2024 SIX-YEAR PLAN NARRATIVE (Part II)
INSTITUTION:   Virginia Cooperative Extension & Agricultural Experiment Station Division (Agency 229)

OVERVIEW 
The six-year plan should describe the institution’s goals as they relate to the Commonwealth’s goals as articulated in the Pathways to Opportunity: The Virginia Plan for Higher Education; the Higher Education Opportunity Act of 2011 (TJ21); the Restructured Higher Education Financial and Administrative Operations Act of 2005; and the Governor’s objectives to prepare every graduate for success in life. Please use this opportunity to outline your institution’s plans and objectives, especially as they relate to the Commonwealth’s goals.
The instructions within the institutional mission and priorities section below ask for specific strategies related to affordability and access to quality postsecondary education that prepare students for success in life. Other sections offer institutions the opportunity to describe additional strategies to advance institutional goals and Commonwealth needs.  
Please be comprehensive but as concise as possible with responses; you are encouraged to use bullet points vs. prose. Consider this a starting point for the dialogue with OpSix; you will have the opportunity to further elaborate on the narrative in your review sessions later this summer.
Please save this narrative document with your institution’s name added to the file name.

SECTION A: MISSION & PRIORITIES 
Key question: What are your institution’s unique strengths and how do those inform your strategic priorities?
	A1. What is your institutional mission? Please share any plans you have to change your mission over the six-year period.

	The Virginia Cooperative Extension and the Virginia Agricultural Experiment Station — the two organizations that make up Virginia Agency 229 — play integral roles in Virginia’s land-grant system. 
The mission of the Virginia Agricultural Experiment Station is to perform basic and applied research on agricultural, environmental, natural, and community resource issues related to the future needs of Virginia, the region, the nation, and the world.
The Virginia Cooperative Extension helps lead the engagement and technology transfer mission of Virginia Tech and Virginia State University, the commonwealth’s land-grant universities. Building local relationships and collaborative partnerships, the VCE helps people put scientific knowledge to work through learning experiences that improve economic, environmental, and social well-being.
These missions are not expected to change over the six-year period, though continued assessment of the agency’s effectiveness will inform the underlying strategies to ensure that VCE/VAES continues to make a positive impact on the Commonwealth’s citizens and economy.




	A2. What are your institution’s greatest strengths and areas of distinctiveness that it should continue to invest in? What are your institution’s greatest opportunities for improvement?

	[bookmark: _Int_EsnGDLFQ]As a foundational pillar of Virginia Tech’s traditional land-grant mission, Agency 229 provides critical support to the Commonwealth’s diverse agriculture and forestry industry. With a presence of over 230 faculty in 107 communities across Virginia, Agency 229 Extension Specialists and Agents work collaboratively with local stakeholders to advance innovative and applied agricultural and forestry research, leading to higher returns and profits for producers. Recent state investment has also positioned Agency 229 to further accelerate innovation in wireless connectivity, smart sensors, autonomous systems for crop and animal management, precision farm equipment, biotechnology, and laboratory analytical equipment. Through the adoption of cutting-edge technologies and an emphasis on environmental stewardship, Agency 229 and industry partners provide consumers throughout Virginia and the world a safe, abundant, and affordable food supply. 
[bookmark: _Int_beoJRx1J][bookmark: _Int_age1PqRA][bookmark: _Int_0x9PpqDn]Based in sound science, agricultural innovation has improved production and the capability to feed a growing population. Over the past 90 years, U.S. agricultural output has increased by 400 percent with no inputs and 10 percent less land in production. According to the Weldon Cooper Economic Impact Study of Agriculture and Forestry, the total value-added impact of agriculture and forestry grew from $5 billion 2016 to $55.1 billion in 2021.  The industries of agriculture and forestry together have grown to a total impact of $105 billion and provide more than 490,000 jobs in the Commonwealth.  When considered together, this represents 9.3% of the Commonwealth’s total gross domestic product. 
Opportunities: 
· [bookmark: _Int_h00tJhXu]Recent state investment in the Agency has also positioned Agency 229 to further accelerate innovative approaches with existing producers. This includes smart sensors, autonomous systems for crop and animal management, precision farm equipment, and laboratory analytical equipment. Through the adoption of cutting-edge technologies and an emphasis on environmental stewardship, Agency 229 and industry partners provide consumers throughout Virginia and the world with a safe, abundant, and affordable food supply. Innovations that will enable continued progress in agriculture production include the adoption of open data, big data, gene editing, science of the microbiome, artificial intelligence, technology and engineering, automation, sensors, remote sensing, and cyberbiosecurity. Working closely with industry partners and producers will increase efficacy in the adoption of new agricultural technologies, fueling economic growth, particularly in Virginia’s rural localities. 

