Implementation Plan for the National Faculty Project
1. Overview

The availability of qualified faculty members is critical for the success of the higher education strategic plan. It is essential to have a major portion of the faculty body from the nationals to sustain and support higher education.  This project deals with the preparation and build-up of national faculty to support the expansion in university education enrollment in Saudi Arabia for the next twenty five years. It will specify the number of male and female faculty members required over time per major disciplines and highlights the possible sources for preparing nationals to be faculty members. The project will outline the necessary incentives and attraction strategies that may be used to attract nationals. The size and the process of building the national faculty capacity depend on the following main factors:

· The expansion in university education enrollment as depicted by the project on the expansion of university education in the strategic plan.
· The sizes and mix of disciplines in the expansion of university education project.

· The current number and age of the national faculty body. 
· The student-faculty ratio in various disciplines. 
· The avenues used to prepare and build national faculty body.

This project will integrate the above factors in a well defined program for preparing and building the national faculty capacity in universities. The write-up will include the objectives, rationale, description, implementation plan and the estimated cost 
2. Objectives 


The main objective of this project is to develop a plan for building the national male and female faculty capacity that is required to meet the planned expansion in the enrollment of university education in the coming 25 years. 
3. Rationale


  The main rationale for the project is to have a plan that prepares national faculty members for university education. The availability of a large portion of national faculty members in higher education is critical and strategic for the success of the university education strategic plan. Unless this matter is addressed, the kingdom will face a huge shortage in faculty members and that will have an adverse effect on the quality of university education. This project will provide MoHE with a model that can be used to plan for building the national faculty portion  in university education.
4.1 Link to diagnosis and technical studies

The overall student-to-teacher ratio at universities is approximately 18:1 across disciplines. However, the student-to-teacher ratio in Social Science and business disciplines is 80 which is much higher than the average. The percentage of faculty with Ph.D in universities is 69% and for female faculty in universities the percentage is 41%. The overall average for faculty with PhD in university education is 63%. This percentage is much lower at girls colleges.  The percentage of national faculty members in higher education is 60%.  The average increase in faculty over the previous few years has been assessed in technical study on faculty and Students commissioned by the Aafaq.  Faculty growth rates were projected for the next 25 years based on student enrollment projections. Faculty numbers are not growing fast enough to keep pace with the growth in student enrollment. If faculty requirements continue to increase, there will be on average 40 students enrolled per faculty member by 1451H. Consequently, an additional 35,000 faculty members will be needed by 1452/51H to maintain the current student-to teacher ratio.  University education is expanding fast, especially in areas needed by the market and society and in order to keep with this expansion a plan is needed for national faculty build-up. 
4.2 International practices


There is not much reported in the literature related to international practices in building the capacity of national faculty. This is to great extent comes naturally through availing access to excellent Ph.D. programs and job satisfaction. The best practices study indicates that South Korea is the only country with access (PhD) faculty. 7000 PhD graduate each year from Korean universities and another 1000 from abroad while there are not enough positions in Korean higher education to accommodate all these numbers. This was not a result of any strategy. The reason given by some is the passion of Koreans for education and the value they put in education. Scholars in Korea are placed at the top of the hierarchy. 
4.3 Link to strategy

The strategy indicates that universities at KSA must have sufficient number of qualified faculty members to meet the current and future students' enrollment demand while establishing appropriate students to faculty ratio across all disciplines. The strategy calls for decreasing the overall student-faculty ratios in the Science and Technology fields to match the average of the 20 best-performing higher education systems across the world. This amounts to an increase of approximately 40 % in the body of faculty in this field. The strategic option for closing this gap proposes an aggressive expatriate faculty hiring in the short term and gradual increase in the proportion of Saudi nationals faculty body through international Ph.D. scholarships and by developing and strengthening domestic PhD programs in the long term. The latter requires an aggressive incentive scheme to motivate Saudi nationals to join domestic and international PhD programs. Also, qualified persons from the private and government sectors should be encouraged to teach at universities on a part-time basis. 
4. Description


   This project develops an plan for building national faculty body that is required for university education in Saudi Arabia for the next twenty five years. It will specify the number of faculty members (male and females) required over time by major disciplines. In developing the national faculty plan the following methodology is employed.

4.1 Methodology


The methodology used in this project consists of the following steps:


1.   Estimate the total student enrollment in various disciplines in all  

      university 
education. This is obtained from the expansion plan

       for university education.  

2.   Assume a  good student faculty ration for different disciplines. 

3.  Use the estimated enrollment and student's faculty ratio to estimate the 
       
      required faculty size per discipline.         
4.   Estimate the existing faculty size over time based on certain attrition rates.

5.  The difference between required faculty members and existing faculty size      

            is required additional faculty members. 

