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Overview

The Personnd and Organizationa Development Committee (PODC) conducted a planning and
futuring session as apart of their fall 1995 committee meeting September 19-7?, 1995 in Vall,
Colorado.

Thefive phases of the futuring and planning session reflected the group's objectives:

. to review the current Sate of Extenson and the emerging discusson of cheordict
organizations,
to develop a 2 year "Victory Vison" for PODC and identify the redlity associated with the
vison;
to identify the commitment of the PODC committee as rdlated to their vison;
to identify the issues faced by CES as related to PODC; and,
to develop potentia action strategies for PODC in the next two years.

PHASE 1
Reflection on the " State of Extension" and Chaordic Organization

The group began with a brief reflection on the prior day's discusson on the sate of Extenson and
chaordic organizations. The group agreed tha this is a time of unprecedented opportunity for
organizational growth and development. Also, it was clear that if ECOP chooses to continue to
explore the development as a chaordic organization, PODC will be in a unique postion to further
these efforts.  Additiondly, the group identified the following learnings from the previous day's
discussion to "keep in mind".

Thingsfor PODC to" Keep in Mind"

We all have the same god, but may go at it in different ways.

Keep purpose and principles in mind, especially empowerment; give everyone opportunity to
participate.

We will have to change in order to survive.
We can bring dl dong - no need to leave some behind.

Challenge yet opportunity for PODC to bein frontt RESPONSIBILITY'!

! CHAORDIC is aterm coined by Dee Hock, founder and Chairman emeritus of VISA, to describe an organization
living and working on the edge or balance point between chaos and order.



PHASE 2
Victory Vison and Current Reality

After reflecting on the agreed upon principles and purpose of Extension and role of PODC, the group
then described that the outcomes would be in two years based on the committeg's view of "Victory".
This step established the committee's two year victory vison. (see "Victory" circle on page 4). The
group then considered the current situation in CES, in light of their victory and the outcomes they are
seeking to achieve. The group defined the following as part of the current redlity:

Strengths: What strengths do we have to achieve our two year victory?
Weaknesses: What weaknesses do we need to consder in our plansfor victory?
Benefits: What are the potential benefits of our victory?

Dangers: What might be potentid dangers of achieving our victory?

Responses to these questions are presented in Table 1 on pages 5 and 6.

PHASE 3
The PODC Commitment

The group identified the commitment of the PODC as follows:

. Environmenta scanning mechanism - both interna and externd.

. To guide change

. Challenge the process and assumptions

. Resource to others

. Encourage networks among folks - an enabling role

. Suggest changes to others

. Committed that CES should have afuture

. Initiate projects that facilitate change

. Recommend concrete action

. Input to ECOP and expect our accountability for action (the point value on what we
say we will do)

. Collecting information and andys's as needed

. Work asateam - better integrate outreach into Land-Grant Universties

. Share innovative ideas and success

. Representative views of congtituents - think tank

. Maintain understanding of where we are - know system

. Be accountable

. Provide leadership
. Commitment



PHASE 4
| ssues/Challenges

The group moved on to identify the issues and chalenges which Extension isfacing. These are
listed in Table 2 on page 7.

PHASE 5
Action Strategies

The group continued by identifying the key actions the PODC could take to address the issues and
chalenges. Outcomes from this discussion were used by the group to develop possible strategies, by
identifying the intent of the strategy, possible action steps, time line for actions, and possible outcomes.
These are summarized as potentia action strategies on pages 8 through 12.

PHASE 6
Future Work

The next day, the group continued by identifying areas for future work. Outcomes from those
discussons are listed under Aress |dentified for Future Work on page 12.




VICTORY! VICTORY!

We would be here!

Structurd change would be driven by purpose

We ve continuoudly reconfirmed the CES niche & it's been reconfirmed with customers
Broader sense of diversity beyond race/gender

Field faculty fed the organization isflat and they are empowered

Simplification of complexities, not just jump hoops

Unified purpose-all know what we are here for

PODC would represent Education, Research & Extension

Others understand what we do for them

More pride, less “beating up on ourselves’

Fed good about working smarter, not harder

We worked oursalves (PODC) out of ajob!

