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ABSTRACT
THE IMAGE OF MICHIGAN STATE UNIVERSITY EXTENSION AS

PERCEIVED BY CAMPUS BASED FACULTY AND STAFF OF MICHIGAN
STATE EXTENSION. '

By

Brima Fatorma Ngombi

Image is important. Responsive organizations are and will always be interested in
knowing and understanding how their public views them and their services. In this
study, the image of the organizational structure, mission, personnel, services, issues
programing, and delivery methods of Michigan State University, as perceived by
campus based faculty and staff of Michigan State University Extension are addressed .
The study attempted to investigate whether demographic variables (gender, college, age,
title, years of service, educational level, and income) have influenced on the way MSUE
campus based faculty and staff view the organization.

A survey method using a self administered questionnaire was used.
Questionnaires with cover letters were mailed to a randomly drawn sample of 165
participants from a population of 290. A total of 139 (84.24%) responses were received.
The data were analyzed using basic descriptive statistics such as mean, median, and
mode. Null hypotheses were tested using the t-test and the analysis of variance
(AVONA). The research question was answered through the use of multiple linear

regression analysis.



Findings revealed that there were statistically significant differences in the
perceptions of MSU campus based faculty and staff within the categories; organizational
structure, mission, personnel, services, issues programming, and delivery methods.
There were no significant differences found regarding the overall image of Michigan
State University Extension based on demographic variables. MSUE campus based
faculty and staff were selected for the study because of the important role they play in the
execution of MSUE programs.

In general, even though there were no significant differences observed regarding
the overall image of Michigan State University Extension, the mean scores showed that
respondents had positive perceptions of the organizational structure and personnel of
Michigan State University Extension. On the other hand, respondents had negative
perceptions of the mission, services, issues programming and delivery methods.

Findings revealed that there was not one particular predictor of image of
Michigan State University Extension by campus based faculty and staff that stand as

being most important.
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CHAPTER 1

INTRODUCTION o

All living orgénisms are Subject to a phenomenon calléd life cycles (Adizes, 1988,
p.1). They are born, they grow, age and die. Organizations also undergo similar life
cycles. With leadership and visionary action, an orgahization can be changed,
transformed, renewed, or repositioned to cbnﬁ;lue the growth, maturity, and regeneration
cycle (Strategic Planning Council Report, 1991, p‘. V, Goens & Clover, 1991, p.79,
Adizes, 1988, p4, Kimberly et al. 1980, pp.6-7, & Lippitt, 1969, p.5). Thé concept of
lifé cycles of living organisms, which basically consists of four sequential stages, birth,
growth, age énd death, can be equated to Daft's entrepreneurial, collectivity,
formalization and elaboratibn stages of organizational life cycles (Goens&Clover,1991,
p.79). | | |

The entrepreneurial stage (equivalent to birth or the infant stage) is an exciting time
for the staff of an organization. At that time, the ofganization is relativély non- |
bureaucratic and informal. Alsb, there are vefy fcw established policies and procedures.
Embloyees spend considerable amounts of their time and efforts in productive activities
relative to clients' needs. The orgaxlizaﬁon moves forward Without actually knowing its
strengths and weaknesses. The staff are generally enthusiastic and vigorous which
because of their the belief in the organization and its potential success. The Cooperative
Extension Service may have been at this stage when it ’was first established in 1914 by

the Smith-Lever Act.

The collectivity stage (equivalent to adolescence, or the gfowth stage) is a critical

1



transition point for any organization, partially due to the lack of sufficiently trained people.

As the organization moves from infancy to adolescence, rapid growth occurs and the need

for delegation of leadership and goal displacement becomes eminent. At this stage,
departments and other important units are established, along with some standard policies
and procedures. Jobs are defined and fully described. New formal systems with a
hierarchy of authority appear. Clear goals and directives are formulated through strong
leadership. Also at this point, all employees identify with the mission statement of the
organization and commit their time and talents to its cause. Extension was probably at
this stage

when a committee was set up to review its programs, policies, and goals in 1946.

The formalization stage (equivalent to aging or the stable stage) is one in which all rules
and procedures are formally established. The structure and climate of the organization
becomes more formal, including communication: procedures. A significant increase, or
development, of mid-level managers occurs as top level management becomes increasingly
involved with development of strategy and planning instead of the day to day running of the
organization. At this juncture, thé organization will start to lose its strengths and flexibility.
The spirit of creativity, innovation and encouragement to change that made the organization
successful, will start to disappear.

The final stage, elaboration, leads to the recognition that the organization needs
revitalization and renewal. Rule-driven behavior is questioned and a call for teamwork
emerges. Managers review the bureaucracy and try to avoid adding to it, but begin to

solve problems and get people to work together again (Goens & Clover, 1991, p.79-80;



Daft, 1992, p.163-168).

The Cooperative Extension Service appears to be approaching the elaboration stage, if
not already there, a level which requires a fundamental organizational change. Change is
a constant factor, and therefore, inevitable in human and organizational existence.
Change occurs within an organization, or it should occur, if it is to survive. The
organization’s human resources need to engage in problem solving tasks to promote
positive change (Lippitt, 1966, p.6). Evidence exists which suggests that every
organizational system has, within it, the potential for either bringing about its own
death, maintaining the status quo, or growing into maturity (Lippitt, 1966, p.12).

For any organization (private or public, profit or non-profit) to survive, flourish and
grow into maturity, the people within that organization must face each other openly
while targeting and dealing with its problem(s).

The Cooperative Extension Service has been criticized by the general public
(Extension in the 80's: 1983). As a result of these criticism, the image of the
organization has most likely been affected negatively. At all levels (national, state, and
local), the organization started to experience political, budgetary, and institutional
pressure. In the mid 1980's, various committees and groups called for changes to occur
within the Cooperative Extension Service.

These changes, according to Dr. Myron Johnsrud (Former Extension Service
Administrator), "are a positive sign of a dynamic organization experiencing transition
and rebirth". The recent generation of changes; termed transformational changes, are

characterized by three factors:- (1) they are initiated by leaders of the organization, (2)



are closely linked to strategic business issues, rather than questions of organizational
- process and style only, and (3) can be traced back rather directly ,to certain external
events such as new sources of competition, new technology, changes in fundamental
market structure, etc. (Kilman & Covin, 1988, p.66).

As pressure from both internal and external groups continued to increase, the leaders
of the Cooperative Extension Service initiated a change process. The Secretary of
Agriculture for the United States Department of Agriculture, and the President of the
National Association of State Universities and Land-Grant Colleges (NASULGC)
formed a joint committee to scrutinize Extension. The Cooperative Extension's highest
policy making body, E. C. O. P. (Extension. Committee on Organization and Policy),
also formed two national committees or task forces, to evaluate Extension. The E.C. O.
P. channeled the problems cited by administrators of the Federal Extension Service, or by
national farm organizations and commodity groups, to. the regional groups and states for
consideration, study and action (Axinn, 1972, p.92). These two national committees
were:

(1) the Future Task Force, and (2) the National Program Initiatives Task Force.

The Future Task Force was charged with the responsibility of examining the need for
organizational and structural change within the Extension system. The National Program
Initiatives Task Force was asked to review the direction of Extension programs. The
parallel efforts clearly reflected a system pro-actively concerned with effectively working
toward a positive future (Future Task Force Report, 1987).

In 1983, the Joint Study Committee, set up by the Secretary of Agriculture and the



President of the National Association of State University and Land-Grant Colleges
(NASULOC), issued a report entitled, "Extension in the 80's: A Perspective for the
Future," The report reiterated the value and need for the land-grant system, including the
Cooperative Extension Service ( p. 4). However, Extension was criticized for its
inadequate job of reporting to or relating with the general public, or the state, county and
national decision makers. In 1987, the Future Task Force issued its report entitled,
"Extension in Transition: Bridging the Gap Between Vision and Reality.” The 32
recommendations report called for a system- wide change beginning with the mission of
the organization to its program planning and delivery. The profound and fundamental
change called for were similar to what author Kuhn refers to as a paradigm shift.
According to Lawler, in Kilmann & Covin (1988), a paradigm is basically a set of
assumptions about how the world warks. In the context of an organization, these
assumptions. These assumptions produce a congruent and often tightly interconnected
system of policies and practices. And usually, when new paradigms arise, they have to
compete with the older, more established ones for acceptance. Typically, for a new
paradigm to succeed, there must be a fundamental restructuring of people's thought
processes and the way they operate (Kilmaun & Covin, 1988, p.46-47).

