


WEDA’s Annual Work Plan
January 2026 – December 2026
 
This annual work plan is based on the long-term goals and intended outcomes identified in the WEDA Strategic Directions. It includes responsibilities for all WEDA members, committees, and liaisons as well as for WEDA’s Executive Staff. All are critical to the functioning and health of WEDA through mentoring, sharing ideas and solutions, and through collaborations that benefit each member and member’s organization and ultimately their constituents. This is a living document that is intended to be monitored and updated regularly.

Items in the WEDA ED’s Role listed in blue are either new for 2026 or of special focus.

Long-term Goal 1: Extension is a Trusted Valued Resource
Cooperative Extension in the West will be a local, regional, and national partner, and a trusted source of science-based solutions to societal challenges.

Intended outcomes:
· Recognized and supported by land-grant colleges/universities as a valued resource, and the primary organization for university engagement and non-credit delivery for land-grant institutions in the West. 
· Sought-after voice regionally, across the nation, and at the national level for Western priorities and issues and provides the Western perspective on national issues.


Ongoing Strategies:
	Strategy
	Metrics
	Who’s responsible
	WEDA ED’s role
	Accomplishments

	A. Engage, respond, collaborate, and advocate with regional and national partners and stakeholders to assess, define, and communicate Western consensus positions and priorities, positioning WEDA as a point of contact with partners for expertise and best practices that address regional and national issues and opportunities. Work with partners to identify policy initiatives that actively support Extension.

	Responded to requests for input and information, listening sessions, and calls for stakeholder comments and a action from NIFA, APLU, and other national and regional partners.

Actively engaged with WGA, CSG-West, WIR-NACo and other regional policy groups.

We are sought after as a resource; Extension faculty are identified, shared, and serve as resources for key initiatives on WGA. CSG-West and other webinars, panels, and committees. 

Extension priorities are reflected in WGA resolutions and national advocacy pieces.
	ED and WEDA Chair, sometimes in partnership with agInnovation ED.

ED and WEDA partner liaisons.
	· Serve as the primary WEDA point of contact for information and input, from NIFA, APLU, WGA, and other regional and national groups sharing WEDA’s and ECOP’s priorities.
· Collaborate and meet regularly with agInnovation ED and WGA and CSG-West staff, making connections between WGA priorities and Extension priorities, collecting institutional subject matter contacts and information about Extension professionals to share with WGA and CSG-West to assist with their identified priorities.
· Assist partners in writing policy positions and resolutions in support of WEDA and national Extension priorities.
· Work with WGA and CSG-West staff to utilize the information collected in Directors’ sessions for use in policy initiatives and resolutions.
· Attend and participate in one or more key partner’s annual meetings and encourage Extension Directors to attend also.  Specific for 2026 – targeting CSG-West.


	

	B. Discuss and explore strategies to advance Cooperative Extension’s leadership role in university engagement as it contributes to non-credit regional and national priorities.

	University/college administrators seek active engagement from Extension in institutional policies and priorities; WEDA institutions are actively engaged in institutional, regional, and national engagement activities and priority projects.
	Individual institution’s Directors
	· Identify and promote opportunities and potential roles for Extension in university engagement.
· Work with WEDA Chair to assure meeting time for engagement discussions as requested by WEDA members.

	(






Additional Strategies for 2026:
	Strategy
	Metrics
	Who’s Responsible
	Timeline
	ED Role
	Accomplishments

	A. Develop and adopt a few programs or issue areas for reporting collective impact and accomplishments in the Western Region pertaining to the Western Agenda.
	Programs, issues, or condition changes to report against are identified, agreed upon, and represented in the National Impact Database, and in the new federal reporting system.

WEDA institutions agree to report using these identified programs, issues, and condition changes.
	WEDA member institutions; WEDA Committees such as WPOLC, etc.
	Western Agenda revised in 2025.
	.
· Work with committee to connect with Impact Database leaders to identify issues and condition changes for WEDA institutions to report against.
· Begin working to actualize the new Western Agenda 2.0.  
· Prepare WEDA membership to engage in the new Capacity Funding campaign.
	

	B. Develop region specific orientation opportunity for NIFA staff. 
	Session(s) held. NIFA staff better understand the unique needs and issues in the West.
	ED in collaboration with ECOP Leadership 
	2026
	· Create opportunities to educate the new NIFA Director and his staff on the unique issues and strengths of the West.

	· 



Long-term Goal 2: Strategic Partnerships and Funding
Facilitate and leverage assets within and beyond WEDA, through strategic partnering and collaborative approaches that derive benefit for all people within and beyond the Western Region.

