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Executive Summary

Consideration of what had been accomplished and 
what key issues lay ahead resulted in the identification 
of four current goal areas for the organization: pro-
gram development, resource development, community 
engagement, and establishing the value of outreach. 
Associated with each goal are the strategies that will 
be pursued, as well as specific target measures that 
will be used to gauge success.

The first Outreach strategic plan, for the period 
2006-2008, explored fundamental principles of the 
Division and identified the core focus of work as 
distinct units within the Division. In contrast to the 
previous strategic plan, the new 2009-2011 goal areas 
are envisioned to be more broadly focused on the 
outreach work of the Division as a whole. 

A copy of this 2009-2011 Outreach Strategic Plan 
can be found at www.umass.edu/outreach/about/stra-
tegic_plans.html.

HE DIVISION OF OUTREACH of the 
University of Massachusetts Amherst is well 
positioned to expand the reach of its programs. 

This strategic planning process has provided the 
framework to articulate the ways in which Outreach 
can make substantive contributions to the university 
and the communities it serves.

This 2009-2011 Outreach Strategic Plan is based 
upon the work done by representatives of all Out-
reach units. It describes values that are integral to the 
work of all Outreach staff. These include integrity, re-
spect for people, diversity, transparency and account-
ability, organizational learning, support for lifelong 
learning, customer service, responsiveness, efficiency, 
and collaboration.

A number of common themes emerged from the 
work to create specific strategies and target measures 
for the goal areas. Internal themes focus on issues 
within Outreach, and are broadly characterized 
as further opportunities for staff alignment, cross-
division integration, and innovation in all its forms. 
External themes emanate from outside of Outreach, 
to include both the university and the community, 
and revolve around  creating strong relationships with 
faculty to better develop and sustain outreach activi-
ties, growing recognition of outreach activities and 
their value, and improving community accessibility to 
the university and vice versa.
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Outreach Units Goal Committees

Continuing & Professional Education (CPE) offers, in 
online, face-to-face and blended formats, degrees, certificates, 
as well as credit and non-credit courses to a wide range of 
students (with a strong focus on non-traditional students) at 
the graduate and undergraduate level. CPE is responsible for 
all credit course offerings during both summer and win-
ter sessions and is the administrative unit by which online 
courses are offered year-round.

University Without Walls designs and delivers individu-
alized undergraduate degree completion programs to the 
non-traditional, working adult student utilizing personalized 
mentoring and the integration of experiential and academic 
learning.

88.5FM WFCR is the NPR news and music station for 
western New England, providing high quality information 
and music programs, including locally produced programs 
and programs from independent producers.

Arts Extension Service was founded to extend the cul-
tural and educational resources of UMass Amherst to the 
surrounding communities to stimulate cultural activities as 
well as to provide teaching, consulting, and publications to a 
national audience.

UMass Extension, part of the national Cooperative Exten-
sion System, provides non-credit education through elec-
tronic and print media, workshops, conferences, and training 
through four distinct programs: Agriculture and Landscape, 
4-H Youth Development, Natural Resources and Environ-
mental Conservation, and Nutrition Education. While based 
at UMass Amherst, 11 Extension field offices reach a diverse 
group of citizens across the Commonwealth.

Creative Economy Initiative develops new performing 
arts activities and programs that contribute to local and  
regional prosperity by creating jobs and opportunities and by 
generating revenue. These programs seek to engage artistic 
talent in the region to promote the arts, encourage youth 
participation in the arts and engage our communities.

Program Development

Cindy Suopis - UWW (co-chair)

Bill McClure - CPE (co-chair)

Helen Barrington - WFCR

Gary Bernhard - UWW

Dee Boyle-Clapp - AES

Maren Brown - AES

Sue Cassidy - OMC

Scott Jackson - EXT 

Victoria Matthew - CPE

Gretchen May - EXT

Bernie Schliemann - Admin/CPE

Resource Development 

Robert Schrader - EXT (co-chair)

Thomas Bunnell - OMC (co-chair)

Irena Bozin-Mirkovic - CPE

Victoria Dowling - UWW

Holly Fitzpatrick - CPE

Fran Goodwin - WFCR

Laura Hall - EXT

Karen MacDonald - Finance

Bart Rankin - WFCR

Marcie Savoie - CPE

Community Engagement 

Jerry Moore - WFCR (chair)

Elaine Anderson - Admin

Karen Barshefsky - EXT

Gary Bernhard - UWW

Holly Fitzpatrick - CPE

Maryann Lombardi - Creative Economy

Establishing the Value of Outreach 

Joe Shoenfeld - OMC (chair)

Paul Catanzaro - EXT

Carrie Chickering-Sears - EXT

Richard Malawista - WFCR

Heather Miller - UWW

William Miller - Admin/EXT

Alice Szlosek - CPE
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Introduction

The Division of Outreach has the opportunity to 
build upon the momentum gained during the last 
three years by moving the Division toward a more 
unified function and purpose. By doing so, it will be 
perceived differently by the Outreach staff, by univer-
sity faculty, and by academic and community leader-
ship, further enabling an ongoing meaningful role 
into the future, to the benefit of both public constitu-
encies and the institution itself.

Mission

University of Massachusetts Amherst Outreach en-
gages the university with the community in economic, 
social, cultural, environmental, and educational 
issues. Outreach applies the teaching, research, and 
knowledge resources of the university with benefit to 
the public throughout the Commonwealth, nation, 
and world.

