
REPORT OF AN EVALUATION TEAM ON A PROPOSAL BY THE AMERICAN UNIVERSITY IN BEIRUT TO OFFER CERTAIN PH.D. DEGREES
Introduction
In the abstract, the implications for an institution in moving from essentially an undergraduate focus with selected MA degrees, to being a research institution with Ph. D. degrees, are profound. But in the concrete case of AUB, what is proposed is a limited first step on a time scale that allows for monitoring, for adjustment, and for the accumulation of experience, before further steps are taken. Under the present proposal of six selected degree programs, AUB will remain heavily an undergraduate institution while offering several Ph.D. programs. If its experience with this initial step is positive, it can then propose further steps.

Given the size of the AUB student body and budget, the proposed degrees should not excessively disrupt the realities of budget and program with which AUB now lives. The positive benefits which AUB seeks should come about at least in proportion to the size of the new degree programs. We are comfortable that AUB has the commitment and the resources to carry though with the six Ph.D. degrees.

Now the caveat. On the basis of our necessarily limited investigations, we comfortably reach our affirmative conclusion on the assumption that AUB does not go farther or faster than what is now proposed and described, so that any future expansion can be based on the experience of the present program implemented as planned; and also assuming that AUB follows through with its intention to monitor its experience and make adjustments as indicated. AUB will then be able to assess the impact, particularly on its allocation of resources among its many purposes, before it moves beyond the proposed six degrees.

If our collective experience in other settings is relevant, there are likely for a variety of reasons to be impulses by other departments and faculties to propose additional doctoral degrees before the institution has internalized the first six. Unless important new resources become available, it will be important to benefit from the experience of the first six before moving beyond them. 

AUB has a significant endowment for an essentially undergraduate institution. But given the size of its budget and its degree of dependency on undergraduate tuition, as it expands increasingly into Ph.D. education and research, it should proceed cautiously. Its resources do not leave wide room for the unanticipated.

These cautions are not to be taken as veiled skepticism about the degree proposals themselves. They are meant to say that we were asked to evaluate a particular proposal.  About that proposal, we are confidently affirmative. We do not wish to imply anything beyond the terms of our charge.  

The report follows the main headings in the outline from the Department of Education.  However, in some cases the specific questions either don’t apply or cannot by their nature be answered during so short a visit. So while we have followed the outlines of the guidelines, we have sometimes lumped  together items under the main headings. We believe we have responded to the intent of the large headings.

The report is a composite of five separate drafts, one from each member of the party. We each concur with the work of the others and the report as a whole. We have not considered it important to standardize style and tone completely since we assume such matters are not of particular interest to AUB or the NY State Department of Education. The broad question we posed to ourselves is: can we give unqualified affirmation to AUB readiness for the precise proposal of Ph.D. degrees in question? Our response is yes--no more, no less

Mission, Institutional Commitment and Long-Range Planning

Findings: Before the Civil war in Lebanon, AUB offered a small number of Ph.D. programs.  They were “frozen” when the war made normal operations impossible. Now AUB is proposing to introduce six Ph.D. degrees within the following departments:

Arabic: Arabic and Middle Eastern History; Arabic and Near Eastern Languages

Physics:  Theoretical Physics

Biology:  Cell and Molecular Biology
Electrical and Computer Engineering

Mechanical Engineering 

The first four would be offered in the Faculty of Arts and Sciences and two by the Faculty of Engineering and Architecture.  

In an historic sense, AUB is simply completing its recovery from the Civil war.  But the new set of degrees is intended to be the first step in a long range plan to develop advanced work, degrees and related research, to take into account changed circumstances in the eastern Arab world.  Under this assumption AUB will gradually evolve into an institution with a traditionally well developed undergraduate program balanced by a major institution wide commitment to research and advanced graduate education.
At this point, the proposed six Ph.D. degrees at the scale envisaged will only marginally change AUB.  But they are best understood as initiating a gradual major evolution.  The visiting team has the impression that this first step has been widely discussed in the parts of the institution involved with such decisions. 

The proposed six degrees should not of themselves over-burden AUB or drastically change its image.  But as will repeatedly be stated in this report, further steps will increasingly modify AUB’s mission and require new resources.

One faculty leader commented to us that the initial absence of pressure in other departments to offer Ph.D. degrees carries a message. The faculty is coping with its own rapid growth that is accompanying relatively rapid growth in undergraduate enrollment.  There is a lot on the table.  AUB should evolve toward an emphasis on advanced work at a rate that matches growth in its capacity: adjusting teaching loads, attracting special endowments and grants, targeted faculty recruiting, etc.

From every indication we could observe, there is consensus among the institution leadership in support of the long range evolution of mission for AUB.

The institution has the resources and systems to both operate at the current level and undertake the expanded educational role.

Findings:  In meetings with the Dr. Saleem Kanaan, Director of Admissions and Financial Aid, Dr. Khalil Bitar, the Dean of the Faculty of Arts and Sciences, Dr. Ibrahim Hajj, the Dean of the Faculty of Engineering and Architecture, the department chairs, the Board of Graduate Studies and the 

Board of Deans, the review team heard consistent comments regarding AUB’s readiness to offer PhD programs in the selected areas.  All agreed that the time is right for AUB to offer these PhD programs, that the institution has experienced faculty in place, or has plans to hire additional experienced faculty, and has committed the resources needed to offer the new programs while continuing to offer quality programs at the undergraduate and master’s degree levels.  

Also, comments were made that there is an adequate supply of qualified students who are interested in coming to AUB to seek the PhD degree.  Increasing numbers of PhD qualified graduates will be needed both in Lebanon and in the Gulf region to provide faculty members for the increasing number of institutions of higher education that are opening.  There is also an anticipated demand for qualified graduates, especially in the engineering disciplines, that will be needed in business and industry in the coming years.  AUB is currently undertaking a formal regional marketing study that includes inquiries into the demand for PhD students.  The results of this formal study should be available in the spring of 2006. 