Getting an organization to change, or shift its paradigm, is a very difficult, challenging and

time consuming task.



Theoretical Foundation of the Study
- Extension embodies interdisciplinary fields whose fundamental concepts, theories, and
principles are drawn from the social sciences, including sociology, anthropology, human
psychology, economics, education, community development, political science,
linkages and relationships with other disciplines. The theoretical foundations of this study
are derived primarily from the field of General System Theory. The idea of extension was
first introduced by a theoretical biologist named Ludwing von Bertalanffy in 1937 at the
University of Chicago (Bertalanffy, 1968, p.32, 38, & 90). Bertalanffy's statement of the late
1920's forms the foundation of the discipline, as well as the concept. The underlying notion
of the concept of extension and its disciplines is the Aristotelian principle of the whole being
made of its parts. In order to understand an organized whole, we must know both the parts
and the relationships between them (Bertalanfy, 1975, p.152-153). General System Theory
is a general science of wholeness which states that:
1. There is a general tendency towards integration in the various sciences, natural
and social.
2. Such integration seems to be centered in a general theory of systems.
3.-Such a theory may be an important means for aiming at exact theory in the
non-physical fields of science.
4. Developing unifying principles running "vertically" through the universe of the
* individual sciences, this theory brings us nearer to'the goal of unity of science.

5. This can lead to a much needed integration in scientific education (Bertalantfy,




1968, - p.38).
The concept of General Systems has found its use and application in various fields,

including -



engineering, education, economics and management. In both general and organizational
management, thé concept, called “System”, has been used to look broadly at organizations.
The need for and the importance of the concept in organizational management becomes
apparent as the complexities of our society, organizations, and technology increase. The
management of today’s organizations requires the coordination and management of

- technical, physical, and financial resources to produce and deliver products and services
suitable to the needs of their customers.

Lippitt (1982) describes the concept of General Systems as a necessary idea for
understanding and renewing complex organizations. It is an interdisciplinary concept
identifying developments in other areas, and showing how these developments can be used
in other fields. For example, Extension uses concepts from sociology, management,
education and economics. Management utilizes concepts from mathematics, statistics and
engineering. The concept does not prescribe concrete techniques for resolving problems,
but rather, it provides conceptual suggestions or ideas through the multi- disciplinary
approach, which might be useful for solving today's organizational problems. General
System Theory’s possible contribution to the solution of multi- variable, socio-economic
problems facing many organizations today is attracting a great deal of attention.

The overall concept and philosophy of the General Systems is built on the broader
traditional view of the management process, management science, and behavioral science,
S0 as to provide an integrated approach to managing the basic elements of people,
techniques, information, structure, and purpose (Lippitt, 1982, p.32-48).

The theoretical foundation for this study of Michigan State University Cooperative

Extension Service (hereafter, MSUE’s) organizational -image is based on -“Systems”




approach. This approach looks at the organization as a whole with its parts, or sub-sectors.
This implies that in the execution of MSUE activities, different colleges, departments and

sub-sectors are involved.

Statement of the Problem
Today, the entire Cooperativé Extension Service at the national, state, and local
levels is at a crossroads, and so is the image of the organization. Its reasons for continuing
| to exist at all levels (federal, state, and local) have been seriously challenged by its clients
and customels; including farm orgahizations, the Congress, the White Hoﬁse, the Office of
Management and Budget, and Land Grant Colleges. Nationwide, the cohorts of Extension
are questioning the validity of the organization's mission and objectives. The organization
also sees the need for redefining itself. As the organization redefines its proper function and
purpdse in a rapidly changing society, the issues 6f defining appropriate target audiences,
delivery of qﬁality programs in the most efﬁcisnt manner, projecting a positive
organizational image, and maintaining an adequate suppdrt base, are being discussed openly
(Warner & Christenson, 19984, p.'l ). -

Over time, the Michigan State University Cooperative Extensiosl Services (MSUE), has
gone under many changes. The most recent of these chaﬁges was influenced by an endeavor
known as issues pmgl'amnﬁtsg; which involvsd issues identification and priorization. It
became very important for the managemeht of the MSUE to know how people perceived
these proposed éhanges. Their views concerning the image of MSUE offered vital

information and thus gave direction to the Extension Director for mapping out its future.

Responsive organizations, institutions, or agencies have a strong interest in their reputation,



or "image", as it is now popularly called. They are always making concerted efforts through
various means to know how the public (both internal and external) views the organization,
its products and its services. If their image is negative, the effects could be devastating, and
the value of the organization diminished.

The Cooperative Extension Service has an image which evolved over time through
contact and familiarity by the public with the organization and its programs (Warner &
Christenson, 1984, p.43). As a publicly funded organization, the future of Extension is very
much dependent upon how the public (both internal and external) perceives the organization.
Warner & Christenson (1984), also stress that "the Extension's vitality in the future will rest
with its ability to develop, maintain, and enhance a positive and viable public image."

As Extension organizations throughout the country are reorganizing and restructuring
themselves to adjust to the challenges of the 21st century, it is also necessary for MSUE to
study its image as it continues with various processes of change through its programming.
There are indications from Extension staff surveys conducted in many states where
organizational changes were implemented, which show that changes actually, occurred
especially in the roles and responsibilities of staff members. But do these organizational
changes and restructuring have any impact on. the image of the organization, its mission,
programs, and services? This is the main question of this study.

Michigan State University (MSU) has three major objectives:

1. to generate knowledge,
2. to convey knowledge to students through conferring degrees, and
3. to put knowledge to work with the public.
MSU fulfills the first and second objectives through faculty and staff who are engaged
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in research and teaching. In the educational institution approach, the assumption is that
faculties in Colleges of Agriculture have technical knowledge which is relevant and useful
for farmers. (Axinn, 1988, p.7). The third objective of MSU is achieved through MSU
Extension. However, with changes like issues programming, and area of expertise in MSU

Extension, it is important to know how people perceive MSU Extension’s image.

Purpose and Objective of the Study
The purpose of this study is to assess-the image perception of Michigan State
University Extension as perceived by campus based faculty and staff with MSUE
appointments. The categories to be assessed include: 1) organizational structure, 2)
mission, 3) personnel, 4) service, 5) delivery methods, and, 6) issues programming.
The specific objectives of the study are to:
1. Determine the perception of campus based faculty and staff with Extension
appointments regarding the six categories relating to Michigan State University
Extension.
2. Identify selected demographic variables that may influence perception and may
be predictor(s) of - perception, based on these six categories relating to Michigan

State: University Extension.

Research Hypotheses and Research Question
This research will be guided by the following seven hypotheses and one research question.
The alpha level is set at .05 percent.

H,: There are significant differences in the perceptions of MSUE campus based
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faculty and staff regarding six categories: 1) organizational structure, 2) mission, 3)
personnel, 4) services, 5) issues programming, and 6) delivery methods, within Michigan
State University Extension when influenced by demographic variable, Gender.

H,. There are significant differences in the perceptions of MSUE campus based
faculty and staff regarding six categories: 1) organizational structure, 2)mission, 3)
personnel, 4) services, 5) issues programming, and 6) delivery methods, within Michigan
State University Extension when influenced by demographic variable, Age.

Hj:There are significant differences in the perceptions of MSUE campus based
faculty and staff regarding six categories: 1) organizational structure, 2) mission, 3)
personnel, 4) services, 5) issues programming, and 6) delivery methods, within Michigan
State University Extension when influenced by demographic variable, College of affiliation.

