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FACULTY DEVELOPVENT AND RENEWAL:

THE 1970'S AND BEYOND

The paper begins with a brief exam nation of the difficulties attending

pl anning for faculty devel opnent and renewal in a period of uncertainty
concerning enroll nents and increasingly austere budget support. The essenti al
chal | enge of these difficulties is one of maintaining flexibility in faculty
resource allocation and intellectual vitality of existing faculty resources.
Current faculty devel opment and renewal activities within the University are
reviewed and then a franework or matri x of needs and objectives is presented
for considering the expansion and integration of future efforts in this area.



Finally, a specific approach to the challenges of faculty devel opnent and
renewal is proposed and reconmended.

Backgr ound

The decade of the 1960's in higher education has been referred to as the
growmh era. The 1970's, by contrast, m ght well be called the decade of
transition. The earmarks of recent changes in higher education now are
recogni zed wi dely across the nation. Stabilizing or declining enrollnments,
coupled with an inflationary econony and increased conpetition for financial
resources, have led to tightened fiscal accountability and a relatively fixed
resource base for nost institutions of higher education. Further, the
students who elect to attend institutions of higher education are reflecting
ot her types of change that inpact program and resource planning and
allocation: there are changing patterns in student m x
(under graduat e/ graduate); shifts in student preferences anong degree prograns
(e.g., law, nedical and health sciences); changes in the pattern of student
cour se-taki ng behavior (nore part-tine); and changes in the actual conposition
of the student clientele (a wi der age-range anong students, nore student from
various mnority groups, and nore wonen students). Al so, rapidly changing
soci etal needs and the accel erated expansi on of know edge pl ace new demands
upon institutions of higher education

These many changes present hi gher educational institutions with severa
crucial challenges [1]. First, how can adequate flexibility in the allocation
of existing faculty resources be attained and then naintai ned? Second, how
can a high level of intellectual vitality and programquality be nurtured
anong faculty during an extended period allowing relatively few additiona
resources or new faculty appointnments? Third, how can faculty be prepared in
atinely and effective fashion to take on energing new roles in higher
educati on, nost notably new rol es occasioned by the transition from
traditional to non-traditional areas of instruction such as the new Regent's
State University? The problemis intensified by the fact that historically it
has been assuned that virtually all faculty would experience a high | evel of
career continuity; this assunption is no |longer valid. Higher education now
is in need of built-in retraining and career-orientati on nechani sns for
faculty, nmechani sns that have | ong been a way of life in other professions,
busi ness, and industry.

To neet these challenges, a major goal of the seventies and beyond is to
foster intellectual vitality anmong faculty, ensure excellence in acadenic
programs and to increase flexibility of response to changi ng academ c program
needs and shifting student preferences within the constraints of a relatively
fixed resource base [2]. The response to this goal can spell the very survival
of strong universities and coll eges.

Pur pose of this paper

The intent of this docunment is essentially threefold: (1) to note sone of
the current activities regarding faculty devel opnent and renewal within the
Uni versity of Wsconsin System (2) to provide a franmework of assunptions and
obj ectives for developing and integrating a University-w de response to the
chal | enge, conbined with exanples and references for canpuses in preparing policy
and program responses; and (3) to propose, within the context of the franework, a
series of possible steps to the fornulation of policies and procedures designed
to facilitate the establishnent of self-perpetuating faculty devel opnent and
renewal practices within the University.

Current Activities

The current activities pertaining to faculty devel opnment and renewal within
the University can be summarized in three categories: (1) a System program of
faculty retraining and reassignnment; (2) a request for funds for specific
prograns in the 1975-77 bi enni al budget request; and (3) niscellaneous canpus
efforts.



Retrai ni ng and reassi gnnent

Wth the close of the growmh era of the 1960's institutions now conpri sing
the University of Wsconsin Systementered upon a period of stabilizing and
declining enrollments. The financial devel opnments that acconpanied this
phenonenon necessitated the notification for rel ease of 616 non-tenured faculty
and for layoff of 122 tenured faculty in 1973 and 1974. (Further detail on this
probl em can be found in Central Administration Analysis Paper #11 [3].

