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CHAPTER I
INTRODUCTION

Michigan State College is among the many colleges and
universities that have within the past few years established
pre-service training courses for young men who desire to be-
come county workers with the cooperative extension service,

At present, course work leading to the degree of
Bachelor of Science in Agricultural Extension at Michigan
State College includes a wide range of subjects which ex-
perience has shown to be of value to extension workers, plus
two courses designed expressly for extension majors, The
first of these two courses is a one credit course given dur-
ing the junior year which deals primarily with a study of
the history, organization, relationships and objectives of
cooperative extension work, The second is a four credit
course given during the senior year which deals with county
extension program development, social organization problems
which affect extension programs, and the use of vafious ex-
tension methods such as demonstrations, news writing, radio,‘
ete.

Experience has shown that most young men employed by

the exiension service in Michigan begin their work as
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2

county 4-H Club agents, and for this reason the senior ex-

tension course is orientated primarily to the demands of

this job.

The Problem

It was the purpose of this study to develop a series
of class discussions and laboratory exercises for the senior
extension course at Kichigan State College which would aid
in adequately preparing students to assume the Job of county

4-4 Clud agent upon graduation,

The }Method

The problem of what should be included in a pre-service
extension training program has been considered by a number A
of extension administrators and specialists, acting both in-
dividually and in committees. In this study the course con-
tent suggestions made by these workers were reviewed, and
those which were generally accepted were chosen for develop-
ment,

Forming the basis for the subjects which were included
in this study was the 1948 Joint Committee Report on Exten-
sion Programs, Policies, and Goals,l This report states
that it should be the goal of pre-service training courses

to prepare workers whos
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5.

6.
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3
Are basically grounded in the physical and social
sciences of significance to life in America,
Are familiar with reliable sources of important
information,
Understand the background, philosophy, objectives,
policies and organization of the extension systenm,
Are skillful in applying principles of psychology
and education to extension teaching, supervision
and administration,
Can organize rural people and stimulate leadership
among them,
Understand the processes by which rural people and
extension workers cooperating e¢an analyze local
problems, arrive at potentially sound solutions,
and develop a county extension progran,
Know the probdlems and procedures of adult and out-
of-3chool youth education,
Are skillful in organizing, interpreting, and pre-
senting basic economic, social, technical, and sci-
entific data, and thelr implications in rural life,
Understand the techniques and processes of evaluat-

ing the effectiveness of extension programs,

each of the following twenty-one chapters a subject

is discussed which is considered important in 2 pre-service

.



training program for extension workers, Following these

chapters is a chapter which contains twelve laboratory ex-

ercise outlines,

Footnotes

1, Joint Committee Revnort on Extension Programs, Policies

and Goals, U,S.D,A, and Association of Land Grant Colleges

and Universities, U,S. Government Printing Office, 1948,
. 44.
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CHAPTER 1I
THE EXTENSION AGEXNT'S JOB

The United States Employment Service in its "Job Analf
ysis Manual" takes the stand that a "job" is a group of po-
sitions that are identical in every respect and that a
"position" is an aggregation of duties, tasks and responsi-
bilities agsigned to one individual,l Ifiller and Form® ex-
pand the concept "position", They suggest that the work
position is composed of technical, spatial and social de-
mands by virtue of the organizational function to be ful-
filled, These definitions applied to the cooperative ex-
tension service mean that because there is such a service
dedicated to serving rural people, and because this service
as administratively created the "positions" of county ex-
tension agents by which comrunication from the Department of
Agriculture and the land grant colleges can be in person
transmitted to the farmers and rural groups, that the totality
of these "positions" which are roughly identical, constitute
a "job",

The assumption that all county agents or all home dem-
onstration agents or all 4-H Club agents do the same things

i1s probably correct only to a degree, Extensive job analysis
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6
work done by a research committee at ilichigan State College
has revealed many of the central tendencies and ranges of
behavior that are charactgristic of county extension workers
"on the job,"o

Terms Often Apnlied to the Extension
Agent's Job

In literature and conferences dealing with extension
work frequent reference is made to the extension agent as a
"professional”, "administrator", "salesman", "publie rela-
tions man", and by other similar titles, These references
seem to range from general job titles implYing a complete
pattern of behavior to specific tasks and duties expected in
the work pattern of an extension worker, A few of these
terms are now briefly considered:

Professional., Reference to the county extension worker

as a "professional" seems to point out that the job has cer-
tain aspects in common wifh other "professional" jobs, and
that 1t 1s different than other non-professionai ones, In
general the attributes or prerequisites of professionalism
include a prolonged and specialized training, a professional
brotherhood vassing on the qualifications and characteristics
of 1its members, and a relationship with a clientele involv-
ing the idea of service, The total body of professionals

can be separated into those who operate as free agents ex-

cept for the control of their own professional organization
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7

and those who work within the structure of business, educa-
tion, publie health and welfare, or some similar organiza-

tion, 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 fre-
quently called on to assist in setting up programs for soil
conservation, land use planning, drought relief, and in
cases of emergency or war, on food production, and farm la-
bor, Cooperation with these national programs and the sys-
tem of reporting and evaluation necessary for their mainte-
nance, as well as that of the extension service itself,
clearly relate the executive and administrative function to
the bureaucratic nature of the struction.4 There is little
doubt that the agent's preoccupation with executive and ad-
ministrative detail, especially when directed at maintaining
the organizational structure, is resented by the farmer in
that it cuts down on the time the agent is available for
personal consultation, This "bureaucratic" activity seems

to be a violation in the eyes of the agent as well,



8

Social role, The designation of terms as administrator,
executive, bureaucrat, teacher, husinessman, public relations
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 cru-
cial to the understanding of any job. In many cases the
role constituents of a job are arrived at by inspection, and
although they may adequately describe the aspects of the
job, they perhaps have only face validity, That is, that
may describe the behavior but omit the most important aspec#
of the role analysis, In a role analysis the important ele-
ments to be determined are the rights and duties that are
expected of a person because he 1s in a certain position or
status, Linton,5 who speaks of a role as the dynamic as-
pect of a status, 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 agent" will then constitute an inventory
of the rights and duties of persons in this position, with
emphasis on the source of sanctions or authority making

this role possible or mandatory,

- Degcription of Extension Agent's Job

At present there seem to be three main sources of defi-

nition of the extension agents' jobs
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1,

The avowed objectives of the cooperative exten-
sion service., This includes the rational of the
persons responsible for its founding as well as
other objectives subsequently assumed,

The organizational structure of the service, This
includes, (a) the national state-county dimension
in which the United States Department of Agricul-
ture, the State Land-Grant College, and the local
county are integrated, (b) the legal rational na-
ture of the organization,'and (c) the system of
positions and responsibilities which have been
formed to make the extension service function,

The needs and desires of the people, In a report
of a joint committee of the United States Depart-
ment of Agriculture and Association of Land Grant
Colleges on extension programs, policies and goals,
it is pointed out that the program of the coopera-
tive extension service 1s developed within the
limits of two major controlling factos, The first
of these is the ongoing program of the United States
Department of Agriculture and the Land-Grant College,
and the second is "the needs and desires of all
those whom extension is or should be serving.," 1In

the broad view,"the needs and desires of the people"
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can refer to needs which are culturally determined
such as a high standard of living, health and
freedom from debt and which can be attained by

more efficient production and marketing methods,5
The Objectives of the Cooperative Extension Service

The Cooperative Agricultural Extension Service was cre-
ated 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 C., B, Smith and M, C, Wilson” in The Agricultural

Extension System of the United States, They are as follows:

1, To increase the net income of the farmer through
more efficient production and marketing and the
vetter use of capital and credit,

2, To promote better homes and a higher standard of
living on the farm,

3e To develop rural leadership,

4, To promote the mental, social, cultural, recrea-
tional and community l1ife of the rural people,

5 To implant a love of rural 1life in farm boys and
girls,

6. To acquaint the public with the place of agricul-
ture in the national life,
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1

7. To enlarge the vision of rural people and the na-

tion 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
agriculture orientation of the extension program, This dis-
crepancy does point out, however, the basic assumption guid-
ing their work, This assumption is that the agricultural
practice of the American farmer is lagging behird the Na-
tion's knowledge of agriculture, 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 movement and helps ex-
plain some of the changes of emphasis which appear later,

The shift in the emphasis of the extension service is
delineated in the 1948 joint committee report.8 This com-
mittee restates the educative focus of the service, but
points also to the ever-widening range of subject matter and
teaching techniques that are used, In a listing of the
achievements of the service over a third of a century, a
number of the earlier stated objectives are paralled, while
other achievements indicate a shift in emphasis, The achieve-
ments seen by the committee as advances in the fundamental

areas of individual family, and the community life are as






followss

8.
9.
10,
11,

12

Applying the findings of research,

Solving problems through group action,
Understanding economic and social factors at the
comrmunity, state and national level,

Improving homemaking functions such as family diet,
clothes, and the saving of time and energy for the
homemaker,

Work with rural youth,

Counseling on farm problems,

Contributing to the science of government and edu-
cation,

Mobilizing rural people to meet emergencies,
Aiding esthetic and cultural growth of farm people,
Contributing to urban life, |

Developing rural leadership,

The changes in objectives and scope of extension ser-

vices are best summed up by the committee's statement that:

"Thereas extension has done much for people, it is what ex-

tension 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 the understanding

the more

live in,

complex and economic aspects of the world people
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To the technically trained, project oriented county
worker these kinds of objectives may well seem idealistic
and not practical, They will have a molding influence on
the county worker's job in direct proportion to the degree
in which they are communicated to the agent, The extension
service is ideally prepared to make this communication =
principally because the professional training facilities
are affiliated with the service, and because of the system
of district, state and regional meetings used for super-
vision and in-service training, These conferences provide
many opportunities for reference to the objectives of the
extension service,

The effect of these objectives on the job eannot 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
program who hold these 6bjectives 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 effect of its organiza-
tional basis and structure and thne needs and desires of

people, These are discussed below,

The Organizational Structure of the Asricultural
Extengsion Program

Understanding the organizational structure of extension



LA
b}
diAral -
1 "‘.e N3vidl el
'

In eash case tne

g ! bad 4 -
Tninthe dn%a) sty

Ve o

vierine the =

o3 in g c_.‘,.,‘t.

vav v oas v

fwre gy v

.’.;--...‘-.‘ '},“vs‘ - -~

SiTEixtension 3

ea A N
 AfmAwA b .
ealiTergtive




14

is here based on three facets of this organization,

1., The national-state-county sharing of responsibility.

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 this discussion
is to determine the molding effect of these organization
features in the county worker's job,

Figure I shows the organization of the liichigan Co-
operative Extension Service, Review of this chart indicates
that the Cooperative Agricultural Extension Service is or-
ganizationally related to three levels of government, These
are (1) the National Government with the National Director
of Extension directly responsible to the Secretary>of Agri-
culture, (2) the State Government operating through an agri-
cultural college extension service and headed by the Director
of Extension and (3) the county government, At this ievel
the county board of supervisors (or related body) shares re-
Sponsibility with the county agent who, although located
Permanently in the county, is a member of the staff of the
state college of agriculture,

The legal-rational basis of the Cooperative Extension
Service 1s found in a number of legislative acts datinz from

1862 to the present, The enabling acts for the land-grant
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16
colleges and the United States Department of Agriculture
were both passed in 1862, These two agencies are the prin-
cipal ones cooperating in the service, Both of them were
originally assigned research functions, The legislation
which established the U,S.D,A., provided thét the general de-
sign and duties of the depértment are "to acquire and
diffuse among the people of the United States useful infor-
mation on subjects connected with agriculture in the most
general and comprehensive sense of the word,"10 The Morrill
Aot established the colleges of agriculture in this year,
and in 1887 the Hatch Act provided for the Agricultural Ex-
periment stations, 1In 1914 the Smith-Lever Act was passed
which called for a Cooperative Agriculfural Extension Ser-
vice 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 fi-
nancial 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 vayment of the salary or expenses, or
both, of the agent, In some cases the county funds are aug-
mented by contributions from farm or business organizations
or from individuals, The right of the county to spend money

on this kind of function is fundamentally the same as that
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which pefmits local governing boards to spend money on any
function not specifically assigned to the state or national
government, This right is often outlined whether in the
constitution of the state or in some act of permissive leg-
islation,

The effect of this kind of legal-rational base upon
the county workers' job, bey@nd outlining in broad terms the
intent of the service and providing a financial base for it,
is to ereate a position that is on one hand stringently out-
lined and controlled, and on the other hand in uncontrolled
by precise directions, The agent knows what the service ex-
pects 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 reﬁord.

If the resultant behavior of the agent violates too
strongly the expectations of either group, an adjustment
must be made, Much of the effort of the state level person-
nel 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 has it in its
power to end the program, Agreement must be maintained on
vho the county staff will consist of and what the net county
contribution will be,

The description of the network of offices and positions

working at all levels in the extension structure are forcibly
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18
impressed upon the agent because they are acted out daily
in his contacts with supervisors, subject matter special-
ists, and other college U,S,D,A, representatives, In this
manner expected dbehavior is not only outlined but deviation
from and compliance with expected behavior is the subject
of many of these personal meetings, In some cases devia-
tion is the cause of a rating which may affect 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 expeet a kind of behavior for which he has no need
or desire 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 spe=-
cial interest of the agent, this activity may become a part
of the job because people expect it, Failure to perform may
be deemed reason to censure the agent,

The above discussion has described the convergence of
three major forces upon the job of the agricultural exten-
sion worker, The avowed objectives, the organizational
structure, and the needs and desires of the people have been
shomm to each have their place, They are the forces that
determine what the agent does, Each force is translated by
the individual agent into a pattern of expected behavior of

which some have the force of authority behind them and some
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of which carry only the sanction of tradition,

1,

Footnotes
William H, Stead and W, Earl Masincup, The Occupational
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viceé Public Administrative Service, Chicago, 1943,
P. 62,
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ology, Harper and Bros,, New York, 1951, p, 4<6,
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CHAPTER III
EXTENSION LEADERSHIP

Gouldner describes a "leader" as one "whose behavior
stimulates patternings of behavior in some'group.”l

Extension agents must be leaders because no one can do
thé extension job unless he is an acceptable leader to the
people with whom he works in the county, and is consequently
able to cause people tos

1, Listen to him and agree on common goals,

2, Follow him or his advice,

3. Go into aetion toward these goals,

There is a rather sharp distinction between lay and ex-
tension leaders which should be pointed out, Many writers
stress the fact that professional workers, including exten-
sion workers, are not true group leaders in that they are not
selected by the group and are not usually members of the
group., Sanderson said,

"The function of the professional leader is to act as
stimulator and educator of the group which employs him,
but it is not his function to act as a group leader,
even though the job is thrust upon him, 1In so far as

he does so he prevents the best social organization of
the group with which he is entrusted."?
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A further distinction should be made regarding exten-
sion group leaders, In adult extenslion groups the leaders
are members of the groups and are selected by the groups,
and for these reasons are considered real leaders, However,
in 4-H Club work this is not the case, and club leaders are
actually advisors both in origin and function, Martind
points out in 4-H Club work the real leaders are the cludb
members who lead activities and act as committee chairmen
or assistant leaders,

While extension workers and 4-H Club leaders are not
actually group leaders in the accepted sense it is possible
that they have an even more important function, and that is
as advisors of leaders, Their job is to help leaders help
their groups, It is vitally important that agents and 4-1
Club leaders remember that when they do something for a
group which they might have encouraged the group to do for
itself, they prevent the group from developing its own re-
sources, and may be actually delaying community and group
organization,

Gouldner4 1ists two major critiques for classifying
leaderss

1, The Situation Critique = the traits, abilities and

methods required of the leader depend upon the situ-
ation in which he is a leader,

2, The Trait Critique - that a certain set of person-
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ality traits and characteristics are necessary in
the leader,

Quite closely related with these theories is the theory
of Heredity - - that man is born to the purple and his lead-
ership abilities are inherited, The rise of the triumvirates
Protestantism, modern science and capitalism, which paved
the way for the founding of our country on the principle of
democracy, will not let Americans accept this "born to the
purple"” idea, Even if the days are rapidly passing when
every boy can become president of the United States or of
United States Steel, Americans still believe that they are
masters of their own fate and still believe they can become
leaders if they work at it hard enough,

In extension at the present time, both the Situation
and Trait Critiques are used in employing new agents, Up un-
til the present agents have been hired largely on the dbasis
of the traits they seem to have, which the administration
feels will be nécessary in their work situation, A great
deal of effort is now being given to establishing a more ra-
tional approach to hiring new agents, An attempt is being
made to develop a series of tests which will measure aptitude
and extension type abilities, Large commercial companies
have long had a scientific approach to the job of hiring
their key workers, and it is felt that in extension all effort

must be made to place workers in counties who will be able to
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lead their people toward solutions of the many problems,

Supervisors have in the past considered the following

leadership traits and background factors in hiring exten-

sion workerss

1,
2,
3e
4,
5.