H: There are significant differences in the perceptions of MSUE campus based
faculty and: staff regarding six categories: 1) organizational structure, 2) mission, 3)
personnel, 4) services, 5) issues programming, and 6) delivery methods, within Michigan
State University Extension when influenced by demographic variable, Title.

H;: There are significant differences in the perceptions of MSUE campus based
faculty and staff regarding six categories: 1) organizational structure, 3) mission, 3)
personnel, 4) services, 5) issues programming, and 6) delivery methods, within Michigan
State University Extension when influenced by demographic variable, Years of Service with
MSUE.

Hg: There are significant differences in the perceptions of MSUE campus based
faculty and staff regarding six categories: 1) organizational structure, 2) mission, 3)

personnel, 4) services, 5) issues programming, and 6) delivery methods, within Michigan
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State University Extension when influenced by demographic variable, Educational level.
H;: There are significant differences in the perceptions of MSUE campus based
faculty and staff regarding six categories: 1) organizational structure, 2) mission, 3)
personnel, 4) services, 5) issues programming, and 6) delivery methods, within Michigan
State University Extension when influenced by demographic variable, Income Level.
In the fdurth and final part of the analysis, a multiple linear ;egression analysis was

performed to answer the research question:

Research Question
What démographic variables among campus based faculty and staff influence the
perception of, and are important predictors of, the imagev of Michigan State University

Extension?

Importance of the Study

This study will focus on the image of MSU Extension. As Kohler (1985) observes, "any
responsive organization has a strong interest in how its public sees the organization, its
services and programs. And in most cases, the organization's leaders have a different view
of the image of their organizations from that of their own public." This study will
investigate and report the responses related to the organizational structure, mission,
personnel, services, delivery methods and programming of Michigan State University
Extension as perceived by campus based faculty and staff with Extension appointments.
The identification of the perceptions of these people is particularly important considering

the fact that they all contribute toward MSU Extension's success.
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Assumpﬁons and Limitations
This study is based on the following assumptions and limitations:
Assumptions

(1) Respondents have knowledge of MSUE in order to make meaningful responses.
(2) Respondents will respond subjectively to the questionnaires.

(3) Respondents perceptions will yield useful and valid information.
(4) Data collection methods and statistical techniques intended for use will be

appropriate and valid for the data.

Limitations
(1) The findings of this study are limited to Michigan State University Extension.
(2) The study will be limited to the information requested in the questionnaires.

Definition of Terms Used

For the purpose of this study, definitions of key words and concepts used throughout the
study include:
Life Cycle

A series of changes in form undergone by an organism in development from its
earliest stage to the recurrence of the same stage in the next generation (Webster,
- 1976, 1957).
Organization

The pattern of ways in which large numbers of people, too many to have immediate face
to-face contact with all others, and engaged in a complexity of tasks, relate themselves to

each other in the conscious, systematic establishment and accomplishment of mutually

agreed purpose (Pfiflher & Sherwood, 1960).
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Change
Any planned or-unplanned alteration of the-status quo in an organism, situation, or
process (Lippitt, 1969).
Image
The sum of beliefs, ideas, and impressions that the Extension Advisory Members,
Extension Directors, and Agents have on the Cooperative Extension Service.
Cooperative Extension Service
A unique publicly funded, informal adult education and development organization which
is part of the Land Grant System.
Michigan State University Extension
The Body representing the State of Michigan in the Cooperative Extension Service at
Michigan State University.
Public
A distinct group of people and/or organizations that has an actual or potential interest in
and/or effect on an institution (Kohler & Fox, 1985). -
Perception
The mental grasp of objects, qualities, etc. by means of the senses; awareness;
comprehension
Issues
Matters of wide public concern arising out of complex human problems (Dalgard et al,

1988).
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Programming
The development of a plan for implementing and evaluating educational programs
directed toward a particular clientele of the Cooperative Extension Service.
Image
- A general or public perception of a company especially when achieved by circulation
aimed at creating goodwill (Webster's, 1991).
Campus Based Staff
Staff employed to work most of the time on campus as their main work location
Faculty
The faculty of the university is defined in the Bylaws of Academic Governance as
follows:
The "regular faculty" of Michigan State University shall consist of all persons
appointed under the rules of tenure and holding the rank of professor, associate professor,
- assistant professor, instructor; and persons appointed as librarians. In addition, the
principal administrative officer of each major educational and research unit of the
- university shall be a member of the "regular faculty" ( MSUE Job Title Definition).
Specialist
The person who is responsible for a segment of a total program within a state.
He/she normally has specific responsibilities in agronomy, computer specializations, 4-H,
dairy, nutrition, clothing, or other segments of program or subject-matter (MSUE Job
Title Definition, 050).
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Program/Unit Leader

The person who is a leader or supervisor of a State program. He /she is
responsible for directing and supervising the assigned program within the State. This
includes section leaders and assistant State Program leaders who have responsibility for
the program (MSUE Job Title Definition, 040).

Administrator
The person who has administrative or overall management for the State. This category
includes, Directors, Assistant Directors and Heads of Departments (MSUE Job Title
Definition , 020 ).
Secretary
“Those who provide secretarial support for administrative and functional aspects of a
departmental office and compile information in order to produce dep;imnenia] reports
(INVALS UE Job Title Definitions, 2/38). |
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- Chapter 2
LITERATURE REVIEW
The literature review is divided into three major sections. Each section covers
specific literature on the theories and concepts that are relevant to this study of
Extension image.
The four major sections are: (1) Application of the System Theory to the MSU
Extension Model (2) innovation and change, (3) organizational transformation and

renewal, (4) image: definitions, theories and concepts.

Section 1: Application of the System Theory to the MSU Extension Model
In this study the application of the System Theory can be seen by looking at MSU
EEXx tension as one main system supported by many sub-systems. The sub-systems are
reprresented by colleges, program areas and units that execute Extension programs or
E x tension related activities. Each of these colleges, program areas and units represent a
coxmponent of the task environment (faculty and staff with MSU Extension
app>ointments).

As stated by Morgan (1996), “An Open Systems approach defines an organization in
texrmns of interrelated systems. The systems are like Chinese boxes in that they always
COntain wholes within wholes.” It is, therefore, important to know in this case (study)
how the sub-systems feel about MSU Extension. Regarding to the “Requisite Variety”

COncept! , it becomes important to incorporate required variety into internal control, thus
e———

e,l - "The internal regulatory mechanisms of a system must be as diverse as the
TXVironment in which they are implemented. ‘Only by incorporating required variety into
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allowing each system to deal with the variety and challenge posed by its environment.
Morgan also introduced the “required variety” concept whereby it becomes important.
This implies that any system that keeps itself from the diversity of its environment tends
to lose its complexity and distinctive nature. Requisite varety is an important feature of
living systems of all kinds ( Morgan, 1996). The diagram below adapted from Morgan's
“Contingency Views of Organizational Management”, shows the various components of
the subsystems and their relationship to the main MSU Extension system. The main
feature of this model is that MSU Extension, like organisms, can be conceived of as sets
of interacting subsystems. These subsystems can be defined in many ways, and Extensicn
rograms can be addressed from different perspectives by various colleges, program

zZz2 reas and units. See Figure 1.1 below.

MSU Extension

MSU Extension

MSU Extension

MSU Extension

f iZure 1,1 How Michigan State University Extension can be seen as a dependent
2 bsy stem, Source: Morgan, Contingency Views of Organization and Management

>_ag
_

fglt‘-?nal controls can a system deal with the variety and challenge posed by its
“~1ronment (Morgan, 1996, p.47)

19



Drawing from the work of the Colleges, program areas, units, and from information
theory, the system views the organization as a system that procures and transforms inputs
into outputs, which are subsequently discharged into their external environment in the
form of goods and services, (Buford, Bedeian, and Linder, 1995). Inputs may take the
form of people, materials, money, or information. For example Michigan State
University transforms students of lower level of education into educated graduates ( as
illustrated in TABLE 2 .2) below.

