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Introduction
This report captures the contributions of participants from research, extension services,
academic programs, administrative heads, and members from the Council on Agriculture
Research, Extension, and Teaching (CARET) at university agriculture programs in the
Western Region who attended the Rocking the Boat summer conference. The conference
aimed to inspire bold, innovative ideas and to challenge the current status quo.

Without fundamentally new approaches to collaboration, proposed ideas and solutions
generated by the group risk replicating traditional, less effective methods.

At the conference, participants engaged in an activity designed to challenge conventional
thinking by reimagining how these groups can collaborate to address regional challenges. The
exercise explored the value of coming together as a collective and assessed whether collective
thinking offers greater impact than working as individuals.

Participants were asked to envision the future of Land Grant Universities in the Western
Region five years from now through two contrasting scenarios:

Success: Collective action leads to transformative outcomes and sustained relevance.1.
Failure: A lack of collaboration results in diminished relevance and sustainability.2.

The discussions revealed a shared recognition of the critical role collective action plays in
addressing regional challenges and shaping a successful, unified future. This report highlights
the key themes, insights, and actionable strategies that emerged, serving as a foundation for
fostering meaningful change through collaboration. While not every idea may perfectly align
with all institutional contexts, the concepts presented are adaptable to advance a collective
approach and amplify impact.
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The Rocking the Boat summer conference convened participants from research, extension
services, academic programs, administrative heads, and members from the Council on
Agriculture Research, Extension, and Teaching (CARET) at Western Region Land Grant
Universities to explore the potential impact of working as a collective. Participants envisioned
two futures: one where collective action achieved transformative success, and another where
the absence of collaboration led to irrelevance.

Key themes emerged, underscoring the need to shift from individualistic approaches to a
unified mindset. The collective’s ability to address their self-identified regional challenges—
such as environmental resilience, food security, and workforce development—depends on
shared vision, effective collaboration, and accountability. Participants identified barriers such
as silos, resistance to change, and inconsistent communication, and they proposed actionable
recommendations to overcome these challenges.

This report outlines strategies for fostering collective action, including establishing unified
goals, improving faculty impact reporting, leveraging multi-state funding, and using metrics to
track progress. While not all suggestions will fit every context, the recommendations offer a
roadmap for building innovation, sustainability, and relevance at both institutional and
regional levels.

By embracing collaboration, the Western Region Land Grant Universities can amplify their
impact, strengthen financial and political resilience, and drive transformative change. This
report identifies the importance of adopting a collective approach, to ensure a thriving and
sustainable future for the region.

Executive Summary
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Conference participants explored the implications of adopting a collective mindset by
addressing two key questions: What if we are successful as a collective in five years? and
What if we are not successful in five years? The shared themes that emerged highlight the
critical value of collaboration:

1. Why is it important for us to come together 
as a collective?
If the three association groups collaborate as a unified collective, the Western Region and its
Land Grant Universities stand to gain significant benefits:

Unified Purpose and Mission: A shared Western identity and united voice enhance the
relevance and impact of Land Grant Universities. Alignment of goals maximizes regional
success by pooling expertise, resources, and efforts. This collaboration enables us to
address complex societal challenges—such as environmental changes, food security, and
workforce development—that transcend individual institutions or disciplines.

Strength in Numbers: A regional collective amplifies our message, strengthens advocacy,
and builds our reputation. By working together, we can attract greater funding, forge
stronger partnerships, and respond more effectively to regional and global challenges. A
unified voice promotes the unique contributions of the Western Region, enhancing its
visibility and influence.

 Cross-Disciplinary Solutions with Broader Impact: Integrating teaching, research, and
extension fosters innovative, interdisciplinary solutions to pressing problems. This
approach increases our relevance to stakeholders, addresses immediate and long-term
challenges, and inspires faculty, students, and external partners to engage with and
support our mission.

These insights emphasize that a collective mindset is essential for ensuring relevance,
sustainability, and success in addressing the complex challenges of today and the future.

The Importance of a Collective
Mindset 

Agriculture: Conference Results 6



2. What are the benefits of a collective approach?
Adopting a collective approach offers several significant advantages that enhance the impact
and relevance of Land Grant Universities in the Western Region:

Enhanced Problem-Solving: By leveraging different perspectives and expertise, we can
tackle bigger issues like environmental changes, food security, and community health
more effectively.

Shared Resources and Expertise: Sharing resources, staff, and infrastructure reduces
redundancy and maximizes impact. By pooling resources, we can work to solve regional
challenges more equally and efficiently. We can create interdisciplinary and trans-
disciplinary programs to tackle complex issues.

Increased Relevance and Recognition: A collective approach gives us a competitive
advantage and helps us become a model for other regions. A collective approach also
ensures that programs remain adaptable and aligned with societal needs, strengthening
the relevance of LGUs in the Western region.

Unified Voice Stronger Advocacy: Speaking as one enhances our ability to influence
policymakers, secure funding, and promote a strong Western identity. A unified voice
amplifies our message, builds credibility, and strengthens regional advocacy efforts.

Broader Reach: Collaboration extends our reach to resource-limited populations,
increases program visibility, and fosters innovative solutions to local and regional
challenges. Together, we can achieve greater societal impact than working as individual
institutions.

This unified approach highlights the power of collaboration in ensuring relevance,
sustainability, and long-term success.
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3. What are the key barriers preventing us from
thinking as a collective?
Key barriers are hindering our ability to think collectively which must be addressed to achieve
greater alignment and impact across Land Grant Universities in the Western Region:

Lack of Shared Vision and Coordination: Difficulty agreeing on common goals, vision, or
strategy across many institutions. Unclear definition of the “collective community” and its
purpose.