A survey of current students in masters’ degree programs at AUB indicated that 50 percent of the respondents planned to continue their education at the PhD level and that half of these students would enroll in a PhD program at AUB if one were available.

In several cases the introduction of the new PhD programs would result in a decrease in the number of students planning to receive a masters’ degree in the same discipline. In other cases growing masters’ degree programs would stop growing and growth would be at the Ph. D. level.  Thus, the total numbers of graduate students in a program offering both the masters’ and PhD degrees might not change significantly.  Therefore, the immediate increase in student financial aid might not be much beyond that already committed to the department or program.  As the PhD programs mature and the numbers of students in the PhD programs increase, additional resources will be needed if the quality of the current undergraduate and masters’ programs is not to suffer.  Since admission to a PhD program requires that the student has received a masters’ degree, the masters’ programs would be “feeders” of AUB students to the new PhD programs. 

Conclusions:  The review team agrees that the institution has the resources and systems to operate at the current level and undertake the expanded educational role.
Recommendations:  A review of each PhD program including its impact on the undergraduate and masters’ degree programs in the discipline should be undertaken five years after the initiation of the PhD program.  Depending on the outcome of this review, the PhD program may be continued or discontinued.  Such in-depth reviews will also be important before AUB commits additional resources for the initiation of more PhD programs in other areas.

Academic Governance and Administration
The institution's existing programs provide a solid foundation for moving to a new level.

Findings We confirmed “the extensive faculty involvement in the review and development of curricula” described in the Readiness document, p. 13f. Since 1999, the faculty has continually been engaged in reviewing every academic program for internal purposes, for Middle States accreditation, ACT and AACSB accreditation, and now Ph.D. review for the New York State Education  Department.

As a result of the curricular review, which is continuing as a response to Middle States Association processes, AUB is appropriately clear as to desired outcomes for students in its various academic programs.  Specifying those outcomes has led to changing admissions criteria and processes in graduate programs, in the type of pedagogy used in courses, in the evaluation of professorial teaching performance, and in determining workloads for instructional staff. Such steps in turn have helped to determine whether to embark on, or in some cases, re-establish, Ph.D. programs in selected departments.

The faculty committee most involved in evaluating proposed Ph.D. programs is the Board of Graduate Studies. This committee reviews  proposed changes in graduate programs. (More on this is reported below.) In our discussions with this committee on oversight and administrative issues, we found that members were uncertain about their future role as the structure for graduate education evolves. 

We heard from various groups (deans and faculty) that the governance of the proposed doctoral program is evolving. Some favor the creation of a graduate school immediately while others believe that decision should be delayed while the new degrees are in their infancy. As the degree programs evolve, the AUB administration and faculty must clearly identify those administrators and faculty members who at any time will be responsible for developing, for monitoring, and for evaluating, the success of doctoral programs.  Who will have responsibility for decisions to continue the programs?  And will new doctoral programs be added? What will be the role of the Graduate Studies Board? 

.

Suggestions: We suggest that AUB keep its options open as to whether a graduate school needs to be created. Any new office creates its own overhead and procedures. As Ph.D. programs are evolving, and AUB gains experience, it  can supplement its own experience by reviewing the experiences of other institutions of similar size in the administration of Ph.D. level graduate education. 

The institution understands the implications of this new role.

The present administration which began in 1998 has purposely built a team of deans that is committed to, and has implemented, major reform of the academic programs at undergraduate and master’s degree levels. 

The administrative team received their doctoral degrees from leading institutions of higher education in the USA. In turn, they have selected qualified and motivated department chairs who with their faculty have recruited and reappointed professors who are committed to strong research and teaching expectations and have performed accordingly. We are impressed with the transformation of AUB from survival mode during the long civil war, to confident forward movement. Our impression is that of an institution aggressively striving to restore and develop itself 

Recommendations: 

We see the proposing of Ph.D. programs as a natural step for AUB within its larger mission and past reputation. But AUB must move deliberately so that other well-deserved elements of its mission and reputation, such as its high quality undergraduate program, are not jeopardized.

The institution has the resources and systems to both operate at the current level and undertake the expanded educational role.

AUB appears to be realistic as to what it will take to support the six doctoral programs being considered. Along with submitting its readiness plan, AUB has begun construction of new facilities to support, among other things, the programs being proposed. 

AUB faculty members in the proposed doctoral departments have begun the planning to reallocate resources between the master’s degree programs and the proposed doctoral programs. In particular, in some cases they plan to reduce the number of master’s graduate assistantships in order to sustain more attractive financial packages for doctoral students.

Finally, although tenure is not awarded at AUB, the average years of service at AUB by professorial ranks compares favorably with many US universities. The Provost, Deans, and faculty members interviewed attributed longevity to the desire of many of the faculty to continue to live in Lebanon, and to their loyalty to AUB. They also believe that strong doctoral programs in key departments will  help retain the best young faculty members who are looking for supportive environments in which they can succeed as internationally recognized researchers and scholars.

There seems to be a strong consensus among those to whom we talked, of the need to develop a mentoring system for all faculty members, most importantly, for junior faculty. Although faculty members have personally experienced doctoral work, it is a different experience organizing and executing their own research programs to include doctoral students. (We would encourage AUB to commit to a mentoring program so that the significant investments made in new faculty members and in the future Ph.D. programs will be productive.)

Recommendations: The Provost or his designee during this time of initial implementation should insure that both senior and junior faculty members are mentored in best practices for doctoral programs. Mentoring should not involve just individual practices,  but also how groups of  faculty members maximize their effectiveness as teams.

