the Agent in Leader Training

Enough is known of some aspects of working with leaders
to make a professional approach more than mere guess

LAUREL K. SABROSKY

Wiedge of working with and through volunteer leaders is
fete. There are many areas of concern in which we must
§ intuition and judgment. However, enough is known of
fets of working with leaders to make a professional ap-
than mere guess. We know something of what leaders
fed; we know from observation and study that leaders are
gted but not trained; and we have some clues as to who
ehoose those to serve as leaders. Indeed a great deal more
bout capitalizing on interests, of understanding and utiliz-
Bual circumstances, and of the professional’s appropriate
Bp to the volunteer than is included in the method of
#or many of us.

fension worker can do professional work without ever
pcal leader in his county. But the need for local leaders
lly been recognized. This is a discussion of how the agent
professionally, with and through local leaders.

it that the agent trains local leaders instead of doing direct
% 4-H Club members, or other lay people, places him at
el of professional work—he is teaching the trainer or
teacher—however he wants to look at it. As a person
ofessional ability in educational work, he moves from
somebody directly to teaching the person who teaches

eep in mind that he teaches or trains someone who teaches
someone else. If the agent does not teach or train the
lets the leader do as he pleases with whatever experience
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and ability he had when he was recruited or selected, the agent is
doing any professional educational work.

Leaders Recruited But Not Trained

This is one of the enigmas of Extension work. We still find 1
leaders recruited but not trained in states where local leaders h
carried the major, if not the total, responsibility of teaching
people for the past two or three decades. We do not know
answer to this problem yet. We did find out in the Western Regi
study” that one out of every 12 Extension workers thought
many local 4-H leaders do not need to attend leader-training m
ings. (It seems that more than one out of 12 act this way.)
accounts for some of it, but not all by any means.

One of the reasons we do not know more than this is because
have not attempted to study the problem deeply enough. Ano
reason is that it is difficult to get true answers from people who h
been told so often they should train leaders. They hesitate to ans
truthfully when asked why they don’t. This idea is illustrated in
book about advertising.” In the 1930’s an interviewer was expec
to find out almost anything from a respondent simply by asking h
a straight question. It was some time before analysts realized t
were being misled. For example, when asked about preference f
a strong or mild mouthwash, a lady admitting a preference for
strong mouthwash should also be admitting to an utter stranger
she suffered from (what the world had been taught to call) halitosi
Extension workers find it difficult to admit that they do not kn
how to train local leaders—or to admit that they do not like to woi
with adults, and so forth.

Recruiting leaders is an almost unknown field of information.
probably would be possible, through depth interviewing and ¢
studies, to find out how people became local leaders. However, t
casual questioning usually used in studies does not produce t
truth, or enough truth. Research has revealed some facts abo
what kind of people should be local leaders:® They should be slight
above the group with which they will work as to income, succe
education, and social level; they need to be social and communi
minded; they need to feel they have the time, although they may
the busiest persons in the community. This is about all we know.

! Federal Extension Service, unpublished data (will be published in 1963).

* Martin Mayer, Madison Avenue, U.S.4. (New York: Harper & Brothers, 1958
p. 217.

*R. C. Clark and W. E. Skelton, The 4-H Club Leader, Cornell 4-H Club Bull
tin 94 (Ithaca, New York: State College of Agriculture, December, 1950).
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ed to think that a parent of a 4-H Club member was a
gader than a non-parent and that a former 4-H Club member

er than a never-member. Recent research* is producing
ings that this may not be true—just enough of a shadow

ot to suggest that this area needs more study. For instance,
Fe types of tendencies that are not proved and need further
arents of 4-H Club members remain as leaders for a shorter
an non-parents; parents give more time and attention to
Wn children than to the other members; former 4-H Club
#s tend to put more stress on events and competition than on

