Understanding the Strategic Context

Teaching & Learning Track

Our task as I understood it consists of two parts which are:

· Present strategy and outcomes

· Internal environment analysis
Present strategy and outcomes

In this task we will attempt to list the main features of the current strategy and list the outcomes of the strategy.

KFUPM has not developed a document that spells its strategic plan in the past up to my knowledge.  Also there is no written strategy for the University. However there are some unwritten strategies and I am not sure if we can call them real strategies. The unwritten strategies are: 

General Education Strategies:

· Focus on higher education in Engineering, Sciences and related areas.

· Focus on male education.
· Focus on quality rather than quantity.
· Adopt English as a medium of instruction.

· All students must complete a preparatory year prior to selecting a major.

· Integrated campus where students and faculty reside.

· Continuously improve our curriculum and processes.
Student Selection and development strategies:

· Recruit the best students in the Kingdom

· Adopt multi-dimensional criteria for under graduate students' admission

· Free major selection for students

· Adopt international criteria and standards for graduate students' admission

Faculty Selection and development strategies

· Always have a mixture of competent Saudi and expatriate faculty. 

· Strive to have good compensation package for faculty.
· Learning strategies:
· Strive to have small students' faculty ratio.

· Avail the best infrastructure including for teaching and learning including

       labs, smart class rooms, technology and others.
· Adopt international accreditation standards for curriculum as much as possible (ABET, ACCSB  and others).

Outcomes

· Competent graduates that are enjoying leadership positions in industry  and  government.

· The university is viewed by industry, government and society as a place of quality education..

· The University is recognized within the region as a leading institution


The information in the following Table  1 and 2  show that gradates in some of Engineering disciplines are not well prepared well as engineers and have some deficiency in applying the acquired knowledge. In almost all engineering disciplines the graduates have sufficient knowledge in the filed.




Table 1: Survey of Employer on Knowledge 


	QUESTION
	Excellent

(%)
	Very

GOOD

(%)
	GOOD

(%)
	FAIR

(%)
	POOR

(%)
	Weighted

 Average

 (out of 5)

	KNOWLEDGE 

OF MATH & SCIENCE SKILLS
	46.15
	53.85
	0.00
	0.00
	0.00
	4.46

	KNOWLEDGE

 OF ELECTRICAL ENGG SKILLS
	15.38
	46.15
	30.77
	7.69
	0.00
	3.69

	KNOWLEDGE OF PROBLEM

 FORMULATION
	23.08
	30.77
	46.15
	0.00
	0.00
	3.77

	COLLECTING & ANALYSING

 APPROPRIATE DATA
	23.08
	30.77
	38.46
	7.69
	0.00
	3.69

	ABILITY TO LINK

 THEORY TO PRACTISE


	0.00
	30.77
	46.15
	23.08
	0.00
	3.08


Table 2: Employer Survey on Application and Communication skills.
	Item
	Strongly agree
	Agree
	Partially agree
	Disagree
	Strongly disagree
	No opinion
	Average

	Can appropriately apply acquired knowledge
	12.5%
	37.5%
	43.8%
	6.3%
	0.0
	0.0
	2.6

	Can effectively communicate ideas and technical information
	6.3
	56.3
	37.5
	0.0
	0.0
	0.0
	2.7

	Continue to learn and improve on-job performance
	31.3
	50.0
	18.8
	0.0
	0.0
	0.0
	3.1

	Are well prepared as engineers
	18.8
	31.3
	43.8
	6.3
	0.0
	0.0
	2.6

	Have adequate English proficiency
	6.3
	50.0
	43.8
	0.0
	0.0
	0.0
	2.6


Table 3 shows that according to employer survey the  graduates of college of industrial management has an edge over graduate from other Saudi universities but no edge over graduates from outside universities.

Table 3:  Comparison of the college of Industrial Management graduates
	
	Percent of Employers Evaluated

	
	Below
	At the same level
	Above

	Compared to expectations
	0.0
	77.8
	22.2

	Compared to graduates from other Saudi universities
	0.0
	25.0
	75.0

	Compared to graduates from outside universities
	25.0
	50.0
	25.0


Internal Environmental Analysis

What are the major internal issues affecting the Universities functions and policies?

