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Presentation by Faith Peppers, UGA, and Frankie Gould, LSU 



Issues Management with External and Internal Stakeholders
A review of issues management sessions held at the University of Georgia for internal and external stakeholders in the agriculture and university community. This program is available to land grant institutions.

Faith Peppers, University of Georgia, and Frankie Gould, Louisiana State University, presented "Issues Management Workshops: How do I get that?" Peppers gave an overview of the issues management training developed for both internal (university) audiences and outside ag communicators (commodity groups, etc.). The programs were piloted in March 2011 in Georgia and received high marks, but team members also have made refinements to the training program based on feedback (e.g., they have incorporated more activities and plan development into the sessions). The Training Team (consisting of Peppers; Gould; Linda Benedict, Louisiana State University; and Chris Sigurdson, ad hoc member of NCERA 223) is offering to travel to present training sessions in other states. The training can be as short as one or 1.5 days, but they also can offer a three-day session: 

-- Day 1: Communicators on campus, focusing on higher ed issues

-- Day 2: One-on-one with administrators on issues management (possibly a half-day)

-- Day 3: Outside ag groups, on ag issues

They estimated trainers could travel and hold the training for $3,500 total, but the group suggested that might not cover all travel expenses, and a higher fee could be used to raise funds for the NCERA 223 team. Fee needs follow-up discussion: Team.
Gould presented suggestions for follow-up: States or regions interested in this training should identify key audiences for workshops, including ag consultants, county commissioners, township trustee groups, commodity groups, Department of Agriculture and/or other agency representatives. 

The Training Team is investigating getting on the agenda -- for a brief introduction to Issues Management and promotion of the full training, if nothing else -- for the National Extension Directors and Administrators meeting (March 12-14) and/or the Extension Committee on Organization and Policy (ECOP) (March 14-15), both in Fort Lauderdale, FL. Other possible venues include APLU's Council for Agricultural Research, Extension and Teaching (CARET) Executive Committee meeting in Washington D.C. June 6-7; the joint COPs meeting (a joint meeting of ECOP, Experiment Station Committee on Organization and Policy in Savannah July 23-26; or various regional joint summer meetings (North Central and Northeast in Burlington, VT, July 8-10; Western in Park City, Utah, July 9-12; Southern in Baton Rouge, July 27-29). Elaine Edwards suggested attempting to get on the Galaxy conference schedule in September 2013 in Pittsburgh.

Gould asked NCERA 223 members to think about statewide events that an Issues Management training could be added onto (e.g., a 4-H educators meeting?).

To start planning for an Issues Management training in your state:

-- Get buy-in from administrators

-- Secure funding

-- Survey target markets

-- Schedule a workshop with the Training Team

-- Follow up

To help us make the proposal and articulate the benefits, Peppers will share (with the rest of the team) the proposal she wrote to conduct the pilot programs last March, possibly putting it into a one-pager, as well as the marketing points she used to market the program to outside agricultural communicators. 

What's next?

-- Attend several major meetings of administrators to promote Issues Management and the training program

-- Conduct several trainings on a state or regional basis

-- Offer a train-the-trainer program (along the lines of Media Relations Made Easy)

Meeting adjourned for the evening.

Reconvened on Saturday, Feb. 4, at 9 a.m.

1. NCERA 223 Funds
Currently our funds are in an auxiliary account at Michigan State University. It was suggested that we move them to a fee-for-service account at University of Georgia (we can do so without the university taking a percentage of the funds). Needs followup: Borger and Peppers. The consensus was that the bulk (if not all) of that funding would go to support graduate student work, results of which they could present at a future symposium.
Questions: How do we transfer funds from our account to help support grad student work? Also, how can the funds be used? (scholarships? Fund attendance at conference?)
Our current fund consists of the $10,000 we received in support from Wendy Wintersteen, dean of the Iowa State University College of Agriculture and director of the experiment station. Most of that money remains in the fund, although some was used to offset some of the travel to the APLU meeting in November that Ruth Borger and Faith Peppers attended, and other funding was used at other members' requests.

Notes: 


a) If we had specific research projects we wanted to fund, it would be easier to raise money from deans at other universities. 


b) It would possibly be easier to raise funds by sponsoring an event. 


c) If we conducted five trainings and charged $1,500 over cost for each, we could raise $7,500. 
Elaine Edwards suggested that we need a business plan for fundraising and spending. Needs followup: Edwards. 