Silos and Fragmentation: Silos within and across LGUs prevent integration between
academics, research, and extension. More specifically, institutional, disciplinary, and
geographic divides hinder collaboration and alignment.

Resistance to Change: Fear of losing resources or autonomy prevents some stakeholders
from embracing a collective mindset. Lack of administrative and faculty buy-in or
support.

Resource Constraints: Limited funding and staff capacity (and/or buy-in) create
competition rather than collaboration.

Lack of Shared Accountability: Without mechanisms to hold institutions accountable for
collective goals, efforts can become disjointed.

Inconsistent Communication: A lack of cohesive messaging and narratives undermines
the ability to rally around shared priorities. Lack of effective storytelling makes it
challenging to demonstrate relevance or impact to stakeholders (internally and
externally).

Addressing these barriers is critical to fostering a unified, collaborative approach that will
strengthen the relevance and effectiveness of our programs across the Western Region.
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4. Risks of not Adopting a Collective Mindset
Failing to embrace a collective approach poses significant risks that can undermine the
relevance, effectiveness, and sustainability of Land Grant Universities in the Western Region:

Loss of Relevance: Without a unified approach, our programs risk becoming
disconnected from societal needs and losing public trust.

Duplication of Efforts: Operating in silos leads to inefficiencies, wasted resources and
redundancy, limiting overall effectiveness.

Missed Opportunities: A fragmented approach limits our ability to secure funding, build
strategic partnerships, and attract top talent, reducing our competitive advantage.

Diminished Impact: A lack of coordination weakens our ability to address regional
challenges effectively. Continued internal misalignment and an absence of shared
purpose risk stagnation and limit progress.

Weak Advocacy: Without cohesion, our collective voice is diminished, undermining our
influence on policymakers and reducing our ability to secure support for key initiatives.

These risks highlight the critical importance of adopting a collective mindset to ensure
the long-term impact and relevance of our programs.
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5. Recommendations: Shifting to a Collective Mindset
To regularly adopt a collective approach, we must rethink and adjust the ways we currently
operate. The following recommendations outline key changes needed to foster and sustain a
collective mindset:

1. Develop a Unified Vision and Purpose
Clearly define a common purpose/vision, and shared goals that align all members of the
collective community. Have a ‘we’ mindset.
Ensure every group (academics, research, extension) understands their role in the
collective vision.

2. Break Down Silos
Foster collaboration across departments, institutions, disciplines, and associations to
create more integrated efforts.
Encourage mutual respect and understanding among academics, research, and extension
programs.
Streamline processes by removing bureaucratic barriers and establishing protocols for
resource sharing and joint decision-making.
Align guiding documents (e.g., the Western Agenda) to ensure consistency in goals and
priorities across groups, institutions, and disciplines.

3. Enhance Communication and Engagement
Build robust channels for regular communication and sharing of best practices across all
association groups.
Actively engage external stakeholders, including legislators and the public, to strengthen
support.
Develop unified messaging that highlights the collective impact of our work and tells a
compelling story to a variety of audiences.

4. Incentivize Collaboration
Create reward systems for interdisciplinary, inter-institutional, and cross- association
projects.
Tie funding and resource allocation to collaborative efforts and shared outcomes.

5. Promote Change
Shift from an individualistic mindset (“What’s in it for me?”) to a team-oriented approach
(“What’s in it for us?”).
Foster an abundance mindset, focusing on shared opportunities rather than competition.
Encourage bold thinking and cultivate a culture that rewards risk-taking, innovation, and
adaptability.
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6. Prioritize Accountability and Follow-Through:
Establish systems to track progress toward collective goals across association groups.
Set measurable benchmarks for success and regularly assess progress.
Hold all members accountable for agreed-upon actions, bridging the gap between current
activities and desired outcomes.

By implementing these changes, we can build a stronger, more unified collective capable of
addressing complex challenges and driving meaningful impact.

Conclusion

A collective mindset is essential for tackling the complex, interconnected challenges facing
the Western Region. By embracing collaboration, the Western Region Land Grant Universities
can amplify their impact, strengthen their relevance, and achieve a shared vision of
innovation, resilience, and progress.

A collective mindset fosters enhanced problem-solving, shared resources, and cross-
disciplinary solutions that address societal challenges like environmental changes, food
security, and workforce development. It also strengthens advocacy, builds a unified regional
identity, and broadens our reach to communities.

This shift requires intentional changes in how we think and operate.

The benefits of collaboration far outweigh the risks of maintaining the status quo. Together,
we can lead the way in creating a thriving, sustainable future that reflects the full potential of
the Western Region’s Land Grant Universities. Let this be the call to action that drives us
toward bold, innovative, and transformative change.
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Below are ideas that may help the group develop a shared identity.

1. Our Purpose – Why We Come Together as a Collective

A purpose statement should be both true and enduring, reflecting the core reason for our
collaboration.

Our Purpose Statement:

The purpose of this collective is to unite the strengths of academics, research, and
extension across the Western Region to address the most pressing challenges facing
Land Grant Universities—challenges that no single institution could tackle alone.

Through Our Collective Efforts, We Aim To: 

Tackle Grand Challenges: Develop bold, innovative solutions to critical issues such as
environmental changes, food security, workforce development, and community health.

Build a Thriving Western Region: Create a region that is well-fed, resilient, and
prosperous, where universities act as economic drivers and hubs of innovation.

Lead by Example: Serve as a model for other regions by leading with humility, creativity,
and a commitment to measurable impact.