· Organization structure and decision making process

      The University has three main sectors, the academic, research and  the support services sectors. The academic sector is organized in colleges, deanships and departments like most universities in the world. The support services sector is organized in two main branches. The first one is the financial and administrative affairs and second one is technical affairs. Each branch is headed by a supervisor. In each sector there are several service units. The technical affairs sector includes maintenance, projects and the clinic. The financial affairs include accounting, budgeting, purchasing, stores, food services and security and safety. The academic sector includes six colleges. The colleges are Engineering Sciences, Applied Engineering, Sciences,  Industrial Management, Environmental Design and  Computer Sciences. Each college has at least three departments. The third sector is research and it includes college of graduate studies, deanship of scientific research and the research institute. The Academic sector is headed by a Vice Rector for Academic Affairs who reports to the Rector. The research has two Vice Rectors one for Graduate studies and scientific research and the other for applied research who basically heads the research institute at the University. In addition to the above structure the university utilizes standing and ad hoc committees to help in running the Universities. Each department has a departmental council that consists of the faculty within the department and the colleges have college councils. The departments council reports to the Dean and their decisions must be approved by the college council. The college councils report to the Rector. All academic decisions must be approved by the department and college council. In addition the University academic committee must approve councils' decisions prior to presenting them to the university Board.
    The Decision making process is sequential in nature and in some circumstances takes a long time. There are other academic decisions such as hiring Non-Saudi faculty that takes different route. Such decisions pass from the chairman to the Dean to the Vice rector and then the Rector. The decision making process at KFUPM is highly centralized and it seems the Rector and Vice Rectors are over burden with work. It has the positive attribute of centralization, however it may delay timely actions.

For example, the approval processes of academic programs, textbooks, faculty promotion, and purchasing take unnecessary long time. From what is observed it might take one year and a half on the average to approve an academic program. It also takes an average of several months to approve a textbook. These delays might have negative impact on the educational process resulting in slow response to emerging technologies and market needs.

Faculty promotion on the other hand takes on the average more than what the promotion guidelines specify to finalize. This might result in demotivation of faculty members with adverse impact on the educational process.

The purchasing of major equipment is understood to take some time. However, almost similar time might be spent to acquire low budget equipment or other necessary items. This will definitely result in delays in processes and actions relying on such needed items such as research projects and other dependent educational processes.

It is, therefore, necessary that these critical processes are reviewed and mechanisms be adapted for more efficient procedures. 

· Students Admission: 

KFUPM applies very strict admission criteria for undergraduate students.  This criteria ensures recruiting the best under graduate students in the kingdom. Table 5 shows the statistics for the high school percentage, RAM 1 and RAM 2. It shows the mean, median and variances for the three items. The average high school percentage score is 94.92  for the year 2004, which is close to the 95th percentile. This means around 50th of the admitted students are in the top 5% with respect to the high school percentage. The average RAM 1 score for the admitted students for the years 2003 and 2004 is 81. 13 and 81.70 respectively. This indicates 50% of the admitted students score more than the 68Th percentile. The average of RAM2 score for admitted students for the year 2004 is 67.92. This indicated over 50% of the admitted students are in the top 5% of all students who took RAM 2 test.    All admitted student have to go through a preparatory year fro preparation in basic skills of English, mathematics and other essential skills. However, students are admitted to the university and not to specific programs. These results in students not deciding on their choice of major until a later stage which does not help departments plan with the current free major choice criteria and some programs ending overloaded with students while others are underutilized.
Table 4  Statistics on  performance admitted students years 2000/2004
	Variable & Descriptors
	2000
	2001
	2002
	2003
	2004

	
	(1232 cases)
	(1643 cases)
	(1775 cases)
	(1584 cases)
	(1702 cases)

	
	
	
	
	
	

	HS Percentage             mean
	92.82
	91.22
	90.96
	93.78
	94.92

	 stdev
	5.06
	5.76
	5.79
	4.01
	3.22

	median
	94.10
	92.40
	92.20
	94.80
	95.60

	
	
	
	
	
	

	RAM1 Total                 mean
	71.34
	70.79
	76.59
	81.13
	81.70

	stdev
	7.49
	8.54
	6.15
	5.60
	5.70

	median
	72.00
	72.00
	77.00
	81.00
	82.00

	
	