· An additional area of growth recently embraced by the Governor and his Cabinet is to further the state’s efforts in controlled environment agriculture (CEA). This has a variety of possibilities in both urban and rural settings. One unique approach includes repurposing older buildings or unused warehouses for indoor growing operations. This type of support can include efforts from economic assessments to engineering solutions for hydroponic systems. Continued investment also can create opportunities for diversifying existing operations with greenhouses and other facilities that allow for increased opportunities for growing time as well as bringing different types of value added and specialty crops to their agriculture portfolio.  The industry is poised for strong growth globally and there is a need in Virginia for online and in person workforce training in CEA and precision agriculture, exploring outside funding, site planning, and economic analysis of these efforts. With continued support, VAES, VCE and Virginia Tech can help lead these efforts. 



	A3. What are the top 3-5 strategic priorities you are currently pursuing or planning to pursue in the next six years? Please explain how each strategy relates to the strengths and/or opportunities for improvement mentioned above and will ultimately drive better outcomes for students.

	Recent growth in Virginia’s agricultural and forestry industries can partially be attributed to the Commonwealth’s investment in the Building Resiliency Initiative. New extension agents and specialists will further increase innovative research and dissemination of information in fields such as bioprocessing, food safety, precision agriculture, controlled environment agriculture, and Agricultural markets.   
· Significant one-time investments in equipment upgrades and technology upgrades have positioned Agricultural Research and Extension Centers to be at the forefront of innovating agricultural practices.   
· Investment in extension agent salary competitiveness has allowed Virginia Cooperative Extension to attract and retain talent which is vital to helping the agricultural and forestry sectors flourish.   

Leveraging the success of these investments by the Commonwealth, the agency will focus on building capacity and enhancing community economic development through agricultural innovation as outlined below.  





	A4. What support can OpSix provide to help you achieve those strategies? Please include both budget and policy requests and reference Part I of your submission where appropriate. 

	Continuing the success of the Building Resiliency Initiative is the next critical phase in the mission of VCE/VAES.  The ability to engage stakeholders on a larger scale requires targeted infrastructure that is responsive to local needs. The implementation of enhanced, rigorous programs focused on technology-driven precision agriculture would benefit from additional field-based positions to implement programming and ensure fidelity of the training curriculum.  
Incremental support by the General Assembly will allow the agency to invest in cohorts of area specialized agents and specialists in Agricultural Innovation and community resource development. The specialized agents will work with unit agents and community, and industry leaders to facilitate innovation and resource development across the Commonwealth, especially in rural communities that are heavily dependent upon agriculture productivity and effective land use. Investment in innovative equipment will attract new partnerships and investment of private industry.
· One team of Area Specialized Agents (ASA) led by a new Extension Specialist will provide leadership and expanded capacity to address the need for financial and economic decision-making tools for producers. A clear need has been established through over 20 public listening sessions and a state level summit on agricultural innovation to support producers in their economic decision-making to include the need for workforce solutions, value chain solutions, and farm financial decision-making for investments and leverage. Localized subject matter leadership will allow the VCE to be more responsive to agricultural producers with needs that vary from entry level enterprises to sophisticated advanced operations, working directly with emerging and growing businesses. A state level Extension Specialist would support this additional network of ASA’s by developing and disseminating research-based information designed to address local needs. The opportunity exists to expand public-private partnerships by collaborating with industry, commodity groups, the community college system, and many others. There is an immediate opportunity for specialized agents and specialists to supplement the economic and financial decision-making of producers to support their investments in innovative agriculture to further the growth in the leading industry.  
· Additional one-time support for the Agricultural Research and Extension Centers. The ARECs enable agricultural innovations to be evaluated in real-world situations across the state, represent the Commonwealth’s diversity, and take advantage of the unique characteristics and challenges found in each location. The ARECs serve field research sites and laboratories for VT students and researchers, and as program sites for producers, school groups, and the state's citizens. They provide learning opportunities for local farms and Extension Agents from Virginia Cooperative Extension (VCE). Strategic one-time investment in the ARECs would expand the research and instructional capacity for a robust, locally driven upskilling effort focused on agricultural innovation and development.  Additional resources would complement the equipment and technology investments made by the Commonwealth. These new resources would allow for a series of minor (non-capital) facility upgrades to address and enhance innovation in livestock systems, greenhouse and controlled environment facilities, and other emerging critical areas. The strategic support to ARECs will enable them to become innovative agricultural technology leaders at the state, national, and international levels.   