In an effort to deal with this sudden displacenent, the System undertook a
dual program of retraining and reassignment. For faculty nmenbers who had been
designated for layoff, an attenpt was nade either (1) to reassign the faculty
menber in anot her department/programon the hone canpus, or on another canpus
within the System or on a canpus outside of the University of Wsconsin System
or (2) toretrain the faculty nenber in an acadenmc field related to his/her
current discipline in which additional faculty were required. 1In certain
i nstances, retraining was provided to a faculty nmenber not designated for |ayoff
in order to defer for one year the inmediate |ayoff of another faculty nmenber in
t he given departnent.

Al though the majority of the tenured faculty designated for |ayoff were not
retrained, the retraining effort, nonethel ess, has been of assistance in
adjusting to the demands of retrenchnment. In the long run, however, it is
i ntended that other policies and practices will anticipate and address the causes
of the faculty layoff problemso that a program of retraining and reassi gnment
need not be relied upon so extensively for remedial action

1975-77 Bi enni al Budget Request

Sel ected needs of faculty devel opnent and renewal al so are represented in
the 1975-77 Bi enni al Budget Request. A nulti-purpose enpl oyee devel opnent
programis advanced in Biennial Operating Budget Policy Paper #8 [4]. In that
paper, it is proposed that the Governor and Legislature reinvest a portion of the
funding fromthe current base budget of the University of Wsconsin System
currently used to nmeet productivity savings targets in a Systemu de program of
enpl oyee devel opnent .

The proposed program has three major conponents:

1. Selective retraining of a limted nunber of faculty in alternative or
secondary disciplines or subject fields as a neans of increasing
institutional flexibility in staff assignnents and reducing the
prospect of layoff for such qualified permanent faculty;

2. selective renewal of permanent faculty through professional devel opnent
assignnments in on-canpus or |eave status; and

3. provision for fee rem ssion to enployees (faculty, academ c, and
cl assified) taking supervisor-approved, work-related course work ai ned
at inproving their job conpetence, performance, and productivity.

Thi s budget request is supported by Summary Decision Item #322 and is the
top priority in Category C, Fulfilling University Systemand State Conmitnents to
Program Devel opnent and Reform In addition, the University Systemis seeking
funds from several extranural sources, reflecting the priority and urgency of the
need.

O her canpus activity

Final ly, several canpuses are contenplating or already are engaged in sone
formof faculty devel opnment and renewal activity. For exanple, UWParkside, UW
Superior, UWWitewater have proposed faculty devel opnent and/or retraining
prograns, while UWN OGshkosh is beginning to inplenment a four-part program as an
integral part of its academ c cal endar revision for that canpus. Further
devel opnent al planni ng of steps needed to maintain faculty vitality i s underway
on several canmpuses. Although these activities represent inportant efforts in



faculty devel opnment and renewal, the magnitude and significance of the needs
demand a nore conprehensive, systematic, and bal anced approach

A Fr anmewor k

A conpr ehensi ve program of faculty devel opnent and renewal can be viewed as
enconpassing five primary di nensions of concern: (1) individual faculty
pr of essi onal devel opnent and renewal ; (2) inprovenent and el aboration of
curricular and resource offerings; (3) refinement of interpersonal and nedia
instructional skills in the instructional process; (4) devel opnent of new faculty
roles and responsibilities visa vie new energing student clientele groups; and
(5) changes in admnistrative structures and procedures to achieve flexibility of
faculty resource deploynent and to facilitate other nmeasures in the pursuit of
faculty professional growh and academ ¢ program excel | ence.

Assunptions and objectives

A set of assunptions and objectives are suggested by the basic goal of the
University's faculty devel opnent and renewal program and by the above franmework.
The assunptions and rel ated objectives discussed bel ow are intended to serve as a
means by which to view the chall enge of faculty devel opment, to aid in the
identification and formul ati on of appropriate policies and prograns, and to
i ntegrate such efforts into a conprehensive, coordinated plan for faculty
devel opnent and renewal within the University of Wsconsin System

Assunption #1: \Wile recognizing the professional responsibilities of faculty,
the University nmust seek further ways to enable individual faculty nmenbers to
renew their intellectual vitality and further their professional growth in order
to ensure excellence in academ c prograns.