Intended outcomes:
1. Significant partnerships and funding that advance regional and institutional initiatives that address priority issues in the West.
2. Increased economic opportunity, health and wellness, and safe environments in which to live and work.

Ongoing Strategies:
	Strategy
	Metrics
	Who’s responsible
	WEDA ED’s Role
	Accomplishments

	A. Explore and identify partnering and funding opportunities within the region and nationally, that address WEDA priorities and represent a win-win for all involved. 

	Partners seek us out; new funding and other tangible benefits come to the region and to individual institutions.
	Appointed liaisons; ECOP members; WPOLC, individual Directors; & ED.
	· Identify and make strategic connections between WEDA priorities, potential regional and national organizations, and sources of funding for regional and institutional projects and programs.
· Continue to promote Western Participation on ECOP PAT’s.  
· Scan, identify and communicate funding opportunities and share with WEDA members. 

	 

	B. Plan, coordinate, and/or foster regional cooperation and collaboration jointly implementing The Western Western Agenda 2.0.
	Priorities identified and action on Western Agenda issues
	All
	· Collaborate with the agInnovation-West ED to update the Western Agenda 2.0
· Support work teams to create Extension, research and academic program opportunities.
	





Additional Strategies for 2026:
	Strategy
	Metrics
	Who’s Responsible
	Timeline
	WEDA ED’s Role
	Accomplishments

	A. Communications Steering Committee 
	Committee named, meetings held, strategy developed
	Co-support with agInnovation-West ED
	Committee launched 1/22
.
	· Continue to support the Communication Committee
· Bridge work with NIFA and APLU Communications
· Advocate Extension’s needs to the Committee.
	· 

	B. Work jointly with agInnovaton-West on the Western Water Network Initiative, seeking coordination and funding for the West.
	Initiative team launched and project funded.
	Western Water Network Team; Co-Chairs of the team are the ES and Ext. EDs.
	Group meets weekly.
	· Participate in water network team meetings to expand focus to Extension education programming.  
· Advocate Extension’s needs and ideas to the committee.
	

	C. Strengthen relationships with CSG-West, and WIR-NACo,
	Contact initiated with EDs and appropriate staff. Regular meetings established to share priorities. 

	WEDA ED in partnership with WEDA liaisons.
	Meetings with CSG-West, every 6 weeks.
.
	· Attend at least one of the organization’s annual meetings, encouraging WEDA liaison and host state’s Extension Director to participate and report back to WEDA.
· Establish contact with NACo.
	·  

	D. Strengthen relationships with Extension Foundation
	Contact initiated with ED and appropriate staff.  Regular meetings to share priorities and potential collaborations
	WEDA ED, Extension Foundation staff
	ECOP Meetings and once a year visit with WEDA
	· Share Western priorities and challenges.
· Connect Western Regional Extension employees to Extension Foundation priorities and efforts.
· Explore potential collaborative funding opportunities.
	· 

	E.  Support participation in the Western Outdoor Recreation Workgroup
	Contact initiated with ED.  Attend regular meetings and promote activities to WEDA 
	WEDA ED, Extension staff
	Every other month Zoom meetings
	· Share updates and opportunities in WEDA Update newsletters
· Recruit individuals to attend meetings.
	· 

	F. Actively participate in the WRDC Board of Directors
	Attend regular meetings and promote WEDA
	WEDA ED and WEDA Liaisons
	Quarterly meetings
	· Advocate for Extension engagement and priorities with WRDC.
· Collaborate on WRDC programs.

	· 




Long-term Goal 3: Advance Extension’s Reach to New Audiences 
Advance organizational excellence. 

Intended outcomes:
1. Ongoing regional collaborations that develop, advance, and recognize the professional and open to all Cooperative Extension faculty, staff, and volunteers in the West. 
2. The Cooperative Extension workforce in the West is diverse and at parity with the population, and workplaces are supportive, and welcoming to all. 

Ongoing Strategies:
	Strategy
	Metrics
	Who’s responsible
	WEDA ED’s Role
	Accomplishments

	A. Support the co-development and delivery of Extension programs that address the needs of the changing diverse populations in the West.

	Initiate contact and plan jointly with new audiences.
	WEDA’s; WPOLC;
Individual Directors; and ED
	· Identify and advance Extension programming that is planned in partnership with the diverse peoples and communities in the West.
· Continue to express Insular Island and Tribal programming impacts and needs to NIFA, Extension Foundation and National 4-H Council.
	· 

	B. Strengthen partnerships with the 1994 institutions and Federally Recognized Tribal Extension Programs (FRTEP) by creating opportunities to meet to explore joint priorities and opportunities.

