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1. How might UACE be organized to cover programming needs across the state, given limited resources?
· Prioritize positions within program area (6 votes)
· Core areas – focused
· Broad skill sets (not focusing on specific “hot” topic)
· ? to invest in infrastructure – skills development
· Grant writers / hire with those skill sets, people who want to do this work
· Tiered approach with Agents supervising multiple Program Coordinators to cover more areas / Assistants in Extension (6 votes) 
· Faculty focus on visioning and Program Coordinator works on nuts & bolts of project or program
· Cross training for both Faculty and Program Coordinator
· Breaking down silos, increasing synergy
· Need to increase more outside $$
· Need to increase philanthropy particularly to support a community need rather than a project need
· Working group re-emergence (7 votes)
· Seek alternative funding (e.g. Lottery $$$ - like AHEC which has a tax form check-off) to support 4-H and other programs, staff, faculty (7 votes)
2. What might the staffing structure of UACE look like going forward?
· Assistant CED
· Flexible FTE for retirement – phased retirement
· Do Agents have to be at the faculty level?
· Consistent salaries for the job (5 votes)
· Continuing or not – depends on position and person (4 votes)
· Specialists in Departments > YES – doing Extension and accountable to Extension (4 votes)
· Yes to being able to hire BS and let them advance (4 votes)
· Yes to internal transfers (1 dot)
· With BS hires, may need mentoring for research portion of job
· Regional specialists problematic with current Promotion and Continuing Status system
· Post continuing review (1 dot)
· 5 year CED review



3. How might UACE prepare and transition leadership across the state?
· CED in every county (12 votes)
· Assistance CED in training with mentoring to make CED in every county (5 votes)
· Realistic distribution of time for CEDs between administration and programming
· Need local representation
· Minimize the levels of administration > County CEDs would reflect this over regional directors with county chairs
· CED / Leadership training opportunities
· Realistic administrative appointments
· Regional Directors would be challenging for building county support

4. What might the PROS and CONS be for Continuing Appointment vs. No Continuing Appointment?
PROS:
· Flexibility in hiring
· Opportunity to hire folks more senior and experienced
· Attractive to mobile millennials
· Requires more collaboration to obtain funding
· Focus on Programs (1 dot)
· Less stagnation
· Mobility for non-Continuing Status
· Easier to hold people accountable for non-Continuing Status (2 votes)
· For non-Continuing Status, offers mobility and attractive to early career people
· May be able to attract new, enthusiastic employee with new/other skill sets (8 votes)
CONS:
· Less job security
· Potential for two-tiered salary structure to form
· Potential to affect “reputation”
· Requires more collaboration to obtain funding
· Potential to lose good people
· Hiring pool/talent differs
· Too much job security
· Structure time / unclear guidelines
· Lose respect of tenured faculty
· With no Continuing Status, with change in Administration, good people could be let go
· Tough to inspire burned out Continuing Status employees
· May have more turnover and lose knowledge



5. What is the best structure for Mentoring new Faculty/Professional Staff across the state?
First: Recognition and Incentives (7 votes)
· Need a system for recognition of good mentoring
· Incentivize mentoring
· Can be incorporated into annual conference or CLAS 2x/year faculty/staff luncheons/awards
Second: Process/How – what they do (4 votes)
· New employee needs connection to their unit/county as well as to the culture and traditions of CE. (1 dot)
· They need to have a trusted retention guide (mentor) within 3 months of joining. 
· Someone assigned to oversee and ensure if a mentor retires or leaves, that other mentors are assigned?
· Don’t forget professional staff
· CEDs report on Mentoring in Monthly Reports
· Formalize new faculty orientation (1 dot)
· CEDs need to be trained on: (1 dot)
· Continuing and Promotion process
· Staff oversight
· Budget
· HR – hiring/firing
Third: Structure – who does it (4 votes)
· Need a process to encourage engagement. 
· Recommend a team approach – an onboarding team (volunteer based). 
· Need someone on the team who is familiar and can coach re: their discipline as well as someone familiar with administration/how to navigate the university. (1 dot)
· A “meltdown” counselor is needed. 
· CED Heads County Faculty Committee (conference calls).
· Have a defined mentoring structure
· Formalize Mentor & Mentee process /reporting
NOTE: Informal is good, but we’re after the best!