Vision

The Division of Outreach at the University of  
Massachusetts Amherst supports the university’s 
public engagement mission and its responsibilities to 
the Commonwealth. Outreach is recognized within 
the university as a valued collaborator in provid-
ing innovative lifelong learning programs for adults 
regardless of ethnicity, occupation, or socioeconomic 
status. Outreach is also recognized for enhancing the 
public perception of the university as a responsible 
and valued institutional citizen. Outreach acts as a 
catalyst for the creation of collaborations that en-
hance research and teaching and improve the quality 
of life for citizens locally, regionally, nationally and 
worldwide through the application of knowledge.  
Through creative partnerships, Outreach contributes 
to economic, cultural, and intellectual growth across 
society.

T
HIS PLAN articulates a strategic direction 
for the Division of Outreach at the University 
of Massachusetts Amherst for the next three 

years. The overarching intent of this plan is to guide a 
division that will act as a bridge to external communi-
ties, groups and individuals. The connections created 
by this bridge will be highly meaningful to the univer-
sity as a whole and to the communities with whom 
it connects.  This plan defines a set of organizational 
goals and a series of strategic themes that the division 
will further develop, implement, evaluate and refine.

Over the next three years, the units of the Out-
reach Division – Continuing & Professional Educa-
tion, University Without Walls, Extension, 88.5FM 
WFCR, Arts Extension Service, Creative Economy – 
will strengthen and expand the programs and services 
they offer. The Division will continue to explore new 
ideas and reexamine existing practices to improve the 
development and delivery of education built on the 
academic resources of the university and the strengths 
of the units. A commitment to fiscal responsibility, re-
sponsiveness, innovative programming and a dedica-
tion to lifelong learning will continue to characterize 
Outreach. Through collaborations and programs that 
reach across and beyond the university, Outreach will 
strive to expand and extend the work of faculty to 
reach new audiences and to achieve broader impacts.

Through technology and innovation, Outreach will 
contribute to the evolution of the University of Mas-
sachusetts Amherst into a more accessible institution 
and one that provides a seamless and sustained set of 
learning opportunities that respond to the evolving 
needs of the Commonwealth, its industries, communi-
ties and people. Over the next three years, University 
of Massachusetts Amherst Outreach intends to inten-
sify its efforts to help meet the responsibilities of the 
University of Massachusetts Amherst as a land-grant 
institution and to showcase its flagship mission and 
responsibilities. 
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Values 

Support for Lifelong Learning 

Outreach provides opportunities for university in-
volvement across the lifespan of the learner. Outreach 
units hold a special value for learning outside of the 
common age boundaries and traditional means of 
defining learning often associated with institutions of 
higher education.

Customer Service 

Outreach must put into action respect for people by 
attending to the quality of the service provided. We 
will be judged in the broader contexts by the quality 
of each of our smallest acts. 

Responsiveness 

Outreach listens and responds, and is willing to be 
changed by the input received.

Efficiency 

As a steward of public resources and of a public trust, 
Outreach values efficiency as a foundation for all 
work and is committed to the careful use of resources.

Collaboration 

Working with other groups, communities and indi-
viduals is the lifeblood of Outreach. As such, Out-
reach shares leadership, melds functional approaches, 
is generous with acknowledgment and seeks new 
partnerships.

Integrity 

Reliability and truthfulness are highly valued attri-
butes of Outreach efforts, for successful partnership 
with campus and community groups and individuals 
depends upon ethical and honest actions and words.

Respect for People 

Outreach responds to all faculty, students, listen-
ers, customers, clients, and colleagues with courtesy, 
respect and a commitment to constant improvement. 

Diversity 

Outreach proceeds from the understanding that diver-
sity among people, among ideas, and among educa-
tional opportunities serves to enrich our efforts for 
all. Outreach recognizes and draws upon that which 
makes us ‘different’ as well as that which we hold in 
common.

Transparency and Accountability 

Transparency occurs through open communication 
and active participation among all stakeholders and is 
engendered through the commitment to shared own-
ership of actions and words.

Organizational Learning 

The Division of Outreach must strive to be a true 
‘learning organization,’ one that both nurtures the 
learning of our students, listeners and constituents but 
also sees itself as an organization of vibrant growth 
and change accomplished through group and individ-
ual exploration, risk-taking, reflection and evaluation.
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Strategic Themes 

I N T E R N A L  T H E M E S

Innovation 

As a Division, Outreach needs to continue to foster 
habits and patterns of change, experimentation, and 
risk taking. People should not be restricted by tradi-
tion, assumptions, or established patterns that have 
dictated previous approaches.  Creating and support-
ing a culture where new ideas are routinely valued 
and nurtured promotes innovation necessary to 
remain competitive in a rapidly evolving marketplace. 

Cross-Division integration

The Division’s units and staff must develop new ways 
of working together to focus educational resources di-
rectly on the needs of our external partners, learners, 
and constituents without limitations imposed by our 
internal separations. The Division of Outreach must 
establish ways for units to maintain effective aspects 
of their current foci while contributing to broader 
goals and initiatives that draw upon the collective 
efforts of all Outreach units. Staff members need 
consistent and ongoing opportunities for productive, 
appropriate and significant collaboration, and the 
work that contributes to a broader Outreach vision 
must receive meaningful recognition. Key services 
must be provided for Outreach units in a centralized 
manner that will foster integrated programming and 
customer service.

Staff alignment

Staff and financial resources should be directed in 
ways that are consistent with the Division’s vision and 
goals. Through professional development, hiring, and 
orientation, the Division must cultivate the resources 
needed to meet the expectations set out in this plan. 
Through the actions – in words and in deeds – of 
Outreach leaders at division and unit levels, we will 
continue to work toward an organization in which 
staff work with common purposes and perspectives 
toward the goals of this plan.