 Provide adequate opportunities for faculty to keep pace with the
expandi ng fields of know edge in their respective disciplines or areas of
interest; a faculty nenber cannot be expected to become or remain a
producti ve scholar if he/she does not have the opportunity also to be a
life-long student of his/her academ c interest.

* Provide opportunities for faculty discovery of new know edge and
cultivation of the sense of creativity.

 Provide opportunities for the inprovenment and expansi on of
nmet hodol ogi cal and research skills necessary to a faculty
menber's academic area of inquiry and instruction

 Encourage faculty to broaden their areas of specialization in
order to achieve greater flexibility of response to changing
programmati c needs and to inprove programquality by an
enrichment of faculty perspective

Assunption #2: The University will experience the energence of new rol es and
wi Il encounter the need to devel op new materials and nodes of instruction as it
seeks to serve a nore diverse student clientele and their educational needs and
i nterests.

* Achi eve greater teaching effectiveness through increased
proficiency in interpersonal and group conmuni cation skills.

* Achi eve inproved teaching effectiveness by use of new nodes of
presentation and various types of nediated instruction

* Achieve nore effective teaching through the devel opnent of
i nproved and new course materials and curricul ar offerings.

» Facilitate broadened opportunities for faculty nenbers to convey
or apply their expertise to matters of public service in a
non- degree credit setting.



Assunption #3: The University can achieve and naintain increased flexibility of
faculty response in nmeeting shifting programmati ¢ and student needs, and support
efforts aimed at ensuring academ c excel |l ence by neans of sel ected changes in
adm ni strative structures and procedures.

» Devel opnent and experinmentation with new inter-disciplinary
educati on nodel s.

* Encourage the devel opnent of adm nistrative program and budget
pl anni ng mechani snms that are directed at achieving greater
flexibility in the allocation of faculty resources in response to
shifting student preferences, as to changi ng program needs. Sone
flexibility should be sought for the faculty in its program
pl anning and the institution in its resource allocations.

The assunptions and objectives identified above are not exhaustive, but are neant
to be representative of areas in need of significant and sustained faculty
devel opnent and renewal efforts within the University.

Al ternatives

G ven such objectives, the task is to identify and devel op policies and prograns
at the canpus and Systemlevels that effectively neet one or nore of these (or
other) objectives of faculty devel opment and renewal. For exanple, policy
options or nodifications could be considered with respect to such practices as
hiring, pronotion, the granting of tenure, term nation, and retirenment. Further
there are policies or practices such as a canpus FTE faculty pool, increased use
of temporary faculty FTE, endowed chairs for visiting scholars (either for

est abl i shed senior scholars or prom sing junior faculty), colloquia, faculty
exchanges, tenporary or permanent inter-institutional transfer of faculty, use of
part-tine or adjunct faculty, redefinition of academ c cal endars and faculty
wor kl oads, sunmer wor kshops, and adequate reward systemfor neritorious academ c
service, periodic post-tenure review, offices of instructional devel opnment, and
faculty devel opment assignments. Again, this is only a partial list, intended to
be illustrative of various policy alternatives available to canpuses within the
Uni versity.

The Recomendati on

It is recomended that Central Administration and the System Units nove to
devel op and i npl enent faculty devel opnment and renewal policies and prograns within the
Uni versity during 1974-75 and the 1975-77 bienniumin ways consistent with the
direction outlines in this policy paper

An Appr oach

It is recognized that the individual Institutions within the System face
differing problens in faculty devel opnment and renewal. Further, it is recognized
that differences in mssion, resources, current staffing profiles, and faculty
devel opnent practices anpbng the various Institutions require a certain
flexibility of approach. Hence, the series of steps that follow are not designed
to constrain Institutions in analyzing their current situations or in designing a
program of faculty devel opnent and renewal ; rather, the steps are intended to
initiate campus consideration of faculty devel opnment and renewal policies and
practices, to facilitate inter-institutional communication of good practice, and
to provide the necessary integration and coordination of those aspects of faculty
devel opnent and renewal that are properly of a systemwi de nature.

