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Abstract  This paper aimed at exploring new managerialism in higher learning institutions by focusing on changes on organizational structures. This is contrary to existing literature on transformations taking place in higher learning institutions in developing countries whose focus has been on effects on equity issues and reaction from academic members of staff. Four themes: de-bureaucratization, auditing quality of services, performance appraisals and information technology are used to review what has been going on in terms of adoption of new managerial techniques and methods at the two institutions. From this review this paper argues that while new managerialism in higher learning institutions is capable of improving quality of service and performance, it also has potential of bureaucratizing the organizations. An outcome that is not desirable in new public management models. The paper makes suggestion on how this can be avoided by management and concludes that there is need for more empirical work to examine how organizational structures are unfolding due to many initiatives and efforts aimed at improving quality and performance in higher learning institutions.
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1 Introduction
This paper is based on an understanding that higher learning institutions have also been devising means of improving quality of their services and performance as current public management models are demanding. Specifically they have been adopting new managerialism in order to survive requirements of competitive environments and general reduced funding for the public sector. New managerialism refer to the adoption of management techniques by the public sector associated with the private sector organizations (Jan-Erik Lane, 2000). Historically, New Public Management (NPM) ideas can be considered to have thrived on managerialism doctrine associated with capitalist enterprise in the early industrial societies. NPM entails a shift of stress on process to stress on outputs, from orderly hierarchies to an intently competitive basis for providing public services, from fixed to variable pay, from a uniform and inclusive public service to a variation structure with more emphasis on contract provision (Hood, 1995).

On the other hand key characteristics of new managerialism include erasure of bureaucratic rule, use of markets for service delivery, devising means of auditing quality of services being delivered and monitoring employee performance (Deem and Brehony, 2005). Though it is not the interest of this paper to dwell on the differences between the two concepts, it can be asserted that both approaches are anti-bureaucracy, anti- monopoly, interested in improving performance and quality of services. To this effect in the private sector ideas and practices of managerialism have been advocated for since 1970s while in the public sector there appreciation began in the 1980s (Reilly and Reed, 2010).

Universities all over the world have a traditional role of contributing if not guiding social, economic and political development of their countries. These expectations have been heightened in new environments of competition, scarce resources and search for market-driven knowledge. University of Zambia and University of Dar es salaam have been adopting mechanisms aimed at improving quality of services and performance. For example they have been establishing new positions, colleges, units, centres and coming up with new programmes. Some education legislations have also been amended requiring all higher learning institutions to establish quality assurance mechanisms. The Zambian Higher Education Act No 4 for 2013 makes this provision. Governments have also been very critical on university operations in recent times. At the 46th Graduation for the University of Zambia, the minister of education in a speech read on her behalf pointed out that the institution needed to be restructured to make it a more profitable public university. During the 13th cabinet meeting held at state house on 14th August 2017, cabinet approved a plan to unbundle university of Zambia into five (5) colleges in order to improve efficient and effectiveness in the operations of the institution. It is not only quality and performance that has been the concern. The Minister of education in Zambia has often times called on the university to increase its internally generated revenues and categorically urging them to operate like business entities. Emergency of private universities have also added a dimension to the changes taking place forcing public universities to relook at the way they have been operating in order to keep up with the competition. In Zambia there are about twenty (20) registered private universities a situation that is different two decades ago. The university strategic plan recognizes how their counter parts in the private universities have developed demand-driven curricula and come up with new products and projects making the public institution appear outdated in services they provide. (University of Zambia Strategic Plan, 2013-2017). 

University of Dar es salaam declared their intention to run the institution differently in 2011 when they convened a panel of experts to examine operations of the university and make recommendations that would enable it achieve optimal performance in the changing circumstances of 21st century (Annual Report, 2010/11). All these factors have been responsible for changes taking place at the two study universities. While intentions have been aimed at improving quality of service, performance and innovation, these activities have also resulted in changes in organizational structures threatening desired leaner bureaucracies.  

