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Program of Work Title and Key Contacts 
Give a descriptive name to your Program of Work.  Identify the individuals who will serve as leaders for the team.  

It is strongly recommended that each work team has at least one agent and one specialist serving in team leadership 

roles.  This affords the work team the best balance of local community and University input and perspectives into 

program needs, design, development, delivery and evaluation.  Write a brief summary of your planned program.  

Note the number of years your program has been in existence – is it a new program, (one year or less); intermediate 

(one to five years), or mature (more than five years)?  Also, note how long you expect to continue this program 

(short term, medium term, or long term).  Note whether you will be using formula funds (yes/no), and/or other funds 

for this program.  Then, look at the Knowledge Areas (KAs) and assign a percentage to each that applies to your 

work.  The total must equal 100% of effort.   

Situation Statement 
Enter the Situation Statement for this educational program.  Describe the "why” of your effort. Use current data, and 

cite sources. 

 

Developing a Situation Statement 

 

The key to a good plan of work is construction of a strong, quality Situation Statement.  A Situation Statement 

should be a clear and concise statement of the needs, problems or opportunities you have identified as the focus of 

your program, and that your educational program(s) will address. 

 

A situational or problem analysis is a thorough study of a defined situation (economic, societal, environmental, 

health) that identifies and clarifies the severity or scope of a specific problem; it may involve looking at trends or 

other data, as well as how people perceive the situation.  It should describe the real problem. A Situation Statement 

should show factual data (such as number of people, businesses or acres affected) to specifically explain the 

importance or significance of the problem being addressed.  Background information should include beliefs, 

attitudes, understandings and knowledge about the economic, social and/or environmental situation. This type of 

information is needed to provide a benchmark or starting point for measuring change.  Information that supports 

need for the program is also important. Use current citations to support this section of your POW. 

 

GUIDE: The following checklist is a guide to the important elements needed in a Situation Statement: 

• Describes the current situation. 

• Identifies need/problem/opportunity or emerging issue. 

• Includes supporting data as documentation of need. 

• Includes indicators of severity/scope of need. 

• Includes benchmark data against which later impact measurements can be compared. 

• Establishes clear reasons and justifications for the program. 

• Indicates a gap between "what is" and "what could be." 

Assumptions 
List the assumptions made for this program. 
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Ultimate Program Goal 

Program Goals & Public Value 

Enter the goals for your Plan of Work in this section.  Program goals broadly describe 1) the value or benefit a 

community, a region or the state as a whole will receive from Extension’s intervention in a particular issue, while 2) 

program objectives describe what benefits participants involved in a program can expect to gain as a result of their 

participation.  Both are important to Extension.   

¶ Number one:  goals, because they engage the public in identifying with the value of Extension Programs, 

and   

¶ Number two:  objectives, because they are the reason why an individual would choose to participate in a 

particular program.   

Together, goals and objectives tell the community, stakeholders, non-stakeholders and Extension what the team is 

trying to accomplish through its program efforts. Progress toward goals and objectives, as expressed in the federal 

report and communicated to stakeholders locally and statewide, demonstrate the difference Extension programming 

makes and why Coloradoans need to support the work of Extension.  

 

Writing program goals that convey public value:  Program goals are best written from the vantage point of the work 

team, or possibly even the PA.  Goals tell the public what it is your team is working toward, trying to accomplish, 

for the benefit of all Coloradoans, whether they come to the program or not.  In “Building Extension’s Public 

Value,” Laura Kamalbokidis and Theresa Bipes, University of Minnesota Extension (2007) recognize the 

importance of stating the value of our programs to non-participants; this is a program’s public value.  Increasingly, 

funders are asking Extension to demonstrate how our programs support the greater community, not just those who 

choose to participate.  By writing our program goals for this larger audience, we let them know what is in it for them 

and why their tax dollars should go to support a program that they may not/will not benefit from directly. 

 

The following format is provided by Kamalbokidis and Bipes for writing statements of public value. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Examples of program goals / public values: 

 

• Colorado’s families who participate in nutrition education (participants) and adopt one or more healthy 

eating practices (behavior change), will reduce the onset of preventable diseases (outcome as indicated by 

research), resulting in reduced health care costs (public value / program goal). 

• Home owners who learn to appropriately select pesticides and apply integrated pest management improve 

human and environmental health. 

