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INTRODUCTION 
Libraries have traditionally prided themselves 
in the sizes of, and the potential infonnation 
in, their collections of documents of various 
kinds . And, in this infonnation technology agc, 
libraries are also constantly remjnded that they 
must keep pace with new technologies for 
information storage and retrieval , for infor­
mation resource networking, for library man­
agement, and for public services . However, 
beyond collection sizes and content, and be­
yond technological artifacts , the ability of a 
library to provide effective services to its cli­
entele depends critically on the experience, 
motivation and management of its human 
resources . Human resources make things 
happen in libraries, not items in the collec­
tion, not technological artifacts . Collection 
items and technological artifacts provide po­
tential capabilities for processing and russemi­
nating infonnation. But human resources de­
tennine whether these potentials can be har­
nessed to satisfy the infonnation needs of li­
brary patrons . 

The purpose of this paper is to review the 
nature of requisite human resources for the 
effective development of Ghanaian libraries 
to meet the specific needs of library patrons, 
as well as the challenges of technological and 
social development. To that end, I will ini-
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tially review key issues pertaining to human 
resources development generlly. I will then 
highlight the potential human resourcc devel­
opment problems in Ghanaian librarics, strat­
egies for overcoming the problems, as well 
as the roles that various stakeholders in the 
development of Ghanaian libraries can and 
should play. 

DIMENSIONS OF HUMAN RE­
SOURCES DEVELOPMENT IN GHA­
NAIAN LIBRARIES 
What constitutes human resources'? 
The human resources of an organization rep­
resents one of its largest investments (Byars 
& Rue, 1994). Moreover, ' human resources ' 
comprise not only the individual personalities 
contributing to the running of the organiza­
tion, but also the system of interrelationships 
among individuals within the cultural and 
policy frameworks of each organization. In 
other words, human resources encompass 
such notions as the quantity and quality of 
personnel, as wcll as managerial practices, 
employer-employee relations , work ethics, 
organizational dynamics, management de­
velopment processes, etc. Accordingly, hu­
man resource development in a library must 
involve the processes of planning, recruiting, 
and developing the optinmm number and qual­
ity of the different categories of library per-
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sonnel, as well as the implementation of ap­
propriate managerial systems and practices 
for motivating individuals towards optimum 
productivity within a dynamic and goal-ori­
ented library organization. 

We should also not forget that the human 
resources of a library, like that of any other 
organization, also include the external human 
resources that the library can count upon and 
use - library consultants, temporary help, pro­
fessional colleagues and associations, human 
resources of other libraries, etc. It is some­
times more cost-effective to contract for such 
resources than 'to employ and develop them 
in-house. 

Invariably, human resource development is­
sues manifest at two levels: at the micro level 
of individual libraries and also at the macro 
or industry level of all libraries. Both aspects 
are important and related. For instance, a li­
brary can count on augmenting its internal 
human resources with external resources only 
to the extent that the library industry is rich 
in such resources . At the same time, pro­
gressive human resource development pro­
grammes in individual libraries are likely to 
improve the quantum and quality of library 
human resources that all libraries can even­
tually mutually draw upon either as internal 
or external resources . 

HUMAN RESOURCE DEVELOP­
MENT PROBLEMS AND STRATE­
GIES IN INDIVIDUAL LIBRARIES 
Dimensions of the human resource devel­
opment problem 
For a specific library, the human resource 
development problem has at least six dimen­
sions: 
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1. planning organizational and human 
resource development programmes; 

2. recruiting required human resources; 
3. training and developing staff; 
4 . motivating staff; 
5 . making effective use of staff; 
6. maintaining a healthy organizational 

climate . 
Of course, all six dimensions are interwoven 
in various ways . For instance, the ability ofa 
library to recruit appropriate new staffwould 
depend on potential new recruits' expecta­
tions of remuneration, career, personal growth 
and job satisfaction prospects in that library, 
variables that are influenced by organizational 
programmes and practices pertaining to staff. 
Also, at any point in time, the ability of a li­
brary to make effective use of its staff will 
depend on such factors as the appropriate­
ness of organizational and management de­
velopment programmes, organizational cli­
mate, staff motivation, etc . 