By adopting this shared purpose, we can amplify the power of our collective and ensure the
Western Region’s Land Grant Universities remain vital, relevant, and transformative forces
for generations to come.

Who are we as a collective? 
Our Purpose and Vision
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2. Our Vision – What is Our Shared Vision as a Collective?

Vision statements should be ambitious yet achievable, inspiring collective action. Including a
“by when” statement can provide clarity and focus.

Below are sample vision statements that might be relevant for this Collective.

Vision Example 1: As a collective, we dismantle silos and create fully integrated
university-community ecosystems that turn innovation into real-world impact. We are
forward-thinking leaders in sustainable solutions, forging partnerships that address global
challenges and catalyzing systemic change in education, policy, and innovation for future
generations.

Vision Example 2: By fostering collaboration, innovation, and progress, we advance
sustainable agricultural systems, support resilient food networks, promote environmental
stewardship, and enhance community health and vitality.

Vision Example 3: Through interdisciplinary approaches, and bold thinking, as a
collective, we create measurable impacts that transform lives, drive regional prosperity,
and position the Western Region Land Grant Universities as a model of relevance and
excellence on a national and global scale.

Vision Example 4: As a collective we are a unified leader in innovation and impact. By
2030 the Western Region Land Grant Universities are nationally recognized for their
collective leadership in addressing critical challenges, advancing innovative agricultural
systems, fostering resilient communities, and driving sustainable solutions.

Vision Example 5: We are a model of collective success, upholding the Land Grant
Mission. By harnessing the power of collaboration, we solve complex problems, secure
essential resources, and deliver impactful solutions that benefit individuals, industries,
and ecosystems across the West and beyond.
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3. What is Our Identity as a Collective?

As a collective, it is vital to adopt an identity that reflects our shared purpose, vision, and
commitment to working as a unified entity. Setting aside individual allegiances to the
associations, universities, or perspectives we represent allows us to come together as one,
fully focused on the collective mission. A new name can symbolize this transformation,
uniting us as a single force for innovation, impact, and progress.

Below are three potential names that capture the spirit and goals of this new collective:

1. Western Impact Alliance (WIA)
Highlights the collective mission to create meaningful, measurable impact across the
Western region, emphasizing regional focus and purpose-driven collaboration.

2. Western Vision Collective (WVC) OR Western Collective
Represents a shared vision for a prosperous, sustainable, and thriving Western
region, achieved through unified efforts and mutual purpose.

3. Alliance for Western Excellence (AWE)
Celebrates the collective commitment to excellence in education, research,
extension, and community impact, while reinforcing the group’s identity as a
powerful, united entity.

Each of these names reflects the value of leaving behind individual perspectives and
affiliations to embrace a cohesive, forward-looking identity. By uniting under a single name
and vision, we strengthen our ability to address regional challenges, inspire confidence, and
achieve transformative outcomes as one powerful collective.

Conclusion

Together, we have shown that collaboration, innovation, and shared purpose are essential for
addressing the complex challenges of today and building a thriving future for the Western
Region Land Grant Universities. By embracing a collective mindset, we amplify our impact,
attract meaningful partnerships, and drive transformative solutions that benefit our
institutions, communities, and society as a whole. Our shared vision unites us in creating a
sustainable, prosperous future that will serve as a model of excellence and relevance for
generations to come. A new name solidifies our position as a unified group.
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What can we do as a collective?
Operating with a Collective Mindset
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What Problems can we Solve more Effectively as a
Collective

By acting as a collective, the Western Region Land Grant Universities can address critical
challenges with innovative, measurable, and transformative solutions. The integration of
academics, research, and extension allows for a comprehensive and unified approach to
solving regional issues.

The four regional areas of focus for the Western Region are:
Advancing Innovative Agriculture Systems 
Supporting Resilient Food Systems 
Promoting Natural Resources and Environmental Sustainability 
Fostering Community Health and Vitality

This section provides an example for how extension, research, and academics could come
together to solve a shared problem in each of these areas. It includes:

Problem we can solve 
Integrated Approach 
Roles
Metrics for Success 
Pitfalls to Avoid
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Addressing Problems as a Collective

1. Advancing Innovative Agriculture Systems

Problem We Can Solve:
How can we use advanced technologies and collective expertise to transform agriculture into
a more productive, sustainable, and resilient system that addresses the Western Region’s
unique challenges?

Integrated Approach:
Research develops AI-driven irrigation systems that improve water efficiency and adapt to
environmental variability. Academics incorporate these systems into curricula to train
students in cutting-edge agricultural practices. Extension delivers workshops and
demonstrations to farmers, helping them implement the technology and customize it to their
operations.

Roles:
Academics: Teach students the principles and applications of AI-driven irrigation systems
and sustainable farming practices, preparing a skilled workforce.
Extension: Work directly with farmers to demonstrate and implement AI irrigation
systems, providing ongoing technical support to ensure successful adoption.
Research: Develop, test, and refine precision irrigation technologies, ensuring their
feasibility and scalability for varied agricultural operations.

Metrics for Success:
Technology Adoption: Percentage of producers implementing AI-driven irrigation
systems.

1.

Why It Matters: Tracks the practical application of research.
Increased Agricultural Productivity: Growth in yields, improved soil health, and better
water-use efficiency.

2.

Why It Matters: Demonstrates tangible benefits of advanced technologies.
Workforce Preparedness: Enrollment and graduation rates in ag-tech and precision
agriculture programs.

3.

Why It Matters: Ensures a pipeline of future agricultural leaders.
Research Outputs: Number of commercialized technologies, patents, and academic
publications related to precision agriculture.