Financial Resources, Facilities, and Equipment
52.2 (a) (1) The institution shall possess the financial resources necessary to accomplish its mission and the purposes of each registered curriculum.

52.2 (a) (2) The institution shall provide classrooms, faculty offices, auditoria, laboratories, libraries, audio visual and computer facilities, clinical facilities, studios, practice rooms, and other instructional resources sufficient in number, design, condition, and accessibility, to support, the curricular objectives dependent on their use.

52. (a) (3) The institution shall provide equipment sufficient in quantity and quality to support instruction, research, and student performance.

The institution’s existing programs provide a solid foundation for moving to the new level.

The university appears to have facilities and equipment that are sufficient to meet existing program needs, as well as the needs of the six proposed PhD programs within the scope of their proposed enrollments.  Significant growth in these programs may require more space and equipment, with cost issues not addressed in the current proposals.  AUB has an ambitious Facilities Master Plan with 10 major construction projects totaling some $83 million scheduled through 2009.  Additional classroom, lab, and other spaces helping to support the proposed programs, particularly those in the sciences and engineering, are planned in these projects. 

In the 2002 institutional self-study that was part of AUB’s process of seeking accreditation from the Middle States Commission on Higher Education, a survey of faculty indicated some dissatisfaction with laboratories and equipment.  Procedurally, equipment requests are made at the department level and prioritized by department chairs or deans and submitted as final budget requests. Faculty may submit proposals to the USAID-funded American Schools and Hospitals Abroad program to purchase new equipment not covered in the capital budget (American University of Beirut Report for New York State Education Department Assessment of Readiness for PhD Level, January 2006, Appendix, p. 134).   

The university now has a five-year, $15 million plan for the development of 

laboratories across campus. “The status of the science and research and teaching laboratories in the various faculties is being reviewed carefully and the rehabilitation process in the biology and agriculture laboratories is now under way. The maintenance, upgrading, and staffing of laboratories are given ongoing yearly reviews in order to meet the university’s educational objectives” (American University of Beirut Report for New York State Education Department Assessment of Readiness for PhD Level, January 2006, p. 17).  In addition, as mentioned above, AUB has in progress a major multi-year building and facilities renovation program.

The information technology backbone at AUB is relatively strong and the university’s network servers function as Lebanon’s primary Internet node. AUB was also the first operable internet node in the country.   The network is laid out in a high-speed grid connecting all 54 campus buildings and is accessible via login to authorized users off campus who may have separate cable Internet or DSL service. The network supports a variety of up-to-date applications including a new Oracle financial system, a SCT Banner student information system, a web-based interface for financial aid, a new curriculum advising and program planning system that supports on-line advising, as well as Web CT courseware. A new wireless network is available in 33 buildings and 21 popular outdoor locations.  About 500 computers are purchased each year on a current average three-year replacement cycle. In summary, technology support appears highly competitive with that generally provided at universities in North America. 

Recommendation:  No recommendations are needed for facilities and equipment. 

The institution understands the implication of this new role.

Findings:  The University appears to have, in its present campus layout and supplemented in its Facilities Master Plan, sufficient instructional facilities and equipment to meet both existing program demands and those that would be needed for the six programs proposed.  Significant growth in these programs may require more instructional facilities and equipment, with cost issues not currently addressed. 

Classroom space on campus is adequate for current needs and will serve the limited numbers of PhD-level students proposed.  Classrooms on campus are wired with network connections and a range of instructional technology support services are supplied to faculty by the university’s Academic Computing Center (ACC).  Demand for additional classroom, laboratory, and office space is addressed in the AUB Facilities Master Plan.  For example, in addition to updating infrastructure and technology in current classrooms, three large construction projects are underway or committed to add a total of 22,600 square meters of new classroom, office, and lab space by the close of 2008. 

Recommendation:  No recommendations are needed in the area of instructional facilities.
 Note: additional comments on resources are made in context throughout this report

Library/Information Resources

52.2 (a) (4) the institution shall provide libraries that possess and maintain collections sufficient in depth and breadth to support the mission of the institution and each registered curriculum.  Libraries shall be administered by professionally trained staff supported by sufficient personnel.  Library services and resources shall be available for student and faculty use with sufficient regularity and at appropriate hours to support the mission of the institution and the curricula it offers.

A member of the team met with: Helen Bikhazi, University Librarian; Hala Sayeh, Collection Development Librarian for the Jafet Memorial Library (main library) Olga Mansoub, Serials Librarian for the Jafet Memorial Library; and Hilda Nassar, head of the Saab Medical Library.  He also toured each of the libraries, including the Jafet library’s branches.

The institution’s existing programs provide a solid foundation for moving to the new level.

Findings:  The six programs proposed would be supported primarily by AUB’s main library, called the Jafet Memorial Library, and its two smaller branches—one for Engineering & Architecture and the other for Science & Agriculture.  The separate Saab Medical Library would provide supplementary support for the proposed cell biology program.  

Libraries at AUB can be viewed as among the university’s most significant assets given their large collection sizes, ages, and depths in comparison to other academic libraries in the Middle East.  They lend credibility to the university’s stated commitment to high quality education.  Holdings at the Jafet Memorial Library include some 586,000 print volumes, about 16,000 periodicals accessible in print format or through databases online, and a substantial amount of other intellectual content in microform or audio-visual formats.  The Jafet library also maintains special collections of manuscripts and rare materials, largely in the area of Middle Eastern studies.  It devotes a significant portion (25 percent) of its $2.7 million materials budget to the purchase of digital resources including bibliographic databases, article databases, and online journals. The Saab Medical Library holds about 99,000 print volumes and 1,200 printed periodicals, 1,000 of which are available online. 