T
HE DIVISION OF OUTREACH is well-posi-
tioned to make significant contributions to the 
university’s efforts to connect with communi-

ties, groups and individuals beyond the traditional 
campus environment. As the University of Massachu-
setts Amherst increases its commitment to honoring, 
meeting and exceeding the needs and expectations for 
engagement with the world around us, academic ca-
pacities, structures and processes will be increasingly 
called upon to stretch, grow and reinvent themselves. 
Because the Outreach Division has a solid and broad 
foundation in engaged scholarship and learning, pub-
lic broadcasting and service, as well as real momen-
tum from the implementation of the previous strategic 
plan, Outreach is poised for new accomplishments 
and successes. 

Moving forward on contributions and collabora-
tive partnerships will require internal functional 
and visionary consistency. What does this mean in a 
division with units as diverse as those of Outreach? It 
means each unit of the Outreach Division will devise 
and execute strategic actions with common strate-
gic themes in mind, guiding actions and providing 
criteria against which to later evaluate performance 
in reaching articulated goals. The themes listed in this 
section are not, of themselves, strategies, nor are they 
the human values that we hold to be important. They 
are themes – repeating, identifiable and characteriz-
ing motifs – which will reemerge throughout the unit 
plans and throughout the work itself. Sometimes they 
will reflect existing strengths, other times they will 
reflect needs for growth. These themes, like the goals 
and strategies, are important in that they are all in 
service to a common purpose:  the growth of effec-
tive outreach from the University of Massachusetts 
Amherst in service of the institution’s mission, role 
and heritage.
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E X T E R N A L  T H E M E S 

Accessibility

The University of Massachusetts Amherst cannot 
successfully engage with learners and in mutually pro-
ductive community partnerships without thoughtful 
and consistent attention to the issue of accessibility. 
This means that in addition to the Division of Out-
reach’s identity as a respectful listener and a success-
ful developer of solutions, Outreach must recognize 
and address the unintended obstacles the university 
has in place that limit access to ideas and resources 
from those outside the immediate academic environ-
ment.  The university cannot expect to thrive in the 
future without removing barriers – physical, commu-
nications, cultural, intellectual – to the achievement 
of common purpose. In the design of organizational 
structure, program development, delivery mechanisms 
and ‘listening’ modes, accessibility to and for the wid-
est possible spectrum of participants must be a key 
concern. 

Strong relationships with faculty

The core work of the Outreach Division is closely tied 
to that of the University of Massachusetts Amherst 
faculty itself – their teaching, research, scholar-
ship and service. Outreach  must continue to forge 
relationships with faculty who share an  interest in 
expanded educational delivery and enhanced public 
value while respecting the creativity and independence 
that faculty need and expect in order to pursue their 
work.

Significant and meaningful outreach is currently 
occurring throughout the university.  Outreach must 
help that work become more visible and more con-
sistently valued by serving as an enhancement to the 
work that is being done. In so doing, campus col-
laborators will consistently call upon the capacity of 
Outreach in order to advance their own goals. 

Outreach and its units can utilize their positions 
within a variety of external communities and individ-
uals to gather and shape information on public needs 
and expectations and can provide faculty with infor-
mation and input that they may not be positioned to 
hear themselves. In addition, Outreach can maintain 
a stance of respectful listening to faculty members as 
they contribute their own community-based infor-
mation to the university’s growing pool of common 
knowledge on engaged scholarship and community 
involvement.

Recognition

The work of Outreach can help shape perceptions of 
the University of Massachusetts Amherst.  By devel-
oping consistent methods and mechanisms for facili-
tating interactions with community partners and find-
ing matches between community-identified priorities 
and the expertise of faculty, Outreach will be able to 
effectively deploy information about those activities. 
This involves documenting and communicating what 
the university does in addition to a program of tar-
geted public relations. The work of building bridges 
between campus and communities as well as the work 
of making those bridges known serves to strengthen 
the recognition of the university as a vibrant, cohesive 
and engaged institution.
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Goals and Strategies  

• GOAL 1 – Program Development: 

Develop, deliver, manage and expand a portfolio 
of innovative programs to achieve the University of 
Massachusetts Amherst outreach mission. 

Strategy 1

Evaluate existing programs and engage in broad-
based environmental scanning to identify emerging 
program opportunities.

Tactics 

•	 Inventory and assess existing programs within  
	 Outreach. 

•	 Develop criteria to assess new and existing  
	 programs for strategic fit with university Outreach 	
	 priorities, financial viability and effectiveness.

•	 Cultivate relationships with major partners (state 	
	 agencies, private companies) to identify new  
	 educational opportunities.

Strategy 2

Create structures, processes and incentives to identify 
trends, study emerging needs and markets, facilitate 
the development of new programs and foster a culture 
of innovation.

Tactics 

•	 Support the development of new program concepts 	
	 through market research, technical support and 	
	 promotion. 

•	 Develop and streamline financial and other  
	 incentives (e.g., marketing, instructional design, 	
	 underwriting, recognition) to engage faculty and 	
	 other partners.

•	 Facilitate broad involvement of Outreach staff and 	
	 partners in program development. 

• GOAL 1 – Program Development: 

Develop, deliver, manage and expand 

a portfolio of innovative programs to 

achieve the University of Massachusetts 

Amherst outreach mission.

• GOAL 2 – Resource Development: 

Provide faculty, customers, stakeholders 

and staff with innovative systems that 

maximize resources, improve customer  

service and achieve the University of  

Massachusetts Amherst outreach mission.

• GOAL 3 – 	Establish the Value 	

	 of Outreach: 

Catalyze, enhance, publicize and promote 

the work that can be and is accomplished 

by University of Massachusetts Amherst 

with external communities in mutually 

beneficial and sustainable partnerships.

• GOAL 4 – Community Engagement: 

Intentionally connect the University  

of Massachusetts Amherst to public  

purpose in a respectful, reciprocal,  

and meaningful way.
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Strategy 3 

Implement information-based, transparent and ef-
ficient program development.

