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1.
introduction

The first workshop on strategic planning (SP-workshop) at King Fahd University of Petroleum & Minerals (KFUPM) was held, under the patronage of Deanship of Academic Development, on May 12-13, 2004.  For this purpose, Mr. Neville Lake, President, Business and Strategic Consultant from Australia was invited to lecture in this two-day workshop that was attended by a selected group from the KFUPM faculty representing the various colleges at the University, and from the Research Institute.  The main objectives of this workshop were to:
· identify the strategic issues affecting the university in teaching and learning, research, and public service;

· determine and discuss the different ways to address these issues;

· decide on an effective and practical approach to the problem(s);

· list the strategic decisions that will implement the above approach; and
· identify the action items that will ensure successful implementation.

The research group of the consolidated strategic planning project team (list available in Appendix B) collectively prepared this report through intense interaction.
This report is summary of the main activities undertaken by the group during the workshop and is divided into the following three parts:

i. Summary of the SP-workshop: A summary of mutual introduction, formation of volunteer working groups, and the review of the different components of the strategic planning process; 
ii. Identification of  Key Strategic Research Projects: originated from the corresponding identification of the strategic research-related issues facing the University;
iii. Outline of Proposed Strategic Research Projects: a focused outline of four key strategic research projects that are of importance to enhance the current research activities at the University. 

The research group’s main focus of discussion was around the fact that "research activities and infra-structure at KFUPM should be enhanced so that the University would be able to conduct high caliber research, of importance nationally and recognized internationally”.

2. 
the FIRST KFUPM SP-workshop
The following section summarizes the main activities that were initiated and undertaken by the three groups including the research group.

2.1 Mutual Introduction

To begin with, the workshop instructor, Mr. Lake, conducted a brief introduction session in which each participant reported his name, affiliation, and one  more point  concerning himself which was unknown to others participants.

2.2
Formation of Working Groups

Following the mutual introduction session, Mr. Lake advised the participants to voluntarily divide into:

a. Teaching and Learning Group;

b. Research Group; and

c. Public Service Group.

The above three groups were formed on the first day of the workshop, while the Long-term Planning Group (fourth group) was formed on the second day.

2.3
Review of the Different Components of the Strategic Planning Process

This part was divided into two main parts as follows:

   Part A:  Concepts that were discussed for general education and for creating   awareness on strategic planning among the participants; and


   Part B: Concepts that covered the above as well as those that were put into on-site practice through group review, deliberation, and brain-storming.  Each practice session lasted 15-30 minutes.

The main components of Part A included: 
(
The shared understanding of strategic planning (intent of strategy, major strategic questions, and tactical issues);

(
Confirmation of the foundations (mission, strategic intent, key measures, targets, and the required results);

(
Criteria for assessing successful approaches; and

(
Analysis of the approaches using the above criteria.
The main components of Part B comprised: 

(
Internal/External drivers for change;

(
Research stakeholders, their needs, and concomitant impact;

(
Strengths and Weaknesses (internal);

(
Opportunities and Threats (external);

(
Portfolio analysis; and

(
Marketing Analysis.

The results of the on-site Part B practice sessions are summarized below, and when appropriate, the relevant issues are rated with appropriate stars (black; silver; gold; red).

1.
Internal drivers for change


Impact


Administration
Favorable and unfavorable


Incentives
Favorable


Retention and hiring of manpower
Favorable and unfavorable


Research policy and strategy
Favorable and unfavorable


Research facilities
Favorable

Marketing efforts
Favorable

2.
External drivers for change



Impact


New R&D Centers (Saudi ARAMCO, 
Favorable and unfavorable


SABIC, SWCC, KACST, MEPA, etc.)


Economy
Favorable and unfavorable


Public attitude toward research
Favorable and unfavorable


(research perception and comprehension)


Regulations (related to funding, 
Favorable and unfavorable


procurement, etc.)


Industry’s participation in University’s 
Favorable


research plan


Need for local research expertise
Favorable and unfavorable


Import/export restrictions
Unfavorable


Funding agencies (KACST, MEPA, etc.)
Favorable and unfavorable


University’s research reputation 
Favorable


and credibility


Major client’s participation in  
Favorable


The University’s research plan

3.
Research stakeholders, their needs and concomitant impact

Research Stakeholders
Needs
Impact

Clients
Solution of problems, research ideas, etc.
Better operation, productivity,

(Silver Star)

Products, profitability, etc.