The Jafet library’s two aging branch facilities include house collections for the sciences apart from those in engineering. This appears to inhibit ready access to materials for cross-disciplinary study. AUB has plans to merge these collections in a new Scientific Research Center, a facility which is scheduled to be complete in about three years.  This would be timely because the branch libraries each have limited shelf space.  Space appears to be tight as well in the main library, where the shelves, as well as available seating during three daytime visits, were largely filled to capacity. Seating at the computer workstations was particularly scarce.  These facilities overall lacked spaces for private study for individuals or groups. 

The AUB libraries have collection policies that address acquisitions and disposition (weeding), and the collections appear to be well managed by well-trained librarians and support staff.   Department faculty liaisons appear to be actively consulted on collection matters.   The library offers a range of services competitive with those common to peer academic libraries in North America including reference in multiple forms, course reserves, electronic reserves, document delivery, and library instruction (information literacy).  Services appear to be developed through adequate planning and assessment processes. 

The main library has a dozen librarians who each hold a masters degree from a program accredited by the American Library Association, which is the professional standard.  Twelve is a comparatively low number for a library of this size, and the low number is due in part to the difficulty of recruiting outside the region.  However, the library creatively compensates by sending its best support staff members to North American graduate library schools with the promise of employment back home upon successful return.   Additionally, the library support staff appears highly knowledgeable and skilled, and fills a broad range of responsibilities.   

Against the challenges of limits on professional staff, the net result is impressive: competitive accomplishments supported by ready access to professional development opportunities.  

A remaining challenge for the Jafet library is that it is at present unable to offer interlibrary loan service similar to that offered by academic libraries in North America.  The logistical hurdle is that materials borrowed would need to be shipped overseas.  The library can purchase articles from journals not owned in its collections from commercial document delivery suppliers who deliver the articles electronically.  But the books, documents, films, microforms, and other resources easily shared among libraries in North America, often free through consortia arrangements, are, in this case, effectively off limits.  

Deans and faculty with whom the team spoke directly on the topic, gave the libraries at AUB high marks.  Several faculty in the sciences said they especially appreciated the desktop access to digital resources that the libraries had acquired in recent years. In the 2002 institutional self-study that was part of AUB’s process of seeking accreditation from the Middle States Commission on Higher Education, a survey of faculty asked about satisfaction with library resources and services.  “While the faculty as a whole expressed substantial satisfaction with library databases and computer support, assistant professors were more likely to respond that there were insufficient library and other resources to support their research” (American University of Beirut Report for New York State Education Department Assessment of Readiness for PhD Level, January 2006, Appendix, Section 3, p. 134).  The lower marks among newer faculty may be linked to the library’s daunting task to serve, without interlibrary loan, as an on site source for almost everything.

Recommendations:   

1 Provisions should be made to try to address the lack of interlibrary loan borrowing for books, documents, and other important materials not available from commercial document delivery services. OCLC is the worldwide network most commonly used by libraries for resource sharing.  The Jafet library should examine the possibility of joining OCLC’s interlibrary loan subsystem and explore overseas delivery options, perhaps through commercial courier systems.  OCLC apparently maintains a system of global service providers including ones for the Middle East and North Africa with offices in Saudi Arabia and Egypt (see (http://www.oclc.org/middleeast/en/default.htm).  The RLG SHARES program is a smaller resource sharing network originally built around a core of large North American research libraries. It has a regional contact at the American University in Cairo (http://www.rlg.org/en/page.php?Page_ID=13781).  Should these avenues prove infeasible, perhaps there are other smaller but closer resource sharing networks linking libraries in the United Kingdom and/or Europe, although arranging for timely delivery and return of materials may still be a challenge.  

Suggestions:
1 The logistical challenge of borrowing books, documents, and other materials through interlibrary loan may heighten the need to maintain strong collections of these types of materials on site.  (Even if borrowing can be arranged, AUB will need to cover relatively high shipping costs.)  Therefore, care should be taken to avoid meeting campus demands for more journals and databases by shifting money from book budgets.  

2 Library space needs should be addressed directly in campus facilities planning.  Specific needs related to the programs proposed include (a) adequate shelving area for collections to accommodate higher-level collection growth and (b) private study spaces.

3 Planners should consider off site storage of older or duplicate materials as a means of freeing space within existing or planned structures.   Compact storage is another space-saving option for consideration in any new or renovated structures planned.   

The institution understands the implication of this new role.

Findings:  The AUB libraries are already collecting to support basic faculty research and masters level curricula in the six disciplines with proposed Ph.D. programs.  Strengths include journal packages from several top publishers in the sciences and engineering including Elsevier, Kluwer, Springer, and Blackwell.  Other notable resources in the sciences include the expensive but important bibliographic databases Ei Compendex for engineering and INSPEC for physics and computer science.  These are indicators of a serious institutional commitment to fund library resources, which is encouraging.  Because of its long and unique history in the region the Jafet Memorial Library has over time built enviable collections for study in Arab history and Arabic literature and language.   But the libraries have not collected to broadly support doctoral level research for more than 20 years and during that time changes may have occurred in publishing and new specialized resources that may be relevant have been produced.  The library has prepared a list of these as examples for discussion with department faculty.

Library instruction programs already include thesis clinics for graduate students as well as workshops and institutes for faculty who wish to keep abreast of developments in digital content or information technology.  For instance, the Andrew W. Mellon Foundation funds six-week summer workshops/institutes for AUB faculty during which they create projects or assignments using library resources.  These upper level offerings are in addition to a broad program for introducing library skills and concepts to undergraduate students in beginning workshops and course-related sessions.