	New and expanded relationships with Western 1994 institutions and tribal and other first nations peoples. 
	Directors and ED.
	· Attend monthly NIFA Extension programming zoom meetings to maintain relationship with FALCON ED and USDA/NIFA FRTEP NPL to move joint initiatives forward.
· Work with agInnovation-West ED, WRDC, and FALCON ED to incorporate 1994 and FRTEP leaders in joint meetings, funding, and other partnership opportunities.
· Attend FALCON Annual Conference
· Explore further collaborations with 1994 Western LGUs.

	

	C. Actively encourage the recruitment, hiring, professional development, and mentoring of faculty, staff, and administrative leaders who reflect the individuals in the West to assure their success with Extension. 

	Extension’s workforce reflects the populations in each state/territory and insular islands.
	Individual institutional members; WPOLC and WRAM members and committee
	· Encourage involvement and action, and work with WEDA Chair to provide meeting time for Directors to share ideas for hiring and mentoring practices.
· Engage WPOLC and WRAM committee to exploring recruitment and hiring practices.
· Continue monthly zoom meetings:  roll call question and “ask a question” section to encourage sharing of ideas and collaboration.
	




Additional Strategies for 2026:
	Strategy
	Metrics
	Who’s responsible
	Timeline
	WEDA ED’s Role
	Accomplishments

	A. Continue to award an outstanding Extension programs and employees in the West
	Annual competitive awards opportunity with strong pool of applicants.
	WPOLC with WEDA
	Award summer 2026 meeting.
	· Announce and promote WEDA Excellence in Extension Awards. Work with WPOLC Director Liaison on recognition at the joint summer meeting.

	· 

	B. Continue to create and seek opportunities to expand the 4-H program with under- represented populations including culturally appropriate projects and approaches.

	Increased 4-H program with underrepresented populations.
	ED working with Western ECOP 4-H Leadership Committee members
	

	· Represent WEDA and ECOP 4-H Leadership Committee at NIFA Tribal Extension meetings to enhance and expand youth programming for tribal and underserved audiences.
· Make connections with FALCON ED and NIFA FRTEP leadership as needed to help advance tribal project.
· Seek ways to engage underrepresented youth in territories/insular islands in expanding their 4-H programs.

	


	C. Share and explore ways to fill the pipeline with quality applicants for Extension program and leadership roles.
	Best practices shared. Increase in quality pools and successful applicants.
	Individual Directors.
	Throughout 2026.
	· Support the development and execution of a Western Region Extension Leadership Conference to build capacity of our Extension educators and program leaders.
· Work with the WEDA Chair to identify meeting time to share best practices.
	· 




Long-term Goal 4: Supporting Institutional and WEDA Success
Support and ensure the success of each WEDA member’s Director/representative and the WEDA as a team of Directors.

Intended outcomes:
1. Western Extension Directors are supported by their colleagues, contribute to activities, and gain knowledge and skills to be successful in their role as an Extension Director.
2. WEDA members are prepared and supported to fully engage in association, as well as other regional and national discussions, meetings, and activities.
3. The WEDA liaisons, committees and support systems are well organized, effective, and productive. 

Ongoing Strategies:
	Strategy
	Metrics
	Who’s responsible
	WEDA ED’s Role
	Accomplishments

	A. Reach out to welcome and orient new Directors; advise and mentor Directors in their various roles; provide support for all WEDA members and advise affiliated regional center Directors as requested. 

	New WEDA members feel welcomed and included; every new Director has two colleague mentors identified and engaged with them.

Liaisons to regional centers identified and active.
	Individual WEDA members, identified Center liaisons, and ED.
	· Provide welcome email, schedule and conduct orientation, help make connections within the region, and identify and contact mentors for new Directors.
· Encourage WEDA members to reach out and welcome new Directors.
· Respond to questions, counsel, and advise all Directors/institutional member representatives and Western Center Directors as needed/requested.

	


	B. Appoint members to participate in multi-state, regional, and national committees and meetings, including those with NIFA, APLU, ECOP, and identified Western priority internal and external groups.

	No committee vacancies; vacancies filled efficiently; committee appointments communicated and appointees prepared and engaged.

	Nominations committee and ED.
	· Identify upcoming vacancies and send to the WEDA nominations committee for action during the summer meeting, and as needed throughout the year. Make suggestions and consult with committee on appointments as requested.
· Work with WEDA Chair to assure nominations committee is on meeting agendas as needed.
· Communicate new committee appointments and liaisons to appropriate individuals and groups.
· Introduce WEDA Liaison to the collaborating organization or agency.
· As requested, meet with WEDA’s ECOP representatives prior to face-to-face meetings to discuss agenda items and prepare for substantive Western input and discussion.
	