Faculty 
Incentives, internal funding, facilities, etc.
Productivity, professional satisfaction

Graduate
Facilities
Generation of research manpower,

Students

publication, enhancement of faculty

Research

research assistant (Silver Star)

Governmental
Solution of problems, consultancy, etc.
Better operation, environment,



Productivity, etc.
Private enterprise
same as above
Better operation, profitability

4.
Strengths and Weaknesses (Internal)


Relevant issues are rated with appropriate stars (black; silver; gold; red).


Strengths


Established research infra-structure


Successful research track record

The Research Institute

Qualified and diverse faculty members and researchers


Focused engineering and management school


Incentives


University library’s rich collection of books, microforms, films, videocassettes, journals and periodicals


The Information Technology Center


Project reports and papers published in journals, conferences, workshops, symposia, etc.


Strategic location of the University with respect to its major clients (SABIC, Saudi Aramco, Royal Commission, SWCC, etc.)

Weaknesses


Administrative rigidity


Retention and hiring of researchers (red)


Weak research culture (red)


Unified/coherent research policy (red)


Lack of improved research support system (red)


Lack of research direction (red)


Compensation and incentive policy

5.
Opportunities and Threats (external)


Opportunities


Proximity to industry


Allocation of funds in industry for research


Prince Abdullah Science park


Multidisciplinary research programs/groups (Silver Star)


Threats

Small size of the graduate school


Government policy in recruiting graduate students/research-assistants

Other research centers (SABIC, Saudi ARAMCO, SWCC, etc.)

6.
Portfolio Analysis

Cash cows
A
Client Funded Research at RI
B
SABIC Funding

C
Research Committee Funding

D      KACST/British Council/Fulbright Research and other grants
E
Graduate Research

F       Successful Research Areas (Polymers, Corrosion, etc).

Stars

G
Industrial Funding

H
Faculty Chairs
I
Promising Research Areas (Environment, Biotech, IT, etc.)

J
PASP Science Park

K
Desalination (black star)

Dogs and “ ?” , given the time, were not identified.
7.
Life cycle analysis (plot)


Figure 1.
Portfolio analysis profile.

Silver stars and red bullets, six of each, were given to the group to select the items listed in Part B as follows:

i. Maximum six (6) silver stars; or

ii. Maximum six (6) red bullets; or

iii. Maximum six (6) silver stars plus red bullets.  The number cannot exceed six (6) under any situation.

The group reviewed, deliberated, argued, and brain-stormed; applied the learning of Part B as well as the subsequent incremental one, and the above criteria; and identified four (4) strategic issues facing the University in the area of research.  These are:
a. structure, policy, and procedures;

b. programs;

c. Manpower and facilities; and

d. Marketing efforts.

Note this methodology of identifying the strategic issues is much faster than the conventional rigorous method.
3.
Development of Strategic RESEARCH Projects
Following the identification of the strategic issues facing the University in the area of research, the working research group defined the following four projects:
Project 1:  KFUPM Research Structure, Policy, and Procedures

Project 2: Strategic and Interdisciplinary Research Programs 
Project 3: University’s Research Manpower and Facilities
Project 4: Marketing the University’s Research Capabilities: Interaction with local industries, and international R&D collaboration

Each project is summarized below in terms of:

(
Objectives;

(
Expected outcomes;

(
Information required;

(
Key action items;

(
Time frame;

(
Monitoring progress;

(
Resources needed; and

(
Who should be the responsible person?
The members of the other groups had an opportunity to comment on the activities of the research group.  Constructive suggestions were debated and agreed upon by members of the research group and the other two groups of the KFUPM SP-team.  The following sections outline the proposed four SP-research projects.

3.1 Project 1: KFUPM research structure, policy, and procedures

3.1.1
Overall objective

The objective here is to assess the effectiveness of the University’s current research structure, policy, and procedures, including all the academic departments and the Research Institute (as a whole), and formulate the eventual and the desired future plans (here current refers to the effectiveness of the present operations whereas the desired future will address the next two to five years planning).

