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1.
Introduction

The Ad-hoc committee for the Involvement of Faculty in Committees was formed by   H. E. the Rector on October 11th, 2005 to look into all issues related to KFUPM faculty involvement in university committees at all levels (Ad-Hoc, Standing, University, College, Department, etc). The objectives of the committee, as communicated by H. E the Rector, are:

1. Identify the involvement of KFUPM Faculty in committees.

2. Find if the distribution of committees to faculty is fair.
3. Find if the addition of a faculty adds values to committees.
4. Identify the need of the current committees (University/Colleges/Dept.) and their actual needed size.

5. Provide recommendations to the Rector on the above issues. 
The committee met several times. A progress report was submitted to H. E. the Rector on January 22, 2006. Based on his feedback the committee continued its work. An online survey form was developed to be filled by KFUPM faculty members to obtain their opinion about several issues related to Committee work (the survey form is included in Appendix A).

The committee collected the results from a total of 138 validated forms filled by faculty members. The analysis of these forms is presented in this report. In addition the committee obtained the recommendations of a previous committee on the same subject (back in May 1998). Finally the committee compiled some recommendations that they believe, if implemented, will help in solving many of the issues related to faculty involvement in committees.


The report is organized as follows: Section 2 outlines the approach the committee adopted and Section 3 provides analysis and findings of the filled forms. Section 4 presents the committee conclusions and recommendations. 

2.
Approach

The committee met several times during the academic year and the summer. Meetings were focused on the most appropriate and quick way to achieve the objective of the committee, which is, identifying the level of involvement of KFUPM faculty in the various Standing and Ad-Hoc Committees.

All members agreed on the current situation that several faculty members are stressed with overwhelming committee work, that this has affected other important assignments of teaching and research. It was agreed that feedback from faculty via a survey questionnaire would be the most appropriate and fastest way of confirming this. This would also provide a medium for obtaining input and suggestions on the appropriate level of involvement of faculty in administrative committees. 
It was proposed that an easy-to-fill online survey be made and all faculty be requested to participate. The target was to collect information that will enable the committee to objectively analyze the result and draw appropriate conclusions.
The initial form was designed by the committee members. It was modified to incorporate the suggestions made by H. E. the Rector and also some other senior faculty members who are actively engaged in a large number of committees.
The form was then made available on-line and faculty members were requested to respond. Another reminder was sent ten days later. The committee collected the forms submitted by over 135 faculty members.

3.
Analysis and Findings
After obtaining the summary of the compiled data from the ITC the results of the survey was as follows: A total of 138 faculty filled the survey.

Faculty Information:

· Faculty Rank: (22 – 16%) Professors, (39 – 28%) Associate, (47 - 34%) Assistant and (30 – 22%) Lecturers.
· Academic Department:

	Department
	No of Faculty
	Department
	No of Faculty
	Department
	No of Faculty

	AE
	2
	COE
	8
	IAS
	2

	CHE
	2
	ARE
	4
	MGMK
	6

	PETE
	3
	ARC
	4
	FINEC
	2

	CE
	8
	CRP
	2
	MISAC
	3

	EE
	17
	CHEM
	10
	PE
	1

	ME
	2
	ES
	2
	DCC
	4

	SE
	2
	MATH
	15
	RI
	2

	ICS
	14
	PHYS
	11
	ELC
	7


Committee Related Questions:

· The responses of participating faculty on the issue of the value and purpose of Committee work is summarized below:
	Essential component of academic job
	38%

	Extra load that prevents from improving teaching and research
	31%

	Administrators believes that all faculty should be involved in Committee
	19%

	Others (Specify)     [Please See Appendix C]
	12%

	Total
	100%


An extract of some of the important faculty opinion is shown below: 
1. While some of committees are essential and beneficial, some are not.
2. Faculty can learn new experiences and can participate in the university decision process positively if they are given the appropriate chance.

3. Committee should be used moderately so they can benefit the university without burdening the participating faculty. A faculty should be involved in 2 – 3 committees only.
4. RI faculty should also be given chance to contribute in committees. 

5. At KFUPM we are really overdoing it.
6. Most committee work is administrative in nature, and does not need a large group of faculty. Sometime only the committee chairman does the entire work. 

7. Faculty time is not properly utilized, and this is of course not the best utilization of faculty time (research and teaching have been adversely affected). It is an essential component of a job only “If we are empowered and have authority to make decisions”. If empowered, it is one means to reach to mature decisions, helps in facilitating the work, and interaction with peers and staff. Committees are good but I feel we don't often see the fruits of our labor. This is sad.