The dimensions of the human resource de­
velopment problem usually manifest differ­
ently in libraries of different sizes . For ex­
ample, the human resources of a small one­
person research library might be just that per­
son . Hence, all six dimensions pertain to, and 
must be addressed by, that person. In such a 
library, ' recruiting new staff' could mean 
contracting outside human resources, or re­
placing that one person. Also, the training de­
velopment of that person could be difficult, 
as there might not be any other staff to whom 
the person can temporarily hand over. Moreo­
ver, a human resource crisis might ensue 
when that person decides abruptly to leave. 
Contrast that with a large academic library 
or network of metropolitan libraries that might 
boast of hundreds of staff, as well as the fi-



nancial resources to augment its in-house 
human resources with outside resources. 

Also, the dimensions also manifest in differ­
ent ways for different types of libraries -
academic, public, school, and special. For 
example, the need to recruit cataloguers and 
indexers to perfomi original cataloguing or 
indexing tasks might be more a problem for 
special libraries with specialized collections 
than for large academic libraries which can 
do with downloaded catalogue records from 
MARC tapes or CD-ROM. Similarly, librar­
ies that are at the initiation stages of compu­
terization would need human resources with 
appropriate information technology (IT) skills 
more than other libraries, and are also more 
likely to experience the pains associated with 
the organizational changes required for com­
puterization (e.g . conflicts between their ex­
perienced and long-serving staff and new 
staff possessing IT skills). 

Organizational and management devel­
opment programmes 
Even assuming that individual libraries can 
easily recruit from the library industry the 
desired human resources of the required cat­
egories, much will still depend on the plan~ 
ning and implementation of effective organi­
zational and management development pro­
grammes in individual libraries . Organiza­
tional development pertains to the develop­
ment of appropriate personnel, institutional 
structures, culture and climate that helps the 
organization to achieve its goals. On the other 
hand, management development refers to 
the processes of developing in specific staff, 
the experience, attitudes and skills necessary 
fOf them to become effective managers . 
Clearly, personnel and management devel-
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opment are crucial aspects of organizational 
development. 

Organizational and management development 
programmes are more likely to be well 
planned and implemented if library manag­
ers are well trained and experienced to start 
with, if they periodically refresh themselves 
with new management ideas and techniques, 
and if they do not allow emotions to unduly 
cloud their sense of objective decision mak­
ing. There is no gainsaying that library man­
agers would desire to really help their librar­
ies and themselves through well-planned and 
implemented human resources development 
programmes. But no matter how initially well 
trained such managers might be, they can 
clearly also benefit from professionally re­
invigorating continuing education programmes 
sponsored by various stakeholders in the de­
velopment of the Ghanaian library industry 
and profession. 

A library manager might often ponder what 
programmes he/she must plan and implement 
for what human resources, when and how. 
However, the real problem often is that a li­
brary manager might, without realizing it, be 
running hislher library year in, year out, with­
out periodic stock taking towards planning 
projects for the development of the library. 
What is often lacking in most such cases is a 
project management approach to managing 
the library. The significance of the project 
management approach, if properly followed, 
is that it forces library managers to consider 
the human resources that their libraries would 
need for successfully achieving the goals of 
the projects that they initiate. Surely, if a 
manager is committed to achieving the goals 
of one or more planned projects, he/she 
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'would have planned, and would implement, 
the necessary human resources development 
programmes that will assure the achievement 
of the goals of the projects . 

In this conncction, I must also mention an 
importa nt aspect of projeet management -
contingency pl a nning . A library ma nage r 
must, a t a ny point in time, have ready viable 
human resource contingency plans fo r every 
key lib rary function or activ ity Such contin­
gency hu man resources could be within or 
outs ide the libra ry. Within the li brary, an im­
portant cont ingency strategy woul d be to 
ensure that m6re than one pe rson possess 
the skills requi red to perform key library func­
tions or act ivities . T hi s can sometimes be 
achieved by periodicall y rotating staff among 
such key functions I mll st mention in th is 
connection the dangers inherent in a libra ry 
manager fai li ng to d eve lop hi s / he r 
subordinate(s) . Such pract ice runs against the 
tenet of conti ngency planni ng . After a ll , the 
ma nageria l functi on itself is a key library func­
tion. Someti mes, managers deliberately fa il 
to develop thei r subordina tes to ensure that 
their subordinates cannot replace them. How­
eve r. quite a part fro m dampeni ng the moti­
va tion of the subordi nates. the library itself 
might suffe r in the long run . As noted earlier, 
management development prog r:lmmes are 
:l necesS:lry requi rement for the sustainabili ty 
of the progress and momentu m tha t a library 
might have attai ned a t :lny point in its devel­
opment. And library malUgers should be more 
inte res ted in pioneeri ng good library systems 
and prog r:lmmes that are su st:lined by the 
peop le they themselves had developed. 

