idelines to Planning

Planning properly done is an investment of time
that should pay high dividends

GALE L., VANDEBERG

INNING is a positive, dynamic, useful, and effective term
the concepts involved are understood and applied. Therein
problem of many who are associated with program planning
tension—understanding and application. When one really un-
nds the concepts and principles involved he can devise meth-
ad develop techniques in using those methods for successful
mg ventures involving local citizens.
8 recognize the value or need of planning for parks and open
in the city, of planning for transportation routes, planning
pe security and education of the family, planning for a long
lanning for your wardrobe, or even the week’s shopping list.
anning you view as positive, aggressive, helpful, and essen-
ou know these kinds of planning will help make for the best
your resources—money and time—and will help you achieve
ves of satisfaction or enjoyment.
do not question the need or value of careful planning for a
42, a speech, or a television program you are responsible for
xtension employee. You know such planning will make you
sifective—will help you achieve your objectives as a staff
fr of a public agency. So it is with what we call program
pe. Properly done it will help achieve your objectives as a
pnal.
@jor deterrent to progress in developing a common under-
of program planning is failure to communicate. To get us
mon ground for this article, the word “program” will refer to
ich is taking place by or through Extension personnel. The
be used to refer to all of what is going on in Extension, to

VANDEBERG is Assistant Director, Cooperative Extension Service,
of Wisconsin, Madison, Wisconsin.
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describe a single event or activity carried on through Extension,
to describe the activities and events which an organization ¢
out. Thus, the Extension program in a county is that which t
place by or through leadership of the staff. Some of it may
planned for well in advance; some may not be included in any w
ten plan.
Program planning then is the process—whatever process you
—in developing a plan for a program or a set of recommendati
or outline for action. Thus, program planning in Extension is
ing place when you develop plans for a meeting or TV or r
program; when you develop plans for the 4-H Club program for
year; when you develop plans for a major educational project
some area of home economics, agriculture, or conservation;
vou develop the annual county or state Extension plan of w
when you develop long-time Extension program plans; or when
develop over-all economic development plans, RAD (Rural
Development) plans, or comprehensive plans for developing
total resources of a county. '
So when you use the terms program planning and the prog
planning process you must know and identify what kind of prog
planning you refer to. The process and the procedures vary a
deal between developing a plan for total resource development
a county, through involvement of local citizens, and developing
annual Extension plan of work by the county staff. Still an
set of procedures will be followed in developing a plan for
major project within the county plan of work.

PURPOSE OF PLANNING

There are those, too, who are critical of time spent by Exte
staff in “program” planning. One can only be critical of time
in planning if the resultant plans are useless, ineffective, or in:
quate in making efficient and effective use of the time and talent
the Extension staff and clientele (those to be taught). And if
plans aren’t useful in the action program, the criticism must rest
the planners or those guiding the planning process, not on the i
of planning. Planning properly done is an investment of time
should pay high dividends.

The first consideration for anyone who is to concern himself
a process or set of procedures for planning is to clearly identify
primary purpose of the planning process to be developed. M
have suggested that the purpose of planning is for educating
who participate. I submit that the primary purpose of any plan
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first and foremost that of developing a sound, defensible, and
peressive course of action—a plan. In the process followed, many
r benefits might accrue—such as the education of participants
but we want a plan which can and will be used. In developing
plan we do not want to waste the time of those participating in

ning. Furthermore, we want support from any sources that
sht help get the plan used once it is developed.

