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A FACULTY DEVELOPMENT PROGRAM 
f o r  c h a n g e  a n d  g r o w t h  

Daniel W. Wheeler 

UPROF has broken barriers to imagin- 
ing and thinking about job changes, 
large or small, and about ways of ac- 
cokplishing goals. It has skctioned 

opening the doors of opporhmity for change." This quote 
from a r n i d - c a r  professor captures the essence of a 
program that encourages reflection, continuing growth, 
and possible t d i i t i o n  at a time many faculty are 
searching for ways to make changes. As you read 
about the design and development of a program called 
Nebraska University Program for Renewal of Faculty 
(NUPROF), recognize that this process can apply to other 
adult educators who confront continuing development 
and potential stagnation issues. 

To understand the quote, one must understand the 
institutional environment that precipitated it. At the 
University of Nebraska-Lincoln's Institute of Agriculture 
and Natural Resourn in the early 1980s, faculty were 
often in static career patterns without a systematic profes- 
sional development process. Few faculty wre taking 
sabbaticals or participating in other broadening profes- 
sional opportunities. 

Purpose and ObJectives of NUPROF 

OfProf-1 and Organiza- With the commitment of a group of risk-taking faculty 
tional Lkvelopment at the and a dean with a passion and commitment to profes 
lbzivemlg, OfNebraska-ljnwlnk sional development, NUPROF was born in 1983 and has 
Institute OfofAgrrculture and provided career planning and enhancement opportuni- 
Natural R ~ o u r m .  ties for over 135 faculty. The purpose of the program is to 

foster systematic, planned change benefitting the individ- 
ual and the institution. The stated goals of the program 
are as follom: 

To understand the role of change and how to use it 
in one's professional and personal life. 

To provide the support structure for participants to 
make intentional changes. 

To provide the opportunity to develop self-insight 
and reflection for faculty to make intentional changes. 

To provide the tools to make the changes initiated 
by the faculty member. 

The most important part of this process is that each fac- 
ulty member determines the outcomes-there are not 
any predetermined outcomes. 

Program Format 

The program consists of six phases: (1) Choosing to enter 
the program, (2) Attending the faculty development 
institute (a threeday, off-campus retreat), (3) Exploring 
alternatives, (4) Writing a growth plan, (5) Implement- 
ing the growth plan, and (6) Evaluating the achieve- 
ments of the plan. 

Choosing to enter the program 
A faculty member considers a number of factors in decid- 
ing to enter the program. Besides the openness to partici- 
pate in the change p m ,  a professor has to commit to 
attendance at the Faculty Development Institute and 
begin a dialogue with his or her supervisor about future 



The institution pays $300 per person for interest, and discussions with faculty develop- annual evaluations and development of new 
the three-day experience. ment consultants. job descriptions reflecting the new skills and 

Attending the Faculty 
Development Institute. 
All participants are required to attend the Fac- 
ulty Developnent Institute. Participants first 
take the Myers-Briggs m e  Indicator (MBTI) 
to provide a basis from which to discuss 
change and some perspective on how each 
psycholo@;al type prefers to approach the 
change process. A number of individual and 
group activities are used to encourage partici- 
pants to reflect on their career-past, present, 
and future. One of the most powerful is devel- 
oping a cmerAife line in which participants 
examine their careerAife activities over time 
and then assess next steps or possibilities in 
their career. Often an outside resource person 
with experience with both academic and non- 
academic institutions is used for this experi- 
ence. The last morning is spent in small 
support groups (consisting of three to four 
faculty) to discuss and suggest plans of what 
the faculty member will do after leaving 
the institute. 

A fascinating aspect of the Faculty Develop- 
ment Institute is participation in "the Van 
experience." From the beginning, we encour- 
aged faculty to ride together in a van to and 
from the institute. The travel time was used as 
preparation to move into the institute and a 
debriefing on the return. In this situation, 
many faculty developed new and close bonds 
that have carried over to campus. Some facul- 
ty and administrators have somewhat face- 
tiously said that the program might be just as 
powerful if faculty meet in a van in the park- 
ing lot and just pretend they were at an isolat- 
ed retreat! Unfortunately, as we have had 
participants from all over the state, the com- 
munity van experience is more diicult to 
facilitate. 