This paper is exploring how the efforts aimed at improving performance and quality of services at the University of Zambia and University of Dar es salaam are expanding organizational structures of the two universities. Expanded organizational structures are undesirable in the current public management approaches. They can result in stale decision making and service delivery processes. From conceptual discussions of managerialism, the paper uses four themes under which managerial changes in the two study areas are discussed; de-bureaucratization, devising means of auditing quality of services, monitoring employee performance and use of information technology in service delivery. Document analysis is used under each theme to describe activities and identify how they contribute to expansion of current structures. Source of information has been institutional annual reports, strategic plans, monitoring of examinations reports, ministerial statements and websites. Formative documents are reliable source of information as they provide descriptive information about institutions and their activities. Analysis can be drawn from this kind of information. The paper begins by discussing the concept of managerialism, why managerialism and review of the literature on the concept. This is followed by a discussion on the context of transformation in the two study areas. Later a discussion on the managerial transformations taking place, their effect on organizational structures and benefits so far. A way forward is provided on what management can do to avoid the problem of over expanded structures and lastly conclusion. 

2 Meaning of managerialism

Some specific definitions of the concept can be helpful in understanding their adoption in higher learning institutions. First definition is one referred to as “ideological principles on which the economic, social and political order of advanced industrialized societies is based” (Enteman, 1993). This definition reflects macro level role of managerial techniques in achieving development goals. However it can also be used to understand what is likely to happen at micro or institutional level. These techniques are expected to improve employee performance, customer satisfaction and increase productivity. In higher learning institutions, you would expect improved performance among teaching staff, satisfied staff and students, efficient services and increased number of publications in peer reviewed journals. Managerialism has also been defined as “belief that all aspects of organizational life can and should be managed according to rational structures, procedures and modes of accountability in pursuit of goals by policy makers and senior managers (Reilly and Reed, 2010). In this understanding two strands of managerialism has been identified. First is ‘entrepreneurship’ which focus on devolving authority and ‘service innovation’ designed for surviving competitive environments. Entrepreneurship as discussed under new approaches to public management is not necessarily viewed as profit making but any acts by public managers aimed at shifting resources from low yielding areas in terms of productivity to those viewed to be worth spending resources on (Osborne, 1993). 

In context of higher learning institutions, you would be referring to introducing or discontinuing certain programmes, separating or merging colleges, schools, units and departments or establishing new ones. The second strand is the ‘culture management’ which prioritizes alignment of the beliefs and values of managers with those of the policy makers. These views also fits the principal –agent theory in which it is assumed that the agent in this case senior public managers will act according to the interests of the principal or policy makers.  

Managerialism will therefore imply changing ways in which institutions are managed. This can include abolishing or merging of positions with the aim of streamlining service provision. Decentralizing decision making in which top management is relieved of some duties with their equivalent authority and resources with the aim of improving efficiency and effectiveness. Devising mechanisms to improve quality of service provision can mean investment in information technologies and instituting quality assurance systems. Monitoring of employee performance is aimed at accounting for resources spent by individuals in the organization by associating them to results produced. In higher learning institutions this can take a variety of forms ranging from introduction of new colleges and schools, programmes and courses for academic activities and Directorates and units for non- academic activities and use of information technologies to improve service provision. 

Having discussed the concept of managerialism, what are the triggers for these changes in higher learning institutions? Broadly two premises can be advanced that are influencing transformations in higher education.  

3 Why managerialism and what are its triggers in higher learning institutions

First ideas on what was going on in the public sector and why change was needed is articulated by David Osborne in his 1993 article on ‘reinventing government’. He gives this description “government today consists of lot of very dedicated peop le trapped in bad systems - budget systems that provide incentives to waste money, personnel and civil service systems that are cumbersome and provide little incentive. These systems and others must be changed if government has to improve performance” (Osborne, 1993). Osborne suggests six commonsense principles acting as an anchor upon which changes seeking to improve performance in public institutions can be based. 

‘Catalytic government’ is the first principle and is about the idea that government should ‘steer’ rather than ‘row’. This promotes a notion that government is not the only actor that can solve problems but that there are so many alternatives including involvement of other actors. ‘Competitive government’ promote injection of competition in service provision which is contrary to monopoly in the old model of public management. Competition is envisaged to force organizations to aim for higher productivity. Higher learning institutions are now facing competition from both public and private universities. ‘Mission driven government’ is another principle suggested against the background that government institutions are driven by rules than focusing on missions or what they ought to achieve. Related to this principle is ‘Result -Oriented government’ were accountability would shift from inputs to outcomes and results. ‘Customer driven principle’ aims at bringing in closer link between what is spent and the results. Customers are empowered to make choice among different service providers. Consequently service providers will be forced to be responsive to their customers as they risk being out of business. In higher learning institutions, this may not only be reflected in reduced student numbers but also reduced government funding. Last principle is the ‘enterprising government’ in which a notion of earning rather than spending is promoted (ibid, p 352 -354).

