e-Extension—A Planning Proposal

Background/Situation

The increasing availability and use of the Internet offers the Cooperative Extension System and its partners a great opportunity to redefine the way it provides information to and interacts with customers. The Internet is not just a new tool for information dissemination; it is changing the very culture of society’s information-seeking behavior. And Extension must change, too.  This cultural change opens the door for Extension, USDA and other partners to serve a more diverse audience, build a broader constituency, and make research-based information available from the entirety of the land-grant system. 

Providing information for users through the Internet is not difficult; providing the high quality, organized, and interactive information that our next generation of users will expect is more of a challenge and will be more expensive. Because of the educational role of Extension, it seems incumbent on the system, nationally, to develop and implement a plan for cooperating in the organization, development, and maintenance of a national web-based information system. 

Several committees and different entities within Extension, and some outside of Extension, have discussed the need for such a system for several years, but no consensus has been developed and no real progress has been made. At the same time, individual states are devoting financial and human resources to placing information, sometimes duplicative, on the web. 

Based on significant input from a Southern Region meeting of 60+ people held in March 20 that included at least two representatives from each of the other Extension regions, representatives from CSREES, ADEC, and other potential partners, a concept for a national e-Extension system (http://asred.msstate.edu/e-extension/e-extension.htm) was drafted and shared nationally. It was submitted to and endorsed by ECOP as a national effort in May 2002. ECOP endorsement is a necessary and critical step in working toward a coordinated, rather than a fragmented, system, and led directly to the submission of this proposal.
Goal

The goal of this proposal is to plan and begin implementation of a national web-based information and education network for current and new Extension clientele.  It will expand learning choices and methodologies in support of anytime-anywhere learning by providing coordinated access to land-grant university expertise. The land-grant system and its partners will build this national electronic outreach network in a newly competitive information marketplace. To enter this marketplace will require development of an effective foundation of external analysis and information gathering and a solid consensus among current Extension organizations to ensure ultimate success with new clientele outside Extension’s traditional audience base.

The planning grant being proposed will fund activities designed to contribute to this foundation and to yield a national consensus plan for creating an e-Extension system, first with an internal representative group of decision makers and opinion leaders. Subsequent input will be sought from a broader external group of potential partners including governmental, philanthropic and corporate organizations.  The plan will focus on analyses and recommendations regarding organization and structure, funding, management and operation, customer needs and priorities, and other relevant issues. Concurrent with the internal consensus building process, a team of land-grant communications/technology experts will focus on external issues of competitiveness, marketing and organizational structure to provide background research and information useful in expanding beyond the more traditional Extension audiences. 

To be inclusive and to help achieve full understanding within the land-grant community, three groups will be involved. An e-Extension Interest Group (IG) will include all individuals who have expressed interest to be involved and who are on the e-Extension list serv. They will have access to all information on the project web site and will be encouraged to ask questions and make suggestions as the process evolves. The project steering committee (PSC) will be a representative group of 24-28 persons who will serve as the primary work group that will develop and implement strategy in the process. There will also be an executive committee (EC) comprised of one person from each of the five Extension regions, three communications experts, one CSREES representative, and one NASULGC representative, and one staff person. This group will provide policy guidance to the effort and advise the project staff.

Project participants will utilize available literature, engage focus groups, hold regional and national orientation/listening meetings, interact with experts with experience in the information marketplace, and use other data collection techniques to develop an adequate information base from which to address critical on-going questions and work toward a consensus plan. Although ideas will be revised, refined and validated throughout the planning process, output from the recent e-Extension Workshop will serve as a draft foundation for planning. 

Vision

The e-Extension network (and the CES and its partners) will be recognized by a broad cross section of the public as a “brand name” quality source of unbiased, localized, and research-based information and education that is conveniently available in multiple digital formats. Using a standards-based system will ensure efficient, consistent, high quality digital programming, and it will provide users, including large segments of the population that have not previously benefited from Extension, with access to the best expertise across the nation.

Expected Outcomes

The expected outcomes of the planning activity are consensus descriptions of the following:

· A detailed foundational analysis of the areas in which Extension can most competitively expand beyond its traditional boundaries in the information marketplace, focusing on the external demands that Extension must satisfy to be successful. 

· A prototype national (but distributed) web-based Extension information/education system that provides users access in multiple ways, e.g., FAQs, “Ask the Expert,” learning modules, topical information (ranging from digital copies of Extension publications to streaming video), custom-designed responses (push technology), and others.

· Consistent standards for 1) defining the nature of information accessible from the system so that information quality can be ensured, and 2) defining the digital tagging and format so that flexibility and interactivity among partner information sources can be maintained, and to accommodate as-yet-unforeseen technologies.

· A protocol for selecting subject/interest areas that are high priority and can serve as starting points for subject matter inclusion, and can ensure early demonstrations of quality.

· A protocol for content solicitation, review, and acceptance such that quality is ensured, duplication is reduced, and appropriate recognition is provided.

