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CHAPTER I

THE PROBLEM AND THE METHOD

Introduction

The need of the Extension Service of Michigan State
College to reduce the high rate of turnover in personnel, and
the fact that large numbers of county agricultural agents will
be retiring in the next fifteen to twenty years have been of
concern to the administrators of the service.

The administrators of the extension program in Mich-
igan have initiated a recruiting and training program for exten-
sion workers under John T. Stone as specialist in this field.

As a first step in the recruiting and training program
a committee was formed. This committee is interdepartmental
involving Sociology, Testing and Guidance Personnel, and Ex-
tension Personnel.

The research design set up by this committee to study
the problem of a recruiting and training program for County

Agricultural Agents includes the following:
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l. A testing program for purposes of predicting suc-

cess in the job.

a.

b.

Cc.

Personality adjustment.
Vocational interest.

Academic aptitude.

2. Job analysis for the purpose of setting up a train-

ing program.

a.

b-

Study of annual reports.

Time study of the components of the occupa-
tional roles.

Time study of the details of the county agent's
job.

Controlled field observation of certain aspects

of how county agricultural agents do their job.

All of the studies in this committee research are now

in the process of being made. This paper is limited to the

field observations.

The Problem

This research is centered around the need for controlled

observation in a number of selected counties to supplement the

0|



known information about the job of county agricultural agents
in Michigan., Its purpose is to discover if any possible basic
differences in method of operation could be discovered.

The need for this type of information is twofold. It
is necessary for those who are engaged in the training and re-
cruiting of county agricultural agents and for those who have as
their responsibility the supervision and training of county agents.

Those persons engaged in the recruiting and training
of county agents need at their disposal information which might
provide better predictors of success in selecting future county
agents. They also need information for use in a training pro-
gram that gives insight into the operational methods of county
agents in the field.

The committee needs the type of data that can be gained
by controlled observation in the field to supplement the imper-
sonal test and mailed questionnaire data at their disposal.

The writer observed under controlled conditions the
activities of county agents in ten counties. By controlled ob-
servation is meant a single person, or group, looking at all
cases, thus controlling differences in points of view., Under

these conditions similar data for each case is provided.
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Central tendencies and differences in behavior can be detected

for various cases.

Specific Objectives

The research committee determined that the following
things should be observed in a series of case studies:
I. Details of carrying out the various roles that had been iden-

tified as crucial to the job of county agricultural agents.

The role constituents of the county agent's job were
determined by inspection of the job. In a role analysis the
important element is to determine the rights and duties of a
person inherent in a certain position or status. Linton,1 who
speaks of a role as the dynamic aspect of a status, suggests
that when a person puts the rights and duties that constitute a
status into effect he is performing a role.

R.ole2 analysis of the position ''County Agent!' will then

constitute an inventory of the rights and duties of persons in

1 Ralph Linton, ''The Study of Man.'' D. Appleton
Century Company, New York, 1936, p. 113.

2 The roles described in this research are those iden-

tified by John T. Stone in ''A Classification of the Different
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this position with emphasis on the source of sanctions making
the role possible or mandatory. The ‘three main sources of
definition of the county agent's job are:

1. The avowed objectives of the cooperative extension

service,

2, The organizational structure of the service,.

3. The needs and desires of local people.

The roles are as follows:

A, The role of student. The things county agents did pri-
marily for the purpose of acquiring additional knowl-
edge for their own satisfaction, or to enable them to
solve some special problem of people during work hours,

B. The role of public program administrator.

1. Planning and coordinating the county extension pro-
gram,

2. Performing administrative details.

3. Performing special administrative details.

4, Performing special public relations activities.

Occupational Roles Performed by County Agricultural Agents,
the Various Tasks associated with Each and the Relative
Amount of Time a Model Agent Spends Performing Them.,!'
Unpublished data.



The role of a salesman of information and ideas. In
this role the county agent is actually trying to inter-
est people in new ideas or practices. He is an edu-
cator bringing to people new knowledge and understand-
ing. The agent performs the role in the following ways:
1. Individual contacts.

2. Mass media methods.

3. Group contacts.

The role of an organizer and supervisor of events,
One of the functions of the county agent is to promote,
organize, arrange and supervise various events such
as meetings, demonstrations, achievement days and
tours. Many of these events are staged to provide a
setting or opportunity for the agent to teach people in
groups through the primary roles as a ''salesman of
knowledge!! or ''consultant.!' However, by helping put
on events of various kinds the county agent performs

a distinctive function of bringing people together where
they can exchange ideas, Some of the tasks involved
are:

1. Publicizing events.






2. Arranging events.
The role of an organizer of groups. This role is played
by the county agent while actually engaged in encourag-
ing and helping people organize themselves to accom-
plish something collectively. It often requires group
action to solve certain problems or to enable individ-
uals in a rural community to benefit from new techno-
logical developments. The time the agent spends in
developing community organizations as a means of as-
sisting people to help themselves and to carry out
certain phases of extension work is classified under
this role.

The role of a facilitator-expeditor. This role involves
the many things the county agent does primarily for
the purpose of making it possible, or easier, for peo-
ple to follow the recommendations of the extension
service. Likewise some things are done purely as a
service to his clientele or to expedite agricultural pro-
duction. These include such services as helping a
farmer to find a hired man, or a farm to rent, or the

promotion of 4-H Club work.
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2. Arranging events.

The role of an organizer of groups. This role is played

by the county agent while actually engaged in encourag-
ing and helping people organize themselves to accom-
plish something collectively. It often requires group
action to solve certain problems or to enable individ-
uals in a rural community to benefit from new techno-
logical developments. The time the agent spends in
developing community organizations as a means of as-
sisting people to help themselves and to carry out
certain phases of extension work is classified under
this role.

The role of a facilitator-expeditor. This role involves
the many things the county agent does primarily for
the purpose of making it possible, or easier, for peo-
ple to follow the recommendations of the extension
service. Likewise some things are done purely as a
service to his clientele or to expedite agricultural pro-
duction. These include such services as helping a
farmer to find a hired man, or a farm to rent, or the

promotion of 4-H Club work.
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The role of consultant. This is the role played by
county agents when giving advice or recommendations,
counseling with individuals or groups regarding various
problems.

As a consultant the agent's help is sought or re-
quested. The agent is not the initiator of the contact.
The role of consultant is performed in two primary
situations:

1. With groups.
2. With individuals.

It was the purpose of this observation to determine how

the various agents performed each of the roles as outlined and

to attempt to determine any fundamental differences that might

exist between the methods used by top-ranking agents as com-

pared to others.

II. The following characteristics of agents which were crucial

to their job were observed by the writer:

A.

Self-image on the job. By self-image on the job is
meant the concept the county agent had of his place
in the community and the major role he performed.

This was determined by observation and questioning.
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Inward- and outward-facing agents. Inward-facing agents
are those who are influenced by the avowed objectives
of the extension service. They feel that they have done
their duty when they have fulfilled the requirements and
expectations of the extension organization.

Outward-facing county agents are heavily influenced
by the needs and desires of local people. They are
willing to go beyond the prescribed limits of the or-
ganizational structure to find the answer to local prob-

lems.

III. Ways of doing the job.

A.

4

Working with groups. Types of groups and methods of
working with them were observed in each county.

Use of local leadership., Numbers and types of leaders,
as well as ways of motivating them to serve, were ob-
served.

Intensity of interactions. By intensity of interaction is
meant the frequency of contact, the apparent depth of
interaction and the spread of influence and leadership.
Social system of obligation. By this system is meant

the technique used by county agents in obtaining the
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services of people in return for some service or favor

extended them or someone closely associated with them.

IV. Method.

A.

Number of cases. The decision of the committee to
study ten cases, plus one trial county, was determined
on the basis of the total time available, and the alloca-
tion of one week for observation of each agent. The
decision to study each agent for a week rather than a
shorter time was made because it seemed less likely
that the agent to be observed could ''fix'' the program
in his county for a week than he could for two or three
days.

It was assumed that a ''fixed!'' program might not
be as typical of general service as an ''unfired'' pro-
gram,

How the cases were selected.
1. Range of county type. The cases were selected

in pairs on the basis of county type and county

agent rating. The counties were selected on the

basis of the '"County Classification'! system used

by the extension service of Michigan State College

-
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in rating the counties of Michigan according to their
extension work potential, and in making an analysis
of the extension worker's job.

The six factors used as a basis for comparing
the county agent's work situation between counties
and the reasons why they were selected are:

a. Number of farms. This factor was considered
because:

(1) Each farm, large or small, presents a set
of problems in management peculiar to
itself.

(2) The interests of rural families center

- around the farm as a place to live and
make a living.

(3) The number of farms provides a measure
of the number of farm families in a county
around which the county extension program
is built.

b. Number of commercial farms. This factor
was used for the same reasons as the ''num-

ber of farms.!'! In some ways it gives an even
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better picture of the farms served by a county
extension worker because of the definition of a
farm used in the census.

c. Rural population. The rural population of the
counties includes all people living outside of
towns having a population of more than 2,500.
(1) People living in small towns and others

living in rural areas, even though they

do not depend on the farm for a liveli-
hood, add to the extension teaching load.
Many extension aétivities, especially Home
Economics Clubs, are organized in and
around a small town.

(2) It is the responsibility of the extension
agent to serve both the farm and nonfarm
people.

(3) ‘ The funds allocated to the Cooperative Ex-
tension Service under the Smith-Lever Act

are based on the rural population.

3

U. S. Census of Agriculture, 1940.
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Urban population. Whereas extension workers

spend a major portion of their time working

with rural people a large urban population ma-
terially increases the number of people to be
served by an extension agent.

(1) City farmers, pet owners, backyard gar-
deners and horticultural enthusiasts make
ever-increasing demands on a county
agent's time.

(2) Agents working in counties dominated by
large cities have different problems than
those working in strictly rural areas.

(a) They have access to powerful radio
stations and they work with large ur-
ban newspapers rather than the small-
town weekly,

(b) They rﬁust maintain working relation-
ships with a greater variety of organi-
zations both in and out of the city.

(c) Usually the tax base is greater in the

counties with large urban populations,
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thus making it possible for agents in
these counties to obtain bigger county
appropriations from the Boards of
Supervisors, etc.

Farm income. Farm income is a major cri-

teria of the extension agent's job within a

given county. It reflects:

(1) The economic importance of the extension
worker's job.

(2) Specialized and highly-developed farm en-
terprises demanding considerable technical
knowledge.

(3) Agricultural production.

In that the extension job is a continuous one

it cannot be accurately measured with an elas-

tic yardstick. Farm incomes fluctuate widely
between:

(1) Different growing seasons.

(2) Different price levels,

The relative differences in the total farm in-

come between counties is fairly consistent
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except in years of crop failure in some local
area. To minimize this possible bias the av-
erage farm incomes of the years 1929 and 1939
were used.

Area of the counties. This factor was used

because of the great variation in size of Mich-

igan counties.

(1) In larger counties, all other factors being
equal, it was recognized that the agent
would have to serve more communities
and more of his time would be used in
traveling from place to place.

(2) In some sparsely-settled counties the roads
are poor, farmers are scattered over a
large area and are difficult to reach by
the county workers.

(3) The larger the county the less accessible
the- county extension office becomes to the
outlying areas, requiring the agent to spend

more time away from the office, etc.
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A great many other factors were considered as

influencing the work situation, such as:

a. The problem areas in land use such as ero-
sion, drought, low natural soil fertility, short
growing seasons, etc.

b. The distribution of different ethnic and reli-
gious groups that effect the work of the ex-
tension agents.

c. Educational facilities and educational level of
the county population.

d. Specialized farm enterprises sometimes pre-
sent problems for the extension worker in
excess of their monetary returns to the county.

e. The location of the county seat,

f. Areas subject to emergencies such as frost,
insect infestations.

g. Social and economic opportunities for youth
off the farm differ among counties and influ-
ence the work extension.

h., Some areas suffer more than others from the

lack of capital.
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i. The size of farms and the amount of cleared
land per farm have some effect on the exten-
sion program.
j. Marketing disadvantages of some counties due
to geographic location.
However, these and other factors were not used
in the county classification formula for one reason
or another; the primary reason being the lack of
comparable data for all counties,

Information on some of the six factors selected was
available from the 1945 agricultural census, but the 1940 cen-
sus provided the last comparable data on all factors. As soon
as the 1950 census data becomes available it will be desirable
to revise this classification., Because of the more realistic
classification of farms used in the 1950 census some counties
will probably show a slightly greater decrease in the number
of farms than others, although the relative number of commer-
cial farms probably will not change very much between coun-
ties. The rural population in the southern counties around in-
dustrial centers has probably increased due to the large num-

ber of people who migrated from the farms in northern Michigan,
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land per farm have some effect on the exten-
sion program.
j. Marketing disadvantages of some counties due
to geographic location.
However, these and other factors were not used
in the county classification formula for one reason
or another; the primary reason being the lack of
comparable data for all counties.

Information on some of the six factors selected was
available from the 1945 agricultural census, but the 1940 cen-
sus provided the last comparable data on all factors. As soon
as the 1950 census data becomes available it will be desirable
to revise this classification, Because of the more realistic
classification of farms used in the 1950 census some counties
will probably show a slightly greater decrease in the number
of farms than others, although the relative number of commer-
cial farms probably will not change very much between coun-
ties. The rural population in the southern counties around in-
dustrial centers has probably increased due to the large num-

ber of people who migrated from the farms in northern Michigan,



B P



18
and from other states, to work in Michigan factories. Many of
these people built small homes outside of the city limits, cre-
ating special problems of concern to extension workers. The
value of farm crops has nearly doubled since 1939 due to the
general price rise but this has been a general condition affect-
ing the income of all farmers in Michigan. The 1950 census
figures will unquestionably show an increase in the urban pop-
ulation of some counties, but for this purpose any city of over
60,000 presents about the same problems for a county extension
agent,

While the 1950 figures will influence each of the fac-
tors used in this classification of counties they will in no way
invalidate the over-all gross comparison between counties ob-
tained from the 1940 census.

In selecting these six factors to use as a means of
minimizing the different work situations confronting extension
workers in different counties it was recognized that they were
not of equal significance. Therefore, each factor was weighed
according to the best judgment of a responsible group of ex-
tension administrators, agricultural economists, soils, crops

and animal husbandry specialists. They were:
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C. V. Ballard, Director of Extension

H. A. Berg, Assistant Director of Extension

B. D. Kuhn, State Agricultural Leader

R. J. Baldwin, Director of Extension (retired)

K. T. Wright, Agricultural Economist

E. B. Hill, Agricultural Economist

R. E. Decker, Head of Farm Crops Department

Paul Rood, Soils Specialist

E. Benton, Animal Husbandry Department

The selection ot factors and the weights given each
factor in determining a formula for measuring the extension
work situation in the various counties of Michigan were given
careful consideration by the group. The following weights were
given each factor in determining a formula for the county clas-

sification based on the judgment of these men:

Factor The Formula Weight
Number of farms 2
Number of commercial farms 2
Rural population 1
Urban population 1
Farm Income average 1929-1939 4

Area of the county 1
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Steps Taken in the Computation of the

County Classification

The data for each factor taken from the cen-
sus report were listed by counties.

The average for all counties (number of farms,
number of commercial farms per county, etc.)
was determined for each factor.

The percentage of average (number of farms,
etc.) was computed for each county for each
of the six factors.

The percentage figures thus obtained were then
weighted according to the formula and added
together for each county.

Then the total weighted percentage figures for
each of the 83 counties were added and the
average for the state was determined. This
figure represented the average county work
situation in Michigan according to the formula
and was expressed as 100 percent,

The county work situation for each county was
then expressed as a percentage of this state

average,
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g. This made possible the ranking of the counties
in order, according to the work load or work
situation as determined from the formula,.
For the purpose of studying some phases of the work
of the county extension agent and the characteristics of success-
ful and less successful workers a broad grouping of counties
with more or less comparable work situations was desired. The
original plan was to divide the 75 county units into 4 equal groups,
but this resulted in an extremely wide range of county differences
in the top group of counties. From Appendix B it can be noted
that there would be a percent of average difference of 228% to
141% or 87% from the top-ranking county down through the 19th-
ranking county. Finally, from a careful study of the data and
first-hand knowledge of the several counties it was decided
that Group I should include the 12 counties with the highest
percentage of average rank. The rather wide break between
the 172% average for Ottawa County and 166% for Washtenaw
County also influenced this decision. An even larger spread
between the percentage of average figures from Montcalm
County to Isabella County made a logical division between a

second and third group. A third division was made between
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Missaukee-Roscommon and Schoolcraft-Alger somewhat arbi-
trarily. In this way the state was divided into four groups with
12 counties in Group I, 18 in Group II, 20 in Group III, and 25
in Group IV, based on the classification formula. While dif-
ferences are recognized within each group it is felt that the
work situation of county extension agents within each group is
comparable for the purpose of this study.

On the basis of the county classification system the
counties to be studied had a composite rank using all weighted

factors as follows:

TABLE I
Pair County Rating County Rating
A 35 A2 36
38
B B2 38
C 48 CZ 44
D 135 D2 137
E 131 E2 131
e ——— = s — — — —

For a complete classification of Michigan Counties See Appen-
dix A,
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In each case the letter signifying the county as Al’ Bl’
etc., indicates the county in which the Group I ranking agent is
, B

working. The counties indicated by A etc., are the coun-

2 2’

ties in which the Group II rating county agents are located.

The range in difference in composite rating of the
counties on the basis of the county rating system was from 35
to 137 compared with a range of 25 to 228 for the state as a
whole. Therefore, the counties selected included a fair repre-
sentation of Michigan counties as far as extension work poten-
tial is concerned.

The range in composite rating within the pairs was
from 0 in the case of pair E to 4 in the case of pair C. It
therefore seems safe to assume that, provided the county clas-
sification system used is valid, differences in performance of
the agents as paired were not due to differences in county
situations.