4.

Why It Matters: Reflects the contribution of research to agricultural innovation.



Advancing Innovative Agriculture Systems Cont.

Pitfall to Avoid:
Fragmentation of Efforts: A lack of coordination between academics, research, and
extension could lead to disjointed implementation. For example, farmers may not adopt
AI-driven systems if research findings are not communicated effectively through
extension, or if academic programs do not emphasize practical application.
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2. Supporting Resilient Food Systems

Problem We Can Solve:
How can we strengthen local and regional food systems to ensure fair access to nutritious
food while reducing waste and improving supply chain resilience?

Integrated Approach:
Research develops innovative food preservation technologies to extend the shelf life of
perishable goods, reducing waste and increasing supply chain reliability. Academics integrate
these methods into food systems and supply chain curricula, preparing students to lead in the
food industry. Extension works with producers and distributors to implement these
technologies and improve local food networks.

Roles:
Academics: Train students in food systems management and preservation technologies,
preparing them to address real-world challenges in the food industry.
Extension: Provide training to local producers and distributors on adopting food
preservation practices and building resilient food networks.
Research: Design and test food preservation methods and technologies, ensuring their
scalability and effectiveness in reducing waste and increasing food security.

Metrics for Success:
Food Security: Reduction in food-insecure households.1.

Why It Matters: Measures progress in addressing community needs.
Growth in Local Food Networks: Increase in food hubs, CSAs and farm-to table
initiatives.

2.

Why It Matters: Reflects the expansion of resilient food systems.
Food Wast Reduction: Percentage decrease in food waste at production, distribution,
and consumption stages.

3.

Why It Matters: Tracks efficiency improvements in food systems.
Supply Chain Resilience: Fewer disruptions and faster recovery during crises.4.

Why It Matters: Demonstrates the system’s ability to adapt to challenges.

Pitfall to Avoid:
Overlooking local needs of the community: Focusing solely on technological
advancements without addressing barriers faced by underserved communities can result
in solutions that fail to reach those who need them most. Ensure local producers and
underserved populations are part of the conversation.

Agriculture: Conference Results 18



3. Promoting Natural Resources and Environmental
Sustainability

Problem We Can Solve:
How can we address water scarcity and environmental change impacts while promoting long-
term environmental sustainability and conservation practices?

Integrated Approach:
Research develops renewable energy systems to power farms, focusing on carbon
sequestration, and reducing dependence on non-renewable energy. Academics incorporate
these technologies into sustainability-focused programs, training students in energy-efficient
and environmentally responsible practices. Extension provides hands-on guidance to farmers,
helping them adopt renewable energy systems and integrate sustainable practices into their
operations.

Roles:
Academics: Develop programs that teach students about renewable energy systems,
resource conservation, and sustainable farming techniques.
Extension: Work directly with farmers to implement renewable energy systems,
providing ongoing support and education to maximize impact.
Research: Design renewable energy technologies and study their effectiveness in
increasing carbon sequestration and improving energy efficiency on farms.

Metrics for Success:
Increase Carbon Sequestration: Increase in carbon sequestration from agricultural
operations.

1.

Why It Matters: Demonstrates progress in mitigating environmental impacts.
Adoption of Renewable Energy: Percentage of farms using renewable energy systems.2.

Why It Matters: Tracks practical implementation of sustainable energy solutions.
Resource Conservation: Reduction in water and energy use per unit of agricultural
output.

3.

Why It Matters: Reflects efficiency improvements in resource use.
Sustainable Land Management: Increase in acres under conservation practices like no-
till farming and cover cropping.

4.

Why It Matters: Tracks the scale of conservation efforts.

Pitfall to Avoid:
Short-Term Thinking: Focusing on immediate results without considering the long-term
impact of renewable energy and conservation practices may lead to unsustainable
solutions. Ensure strategies are forward-looking and adaptable.
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4. Fostering Community Health and Vitality

Problem We Can Solve:
How can we reduce health disparities, improve mental and physical well-being, and engage
a broad range of communities in building healthier, more vibrant communities?

Integrated Approach:
Research identifies mental health gaps in rural communities and develops evidence-based
interventions. Academics incorporate these findings into public health programs to train
students in rural health solutions. Extension implements community workshops and provides
resources to a broad range of populations, promoting mental health awareness and access to
services.

Roles:
Academics: Train students in public health, focusing on rural health disparities and
effective community engagement strategies.
Extension: Deliver mental health workshops, nutrition programs, and wellness resources
tailored to communities.
Research: Investigate social determinants of health and design interventions to improve
mental and physical well-being in rural areas.

Metrics for Success:
Health Outcomes: Reduction in rates of obesity, diabetes, and mental health challenges.1.

Why It Matters: Reflects the direct impact of health programs.
Community Participation: Growth in attendance at wellness events and workshops.2.

Why It Matters: Indicates stronger engagement and community vitality.
Youth Engagement: Increase in participation in leadership and wellness programs, such
as 4-H.

3.

Why It Matters: Tracks success in fostering the next generation of leaders.
Economic Impact: Job creation and growth in local economies through health and
wellness initiatives.

4.

Why It Matters: Measures broader benefits of improved community health.

Pitfall to Avoid:
Disconnection from Communities: Failing to involve local communities in program
development can result in interventions that don’t meet their needs. Build partnerships
and listen to community voices throughout the process.
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Conclusion

By addressing these key problems as a collective, the Western Region Land Grant Universities
can create measurable, transformative change across the region. The integration of
academics, research, and extension ensures practical, impactful solutions to today’s most
pressing challenges, positioning the collective as a leader in innovation, sustainability, and
community development. 