If higher learning institutions are to be taken as subsystems of governments as opposed to stand alone sectors, then they also fall under these descriptions of inefficacies. This means changes that are going on in higher learning institutions are part of broader government efficiency achievement programs and quality improvement for services. For instance it is only recent that governments in Africa have been passing higher education legislations establishing Qualification Authorities and other Quality Assurance Bureaus charged with monitoring quality of services in higher learning institutions. In Zambia the Higher Education Act No 4 of 2013 established the Higher Education Authority. The Authority is charged with function of developing, overseeing and maintaining national qualification framework. University of Dar es salaam Quality Assurance Bureau was only established in 2007 to act as an internal organ to monitor and evaluate quality assurance processes. 

The second premise is that universities are now in interactions with various actors apart from the state. This understanding can be traced in the network governance approaches. Institutions need to interact in order to share resources, create synergies, out -source services and access funding. All these activities can have effect on their operations including organizational structures and systems put in place. Ferlie and colleagues actually argue that network governance approaches can also be used to identify ‘signs’ and ‘symptoms’ of changes taking place in higher learning institutions (Ferlie et al, 2008). This means changes being observed are not only those resulting from vertical interactions with the state but also horizontally with other actors. 

4 New managerialism in higher learning institutions 

There has been literature accumulating under similar themes of this paper though most of it is from western countries like the United Kingdom (Deem Rosemary, 1998), Australia and the United States of America. In Africa scanty studies have been done about South African Universities and focus of these studies has been the effect of new public management approaches on access and equity issues and how it has changed the general culture of academic life ( Vallay, 2007; Rajan, 2003; Vaira, 2004; Webster and Mosoetsa, 2001).

In South Africa, literature reports that adoption of new managerial approaches has pushed students out of higher learning institutions through financial exclusion and lack of academic support. Structurally, some departments have been shut down for not being considered relevant (Salim, 2007). Other organizational changes include the taking on of new tasks by members of staff affecting organizational arrangement and governance structures (Vaira, 2004). Antagonistic kind of relationship between management and members of staff has been other outcomes (Webster and Mosoetsa, 2001).

A study by Rajan focusing on American universities report on effects of commodification of university education. That is conceptualizing students as consumers and offering them greater choice and control over their learning, institutionalizing complaints and redress procedures and publication of student satisfaction surveys. This has resulted in loss of responsibility by students for their work, unwillingness to be judged and little tolerance for expansion of their studies beyond routine and adoption of instrumental kind of attitude towards their work (Rajan, 2003). 

The above studies have been focusing on staff attitudes, changing student perceptions and new roles taken by members of staff resulting from implementing new approaches of public management in higher learning institutions. It is not enough to only know how the members of staff and students are reacting to these changes. It is also important to establish how organizational structures and systems are unfolding in response to these new managerial changes. The focus of this paper is to explore how new public managerial approaches are being implemented in higher learning institutions and their resultant effects on organizational structures and systems. 

5 Context for transforming university operations

Institutional approach provides a framework for describing operations of institutions by focusing on their structures, functions. Legal powers and relationships with other institutions (Anderson, 2011). Context of university transformation is discussed under the three themes: structure, functions and legal powers. These are important characteristics when analyzing institutional operations. 

5.1 Structure

University of Zambia is the first and oldest public institution of higher learning established in 1966 and uses a school and directorate model in its operation. It is made up of nine (9) schools: Agricultural sciences, Education, Engineering, Humanities and Social Sciences, Law, Medicine, Natural science and Veterinary Medicine. Directorates are Quality Assurance and Distance learning. All schools are headed by Deans while directorate, institutes and centers are headed by directors. Government has just approved a plan in which the nine schools would be established into five colleges. This may have implications depending on what organizational structures would be suggested. 

Organizational and management structure has the Vice chancellor at the top followed by Deputy Vice chancellor, Registrar, Librarian and Bursar. From this point two downward layers emerge for academic and administrative structure. For Academic, you have Dean of schools, Heads of Departments and academic members of staff. For administration you have Dean of students, managers and directors of units and centres. 