       6.  Identify sources for faculty preparation and estimate the contribution of 
       each source.


7.   Suggest an incentive scheme to attract nationals to be future faculty 
 
       members. 

8.  The same methodology will applied for female and male faculty separately.
4.2 Future Requirement for faculty members
In the expansion project a model has been developed to estimate the number of students expected in each major discipline. The number of students predicted by that model will be used to estimate the required faculty members to support the projected expansion in public universities and colleges. The required number of faculty members is obtained by dividing total number of students enrolled by an appropriate student to faculty ration. The student's faculty ration is obtained from the 8th developmental plan. The student faculty ratio used are in the following table: 

	

	Discipline
	Ratio

	Education
	22

	Engineering
	17

	Health
	5

	Humanities
	22

	Science
	22

	Social sciences, business
	22

	Other
	22


         Table : Students' faculty ratio

In order to make this document self content the model is presented next:


The required capacity is calculated based on the following model:


Notations:


Ft1 = Number of forecasted male high school graduates for year t.


Ft2 = Number of forecasted female high school graduates for year t.


TEt1= Total number of male enrollment in university and colleges education in 

          year t.


TEt2= Total number of female enrollment in universities and colleges 


           in year t.


Eot2 = Total Number of female enrolled in other universities and colleges than



   girls universities and colleges in year t.


Egt2 = Total Number of female enrolled in girls universities and colleges in 

            year t.


At1 = Number of male admitted to universities in year t.


At2 = Number of female admitted to universities in year t.


Aot2 = Number of female admitted to other universities than girls 


           

 universities and colleges.


Agt2 = Number of female admitted to girls universities and colleges in 



  year t.


p1  = Fraction of male admitted to universities from the forecasted 

            

number of male  high school graduates.


p2  = Fraction of the total number of  female admitted to universities and 


colleges from the forecasted number of  females high school graduates.

               f2  = Fraction of the total number of  female admitted who join other 



universities than girls universities and colleges.


Lt1 = Number of male students leaving university as graduates or drop out in 

         year t.


Lt2 = Number of female students leaving university and colleges as 
   


 graduates or drop out in year t.

               dt1 = Fraction/percentage of male students leaving university/college education 


as graduate or drop out from those enrolled in year t.

              dt2 = Fraction/percentage of female students leaving university/college 
  


education as graduates or drop out from those enrolled in year t.

Xi1= Desired percentage of enrollment in discipline I for males


Xi2= Desired percentage of enrollment in discipline I for females


Yti1= Number of male enrolment in discipline i in year t.

Yti1= Number of female enrolment in discipline i in year t.

The model developed to estimate capacity expansion is a flow model that is governed by the following equations:  


At1  = p1 * Ft1                                                                                              (1)


At2  = p2 * Ft2                                                                                              (2)


Aot2 = f2 *   At2                                                                                                                           (3) 

Agt2 = (1- f2) * At2                                                                                       (4)


Lt1  = dt1 *  TEt-1 1






          (5)


Lt2 = dt2 *  TEt-1 2






          (6)


TEt1 = TE-11+ At1 - Lt-1 1                                                                             (7)


TEt2= TEt-12+ At1 - Lt-1 2                                                                            (8)


TEt = TEt1 + TEt2                                                                                                                   (9)
To obtain enrollment in each major filed of study we use the following equations:

Yti1  = Xi1 * TEt1






          (10)


Yti2  = Xi2 * TEt2






          (11)

The model is used to estimate the required capacity expansion starting from the year 1425/26H based on the following assumed values:

p1 = p2 = 0.8 or 80, f2  = 0.3 or 30%, dt1 =  dt2  = 0.8 or 80%

At the beginning of 1425/26 there were 270,617 students enrolled in university education out of which 173920 are males and 96697 girls. For the same year the total number enrollment in girl's universities and colleges is 254,561. 

The major disciplines distribution at university education will shift from the current situation to the average of the top twenty countries given in below the table 1 for males and table 2 for females.  
Table 1: Current and Desired Distribution Student Enrollment in University
 Education for males
	Major Disciplines
	Current Percent Enrollment
	Desired Percent Enrollment

	Education
	19%
	8%

	Engineering
	9%
	20%

	Health
	4%
	10%

	Humanities
	32%
	12%

	Science
	8%
	9%

	Social sciences, business
	18%
	32%

	Other
	10%
	8%


The major disciplines distribution for girls enrolled in universities and colleges is given in Table 2. The above table is modified for females to reflect the cultural and social needs and is given below:

Table 2: Current and Desired Distribution Student Enrollment in University Education for females

	Major Disciplines
	Current Percent Enrollment
	Desired Percent Enrollment rang
	Desired Average Percent Enrollment