SECTION B: STRATEGIC DEEP DIVE – ENROLLMENT VOLUME & COMPOSITION
Key question: How is your institution managing enrollment in light of state and national trends, and what are the financial implications?
	B1. What do you see as the primary drivers of recent enrollment trends for your institution? Please reference any specific academic programs that have had a significant (positive or negative) effect on enrollment, if relevant.

	N/A to Agency 229



	B2. Please summarize your enrollment management strategy moving forward and the specific actions (if any) you are taking to implement that strategy.

	N/A to Agency 229



	B3. How ambitious/realistic/conservative are the enrollment projections you most recently submitted to SCHEV? What are the greatest unknowns or risks that could lead enrollment to differ significantly from your projections? Please reference national and statewide enrollment trends/projections and cite any other data (e.g. regional trends, performance of prior enrollment strategies) that informed your projections.

	N/A to Agency 229



	B4. Explain the implications of your enrollment strategy on your institution’s financials. Please consider impacts on both revenues (e.g., discounting, financial aid, net tuition revenue) and expenditures (e.g., costs to implement enrollment management strategies, costs of enrolling more students or students with different needs, cost-per-student impact of flat/decreased enrollment).

	N/A to Agency 229



SECTION C: STRATEGIC DEEP DIVE – PROGRAM ALIGNMENT & PERFORMANCE
COMPLETION OUTCOMES

Key question: How is your institution supporting all students to succeed in completing their degree in a timely manner?

	C1. What are your highest-priority completion outcomes targets, both overall and for particular student segments? Please include aspirational targets, realistic expectations, and qualitative targets and specify by when you are aiming to meet those targets (e.g., X% 6-year graduation rate for Pell students by 2030).

	N/A to Agency 229



	C2. What specific strategies/actions are you planning to take to achieve those goals? How will you draw on successes/challenges from your prior completion outcome improvement strategies?

	N/A to Agency 229




	C3. How will you use existing/recently provided resources to execute those strategies? Will you be requesting incremental state resources? Please state the request and rationale and explicitly tie to Part I of your planning template.

	N/A to Agency 229


POST-COMPLETION OUTCOMES
Key question: How is your institution preparing all students for success beyond completion (e.g., career preparation)?

	C4. Please explain how you monitor post-completion outcomes (e.g., employment rates, wage attainment, debt load, upward mobility). What data do you collect? What metrics are you monitoring most closely? What do the data reveal about your institution’s greatest strengths and areas for improvement with respect to post-completion outcomes? Please include any relevant data/reports in the appendix or as a separate attachment, including any data that captures outcomes by school/department/program.

	N/A to Agency 229



	C5. What specific strategies/actions, including potential changes to your program portfolio or curriculum, are you planning to take to maximize the career readiness and job attainment of all students across programs of study, including increasing early career exposure for students (e.g., internships) during their time at your institution? How will you draw on successes/challenges from prior initiatives?

	N/A to Agency 229



	C6. How do you intend to use existing/provided resources to execute those strategies? Will you be requesting incremental state resources? Please explicitly tie to Part I of your planning template.

	N/A to Agency 229




WORKFORCE ALIGNMENT

Key question: How are your institution’s programs of study and degree conferrals aligned with the evolving talent needs of the Commonwealth?

	C7. For which specific workforce needs is your institution best positioned to supply talent, based on regional, industry, or occupation alignment?

	N/A to Agency 229



	C8. What specific strategies/actions is your institution planning to take to better align your program offerings or degree conferrals to current and projected workforce needs? Please provide a list of specific programs you intend to sunset or grow in the next 6 years to increase alignment, partnerships/initiatives you intend to launch or deepen, etc. If you intend to launch any new programs, please explain why your institution is particularly well-suited to succeed in that area.

	N/A to Agency 229



SECTION D: STRATEGIC DEEP DIVE – FINANCIAL EFFECTIVENESS & SUSTAINABILITY
AFFORDABILITY FOR STUDENTS & FAMILIES

Key question: How is your institution accounting for and improving affordability for students and families?

	D1. What specific strategies/actions do you plan to take to improve affordability moving forward across your overall student body and priority subpopulations, and what is the expected impact? Please account for a broad range of factors including the full cost of attendance, net price, time to degree, debt load, etc.

	N/A to Agency 229



REVENUE

Key question: How is your institution approaching pricing and revenue management? What are the implications on long-term top-line financial health?