TABLE 2.2 Example of an Open System

QORGANIZATION | INPUTS .TRANSFORMATION | OUTPUT
PROCESS

TWichigan State Students Teaching Graduates

& Imiversity |
Faculty Research Articles &

Publications
Staff Extension Informed citizens
Tuition
Contacts
Appropriated
S Funds

In this cycle, inputs, transformations and outputs are continuous. The goods and

SSxvices provided by an organization are exchanged for energy (Feedback) necessary to
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secure required inputs. An Extension service can survive if it is capable of producing
some output that can be exchanged for resources necessary 'to obtain new inputs and
maintain itself in operating order. If an organization cannot maintain a favorable ratio of
Inputs, it must receive outside funds to exist. Extension Services do not sell thei; goods
or services and as result they must rely on external funding (for example, legi»slative
appropriations, contacts and grants), to endure. An example of this model can be seen in

Michigan State University Extension, See Figure 2.2 below.

External Environment

l Voo Voo

B~ == < uilty and Staff Goods
wve~ it ® I» MSU Extension ;-‘ Input | Transformation Process H»{ Output H» and
A > F»ointment t Services

Feedback

figw s~ 22 _2 Basic Open System Models

SOU BRI : Adapted from MANAGEMENT IN EXTENSION by James A. Buford, Jr.,
:irth @R &, Bedeian, James R. Lindner 1995 Third Edition, The Ohio State University’s
ke®arun BResearch Extension Center.

MlChli gan State University Extension can be analyzed as basic components of an
‘P S . . : L
ra~t10ns, working together with a view toward the organizations improvement.

¥ys .
te=m theorists have pointed out that the performance of an organization is not the sum
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of the independent performances of its parts, but rather the products of their interactions.

Thus, effective management of an organization requires management of interactions of

its parts, not their independent actions.

The System approach also asserts that most organizations are OPEN SYSTEMS, as
opposed to closed systems. That is, the system depends on other systems for its inputs.
An Extension Service cannot solve a staffing problem involving a joint research
appointment for a specialist without the experiment station agreeing. A County Agent i

cannot plan a forestry demonstration on private land without first considering the

wwillingness of the land owner to cooperate. In addition, an Extension Service (System)
araarkets its outputs (educational services) to other systems (Clientele). If it wishes to
ssmarvive, the organization must respond to systems that supply it and, in turn, those that it
suxppplies. Most organizations depend on exchange with their external environment. They
e>< 1 St only as long as they are capable of producing an output that can be exchanged in the
laxr =z er marketplace. In addition to being influenced by market forces, organizations are
i fTwaenced by environmental factors, such as societal values, government legislation, and
COXTAXMUNity expectation. These make it very important for an organization to maintain an
excellent tmage for its survival in the future, as the case with Extension Services.
SectionI: Innovation and Change
The Cooperative Extension Service was established in 1914 during the formative era

fox the traditional industrial corporation. Kanter (1983), describes the traditional




industrial-age organization as any organization that was established in the 1890's through
the 1920's. According to Rowe and Boise (1973), most of these organizations were
segmentally structured and designed to be innovation and change resistant. The
traditional industrial-age organizations such as CES, IBM, General Motors, the U.S.
Department of Treasury and the U.S. Department of Defense, were large and successful
organizations (Stanley, 1989, p.76). Most of these types of organizations (large, old, and
successful) have been the most difficult to change (Lippitt, 1982, p.7). Today, the
environment within which these types of organizations exist or operate has been rapidly
<hanging as a result of numerous economic, social, and technological factors. The change
zese organizations have been facing is more extensive, more far-reaching in its
& amplications, and more fundamental in its transforming quality than anything since the
<* xmodem” industrial system took shape (Kanter 1983, p 37).
“The environmental change has caused a change in what these organizations must do to
be swuccessful in the tasks they must perform to survive and prosper. Society, in general,
is maon-static. “Much of the successful achievement of the Cooperative Extension Service
ira thae United States may be attributed to its willingness and ability to change as the needs
arad i materests of its clientele change. The goal and objeétives of the entire system have
been resated almost evary decadc and have shifted dramatically” ( Axinn, 1972, p-103).
It is Comﬁnﬂy changing and being rejuvenated. Organizations designed to provide goods

XA servicesin yesterday's world are discovering that what made them successful in the
23
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past no longer applies. The most important question now and in the future is, what do
these constant éhanges mean to organizations in general, and Extension in particular?
Can the Cooperative Extension Service (a 1914 industrial-aged organization) make the
adjustments necessary to survive the rapid and pervasive changes occurring in American
society? According to Margulies and Wallace, the lesson is clear for any modern
organization. Given the facts of rapid, unplanned change, a static organization cannot
-survive. Yesterday's success mean very little in a world of rapidly changing markets,
customers, products, values, life-styles and so forth (Margulies & Wallace 1973, p 1).
T oday's organizations must be prepared to regularly evaluate themselves in relation to
gl eir present environment. They must change, renew, and transform themselves by
<> amining where they are, what they are, what they need to be, and how to make the
<« guiired changes.
IDillman (1985) noted that within this century, the American society has gone through
tvwr <> eras of significant social change, and is now entering a third era that has profound
irag»Lications for how society is organized and the social arrangements that govern the use
of a v ailable technology.

T e first era, called "community control”, started in 1900 and remained dominant
UIRTA] the 1940s. Within this period, the Cooperative Extension Service was established by
the Smith-Lever Act of 1914,

"The second era, called the "mass society", started around the 1920s and continued
tl"“Q\Jgh the late 1980s. This was a period of unprecedented economic and social growth
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as a result of the impact of the Industrial Revolution of the early 1800s. In this period,
emphasis was placed on building larger organizations and corporations such as IBM,
General Motors, etc. And finally, the new era called the "information age", just started in
the early 1980s. This era is expected to dominate and overshadow the two previous, eras
as well as the social and technological organization of society at the turn of the century.
Clearly, society is gradually shifting from a traditionally industrialized society to one
mamny authors sometimes label as either the post-industrial era, post-modern era,
infoxrmation age, new age or simply the next age. Each one of these terms describes a
Soc1i ety which de- emphasizes agriculture and manufacturing, although these sectors
©x1ist, and emphasizes information processing instead. For a society to achieve post-
InAustrialism, Quilling refer, it must go through various stages of development with a
chan ge in emphasis from one stage to another. The five stages with their predominant
SX X hases are identified by Quilling as:
Stage 1: Mining, forestry, agriculture, foodstuffs and raw materials
Stage 2: Manufactured goods
Stage 3: Transportation, communication, and public utilities
Stage 4: Banking, finance, and commerce
Stage5: Abstract activities, which include education
Currently, the American society seems to be approaching Stage 3, a stage in which
< “xmmunication and information are among the major emphases. In 1950, Harvard
S “S<iologist Daniel Bell predicted that the most important products of the post-industrial
S<ciety would be information, knowledge, and service. His prediction proved to be
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accurate. Drucker (1988) states we have moved away from the "command and control"
phase that was prevalent in the 1920s through the 1950s and are moving toward an
"information bond" in organizations. Information sharing and availability can alter the
structure and responsiveness of institutions in profound ways (Goens & Clover 1991,p.5).
As the society gradually moved into the well predicted information age, the traditional
industrial-age organizations, such as the Cooperative Extension Service, often found their
straactures, approaches, and practices incompatible with the information-age era of the
21 st century. Their organizational structures, and their old approaches and practices were
bec o ming obsolete and therefore no longer as effective in solving today's problems as
they could be. For most of these organizations, the challenge was not only that of their
STaxwrival, but also their relevancy to the age or period in which they now lived (Lippitt

1982, p.ix).
Many organizations were now simply overwhelmed. They were adrift, unable to

R<A Justand respond to change and the challenge of the information age era. However,
gt each organization needed to adjust and respond appropriately to the changing
etl\rironmem, of course, varied from one organization to another, with the exception of
COme thing - innovation. This point is perhaps captured best by Kanter R. Moss, who

STages:

**The total scope of what needs to be done is, of course, highly variable, in large part

bﬁcause it depends on the particular organization and industry. What is clear, however, is
e ueed for innovation at every level--innovation not merely in the traditional sense of

MNew products and services, but in the very ways that organizations operate, in their view
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of themselves, and in the mechanisms that can develop and engage their resources to the
maximum extent possible. Most important, organizations need innovation to shift from
the present tendency to deal with their tasks in a relatively single-minded, top-directed
way and to a capacity to respond innovatively, locally, and promptly to a whole variety
of organizational contingencies--to change shape, so to speak” (Kanter 1983, p 41).
"The term "innovation” has been defined and used widely and ambiguously. It is
important at this juncture to review some of its definitions to see how it relates to the
entixre scope of organizational changes of the Cooperative Extension Service.