Tactics 

•	 Invite partners (faculty, university administrators, 	
	 external collaborators) to propose new initiatives 	
	 and help identify and evaluate new programmatic 	
	 opportunities.

•	 Ensure that resource allocation and program  
	 development are data and market driven.

•	 Bring programs to market in a timely fashion. 

Target Measures 

•	 Establish evaluation teams to oversee a process and 	
	 schedule for routine program evaluation.

•	 Publish evaluation criteria for new and existing 	
	 programs.

•	 Publish evaluation reports for all existing  
	 programs.

•	 Define a process for resource allocation as it relates 	
	 to program planning and evaluation.

•	 Reduce the amount of time to move programs 		
	 from conception to implementation.

•	 Define a revised fee and revenue sharing  
	 agreement to serve as an appropriate incentive to 	
	 academic departments for new program  
	 development.

•	 Increase the number of applications for Program 	
	 Innovation Funds.

•	 Establish a budget for interdisciplinary and  
	 inter-unit programming within Outreach.

•	 Provide incentive mechanisms for staff-generated 	
	 program proposals.

•	 Specify intended goals, impacts and success criteria 	
	 for educational programs; measure and document 	
	 progress.

•	 Conduct routine and systematic assessments of 	
	 external needs and opportunities (needs  
	 assessment, market research).

•	 Establish a program development unit that serves 	
	 broader Outreach program development functions.

•	 Establish an advisory group that ensures the 	 	
	 involvement of all Outreach units in new program 	
	 development.
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• GOAL 2 - Resource Development: 

Provide faculty, customers, stakeholders and staff 
with innovative systems that maximize resources, 
improve customer service and achieve the University 
of Massachusetts Amherst outreach mission.

Strategy 1

Enhance the financial capacity of the Outreach divi-
sion to support program, technology and staffing 
development.

Tactics

•	 Expand research and marketing of Outreach  
	 offerings to sustain revenue growth.

•	 Increase funds obtained from non-course sources, 	
	 such as fundraising, grants/contracts, and fees for 	
	 technology services.

•	 Increase business support services for product 	 	
	 development.

•	 Strengthen financial systems, including budget 		
	 development and monitoring.

Strategy 2

Develop technical and information systems that maxi-
mize resources and operating efficiencies.

Tactics 

•	 Monitor, test and implement emerging technologies 	
	 and systems.

•	 Seek opportunities for efficiency in the automation 	
	 of business processes.  

•	 Standardize and centralize information technology 	
	 resources and services, where appropriate, to  
	 conserve resources for program operation and 		
	 development.

•	 Provide regular information technology training 	
	 and orientation to Outreach staff. 

Strategy 3 

Invest in staff development and implement human 
resource policies to meet the growing demands of 
Outreach programs.

Tactics 

•	 Create staff development plans by Outreach unit 	
	 that align with division and unit objectives.

•	 Cultivate skills to meet current and future needs 	
	 through investment in hiring, orientation, and 		
	 professional development. 

•	 Invest in staff (re)training when appropriate.

•	 Consider opportunities to augment staff with  
	 outsourcing.

Target Measures 

•	 Increase the number/value of external grants and 	
	 contracts obtained within Outreach.

•	 Increase the revenue that is generated by Outreach 	
	 units.

•	 Implement a revised model for funding Outreach.

•	 Increase the level of charitable giving to Outreach. 

•	 Establish a base technical skill set for all staff. 

•	 Increase the basic level of staff technical skills. 

•	 Develop staffing plans for use in hiring and to 		
	 guide professional development.
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• GOAL 3 - Establish the Value of Outreach: 

Catalyze, enhance, publicize and promote the work 
that can be and is accomplished by University of 
Massachusetts Amherst with external communities in 
mutually beneficial and sustainable partnerships.

Strategy 1 

EXTERNAL: Gather and Organize

Establish an external network of communities,  
organizations and groups in order to collect and 
provide information about community needs, priori-
ties and experiences to Outreach units, University of 
Massachusetts Amherst faculty and administrators.

Tactics

•	 Inventory the already-existing linkages between 	
	 University of Massachusetts Amherst and  
	 communities.

•	 Analyze those linkages, identifying the strengths 	
	 and weaknesses (gaps) in the collection of linkages.

•	 Initiate communication with internal partners of 	
	 external groups.

•	 Initiate communication with external partners.

•	 Create standing technology-enhanced  
	 communication networks (email, web, newsletters, 	
	 meetings, webinars, blogs, etc.).

Strategy 2 

INTERNAL: Disseminate and Inform

Establish a systematic process for disseminating infor-
mation about external needs to appropriate academic 
and nonacademic units within the university and then 
track developments and achievements between those 
units and the affected community or group.

Tactics

•	 Assess and understand currently untapped or  
	 undeveloped faculty resources and interests in 		
	 outreach-oriented work.

•	 Develop and implement protocols for  
	 communicating community needs to university  
	 faculty and units, for prevention of duplication and 	
	 territorial problems, and for feedback mechanisms 	
	 and safeguards to avoid lack of adequate follow-	
	 through with community partners.

•	 Cultivate research opportunities for University of 	
	 Massachusetts Amherst faculty to address  
	 community needs.

•	 Convene multi-disciplinary meetings on  
	 high-priority critical public issues (that relate to 	
	 available University of Massachusetts Amherst  
	 faculty and program resources and interests) for 	
	 university faculty, outreach, research, foundation 	
	 relations, and government relations staff.

•	 Collect and publicize outcome information on 		
	 community-university partnership.

Strategy 3

PUBLIC: Publicize and Promote  

Develop methods of enhancing the public perception 
of the university by promoting outreach relation-
ships, achievements and capabilities, especially those 
that highlight work of the university’s teaching and 
research communities.

