015). All these justify the reasons why, over the past decades, higher education
across the planet has undergone remarkable reforms and change to meet the contemporary trends and demands of
the society (Pincus, et al, 2017; Hines, 2017).

In as far as the management of public higher education is concerned, all countries under the Organisation
for Economic Co-operation and Development (OCDE) as found on the American, European and Asian continents
have adopted the New Public Management (NPM) which emphasize on accountability and results in the public sector
(Broucker & Leisyte, 2015). As implication, any reform, change, expansion or modernization in European higher
education mandatorily takes into account research and teaching staff expertise, views and know-how (European
Commission, 2017). Moreover, to guarantee of the initiated changes, the implementation should avoid pressure and

safeguard transparency and fairness all the way through (European Commission, 2017).

In the African context, researchers are also advocating for re-consideration of the central role and voices of

lecturers if the quality of teaching and learning being looked for in higher education is to be achieved (Mbirithi, 2013).
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Hence, as a new trend, African universities are rethinking their role by shifting from their ivory tower role to being
responsive to the needs of business and industry (Varghese, 2013). It is in this perspective that Gondwe and
Walenkamp (2011) demonstrated that in Africa talents and manpower are being wasted; making therefore a call for
policy makers. In fact, Gondwe and Walenkamp (2011) contend that Africa experiences lots of cases of students
who, due to economic or school performance reasons do not finish their secondary education. At higher education,
students’ progression is obstructed by rigid structures, processes and the limited absorption capacity of the
institutions (Sawyerr, 2004). Most worrying is the fact that school/university-leavers do not have thoughtful
specialized, practical, employable or entrepreneurship skills which hamper the general economic development
(Rudhumbu, et. al, 2016; Gondwe & Walenkamp, 2011). In line of this new trends and demands, the Government of

Rwanda (henceforth GoR) has undertaken major reforms in public higher education.

During the National Kivu Leadership Retreat of 2011, the Government of Rwanda (GoR) recognized the role
that education plays in accelerating socio-economic development. It is within this context that the GoR envisaged a
one university system with a focus on providing quality higher education within a research-led institution by producing
high quality graduates who have knowledge, skills and attitudes required to meet the demands of the economy of the

country.

The overarching goal of establishing the University of Rwanda (UR) was to transform the public higher
education to improve quality and effective teaching and learning (GoR, 2011). UR was created under the law N°
71/2013 of 10/09/2013. lts mission, organization, powers and functioning were fixed by Official Gazette No 38 of
23.09.2013. According to UR vision, by 2020 it would have educated the next generation of leaders in Rwanda who
are prepared and dedicated to building a more just and sustainable world (http://www.ur.ac.rw/?g=node/53). The
mission of UR is to support the development of Rwanda by discovering and advancing knowledge through the
highest standards of academic excellence, where students are prepared for lives of service, leadership and problem
solving. To achieve its mandate, UR has undertaken a number of restructuring in terms of governance, organization
structure and rationalization of academic programmes (Byumvuhore, 2017). Despite the continous restructuring,
partners of UR have continuously raised complaints about its poor managerial effectiveness as expressed in waste of
public funds, inadequate staffing, poor infrastructural and learning resources (Tuyisenge, 2017). Indeed, it was
reported on several occasions that UR had experienced financial crisis leading to poor services delivery (Makuruki,
2016) and extreme delays of staff salary (Mbananabo & Kanamugire, 2016). It is against this backdrop that the
present study was set to make a scientific investigation about lecturers’ perceptions towards the UR management
style. In fact, lecturers not only contribute in students’ achievements (Rhoades, 2012) but also in the overall higher

education transformation (Veniger, 2016). Therefore, in the context of UR, lecturers’ perceptions should be valuable.
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Research objectives
The present study was guided by the following research objectives:

(i) To explore the level of lecturers’ agreement with the objectives of the creation of University of Rwanda.
(i) To point out the implications of the changes under University of Rwanda on lecturers’ community.
(iii) To propose mechanisms that would make lecturers integral part of University of Rwanda.

Review of related literature
The concept s of management and management style
Although the concept of ‘management’ is often used interchangeably with ‘leadership’, management is unique in

theory and practice (Middlehurst, 2012). According to Mary Parker Follett, management refers to "the art of getting
things done through people" (Bedi, 2009). Thus, the key functions of management include (i) Planning, (i)
Organizing, (iii) Staffing, (iv) Directing, (v) Controlling, (vi) coordinating (Thenmozhi, 2006).