2. Range of work effectiveness. The second problem

in selection of cases to be studied was to pick
agents with ranges in work effectiveness from A
to C on the basis of the rating system now being

used by the extension administrative staff at Michigan
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State College. This rating system provides for

rating extension workers on the following basis:

a. Specialists! rating, Extension specialists are
each responsible for extending the subject in-
formation in a particular field of knowledge,
such as farm management, farm crops, or
dairy husbandry. The specialists work closely
with county agents and have an opportunity to
appraise the agent's effectiveness and observe
the public acceptance of their special phase of
the over-all county extension program. For
this reason every specialist was asked to judge
the effectiveness of the way his phase of the
extension program was carried on in each
county. Because some specialists do not work
in every county, in any one year, they were re-
quested to rate only the programs in the coun-
ties where they had worked during the past 12
months, For this reason, even though there
are 98 specialists only 30 to 40 opinions were

obtained on any one county program.
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The classifications used by the specialists
in rating the county agricultural program in
each county are as follows:

(1) '!A'' (Superior). A county program to
which this rating is assigned should show
unusual accomplishment as compared to
other counties in which the program is
being carried on. The local people should
evidence support of the program by active
interest and participation.

(2) Y'"B'! (Good). This classification denotes
that the progress and accomplishments of
the program are satisfactory or somewhat
better than average as compared to other
counties. A !''"B'' rating should only be
assigned to county programs which are
constructive and where there is some evi-
dence of public support.

(3) "'C! (Fair). A program rated ''C'' should
be one that could definitely be improved.

It might indicate a poorly-organized program
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or one in which there was slightly below
average local participation and interest.
This kind of program might be one on
which relatively little interest has been
placed in the county as compared to other
counties having similar needs for the work.

(4) '"'D''" (Poor). To be rated poor a county

program might be one on which no activity
is apparent in the county. It could be a
program that is poorly conceived or un-
organized and does not meet the needs of
the people., It might be a program where
no local interest was evident because of
lack of knowledge about the program. If
a '""D'" rating is assigned to a county it
should indicate that progress towards ac-
complishing the objectives of the program
are not at all satisfactory.

After each specialist rated his project in each county

the ratings of all specialists were recorded on an appraisal

sheet by counties. Next, since a single county rating was
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desired to measure the over-all effectiveness of county agents,
some method had to be found to combine the ratings given by
the several specialists.

The easiest way would have been to assign a numerical
equivalent to the A, B, C, or D rating given by each specialist
and determine the average score per county. However, this
procedure has one fundamental weakness. The relation of the
several projects to the extension program is not of equal im-
portance in all counties. It was felt that the rating of the dairy
program in a county where 75 percent of the farm income was
derived from the sale of dairy products should receive more
weight in judging the county agent's effectiveness than the rating
of the fruit program if less than 5 percent of the farmers! in-
come came from the sale of fruit in that county.

To correct this weakness in the rating scheme the
relative importance of the many projects were evaluated for
each county. They were graded as of major importance, aver-
age, minor or no importance, to a well-rounded extension pro-
gram in the county. The value of different farm commodities
sold per county from the 1945 census of agriculture was used

as a guide, but the final evaluation, made by a group of seven
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administration administrators and specialists, was based on
their intimate knowledge of the state. Then differential weights
were assigned the specialists' rating based on the importance of
each project to a sound extension program in the county, as

shown in the following table.

MW

Specialists Rating and

I:pl;ij;tc e Differential Weights Assigned

by County A B c n
Major 5 4 3 _5
Average 4 3 2 3
Minor 3 2 1 -1
None 0 0 0 0

N T e s S ]

Thus, if a specialist rated the dairy program ''A'!
and dairy was of major importance in the county this rating

would be scored 5 points. On the other hand, if another spe-

cialist rated the fruit program in that same county ''D'' and

In evaluating such programs as rural health, public
policy education, etc., that were considered of equal importance
in every county, the same importance grade was used throughout
the state.
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fruit was of minor importance in the economy of the county,
this rating would be score -1 according to the weight given
in the table.

To arrive at a single score for each county by which
the different opinions of all specialists could be compared the
weighted ratings were totaled by counties. Then, because the
number of opinions obtained per county varied, this total score
was divided by the number of different opinions to give a county
numerical rating. The numerical ratings obtained in this way
were calculated for all counties. Next, for purposes of compar-
ison between counties the average score for all of the counties
was determined. With this score representing 100 percent the
scores of all counties were converted to the percentage they
represented compared to the average. Figured in this way
the specialists' ratings varied from 130 percent of average for
the highest-scoring county to 70 percent of average for the
lowest-scoring county extension program in the opinion of 30
to 40 specialists,

Now, to the extent that the opinions of the specialists
regarding the county program and the judgments of the men who

determined the importance of the program in each county are
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valid, these percentages measure the relative effectiveness of

extension work in any given county. And, since the county

agricultural agent is responsible for the conduct of the county

extension programs rated, the percent of average score each

agent received should reflect the effectiveness of the individual

agents. For this reason it was used as one of the standards

to measure the success of different agents.

bo

4-H Club project appraisal. In Michigan the
4-H Club project is of major importance in
each county. While the county administrator,
usually the county agricultural agent, is re-
sponsible for the over-all conduct of the county
extension program, the 4-H Club agent is di-
rectly in charge of this phase of the extension
program. The 4-H Club agents in Michigan
correspond to assistant county agricultural
agents in other states. They are, in general,
young men who aspire to become county agri-
cultural agents, although a few make a lifetime
career of working with young people. It is

from the ranks of the 4-H Club agents that
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most of the county agricultural agent positions
are filled. It is in many respects the training
position for future county administrators. For
this reason similar qualifications are required
of 4-H Club agents as county agricultural agents,
Experience over the past 36 years has proven
that, with few exceptions, successful 4-H Club
agents become successful county agricultural
agents and county administrators.

For the purpose of rating it would have been desirable
if identical criteria could have been used for determining the
success of 4-H agents as for county agricultural agents. How-
ever, the specialists work less directly with the club agents
and they are not directly responsible for the over-all agricul-
tural program. Therefore, it was decided that a measure of
the effectiveness of the 4-H Club program would provide a
more valid criterion of success than the specialists' rating.

Each year the 4-H Club department receives a sum
of money to be distributed to counties for use as premiums
and awards. The 4-H Club department, with the advice of

Ccounty workers, has prepared a formula for the equitable
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distribution of this money to the 4-H Club members of the
state. In this formula each 4-H Club project is given a money
value for each boy and girl completing the project. These val-

ues are:

Beef, Swine, Dairy . . . . . . . . . $1.50

Sugar Beets, Sheep, Colt, and Junior
Leadership e e e e e e e e e 1.00

Corn, Beans, Potatoes, Forest Fire,

Deer Yard, Pheasant, Market

Garden, Forestry . . . . . . . . .80
Home Gardens . . . . . . . . .« . . .55
Landscape, Electrical, Food Preparation,

Canning, Clothing, Asst. Homemaker,

Home Furnishing, Handicraft, Farm

Machinery . . . . . . . . . . . .50

Wildflower, Soil Conservation, Bees,
Wildlife, Farm Accounts . . . . . . .40

Hot Lunch, War Activities, and all
others . . . . . . . . . . . . .25
At the end of the year each county is allocated its
proportionate share of the State money available for premiums
and awards on the basis of this formula. Since the 4-H Club
agents are aware of this procedure for allocating State funds,

and are competing for these funds for their county, the formula
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does in a degree establish standards of accomplishment. The
values per completed project also measure to some extent the
intensity of training given boys and girls enrolled in the dif-
ferent projects by the 4-H Club agents. They recognize that
it requires more ability and effort on the part of the 4-H Club
agent to carry a 4-H Club member through some projects to
completion than in others, However, there is no attempt here
to justify the value of the various projects to the boys and girls.
It is argued that the total amount of money allocated to each
county on the basis of this formula does reflect to a limited
degree the relative effectiveness of the 4-H Club agent. In
order to work with boys and girls they must be contacted. The
intensity of the contact is greater in some projects than in
others and therefore it is assumed that the more contacts and
the more intimate or intense the contacts the more extension
work is accomplished. Therefore, the state allocations do pro-
vide one measure of the 4-H Club agent's work effectiveness.

Now, it is recognized that there are great differences
in the local county situations. There are more boys and girls
eligible to participate in the Club program in some counties

than in others and different projects are better adapted to some
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county situations than others. For this reason comparisons
between agents on the basis of state allocation money for the
purpose of this study was made only within each of the 4 broad
groups of counties previously described. The final rating using
this criteria for each county was arrived at as follows: The
average number of dollars allocated each county in each group
of counties was determined. The percent of average was cal-
culated for each county within the group. Then this figure was
used to compare the work effectiveness of the agents within
the counties.

Another criterion used for measuring the work effec-
tiveness of the club agent was the proportion of rural boys and
girls between the ages of 10 and 21 enrolled in 4-H Club work
in each county.

c. Final rating. The specialists' group rating,
the 4-H allocations rating and the rating ar-
rived at by calculating the proportion of eli-
gible boys and girls enrolled in 4-H Club work
are all measures of work effectiveness. But a
study of the ratings obtained by these methods

indicated the need for wise interpretation, in
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the light of all known factors which might in-
fluence them in any one year, or which, be-
cause of unusual local conditions, might in-
validate them entirely. For example, one
agent's wife had been seriously ill during the
year, requiring his almost constant attention.
As a result his program received a low rating
although he had been awarded a plaque the
year before as one of the outstanding agents
of the state.

It seemed important that situations such as this should
not influence the final rating of an agent. Because, one of the
primary reasons for rating the agents was to make possible an
analysis of some of the personal characteristics of successful
extension agents in contrast to the characteristics of less suc-
cessful agents. Therefore, it was decided that, while such
measures of work effectiveness were useful, they were not
valid criteria unless properly interpreted and that the only
persons who were in a position to interpret them were the
extension administrators. It was also decided that since these

criteria needed interpretation the administrators should be the
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ones to pass final judgment on the over-all success of the
county workers under their supervision. The four District
Extension Supervisors, the State Leader of Agricultural Ex-
tension, the State Leader of 4-H Club Work and the Director
of Extension were chosen as the administrators most familiar
with the county personnel. These men possessed another qual-
ification as raters: Each has for years, as a part of his reg-
ular job, evaluated the work of all agents in the state for the

purpose of determining salary adjustments.

Method Used

The purpose for which the rating was to be used was
carefully discussed with the seven men as a group. At first
it was proposed that they rank the agents of the state from
the most successful to the least successful. But it was soon
realized that such a refined rating would be unrealistic, since
the design of the study was set up to compare either the top
one—fourth or the top one-half with the bottom one-half. There-
fore, it was decided to have the administrators classify the
agents directly into these four groups rather than to determine

it by some statistical procedure. To make the administrators’
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rating of individual agents as objective as possible they were
each given a set of 4 x 5 filing cards with the name of a
county worker typed in the upper left-hand corner of each
card. An individual card was provided for each agent. The
six sets of cards were carefully shuffled before giving one
set to each administrator. They were then instructed to di-
vide the set of cards roughly in half, putting in one pile the
cards of agents they rated in the top half of the staff on the
basis of over-all job effectiveness, and in another pile the
cards of agents they rated in the bottom half of the staff on
the same basis. Next they were asked to divide each pile into
a top and bottormm half. In this way each administrator divided
the staff into four roughly equal groups: (1) a top fourth; (2)
a top half; (3) a bottom half; and (4) a bottom fourth.

Then, after each administrator had rated all of the
county agents independently an analysis of the ratings was
made. The individual ratings were compared to the ratings
made independently by the other five men and with the percent
of average scores determined through the specialists' ratings
for agricultural agents. In the case of 4-H Club agents the

county allocations and the proportion of boys and girls enrolled
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in 4-H Clubs who were eligible for membership was used as

a check on the administrators' over-all ratings. If any one

of the raters or the objective measures indicated any agent

should be placed in a different group, his case was discussed

individually, and in some detail, by the rating panel before he

was assigned a final rating.

V.

Gathering the data. In this research the observation method,
plus some questions, was used. This method was chosen
rather than the questionnaire, or detailed time and motion
study, because it was thought it would be more realistic

in appraising an agent's work in the field.

In order that the agent's work-flow for the week might
be interrupted the least, the following method of notifying
him of the forthcoming visit by the writer was used. First,
a letter from the director of extension was sent at the be-
ginning of the research. The letter briefly explained the
purpose of the visit as being ''to observe how agents do
their job,'' so that the information might be helpful in the
recruiting and teaching of future extension workers and in
the supervision of those now on the job. No time was set

for the visit to the county. This was to ascertain the
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agent's presence in the field at the time and to determine
that no special event not included in a normal week's work
would hinder proper study.

On Wednesday or Thursday of the week previous to
a visit the writer would call the agent to be visited. This
was done to avoid arriving at the county during times when
the agent would be on vacation or the next week's work would
involve such events or achievement days, etc., that are
not a part of the normal flow of a week's work for a
county agricultural agent.

The visit to the county began on Monday morning and
continued through Thursday or F iday. The writer attempted
to observe the activities of the agents in relation to the
various roles performed. An attempt was also made to
observe the characteristics of the agent which seemed
pertinent to the job.

The trial county. To provide experience for the writer,
and to test the method, a county outside the paired coun-
ties was chosen for a trial week of observation. This

county had a composite county rating of 88 on the county

classification chart and the agent was in Goup I. After
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having spent from Monday through Thursday with this agent
a complete report was made to the committee on Friday.
The results of this report were used to guide the observa-

tion and reports in the other counties.



CHAPTER 1I

REVIEW OF LITERATURE

Since the focus of this research is centered upon the
county agent's job, two things will be done in this chapter:
(1) a review of what has been said about the ''job'' oriented
research, and a definition of terms as they apply to the exten-
sion service; and (2) a brief review of what has been said

about the county agent's job will be presented.

Definition of Basic Terms and Basic Concepts

The United States Employment Service in its ''Job
Analysis Manual'' takes the stand that a ''job'' is a group of
positions that are identical in every respect, and that a ''po-
sition'' is an aggregation of duties, tasks and responsibilities
assigned to one individual [1]. Miller and Form expand on the
concept ''position.'' They suggest that the work position is
composed of technical, special and social demands by virtue
of the organizational function to be fulfilled [2]. For our re-

search this means that because there is an agricultural
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extension service dedicated to the service of rural people, and
because this organization has administratively created a !'posi-
tion'' by which communication from the Department of Agricul-
ture and the land-grant colleges can be personally transmitted
to farmers and farm groups, the totality of these !'positions,!''
which are roughly identical, constitute a ''job."!

The assumption that all county agents, or 4-H Club
agents, do the same things is probably correct only to a de-
gree. It is necessary to determine the extent to which they
behave the same or differently. The first task of a job anal-
ysis is, then, to examine the central tendencies and the ranges
of behavior that are characteristic of county extension works
'"on the job.'!

A term closely related to ''job!'' is ‘''occupation.'!

This seems to be used as a classification device for indicat-
ing the major ways in which a person occupies his time. The
dictionary indicates that synonymous terms are profession,
trade, vocation and employment [3]. The USES uses the term
to include a group of jobs sufficiently similar in respect to

duties, responsibilities and working conditions to warrant like

treatment in personnel processes [7].
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Terms Often Applied to the Extension
Agent's '""Job'"!

In the literature review and in the meetings of the re-
search committee, frequent reference is made to the extension
agent as ''professional,'' ''administrator,'' ''salesman,'' !''pub-
lic relations man,'' and to other similar termms. These ref-
erences seem to range from general occupational titles imply-
ing a complete pattern of behavior to specific tasks and duties

expected in the work pattern of an extension worker.

Professional. Reference to the county extension worker

as a ''professional'' seems to point out that his job has cer-
tain aspects in common with other ''professional!' jobs, and
that it is different from nonprofessional services. In general,
the attributes or prerequisites of professionalism include a
prolonged and specialized training, a professional brotherhood
passing on the qualifications and characteristics of its mem-
bers, and a relationship with a clientele involving the idea of
service. The total body of professionals can be classified
into those who operate as free agents, except for the control
of their own professional organization, and those who work

within the structure of business, education, public health and
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welfare, or some similar organization. The county extension

worker is clearly in the latter class.

Executive, administrator, bureaucrat. Reference to

the county extension worker as an executive, administrator,
and in a sense as a bureaucrat, is related to additional duties
assumed by these agents in past years and to a change in the
definition of the teaching situation. Agents are frequently
called on to assist in setting up programs for soil conserva-
tion, land-use planning, drought relief, and in cases of emer-
gency or war, on food production, and farm labor [4]. Cooper-
ation with these national programs and the system of reporting
and evaluation necessary for their maintenance, as well as
that of the extension service itself, clearly relate the executive
and administrative function to the bureaucratic nature of the
structure [5]. Cooperation with these national programs and
the system of reporting and evaluation necessary for their
maintenance, as well as that of the extension service itself,
clearly relate the executive and administrative function to the
bureaucratic nature of the structure [5]. There is little doubt
that the agent's preoccupation with executive and administra-

tive detail, especially when directed at maintaining the
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organizational structure, is resented by the farmer in that it
cuts down on the time the agent is available for personal con-
sultation. This ''bureaucratic activity'' seems to be a violation

of function in the eyes of the agent as well.

Social role. The designation of terms as administra-
tor, executive, bureaucrat, teacher, businessman, public rela-
tions man, etc., illustrates what is often called the !'social
role'' that an agent is expected, or required to perform.

There is reason to believe that a role analysis is
crucial to the understanding of any job. In many cases the
role constituents of a job are determined by inspection, and
although they may adequately describe certain aspects of the
job, they perhaps have only face validity. That is, that may
describe the behavior but omit the most important aspect of
the role analysis. In a role analysis the important elements
to be determined are the rights and duties that are expected
of a person because he is in a certain position or status.
Linton, who speaks of a role as the dynamic aspect of a sta-
tus, suggests that when a person puts the rights and duties
which constitute a status into effect he is performing a role.

Role analysis of the position ''county agent'' or ''4-H Club
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agent'' will then constitute an inventory of the rights and duties
of persons inherent in this position, with emphasis on the source

of sanctions or authority making this role possible or mandatory.

Description of County Agent!s Job

At present there seem to be three main sources of
definition of the agent's job: (1) the avowed objectives of the
cooperative extension service; (2) the system of positions and
offices working on all three civil levels; and (3) the needs and
desires of the people.