In IR owe and Boise's Organizational and Managerial Innovation (1973), Thompson
de£3 nes innovation as "the generation, acceptance, and implementation of new ideas,
PTOcCesses, products, and services”. This definition suggested an organization with a
S accessful process of invention, proposal, review, decision, and utilization. In arguing
S n = innovation implies a capacity to change or to adapt, Thompson states: "an adaptive
x> anization may not be innovative (because it does not generate many new ideas), but
SMEn jipnovative organization will be adaptive (because it is able to implement many new
1 deas)". Generally, innovations are not safe, bound, or easy. They involve extreme
SR ounts of resources, risk, time, commitments and challenges.

1n a comparative study of innovative accomplishments versus basic non-
Ql:lh'epreneuria] ones, Kanter found that people involved with innovative
QQ<:0mplishments perceive them as being riskier and more controversial - they generate
S1'31‘(mge1' feelings around the organization both pro and con (Kanter 1983, p 214).
L-‘-llldstedt and Colglazier (1982), give the operational definition of a technical innovation
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as a complex activity which proceeds from the conception of a new idea (as a means of
solving a problem) to the solution of a problem, and then to the actual utilization of a
new item of economic or social value. These authors stress the importance of
distinguishing the difference between innovation, scientific discovery, invention, and
diffusion of technology. A scientific discovery, according to Lundstedt and Colglazier,
involves the observation of a previously unknown or unobserved phenomenon, or the
acquisition of new knowledge; although relevant discoveries may be incorporated into an
innovation. An invention is the creation of a novel product or process, or the concept of a
means of satisfying a need. And finally, diffusion of technology which is the
+ evolutionary process of replacement of an old technology by a newer one (Lundsted and
Colgiazier 1982, p. xxi).

In their definition of organizational and managerial innovation, Rowe and Boise
(1973), refer to organizational innovation as the successful utilization of processes,
- programs, or products which are new to an organization and which are introduced as a
result of decisions made within that organization. Rowe and Boise define managerial
innovation as those decisions and tasks which are new to an organization which result in
the successful solution of one or more problems related to management's responsibilities.
In describing the word innovation and how people think of its meaning, Kanter
concluded that, typically, the innovation" creates an image of an invention a new piece of
technical apparatus, or perhaps something of a conventionally scientific character. In
fact, very few people could imagine or consider the new tax laws, enterprise zones,

quality circle, and the proposed empowerment zones as innovations. Kanter refers to
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innovation as the process of bringing any new, problem-solving idea into use. Ideas for
reorganizing, cutting costs, putting in new budgeting systems, improving
communications, or assembling products in teams (Kanter 1983, p.20).

Innovation, no matter what type it is, whether in products, market strategies,
technological processes, or work practices, is designed not by machines but by people.
Thus, the human resources of an organization working together collaboratively are
responsible for the thinking, generation, and developing new ideas and responses.
Together, they push for change before the opportunity disappears and disappears for
good.

From all sides, come reminders about the rapidity of change, the need to adapt to new
conditions and the exhortations to try new things (Pattom 1985, p.4). Organizations
simply must poise themselves to innovate, to change, or they risk decline and death.
Resources are finite not infinite. The extent to which organizational structures and
policies encourage people within the organization to participate in solving problems, to
seek new ideas, to challenge established wisdom, to experiment, and to innovate is
crucial to the survival of today's organizations, more especially, the publicly funded
arganization like Extension.

Studies have shown that during the past decade, interest in organizational and
managerial innovation has increased rapidly. Organizational scholars are actively
engaged in developing concepts, building models, formulating hypotheses, and
conducting empirical studies for the purpose of identifying the correlates of innovation in

formal organizations (Rowe and Boise 1973, p 2). In their book entitled, In Pursuit of
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Excellence, Peters and Waterman assert that excellent organizations are characterized by
- the ability to change. They are "continually innovative", geared to "quick action and
regular experimentation":

"Innovative companies (organizations) are especially adroit at continually responding
to change of any sort in their environments...As the needs of their customers shift, the
skills of their competitors improve, the mood of the public perturbates, these companies
tack, revamp, adjust, transform, and adapt. In short, as a whole culture, they innovate"
(Peters and Waterman 1982, p12).In discussing the general characteristics of an
organization with a high capacity to innovate (innovative organization), Thompson, in
Rowe and Boise (1973), states that the innovative organization will be or must be
characterized by structural looseness, with less emphasis on narrow, non-duplication,
non-overlapping definitions of duties and responsibilities, freer communication, and less
stratification. Group processes will be highly encouraged and openly practiced leading to
freer communication within the organization. The freer communication system, broader
work assignments, lack of preoccupation with overlap and duplication, and lessened
emphasis on authority will all work toward a greater amount of interpersonal
communication, team work and multiple group membership. Multiple group membership
will facilitate innovation by increasing the amount and diversity of input of ideas and
stimulation (Thompson, in Rowe & Boise, 1973,pp.23-28).

An organizational environment which permits, encourages, and legitimizes multiple-
group membership will reduce the risk of innovation by a single individual. The credit
for generating new ideas will then be or should be shared by all the people involved, and
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likewise the burden of promoting them (new ideas) will be shared as well. The more
people are involved in the process, the wider the acceptance, participation, and

implementation of the new ideas will be.
Section III: Organizational Transformation and Renewal

The academicians and practitioners view transformation as a system wide change
in an organization that demands new ways of perceiving, thinking, and behaving by all
its members (Kilman & Covin, 1988, p.2).

This new concept of transformation was actually based on ten areas perceived or
envisioned by the scholars, consultants, and executives who study, facilitate, and direct
corporate transformation (Kilman & Covin, 1988, p. xiv-13). These ten agreed upon
areas:

(1)Transformation is a response to environmental and technological change by

different types of organizations.

(2)Transformation is a new model of the organization for the future.

(3)Transformation is based on dissatisfaction with the old and belief in the

new.

(4)Transformation is a qualitatively different way. of perceiving, thinking, and

behaving.

(5)Transformation is expected to spread throughout the organization at different

rates of absorption.

(6) Transformation is driven by line management
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(7)Transformation is on going, endless, and forever.

(8)Transformation is orchestrated by inside and outside experts.

(9)Transformation represents the leading edge of knowledge about
organizational change.

(10)Transformation generates more open communication and feedback

throughout the organization.

As a large scale system wide process, organizational transformation requires a new
perspective. And to embark on it, organizations must examine themselves in relation to
their environment, -thus evaluating critically where they were, what they are, what they
need to be and how they will make all the required changes (Goens & Clover, 1991,
p-10). These changes are not just in one section or unit of a section of the organization.
They involve all the elements.or pieces of the organizational system (strategy, work,
people, formal and informal processes and structures) over a long period of time. One of
the major assumptions underlying the concept of transformation was that "transformation
is expected to spread throughout the organization at different rates of absorption”. The
best, and probably most preferred approach is to start the process in all parts of the
organization at the same time. However, it can also be approached through a pilot project
as well, to test the chosen strategies and methods, and later, to transfer the results of the
pilot project to the remaining units of the organization. The difference in the rate of
absorption each unit may require must be recognized. Some units within the organization
may have capable individuals who can learn and change quickly, and others who may
not. Failure to recognize and understand these differences can lead to unhappy results
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(Kilman & Covin, 1988, p.5). According to Belgard et al. (1988), transformation occurs
in two phases: (1) the formal phase, and (2) the informal phase.