41 RESOURCE DEVELOPMENT

me deal now with one kind of program planning—the de-
pment of a plan for total resource development. Some would
jfy this kind of plan as a county RAD or over-all economic de-
sment plan (OEDP). This plan is to be developed by local
with assistance from those agencies and institutions which
 technical information and with the organizational and edu-
sal leadership of the county Extension staff.
re is a set of principles which may be used as a guide to the
sion staff in devising their own set of procedures—the plan-
srocess—to be used. And the success will be directly related to
geree to which these principles are activated. Principles are not
ng for the “ivory tower” or classroom only; they apply to
e vital to the practitioner. A very able person may proceed
hout a knowledge and understanding of the principles, but
sstion is, how much more effective can he be with such
e and understanding?

principles that follow were developed with the help of grad-
dents adaptations of principles found in the literature of
n, psychology, and sociology and through many research
#s in counties in Wisconsin and other states.’ These principles
e the benefit of judgments from those with Extension expe-
The value of practical experience in Extension planning
e fifty years should not be overlooked or under-rated. Well
>d and systematically analyzed experiences can be a valu-
pplement to research knowledge.

o in mind as you review the following or any other set of
that, in themselves, they do not give the answers. They

ences to the many completed studies have been compiled in a number
of sources and ways. The author will be glad to provide sources
to anyone interested.
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set forth hypotheses or tested guidelines to use in developing proc
dures. Thus, one does not start planning with a given set of proc
dures—conventional procedures as some refer to them. You sta
with principles—a set of conditions—which if brought abou
should insure the development of a sound plan which can and wil
be used. Thus, the professional staff develops the planning proces
or set of procedures to be followed within a particular setting whid
will bring into being the conditions set forth in each of the princk

ples.

1. Coordination and efficiency of program planning efforts @
enhanced when all members of the county staff have comma
insight into the process and common agreement on objectivel
procedures, and responsibilities in the planning process.

Without these two conditions—common insight and comme
agreement—there will not be coordination of efforts or efficiency &
accomplishing the objective of the planning group. In fact, chance
are very high that without such conditions the completion of a pla
will never materialize, and both the Extension staff and citizens i
volved will likely find the experience frustrating. Both the sup&
visor and chairman of the county staff must arrange for whateve

rocedures are necessary to fulfill the conditions in this princip
These may be quite different in one county than in another.

“The process” referred to in both conditions is the planning p
cedures to be followed by the group involved. This requires that
whole process (set of procedures) be worked out from beginning
end. The very methods used to develop this design may aid
bringing about the two conditions. Developing such a design ma
take a considerable period of time. But once it is done, agents &
then proceed with a positive, unified approach that is strengthent
by the very momentum resulting from clear objectives, commeg
understanding, and acceptance of roles.

2. County program planning efforts are enhanced when the cou
governing board (county Extension executive commitiee
county sponsoring agency) understands and approves the pre
ess to be followed and its purposes and is involved in the proce
from the beginning.

Elected officials of a county can and will take an active part
planning by citizen groups and may become intensely interest
when they understand the purpose and see the interest of local ¢
zens. Legitimation of the whole planning effort is often a key to
successful beginning and later use of the plan. For example, put
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ot of the planning committees and designation of Exten-
s as coordinators of the planning operations by the coun-
ping board lends status and dignity to the effort of the com-
gnd answer the question for other agencies and local peo-
is Extension giving leadership to this comprehensive plan-
er procedures for developing understanding, support and
of the governing board must be devised.

Wectiveness of the program planning committee is en-
@ when favorable attitudes toward the whole process are
among county representatives of related agencies and
ledge and suggestions are involved throughout the
g process.

ings being equal, the effectiveness of the planning pro-
greater when professional staff of other agencies lend
rt and become involved in advisory and resource
. What they say or fail to say to the right people at
se can have a profound influence on the whole under-
% only can they become the resource people for groups
ing (so Extension agents can devote their energies
sadership), but they can help achieve the objective of
g committees as they incorporate the recommendations
programs. This concept is many years old. The 1948
e Report stated:
acies utilizing voluntary and democratic procedures find a
ate their programs so that each makes its full and rightful
o the solution of rural problems, the following results seem
e agencies and local people jointly analyze needs and
meeting them . . . and bring agency resources to the
a coordinated manner. (2) There is much higher partici-
people in agency programs. . . . (4) The morale of both
el and local leadership is high. (5) The people are better

many public agencies and institutions in every county
gerned with development—with improving the social
¢ welfare of people—that have programs aimed at the
What a wealth of technical talent (professionally
anel) exists in nearly every county of the nation today!

s of attitudes develop in the minds of staffs of other
sounty where Extension introduces a broad and com-
am planning approach without their having been

of Agriculture and Association of Land-Grant Colleges
Joint Committee Report on Extension Programs, Policies and
. D.C.: U. S. Government Printing Office, 1948), p. 22.
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involved? These people have knowledge and resources that ought
be involved in planning.