The following will show in broad outline the forces
which combine to give form to the county agent's job. Much
of what is said will apply equally to county agents, 4-H Club
agents and to home demonstration agents. They are, briefly,
as follows:

1. The avowed objectives of the cooperative ex-
tension service. These include the rational
of the persons responsible for its founding,
as well as other objectives subsequently

assumed.
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The organizational structure of the service.
This includes: (a) the national, state-county
dimension in which the United States Depart-
ment of Agriculture, the State Land-Grant
College, and the local county are integrated;
(b) the legal rational nature of the organiza-
tion; and (c) the system of positions and re-
sponsibilities which has been formed to make
the extension service function.
The needs and desires of the people. In the
report of the committee on extension programs,
policies and goals, it is pointed out that the
program of the cooperative extension service
was developed within the limits of two major
controlling factors. The first of these is the
ongoing program of the United States Depart-
ment of Agriculture and the Land-Grant Col-
lege, and the second is ''the needs and desires
of all those whom extension is or should be

serving.
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In the broad view, ''the needs and desires of the peo-

ple'' may refer to needs which are culturally determined, such
as a high standard of living, health and freedom from debt, and
which may be attained by more efficient production and market-

ing methods.

The Objectives of the Cooperative Extension Service

The Cooperative Agricultural Extension Service was
created by law to coordinate the efforts of the United States
Department of Agriculture and the State Land-Grant Colleges
in their related functions of research and education. The
avowed objectives of this agency are outlined below, as pre-

sented by L. B. Smith and M. C. Wilson in The Agricultural

Extension System of the United States [2]. They are as fol-

lows:

1. To increase the net income of the farmer
through more efficient production and market-
ing and the better use of capital and credit.

2. To promote better homes and a higher stand-
ard of living on the farm.

3. To develop rural leadership.
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4. To promote the mental, social, cultural, rec-
reational and community life of the rural peo-
ple.

5. To implant a love of rural life in farm boys
and girls.

6. To acquaint the public with the place of agri-
culture in the national life.

7. To enlarge the vision of rural people and the
nation on rural matters.

8. To improve the educational and spiritual life
of the rural people.

This listing of the avowed objectives of the extension
service is not altogether reflected in the early technical agri-
culture orientation of the extension program. This descrepancy
does point out, however, the basic assumption guiding its work.
This assumption is that the agricultural practice of the Ameri-
can farmer is lagging behind the nation's knowledge of agricul-
ture, and that by changing the farmer's practice, the more
broadly-defined objectives will follow. This list of extension

objectives also points out the motives of the people guiding the
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movement and helps explain some of the changes of emphases
which appear later.

The shift in the emphasis of the extension service is
delineated in a report made in 1948 by a joint committee of
the United States Department of Agriculture and the Associa-
tion of Land-Grant Colleges and Universities. This committee
restates the educative focus of the service, but points also to
the use of an ever-widening range of subject matter and teach-
ing techniques. In a listing of the achievements of the service
over a third of a century, a number of the earlier stated ob-
jectives are paralleled, while other achievements indicate a
shift in emphasis. The achievements seen by the committee
as advances in the fundamental areas of individual, family, and
community life, are as follows:

1. Applying the findings of research.

2. Solving problems through group action.

3. Understanding economic and social factors
at the community, state and national level.

4. Improving homemaking functions such as
family diet, clothes, and the saving of time

and energy for the homemaker.

s
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5. Work with rural youth.
6. Counseling on farm problems.
7. Contributing to the science of government and
education.
8. Mobilizing rural people to meet emergencies.
9. Aiding esthetic and cultural growth of farm
people.
10. Contributing to urban life.
11. Developing rural leadership.

The changes in objectives and scope of extension ser-
vices are best summed up by the committee's statement that:

'"Whereas extension has done much for people, it is
what extension has helped people to do for themselves that
achieves greatest results.!!

This focus is best seen in the emphasis on a group
approach to problem solving, and to help in understanding the
more complex and economic aspects of the world in which we
live [3].

To the technically-trained, project-oriented county
worker these kinds of objectives may well seem idealistic and

not practical. They will have a moulding influence on the
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county worker's job in direct proportion to the degree to which
they are communicated to the agent. The extension service is
ideally prepared to make this communication—principally be-
cause the professional training facilities are affiliated with
the service, and because of the system of district, state and
regional meetings used for supervision and in-service training.
These conferences provide many opportunities for reference to
the objectives of the extension service. The preface to Smith

and Wilsons The Agricultural Extension System of the United

States states that the book is designed to be informative and
instructive to extension workers in agriculture and home eco-
nomics in the field and to students in the schools and colleges
preparing for extension work [4].

The effect of these objectives on the job cannot be
fully understood in terms of communication. Before they can
have any real function they must be translated into evidence
of expected behavior. That is, the administrators of the pro-
gram who hold these objectives must demonstrate that they
expect the agents to work toward their fulfillment. Added to
this influence of the avowed objectives of the extension service

on the agent's job are the effects of its organizational basis
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and structure and the needs and desires of people. These are

discussed below.

The Organizational Structure of the Agricultural
Extension Program

Understanding the organizational structure of extension
is here based on three facets of this organization.

1. The national-state-county sharing of responsi-
bility.

2. The legal rational basis of the organization.

3. The system of offices and responsibilities
which have been formed to carry out its
functions.

In each case the focus is on the county worker's posi-
tion in the total structure. The purpose of our discussion is
to determine the moulding effect of these organizational fea-
tures on the county worker's job.

The procedure in this section will be first to graph-
ically show the organizational scheme of the total service, pay-
ing particular attention to the three civil levels on which it is
organized, and then to present the legislative base for each of

these levels. The final step will be to outline the functional
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interrelationship of the variety of positions in the structure with
the position of county worker.

Review of this chart indicates that the Cooperative Ag-
ricultural Extension Service is organizationally related to three
levels of government. These are: (1) the National Government,
with the National Director of Extension directly responsible to
the Secretary of Agriculture; (2) the State Government, operat-
ing through an agricultural college extension service and headed
by the Director of Extension; and (3) the County Government.
At this level the county board of supervisors (or related body)
shares responsibility with the county agent who, although lo-
cated permanently in the county, is a member of the staff of

the state college of agriculture.

The Legal-rational Base

The legal—ratiox}'alibasis of the Cooperative Extension
Service is found in a numbér of legislative acts dating from
1862 to the present. The enabling acts for the land-grant col-
leges and the United States Department of Agriculture were
both passed in 1862. These two agencies are the principal

ones cooperating in the service. Both of them were originally
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assigned research functions. The legislation which established
the USDA provided that the general design and duties of the
department are ''to acquire and diffuse among the people of
the United States useful information on subjects connected with
agriculture in the most general and comprehensive sense of the
word [5]. The Morrill Act established the colleges of agricul-
ture in this year, and in 1887 the Hatch Act provided for the
Agricultural Experiment stations.

In 1914 the Smith-Lever Act was passed which called
for a Cooperative Agricultural Extension Service in which the
research and teaching function of the United States Department
of Agriculture and the Land-grant colleges were integrated.
Other acts provide for the financial support of the extension
program.

In general the county extension agent is an employee
of the state college of agriculture located permanently in a
county when the county properly organizes for the work and
provides funds in part payment of the salary or expenses, or
both, of the agent. In most cases the county raises its share
of the cost by taxation, although in some areas the county funds

are augmented by contributions from farm or business organizations
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or from individuals. The right of the county to spend money
on this kind of function is fundamentally the same as that which
permits local governing boards to spend money on any function
not specifically assigned to the state or national government.
This right is often outlined either in the constitution of the
state or in some act of permissive legislation.

The effect of this kind of legal-rational base upon the
county workers' job, beyond outlining in broad terms the in-
tent of the service and providing a financial base for it, is to
create a position that is on one hand strigently outlined and
controlled, and on the other hand is uncontrolled by precise
directions. The agent knows what the service expects of him
and can evaluate his own program in that light. What the
county board expects of him however, is not often a matter of
formal record.

If the resultant behavior of an agent violates too strongly
the expectations of either group, an adjustment must be made.
It will be seen in the following section that much of the effort
of the state-level personnel goes toward bringing the two sets
of expectancies (the county's and the service's) into line. The

potential effect of disagreement is great, because either group
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has it in its power to end the program. Agreement must be
maintained on who the county staff will consist of and what the
net county contribution will be.

The above discussion has described the convergence
of three major forces upon the job of the agricultural extension
worker. The avowed objectives, the organizational structure,
and the needs and desires of the people have l_)een shown, to
each to have its place. They are the forces that determine
what the agent does. Each force is translated by the individ-
ual agent into a pattern of expected behavior of which some
have the force of authority behind them and some which carry
only the sanction of tradition. Much of the literature from
which this paper has been taken was written for the use of the
people in the extension office. The preface to Smith and Wil-

son's The Agricultural System of the United States indicates

that it is designed to be ''informative and instructive to ex-—
tension workers in agriculture and home economics in the
field, and to students in schools and colleges preparing for
work in extension'' (Smith VII).

Through these media and through speeches made at

countless conferences these avowed objectives of the extension
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service are brought home to the agent, and from them he be-
comes aware of what he is expected to do.

The description of the network of offices and positions
working at all levels in the extension structure are even more
forcibly impressed upon the agent because they are acted out

daily in his contacts with supervisors, subject matter special-

s

ists, and other college USDA representatives. In this manner

K

expected behavior is not only outlined but deviation from, and
compliance with, expected behavior is the subject of many of
these personal meetings. In some cases deviation is the cause
of a rating which may effect the pay scale of the agent.

The impact of the needs and desires of the people upon
the county agent's job is more difficult to outline. For a farmer
to expect a kind of behavior for which he has no need or de-
sire doubtless sets up a negative reaction. He may avoid the
agent because of it. Where some need has been filled by an
agent in the past because of emergency or special interest of
the agent, this activity may become a part of the job because
people expect it. Failure to perform it may be deemed reason

to censure the agent.
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CHAPTER III

AN ANALYSIS OF THE SELECTED COUNTY AGRICULTURAL
AGENTS' ANNUAL STATISTICAL REPORT

Before going into the field to study how county agents
performed the six major roles that constitute their job, the
writer studied the statistical reports of all the agents that
were to be observed. The purpose of this study was to supple-
ment the data to be obtained by the observation of the agent on
the job and to see if any key to the differences in performance
could be discovered.

The annual report form E.S.21 submitted in December
of 1950 was used for this purpose. Only those items were
chosen from the report for comparison which showed signifi-
cant differences between group one and group two agents.

In making these comparisons it should be remembered
that the counties were chosen on the basis of the ''‘County Clas-
sification System described in Chapter II''; therefore it is as-
sumed that the potential for extension work in the counties of

each pair is nearly equal.
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Due to the fact that many items in the annual report
may be interpreted differently by different agents, only those
items that are computed uniformly were considered in the anal-
ysis.

It will be noted from a study of the statistical report L
that county agents in group one spent 126.7 days in the office

while those in group two spent 139.4 days in the office, or a

A} o

difference of 12.7 days per year.

The group one agents spent 158.6 days in the field
while the group two agents spent 144.1 days in the field per
year or a difference of 14.1 days more in the field for the
group one agents. The variation in number of days in the of-
fice for the five group one agents studied was from a low of
77.4 to a high of 161, while for the group two agents the range
was from 111 to 176 days.

From these figures it would seem that there is little
significance in the way the agents divide their time between
the office and field. The averages show some tendency for
group one agents to spend more time in the field but the vari-
ation between counties was so great that this factor seems of

little value in measuring differences.
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The number of farm visits made by group one agents

averaged 535.8 and for group two agents the average was 362.8.

The range was from 212 to 973 for group one agents and from
198 to 703 for group two agents. Again the range in number
is quite great and appears not to be of much significance. The
office visitors to the group one agent's office averaged 1,676.5
and to the group two agent's, 943.2. The range for the group
one agents was from 1,218 to 2,381 while the range for the
group two agents was from 460 to 1,215. This figure seems
to be significant because the range for the group one agents
is consistently higher than the range for the group two agents.
The highest number of visitors to the group two agent's office
for information relative to Extension work was lower by three
than the lowest number of visitors to the group one agent's
office.

Telephone calls followed the same pattern. The group
two agents had an average of 832 telephone calls and the group
one had an average of 2,184.4 per county. The range for the
group two agents was from 260 to 1,660 and for the group one
agents from 958 to 4,343. The telephone calls and office calls

seem significant as a measure of the effectiveness of the work
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of the county agent because they are a measure of the ability
of agents to instill into the people of the county a desire to
contact him. The reason for this reaction is not evident in
the statistical measures available.

Therefore it was necessary to attempt to find the rea-
son why farmers went to some county agents more than others
by observing the county agents in the field through a series of
case studies. Group one county agents were inclined to make
more use of news stories as a means of publicizing the exten-
sion program in their counties than group two county agents.
Group two county agents averaged 147.5 news stories per county
and the group one agents, 336.9 news stories per county.

In the number of bulletins distributed group omne county
agents distributed 609.1 less bulletins on the average than the
group two county agents.

Two significant factors seem to stand out in the com-
parison of the statistics for group one and group two county
agents:

1. The group one agents have been successful
in attracting larger numbers of farmers to

them as evidenced by larger numbers of
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visitors to the office and by larger numbers
of telephone calls, than the group two agents.
2. The group one county agents appear to be
more active in terms of making more farm
visits, driving more miles and holding more
meetings than the group two county agents.
For a complete summary of the ten county agents

annual report for E.S.2]1 submitted in 1950 see the Appendix.



THE

As |
performs mg:
purpose of ¢

b the count



CHAPTER 1V

THE ROLE PERFORMED BY COUNTY AGENTS

As outlined in Chapter I, the county agricultural agent
performs many roles in the performance of his job. It is the
purpose of this chapter to describe some of the techniques used
by the county agents in the performance of their jobs.

A Classification of the Different Occupational Roles

Performed by County Agricultural Agents, and
the Various Tasks Associated With Each

I. The role of a student. The things county agents did pri-
marily for the purpose of acquiring additional knowledge
for their own satisfaction or to enable them to solve some
special problem of the people during regular working hours
were classified under this heading. Examples of these ac-
tivities and the time spent performing this role are as
follows:

A. Reading scientific literature, professional magazines,
studying bulletins, analyzing crop statistics, studying

special problems, and conducting research.

TIRE e ae .
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B. Participating in training conferences, meetings and
organized classes. Seeding information and ideas
from specialists and supervisors for self-improve-
ment, etc.
II. The role of public program administrator.
A. Planning and coordinating the county extension program.
1. With formally organized planning, cooperating and
advisory groups of local people.
2. With county staff members.
3. With state staff members, specialists and super-
visors.
4. With other public agency representatives and repre-
sentatives of commercial enterprises.
5. Time agent spends planning and evaluating the
over-all county extension program by himself.
6. Talking over county extension program informally
with individual local leaders.
B. Performing administrative details.
1. Preparing official reports to county, state and

federal authorities.
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2. Keeping financial and other office records as:
mailing lists, project records, penalty mail and
bulletin records, mileage accounts, etc. (office
secretary keeps many of these but it takes some
of agent's time).

3. Reading and sorting mail.

4. Filing correspondence bulletins, reference material,
arranging office, cleaning up office, etc.

C. Performing special public relations activities.

1. Participating in special social functions and ac-
tivities of the community, performing special
services for individuals or entertaining groups
primarily to get acquainted and build good will.

2. Visiting with people while on the job about things
not related to extension work and for no particular
purpose but to build good will and be sociable.

LXX. The role of a salesman of information and ideas. In per-
forming this role the extension agent is actually trying to
interest people in new ideas or practices. He is the ini-
tiator of contacts with people to convince them to use the

latest scientific knowledge. The agent is going out giving
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or selling people information that he feels will help them.
He is an educator bringing to the people new knowledge
and understanding. The agent performs this role in a
number of different ways as indicated in the following sub-
headings:

A. Individual contacts.

1. Face to face contacts with individuals at the
agent's office.

2. Face to face contacts at the individual's farm,
house, place of business or at a chance meeting
place.

3. Telephone.

4. Personal correspondence.

B . Mass media contacts.

1. Writing newspaper articles.

2. Writing. circular letters.

3. Broadcasting on the radio.

C. Group contacts.

1. Acting as a public speaker, lecturer, demonstrator,

discussion leader or introducer of others who per-

form this role.
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The role of an organizer and supervisor of events. One
of the functions of a county agent is to promote, organize,
arrange, and supervise various events such as meetings,
demonstrations, achievement days and tours. Many of
these events are staged to teach people in groups through
the performance of one of his primary roles as a ''sales-
man of knowledge'' or ''consultant.'" However, by helping
put on events of various kinds the county agent performs a
distinctive function of bringing people together where they
can exchange ideas. Some of the tasks involved are:
A. Publicizing events.

1. Writing newspaper announcements.

2. Writing circular letters announcing events, pro-

grams, etc.

3. Announcing events over the radio.

4. Announcing coming events at other group meetings.
B. Arranging events, getting people to take part, planning

programs, securing speakers, judges, entertainment,

refreshments, and arranging equipment, transportation,

a place to hold events, etc., as well as cleaning up

afterwards:
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Face to face contacts with individuals.
Face to face contacts with groups, usually small
committees.
Working alone or with other staff members.
Telephone contacts.

Personal correspondence.

The role of an organizer of groups. This is the role

played by the county agent while actually engaged in en-

couraging and helping people organize themselves to ac-

complish something collectively. It often requires group

action to solve certain problems or to enable individuals

in a rural community to benefit from new technology de-

wvelopments the county agent is encouraging people to

adopt.

The time the agents spend in building community

Organizations as a means of helping people help them-

Sselves and to carry out various phases of extension work

wasg classified under this role:

A. Organizing groups of people.

1.

Stimulating people's interest in organizing by mass

media methods as radio, newspaper, and circular

letters.
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2. Contacting people individually and encouraging
them to sponsor, lead or become members of
an organization.

3. Stimulating interest in organizing from group ac-

———

tion as a speaker, demonstrator or discussion
leader before an assembled group of people.