8. Ad-hoc committees and University Councils should be dealt with as current standing committees because they are formed for resolving current problems and legalizing regulations. Compensation should be provided to both types of committee work, as the effort is the same, and it is an extra load on the member, (some members consider it as a source of supplementary income).
9. Committee work is neither appreciated nor seriously counted during evaluation or towards our promotion.

10. Some committees have too many members; some committees are un-necessart; professional (non-professorial) employees should take up the responsibilities
· The summary of the responses regarding faculty involvement in various committees in Term  051 are shown below. Entries filled are based on the responses.
	Comm. Type
	
	
	
	
	

	Univ Stan.
	No of Comm.
	19% ( 0 
	52% ( 1 
	16% ( 2 
	13% ( >2 

	
	Hours / week 
	40% ( (2 
	40% ( 3-5 
	20% ( >5
	

	Univ Ad H
	No of Comm.
	22% ( 0 
	30% ( 1 
	23% ( 2 
	25% ( >2 

	
	Hours / week 
	56% ( (2 
	27% ( 3-5 
	17% ( >5
	

	Col Stan.
	No of Comm.
	33% ( 0 
	55% ( 1 
	12% ( 2 
	

	
	Hours / week 
	70% ( (2 
	20% ( 3-5 
	10% ( >5
	

	Col Ad H
	No of Comm.
	45% ( 0 
	32% ( 1 
	16% ( 2 
	7% ( >2 

	
	Hours / week 
	85% ( (2 
	7.5% ( 3-5 
	7.5% ( >5
	

	Dept Stan
	No of Comm.
	5% ( 0 
	33% ( 1 
	39% ( 2 
	23% ( >2

	
	Hours / week 
	59% ( (2 
	31% ( 3-5 
	10% ( >5
	

	Dept Ad H
	No of Comm.
	14% ( 0 
	45% ( 1 
	22% ( 2 
	19% ( >2

	
	Hours / week 
	64% ( (2 
	29% ( 3-5 
	7% ( >5
	


A summary of total number of committees faculty are participating in and a total number of hours/week spent on these committees are shown the table below:

	Faculty &  No. of Committee
	
	Faculty &  No. of Hours

	No. of Faculty
	Total Num of Com
	
	No. of Faculty
	Total Num. of Hours

	1
	28
	
	1
	50

	1
	16
	
	1
	45

	2
	15
	
	1
	40

	1
	13
	
	1
	27

	3
	12
	
	2
	25

	6
	11
	
	1
	22

	2
	10
	
	1
	21

	5
	9
	
	3
	18

	10
	8
	
	3
	17

	11
	7
	
	3
	16

	6
	6
	
	3
	14

	10
	5
	
	6
	13

	15
	4
	
	6
	12

	26
	3
	
	5
	11

	20
	2
	
	4
	10

	8
	1
	
	6
	9

	11
	0
	
	7
	8

	
	
	
	7
	7

	
	
	
	12
	6

	
	
	
	10
	5

	
	
	
	3
	4

	
	
	
	6
	3

	
	
	
	13
	2

	
	
	
	5
	1

	
	
	
	27
	0


An analysis of the above tables depicted the following important points: 
1. While many faculty are not participating in any committee (see numbers shown in green), many others are involved in more than two committees (see numbers shown in red). This cause imbalance between faculty members.
2. If we accept six as the maximum number of committees that a faculty should participate in a year then we have 35% of our faculty exceeding this limit. If we accept seven as the maximum number of committees that a faculty should participate in a year then we have 30% of our faculty exceeding this limit.
3. If we accept that a faculty should dedicate two hours/day (ten hours/week) for committee work then we have 27% of our faculty exceed this limit.
· As for the maximum number of hours of committee work (standing & Ad-Hoc) per week a faculty member may be assigned to, the opinions of the participants were as follows: 92% for 6 hours, 7% for 9 hours while 1 % for 12 hours.

· As for the maximum number of standing committees per faculty member (per year), the summary of the participants responses was as follows:

	Comm. Type
	
	
	
	

	University
	18.4% ( 0 
	72% ( 1 
	8.1% ( 2 
	1.5% ( >2 

	College
	21% ( 0 
	71% ( 1 
	8% ( 2 
	

	Department
	9.5% ( 0 
	58% ( 1 
	26.5% ( 2 
	6% ( >2 


One major observation of the above table is that the majority of faculty (please see numbers shown in green) is willing to participate in one university, one college and one departmental standing committee per year.
· As for the maximum number of Ad Hoc Committees per faculty member at any given time (other than Faculty promotion committee), the opinions of the participants were as follows: 56% for one committee, 35% for two, 6% for three while 3% for three or more committee.
· As for the mechanism that should be used when assigning a faculty member to an Ad-Hoc Committee, the reply of the faculty is summarized below:

	Should be based on consultation with faculty member.
	73.2%

	Should be based on consultation with Department Chairman.
	28.3%

	Should be based on faculty member load.
	53.6%

	Should be based on the faculty expertise and experience.
	67.4%

	Others (Specify)     [Please See Appendix C]
	3.6%


An extract of some of the important faculty opinion about this subject is shown below: 
Faculty Interest and Consent:
1. A faculty should be willing to join, work and contribute to a committee before he is assigned to the committee. If the faculty is not interested his efforts and time will be wasted.
2. Faculty should know clearly what kind of work is involved, so that those who are not experienced can make up their mind whether they have something useful to contribute

Equality & Load:
3. Assigning faculty to committee should be on a rotational basis to give everybody a chance to enhance his expertise and to help generate new idea. Equal chances should be given to all faculty members

4. It also should be based on equal distribution of the burden.
5. The Chairman must be consulted as he has the knowledge of faculty load and involvement in other activities.

Involvement of Active Researchers
6. Active researchers should be waived from committee work. Distinguished researchers should not waste time in administrative work.

· After analyzing the details of the evaluation of the size, number of meetings, management, value delivered and efficiency of the university standing committee, we identified the following committees that have some problems that need to be addressed:

	Committee Name
	Size
	Meetings
	Management
	Value
	Efficiency

	Academic 
	A
	A
	A
	A
	NI

	Academic Development
	Large
	High
	A
	A
	A

	Academic Text-Books
	A
	A
	A
	A
	NI

	Admissions & Academic Standings 
	Large
	A
	A
	A
	A

	Bids & Tenders
	Large
	High
	A
	A
	NI

	Bids Opening
	Large
	A
	NI
	A
	NI

	Campus Planning & Development
	Large
	High
	A
	Low
	NI

	Convocations, Honors and Public Events
	Large
	High
	A
	A
	A

	Community Affairs
	A
	A
	A
	Low
	NI

	Faculty Affairs
	Large
	High
	A
	A
	A

	Health, Safety and Security
	A
	High
	A
	A
	A

	Housing
	A
	A
	A
	NI
	NI

	Information & Communications Technology
	Large
	A
	A
	A
	A

	Library Affairs
	Large
	High
	NI
	NI
	NI

	Planning
	Large
	High
	A
	A
	NI

	Research
	Large
	High
	A
	A
	NI

	Student Affairs
	Large
	High
	A
	A
	A

	Traffic Safety
	Large
	A
	NI
	A
	Low


A: Acceptable (No problem)
NI: Needs Improvement 

An analysis of the above table and reviewing some of the comments provided by participants on this issue depicted the following important points: 
1. The size of   most of the university standing committees needs to be reduced (see the text in red). In addition many standing committees need to reduce the number of   meetings.

2. A lot of improvement in working of Research Committee is needed.

3. Library Committee needs to have more access to direction of planning of the university.
4. For Faculty affairs committee, the process of faculty evaluation must be reviewed.
5. Most of the time there is no follow up of the pervious committee's work. You can notice that every year a new committee is formed and it will try to repeat the same work done by the previous committee. 

6. The number of committees should be reduced to a bare minimum. Some people in the administration think that most problems can be solved by forming a committee. Some tasks need strong leadership and baring responsibilities. Some committee work is simply secretarial jobs and well trained secretaries should be able to do the job more effectively. An example of such committees is the committee for best teacher rewards.
· Most of the participating faculty provided valuable general / specific comments and suggestions which are all shown in Appendix C. An extract of some of the important suggestions/comments  are shown below:

1. Some "vital" committees meet once or twice per year and therefore are as good as nonexistent. 

2. Most committees are large. 

3. I think many committees could be done with. 

4. Only at KFUPM, there is so much committee work. 

5. Too often committees are created for or assigned tasks that are better performed by administrators or staff. The main problem is not with the standing committees. It is in the Ad Hoc committees that sometimes do not have a specific task to achieve. The work of these Ad Hoc committees could drag for years because the main task is regularly modified 

6. The charges must be crisp 

7. Committees do not seem to have real power in making decisions. 

8. Administrators are un-trained to run meetings efficiently. 

9. Membership at no cost must exceed 8. 

10. Chairmen of committees sometimes try to force their opinion. 

11. Some committees collect data and statistics and do nothing with it except collect and store. 

12. More than 10/year = abuse of authority 

13. Many Faculty observe that committee are of pure administrative type 

14. I would like to iterate that EVERYBODY should be given a chance to join both college and university committees on a rotational basis. 

15. Some committee meetings are compensated for and some are not. 

16. May be one or two persons can do jobs of the whole university. I sympathized with this action, but I believe the system should not be built to force the chairman to resort to such action which I believe is not correct. 