	
	
	
	

	RAM2 Total                   mean
	68.37
	54.21
	59.34
	70.01
	67.92

	    stdev
	10.04
	11.69
	11.55
	10.94
	11.56

	median
	68.00
	54.00
	59.00
	70.00
	68.00

	
	
	
	
	
	


The quality of admitted students could be improved by examing the part of the criteria related to RAM1.
· Preparatory year program

The prep year is the transition period for students admitted to KFUPM after high school. KFUPM admits students to the preparatory-year program, and not to any specific major or college. It is a good phase for them to gain the necessary command in English and other basic skills. It also helps them get acquainted with the university system before enrolling in their major programs. The English Language Center (ELC) is responsible for developing the English proficiency necessary for students at KFUPM, where English is the medium of instruction. Students first take the nine-month, 600 hour, four level English courses in the Orientation English Program (OEP, a pre-university intensive English program with an emphasis on English for Academic Purposes/English for Science and Technology). Exceptional students may bypass the OEP altogether and be placed directly into freshman classes. Promotions are determined by high school records, the OEP Placement Test, the Michigan Test of English Language Proficiency (MTELP), and a writing test. Successful students have the chance to be promoted in mathematics as well. A few students may also be promoted to freshman level after one semester of OEP work on the basis of an MTELP retake and a grade average of "A".
The objectives of the Orientation English Program (OEP) are as follows: 

1- Improving the English language proficiency of students to enable them to begin to pursue their college studies in technical fields. This includes: building vocabulary; developing skills in reading, listening, writing and speaking; and improving grammatical competence.

2. Reshaping student study-habits and attitudes. This includes punctuality; attendance; following University regulations; priority setting and planning; working under pressure for a sustained period of time; introduction to library and academic programs; understanding and following instructions; taking objective exams; following the format requirements of written assignments; reinforcing the concept of academic integrity; and using the computer for typing and word processing. 

The prep year programs have just been revised and the new program will be implemented soon. The new program needs to be assessed frequently and improve accordingly to ensure that the student outcome from this year is preparing them well for the university education.  Currently the performance o the student in the prep year does not impact his GPA. This results in some students not giving it the seriousness it deserves as long as they can pass. Unless the prep year performance is linked to the student GPA or highly linked to the major choice it might discourage some student from performing at their highest potential.

The prep-year program takes 20% of the students' time allocated for academic programs. It jeopardized the major academic programs and makes the programs short of allocating enough credits to the senior design courses. It takes too much time, and therefore, it might be shrunk to only one semester. 

Another draw back of the prep-year program is what is observed that it demotivates some students and develop ill-habits and behavior of some students. These includes: absences, lack of seriousness, low performance; as the grades will not be included in the GPA calculation.

Data needed are the number of drop outs in the first week, the first month, the first semester, the second semester, those require summer reinforcement, and those required to repeat in the next year. Also a correlation between the grades of the students in the prep year need to be cross checked by the scores in High school, Qiyas exam, and Entrance exam.
· Academic Programs: there are currently five colleges in the university main campus in Dhahran. The college of engineering (sciences and applied), the college of sciences, the college of computer sciences and engineering, the college of environmental design, the college of industrial management. This indicates the focus of the university on the science, technology and management disciples. These colleges offer B.S. degrees in eighteen undergraduate programs. All are four years programs with one preparatory year for English an Math and other basic preparatory skills. The instruction of teaching in all programs is English with the exception of the Islamic and Arabic courses offered as part of the General Education requirements. These courses are offered by the Islamic and Arabic Studies Department which is a service department to the university and does not graduate students.

There are graduate programs in almost every department. These programs are ambitious and necessary for advancement of knowledge and research at KFUPM. However, the low enrollment in these programs is a challenge that needs to be addressed seriously and steps to overcome this challenge are essential.

There are also Three KFUPM Community Colleges outside its main campus in Dhahran. These are located in Hail, Hafr Al-Batin, and Dammam. They offer two degree associate degrees preceded by one preparatory year similar to that of the main campus. Hail Community College started recently offering a four years degree in some of its programs. 

Diploma programs are also offered in some disciplines. These are paid programs and are offered in the evening for those students who could not be admitted to the regular programs. There is a need to assess the feasibility and quality of such programs. 