Tactics

•	 Disseminate and promote outcome information 	
	 about outreach efforts to appropriate campus 		
	 offices, including the News Office, Visitors Center, 	
	 Alumni Affairs, et al.

•	 Create a limited number of independent  
	 communications vehicles to publicize and promote 	
	 outcome information, e.g., a newsletter or blog.
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•	 Create and maintain a ‘toolkit’ of promotional  
	 materials, to be used as needed – brochures, case 	
	 studies, etc.

•	 Cultivate ‘outreach-positive,’ or ‘engagement- 
	 positive’ mindset in gradually enlarging cadre of 	
	 ambassadors (both on- and off-campus) who can 	
	 take advantage of informal opportunities as they 	
	 arise to maximize positive perceptions of 		
	 university-community partnerships.

•	 Utilize emerging communications technologies to 	
	 cultivate the value of community engagement.

Target Measures

•	 Increase in positive perception among communities 	
	 and university leadership of the value of university 	
	 interaction. 

•	 Development of self-regulating and ongoing  
	 communication mechanisms that serve to provide  
	 continuous input from external constituencies to  
	 university programs and units.

•	 Emergence of new or refocused academic programs 	
	 that have drawn significant direction from  
	 community input resulting from the outreach  
	 networks we create and maintain. 

•	 Increased grant and contract funding for education 	
	 and research that addresses community needs.

•	 Up-to-date inventory of outreach internal-external 	
	 partnerships made broadly accessible with  
	 documentation of impact of outreach efforts in 	
	 communities.

•	 Up-to-date inventory of academic interests in  
	 outreach work.

•	 Suite of products for use by Outreach staff,  
	 university administrators and others to publicize 	
	 and promote the outreach role of the university.

•	 Ongoing presence in news stories of benefits of 	
	 community involvement with the University of 		
	 Massachusetts Amherst.

• GOAL 4 - Community Engagement: 

Intentionally connect the University of Massachusetts 
Amherst to public purpose in a respectful, reciprocal, 
and meaningful way.

Strategy 1

Develop institutional frameworks that promote en-
gagement with the community.

Tactics 

•	 Identify collaborative opportunities and gaps 	 	
	 among Outreach units and academic departments.

•	 Convene campus faculty and staff around  
	 community engagement issues and opportunities.

•	 Inventory existing programs, capacity, and faculty 	
	 expertise related to community engagement.

Strategy 2

Develop mechanisms that foster community access to 
the university.

Tactics 

•	 Identify interested communities and external  
	 partners.

•	 Convene citizens, community organizations and 	
	 policy-makers around community engagement  
	 issues and opportunities. 

•	 Inventory community-identified resources, needs 	
	 and opportunities around community engagement. 
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Strategy 3

Match community-identified priorities with the exper-
tise of campus faculty and staff.

Tactics 

•	 Orient communities and campus towards shared 	
	 benefits and reciprocal relationships.

•	 Develop mutually sustained relationships.

•	 Evaluate the impacts and effectiveness of  
	 community engagement efforts.

Target Measures 

•	 Increase the number of faculty and academic  
	 departments involved with community  
	 engagement.

•	 Increase the number of communities that are  
	 engaged.

•	 Increase the number of university-community  
	 partnerships.

•	 Increase the average length of university  
	 community partnerships. 

•	 Increase the number and frequency of campus  
	 fora on issues related to community engagement.

•	 Provide frequent and established community-based 	
	 opportunities and access points for engagement 	
	 with the university.

The Division of Outreach is well positioned to 
expand the reach of its programs and to make 
substantive contributions to the university and 
the communities it serves. This Strategic Plan 
articulates the values, themes and goals that will 
guide the work to achieve this potential. The 
plan is ambitious and challenging, but every 
goal can be achieved through effort and sus-
tained focus.

This Outreach Strategic Plan will also guide 
the development of individual strategic plans 
for each of the Outreach units. By incorporating 
the principles and strategies described herein, 
these unit plans will not only support the suc-
cess of unit programs, but also contribute to the 
broader outreach mission of the university.

Conclusion
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APPENDIX: Goal Committee Reports

• GOAL 1 - Program Development: 
Develop, deliver, manage and expand a portfolio of innovative pro-
grams to achieve the University of Massachusetts Amherst outreach 
mission. 

Program Development Goal Definition

Expand, manage and present a portfolio of Outreach programs 
to achieve the university’s mission and the programmatic goals of 
each Outreach unit.

Strategy 1

Engage in ongoing evaluation of existing programs as well as new 
program opportunities within each outreach unit, and a commit-
ment to strategic resource allocation or re-allocation.

Tactics:

1.1	 Each Outreach Unit will develop criteria to assess the  
	 appropriate fit, financial sustainability and effectiveness of 	
	 existing and new programs.

	 Assigned: (Unit Directors and Program Directors) 	

	 Metric: Criteria defined and published for each outreach unit.

1.2 	 Outreach Units will use criteria from #1 above to inventory 	
	 and evaluate existing programs.

	 Assigned: (Unit Directors, Program Directors and Project  
	 Leaders). 

	 Metric: Written evaluations for all existing outreach programs 	
	 will be published within each Outreach Unit and internal 	
	 evaluation team will assess future development of program.  
	 A re-evaluation process and schedule will occur in each unit. 

1.3 	 Each Outreach Unit will develop a clear and transparent 		
	 process, open to existing outreach personnel, faculty,  
	 university administrators, outside stakeholders and  
	 collaborators, to identify and evaluate new programmatic 	
	 opportunities. 	

	 Assigned: (Unit Directors). 	

	 Metric: Planning documents and policies that clearly define 	
	 the process for program planning and resource allocation 	
	 within each Outreach Unit will be published and available for 	
	 distribution.