These factors taken with the generally high quality level of library services provided at AUB and with discussions with the university’s top-level administrators about their own concerns for their libraries are indicators that the university understands the importance of providing adequate library and information resources at the PhD level. 

Recommendations:

4 (See earlier recommendation regarding interlibrary loan)

Suggestions:
5 The university might consider arranging visiting scholar status at one or more North American institutions with research level collections in relevant disciplines for PhD candidates at the dissertation stage.  Because visiting scholars are sometimes provided only with borrowing privileges and not interlibrary loan service, this would at best be a secondary arrangement or one of last resort. 

The institution has the resources and systems to both operate at the current level and undertake the expanded educational role. 

Findings:  Existing print and digital resources held by the AUB libraries provide a solid core collection to support the proposed new level of study, and also provide a base upon which to build.  In recent years the library has enjoyed annual materials budget increases of about 8 percent and this has kept up with rising costs associated with journal price inflation.  In anticipation of new PhD programs, the 2004-05 materials budget increase was raised to 10 percent overall, with some internal adjustments to shift increases toward the PhD disciplines. 
However, specific library costs associated with the new PhD programs have yet to be identified.  The library anticipates working with department faculty toward  that end.  Department chairs of the six programs have been asked to provide the library with the names of peer institutions in the United States for collection comparisons.

The lack of interlibrary borrowing for books, documents, films, microforms, and other materials presents a significant potential hurdle for doctoral candidates and especially those studying in history, language, and literature.  These researchers will need to review the literature they find cited rather than stopping with only that which may be available at hand.  

Recommendations:  

1 (See earlier recommendation regarding interlibrary loan)

2 Any new program addition requires some assessment of library resources and the needs of the discipline involved. That is acutely so in the development of PhD programs.  The AUB departments proposing new PhD programs should work with the library to assess critical needs and identify their specific costs.  For this it should be noted that there are generally two kinds of costs: (a) start-up costs or one-time initial allocations of funds to fill important gaps and (b) continuing costs that address the need to maintain higher-level resources over time and that allow for the annual renewal of journal or database subscriptions.  Continuing costs will need to account for price inflation and four of the PhD disciplines proposed (mechanical engineering, electrical and computing engineering, theoretical physics, and cell biology) are among those whose journals and databases tend to have high inflation rates.   

3 Once specific costs are identified, the university will need to plan for these in its budgets.

Suggestions: 
Data collected by the Association for College and Research Libraries (ACRL) might be useful for AUB in identifying  expenditure levels for these programs.  To find useful comparisons AUB should look carefully for matches in graduate program size and focus.  

Faculty.

The institution has the resources and systems to operate both at the current level and undertake the expanded educational role.
The Readiness document (January 2006) p. 30, Table 6, presents the number of full-time professional faculty (excluding clinical medicine). Since the academic year 1997-98, faculty numbers have increased from 223 to 303. And AUB has been very clear in its expectations for newly recruited faculty members. The President, Provost, Deans, and members of faculty stated during our interviews that all AUB faculty members are expected to engage in research, and publish in recognized professional forms, refereed journals, books, monographs, etc. of high quality, while at the same time teaching effectively at both the undergraduate and graduate levels. Our review of the credentials of newly hired professors indicate that all have the terminal degrees appropriate to their fields and the degrees are mainly from prestigious research universities around the world  (Appendix 14, p. 152-160). 

As our site visit was concluding, several deans were beginning their travels to the United States to interview prospective faculty members. We were impressed by the care and intensity with which the deans and faculty engage in faculty recruiting. Deans report that several searches have been closed when the right type of faculty member could not be found.

The growth of faculty members was in large part in response to the rapid increase in the FTE of undergraduate students. At this time, AUB has capped its undergraduate enrollment at 5700 students.  That is necessary, among other reasons, to insure that faculty and space are available for the new doctoral programs.  In three of the six departments proposing doctoral programs, the university in recent years has increased the number of faculty. In addition the University is committed to adding two additional full-time faculty positions in each of the six proposed programs.

AUB has an active internal grant program providing seed money for faculty member to conduct their research. Faculty members are encouraged to become active contributors to research in their fields and are encouraged to go abroad regularly to present papers. In turn, AUB has hosted many visitors to the campus as noted in Appendix 15, pp. 161-164. (The Dean of Arts and Sciences who is a member of the Center for Advanced Mathematical Studies shared with one committee member his copy of recently published papers from a conference on mathematics held at AUB during late August 2005. It is apparent that AUB administrators and faculty members appreciate the need to engage colleagues from outside AUB.)

In light of the expectations for faculty to engage in research, the Readiness document (p. 36) reports that AUB is assessing the time demands on its faculty, especially for those who will be engaged in Ph.D. programs. On occasion Faculty members articulated their concerns about whether they could do all of the tasks asked of them and are engaged in thinking through possible solutions. The Provost recognizes that workloads will have to be adjusted. 

An annual system for faculty evaluation was approved in spring, 2004. The system will be used for annual salary decisions (based upon merit) reappointment and promotion. (AUB does not award tenure to its faculty although a tenure policy is under discussion.) Faculty showing inadequate performance do not have their contracts renewed. 

Finally, in the area of diversity of faculty, most of the faculty are Lebanese or of Lebanese origin. That is the result mainly of the long civil war and its political aftermath. Before the war, AUB attracted many more international faculty members. From discussions with deans, they are working hard once again to recruit faculty members from throughout the world. 

In terms of gender, AUB‘s pattern is similar to many American institutions. (12% full professors; 28%, associates; 38%, assistants). The number of women is increasing.
Recommendations.   We encourage AUB to continue to work hard toward diversifying the national origin and gender of the  faculty. That  will be important as AUB strives to become once again a regional and international institution..