Program Participants… 

Who change their behavior in specific ways…. 

that to lead to specific outcomes…. 

generates public value (program goal) 
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• Coloradoans who participate in financial responsibility programs will learn to budget and manage 

available funds and resources and reduce the probability that they will turn to financial assistance programs 

or file for bankruptcy. 

• Colorado youth enrolled in 4-H Youth Development programs will experience a safe, positive 

environment that nurtures learning and life skills development reducing the likelihood these youth will 

choose to participation in risky behaviors. 

• As a result of Extension food handlers’ training, Coloradoans eating in retail food establishments will 
experience foods that are properly handled, stored, prepared and maintained and not suffer the 

consequences of food-borne illness. 

• Coloradoans interacting with trained Master Gardeners will make environmentally sound decisions about 

lawn care, fertilization and pest management that will enhance water quality and minimize health related 

risks. 

• Livestock producers trained by Extension to implement up-to-date, research based, meat quality assurance 

practices, will ensure that the meat products purchased and consumed by Colorado families are safe, 

wholesome and of high quality. 

• Through adoption of sustainable tourism practices, Colorado communities will conserve and promote 

their local heritage and natural resources, generating revenues locally and destinations of interest for in-

state and out-of-state travelers alike. 

 

GUIDE: The following checklist is a guide to the important elements needed in a clear, well-written program 

goal that expresses public value: 

 

• Relates directly to the need/problem/costs/opportunity or emerging issue summarized in the Situation 

Statement. 

 

• Recognizes that Extension education plays a role, providing an influence in changing or modifying the 

situation. 

 

• Speaks to improving upon conditions or situations in a way that connects with and can be appreciated 

by a majority of Coloradoans. 

Á Does it narrow an information gap between those with and those without access to information? 

Á Does it address a critical concern about fairness? 

Á Does one person’s participation benefit people who do not participate in the program? 

Á Does one person’s participation reduce costs for others? 

 

• The assertions are supported by research evidence.  If participants do this, the research indicates to 

expect this type of an outcome. 

 

• Extension is willing, able and engaged in work that justifies the statement. 

Program Objectives 

Program objectives describe the private or individual value of our program to those who will participate.  Program 

objectives describe changes in attitude, behavior, skills and aptitudes that learners need to make to move them from 

where they are now to where they need or want to be.  Objectives also describe to participants what they can expect 

to learn or gain as a result of participating in an Extension program. Program objectives serve as guides for 

educators so that the needs of the targeted audience are addressed through the various educational strategies 

implemented. 

 

Writing program objectives When considering program objectives in Extension education, it is essential to think 

of them in relation to the audience--the people involved or who are going to be involved in the program.  Review the 

“what is” against the “what should be” related to the situation/problem statement.  The gap between what needs to 

be learned and practiced to change the situation and the present level of knowledge and practices among the targeted 

clientele becomes the basis for determining the intended program objectives. Program objectives are statements 

about what the program is trying to accomplish with participants; they are specific, concise, and achievable. 
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Objectives state the intended changes in individuals, client groups, or communities as a result of Extension 

education. 

 

The types of action verbs used in writing objectives often include: increase, strengthen, adopt, expand, reduce, 

decrease, and improve.  They imply both change and comparison and, when used, the evaluation aspect of the 

objective becomes clearer.  Objectives are usually stated in terms of knowledge gained, practices adopted, or end 

results achieved after a sequence of learning experiences provided during the "life" of the Extension program. 

Focusing on selected aspects of the problem or identifying particular clientele groups for intensive effort, greatly 

increase the potential for a program to have visible impacts. Well-written objectives that are precise and measurable 

provide the fundamental building blocks of evaluation. 

 

Program Objectives are not lists of activities, methods, events, media work, or the number of participants.  For 

example, "conduct six nutrition education workshops for low-income families" or "present a demonstration on surge 

irrigation," are not objectives. They are the means, as strategies, the tactics, the methods to reach some objective; 

they do not say what the intended audience is to learn or the kind of change expected in the learner.  Beware of these 

verbs when writing objectives: conduct, carry out, establish, present, provide, educate, inform, produce, develop, 

create, design, and train. They usually describe methods and activities as they usually signal educational strategies, 

or outputs, not objectives. 

 

Examples of program objectives include: 

 

¶ Landscape contractors and their employees will increase the use of environmentally responsible solutions to 

plant / pest problems. 

¶ Academic performance of youth involved in after school programming will improve. 

¶ Producers will improve profitability through the use of appropriate risk management tools. 

¶ Producers will increase knowledge about best management practices for their livestock operation. 