1.4 	 Outreach Units will demonstrate an active commitment to 	
	 program planning and evaluation process via resource  
	 allocation/reallocation.

	 Assigned: (Vice Provost, Unit Directors and Program  
	 Directors). 

	 Metric: Planning documents and annual budgets for each unit 	
	 include the rationale for resource allocation decisions.

Strategy 2 

Invest in the culture of innovation by creating a structure and pro-
cesses that support the generation of new program ideas, identify 
and evaluate new trends and emerging needs and markets, and 
facilitate the development of new programs that are supportive  
of the Outreach mission.

Tactics:

2.1 	 Invite external partners and internal academic departments 	
	 to propose new program initiatives.

	 Assigned: (Unit Directors, Program Directors and Project 	
	 Leaders)

	 Metric: TBA

2.2 	 Evaluate these proposed initiatives for financial viability 		
	 and strategic fit with university priorities, current Outreach 	
	 programs, and the Outreach mission.

	 Assigned: (Unit Directors, Program Directors and Project 	
	 Leaders)

	 Metric: TBA

2.3 	 Units will assist in the development of new program  
	 concepts through market research, technical support,  
	 financial advising, and promotion.

	 Assigned: (Unit Directors, Program Directors and Project 	
	 Leaders)

	 Metric: TBA

2.4 	 Bring programs to market swiftly from concept to  
	 implementation.

	 Assigned: (Unit Directors, Program Directors and Project 	
	 Leaders)

	 Metric: TBA

2.5 	 Ensure the emerging program development unit in CPE has 	
	 the resources necessary for it to become the Outreach  
	 program development structure described in this strategy.

	 Assigned: (Vice Provost, Director, CPE).

	 Metric: TBA

2.6 	 Actively support the newly established Advisory Group 		
	 in working with the emerging program development unit 	
	 housed in CPE to ensure the involvement of all Outreach 	
	 units in new program development.

	 Assigned: (Vice Provost, Director CPE).

	 Metric: Group assigned and operational.
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Strategy 3  

Create appropriate incentives to foster successful program  
development. 

Tactics:

3.1 	 Develop, seek approval, and implement a revised fee and 	
	 revenue sharing agreement that serves as an appropriate 		
	 incentive to academic departments for new program  
	 development.

	 Assigned: (Vice Provost, Director Finance and Budget,  
	 Director CPE) 

	 Metric: Adjusted model implemented.

3.2 	 Develop financial and other appropriate incentives (e.g.,  
	 marketing, instructional design, underwriting, recognition, 	
	 promotion opportunities) for faculty and other partners. 

	 Assigned: (Vice Provost, Unit Directors)

	 Metric: At least two incentives per unit introduced.

3.3 	 Streamline program development funding (Program  
	 Innovative Fund and other opportunities) and processes for 	
	 external (to Outreach) partners who meet the established 	
	 criteria to work with Outreach units. 

	 Assigned: (Vice Provost, Unit Directors) 

	 Metric:  Approval of new programming proposals completed 	
	 within three weeks, develop electronic submission procedures.

3.4 	 Set aside funding for interdisciplinary and inter-unit  
	 programming. 

	 Assigned: (Vice Provost and Director of Finance and Budget

	 Metric: Budget established and published to Outreach Units.

3.5 	 Empower Outreach staff to seek new program ideas. 

	 Assigned: (Vice Provost and Unit Directors)

	 Metric: Establish incentive mechanism for staff-generated 	
	 proposals. 

• GOAL 2 - Resource Development: 
Provide faculty, customers, stakeholders and staff with innovative 
systems that maximize resources, improve customer service and 
achieve the University of Massachusetts Amherst outreach mission.

Goal:

Provide faculty, customers, stakeholders and staff with innovative 
technical and resource development systems, as well as metrics, 
that maximize operating efficiencies and increase net revenues to 
the university.

Committee:

Bart Rankin, Fran Goodwin, Irena Bozin-Mirkovic, Marcie Savoie, 
Holly Fitzpatrick, Robert Schrader, Laura Hall, Victoria Dowling, 
Karen MacDonald, Thomas Bunnell.

STRATEGIES:

Resource Development Strategies

Strategy 1 	

Generate additional revenue for university and academic  
departments by increasing capacity to respond to market  
demands through new course and program offerings.

Tactics:

1.1 	 Work with departments and faculty to develop new 		
	 courses and programs.

1.2 	 Continue to sponsor program innovation fund to 		
	 assist departments in creation of new courses and programs.

1.3 	 Submit proposal to Faculty Senate to extend length of 		
	 experimental courses to 4-6 terms from the existing 3.

1.4 	 Integrate certificate programs into degree completion 		
	 programs.

1.5 	 Work with departments to offer more general education 		
	 courses (online, blended, in person) to foster degree  
	 completion on 4-year cycle.

1.6 	 Develop additional instructional materials, educational  
	 products – Extension guides, certificate programs.

1.7 	 Increase or expand seminars, conferences.

	 Metrics: Number of course offerings. Successfully negotiate 	
	 course development “fast track” system to rapidly respond 	
	 to market forces. Number of certificate programs integrated 	
	 into degree completion programs. Number of general  
	 education courses offered by CPE. Form product development  	
	 committee to work with teams to develop new products.  
	 Research markets to expand seminars and conferences.
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Strategy 2

Increase funds from non-course sources in collaboration with 
academic departments.

Tactics:

2.1 	 Provide assistance in contract proposal development

	 a. 	 Create staff capacity – Grant position.
		  i. 	 Scan for opportunities  
		  ii. 	Budget development
		  iii. Support with submission; logistics
		  iv. 	Support for writing the grants
	 b. 	Hire consultants.
	 c. 	 Provide post award contract management.

