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STRATEGIC PLAN RETREAT
A Strategic Plan Retreat was held 
October 29-30, 2018 at the Clyde 
York 4-H Center. Members of the 
Extension administration team 
from UT and TSU met to review 
the 2010 Strategic Planning 
process and progress and to 
begin preliminary planning for 
the 2020 Strategic Plan. 
 
In 2010, Extension launched a 
strategic planning effort to map 
the future for the next ten 
years. The planning process was 
guided by a diverse leadership 
team representing employees 
from across the state and was 
instrumental in collecting and 
analyzing data for the 2010-2020 
UT Extension Strategic Plan. The 
planning process involved 
approximately 3000 employees, 
stakeholders, youth, government 
officials,  volunteers and partners 
in meetings, focus groups, and 
through surveys. 
 
The process resulted in a 
Strategic Plan focused on five 
goals.   
      1 .  Advancing Tennessee 
through innovative programs. 
     
      
 

    2.  Increasing the visibility of 
UT Extension. 
    3.  Investing in Extension's 
human capital.  
    4.  Maximizing organizational 
efficiency. 
    5.  Preparing for future 
growth. 
 
Over the last 8 years, 
significant  progress has been 
achieved through the work of 
14 Initiative Teams  involving 
more than 150 employees.   
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In addition, there have been 
several unplanned benefits of the 
Strategic Plan process and 
implementation including: 
      • Gave employees a voice in 
their future. 
    • Created synergy through 
coordination and cooperation of 
teams. 
    • Helped establish consistent 
policies, procedures, and 
practices across the state. 
    • Developed leadership of team 
members. 
    • Enhanced cooperation of UT 
& TSU. 
      • Created a greater climate of 
acceptance for change. 
    • Gave employees opportunity 
to collaborate with colleagues. 
    • Created unity and espirit de 
corps. 
        



      Each goal and subsequent 
progress was reviewed. 
Highlights include: 
   
      • Created a state wide peer 
mentoring program for Agents 
and Administrative Assistants 
featuring mentor training, a 
mentor toolkit website and 
mentor recognition. 
 
 
 
 
 
 
 
 
 
 
 
      • Created a wellness program 
"Healthy Lifestyles" for 
Extension employees which 
includes activities, a website, a 
project calendar, email 
messages and workshops. 
      
 
 
      
     
      

      • Purchased a 4-H facility in the 
Western Region and developed a 
Master Plan for a 4-H camp and 
conference center. Construction to 
begin in 2019. 
 
      
 
 
 
 
 
      
      
 • Developed a competency-based 
system, EXCELS, to guide professional 
development of agents,  including a 
scenario based assessment, 
guidebook, and corresponding 
courses. 
 
 
 
 
 
 
 
 • Developed a statewide marketing 
plan for UT Extension including a 
marketing toolkit,  storytelling kit,  
marketing training and establishing 
March as Extension Month. 
 
 
 
 
 
 
 
 
      
      
        
         

      • Extension's System for 
University Planning, 
Evaluation, and Reporting 
(SUPER) was redesigned to 
enhance efficiency and 
expand function of the 
current system. The 
Enrollment module has been 
developed, tested and 
introduced through 
workshops while other 
modules are in development. 
A user guide has also been 
developed. 
 
 
 
 
        
       • Developed LEAD95 
which is a comprehensive 
face to face training program 
for County Directors. The 
program includes a 
mentoring component ,  360 
degree leadership 
assessment, and online 
toolkit.  
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      • A streamlined performance 
appraisal system including a 
rubric for performance and 
criteria for County Directors 
was developed jointly by UT and 
TSU. 
      
 
 
 
 
 
 
 
      • Increased support for gifts, 
grants, and fees, through 
training and a designated 
individual for Extension support. 
   
 
 
 
 
 
 
 
 
 
    • Identified and compiled 
Extension policies and 
procedures in a formatted 
comprehensive, searchable 
website. 
 
 
 
 
 
 
 
 
 
 
   

 
 
 
 
 
 
 
 
       • Expanded and strengthened 
Extension Volunteers through 
in-services, a handbook, policies 
and procedures for protection of 
minors and a resource website. 
 