10,

Rural dbackground,

4-H Clud experience,

Community activity participation.

References,

School record, including both grades and extra-
curricula? activities,

Lack of antagonistic attitude, flippancy and gar-
rulousness,

Confidence and assuredness,

Good appearance,

Suitable manners,

Enthusiasm,

David MeekerS Director of Education for the Dearborn

Motor Company, has listed these requirements of a salesman

which he feels would fit an extension worker as wells

Sincere desire to serve,
Must have knowledge,

Has to believe,
Confidence,

Enthusiastic and optimistic,
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6, Understand his objectives - he must know where he
is going and where his customers are going, He

must always know what he is doing in terms of his

objectives,

Bogardus® stated in his book Leaders and Leadership,

"leadership arises out of (1) Energy, (2) Inteiligence, and
(3) Character,"

It is probable that if an individual has these three
characteristics in average amounts he can be a good Exten=-
sion leader, Again this does not say he will be, but merely
that he can be, It is going to take the will power of a
strong character, the energy of a man who wants to become a
good extension worker above all else, and the intelligence
to study and absorb the methods of leadership of men who
have tried and failed or succeeded before, A few of the best
extension leaders are not physically large men with a gift:
of persuasive speech and personalities that sweep all into
their camp, but men with the three requirements who have
worked a little harder, thought a 1little more, and have had
a sincere desire to serve,

The three assumed requirements éf leadership - energy,
intelligence and ch@racter - are now considered briefly:

Energy. The ability to act is considered to be energy,
Booker T, Washington taxed himself more heavily than he did
anyone else, If there is anything that inspires fellowship,
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it is to have someone step up front, shoulder a double load,
and set the pace, Much of Teddy Roosevelt's leadership
came from his boundless energy. No place else in our soci-
ety is energy valued more highly in a leader than it is in
the rural areas where farmers still work a fifteen hour day
in the summer, Thomas Edison said, "Genius is two per cent
inspiration and ninety-eight per cent perspiration,”

Intelljgence, Energy is not enough - it might go
around in circles or fatally blunder unless it is guided by
intelligence., Sound reasoning and careful planning should
precede crop planting by farmers, Director Ballard? has
stated that in his opinion the lack of planning on the part
of agents (especially new agents) is one of the biggest
causes of below par accomplishment, It is necessary for
agents to develop foresight - to try and keep at least one
step ahead of the followers,

Character, In the psychical sense a person might have
a strong character and be a narcotics ring leader, but in the
social sense character is integrated with reference to social
values, It involvess

Sympathy
Dependability
Loyalty to principles
Sincerity
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It is necessary for an agent to identify himself with
the people he is trying to serve, If he is able to do this,

to feel as they feel, the above four points will take care
of themselves, providing that from this identification

there does not only grow sympathy and pity, but action,
Leadership study is difficult because there are many
factors involved, and every writer on the subject has a
different interpretation, Extension students can, however,
gain much valuable knowledge from studying the techniques
used by successful agents in handling some of the common
sitﬂations which require leadership ability, The remainder

of section describes a number of situations and techniques,

Community Consciousness

Burr says, "the first duty of a leader in a community
is to acquire community consciousness, He should make no
movement until this is acquired."8 The extension adminis-
tration does not expect much of é man his first year in a
county largely because they do not want him to make serious
errors in judgment as a result of not knowing how the people
of the county feel about many things, This is the time he
ghould get acquainted, learn how people feel, and learn the
county situation, This can be done through making a county

survey, which will be discussed in a following section, 1If
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instead of going into extension work a young man goes to
work with a feed or machinery company, he probably will be
sent into an area where he will help the dealer, who is
about to handle the company's product, to make a "market
survey.”" The expressed reason the company will give for
financing this survey is in order to inform the company and
the dealer of the places where people shop, what newspapers
they take, etc, These are certainly important reasons, but
the biggest reason is probably so that people will get to
know the company's representatives, People are much more
jnterested in someone they have met personally, This is
good business for extension as well as private enterprise,

In acquiring community consciousness agents also learn
what personal behavior pattern is expected .of them, 1In
some counties the agent is expected to "have a beer" with
his people, while in other counties to be seen doing so
would possibly result in a firm refusal by parents to have
their boys and girls go with the agent to an older youth
camp, An agent must know the social values in a community
and be serupulous in abiding by these values, Ralph Waldo
Emerson made a statement all extension workers would do well
to take to heart, when he said, "What you are thunders so

loud I ean't hear what you say,"
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Service

In accomplishing the objective of helping people to
help themselves agents are performing seryice to the people,
As will be discussed in the next chapter, one way to build
a clientele of extension cooperators is through service,
Successful extension agents build a clientele by rendering
gervice to people, but it is doubtful if these successful
agents serve primarily to build social capitol and a large
clientele, These successful agents are sincere in their
desire to serve, the people in the counties realize the
agents are sincere, and social capitol and a clientele are
the natural "bi-products",

One conclusion reached by Curry after making an in-
tensive study of the way extension agents perform their jobd

was,

"successful county agricultural agents had a self image
that identified them positively with the local commu-
nity and its needs, The desire on the part of county

agricultural agents to be of aervise to the people is
a fundamental factor for success,"

Favoritism

Extension agents deal with so many fine people who are
Very much interested in the work that they inevitably become
attached rather closely to several families, It is main-

tained by some that it is never wise to have close personal
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relations with the people being served because of many com-
plications that may, and frequently do, arise,

Care should be taken to guard against showing undue
favoritism to certain individuals and groups, An excellent
safeguard in 4-H work against favoritism is to have an
awards committee composed of local leaders to make decisions

concerning individual and cludb awards,
Arguments

There are all kinds of group arguments and conflicts in
vhich extension could become involved, but a good rule to
follow is to stay out of all arguments which are not worthy
of an extension agent, BurrlO has this to say,

"Group conflict is not detrimental to community welfare
unless it becomes personal and vindictive in character,
It is a symptom of disorganization, but disorganization
not only precedes reorganization% but it is an essential

part of the process of adjustment which goes on con-
tinually in a democratic society,"

Many new 4-H clubs have been organized because one faction
split off from the old club after an argument of some kind,
usually involving leadership, In a community argument of
this kind most good agents listen to both sides only when
necessary, but do not show partiality, nor do they make any
attempt to mediate the conflict,

On the other hand there are conflicts which arise that

involve principles upon which agents should have convictions,



1 agent must cer
rebiigh {4 may me
riihe decision, |
Hield might enno
o regeiable exniy
nililore, Unde
wated 7 an agen
44T and g foy men
MY generally

" s mirerya))

[T
v

™
2 guren ts

K
T angth
sy §
fi“el'::v



30
and an agent must certainly take a firm stand in such cases,
even though it may mean that some people will not be happy
with the decision, For instance, the local volunteer leader
of a club might encourage the members of the club to have a
good vegetable exhibit at the fair even though their garden
was a failure, Under no condition should such action be
tolerated by an agent, even though it may mean losing a
leader and a few members, Bogardus says, "The person who
stands by generally valued principles, no matter what the
cost, is universally admired and recognized,*ll Lincoln
said, |

"You may burn my body to ashes, and scatter them to

the winds of heaven; you may drag my soul down to the

regions of darkness and despair to be tormented for-

ever; but you will never get me to support a measure
which I believe to bs wrong, although by so doing I
may accomplish that which I believe is right.*

Vhen arguments arise, and arise they will if the agent
is doing anything, an agent should appraise the situation
carefully, and when necessary take a firm stand based on
facts, his moral convictions of right and wrong, and his con-

victions of fairness, In so doing he will probably gain the
respect of his people,

Taking Time to Listen and Consult

Often agents become so involved with the many details

of extension meetings and events that they have very 1little
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time to talk to the people who approach them with questions
and suggestions, One 4-H Club agent had not been on the Jjob
long and was busy with the details of a spring achievement
program when a visitor approached him and began inquiring
about the organization of the clubs that had completed the
project work which was on exhibit, Although the agent had
previously passed off some similar inquiries, on this par-
ticular occasion he took time to take the visitor about tﬁe
exhibit hall, pointing out the work of particular clubs and
briefly describing the 4-H organizational plan in the county,
The visitor turned out to be a member of the school board of
the Holland, Michigan, Christian Schools, and as a direct re-
sult of that five or ten minutes conversation 4-H Club work
was introduced into the Holland Christian Schools for the
first time,

Every 4-H Club agent at one time or another remembers
upén seeing or hearing the name of one of his club members
in connection with a distasteful happening that at some pre-
vious 4-H Club activity there was an opportunity to talk and
consult with the member, but the opportunity was not taken,
Usually such opportunities are not taken because agents are
too involved with the details of the activity,

Agents do not seem to have time to talk with people on
many oceasions, but they should find time, This can be done

bys
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1, Planning more thoroughly,
2, Organizing more carefully,
3, Delegating responsibility,
A well organized event can be largely conducted by the
leaders, leaving the agent free to talk and consult, A good
agent is never too busy to talk to his people, and only

starts worrying when people no longer come to talk to him,

Naking Changes

Burr said,
"A Leader's task appears to him at times to be taking
a situation where everything is entirely wrong and brin%-
ing of it a situation where everything is entirely right,
At this point success will depend upon whether_or not
he will attempt to precipitate a revolution,"12
A new county agent had been a 4-H Club agent in a county
where a very successful soil conservation distriet had long
been functioning, In his new county and on his new job, the
agent immediately set out to establish a conservation dis-
trict, The referendum establishing the district did not re-
ceive the necessary vote, the agent lost prestige, and he was
soon transferred to another county,
Burr said, "Any given action, to have element of perma-
nency in a community, must be by the people, Never move for-

ward rapidly with a small majority,"13 Probably no place in
extension leadership or any other type of community leadership

is a principle violated as frequently as this, Every good
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agent sees projects which he feels must be undertaken im-
mediately to improve the county situation, and it is very
hard for him to begin the slow, methodical, social teaching
process in which he acts as student, administrator of a
public program, salesman, promoter of cooperative organiza-
tion, organizer of educational events, and finally, facili-
tator and counselor, For instance, when a new 4-H Clud
agent goes on the job it is hoped he is sold on community
4-H Clubs; what will he do when he finds in the county that
every club except one or two are project clubs where members
are learning only project skills and are not participating
in group social activities or community events? His success

may depend upon whether or not he tries to change the organi-

zational structure of the clubs his first few months on the

Jjob.

Positive Approach

So much of the success of our work in extension is de-
Pendent upon securing the cooperation of people, that it is
vitally important to learn how to use the proper approach -
to get people to say, "I'11 be glad to help."

One agent uses the following approach in writing letters

83king for help at an event:
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Dear lirs, Smiths:

I hesitate to write you because I know you are
so busy, but we need three people to cook at camp
and we thought you might be able to help,

Please write your reply on the enclosed card
and return at your earliest convenience,

Yery truly yours,

It is probable that the agent would be able to get

help more quickly by writings
Dear Mrs, Smiths

Our camp planning committee met last night and
made plans for making this years camp the best yet,
One of the plans on which the committee was in com-
plete agreement was in their desire to have you,
Mrs, Brown and Mrs, Jones do the cooking, It looks
like some of the committee has had a meal at your
home}

We are planning on your help with this very
worthwhile event, Please let the committee know by
returning the enclosed card as soon as possible so
we can announce the names of counselors and cooks
for this years camp,

Very truly yours,

Recently an agent sent a letter written in the vein of
the second {llustration above to twelve men asking their
help in setting up a county achievement day, No answer was
r“llIested, but every man showed up plus six extras who
"came along to lend a hand," The positive approach contains

these principless
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Being convinced in ones own mind that the program
or event for which help is needed is worthwhile,
Have the leaders, or at least a committee, sanction
the program or event,

Assume that since the program or event is worthy
and is sanctioned by the leaders, people will be
glad to cooperate in carrying it out if at all
possible,

Ask or write for help as though you know people
want to help,

Try offering some extra incentive, such as the rec-
ognition of ability or public appreciation of ser-

vice,

Other leadership techniques which are discussed in Ben

Solomons'l4 Leadership of Youth and which have value to ex-

tension workers are briefly outlined belows

1,

He has goals and continually moves towards them,
He must remember that a person does not lead if he
always looks to see which way the column is march-
ing and manages to stay in front,

He is not satisfied with the status quo and Alwaya
seeks to improve and advance,

He starts where his followers are, not where he

thinks they should be, He talks their language -
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weather, crop outlook, hogs, etec,, and appeals to
their families and pocketbooks,

4, He rises above any vested interests, He can be and
is objective even when his organization is involved,

5, He trains followers, Without followership there
would be no leadership, An agent can train followers
by having a group select a member of the group as
chairman at an event, and then by encouraging the
group to give the acting chairman their full cooper-
ation,

6, He seldom admits discouragement and never uses ali-
bies, He perseveres in the face of defeats and ob-
stacles, It is a fundamental proposition of leader-
ship that people being led have faith in their leader

and their cause, and discouragement destroys confi-

dence,

7. He lives democracy,

Footnotes

Alvin W, Gouldner, Studies in Leadership, Harper and
Brothers, New York, 1950, pL. 17, ’

Dwight Sanderson, Leadership ¥or Life, Association Press,
1940, p. 37,

L. L, Martin, Role of the 4-H Club Group in Developing

Balanced Youth on the Farm, Missouri Extension Study No.5,

Columbia, Missouri, 1949, p, 14,

Gouldner, op. @4%., DPP. 25-33,



i, Javid Meever,
1943,

L Tmory Bogardu
Gentury Co., .

?l co vo Ballarj

i Tater Burr,
b 1030

b dnald 6, Cur:
Tich 3electe:
Bis,' XS, T

= X, op,

~ oty o,

23

3’1?!‘, 0p, cit

e, . git,

b}

;9“ 5010?’10?)’

8 - -
K | YOrk’ l’:’:




10,
11,
12,
13,
14,

37

David Meeker, They Will Buy, Dearborn liotors, Detroit,
1948,

Emory Bogardus, Leaders and Leadership, D. Appleton-
Century Co,.,, New York, 1934, p, 105, 4

C. V. Ballard, oral communication,

Walter Burr, Community Leadership, Prentice-Hall, 1929,
Pe. 103,

Donald G, Curry, "A Comparative Study of the Way in
Which Selected County Agricultural Agents Perform Their
Role," M,S, Thesis, M,S.C., 1951,

Burr, op. cit., p. 97,

Bogardus, op. cit., p. 152,

Burr, op. cit., p. 61,

Burr, op. cit., p. 61,

Ben Solomon, Leadership of Youth, Youth Services Inec,,
New York, 1950, pp. <5-27,
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CHAPTER IV
EXTENSION PROJECTS AND CLIENTELE

Since the inception of the extension service agents
have been busy developing those projects demanded by the
people in the counties and other projects which agents have
felt would meet~needs of the people, Most extension agents
are now working on twenty to thirty different projects each
year - some new, some old, but all requiring time and at-
tention, Although the process of originating, developing,
and carrying out extension projects is as 0ld as the service
itself, the steps involved in the process had not been care-
fully analyzed until this past year when done by John T,
Stone, Extension Specialist in Charge of Training at Michigan
State College,l

Stone was interested in finding answers to a number of

basic questions, some of which were:

1, What roles do agents perform in developing exten-
sion projects?

2, 1Is there an existing sequence in which agents per-
form the various roles in developing a given pro-
Ject?

3., How can agents keep adding new projects each year

and still keep the old ones functioning?
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In his study Stone was also interested in determining
the connection between project development methods and the

vital econcern of county extension workers = building and

maintaining clientele, New agents are faced with the pro-

blems of building the confidence,cooperation and loyalty of
the people in their counties, while old agents have an

equally difficult problem of keeping the old clientele and

building to it, It is a common observation by administrators

that the people are slipping away from this or that old agent,
What connection do these clientele problems have with the

methods of selecting, developing and carrying out extension

projects?