2.2 	 Development

      	 a. 	 Fill position of Director of Development.
	 b. 	More frequent mailings to alumni/stakeholders to 		
		  increase contributions.
	 c. 	 Leverage technology to expand relationships with 		
		  alumni.
	 d. 	Seek to resolve alumni and program overlap  
		  issues with academic departments.

2.3 	 Strengthen financial systems.

	 a. 	 Increase support in budget development and 		
		  monitoring.
	 b. 	 Increase business support services for product 		
		  development.

2.4 	 Charge modest fees to academic departments and  
	 collaborators to support Outreach server resources  
	 and systems.

	 a. 	 Devise a fee structure for web site hosting and/or 		
		  using enterprise systems.
	 b. 	Devise accounting structure to ensure that fees are 		
		  returned to IT budget to maintain servers and 		
		  systems.

2.5 	 Explore opportunities for assisting departments in licensing 	
	 and product development by working in collaboration with 	
	 Research Liaison & Development (RL&D) and Commercial 	
	 Ventures & Intellectual Property (CVIP).

       	a. 	 Investigate training opportunities.

2.6  	Expand marketing of Outreach products.

	 a. 	 Expand marketing through UMassOnline (UMOL).
	 b. 	 Increase marketing for all CPE courses.
	 c. 	 Investigate opportunities to market other  
		  university outreach products and services.
	 d. 	 Investigate management of conferencing function.
	 e. 	 Fill market researcher positions.

	 Metrics: Assess development revenue, number of grants  
	 submitted and awarded. Recoup a portion of the associated 	
	 expense of the server resources and enterprise systems.  
	 Leverage relationship with UMassOnline to mitigate expense 	
	 of marketing efforts. Encourage UMOL to incur expenses  
	 associated with online marketing. Hire market researchers in 	
	 order to comprehensively examine potential markets.

Strategy 3 

Cultivate personnel in anticipation of future Outreach needs

Tactics:

3.1 	 Devise long-term staffing plans unit by unit.

3.2 	 Seek opportunities to retrain staff when appropriate.

3.3 	 Look at opportunities to augment staff with  
	 freelancers.

3.4 	 Hire new staff as necessary.

3.5 	 Develop a personnel pool of qualified applicants in 		
	 key areas.

	 Metrics: Staffing plans completed, regularly updated. Staff 	
	 retrained to meet organizational needs. New staff hired as 	
	 needed.

Information Technology Strategies

Strategy 1 

Standardizing and centralizing IT services where appropriate to 
conserve resources for course and program development.

Tactics:

1.1 	 Investigate having a single data center for division.

2.1 	 Devise protocols and recommended standards for PC 		
	 purchases for entire division.

3.1 	 Seek opportunities to centralize technical support and 		
	 services.

4.1 	 Investigate server virtualization to reduce power 		
	 consumption.

5.1 	 Standardize data archiving and security policies.

6.1 	 Devise unit disaster recovery plans.

	 a. 	 Work with other campus units to ensure  
		  continuity with university objectives.
	 b. 	Establish a communication protocol.
	 c. 	 Draft plans for each unit and submit to Director 		
		  of Planning.
	 d. 	 Indentify back-up hardware for critical systems.  
		  Example: generators for WFCR.

7.1 	 Continue to seek ways to integrate Outreach systems 		
	 with university Student Information System (SIS).

	 a. 	 Work with Administrative Computing Support 		
		  Organization (ACSO) to develop ways 			 
		  to speed registration of CPE students.
	 b. 	Act as a liaison between UMassOnline (UMOL) 		
		  and ACSO in the sharing of student 			 
		  demographic data for marketing purposes.

8.1 	 Devise baseline standards for unit networks.

	 a. 	 Identify preferred standards. Example: category 5 		
		  cable standard for all offices, wireless in key areas 		
		  for all units.
	 b. 	Provide resources to each unit to implement  
		  strategy.
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	 Metrics: Assess expense of maintaining multiple centers and 	
	 seek ways to minimize costs. Devise report with recommended 	
	 computer purchasing guidelines and baseline network  
	 standards. Disaster recovery plans for each unit developed and  
	 distributed. 

Strategy 2 

Develop and deploy new systems that benefit Outreach and the 
campus community at large.

Tactics:

1.1 	 Develop and deploy automated class approval system on 		
	 behalf of CPE and share with university registrar; devise 		
	 electronic signature systems and/or protocol.

1.2 	 Share CRM resource with interested departments.

1.3 	 Devise solution for podcasting and streaming services for CPE 	
	 and offer to faculty and departments as a shared resource.

1.4 	 Develop a “drop box” resource for sharing large files via web 	
	 interface.

1.5 	 Deploy online conferencing system to allow faculty to easily 	
	 host web-based events and meetings.

1.6 	 Assist departments in the use of Google Analytics to  
	 effectively measure their web sites. 

	 Metrics: Periodically assess value of individual systems to 	
	 academic departments 

Strategy 3 

Improve customer service to academic departments by providing 
regular IT training and orientation to Outreach staff. 

Tactics:

2.1 	 Establish base technical skill set for all Outreach staff.

2.2 	 Investigate units to determine greatest training needs.

2.3 	 Provide training opportunities on a continual basis.

2.4 	 Devise orientation manual and provide an IT orientation to 	
	 new staff.

2.5 	 Regularly survey staff to improve technical support and to 	
	 seek suggestions for making improvements.

2.6 	 Advanced sessions, user groups, and brown bag seminars.

	 Metrics: Committee formed to assess and recommend baseline 	
	 skill set for all employees (consult with Workplace Learning 	
	 & Development). Survey offices to determine training needs 	
	 and then provide regular training opportunities. Produce 		
	 divisional orientation manual.