Bringing “old and new” together- sense of oneness

Opportunity for learning of charodic spread to lower leve of organization

We d welcome, embrace, & anticipate change

We were successful in influencing selection of indicators (evd.) so they reflect our educationd
purpose

Specidists and county staff understand how technology eases their load

Clarify expectationsre. agents & specidigts

CES makes legp to technology eral-Everyone usesiit

“Adminigrivid’ & reports diminated

$ doubles & dl levels-or maybe not, yet change occurs

Emphasis on access, Customer driven

Crestive budgets & other funding

We trust each other to commit to common purpose (hence less reports)

Qutreach would be highly regarded by Land-Grant Univergties

Outreach is#1 priority for Land-Grant Universties

Respect and gppreciation re: financia supports-others recognize what we have to offer



Table 1-A

CURRENT REALITY

Strengths

W eakness

Expectations for individua dtaff
Indtitutiondized in-service training
Havelots of flexibility

Progress strong

People!

Nationwide network

Lots of new Directors

Lots of people with commitment
Partnership- Federal/State/L ocal
Partnership with other groups/agencies
PODC

We have atradition

Grass-roots structure

Allow for differences

Research-based

Some states able to take lead
Integrated teaching, research, public service
Land-Grant University system

Fed gaff

Sizegble resources

Tenacious and independent volunteers
Programming across life cyde

Listen to what people say they want
Interdisciplinary perspective
Organization Structured for ways to meet
changing needs

Pogtive thinkers

Trained gt&ff, redly committed

“They truly care”’

Status with hierarchy

Unable to move from defense to offengve
Not quick enough to address challenges
Unwillingnessto let go

Failure to anticipate new partners

Network of partners makes us unyidding
“Adminidrivid’ tekestime

Recognition

Fear of unknown

Too many policies/regulations, not enough
guiddines

Falure to redize public organization
downsized

Not willing to try cregtive gaffing

We dtress ‘how’ not ‘what’ we do

Steff fed over-worked

Location of CSREES in Agriculture

Lack of measured impact

Things we do are service not educetion
Locked into office of pagt-not future

Hung up on uniformity

Perception that we have no focus

Sow to make decisons

Emphasis on academic training instead of
communicaion skills

Marketing is weak

I nadequate resources

Tradition of Ag. base-4-H tradition
Chasing $ rather than the other way around
Reuctant to contract things out

Don't wak thetak re: diversity

We fed that if we publish report we have done
something

Clientdle don't think county faculty are
knowledgesble

Need tools to help people work smarter
We “buy in” to alowing people to misperceive
us, and don't chalenge assumptions enough
County & state boundaries




Table 1-B

CURRENT REALITY

Benefits

Dangers

New partners & funders

Higher levels of motivation

Pride

High morde

Sense of focus

Gregter cregtivity

L ess paperwork

Better programs

Lessquilt for lesswork (we can work 40 hour
weeks!

Gresgter unity

Better education

Increased individua sdf esteem

Increased funding sources

We would have cheerleaders vs. supervisors
Educated environment

Enhanced communications across research
and education

More credtivity with programs

$ chases us

More time to make a difference
Teamwork

Less stress

More fun!

Lessdowntime

Stronger staff to respond to diverse needs
Grester credtivity for outreach from Land-
Grant Univerdties

Cutting edge

More proactive

Opportunity for renewa of sdf/organization
Able to identify impacts

Organization would make differencein
communities

Too complicated

Could dienate treditiond groups, staff and
clientele groups, academic community, and
funding sources

Could become competitive

Lose some directors

Have to find new resources we never used
before

L ose support base and purpose

Raised pride could lead to unwillingnessto
work with others

Might not be adle to shift to new ways of
thinking

could lose some of good things that brought us
here

Become reluctant to change

Target of other competitors

Gresater need to communicate

May not be able to afford changes




Table2

PODC — WHAT ARE THE ISSUES WE FACE IN EXTENSION?