Occupational Roles of Extension Agents

Stone2 recently conducted a study to determine funda-
mental differences in the way extension agents do their job.
In order to effectively analyze the‘ various extension opera-
ti°1'la.1 methods it was necessary to establish and define the
O¢cupational roles* commonly performed by agents and to do
this an intensive study of the way agents developed eight

ma,
Joxr extension projects was made, These projects weres

\
.
Ro1le analysis of the position "county agent" as defined

b
dgt:he committee constituted an "inventory of the right and
B(mres of persons in this position with emphasis on the

ce of sanctions making the role possible or mandatory."
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(1) the artificial breeding project, (2) the practice of

using cobalt, (3) the land use planning project, (4) the

soil conservatioh project, (5) the dairy herd testing pro-

ject, (6) the reed canary grass project, (7) the grass si-

lage project, and (8) the emergency farm labor project,

This study made it evident that certain roles are constant-

1y being performed by extension agents, Not only were there

found to be certain roles being constantly performed, dut

it was found that the more successful agents performed these

roles in a rather definite sequence in developing a project,

These roles are listed below in the order in which the more

successful agents were found to perform them in developing

a projects

1, The role of student,

The things county agents did primarily for the pur-

pose of acquiring for their own satisfaction or to en-

able them to solve some special problem of people dur-

ing work hours,

2, The role of Public Program Administrator,

a,

b.
Ce

d.

Planning and coordinating the county extension
progranm,

Performing administrative details,

Performing special administrative details,

Performing special public relations activities,
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3., The role of a salesman of information and ideas,

In this role the county agent is actually trying
to interest people in new ideas or practices, He is
an educator bringing to people new knowledge and under=-
standing, The agent performs the role in the following
wayss

a, Individual contacts,
be Mass média methods,
¢, Group contacts,

4, The role of an organizer and supervisor of events,

One of the functions of the county agent is to pro-
mdte, 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 opportunitj 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
ares

a, Publicizing events,

be Arranging events,
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5, The role of an organizer of groups,

This role is played by the county agent while actu-
ally engaged in encouraging and helping people organize
themselves to accomplish something collectively, It
often requires group action to solve certain problems
or to enable individuals in a rural community to bene~
£it from new technological developments, The time the
agent spends in developing community organizations as
a means of helping people help themselves and to carry
out certain phases of extension work are classified
under this role, The role involves organizing groups
of people,

6, 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 people to follow the recommendations of the
extension service, Likewise some things are done pure-
ly as a service to his clientele or to expedite agri-
cultural production, These include such services as
helping a farmer find a hired man, or a farm to rent,
Helping promote 4-H Club work, etc.,, are considered a
part of the facilitator-expeditor role,

7. The role of consultant,
This is the role played by county agents when

giving advise or recommendations, counciling with indi-
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viduals 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 situ-

ationss
a, With groups,
b, 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 compared to others,

To illustrate how these various foles were performed in
an actual situation, the development of the artificial breed-
ing projeet in Michigan will be briefly reviewed, _

The first step in the extension process of interesting
farm people in the practice of artificial insemination was
oarried out by the research workers through journal articles,
A8 a result of these articles and extension service news re-
leases farmers began asking questions of dairy specialists
and gounty agents, Mr, A, C, Baltzer, dairy extension spe-
¢laljst, and other members of the college staff studied the
artificial breeding situation, and reached the conclusion
that o gtate-wide artificial breeding service should be or-

82n1 zed, A plan was worked out and presented to the admini-
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stration, and several nearby county agents were called in
to advise on the feasibility of the program from the county
point of view,

After a plan of action had been developed and approved,
the extension service in 1943 through its specialist staff
and county agents, began an intensive effort to interest
farmers in artificial insemination, The county agents in
the areas selected to organize the first local service co-
operatives, started selling the idea by visiting farmers
they thought would be most interested, In practically
every county the first men contacted were men who had in the
rast been helped by the agent and were strong extension ¢o-
operators, Once they had approved the idea, the agents next
di scussed the proposed plan of organizing service coopera-
tives with dairy interest groups and others, concurrently
¥ith an active promotional ca.nipa.ign in the press and on the
radio,

After some local interest had been aroused, represent-
atives from the counties were invited to attend a state meet-
ing for the purpose of organizing the central cooperative at
East Lansing, These representatives were selected largely
bY the county agents and local dairy committees because of
Interest and leadership abilities. At the state meeting,
the proposed plan of organization was outlined and after con-

°1derab1e discussion the group decided to organize the
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Michigan Artificial Breeders Association, as they named the
central cooperative, At subsequent meetings they elected
officers, developed a constitution and by-laws, articles of
incorporation, determined membership and service fees, etc,
under the guidance of extension workers, 1In this way a
group of representative farmers approved the project, and
their support for this extension activity was secured,
Vhile these proceedings were taking place at the state
level, the county agents and county representatives of the
newly organized state cooperative were busy keeping the lo=-
cal people informed, so when the time came to organize the
county member cooperatives, they were ready, The first
county organizational meetings were called by the county
agents in 1944, At these meetings the proposed plans of
operation were explained and at subsequent meetings the
county cooperatives were formed, In almost every case, the
county agents acted as a temporary chairman at these meet-
ings until local officers were elected and in every case
they assisted the new officers develop a functioning County
Artificial Breeders Association, They helped them sign up
hembers, determine policies and procedures as well as pur-
thase the necessary operating equipment, They also helped
the local organizations find responsible men to act as in-

8¢minator managers and after these men were hired by the
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local cooperatives, the extension service set up special
short courses at the college to train them in their new
duties,

By the fall of 1945, bulls had been purchased, barns,
laboratory space and equipment had been procured, tech-
nicians employed, and other details taken care of, making
it possible for the Michigan Artificial Breeders Associa-
tion to begin operations, Today, the Michigan Artificial
Breeders Association, with over sixty county associations,
is a large organization, exerting a strong influence on the
dairy industry in the state, Its members are not only im-
Proving the quality of their herds through better breeding,
but in many cases they have taken a new interest in better
feeding, dairy herd sanitation and pasture improvement
Practices as well,

Many farmers became acquainted with their county agent
for the first time through his efforts on this project, es-
Pecially the small and part-time dairymen, because the prae-
tice was especially well adapted to their needs, Other
farmers, by taking responsibilities in the organization,
gained valuable experience in community leadership under the
encouragement and guidance of extension workers,

In this process of making artificial breeding a comrmon

farm practice, the county agents first had to study the
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articles published by research workers and otherwise learn
sbout the practice, They were literally forced to, in order
to answer the farmers' questions intelligently, The agents
were also asked to study the Baltzer Plan and to appraise
the feasibility of undertaking the project from a county
point of view, 1In so doing, they were acting as students of

a new problem and administrators of a publie program, Once

the agents had agreed that artificial breeding was a prac-
tice worthy of recommending to farmers and had approved the
Baltzer Plan of procedure, the county agents became sales-

men of the practice and promoters of cooperative organiza-

tion as a means of making it possible for farmers to take
advantage of the new practice, Throughout the process of
interesting dairymen in artificial breeding and organizing
the county associations, the agents acted as the organizers

of educational events where people could get together to

learn about and discuss the idea, Farmers constantly sought
the agent's advice regarding the practice and as a part of
helping the new cooperatives get started the agents served

48 facilitators and counselors,

To show the way county agricultural agents spent their
time during the extension process used in helping farmers
8dopt artificial breeding, Figure 2 was prepared, This

Charg shows the number of days per year a model Michigan
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county agricultural agent spent on the project and the num~-

ver of cows bred artificially over a ten year period,

The Way an Extension Agent's Work Load Develops

It may be noted in Figure 2 that following the inten-
give project development activities by the model agent in
1047 the number of days spent on the project levelled off
at about four days per year, Other projects worked on by
agents show about the same general curve, with the time
required of agents as counselors and facilitators seldom
falling to the zero point at w‘nich it was before the project
was developed, When Michigan agents were asked in a ques-
'tionnaire, "How do you stop work on a project?", the answers
amounted to "I don't" or "I don't know how as ’long as the
people request help on it,"4

After an agent has been on the job for a number of
years and has worked on a large number of different projects
there might logically come a time when he would not have the
free time to take on new projects, A situation such as this,
vhether real or imaginery 11-1 the mind of an agent, would in-
evitably result in a series of conflicts between the agent
and people and the agent and the extension administration,
because new things are constantly developing that require
bis attention, One Michigan agent who was well established

in
his county recently requested a transfer to another
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county, primarily for the purpose of getting away from the
many activities and organizations he had become involved in
over a period of sixteen years,

This situation emphasizes the importance of being able
to diseriminate between important and less important things,
The agent must be able unconsciously or deliberately to plan
the use of his time, The ability to avoid doing certain
things is probadbly Jusf as important to success in the ex-
tension agents job as the ability to do other things, In
planning new projects agents must decide where the time to
earry out the new project is going to come from, A group
of well informed extension supporters who work closely with
the agent in planning the extension program can be of great
assistance to the agent in deciding what should be done and
¥hat should not be done,

Building Clientele Through Project Activities

For an agent to become a consultant people must seek
his advice, which implies that they have confidence in him,
By the very nature of their position and relationship with
Michigan State College and the United States Department of
Asl‘iculture, agents are looked upon as experts in agriculture,
home eéconomics and youth work by a number of people, 1In

add
1tion to these people, while agents are doing intensive
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work on a specific project, actively sekling some idea and
working closely with a particular group of people, they

are at the same time establishing themselves as authorities
to whom people look for certain kinds of advice,

This may partially explain why a new agent in a county
seldom has as many office or telephone calls from people
seeking help as the older, more established agents, 1In
general new agents make more farm calls and spend more time
going out to meet the people, They must first establish
the right to become the advisors of farm people, As a re-
sult of his study, Stone has formulated the hypothesis that

"Most agents can determine within limits the type of

people who cooperate with the extension program in a

county as well as the number of people who look to

the extension office for different kinds of assistance

through the gelection and planning of the projects
tm(ler'ca,ken."g P 8 prod

Although it is the people who accept or reject various pro-
Jeets it i3 usually the professional worker who initiates
and develops the projeot with or without their help, Thiis
glves agents considerable latitude in the selection of
specific projects, and they can select those projects which

vill reach those people who they want to bring into contact

w
ith extension, as projects are developed in various fields

su
ch as fruit, dairy, conservation, etc,, a clientele of
€0
People who look to extension will also develop., The nature

of
the way an agent's clientele probably develops is shown
€raphically in Figure 3,
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It is conceivable that the work of agents on some pro-
jects reduces their clientele and as a majority of the peo-
ple in a county become acquainted with the county agent it
would be expected that fewer new friends of extension would
be developed as a result of project activities, Further-
more, unless an agent is constantly building the extension
clientele through intimate contacts with new people each
year the time would probably come when his clientele would
begin to decrease,

The intensive project activity on different problems
provides one of the better means of establishing and main-
taining the confidence of the people in the county agent
and in the county extension program, 2Projects also serve
a definite purpose by (1) allowing people to express them-
selves for or against the plan or project, and (2) the
agents derive a sense of satisfaction or accomplishment as
expressed through the reactions of people to the project,
Certainly, the project approach to extension work has been

an effective means of building a clientele,
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John T, Stone, An Analysis of the County Extension
%gents Job, wunpublished Ph.D, thesis, Harvard University,
51, .

Ibid., pp. 255-264,
Ibvid., pp. 282-294,
Ibid., p. 327,

Ivid., pp. 334-335,
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CHAPTER V
PROGRAM PLANNING
The Need

It is possible for an extension agent to work in a
county for several years without having a planned program
and still keep busy because of the large number of requests

which the people of the county will make of him, As was

noted in the discussion of extension project development

and activity in Chapter IV, an agent who has been in a

county for a number of years often becomes so involved in a

number of projects that the program begins to run him in-

stead of being run by him, Although it is possible for an

agent to work without a plan, only through an analysis of
the county situation and a well planned program can &n
aZent work on these things which will most effectively meet
the peeds of the largest number of people in his county,
w"rthy of repeating in this regard is the conclusion reached
by Stone concerning project activity which was stated in

Chap ter IV,

"Most agents can determine within limits the type of
Yeople who cooperate with the extension program in a
county as well as the number of people who look to the
extension office for assistance through the selection
1

and planning of the projects undertaken,"
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Without a planned program agents are quite apt to ser-
vice those groups which make the "loudest noise" and over-

look many groups that lack the social organization necessary

to make their wants heard, Many 4-H Club agents, for ex-

ample, find that they are working closely with the larger
and stronger clubs in the county which have good leadership
and which have definite requests for assistance to the ex-

olusion of smaller, weaker clubs which badly need help but

do not demand it, County agents likewise often find them-

selves spending a great deal of time working with those in-
terests in the county which have the strongest organization

and forgetting weaker interests which may be of great im-

bPortance in the county extension program,

Program Origination

A much debated point in extension circles when program
Planning is being discussed is whether the program should
be Planned by the people or by the professional workers,
Pro‘bably both of these views represent extremes in thinking,
rast experience has shown that most extension projects

but
a
Te originated by professional workers in response to either

inre cognized or felt needs, desires or problems of the peo=-
Dlg-

Agents are constantly seeking new information and ways

o
helping their people, and as new practices are discovered



g new prablens
fral vorkers v

farmer

.
sty

03

Hpeobien,

The most 3
il dasives of
B {ziressed W
w4 the nesdg s
e follo:ing 81
& They
2 o pro;
5l of

" ona (
It Jlagning



57
and new problems arise it is the agents and other profes-
sional workers who devise rather definite plans for en-
couraging farmers to adopt an improved practice or solve

the problenm,

The most successful extension agents know the needs
and desires of their people, Throughout his study Curry
was impressed with the way the top rated extension agents
felt the needs and desires of their people, as is shown by
the following statementss

"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 de-
sire to provide the facilities to meet the needs and
desires of the local people,sees

"Group one county agents made more use of local people
in planning and coordinating the extension program....

"All group one county agricultural agents and one ecounty
agricultural agent in group two looked upon themselves
as representatives of the local people, The nature of

the programs in their counties indicated they looksd
upon themselves as champions of the local people,"

It has been shown time after time that county extension
agents can successfully originate projects if they are close
enowugh to their people,

Possibly that part of the extension service which has
the nost democratically conceived program planning system is
H°me Demonstration work, Once a year each local group has
a Program planning meeting at which members make sﬁggestions

&8  to what they would like to have included in the coming

Years program, The county women's extension council combines
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and organizes these suggestions and they are then forwarded
to the state office where action is taken to provide lessons
to meet the "grass roots" needs, The writer has had an
opportunity to examine the effectiveness of this procedure
to a limited extent while working with a committee of grad-
uate students in the Michigan College sociology course,
Sociology of Organization and Administration, Part of the
committee's work consisted of determining how the women of
a local extension group felt about the upward communication
from the group to the state level, The following findings
were mades
1, The women of the group studied found it very diffi-
cult to make suggestions for program development,
Their attitude was that their home demonstration
agent was in close touch with the overall county
situation and that it would be better if she would
suggest a program which the groups could accept,

modify or reject,
2, The women of the group studied felt there was only

limited upward communication of their suggestions,
Two of the women who had at one time been on the
county extension council felt this more definitely
than those women less familiar with the organiza-
tion, Most of the women interviewed felt "we will

get what has already been set up anyway." The women
did not seem to object to this situation at all,



It {s not
naning syger
feerrations of
v mzen have
i {n progra

Ir, 3, D,
1, has this
mied {n og

here {g
flogram pl
20t the

o the v
Rents are
et tha
renall pe
tihodg ¢
Iy {g {n
b by &gc:



59

It is not possible to generalize about the program
planning system of Home Demonstration work from the limited
observations of this study, but in this one case at least

the women have come to expect their home agent to take the

lead in program planning,

Mr. B, D, Kuhn, State Leader of Agricultural Extension
Work, has this to say about the democratic processes in-

volved in program plannings

"There 18 a lot of waste motion and ineffectiveness in
program planning because many agents have the wrong idea
about the functioning of Democracy, Democracy is based
upon the principle of representation, In extension the
agents are representatives of the people and the people
expect them to be capable of determining the greatest
overall needs which exist in the county and to devise
methods of meeting these needs, Where the people fune-
tion in a democratically conceived county extension pro-
gram is in accepting, modifying or rejecting plans drawn
up by agents,

"No successful agent will for long push a project which
the people reject, and this provides the people a demo-
cratic control in the extension service, Participation
is voluntary but essential, In order for agents to get
participation in extension they should not promote the
sometimes dishonest idea that the program they are de-
veloping is all the people's idea, but agents should get
ideas themselves from close contact with the people, work
the ideas into a good plan, get the peoples' acceptance
and then ask for cooperation in carrying the ideas out:."3

The above statements by Mr, Kuhn providé the basis for
the remaining program planning discussions of this section,
The steps of program planning which are discussed ares

1. Discovering the problems and needs of the people,



% Derelo
the ne
3, Gettin
Telect
I, Gettin

the ac
Dtscove:

(e very §
Wirtting o 1
Ul gpo
e Belg g
;ll‘.tling’ each
»i::l Tour cO‘ln

B tmnors
ﬂnﬂyiniicat
R

Yof tr,

b

gy stat
uy

i
"Ry tlo.
nly

oy in county ‘



60
2, Developing a plan to solve the problems and meet
the needs,
3, Getting the peoples acceptance, modification, or
rejection of the plan,
4, Getting the peoples cooperation in carrying out
the aecepted or modified plan,

Discovering Problems and Needs of the People

One very important phase of an extension agent's job
is getting to know his county and his people and then keep-
ing as well informed as possible, Karl Knaus, Extension
Service Field Agent, stated, "As a good basis for program
Planning, each county worker needs to conduct a personal
'Know Your County' campaign for himself,"4

The importance of studying the county situation is
clearly indicated by Curry in his study which included an

analysis of the way some of the most successful and some of
the 1less successful Michigan county agents performed their
Toles, He states, "County agents in group one spent more
time in looking over the county situation than county agents
in group two, Tﬁey assumed a position of positive leader-
ship in county program planning.”d

Community consciousness, discussed previously under

Chapter II, is vital for success, and one of the best ways
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which it can be developed is through making a systematic

county survey and analysis,

The following is a partial list of information an agent

should have about his countys

1,

2,
Se
4,

5.

