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This document is intended as a “roadmap” for success for Extension faculty who are navigating through the USU Extension tenure-track system.  While accomplishing all tasks within the document will not guarantee tenure and/or promotion, these steps are usually completed by agents who have successfully accomplished tenure and/or promotion.  

Policy 405 has specific details on the process for reviews of promotion and tenure, annual performance, and post-tenure.  All agents are expected to have a signed role statement that contains percentage assignments, as well as expectations under each assignment.  The annual work plan, which is signed by the agent and his/her direct supervisor, provides more specific details on expectations for the coming year.  
All agents hired in the same calendar year have the same tenure date, unless credit is given for previous time served in a tenure-track or equivalent position.  A review for faculty in the pre-tenure probationary period is done each year, regardless of hire date.  Those faculty with no credit for previous time will have six reviews, the last being the final year for consideration of tenure.  The third review is also significant, requiring a clear indication that good progress towards tenure and promotion is being made in order for your appointment to be renewed.
Program Development
County extension programs are primarily based on needs and issues of the local populous. Therefore, you are expected to partner with county advisory groups, local agencies, University Extension administration, and other relevant groups and entities to identify local community needs.  You should use relevant, research-based information to develop educational resources and programs so that positive impacts for adult and youth clientele are achieved. There should be a focused and coherent theme in the body of your extension work that establishes your professional reputation and expertise appropriate to your rank in Extension. 

Documenting impacts of the program.  USU Extension is funded through federal, state and county sources, with each funding source articulating expectations for outcomes. In fact, many Extension programs are directed towards broad national initiatives while serving the needs of local clientele. Additionally, Extension has a civil rights mandate to deliver programs to under-served audiences.  Documenting the impacts of your program will allow others to assess your ability to meet these initiatives and mandates, and justify the funding you receive.  In order to document impacts, you should obtain current “benchmarks” early in program development which can be compared to later benchmarks for monitoring progress and impact.  The impacts may be described as results, actions, or changes that occurred because of participation of clients in your program.

Program Development
	Years 1-3
	Years 4-6
	Promotion to Professor

	Year 1

· Focus on needs assessment using one or more of the following methods and resources:

· Surveys

· Advisory councils

· Focus groups

· Surveys from other groups or organizations

· Formal and informal observation
· Review of existing county programs

· Take advantage of agent-to-agent shadowing.
· Begin program development.
Years 2-3

· Focus on 2-3 areas for program emphasis with one program identifiable as “your” program. A clear program emphasis should be emerging by the third year.
· Include evaluation methods in program planning.
· Establish benchmarks.
· Record impacts defined as results, actions, and/or changes.

· Find appropriate balance of time and effort when conducting one-on-one consultations defined as phone or in-office visits.
	· Build on established programs.
· Take advantage of professional development activities.
· Modify program objectives to meet changing needs of target population.

· Build a professional network. Example: Partnering with other agencies.

	· Mentor pre-tenure agents.
· Integrate and provide leadership in Extension programs while including other agents, specialists, volunteers, and appropriate county and state agencies.
· Have an outstanding record of accomplishment demonstrated by county-based activities in support of issue-based programs, with appropriate numbers of participants and demonstrated impacts. 

· Have strong evidence of emerging or recognized leadership in Extension at the state and/or national level.


Program Delivery
Extension agents provide educational opportunities to local clientele in a wide variety of settings such as workshops, short courses, seminars, demonstrations, and one-on-one consultations.  Other educational methods include but are not limited to fact sheets, professional journal publications, news articles, newsletters, videos, CD’s, DVD’s, websites, computer assisted programs, radio, and TV.  It is noteworthy when information from your program is utilized across other counties in Utah, or on a regional or national basis.

Organize volunteers. The involvement of volunteers into your programs will allow you to expand your reach and program delivery.  To develop a successful volunteer program, you should provide useful educational materials and teach needed concepts to volunteers who have been enlisted to help you. 

Program Delivery
	Years 1-3 
	Years 4-6 
	Promotion to Professor

	· Form collaborative relationships with specialists, other agents, and community resources, as you address county needs.

· Document use of specialists to present educational programs in areas of county needs.

· Begin to identify curriculum materials for use in Extension educational activities.
· Deliver presentations, demonstrations, classes, workshops, or other educational activities and/or events*.

· Conduct a minimum of two (2) events* per month across major program areas by the second year.
· Develop program evaluation to determine impact. 

· Conduct a minimum of one peer evaluation of an event or activity per year.

· Conduct a minimum of one evaluation of an event or activity by participants.
· If appropriate to assignment, conduct two 4-H activities, events*, and/or meetings per month.

· Determine where volunteers are needed.

· Recruit, train, organize, assist and recognize volunteers.
	Fill expectations for Years 1-3 plus the following:
· Develop or modify curriculum to fit individual style and address program needs.
· Develop support materials to enhance classes.  Examples of support materials include handouts, fact sheets, manuals, and hands-on experiences.
· Exhibit mastery in subject matter as demonstrated by development of printed material, publications, presentations to clientele and peers, and other means.
· Average 3-4  events* per month across major program areas.
· Identify and apply for extramural funding for program support from sources outside of Utah State University.
	Fill expectations for promotion to Extension associate professor plus the following:
· Consistently use creative and innovative methods for educational events and activities.
· Present invited presentations at state, region, and/or national level (as a demonstration of your reputation and relevance.) A good target is 3-4 cumulative.
· Continue strong emphasis in county programming. 