The current academic programs offered by the University follow very closely international standards. They are regularly reviewed and updated. All Engineering and Management programs have gained substantial equivalency and accreditation by ABET and AACSB, respectively. All programs are required to undergo self-assessment activities every five years. 

In order to insure its quality and satisfaction of the national needs, academic programs need to be reviewed periodically. New programs should be introduced as needed by the market. Interdisciplinary programs should be expanded to meet the ever-changing developments in science and technology. Quality assurance should always be maintained through assessment and accreditation. The programs should meet local needs based on the highest international standards.

Some KFUPM undergraduate programs need improvement to meet local market needs. More efforts in developing inter-disciplinary programs are needed. Some programs are not well populated while others are over populated. Fluctuations in program enrollment over the years for some programs can also lead to inefficient allocation and utilization of resources. Therefore it important that clear and practical major selection policy is implemented to insure uniform and consistent utilization of available resources as well as proper planning for the future needs.

Student enrollment figures at KFUPM indicate an increase in student population in the undergraduate programs of 29.5% in nine years from 5,944 in 1995/96 to 7,700 in 2003/2004. However, student enrollment has been steady around the number 7500 for the past six years. 

Any sudden or unexpected increase in student enrollment as well as the expansion in the recently developed community colleges and diploma programs adds to the responsibilities of the university. This requires careful planning for more optimization of resources and measures for facing the challenges of retaining high quality academic programs at all levels.

· Student learning: The University is emphasizing teaching than learning. In its effort to enhance learning the University established the Teaching and Learning Center at the Deanship of Academic Development (DAD).  The University is exerting a lot of effort in providing infrastructure for teaching and workshops for faculty to develop their teaching skills with a focus to improve learning. Through DAD groups on critical thinking and students motivation has been established. Annually there are set of workshop to develop faculty skills in various areas related to teaching and learning. Peer consultation and mentoring are some of the services available for faculty to develop in improving learning. The role of assessment of academic programs could be very useful in identifying weaknesses in the outcomes of KFUPM graduates. This will help identify the needed outcomes from each course and achieve them.

However, the learning process at the university needs to enhance effective learning styles such as active learning and change the culture of traditional learning styles. All possible techniques and facilities to support that should be provided. More efforts are needed to enhance the culture of independent learning among students. More links between course outcomes and what is provided to students should be emphasized. Teaching in the classroom should be linked to the real world experience. Faculty need to gain more practical experience that can be reflected to the class teaching.
Most KFUPM students have strong academic knowledge. However, assessment results indicate the inadequacy of some of work skills of KFUPM graduates to meet market needs. Therefore, educational programs should emphasize student professional skills needed for successful career through proper integration throughout the curriculum starting from the prep year.

For example, employer surveys from the program self-assessment showed satisfactory results in the KFUPM graduates’ knowledge level for most programs. However, the results for teamwork, communication, and report writing skills are not up to the same level of satisfaction. Employer surveys of some other programs also revealed an overall low average of satisfaction with graduates’ on-job performance.

Other program self-assessment surveys of alumni, faculty and graduating students provided specific feedback on various issues of student learning at KFUPM. A lot of useful feedback can be obtained through such surveys where deficiencies can be identified and proper actions taken to keep KFUPM programs and graduates at a high competitive edge in the market.

Student development: Student development can be achieved through many activities. The activities include advising, counseling, and regular in class activities, industrial training, and some extra curricula activities. The university has most of these activities. It provides student development through various programs namely through the counseling an advising center and the student skills program. The co-op and summer training are other venues for industrial experience and interaction with the real world. These programs will help the student in his personal development. 

As the industry requires high skills of students, student skills program, co-op program, summer training programs and other related programs should be reviewed and enhanced. More integration of these skills should be infused through the curriculum. They can be gained and enforced in the student over his study at the university rather than on an ad-hoc basis. Extra curricula activities should be enhanced more and encouraged.


Unfortunately, most activities of the Center of Advising and Counseling are tailored towards the students under probation. Furthermore, students Clubs are polarized by some groups that do not practice fairness and equal opportunity for ALL students. Additionally, the students living off-campus are not in-phase, do not have a complete picture, and less aware of campus activities.


On-line registration has jeopardized the academic advising and the advisor-student relation. There is a need to rectify this problem. 