Strategy 4 

Continue to seek ways to serve the campus community by automat-
ing business processes to increase efficiency.

Tactics:

3.1 	 Identify key business processes in each unit.

3.2 	 Examine how IT could be utilized to increase productivity or 	
	 better serve our campus partners.

3.3 	 Develop technologies to support and streamline business 		
	 processes. Example: CPE 	Registration – explore intermediate 	
	 solutions for SPIRE integration; self registration. 		
	 Middleware, data dumps, XML.

	 Metrics: Hire consultants to perform business process  
	 engineering. Develop applications to support key business 	
	 processes in each unit. Research and evaluate software to  
	 improve efficiency. Encourage and promote existing systems 	
	 throughout organization – SharePoint, CRM.

Strategy 5 

Serve university by leading in the monitoring and testing of emerg-
ing technologies.

Tactics:

4.1 	 Look for opportunities to improve organizational efficiencies 	
	 by using services such as Facebook (blogs, wikis) to increase 	
	 productivity and better serve our stakeholders.

4.2 	 Provide regular reports to senior leadership on emerging  
	 technologies that could positively impact the organization 	
	 and/or stakeholders.

4.3 	 Create feedback loop to solicit ideas from staff.

4.4 	 Monitor efforts of OIT and other divisional partners.

4.5  	Establish clear communication protocols for sharing IT  
	 information amongst units and collaborators.

4.6 	 Establish standing IT Committee representing all units that 	
	 meets regularly to discuss needs and initiatives. Reports to 	
	 Director of Planning to on a quarterly basis to keep Vice 		
	 Provost's office informed of key projects and proposed  
	 strategies.

4.7 	 Continuously seek opportunities to attend meetings of other 	
	 units - UMOL, OIT, ACSO, et al to garner information about 	
	 the long term IT objectives of these organizations.

	 Metrics: Form IT Committee; invite IT partners (OIT, Library) 	
	 to attend; regularly report to Vice Provost office. Research 	
	 Web 2.0 technologies. Create online feedback form to capture 	
	 input from staff.
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• GOAL 3 - Establish the Value of Outreach: 
Catalyze, enhance, publicize and promote the work that can be 
and is accomplished by University of Massachusetts Amherst 
with external communities in mutually beneficial and sustainable 
partnerships.

MODES OF ESTABLISHING VALUE:

• Listening
	 • Establishing systematic processes
	 • Trend analysis

• Networking externally
	 • Maintaining sense of responsibility
	 • Establishing consistent stance

• Networking internally
	 • Across University (e.g. Extension and SBDC)
	 • Within Outreach (e.g. CPE and Extension)

• Responding to what is learned

• Evaluating
	 • Programmatic success
	 • Outreach success
	 • Build on existing systems
	 • Small systematic steps

• Scanning
	 • Internal/external environmental
	 • Documentation

• Resource matching

POTENTIAL PILOT PROJECTS:
	 • Guidelines for evaluation
	 • Case Studies

Establishing Value/Creating Value/Promoting ValueSUCCESS CRITERIA:

1.	 Multiple audiences
	 a. 	 Internal to the university
		  i. 	 Faculty
		  ii. 	Students
		  iii. 	Leaders
		  iv. 	Outreach faculty/staff

	 b. 	External to the university
		  i. 	 Community partners
		  ii. 	Funders
		  iii. 	Alumni
		  iv. 	Students

2.	 Sustainable relationships	
	 a. 	 Reinvestment
	 b. 	Long-term potential
	 c. 	 Creating foundations for future work
	 d. 	Consistency of personal relationships

3.	 Learning relationships
	 a. 	 Mutually beneficial
	 b. 	Academically substantive
	 c. 	 Student involvement

4.	 Transparency
	 a. 	 Documentation
	 b. 	Dissemination
	 c. 	 Accessibility

GOAL: 

Enhance understanding and appreciation 
of what UMass Amherst and communities 
create, accomplish and learn in the context 
of mutually beneficial partnerships.
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• GOAL 4 - Community Engagement: 
Intentionally connect the University of Massachusetts Amherst to 
public purpose in a respectful, reciprocal, and meaningful way.

Definition of Community Engagement: 

“Community Engagement describes the collaboration between 
institutions of higher education and/or individuals and their larger 
communities (local, regional/state, national, global) for the mutually 
beneficial exchange of knowledge and resources in a context of 
partnership and reciprocity.”

—Adapted from the Carnegie Foundation  
for the Advancement of Teaching 

Strategy 1 	

Build an institutional framework to foster community engagement.

Tactics:

1.1 	 Bring together existing university faculty and staff responsible 	
	 for outreach efforts.

1.2 	 Assess the current range of responsibilities within that group.

1.3 	 Facilitate a conversation that identifies potential resource-	
	 sharing opportunities among departments as well as identifying 	
	 how the Outreach unit can assist.

1.4 	 Identify gaps in resource sharing.

1.5	 Develop a plan for a structure that will support the  
	 implementation of community engagement.

Strategy 2	

Identify communities with which to engage.

Tactics:

2.1	 Create an inventory of existing community programs  
	 initiated by UMass and the communities they serve.
	 a. Research existing inventory documents (e.g. Demski 		
		  document).
	 b. Survey UMass departments (academic and non- 
		  academic).
	 c. Survey Outreach units.

2.2 	 Conduct a market analysis to identify unserved/underserved 	
	 communities.

Strategy 3 	

Define a process of engagement.

Tactics:

3.1	 Assess individual unit needs.

3.2	 Define what individual units are capable of offering.

3.3	 Identify potential partners with complimentary needs.

3.4	 Identify resources necessary to implement the engagement.

3.5	 Implement the engagement.

3.6	 Evaluate the effectiveness of the engagement.
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