Alellln:l ( I t)l)..j ) noted tklt during the preced­
IIl g dcc :ldc. Gh a fl:l ha c! fl o t 1n\ cs ted ad-

equately in the continuing education oflibrar­
ians and information personnel after job place­
ment One might ask now whether the situa­
tion has improved substantially for individual 
libraries , and for the library industry a s a 
whole . In thi s respect , library managers 
should not forget tha t sponsored formal and 
informal staff training prog rammes, apart 
from providing means for staff to acquire new 
job-related knowledge and skills . a re a lso 
means by which staff can experience tem­
porary but often refrcshing changes in thei r 
working/ learning environment , a nd some­
times, fo r a lso gaining mtemationa l experi­
ence. Staff often a lso look forward to the 
a llowances associated with su ch period ic 
sponsored tra ining . Hence, libra ry managers 
need to considcr various tra ining programme 
options for their staff, such as training on­
the-job, within sister libraries, in the library 
school , by local professional associations, and 
abroad . Also, what about short-period staff 
exchange p rog rammes among s imilar types 
of libraries? 

It is a lso important to note that, under certain 
circumstances, inapp ropriatc organizational 
and management development programmes 
by individual libra ries might indirectly affect 
the lib rary industry and profession as well. 
We a ll know that high p rofi le libra ries , al­
though small in number, often exert signifi­
cant influence on trends In the libra ry pro­
fess ion and indu stry ei ther because they 
employ the more promi nent library protcs­
siona ls, and/o r because they employ la rge 
quantities of the industry 's human resources . 
Hence, if such li brar ies fa il to plan and ad­
minister effective human resource deve lop­
ment programmes, they might ex perience 
staff tu mover or staffing constrall1ts which 



jeopardize their programmes and services in 
the first round. In the second round, some of 
their frustrated staff might then exit, and might 
also exit the profession as well because of 
lack of opportunities elsewhere in the indus­
try. Then, in the third round, such large li­
braries might succeed in . attracting new re­
cruits, often from smaller unfortunate librar­
ies, thereby causing human resource crises 
in those libraries as well . Hence, the need to 
consider the industry-wide implications of 
human resource problems at the level of such 
prominent libraries . Implied is the need for 
various stakeholders in the development of 
the profession and industry to implement strat­
egies to enable library managers to improve 
their managerial effectiveness generally, as 
well as planning and implementation of in­
house library human resources in particular. 

Library human resources for the informa­
tion age. 
The 21 st century is knocking on the door of 
every Ghanaian library. Whether we like it 
or not, the next century will witness further 
progress of the information age wherein the 
buzz-word will continue to be information 
technology (IT) . Sooner than later Ghanaian 
library patrons living in an Internet-propelled 
global village will be demanding more and 
more IT -based library services and resources . 
And libraries must find the means to be ready 
to meet p~trons' needs, else they will just 
become irrelevant. I believe it is better for 
libraries to implement strategies for provid­
ing such IT -based services proactively than 
reactively. A proactive approach will afford 
libraries the opportunity to adequately under­
study and exploit the technology at their own 
planrted pace. 

However, libraries in Ghana, as in most other 
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developing countries, face a serious dilemma 
in this respect. They lack the resources to 
acquire IT for proactive IT-based services, 
but they know very well that the pressure is 
on and will soon be unbearable. The dilemma 
is ~orse in the public sector libraries than in 
the private sector libraries . 