Skills needed for students have been studied by a special committee. The findings of that committee need to be looked at and incorporated and inculcated into various courses at different levels.

.

· Graduate programs: 


Since its founding in 1972, The College of Graduate Studies at KFUPM has witnessed expansions in graduated programs. Currently, 18 programs are being offered at the Master level and 10 of the Ph.D. level. These programs span the fields of Engineering, Science, and Management.

The Graduate Studies at King Fahd University of Petroleum & Minerals is facing several challenges. First, the graduate programs have to be current and dynamic to keep up with and be able to accommodate the fast developments in knowledge and technology, Second, it has to accommodate more students, many of whom will be part-timers who do not fit the traditional model of a full time residential student. Third, the quality of the graduate education provided by KFUPM has to equal or surpass standards set by the international academic community. Fourth, to implement the new graduate studies unified regulations issued by the Ministry of Higher Education. Fifth, the Deanship of Graduate Studies has to develop effective ways and means to disseminate knowledge into the University and its surrounding community and to contribute and enhance the undergraduate education.

In order to meet these challenges, the Deanship has increased the flexibility and variety of its course offerings forged stranger links with the international academic community through such innovative programs as Adjunct Professors and research assistantship programs and established a permanent system of independent periodic evaluation of graduate programs. It has also moved steadily to strengthen ties with industry through programs to established Endowment Chairs and industry - related projects.

· Admission requirements and process for Mater and Ph.D.

· Degree requirements and process for Master and Ph.D.

Enrolment of Saudi student is very low, with the exception of MPA. M.S. Thesis and Ph.D. dissertations lack research directions that addressed local needs. Problems in course offering. It takes long time to prepare proposal, due to lack of research funds and established research directions and focus. It takes too much time to conduct research requiring some equipments and materials that are not locally available.

Added-value is low, as non Saudi graduate students that do researches that rarely address local need or impact the country.

· Faculty recruitment, development compensation packages: There is no documented unified faculty recruitment process for all departments. Most departments have decent internal recruitment process. Some departments have planning committees that demand for faculty of certain qualification and also review application files. The recruitment of Saudi graduate assistant is suffering lately. There is no sufficient new influx to compensate for attrition and retirement. The university must examine carefully the process of recruiting, retaining and motivating faculty members. A specific attention must be given to the package and incentives provided to faculty and staff. The package and benefits provided to faculty members is eroding compared to other competitors. The university recently has paid a good attention to faculty development. More effort is needed in this area. 

        The  University does not have a written process for faculty recruitment.
                    The faculty survey indicated over all most faculty members were not 
     
        satisfied with respect to  Salary and compensations (Question10 in 

        faculty survey) and Job security and stability (Question 11). This 

       probably is an overall reflection on Job satisfaction on the part of faculty.   
· Support staff: support staff play critical role in departments productivity. The university has been striving to get the best support staff. Lately the policy of Saudization and the compensation package given to staff are hindering the recruitment of adequate staff personnel.  The University must examine this issue in the SWOT analysis.
· Facilities: The University enjoys good infrastructure and facilities. Examples include computing facilities and the internet. Some of the facilities have eroded over time. This includes housing and some of the labs. Some of the important facilities need improvement, such as establishment of smart class rooms.
· Processes: The University has many processes in place that are designed to ensure quality. Some of the important processes include:  program development, course approval, course offering, co-op training, summer training, text book approval and KFUPM research projects approvals,  faculty hiring , student admission, Student registration, student advising, graduation process. Some of the processes and procedures in many situations are hindering initiatives and delaying important work to be achieved. Some of the procedures are creating layers of bureaucracy that is lowering productivity and affecting faculty members' moral.  A serious examination of these processes must be under taken to facilitate the implementation of the strategic objectives that will be developed in the strategic plan. The core processes in teaching are: faculty recruiting, students, admission, lab development, curriculum development and revision, course development, text book adoption. Data on thses processes cycle time is needed if it is hard to obtain the steps of the process can be reviewed to determine bottlenecks.
· Utilization of resources: The most important resource of the University is the faculty member time. In many situations the faculty member time is not utilized effectively. A need exists to examine this issue carefully. Also, classrooms that are full on SMW may be vacant on UT.
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