3.1.2
Particular objectives

a.
Determine the status of current research structure, policies, and procedures and:

i. Enhance the desired research culture and efficiency of operation;

ii. Motivate and inspire the faculty members, RI researchers, and graduate students to offer the best research products and appropriately serve the societal needs;

iii. Protect against various forms of misconduct in research;
iv. Facilitate delivery of  project commitments promptly and on time; 

v. Establish the appropriate coordination between the researchers, administrators,  and the support staff; and

vi. Accommodate flexibility and efficiency in terms of honoring the idiosyncrasies of researchers.

b.
Formulate the future research structure, policy, and procedures (using the results from the above) which will ensure attaining the above-defined objectives (both overall and particular) as well as the following outcome.

3.1.3
Expected Outcomes of Project 1
It is expected the main outcomes of this project will at least include: 
i.
A healthy and encouraging research culture;

ii.
Improved research support staff and services;

iii. Simplified administrative procedures;

iv. Enhanced efficiency of operation;

v. More prompt mutual responsiveness on behalf of research administrators (see Appendix C for the key performance indicators), researchers, and research support staff;
vi. Better utilization of qualified researchers and better facilities to solve the societal needs;

vii. Increased participation, devotion, dedication, and commitment to quality from all categories of researchers; and

viii. Improvement in research productivity (see: Appendix D, for key performance indicators).

3.1.4
Database Requirements and Procedures
i. Data/Information Needed:
· Existing research structure, policies, and procedures, and their shortcomings.
· Research structure, policy, and procedures of selected peer and research-intensive flagship universities.
ii. Data Collection:
· Contact the office of the:

a. Deputy Dean of Graduate Studies and Research; 

b. Vice-Rector for Graduate Studies & Research;

c. Vice-Rector for Applied Research,  and

d. Research and Innovation Support Office.
· Contact selected distinguished researchers.

· Contact relevant universities.

iii. 
Data Storing
· Develop appropriate databases and report(s).
iv. 
Data Analysis

· Analyze the collected relevant data from the perspective of their strengths and areas of improvements with regards to the achievement of the project objectives.
3.1.5 Key action items

· Survey Saudi Arabia’s current and future societal research needs.

· Prepare questionnaires for the research stakeholders (the university and the list of clients that the University has served or has been serving), and research providers (faculty members, RI researchers, graduate students, and research support staff). In particular, input should be sought from research members who have received distinguished research awards and/or have conducted or currently conducting contract research projects.
· Meet and/or interview (as appropriate) all research stakeholders and research providers.

· Review the research structure, policies, and procedures of our university, as well as selected peer research-intensive universities and research institutes/organizations.
· Coordinate with the other three research-related project teams (Projects 2, 3, and 4) as required.

· Coordinate with the Teaching & Learning, Public Service, and Long-term Planning project teams (as needed).

3.1.6
Time frame

· 18 working months.

3.1.7
Monitoring of Project progress

· Project review meetings/presentations, progress reports, and final report (especially listing the strategic decisions that will implement the overall approach to the problem, and identifying the action items that will ensure successful implementation thereof).

3.1.8
Resources Needed

· Budget: (To be determined).
· Manpower: A serious, hard-working, and mutually respecting project team, graduate student(s), secretarial support.
· One Personal computer.
· Unwavering support from the sources of data collection.
3.1.9
Responsible person (Project coordinator)


This is a critical project success factor.  Therefore, it must be determined carefully.
1.
May be recommend now and/or

2. Would be decided based on relevant data sheet submitted to Dean of Academic Development; then we discuss and decide.
3.2          Project 2: Strategic and Interdisciplinary Research Programs 
3.2.1
Overall objective

Formulate and enhance visionary, strategic, and interdisciplinary research programs for the University.

3.2.2
Particular objectives

a.   Determine to what extent the University’s current research programs:

i.
cater effectively to the societal needs (current and future); and,
ii. underscore area(s) of research excellence, if any.

b.   Revise the current research programs (as need be) and formulate the strategic future programs (using the results from the above) which will ensure attaining the above-defined objectives (both overall and particular), as well as the following expected outcomes.