4, The acceptance and effectiveness of the efforts of the planni
committee are enhanced when in the planning process there
intensive involvement of local people who can represent I
people of the county along with the county staff and select
resource people.

This principle is based upon the belief that local people, arm
with pertinent facts, systematically analyzed and well underst
are capable of determining their major needs and of developi
sound recommendations to meet them. It is based upon the bel
that local people have good ideas and are willing to spend ti
planning. In several studies, local citizens have been critical of
tension for involving them only superficially. They are willing
invest time if there is adequate pre-planning, if they have facts
deal with, and a systematic, well-organized design for analy i
facts and coming to conclusions.

Intensive involvement is the key in this principle—intensive 1
volvement to the extent (1) that local people come to feel they
indeed important in this decision-making process, (2) they know
existing needs and interests and understand trends and their im
cations, (3) they are able to and use facts in determining proble :
of major significance. Such a committee becomes committed to
plans developed; its members become real ambassadors for the
tion program—the plan becomes their program plan. It is axiom
ic that people are naturally more interested in programs which
have helped to plan and for which they assume responsibility.

Another part of this principle has implications for identify
committee members. The literature is full of committee propo
such as, a “cross-section of the people for whom the program is
tended,” or “equal reprcsentation of the various segments of
population such as age groups, socio-economic groups, and r
dence groups,” or there “should be elected representatives from |
various rural organizations,” etc. A collection of adults does
necessarily make an able committee.

The principle says “local people who can represent the people
the county.” Pure representation of groups is not enough. G
must be taken to get individuals who can be effective—people
have acceptance, who have particular kinds of knowledge,
and attitudes, who can and will set forth their views in front
others and help: to analyze problems intelligently, people who
not have “an axe to grind” for a particular organization.
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he challenge is to devise methods of committee selection which
assure this condition. Again, no set formula is foolproof in all
fings. Professional Extension staff can find ways of doing this if
y will get counsel from various sources who know the people of
county. Getting ineffective committee members or chairmen of
mittees is like hiring a crew and pilot for an air flight who can’t
very well. You may never make it!

Still another part of this principle calls for intensive involvement
esource people—people with technical information and profes-
al training. They can do much to help put planning on a solid
adation. Some resource people may be needed in training
ts, committeemen, and others throughout the planning. If not
into the planning design, confusion and dissatisfaction result
poor use of technical resources. Both the group and the re-
e person must be informed of the role of the resource person
may dominate the group, lead it away from its goal, or fail to
gribute when needed.

ve quality and quantity of contributions from planning com-
mittee members increase when special orientation is provided
thern and provisions are made for various members to probe,
udy, and analyze specific program areas.

vo ideas are involved in this principle: one is quality and one is
ity of contributions. Surely the size of the final committee re-
by itself, would be a poor criterion upon which to judge plan-
If citizen members are to develop sound recommendations
must come to know facts, their meaning, and the various
patives for improvements.

poups perform better (1) when participants come to know each
develop a group feeling, understand clearly their purpose and
on ways of proceeding to attain the purpose, and (2) when
 Jeaders have some understanding of group dynamics. This
special training sessions and specifically prepared aids for
ttee chairmen. Effective planning cannot come about until
pen gain understanding and confidence. We do not expect
sional people to start a job without some orientation or in-
on training. Why then expect non-professional people to per-
a rather difficult function without orientation.