The formal phase of transformation consists of a sequential process that is managed in
a top-down manner and requires a clear understanding of three unique states of
transformation: the current state, the desired future state, and the transition state. Needed
along with the defined states are clear strategic plans that outline major steps in the
transition. The plans must reflect necessary steps which will lead to the creation of the
future state. This is the most effective and efficient process when implemented rightly
because of the support from top leadership it usually receives in addition to the strategic
planning nature of the process which ensures its sequentiality.

The informal phase of transformation is unlike the systematic, sequential planning
process associated with top-down change. It is an approach often used by change
influence people with limited hierarchical power e.g. lower level staff). Their goals are:

First, to get their change initiative into the agendas and discussions of the leaders of
the organization; second, to make sure, to the greatest extent possible, that there is at
least a change of direction or some movement toward the desired future state that they
envision (Kilman & Covin, 1988, p.131-134). -

Renewal on the other hand is the process of initiating, creating, and confronting
needed changes so as to make it possible for organizations to become or to remain viable,
to adapt to new conditions, to solve problems, to learn from experiences, and to move
toward greater organizational maturity (Lippitt, 1982, p. xiv). In a similar definition,
Goens & Clover (1991) define renewal as a process designed to restore, reestablish,
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recreate, or rebuild p.10
The focus of the process is the renewing of vigor through reorganization and
renovation of the human, financial, and technical resources of the organization. It is a
process most suitable for those organizations that have been viable, creative, and
relevant, and who intend to, or want to remain as such. The Cooperative Extension
Service has been a viable, creative, and relevant organization. It is, without any doubts,
an organization that intends to remain viable and relevant to people whom it has served
diligently for over eight decades. - Renewal is similar to transformation in that its process
is also holistic involving three levels (individual, group, and total organizational levels)
of human systems. The process does not occur by chance. It has to be initiated, planned
and carried out by the organization itself, due to the commitment, energy, time, money,
skill, feedback, practice, competence, and professionalism required (Lippitt, 1982, p. ix-
x). Organizational renewal cannot be achieved at any level without achieving an opened-
system orientation and practice. A closed-system oriented organization cannot
successfully implement a renewal process.
According to Lippitt (1969), the expected results of renewal are:

(1)Continuous examination of the growth of the organization, together with a

diagnosis of the multiple internal and external influences affecting its state of

being.

(2) Improvement in the manner in which problems are solved at all

levels of the organization.

(3) Development within the organization of formal and informal
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groups that are effective and communicative.
(4) Development of leadership that is appropriate to the situation facing the
organization at any given time.

(5)Maturity of individuals and groups within the organization, as well as
maturity of the organization itself.
(6) A way for people within the organization to learn from their experiences of
success and failure.
- (7) Development of a climate that encourages and channels creativity by people
throughout the organization.

(8) Development of a system to which all employees of the

organization feel committed, thereby securing their motivation (p.6).

Section IV: Image: Definitions, Theory, and Concept

An image is an artificial imitation or representation of the external form of any object,
especially of a person (Boorstin, 1962, p.197). The image, according to the ancient
Romans, is an imitation, copy, likeness, picture, conception, thought, or idea. More
abstractly, they defined it as "a mental representation of something not by direct
perception, but by memory or imagination; a mental picture or impression; an idea,
conception”. The Greeks defined "image" as a "phantom", or a "likeness" (Stuart, Jones,
and McKenzie, 1951, p.51).
Boorstin (1962), views image as a pseudo-ideal. An image, according to Boorstin's

theory, is composed of six dimensions: synthetic, believable, passive, vivid, simplified,
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and ambiguous (Boorstin, 1962, p.185 - 197).

(1)-An image is synthetic. It is planned and created to serve a purpose, or to make a
certain kind of impression. For example, trademarks and brand names have both become
very important in the twentieth century. As the use and importance of image continue to
increase with time, more and more abstract images are becoming commonly accepted.
An abstract image, in this sense, is not simply a trademark, a design, a slogan, or an
easily remembered picture. It is a studiously crafted personality profile of an individual,
institution, corporation, product, or service. It is- shaped in three dimensions of synthetic
materials; it is fabricated and reinforced by new techniques in the graphic revolution.
When one uses the term "image" in this new sense, one admits a distinction between
what is seen and what is really there, and one expresses a preferred interest in what is to
be seen. Thus, an image is a visible public "personality" distinguished from an inward
private "character”. By using the term, it is implied that something can be done to it.
Thus it can be more or less successfully synthesized, doctored, repaired, refurbished, and
improved, quite apart from (though not entirely independent of) the spontaneous original
of which the image is a public portrait.

(21-An image is believable. An image serves no purpose if people do not believe it. In
- their own minds, they must make it stand for the institution, organization, agency. Yet,
if an image is to be vivid and to succeed popularly in overshadowing its original, it must
not outrage the ordinary rules of common sense. The most effective images are usually

those that are simply designed for believability.
(3)-An image is passive. An image is supposed to be congruent with reality. Both the
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producer of the image (organizations and institutions) and the consumer of the image
(clients and customers) are expected to fit into the image. These relations are basically
passive. The "projection” of an image is itself a way of touting reputed virtues. Both the
subject (organization) and the object (customer) will assume that a portrait so persuasive
and so popular must be taken from real life. In the beginning, the image is a likeness of
the organization, and then the organization becomes a likeness of the image. It is the kind
of ideal which becomes real only when it becomes public.

Traditionally, the ideal image of an organization is very much dependent on the
inward convictions and decisions of the inner executives of the organization. But now
this is not sufficient. Because of its passive nature, the image has very little to do with
the activities of the organization itself. In old-fashioned language, image building is the
building of reputations, not character. It can represent the organization by itself, as was
the case for the Brunswick Corporation, or it can represent the chief executive, like
Charles Luckman, President of Lever Brothers.

(4)-An image is vivid and concrete. An image serves its purpose best by appealing to
the senses. The key point to understand here is that image is limited. An institution,
organization, or an individual may have many qualities, but only one, or a few, of those
qualities should be selected for vivid portrayal. It must be more graspable than any
specific 1isis of objectives. Today's commercials are filled with appeals to the senses, e.g.
"Meijer the store built on common sense", "KFC we do chicken right", etc.

S)Anjmagcjuiﬁphﬂnd. An image must exclude undesired and undesirable aspects,

and therefore must be simpler than the object it represents. An effective image design
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- must be simple, distinctive and have the capacity to become hackneyed. In other words,
it must be a strong, vigorous symbol that can be easily remembered.

—6) An image is ambiguous. An image floats somewhere between the imagination and
the senses, between expectation and reality. It is ambiguous, for it must not offend. It
must suit unpredictable future purposes, unpredictable changes in taste, and be receptacle
to different wishes of people.

Boulding (1961), uses different analogies. (analogies of location in space, location in
time, location in a field of personal relations, location in the world of nature, location in
the world of how things operate, etc.) to abstract the concept of image. Each of these
- analogies describes the process of image formation - the mental pictures in the minds of
people which govern their behavior. This process of creating mental pictures (image) is
found in all human activity. It is based on someone's knowledge and beliefs. In other
words, the image that people have of an object, be it an institution, person, or
organization, is developed through knowledge and experience.

According to Boulding (1961), image is what we believe to be true. ‘It is subjective
knowledge that largely governs our behavior. In describing the concept of image and the
process of building it, Boulding states:

"The image is built up as a result of all past experiences of the possessor
of the image. Part of the image, I suppose, consists of little else than an
undifferentiated blur and movement. From the moment of birth if not
before, there is a constant stream of messages entering the organism from
the senses. At first, these may merely be undifferentiated lights and
noises. As the child grows, however, they gradually became distinguished

into people and objects. He begins to perceive himself as an object in the
midst of a world of objects. The conscious image begun...p. 6)"
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In discussing image causation, Kohler asserts that there are two opposite theories of
image formation. The first theory holds that image is largely object-determined, and the
second theory holds that images are largely person-determined. In the first theory
(object- determined), the persons are simply perceiving the reality of the object. Their
view of images assumes that:

-People tend to have first-hand experience with the object.