University of Dar es salaam is the oldest higher learning institution in Tanzania initially established as an affiliate college of The University of London in 1961. Management and administrative structure for the University consists of the Vice chancellor with three Deputy Vice Chancellors (DVCs) under (academic, administration and research). From this point a layer emerges under each of the two DVCs (academic and administration). For academic you have three directors – public service, research and undergraduate studies. Under DVC – administration you have Dean of students, Directors and managers for human resource administration, planning and finance, computing centre, ICT and estates. Principles of constituent colleges and campus colleges, Dean of schools and director of university library also report to the two DVCs depending on the issue. Last layer is for heads of departments, coordinators of centres and bureaus (University of Dar es salaam Annual Report, 2010/11). There is possibility of the structure expanding further as the university establishes more colleges or centres. 
5.2 Legal powers

The University Act No 11 of 1999 which has been repealed and replaced by the Higher Education Act No 4 of 2013 provides the framework for university education in Zambia. It also provides for quality assurance and quality promotion in higher education. Zambia Qualification Authority Act No 13 of 2011 also aims at improving quality of higher education. The Authority has the specific role of developing, overseeing and maintaining a national framework for promotion of quality education in higher learning institutions. At institutional level, the University adopted the strategic plan approach in implementation of its activities. Two strategic plans have been implemented so far. 

University of Dar es salaam Act of 1970 which was later repealed and replaced by Act No 7 of 2005 establishes its existence. The university is governed by the 2007 university charter which makes provisions for the functions of the university administration and appointments of officials, powers and rules governing university administration bodies and staff members (University of Dar es salaam Annual Report, 2013/14). 

5.3 Functions

The repealed Act of 1999 provides for functions of the university. That is to provide education, promote research and advancement of learning and disseminate knowledge. The university offers postgraduate, under graduate and distance programs. Currently the university has a student population of the 12,450 (full- time) with 621 full time lecturers translating into a lecturer: student ratio of 1:20. The ending 2013 to 2017 strategic plan provides ten strategic directions for the university which among them include human resource capacity and management, institutionalizing quality assurance systems and expanding and promoting use of information and communication technologies (University of Zambia, 2013 -2017 Strategic Plan). The main source of funding for the university is government grant which is about 54%. 36% is raised from tuition fees and 10% other incomes. 

Teaching, research and public service constitute the core activities for the University of Dar es salaam. Current student population is 19,650 and academic staff figure provided by the 2013/14 annual report is 1,194 translating into a lecturer ratio of 1:16. Administrative staff figure as provided by the university website is about 1,023. The university is funded by the United Republic of Tanzania though the government budget is far lower than the council budget which is viewed as reflecting real needs of the university. For example during the 2009/10 academic year government approved budget was only 42% (TZS 68.26 against TZS 163.81) of council approved budget reflecting how underfunded the university is. 

The following section discusses transformations that have been taking place in higher learning Institutions and argue that changes that have been taking place have potential of going against the desires of new public management in long term. 

6 Is there movement towards de-bureaucratization?—Changes in organizational structure

Adoption of new public management require that organizations operate with leaner organizational structures with decision making powers decentralized to lower ranks of the organization. To the contrary quests of wanting to operate in tune with current managerial prescriptions has resulted in creation of new positions within management and administrative structures. With provisions made in the strategic plan, University of Zambia has introduced positions of strategic manager with a secretary and one administrative officer. In line with values of viewing universities as entities that should engage themselves in raising internal resources, the position of Director, Business development has also been created. Other positions established is Quality Assurance director with eight support staff. A mid- term review of the implementation of the 2013-2017 strategic plan (unpublished) has further recommended creation of the position of an international liaison officer. This has been done following an assessment that there has been a reduction in the number of foreign students and exchange programs for both members of staff and students. Other establishments include position of assistant registrar within the Deputy Vice- Chancellors office and creation of a unit in charge of research and consultancy. 

Though it is too early to really establish the effects of these positions on university decision making and other processes, immediate analysis is that most of these positions are managerial and will need support staffs within their establishments. Meaning the effect is not only additional organizational layers but also increase in wage bill of the university which is already struggling with paying off terminal and retiree packages to members of staff.