But even in those libraries where there are 
resources to acquire the IT, or where IT 
equipment and infrastructure have actually 
been acquired, there are often problems with 
the most critical of all resources - human re­
sources. Sometimes the human resources re­
quired for the effective exploitation ofIT are 
not there. Sometimes they are there in quan­
tity, but not in quality. Quality here means the 
managerial and technical capability of the 
human resources to plan for the exploitation 
of the technology. Both Badu (1990) and 
Entsua-Mensah (1989) have noted the lack 
of appropriate IT human resources as a ma­
jor problem militating against the effective 
provision of IT-based services in Ghanaian 
libraries . Writing in respect of Ghanaian uni­
versity libraries, Badu (1990) was very 
graphic in his description of the problems 
(words in parentheses added for clarity) : 
'The number one problem regarding the use :t 
of computers in Ghanaian (university) librar­
ies is lack of the necessary expertise ... Staff 
development (for IT) in the University of 
Ghana library is lacking. The traditional li­
brarians have no knowledge of computers at 
all ... University of Science and Technology 
has the worst staff problem. There is no sys­
tems librarian and it does not appear that one 
of its librarians is going to be trained in that 
direction. The work is being undertaken by 
someone with computer know-how, but who 
lacks library knowledge. In his absence op-
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erations will definitely come to a standstill. 
(Badu, 1990) ." 

There has been some improvement in the li­
braries since Badu (1990) wrote seven years 
ago. But the problems ofIT human resources 
are a serious concern for many library man­
agers. Many libraries have suffered from hav­
ing invested in young IT human resources 
talent only to lose them to other libraries or 
even non-library occupations . Usually, such 
talent had possessed the scarce computer 
science or information technology qualifica­
tion before th,ey were employed, and had used 
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the library employment as stepping stones to 
other more lucrative jobs and careers . And 
when they leave, the IT projects for which 
they were recruited and developed suffer. 
Those who stay sometimes hoard their skills, 
as insurance. On the other hand, highly ex­
perienced and long-serving library staff of­
ten react to genuine efforts to train them for 
IT thus: "what the heck, I only have a few 
years before retiring, so why should I bother 
about these IT 'toys'?" Only if such highly 
experienced staff would realize that there is 
always the possibility of consulting for librar­
ies after retirement, and that in the 21 st cen­
tury they will be better off as library IT con­
sultants l . 

The IT human resource problem is com­
pounded by the currently very low remunera­
tion that libraries can offer. And it does not 
appear that the problem can be adequately 
resolved until there is some glut in the labour 
market for persons possessing high-level IT 
skills . My suggestion is that the problem can 
be ameliorated by intensive IT training pro­
grammes sponsored by both the Ghana Li­
brary Association and the University ofGha-
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na's library school. Accordingly, the library 
school should consider up-scaling the practi­
cal IT content of both its undergraduate di­
ploma and M L S degree programmes to such 
a level that graduates will be adequately IT 
proficient for the Ghanaian libraries of the 
21 st century. The Ghana library Association 
can also develop an IT continuing education 
training school or programmes for practising 
librarians. Also, international donor agencies 
might be approached with realistic project 
proposals by both the library school and the 
association towards expanding the IT train­
ing capabilities of various library education 
programmes in the country.Already, the uni­
versity libraries are jointly implementing a 
project to develop an IT laboratory at the li­
brary school. This is laudable. 

However, I must note that the provision of 
IT training facilities in formal training pro­
grammes must be complemented in all cases 
by in-house IT working facilities . Usually, 
learnt skills that are not immediately put to 
continuing and productive are quickly forgot­
ten. Hence, libraries should also initiate plans 
to introduce computers into their operations, 
even if initially at a very modest scale. In this 
respect, although the current technology is 
usually ' Pentium microcomputer with Win­
dows 95/97 plus the latest applications soft­
ware', many libraries can still begin to auto­
mate some of their basic data processing 
operations with some 'seemingly obsolete ' 
technology (e.g., 386 microcomputers) that 
might be lying idle in some wealthy organiza­
tions in Ghana or abroad. I believe that an 
'IT-Trust ' programme might succeed in 
putting some of such equipment to profitable 
use in some of our libraries. The Ghana Li­
brary Association should note this . 



MACRO-SOCIETAL DIMENSIONS 
OF THE HUMAN RESOURCES DE­
VELOPMENT PROBLEM 
Balancing the library human resources 
demand and supply equation 
A major library human resource development 
problem at the macro or industry level is the 
relative scarcity of various types of library 
human resources that might exist side-by-side 
with relative glut of other library human re­
sources . Economists refer to this as a resource 
mis-allocation problem, because it reveals that 
less than optimally balanced resources are 
being allocated to the development of differ­
ent categories of library human resources by 
various stakeholders who contribute to the 
total societal supply ofthe resources -library 
schools, libraries, the library profession, gov­
ernments, and non-governmental organiza­
tions. 