4. Actually organizing groups, assisting with the i

LT

election of officers, drafting a constitution with

the officers, training the officers or leaders of

the group in their official duties, etc.
The role of a facilitator-expeditor. The county agent does
many miscellaneous things primarily for the purpose of
mmaking it possible or easier for the people to follow rec-
ommendations of the extension service. Likewise, he does
some things purely as a service to his clientel or to ex-
Pedite agricultural production, such as helping a farmer
find a hired man or a farm to rent. He also does some
things just to facilitate the work of extension, like getting
merchants to donate 4-H Club achievement awards, etc.
While agents are performing these kinds of taks they are

COnsidered to be acting in the role of a facilitator-expeditor.
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A. Agents perform this function in a great many different

ways but largely through personal contact with other

individuals or groups but sometimes these tasks are

carried out by the agent work alone.

1.
2.
3.

VII. The role of a consultant. It is the role played by county

Individual face to face contacts.

- e e
v

Face to face contacts with groups.

T WAt e e

Working alone.

v

agents when giving advice making recommendations, and

counseling with individuals or groups regarding various

problems. As a consultant the agent's help is sought or

requested. The agent is not the initiator of the contact.

Two primary counseling situations are:

A. With individuals at their request or invitation.

1.

2.

In face to face contacts at the county agent's office.
In face to face contacts at a farm, home, place of
business, or chance meeting place.

Over telephone.

By personal correspondence.

Analyzing soil, identifying weeds, looking up in-

formation requested but not in direct personal
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contact with others while performing this kind of
counseling service.

B. With groups.

1. Attending meetings at the request of others where
the agents primary function was as an advisor of
the group.

C. Judging.

1. Time agent spends judging exhibits, livestock,

crops, etc., as at a fair or achievement day.

It is recognized that no clear-cut line of demarcation

can be drawn between each role performed. While the county

agent is busily engaged in performing the role of a facilitator

he is at the same time performing the role of an organizer

of groups or a salesman of knowledge. However, by observa-

tion and some questioning in a series of ten case studies it

was possible to make the following analysis of the way in which

the agents performed their roles.

The Role of A Student

By this role is meant the things county agents did

Primarily for the purpose of acquiring knowledge for their own

73
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satisfaction or to enable them to solve some special problem
of the people they serve.

The average time spent by county agents in the per-
formance of this role was 181.08 hours per year or 6.78 per-
cent of their time. Three and one-tenth percent of the time
spent by the agents in Michigan in the student role was spent
reading scientific literature, studying bulletins, analyzing crop
statistics, studying special problems and conducting research.

Every county agent visited in this research kept a set
of printed data issued by the experiment station of Michigan
State College and the United States Department of Agriculture.

Also included in the library of each agent was a supply of

current publications of the type of the Country Gentlemen, Cap-

pers Farmer, Successful Farmer, and Farm Journal. All agents

used these sources of material as the major portion of their
library. Two agents out of the ten visited had taken the trouble
to make a very complete subject matter file of this material.
This they kept up to date each year by rearranging and clean-
ing their files at the time of writing the annual report.l

One agent made it his practice to keep a guide book

in which he kept all the current material on the types of crops

\r-
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and livestock common to his county. This book contained both
the materials found in the literature from the College and United
States Department of Agriculture and the material found in
current agricultural publications. The material was very help-
ful when the agent met up with problems in the field.

All agents reported that they found the services and

information offered by field men for commercial companies

v

and the workers of the department of Agriculture helpful to
them in keeping up to date on technological advances in agri-
culture. The problem of finding time to keep up to date on
current findings of research pertinent to the agriculture of
their community was a common one to all agents visited.
Demonstrations, tours and experiments conducted in
the county were excellent sources of information for the agents.
Examples of these types of demonstrations are soil classifica-
tion and judging schools put on in cooperation with the Soil
Conservation Service and the Vocational Agricultural Teachers

in County E In this type of program the agent was put in a

1
Position where he had to learn the soil type and the proper

treatment to keep them fertile in order to teach it to others.
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County agent C. had conducted experiments with the

1
growing of pine trees in his area. He gathered together all
the data available and then tested it out under farm conditions
in his county.

Pasture Days, Machinery Clinics and Spraying brush
for control of growth are other examples of the student role
being performed in conjunction with other roles while on the
job.

County agent DZ reported that his soil testing activity
was one of the best media through which he learned techniques
of teaching soil fertility and conservation to others and also
one of the best ways to keep up to date on new developments
in Agronomy.

County agent D. had built up a good working relation-

1

ship with one farm family where they were willing to try out

new developments and determine results under local conditions.

He had tried out fertilizer recommendations, pastur€ mixtures,
sodium fluoride treatment for hogs, etc., on this farm. The
farm was known as his experimental farm.

The training conferences, meetings and organized

clas ses attended by agents accounted for 64.9 hours of time

AR
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for the agents of the state. Each of the ten agents visited by
the writer spent some time in conferences sponsored by the
extension service. The educational objectives of these con-
ferences were to bring agents up to date on new developments
in the field of agriculture. While in county A1 the staff of the
extension office attended a regular district extension conference.
The subjects discussed were--insect control, plant disease con-
trol, and public relations.

Specialists were a chief source of information for
agents. In county CZ the agent spent a day traveling with the
forestry specialist. He learned how to prune Christmas trees,

how to control shoot bearer and some of the principles of

picking out sites suitable for various species of evergreen

trees.
The Role of Public Program Administrator
L. Planning and coordinating the county extension program.
A. '""With formally organized planning, cooperative and

advisory groups of local people.'!
Each county visited had some sort of a formal plan-

Ning group. Many of these groups are not consulted on matters
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beyond over-all policies. Others assist in the development of
details for the execution of the extension program in the county.
A general pattern has been to have representatives from the
organizations within the county on the planning committee. Most
of the organizations have been of a general over-all county na-
ture, such as the County Board of Supervisors, the Artificial

Breeders' Association, the Dairy Herd Improvement Associa-

VA YT TTTTWRRLS YA Ta s oy

tion, etc. In order to illustrate exactly how such a planning
organization might work, County Agent A, had one member fram
each of the following groups as his advisory committee: Agri-
cultural Committee of the Board of Supervisors; Fotato Plan-
ning Committee; County Fair Board; 4-H Council; Home Eco-
nomics Council; Dairy Planning Committee; Farm Bureau;
Grange; Soil Conservation District; Potato Show Committee;
making a total of a ten-man committee that consulted with

the county agricultural agent in the development ef the details
of the extension program within his county. It should be em-
phasized that the agents assumed the responsibility for pro-
viding leadership for the committee. This agent said: ''About
four years ago, I sat down and looked at the situation within

my county, and I could see that one of the major enterprises,
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that of potato growing, was declining in its importance to the
economic development of the area in which I served. There-
fore, I decided it would be necessary to develop something
new to take its place or agriculture would decline.!' This
statement seemed rather typical of agents whose programs
were active and in tune with the needs of the county's agri-
culture. This was followed by action. One thing the agent
decided was necessary, and his council agreed with him, was
a strengthening of the dairy and livestock program in this
particular area. After talking this over with his committee,
a Dairy Planning Council of thirty-five members was estab-
lished. Membership of this committee included representatives
of the following groups: Dairy Herd Improvement Association;
Artificial Breeders' Association; Farm Bureau; Grange; Milk
Producers; and a local merchant, as well as the Soil Conser-
vation District. It is obvious that this particular agent and
his planning committee were attempting to include in the de-
velopment of this organization members from all sorts of
organizations that would be instrumental in promoting a dairy
industry within the area. It is mentioned because this is a

typical method used by agents in drawing into their planning

A ol
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committee people from all walks of life, including those in
government service, as well as those in the organizations that
are directly connected with the dairy industry.

It was typical of all planning groups in the counties

visited to include in their membership existing agencies on a

more or less state-wide basis that fit in with the formal struc-

ture of the organization of the extension service for whom they

were working. Other agents went beyond this and in making a
systematic study of the needs of their area included in their

planning committees other agencies that filled a specific need

for the rural people of the counties in which they served. Such

organizations as the Maple Syrup Marketing Association, the
Forest Products Association, the Beef Feeders Association,
the Bee Keepers Association, the Fruit Growers Association,
etc.,, are all examples of existing associations and organiza-
tions in Michigan counties that have been developed to serve
the needs of their people and were found in counties where
these particular industries were prevalent enough to warrent
their existence. In other counties the organizations that pre-
dominated the picture in planning were those that existed on

a state-wide scale and were more or less sponsored by the

A —————.
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extension service or other state-wide organizations in the State
of Michigan.

In instances where the needs of the people were being
more fully met, planning organizations also helped the agent
with planning specific details for the functioning of the group
at the county level. This included arrangements for tours,
plans for publicity, plans for planting trees, marketing of prod-
ucts, etc. In most instances, the county agricultural agent felt
that the center or core of the planning group was the County
Board of Supervisors and the Agricultural Committee of that
Board, in as much as this is the local sponsoring unit of the
extension service within the county. County agent Dl’ had de-
veloped a different type of central organization for his plan-
ning. In this county there was a county extension planning
committee. This committee was called the County Agricul-
tural Council. Money appropriated by the Board of Supervis-
ors is turned over to the Council to be spent at their jurisdic-
tion in the operation of the county extension program. This
council was made up of three representatives of the Board of
Superviso:-s, one from the Farm Bureau, one from the Grange,

Ome from the Junior Farm Bureau, one from Home Economics
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Council, one from the 4-H Council, one from 4-H Fair, one
from the Soil Conservation District, one from the County Agri-
cultural Council, one from the Muck Farmers, and one from
the Cash Crop Farmers, one from the Maple Syrup Associa-
tion, one from the Dairymen, one from the Beef Producers,
one from the Swine Producers, one from the Sheep Producers,
one from the Poultrymen, and one from the Farm Marketing
Association. Out of this group was chosen an Executive Com-
mittee comprised of the president, secretary, and treasurer,
plus the three members of the Agricultural Committee of the
Board of Supervisors. The purpose of the organization as
explained by the county agricultural agent was to spread the
leadership geographically throughout the county. He explained
that this must be done if one is to meet the needs of all the
people and keep everyone satisfied over a long period of time.
This type of organization is mentioned due to the fact that it
is different from those usually found and because funds are
entrusted to it to spend. It exemplifies the county agent's
ingenuity in setting up a type of organization that will fit the

need of the area in which he serves and in taking the control
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out of the hands of the local unit of government at a time when
they were not too friendly.

B. Planning with county staff members.
In every county visited, planning with extension staff
members was done in some way. The most successful method

used by the county agents was to hold a regularly-planned and

W ——t o gy

scheduled staff meeting once every week or two. In some
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instances the office secretary was invited in. This, however,
was not the general policy, but it would seem that there were
definite advantages in having the office secretary attend at

least a part of the staff meeting so that work concerning the
routine office procedures might be cleared and points of con-
flict in getting work out clarified at that time. Other items
discussed at staff meeting included the matter of schedules

for all agents and a discussion of events that had been conducted

during the past week.

In County E_, the staff meeting occurred immediately

1
following the 4-H Club Achievement Day. There was a discus-
Sion of this event, with suggestions made by all present as to

how it might be improved in future years. This was considered

a very worth-while part of the staff conference meetings. Future
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events were discussed and plans made for daily routine assign-
ments for the Home Agent, County Club Agent, and County Agent.
In events where there were to be special assignments, these
assignments were made. At this particular staff meeting, the
county agent was desirous of having pictures taken of pasture
fields. The club agent was the best photographer in the county
office and therefore was assigned the job of taking some slides
of cattle on balbo rye pasture. The pictures were to be used
for publicity at educational events in the coming year. It
seems to the writer that this is a very worth-while use of the
staff meeting in assigning to those individuals who are best
qualified the tasks they can do the best; it also indicates of-
fice cooperation in a unified extension program. At this meet-
ing there also was discussed a program that was to be held
the next night. Assignments were made to each agent of the
part he would perform at a meeting of the Rural Electrifica-
tion Administration. The home agent was to discuss lighting
and the county agricultural agent the utilization of electricity
on the farm.

In county B , it was observed that no formal staff

1

meetings were held. The agent's explanation was that in their

v
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office they were on very friendly terms and that at any time
any member of the staff wanted any of his advice or counsel
they would come to him and receive it.. He felt that they were
in close enough touch with each other from day to day so that
formal sessions were not necessary. Due to the fact that all
members of the staff were most congenial and free to discuss
their problems with each other this arrangement seemed to
work successfully in this county.

C. Planning with state staff members, specialists and
supervisors.

Besides the work with their organized groups and the
staff, all agents contacted indicated that they used the facilities
of Michigan State College and the specialists in developing
extension programs within the county. Some objected to the
state-wide projects that are sponsored by specialists; however,
most felt that specialists could contribute much to the planning
of an extension program. This was done either by mail, in-
formally, or formally at the time of contact with the special-
ist as he visited the county. All agents felt that it was nec-
essary for a specialist to spend some time in the area until

he got acquainted with the problems of that area and the
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problems of the farmers in the county before he could be ef-
fective in assisting to plan a program. It was pointed out that
state-wide programs do not often fit in each county.

On one occasion the writer observed a county agent
planning with staff members and specialist. Plans were being
made for a '""Grass Day.''" The specialist and the county agent

met at a restaurant. During and after dinner plans were dis-

cussed. These included:

Ao

1. Place of demonstrations.

2. Who would participate.

3. What elements would be emphasized.

4. The time to be allotted.

5. What values local people would place upon the
demonstration.

6. How those persons attending the grass day would
be transported.

7. The justification for making this event a little
different than those held in other parts of the
state.

8. What the wishes of the local planning committee

were.
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9. The agent presented his views regarding timing.
10. Staff members and agent made adjustments in
their plans.

D. Planning with other public agency representatives.

-1 -

Each county agricultural agent plans with other public
agencies in the development of an extension program. Out-

standing in this respect is the cooperation of the agents vis-
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ited with the Soil Conservation Service. In most instances,
the county agricultural agent serves as secretary of the Soil
Conservation Board of Directors and works very closely with
it in the development of its program.

In County Cl’ the county agricultural agent is also
an advisor to the veterans' instructors of the area and seemed
very helpful to them in developing their program; they also
assisted him in any way possible by providing leadership in
the communities which they served. For example, they were
supplying a great deal of the committees for the Grass Day
to bé held in that county, and the agent in turn was assisting
them by making trips to Detroit or to Lansing to secure bene-
fits for the veterans in the classes. The agent found it very

necessary to provide leadership in obtaining the benefits that
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he felt veterans were entitled to under the law. All agents
seemed willing to cooperate with agencies on a reciprocal
basis. They felt that by so doing they were receiving benefits
from the agencies involved. Details varied from county to
county, but in every area, agricultural councils or other asso-
ciations of agricultural workers seemed to be in existence to
function for the mutual benefit of the members of these organ-
izations.

E. Planning the extension program with individuals and
local leaders.

Besides the above types of planning with formal groups,
with the staff, and with other public agencies, all county agri-
cultural agents visited spend a good deal of planning time with
individuals. For example; in County Al, it was desirable that
there should be more facilities in the form of silos. The plan-
ning for getting this facility into the area was done by talking
first with individuals, pointing out to them the necessity. Then
it was taken' to a committee, and meetings were held. Finally
there was established a branch of a company in the area that
moved its facilities from southern Michigan to northern Mich-

igan and went into the business of manufacturing silos. Out of
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this endeavor, farmers in the area had made available to them
silos at a cost they could afford to pay. As a result, fifty
silos were built in the county the first year. This agent took
into account not only the formal planning groups, but by working

with individuals, with staff members and with his informal group

et

brought about a situation in which the need of the people of the

area were met.

e

II. Performing administrative details.

There are many short cuts in the performance of ad-
ministrative details by extension workers. One way in which
county agents wasted time, it seems to this writer, was the
habit of five of ten county agricultural agents visited of open-
ing their own mail. In offices where good organization existed,
secretaries opened the mail, and prepared it for the agents'
ready disposition. Filing systems were maintained, some in
good order and in poor order. There is a necessity for a
definite filing system in all of the counties. The writer dis-
covered in counties where filing systems were well kept, the
agent made it a plan of going through the files each year at
the time of writing of annual report and removing from the

file all obsolete material. This seemed to be the only way
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that files could be kept in good order. The detailing of admin-
istrative duties to competent office secretaries cut down on a
good deal of the time being used by successful agents in ad-
ministration of their program. It was also observed that in
some instances more responsibility could be given to the 4-H
Club agent in taking care of the details of that particular part
of the program. This should be done under the supervision of
the county agricultural agent.

III. Performing special public relations activities.
A. Participating in special social function.

It has long been recognized that good public relations
are the by-product of carrying on a good extension program.
However, it is obvious that successful county agricultural
agents in the State of Michigan put forth direct effort toward
maintaining good and useful public relations in the counties
in which they work. Sometimes this involves going out of
their way to do little things for people and drawing to the
attention of a good many people what goes on in the county
agricultural office that might be useful to them. This includes
participation in social functions and activities throughout the

county. Six agricultural agents visited stated they pay little
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attention to the social functions within the area; four others
pay a great deal. It appears that it is unnecessary for estab-

lished agents to give much attention to community social func-

tions, other than those closely related to the extension program.

There may be value in giving more attention to community so-
cial functions by newer agents in the field.

Four agricultural agents told the writer that they had
no visiting pattern other than their normal friends. Others
thought that it was necessary to visit and entertain certain
key people within the community. All county agricultural
agents seemed to follow some pattern of investing social cap-
ital in the people whom they served; or, in other words, having
people within the area for whom they had done favors of some
special nature, offered advice, or given counsel and guidance,
who were obligated to return to them favors in terms of the
administration of the extension program.

Nine followed the pattern of cultivating a few well-
chosen persons in whom they had placed a great deal of time
and effort; others did little things for a good many people re-
gardless of the type of leadership they could provide. It would

seem that strong county agricultural agents follow both policies
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and have a well-rounded, center core of persons that are ob-
ligated to them in terms of service and at the same time know
a great many people throughout the county whom they can call
by their first name, and on whom they can depend to support
the extension program. The best public relations program is

a successful extension program. Many rely on the principal
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that ''nothing succeeds like success.'!