hooses Leaders

time it was assumed generally that leaders chosen by the
smbers were the best leaders. Recent studies® point out that
§ this is not true. Indications are that perhaps those chosen
fsion agents make the best leaders. Again, what we don’t
bout this is much greater than what we do know. Un-
By there is a combination that would work best—perhaps
2 community leaders and 4-H Club members together to
isions concerning the choice of a leader. I would be will-
saintain that those good leaders whom the agent chose were
Mosen after he had discussed the problem with the commu-
after he himself was well acquainted with the people in the

all we really know about selection of leaders, beyond
in the community, is that they are patient people, like
or can show someone else how, enjoy children and can
ing with them for periods at a time, and are willing to give
me to being trained themselves.
pme places where leader-training programs exist, leaders are
Ag given opportunity to lead their clubs after being trained.
such a violation of all rules of respect for human dignity
s difficult to understand. It practically says that the leader
i the course; otherwise, why does the agent run right out to
> meeting and do what the leader was supposedly trained to
elf? To me, recruitment of a leader should include keeping
a year or so. Therefore, recruitment includes not only

v G. Inman, “A Review of Literature on the Selection and Training of
H Leaders” (unpublished Master’s seminar paper, University of Maryland,
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selecting him, asking him to serve, training him, but also giving
a chance to function.

We know of two reasons why Extension agents do not give lea
a chance to function: (1) Some agents do not believe that any le
is good enough to teach; (2) some agents like so much to be
young people that they cannot resist working directly with t
No doubt there are other reasons.

Extension Agent As Supervisor

A county Extension worker should consider himself a su
visor—a supervisor of local leaders.® Supervision here means
acts of training, helping, planning, encouraging, recognizing, s
ing responsibilities, evaluating, providing materials and ideas. Th
acts are facets of high-level professional activity.

When a community is accustomed to an agent holding meeti
and working directly with 4-H members, it is an especially high-le
challenge for him to show them the contribution of both leader
agent.

An educator—a person who is really interested in what happ
to the individuals he is trying to help—reaches his peak of acco
plishment when he and the others with whom he works can say “v
and “us,” not just “I” and “me.” I can’t imagine any greater p
fessional satisfaction than to work with local leaders with a speci
objective in mind for the boys and girls, and later find that they ha
learned what the agent had in mind earlier. To reach this stage tak
even more patience than I mentioned the local leaders should hav
Moreover, the supervisors of the agents need just as much patien

I want to stress, when discussing the use of local leaders
giving them responsibilities that are worthy of their abilities, th
just having local leaders and giving them responsibilities is n
enough. They must be given help, and the agent must give prof
sional leadership.

DEVELOPING A TRAINING PROGRAM

In Extension I think we have gone overboard on the idea of gras
roots philosophy, the people’s program, the “democratic” procedur
and so forth. This crops up in rationalizing our own actions whe
we don’t know how to do something ourselves. Certainly this h

®See “An Evaluation of Supervision of Volunteer Leaders in Tennessee 4-H Clu

Work” by George S. Foster (unpublished Ed.D. dissertation, The George Wash
ington University, Washington, D.C., 1962).
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= only reason. We have believed in involving the people.
bints the way toward developing a leader-training program
deaders. Who plans the program? There obviously is dis-
it concerning this point. In the Western Region study (un-
data), 37 per cent of the Extension workers say that the
B workers should have the major say on what should be
leader-training meetings; 54 per cent of Extension work-
the local leaders themselves should have the major say
hould be included. Of the State 4-H staff people in the
per cent thought that local leaders should have the major
fhat should be included. Of course, they could be right.
, let’s look at the three major sources of information for
y educational program: (1) The needs as displayed by a
the situation; (2) the interests of the individuals being
ametimes called their recognized needs as well as interests);
e knowledge of the professional person as to what the
persons need in light of the situation.
dies” have shown that about one-half of our local leaders
_ leaders. This means that Extension workers, sup-
frained for their jobs and many with years of experience,
think that local leaders, first-year ones who have never
with 4-H before, know better than they what should be in
2 program. Admittedly, the groups that make the sugges-
usually longer-tenure leaders. But many of them have had
2e only in their own local communities. (I can’t help won-
one of the many reasons why local leaders don’t attend
ning meetings is because the program they plan does not
fir needs once they are on the job.) Here is what first-year
er-tenure leaders tend most to ask for in leader training.®

leaders:

volve all members actively in club meetings and activities.
e responsibilities to boys and girls.

fecognize individual achievement regardless of requirements.
2lp members feel a part of the group.

recreation.

anize and supervise clubs.

on about helps available for doing the job.