From the perspective of a single library in 
the industry, it might not matter if it is able to 
snatch its new recruited staff from other un­
fortunate libraries, provided that it does not 
itselflose staff to other libraries at the same 
or other times . For example, due to the bet­
ter remuneration now enjoyed by staff of 
university libraries than staff of public or 
school libraries, such libraries are more likely 
to snatch staff from, than lose staff to, the 
other libraries . Of course, university libraries 
are, in tum, also similarly vulnerable to pri­
vate sector libraries . The problem posed for 
the losing libraries is that they lose signifi­
cant previous investment in the staff. Losing 
libraries become frustrated because some of 
their library development projects and pro­
grammes are consequently compromised. 
Undesirable staff turnover is often a serious 
problem with young library staff with IT skills 
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who might have been trained with scarce 
resources by the losing library. Of course, 
the lost investment of an unlucky library is 
often not fully gained by the lucky library, as 
the new staff often must be re-oriented into 
the environment of the new library before 
their potentials can be fully exploited. 

Such turnover of staff becomes rampant 
when the library human resource market for 
specific categories of library human re­
sources is unable to meet demand. Actually, 
some staff turnover is desirable in any com­
petitive labour market as a means for better 
allocating the societal pool of human re­
sources, and also as a means by which indi­
vidual libraries can achieve desirable change 
in their human resource profiles . However, 
the problem is that, often, those who exit first 
are the vibrant staff that other libraries find 
attractive. 

The library profession in Ghana, as it should 
be in any other country and industry, must 
find a solution to the problem of undesirable 
staff turnover that often prevents many li­
braries from consolidating and sustaining 
whatever developmental gains they might 
have been able to eke out of scarce re­
sources. 

NEED FOR CLEAR PROFESSIONAL 
AND CAREER DEVELOPMENT 
Paths in the library profession and indus­
try. 
It is usually desirable, in any professional 
endeavour, for entrants to the profession to 
foresee a clear career development path 
within both the profession and the associated 
industry. Is that the case with the library pro­
fession in Ghana presently? In Ghana, as is 
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most other countries of the world, the MLS 
is recognized as the minimum qualification 
for full library professional recognition. How­
ever, presently, the only library school in the 
country, the University of Ghana's Depart­
ment of Library and Archival Studies, offers 
an MLS degree programme, and an under­
graduate Diploma in Library Studies. 
Diplomates are either employed as library 
para-professionals, or else use the qualifica­
tion to seek admission to first degree pro­
grammes in other subjects . The latter option 
often leads to net losses to the library pro­
fession and industry, because degrees in sub­
jects other than library studies provide ac­
cess to many Qther professions and indus-

. , 
trIes . 

On the surface, the BLS would seem the 
missing rung in the library professional de­
velopment ladder. However, the BLS is of­
ten not regarded as a useful library qualifica­
tion, and some employers, particularly uni­
versity libraries, would not employ persons 
on the basis of this qualification . University 
libraries would want the library profession­
als that they employ to be subject ~cialists 
before the MLS so that each professional can 
provide information service support for a spe­
cific university discipline. The big gap be­
tween the diploma in Library Studies and the 
MLS is probably one of the reasons for, as 
noted by a university library administrator, the 
difficulty university libraries have in devel­
oping their para-professionals to fill junior 
professional positions. A minimum MLS is 
associated with these positions, but it would 
be risky and costly for a library to sponsor its 
pMa-professionals for an initial non-library 
first degree, and then for an MLS. 

Will a BLS degree programme solve the 
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problem of the missing rung in the transition 
ladder from library para-professional to full 
professional status? In 1994, Professor 
Alernna of the library school wrote (words 
in parentheses added for clarity): 
"Attempts have been made to create a whole 
Department of Library Studies at the Uni­
versity of Cape Coast which would produce 
BA Library Studies graduates . However, a 
number of librarians and government officials 
have raised objections to this because they 
feel it is not desirable at present. (Alernna, 
1994,)." 
Professor Alernna advised then that the Uni­
versity of Cape Coast proposals were good 
enough to be worth pursuing. I agree. But 
what professional status would holders of B 
L S be accorded in Ghanaian libraries in view 
of the existing MLS minimum requirement 
for professional recognition? This is an issue 
that will not just go away but must be care­
fully addressed and resolved. Introducing B 
LS programmes without resolving the pro­
fessional recognition issue will not auger well 
for the healthy development of BLS gradu­
ates in the profession. Of course, another 
strategy to avoid the BLS recognition prob­
lem altogether might be the library school al­
lowing holders of its undergraduate diploma 
to be admitted to the MLS programme after 
a specified minimum period of post-diploma 
practical experience. 