University of Dar es salaam has also been tilting towards expansion in contrast to reducing bureaucratic layers as prescribed by new public management approaches. The quest of the university to operate under new organizational structure was recognized when the university commissioned a review into the organizational structure and operations of the university by a panel of experts in higher education development and management. The team consisted of local and international experts and was led by the former Vice chancellor of university of Ghana prof Clifford Nii Boi Tagoe. The task of the team was to propose ways in which the university needed to reposition itself to ensure optimal performance in the changing circumstances of 21st century. (University of Dar es Salaam Annual Report, 2013/14). The report was submitted to the university in August, 2011. 

After the review into the operation procedures, delivery systems, academic programmes and activities, the university embarked on an organizational reworking exercise which resulted into a three tier administrative system. That is departments, middle layer consisting of colleges, schools and institutes and lastly central administration. The new structure also reflects devolution of powers to academic units as it resulted from abolishing of intermediary layer of faculties. The new structure is being described by the university as a ‘leaner bureaucracy’ (University of Dar es salaam Annual Report, 2010/11). However the applauded structure has the potential of bloating as the university keep establishing additional positions. For example during the 2012/13 reporting period, the university reports having created a position of Deputy Vice Chancellor in charge of Research with two directorates under this office. That is one under research and the other in charge of knowledge exchange. 

7 Devising means of auditing quality of services

Quality assurance is one of the values that need to be embraced by organizations operating under new approaches to public management. Auditing quality of services means focusing on three core activities universities are mandated to perform. That is teaching, research and public service. Previously issues of quality assurance at The University of Zambia has been the task of the Senate Committee. With establishment of the Directorate for Quality Assurance all quality assurance matters are to be handled within this directorate. In their 2017 Quality Assurance framework (which is yet to be implemented) the directorate came up with a three tier structure. The Senate Quality Assurance Committee which will be in charge of overall implementation and monitoring the effectiveness of quality assurance strategies and practices in the university. Secondly the Quality Control Circles within academic, Research and non-academic units. These are expected to identify, analyze and report on quality related issues in their respective units. Lastly is the Quality Assurance Directorate which is considered as the coordinating secretariat. It is planned that the Directorate establishment would include two managers (academic and non-academic), three quality assurance officers -academic, non - academic and ICT, a Senior administrative officer and management secretary (University of Zambia Quality Assurance Framework, 2017). 

University of Dar es salaam have had an operational quality assurance bureau since 2007. The Bureau is charged with the mandate of monitoring and evaluating quality assurance. For example the Bureau evaluates conduct of examination processes and report on activities like time management, capacity and condition of examination rooms, invigilation commitment, cases of examination irregularities and student identification process. The 2014/15 Semester I and II evaluation report for example indicate that 1.5% of the examination rooms were not in good condition at the time of the examinations. With regard to commitment by invigilators, the report indicate that 16.4% of invigilators being relaxed. That is reading newspapers, working on laptops or marking scripts (University of Dar es salaam Monitoring of Examinations, 2014/15).

8 Monitoring employee performance

Performance monitoring system within university of Zambia is not yet established. A step taken towards this process has been the training of supervisors like Deans, directors and Heads of department in performance appraisal. Currently a resemblance of monitoring employee performance available is the introduction of quarterly reporting system were members of academic staff report on teaching and none teaching activities like research, publications and participation in conferences. For teaching activities individuals complete forms in which they provide statistical information on how many assignments were received in the past month, how many of those have been marked and returned to the students. For none teaching activities information on number of research activities carried out, consultancy and workshops or conferences attended is also completed. This information is submitted to Heads of departments and later relevant Deans of schools. Final recipient of this information is relevant senate committees for compilation of senate reports. 

During the reporting period of 2013/14, University of Dar es salaam introduced the Open Performance Review and Appraisal System (OPRAS). OPRAS replaces the annual confidential performance Appraisal system in which members of staff filled in their performance reports and evaluation was conducted confidentially. Under the new system, members of staff are requested to sign performance agreement with immediate supervisors by setting objectives that are in line with annual institutional goals. From this point of view, the new appraisal system fits requirements of new ways of monitoring employees and evidence that universities are also adopting these new methods. However no evaluations have been done so far to establish outcomes of this approach and how information is being used for decision making. A study focusing on utilization of evaluation results in universities in Uganda found that procedural rules (that is institutional documents guiding the process) have a positive effect on utilization of evaluation results by a public sector agency (Kabuye, J. and Basheke, B.C.; 2017). However in highly bureaucratized institutions, there is a tendency of sticking to binding rules as opposed to being flexible and this can affect any type of decision making including performance result utilization. 