Curricula, Academic Standards and Assessment

The institution’s existing programs provide a solid foundation for moving to a new level.  The institution understands the implications of this new role.

Findings: The review team concluded that although its members did not have the expertise to evaluate individual curricula for each of the proposed new programs, it was satisfied that adequate procedures are currently in place to evaluate curricula and programs at the department, faculty and dean levels.  In addition each of the proposed new programs has, or will have in the near future, a critical review that will include input from visiting external experts in the individual fields proposed for PhD study. 

Course contents for the proposed PhD programs are detailed in the individual program proposals.  The curricula will build on existing courses at the master’s level, with additional requirements for the PhD degree, especially in the area of research.  A greater body of original, publishable research, compared with that required for the master’s degree, will be required of all students seeking the PhD degree.

The review team met with the chairs of each department in which a PhD program is being proposed.  In the Faculty of Arts and Sciences (FAS) these were Dr. Sawsan Krediyeh, (Biology), Dr. Kevin Butcher (History), Dr. Leonid Klushin (Physics) and Dr. Ramzi Baalbaki (Arabic).  In the Faculty of Engineering and Architecture (FEA) the team met with Dr. Nesreen Ghaddar (Mechanical Engineering), Dr. Mounir Mabsout (Civil and Environmental Engineering) and Dr. Ayman Kayassi (Electrical and Computer Engineering.)  Each chair explained that the proposed PhD programs were selected on the basis of research and teaching strengths in the respective areas within their departments.  In addition, the proposed programs were evaluated by the appropriate FAS and FEA Academic and Curricular Committees.  After approval within the faculties, the programs were considered and approved by the Senate’s Board of Graduate Studies, a faculty committee representing graduate programs in all schools of the University.  Our review team met with the Board of Graduate Studies and the Council of Deans to obtain their views on the procedures currently in place for the review of the proposed PhD programs and other areas under their jurisdiction.  Two members of the review team also met with Dr. Khalil Hindi, Professor, Faculty of Engineering and Architecture and the School of Business who currently serves as the chair of the Board of Graduate Studies.

The review team is satisfied that each department has, or is planning to hire, sufficient and appropriate faculty needed to build on the current foundation of each individual graduate program at the master’s level.  It also notes that AUB’s programs at the undergraduate and master’s levels have been reviewed in detail by the New York State Education Department (NYSED) within the last three years and were assessed as being acceptable by  NYSED standards and are currently registered with New York. 

In addition, review of each individual approved program will be conducted by external reviewers approved by the New York State Department of Education.  For example, a visiting committee for the proposed PhD degree in Electrical and Computer Engineering (ECE) has already submitted its report (in June 2005) and concluded that “Overall the PhD program is well structured and poised for success.  However, many operational level issues and procedures will need fine tuning as discussed in detail throughout this report.” And “The time is right, both within AUB, throughout Lebanon and throughout the region to create a truly successful PhD program in ECE.  If the new PhD program is properly developed it could rise to premier status in the region.”  Such external reviews of the proposed programs by external faculty experts in the proposed areas of PhD study, with positive outcomes and recommendations, are essential before the programs are initiated.  In depth examination of the proposed curriculum and the ability of the faculty to offer a sound curriculum and research opportunities should be part of these reviews.  Also, the commitment of the University to continued financial support of the proposed programs should be determined.  It is also noted that review of the proposed PhD program in Cellular and Molecular Biology is planned for May 2006.

Conclusions:  The review team agrees that the institution’s existing programs provide a solid foundation for moving to a new level.  Also, the institution understands the implications of this new role.  

The review team is satisfied that procedures are in place for the assessment of the curricular quality of the proposed programs and for approval of these programs at the department, faculty and deans levels.  External review of each proposed program by faculty experts is an essential part of program assessment and should be conducted as soon as possible for all proposed PhD programs (noting the completed review of the ECE program and the proposed review of the Cell and Molecular Biology program).

Recommendations:  Periodic review should be required of all graduate programs, including the new PhD programs, on a regular (5-year) basis.  Assessment of program quality, including the research productivity of the students and faculty, and the success of graduates over the previous five years should be incorporated into the review.  Such a review should also assess the impact of the PhD program on the master’s and undergraduate degree programs of the department.   

Procedures to be followed and a time-table for each program review should be established on initiation of the PhD program.   Such procedures should be standardized for all programs and administered by a central authority, currently the Board of Graduate Studies.
The institution has the resources and systems to both operate at the current level and undertake the expanded educational role.

Findings:  The proposed PhD programs have been chosen based upon the research and teaching strengths of the faculty in that particular area of focus.  Within a department, not all faculty and areas of specialization will be involved in offering the PhD degree.  For example, within the Department of Biology, it was determined that faculty research strengths are in the area of cell and molecular biology and thus the PhD program will be offered in this area and not in all areas of interest within Biology.  Also, within the Department of Physics, the PhD degree will be offered in the area of theoretical physics and not in all areas of faculty interest within physics.  By being selective in the proposed offerings, the institution has chosen to commit the necessary resources for a PhD program where the opportunities for success at the new level are the greatest.  This is a sound decision, based on faculty strengths and financial constraints.

By choosing this approach, the departments involved in PhD education should not compromise the current offerings at the undergraduate or master’s levels within that department.  An expected decrease in the number of students in a master’s program within a department is anticipated in order somewhat to compensate for an increase in the number of students at the PhD level.  Thus, it is anticipated that the total graduate student enrollment within a department will be maintained at an almost constant level.  The resources committed to the department for development of the PhD programs seem to be adequate; however, when the individual programs are reviewed, that issue should be carefully addressed especially by the external reviewers.