A Fa

The Role of A County Agricultural Agent
As A Salesman of Knowledge

Participation in the extension program is on a volun-
tary basis. Therefore it is necessary for agents engaged in
the extension work to be constantly selling the program to the
people with whom they deal. A major function performed by
extension agents is to interest people in learning, and then to
convince them to put into practice the things they have learned.
Therefore successful county agricultural agents in the State of
Michigan are constantly selling new ideas while they are teach-

ing the older ones to their farm people.
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I. Face to face contacts at the individual's farm, home, or
place of business.

County agricultural agent B, used the approach of

1
constantly bringing forth new ideas to his clients while talking
to them about the old ones that they were using. For example,
if he were to visit a farmer regarding feeding poultry and dis-
covered, perhaps, that the poultry house was not well ventilated,
he would suggest that steps be taken to correct this fault in
the management of the poultry flock. Another approach used
by this particular agent was to suggest to the farmer that by
adopting such practices as spraying his alfalfa for spittle bug
control or spraying his potatoes better might result in an in-
creased income—-!'perhaps they could have a bathroom for the
house, or some other facilities.!' The approach seemed to be
on the monetary basis with the idea that the money could be
used to increase the comforts of the family.

When called to a farm to make a routine visit, C1
would bring up problems on the farm that he thought should
be taken care of. For example, one farm where the agent

and the writer visited the express purpose of the visit was to

talk about a remodeling job on the farm. Before the visit was
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over we had talked about certified seed production, proper feed-
ing and care of poultry flock, artificial breeding of the dairy
herd, and where the farmer might secure good feeder cattle,
as well as the construction of a septic tank for the home. All
of these items were discussed with the farmer over and above
the one for which he had originally called the agent.

Other agents used the method of suggesting that to-
night they are going to have a meeting at the town hall, and
they would like to have this farmer come. These are all ap-
proaches to the idea of selling the extension program to people
met during daily routine.

County agricultural agent l‘.‘.1 keeps track of all new
visitors to his office, and makes plans to call on them as soon
as possible when he is in their territory. While riding with
this agent a visit was made to a farm where the man had
moved into the county from an adjacent state. The excuse for
making the visit was to check with him regarding the purchase
of some feeder pigs about which he had called at the office.
However, many other itemms were discussed while on the farm
such as soil, fertilizers and where this particular farmer might

join with a G. I. class. This particular item is brought out to

)
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illustrate where a county agricultural agent used a method of
getting acquainted with a newcomer in the county to sell him
ideas proposed by extension. It would seem that this was es-
pecially skillfully handled inasmuch as he used a direct approach
to the farmer in selling him ideas. This farmer coming from
out of state will be receptive to newer methods being used in
this territory.

II. Face to face contacts with individuals at the office.

The successful county agents try to see to it that no
one leaves the office without an answer to his problem, or the
assurance that he be contacted as soon as they can find out
an answer to the need. When callers come to the office of
successful agents they are supplied with the desired informa-
tion quickly, completely, and in a way that they can understand.

County agricultural agent DZ was especially skillful in
taking care of office callers in that he had a certain amount
of gadgetry in his office which he used in running tests, such
as the soil test and plant tissue test, in the presence of the
farm visitor; he often gave answers immediately. This seemed
to be a better policy than to keep the samples in order to run

the tests later. This agent maintained office hours certain days
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in the week and was very successful at it. There were many
farm visitors who came and all seemed to go away with satis—
factory answers to their problems.

Farm and home visits were an excellent place to sell
new ideas to farmers as pointed out above. The more success-
ful county agricultural agents made their farm visits short but
very complete. For example, county agricultural agent D1 made
soil tests on the farm in three different locations and was off
in about a half hour after having made the tests and having
made the proper recommendations to the farmer.

In another instance, a call was made at a farm home
to give advice on sheep raising. It was discovered that some
of the lammbs were not docked. This agent had in his car the
instruments for docking lambs and proceeded immediately to
cut off one or two of the lambs' tails as a demonstration to
this farmer of the proper methods to use. This was a very
successful selling practice.

III. Other methods used by agents—-personal correspondence
and telephone, etc.

Writing letters explaining how things might be done on

the farm is helpful. However, this did not seem to be as ef-

fective a selling medium as the others, inasmuch as most

ER ¥ TRTaEn

‘T'-—'.'__‘_GT'T:’



98
letters were written in response to requests for specific infor-
mation, they could not provide much opportunity for selling.
Newspaper articles were used by the agents in selling new
ideas. The county agricultural agent's columns that appear in
the county papers each week in the same position and contain
the same type of information seem to be the most effective.
These reports contain the names and addresses of local people
and are very effective as a means of creating interest in new
techniques in agriculture. Circular letters are a very effec-
tive means of teaching new ideas to the farmers. However,
most circular letters observed were for the purpose of an-
nouncing meetings and many agents were questioning the ef-
fectiveness of them. All agreed that they should be one page
in length, should be illustrated if possible, and short and to
the point announcing meetings and other events. Very little
Promotional material was put out in circular letters except
the Dairy Herd Improvement Association letters which will be
<ontained in the appendix of this report.

Radio broadcasts seemed to be an effective means of
= elling ideas, but their results are hard to measure and many

=X gents are not using the radio to a great extent in their pro-

E xramnms,
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Other group contacts include that of public speaking,
performing as a lecturer or a demonstrator before groups of
people. All agents spend a great deal of time preparing talks
and giving them to audiences. This seems to be an effective
way of selling ideas and especially of starting new associations
for new approaches to group action. It was the writer's priv-
ilege to observe three county agents making this type of ap-
proach. In all instances they tried to bring in new ideas in
such a way that the audience could understand the technique
of applying new principles in agriculture as outlined by them.
County agricultural agents spent a great deal of time
as discussion leaders with civic groups, farm bureaus, and

\
others. It was the opinion of the agents who were visited

S

that this was a very worth-while activity, chiefly in terms of
public relations and of selling good will for the extehsion.of—
fice in the county, but not too effective as a means of teach-
ing techniques in agriculture.

The new approach to public policy in the form of the
public policy folder was received very favorably by most
county agents, and this method of discussion was being used

by them in their work with groups of people throughout their

counties.
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The Role of An Organizer and Supervisor of Events

One county agricultural agent in arranging for an event
for the Fruit Growers in his area followed this procedure.
There was in existence in the county a Fruit Growers Asso-
ciation. In a meeting with its Board of Directors plans were
discussed for the time, place and date of the Fruit Growers
meeting, for a spraying demonstration. After getting complete
plans outlined by the Board of Directors, the agent worked very
closely with them in setting up details. Several visits were
made to farms where stops were going to be made, and to
the dealers who were going to participate in the demonstration.
This type of activity illustrates the agents' ability to draw into
the picture many different people from different trades, farm-
ing, implement dealers, fungicide and insecticide salesmen,
etc., to interest them in the program which he is about to
sponsor. With many people interested it is obvious that more
will turn out to the meeting. The agent also asked the assis-
tance of the farmers in locating stops and in publicizing the
events amongst the groups with which they associated.

Another agent in promoting a large event had what he

called a press conference. After all other details had been

="
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arranged for an event the newspapers in the area were invited
in to hear the story and releases were made to all papers on
a simultaneous date, making it very interesting to the people
of the area. This agent also used all of the facilities of the
agricultural agencies, including the Soil Conservation Service,
Vocational Agricultural Teachers, Farm Security Administra-
tion, etc., in his area to help him with one large event. It
was his feeling that these large events, sponsored once a year,
are very beneficial to the local extension service in drawing
attention to the type of program that they are carrying on, and
they serve well as a medium for mass teaching. If people
acquire a little knowledge at one of these events, they will
desire more detailed information and will call on the extension
service, or other government agencies to get the needed infor-
mation.

It is obvious in setting up any type of a meeting that
the county agricultural agent spends a great deal of time in
acting as a promoter, or organizer of events. All means of
publicity, radio, news, personal contacts, face to face contacts
with groups, small committees, telephone, and personal corre-

spondence are used to a great extent in carrying out these ac-

tivities.
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County agricultural agents have to be impervious to
criticismm should some of the ideas that they have been pro-
moting fail. They have to be willing to take a chance and be
very susceptible to change if they discover that plans they are
making are not going over. In one particular instance the
county agricultural agent hesitated to organize a group that
would be very beneficial to the dairy farmers of his area be-
cause he was afraid that the organization of one group might
weaken another. It seemed that there was sufficient interest
to warrant the development of two organizations to serve the
same purpose in his county and enough interest to make both
of them strong, but due to the fear of promoting something
that might not succeed nothing was done in this particular
county. There seemed to be a tendency on the part of some
county agricultural agents to put on campaigns by a very in-
tensive effort toward the goal of reaching a specific require-
ment which they feel would be good for their community. Grass
land farming, heavy applications of fertilizer, dairy herd im-
provement association work, or artificial breeding association
work, are examples. These campaigns carried on over a pe-—

riod of one, two or three years, or however long it takes to
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get the jobs done. Once well started the agent then turns to
another task, releasing this work to the organizations and asso-
ciations that have been set up to carry it on, always retaining
a position of advisor or counselor to the organization but re-
maining fairly inactive as far as the actual functioning of the

associations are concerned. This technique of promoting
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organizations to carry on the extension function seem very ef-
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fective. Realizing that there is a limit to the amount of time
that any county agricultural agent can spend on any given group
of projects, and knowing that new techniques in agriculture will
be continually arising, a skillful promotor will see to it that
committees, boards of directors, etc., are sufficiently instructed
to enable them to carry on with minimum assistance from the
extension office.

It is important to note that frequently one person will
hold office in more than one county organization. For exam-
ple, the same person may serve on the board of the Artificial
Breeding Association, the Dairy Herd Improvement Association
and the Soil Conservation District. This indicates that it is

sometimes necessary to use capable leadership in this manner,
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and that the county agent has been successful in selecting good

leadership and securing the cooperation of such persons.

The Role of A Facilitator

This role requires the agent to perform various ac-
tivities that make it possible for people to follow recommenda-
tions, or to assist people in helping themselves through col-
lective action.

All of the county agricultural agents visited in this
study recognize that it is necessary, if recommendations of the
office are to be followed, that the facilities suggested be made
available to the farmers through collective action. Oftentimes
it is the responsibility of the county agent to make it possible
for farmers to purchase the seed, feed, fertilizer, or other
equipment that is recommended. This is usually done by the
agent promoting through commercial interests the facilities
that should be available to help the local people and to put new
knowledge into practice.

In one county visited by the writer it was discovered,

by proper study and education, that one of the best methods of

- disposing of the potato crop would be to form a local association.
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The agent spent a good deal of time, covering the major por-
tion of his activity for three months in the fall of 1950, organ-
izing a Potato Growers Association, which would have as its
purpose the purchasing of the facilities for packaging potatoes
and grading them in peck containers. This cooperative action
required a great deal of publicity, study, and promotion on the
part of the agent over several years. His first approach to
the problem was to call into his office five or six of the po-
tato growers with whom he could work. These persons were

told the story; if they thought it was a good idea the agent

would go ahead and work with them in setting up an association.

If they thought it was a poor idea they were to tell him and

the matter was dropped. It was the opinion of this group that

it was an excellent idea and action was to be taken immediately.

Therefore, the county agricultural agent brought the group to
East Lansing, and talked with the specialist there on the propo-
sition of setting up a cooperative method of finance, method of
operation, method of selling, etc. After this was done meet-
ings were held with local people back home and the co-op was
set up. This particular agent is now functioning as secretary

of the group. He is doing a great deal of work with it; and
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the need of the people for proper marketing facilities of that

area is being met. It is being demonstrated that this type of

selling will pay off to the farmers of the area. Already inter- °
A}

est is being shown on the part of the group to hire a perma-

nent secretary-ireasurer, or manager, to operate the facilities

for next year, relieving the agent of a great deal of the detail

duties which he has assumed this year. This demonstirates

his skill in doing a thorough job of selling and demonstrating
the benefits that may be gained by cooperative action. Next
wear it is his hope that he will be able to practically step out
©f the picture and remain only as a consultant to the board of
<lirectors of the association.

The Dairy Herd Improvement Association, the Artifi-
<ial Breeding Association, and many others set up by county
Agricultural agents throughout Michigan, are pretty much of
the same pattern; that of interesting leaders, calling together
individuals who would care to incorporate themselves for their
Ixyutual benefit, and then continuing as an advisor to the group
A fter it is functioning with a board of directors, etc. This

P attern has succeeded in bringing the facilities of better



107
agriculture to the people of the State of Michigan through Exten-
sion Service.

In all of this work it is necessary to contact individ-
uals, to encourage them to sponsor, or to become members of
some organization. In visiting farmers with county agricultural
agents throughout this study it was discovered that they are
continually encouraging the farmers to take the lead in their
meighborhood in developing new practices, putting on demonstra-
tions, and becoming parts of organizations, in order that they
xnay encourage them to participate in the benefits of better
farming.

After an organization has actually reached the point
where it is going to be set up, most county agricultural agents
ask for the assistance of fextension specialists in drawing up

constitutions, by-laws, assisting with the election of officers,

etc.

left largely up to the county agent. This is usually done on an

individual basis, or by participating in the board of directors
Txieetings. All agents act as secretaries to a great many or-

E anizations within the counties, such as the Soil Conservation

A sgociation, Fair Boards, Syrup Association and Potato Growers

“A sgociation.

The training of the officers and the leaders of the groups is
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The Role of A Consultant

This is the role played by the county agricultural
agents when giving advice, making recommendations and coun-
seling with individuals or groups regarding various problems.
As a consultant the agent's help is sought or requested. The
agent is not the initiator of the contact. Three primary coun-
seling situations are:

I. With individuals at their request.
A. In face to face contacts at the county agent's office.

On a state-wide basis county agricultural agents spent
the major portion of their time as a consultant in this setting.
In all of the cases but one visited in this research the agents
also felt that counseling with farmers at the office provided
themm with their best opportunity to perform this role.

Information was supplied farmers out of the knowledge
agents had in their minds, from bulletins published by Michigan
State College, the United States Department of Agriculture and
current publications.

Agents seemed to fall into two types as far as their
consultation service to farmers at the office. First, there

were four agents who supplied the answers in a very positive
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form. They drew from long experience in the county and a
thorough knowledge of local conditions gained from practical
demonstrations and observation. The second type, represented
by six agents were more cautious about their recommendations.
They referred their clientele to bulletins, or promised to write
them after they had had a chance to check with the college or
a specialist when they came to the county. This type of an
agent was very inclined to be conservative in giving advice
especially if it was of a controversial nature. Farmers evi-
denced more satisfaction with the former groups of agents.

B. In face to face contacts at the farm, home, place

of business or chance meeting place.

All ten of the county agricultural agents visited found
in this situation a great opportunity for performing the role of
consultant. The situations providing for performing the role
of consultant were closely allied with the county agricultural
agent's ability in performing the role of a salesman and pro-
moter. It has been pointed out here that agents B1 and C1
were skillful in this respect. County agent BZ in making a
farm visit to a fruit grower was checking on rodent damage

in a cherry orchard. By the time the visit had been completed
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he had discussed spray injury, type of spraying equipment
being used, planting trees on the contour, usi;g mulch, and the
use of ''Nu-Green,'' a type of nitrogen fertilizer that is ap-
plied in the spray tank and applied as a spray. This type of
approach illustrates the county agricultural agent's ability to
anticipate future problems of the farmer and to be of assistance
to him in solving these problems.

County agent E. took his soils testing laboratory over

1
to one of the small town elevators in the county for a day.
Here he tested soils and consulted with those who had samples
on hand. Besides this, many farmers on routine visits to the
elevator were given advice on many subjects. One subject
that was prominent was the use of raw rock phosphate versus
superphosphate. By being on hand the agent was in a position
to give advice in a chance meeting situation. He was also
observed in this role after he had made a speech at an REA
meeting. Here he was asked concerning brush control with
chemicals, dynamite ditching and adapted crop varieties. Most

of these interviews began with a statement similar to ''seeing

you reminds me,'' and then the farmer asks his question.

viee
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All agents observed were approached on the street, at
the service club, after meetings and on all other occasions for
advice when they met people.

C. Over the telephone.

The telephone served as a major tool in the agent's
consultation service. The farmer in this case initiated the
action himself, thereby demonstrating his faith in the agent's
ability. The number of calls to a county agent's office in one
day of observation varied from 0 in the case of county agent
AZ to 15 calls in the case of county agent Dl'

The farmers asked for information of a technical

nature over the phone. The calls concerned amount of seed

per acre, variety of seed to be sown, how to treat the pigs for

worms, etc. Many calls necessitated follow-up visits to the
farm when additional information was necessary. This was
true in the case of questions regarding poultry and soils.
D. By personal correspondence.
The major function of personal correspondence in the
role of consultant was to serve as a follow-up on telephone
requests and farm visits. The farmer was supplied with de-

tails in writing regarding his previous request.
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E. Analyzing soil, identifying weeds, looking up information
requested but not in personal contact with others while
performing this kind of counseling service.

Of the ten agents visited county agent D_ spent the

2
most time in the performance of this role. He tested all sam-
ples of soil and plant tissue that were brought to his office.
He identified weeds and made detailed analysis of plans and
pedigrees for the farm people of the county.
It was observed that agents who had been on the job
a long time and in the county for many years found greater
opportunity for this type of counseling service. This resulted
from the fact that they had established a clientele over the
years who had learned to come to them for advice. Newer
agents found it necessary to intersperse the consultant role
with the other ''roles'' more than older agents in every case
visited but one.
II. With groups.
A. Attending meetings at the request of others where the
primary function was an advisor to the group.
During the research the writer observed county agents

A performing this role.

B,C,C,,D,andE
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A1 was serving as consultant to an area planning group
on the services and development most urgently needed by agri-
culture of the area.

Bl was advising a newly-formed cooperative on better
methods of marketing potatoes.

C1 was meeting with teachers of veterans to advise
them on the beef-cattle industry of the area.

Cz met with the board of directors of the Artificial
Breeding Association to advise on methods of selling their

program and selecting new help.

D, met with the local service club to discuss coming

2
public policy meetings.

El met with the Agricultural teachers of the county
to consult with them on setting up a soil judging clinic.

The above list of agents and the type of group they
were serving as consultant illustrates the wide range of sub-
ject matter county agricultural agents are required to serve.