	D2. Please explain the rationale behind your full pricing (i.e. published tuition & fees, including mandatory non-E&G fees) and financial aid award strategy (i.e. net tuition revenue projections). What data informed your assessment of T&F increase feasibility (e.g., market comparisons, student capacity to pay) and estimates of discounts/ waivers/unfunded scholarships? What informed your strategy around financial aid awards, merit and need-based, particularly for various student segments by income level and academic preparation?

	N/A to Agency 229



	D3. What do you expect to be the impact of your pricing/discounting approach on enrollment numbers/mix (if any) and net tuition revenue moving forward and why?

	N/A to Agency 229



COST EFFECTIVENESS

Key question: How has your institution maintained bottom-line financial health and focused investment on the levers that will drive improvements in student outcomes?

	D4. Reflect on the categories/subcategories of cost that have recently experienced the most significant increases on an absolute or per-student basis. What have been the primary drivers of those increases? Please be specific and include supporting data.

	Given that 80% of E&G costs are personnel related, major cost drivers include compensation programs and health insurance increases.  Maintaining competitive compensation, particularly for lower-paid employees, where markets have been accelerating.
Inflation is driving cost increases in utilities and contracts to materials and technology.



	D5. What specific strategies/actions do you plan to take to contain/reduce key costs and improve fiscal health going forward while improving student outcomes? What are your objectives and what have been your results to date of any already-launched initiatives? What is the expected impact and timeframe of these strategies? Include any short-term costs that would need to be incurred to implement the strategies.

	The university’s rigorous budget process carefully contemplates new spending and seeks to focus limited resources on strategic needs that enhance the university’s mission and quality. In addition, the university actively explores opportunities to streamline business processes, eliminate non-value-added functions, and invest in technologies that ensure the effective and scalable delivery of services to the community. 
Over the last 16 years, the filled FTE’s in Agency 229 have decreased from 1,004 to 820, a 18% decrease.  This was necessary due to constrained funding.  The agency is working to ensure quality and continue innovative services. 




	D6. Provide information about your institution’s highest-priority E&G capital projects and requests (including new construction as well as renovations) over the six-year plan period and how they align to your enrollment trajectory, student outcomes improvement plans, or other strategic priorities. Please also reflect on your current E&G facilities utilization (especially classrooms, labs and student service areas), particularly in light of any recent trends that might impact space needs (e.g., enrollment trends, shifting learning modalities). How has square footage per student changed over time and why? What efforts have you made to reassess and further optimize the use of your existing facilities, and what has been the impact of those efforts to date? What do you intend to do in the next six years to increase utilization?

	The Virginia Cooperative Extension and Agriculture Experiment Station (VCE/AES) (Agency 229) continues to work with the Commonwealth on solutions to improve research facilities across the agency, ensuring agriculture research and extension continues to meet the needs of the 21st century economy.  Agency 229 programs touch every sector of Virginia’s economy. Innovative and applied research, education and training, and direct assistance to Virginians have led to nationwide recognition of Virginia as a producer of superior agricultural products, better business management practices, and environmental stewardship that improves quality of life and attracts millions of tourists annually. Investment of state funds to support agriculture research and extension has a direct impact on Virginia’s economy; especially given that agriculture is the largest private industry in Virginia, it plays a crucial role in sustaining a strong economy.   
 The VCE/AES top priorities for capital outlay improvements called for two capital projects including i) Center Woods Research Complex improvements, and ii) renovations and replacements of facilities at two Agriculture Research and Extension Centers. During the 2024 Special Session I, the Center Woods project was authorized and granted construction funding and the Eastern Shore AREC was granted planning authorization.  This support for the VCE/AES programs is both needed and greatly appreciated by the institution.  However, the Southern Piedmont AREC was not authorized during the 2024 Session.  A brief description of the previously proposed and still desired Southern Piedmont AREC project improvements is described below.
i. Southern Piedmont Agricultural Research and Extension Center project includes refurbishing and modernizing the facilities at one of the eleven stations in the Commonwealth: the Southern Piedmont AREC. These improvements are essential to provide the appropriate amount of laboratory, office, and field support spaces for these facilities. The mission of the AREC system is aligned with the Land Grant mission to utilize innovative research methods to generate new scientific knowledge and apply practical applications that promote and ensure the sustainable use of agricultural, natural, and community resources. The expertise gained from this research is broadly applied to improve Virginia's animal, plant, and seafood harvest industries while conserving natural resources, which ultimately benefits all citizens of the Commonwealth.  To meet the expectations of all VCE/AES constituents, including citizens, students, faculty and industry partners, the agency requires improved and expanded spaces to support in-person and hands-on learning and research of essential skills, techniques, and topics.  