17. Revisiting the same agenda over and over again without resolution. 

18. I feel that our management is selling us cheap by using our highly-value time in a boring admin work (not all of it!). That can be done by admin personnel.

19. Junior faculty should be given enough spare time to develop and publish and get promoted. 

20. There are certain ad hoc committees that require no intellectual activities and can be done by clerks. 

21. We should compare the committee work load with the universities in Europe, USA,   Australia etc. because we have taken these universities as our model. 

22. Some very hard working faculty who value committee work as an essential part of their responsibilities are included in many departmental standing committees and many ad hoc committees but not given a chance to be in standing university committees. 

23. Whatever resolutions you take will be a judgment call; there are no perfect solutions, I believe. However, you MUST create the system such that it not only works, but is also fair. To this extent, maybe a computer system would be beneficial, where any Administrative Official is not allowed to appoint a faculty member into a committee until it is okayed electronically <-- and the data-base would flag any faculty who is already over-loaded with committee work.. 

4.
Conclusion and Recommendations

KFUPM is a university that strongly believes in the participation of its faculty in important decision making and that is why it forms committees (standing and AdHoc). However, it becomes clear from the findings of survey conducted by this committee and the recommendations of the previous committee that the involvment of faculty in committees became a burden on them and negatively affecting their other important involvment (teaching and research). The Ad Hoc committee members strongly believe that an important and decisive direction from the university adminstration is needed to limit the fotrmation of committees and their sizes. Some of the recommendations that the committee believes will help in solving this problem are shown below.
4.1
Strategic Recommendations

1. Strict and clear regulations of formation of committees need to be established. The justification of forming of the committee should be strong. It should be shown that the work expected by the committee cannot be done as part of the direct responsibility and authority of the person forming the committee. It should also indicate the expected number of hours the faculty member should put, since this should be considered as part of the faculty load

2. It is important to consult the faculty and his chairman/dean before putting him in a committee. When a faculty accepts to be in a committee, then he would involve and participate efficiently. 

3. An automated system should be developed in which all committee assignment to faculty is reordered and some form of work load is calculated. This will help in distributing the load of faculty members. The system should be designed to quantify the work of the committee in term of money and time spent.

4. There should be a mechanism in which no committee meetings should be held on at least one day (Wednesday). This day should be left to faculty/administrator to focus on other important issues related to his work.

5. Detailed job description of each administrative position should be prepared. In this description the responsibility should be clear and therefore it is expected that the competency of admin work will be enhanced, if they must be told not use or abuse subordinates for their work.

6. Job description of Administrator and a Consultancy budget for them.

7. Deanship of Academic Development should arrange workshops on forming committees.

8. Some compensation mechanism should be developed and implemented for faculty who work in Ad Hoc Committees.

4.2
Operational Recommendations

As for the recommendations related to the size and number of faculty in committees, the committee shares the recommendations of the previous Ad Hoc Committee which are shown below:
1. The number of members in sub and ad hoc committees should be as small as possible. Three (3) appears to be the best numbers unless there are overriding considerations which make a larger number is necessary.

2. Mother committees should minimize the number of sub committees they form.  Membership of these sub committees should be restricted to members of the mother committee unless overriding considerations make it necessary to extend the membership outside the mother committee.

3. At any time, faculty normally should not be members of more than five (5) committees.  This includes departmental, standing, ado hoc and sub committees.  Additionally, no faculty member should currently be the chairman of more than two (2) committees.

4. In order to distribute the committee work load equitably among faculty members, the number of committee appointments for each faculty members should be as close to four (4) as possible, and in no case   less than two (2) committees.

5. In exceptional cases, where the service and expertise of a particular faculty member are required for a very important committee, this faculty member may be asked to participate in one more [i.e. a sixth (6)] committee.  Generally, such faculty should be rewarded for this additional committee work.

6. Until a more automated system is devised, the departments should serve as the repositories for committee membership information.  All sub, ad hoc and promotion committee appointments should be reported to the Department of the faculty member concerned.

In the case of promotion committees, the details about the individual promotion are being considered will not be supplied.  Routinely faculty should inform their Departmental secretary when their appointment in a committee has ended.  The Department will be responsible for storing, updating, and retrieving its faculty's committee membership information using an appropriate file.

7. Vice Rectors, Deans, Division Managers, and Chairmen will be able to ascertain the number of committees; a particular faculty member is participating in, at any time, by resource to the faculty member's Departmental committee-membership information file.  In case a particular faculty member whose services are requested by a Vice Rector, Dean or Division Manager, is already in six (6) committees, his Chairman may, on request, propose the names of faculty form his department who, in the Chairman's opinion, could substitute for this particular faculty member.
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