The ‘Management style’ is understood as approach used by managers to put into effect their authority in the
workplace and ensure that their objectives are achieved. It is also about the way managers relate to and deal with
their colleagues, subordinates and team members (Chartered Management Institute, 2012). Therefore, the
management style increases organizational effectiveness and efficiency (Bucata & Rizescu, 2016). In the present
study, management style was operationalized in terms of (i) the way the top management takes decisions and
communicates them to concerned parties, (i) institutional procedures, accountability and services delivery control,

and (iii) the extent to which employees are valued as vital resources to the institution they work for.

Change management in higher education
Organizations are now moving from simple to complex organizations (Bratnicka, 2015). These dynamic changes are

brought by the imperative to gain a competitive advantage in the fast changing world (Amagoh, 2008). Though
changes may aim at rationalization of resources, improvement of staff effectiveness and increase of the quality of
outcome (West, 2005), it is hypothesized that employees’ feelings should be considered throughout the
organizational change (Dahl, 2011). Considering the fact that organizations vary in a number of ways such as
governance and/or structure, it is important that any proposed change takes into account the extent to which it will
impact on the lives of employees (Lusthaus, et al., 2002). That is the reason why Vogel (2012) insists that managers
should lead by heart.

In actual fact, the best practices in change management (USAID, 2015) inform that in order to adopt a
holistic approach to continuous change, there is imperative to put emphasis on communication, teamwork, education
and training as well as adaptive culture. If this is done, there is greater likelihood to avoid resistance to change which

can obstruct the achievement of organizational aims (Yilmaz & Kiligoglu, 2013). Sources of organizational resistance
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may include a conservative culture, fierce protection of current practices, and prevalence of disciplinary or territorial
viewpoints (Jost, 2015). Educational managers and policy makers should therefore avoid resistance to change by not
applying coercive measures. Rather, these educational leaders should understand the complex nature of change, as
well as knowing reasons behind resistance to change, and learning or applying methods to overcome these barriers
(Al-Haddad & Kotnour, 2015). Some of the methods that could be used to overcome resistance to change include
communication, participation and involvement, facilitation and support, negotiation as well as agreement (Yiimaz &
Kilicoglu, 2013).

McAvoy and Butler (2006) argue that change is problematic in any development project. In an attempt to
understand reasons why some changes are successful in one place and fail in another one, Farrant (2006)
mentioned the following: (i) barriers in communication and consultation; (ii) traditions, (iii) absence of financial
support, (iv) late provision of material; (v) absence of appropriate co-ordination; (vi) lack of consensus about the

project; (vii) poor rewarding system; (viii) misunderstandings, conflicts and tension at work place.

In the case of educational change, Farrant (2006) proposes four factors that would guarantee the success.
These are (1) adequate participation in planning by all stakeholders who will be involved at different levels and
stages in the project implementation, (2) Support from authorities responsible for education where an innovation will
take place, (3) enough preparation to ensure that the teachers who will be involved will be capable of meeting the
demands required from them, and (4) clear delimitation of the sector in which an innovation may operate and extent

of the supporting services that could be provided.

Effect of lecturers’ participation in higher education change and growth
The central mission of any higher educational institution revolves around teaching, learning, research and community

outreach. Thus, lecturers appear as key players in the whole process of the fulfillment of this mission as well as in the
higher education strive towards change and growth. Stressing the role of lecturers, Truby (2003) underlines that it is
essential that throughout the higher education change and growth, the actors bear in mind that lecturers like putting
emphasis on teaching, the power to affect student learning and freedom. To add on, Schofield and Burton (2015)

mention publication and research opportunities.