It has been pointed out in this discussion of roles

that the agent in setting up a new service to farmers in his

county spends much more time in the early stages in the
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development of a new group than he does after the organization

is perfected.

In the case of county agent C2 in his relation with the
Artificial Breeders Association, when the association was formed
it was necessary to spend many hours per month on its devel-
opment. At the time of this visit he was spending about two
hours per month on this activity serving as a consultant. This
fact illustrates how county agents find time to do new things
and still carry on the old projects as long as they serve the
needs of the people.

Certain projects formerly carried on in an active
way by the agents were completely turned over to commercial
interest or committees served only in an advisory capacity

by the county agent. The silo project in agent Al's county

illustrates this point.

In a span of two and one-half years he had done the
Selling, promoting and establishing the facilities to meet a
Very definite need of his people. At the time of the writer's

Wisit he was serving only in an advisory capacity.



CHAPTER V

A COMPARISON OF DIFFERENCES IN THE WAY GROUP
ONE AND GROUP TWO COUNTY AGENTS
PERFORM THEIR ROLE

It is the purpose in this chapter to analyze differences
in the pattern of the highly-successful county agents as com-
pared to the other county agents.

The previous chapter described the way in which se-
lected county agents performed their role. Throughout the
chapter group one county agents were referred to as A, B,

C, D, and E county agents. Group two county agents were

C., D, and E

referred to as A 20 D, 2

2 By county agents.
Only those roles where fundamental ditferences between

group one and group two county agents' methods of performance

were detected will be considered in this comparison.

Planning and Coordinating the Extension Program

County Agents in Group one spent more time in look-
ing over the county situation than county agents in group two.

They assumed a position of positive leadership in the county
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planning program. The formal planning group in group one
counties was more wide-spread. Its membership embraced
persons from all segments of the county population. Mem-
bers came from the farm, the home and from business.

This type of planning group is illustrated by the type

of planning program county agent A had set up to promote the

1
dairy industry in that county.

This committee had thirty-five members. It included
farmers, local creamery operators and members of other
United States Department of Agriculture Agencies in the county.

In county E_ the planning for the dairy industry was

2
done only by representatives of the dairy industry and the
county agent. The dairymen were members of the Dairy Herd
Improvement :associations and the Artificial Breeding Associa-
tions.

There appeared to be a direct relation between the
type of planning organization in existence in the county and
the type of organizations serving the people of the county. In
those counties where the planning was done with special inter-
est groups and others not directly related to farming organiza-

tions of the type not directly associated with the college exten-

sion projects evolved.
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In the group one counties a close working relationship
with other United States Department of Agriculture organiza-

tions and teachers of vocational agriculture existed.

Planning With County Staff Members

During the week of the writer's visit to the county only

A-.pvu._.-_‘.-..._r’

one case was observed where a group one agent did not hold a
staff meeting. In contrast to this in no case did an agent in |
group two hold a meeting with his staff.
This fact seemed to be very significant not only from
the standpoint of the planning procedure but as an indication
of the agent's ability as an administrator. In those counties
where an administrator did not hold staff meetings personnel
problems were evident, friction between agents existed in all
counties but one. This might indicate that the weekly staff
meeting not only served a planning function but as a promoter
of better personnel relationship at the county level.
Close ties between the County Agricultural Agents
planning and other public agency representatives was noted in

counties Al, Bl’ BZ’ Cl’ Dl’ and El.




118
The only incident where a group two county agent was
working closely with other representatives was in the case of

county B In all of the group one counties, county agents

2"
worked closely with other agency representatives. This was
one method by which they spread influence to all agencies by
acting as a consultant.

Other group two county agents spent some time in the
public relations role. They planned with representatives of
other government agencies, but were not as often asked to
perform the consultant roles. This was because they had not
been too active in the planning process and had not invited

other Department of Agriculture representatives in to help

them plan the over-all extension program.

Salesman of Information and Ideas

All group one county agents spent more time in the
performance of this role than group two agents, based upon
the observations of this writer while in their county. There
was evidence of more initiative and originality on the part of

group one county agents in their approach to the problem if

o A e em— e ey
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convincing persons to use the service than was evident on the
part of group two county agents.

Group one county agents were less afraid of failure,
or had more confidence in themselves, than group two county
agents when performing the salesman's role.

On farm visits group one county agents would go over
the entire range of farm problems. They were then in a po-
sition to offer advice and suggestions where need for improve-
ment was evident.

All group one county agents and one group two county
agent were skillful in creating in visitors an atmosphere of
confidence and a desire to learn more about their farm prob-
lems. They discussed future meetings, obtained names of
visitors and often offered to call at the farm if the visitor
was a newcomer to the county, or to the office.

In the performance of this role a self-assured atti-
tude on the part of the agent seemed essential to instill con-

fidence in the visitor to the office or the farmer at the farm.
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The Role of A Supervisor and Organizer of Events

In the performance of this role very definite differ-
ences were noted between group one and group two county
agents. Group one county agents used local leaders to per-
form this role more often than did group two agents.

For example, county agent El used this method when
he set up a fruit growers' tour. He visited the president of
his local association and talked over the proposed tour. It
was agreed what each would do. The only definite responsi-
bility taken by the agent was to send out the announcements
of the meeting. The local leader took the responsibility of
locating the stops for the tour and interesting local dealers
in spray equipment and other orchard equipment in putting
on demonstrations.

The county agent in this situation was released of the
responsibility of working out complete details for the tour.

This type of procedure illustrates the agent's ability to choose

people with ability to promote and organize events for him.

By this method he is free to carry on other duties, thus strength-

ening his position for services in the county.
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County agent D  performed the role of organizer and

1

promotor of events in the same way in connection with a sheep

tour. County agent B. was in the process of making plans for

1
a county-wide event. He used local leaders to carry out de-

tails.

In no instance were the group two county agents

e e ey

making as complete use of leadership on the local level in the
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performance of this role as in the case of the group one county
agents.

The great difference or advantage in the way in which
group one county agents performed the role of promoter and
organizer of events was in the fact that they, by carefully
planning with local leaders and others, were able to foresee
troubles that might be ahead and thus could institute a course
of action that would tend to forestall these troubles. They
were then in a position to carry on more effectively.

All county agents carried on a program of publicity.
Group one county agents were using the weekly column type of

release that incorporated local people and events into the news.
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The following news release issued by county agent D1 is typical
of this type of publicity.l
""RAMBLING AROUND WITH COUNTY AGENT?"

Applications for service for ten additional farms
were approved at the last meeting of the Thornapple Grand
Soil Conservation District Board. These approved applica-
tions include: Isaac Bursley, Guy Hutchison, Robert Clem-
ents, Jay Hodgman, C. R. Hale, Raymond Stankea and Alpha
Sanders of Chester; Leigh Davis, owner--Robert Kind, oper-
ator, Roxand, J. Allen Caughey, Benton and Carl Schaibly,
owner Harold Krieger, operator of Delta township. This
means a total of 347 applications since the district was
organized. Most of the time at this meeting was devoted
to planning activities for the coming season. The district
is backing a teachers training course in conservation. It
is expected that such a course will be arranged for this
fall with the cooperation of Harry Denison, county director
of schools. It was decided to cooperate with extension
and agricultural council in staging four meetings in June.
These meetings are scheduled for June 1 and 4. Grass-
land farming, use of grass silage and topics in relation to
erosion and gully control will be discussed. Two other
meetings of that nature have been scheduled for August 6.

An air tour is planned for July 10 with the cooper-
ation of Earl Gehman, Kalamo township flying farmer. It
is hoped to arrange for demonstrations on dusting and seed-
ing and to invite farmers to look over their farms from
the air. More information will be available regarding all
of these dates at a later date.

Other dates which should be of interest include
the annual county sheep tour, June 5, dairy and farm build-
ing tour, June 8, Grass day on the Ralph Cook farm, Mar-
shall, June 13. Preharvest twilight meeting on wheat June

1 County Agent's Column, Potterville News, May 10,
1951.
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19, and the annual Michigan Swine Breeders Type confer-
ence is scheduled for July 25 at the Fairgrounds.
* X k

Many farmers call at our office in regard for
custom rates for 1951. A handy pamphlet was prepared
a few years ago by the Michigan State College agricultural
economics department. Recently, B. R. Bookout, agricul-
tural economist, made a preview to find what the rates
would be in 1951 compared with the published rates for
1948. Thirty percent of the farmers contacted indicated
they expect to charge more in 1951. For such jobs as
disking the rate is expected to be $1.75 per acre. For
combining around $4.50. On account of farm labor short-
ages there undoubtedly will be a great demand for custom
work this season. It is fortunate that enough machinery
seems to be available at present to meet local needs. The
pamphlet on custom rates is available at our office.

* %k *

About 20 years ago Chancy May started with a
registered Guernsey cow when he was a tenant on the
Knapp farm in Eaton Rapids township. After Mr. May
purchased his own farm his son, Waldo May, took over
where his father left off. He has now been a successful
tenant on this farm for 12 years. Twenty-six of his pres-
ent Guernsey cows and heifers are descendants from the
registered cow which his father bought 20 years ago. The
herd now consists of a total of 40 registered Guernseys.
The herd is on herd improvement registry work, the test-
ing being done by Louis Milbourne of the South-Eaton
Dairy Herd Improvement Association. The cows in this
herd are of unusually good type and show a lot of dairy
temperament. The records in the D.H.I.A. prove that
because last year the herd average was 8167 pounds of
milk and 402.1 pounds of butterfat. In addition to the
Guernsey herd, 9 registered Angus cows are kept on one
of the two farms operated by Mr. May and owned by Mr.
Knapp.

Inquiring about the feeding methods it was found
that grass silage had been fed for three years to a very
good advantage. For two years molasses was added when
the grass was blown into the silo, but last year no pre-
servative was used and the alfalfa-brome and June clover
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silage was of excellent quality. An excellent new seeding
will be used for pasture. The mixture used was four
pounds of brome grass, two pounds of ladino and five
pounds of June clover. The young stock had just been
turned out on a four acre field of reed canary grass which
was seeded six years ago. To add to the cow comfort and
cleanliness a concrete slab about 12 feet wide was con-
structed to the front entrance to the barn. This 240 acre
farm apparently is a very successful enterprise with build-
ings and fences in good repair. It is also commendable
as well as unusual to have landlord and tenants get along
harmoniously for such a long period. Unquestionably this
is not only an important factor as far as landlord-tenant
income is concerned but also in considering the soil man-
agement, the farm buildings and the community as well.

* ok Ok

Field work made slow progress for the week end-
ing May 5. Inquiring about number of acres of oats planted
at each farm stop during the latter part of the week it was
found that only about 20 percent of the intended acreage for
the county was planted. This survey included farmers in
all parts of Eaton county. On the lighter soils most of
the oats were planted but on the level conover loam soils
very little farming had been done to date. However, with
modern machinery the picture could change in just a very
few days.

Wheat and pastures however, made rapid growth
during the few warm days last week. A contented herd of
dairy cows was noted on the Chas. Horn farm in Brook-
field township. This herd was knee deep in rye pasture.
Muck farmers also made some progress during the latter
part of the week with some of the onion acreage being
planted.

* % *

The 4-H Memorial Building fund was increased
during the past two weeks with contributions from several
communities. The East Hamlin Grow 'em, and Can 'em
4-H Club, Mrs. Vera Jackson, and Mrs. James Clarke,
leaders, $19.00; Potterville Electrical club, Mrs. Ralph
Gidner, leader, $5.00; Mr. and Mrs. Ralph Gidner, $5.00;
sale of papers from the Doane school, Benton, $27.52. We
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are indebted to Lawrence Woodworth for hauling these to
Lansing. Floyd Hawley, Hamlin, $11.00; Ells school 4-H
club, Mrs. Betty Williams and Mrs. L. H. Rhodes, leaders,
$5.00; Morrell Bros. John Deere, $25.00; Grand Ledge Pro-
duce Company, $25.00; Elbert Kelsey of Delta sent in $25.00
from the Millet district. At a meeting of the Eaton Rapids
town hall on election day $200.00 was voted and has been
accepted from the township treasurer, Henry Cady. We
were pleased also to receive a total of $180.00 from vari-
ous harness horsemen who race their horses at our fair.
Many people fail to realize that the harness horsemen too
are interested in seeing the 4-H building erected. How-
ever, these contributors are residents of Detroit, Jackson
and Howell areas.

The Role of An Organizer of Groups

County agents in group one organized and worked with
more groups than county agents in group two. Group one agents
reported that they worked closely with an average of 10-4/5
groups per county. The range was from 9 to 15 groups per
county. Group two county agents worked with an average of
6-1/5 groups per county with a range from 5 to 7 groups.
Groups as used in this summary are those associations of
people on a formal nature with whom the county agricultural
agent works closely, and who assist him in planning and carry-
ing on his extension program in the county.

The difference in number of groups in the counties

seemed to be due to the ability of the agent to identify needs

.
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of people, and his willingness to assume a position of active
leadership in seeing that these needs are filled through group
action where necessary.

Illustrative of the lack of initiative on the part of
group two county agents in forming new groups is this situa- !
tion in county EZ' g

The Inseminator-Manager of the Artificial Breeding

Association called at the county agent's office and discussed b
with the agent the need for a testing program in the county.

He had contacted many of his clients in the Artificial Breed-

ing program who wanted to have their cows tested for butter-

fat production. It was his opinion that they would like to try

the ''owner sample'' method of testing. Besides having ac-

quired the information that the desire for testing was present,

he knew how many would be interested in joining an associa-

tion, and he was willing to do the work should an association

be formed.

Here county agent E_ had been presented with the

2
ideal setting to form a new group. He had potential member-
ship, the need had been discovered, and a local person was

willing to take the lead in forming the group and doing the work

should the group be formed.



127
This county agent did nothing about it. A more ag-
gressive agent would have gone into action and by securing a
list of persons interested proceed through the various roles of
salesman, organizer and facilitator to form an organization,
|

or group, to meet an expressed need of his people.

In county C_ the county agent faced a similar situa-

2

AT LMY o ey

tion. He had a waiting list of twelve farmers who would like

to test cows in the Dairy Herd Improvement Association. Ra-

=

ther than set up a new group with the twelve as a nucleus he
did nothing. It is highly probable that with twelve members to
start with a new group could be perfected very quickly.

In this same county the Soil Conservation district
did not produce their own tree seedlings. They depended upon
the tree nursery of an adjacent county to supply trees. The
same situation existed in regard to the soil testing laboratory.
A neighboring county was performing the service.

Each of these services were of vital importance to
the people of the county. Tree planting was a major extension
project and the agent was very interested in a soil building

program.
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The county agent, in directing persons away from the
county to find services that could have been supplied in the
extension program of his own county, weakens his program
and cuts down on the number of persons who look to him for

guidance in their farming program.

The Role of Consultant

The major difference between group one and group
two county agents in the performance of this role was the
ability of the group one agents to anticipate problems. In the
case of county agents A, and C. when making farm visits to

1 1

answer questions of a specific nature they would consult with

the farmer regarding other phases of the farm program. County

agent C. was called out to a farm on a building problem. Be-

1
fore he left the farm the farmer had consulted with the county

agent on problems involving seed, pouliry, dairy breeding, pur-
chasing of feeder cattle, as well as problems regarding the
poultry flock.

This agent's knowledge of farming practices applicable
to the county was extrmely sound. Others in the neighborhood

had followed the county agent's advice and had been successful.

T o gy
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These factors, along with the friendly attitude of the agent,

caused people to seek his advice.

129




CHAPTER VI

CHARACTERISTICS OF COUNTY AGRICULTURAL AGENTS

Self-image

It was found by observation and questioning that each
county agent visited in this series of case studies had a ''self-
image.!'"" This self-image was a part of the concept the county
agent had developed regarding his place in the social and eco-
nomic structure of the community.

The self-image by county agents was most clearly
manifest in his execution of the various roles in the perform-
ance of his job. Measufes of the role performance were made
by observation of the county agent on the job and by question-
ing him regarding his appraisal of the various roles played as
a county agricultural agent.

The self-image of each county agent was influenced
by the one of the three streams of influence which had the
most effect upon his behavior pattern.

These three streams of influence were: (1) the avowed

objectives of the Extension Service; (2) the organizational
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structure of the Service; and (3) the needs and desires of lo-
cal people.

Those agents who were oriented toward the first two
streams of influence felt that their job was to promote the
programs sponsored by the institution and as long as they had

fulfilled the desires of the Administrators of the Extension

7 —————— gy

Service, they had done their duty as a county agricultural

- e -

agent. Those agents influenced by the latter stream of influ-
ence, that of ''the needs and desires of local people,'' felt that
their obligations were not complete until these desires were
met. For the purpose of this research the former group will
be termed ''inward-facing,'' and the latter group ''outward-
facing'' agents.

The inward-facing agent's concept of his job was to
do what would please the administrative authorities of the col-
lege, sometimes at the risk of not fulfilling the needs and de-
sires of local people. All agents visited in this research
except one felt that the chief role of an agent was to act as
a consultant along with other minor roles. They also felt
that it was their duty to supply facilities, when necessary, to

carry out the advice they had given in the role of consultant.
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In performing the role of consultant, county agents
often advise farmers to use practices for which facilities are
not available in their community. For example, farmers in a
county might be advised to market eggs ''on grade,'' when no
grading station is available.

They nﬁght be advised to join an artificial breeding
association or a dairy herd improvement association. If these
associations are not available, then the county agent had as a
part of his responsibility the job of making them available to
the people of the county.

The agents in the inward-facing group, when faced by
a problem of supplying facilities which could not be secured
locally would ask for help from the College Extension Service.
If the materials could not be found there, the agents felt that
they bad done their duty in having exhausted the facilities of
the ''structure,'' and they would drop the matter.

The outward-facing agents, often having exhausted the
possibilities of solving the problem within the structure, are
willing to go beyond the normal routine to find the answer.

County agent C., was faced with the problem of se-

1

curing better beef sires for his county. After having learned
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that desirable sires were located in a United States Department
of Agriculture experiment station, he proceeded to go through
regular channels to acquire the special sire. Having failed,
he vowed he would go over the heads of all administrative

personnel on up to Washington, if necessary, in order to get

e s
'

the desired sire for the people of his county.