	C. Support and prepare WEDA Chair and Secretary/Chair Elect. Provide for efficient and effective administration of the WEDA’s business, budget and funding, committees, programs, and activities, and maintain a repository for WEDA documents.

	WEDA meeting agendas and materials available prior to meetings, and chair is prepared for meetings.

Website and list serves maintained.

People understand their role on committees; committee leaders are notified of appointment changes. 

Budget reports prepared and shared; fiscally accountable.
	WEDA Chair, Executive Committee, and ED.
	· Provide orientation for the WEDA Chair and his/her assistant and Secretary/Chair Elect to assure they are prepared for WEDA leadership. 
· Work with the WEDA Chair to develop WEDA meeting agendas, copying Secretary/Chair Elect on all WEDA communication.
· Work with the WEDA Chair to draft, edit, and manage WEDA correspondence.
· Edit WEDA meeting minutes and distribute to WEDA principals. Have meeting minutes and materials posted on website.
· Update and manage WEDA website, list serves, and other documents to maintain current and historical record of WEDA work.
· Work with WSU to collect and manage WEDA assessments. Draft, present, and manage annual WEDA budget, develop periodic financial reports, and reconcile WSU year-end financial reports.
· Establish guidelines and priorities for utilizing fiscal resources.
· Support and advise WEDA’s Executive, nominations, resolutions, and other committees as needed.
	

	D. Encourage WEDA membership and participation by all 1862 Land-Grant Extension representatives in the West. Seek involvement from 1994 institutional representative.

	All 1862 institutions are active full paying members of WEDA. 

1994’s identify a WEDA liaison and participate at least annually.
	ED and WEDA members; liaison to FALCON.
	· Pay attention to meeting participation, following up with those who are often absent or not participating in discussions to learn of barriers.
· Work with WSU to send follow up assessment invoices to those whose payments have not been received after the first quarter of the fiscal year. If not received after 5 months, follow up personally to learn about intent and any problems/challenges.
· Actively seek 1994 involvement in Spring and/or Summer Joint meeting and plan joint meeting time.
· Work with WEDA Chair to allocate meeting time for Directors to share successes and challenges.
	· 

	E. Identify and/or create opportunities that encourage the professional development of, and succession planning for, Directors in WEDA member states/territories.

	Time on WEDA meeting agenda for institutions to share successes and challenges to learn from each other. Members regularly attend L4L, NEDA, and other professional development opportunities.
	ED, WEDA Chair, ECOP members, peer encouragement.
	· Promote Learning for Leaders and other professional development opportunities for Directors and others, reaching out individually to new Directors to encourage participation in targeted opportunities.

	· 

	F. Recognize and thank all Extension Directors who are retiring or transitioning to other opportunities.
	Every retiring or transitioning Director is recognized and thanked for their service to WEDA.
	Resolutions Committee with support from ED.
	· Notify WEDA resolutions committee, providing ideas to include in a resolution. Edit, format, print, and place resolution in paper folder. Arrange for WEDA thank you plaque for each retiring or transitioning Western Director. Provide to resolutions committee for presentation to the recipient, and/or send to recipient as needed.
	

	G. Provide professional development, learning, and sharing opportunities through WELD (Western Extension Leadership Development), WRAM (Western Regional Administrators Meeting) and WPOLC.

	Improved leadership and management skills by participants.
	Lindsey Shirley liaison to WELD, Jon Boren, liaison to WRAM, and Ed Martin, Liaison to WPOLC. Directors identify and support participants.
	· Support WEDA liaison to WELD and WRAM as needed. 
· Provide time on WEDA meeting agenda to discuss issues as requested.
· Help promote WELD and WRAM.
· Support WPOLC.

	· 

	H. Respond to questions and requests from Directors.
	
	
	· Request, collect and provide information about the WEDA institutions for institutional members and others as requested.
· Consult with and mentor Directors as requested.
· Continue to update
National Impact Data Base users, Institutional contacts for Civil Rights, Extension Financial information, Administrative & Program Leader names and established a Google Docs - Spreadsheet
· 
	




Additional Strategies for 2024:
	Strategy
	Metrics
	Who’s responsible
	Timeline
	WEDA ED’s Role
	Accomplishments

	A. Increased communication and value-added projects for WEDA membership.
	New issues and priorities identified by member institutions.
	WEDA members and ED.
	Once a year, schedule zoom session with each WEDA member
	· ED will spend time with each WEDA member representative to get to know them, their priorities, and their institution’s strengths.
· Listen for new value-added projects to be developed.
· Based on what is learned, shine a light on blind spots, and communicate best practices to WEDA. 
	