Together, we can build a more resilient, equitable, and prosperous future.



1. Communicating with my University

Working as a collective provides an opportunity to unlock unique advantages that individual
universities or associations might not achieve alone. To gain buy-in from stakeholders, it’s
essential to communicate these benefits in a clear, compelling way that addresses their
interests and priorities. Below are five statements that can help articulate the value of
collaboration, designed to resonate with a variety of audiences and highlight the “what’s in it
for me” factor.

Statements to Communicate the Benefits of a 
Collective Approach

“Together, we can access larger funding opportunities that prioritize regional
collaboration.”

Why It Could Work: Emphasizes the financial advantage of collective action. Many
federal and private funding opportunities now favor multi-institutional, interdisciplinary
collaborations. By working as a collective, we can unlock funding that individual
universities or associations might not qualify for alone.

“Collaboration allows us to leverage each other’s strengths, enabling us to address
challenges that are too big for any one institution to tackle alone.”

Why It Could Work: Highlights the power of shared expertise. Complex issues like
environmental resilience, food security, and workforce development require a variety of
skill sets and perspectives. Working collectively ensures no university or association has
to face these challenges in isolation.

“As a unified collective, we can amplify our impact and elevate our regional and
national reputation.”

Why It Could Work: Taps into institutional pride and long-term benefits. A strong
collective identity positions the Western Region as a leader and model for innovation,
making individual universities more attractive to students, faculty, and partners.

What About at My University?
Strategies to Make Operating as a
Collective a Reality
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“Collaborating as a collective allows us to streamline resources and reduce
redundancy, saving time, money, and effort across all institutions.”

Why It Could Work: Appeals to practicality and efficiency. Sharing data, research,
training programs, and infrastructure reduces duplication of effort and ensures that
resources are used more effectively to achieve shared goals.

“By participating in this collective, we ensure that our programs remain relevant and
responsive to the evolving needs of our region and its communities.”

Why It Could Work: Focuses on adaptability and community impact. Universities and
associations want to stay connected to societal needs. A collective approach ensures that
solutions are tailored to the region’s unique challenges, increasing relevance and
stakeholder trust.

Conclusion

These statements are designed to communicate the tangible benefits of collaboration, helping
stakeholders see how working as a collective directly supports their goals. By emphasizing
funding opportunities, shared expertise, reputation-building, efficiency, and relevance, these
messages can foster a sense of shared purpose and inspire commitment to the collective’s
broader mission.
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2. Practical Solutions to Implement that Support 
the Collective

Operationalizing the concept of working as a collective starts with practical steps we can take
within our own universities. These actions don’t require senior leadership approval or
sweeping institutional changes—they fall within our remit as leaders in academics, research,
and extension. By implementing these forward-thinking and manageable initiatives, we can
lay the groundwork for collaboration, align with the collective mindset, and demonstrate the
value of working together to address regional challenges.

1. Create a Cross-University “Grand Challenges 
Task Force”

What to Do: Establish a task force at your university focused on tackling one of the
Western Region’s grand challenges (e.g., water scarcity, food security, environmental
resilience). Include representatives from academics, research, and extension, ensuring
interdisciplinary perspectives are part of the process. Coordinate with similar task forces
at other universities to align strategies and share findings.

How it Could Work: Each task force focuses on a specific aspect of the challenge,
tailored to their institution’s strengths. For example, one university may explore AI
solutions for water management, while another evaluates the social and economic
impacts of these technologies. Regular virtual or in-person meetings enable cross-
university collaboration and alignment.

Outcome: Establishes a structured framework for regional collaboration, encourages
shared expertise, and demonstrates the collective’s ability to address complex challenges
together.

2. Launch a Regional Faculty and Extension Staff 
Exchange Program

What to Do: Develop a short-term exchange program where faculty, researchers, or
extension professionals from one university work at another to share expertise, build
collaborative research projects, or learn new institutional practices. Exchanges can last
from a week to a semester and may be virtual, in-person, or hybrid.
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How it Could Work: Identify priority areas such as ag-tech adoption, environmentally-
smart agriculture, or community health. Pair participants from different universities with
shared interests and clearly define exchange goals (e.g., co-publishing a paper,
developing a training program, or piloting an outreach project). Secure funding for travel
or other logistical needs.

Outcome: Builds cross-institutional relationships, fosters innovation, and strengthens a
shared sense of purpose across the collective.

3. Establish Shared Regional Data and Resource Hubs

What to Do: Develop a shared, open-access platform to consolidate regional data,
research findings, case studies, and best practices on priority topics like water use, crop
yields, food systems, and public health.

How it Could Work: Each university designates a representative to contribute data sets
and maintain the hub. Establish clear standards for data collection and upload frequency
to ensure consistency and accuracy. Schedule regular meetings to discuss resource
sharing and how to expand the hub’s impact.

Outcome: Creates a central repository for collective knowledge, making it easier for all
universities to access and use shared insights to drive impactful solutions.

4. Pilot a Collaborative Inter-University Course or
Certificate Program

What to Do: Design a collaborative course or certificate program addressing regional
challenges like sustainable food systems, agricultural resilience, or community health.
Leverage expertise from multiple universities to provide students with varying
perspectives and cutting-edge knowledge.

How it Could Work: Use virtual platforms to allow faculty from different universities to
co-teach. Include hands-on components, such as joint research projects, fieldwork, or
cross-university team assignments. Market the program as a unique opportunity to
engage with experts from across the region.