Internalizing Broadening Integrating the Human Customer Fostering Relevanceand
PUT DOSE Fundin Land Grant Resour cesfor Focus Shared Impact
P 9 Function the Future L eadership P
Purpose Diverse funding Functioning asa Selection, retention | Empowering clients | Decision-making Marketing Extension
university faculty and support of to be change agents and programs
Develop Alternative funding diverse staff Effectively use

vision/focusfor
Extension to make a
differencein the 21%
century.

sources

Limited funds

Outreach

Positioning the
organization
(internal)

Broadening base of
support

Seaml ess teaching,
research, Extension

Strategies to
integrate teaching
research and
outreach

Organization reflects
current
demographics

Involvement of
clientele

divergent thinking

Accountability

Research/
education
integration

Develop creative
staffing patterns
based on purpose
and principles

Ever-changing
clientele and their
needs

Human
infrastructure to
support technology

Strategies to work
with those we
alienate

Trust between Reporting system
partners with flexibility
Ethicsand integrity | Indicators of

Complexity and
communication

educational impacts

Balancing work and
family

Technology asa
useful tool for
program deliver

I nterdependence of
different interest
groups

Working smarter

Organization reflects
current
demographics

Diminish position
power/classism

Customer ID




ACTION PLANSIN STRATEGIC AREAS
(smdl group work)

A. ECOP to Demonstrate Shared Leadership and Re-evaluate Composition for the " New
Organization”

Group Members. Warner, Calvert, Gear, Gruber-Hagen

Topics

1. Optionsfor implementing ethicad decison-making standards.
2. Support for self-managed teams.

3. Modds of shared leadership.

4. Traning re: key organizationd issues.

PODC Will Take Responsibility to:

1. Design organizationa process that brings cross-section of staff together to explore key issues
facing CES.

2. Secure the needed legitimization.

3. Lead exploratory process that would be a dialogue in which participants spesk to the issues
from their unique perspective in the organization.

4. The process would modd shared leadership, sdf-directed teams, and ethical decision-making
as the learning experience.

Products:

1. Paticipant learning that they can use and apply

Thelir action proposasre: issue(s)

Results more broadly shared

Re-evduation of ECOP composition and modeling of shared leadership would result from
issue(s) didogue (see above) within the System.

Awbd

Action Steps.
PODC ECOP Adminigrative Advisors Jm Christenson and Harold Benson to bring the
issue of ECOP reorganization to ECOP for discussion, debate and change!

B. Create National Funding Sources Directory - (External Sour ces)

Public Directories

1. Federa agenciesin addition to USDA

2. States agencies representation includes state government
3. Locd agencies representation includes loca government




Private Directories.

1. Foundations, Council on Foundations
2. Grantsdirectories

3. 4-H Foundations

4. Non-profits (other)

. Develop Paosition Paper on Formula Funding (Internal Sour ces, CES)

Action Steps.

1. Whole budget needs to be reviewed with respect to 1890 and 1862 issues, Native American
Colleges, Territories.

2. Provide representation of CES to Congress by focusing on both traditiona and nontraditiond;
eg. urban issues, HIV/AIDS, "Decisons for Hedth".

Outcomes:

»  Compstition with each other in CES

» Another option for our support

» Moreflexible organization and less dependent on 3 levels of spending (present structure)
» Offer wider range of programs for broader outreach

» Broader funding base

* Broader human resource base

*  New audience contact through specid interest programs

» Joint projects with other states

Support Strategiesfor Center for Diversity

Action Steps.
Directory is one Strategy.

. ldentify Successesfor Broadening Funding

Action Steps:
Send out internet request.

. Assessand Promote Outreach | mpact

Action Steps.

1. PODC to initiate a workgroup to document and share University outreach successes and role
of Extension (year 1).

2. PODC to develop a position paper to position Extension in emerging outreach models (year
2).



Outcomes.

1. Paper to be utilized by Extenson Director with University president to focus discussion on
emerging outreach models and how Extension can support and carry out the outreach
function.

2. Must congder relationship with "new" emerging entities that have adopted outreach as part of
their misson.

G. Develop Position Paperson:
Progress Made in achieving seamless gpproach to research, education, and Extension
The Vdue of county agents teaching credit courses (through distance education)

How to merge Extenson and Research at dl levels
Vdue of integrating county agents with departments and indtitutes

A wbdpE

Group Members. Pauline Nickel, Jim Christenson and Linda

Action Steps/Focus of Position Papers.

