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Impact Statement
Project Title:    A New Focused CALS Water Program          
Issue:  Faculty from the N.C. State University College of Agriculture and Life Sciences have made significant contributions to protect North Carolina’s water resources through the years.  Many water resource practices that are commonplace now in agricultural and urban settings in N.C. were developed, tested, economically evaluated, and demonstrated by CALS faculty.  The impact that CALS has demonstrated in the area of water resources is a fortunate result of dozens of visionary and hard-working faculty that have responded through the years to the needs of N.C.; “fortunate” because in retrospect, research and outreach in water resources has often been conducted in a non-integrated way, since faculty in this area are scattered across departments.  Continued operation in this manner risks a significant decline in the impact of our research, extension, and academic programs, particularly since the pressure on our water resources is predicted to increase due to population growth, agriculture/industrial demands, and climate change.
What has been done: To address this challenge and improve our impact across research, extension and academics, I led a team of faculty to investigate the feasibility of, and moved towards the development of, a formalized CALS water program.  The overarching goal of this program was to unify and integrate our efforts in water to maximize the impact and benefits to the citizens of N.C., and ultimately integrate other faculty from across the University.
To date, three faculty meetings and one social have been supported by two phases of the NC State CALS Deans Big Idea Imagine Fund.  About 40 faculty (out of a possible 60 who were identified as working in some aspect of water) across 10 departments have participated thus far. The strategy was to build a strong foundation among water faculty in CALS first, before extending the effort outside of the College.
The first two-hour meeting was held in April 2018. The major goal of the meeting was to simply answer the question: Is the development of a Water Group beneficial and achievable? Team activities were conducted to help reveal both the benefits and the challenges of forming a Water Group.  During this meeting many water faculty met each other for the first time, which reinforced the idea that this initiative would help faculty work together rather than in “parts” or “silos”.   Strength and breath in water resources was revealed, as well as areas where we need growth or collaboration with outside Colleges.  Overwhelmingly, participants supported a continued effort to develop a Water Group, so a second meeting was planned.

This second half- day meeting was held in June 2018.  At this meeting, we maintained our momentum and made progress in drafting a working mission statement and goals for the Water Group.  Faculty supported the continued development of this group, and stressed some sort of structure be put in place as soon as possible.   After this meeting the CALS Research Committee and CALS Deans and Directors were briefed on our progress. An executive committee was then formed with seven members from across the major water research areas.  A CALS Water Group reference booklet containing water faculty contact information and areas of expertise was also constructed.
A second proposal to advance this effort was approved in early 2019 as part of the CALS Dean’s Phase II Big Idea’s Proof of Concept Fund.  The goals were to mobilize faculty to in water to start 1) building relationships and trust, 2) working together (e.g., more collaborative grants, outreach, course and curriculum development), and 3) addressing important questions needed to strengthen the group in the near term and plan for a future NC State Water Center.

An evening social was held in May 2019 with of goal of bringing faculty back together to reenergize the group and to continue relationship building.  About 20 faculty attended as well as the Associate Dean and Director of NC Cooperative Extension who spoke to encourage the group.
In August 2019, a day-long faculty retreat was held off campus at a nearby nature park.  Over 30 faculty attended.  This was the most intense effort in moving this concept forward to date.  There seemed to be lingering disagreement among faculty about the level of organization needed for this group – in short the question remained whether we could achieve our goals simply as an organized water group or should we immediately pursue a University recognized center.  For this meeting the executive committee developed an agenda to address this issue, and decided to bring in a trained meeting facilitator.  Meeting goals included: a) reevaluate faculty and stakeholder benefits of a formalized water group, b) educate participants on the organizational options (i.e., organized group vs. University recognized Center) by using examples of existing N.C. State Centers and other established water centers at other Universities, c) examine pros and cons of various levels of organization,  d) develop consensus of the type of organization we want to be, and e) determine next steps for the group.
Impacts/New Partnerships:  While we took several significant steps towards the formation of the group, the impacts of the project and partnership development are yet to be fully realized. Awareness of this new initiative has expanded outside of CALS to other interested departments and to the offices of the Chancellor and Provost.  In the interim, simply bringing faculty together in this initiative helped form new faculty partnerships, but in the long term, this project strives to unite water faculty across the University, and to strengthen existing and add new external stakeholders across the state.  The ultimate goal is for this group to mature into a University recognized Center, to be a one-stop shop that N.C.’s citizens can depend on for protecting water resources.
Outcome of Project:  The goals of this project were to develop and provide leadership for a faculty driven initiative to examine the feasibility, achieve faculty buy-in, and to chart the course toward a unified water group that would produce results greater than the sum of the parts. As a group, we achieved those goals and have developed consensus to develop first a group that will make an impact in the near-term, and from there develop into a University recognized Center.  A college-level water mini-symposium is planned before the end of Phase II, and the group will then begin to incorporate other University and statewide stakeholders into planning.  This project will continue after FSLI cohort 13 graduation.   A Phase III CALS Deans Big Idea Imagine Fund grant will be pursued which could offer significant seed money to more firmly establish the Water Group.
How has your project been aided by your FSLI experience?  Experience gained in FSLI was critical in this project.  The 360 assessment alerted me to several personal leadership and management blind spots that I was able to address in advance of initiating this project.  Lessons in effective team building resulted in the development of an effective executive committee with diverse expertise and perspectives.  This project allowed for me to address several goals listed in my Personal Development Plan (PDP) related to leadership development, organizational change, effective communication across all levels of an organization, and building partnerships.
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