6.

Its people - education, religion, ethnie groups,
economic and social status, etc,

Its soils - capabilities, structure, use, etc,

Its climate - frost, rainfall, etec,

Its farms and farm houses - size, equirment, enter-

prises, etc,

"Its economic situation - markets, demand, trans-

portation, etec,

Its crops and livestock -types, production, etc,

The following is a partial 1list of sources of the in-

formation an agent should have about his county,

U, S, Crop Reporting Service,

Agricultural Statistics,

U, S, Census of Agriculture,

Special Bulletin 206, Iypes of Farming in Michigan.
Agricultural Land Classification in Michigan,
County road maps,

Official staté highway maps,

Soil Map, U,S,D,A,, Soil Service Dept,

8.C,S, Distriet land planning maps,
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10, County Land Use Map - (northern counties),

11, S.C.S. Aerial photographs, ‘

12, Farm Business Analysis, Mich, Ag. Econ,

13, Extension records and reports on file in county,

14, Talks with influential people, such as county

supervisors and bankers,

15, Talks with other agency representatives,

16, Other extension agents and extension supervisors,

17, Talks with farmers and townspeople, both active

and not active in extension,

In making a county survey and analysis, agents should
be careful to consider all of the important problem areas
80 as not to be guilty of the following shortcomings pointed
out in the Joint Committee reports

"That in too many instances extension program planning
does not take into consideration the interests and needs
of the wvarious sizeable groups in the county. Frequently
Ooverlooked are the lower income groups, part time
farmers, far?grs living in poorer land areas, and other
such groups.

A survey and analysis in any county will disclose many
Problem areas, and these combined with the problem areas
listed.by the county extension council or program planning
Commj ttee will provide an agent a challenging job, Two
2441 tional aspeots of the county survey are that while the
dgent iq learning about the county and developing community

®Onsciousness, (1) the people are learning about the agent

ang seeing that he is interested in their problems, and
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(2) the agent is spotting the people who may become local

ledders.

Developing a Plan to Solve the Problems and Meet the Needs

For purpose of illustration it will be assumed that in
making a county survey and analysis the problem of keeping
members in 4-H Club work once they reached high school age
proved to be of major importance, The problem is clear cut,
and the agent would have to study methods of meeting it, 1In
other words the agent would take the first step in extension
project development process which was discussed in the pre-
vious section, and that is he would perform the role of
student, He would consult with his key leaders, fellow
agents and state workers, and he would find out all he could
about how others had faced the same problem,

As a result of the agent's "student" activities he may
have reached the conclusion that in his county the problem
vas largely caused by the project club organizational plan
¥hich resulted in club meetings being held in rural grade
8chools during the day when high school students were unable
to attend, The agent might then decide that community elub
¥ork would be a satisfactory solution to the problem and the
d"elopment of community club organization in his county
Would become a major project, He would then present the pro-

b
lem angd nis plan to his 4-H Council or executive board to
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get their approval and suggestions, To do this he would
probably include in his presentation to this key leader
groups

1, Statisties and charts showing 4-H Clud membership
data, ete,

2, Information showing the organizational set up of
community clubs, their advantages, disadvantages,
ete,

3., Evidence from counties having community club or-
ganization supporting the system,

In general, the agent would present both sides of the
picture completely and would then ask the council or ex-
ecutive board which is responsible for the county 4-H Clud
Program to accept, modify or reject the plan on the basis
of the information presented and in the light of the county
situation as the council members knew it to exist,

Getting the People's Acceptance, Modification or Rejection
of the Plan ‘

Once the council or executive board had approved the
COommunity club plan the agent would become administrator of
the public program of community club development in the
County, He would then set about as salesman to get loeal
8lub leaders to accept the program, Whether or not the
leaders would accept the program would depend upon several

1.°~<=‘l:<n°s, such as (1) the soundness of the idea, (2) the
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possibility of its accomplishment, and (3) the method of

presentation,

in Carrying Out the Accepted

Getting the People's Cooperation
or Modified Plan

Once the agent and his group of key leaders had suc-

ceeded in selling the idea of community club organization to

the local leaders the agent would become an organizer of

Since a good deal of educational work would be re-

groups,

quired to teach leaders the methods of community cludb work

the agent might also serve as organizer of events to perform
Once the clubs were organized on &

this educational job,
facilitator and con-

community basis the agent would serve as

sul tant to club members and leaders to assure continued

smooth functioning of this type of organization,
A written progranm plén is no longer required of agents

by the state administration, but most successful agents

nevertheless have a plan which shows where they are going

and nhow they are going to get there,
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Footnotes
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B. D, Kuhn, oral communication,
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CHAPTER VI
SOCIAL ORGANIZATION

The importance of social organization in extensiop
work can not be overstressed, Almost the entire exten-
sion program is dependent upon the ability of the county
workers to promote effective extension group organizat@on
which works toward the solutions of the social and eco=-
nomic problems, Personal and individual service, however
satisfying and necessary as some of it is, has been pointed
out time and time again as being hopelessly inadequate in
meeting the problems of all the people,

Mr, A, G, Kettumen, State 4-H Cludb Leader, recently

said,

"No county worker should ever go out after enrollment
until he has developed an adequate leaders organi-
zation to handle the enrollment, The leaders are
available in any county, and it is the primary job of
the agent to find these leaders, develop them, and
help them establish a sound organization through which
they can pool their_resources in accomplishing the

county objectives,"
With wery slight modification this statement would provide

the administrative rhilosophy for any of the fields of ex-
tension work,
So e¢ial organization may be thought of as the process

0T complex of activities through which relationships are
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developed, groups or institutions or whole cultures are
built up, Hoffer® makes a schematic presentation, shown in
Figure 4, which not only shows the social groups with which
extension deals, but also shows the effect each has on the
educational and eommunications processes,

This presentation by Hoffer indicates the importance

of the various social groups to extension work, That this

importance is becoming more and more realized is evidenced
by various surveys of fields of study which extension
workers would be interested in taking during advanced train-
ing. Sociological work involving group organization and
processes is placed up towards the top in the 1list of pre-
ferences, Recently a survey of nine 4-H Club Agents who
had been on the job less than two yours was made by the
writer to determine what pre-service, extension training
course content they felt would be most helpful, The need
for training in "Leadership Development and Rural Organiza-
tion" was found to be considered more important than any of
the other seventeen fields of study by about ten per cenpt.

The following extensive quotation is taken from
lelghton's The Gdvernings of Men to indicate the place of
the social organization in extension work,

L

tration must 1dentify ani dooruililos, the adminis-

units of the communities, A basic social unit is a

group of people who feel they belong together, 1In
Dany places, particularly in rural areas, these are



LARGER SOCIAL GROUPS

THE COMMUNITY AND ITS ORGAN-
IZATION

NEIGHBORHOOD

FIGURE L

A SCHEMATIC PRESENTATION OF GROUP RELATIONSHIP IN A

RURAL COMMUNITY, THE COURSE OF THE ARROW INDICATES

POSSIBLE DEFIECTION OF AN EXTENSION PROGRAM BY THE

VARIOUS GROVUPS BEFORE IT REACHES THE MEMBERS OF THE
FARM FAMILY

(Charles P, Hoffer, Social Organization in Relation
to Extension Service, Michigan State College,
Special Bulletin No. 338, East Lansing, 19LL, p. 26)
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neighborhood groups, but may also be defined by re-
ligion, kinship, occupation, social caste and class,
or minority status, etc., depending on the community
concerned, The essential thing is that they have
systems of belief in common that promote solidarity
and have well established habits of acting together
as a group, The particular form and pattern varies
in different parts of the world, and in complex so-
cieties there may be a number of overlapping basie
social units, sometimes with considerable conflict,
Successful administrative planning is dependent upon
a knowledge of these units, of the organization of
their leadership, and how they work together. With
such information, the administration can employ the
vasic units as bricks in it's overall operations, as
demonstrated in the extension work in the Department
of Agriculture for which much care has gone into de-
fining rural neighborhood units, The administration
which attempts to put large plans into operation in
complex societies without regard to the basic social
units is like a man trying to put up a circus tent
all alone in a high wind," 3

For extension to be singled out by this outstanding
sociologist as one organization which recognizes and uses
the social units in a community is indeed flattering, but
nany agents will admit it is "more luck than good manage-
ment." Since much of the extension program is built on the
local units it is to be expected that many of the various
clubs, project groups, and special interest groups will
happen to be basic social units, However, the study of the

extension program in any county will show communities which

have 1ittle organized extension work, and communities where

there is organization but no appreciable accomplishment,
In these cases it is probable that (1) there is lack of

Soclal organization in the community or (2) there is an
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artificial organization for extension purposes which does
not correspond to the actual social organization of the
coomunity, A problem of extension workers is recognizing
those groups in communities which are natural groupings of
people who want to be together so that the various exten-
sion groups can be built around them, A perennial question
of county extension workers is, "Why is it we have never
been able to do anything in the __ area of our county?" A
great deal of light was thrown on this question by Hoffer
and Gibson4 from results of responsive and unresponsive
communities in two counties, Table No, I is a brief sum-

mary of their findings,
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Table No, I
THE RELATION OF SOCIAL FACTORS TO AGRICULTURE EXTENSION WORK

Unresponsive Responsive
Community organization Present, weak, Present, far-
and morale . farmers not par- mers particie-
‘ ticipating, pating,
Organization & morale Absent, or low Present, high
among farmers morale and dissen- morale,
tion if present,
Socio=-economic Below or slightly Above or same
conditions below county average as county
-__average,
Leadership Limited and not Present and
well recognized recognized,
Civil Boundaries Seem to effect extension only if

recognized leaders are separated
from community by the boundary,

Community conflicts Frequent or Seldom or
continuous, ' occasional,

This study indicates that there probably is a definite
relation between community organization ancd success of ex-
tension groups in a community., Steiner® suggests from the
results of an extensive study of twenty rural communities
that & community will have strong social organization if it
has (1) well defined tradition, (2) strong leadership, (3)
habits of team work, (4) adequate economic base, (5) homo-
genity of race and culture, and (6) local pride and support

of local institutions,
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The above studies indicate the interdependence between
extension type group organization and over-all community
organization, and it is not possible to be concerned only
with the properties and nature of the groups with which ex-
tension organizes and works without regard to the entire
community organization, Over-all community organization
includes the family, cliques, neighborhood groups, commu=-
nity groups and organizations, and also those organizations
which are on a county, state, region or national level which
effect the community, It is not possible to consider com-
munity organization without regarding the increasingly im-
portant part various governmental programs and agencies are
Playing, The factors which effect community organization
are indeed complex and must be considered by an agent, The
primary concern in this section is in organization of ex-
tension groups, which include the followings

1, Groups worked with by the county agent:

Special Interest Groups, such as muck farmers,
fruit farmers, etc,

Extension sponsored services, such as DHIA, arti-
ficial insemination, etc,

2, Groups worked with by the home agents

Home Demonstration Groups,
3e Groups worked with by the 4-H Club agents

4-H Clubs,






"2

4, Groups with whnich all agents may cooperate:
Farm Bureau, Grange, governmental agencies, older

youth groups, school groups, etc,

In general, if the groups with which one of the agents
is working is established in a community, a group with which
another agent is working is also likely to be established
in the same community, There are two obvious reasons for
this:

1, Thne work of the agents complement each other in

the community, with one group helping to sell an-
other extension program to a different age-sex
group.

2, In communities that do not have social organization
there is 1little 1likelihood that even one success-
ful extension group will be established under pre-
sent methods of approach,

Attention will now be turned to the nature of social
organization, A complete discussion of this important topiec
is not possible here, and it is hoped that all agents can
&vail themselves of the opportunity to study the nature of

social organization as it effects their work,

1, Locating social organizations,

Ewery neighborhood and community has social organiza-
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tion already present, and its existence can be taken for
granted, The difference between communities is in the de-
gree of social organization, Organizéd groups which have
a functioning program are of course easy to find, "Natural
groups" may be found by finding out with whom people visit,
The natural group leader may be determined by asking people
such questions as, "If a young couple was just moving on to
a farm in the community, who do you feel would be able to
give them good advice on farming and community affairs?"

IT., ZProperties which indicate group organization as applied
to _extension type groups.

A, "Nothing succeeds like success," The organization
is well publicized, has well known achievements,

B, High morale developed through facing and overcom-
ing difficulties, Each hurdle overcome by group
cooperation increases morale,

C., Good unity under strong democratic leadership. The
members social responsibilities are cultivated under
the democratic system,

D, Successful groups develop means of overcoming dif-
ficulties within the group, such as follows:

1, 3By compromise to harmonize discordant elements
of the group,
2, By avoiding controversial issues, if possible,

which irritate members,
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3, By working out ways of retaining members wnose
withdrawal might weaken the group.

4, By integration through group thinking, or dis-
cussion and joint action, (Note that our old
stand-by, the vote, is not mentioned here,)
Klinefelter has this to say about this method,
"The leader should, in general, avoid asking
for a majority opinion, This device has been
very much overworked, It rarely settles any-
thing, It usually antagonizes the man who dis-
a.grees."6 Lasting solutions are in direct pro-
portion to meeting of minds through discussion,
and in indirect proportion to coercion and the

exercise of mere authority,

IIT, ©Properties which indicate group disorganization as
applied to extension type groups.

These properties usually precede breakdown of extension

groups,
A, Changes which normally occur in groupss

1., Some of members move away,

2, Some are forced to withdraw from membership due
to 111 health, excessive family responsibilities,
or lack of transportation,

3. Some of members reach maximum group age (4-H Club)

and others get too old to be active,



;)

tach
Toas

AW

STeo



B.

c.

D,

E.

F.

G.