Research has shown a number of factors that demotivate lecturers and henceforth affect their contribution
to the institution and overall student’s growth. According to Sukirno and Siengthai (2011) and Truby (2003), some of
the lead factors that discourage lecturers include lecturers’ lack of empowerment in decision making and the
administration's ignorance of the role of lecturers towards educational goals’ fulfillment. In addition to these, Carney
(2004), brings up the issues of (i) lecturers’ feeling of being marginalized in the institution they work for, (i) poor job
satisfaction, (iii) heavy workload, (iv) poor wages, and (v) job insecurity. In the same vein, Truby (2003) highlights the

lack of time and money to fulfill the assigned tasks among the key drawbacks. More to the point, in cognizance of the
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internal and external constraints to the university merging, Goldman (2012) recommends that the initiators and the
management take into account the academic staff experience, attitudes, perceptions and suggestions. This will not
only assure effective implementation but also safeguard emotional and psychological wellbeing of individuals
(Goldman, 2012).

Methodology
This study adopted the convergent parallel design. According to Cresswell (2012), convergent parallel design implies

a concurrent quantitative and qualitative data collection procedure whereby these two strands of data are merged to
help in the understanding of the research problem. Such a procedure plays a complementary role by overshadowing
weaknesses of a single form of data. From a target population of 1229 UR lecturers; the present study sampled 121
lecturers, making approximately 10% of the target population as suggested by Amin (2005). In addition, 5 senior
managers of which 3 from colleges and 2 from university headquarters levels were included in this study; making a
sample size of 126 respondents in all. Simple random and purposive sampling techniques were used. Questionnaire
surveys for lecturers and interviews for senior managers at colleges and UR headquarter level were the data
collection instruments. Quantitative data generated by questionnaires called for descriptive statistics analysis by
means of Statistical Package for Social Sciences and reported using tables (Orodho, Khatete & Mugiraneza, 2016 &
Orodho, Ampofo, Bizimana & Ndayambaje, 2016). Qualitative data as generated by interviews and open questions in
the questionnaires were used thematically and reported in narrative forms and/or direct quote (Orodho, Nzabalirwa,
Odundo, Waweru & Ndayambaje, 2016). In the end, both quantitative and qualitative data were integrated for
discussion, conclusion and recommendation purposes (Kumar, 2012). The interpretation of the quantitative data -as
reported in different tables- was based on the mean score. Hence, Table 1 illustrates the basis for interpretation of

the quantitative data from questionnaire survey of a five level Likert Scale.

Table 1: Interpretation framework for the quantitative data

Mean range of the responses Interpretation

3.41-5.00 Agree/Happy

2.61-3.40 Undecided/Uncertain/no answer
1.00-2.60 Disagree/Not happy

Source: Boone and Boone (2012)

Findings
In three major sections reflecting the research objectives, this section presents and analyzes the findings on

lecturers’ perceptions about the merged public higher learning institutions into University of Rwanda.

Level of lecturers’ agreement with the objectives of the creation of UR.
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The first research objective to this study was to explore the level of lecturers’ agreement with the objectives

of the creation of the University of Rwanda. Table 2 presents the responses of 121 lecturers from various colleges

who answered to the questionnaire survey on three abridged goals of the creation of UR.

Table 2: Level of lecturers’ agreement with the objectives of the creation of UR

Standard

Abridged objectives of Frequency Percentage Deviation
the creation of UR Lecturers' view (N) (%) Mean (z) (SD)

Strongly Disagree 25 20.6

Disagree 5.7
Uplift Academic standards ~ Uncertain 0 3.5 14

Agree 63 52

Strongly Agree 26 21.5

Strongly Disagree 41 33.9

Disagree 4
Enhance research Uncertain 0 2.9 1.4

Agree 74 61.2

Strongly Agree 1 0.8

Strongly Disagree 0 0
Effectiveness in Disagree 12 9.9
coordination of Uncertain 0 0 4.3 0.9
programmes Agree 51 42

Strongly Agree 58 47.9

Strongly Disagree 33 27.2

Disagree 6 49
Create a world class , 39 15
university Uncertain 74 : :

Agree 49 40.4

Strongly Agree 24 19.8

Strongly disagree 19 157

o Disagree 35 28.9

Enhancel commumcatlon Uncertain 13 107 29 13
and service delivery

Agree 44 36.4

Strongly agree 10 8.3

Source: Primary data (2014)

The analysis of the data in Table 2 leads to realize that lecturers do much believe that the creation of

University of Rwanda will uplift academic standards (Mean=3.5, Sdt Dev=1.4) and bring about the effectiveness in

terms of Effectiveness in coordination of programmes (Mean=4.3, Sdt Dev.0.9) . Nonetheless, the surveyed 121
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lecturers are doubtful whether UR is established to become a world class university (Mean=3.2, Sdt Dev 1.5). These

lecturers tend to disagree that the creation of UR will enhance service delivery (Mean= 2.9, Sdt Dev=1.3)

Implications of the changes under University of Rwanda on lecturers’ community

Established in the year 2013, the University of Rwanda (UR) is relatively a very young higher education institution.
However, UR is a result of the merging of seven well established Rwandan public higher education institutions.
Hence, in line with the second research objective to the present study, it was quite informative to scan the “lecturers’
work experience in academic life of these institutions” in order to realize the extent to which the changes under UR
would be affected by this variable.