- People get reliable sensory data from the object.

- People tend to process the sensory data in a similar way in spite of having -
different backgrounds and personalities.

Their assumptions, therefore, suggest that organizations cannot easily create false
images of themselves. In other words, they cannot hide their true images. They cannot
create images that are different from their real images. People usually form their image
of an organization on the basis of the actual behavior of that organization. If an
organization is responsive, it will be seen as responsive. Conversely, if it is non-
responsive and inefficient, it will be perceived as such.

In the second theory (person-determined), Kostler holds the view or opinion that:

- People have different degrees of contact with the object.

| -People placed in front of the objc;ct will selectively perceive different aspects of
the object.
-People have individual ways of processjng sensory data leading to selective
distortion. |

The assumptions here are that people are likely to hold different images of the same
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object. Therefore, due to the variances in experience and ways of processing sensory data
- by people, organizations have little control over the image that people hold. This
indicates further that there is a weak -relationship between the image and the actual
object.

Both theories are extreme, the truth therefore lies in the middle. So, an image is
influenced by both the objective characteristics of the object and the subjective
characteristics of the perceiver. When the object is frequently and directly experienced,
fairly stable in its characteristics, and simple, one might expect people to hold similar
images of the object. On the other hand, when the object is complex, infrequently and
indirectly experienced, and its characteristics keep changing with time, one might expect
people to hold different images of the object (Kohler, 1975, p.137 - 138; Kohler & Fox,
1985, p.41 - 42).

The concept of image has been introduced and well defined in the business world. Its
meaning is basically the same. It is merely the picture which an organization has created
in the minds of its public (Bristol, 1960, p. xiii). - The word ‘image", according Kohler,
came into popular use in the 1950s. Presently, it is used in a variety of contexts:
organization or corporate image, national image, brand image, public image, self image,
etc. It has also been used to describe products (Ford Mustang, Macintosh Computer),
institutions (Harvard, McDonalds, the United Way, IBM), individuals (Donald Trump,
George Bush), and places (San Francisco, Thailand, Brooklyn)... (Kohler, 1975, p.130;
Kohler & Fox, 1985, p.38; Kohler & Andreasen, 1989, p.202).
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The concept of organizational image, corporate image, institutional image, corporate
personality,-and public image are important becauée, image is the main subject of this
study.( Organizational image, or what is sometimes labeled as corporate image, or
corporate personality, is defined by Marquis (1970; p-2), as the sum of all impressions of
the organization in ‘the public consciousness. It is formed by the combined opinions of
the general public, employees, customers, competitors, etc. Marketing experts have
persistently emphasized the importance of an organizatioﬁ's public. What or how this
group of péople thinks about their organization has numerous effects. In fact, what they
think may even have more effect than what they realize.

' The concept of corporate image is not new. It has been around for some time. It is
recognized as one of the mbst powerful and effective concepts that can be used as a tool
in clarifying rélations with others. It allows one to view these relationships in a much
larger perspéétive than what one is used to - the more limited, départmental point of
view. It also helps us to understand or pick up other unrelated pieces of our operation and
put them together in a more meaningful and effective manner (Bristol, 1960, p. xiii).

In defining the meaning of the concept of corporate personality (corporate image,

| organizational image), Bristol defines it in terms of an analogue with individual
personality. It sounds complex, diverse, and abstract. Bristol writes:
"Basically, most people like or dislike other persons for the same kinds of
reasons they are attracted to, or repelled by, a corporation. And just as most
people judge other individuals on the basis of the clothes they wear, the car they
drive, their home, their personal appearance, diction, manners, and various

physical attributes, so does the public form opinions of stores based on their
window displays, size, location, credit personality, friendliness of clerks, counter
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displays, and the physical appearance of their advertising. Most people are likely
to judge a book by its cover, a product by its packaging, and a corporation by
their personal knowledge of its employees, products, services, profit-and-loss
statements, or of the content and appearance of its advertising, public relations,
and other communications. The most important point to keep in mind when

. considering individual or collective attitudes is that most of these judgments are
formed on the basis of symbols rather than facts. People do not react with reality.
Rather, they react with their subjective knowledge of reality.". (p.5)

This abstract definition is incongruent with Kohler's object-determined theory and
Boulding's image theory and definition. In general, all the theories and definitions seem
to indicate that every organization, institution or corporation has an image. And that
image consists of many facets. For large organizations and corporations that have
multiple divisions, programs, services, and public, it is almost impossible for them to
have a single image. As Pierre Martineau points out in Bristol (1960), there cannot be a
single corporate image, because every corporation has a different public. However,
Marquis believes the opposite. He describes a single image of a corporation or an
organization as the sum of all impressions of the firm in the public consciousness
(Marquis, 1970, p.2). It is a conglomerate of attitudes the various public have toward
the organization. These attitudes and impressions are based upon the functional
meanings that some aspect of the organization has for individuals who make up the

various publics the organization makes contact with - as well as the emotional overtones

carried by the messages the organization communicates to these persons (Bristol, 1960,

p.6).
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Past Studies on Extension Image

The Cooperative Extension Service has always been concerned about its image. As a
publicly funded organization, its continuing success depends very much on its image.
Since its establishment, various studies have been conducted to assess the image of the
organization and the awareness level people have with the Extension programs.
However, the scope of these studies has been narrow, focusing mostly on a particular
state or county, or on a particular program of Extension such as 4-H, Home Economics,
Agriculture, Community Development, or the Extended Food and Nutrition Program.
The first, and probably only, comprehensive national research that extensively assessed
Extension, including its image and program areas, was the Warner and Christenson study
of 1984 entitled, "The Cooperative Extension Service: A National Assessment." The
study addressed some of the most fundamental questions important to Extension such as:
What ought to be the role of Extension in the 21st century?; How should the Extension
mission be redefined? (narrow or broad); What is Extension's public image?; Who
should be the primary audience of Extension? (rural, urban, farm or non-farm people);
What should be the primary means of communicating Extension programs?; and, Who
- will lead Extension in securing solid support for the future? Obviously, all these
questions were important to the organization as it approached the new information age.
Their overall study is also important to this study, particularly the findings from the
question about image and awareness of Extension and its programs. Regarding image and

awareness, the Warner and Christenson study revealed that Extension, like any other
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large complex organization, has a diverse public. Its public includes clients and
customers (users), non-users, and cost-bearers. The clientele and customers of Extension,
according to that study, were the individuals being served directly by the organization.
These groups of people know and make use of the organization, its programs and
services. The non-users include individuals who are aware of the Extension Service, but
who do not use it, as well as individuals who may be completely unaware of the
organization. The cost-bearers are all the taxpayers who contribute to Extension through
taxes.

The organization has a very high visibility. Approximately 87% of the U.S.
population, or 9 out of 10 adults in the U.S., are aware of, or recognize, Extension and
its programs. Even though the level of awareness varies from one region to another and
from one person to another, there seems to be a uniform level of awareness across the
country. The organization is known by about 47% of the population. This group of
people (47%) recognize Extension by the name of either the Cooperative Extension
Service or the Agricultural Extension Service. However, there are a few other individuals
who identify the organization by descriptors such as:

- Agricultural Agents

- The county Extension office

- The 4-H agent

- Name of the county Extension staff

These indicate that Extension is known by many different names. One of the most



surprising findings of the Warner and Christenson study was that people were more
cognizant of the core program areas (agriculture, 4-H, home economics, and community
development) of Extension than the organizational name (the Cooperative Extension
Service). Among the core program areas, the study showed that the 4-H program had the
highest recognition, with 77% of the population indicating that they had heard of the
name. They associated the high level of recognition of 4-H with the consistency of the
name and its shortness which makes it easy to remember. It is then followed by
agriculture with 52% recognition, and home economics and community development
with 45% and 46%, respectively.