Step One

Since the Institutions are at the action center of any faculty devel opnent
program only they can play the leading role. As a first step, Institutions
shoul d develop a current faculty profile that sunmarizes the ratio of tenporary
to permanent faculty and the historical rates of appointnent, termnation
promotion, tenure granting, resignation, retirenent, and death anong tenporary
and pernmanent faculty by department. Canpus, collegiate, or division-Ievel



summaries can mask significant variances wthin individual departnments. Then
using the recent historical ratios, the inpact of this current practice should be
projected over a four-year period, at a mninum through 1978-79.

Step two

As the next step, canpuses should anal yze and evaluate the faculty staffing
profiles, by departnent, in light of anticipated future student enrollnents and
approved academ ¢ program goals and plans, including targeted capacity pl anning
el ements. This analysis and eval uation should formthe basis for establishing
faculty devel opment objectives and for devel opi ng correspondi ng policies and
prograns to achi eve those stated objectives. The resultant policy/program
proposal for faculty devel opnent and renewal for each Institution should be
conpr ehensi ve, including existing faculty devel opnent activities as well as those
pr oposed.

The framework described in the previous section should aid in devel opi ng
and organi zi ng canpus policies and prograns. However, Institutions should not be
constrained in this planning step by the Iimtations of the proposed franework;

i mportant objectives undoubtedly have been overl ooked and shoul d be added
accordi ngly.

Step three

The resulting anal yses and policy/ program proposal s, upon being forwarded
to the Ofice of Acadenmic Affairs in Central Admnistration, will be conpiled and
shared with all canpuses in order to provide constructive input to each canpus in
preparation for an Institutional statenent on faculty devel opment and renewal
activities over the 1975-77 biennium The O fice of Academic Affairs will play a
coordi nating and informational role in this step and will provide assistance to
canmpuses upon request.

Further, the Ofice of Academi c Affairs, in conjunction with other
functional areas in Central Administration, will devel op appropriate Systemi de
policies and progranms for faculty devel opnent and renewal, provided such policies
or prograns are needed to support Institutional statenents.

Step four

Fol | owi ng di al ogue between the Institutions and the O fice of Academc
Affairs, Institutions should proceed to develop an Institutional statenent on
faculty devel opment and renewal. Based upon cooperative review and eval uati on of
their reports, any needed changes can be made in Institutional or System policies
and progranms for the 1977-79 Bi enni um

Step Five

By June 30, 1977, each Chancellor shall send to the Senior Vice President
for Acadenmic Affairs a report on Institutional progress toward its stated
obj ectives of faculty devel opnment and renewal. Based upon cooperative review and
eval uation of their reports, any needed changes can be made in Institutional or
System pol i cies and prograns for the 1977-79 Bi enni um



A Note on the Rel ationship of Faculty Devel opment and Tenure

The identification of objectives and the devel opnent of policies and
prograns cannot proceed w thout reference to certain guide posts
historically so inportant to the higher education enterprise. First it
i s assuned that any policies or prograns proposed for faculty devel oprment
and renewal will not violate the basic concept of tenure. An attenpt to
alter significantly faculty tenure practices could have a detrinenta
i mpact upon faculty norale and acadeni c standards, to el aborate, it is
recogni zed that npore rigorous standards nust be applied in tenure
decisions if programexcellence is to be sought and if the [ong-term
negative effects of |lower tenure standards on faculty vitality in a
peri od of fewer appointnents are to be avoided. Although opportunities
for new probationary faculty to secure pronotion and tenure are likely to
decline, however, it is inportant that the opportunities exist. Finally,
tenure serves as the basic safeguard to academ c freedom This principle
is the precondition under which the pursuit of truth and the free
expression of views can flourish; consequently, it nust be preserved,

regardl ess of the issue of the day.
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