The institution has developed plans for continuing program development and assessment.  In particular, The Strategic Planning Committee on Graduate Education and Research (SPCGER) is a well developed document that has thoughtfully addressed many questions regarding the overall plan for graduate education at AUB.  In Section II.2 of this report, (dated July 2005) it is stated that “By the end of the next planning period (10 years), AUB should have become a ‘Doctoral/Research University-Intensive.’”  Such an institution awards at least 10 doctoral degrees per year across three or more disciplines, or at least 20 doctoral degrees per year overall.  Also, in section II 3 of the report it is stated that “If present trends persist, by the end of the planning period after next (20 years), AUB should have become a research power house in the region through being a ‘Doctoral/Research University-Extensive’” awarding 50 or more doctoral degrees per year across at least 15 disciplines.  

The above goals are admirable ones to strive for; however it must be cautioned that significant additional internal and external resources will be needed to achieve even the first ambitious goal.   It will be necessary to provide the additional faculty, the student support, the additional facilities and a commitment to continued upgrading of equipment.   Assessment of the programs must take place on a regular (5-year) basis and if a program is not functioning at the desired level, resources should be redirected to those programs that are successful or have the potential to be successful, i.e., to achieve excellence.

Some of the proposed programs have the opportunity for collaboration with other units at the University.  Some research collaborations currently exist, especially with faculty and programs at the AUB School of Medicine.  All programs should seek opportunities for collaboration within AUB and with other faculty and programs at other institutions both within Lebanon and in Europe and the United States especially.  Through such collaboration, research and teaching expertise at other institutions may be levered to broaden the curriculum and research opportunities for students in both PhD and master’s programs.

Conclusions:  The review team agrees that the institution has the resources and systems to operate at the current level and undertake the expanded educational role.

Recommendations:  The institution should proceed cautiously in implementing new PhD programs beyond those currently proposed.  Program review and assessment must be implemented for all graduate programs on a regular (5-year) basis and particularly before the approved continuation of a PhD program.  Proposed new programs should be reviewed following the procedures that were employed for identifying the currently proposed new PhD programs and should incorporate any new procedures developed that are part of the implemented 5-year reviews.  New resources should be identified before implementation of new programs beyond those already identified.

All programs should seek collaborations within AUB and externally, where appropriate to the mission of the program and AUB.  Opportunities for new research centers and new interdisciplinary graduate programs, based on the research strengths of the faculty, should be sought for the “next round” of PhD program proposals in addition to those that are departmentally based.
Admission/Students

The institution’s existing programs provide a solid foundation for moving to a new level.

Findings:  Two members of the review team met with Dr. Salim Kanaan, Director of Admissions and Financial Aid.  Dr. Kanaan is the first Director of Admissions following the split in 1998 of the Admissions and Registrar functions.  Graduate Admissions policies and criteria are published in the AUB 2005-2006 catalog and on the University’s web site.  Admissions criteria for the current master’s programs are described, viz.,   “Students must hold a bachelor’s degree from AUB or another equivalent degree from a recognized institution with a cumulative undergraduate average of at least 80 or its equivalent in the major field of study.”  Applications for admission and financial aid, in the form of a graduate assistantship, are considered by the faculty Committee on Admissions in each department and acted upon by the Graduate Committee of the Faculty to which the student applies.  Information is provided to the Director of Admissions who keeps excellent records of Applications and Acceptances/Pre-Registrations by date.  The office also maintains records in these categories by Nationality, University Country and by Major.  An offer of admission, and a graduate fellowship if awarded, is made through the Office of Admissions by the respective Faculty to which the student has applied.  The Board of Deans decides on the numbers and distribution of graduate assistantships within the faculties.

Admissions requirements for the master’s programs are clearly defined, appropriate to the program and are adhered to.  Adequate records are kept in the Office of Admissions and Financial Aid.  The admissions process is selective, with both acceptance rate and yield having decreased over the past few years.  For example, the acceptance rate in 2002 was 78%; in 2005 it was 69%.  The yield was 56% in 2002 and 48% in 2004. 

Conclusions:  The review team agrees that the institution’s existing programs (in admissions) provide a solid foundation for moving to a new level.

Recommendations: No recommendations for changes to the admissions process for the existing master’s level students are made.
The institution understands the implications of this new role.

Findings:  In meetings of the review team with the Director of Admissions and Financial Aid and with the chairs of the departments in which the PhD programs are proposed, it was recognized that new criteria for admission to the PhD programs are required.  Although PhD programs are not currently offered by AUB, the criteria for admission to these programs are stated in the AUB Catalog viz., “Applicants for PhD study must hold a master’s degree or its equivalent and must demonstrate at the master’s level outstanding academic ability: an average of 85 at AUB or its equivalent and the potential to undertake scholarly original work.”  It is also recognized that individual faculties or departments may have other requirements for admissions to their programs.  Also, the Graduate Studies Committee of the Faculty of Arts and Sciences has published a comprehensive document on admission and requirements for PhD programs.  This is a clearly thought out and well prepared document that could function as a model for all proposed PhD programs, with some modification to reflect the different discipliners involved.

It is anticipated that the availability of PhD programs, even though they are limited in scope at this time, will have a positive effect on the quality of applicants, especially to those departments and programs offering the PhD degree.  As the reputation of AUB increases through its recognized offerings at the PhD level, the quality of applicants to master’s and undergraduate programs should increase.  In addition, the diversity of applicants is expected to increase as students in other countries, particularly in the Arab region, seek admission to AUB to continue their education at the PhD level.  Also, some students who may have left Lebanon to pursue a PhD degree may elect to continue their education at AUB.
At the present time, there seems to be a sufficient pool of highly qualified applicants for the PhD degrees in the departments’ master’s programs.  The review committee met with students in master’s programs from the FAS and FEA.  When asked if they would stay at AUB if a PhD was offered, an overwhelming majority of these students indicated that they would.  However, over the long term, AUB must not rely only on its own graduates and must actively seek qualified students form other Arab countries, Europe and world-wide.  As the PhD programs develop, particularly in areas such as Arabic and Arabic and Middle Eastern History, they could become the premier PhD programs in the world.  As such, they should attract students across the world to study at AUB.  Such a result would benefit all of AUB.