County agent E . desired to put on a pasture improve-

1

ment program in his county. He found the idea in the New

England Greener Pastures Contest.

County agent A1 sponsored a silo-building program
through commercial channels as an incentive to a better pas-
ture, feeding, and soil building program.

These éxamples illustrate that the agent who is oriented
toward needs and desires of local people may at times become
somewhat of a nonconformist in his zeal to uphold the self-
image he has developed of himself as a champion of the people
of '"'his'' county.

As a result of this type of self-image those agents
of the outward-facing type develop within their counties many
groups that have as their purpose the fulfillment of needs pe-

culiar to that county. Where the county agents of the inward
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facing type tend to have the groups and facilities available in
their county that come down through extension administrative

channels.

A Case Study Description of the Self-image of
Ten County Agents Visited

County agent A This county agent looks upon him- .

1

self as a leader, promoter, and expediter. He is motivated
by the needs and desires of the people of his county, and is
willing to go beyond the limits of the structure of the organi-
zation to find the answer to the needs of his people if neces-
sary. This county agent would be classified as an outward-

facing county agent.

County agent Az. This agent looks upon himself as
a consultant, one whose duty it is to supply people with infor-
mation upon their request. He was very inclined to feel that
his duty had been fulfilled when he had offered the people of
his county the services and technical assistance to be found
within the existing organization structure of the Extension

Service. This agent was an inward-facing agent.
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County agent Bl. County agent B1 looked upon him-
self as an expediter, salesman and consultant, one who searched
out the needs of his county and community.

He had established new services through group action
designed to fit the needs of local people. He was an outward-

facing agent.

County agent BZ' His chief role was that of advisor

consultant to groups and individuals within the county. He be-
lieved that the leadership supplied by groups in the county
should be sufficient to meet the demands of the people. He

was clearly an inward-facing agent.

County agent Cl. He was one who acts as a consult-

ant, salesman and expediter. This agent set up many groups
to fill the needs of the people in his county that were entirely
different from those found within the administratively sponsored
groups and services of the Extension Service. County agent Cl

was an outward-facing agent.

County agent CZ. This agent looked upon his primary
role as that of a promoter. In his mind the greatest need of

the rural people of his county was to try something new that
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would raise their economic status. If answers to, and facilities
available for, raising economic standards were not to be found
within the service, this county agent was not disposed to set

up new services beyond those provided within the organization

e 4

of the Extension Service. County agent CZ was an inward-

facing agent.

This county agent looked upon him- i

County agent D1 .

self as the number-one adviser to the county's number-one
industry. He felt that the county agent must supply leadership
as well as service as a consultant. This county agent worked
closely with existing agencies in the county. He felt free to
go beyond the existing structure of the Extension Service and
had on several occasions gone contrary to the wishes of the
administration in order to adhere to local custom and tradi-
tion. The wishes of ''his!' farmers were his paramount con-

cern. He was an outward-facing agent.

County agricultural agent D, looked

County agent D 2

'S

upon his chief role as that of consultant and expediter. He was
willing to go beyond the formal organization of the Extension

Service when necessary to find information pertinent to the



137
needs of his county. However, he was reluctant to set up
services beyond the services offered by the Extension Service

of the college. This agent was an outward-facing agent.

County agent E County agent E_. looked upon his

1’ 1 ¢

two chief functions as that of expediter and consultant. He ,
i

looked upon his office as a place through which major events l.
concerning the farm people of his county should flow. !
I

{.

County agent E. was closely allied with the formal

1
organization of the Extension Service but would not conform

to rules or suggestions he thought impractical just because

they may have had official sanction. He was an outward-facing

agent.

County agent EZ. County agent E_ looked upon his

2

chief role as that of consultant to those who sought him out
to seek his advice. He felt that within the organization could
be found the services and information necessary to meet the
obligations of his office within the county. County agent E2

was definitely an inward-facing agent.
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Summary of Self-image Characteristics of
County Agricultural Agents

All county agricultural agents visited had a self-image.
This self-image was influenced by their concepts of their places
in the social and economic structure of the community.

The streams of influence which dominated their think-
ing also helped to determine their self-image. These three
streams of influence were: (1) the avowed objectives of the
extension service; (2) the organizational structure of the ser-
vice; and (3) the needs and desires of local people.

Those county agents oriented toward the first two
streams of influence were inclined to feel that their job was
to fulfill the desires of the administrators of the service and
that the facilities of the service were sufficient to mee£ the
needs of the people. These agents were termed ''inward-
facing'' county agents.

Those county agents who were influenced by the needs
and desires of local people and were willing to go beyond the
structure of the service to supply the facilities to meet these

desires were called ''outward-facing'' county agents.
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All group one county agents and one county agent in
group two looked upon themselves as representatives of the
local people. The nature of the extension programs in their
counties indicated they looked upon themselves as champions
of the local people.

Local people were used extensively in planning the
extension program for the county. Group one county agents
were constantly aware of the needs and desires of local people
and the necessity for creating new facilities to fulfill these
needs.

Group one county agents were outward-facing agents.

Group two county agents were less aware of the needs
and desires of local people than group one county agents. Th.ey
were so influenced by the objectives of the Extension Service
and its administrators, as to feel that their main objective was

to satisfy and fulfill the expectations of this group.

In general group two county agents were of the inward-

facing type.
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Intensity of Interaction

By intensity of interaction is meant the depth and
frequency of contacts by county agricultural agents with their
people. This was measured statistically by the number of
farm visits to the same farm in a year and by questioning
farmers regarding the county agent's visiting habits. In the
cases studied, the writer observed the apparent freedom of
exchange of ideas between the agent and persons he was inter-
viewing. On farm visits the knowledge the agent had of the
family situation, the farm, livestock and community activity
of the family gave insight into the agent's intensity of inter-
action with the family.

Social and business activities were also observed in
obtaining a measure of intensity of interaction.

Observation of the ten county agents in the perform-
ance of their roles indicated that a part of the pattern of suc-
cess of county agents depended upon their ability to establish
an intense pattern of interaction with the key people with whom
they worked. This intensity of interaction enabled the county
agent to establish contact with the people quickly and effectively

because mutual confidence had been established. This is a
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primary factor enabling county agents who have established an
intense interaction pattern to get local leaders to assume an
active leadership role in many different extension-sponsored
activities.

It is difficult to measure the intensity of interaction
of county agents by statistical method, but in the intangible
measures of emotion and sentiment which often determine suc-
cess for county agents, this factor is of great importance.

The number of farm visits made in a year by group
one county agents averaged 533.8. The number of different
farms visited averaged 241.4. Therefore, the average group
one county agent made an average of 2.21 visits per farm
where visits were made.

Group two county agents made an average of 362.2
farm visits per year. Of these visits 246.9 were to different
farms. The average number of visits per farm visited was
1.46 visits per year.

Using number of visits to the same farm in a year
as a measure of intensity of interaction, the figures taken from

the 1950 statistical report indicate that group one county agents

L0 e S ———co—r - o



142

have developed a more intense pattern of interaction than group
two agents.

Observation and questioning in the case studies sub-
stantiated these figures and the validity of this criterion as a
measure of intensity of interaction.

Case Study Results of the Interaction Pattern of the
Ten County Agents Visited

VT T e areasaron

County agent Al' Intensity of interaction was very

high with a large number of persons. These included farm-
ers, business and professional persons. The agent found over
the years he had discovered five to ten persons with whom he
had developed a close working relation. These persons consti-
tuted the ''inner circle'' of advisors. This group was the
sounding board for proposed extension programs and policies
in the county. Besides the inner circle of advisors, the county
agent had many others with whom he worked on a less intense

basis. These persons were scattered over the entire county.

County agent A This agent's intensity of interaction

2
was very low. There was little evidence of interest on his

part in the personal problems of people. He was oriented
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toward the technical side of the job. The inner circle of ad-
visors was comparatively small, with four other workers in
the agricultural agencies of the county, along with two or three
farmers serving in this capacity. There was little apparent
evidence of a wide range of interaction among the farmers of

the county.

County agent Bl. The interaction pattern of county .
L

agent B, was intense only with those persons on the job. There

1
appeared to be no personal friendship or social activity pat-
tern associated with the job. The inner circle of extension
advisors came from the boards of directors of the various
groups with whom the agent worked, plus leaders in business
in the county. This county agent had developed a pattern of

intensity of interaction based upon his sound technical advice.

The result was a wide range of contact in the whole county.

County agent BZ' Very low intensity of interaction was

evident in this county. The low intensity of interaction extended
into the staff relationship within the office.
The personal element was not present in this agent's

visits with people at the office or at the farm.
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County agent Cl. This county agent had an extremely

high degree of intensity of interaction. His knowledge of each
family situation added to his ability to understand situations
when advising with the farmer.

The extension advisory group consisted of a small
group of key leaders in the county who served as directors of
many associations serving farm people. Besides these key
people, the county agent had developed an extremely wide cli-
entele among the farm people of the county.

Social as well as economic aspects of the community
added to this county agent's concept of his job and his inten-

sity of interaction pattern was intensified as a result.

County agent Cz. This county agent's intensity of

interaction was extremely low. He avoided becoming well

acquainted with people for fear of becoming involved in their

problems.

The people who planned with him were young and had
not developed a strong position of leadership in the county.
The county agent said that it was his intent to keep ''leader-
ship scattered and avoid overlapping among boards of direc-

tors.!

ratieghe
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This type of approach prevented the interaction pattern

from becoming intense.

County agent D The intensity of interaction of this

1
county agent with the leaders of the county was very high. Over
the years his sound advice and friendly attitude had attracted

people to him. The leadership pattern was overlapping, with h

key leaders found in many different extension-sponsored groups

and activities. Acquaintance with many farm people in all i

parts of the county was evident.

County agent D This county agent was very reserved,

2
but friendly. The pattern of interaction was intense with a very
few people.

With others the relationships were on a pure business
basis with very little regard to the total family picture.

There was no apparent evidence of a high degree of

interaction in the work of this county agent.

County agent El' This county agent had an extremely

high degree of interaction among the key leaders of his county.

Included in this group were other workers of the Department
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of Agriculture and the teachers of vocational agriculture in the
high schools.
The depth of interaction among the other farmers and

business men was comparatively great.

County agent EZ. The intensity of interaction of this

county agent with persons in his county was extremely low.

The only intensity of interaction observed was with two older

TN

"‘.-

4-H Club boys, who were now farming.

Summary of Intensity of Interaction of
County Agricultural Agents

A high degree of intensity of interaction was noted in
the group one county agents as compared with group two county
agents. The degree of intensity of interaction between the
county agent and the people with whom he worked was very
important in determining the speed with which agents could
plan and expedite their programs. The greater the intensity
the higher the efficiency of the agents was the rule.

The number of visits county agents made appeared to
have a direct relation to the intensity of interaction. Group

one agents averaged 2.21 visits per farmer visited in 1950.
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Group two agents averaged 1.46 visits per farmer visited in
1950. The group one agents had a tendency to set up groups
with interlocking directors. They provided in this way a small
group of strong key persons with whom they consulted regard-

ing all phases of the extension program in the county.

TR e

Group two county agents showed a tendency to spread

leadership among new people and failed to keep the closely-

associated group of key leaders. This tendency resulted in the

-

lower rate of intensity of interaction.



CHAPTER VII

TECHNIQUES OF DOING THE JOB

Ways in Which Agents Work With Groups

All county agricultural agents carry on part of their p

work through groups of farmers, or urban people, with whom

.-

they have contact. Groups of people look to the county agri-
cultural agent for help and guidance in their problems.

Groups are also used by county agricultural agents to
facilitate the adoption of approved practices by farmers. Such
groups include Artificial Breeding Associations, Dairy Herd
Improvement Associations, and others designed to band together
farm people for the purpose of securing services that they
could not acquire alone. The objective of the agents in these
cases is to make available technical assistance to the farmer.
It is the hope of the county agent that through this action he
may improve the economic and social status of his people.

Groups seemed to fall in two broad categories. The
first type was those that were present in every county. These

groups were a part of the total extension program of the United
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States Department of Agriculture and Michigan State College.
Other groups of this type were the local units of government
and the National Farm organizations.
Organizations of the number one type are:
The Artificial Breeding Associations
The Dairy Herd Improvement Associations
The County Board of Supervisors
Soil Conservation District
Farm Bureau
Grange
Farmers Union
The second type of groups with which agents worked
were those developed over a period of time to meet a specific
need of the people of the county. Groups of this type observed
by the writer in the counties visited were as follows:
Maple Syrup Association
Forest Products Association
Red Dane Association
Potato Marketing Association
Pure Bred Cattle Association
Fat Stock Show Association

Rural Youth Camp Association

2 pos mv--.__-t
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States Department of Agriculture and Michigan State College.
Other groups of this type were the local units of government
and the National Farm organizations.
Organizations of the number one type are:

The Artificial Breeding Associations

The Dairy Herd Improvement Associations

The County Board of Supervisors

Soil Conservation District
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Farm Bureau

Grange

Farmers Union

The second type of groups with which agents worked

were those developed over a period of time to meet a specific
need of the people of the county. Groups of this type observed
by the writer in the counties visited were as follows:

Maple Syrup Association

Forest Products Association

Red Dane Association

Potato Marketing Association

Pure Bred Cattle Association

Fat Stock Show Association

Rural Youth Camp Association
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An analysis of these two types of groups indicated the
type of program agents were attempting to develop. Those
agents who worked closely with the first type of group were
fulfilling, to a large measure, the expectations of the farm
organizations and the Extension Administration. They were, K

however, overlooking the needs of segments of the agricultural

i

economy represented in their county whose problems are not

being met by the state-wide administratively-sponsored group.

Some agents found it necessary to form new groups to
meet a specific need in their county. The type of groups rep-
resented in the second listing are representative of groups of
this nature. It could be assumed that this group of agents were
more cognizant of the total agricultural economy in their area
and were making more use of the group approach in solving
this problem.

In county D, a comparatively large number of farmers

1
are commercial producers of maple syrup. During the depres-
sion years this product was difficult to sell. The county agent
called together a group of producers and discussed with them

the possible solutions to their problems. Out of this meeting

grew a campaign for membership, and the formation of a Maple
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Syrup Association. The primary function of this association
has been to assist in marketing syrup by probing the production
of many producers and making it worth-while for larger pur-

chasers of maple syrup to buy in the area.

it

In county C., a local association was formed to im-

1

prove the local dairy and beef industry. This group was spon-

sored by the agent to meet a need of the people within the

R e

county for better sires.

In county B. a potato marketing association was formed

1
to assist farmers of that county in realizing more profit from
their crop of potatoes by providing group action for proper
grading, packaging and marketing.

The Dairy Herd Improvement Associations and Artifi-
cial Breeding Associations and groups found in every county
serve as a media through which county agents bring the bene-
fits of better breeding and dairy farm management to their
farm people.

General farm organizations were the group through
which county agents worked to stimulate interest in general

farm problems such as '"farm policy,'' county zoning, and re-

source development.
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In all instances the groups referred to had at their
head a board of directors through which the agent worked.
This enabled the agent to spread his influence over a larger
group by promoting ideas through the boards of directors,
and serving as their advisor.

A List of the Groups Each Agent Visited In This Series
of Case Studies Reported

County agent A

1
Farm Bureau

Dairy Herd Improvement Associations

Artificial Breeding Associations

Dairy Planning Committee

Home Economics Council

Agricultural Committee of Board of Supervisors
4-H Club Leaders Association

Soil Conservation Association

County agent A County agent A_ worked with the

2

2
following groups in the development of his extension program:

Artificial Breeding Associations

Dairy Herd Improvement Associations
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Soil Conservation District
Beef Breeders Association
4-H Club lL.eaders Association

Agricultural Committee of the Board of Supervisors

County agent B Groups used by county agent B, in

1

1
the performance of his job were:

Agricultural Committee of the Board of Supervisors

Potato Planning Committee

County Fair Board

4-H Council

Dairy Planning Committee

Farm Bureau

Grange

Soil Conservation District

Dairy Herd Improvement Association

Artificial Breeding Association

Potato Show Committee

County agent B

2 Groups used by county agent BZ in

the performance of his job were:

Artificial Breeding Association



154

Dairy Herd Improvement Association
Farm Bureau

Grange

Farmers Union

Soil Conservation District

4-H Leaders Association

County agent C

1 Groups used by county agent C1 in
his job were:

Land Use Planning Committee

Forest Products Association

Seed Growers Association

Red Dane Association

Artificial Breeding Associations

Dairy Herd Improvement Associations

Grange

Farm Bureau

Veterans Institute

Soil Conservation District

County agent C

2 Groups used by ounty agent CZ in

the performance of his job were:
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Artificial Breeding Associations
Dairy Herd Improvement Associations
Grange

Farm Bureau

Soil Conservation District

Fair Board

Conservation Club

County agent D

1
Maple Syrup Association

County Agricultural Council

Farm Bureau

Grange

Junior Farm Bureau

4-H Fair

Soil Conservation District

United States Department of Agriculture Council
Muck Farmers

Cash Crop Farmers

Dairy Association

Beef Producers

Swine Producers
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Sheep Producers

Poultrymen

County agent Dz.

Agricultural Committee of the Board of Supervisors
Grange

Farm Bureau

Artificial Breeders Association

Holstein Association

Beef Feeders Association

County agent E Groups used by county agent E

1’ 1
were:

Muck Growers Association

Three Dairy Herd Improvement Associations

Fruit Growers Association

Stock Show Committee

Pure Bred Livestock Association

Hereford Association

Soil Conservation Association

Agricultural Committee of Board of Supervisors

4-H Council
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County agent EZ. County agent E2 used the following
groups in the performance of his job:

Dairy Herd Improvement Association
Artificial Breeding Association

4-H Club Leaders Association

Farm Bureau

Grange

Home Economics Council

Ways in which group one and group two agents dif-
fered in the way they worked with groups are:

Administratively sponsored groups and national farm
organization local groups were common to all counties visited.
Groups of a local nature designed to meet the needs of the
local people were more prevalent in the group one county agent
counties than in group two.

Group one county agents worked with an average of
ten and four-fifths groups per county. The range was from
nine to fifteen groups per county.