Revenue generation/Business Development:

1. Request funding from leadership. Administrative Heads, depts., universities

2. Offer training/consulting seminars

3. Offer train-the-trainer seminar

4. Sell curriculum (e.g., Media Relations Made Easy curriculum was sold on a flash drive for $75)

Needs follow-up: Target universities/institutions to market the training to (Follow up: Borger)
Mark Tucker noted that research can't wait for more funding or a business plan; it needs to start now. The team agreed that we can use the funds remaining in our account to fund research projects. The next line of research needed revolves around data collection: how media are reporting on issues and how social media propagates them, so anyone working on a topic know how an issue is being framed.  Needs follow-up: Call for proposals for research from graduate students. Possibly focus on some of topics outlined below. Need to create selection process, set deadlines,  etc.
Current research: Survey
Tucker reported that the survey is nearly ready. Needs to go through IRB before distributing to communications heads. Survey will give us a snapshot/baseline of where our institutions are in Issues Management. 
Content areas for future research: 

-- Water issues, possibly refining such issues according to state (e.g., shale gas and water; salt water contamination of fresh water) 

-- Animal welfare: rights, care, housing, CAFOs 

-- Food safety: e coli contamination, peanut butter, focus on productions side; focus on consumer side

-- Hunger/food security/food deserts/nutrition/food counterfeiting

-- Food biosecurity: terrorism

-- Land use: development, urban sprawl, rural/urban interface 

-- Access to higher education, tuition; also preparation to get in

-- Climate change

-- Health, wellness, obesity

-- Environmental impacts of agriculture (CAFOs, Monsanto)

-- Future of colleges of agriculture, survival of the land-grant system, erosion of support for higher education

-- Energy and bioenergy/bioprocessing/bioproducts

-- Invasive species

-- Economic development

-- Immigration/labor

-- Sexual abuse/policy (Penn State)

Goals of research are twofold: 1) How these issues are framed for the public and 2) is the land-grant institution a major player in the discussion?  
Related question: How are land-grant universities identifying themselves in news releases, publications, other communication materials?
It may be beneficial to see where we fit in USDA Budget Identified Issues and Initiatives

The 2012 proposal is available at http://www.obpa.usda.gov/budsum/FY12budsum.pdf  (see page 4). Priorities include:
-- Healthy Food Financing Initiative: urban food deserts; making sure low income Americans in urban and rural areas have access to nutritious food

-- Know Your Farmer, Know Your Food activities 
-- Export expansion and promotion activities to spur economic development in rural areas

-- Voluntary Public Access program (for hunting and fishing)

-- Ag safety net -- income support, disaster mitigation, farm loan programs
-- Crop insurance

Review of 2011 Accomplishments

Reports are due by the end of February. Note: Any collaboration we have with outside groups or ad hoc members should be listed in reports. Also: in report, we need to acknowledge the demise of NCERA 209, the fact that most of the team didn't meet in 2011 because of ice storm surrounding Corpus Christi; the fact of our NCDC interim status and that we have started fresh with new NCERA 223 project, Oct. 1, 2011-Sept. 30, 2016.
Funding
-- We received $10,000 in funding from Iowa State University 

-- Borger and Peppers attended an APLU meeting in November 2011 in San Francisco; discussed Issues Management and possible funding with Administrative Heads Section (AHS) and and ESCOP Experiment Station Committee on Policy (ESCOP) Needs follow-up: We want to send a proposal for funding after this meeting.  Borger will follow up
Training
-- Curriculum for Introductory Issue Management Training is complete; can be tailored for different audiences.
-- Pilot trainings were completed in spring 2011. 

-- Dave King (ad hoc member) completed a draft a business model for "Impact Storytelling" to add to Issue Management Training. Impact Storytelling will give us data on what issues land grants are working on and the impact we're having. Database will be searchable by issue.