In conclusion, I want to stress that clear pro­
fessional and career development paths for 
entrants to the library profession are desir­
able within individual libraries, within similar 
types of libraries, and in the library industry. 
This is in order to reassure library profes­
sionals, as well as potential entrants to the 
profession, of a well organized profession and 



industry devoid of frustrating obstacles to the 
realization of both the personal career goals 
of individuals, and the development of ad­
equate human resources for libraries in the 
industry. I believe there is need for vigorous 
collaboration among the Ghana Library As­
sociation, the University of Ghana's Library 
School, key employers of library human re­
sources, and other stakeholders, on the is­
sue . 

TOWARD IMPROVING OUR UNDER­
STANDING OF THE LIBRARY HU­
MAN RESOURCES DEVELOPMENT 
PROBLEM AND STRATEGIES IN 
GHANA 
We are here gathered to discuss both the 
organizational or societal aspects of the hu­
man resource development problem. At the 
level of all libraries, or of specific categories 
of libraries, there is need for stakeholders to 
adopt strategies for the optimal development 
of library human resources . However, the 
strategies must sp;-ing from an in-depth un­
derstanding of the nature of the human re­
source development constraints at both or­
ganizational and societal levels. 

In this respect, an important strategy is a li­
brary human resources survey at the national 
level with a view to identifYing areas of hu­
man resource development progress and bot­
tlenecks . For instance, we should be inter­
ested in identifying various categories of li­
brary human resources, by level, by specific 
library management functions, by computing 
support skills, etc., that are currently relatively 
abundant or scarce in the industry. Clearly, 
such information is required for devising and 
implementing strategies for addressing the 
scarcity of specific library human resources 
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in the industry. 

Towards preparing this paper, I began but 
could not finish a small study in the Greater 
Accra Region towards finding out problems 
that libraries might be experiencing in recruit­
ing, developing, and retaining different levels 
and categories of library human resources. 
My object was to collect some information 
for possibly inferring areas of current rela­
tive scarcity of library human resources in 
Ghana. For the study, I identified the follow­
ing categories and classes of library human 
resources : 

By managerial/professional levels in /i­
brarie~: 

(a) very top management positions; 
(b) senior professional positions; 
(c) junior professional positions; 
(d) para-professional positions . 

By Specific library fUnctions/ tasks : 
(a) cataloguing tasks; 
(b) subject indexing tasks; 
(c) reference services; 
(d) user training and orientation; 
(e) children and other special user 

services; 
(f) Archivinglbinding/ conservation. 

By levels of computing skills: 
(a) computer data entry; 
(b) computer system supervision; 
(c) computer repair and maintenance. 

Of course, finer categories and levels of hu­
man resources can probably be determined. 
But the incomplete information that I was able 
to obtain from the few libraries and librar­
ians with whom I interacted, suggested that 
it seems: 

(a) more difficult to fill junior profes-
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sional positions, reference service 
positions, and computer repair and 
maintenance positions than other 
positions; 

(b) more difficult to develop person 
nel for very top management and 
senior professional positions, for 
cataloguing tasks, and for computer 
repair and maintenance positions; 

(c) more difficult to retain personnel 
in top management positions, in 
computer system supervision, and 
in computer repair and maintenance. 

More conclusive results will be known when 
the study is cO{l1pleted. But the above illus­
trates the benefits that the study can bring. 
Of course, as noted earlier on in this paper, 
the relative demands for different types of 
library human resources would vary by type 
of library (small/ medium/large, university/ 
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school/public, etc), and for libraries in differ­
ent developmental situations. I believe that 
the Ghana Library Association should under­
take or support such and similar initiatives 
towards identifying the nature, potentials, 
problems and strategies of the library human 
resources development situation in Ghana. 
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