¶ Producers will adopt / implement a best management practice in their livestock operation. 

¶ Rural community leaders will indicate increased awareness of sustainable economic development principles. 

¶ Small acreage owners will develop a plan to maintain or enhance the natural resources under their stewardship. 

¶ 20-35 year olds will implement one or more strategies to reduce (or minimize) financial debt. 

 

These statements give direction to the program, and answers, “What is it that Extension is trying to accomplish 

through this program.” 

 

GUIDE: The following checklist is a guide to the important elements needed in a clear, specific, well-

written educational objective: 

• Relates directly to the need/problem/opportunity or emerging issue summarized in the Situation Statement. 

 

• Identifies what specific clientele will accomplish or improve or how they will change. 

 

• Specifies desired levels of clientele knowledge or practice. 

 

• Reflects realistic expectations for clientele, given time and resources available. 

 

• Describes the expected program results for targeted clientele or on systems in measurable terms. 

 

• Expresses clearly the objectives that are, meaningful and achievable. 

 

• Provides directions for type, design, and sequence of learning experiences. 

 

• Indicates what will be measured to determine program results, impacts, outcomes. 
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Inputs (Resources Needed) 
Identifying resources needed to accomplish desired outcomes is an important part of planning.  Programs usually 

need resources (people, time, money, materials, etc.) and support from colleagues, other professionals, leaders, 

cooperating agencies, groups and clientele.  In this section of the POW, the team specifies what resources and 

support will be allocated, requested or sought to accomplish the program. Stakeholders and other members of the 

team may have access to facilities and other resources that you may not have.  The first step in mobilizing resources 

is to ask, "What do we need to get this job done?"  Resources may be financial, human or in-kind.  In-kind resources 

mean that no actual exchange of funds takes place.  The resource is provided without charge. 

GUIDE: Questions to consider when determining resources and support: 

 

• What funding do you have to support this program?  Will the team be looking for internal or external 

grants to support the program effort? 

 

• If financial resources are needed, are grants available or is other public or private funding accessible?  

From whom, and in what amounts? 

 

• What human resources (agents, specialists, and other faculty) will be required to carry out this program 
or sequence of experiences?  

 

• Whose time or expertise is required for success? 

 

• What kind of technical expertise will be needed? Can it be found in the community or externally? 

 

• Are appropriate specialists and county or regional colleagues available? 

 
• Will volunteers have a role? 

 
• What instructional materials are required? Are they available? If not, how can they be acquired? 

 

• What other organizations, associations, or agencies can help? 

 

• What kind of in-kind or donated resources are needed or can be found? 

Outputs (Activities) 
Describe the educational methods and delivery strategies for your program.  Strategies should illustrate what  

will be done to achieve objectives and to complete or carry out the planned educational program; they should state 

the major educational efforts, methods, events, and activities that will help change the problem or address the issue 

described in the Situation Statement; they should include the functions, events, strategies, interventions or 

experiences through which the targeted audience will interact with educational efforts or come together to learn 

information over time.  Each educational experience should connect to and build upon previous ones. You will 

estimate and note how many – your targets for each activity you plan to conduct, distribute, develop, collect, etc.  

 

Remember, a "Program" is a coordinated set of dynamic, results-oriented, educational activities focused on a 

problem and aimed at achieving predetermined, measurable objectives. 

 

Examples of Educational Strategies: 

 

¶ Form local steering committee, conduct focus group, or establish program leadership team. 

¶ Increase awareness through newsletter articles, news releases in papers in program area, billboards, radio 

programs and meetings with civic groups. 

¶ Develop a new curriculum or update existing curriculum. 
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¶ Develop fact sheets, PowerPoint presentations, journal articles. 

¶ Deliver educational workshops to address learner objectives. 

¶ Train and/or update agents in subject matter area or curriculum. 

¶ Display at the Courthouse, NRCS, and Community Centers to increase awareness. 

¶ Train agency representatives to present information (train the trainer model). 

¶ Train volunteers to provide programming, and/or lead activities. 

¶ Present booth at a health fair. 

¶ Use technology to deliver information – Adobe Connect, targeted e-mail, on-line education,   conference calls, 

blogs, etc. 

¶ Engage outside educators, consultants, and partners. 

 

GUIDE: The following checklist is a guide to the important elements needed in a well -planned, targeted 

educational strategy: 

 

• Describes educational methods, actions, events and/or activities the team will use to engage the audience or 

learner. 