Research
-- Held symposium on issues management research during Association of Communicaiton Excellence conference in Denver, Col., on June 13, 2011. Boone gave introduction; Tucker and Inez Ponce de Leon presented background on issues management literature; Tracy Irani and Christy Chiarelli, University of Florida, presented information from the university's Center for Public Issues Education; Panel discussion on issues universities have faced featured Pam Kan-Rice, University of California-Davis; and Frankie Gould; Faith Peppers presented "Best Practices in Issues Management for Land-Grant Universities; and Lou Swanson, vice president of engagement and director of Extension at Colorado State presented a wrap-up. 
-- Linda Benedict oversaw production of proceedings (peer-reviewed); is being published as an Experiment Station publication in Kansas. Follow-up: Need to discuss marketing and distribution of proceedings
-- Started development of survey to identify the benchmark of issues management at land-grant institutions.

ToolKit Development
-- Assisting in development of database of impacts that have risen to a national level, including experts who can speak on the issue on a national level

-- Posted case studies on eXtension

Outreach

-- Used eXtension issues management listserv to publicize the symposium

-- Published 100 copies of proceedings for ACE and 50 additional for APLU meeting distribution

-- Established a formal link to the APLU's Board on Agriculture Assembly 
Needs follow-up: How to engage ad-hoc members, including:
Courtney Meyers, Texas Tech

Dave King, Oregon State University

Robin Adams, North Carolina AT&T

Tracy Irani, University of Florida

Angie Lindsey, University of Florida
Traci Naile, Oklahoma State University

Needs follow-up: Review official project description in NIMSS system (particularly Objectives, Procedures and Activities, Expected Outcomes and Impacts, Educational Plan, and Organization/Governance); be certain we are following plan or update it to reflect our current activities. Borger to draft plan and circulate. 
Break for lunch; reconvene at 1:30 p.m.

Discussion of Yahoo News article on value (or lack thereof) of an agricultural degree 

Consensus: If we had a national Issues Management Team, we could have had a strong, consistent response to that article out very quickly. As it happened, response was piecemeal.  Related discussion: What happens when an issues management approach is not used? Emily Eubanks identified an issue three years ago regarding the University of Florida's Institute of Food and Agricultural Sciences recommendations on urban fertilizer ordinances, "but nobody listened." Today, the Sierra Club has filed a lawsuit against the IFAS on the issue.  An issues management approach could have led to a very different outcome.
SWOT Analysis of Land-Grant System

The group broke up into teams to discuss the strengths, weaknesses, opportunities and threats to the land-grant system.

Strengths

Skilled communications staff

Faculty skilled in communications

Land-grants have a common mission

Land-grant mission reflects segments of economy that have a strong impact on the entire nation's economy (it's very relevant)
Weaknesses

Land-grant universities also often have diverse objectives; there's often disagreement on issues across the system and within our own institutions

Our institutions often are unwilling to look at other side, to give credibility to alternative perspectives

Reduced funding

Lack of identity of what is "land grant" even within our own institutions

Lack of diversity

Aging faculty / loss of institutional knowledge and experience

Opportunities

Deans/faculty/agents all want communications help
Issues management can't be farmed out to some outside firm. We know our issues better than anyone.

We have the ability and opportunity to educate external communicators. (e.g., AgChat Foundation -- we can help them with issues management)
Land-grants are changing… we can help shape the future/relevance of land-grants

Threats

Public/private partnerships are a threat to managing issues; threaten our credibility

Communications staff often are not at the table

SOOO many issues -- how to not be overwhelmed
Language used

Advocacy -- too much can threaten our credibility
Visioning Process
We broke up into three groups, each of which came up with a visual image of what things will look like five years from now, after our current project is complete. Questions to answer: What's the difference we will have made? What will it look like? 

Group 1: Ellis, Peppers, Edwards  
Created "Utopia: the IM 150," a well-oiled machine that is driven by this committee. We make sure that:

All areas of our institutions 


that address issues 


that affect our stakeholders 



that produce documentable value 




that we feed into our impact system 
Leads to increased investment to land-grants.  
We use that increased investment to shovel energy back into what we're doing. At the end of five years, the land-grant system is enriched. 

Group 2: Gould, Tucker, Benedict

In five years, we see this group being institutionalized, like a national council with rotating members. The networking and research effort that we're starting now will be institutionalized and will keep growing and expanding. Every other year, we'll have a research symposium. Issues management could become institutionalized, as in ag communications issues managers working fulltime to monitor and put issues we need to be paying attention to into the system so we have instantaneous knowledge of issues occurring around the country. This would be similar to EDEN alerts regarding animal disease; it would be an Amber Alert for issues. 