1. Casedudies/examples what's being done in different states on locdl leve.

2. Pogtive modelsto simulate loca university outreach integrating research and education,
specia emphases on private sector inputs is knowledge, desire, resources, and feedback.

Pending Issue:
Recommend to ECOP that SCOP-RICOP organize joint workshop to deliver seamless

ddivery sysem in Land- Grant Universities.

H. ldentify and Share Successful Actionswhich have Attracted, Retained and Supported
Diver se Staff in the System

Action Steps.
Identify and share successful actions which have recruited, sdlected and retained diverse
gaff in the system (group working on by 11/96).

I. Identify Successful Policies and Practices which Foster Balancing Work and Family

Action Steps.
|dentify successful programs, benefits and work arrangements which foster balancing work and
family (1/96).

J. National Dialogue on Family Work |ssues

Action Steps:



Share outcomes from action under Area H. (see above) a various meetings, e.g. Director/Admin.,
Admin Managers, ESP, etc.
. Identify Successful WaysWe Can "Work Smarter"

Action Steps.
Identify successful ways we can "work smarter” through email on HR Network. Organize and
share input.

. Develop Creative Staffing M odels

Action Steps.
Email HR Network regarding successful use of human resources and staffing patterns. (Keep &
share by 7/96)

. Staff Profilesfor 21% Century: Skills, Competencies, Attitudes

Action Steps.
|dentify competencies, skills and attitudes needed by Extension professionalsin the 21% century:
- HR manager led
PODC vdidate
Survey various groups
Collate and share by 11/97

. Design M echanism to Deliver Useful 1n-Service Trainingsto Recruit, Select, Retain
Diver se Faculty/Staff

Action Steps.
TBA

. Develop Position Paper in Extension Research and Technology

Action Steps/Focus of Position Paper:

1. Customer access dtrategies using technology

2. Nationd CES orientation and technology materids for Sates

3. PODC/PLC to address human resource technology use, identify needs, and develop current

drategy ('people-ware')
4. Makeinformation available across boundaries. i.e. World Wide Web

Outcomes:
Recommendations and a paper, including orientation materials and options on access,
focus on "people-ware" vs. hardware and software, to be shared at conference in 1996.



P. Encourage Continuous Environmental Scanning by Diver se Teams

Action Steps.
PODC to modd through email on PODC issues. crossing boundaries, sharing leadership/involving
others.

Q. Utilize Technology to Debate Tenure | ssue

Action Steps.
Create moderated email forum to foster debate; budget funds for graduate student to moderate;
synthesize outcomes in white paper for review.

Additional Potential Strategic Action Areas |dentified
but Needing Further Development Were:

» Strategies on evauation and accountability with PLC

» |dentify effective components of an impact and reporting system

* Modesof consumer driven impact indicators

» Nationd didogue on family/work issues

»  Specific action in support of discussion on chaordic organizations throughout the System

* Create leadership councils with paid and volunteer staff

» Director/adminigrator training re: organizationd issues, eg. diversty and plurdism, broadly funded
base

*  Cugome "Bill of Rights'

* Modesin shared leadership

* Invedtigate options for implementing standards on ethica decision-making

» Provide support for sdf-managed teams

These potentid action areas were further reviewed and prioritized by the PODC the next day.

Areas | dentified for Future Work

A. Exiding Topics

Recruitment, Sdection and Retention Work Group

Funding for Center for Divergty

Work/life survey

Nationa Adminigtrative Management Conference

Nationd orientation of new human resource managers
Dissamination of guidelines (HR, financid management, etc.)
Human Resources Network

Structure and Function -- interpretation and dissemination

N A~ WDNER



0.

Influencing decision makers (broadening our base support)

B. New Topics

1.

©OoNOOU~OWDN

Public issues education

Environmenta scanning for issues discusson

|dentify how to work smarter

Innovative HR daffing paiterns

|dentify, review, update competencies, skills and attitudes for professionasin 21% century
Key issues did ogue across organizationa spectrum

Recompostion of ECOP

Position paper on new modes for and examples of effective "seamless' organizations
Create nationd funding sources directory

10 Position paper on formula funding
11. Identify successes for broadening funding
12. Position paper on successful models of positioning Extension in outreach area.



