[image: image1.jpg]COLLEGE OF
AGRICULTURE
" & LIFE SCIENCES

THE UNIVERSITY COOPERATIVE EXTENSION
OF ARIZONA




Securing Stakeholder Input
Identifying Critical Issues to Assist in Guiding Extension Programming

As you all know, Arizona Cooperative Extension was tasked with developing a Strategic Plan by Dean Burgess. All of you participated first within each county and then in regional discussion group meetings and your input was provided to Extension Administration. With advisement by the “Visioning” committee appointed from within the County Extension Directors, comments received from the regional discussion group meetings were collated and presented to the County Extension Directors for further synthesis. Working jointly with Extension Administration, a Strategic Plan was developed and presented to Dean Burgess. This plan may be found at:

http://extension.arizona.edu/sites/extension.arizona.edu/files/resourcefile/resource/scrofts/Strategic_Plan_Phase_III_GOALS_UA-CALS-CES_FINAL.pdf . The first five goals within this document can be categorized as external goals that address critical issues faced by our constituency. The last three goals can be categorized as internal goals to help us efficiently interface with CALS and deliver Extension programming. Now that we have secured input from within our organization, it is imperative that we secure stakeholder input to help identify critical issues for both research and Extension all across CALS (Experiment Station, Campus, Cooperative Extension within counties and departments). Our aim is that information flow both ways - to and from clientele to CALS. We also desire that we unite our resources (Experiment Stations, Campus, Cooperative Extension) to identify critical issues, discover new knowledge, and deliver that knowledge in a coordinated fashion to better the lives of the people of Arizona. 
Roger L. Martin, Dean, Joseph L. Rotman School of Management, said: Why do we teach our children to think in silos and not integratively? There is some sense to it, but plenty of nonsense as well. On the sense side, the world of knowledge is vast. We can’t expect everyone to tackle it like a Renaissance scholar. …..As such, a critical part of education involves breaking the interconnected world into chunks – simplification – that can be tackled and mastered one by one –specialization. This makes sense….. On the nonsense side, we have become so comfortable with the drive for mastery that we have forgotten in the educational world about the interconnectedness. Contribution to Memos to the Prime Minister: What Canada Could be in the 21st Century http://www.rotman.utoronto.ca/rogermartin/What_Canada_Could_Be.pdf
Our Plan (Please note this is chronological in nature):

1. The County Extension Directors and agents will approve the Issues program survey collated from prior agent meetings and other states. This material will not go to the discussion groups but will be considered internally for the larger mail out survey sent out in August. (by the end of May)

2. Funding will be sought from Extension Administration to help secure stakeholder input. 

3. Each county will secure stakeholder input through discussion group meetings of key clientele. A manageable number of people for these discussion groups is generally thought to be no more than 20 to 25 people. If the people you wish to invite are widely divergent, some have suggested that multiple sessions should be held. Key to a successful discussion group meeting is to have a trained facilitator conduct the meeting. According to the pocket guide on facilitation, Facilitation at a Glance! http://www.goalqpc.com/ , a facilitator’s job is “manage the process and leave the content to the participants”. For a good review of discussion groups see: http://www.extension.iastate.edu/Publications/PM1969B.pdf . The purpose of the discussion group meetings is to identify issues that we may not have indentified to incorporate in the larger mail-out survey we will do. (by the middle of July)
4. From previously obtained agent input and discussion groups held in each county, an interest survey will be distributed to a larger audience. Experts in evaluation will be consulted in the survey design. The difference between this survey and the previous survey done in 2006 is that we sample a larger audience in each county (at least 60 to 100 people) and we will have the added input for issues development from the discussion groups. (by the end of August)
5. Results will be assembled, analyzed statistically by region, and for the state, and presented to Extension and CALS Administration for review. It is our hope that these results will be presented in joint meetings with all of CALS (Campus, Experiment Station, Extension) to identify commonalities to discussion on jointly for education and research. We hope that grant funding related to the most critical issues identified by clientele will be provided for by CALS administration for partnerships created from Campus, the AZ Agricultural Experiment Station, and Cooperative Extension to address these issues. (end of September)
Suggested process for conducting the discussion group meetings