3.2.3
Expected Outcomes of Project 2
It is expected that the main outcomes of this project will at least include: 

i.
Better service to the societal needs;

ii.
Increase in extramural funding;

iii.
Decreased dependence on University research budget;

iv.
Facilitation of accreditation;

v.
Enhancement in reputation;

vi.
Establishment of emerging areas of research excellence;

vii.
Attraction of distinguished researchers (from all over the world);

viii.
Enhancement of research collaboration with national and international clients (foreign universities, research institutes/organizations, etc.,); and

ix.
Improvement in research productivity (see: Appendix, for the key performance indicators).

3.2.4
Database Requirements and Procedures
i. 
Data/Information needed:
(
Information (at least for the last 5 to 10 years) concerning the University’s current research programs as per the above-mentioned key performance indicators.

(
Classification and assessment of the strengths of the University’s research programs as basic, applied, and developmental, as appropriate.

(
Information as reported above for selected peer as well as research-intensive universities, and research institutes and/or organizations.

ii.

Data Collection
(
From the following offices:

1. Deanship of Graduate Studies and Research; 
2. Vice-Rector for Graduate Studies & Research;

3. Vice-Rector for Applied Research; and

4. Research and Innovation Support Office.

(
Contact selected distinguished researchers.

(
Contact selected peer and research-intensive universities as well as research institutes/organizations (whose research programs match Saudi Arabia’s societal needs).

iii.
Data Storing
(

Develop databases and report(s)

iv.
Data Analysis
(
Analyze the collected relevant data from the perspective of their strengths and areas of improvement to achieve the project objectives.

(
Also consult with relevant items above to identify other items that may be needed for this project.
3.2.5.
Key action items

(
Review Saudi Arabia’s national research plan.

(
Survey Saudi Arabia’s current and future societal research needs.

(
Prepare questionnaires for the research stakeholders (the university and the list of clients that the University has served or has been serving) and research providers (faculty members, RI researchers, graduate students, and research support staff).

(
Review the collected data (see above).

(
Coordinate with the other three research-related project teams (Projects 1, 3, and 4) (as needed).

(
Coordinate with the Teaching & Learning, Public Service, and Long-term Planning project teams (as needed).

3.2.6
Time frame

(
18 working months.

3.2.7
Monitoring of Project progress

(
Project meetings, presentations, progress reports, and final report (especially listing the strategic decisions that will implement the overall approach to the problem), and identifying the action items that will ensure successful implementation thereof, will be required.
3.2.8
Resources Needed

(
Budget: (To be determined).

(
Manpower needed: A serious, hard-working, and mutually respecting project team, graduate student(s), and secretarial support.
(
One personal computer.
(
Support from the sources of data collection.
3.2.9.
Responsible person (project coordinator)


This is a critical project success factor.  Therefore, it must be determined carefully and giving importance to the project requirement.

1.
May be recommend now and/or

2. Would be decided based on relevant data sheet submitted to Dean of Academic Development; then we discuss and decide.
3.3 
Project 3: University research manpower and Research facilities
3.3.1
Overall objective

Enhance the development of qualified and competent research manpower (faculty members, RI researchers, and graduate students) as well as that of up-to-date research facilities in the University.

3.3.2
Particular objectives

i. Enhance interaction and collaboration among faculty members, RI researchers, and graduate students;

ii. Optimize the usage of university-wide research facilities;

iii. Ensure the requisite professional growth of the research providers (faculty members, RI researchers, graduate students, and research support staff); and

iv. Revise the current university master plan (as need be) and formulate the future one that shall cater to the needs of the safety-conscious research laboratories.

3.3.3
Expected Outcomes of Project 3
It is expected the main outcomes of this project will at least include: 

i.
Better service to the societal needs;

ii. Increase in extramural funding;

iii. Better assurance of quality and timely delivery of project commitments;

iv. Enhancement in reputation;

v. Hiring and retention of quality faculty members, RI researchers, and graduate students;

vi. Better opportunity for professional development;

vii. Improvement in graduate programs;

viii. Enhancement of research collaboration with national and international clients (foreign universities, research institutes/organizations, etc.,);

ix. Assurance of safety while operating instruments, experimental set-ups, etc., that warrant so;

x. Increased participation, devotion, and dedication, as well as commitment to the best quality by all categories of researchers; and

ix.
Improvement in research productivity (see: Appendix C, for the key performance indicators).

3.3.4
Database Requirements and Procedures
i. Data/Information Needed 
(
Data on number of faculty and graduate students in the academic departments and their research profile, and the same from various RI centers.