*An event is the delivery of information to clientele or teaching opportunity, especially an activity, workshop, presentation, or other occurrence that is significant. An event is not professional development, staff meetings or trainings, meetings with funders, planning meetings, working on reports or preparation time for events.
Program Participation and Number of Participants
The number of participants can be used as a gauge of successful programs.  However, because absolute numbers are dependent on people within the region, a “trend” over time, rather than absolute numbers, can be an indicator of appropriateness.

Program Participation and Number of Participants
	Years 1-3
	Years 4-6
	Promotion to Professor

	· Identify target audience for program areas.

· Demonstrate program need through steady growth in participation numbers.
	· Decline in participation numbers for a specific program may indicate a maturing or progression of programming and therefore, could be justification for non-continuance of the program.
· Document plans to move forward with alternative program(s) or expansion of existing program(s).
	


Support Materials
Support materials are defined as research based materials developed in support of classes developed and/or taught.  Examples include:  Extension bulletins (multiple page documents targeting clientele),  fact sheets (one to two page documents summarizing research results, expanding upon current topics of interest describing an idea or a process—sources are cited), handouts (class specific, intended for local distribution or classes), Power Point presentations (developed in support of classes or presentations), creative use of technology (web pages, blogs, etc.), curriculum materials (originally developed or substantially revised).  These support materials may be adopted by other counties or states, indicating value beyond a single county. 
Note:  Peer reviewed materials carry more weight than non-reviewed materials. Therefore, consider the peer review format for your support materials, further strengthening your scholarship.
Support Materials
	Years 1-3
	Years 4-6
	Promotion to Professor

	· Develop three class handouts.
· Develop three to six fact sheets or other printed material, possibly co-authored with other agents or specialist. Fact sheets may begin as class handouts but can evolve into materials applicable to an audience beyond your county.  Fact sheets are typically from 2-4 pages in length, should be peer reviewed, science based, and include references.
	· Demonstrate originality and/or imagination in materials that support classes, presentations, and programs.
· Develop handouts, fact sheets, Power Point presentations, display booths, and other printed or electronic materials.  A good target is 12-20 cumulative.
· Curriculum developed or significantly adapted.
	· Demonstrate and document effective use of technology in support of programs.
· Evidence of support materials requested by and used in other counties, states and/or the nation.

· Wide distribution of creative work.


Scholarship   
Scholarship in Extension is broadly defined as creative intellectual activity in the development and/or application of Extension materials that is communicated and validated by peers.  The process of scholarship moves forward when Extension materials are reviewed by peers (i.e. other Extension professionals) and used or adopted into other Extension programs.  Scholarship is demonstrated through peer reviewed professional and Extension publications, as well as curriculum materials of many forms, which are either new instructional material or existing instructional material that has been significantly adapted.  
It is important that your extension information is disseminated and that its originality and quality is validated by your peers.  This external validation can be accomplished in many ways, including (but not limited to):

· Adoption of your Extension curriculum by other Extension personnel.
· Publication of programs, curricula, or research in peer reviewed journals or in other peer reviewed outlets including Utah State University Extension publications.
· Presentation of programs or curricula to peers at professional meetings.
· Receipt of awards from extension professional associations at the state, regional, or national level.
· Outside funding that supports your major programs.
Scholarship
	Years 1-3
	Years 4-6
	Promotion to Professor

	· At least one peer reviewed abstract each year, including those from professional events in Utah, such as the USU Extension Annual Conference and professional association meetings.
· At least two peer reviewed presentations and proceedings including those from professional events in Utah, such as the USU Extension Annual Conference and professional association meetings. 
· Participate in writing and data gathering to prepare for scholarly writing directed toward peer reviewed journal articles, fact sheets, bulletins, presentations and other scholarly activities.
	· Two to three peer reviewed journal articles, with at least one as a major contributor.  

· At least two peer reviewed abstracts and/or proceedings per year.

· At least two scholarly presentations per year at national, regional, and/or state meetings, which have been chosen through a peer review process or are invited. 
· Dissemination of extension education through use of media such as newsletter, newspaper articles, a newspaper column, radio guest, or TV appearances as guest or show host.
· Apply for and receive awards as recognition of program excellence at the state or national level.


	· Apply for and/or be considered for awards at the region/national level.
· Evidence of nomination for awards by persons or entities other than self.

· Publish three peer-reviewed journal articles since promotion.



Program Funding 
Funding in support of Extension programs can come from internal (USU) and external grants and in-kind contributions.  Significantly more weight is placed on external funding than internal funding.  
Program Funding 
	Years 1-3
	Years 4-6
	Promotion to Professor

	Apply for USU Extension New Agent Grant. 
	· Apply for USU Extension Applied Research Grant.

· Apply for competitive funding.  Can be in partnership with specialists and/or other agents. Should have at least two funded external grants at the end of six years.  
	· Secure external funding for development and support of major program(s).
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