We strongly recommend that a professional facilitator be hired to assist you in conducting the discussion group meetings. You will need to meet with them prior to the meeting to outline your goals and objectives and to review procedures. You may wish to hire them to summarize the results of the discussion group meeting or do that yourself. Each county will conduct one or more discussion group meetings. If widely divergent populations exist in your county, you may consider having more that one meeting. Also, if you wish to sample populations that are generally underserved, it may require you to sample that group in isolation from other discussion groups. 
When the discussion group attendees are selected, it is important to obtain a broad representation of your county if you are only conducting one discussion group meeting. Try to prevent domination by any program interest group. A structured way to approach this may be to invite: 7 member Extension Advisory Board, 1 member of the Board of Supervisors, 4 each from each program area {e.g.; 4-H/Youth Development, Master Gardeners/Horticulture, Natural Resources (Farm Crops, Forestry, Ranching, etc.), Family & Consumer Sciences}, 3 youth, and 4 from Tribes or other significant populations in they are present in your county. We suggest that the invitees be scattered from different areas of the county. You know your county best and by consultation with Extension faculty within your county, you can select a dynamic group to help generate the list of critical issues we should discussion on in our larger mail out survey to clientele statewide. 
Generally speaking, you should limit the size of the discussion group to around 25 people. When you are actually conducting the discussion group meetings, you will want to divide the participants into no more than 4 groups. Each group will select a group leader to help move things along or you can designate a faculty member to perform that function. It is important that the group leader allow the process to proceed as desired and not be domineering. We suggest that you spread the individuals selected for each program area and the Advisory Board members, etc. among the 4 groups. This will help prevent groups from being dominated by a particular interest. 
Day of Discussion Group:

Materials Needed:  Computer, LCD Projector, Turning Point PowerPoint, “clickers” for voting participants, 4 flip charts w/ sticky tops, flip chart markers for each table, 4 group moderators (1 for each group discussion table), 1 recorder,1 facilitator, breakfast, lunch or a snack*
· Set up room with round tables (maximum of 4 tables with a maximum of 8 participants per table)
· Computer and LCD Projector at the front of the room

· Identify a “recorder” for the PowerPoint, who will be typing information in as the group works through the different Goals.

· Table moderators with sufficient “clickers” for the table participants (including the moderator)
	
	WHO
	WHAT
	TIME

	1
	CED
	Welcome and introductions and introduce the facilitator and review the first few slides of the PPT that gives an overview of Cooperative Extension.
	10 mins.

	2
	Facilitator
	Outline the desired outcome for the discussion group meeting as described on the top of the next page (stakeholder input)
	5 mins.

	3
	Facilitator
	Start the session with an icebreaker exercise 
	15 mins.

	4
	Facilitator
	Review Goal #1 and the “situation” 
	5 mins.

	5
	Facilitator
	Ask each participant work independently and answer the open ended question for Goal #1
	30 – 40 Minutes

	6
	Facilitator
	Ask each table to collaboratively discuss their top issues for Goal #1 – have the table moderators record their priority issues on the flip chart paper
	

	7
	Facilitator
	Ask each table to identify their top issue (i.e., Table A, Table B, Table C, Table D); then repeat the task and ask each table to identify their next priority issue that has not been recorded yet.  There should be 8 issues identified at this point.  Ask the whole group if there is any “burning issue“ missing from the list, if so add 1-2 more items, as identified by the whole group.  This information should be recorded into the PowerPoint during this discussion onto the coordinating GOAL slide (i.e., Goal #1 is on slide 14 and priorities will be recorded in place of the X), by a prior designated recorder.  
	

	8
	Facilitator
	Ask participants to use their “clicker” to vote on their top 3 issues as they are listed on the PowerPoint.  (The PPT is set up to accept 3 votes per participant; use the “0” to vote for the 10th issue, if there are 10.)
	

	9
	Facilitator
	Repeat steps 5, 6, 7 & 8 for each Goal (Goals #2 - #5).  Be sure to save all session data collected from the ‘clickers’.  Put the county name and date of collection in the file name. Please send via email to:  ddixon@ag.arizona.edu

	2 - 2 ½ Hours

	10
	Facilitator
	On flip chart paper, each group should record their answers to the following questions:
· With a focus on the goals discussed today, what should UA Cooperative Extension and the College of Agriculture and Life Sciences do with respect to these goals and issues? 

· What are the UA Cooperative Extension and the College of Agriculture and Life Sciences barriers to implementing programming related to the goals and issues discussed above? 
(This will be collected and compiled following the Stakeholder meetings and sent to ddixon@ag.arizona.edu)
	

	11
	CED
	Thank everyone for their participation!
	


* You will probably want to have a food break at some point during this process.  Schedule it where it best fits for you schedule.
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Arizona Cooperative Extension desires your assistance in helping identify critical issues which you feel are most important to be addressed by the University of Arizona College of Agriculture and Life Sciences right now and in the future. We also desire to unite our resources (Experiment Stations, Campus, Cooperative Extension) with you and your community to identify critical issues, discover new knowledge, and deliver that knowledge in a coordinated fashion to better the lives of the people of Arizona.
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CALS Cooperative Extension Goals
The five goals below have been identified as the framework upon which our Extension programs can be categorized. These goals are not ranked by importance.
 

1. Educate and equip people and communities to manage and utilize natural resources to improve economic sustainability.
2. Promote safe, profitable, and sustainable plant and animal systems.