 

• Describes the tools and products the team will need to produce / secure, such as curriculums, fact sheets, 

publications, enterprise budgets, participant activities. 

 

• Relates events/activities to achieving the intended outcomes and changes for the targeted audience. 

 

• Includes innovative, stimulating and varied techniques. 

 

• Provides opportunities for clientele to practice and achieve desired learning. 

 

• Suits the participation patterns and learning styles of target clientele. 

 

• Considers and applies research-based youth or adult learning and teaching principles. 

 

• Reflects logical, sequential connections between events/activities, one building upon another. 

 

Outputs (Participants) 

Primary Target Audience  

Enter a description of the audience you are primarily targeting for this educational program.  Target audiences may 

be identified by economic or personal need, level of knowledge, occupation, age or life stage, place of residence, or 

other pertinent data.  Targeting a specific audience improves your aim in connecting with, presenting appropriate 

information to and in serving clientele with a more focused approach. “Who is your targeted audience,” is also the 

first question to answer when you consider marketing your program. 

   

By knowing who your program is developed for, specific, appropriate, cost-effective venues can be selected to reach 

that audience.  You will estimate and note your targets -- how many direct contacts you anticipate with adults and 

with youth, and how many indirect contact you anticipate with adults and with youth. 

 

 

You should also consider and describe your plan to reach diverse audiences within this targeted population. As 

Extension educators, you have the responsibility to engage diversity among the targeted population.  You may find 

that the educational strategy planned to reach the overall targeted population will be inclusive of diverse and 

underserved populations; in other situations, the strategies may need to be more varied or culturally appropriate to 

ensure these learners are also engaged.  Diversity allows you to enhance collaborations in solving community 

problems, plan innovative programs, and find ways to work more effectively with all learners. 
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GUIDE: The following checklist is a guide to the important elements in a target audience profile: 

 

• Identifies a specific Extension target audience, not the "general public." 

 

• Reveals appropriate information about the potential target audience including information about 

underserved audiences. 

 

• Identifies the audience's needs/problems/opportunities or issues. 

 

• Includes supporting data as documentation of specific audience need. 

 

• Develops a profile of the target audience, including: geographic area of interest, appropriate demographics, 

lifestyle, psychographic and behavior descriptions. 

 

• Identifies life events and/or health status measures that impact the audience. 

 

• Defines media and information-gathering habits of the audience. 

 

• Segments the target audience even further to strengthen marketing and information delivery success 

 and to identify strategies to reach and gain the participation of targeted and underserved 

populations. 

 

• Reveals the impediments toward different delivery methods for this audience. 

 

• Includes other characteristics about the audience/learners to help reach them with Extension’s educational 

message. 

Impacts/Outcomes Expected 
 

While program goals and objectives are broad and provide direction for an educational program, impacts/outcomes 

are very specific and provide the measure that indicates the program is making progress towards its objectives. 

Outcomes are generally expressed in terms of immediate, short /medium or long term changes that occur in as a 

result of Extension program efforts. Outcomes are the specific individual, family, community, conditions to ask 

participants about in program evaluation.  In this section, please list the indicators that are associated with the 

specific activities you have planned.  Note external factors that may affect your success. 

Immediate outcomes:  

Generally a measure of change in regards to the program participant immediately following an Extension contact 

such as: a change in attitude, a change in awareness or a change in knowledge or intent. 

 

Examples of an immediate outcome: 

 

¶ Participant has an increased awareness of the importance of hand washing. 

¶ Participant intends to wash hands more frequently in an appropriate manner. 

¶ Participant indicates they have increased knowledge of appropriate pesticide disposal methods. 

¶ Small acreage owner now appreciates the need to develop a land use management plan. 

¶ Program participant develops a family budget. 

¶ Program participant is able to correctly identify 10 noxious weeds following training. 

¶ Ag producer intends to implement one or more best management practices. 

¶ A 4-H’er demonstrates understanding of a life skill. 

¶ Community forum identifies the need for increased day care options as a priority need. 
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Short or medium term outcomes:  

Generally a measure of change in practices by program participants, families or communities following program 

involvement. Adequate time needs to be allowed for the change in behavior to be implemented and adopted. 

 

Examples of short/medium term outcomes: 

 

¶ Participant indicates s/he has changed hand washing behavior; changed the behavior of others in their family. 

¶ A family implemented the budget plan they developed. 

¶ A land owner adopted a land use plan. 

¶ Participants indicate they identified the appropriate means and disposed of “x” amount of pesticides 

appropriately. 