Outcome: Builds a talent pipeline for addressing regional challenges, fosters
collaboration among students and faculty, and serves as a model for collective academic
programs.
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5. Organize a Western Region Collective 
“Innovation Challenge”

What to Do: Host an annual challenge where teams of faculty, students, and extension
professionals from member universities develop innovative solutions to pressing regional
issues like food security, renewable energy in agriculture, or agricultural adaptation.

How it Could Work: Teams work throughout the year, supported by mentoring,
workshops, and access to shared regional data hubs. The challenge culminates in a
regional event where teams present their solutions. Winners receive funding,
implementation support, or partnerships with industry stakeholders to bring their ideas to
life.

Outcome: Engages a variety of stakeholders, fosters a culture of innovation, and delivers
tangible outcomes that benefit the collective and the region.

Conclusion

These ideas provide actionable ways to foster collaboration and embody the collective
mindset within our own universities. By starting small and focusing on what’s within our
control, we can build momentum, strengthen regional partnerships, and showcase the power
of shared expertise. Ultimately, these efforts will create a ripple effect, demonstrating the
value of collective action and inspiring broader participation across the Western Region.
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3. Faculty: Impact Reporting to Support 
the Collective

For the collective to maintain forward momentum and achieve success, it is essential to re-
establish accountability practices that clearly demonstrate impact. This includes helping
faculty showcase the true value of their work in a way that aligns with institutional and
regional priorities. Effective impact reporting is not only a way to highlight individual and
collective contributions but also is a tool for attracting funding, fostering partnerships, and
building institutional relevance.

Faculty often juggle multiple responsibilities, so any changes to reporting practices must be
realistic, manageable, and aligned with existing agreements such as collective bargaining
agreements (e.g., UNAC). These suggestions attempt to respect faculty autonomy while
providing tools to better communicate their achievements in teaching, research, and
outreach. Moreover, these strategies empower universities to align faculty efforts with
broader institutional and collective goals, reinforcing the collective mission without
overburdening individuals.

Here are five practical, forward-thinking ways universities can support faculty in improving
impact reporting while staying within the span of institutional control and respecting faculty
governance.

1. Shift Focus to Outcome-Oriented Reporting

What to Do: Encourage faculty to report not just outputs (e.g., papers published, grants
received) but measurable outcomes (e.g., how their research improved agricultural
practices, influenced policy, or benefited communities).

How to Support: Provide templates or frameworks for reporting that guide faculty in
tying their work to specific regional or societal impacts. Include categories like
community engagement, student success, or real-world applications.

Example: Instead of reporting “50 farmers attended a workshop,” report the resulting
behavior change, such as “75% of farmers implemented water-saving practices taught in
the workshop.”
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2. Standardize and Simplify Reporting Tools

What to Do: Implement user-friendly, standardized tools that allow faculty to input their
achievements and impacts efficiently.

How to Support: Use centralized digital platforms (e.g., dashboards, impact reporting
software) where faculty can record data on research, teaching, and outreach activities
throughout the year, instead of scrambling during annual reviews.

Example: A platform where faculty can input data on publications, grant outcomes,
student training, and community outreach in real time, with prompts for linking activities
to broader institutional or collective goals.

3. Highlight Interdisciplinary and Collaborative
Contributions

What to Do: Create a system where faculty can explicitly report on interdisciplinary and
collaborative work, such as projects that span research, academics, and extension.

How to Support: Offer reporting categories for team-based efforts, especially those tied
to collective initiatives. Recognize faculty who play key roles in multi-institutional
collaborations.

Example: Faculty could report on their role in a regional task force, detailing how their
research contributed to solving a shared challenge like food insecurity or agricultural
adaptation.

4. Use Impact Narratives and Storytelling

What to Do: Encourage faculty to use narrative formats to tell the story of their work’s
impact. Highlight not just what was done, but why it matters and who benefited.

How to Support: Provide training on storytelling techniques, emphasizing how to frame
their research, teaching, or outreach as a solution to real-world problems.

Example: A faculty member might describe how their research on extreme weather-
resilient crops increased yields for local farmers and secured funding for further
development, weaving data with compelling anecdotes.
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5. Align Reporting with Institutional and Regional Goals

What to Do: Help faculty connect their activities and achievements to broader
institutional or collective priorities, such as sustainability, collaboration, or economic
development.

How to Support: Create rubrics or guidelines that map individual efforts to collective
goals. Include prompts for reporting on how their work aligns with institutional missions
or regional collective initiatives.

Example: A faculty member working on renewable energy for farms could report how
their research contributes to the collective’s goal of carbon sequestration across the
Western Region.

Bonus Suggestion: Incentivize Better Reporting

What to Do: Tie comprehensive, high-quality impact reporting to meaningful rewards,
such as funding opportunities, professional development resources, or recognition in
tenure and promotion evaluations.

How to Support: Provide clear examples of how improved reporting directly benefits
faculty (e.g., showcasing their work in collective grant proposals or institutional
publications).

Conclusion

By adopting these strategies, universities can help faculty better articulate their contributions
and align their efforts with the collective mission. These improvements in impact reporting
ensure that faculty achievements are recognized, institutional priorities are advanced, and
collective goals are supported. In turn, this alignment strengthens the collective’s ability to
attract funding, forge impactful partnerships, and demonstrate regional leadership. When
done thoughtfully, these reporting practices reinforce the value of working as a collective
while respecting the workload and autonomy of faculty.
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Strategies to Leverage Multi-State
Funding to support the Collective
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Multi-state funding provides a unique opportunity for universities and associations to work
together as a collective to address regional challenges. When used strategically, these funds
can drive collaboration, innovation, and measurable outcomes that benefit the entire
Western Region. Below are five practical and forward-thinking strategies for leveraging multi-
state dollars more effectively, ensuring alignment with the collective mission while
maximizing impact. 