75
4, Working hours in town interfere,
Members are prone to leave the froup when there
are no foundations of mutual confidence or appre-
ciation and no common aspirations, goals, codes, or
general agreements within the group; they often at-
tach themselves to some other kind of group if
possible,
Low morale, partially caused by long periods of
smooth sailing and by lack of major endeavor, Mem-
bers have limited participation and members,
leaders, and advisors avoid meetings,
Members allow competing activities to interfere
with participation, (This may be a sign of com=-
munity organization saturation instead of a lack of
community organization,)
Individual delinquency is often brought about by
group delinquency., (A group not having a construc-
tive program provides opportunities within the group
to be destructive,)
Lack of community, and, in the case of 4-H, parent
interest and sponsorship,
"Ccultural Lag" in which the group does not keep up
to date and outgrows its usefulness, It is main-

tained by some that most social organizations go
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through the cycle of (1) stimulation, (2) rise,
(3) carrying on, and (4) decline, This is indeed
a pessimistic approach, and can not be accepted
per se, It is the job of agents to keep an ex-
tension group in the second and third phase as
long as is practical, but probably it is wasted
effort to try to hold up a group that has defi-
nitely outlived its usefulness,

IV. Promoting extension organization in communities

A,

The situation = Some very outstanding authorities
on world cultural system have said that apparently
the United States is "reaching the end of the
line" as a dominating influence in world affairs,
?hey attribute this condition to the Nation's
"lack of ability in organizing human relations.,"”
These statements are wide open for argument, dbut
they certainly offer a challenge to extension
workers, Very few people have more opportunity
to promote the constructive organization of human
re;ations than a county extension worker, County
extension workers are so busy working with commu-
nities which have social organization and which

are receptive that they often neglect areas where
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little or no organization is present, There can be
little doubt that these areas which lack organiza-
tion are the ones in which extension has the great-
est challenge and opportunity,

Developing extension organization in communities

where it is weak,

1, There can be no intelligent progress toward pro-
moting extension organization until the blocks
to such organization are understood., ZExtension
has an effective method of determining the com-
munity situation through use of the county sur-
vey, discussed in the previous chapter, (Help
may be obtained from extension sociologists in
planning a survey,) Considerations of special
importance in a survey to ascertain social or-
ganization blocks ares
a, Community Tradition - do people know the

development of their community and take an
interest in seeing it survive and strength-
en?

b. Le;dership - This vitally important phase
of community organization needs to be
thoroughly understood, (The following
chapter deals with finding and developing

local leaders,)
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¢, Habits of team work - do people work to-
gether in any community event, activity or
cause, and do they help each other with
farming operations?

d, Adequateness of ecoﬁomic base = is the com-
munity up to the economic average of the
county, and if not why not?

e, Homogenity of race and culfﬁre - are there
many people in the community who are of
different race or religion? How extensive
are the cleavages between the various
social classes, and how do these cleavages
effect communication in the community?

f, Local pride and support of institutioﬁs -
are people active in their support of the
church and/or school?

g. Is the community splft from its leaders by
civil boundaries?

h, Are thers any coﬁﬁunity conflicts, farmer
with farmer, willager with villager, or
farmer with villager, and what is the cause?

Analysis of survey findings,

a, Assuming that all people have some degree of
social organization, decide whether the or-

ganization in the problem comrunity is
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‘1imited only to the family, to the family
and small group, or in some other manner,

b, Assuming that all people have leaders, de-
cide who the leaders are in this community
who are most generally recognized, Loomis
and Beegle say, "For those who want to
change group practices and predict behavior,
few considerations are more important than
knowing who is who in the judgment of the
people themselves, "

¢, Assuming that all people have social class
structure, decide if these are sufficiently

. established in the community to necessitate
rlanning for each social strata individually,
or if communication and interaction between
the strata is not seriously effected,

d, Assuming that all people are more effected
by sentiments and beliefs than by reason, de-
cide which sentiments and beliefs can aid in
establishing organization,

e, Assuming that all people have (1) physical,
(2) safety, (3) esteem, and (4) self devel-

opment needs, decide which needs extension

can best help people fulfill,
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David Meeker, Director of Education, Dearborn lMotors,
in discussing techniques of selling the products of the ex-
tension service at an Agents Conference described his com-
panies five step selling plan which he felt arplied equally
well to extension, The steps are (1) The need must exist
for the product, (2) The prospect must have sufficient money
or credit to buy, (3) The prospect must recognize his need,
(4) He must realize that the product is the answer to his
needs, (5) He must be convinced that your product is the
best answer to his needs, This entire process could be
applied to selling extension organization which has been
discussed in this section,

The following steps are those recommended once the
worker has become familiar with the needs and has worked out
ideas to meet the needs,

1. Plan means of getting the community to recognize
its common needs. If a community has no needs or
sense of inadequacy, there is no motive for change
in its existing organization,

2. Sell the idea that extension has the sincere in-
terest in helping the comnunity fulfill its needs
and that they have the qualifications necessary to

aid community organization,
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Get to work on some project in whose accomplish-

ment people will find satisfaction not only in the

ends attained but in the experience of working to-
gether to attain them, This first project should
be one whichs

a, Commands the most interest,

b, Will afford the most enjoyment in doing,

¢, Which has the least conflict,

d, Which are most likely to succeed,

Projects which meet these considerations are

usuallys

a, Community events of a social and recreational
nature, such as picnics, parties, harvest fes-
tivals, community Christmas trees, etc.

b, Projects which effect children, which generally
will be various types of 4-H activities, This
is effective because of the very strong motiva-
ting force of parental love,

After success experiences in community events and

projects affecting children or entire families,

direct community effort toward cooperating in com-
munity enterprises such as clean up, tree planting,

water supply inspection, etc.

Principles to be remembered by agents in carrying

out the above stepss
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Organization depends upon leadership, The agent
must work through the leaders who are mbst ac-
ceptable to the group and not those who can
curry extension favor, (Leadership can not be
separated from organization and it has been
separated in discussions in this and the next
section only in an effort to facilitate study.)
Interagency and interorganization cooperation
is vital to true community organization,
Brunner had this to say after trying to secure
interagency cooperation in a rural youth pro-
gram before World War II, "Interagency compe-
tition in America has thus far been a support-
able, if not stupid luxury, 1In the face of the
needs in rural areas it is an indefensible
ain.“g Surveys have shown that only a small
portion of the people in a county are enrolled
in any one agency or organization including the
schoo}, the church, and the extension service
(4-H Clubs énroll about fifteen per cent of the
eligible youth in a county each year,) The co-
operative effort of all interested agencies and
organizations is necessary to reach the needs of

all af the people,
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Hesitate to take sides in a community conflict,
If one faction is backed against another, both
may turn on the agent,
Use extension's tools effectively and liberally,
Newspapers, radio, letters and all of the rest
can exert a powerful sales story, and they are
usually available for the asking,
The extension program must be strong or organi-
zation will not be effective « "make work" pro-
jects are not too successful even in well es-
tablished groups,
Recognize any social caste or class barriers
which exist and plan programs taking them into
account, (This is difficult for extension
workers to do because of their democratic
jdealism but it is sometimes necessary,) Some-
times two groups will have to be started if
there is a real class or caste barrier which
blocks communication,
Don't try to go too fast, but do a good job
with one group before starting another, Remem-
ber that people must be motivated before an

organization can be established,
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CHAPTER VII
LOCAL LEADERS

In the last chapter concerning social organization
it was stated that extension group organization was pos=-
sibly the most important extension consideration, since
only through group action could the objectives be accom-
plished, Just as groups are most important to extension,
so are leaders most important to groups, The continual
ecry, not only in extension but in all social work, is for
good local leadership, This section takes up the problems
of finding and developing local leaders,

Probably the best statement of the importance of lo-
cal extension leadership is given in the report of the

Joint Committee which statess

" Perhaps the greatest achievement of the extension
service has been its contribution to the development
Of leadership capacity in rural people themselves,
People themselves must act, must accept responsibility,
They themselves must provide leadership essential to
successful group activity, 1In so doing they develop
confidence in themselves, learn how to discover and
assemble facts on a broad variety of topics, learn how
to get others to take responsibility, and how to plan
for events both large and small, Thus, they develop
the ability not only to solve immediate problems, but
to find solutions for larger and more difficult situ-
ations, In short, whereas extension has done much for
People, it is what extension has helped people do for
themselves that achieves the greatest results,”



tan mea

£ progT

g ansia

T3
2
be:
*cys
s
.

51‘.3 -y
aof

3
at
L)
PR
B | 1(
::‘.‘ﬂ‘
<in




86

The time which volunteer local leaders give to exten-

sion programs is indeed tremendous, especially when these
are considered by many to be days in which very few people
"do something for nothing." 1In 4-H Club work alone, Mich-
igan has an average of about 700 members and 85 leaders per

county, it is estimated that leaders spend a minimum of

1,000 days per county per year on 4-H Clud work, The lea-
ders of women's extension groups usually spend most of one
day each month getting the lesson from the home agent or a
specialist, and another day giving the lesson to their
group to say nothing of all the many other extension meet-
ings and events in which they participate, 1In the record
of service by volunteer local leaders lies one of the great-
est reasons extension agents usually do not mind going that
extra mile in serving their people, and also the greatest
reason why extension has been able to make a great contri-
bution,

In the light of the great service rendered by local
leaders it is rather hard to be realistic about the nature
of this leadership, It is easy to get the idea that vol-
unteer service is good service, and it is hard to see that
leadership oan be both good and bad., When an agent looks
at his program realistically, however, he finds that al-
though the motives of people who are serving as leaders can

seldom be questioned, their acceptance as true leaders and
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their ability to lead can be questioned, The problems
which naturally arise from this finding are these:

1, What can be done to find leaders which are accept-
able to the groups?
2, How can these leade}s be developed into able

leaders?

Finding Leaders

The first question poses a problem not because true
group or community leaders are hard to find using a modern
sociological approach, but because it generally is not con-
sidered the place of extension workers to find leaders for
groups, When a new extension group is in the formative
stage the individuals who are interested in the group are
generally told to choose a leader for the group and to se-
cure his consent to serve in the capacity, 1In the case of
adult groups one of the individuals who is interested in
forming the group is generally elected or otherwise chosen
by the group. In the case of 4-H Clubs, the individual boys
and girls who are interested in having a club are given the
task of going out and finding an adult leader for the c¢lubdb,
By giving the group the task of locating its leader, agents
are giving heed to recognized sociological procedure,

Sanderson says,
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"One of the most important points to grasp about leader-
ship is that the leader is always a member of the

TOUD.++.A Man may have all the traits which are attri-

uted to the so-called 'natural leader'; he may be

assertive, self confident, able, and genial, but if he
is not acceptable by the group he has no leadership."<

A study of 4-H Club Local Leadership in Oklahoma3
showed thaf only about ten per cent of the local leaders
were selected by the extension agents, 1In Michigan it is
probable that the situation is about the same for c¢lub work,
with even a smaller percentage selected by agents in adult
extension work,

In a number of cases the boys and girls are unable to
find an adult in their neighborhood or community who will
gserve as leader and the club does not get organized, 1In
some cases where the club can not find a leader the agent
makes an attempt to accomplish the job, but he generally is
handicapped by not having adequate information on the adults
who could serve as leaders and not having sufficient time
to search out good leaders, Fortunately, most groups of
boys and girls who put on a campaign to secure the services
of certain adults as leaders are successful, one way or an-
other, Some of the leaders selected by extension groups may
not be recognized by entire communities as being natural

leaders, but at least the leaders have the ¢emporary accept-

ance of the particular group,
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Some light on the acceptance by communities of the ex-
tension group leaders is found in a Maine Extension study
of Rural Organization in three Maine towns, In that study
it was found that, "Of the individuals serving as leaders
in extension organizations and as local project leaders a
significant number were not recognized as leaders by the
men and women interviewed" (by an average of 30 per cent).4
It is probable that this situation is about the same in
Michigan, and probably results could be greatly improved
if the recognized community leaders were the leaders of ex-
tension groups, It is of these "first team" leaders, how-
ever, that Bogardusd has applied the terms "saturation" and

"law of diminishing returns", Persons recognized as having

leadership ability, because of having succeeded in one situ
ation, are drawn into more and more activities until the
point is reached beyond which their work declines in value,
Then too, if the first team is always used how are replace-
ments going to be trained? One of extension's greatest
opportunities is in trainihg these leaders who are not now
recognized by the community,

There are county extension committees and other jobs
which require the support of the recognized community leaders,
and there are times when the support of these leaders in
county functions is of great importance, In these situations

the agent should know who the recognized community leaders
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are and be able to enlist their cooperation,

As far as club or group leadership is concerned, it
does not seem advisable for the agent to do more directly
with the group than explain fully the duties of the leader,
and then do a good job of making a good leader out of the
person selected, Of course, the agent can exert a great
deal of indirect influence upon the leadership choice of the
group which is organizing through the established community
leaders who are sold on the extension progran,

Conaideration will be given briefly to the role of
community leaders with the thought that an understanding of
how rural leadership is legitimated and how it functions
will help agents in working with this main-spring of the ex-
tension machinery,

It is human nature for people to want to submit to
leadership, Present day living is certainly complex, and
men do not feel able to cope with all of their problems,
Farmers are no longer satisfied with self subsistence farm-
ing, and realizing their dependence upon prices, markets,
good seed, good stock, balanced farm and family life, and
many other things, they turn to group action for strength,
Within the group there is some person who more than anyone
else embodies the group ideals and purposes, and this per-

son becomes the group leader,
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This group leader may arise throughs®

a, Prestige of any sort

b, Social or economic status

¢, Heredity

d, Election

e, Leadership of a movement the group accepts,
¢, Recognition of training or technical ability.
(Note that in the case of prestige, status or
heredity, the léadership is quite likely to be-
long to the position and not the person.)

In rural areas agents are concerned primarily with two
types of group leaders, One is the formal cbmmunity leader
who everyone recognizes as being quite influential in the
community, and the other is the informal group leader or
the natural group leader who rises out of the small neigh-
borhood groups,

The formal leader often wants to maintain a status quo
situation, with things remaining as they are at present and
in which he is an important figure, He may or may not be
the president of the Farm Bureau, but he is the person
usually sent as a delegate to a convention or who is on the
top county committees, and he may be active in county govern-

ment,

The informal group leader is not always recognized
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easily as being a leader, but he should be found by the
agent because he is the person who originates group action
and may influence his group to support an extension program,
(He is "Elmer" in the group organizational system of the
soil conservation service,)

In the previous chaptér concerned with extension group
organization, each step in organization would be taken with
and through the group leaders, An agent might succeed in
organizing a group without taking care to make sure the
group had leadership, but good agents do not take the risk,
As was seen in the last chapter, a community without organi-
zation lacks leaders, largely becauses

1, There 1s no need felt by the entire community out

of which leadership might arise,

2, There is lack of community morale and a distrust of

leadership,

But even in disorganization the leadership is there, not
waiting to be "discovered" by an agent, but waiting to have
a recognized group need create a situation in which it ecan
funetion, It is up to an agent to stimulate the recognition
of the need by the people, Once the need is recognized and
a group is formed to meet the need, leadership will come for-
ward, and then it is up to the agent to insure group success

by improving the leadership,
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Care must be exercised by agents in working with lead-
ers to make sure the leader does not lose favor with the
group., Agents see the service of leaders to their communi-
ties and want to encourage them to continue their good work
or improve, The standard procedure is to give public recog-
nition to the leaders, and if properly handled, such recog-
nition can be stimulating, However, until a leader is
firmly established as a person who is interested in serving
the group and it has been shown he does not have selfish
motives, public praise may adversely effect his chances of
success, Furthermore, the agent should never encourage a
leader so much that he begins to feel that he is the group,
People do not rally around a leader unless they are con-
vinced the leader needs them,
A few points to be considered in dealing with the pro-
blems of leadership recognition ares
1. New leaders should not be given a label such as
"master-farmer" or "outstanding Jonesville leader"
in front of the group or in print, Any compliment
to the group will be a compliment to the leader,
but not necessarily vise versa,
2, Encourage the group to express their confidence in
the leader to him personally or through a small

group token of appreciation for service,
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Agent should express personally their pleasure
with the progress the leader is making in help-
ing the group,
Agents should not generally express personal

appreciation because leaders should not be serv-

ing the agent but the group.

Leaders must receive recognition for their service
if they are to continue serving, Modest publie
recognition is desirable, and more elaborate recog-
nition of leaders at leader recognition events for

leaders only is recommended,

Training Leaders

What has been said thus far applies to all extension

lay leaders, Attention will now be given to the specifiec

consideration of 4-H Club leaders as adapted from Ben

Solomon's Leadership of Youth,”? with the idea in mind that

understanding what is needed of leaders will give agents

basis for training them,

Qualifications of a 4-H Leader (advisor).

1,
2,

He is worthy of emulation,

He has a gympathetic tolerance for the weaknesses

of members, arising largely out of his liking for
youth,
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He knows the basic values of the club activities

and is able to interpret them so that they will
have meaning for members,

He is skilled in at leaét one activity or part of
the program and can interest and hold members

with it,

Techniques of 4-1 Club Leaders,

1,

He affects members' thinking through his personal

example in word, act, dress, speech, manner, poise,
square dealing, justice, honesty, tolerance, friend-
liness, affection and objective consideration in all
their relationships, He tries to raise their hor-
izons,

He seeks out the inept and socially unwanted and

tries to adjust the activity to them and tries to
make them acceptable,

He creates opportunities for members to lead and to

take responsibility,

He acts as substitute parent or counselor when

necessary,

He helps solve the individual's personal problems

within limits of his time and authority,

He keeps interest and fun elements u»permost,

He gives credit libverally,
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8. He prepares in advance,

9, He seeks out and promotes individual talents.

10, He creates and fosters anticipation.

11, He subverts hazards by training in health and

safety,

12, He studies and works to improve his techniques.