Through a well developed profile of the individuals who were knowledgeable of
Extension, the researchers found that half of the people who were aware of the Extension
Service had a family income between $10,000 and $30,000, with a small percentage
having lower or higher incomes. Approximately 8% of the knowledgeable people had a
grade school education, 50% had a high school education, one third had some college,
and 9% had advanced college degrees. About 86% were white, 9% black, and 5% were
from other racial groups.

These findings suggest that the Cooperative Extension Service does not have a single
image. It has multiple images which provide a base that is not dependent on a single
client group. The organization has been communicated to the public as, "The
Cooperative Extension Service", "Extension Service", "4-H", or locally "Ingham County

Cooperative Extension Service", and "Michigan Sate University Extension". - These
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different names have contributed to some misunderstandings about the name of the
organization.

The Cooperative Extension Service has the potential to improve upon its existing
image and the public’s awareness of it since the findings indicate that most segments of
the U.S. population are at least aware of the organization and its programs. The most
important task at hand is to consolidate the identity of the organization. This effort to
consolidate Extension's image can only be achieved with the support and commitment of
the organizational leadership of the Extension Service. In the private sector,
consolidating image has been successful. Various corporations consolidated and built
single images for their organizations.

A statewide survey conducted by the marketing committee of the Cornell Cooperative
Extension Service showed that the organization was projecting numerous images, a
similar finding to Warner and Christenson's nationwide study. In an effort to address this
problem, the marketing committee recommended that the new statewide name become
Comnell Cooperative Extension, followed by the county name. Cornell was included in
the new name to represent or identify the state land-grant college (Cornell University),
Cooperative Extension was included to identify with the national system (the
Cooperative Extension Service), and the name of the county was included to identify the
local funding partner. The program areas (4-H, Agriculture, Home Economics, and
Community Development) were asked to display the new name prominently along with

their own name on all outreach materials. Cornett (1958) conducted a study in Michigan
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to assess the public understanding of the Cooperative Extension Service. The objectives
of the study were to determine:

(1) how well Extension is known and used by urban leaders and farm people;

(2) some of the things people think the Extension Service should be doing;

(3) the attitude of the available public:on how well they appreciate and support

Extension work; and

(4) some pointers for improving Extension program planning.-

Cornett's studies consisted of general groups (farmers, social clubs, businesses
and professional clubs) in Jackson County and non-agricultural faculty at Michigan State
University. Cornett's findings revealed that most people were aware of some sort of
program in agricultural Extension. Approximately all farmers, 82% of the city clubs, and
78% of the non-agricultural faculty were aware of Extension programis. 4-H and Home
Economics were the most popular programs. Despite these high statistics, there were
some indications of misunderstanding of Extension and its programs among people. In
other words, there were people who did not know what Extension did or what services
- were available to people through Extension.

Both rural and urban people seem to feel that Extension work is basically a rural
program and any other usage is secondary. Approximately one fourth of the
questionnaires returned in cornett’s study showed a feeling of approval for Extension
work in the city, and about the same number opposed city service. In terms of support,
the study showed that 65% of the respondents felt that Extension was definitely helpful,
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19% considered it probably helpful, 8% considered it doubtful, and 8% had no opinion.
The strongest support came from those who actually participated in Extension programs,
and the support increased as awareness and use of Exténsion programs increased.
Another study, whose findings have direct implications for this study, was the 1986
Hanenburg study which assessed the public awareness, perception and use of the
Michigan Cooperative Extension Service. The overall purposc of the Hanenburg study
was to determine the image of the Michigan Cooperative Extension Service by assessing
the awareness and perception of residents in two Michigan counties (Kent and Ottawa).
Based on the completed telephone interviews of a random sample of 388 residents of
Kent and Ottawa counties, Hanenburg found that 98.5% of the respondents were aware
of the Michigan Cooperative Extension Service and its programs. The organization and
its programs were highly visible. The most widely recognized name was the 4-H
program, which was identified by 96.1% of the respondents. The Cooperative Extension
. Service was the second most widely recognized name with 39.9% recognition, followed

by Home Economics with 38.4%, then Agriculture with 21%, and Natural Resources-

Public Policy at the bottom with 13.7% , Hanenbury, 1986, p. 81 - 83).

Hanenburg found out that, similar to the national system, the organization in Michigan
was also struggling with the problem of multiple images. The findings revealed that more
respondents recognized the 4-H program area name (96.1% of the respondents) than the
organizational name (Michigan Cooperative Extension Service). More individuals (39.9%

of the respondents) recognized the organization. name "Michigan Cooperative Extension

43

| e S e



Service" than the other three program areas (agriculture 21.9%, Home Economics 38.4%,

Natural Resources 13.7%). These ﬁndlngs suggest that ties between the programs and the

organization do exist.
The respondents who had contacted or used Extension Services, accordmg to

Hanenburg's study, mdlcated their awareness of the mission of Extension. More than
65% of these individuals agreed, or strongly agreed ,that the Cooperative Extension
Service shoﬁld ranked agn'cultﬁre and marketing programs as first priority. The most
frequeptly used program area was Home Economics, followed By Agn'culture and
marketing, then 4H, and finally, Natural Resources. The largest group of respondents
(47.8%) agreed, or strongly agreed, that Extension is an agﬁeulunal agency for farmers
and rural people, while 42% disagreed with that statement. Over 949% of the same group
of individuals agreed to the following two statements: |

(1)The job of Extension is to get practical, university-tested information into the

hands of people who need it; and

(2)The Cooperative Extension Service provi&es educational programs to bring

research findings to the people of the United States.

Hanenburg's study also revealed that respon(den'ts' were satisfied with the educational
services and programs offered by the Nﬁc}ﬁgan Cooperéﬁve‘Extension Service.
Approximately 51.5% of the respondents agreed that they Were satisfied, 36.8% did not
know enough about Extension to respond to this quesﬁen, and 11.8% were dissatisfied.
Both rural and urban respondents viewed the organization as a primarily agricultural
agency designed to help farmers and rural residents. ~ |

In general, most of the findings of Hanenburg's study are closely related with the
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findings of Wamner and Christenson (1984). In both studies, respondents had a very high
level of awareness of the organization and its programs. Among the four program areas,
the 4-H program was recognized as the most visible program. People from rural areas,
farms, and small towns were the most loyal and supportive customers of Extension.

The recommendations from these previous studies, specifically Hanenburg's which
suggests that a more comprehensive study be conducted, provided the impetus for this
study. According to Hanenburg, a second study should be statewide in scope, with a
sample population consisting of residents from each Michigan county. A survey of
Extension staff members should also be conducted to assess their image of the Michigan
Cooperative Extension Service. The data should then be compared for similarities and
differences between how the public views Extension and how its members view the
organization.

In a study conducted by Adamu, Usman 1996, he examined the image of the
extension organization as perceived by county Extension Advisory Committee members
and Extension field staff in Michigan. The findings revealed (hat the most important
predictors of image of Michigan State University Extension among Advisory members
were: environment raised in, duration of occupations income and place of living. For
Extension staff, the predictors were duration in occupation and educational level. The

studies did not examine the MSUE campus based faculty and staff.

A gap of knowledge exist in the literature concerning the image perception of those

who are MSUE campus based staff. In Adamu’s study, he found that years of service
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with MSUE, and educational level were important predictor variables. It is, therefore,
important to include the two variables he found important in order to conduct this
research to solicitate the views if MSUE campus based faculty and staff view MSUE
organization regarding six categories, organizational structure, mission, personnel,

services, issues programming an delivery methods.
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CHAPTER 3
METHODOLOGY
This chapter contains a description of the methods and procedures that were used in

conducting this study.

Research Design

The research design is descriptive, employing sample survey methodology.
According to Ary, et al. (1972, p.295), descriptive research studies are designed to obtain
information concerning the current status of phenomena. The main purpose of descriptive
res<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>