1. Prioritize Funding for Collaborative, High-Impact
Projects

How It Could Work: Invest funds in projects that tackle shared regional challenges such
as water scarcity, food security, and environmental resilience. Require projects to include
interdisciplinary collaboration between academics, research, and extension from multiple
universities or associations. Fund initiatives that demonstrate clear potential for real-
world application and measurable regional benefits.

Why It Matters: Aligns funding with collective priorities, incentivizes collaboration, and
ensures resources are focused on projects that offer the greatest potential for widespread
regional impact.

2. Develop Shared Infrastructure and Resource Hubs

How It Could Work: Invest in creating shared resources, such as centralized data
repositories, specialized research facilities, or regional training programs. Examples
might include a platform for tracking regional water use or a facility dedicated to
environmentally smart agricultural innovation. Ensure equitable access to these resources
for all members of the collective.

Why It Matters: Avoids duplication of efforts, reduces costs, and provides all universities
and associations with consistent, high-quality tools and data to address regional
challenges collaboratively.



3. Invest in Cross-Institutional Workforce
Development Programs

How It Could Work: Use funds to create collaborative academic and training programs
that address workforce needs in critical areas like sustainable agriculture, sustainable
energy, or food systems management. For example, develop regional internships, joint
certificate programs, or virtual courses taught by faculty from multiple institutions.

Why It Matters: Prepares a skilled workforce that meets the region’s needs while
highlighting the collective’s ability to produce real-world solutions. Workforce-focused
programs also enhance universities’ relevance and appeal to non-traditional and lifelong
learners.

4. Fund Pilot Projects to Test and Scale
 Innovative Solutions

How It Could Work: Allocate multi-state dollars to pilot projects that integrate research,
academics, and extension to address specific regional challenges. For example, a project
could involve researchers developing AI-driven irrigation systems, academics integrating
the technology into curricula, and extension professionals training farmers to adopt it.
Focus on projects with scalability and measurable outcomes.

Why It Matters: Pilot projects provide proof of concept, allow for testing innovative
approaches in real-world settings, and build stakeholder confidence to scale successful
solutions across the region.

5. Establish a Regional Innovation and Collaboration
Grant Program

How It Could Work: Use multi-state funds to create a competitive grant program for
faculty, researchers, and extension professionals across the collective. Grants could
support interdisciplinary research, multi-university extension initiatives, or the
development of cross-state academic programs. Include criteria that prioritize
collaboration, innovation, and regional impact.

Why It Matters: Encourages collaboration, fosters innovation, and ensures that funding
is directed toward the most promising ideas. Competitive grants also create opportunities
for faculty and staff to think creatively and work beyond their institutional silos.
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Conclusion

By leveraging multi-state dollars strategically, universities and associations can foster
collaboration, build shared infrastructure, and deliver innovative solutions to regional
challenges. These strategies align funding with the collective mission while maximizing its
impact, positioning the Western Region as a leader in addressing critical issues such as
agricultural resilience, food security, and workforce development. By taking these actionable
steps, the collective can demonstrate the transformative potential of multi-state
collaboration.
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Metric Name Purpose What It Measures Why It Matters

Regional and
National
Collaboration
Index

Evaluate the collective
effectiveness in fostering
partnerships and
collaborations to enhance
regional and national
influence.

Number and quality of
cross-institutional
partnerships, research
projects, and presence in
policy discussions.

Demonstrates alignment
and influence of the
collective across
regional and national
platforms.

Revenue
Diversification
and Policy
Engagement
Score

Assess the collective
financial stability and
political engagement
through diversified funding
streams and legislative
involvement.

Percentage of diversified
funding sources and
number of policy
engagements (e.g.,
meetings, testimonies,
advocacy efforts).

Ensures resilience by
avoiding over-reliance
on a single funding
source and maintaining
influence in legislative
spaces.

Community
Trust and
Engagement
Index

Measure the strength of
relationships and trust
between LGUs and the
communities they serve,
focusing on engagement
and connection.

Community participation,
satisfaction with LGU
programs, and repeat
engagement.

Reflects the ability to
maintain strong, trusted
connections with
communities and adapt
to their needs.

Narrative
Reach and
Resonance
Score

Evaluate the effectiveness
of storytelling in showcasing
the collective impact and
inspiring action among
stakeholders.

Reach, engagement, and
emotional resonance of
storytelling efforts (e.g.,
views, shares, feedback).

Bridges the gap between
data and impact by
showing the value and
importance of collective
achievements.

Regional
Relevance
and Expertise
Index (RREI)

Assess how LGUs are
perceived as relevant and
credible sources of
information, education, and
solutions by key
stakeholders.

Perceived relevance, trust
in expertise, and
frequency of stakeholder
use of LGU resources.

Ensures LGUs remain
trusted and relevant
sources of solutions to
address societal and
regional challenges.

Metrics are critical for evaluating the collective’s progress and impact. To truly understand
how well the Western Region Land Grant Universities (LGUs) are achieving their goals as a
collective, we need to assess success not only in terms of tangible outcomes but also in areas
like regional and national influence, financial and political stability, social trust, and the
effectiveness of storytelling. These metrics provide a well-rounded view of the collective’s
performance, ensuring continuous momentum adaptability, and accountability.