	Education
	
	10-14
	12

	Engineering
	
	6-10
	8

	Health
	
	10-14
	12

	Humanities
	
	20-24
	22

	Science
	
	8-12
	10

	Social sciences, business
	
	20-24
	22

	Other
	
	12-16
	14


4.5 Expansion plan



The model and the data above is used to calculate the expected number of students enrolled in each discipline over the next twenty five years and given in appendix B. In addition the model provides the total number of students enrolled in university education and colleges by gender. The table 3 provides the expected number for the years 1430/31 and 1435/36.
	Years

	
	Current (1426/27H)
	1430/31H
	1435/36H

	Disciplines
	Boys
	Girls
	Total
	Boys
	Girls
	Total
	Boys
	Girls
	 Total

	Education
	
	
	
	
	
	
	
	
	

	Engineering
	
	
	
	
	
	
	
	
	

	Health
	
	
	
	
	
	
	
	
	

	Humanities
	
	
	
	
	
	
	
	
	

	Science
	
	
	
	
	
	
	
	
	

	Social Sciences and Business
	
	
	
	
	
	
	
	
	

	Others
	
	
	
	
	
	
	
	
	

	Sub-total
	
	
	
	
	
	
	
	
	

	Total
	
	
	


Table 3: Current and capacity expansion by major disciplines in public university and college education


The faculty requirements is estimated using the expected number of enrolled students in each disciplines divided by the students' faculty ratio.

	
	Current (1426/27H)
	1430/31H
	1435/36H

	Disciplines
	Total

Enrolled
	Current Faculty
	Required Faculty
	Total Enrolled
	Required faculty
	Total Enrolled
	Required faculty

	Education
	
	
	
	
	
	
	

	Engineering
	
	
	
	
	
	
	

	Health
	
	
	
	
	
	
	

	Humanities
	
	
	
	
	
	
	

	Science
	
	
	
	
	
	
	

	Social Sciences and Business
	
	
	
	
	
	
	

	Others
	
	
	
	
	
	
	

	Total
	
	
	
	
	
	
	


Table 4: Current and required faculty members by major disciplines 
in public university and college education

4.3 Sources of faculty members



The following sources can be utilized to build up national faculty 
members:

· GA

· Scholarships abroad

· Scholarships inside KSA, especially for female

· Industrial linkages (part timers)

· Naturalization (Citizenship)

4.4 Incentives
    MoHE is to

· Restores social respect and status to academic faculty and researchers

· Establishes a new compensation system (Dr. Eid's Project) 

· Establishes a new employment track for researchers, as some may not be interested in teaching

· Sponsors top students in high school, gives him scholarship in addition to the stipend.

·  Allocate unlimited positions for GA

· Advertises and publicizes the job opportunity and needs in the HE institutions

·  Builds public schools in faculty houses (from k-12) for the free education of both boys and girls children of faculty.

Others
· Institutionalized consultancy (SAR 5,000 - 10,000)

· Institutionalized research (SAR 5,000 - 10,000)

· Free housing (or 3-month salary as housing allowance)

· Health insurance for all family members
· Pay the 50,000 graduation award for M.S. and Ph.D. graduates 

· Allocate large developed land to be a faculty compound in which faculty build their own houses.

· Give sufficient loan (couple of millions) for faculty to build their own houses

· Plant loyalty to academic institutions

· Unlimited consultation

· Allow faculty to open their own businesses.

· Provide employment for the spouses of faculty

· Give priority and special treatment to the children of the faculty in admission to HE institutions and scholarships.

· Extend the retirement age for faculty to be unlimited, except for unable to perform because of health problems

· Establish a retirement benefit plan for faculty (one moth salary for each year of services, base on last salary)

· Create a fund to cover these benefits and incentives that can not be covered otherwise because of regulations or MOF restrictions.

5.      Implementation plan

5.1   Organization

Implementation requires the following organization:

[image: image1]
The faculty build/Development unit will conduct the following tasks in order to achieve the objectives of the project:

· Update the forecast for the required faculty members in university education as data becomes available using the model in the section 4.2.
· Obtain the required job positions from Civil Service Bureau.

· Provide enough local and abroad scholarships for the graduate assistants to pursue graduate studies.

· Develop a program that sponsors bright students from high schools and universities to be future faculty members.

· Establish an awareness program that includes advertisement for the faculty need and restoring the image of the faculty.

· Establish a strong incentives program to attract national to be future faculty members. 

5.2   Schedule

6.
Risks and implications


The risk factors for this project include the possibility of not allocating the resources needed to invest in building the national faculty component and believe that it will be always be possible to attract non-Saudi faculty for the required positions. This relaxed attitude may lead to major problems in university education in the future. If this project is not implemented the following implications may arise:

· High student to faculty ration and that will be detrimental to the quality of university education.

· It may result in delaying programs offering.

· It will increase dependency on expatriates faculty and that may results in a lot of uncertainties. 

7.
Budget
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