Group two county agents worked with an average of
six and one-fifth groups per county. The range was from five

to seven groups.
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Differences in number of groups per county were
largely due to the ability of group one county agents to iden-
tify the needs of local people. Group two county agents were
satisfied to achieve a reasonable degree of success with ex-

tension-sponsored groups.

Use of Leaders

One element common to the roles was the county
agricultural agent's ability to identify and train local leaders
to assume the leadership function in the planning and execu-
tion of an extension program.

All agents visited were aware of the importance of
planning with local people. They recognized that the planning
process begins with a small group of people who become con-
vinced that the proposed action will provide them with desired
ends. This group of leaders then become promotors and fa-
cilitators of the movement over an ever-widening group until
the movement becomes a successful project through the county.

In county C, the county agent was in the process of

1
securing a service for the people of the county in the form

of brush spraying equipment. In obtaining this service he fol-

lowed the following system of working through a local leader:
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The county agent chose the chairman of the board of
directors of the County Farm Bureau to make a proposal to
the County Road Commission, that it make brush spraying
equipment available to farmers through the township boards.
This leader belonged to the following groups besides the Farm
Bureau: The County Road Commission, The Dairy Herd Im-
provement Association, and the Artificial Breeders Association.

All of these groups were either directly connected
with the extension office or had at some time asked the county
agent for advice. In addition to the close ties as outlined
above the local leader was in the process of building a new
barn and the county agent had not only supplied him with plans
for the structure but was in the process of getting a group of
neighbors to form a barn raising ''bee'' to complete the con-
struction of the barn.

In this situation the county agent had applied the fol-
lowing principles of leader choice:

1. He made his request to a person who understood

the extension program.
2. He made his request to a person for whom he

had rendered service, and was now helping.
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3. Since the proposed program involved county-wide
participation the choice of a well-known leader
who was a member of the group that was to spon-
sor the program appeared wise because he had
access to the group.

4. The leader was a member of the largest farm

T e e atcomame s oy

group in the county; therefore the request car-

ried with it the weight of large numbers of people.

As a result 6f proper leader choice in this case
the county agent by the use of one person was
able to sell an idea to local governing officials

by making only one farm visit. The final adop-
tion of the plan was put over without anotherlper-
sonal appearance before the Road Commission.

County agent E. was in the process of organizing a

1
spraying demonstration to be held in cooperation with a neigh-
boring county. The group through which this event was to be
sponsored was the County Fruit Growers Association. The
county agent was to be busy on the night the group was to

make plans. On the day previous to the planning meeting the

agent visited the farm of the President of the Fruit Growers
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Association. He discussed with him the type of meeting to be
held and details for its conduct. The farm leader in this case
agreed to take full responsibility for seeing that the demonstra-

tion was planned in detail. The agent was confident that, be-
ing a leading producer and community leader, this farmer would -
be successful in arranging for the meeting. i
County agents were constantly aware of the importance

of the local development of plans. By this process they were

o

often able to identify, train and lead local leaders.

County agent E ., discovered that some of the most

1’
effective leadership he was able to interest in the County Ex-
tension Service was to be found in nonfarm groups. The
writer observed a meeting of the Youth Camp Council. This
council was made up of five members. Two of the five were
nonfarmers. One was a state employee who had a deep in-
terest in youth. A second member and chairman of the com-
mittee was an employee of the local bank. These two persons
seemed to be the motivating force in the committee. The
bank employee had been a long-time friend of the county agent.

They had worked on many community problems together and

the agent had over the years looked to the leader for help and



162
guidance on all community problems. The state employee,
although a very effective leader in the Youth Camp movement,
had little interest in other extension programs.

In all counties where the work of county agents was
observed by this writer the key leaders were to be found in E
the board of directors of the organizations serving agriculture !
in the county. It was observed further that there were a great

many duplications in membership on these boards. Out of

| I

these duplications agents were able to identify the key leaders
and use themm when problems of a county-wide nature arose.
These leaders had demonstrated their ability to lead in more

than one field.

A Summary of the Leadership Pattern Observed in Each
of the Ten Counties Studied in This Research

County agent A Leadership was overlapping. Deep

1

and intense associations were formed with key leaders. These
leaders were often found on boards of directors and among the

personnel of other government agencies within the county.

County agent AZ. Attempts were made to disperse

the leadership among many people. There were few duplications
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among the membership of boards of directors and the intensity

of interaction with local leaders was low.

County agent Bl. Leadership was vested in a few out-

standing leaders who appeared on many boards of directors.
Effort was put forth to find new leaders among the younger

people of the county.

County agent BZ. Leadership was very concentrated
in the boards of directors of local groups. A very few asso-

ciations with less prominent leaders were noted.

County agent C Ten to fifteen persons occupied the

1
chief position in the leadership pattern of the county extension

activity. Many other leaders assisted in a minor capacity.

County agent C Duplication of leadership in many

2"
organizations was discouraged by this county agent. Attempts

were made to distribute positions of leadership among many

different people.

County agent D Major leadership positions were

1

occupied by ten to fifteen people in the county as far as the

extension program was concerned. Younger and less experienced

'"""”"‘-‘“‘ TTITTIRETT o o
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leaders assisted in the less important positions of leader-

ship.

County agent DZ. Leadership patterns were not clearly

defined in this county. The county agent assumed many leader-

.

ship positions along with a very few local leaders. 2
County agent El' Leadership positions were assumed { |
by a very limited number of key people. Many minor leader- ; |

ship positions were created to bring young and inexperienced

leaders into the extension leadership field.

County agent EZ' Leadership was limited because of
the few positions for leadership created in the extension pro-

gram. Older youth were used as leaders of the youth program.

Comparison of Group One and Group Two County Agents
in Their Use of Leadership

Group one county agents made a more intense use of

key leaders than group two agents. Duplication of leaders on

boards of directors did not disturb themm. They kept younger

men and women coming into the leadership positions by encour-

aging them to accept minor positions of leadership.
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Group two county agents made a more deliberate at-
tempt to distribute leadership positions. The pattern of inter-
action with local leaders was not as intense as with group one

county agents.

r \
Social System of Obligations '
3
:
3
In our culture it seems there is a code of ethics that k |
governs some aspects of social interaction. We tend to repay '
t

those who have helped us, or persons who are close to us.
Throughout this research it was observed that all county agents
relied upon this social system of obligations in their relation-
ships with local people.

The degree of dependence upon the social system of
obligations varied from county to county, but it was evident
in all counties.

The intensity of interaction pattern of county agents
was closely associated with this concept. Those agents who
followed the pattern of very intense interaction had a tendency

to rely more on the system of social obligations than those

who had a low intensity of interaction.
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The system involves the principal of mutual service.
It was especially evident in the choice of local leaders.
As stated in Chapter IV of this report county agent

B, chose a person to assist him in the leadership role for

1
whom he had done many things. Besides the things that had E
been done in the past the agent was in the process of planning
to arrange a barn raising ''bee!' for him. E |
¢
In this case the county agent had placed the leader in é |

a position where it was difficult for him to refuse to serve,
partially because he was obligated to the county agent for past
favors and services beyond those usually expected of a county

agricultural agent.

County agent Dl visited a farmer in his county to
arrange for a meeting. The farmer was a member of the
township board and had custody of the town hall. When the
county agent asked for the use of the building he was sure he
would not be refused. The writer asked why he was so sure;
the answer was, ''l have done many things for this farmer.

Probably the one he appreciated most was the time I picked

out a herd of cattle for him.!'
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In the county used as the trial county preceding the
series of ten case studies included in this report the county
agent relied on the system of obligations outlined. He had
lived in the town many years and the people who came to the
town about the same time he did became his very close friends

over the years. The public relations man in the largest fac-

tory in town was the former superintendent of schools. His

3
;

family and the county agent's family were closely allied so-
cially. When it came time to solicit money for a soils test-
ing laboratory the public relations man was influential in having
his company donate three hundred dollars to the project.

The local banker was a close friend of the county
agent. They had developed a system of mutual help for each
other. The families made trips together and were very close
in a social way. This banker was one of the key leaders in
the 4-H Club Youth Camp. It would seem logical that a large
portion of this interest came from the fact that the leader
felt a close personal interest in the county agent as an indi-
vidual.

This system of obligations was used more extensively

by county agents who had been in their counties for several
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years than by county agents who had been in the county only a

few years.
The system of social obligations as used in the report

also refers to those forces that motivate people to contribute

to the community good and social welfare. Such actions were F
evident when county agents were successful in obtaining money

for buildings, conducting public policy meetings, and promoting ‘
the general welfare of the community. E

Many persons assisted in these types of enterprises
who were not in a position to receive special favors and for
whom the county agent had not in the past performed special

services.

Other Observations

Table III summarizes a few other observations made
while the writer was visiting the ten county agricultural agents
selected for this study.

This table indicates that group one agents hold regu-
lar staff meetings in four out of five cases visited, where group

two county agents in no instance were observed holding a staff

meeting.



County
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TABLE III
County Staff I;:mc:.i iva:f News
Meeting .V1s1ted at Office Releases
in a Day
Group Onme !‘
Al Yes 9 . 8:00 regular
Bl No 5 9:00 regular i
c, Yes 6 8:00 regular ;
i
D1 Yes 6 8:00 regular -
E1 Yes 8 8:30 regular
Group Two
.Az No 5 9:00 regular
BZ No 4 9:00 regular
CZ No 4 9:00 regular
DZ No 5 9:00 regular
E No 3 9:00 regular
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This observation carried with it some indication that
the group two agents were not only not making use of an ef-
fective planning device, but that in many cases the personnel
relationships within the office were weak. In three of the
counties with group two agents it was evident that friction
existed between county office extension personnel.

The group one agents were willing to put more time
in on the job. In all cases but one the group one agents ar-
rived at their office before 9:00 a.m., while this was the hour
of arrival at the office for all group two county agents. The
average group one agent made a total of six and four-fifths
farm visits per day of farm visitation work, while the average
group two agents made four and one-fifth visits per day of
farm visitation.

These figures indicate that group one agents have the
habit of working longer hours and making more visits than
group two county agents in the counties included in this study.

There was no apparent difference in the method of

making news releases between group one and group two county

agents.

was greater.

However, the number of releases in group one counties

- 7 gy

oo
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Each group one county agent had in his county some
special event of a more or less spectacular nature with which
he had become identified.
County agent A1 was closely identified with a silo

building and land improvement program.

County agent B, was closely identified with a new and

1

growing potato marketing cooperative and dairy development

program.

County agent C1 had as his chief interest the improve-

ment of the buildings and dairy herds in his county.
County agent D1 sponsored the county fair and was in
the process of erecting a 4-H Club building on the grounds.
County agent El sponsored each year a special event
in connection with soil building, conservation, and improvement.
In only one incident had a group two county agent pos-
itively identified himself with this type of program. This was

county E_ where the youth actively connected with the county

2
fair and its buildings and the 4-H Club camp were of primary

interest to him and the people of the county.
The value of these types of program was considered

by the county agents to be the fulfillment of a community need.

rﬂ'_'~v P
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However, it added to the satisfaction agents received by being
identified with a positive program the results of which can be

measured in quantitative terms.



CHAPTER VIII

SUMMARY AND CONCLUSIONS

Summary

An analysis of the statistical data submitted by the
county agricultural agents in their annual report forms E.S.21
does not supply sufficient insight into the way in which group
one and group two county agents perform their role. To sup-
plement this data and other information available controlled
field observation of certain aspects of the way in which county
agents did their job was conducted.

This was done by the writer in the form of case study
reports from ten selected counties. The counties were chosen
in pairs on the basis of the extension work load potential in
their county and the county agent's work effectiveness.

The writer spent from four to five days in each county
observing the following:

I. Details of carrying out the various roles that have been

identified as crucial to the job of county agricultural agent.



II.

III.

Iv.
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These roles, identified by John T. Stone as crucial to the
job, were used as a basis for this study. They were:
A. Role of Student.
B. Role of Public Program Administrator.
C. Role of Salesman of Information and Ideas.
D. Role of Organizer and Supervisor of Events.
E. Role of Organizer of Groups.
F. Role of Facilitator-expediter.
G. Role of Consultant.
The following characteristics of county agents were also
observed:
A. Self-image on the job.
B. Inward- and outward-facing agents.
The following elements of the way in which county agents
do their job were observed.
A. Working with groups.
B. Use of local leadership.
C. Social system of obligations.
The following differences were noted between the way growp
one and group two county agents perform their role:
A. Group one county agents made more use of local

people in planning and coordinating the extension

Tt AAL rmy
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program. Their choice of persons to help plan the
programs included persons from a wider range of
industry, agriculture, and government agencies than
in the case of group two county agents.

Group one county agricultural agents were also more E

ek 1

positive in the way in which they identified community
needs than were the group two county agents.

Planning with staff members was more positive and

D Ve VS —

effective with group one than with group two agents.
Lack of ability to get along with people may have
been the key to some difficulty in planning with staff
members on the part of the group two county agents.
Good personnel relationships were closely related to
successful planning on the part of staff members.
Group one county agents were superior to group two
county agents in the role of salesman of information
and ideas. The characteristics of the agents that
appeared to enable them to perform the salesman role
better than the group two county agents were: initia-
tive, originality, less fear of failure, and a positive

approach.
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E. In the role of supervisor and organizer of events the
group one county agents made more extensive use of
local leaders than group two county agents. This type
of procedure and the ability to choose key leaders
released them from a great deal of detail and permitted
them to spend more time in initiating new events and
county programs.

F. Group one county agents made more use of the weekly
column type of publicity than group two county agents.
Group one agents also issued a greater number of spe-

cial releases than group two county agents.

The Role of Organizer of Groups

Great difference was noted in the performance of this
role between group one and group two county agents. Group
one county agents had organized an average of ten and four-
fifths groups while group two county agents worked with an av-
erage of six and one-fifth groups.

The difference was due to the fact that group one county
agents were willing to go beyond the existing organizational

structure of extension-sponsored groups and set up groups to



177

meet specific needs of the people in their county. They were
also capable of performing the leadership role to the extent of
identifying local community needs.

As consultants group one county agents were able to
attract many more people than group two county agents. Vis-
itors to the average group one agent's office numbered 1,676.5
and telephone calls nurmbered 2,184.4 as compared to 943.2
office visitors and 832 telephone calls for group two agents.

The efficiency of group one county agents in their
performance of the other roles, plus their intensity of inter-
action and positive knowledge of farm practice, were respon-
sible for the larger number of farmers who were initiated to
action to obtain their advice.

Comparison of Self-image Characteristics of Group
One and Group Two County Agents

All group one county agents were of the outward-facing
type. They were influenced by the needs and desires of local
people. Their programs were built around the desire to pro-
vide the facilities to meet the needs and desires of the local
people, even if it meant securing resources available outside

county and extension organization structures.
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Group two county agents were less aware of the needs
and desires of local people. They were of the inward-facing
type largely influenced by the objectives and structure of the
extension service.
The desire of group one county agents to fulfill the

desires of local people often leads to their becoming noncon-

formists as far as the extension administration was concerned.

Intensity of interaction was much higher among group

!“T— e e v

one than group two county agents. Group one agents made more
repeat visits to key farmers and leaders than group two agents.
The average number of visits per farm visited was 2.21 while
for group two county agents the average number of visits per
farm visited was 1.46 per year. The intensity of interaction
was closely associated with the self-image pattern and the way

in which county agents worked with local people.

Leadership

Group one county agents used key people as local
leaders in many different leadership positions. They were not
as insistent in spreading leadership over a wide number of per-

sons as were group two county agents.
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Social System of Obligation

It appeared evident that county agents made use of the
system within our culture that provides for mutual service.

The county agents were inclined to ask special favors
from those farmers for whom they had performed a special
service.

This systemm was observed more often in group one
than in group two county agents.

The use of the system of obligations was also closely
identified with intensity of interaction. The longer a county
agent had been in a county the more often this system was put
into use. This use resulted from larger numbers of contacts

within the county.

Conclusions

On the basis of this research it is obvious that the
way in which county agricultural agents perform their seven
occupational roles affects their efficiency as county agricultural
agents.

Those county agents who are of the outward-facing type

are more aware of the needs and desires of local people. The
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fulfillment of these needs and desires is the final motivating
force in their decisions regarding extension activity.

Inward-facing county agents were less effective in
terms of identifying local needs of farm people. Therefore
their programs were less effective in solving local problems.

Characteristics of county agents appeared to be fully
as effective as methods of doing the job in achieving desired
goals.,

The group one county agricultural agents had a self-
image that identified them positively with the local community
and its needs. This desire on the part of county agricultural
agents to be of service to people in a fundamental factor for
success. The intensity of interaction and social system of ob-
ligations applied by county agents appeared to be positively
identified with success in the counties visited.

The ability of county agents to be flexible in the de-
velopment of their program was of primary importance. This
flexibility includes the ability to develop new ideas and concepts
of their job as the needs of people change with changing eco-

nomic and social conditions.
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Need for Further Research

From the observations of this writer while gathering
data for this report there is need for research in the follow-
ing fields:

1. This research attempted to identify certain factors
essential to the success of county agricultural agents by case
studies of the county agents themselves. A field study in the
county with the people the county agricultural agents serve
might provide insight into the factors of success, and provide
further insight to supplement the data now at the committee's
disposal.

2. There is an obvious need for further study and
development of a unified extension program at the county level.
Three administrative levels, county agent work, home economics
work, and 4-H Club work, leading directly from state to county
level, in some instances lead to the development of three sepa-
rate programs in the county and often results in conflicting
personnel relations.

3. Certain characteristics of county agents appeared
to be essential to success in the field. These included, the

ability to make positive and quick decisions, an open and friendly
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attitude toward people, and a desire to help people with the
solution of their problems. Research to determine to what ex-
tent these characteristics can be taught in an extension train-
ing program would be of value in the training and recruiting
program.

4. Further study directed toward the development of
an in-service training program, for prospective county agricul-
tural agents, similar to that now being used in the field of
teacher training would provide insight into the effectiveness of
this method as an extension personnel training device.

5. There is need for the development of improved
supervisory techniques, to strengthen the service at the county

level and improve personnel relations at the county level.
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