Exploring Alternatives. 
After attending the Faculty Development Insti- 
tute and returning to the workplace, partici- 
pants collect information on their experiences 
and explore new directions. Exploration activi- 
ties have included reading, discussion with 
colleagues, personal assessments through tak- 
ing tests or inventories (the Strong-Campbell 
Interest Inventory and the California Psycho- 
logical Inventory are most frequent), taking 
stock with friends or other close associates, vis- 
its to other institutions, workshops, informa- 
tional interviewing of those in situations of 

This phase frequently lasts three months, 
but depending upon the individual, it may be 
shorter or longer. The exploration phase is 
crucial for each individual to gain a clear pic- 
ture of the possibilities. Trus reaching out 
process encourages a new perspective outside 
oneself and an understanding of how these 
experiences can clanfy the options in a faculty 
member's career. 

Writing a Growth Plan. 
After exploring and integrating new experi- 
ences and knowledge into future considera- 
tions, participants develop a growth plan that 
outlines their present situation, goals and 
objectives, activities to meet the goals, re- 
sources needed, evaluation, and a budget 
(each faculty member can submit a plan for 
up to $1 500), which will be funded by the 
appropriate dean($. Plans address a range of 
levels of development, both professionally and 
personally, including developing new methods 
or subject matter, defining new roles, switch- 
ing content mas, or even moving out of high- 
er education. The most common pattern is to 
develop a new role or redesign the present situ- 
ation. Participants often find by making 
adjustments that they can create something 
better at the university, Plans have ranged 
from a one page flowchart to a twenty-five 
page life history! 

The department administrator is required 
to sign off on each growth plan as an indica- 
tion of the commitment to the faculty mem- 
ber's growth and to follow up on the plans at 
a later date. 

Implementing the Growth Plan. 
After approval by a steering committee, com- 
posed of a wide range of eight faculty and two 
administrators, participants often implement 
a growth plan in a year to eighteen months. 
The growth planning provides the 
temporary structure for participants to be sup- 
ported in a time of change, and yet doesn't 
add to the permanent organizational struc- 
ture. Depending upon the magnitude of the 
professionaVpersonal changes, the develop- 
ment process may require one to five years. 

Evaluation. 
Each participant is expected to complete an 
evaluation of the growth plan. In addition to 
self-evaluation, faculty often use peer and 
administrative evaluation to help them assess 
their progress. Examples include formal 

abilities. ?he faculty trio formed at the Faculty 
Development Institute often plays an irnpor- 
tant role. Some trios have continued to meet 
and challenge each other to growth while oth- 
ers have been less s u m f u l .  To be successful 
requires that a member of the group initiate 
the meetings and the group develop an open- 
ness to discuss any aspect of professional/per- 
sonal development. 

In a follow-up of NUPROF participants, 
Lunde, Wheeler, Hartung and Wheeler (1992) 
in an article in Innovative Higher Education 
found that the outcomes included both exter- 
nal and internal changes. For example, one 
professor developed a new role as manager of 
enrollment management to develop a process 
to attract new students. Another faculty mem- 
ber moved to a business managerial position 
since he had already experienced a wide range 
of university roles. A second level included 
internal change+new attitudes toward one- 
self, family members, colleagues, and the 
institution. Many of these changes incorporat- 
ed new priorities, expectations, and commit- 
ments into the faculty member's long-term 
and immediate behavior. 

Beyond these changes, a number of faculty 
described NUPROF as a process for further 
change. This flavor is captured by a faculty 
quote, "I'm at a point now where I've got 
another decision to make. NUPROF is going 
to play a role in this again." 

NUPROF is the kind of program that pro- 
vides good "risk management'' for faculty and 
the institution; it encourages an investment in 
faculty to prevent staleness and burnout. Often 
institutions wait too long to make these invest- 
ments. Why not consider a systematic effort 
and structure to encourage continuous plan- 
ning and adjustments? 
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