13, He keeps the group together, and through including

the "bell cow" within the center of his own plans
he tries to prevent cleavages,

14, He never short-circuits experience,

15, He never becomes personally angry with a member,

16, He earns the members cooperation through service,

17, He never uses fear or coercion, but works through

group efforts to achieve it's goals,

18, He admits no discouragement and uses no alibies,

19, He hasg faith in his goals, his program and his

members,

20, He considers leadership an opportunity for service.

A study of these lists of gqualifications and techniques
desired of 4-H Club leaders reveals that agents have a big
job in training leaders. A survey of present 4-H leader
training will reveal that leaders are trained in only very
small portions of their job, The average leader training

Program in Michigan consists of one or two training meetings
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during each project year, These training meetings are
usually project training meetings, with a certain amount
of general information concerning events, and the usual ex-
pressions of leadership commendation, The leaders are
trained in the skills of putting in a zipper or applying a
finish to a bread board, but if the agents were asked what
4-H work is intended to do, they would say it is to help
develop boys and girls, There is obviously an inconsistency
here, and possibly there is someAgrounds for the critics of
the 4-H Club program who say that club workers give "1lip
service" to such stated objectives as "learning to live in
a changing world", "creating better homes for better liv-
ing", "serving as citizens in maintaining world peace", etc,

Project work should not be regarded by agents as being
unimportant because it is the basis of the entire 4-H Clud
program, and the phase of the program which has given it
appeal and strength, Completing a project in itself has
real value in the development of youth, There are a number
of limitations to the project approach however, some of
which ares

1, More emphasis is often placed on the project than

on the boy or girl,
2, The blue ribbon is often valued higher than the

development of the individual who is competing,
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3, Leaders are project minded to the point where they

insist a member carry a particular project if he
wants to belong to the club, whether or not he has
any interest in the project,

A good 4-H Club leader said recently, "Our 4-U Club en-
‘rollment is increasing in Michigan, but so is our juvenile
delinquency rate, Could it be possible that someday I will
go into the lobby of Jackson Prison where the crafts work
of prisoners is on display and be able to point out the su-
perior work done by the boys I had in 4-H7"8 This leader
was getting the idea that "it matters little what Johnny
does to the wood, it is what the wood does to Johnny,"°
Getting the blue ridbbons at the fair or at achievement has
come to be the number one goal in many clubs, Of this
Grantland Rice said, "When the one Great Scorer comes to
write against your name He writes not that you won or lost,
but how you played the game,"

If there is to be any real effort toward paying more
attention to the boy than to the project, the local leaders
will have to be trained to think this way, Project train-
ing must not be slighted because the leader needs a certain

amount of skill to have something tangible to teach, but

more emphasis must be placed on making the projects the

means to the end and not the end itself,
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Some goals which agents could incorporate in their
leader training programs might be to train leaders in de-
veloping the following in their boys and girls,

1, The code of sportsmanship, fair play, the Ten

Commandments,

2, "To win without bragging, to lose without crabbd-
ing." To be able to keep trying hard even in de-
feat,

3. Keeping physically fit by getting the right amount
of sleep, balanced diets, keeping clean and healthy,

4, Develop kindness, affection, reliability, responsi-
bility through livestock projects,

Most all 4-H leaders are conscious of the value in

such things as have been listed and if given an opportunity
to discuss the situation they could list several times as
many values which should be instilled in 4-H Club members
at every opportunity which arises in project work and meet-
ings, Mr, Kettunen is a strong advocate of the club meeting
demonstration because of the c¢itizenship values he feels are
inherent in that training,

It is up to the agents to lead the thinking of their
leaders and help them establish objectives for their work,
An agent will never do this through making one of his speeches

loaded with nebulous phrases and hazy objectives such as
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"building better men and women," but he can do it by con=-
ducting a discussion of the leaders on such a problem as
"The project - a means to what end?"

There has been a tremendous turn over of leaders each
year in many counties, with at least one county which has
a large program and nearly 200 leaders experiencing a
leader change of almost 60 per cent annually, There can be
no real program development in any county until leadership
is stabilized, and it is doubtful if leadership in any
county will be stabilized unless there is a training program
which will adequately prepare leaders for the job, The
chances of an untrained leader succeeding is no greater than
the chances of an untrained agent succeeding, To accomplish
extension's objectives, the fundamental job of extension

agents is to develop leadership,
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CHAPTER VIII
COUNTY PROGRAM COCRDINATION

History is replete with examples of how a group of
people acting as a team have overcome seemingly unsurmount-
able obstacles, Rural people are faced with real problems
which extension is obligated to help solve, and the success
with which extension helps people solve their problems de-
pends to a large extent upon the coordinated efforts of
county extension agents, Brunner and Yang have this to say,

"Extension has unsolved problems even in organization,
One of these is better integration of the three major
programs, In many counties this is very well done,
with full recognition of the farm family as a unit
which the wvarious programs must take into account,

The agents know enough about each others problems to
be able to function in place of a colleague on simple
problems, 1In other counties, however, there are three
separate programs in operation, related only because

those resgonsible for them share the same post office
address,"

There is little denying the fact that many Michigan
counties fall into the "three separate programs" category,
The reasons why there is a lack of coordination are rather
complex in nature, and many workers who have tried to de-
velop coordination in their counties and on the state level
are of the opinion that there is no easy solution, Some of

the reasons for the difficulty will now be discussed, as
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will some experiences of agents who have attempted to meet

the difficulties,

Lack of a Desire to Coordinate the Prograns

One thing is certain - until the county workers see
where a unified approach can strengthen the overall county
program there will be no unification, Will a unified ap-
proach improve the overall county program? In an effort to
answer this question the writer made a liﬁited survey of
the county programs in two of Michigan's four extension dis-
triets, The extension supervisors of those didtriets were
asked to rate the counties on the basis of (1) the degree
of agents cooperation in a unified approach, and (2) the
quality of the overall county program, No effort was made
to control such influencing factors as the length of agent
tenure and the ratings of individual agents,

A very pronounced positive correlation proved to exist
between agent cooperation in a unified approach and quality
of program, being -,78 in one district and -,79 in the other.
Table II shows the ratings given to county extension per;
sonnel cooperation and county program quality by district
extension supervisors, A total of 41 Michigan counties
¥ere included in this survey, and the resulting data cer-
tainly give support to the contention by many extension ad-

ministrators that coordination of efforts on the part of



LXEE hd '(T
ssudiy )
Do Rl ieabd

<
reds
ramew volalod o

L.g
¥

5
Wty C




104

TABLE Il

DISTRICT EXTENSION SUPERVISOR'S RATINGS OF COUNTY EXTENSION
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* Supervisor's ratings of poor were given a numerical value
of 1, fair were valued 2, good were valued 3, very good were
valued 4, and excellent were valued 5,
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agents is one of the more important considerations in county

extension program effectiveness,

Lack of Understanding as to How the Programs Can be Coordinated

How to coordinate county extension programs is not a
problem in many counties because the agents have made a real
effort to determine how to do the job, One of the ways in
which this may be done is through the "balanced farming" or
"Family farm unit" approach, Just prior to World War II this
approach was tried on an experimental basis in several states,
and in 1948 Michigan began to emrhasize the approach as be-
ing worthy of effort, The object of this method of extension
teaching is to consider the whole farm and farm family as a
unit which has a number of related problems, rather than to
consider the individual members of the farm family as being
interested in specialized projects, At the present time in
certain Michigan counties, Extension Farm Management Spe=-
cialists are helping the County Agents develop this approach,
The specialists and agents are working with small groups of
families, helping them to analyze their farm, home, and
economic practices, and helping them develop an improved
series of practices,

The Joint Committee says of this approach, "Evidence

already available indicates that throush this approach
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farmers are being induced to adapt improved practices at a
much more rapid rate than before and, at the same time, are
making much more rapid progress toward the adoption of well
rounded farm and home plans.“2 In counties where the ap-
proach has been made it has created more enthusiasm than
any other extension activity for a number of years, Results
are really amazing, and include the whole farm unit, not
Just the dairy or the grass silage or some other project,
Briefly this approach might be considered to have these ad-
vantagess
1., The family plans together to meet all of their
needs,
2, More improved practices are adapted by the family,
3, Instead of further contributing to the breakdown
of the family unit it strengthens the family,
4, The family is helped and becomes a very strong ex-
tension cooperator,
5, The family served becomes a first class demonstra-
tion unit,
6, An opportunity is provided for the Home Agent, the
4-H Cludb Agent and the County Agent to pool their
resources, and for all to do their part as a unit,
There is little doubt in the minds of some extension

workers that this is an approach which will receive more
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attention in the future, However, just as with anything
which is both new and worthwhile, there are many serious
problems involved in the family farm unit approach which
have not yet been solved, Some of the more important pro-
blems ares
1, The approach is slow, In counties where the
method has been used it has taken one agent one
full month each year to serve fifteen farm fami-
lies,
2, The knowledge and skill required of the agents is
great, especially in the field of farm management,
3. There is some objection from the people and groups
who do not receive the personal attention which
the selected families receive,
4, ZExtension Specialists are projects specialists and
are inclined to push their individual project,
These problems and others still require an answer, but
they will be answered just as problems have in the past by
the agents, the college staff and the Federal Office working
together, Many agents feel that this approach is important
because it will provide further opportunity to prove what
extension can do, and thus strengthen the county program,
Although it is recognized that the family farm unit

approach is a desirable goal toward which the county workers
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can move, the approach will be slow in becoming established
in many counties due to the problems involved, While the
family farm unit approach is desirable in itself, it should
not take the all out effort of county workers combining
their talents in this approach to illustrate how county pro-
gram coordination can be achieved, There are many other
ways in which the several phases of county extension work
can be combined into an effective county program,

The key to program coordination is through office con-
ferences in which each agent learns of the plans of the
others, and through which the efforts of all agents are di-
rected toward common goals, Most counties set aside one
morning each week for these conferences, although some
counties maintain they can coordinate their programs with-
out regularly scheduled conferences, ZExperience and obser-
vations of the District Supervisors has led them to strongly
recommend regulér office conferences for all counties,

In office conferences where the agents are sincerely
interested in the over-all county program and not only their
particular phase, numerous opportunities for cooperative
effort have arisen, In one county the Home Agent originated
a cooperative effort through a Monday morning office confer-
ence when she told of one of her home makers wanting to put
in a new kitchen but being unable to do so because her hus-

band said their dairy income was too low, The county agent
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saw an opportunity to do some extension teaching because
here was a family that had recognized needs. A plan was
worked out to have the 4-H Club in the community Where the
family lived sponsor a series of three dairy meetings for
both club members and interested farmers,

Many ways of cooperating could be listed, but these
ways are self evident to the agents who want to cooperate

and will not be dealt with here,

Relationships Between Agents

The following statement by Lester A, Schlup, Chief,
Division of Extension Information of the United States De-
partment of Agriculture, tells practically the whole stery

of extension relationships between agents:

"The county extension program is a balanced, unified
effort serving rural men and women and youth, High
morale, spirited enthusiasm, and harmonious relations
within the county staff are essential to good relations
with the publie, Low morale, competition, and con-
flicts in staff attitudes will déminish the quality
of public relations,"d

In the vast job of running a county extension program
numerous occasions arise in which there may be a lack of
understanding between agents, The nervous tension which
accompanies the inordinate pressure of work sometimes aggra-
vates these misunderstandings, and various degrees of con-
flict arise between the workers, It is doubtful if many

county extension staffs entirely free of conflict, but it
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is a real tribute to the agents that these conflicts are

seldom allowed to become acute and adversely effect the

over-all county program, A few of the more common causes

of conflict will be discussed:

1.

Making Changes, To the new agent going on the jodb
there is a natural tendency to want to make im-
provements, and some of the methods being used by
the older agents seem to be outmoded, Several new
agents have immediately set out to make sweeping
changes without consulting carefully with the older
agents, only to find themselves involved in diffi-
culties,

One new agent had some excellent ideas for improv-
ing the fair his first surmer on the job, but the
leaders, who had been running the fair for years,
were not accustomed to sweering changes and appealed
to the older agent, The older agent explained the
procedures which had been used in the past to the
nevw agent, and advised him to go slow until the
leaders were ready to accept changes, The new agent
made a fresh start, and since then he has developed
one of the outstanding programs in the state., In
addition the county has come to be an excellent ex-

ample of overall program coordination,
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Criticism of other agents, Criticism of other

agents which is not satisfactorily resolved is a
frequent cause of conflict and lack of cooperation.
Sometimes new agents find themselves in a po-
sition where they must listen to criticism of other
agents by the people in the county., Regardless of
whether or not the agent feels this criticism is
at all justified he should not accept such state-
ments but should defend his co-worker by pointing

out his good points and prograns,

In the excellent Oakland County Extension Ad-
ministration plan (of which County Agent E, W,
Aldin: says, "This is not just something we have
spent time on then forgotten') is found this state-
ments "Criticism of other agents, their personal
habits, and abilities should not be done at any
time with anyone, for criticisms have a place only
when they are taken up with the agent concerned and,
if necessary, with proper authorities on a higher
level,"4

Work expectancy of other agents, A lack of under-

standing of the help agents are expected to exchange
§s a common cause of friction in counties which do
not have a well established and accepted organiza-

tional and administrative plan, Such questions as,
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"How much 4-H work should the Home Agent do?" and
"How many adult meetings should the 4-H Club agent

direct?" are not easily answered, No two counties

have the same division of responsibility, and some

counties do not even have a plan that is commonly
accepted by the agents involved,

A memorandum of understanding among the workers
in a county of the overall county program, The
following statements are taken from the Oakland
County Plan® previously mentioned, and are pre-

sented to illustrate how worker responsibility may

he stipulated: .

A, The 4-H Club Agent is responsible for all
4-H club project activity, leader training
and contests, He is assisted by the Home
Demonstration Agent through work she does
with leader training, and foods and cloth-
ing committees which she organizes and
through which she works,

B, The Assistant County Agricultural Agent
assists the 4-H Club Agent by carrying the
4-H Livestock project work, He organizes
and works through the small animal, general
livestock, dairy, and horse committees, The
4-H Club Agent works with all other project
work and 4-H Service Club,

Ce All agents should take an active part in de-
veloping the budget,.,.The county budget will
be entirely administered by the County
Agricultural Agent,..