       • Office Standards for 
customer service and facilities 
 were developed and introduced. 
The standards identified 
guidelines for building or 
remodeling office space, 
customer service, 
professionalism, and media 
relations. A website was 
developed for easy access to the 
information. 
        
         

    • Enhanced the quality of 
teaching by Extension agents 
and specialists through 
development of e-learning 
modules, and a face to face in- 
service program, BEST.    
 
 
 
 
 
 
 
      
 
 
   
Approximately 90% of the 2010 
Strategic Plan has been 
implemented and 
institutionalized to a 
sustainable plan. Some items 
are in progress which include: 
redesign and enhancement of 
SUPER, and development of an 
Electronic Dossier process. In 
addition, plans are to redesign 
and complete the Strategic Plan 
website to serve as a record of 
plans and accomplishments and 
create a final report to present 
during the 2020 Extension 
Conference.   
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 2020 STRATEGIC PLAN

TIMELINE

Dr. Burns challenged the group 
to think broadly about the 
process for developing a 
Strategic Plan to begin in 2020. 
He asked the group to consider 
how we can build on our strong 
history, plan for an ever- 
changing future, be strategic 
and nimble to address emerging 
needs in Tennessee. 
 
Specifically he asked the group 
to consider trends, emerging 
issues facing Extension in 
Tennessee, issues facing 
Extension nationally, what will  
not be relevant tomorrow, and 
what needs to be enhanced. 
 
Questions to frame our 
discussion during the retreat 
were:   
      1 .  What should be the time 
period of the plan? 
      2.  Who should be involved in 
creating the plan? 
      3.  What are 
recommendations for the 
process? 
      4.  What is the timeline for 
developing? 

FRAMEWORK 
It was determined that the 
2020 plan will  be a 10 year 
plan introduced at the 2020 
Extension Conference 
scheduled for November 
2020. It was consensus that 
both an online and printed 
format will  be needed.  
 
The group recommended that 
a process similar to that used 
for the 2010 plan be adopted. 
The use of focus groups, 
surveys, l istening sessions 
and environmental scanning 
will  ensure the plan is 
representative of the state 
wide needs and priorities. 
 
The process will  be 
transparent and provide 
updates to Extension 
personnel on a regular basis. 
The group recommended that 
as in the past, an outside 
facilitator be engaged and an 
evaluation specialist be on 
the planning committee.   

As a part of the process 
opinions from many 
Tennesseans including 
employees, decision makers, 
charities, partners, volunteers, 
stakeholders, youth, elected 
officials,  and donors will  be 
sought through meetings and 
surveys. The goal will  be to give 
everyone a voice in a 
transparent process. 
 

BIG IDEAS

Spring 2019 - Planning Team 
named 
Summer 2019 - Team planning 
Fall  2019 - Focus groups, 
l istening session 
Fall  2019 - Data collection and 
analysis 
Spring 2020 - Draft of plan for 
review  
Summer 2020 - Editing and 
printing 
November 2020 - 2020 
Strategic Plan presented at 
Extension conference 
 

Through several group 
processes, the administrative 
team identified and discussed 
"Big Ideas" that might serve as a 
framework for beginning work 
on the 2020 Strategic Plan. The 
list includes: 
      • Emphasis on customer 
service 
      • Professional development 
at all  levels 
      • On-boarding at all  levels 
      • Growing Extension capacity 
statewide 
      • Increasing diversity of 
volunteers and workforce 
      • Striving for excellence 
      



PROFILE

RECOMMENDATIONS

ELECTRONIC DOSSIER
The electronic dossier 
committee was charged to 
explore the feasibility of an 
electronic system for Extension 
promotion and tenure process 
as a part of SUPER 2.0, make 
recommendations for 
streamlining the process that 
protects the integrity of the 
process, include a system for 
routing forms for electronic 
approval,  outline steps needed 
to implement including 
documents that would need to 
be modified, and suggest 
possible timeline for 
implementation. 
 