	B. Communicate WEDA’s value and accomplishments to Western institutions and key partners. Create links on WEDA website to member institution’s annual reports. Look for commonalities for use in developing a regional value and accomplishment report that can be shared with key partners.
	Web links to member institution’s annual reports. Communication piece summarizing Western Region Extension’s value and impact.
	Individual institutions, Executive Committee, and ED
	Summer institutional reports; Fall/winter regional report.
	· Create links to institutional annual reports on the WEDA website. 
· Work with Executive Committee to scan institutional reports for common themes that can be used to develop a regional annual accomplishment highlights report, to share with key national and regional partners.
	· 

	C. Recruit next WELD class and prepare leadership development curriculum for new class of interns. Incorporate WELD website into WEDA website and update.

	Next WELD class is identified and first seminar planned. 

WELD website updated and incorporated into WEDA website.
	Lindsey working with WELD Committee
	Ongoing

	· Post WELD recruitment and meeting information on the WEDA website.

	

	D. Work with WEDA committees to develop annual work plans for calendar year 2024.
	All WEDA Committees and initiatives work plans are developed and approved by WEDA. 
	WEDA committee liaisons with committee members.
	Committee work plans are presented to WEDA for approval by December.
	· Work with WEDA Chair to identify meeting agenda time for review and approval of work plans.
· Post work plans on WEDA website.
	· 



National Extension Executive Director Plan of Work (.25 FTE): the WEDA Executive Director (ED) will work as part of a 7-member National Executive Director and Administrator (EDA) team to accomplish the goals set forth by ECOP. Following is the WEDA ED’s plan of work for calendar year 2026, which is based on ECOP’s primary thematic areas.
	ECOP Thematic Area
	WEDA ED Strategies
	WEDA ED Accomplishments

	1. Build Partnerships and Acquire Federal Resources
	· Continue to collaborate with the Extension EDA Team members, their roles and responsibilities, and identify roles for the Western ED. Actively participate in meetings, providing a voice for Western issues and WEDA priorities. Seek mentoring from individual EDA Team members.
· Continue to develop working relationships with internal Extension partners including USDA-NIFA, APLU, and BAA. Participate in APLU Agriculture EDA Team meetings, and other BAA and section related meetings.
· Provide input and advice to help advance Extension’s role in priority issues including health and wellness, climate variability, workforce development, 4-H positive youth development, urban ag and urban Extension, broadband/infrastructure, and diversity, equity, and inclusion.
· Work with Extension EDA Team and Lewis-Burke Associations to prepare materials for advocating to OMB and Congress, to increase federal funding through authorization and appropriations legislation including the Farm Bill, the Smith Lever Act, and other federal funds as prioritized by ECOP. 
· Participate in BAA Committee on Legislation and Policy (CLP), and ECOP Budget and Legislative Committee (BLC) meetings, to identify and support federal authorization and funding priorities. Provide consultation, and back-up support as needed for WEDA ECOP BLC representatives. 
· Attend and provide support for BLC 4-H Subcommittee.  

	· 

	2. Strategic Marketing and Communication
	· Recommend and contribute articles to the Extension Monday Minute.
· Serve as the primary point of contact for communication with the Western Extension Directors, encouraging participation in various national and regional opportunities.
· Encourage Directors to submit information to the national impact database.
· Assure that Extension and the West are represented in communication and advocacy pieces.
	

	3. Leadership and Professional Development
	· Provide input and advice for the annual NEDA meeting as requested. Promote participation.
· Promote L4L professional development webinars to Extension Directors and Administrators.
· Promote national professional development opportunities for all Directors; actively promote specific opportunities for new Directors through targeted communication. 
	·  

	4. Organizational Functioning













	· Support Cody Stone, serving as Chair-elect of ECOP.
· Participate in all ECOP and ECOP Executive Committee meetings assisting WEDA members, committees, and task forces as needed, and help advance the business and initiatives of ECOP. 
· Serve as EDA Team liaison and support to the ECOP 4-H Leadership Committee; Attend all committee meetings and meet monthly with the leadership team.  Serve on special ad-hoc committees.
· Contribute to the 4-H cascading communication plan as link to ED&A team.
	

	5. 
	· Serve as Co-support lead for ECOP Tiger Team Committee. Continue to develop agendas, communicate with committee and produce a final report for the committee focused on Extension’s health and wellness programming.
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