Group 3: Filipic, Morgan, Eubanks 
We envision a network of administrators and communicators who consistently communicate about issues, taking input from a variety of sources and using a consistent approach to address issues.
Next: What are the tactics and techniques we need to do to achieve our vision? (brainstorm):
Develop a network of state reps for issues management

Identify national coordinators for each topic

Research agenda -- research on issues and on issues management

-- tracking on issues that come up

-- metrics on the difference that we make

Recruit more people for our team
Possibly gain funding for a project manager?

Database -- build it and use it
Increase sharing among each other

Secure a revenue stream

Do training

Present a nationally accepted curriculum model

Core competency in issues management

Issues management in ag comm programs

Endorsement from professional organizations

Raise awareness of IM among key groups

More coordination with APLU -- Committee on Agriculture (encompasses all the COPs) 

Have two more symposia: Make research our niche

Training

Build a national alert system

Start our own LinkedIn group for discussion and quick response

Create business model

Restructuring of NCERA 223 Team

What committees do we need?

-- Research Committee:  Mark Tucker (chair), Jason Ellis, Emily Eubanks (plans to join team officially); ad hoc: Courtney Meyers, Traci Naile, Tracy Irani, Abigail Boron

-- Training/Resources: Faith Peppers (co-chair), Frankie Gould (co-chair), Linda Benedict; ad hoc: Chris Sigurdson

-- Networking (building membership; begin LinkedIn group/national alert system; work on sustainability of group): Martha Filipic (interim chair until new one is identified), Elaine Edwards, Ruth Borger, Emily Eubanks, possibly Beth Forbes (Borger will contact; ask if Forbes will be chair)

-- Development: Elaine Edwards (chair), Virginia Morgan, Jason Ellis
Building our Team

We want to build up our team membership. Members (below) will contact potential members to invite them to join us. First, Borger will develop talking points on the benefits of joining this team, and Morgan will develop "how-to" steps to officially join the NCERA 223 project.
Robin Adams (Frankie)

Pam Kan-Rice, Univ of Calif (Frankie)

Mary Wirth, Penn State (Faith)

Katy Abrams, Illinois (Jason)

Tracy Irani, Florida (Ruth)

Vicki Miller, Nebraska (Faith)

Also:

Contact Joan Thomson (retired) to determine her involvement (Ruth)

Contact Susan Weller, listed as member in NIMSS system; ask what she wants her involvement to be (Martha)

Find someone at Michigan State (Ruth)

Engage with Wendy Fink at APLU (she sent out early message about value of ag degrees Yahoo article) (Borger will follow up )
Other potential members -- it would be beneficial to identify potential members from:
-- Texas A&M

-- Illinois

-- Iowa

-- Wisconsin

-- Cornell

Leadership of NCERA 223

At the next meeting, Elaine Edwards will take over as chair

Martha Filipic will continue as secretary

Monthly phone conferences:

Entire group will meet every other month.  The next conference call will be April 6, 2012, 11 a.m. Eastern time. During other months, teams are expected to meet (by phone and/or email) to work on goals.
In the meantime, Borger will talk with each committee to draft team milestones. 

Up and coming tasks:

-- Tucker will update definition of Issues Management on survey

-- Who to send it to: Jason Ellis will compile the list of who is on the ACE Leadership and Management SIG listserv and send it to the rest of us. We will determine if that list is adequate. If not, we will ask Judy Rude for the names and/or email addresses on her list. 

-- Cover letter in the body of an email, they will click on the link to take the survey

-- Borger will send an email to the list a week ahead of time telling participants to expect survey; signature should list all of our names

Miscellaneous

To do's from poster paper:

- Distribute Experiment Station Publication

- Engage Ad Hoc members and other partners

- Talk about Collaborate site we have on eXtension
- Populate database (Dave King's)
- Create a visual that explains the process

- Research funding

- Develop a business plan for funding

- Develop list of training opportunities

- Recruit 1890 institutions

- Scholarships


- research


- member meeting/travel support (1890s)

Meeting adjourned at 4:45 p.m. Feb. 4, 2012. 
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