Metrics Implementation:

Unified Metrics to Support 
the Collective



More Detailed Information About Metrics

Regional and National Collaboration Index

Metric: Regional and National Collaboration Index

Purpose: Assess the collective’s effectiveness in fostering partnerships and
collaborations that enhance its regional and national presence and impact.

What It Measures: The number and quality of partnerships, collaborations, and joint
initiatives among regional universities, national organizations, and stakeholders.

How It Works:
Track cross-institutional grant applications, multi-university research projects, shared
academic programs, and policy contributions.
Measure the collective’s presence at national conferences, mentions in federal policy
discussions, and recognition in national rankings or reports.

Why It Matters: This metric highlights how well the collective is aligning efforts and
amplifying its presence on regional and national stages. A strong score demonstrates
successful collaboration and influence that extends beyond individual universities.

Financial and Political Stability Metric

Metric: Revenue Diversification and Policy Engagement Score

Purpose: Evaluate the collective’s financial stability and its ability to influence policy
through diversified funding streams and legislative engagement.

What It Measures:
The percentage of funding that comes from msources (e.g., federal grants, private
partnerships, state appropriations).
The number of policy engagements, such as meetings with legislators, testimonies
provided, or policies influenced.

How It Works:
Annually track funding sources to ensure no over-reliance on a single stream.
Monitor legislative outreach efforts, white papers produced, and advocacy campaigns.

Why It Matters: This metric reflects the collective’s financial resilience and political
influence. By diversifying revenue and engaging with policymakers, the collective can adapt to
challenges, maintain stability, and advance its goals.
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Community Trust and Engagement Index

Metric: Community Trust and Engagement Index

Purpose: Measure the strength of relationships and trust between LGUs and the
communities they serve, focusing on the depth of engagement and connection.

What It Measures: 
Community Participation: Rates of attendance at events, workshops, and programs.
Satisfaction with Engagement: Stakeholders’ satisfaction with the quality and
responsiveness of LGU programs and outreach efforts.
Repeat Engagement: The frequency with which community members return to LGUs for
services, programs, or collaborations.

How It Works:
Conduct surveys and focus groups with community members and local stakeholders to
gauge satisfaction and trust.
Measure program participation trends, particularly repeat engagement, and long-term
involvement in LGU initiatives.
Track the breadth and depth of collaborations with community partners and
organizations.

Why It Matters: This metric emphasizes the relational aspect of LGUs’ work, ensuring that
they maintain strong, trusted connections with the communities they serve. A high score
demonstrates LGUs’ ability to engage meaningfully and remain relevant through sustained
relationships.
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Storytelling Metric

Metric: Narrative Reach and Resonance Score

Purpose: Evaluate the effectiveness of storytelling in showcasing the collective’s impact
and inspiring action among stakeholders.

What It Measures:
The reach, engagement, and emotional resonance of stories shared by the collective
about its work and impact.

How It Works:
Track the number of storytelling pieces published (e.g., case studies, videos, articles) and
their reach (e.g., views, shares, readership).
Analyze engagement metrics such as social media interactions, qualitative sentiment
analysis, and stakeholder feedback.
Assess alignment between storytelling efforts and the collective’s goals.

Why It Matters: Effective storytelling bridges the gap between data and impact, showing not
only what the collective has achieved but also why it matters. A strong score indicates that
storytelling efforts are fostering deeper connections with stakeholders and driving support for
the collective’s mission.
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Regional Relevance and Expertise Index (RREI)

Metric: Regional Relevance and Expertise Index (RREI)

Purpose: Assess how LGUs are perceived as relevant and credible sources of information,
education, and solutions by their primary consumers (e.g., farmers, students, policymakers,
community members, and industry leaders).

What It Measures:
Perceived Relevance: How well LGU programs, research, and outreach align with current
societal and regional challenges.
Credibility as Experts: The level of trust consumers place in LGUs&#39; expertise,
transparency, and quality of information.
Consumer Use: Frequency of resource usage, such as program attendance, downloads of
publications, or inquiries for advice.

How It Works:
Conduct regular surveys of stakeholders to assess perceptions of LGUs’ relevance and
credibility.
Track engagement metrics, such as program participation rates, web traffic, and social
media interactions.
Analyze feedback to identify emerging trends or gaps in perceived value.

Why It Matters: This metric ensures that LGUs remain a trusted and go-to resource for
addressing societal challenges. A strong score demonstrates their ability to adapt and meet
the needs of stakeholders effectively.

Conclusion

These unified metrics provide a comprehensive framework for assessing the collective’s
success across key dimensions: collaboration, financial resilience, community trust,
storytelling, and relevance. By tracking these indicators, the Western Region LGUs can
identify areas for improvement, celebrate successes, and sustain momentum. Ultimately,
these metrics underscore the value of working together to address regional challenges and
build a stronger, more impactful future.
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The Rocking the Boat conference underscored the critical importance of a collective mindset
in addressing the complex challenges facing the Western Region. By uniting academics,
research, extension, and administrative leadership, Land Grant Universities can achieve
outcomes far beyond what any single institution could accomplish alone.

The shift to a collective approach requires intentional changes in vision, operations, and
accountability. It also depends on practical actions such as fostering cross-university
collaboration, aligning faculty reporting with institutional goals, and using shared metrics to
measure progress. These steps not only strengthen partnerships and amplify impact but also
position the collective as a leader in innovation, sustainability, and community development.

The benefits of collaboration far outweigh the risks of maintaining the status quo. By
embracing a unified approach, the Western Region Land Grant Universities can remain
relevant, sustainable, and transformative forces for generations to come. This report
provides the foundation for action, urging all stakeholders to join in building a prosperous
and impactful future.

Report Conclusion
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