(
Number of major research facilities in the various academic departments and RI centers.

(
The status, extent of usage, and the maintenance cost of the above research facilities.

(
University’s present procedure for professional growth for faculty members, RI researchers, graduate students, and the research support staff.

ii. Data Collection
(
Contact the office of:

i. Dean of Graduate Studies and Research; 
ii. Vice-Rector for Graduate Studies & Research;
iii. Vice-Rector for Applied Research; 
iv. Research and Innovation Support Office; and
v. Contacting Distinguished Researchers.

iii. Data Storing
· Develop databases and report(s).


iv. Data Analysis
· Analyze the collected relevant data from the perspective of their strengths and areas of improvements with regard to the achievement of the project objectives.

· Also see above ( what data we need.

· Representation of the data via bar/pie charts, graphs, etc., (as appropriate).

3.3.5
Key action items

· Develop various effective data collection tools such as formulation of questionnaire, arrangement of meetings, interviews, etc.

· Contact selected peer and research-intensive universities as well as research institutes/organizations (whose research programs match Saudi Arabia’s societal needs).

· Coordinate with the other three research-related project teams (Projects 1, 2, and 4).

· Coordinate with the Teaching & Learning, Public Service, and Long-term Planning project teams (as needed).

3.3.6
Time frame

· 12 working months.

3.3.7
Measures of Project progress

· Project meetings and presentations, progress reports, and final report (especially listing the strategic decisions that will implement the overall approach to the problem, and identifying the action items that will ensure successful implementation thereof).

3.3.8
Resources Needed

· Budget: (To be determined).
· Manpower (project team, graduate student(s), and secretarial support).
· One Personal computer.
· Support from the sources of data collection.
3.3.9
Responsible person (Project coordinator)


This is a critical project success factor.  Therefore, it must be determined carefully and giving importance to the project requirement.

1.
May be recommend now and/or

2. Would be decided based on relevant data sheet submitted to Dean of Academic Development; then we discuss and decide.
3.4
PROJECT 4: Marketing the University Research Capabilities through Interaction with local industries and via international collaboration

3.4.1
Overall objective

Market the University-wide research capabilities (the human and material resources) to enhance the research funding.

3.4.2
Particular objectives

a.
Enhance interaction with:

i. local industries;

ii. Selected peer universities;

iii. Selected research-intensive  universities; and

iv. Research institutes/organizations/companies that have common research interests, and market the University-wide research capabilities to the above.

b.
Make the major local clients such as Saudi ARAMCO, SABIC, Royal Commission, presidency of meteorology and environment (Pme), etc., partners in the planning and development of the University’s strategic research programs.

c.
Revise the current marketing efforts and formulate future ones (using the results from the above) which will ensure attaining the above objectives (both overall and particular) as well as the following outcomes.

3.4.3
Expected outcomes of Project 4
It is expected the main outcomes of this project will at least include: 

i.
Better service to the societal needs;

ii.
Increase in extra-mural funding;

iii.
Decreased dependence on University research budget;

iv.
Facilitation of accreditation;

v.
Enhancement in reputation;

vi.
Establishment of emerging areas of research excellence;

vii. Enhancement in generating innovative research ideas;

viii. Improvement in graduate curriculum;

ix. Attraction of distinguished researchers;

x. Focused professional growth;

xi.
Enhancement of research collaboration with national and international clients (foreign university, research institutes/organizations, etc.,); and

xii.
Improvement in research productivity (see Appendix C, for the key performance indicators).

3.4.4
Database Requirements and Procedures

i. Data/Information Needed 
· The number of projects (for the last 5 to 10 years) and their cumulative amount that the University has internally funded.  
· The amount that the University has spent from its budget to buy equipment and other research facilities in the last 5 to 10 years.

· The number of projects (for the last 5 to 10 years) and their cumulative amount that the University has obtained via external funding.

· The amount that the University has spent through contract research to buy various equipment, and other research facilities in the last 5 to 10 years.

· The marketing plan (if one exists) and a summary of the activities of the University’s contract research marketing Department.


ii. Data Collection
· Contact the office of the:

i. Dean of Graduate Studies and Research; 
ii. Vice-Rector for Graduate Studies & Research;
iii. Vice-Rector for Applied Research, and Research; 
iv. Research and Innovation Support Office; and
v. The University’s contract research Marketing Department.