¶ A producer implemented a best management practice. 

¶ A youth participant taught a life skill to a new member. 

¶ Community completes survey and analysis of daycare options, needs and resources available. 

Long term outcomes:  

Generally a change in an individual, family, community, society, environment or condition that is a result of 

sustained implementation or action. 

 

Example of long term impacts: 

 

¶ Participant reports improved health since change in hand washing technique. 

¶ Landowner reports improved pasture conditions following plan implementation. 

¶ Producer reports $X.00 saved as a result of implementing new / improved practice. 

¶ Participant reports dollars earned or dollars saved through changed fiscal management practices or 

implementation of best management practices. 

¶ Reduction in the amount of physician prescribed medication needed to manage diabetes. 

¶ Legislation that incorporates a best management practice into law. 

¶ Homes saved due to fire-wise management. 

¶ Number of daycare options in a community increased. 

 

When describing anticipated program impacts, think about the outputs (activities or educational strategies) 

developed for this program. How will you validate that the learners actually learned what you intended to teach 

them, that they gained the skills demonstrated or have a new point of view following the presentation? What are the 

questions you need to ask or the skills you need to observe to indicate you accomplished your mission? What 

changed for the learner as a result of participating in the educational program? 

 

GUIDE: The following checklist is a guide to describing expected program impacts/outcomes: 

 

• Describes the expected program results in terms of solving a problem or addressing an issue that the 

program was designed to impact (refer to Situation Statement that describes what is expected to 

happen as a result of your program). 

 

• Identifies what specific clientele will be expected to accomplish or improve. 

 

• Describes expected changes in community or state organizations or processes. 

 

• Explains the impact expected of program. 

 

• States the change or adoption of new knowledge, attitudes or behaviors that will result. 

 

• Clarifies how participants will change or improve their community, their businesses, their families, the 

environment or themselves. 
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• Expresses value of Extension program be to the targeted audience. 

 

• Categorizes the potential benefits to the audience, and the participants. 

Evaluation Strategy 
An evaluation strategy is required for each Plan of Work.  The evaluation strategy outlines the mechanism(s) and 

time table for measuring how well the program met its specific objectives and outcomes.  Refer back to the program 

(learner) objectives developed earlier, along with the program outcomes the team developed.  These provide the 

base for what was taught to program participants, expected of them to be able to do as a result of participating in the 

program.  Did they learn what they were expected?  Are they able to perform the skills, develop the plans, save the 

money or make the decisions expected of them?  Evaluation is how to find out the answers to these questions. 

 

This section in the POW should describe the major components of the evaluation plan: what forms and methods will 

be used, when they will be used, and who will implement the evaluation.  Include keywords and summary phrases 

that describe the evaluation strategy. Examples include: 

 
• A written survey of a random sample of agricultural landowners within XX County to determine their 

knowledge of minimum tillage practices. 

• A trained evaluation team will conduct oral interviews with at least 50 six-year 4-H members in XX County to 

determine decision-making and leadership skills learned through 4-H. 

• Graduate students will conduct field observations to identify baseline conditions in five randomly selected 

pastures of program participants and approximately one year later to observe changes. 

• Educator will collect science grades from student participants at the beginning of the after school 

program, at the completion of the program, and at the end of the subsequent semester. 

• Participants will demonstrate skill to other participants and complete a self-assessment of knowledge gained 

from program. 

• Program participants will raise their hands to indicate their intent to change a practice.  Educator will record the 

number of individuals with intent. 

• Participants will be contacted by phone (mail, e-mail) six months following the program to inquire 

about changes made, best management practices implemented, dollars saved. 

 

It is important wherever possible that teams develop and make available common evaluation tools and strategies.   

It is also important that these tools and strategies be used consistently when programs are presented.  This allows the 

team to consolidate information from across the state and produce outcomes of greater significance when talking to 

stakeholders and non-stakeholders alike. 

 

In this section you will identify the evaluation studies planned and briefly explain them, and the data collection 

methods you intend to use. 

 

GUIDE: The following checklist is a guide to the important elements needed in a well constructed 

evaluation plan: 

• Evaluation strategy is consistent with situation, educational goals and strategies. 

 

• Appropriate outcome indicators to measure results are included. 

 

• Procedures are legal, ethical and reviewed by the Research Integrity, Compliance and Review Office 

(RICRO) as appropriate. 

 

• Adjustment is possible as the program progresses. 

 

• Cost effective.  

 

• Creditable measurement and analysis is included in plan. 