Recruitment efforts will need to change to attract appropriate students to the PhD programs.  The Admissions office will need to specifically market the PhD programs when its personnel travel to Lebanese Embassies and at General Education fairs in countries such as Syria, Saudi Arabia etc.  The faculty of the departments offering PhD degrees will need to actively recruit students when they travel to professional meetings or other institutions and through their professional connections.  Web sites for the PhD programs will need to be developed and the availability of financial aid to offset the high cost of graduate education at AUB should be emphasized.

Offering the PhD degree should increase the student retention rate.  It is anticipated that the PhD students will be highly qualified and motivated toward obtaining their degree.  In addition, the close mentoring of PhD students by the faculty over several years has been shown to be a major factor in increasing student retention.

The admissions staff will need to have additional training in handling the applications of PhD students.

Conclusions:  The review team concludes that the institution understands the implications of its new role (in offering graduate education at the PhD level.)

Recommendations:  In reviewing admissions to the PhD programs, the faculty on the admissions committees must pay close attention to the research experience and research potential of the applicants in addition to the “scores” that the students have received in courses and on standardized tests.  

Departmental websites must be up-to-date and have active links to faculty web pages that emphasize the research conducted by that individual. 

The Admissions staff must be trained in responding to questions concerning specific programs and faculty members research interest (as best as possible) when they are traveling to other regions and events.

Recruiting materials need to be developed that can be mailed to prospective applicants and to faculty at institutions from which the AUB faculty would like to recruit students.  Such recruiting materials should be carried by the faculty when they are at professional meeting or at invited research presentations.  

Both current students and alumni should serve as active recruiters for the PhD programs.  They should be provided with appropriate recruiting information.
Academic and Support Services

The institution's existing programs provide a solid foundation for moving to a new level.
Since 1998, AUB has reviewed all of its academic programs, undergraduate and graduate programs alike. Page 56-57 of the Readiness document describes the various efforts made to upgrade the assessment processes for students.

In our meeting with the Board of Graduate Studies (BGS), members reported that during the review process they had reviewed the proposals, asking many questions and often requesting more information before final recommendations were made to the full faculty senate. The BGS made clear that it does not have the "executive" power to make decisions. As reported earlier, they were initially unclear as to the proposals, asking many questions and often requesting more information before final recommendations were made to the full faculty senate.   As reported earlier, they are unclear as to the specifics of their role in the future. 

Although the faculty and student body is predominately Lebanese, the administration and faculty are clear that they want to diversify faculty and students by recruiting more individuals from outside Lebanon. They know that having an international mix of faculty and students will only enhance the intellectual vigor of the community.  At the same time, many would like to retain some of their best AUB undergraduates and master’s students in the new Ph. D. programs.  Both administrators and faculty members discussed strategies for recruitment with the review team. We came away convinced that AUB is  serious about developing an international student body.

AUB has developed academic support systems for students such as English language services for students needing to develop their English skills. Given the high level of English proficiency required for Ph.D. work, such services should not be needed. However, the services are available.

The faculty is clear that they will need to pay attention to the social needs of doctoral students. The chair of the BGS mentioned the need to have a graduate student club and social activities for advanced students because they are a different community from undergraduates. This issue confronts every university and AUB is wise to be thinking about it.

Concerning advising of students, the Readiness report on p. 59 states that the Middle States review found that student advising system needs improvement. AUB has begun addressing this need for both undergraduate and graduate students.

Dr. Maroun Kisirwani, Dean of Student Affairs and his staff met with one of the review team members.  Dr. Kisirwani indicated his readiness, and that of his staff, to offer the services of his office to any new PhD level students, in addition to continuing to serve the undergraduate and master’s level students.  The Office of Student Affairs includes one staff member whose responsibility is for international students at AUB.  Additional housing, particularly for female students is planned; this housing will be available to all graduate students.

Recommendations: 

As the administration of the Ph.D. programs is evolving, the Provost needs to insure clear assignments for administrators and faculty members who will be responsible for monitoring the programs.

Also, details concerning graduate student life need to be worked on so that Ph.D. students feel a part of the community - not just in a department, but also at the university level.

Comments:

It is important to note that there is no comparable set of degrees now available in the region. . The real alternative to the degrees AUB proposes to offer is to study outside the region. There should be no question of redundancy, adding to competition in a crowded field. With developments in the Gulf region that uniqueness which now applies will change, and probably relatively soon. But for the time being, AUB will be a pioneer with the advantages and risks that entails.

In such an environment, it is difficult to quantify demand. Since AUB intends to provide significant financial support for the Ph. D. candidates, and the number of candidates involved is not large, the new degree programs should attract strong candidates. Our judgment is that there will be numerically strong demand, in the first instance from AUB’s own graduates. AUB can use that base to support its efforts to draw students widely.

Unfortunately, the stage and type of economic activity in the area suggests that the early graduates from the programs, with the exception of those in the computer engineering program, will probably not find their way into regional economic activity. Instead they are likely to become university teachers.

The major strength of the decision to mount the Ph.D. degrees is the strength of AUB itself: tradition, present momentum, and the sense in the institutional leadership of the way AUB should develop to play its role in its region.  AUB has the capacity to do what it now is proposing.  But its strength is not unlimited. It should not move faster than its resources permit, lest it jeopardize its strong undergraduate tradition and its standing in the region.
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