3. Strengthen economic vitality of communities by developing leadership, workplace skills and life skills of youth and adults to assist them to be contributing community members (greater levels of participation in civic life).
4. Enhance the growth and development of Arizona children and youth by ensuring that they are supported by caring adults, enter school ready to learn, make adequate yearly progress, and graduate on time so that young people will be less involved in the juvenile justice system, dropout rates will decline, and youth will contribute positively back to the community. 

5. Assist individuals and families to become physically, mentally, emotionally, and financially healthy. 

Preliminary Issue Development
From within our organization and from other states, we have identified the following preliminary issues for your review. These issues are placed on the following pages to assist you in helping identify those issues you feel are most important. Under direction of a facilitator, you will provide your input to guide us in developing an issues interest survey which will be sent out to a larger audience in every county of Arizona.

Preliminary Issue Development
Arizona Cooperative Extension

AZ Cooperative Extension Goal # 1: Educate and equip people and communities to manage and utilize natural resources to improve economic sustainability.
Situation: Many AZ communities are rich in natural resources but lack the technology to deliver economic development from those resources in a sustainable fashion. Some of that technology may as yet be undiscovered, necessitating both research and practical application of research. Additionally, changing environmental conditions (drought, large catastrophic wildfires) over the past 15 years introduce added complexity to natural resource management.  
★ Answer this question preceding or at the beginning of the discussion group meeting.

In your opinion, what are the greatest opportunities for utilizing natural resources for economic development in AZ?  If you have more than one idea to list, please rank in order of importance (1 = most important).

 AZ Cooperative Extension Goal # 2: Promote safe, profitable, and sustainable plant and animal systems.
Situation: Agricultural production systems are strained by global competition, scarcity of financial and natural resources, shrinking returns, increasing government regulation, and public demand for assurances of a safe and nutritious food supply.
★ Answer this question preceding or at the beginning of the discussion group meeting.

In your opinion, what are the greatest opportunities to promoting safe, profitable, and sustainable plant and animal systems?  If you have more than one idea to list, please rank in order of importance (1 = most important).

AZ Cooperative Extension Goal # 3: Strengthen economic vitality of communities by developing leadership, workplace skills and life skills of youth and adults to assist them to be contributing community members (greater levels of participation in civic life).
Situation: Arizona communities are often disengaged from the unemployed, working poor, and aging and other diverse populations and sometimes lack a sufficient nucleus of community leaders to address these societal needs. Employers want competent employees (both youth and adults) who don’t require additional monies to train and retrain. Individuals need to acquire the skills necessary to survive and remain nimble in the marketplace.
★ Answer this question preceding or at the beginning of the discussion group meeting.

In your opinion, what are the greatest opportunities for building vibrant, engaged, and caring communities with strong workplace development? If you have more than one idea to list, please rank in order of importance (1 = most important).

 AZ Cooperative Extension Goal # 4: Enhance the growth and development of Arizona children and youth by ensuring that they are supported by caring adults, enter school ready to learn, make adequate yearly progress, and graduate on time so that young people will be less involved in the juvenile justice system, dropout rates will decline, and youth will contribute positively back to the community.

Situation: All children need the support of at least one caring adult in their lives to thrive and make the successful transition to adulthood as a contributing member of the community. The high school graduation rate in Arizona has climbed to 77.9% in 2011, but in 2010, Arizona had the highest dropout rate in the nation at 7.8%. 
★ Answer this question preceding or at the beginning of the discussion group meeting.

In your opinion, what are the greatest opportunities for assisting AZ youth towards thriving and contributing positively to the community?  If you have more than one idea to list, please rank in order of importance (1 = most important).

AZ Cooperative Extension Goal # 5: Assist individuals and families to become physically, mentally, emotionally, and financially healthy. 
Situation: Child development is a foundation for community development and economic development, as capable children become the foundation of a prosperous and sustainable society. Creating the right conditions for early childhood development is likely to be more effective and less costly than addressing problems at a later age. More than one in four Americans have multiple chronic health conditions including obesity, diabetes, heart disease, and hypertension. In the US, 66% of total health care is directed toward care for the 27% of Americans with multiple health conditions. 
★ Answer this question preceding or at the beginning of the discussion group meeting.

In your opinion, what are the greatest opportunities in assisting individuals and families to become physically, mentally, emotionally, and financially healthy? If you have more than one idea to list, please rank in order of importance (1 = most important).

The following will be answered in groups at the end of the voting on all Goals.

· With a focus on the goals discussed today, what should UA Cooperative Extension and the College of Agriculture and Life Sciences do with respect to these goals and issues? 

· What are the Cooperative Extension and the College of Agriculture and Life Sciences barriers to implementing programming related to the goals and issues discussed above? 
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