K. Sabrosky and Fern S. Kelley, Let’s Strengthen our Local 4-H Leader
Federal Extension Service, PA 394 (Washington, D.C., 1959).

K. Sabrosky, Help 4-H Local Leaders Do a Better Job: Studies Point
ederal Extension Service, PA 359 (Washington, D.C., 1958), see refer-
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How to inform and work with people in the community.
Help with demonstrations.
Help with records.

Longer-tenure leaders:

How to inform and work with parents of members.
How to help members with project work.

Help with recreation.

How to inform and work with people in community.
Help with demonstrations.

Help with records.

Now, I'd like to mention just two items which neither g
named: (1) “How to teach,” and (2) “How to plan and orga
local 4-H Club activities.”

Would we want a training program for local leaders that did
include these two items? There are many more items they did
name. All this can be more serious when we consider that the r
tively small amount of information and training that can be gi
in training meetings (or in training materials) is selected often
the leaders themselves.

Rather than either agents or leaders having the major say in w
to include in leader training, perhaps it should be planned join
As second choice, perhaps Extension workers should have maj
say. Major say does not necessarily mean they have the total s
Giving leaders the major say might be a poor third choice.

Meeting Needs

Finally, it is appropriate to discuss reconciling the trainin
program needs recognized by Extension agents with the training
other needs recognized by the volunteer leaders. Extension is
sponsible for the program carried out in the communities. T:
money pays the Extension workers’ salaries and expenses. The
agents are responsible to the taxpayer to see that a program in li
with federal, state, and often county laws is carried out. Therefo
the Extension worker has the responsibility to think through what
must do—then, how to do it.

Sometimes leaders can be trained only if they are first given wh
they ask for. In other words, their interests are met first, and the
other important needs must be met, whether or not the leaders re
ognize them. I stress the word important—important to the progra
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. A study of volunteers in another agency® revealed
ing to an association of volunteers was very important
ssional staff, but of very low importance to the volunteer
his association membership really important to the 4-H
? This study also revealed that the volunteers did not
lance at training meetings was nearly as important as
ional workers.
gance at training meetings by local leaders important to
ab program? Research in education, social science, and
slopment has shown, in general, that certain learning ex-
£an be set up only in a group situation. Other things can
through written materials. I do not mention the home or
Sit as a training method, even though Extension workers
because no Extension agent has the time to go around
ely train every local leader individually. (I consider it
supplementary method when necessary, and when partic-
ged with certain individuals.)

know that all people are not organization-minded nor
ing-minded, we must recognize that some people who
local leaders do things they dislike. It is only sensible to
# disliked parts of their job. Attending meetings may be or
of these disliked jobs for many leaders. We need to ask:
most important—the association of local leaders or the
peetings? For what, when, and for whom?

t what local leaders like to do and what they will do. Find
they want to learn and what they will go out of their way
(Their absence from meetings will be a way of telling you
#his.) Then start with leaders where they are—not where
But don’t stop there! Carry them along to where you are—
few of them, but all of them.

w comes another challenge to professional workers. You
#op your own professional improvement as you move the
dong with you. As professional leaders you need to stay
them. Good local leaders will find their work satistying
their professional leader, the Extension worker, continues
hem with bigger and more difficult problems.

Thursz, Volunteer Group Advisors in a National Social Group Work
ashington: The Catholic University of America Press, 1960).