Table 3: Lecturers’ years of experience in the former public higher learning institution

Lecturers’ years of experience  Frequency (N)  Percent  Cumulative Percent

0-2 years 9 74 74
3-5 years 45 37.2 446
6-8 years 2 1.7 46.3
9-10 years 3 2.5 48.8
11 years & over 62 51.2 100
Total 121 100

Source: Primary data (2014)

The data in Table 3 indicate that the majority (51.2%) of the lecturers were long servants (11 years and
above) of the former public higher education institutions that were merged to create the University of Rwanda. It was
therefore important to ask all respondents to this study their overall view of the merging. Table 4 gives a snapshot of

the answers.

Table 4: Lecturers’ anticipation about positive changes in academic staff welfare

Lecturers’ views Frequency (N) Age range
Strongly disagree 32 11 years and over
Disagree 60 9-10 years
Uncertain 12 0-2 years

Agree 14 6-8 years
Strongly agree 3 3-5 years

Total 121

Source: Primary data (2014)

The data in Table 4 show that lecturers who do not expect much of the positive changes in terms of

academic staff welfare are those long servants of the former public higher education (9 years and above). Those who

10
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were quite fresh in the academic life (0-2 years) could not decide whereas those who have spent 3 to 8 eight years

remain optimistic about potential positive changes.

Proposed mechanisms that would make lecturers integral part of University of Rwanda management.

The third objective of this study was to proposed mechanisms that would make lecturers integral part of University of
Rwanda management. As a starting point, this study explored whether lecturers were happy with the ongoing
changes under UR after its creation and if they are involved at some extent in these changes. Table 5 gives the
scenario.

Table 5: Lecturers’ stand about the ongoing changes under UR after its creation

Statements Level of Agreement  Frequency Percent Mean  Std. Dev
Not at all 32 26.4
Lecturers  are Alitte i o
ongoing changes ~ Fair 14 116
A lot 3 2.5
Total 121 100
Not at all o1 504
Lecturers  are . 47 38.8
. . A little
actively involved 0 0 11 10
in the change No answer : :
process Fair 11 9.1
A lot 2 1.7
Total 121 100

Source: Primary data (2014)

The data in Table 5 inform that lecturers are generally not happy on the ongoing changes after the creation of
UR (Mean=2.1, Sdt Dev =1.0). Moreover, the data in the Table 5 communicate that lecturers are not actively involved
in the changes that are being initiated/taking place (Mean=1.1, Sdt Dev=1.0). It is on this ground that the researchers

approached the senior managers at the college and UR headquarters to know more about the change processes.

On the extent to which lecturers are informed and involved in the ongoing changes within UR, the interviewee
coded QS 2 replied: “...prior to the merging, lecturers were invited for consultation but many did not turn up to attend
the scheduled meetings yet we have communicated to them through their heads of department....they are not

responsive. It is therefore, an individual responsibility to take interest...”

In the view of another informant IQS 1; “...UR is a legal body. It has a mission and a vision... We have

defined values and we must remain accountable vis-a-vis our responsibility to students and to the Rwandan

11
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population.... Our part is done but individuals have to make their choice... We must achieve our mandate....Anyone

who is against can chose to go away....”

Probing further to know whether some of the proposed changes would not bring about a lot of bureaucracy,
the informant IQS 5 replied: “....No no! These changes will not bring more bureaucracy and centralization ...It is only
that Lecturers may have not been sufficiently informed or may have not made an effort to be informed on the nature
of the new structure ..."” As for the UR efficiency, the same informant, IQS 5 went further and said that there is no
room for a lot of bureaucracy at UR because (i) the structure is clear and the (i) positions like the ones of the

Chancellor and the Board are not involved into day to day management running.