D, The 4-H Club Agent will become thoroughly
familiar with what the allocation funds are
to be used for, No allocations should be
spent without discussing their expenditure
with the county agricultural agent,
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E, Staff meetings will be held every other
Monday morning for the purpose of setting
up policies, changing policies, and dis-
cussing problems involved in the overall
extension progranm,

F, Conferences should be held frequently be-
tween the individual agents and the
county agricultural agent, since it is
only through staff meetings and individual
conferences that the county agent can keep
abreast of the developments within depart-
ments, of which he is concerned as adminis-
trator, More time must be given by the
County agent to administration, Publie
relations falls in this category,

G. All agents should be informed well in ad-
vance of any community projects in which
they should have a responsibility, and bve
fully informed 0f what is expected of
them in the coordination of the programs
of work,

H, ZEach agent will write a program of work
and revise it annually,

No plan can cover every situation which in-
volves the duties and responsibilities of agents,
One experienced agent encourages all agents and
secretaries on the county staff to follow the
Golden Rule in their extension relationships,

In those portions of the state where 4-H Club
Agents serve several counties on a district basis,
a detailed work plan has been developed which
assigns areas of responsibility to the workers,

Mr, Kettunen credits this recommended plan prevent-
ing confusion and misunderstandings in the counties

which have adapted it to their situations,
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State Leadership in Frogram Coordination

lichigan Extension Administrators have tried to show
the way to program coordination instead of just telling
the county workers they should coordinate their county pro-
grams, An example of the state effort is the combined
annual conference of the three phases of the program, DPre-
vious to 1951 the County Agents, Home Demonstration Agents
and 4-H Club Agents held separate conferences at Higgins
Lake or Chatham, but in May 1951, the entire state exten-
sion staff spent a week in conference at the college, Al-
though each phase of the program had a large number of
sessions relating largely to its particular program, an
effort was made throughout the conference to make the
agents team conscious, Although the combined conference
was considered by most state and county workers to be a
step in the right direction, the problems involved in co-
ordinating the programs are evidenced by the fact that the
majority oI one group voted to request rermission to return
. to the previous conference arrangements,

As pointed out in this section, there are many questions
and problems involved in extension's effort to coordinate
its Programs, dbut the tendency is toward coordination, and
évery day brings evidence that the good county programs are

the goordinated county progranms,
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CHAPTIR IX
4-H CLUB FRIKCIFLIS, OBJHECTIVES ALD XRCJLCTS

4-H Club work has gro'mn steadily since iis beginning
less than forty years ago to the point where it is the
largest rural youth organization in the world, The 1950
enrollment in the United States was 1,850,000 and in
Hichigan it was 58,000, Michigan had 7,200 local leaders
active in 1950, and an indication of the job these leaders
did is illustrated by the fact that liichigan led the Iorth
Central States in vercentage of project completions with
88 per cent, The 4-H Club movement has also srread to
most of the other free countries in the world,

The 4-H Club program is growing in numbers every year,
There is increasing interest in club work by urban and sub-
urban residents as well as among farm boys and girls, and,
as increased funds become available, extension in this area
is possivle,

The increasing appeal of club work is not only to the
boys and girls but also to the parents who have seen what
the work has done for the youns people in the comrunity,
Various studies have indicated that 4-H Club work definitely

has a positive value on family relations, and herein lles
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one of the greatest contributions of the program, Dr,

Robvert G, Fosterl made a study of eighty families in three

adjoining New York counties, and summarizes the effects

of 4-H Club participation on family relations as followss

1,

There results a closer integration of the family
around the common interests of the child, This
was true in 90 per cent of the cases observed
and such integration is evidenced by parent-child
relationships being increased in variety and
amount in 90 per cent of the families studied,
It nmakes more fregquent and, usually with few ex-
ceptions, more wholesome relationships between
parents and children,
When the participation results in the acquirement
of improved practices by the boy or girl, it is
at once recognized and commented upon favorably
by the parents, whether they themselves adopt
such practices in their own farm and home activi-
ties or not,
Vhere recognition comes to the individual boy or
girl through his or her club participation two
effects are noteds

a, The family's social prestige in the community

is immediately enhanced, and
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b, Such enhancement results in some cases in
envy on the part of other families , « &

The actual adoption of the approved practices by
the boy or girl in some cases resulted in the
parents adopting them on the farm or in the home..
it was much more apparent that the mothers had
adopted more practices and were more actively en-
gaged in encouraging the boys and girls in the
work than the fathers,
In 99 per cent of the cases the mothers and their
boys and girls all attended the local school-cludb
fair, and in 90 per cent of the cases the fathers
also attended, These school-club fairs are the
only events in the areas which are attended by
the entire family in most of the families studied,
Next in importance to the local school-club fair
is the county achievement day which most Egmilies
attend, As one mother said, "We have gone every
year and we wouldn't miss it for anything,"
The attendance of the boys and girls at county
and state club events has a big influence on fam-
ily solidarity and attitude toward the work of
their boys and girls....
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More social life and educational trips for many of
the members resulted in broadening the entire fam-
{1y's outlook and stimulating the individual to
greater achievement resulting in closer home co-
operation and interest,

Club work is the only social group participation
in which the boys and girls are active, and this
was emphasized by the parents who continually re-
mark, "It's a fine thing for the young people, It
teaches them things we could not teach them in the
home ourselves, and gives them chances to have so-
cial good times together,"

A most important factor that stood out in the pro-
gram was the effect of various symhols upon the
family, Many mothers referred with pride to little
vookracks or other objects their children had made
in their club work, Every home had one or two 4-H
club signs on the side of the house or lawn, and
in every home the first thing the parents did was
to bring out all the pictures, prize ribbons, club
pins, and other symbols of club work that their
boys and girls had won, and tell about them in de-
tail, In one family where the father had been lo-

cal leader a few years back, they had pasted all
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their pictures, ribbons, etc., on heavy cardboard
and put it in an old picture frame and hung it on
the wall, There were many instances of this sort,
The conclusion on this point is that the symbol is
a very important factor about vhich the family
interest becomes centered and the more of these
stimuli that are symbolic of satisfying experiences
in the work that becomes a part of the family en-
vironment, the more does the family interest in the
work and in one znother increase, 1In other words,
one of the most important factors in the production
of family solidarity and prestige is the injection
into the home of many symbols that give recognition
to the members, thus enhancing the total interest
of the ZrouUDPecese
In 74 per cent of the club families evidence of
increased solidarity was found ..,.. It may safely
be inferred that if the boy's or girl's partici-
pation in an outside group results in satisfaction
to the parent, particularly if nuch of the partici-
pation in an outside grour centers around farm and
home activities and interests, the parent-child

relationship has been strengthened,



Principles 2and Objectives of 4-H Club “ork

Agents are constantly questioned concerning the purpose
of their work, and every agent has found it valuable to have
carefully thought-out answers to this guestion,

The 1947 Michigan Leaders llanual makes this statement

concerning the purposes of 4-I Club Work, "The main purpose
of 4-H Club work is to help rural youth in their growth, in-
¢ividually and socially, Ilembers develop through their rro-
ject work, their club activities, and thueir cooreration in
cormunity activities,"?® A3 has been stated before, the em-
thasis is intended to e on the development of boys and
girls and not on developing a grand champion steer, as many
casual observers are inclined to believe,

In 1945 a committee of county, state and natiocnal
leaders develoved ten "Guide Zosts" for 4-1 programs.3 Any
county 4-H program has done an excellent job if its leaders
can say the members have progressed accorcing to the follow-
ing "Guidepost" standards:

1, Developing talents for greater usefullness,

Joining with friends for work, fun and fellowshirp,

Learning to live in a changing world,
Choosing a way of earning a living,

Producing food and fiber for home and market,

[¢2] (&) > (&) [\
.

Creating better homes for bvetter living,
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7. Conserving natures resources for security and

happiness,

8, Building health Tor a strong America,

9, Sharing responsibilities for community development,

10, Serving as citizens in maintaining world peace,

The "Guide Posts" are seen to include work toward im-
proving the home, community, nation and world, and to make
provision for the development of all 4-H'ers,

One of lichigan's outstanding agents who had just moved
from 4-H Club work into County Agent work was asked by his
coworkers to present the philosophy of 4-H Club work at a
district conference., The agent appeared before the con-
ference with a model cow to represent the dairy project, a
tractor to represent the tractor project, a doll dress to
represent the sewing project, and several other project il-
lustrations, He developed a very vivid picture of 4-H pro-
jeet work, and then asked, "Is this 4-H Club work?" He
answered his own question by bringing out two dolls, one of
which was dressed in gingham and the other in blue-jeans;
"Now," he said, "we have 4-H Club work because we have a boy

and a girl we can develop while they work on these projects,"

4-H Projects

The general requirements of 4-H Club membership are:
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1, Members must be ten and not over twenty years old,
2. Members must carry a project (sgch as sewing or
poultry raising) on which material, maintenance,
and labor records are kept and which is exhib;ted
at the end of the project year,

3, Members must attend their local 4-H Club meetings,
Project work gives agents and leaders a wonderful
means to develop boys and girls, and many people regard it
the strength of the 4-H program, The training value of the
project is clearly evident, and the achievements which come
through project completion are stimulating to the members,

parents and leaders, It is the project accomplishments
that make the headlines, and it is the project accomplish-
ments that are largely responsible for ‘increasing publie
interest and support, Were it not for the project nature
of 4-H Cludb work, it would be more difficuit to secure
leadership, for most all adults have something which they
can do a little better than average, and generally there is
a 4-H project to provide a field of endeavor for that
ability,

In talking to the State 4-H Club Leaders fifteen years
ago C, B, Smith made this statement about project work
which is just as sound as ever today:

"The thing that distinguishes 4-H Club work from the
work of all other youth organizations is that it is
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based on doing worthwhile pieces of work on the farm
and in the home or community in a better way, 1In our
effort to enrich the club program with recreation,
music, social activities, nature study, etc., we must
never forget the greatest value of club work probably
arises from the fact that we teach youth to work to
do something with their own hands to do it in a better
way, to achieve through their own efforts; then to
keep a record of such work, tell about it, demon-
strate it, exhibit it, and make it a part of their
lives, "4

One of the questions for an agent to decide is, which
projects are more important? To illustrate the question
involved, the rapidly growing saddle horse project will be
considered, One of the consistent winners at horse shows
throughout Michigan and a judge at several 4-H saddle
horse shows within the last five years recently said,

"I believe boys and girls should be discouraged from

taking a horse project in 4-H, A lot of the kids

get a horse and then all they do is cut up at every

opportunity, Why not encourage them to get a calf

or some hogs and let them have an opportunity to make

some money and grow into farming?"d
This is a rather surprising statement'coming from a very
fine horseman, He sincerely feels that a club member would
be better off with a different type project, both because
of the negative influence sometimes found in the horse show
circles, and the positive influence of getting a start in
farming with a crop or livestock production projeect, Several
extension workers who have had various difficulties with
horse project members and their associates would be inclined

to support this opinion, and several fair boards in Michigan
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wish there were no such things as sadcdle horses,

Other extension workers, however, feel that the saddle
horse project can be about as valuable to the members in-
volved as any other project, They contend that it matters
1ittle what project a member takes if it provides (1) an
opportunity to teach the member some of the accepted social
values, and (2) an opportunity to develop the member into a
more useful, well balanced citizen, Some of the arguments
advanced for the saddle horse project are:

1, Most effective club work can be done when the mem-
bers are interested in their projects, and cer-
tainly this is the case with members having saddle
horses,

2, Many boys and girls would never be reached by club
work if they could not be reached through their
interest in horses, and often these boys and girls
are those who need club vwork most,

3« Many members would not stay in club work if they
had to carry projects which did not interest them,

4, The saddle horse project offers as much opportunity
to develop members as any project when proper meth-
ods of club work are understood and applied,

The arguments which are used to supnort the saddle

horse project can be applied to a wide variety of projects
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which are not designed to help boys and girls realize a
profit and grow into farming,

In one Michigan county during the 1950-51 winter pro-
ject year, there were 1,000 members enrolled in the sewing
and handicraft projects, Boys and girls in the county who
wanted to be in 4-H Club vork generally were more Or less
forced to take one of these two major projects., It is
1ittle wonder that many leaders in the county complained
about members not seeming to be interested in their work,
and the average tenure of leaders and members alike in the
county was only slightly more than two years,

The majority of extension workers are now of the
opinion that there are no "best" projects, Each project
listed by the Kichigan State 4-H Club office has its place
if there are sufficient numbers of members interested}and
leaders are avajilable or can be trained in the project skill
required, Many counties have at one time or another de-
veloped particular projects to meet the interest of their
members, and many of the present state-wide projects had
their origin in the counties in this manner., The projects
listed in the 1951 Michigan 4-H Project Requirements Outline
and the 1950 enrollments in each are shown in Table III,

One of the greatest values which can come from any 4-H

Club project is the value which is connected with ownership,



KICHIGAN 4-H PROJECTS AND MIMBIR INACLLLEIYNTS FOR 1950

Table III

Project 1950 Enrollment

Clothing @ O © 00 000068 0 00 00 90" 00000 00000 PO OT
school Lunch @ 0 O 00 06000 00 0000000 PO OGSO DIOCOIOS
Food Preparation 000000000000 cscescccsne
Food Preservation ® 0 0000 000 0000600000000 00
Home Maﬂagement 0000 ccosccccssascosccosoe
Handiecraft 0000000000 00000000000000000000
Electrical 0606000 ccs0ss00s000000000s000000
Tractor Maintenance 000000 cvc000ccccccsnoe
Farm maChinery 00000000 escsc0000000scs0n e
CTOPS 0060000000 00000s000c0e0000r0c0csn0s0s
Vegetable Gardening 0000000 ccscssccccsnosss
Flower Gardening 000 csce0sc0s0cesscrsnncn
Horticulture 0e0ececoesecccscsvccecsssonsoe
Conservation 06000000 ccesses0cecscscscssae
Daity ©0000000c0ecscscccscrsncssncsssncocs
Beef 0000000 cscesssscscesecssosccnscnscssce
Sheep 000000 ssccerevesessreecscvssccsose e
Horse 0000000000000t ss0c0000000c0sssnsoe
Swine @000 c0c00s0c0s00sc00000000ccsnssnss e

Rabbits 900 0600000600000 060000000000006000000

4-H Clud Boy @000 rescss00000ccsssccscssscs
Junior Leadership 0000000 csssc0sc00000cce
Personal Accounts 000ccceccrsscscccoccncoe
Archery 0000000000000 0000000000000000000
Health and Safety @ececcecccccccecceccscssoone
Farm fire prevention e0es0cesevccscnscoce

19491
675
9704
3843
241
12443
3005
1815
628
2800
6710
3417
214
7120
6146
1261
231
1022
1168
1072
346
1228
114
163
1747
564
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In those projects, such as the crops and livestock projects,
where there is an opportunity for a boy or girl to realize
some financial return from the project, ownership is espe-
cially important, Sometimes the project animal is one which
"Dad loaned to Jimmie" or the project garden is the family
garden which "Mary helps to weed," It is a big day in the
1ife of a boy or girl when they go to the bank with Dad to
get a loan to buy a 4-H calf, It is also a wvaluable ex-
perience for a boy or girl when there is a written and de-
finite agreement between the parents and the member concern-
ing financial obligations and returns, In order for a pro-
ject to be of value in itself it should develop responsi-
bility in the member, and in young people responsibility is

generally associated with ownership,
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Footnotes

Robert G, Foster, Types of Farm Families and Effects
of 4-H Club Work on Family Relations, an unpublished
manuscript which has been cited in, Contributions of
4-H Club Work to Good Family Livini, U.,S. Dept, of
Agr, Extension Service Circular <84, Washington,
1938,

Michigan 4-H Leaders lfanual, llichigan Extension Ser-
vice Publication, ilichigan State College, IZast
Lansing, 1947, p. 2.

T, A, Erickson, Guide Posts for Loecal 4-H Leaders,
General }Mills Company, liinneapolis, llinnesota, 1951,
p. 11.

C. B, Smith, 4-H Club Work, U, S. Dept., of Agr,, Ex-
tension Circular, No, <45, Washington, 1936,

Clayton Hulett, oral communication,
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CHAPTER X
4-H CLUB ORGANIZATION

The previous chapter was concerned with principles
and objectives of 4-H Club work, and with a review of the
baste units of club work, the projects., This chapter
deals with a major job of 4-H Club Agents, which is de-
veloping a strong 4-H organization, ¥r, A, G, Kettunen,
State 4-H Club Leader said, "The only way a 4-H Club Agent
can accomplish his job is thfough developing a strong or=-
ganization of local adult leaders, and giving them the
training, enthusiasm, and authority to carry on."l since
at present only about fifteen per cent of Michigan's rural
youth are in 4-H Club work any gi;en year, there is prac-
tically no limit to the 4-H Club enrollment except the
ability of the individual agents to organize and direct the
program,

As 4-H Club work has become more appealing to youth and
parents the enrollment has steadily grown, The increase in
enrollment has not been accompanied by a proportional in-
crease in the number of 4-H Club Agents, and consequently
there has been an increase in the number of members per

agent, It has been the opinion of many extension workers
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that there is 2 saturation point in 4-H Club enrollments
per agent, beyond which increased enrollments will cause
the quality of the program to be adversely effected, ThHis
may be true, but certainly the "saturation point" will
vary considerably from county to county, depending on whe-
ther the agent tries to take care of everything personally
or has a strong organization of leaders who are interested

in helping carry nut the program,

Types of 4-H Leader Organizations in Ilichigan

The two general types of 4-H leader organizations in
Michigan are the (1) 4-H Councils, which are usually com-
vosed of representatives of the various townships, and the
(2) Leaders Associations, in which all of the leaders in
the county take an active part, lany variations of these
main types exist, and no specific type of organization is
recommended for every situation, These two main types of
organization will now be described, and some of the strength
and weakness of each will be discussed,

The 4-H Council, This type of leader organization has

been used by most Michigan counties in the past, and al-

though there is a slow shift toward the Leader Association
type of organization, the majority of Michigan counties are
now orzanized on the Council basis, The council generally

has from twelve to sixteen members elected for a period of
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two years by the various townships or districts at an
annual leader meeting or a leader training meeting, Half
of the members are replaced each year, leaving the other
half to provide for a continuing program, A typical 4-H
Council organization is shown in Figure 5,

The members of the council choose their officer and
representative to the District 4-H Council, and appoint
such committees as are deemed necessary, They help the
agents plan the program, plan and conduct specific projects
and events, and aid in the organization of their districts
or townships when desired,

The advantages of the 4-H Council are:

1, It is easy to organize,

2, It provides an efficient unit with which the

agents may work because of its limited size,

3, The members elected to the council are generally
recognized as being the outstanding leaders in
the county,

The disadvantages of the council are:

1, Communication concerning county programs from the
agents through the council members to the leaders
in their districts is generally poor, as is com-
munication of ideas and problems up to the county

level through the council members,



COUNTY
L-H CLUB AGENT

COUNCIL CHAIRMAN

: STATE
COUNTY L-H COUNCIL
L A COUNCIL
(16 members chosen from districts) REPRESENTATIVE

DISTRICT
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DISTRICT DISTRICT
ITI v

FIGURE 5
A TYPICAL COUNTY L-H LEADERS

COUNCIL ORGANIZATIONAL CHART
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2, In spite of the "representative" idea of the coun-
cil, the majority of the leaders do not feel com-
mitted to the county program because they do not
have & voice in establishing it,

3, The morale of the majority of leaders is generally
only fair (council members excepted) because they
are not in close contact with the overall progranm,

In some counties the council type organization is quite

successful because its disadvantages are recognized and
steps are taken to minimize them, One basic principle
should be recognized by the agents who operate with coun-
cils, and that is "people must share if they are going to
care,” Many councils violate this principle when they at-
tempt to carry the whole county program themselves and fail
to draw in most of the other leaders for committee work on
various events and projects, Several of the more success-
ful councils have standing committees appointed from the
ranks of the entire leader complement, and make every effort
to keep all of the leaders in close touch with the overall
program, In a county where there is an active leader train-
ing program there may be sufficient opportunity for the
leaders to develop the feeling that they are an important
part of the county program, and the disadvantages of the
council type of organization may thus be largely eliminated.
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One of the problems in 4-H Club work which requires
more study is the effect of various type leader organiza-
tions on leader morale, tenure, and accomplishment, It is
probable that such studies would reveal greater leader
satisfaction, longer tenure and greater accomplishment in
those situations where they have become actively interested
in the county program through activities of their leader

organizations,

Leader Associations of all county leaders, Each year

two or three Michigan counties have been changing their or-
ganizations from the Council type to the Leader Association
type. The shift has been slow, and probably that is as it
should be, for it is generally a serious blunder to make
such a change until the leaders themselves feel the need of
the change, The 4-H Leaders Association type of organiza-
fion is much more elaborate than the council type, as may de
seen in Figure 6,

The Leaders Associations generally have regularly sche-
duled meetings once a month or once every two months in
addition to any project leader training meetings, Xach year
new officers are elected, as are one half of the non-officer
members of the Executive Board, who are elected for a two
year term, The new officers and executive board members

meet immediately after they have been elected and choose



COUNTY
L=H CLUB AGENT

SOCTIATION
IDENT

COUNCIL or EXECUTIVE BOARD
(7 members plus officers
elected by Leaders Association)

STATE
LEADERS ASSCCIATION COUNCIL

(A1l L-H Leaders of County) REPRESENTATIVE

]

Finance Building Recreation
Committee and Lands Committee
Commi ttee

I

Club and Fairs and Program Constitution
Member Achievements and Project and Policy
Promotion Commi ttee Commi ttee Committee
Commi ttee

— _— i ————

(Standing Committees with non-officer members
of executive board as chairman)

FIGURE 6

A TYPICAL COUNTY L-H LEADERS
ASSOCTATION ORGANIZATTONAL CHART
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members to the several standing committees, with the Presi-
dent selecting various executive board members to serve as
chairmen of the committees, These committees are in some
cases very large when the duties of the'committee are ex-
tensive. In one county the recreation committee was di-
vided into subcommittees for softball, dances, picnies,
vand, and skating, and a total of twenty-four served on the
committee, These standing committees are the backbone of
the leaders organizations, and the units through which the
large majority of county 4-H activities and events are
carried on, Since the committees are the vital working
units of the organizations, consideration will now be given
to the way in which the seven committees listed in Figure 4
functioned in one Michigan county during 1950,

1, Building and Lands Committee
This committee is responsible for the construec-

tion of any building and the maintenance and improve-
ment of any buildings and the lands owned or operated

by the Leaders Organization,
Building and Lands Committee Calendar

January - Meeting to discuss the immediate and long
term operation and maintenance of the camp,

(This may involve the Finance Committee,)
April - Work Bee to plant trees and wildlife cover,

May - Work Bee to clean up and repair camp,

November - Work Bee to build cabins,
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2, Recreation Committee

This committee is responsible for planning and

conducting any recreational program for members

and leaders sponsored by the Leaders Organization,

and will also assist in recreational activities

sponsored by other organizations (such as the Fair

Board) which the committee and the Leaders Organi-

zation deem advisable,

January -

February-

March
April

May -
June -

July

August

September

October -

November-

Recreation Committee Calendar

1,

1,
2.

1.
1,

1.
1.
1.

1,
2.

1.

Conduct County skating party,.
Conduct leaders outing,

Conduct county dance,
Conduct county recreation school,

Conduct county skating party,

Make major arrangements for summer and
fall activities,

Organize county softball leaguse,
Conduct county picnic,
Conduct county trip,

Conduct county camp,
Conduct county softball playoff,

Cooperate with the Fair Committee in
recreational activities at the County
Fair,

Conduct county skating party.

Consult with Program Planning Committee.
Cooperate with the Finance Committee in
conducting a variety show,

Make major arrangements for winter and
spring activities,
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December - 1, Comnduct county dance.

3, Fairs and Achievements Committee
This committee is responsible for planning and
conducting any fair or achievement event sponsored
by the Leaders Organization, and for cooperating
in any fair or achievement sponsored by other or-
ganizations which the committee and Leaders Organi-
zation have approved,
Calendar
Plan spring achievement - program, ete,

2, Revise fair book, order supplies, set
policy, line up special premiums,etec,

[}
)
L

January

Make final preparations for spring
achievements,

March

[}
)
.

April

]
fo
L]

Spring Achievement,

June

[}
-
[ ]

Attend fair Yoard meeting,
2, Help clubs plan for fair exhibit,
3. Major fall achievement arrangements,

Choose State Show exhibits and place
then,

2., Clean up and decorate fair exhibit
space,

August

[
[
.

September 1, County Fair and possibly State Fair,
2, Check on possible entries for Jr, Live-
stock Show,
October - Review fair and make suggestions to be
presented to the Fair Baord,
Work out fall achievement details,

November- Fall Achievement,

December- Attend winter fair board meeting, :
Place exhibits at Jr, Livestock Show,
Make major spring achievement arrange-

ments,

QWO K+ N
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4, Constitution and Policy Committee

This committee is responsible for studying pro=-
blems of policy which arise in the functions of the
Leaders Organization, for making an annual study of
the constitution of the Leaders Organization, and
for making recommendations to the Leaders Organiza-
tion concerning these matters,

Calendar

January - 1, Meeting to consider necessary consti-
tution revisions,

2, Shall the Leaders Organization conduct
a raffle?

Maroch - 1, Shall money from the Leaders Organiza-
tion be used to purchase instruments
for the band?

2, Shall the Leaders Organization sponsor
a softball league?

September 1, Shall the Leaders Organization sponsor
dances?

Club and Member Prombtion Committee

This committee is responsible for planning and
conducting awards programs, promotional campaigns,
publicity for events, and such other activities as
will increase numbers and enthusiasm of both members
and leaders in the county,

Calendar

February - 1, Conduct Leader Recognition Banquet.
March - 1, Promote National 4-H Club Week -

arrange special observances, newspaper
stories, club participation,



April -
Way -
September-

November -
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Handle Spring Achievement publicity,

Select county contestants for State
Awards, and Scholarships,

Select delegates to Older Youth Camp.
Also delegates to Club Week if these
are not selected at Achievement,

Handle Fair publicity.

Promote National 4-H Achievement Week,
Select delegates to Jr, Leadership
School,

Plan Leader Recognition Banquet,

6. Finance Committee

This committee is responsible for planning and

condueting or cooperating with other committees or

groups in conducting projects and events for raising

funds deemed necessary by the committee and Leaders

Organizatio

n,

The committee will also assist the

county extension personnel in budgeting the alloca-

tion funds awarded by the state,

January -
March -
April -
July -
August -

1,
1,

1.
1.

Calendar

Budget the Allocation,

Plan means of raising money for pro-
jects that the Leaders Organization
has decided to undertake,

Hold County Auction,

Operate a concession at the plowing
contest,

Operate a concession at Grass Day.
If the Leaders Organization apptoves,

conduct a raffle in connection with
the County Fair,
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September - 1, Operate a concession at the County

Pair,

November - 1, Sponsor a variety show in coopera-

tion with the Recreation Committee,

December - 1, Encourage clubs to raise money

through rummage sales, bake sales,
dances, scrap and paper drives,

7. Project and Program Committee

This committee is responsible for working out the

Leader Organization Calendar 6f Events for the year,

and for planning and conducting all project events

and activities which are not the direct responsi-

bility of another committee,

January - 1,
February - %,
2,
April -1,
2,
3.
May -1,
2,
June -1,

Calendar

Forestry, Poultry, Tractor subcommittee
planning,

Forestry and Poultry Leaders training
meeting,

Make major arrangements for all summer
and fall events,
Plan Spring Leaders Meeting details,

Spring Leaders Meeting
Plowing Contest,
Rural Life Sunday.

Schedule MSC personnel for year at
annual Conference,

Foods, Dairy, Garden, etec, subcommittee
planning,

Foods Project training and judeging
team selection,
Livestock tour,
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July - 1, County tours in main projects,
2, Judging team selection and training,

August - 1, County tours,
2., Judging Elimination at XSC.

September- 1, Make major arrangements for Winter
Leaders Meeting and any winter pro-
ject events,

2, Plan Fall Leaders Meeting details,

October - 1, Fall Leaders Meeting,
November - 1, Plan program for next year,

2, Make major arrangements for all spring
activities, such as speakers, field
for plowing, building reservations,

December - 1, Winter Leaders lMeeting,
A study of the foregoing leaders organization committee
s ctivities emphasizes the need of a large number of leaders
who are interested in seeing the 4-H Club Program within
€the county grow in size and quality, No agent would be able
€t o carry on this type of program alone, or even with the aid
Of a few strong supporters, A good organization of all of

the leaders in the county is needed, and here lies one of
the greatest challenges to 4-H Club Agents,

Types of 4-H Clubs in Michigan

Just as there is a slow change from the Council type of
Leader Organization to the type in which all leaders are
active, there is a slow change from the project type of 4-H

to the year-round community type club,
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The project type club is generally organized at the
start of the summer or winter project season, and the
leaders and members are usually concerned with only one pro-
ject, The project clubs generally meet once a week, with
one meeting designated as the business meeting, The great

majority of the time of project clubs is spent doing pro-

ject work, with a minimum of planned programs including
business, special mubject matter and recreation,

The Community type 4-H Club is, as the name implies,
the result of combining two or more project groups in a
community, and it generally functions year around. Instead
of reorganizing the entire club each spring and fall at the
start of a new project season, the project leaders of the
club simply accept club members into their projeet groups,
¥any clubs have as high as twelve project leaders, and all
have one leader who is designated as community club leader
or administrative leader who is responsible for coordinat-
ing the overall club meetings and events, The project
groups generally meet once a week at a convenient time, and
the overall club meets once a month,

The comparative advantages of community clubs and pro-
ject clubs have not been made the subject of extensive study,
and no data are avajlable to support the contention of many
extension workers that the community type organization is

superior, The experience of the writer in dealing with both
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types of clubs indicates the comparative advantages of each
type to be as shown in Table IV,
Mr, A, G, Kettunen said recently,
"There is a definite movement in Michigan toward the
larger, community type of club organization, and this
is certainly a movement in the right direction, How-
ever, in several counties there has been little pro-
gress in establishing community clubs because the
agents have followed the course of least resiétance,
which is the organization of project clubs."
Table IV
THE AVERAGE COMPARATIVE ADVANTAGES OF THE PROJECT TYPE AND

THE COMMUNITY TYPE OF 4-H CLUBS

Criteria. Project Club Community
Club
Ease of organization easy difficult
Leadership cooperation problems few occasional
Reorganization needed often seldom
Program and activity scope limited extensive
Continued member interest fair very good
Reenrollment poor good
Number of older members few many
Size of clud small large

Table IV shows the advantages and disadvantages of
each type of club in some important aspeects., One of the more

important considerations in the effectiveness of clubs has
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been shown to be the size of the club, A Western Region
4-H Study Committee found that as the size of clubs in-
creased reorganization and reenrollment increased, The
committee recommended good sized clubs, stating, "There 1is
a 1limit to the play, discussion, and service activities
that a club of five or six members can take part in, Fif-
teen to twenty members make a strong club, "3

An indication as to what the situatioﬁ may be in
Michigan is given in Table V which compares two lower Michi-
gan counties having about the same enrollment, This com-
rarison is greatly limited by a number of factors such as
the type of leader organization, tenure and programs of
agents, and ethnic considerations, and should not be con-
gsidered as a true picture of the overall situation, How;
ever, in the opinions of several Assistant State 4-H Cludb
Leaders, this table does give a fairly good indication of
the situation throughout the state,

If projeet work were the only consideration in 4-H
Club work the project type of club might serve the purpose,
but, as has been pointed out several times in previous chap-
ters, projeet work is not the only consideration, All of the
4-H Cludb social objectives are much more readily accomplished
through clubs which have a well rounded program and a suf-
ficient number of boys and girls working together to develop

interest and spirit, Community 4-H Clubs generally meet the

need,
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TABLE V
A COMPARISON OF 4-H PROGRAKS IN A MICHIGAN COUNTY HAVING

ALMOST ENTIRELY YEAR-ROUND COMMUNITY 4-H CLUBS AND ONE
HAVING ALMOST ENTIRELY 4-H PROJECT CLUBS

State

County A County B
Criteria Comm, Clubs Proj, Clubs Average

Average annual enrollment 1200 approx, 1200 approx. 700
Number of clubs 33 105 61,5
Average number of members

per clud 36 11 11,3
Average tenure of members 3.3yTr, R.,1lyr, 2,1yr,
Percent of members over

13 yrs, of age 35% 20% 29%
Average number of pro-

Jects carried per

member per year 2,0 1,0 1,6
Percentage of project

completions 88% 83% 88%
Average tenure of leaders 4,3yrs. 2,1lyrs, 3 yrs,
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A, G, Kettunen, oral communication,

Loc. cit.

Laural K, Sabraski, Goin§ Up, A Report of a Western
Region 4-H Study, U, S, Department of Agriculture,
Extension Service Leaflets No, 325 and No, 327,
Washington, 1950,



CHAPTER XI
SPECIAL PROBLEILS FACING A 4-H CLUB AGENT

Local 4-H Club leaders are continually faced with a
number of problems in their efforts to help the boys and
girls of their community, and they quite naturally look to
the county 4-H Club agent for help in solving these pro-
blems, Possibly two questions most often asked of 4-H
Club agents by leaders ares

1, How can our club secure parent and community co-

operation? In a study of 4-H Club local leader-
ship in Oklahoma, Shinn found 35 per cent of the
local leaders felt that lack of cooperation by
parents and/or community was their greatest dis-
couragement.1

2, How can our club strengthen its program to make

it more interesting and worthwhile?

There are no simple answers to these qu?stions, but
extension workers have arrived at a number of recommenda-

tions which are now considered,

Securing Parent and Community Cooperation

Parent and community cooperation are necessary if a



150

4-H Club and its members are going to fully benefit from a
4-H experience, It is difficult for a member to do good
project work and take an enthusiastie part in the club and
county 4-H activities if he is not encouraged at home and
in the community, Thus it is that not only the success
feeling on the part of the leader, but the success of the
whole club depends to a great extent on this parent and
community cooperation,

Many ways for securing parent cooperation have been
advanced, and a few Michigan counties are doing outstanding
jobs in meeting this problem, Some of the methods used by
agents are outlined belows

1, A most important consideration in securing parent

cooperation seems fo be the fact that informed and

invited people are interested people, and jnter-

ested people are cooperative people.2

2, Two main classes of factors that influence parent

cooperation ares

A, The leaders attitude toward parent cooperation,
The more parent cooperation a leader wanted and
worked to get, the more he received,

B, The activities carried on by a 4-H Club and/or
the leader which give information to parents
and hold their interest, The following acti-

vities were found generally helpful in securing
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parent cooperation, and are listed in order
of importances

Holding special social meetings for parents,

Holding regular club meetings in members'
homes,

Leader visiting homes of all members,

Tours to members'homes,

Special recognition given parents,

Leader himself inviting parents to regular
elub.meetings,

Both leader and members ask parents for
help,

Leader informs parents about 4-H when he
happens to see them or at meetings and
special events,

Leader had consent of every parent to mem-
ber joining,

3, One idea seems to thr<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>