· A governance, management and funding strategy for an e-Extension system that can take advantage of current intellectual and other resources and that will allow for continuous change and improvement. 
Strategy and Timeline

To achieve these outcomes, the following strategy and timeline is proposed.

No.
Activity
Goal Date(s)

1.
Submit proposal
June 02

2.
Communications experts (and others) meet in rapid response mode to build foundational analysis, information base (aggregating answers to questions we already know), and developing criteria for competitiveness in expanded areas. (This activity is already funded).
June 02

3.
PSC/EC meet (~2 meetings) to refine questions to be answered, strategy to use and suggested structure for regional workshops. Identify regional leadership for conducting regional workshops; identify other particulars, e.g., dates, locations, invitations, etc. Review existing information and identify areas required for follow up survey research to define new audiences and market opportunities; begin prototype development
July-

August 02



4.a.
Hold one one-day workshop/listening session in each geographical region focused on stated outcomes (structured and facilitated to seek a consensus); Meetings to be handled by regional members of PSC and EC.
September

October

Nov 02

4.b.
Each participating state will send an e-team to the meeting (~4 or 5 per state); the state e-teams would be expected to provide continuing leadership in their respective states, and should be selected accordingly.
September

October

Nov 02

4.c.
At each regional meeting, select a regional design team (~3 or 4 members) to document regional output, and to participate on national team; each team should have administrative, program and information technology competence. (Significant overlap with PSC expected).
September

October

Nov 02

5.
Merge PSC and regional design teams (significant overlap expected) into a national design team (NDT); NDT meet, synthesize information from regional meetings, arrive at consensus and write a detailed draft implementation plan; share draft with state e-teams, seek feedback (e-mail, chat room, etc) and revise plan. Involve outside consulting resources to review plan development and provide input into next steps.
November

December 

January

February 03

6.
Hold a national orientation meeting (face to face, interactive conferencing and/or down linked); introduce the plan and take comments and suggestions. Discuss funding strategies.
February-

March 03

7.
Refine document and prepare final plan. In addition to electronic communications, face to face meetings will be necessary—with committee and with consultants, editor, etc.
April-

June 03

8.
Distribute report and begin implementation of plan (to include gathering of external/partner input; resource procurement, etc). 
July 03-

Sept 04

9.
Continue to assess market and audience (survey research); use to improve and guide the plan; continue resource procurement, implementation
July 03-

Sept 04

Budget

e-Extension Planning Project

Budget Request







Budget Request by Federal FY

     -- 4th quarter FFY02 (July-Sept)
$80,000

     -- FFY03 (Oct-Sept)
$354,050

     -- FFY04 (Oct-Sept)
$132,300



Details by Budget Request Periods



Activity

Description

Totals



4th Quarter and Year One







Travel and/or Communications

$283,000 

(Note: Meetings will be held as

Meetings of steering committee and



needed; distance communication

executive committee; regional workshops;



will be substituted as appropriate)

national design team meetings; 





national presentation meeting; and 





staff travel





Contractual 

$80,000 

Consulting Services

"e" Experts (markets, technical, etc)





Editor/Web Designer, etc





Prototype development





Survey research (member institutions)





Personnel

$71,050 

Project Director

~15%FTE salary and fringe 



Administrative Coordinator

~50%FTE salary and fringe



Support

~25%FTE salary and fringe





(note: personnel on committees and





~1.2 FTE professional provided in-kind)





Total 4th Quarter and Year One

$434,050 



Year Two




Travel and/or Communications

$65,000 



National Design Team Meetings





Staff Travel





Contractual

$30,000 

Consultant 

Market, audience, related survey research





Personnel

$37,300 

Project Director

~5%FTE salary and fringe



Administrative Coordinator

~40%FTE salary and fringe





Total Year Two

$132,300 
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OK
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X
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Staff
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Exp


X
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CSREES
CSREES


X
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WI
NC


X
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UT
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X

Poley, Janet
ADEC
Exp


X
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MD
NE


X
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TX
1890


X
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Nat'l
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Anderson, Gary
ME
NE
X
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ME
NE
X
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AL
1890
X
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TN
1890
X



Cotton, Dan
NE
NC
X



Davenport, Floyd
IA
NC
X



Foote, Dave
NH
NE
X



Godfrey, Denny
WV
NE
X



Hale, Margaret
TX
SR
X



Harrington, Mike
WR-ED
WR
X



Hoaglum, Lyla
OR
WR
X



Jones, Judith
VA
SR
X



Kelly, John
SC
SR
X



Kimsey, Ray
NC
SR
X



Mandell, Alan
NV
1994
X



McDaniel, Robert
WA
WR
X



Norman, Charles
TN
SR
X



Owen, Mitch
NC
SR
X
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LA
SR
X
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SC
SR
X



Tate, Mike
WA
WR
X
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PA
NE
X



Willson, Ruth
CO
WR
X
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