· Develop databases and prepare report(s).


iii. Data Analysis
· Analyze the collected relevant data from the perspective of their strengths and areas of improvements with regards to the achievement of the project objectives.

· Consult above related items to define additional data that may be needed.
· Presentation of the data through bar/pie charts, graphs, etc., (as appropriate).

3.4.5
Key action items

· Prepare questionnaires for the research stakeholders (the university and the list of clients that the University has served or has been serving) and research providers (faculty members, RI researchers, and graduate students).

· Review the collected data (see above).

· Coordinate with the other three research-related project teams (Projects 1, 2, and 3) (as needed).

· Coordinate with the Teaching & Learning, Public Service, and Long-term Planning project teams (as needed).

3.4.6
Time frame

· 12 working months.

3.4.7
Measures of Project progress

· Project meetings/presentations, progress reports, and final report to especially list the strategic decisions that will implement the overall approach to the problem, and identifying the action items that will ensure successful implementation there-of.

3.4.8
Resources Needed

· Budget: To be determined.
· Manpower (A serious, hard-working, and mutually respecting project team, graduate student, and secretarial support).
· One personal computer.
· Unwavering support from the sources of data collection.
3.4.9
Responsible person (Project coordinator)


This is a critical project success factor.  Therefore, it must be determined carefully and giving importance to the project requirement.

1.
May be recommend now and/or

2. Would be decided based on relevant data sheet submitted to Dean of Academic Development; then we discuss and decide.

Appendix B
Research Group of the KFUPM Strategic Planning Project Team

Name
Affiliation

Dr. Mohammed A. Al-Ohali
Deputy Dean, Graduate studies & Scientific Research

Dr. Sadiq M. Sait
Chairman, Computer Engineering Department

Dr. Alfarabi M. Sharif
Department of Civil Engineering

Dr. Saeid A. Alghamdi
Department of Civil Engineering

Dr. Muhammad Atiqullah
Center for refining and Petrochemicals

Dr. Zulfiqar Ahmed
Department of Earth Sciences

Dr. Muhammad Sarfraz
Computer Science Department

Dr. Faizur Rahman
Center for refining and Petrochemicals

Dr. Habib Shuwaikhat
Department of City Planning
Mr. Asim Burney
Center for Economics and Management System

Appendix C
Performance indicators on management/administration

(
Effective Stewardship of Human resources


Enhancement of professional development for all departmental/center administrators


Improved procedures for evaluating administrative performance (include contributions to the development of a more diverse environment and program within the departments/centers)


Review of bottlenecks and administrative inefficiencies


Percentage of employees with clearly defined job descriptions


Improved efficiency

(
Effective utilization of available resources


A balance between resources and workload


Enhanced communication


Cooperative work atmosphere

(
Technology Infrastructure


Annual inventory of assets/needs


Development of growth plans


Increased capacity in computing and digital technology


Plans for modernizing Student Information System and fiscal and personnel information technology systems

Appendix D
Proposed performance indicators on research
(
Research Programs


Ratio of core (strategic) to industry driven research


Investment in the most promising and competitive research programs


Increased number of interdisciplinary research proposals/awards


Amount of contract and non-contract research grants

(
Research products


Clients’ satisfaction


Journal papers


Conference papers/seminars/presentations


Technical reports, graduate theses, etc.


Patents


Technology transfer, commercialization of intellectual property, and economic development activities


Number of international collaborators

(
Recruiting/retention of Graduate Students, faculty and RI researchers


Salary status


Identification and elimination of the factors that de-motivate researchers and oppose efficient project execution


Assessment/enhancement of mentoring programs


Number of RI researchers


Rate of graduate students’ enrolment, progression, and retention


Number of endowed chairs


Value of endowment

(
Research infrastructure


Expansion/modernization of research space/facilities


Procurement of state-of-the art research equipment


Increased availability/utilization of information technology

(
Management and arrangements


Leverage (for total University funding, Applied Research Income Grants, small-scale SABIC grants, etc. versus contract research funding)


Number of PhD and post-doctoral fellows


Annual review of projects


Percentage of project milestones achieved on time
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