The committee identified four 
core reasons for the dossier 
process: 
      • Dossier shows long-term 
impacts. 
      • Dossier is peer reviewed. 
      • Dossier is more 
comprehensive than annual 
appraisals. 
      • Dossier is based on 
different criteria than annual 
appraisals. 

      • Exclude administrative 
responsibility if  not county 
director     
      • 12 pt. Minimum font size 
for textboxes    
      • Recommendations page to 
replace Form 145 and 146 
(which will  contain the same 
information). 
 

       The Electronic Dossier 
committee recommended 
changes to Profile in SUPER 
2.0 to streamline the 
Electronic Dossier process 
and create continuity with 
verbiage between the 
programs and in the format. 
 
        • Change verbiage in 
profile to match dossier 
       • Modify profile in prof. 
service include roles in 
textbox. 
       • Editable 
certificates/License upload 
certificate/license as 
attachments 
       • Change graduate courses 
to relevant course 
       • Change profile grants tab 
to fund development (include 
User Fees, sponsorship etc.)  
       • Rename specialty in 
profile to Program 
Responsibilities 
 

      •  Establish Criteria for 
promotion.      
      • Committee for area & state 
specialist be made public. 
      • Regional Peer review 
committee, suggestion box not 
visible on final dossier. 
      • State Peer review 
committee comments will  not 
show in SUPER. 
      • Timeline for information 
includes current year, plus 3 
previous years for all  sections. 
      • All  forms electronic. 
      • Hire date is needed for TSU 
employees to calculate 
promotion eligibility correctly. 
      • A confidentiality reminder 
will  appear on the reviewer 
webpage. 
 
After further review of the 
Electronic Process, the 
committee recommended 
changes to the Dossier which 
would streamline the 
Electronic Dossier process and 
create continuity with verbiage 
between the electronic dossier 
system and SUPER 2.0 as well 
as the format. The committee 
reviewed each section of the 
Electronic Dossier and outlined 
below the recommended 
changes to each section. 
      • Eliminate letters of support 
      • Eliminate biographical 
data           
 

The committee debated and 
discussed several 
recommendations for the new 
Electronic Dossier process which 
are:    



 TRAINING TIMELINE
The committee discussed 
training opportunities and 
needs that would help in 
facilitation of this new 
electronic process. 
Recommendations are: 
 
      •  There should be training 
for Agents, Area Specialists, 
and Non-Tenure State 
Specialists. 
      • Trainings for Peer Review, 
Regional Directors, Regional 
Program Leaders and Deans 
for new dossier system. 
      • Training will  be needed for 
entering Professional 
Development information into 
K@TE since the Dossier will  
interact with this site. 
      • Instructions need to be 
different for agents versus 
specialists/area specialists. 

The Electronic Dossier 
committee reviewed the 
current dossier timeline and 
has made the following 
recommendations to the 
process: 
 
      •Modify the timeline. 
      • July 1 - Regional 
Directors will  receive a l ist of 
eligible candidates for the 
dossier process that are 
within their region.     
    • July 15 - an email 
notification will  be sent to 
employees/candidates who 
are eligible to submit a 
dossier. 
    • October 1 - Deadline to 
submit Dossier, no late 
submissions will  be accepted. 
    • November 30 - The 
dossier locks for edits and 
the candidate is unable to 
make any changes to their 
dossier.     
               

 While establishing the new 
electronic process, the 
committee realized that 
criteria had not been 
established. The current 
Dossier process has criteria 
for creating a dossier yet 
lacks criteria for promotion 
other than tenure. While this 
committee was not charged to 
create criteria, the committee 
discussed recommendations 
that are important to include 
in the criteria that will  be 
established. The 
recommendations are: 
      • In the dossier, show long- 
term impacts. 
    • Different criteria is 
needed for level 1 to level 2 
and level 2 to level 3. 
    • Clarify that Masters must 
be completed before the 
process is started – July 1.  
    • Leadership beyond County 
    • Professionalism 
   • Record of Professional 
Development 
    • Involvement in 
Professional Associations. 
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