Finally, improving and increasing graduate student research, experiential learning, and hosting international visiting scholars are key priorities at Virginia Tech to advance the Virginia Tech Advantage and Global Distinction initiatives. However, a significant constraint is the availability and affordability of housing in remote areas. To support the university's goals effectively, there is a critical need for enhancements in both the quality and quantity of available spaces located at most of the ARECs. 





SECTION E: BUDGET REQUESTS
	E1. Provide additional information for any budget requests in Part I of your planning template that are not described elsewhere in your narrative.

	N/A



SECTION F: ECONOMIC DEVELOPMENT ANNUAL REPORT
	F1. Provide a link to any report your institution has produced about its economic development contributions. You may also share it in the appendix or as an attachment

	The most recent development is the establishment of the Center for Advanced Innovation in Agriculture (CAIA) which is intended to establishing Virginia Tech as a comprehensive and innovative global research leader in smart and secure agriculture technologies and data analytics for informed decisions.  The Center is designed to drive innovation and advance agriculture and food systems in the era of automation and digital agriculture. CAIA develops partnerships, creates synergies, and evaluates technological efficiencies with the help of affiliate members for economic growth within the Commonwealth and beyond.
The Smart Farm Innovation Network™ connects Virginia Tech’s interdisciplinary researchers and Virginia Cooperative Extension specialists and agents to producers and the commercial sector to develop and deploy a wide array of innovative technologies that will increase overall efficiency, resilience, and sustainability of agricultural and natural resources production systems. The network is made up of about 120 interconnected locations — the Blacksburg campus, 11 Agricultural Research and Extension Centers, and 108 Virginia Cooperative Extension local unit offices. The network leverages the university’s existing infrastructure to capitalize on its proximity to agricultural and natural resources industries around the commonwealth and on the state’s soil, climate, and geographic diversity. A critical facility opened last fall, a new and expanded seafood research center in downtown Hampton, critical for sustaining Virginia’s aquaculture industry and an important anchor for revitalizing downtown Hampton. 
The Global Agricultural Productivity Report (GAP Report) is a call to action to invest in proven strategies to produce food, feed, fiber, and bioenergy in a sustainable manner to meet the needs of a growing world. The GAP Index™ tracks global agricultural productivity growth, a key indicator of sustainability.



SECTION G: FREEDOM OF EXPRESSION AND INQUIRY, FREE SPEECH, ACADEMIC FREEDOM AND DIVERSITY OF THOUGHT
	G1. Provide a copy of any policy or reports your institution has produced and provide information about annual training or orientation related to this topic.

	N/A – please see response under Agency 208



SECTION H: NEW SCHOOLS, SITES, AND MERGERS
	H1. Provide information on any new instructional sites, schools, or mergers supported by all types of funding that your institution is considering or planning to undertake during the six-year period.

	N/A



[OPTIONAL] SECTION I: RESEARCH
	I1. [OPTIONAL] Highlight any strategic research priorities, programs, or key areas of investment (e.g., hiring plans, critical research agendas, interdisciplinary centers, business partnerships, commercialization efforts) and IP dissemination and commercialization priorities you intend to pursue over the next 6 years that have not already been mentioned in this narrative. What are the anticipated benefits to your faculty attraction/retention strategy, student value proposition, and the economic competitiveness of the Commonwealth?

	The previously described initiatives are intended to advance the state economy.



[OPTIONAL] SECTION J: COLLABORATION
	J1. [OPTIONAL] Outline any existing or potential initiatives you have not already highlighted in this narrative that feature collaboration across public higher education institutions (and other state agencies as appropriate) in furthering the goals outlined in sections B-D. What is the expected impact and in what timeframe? What is the timeline for the initiative and how far along is it? What (if anything) would be required from a budget or policy perspective to facilitate the success of the initiative?

	The previously describe initiatives envision collaboration.



[OPTIONAL] SECTION K: STATE POLICY
	K1. [OPTIONAL] Use this section to outline any state policy changes you have not already mentioned in this narrative that would enhance your ability to achieve greater success on the topics, strategies, and initiatives referenced in this narrative. What existing policies, if any, are hindering your ability to maximize outcomes and value for students? What new policies might create conditions that are more conducive to achieving those goals? What strategies or initiatives would these policy changes enable your institution to do or try that you are not yet able to do today? Please be as specific as possible.

	Please see Agency 208 submission.



[OPTIONAL] SECTION L: ADDITIONAL INFORMATION
	L1. [OPTIONAL] Use this final section to provide any additional context and/or supporting materials you feel should be incorporated into the six-year planning process.

	N/A
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