9 Use of information technologies in service delivery

Use of information technologies has been embraced by learning institutions as they have to meet the demands of competition in the education sector. Enrollments, teaching, registration and publication of results all have to be aided by technology in order to increase efficiency in service provision. The University of Zambia plans to rework the systems under which services are being provided so as to make them innovative and competitive and cost effective. This idea is being branded as Business Process Re-engineering (University of Zambia, 2013-2017 Strategic Plan). As a result of these efforts student admission processes, administrative and course registration and publication of results is now being done online. Consequently this should result in reduced time and cost of conducting these activities. 

University of Dar es salaam has the goal of promoting use of ICT in teaching and learning. It is hoping that by 2023, at least 30% of the undergraduate programmes are offered electronically (University of Dar es salaam Corporate Strategic Plan 2014-2023). Already the university has been using information technology in student registration and publication of results. 

This also reflects the recognition of universities that they now operate in competitive environments and their need to improve efficiency of service provision. However with regard to student registration usually by end of the semester when students are supposed to be writing examinations, a good number of students would not have registered as a result of not having paid their tuition fees. This reflects contextual factors which some authors have been critical with regard to implementation of new public management especially in developing countries (Antwi et al, 2008; Omeyefa, 2008).

10 Newly established positions and possible effect on decision making

To have a better picture of what is going on at the two institutions in terms of the propensity of wanting to create positions, the following table shows the positions created in the last seven (7) years or more. 

Table 1  Positions and Units created in the last seven (7) years

	Institution
	S/N
	Positions
	Type

	University of Zambia
	1
	Director Business Development
	Managerial

	
	2
	International Liaison Officer
	Support staff

	
	3
	Assistant Registrar (DVCs office)
	Support staff

	
	
	Units
	

	
	
	Strategic Management
	

	
	4
	Strategic Manager
	Managerial

	
	5
	Administrative Officer
	Support staff

	
	6
	Secretary
	Support staff

	
	
	Quality Assurance
	

	
	7
	Director – Quality Assurance
	Managerial

	
	8
	Management Secretary
	Support

	
	9
	Quality Assurance Manager—academic
	Managerial

	
	10
	Quality Assurance Manager—non academic
	Managerial

	
	11
	Quality Assurance Officer—academic
	Support staff

	
	12
	Quality Assurance Officer—non academic
	Support staff

	
	13
	Quality Assurance Officer—ICT
	Support staff

	
	14
	Senior Administrative officer
	Support

	
	
	Research and Consultancy (no information on positions
	

	University of Dar es salaam
	1
	Deputy Vice Chancellor—Research
	Managerial

	
	2
	Director—Research
	Managerial

	
	3
	Director Knowledge Exchange
	Managerial


As an illustration of possible effects of added positions to already heavy bureaucratic structures, we take an example of a process that should take place when a new course or programme is being introduced at the University of Zambia. Initiation starts with concerned department which submits its intentions to the curriculum review committee at that level. From this level, the case would move to similar committee at school level and later senate. With the proposed quality assurance framework, there is added structure of quality control circle at departmental level. First concern is that there will now be two committees at departmental level. Meaning before a decision goes to the school level, it has to pass through the two committees affecting promptness of decision making. Secondly, most likely same people will belong to the two committees raising issues of objectivity in decisions that will be made. At Senate level same outcome is expected. That is the Senate quality assurance committee will have to endorse appropriateness of courses or programmes being proposed before final approval by senate. 
11 Discussion: Which methods are most likely to be beneficial? 

There is indication that adoption of new managerial methods has potential to improve performance and quality of services in higher learning institutions. Instituting mechanisms to auditing quality of services has helped university of Dar es salaam to document service delivery process and identify areas of improvement. For example the monitoring of examination process has enabled the university to plan for building of additional infrastructure to improve capacity problems during examinations. However as already observed while aiming at improving quality there is also possibility of expanding the organizational structures which is not desirable in the literature of contemporary public management models (Hood, 1995; Osborne, 1993; Jan-Erik Lane, 2000; Rainey in Guy Peter, 2007). For example the planned organizational structure for the Quality Assurance Directorate at the University of Zambia will have a total of eight (8) personnel. The newly established unit of research and consultancy will most likely unfold in the same direction. University of Dar es salaam has been introducing new positions too like position of DVC research and two directors. This is not a good indication for institutions that need to be reducing both in terms of number of bureaucratic layers and personnel. 