Discussion and conclusion

In line with the first research objective that aimed at exploring the level of lecturers’ agreement with the objectives of
the University of Rwanda, the findings informed that lecturers do much believe that the creation of University of
Rwanda will uplift academic standards and bring about the effectiveness in terms of programme coordination. This
information ties with the fact that the prime concern of lecturers in higher education is about teaching and impacting
on students learning (Truby, 2003). Nonetheless, the fact that lecturers seem unconvinced that UR is established to
become a world class university might be tied with what is required to have a world class university. Lecturers might
have underestimated the publication and research opportunities (Schofield & Burton, 2015) under UR and hence
deny the UR dream to become a world class university for now. This perception is revealing in the sense that
institutions that want a global visibility should have locally exhibited unquestionable appreciation in the entire
academic and administrative facets. Also, one may guess that lecturers have discovered that UR management is
merely emphasizing on policies and standards by ignoring that these are fulfilled by individuals; who in the practice
seem less considered. Therefore, there is need to get out of dream, develop a shared vision, institute a culture and

an environment that are favorable for communication, criticisms, evaluation and monitoring.

The second objectives intended to point out the implications of the changes under University of Rwanda on
lecturers’ community. Data indicated that the majority of the lecturers were long servants of the former public higher
education institutions that were merged to create the University of Rwanda. Indeed, the data exhibit the reality that
lecturers who do not expect much of the positive changes in terms of academic staff welfare are those long servants
of the formerly merged public higher education institution. This implies that the changes that brought about the
creation of UR and the ongoing ones after UR creation might be overlooking if not sacrificing individual welfare. This
is controversial because complex organizations (Bratnicka, 2015) that aim to remain competitive (Amagoh, 2008),
have to take into account the employees’ feelings throughout the organizational change (Dahl, 2011) because this
will also safeguard emotional and psychological wellbeing of individuals (Goldman, 2012). Like that organizational

structures (Lusthaus, et al., 2002) should be shaped in such a way that employees foresee that the management has

12
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heard their voices and is leading by heart (Vogel, 2012). It is such an attitude that will prematurely discover potential
roadblocks (Al-Haddad & Kotnour, 2015), discard any sort of resistance to change (Yilmaz & Kilicoglu, 2013; Jost,
2015) and improve staff performance because the higher the lecturer's loyalty to the organization's vision, the higher

their job execution.

The third objective was set to propose mechanisms that would make lecturers integral part of University of
Rwanda. Generally, quantitative data report that lecturers are not happy with the ongoing changes after the creation
of UR. Lecturers do also complain that they are not involved in the changes that are being initiated/taking place. This
situation looks more divisive with the qualitative information from senior managers at the colleges and UR
headquarters, which tells that lecturers were consulted prior to the creation of UR and they are also called for
meetings. Nonetheless, a scrutiny of the reporting tells that lecturers do not attend these meetings and the senior
management goes further implementing the set plans irrespective lecturers’ level of involvement. In view of this
problematic situation, the UR senior managers should not only be concerned about getting things done (Bedi, 2009).
They should remember that an effective management starts from planning and a successful planning actively
involves all key players (Thenmozhi, 2006). They are therefore called to work around the reasons why lecturers do
not satisfactorily attend the called meetings. This is crucial because lecturers may have disliked the way the UR
management relate with them (Chartered Management Institute, 2012). It might also be true that lecturers have
discovered that their voices shall never be heard. Or, lecturers might have discovered that the management is not
willing to entertain any forthcoming idea that redirects their courses of action. Hence, if UR management is looking
for inalienable achievements (Bucata & Rizescu, 2016), it should reconsider the role of lecturers. Some of the
effective strategies proposed by Farrant (2006) and Truby (2003) include (i) active involvement of stakeholders, (ii)
improvement and diversification of communication channels, (iii) giving enough time for preparation for the change
and (iv) availing required financial support. In fact, lecturers deserve empowerment in decision making (Sukirno &
Siengthai, 2011; Truby, 2003). This would avoid (i) any sort of misinterpretation of lecturers’ level of cooperation in
the UR management and (ii) ensure the effectiveness and sustainability of the ongoing changes. In other words, this

calls for the institutionalization of a frank consultative/participative managerial style across UR.
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