Instituting an Open Performance Review and Appraisal system by the University of Dar es salaam meets the requirements of new approaches in managing public institutions. In that there system is a transition from a confidential to an open system in which the employee gets involved in deciding on the objectives to be achieved. It should however be noted that this would be a complete change of culture among academicians who have always perceived themselves as autonomous and whose activities may not be questioned (Ferlie, 2008). This could be the reason why some of the reactions so far from academic members of staff are being described as ‘extension of managerial control’ from empirical evidence in South African universities (Webster and Mosoetsa, 2001). It is a feeling that there is too much control from management as they try to monitor performance, a practice that is considered new and may be abominable in academic circles. 

New approaches to public management recommend ‘leaner’ bureaucracies and at the same time disaggregation of units. In higher learning institutions, the outcomes are giving indication that as universities are establishing units and centres, there is potential of expanding the institutions into large bureaucracies. What this means then is that any introduction of units, programmes or centres will be requiring additional members of staff employed and necessary infrastructure. For Osborne (1993), when there is a problem, government does not have to always raise taxes. In the current situation, is it always necessary to create new positions in order to improve performance and quality of services? For instance in the university of Zambia case, does the institution need a manager for strategic planning and implementation of activities or this task could be managed by a committee under the supervision of the Deputy vice chancellor? In the following section, a suggestion is made on how to address the problem of over expansion of organizational structure. 

12 What management can do to address the problem?

Solution is based on quality assurance proposed organizational structure for university of Zambia. This paper provides a counter proposal to the proposed structure. University of Zambia operates on a committee system from departmental level to school and senate level. In other words, there is already a structure through which activities of quality assurance can be implemented. Quality assurance unit has created parallel committees at departmental and senate level. Instead of having a full flagged quality assurance structure, this paper proposes that within the unit, there is only need of a manager who reports to Deputy Vice chancellor. The manager will have a secretary and from here the next personnel will be two quality assurance officers (academic and non-academic) and should be based at school level where most activities take place. At departmental level instead of recruiting a new personnel, the department should nominate one member of staff to be in charge of quality assurance activities and this should be rotational. The proposed structure is as follows: 
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Figure 1  Proposed structure for quality assurance unit

The proposed quality assurance structure by the University of Zambia require recruiting eight (8) personnel: Director, two managers, three quality assurance officers, senior administrative officer and management secretary. The above structure is not only leaner than the one proposed by the university but also using existing structures to carry out additional activities. This is also in line with current methods of restructuring organizations in which multi-tasking is promoted in order to have flat organizations as opposed to increasing layers vertically. Secondly, the proposal also uses existing resources. Meaning only three (3) new personnel would be needed compared to eight (8). It should not always be the case that new recruitments are needed to implement new activities but tendencies should be towards task addition to existing staff and if necessary trainings should be provided. 

13 Conclusions

This paper has reviewed that new managerialism in the two higher learning institutions is having outcomes that are not desirable in contemporary public management. In long term it has potential of resulting in very large bureaucratic layers which threatens efficiency and effectiveness of organizations. Key drivers for change as observed is competitive environment from private universities forcing public institutions to raise standards in their services, need to supplement government grants and the urge to respond to current knowledge requirements of the market. 

Conclusion of this paper is that there are methods that are promising in improving performance and quality of services in higher learning institutions. Auditing quality of service and use of information technologies is now very important in universities as they have transitioned from being monopolies to organizations that are competing for students and funding not only with the private sector but also among public universities. Auditing quality of services helped university of Dar es salaam, identify and address university problems efficiently. 

However as universities are coming up with new establishments of directorates, units, colleges or any other initiatives aimed at improving performance and quality of service, there is potential of bureaucratizing the organizational structures instead of making them ‘leaner’. There is need to make assessment before new structures are created to ensure that new objectives are not fitting in current structure. If every new task, programme, initiative etc will have equivalent structure and personnel, then there is possibility of being against what is being prescribed by the new public management model. 

This paper therefore proposes further research work in higher learning institutions to empirically uncover structural unfolding of universities as they adopt these methods. So far there is evidence that their outcomes may not remain within confines of new managerialism.
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