er aspect of this principle implies a division of labor. Qual-
atributions are more likely to result when people can delve
into some one area such as agricultural production, family
conservation, touristry and business, or industrial improve-
ather than everyone working on all possible program areas.
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A further implication here is that a meeting or two of sitting
around a table discussing an area such as family living or conserva-
tion is not likely to result in depth analysis of a program area. Some
means must be provided whereby committee members do probe and
study and analyze prior to making decisions. Kempfer supports this

idea by stating that

Many of the data required by the committee must be fed to it by profes=
sional staff. Specialists must be located and brought in at the pro

stage to keep the committee and sub-committee informed, alert an
stimulated. Consultant help must be available during the period of pro
lem definition. . . . Continued staff work along these lines is necessary &

insure the continuous development of advisory committees.®

6. The effectiveness of the planning committee in developing
appropriate program plan is enhanced when needs and interes
of the people are identified, applicable scientific, social, a
cultural facts are involved, and the available resources are com

sidered.

One of the difficult tasks in program planning is that of maki
effective use of facts. Case studies and an examination of num
ous reports of program plans developed under Extension leadershi
have shown that many facts are often hurriedly put together
some form by the county staff but such facts are not truly involv
understood, or used by committee members in making decisio
State staff members can perform a major service in planning by gi
ing major attention to supplying and analyzing appropriate fa
Lack of such service is a major limitation to planning efforts at
county level.

Because participation in Extension programs is voluntary, p
grams must be based on needs or interests which people themsel
recognize or can be led to recognize. Identification of needs
interests is complicated by the fact that people often do not k
what they are interested in except in terms of what they know
available to them. Effective programs grow out of basic informats
and needs that people come to recognize, generally through stu
discussion, tours, or similar means.

Available resources include the natural, human, institutio
and financial. The best of plans will come to naught if resou
necessary for their attainment are beyond the potentiality of the
uation. A planning committee for total resource development

* Homer Kempfer, Adult Education (New York: McGraw-Hill Book Com
Inc., 1950), p. 82.
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msider resources far beyond those of Extension, and beyond the
nty in some cases. The resources of all agencies, institutions,
i organizations, as well as other governmental aids, are at the
gposal of the committee and their communities.

The effectiveness of the planning committee is enhanced when
its efforts result in a written plan which includes specific rec-
ommendations; when, for each recommendation, one or more
organization, agency, government unit, or institution is identi-
fied which should undertake the action; when the plan is made
known to professional and local leaders in the county; and when
those to whom recommendations are directed are informed that
they will be invited to provide a progress report to the com-
nittee periodically (perhaps annually).

riting a plan (stating in black and white what is to be attempt-
o others will know) is a force to motivate the staff of any agency
ake more use of committee decisions than would occur without
a written statement. Without being in written form, the pro-
2 plan has meaning only to the relatively few closely associ-
§ with it. It has little if any permanence.
ecommendations become the meat of this whole citizen-agency
ing effort. Citizen planning committees are not major action
ps nor do they need to set up new action groups in many cases.
‘almost any recommendation that can be developed, there now
#s some agency of government, organization, or institution that
d implement or help implement the recommendation. However,
der to carry out some recommendations some modifications or
wes in functioning of the existing institutions may be necessary:
is just the kind of influence local citizen committees ought to
on agencies, institutions, government units, and organizations
serve them. Thus, in the process of study—as they develop rec-
ndations—participants in planning also should learn of the
rces that are available to carry out their plans. A common
of most plans is that general recommendations are set forth to
effect that something ought to be done. Everyone who reads
recommendations agrees; but no one sees them as recom-
dations pertinent to his work or that of his agency, organiza-
institution, or governmental unit. To know of recommenda-
to be specifically invited to do something about them, to
¥ a citizen group wants to hear later of progress is to encourage
2 (development) on committee recommendations. This is the
gtive of the written plan—action rather than just taking space
filing system!
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CONCLUSION

Program planning committees will be just as important, will play
just as significant a role in developments, and will become just
intensely involved as the Extension staff sincerely wants them to
These principles, and the concepts within, provide guidelines whic
can lead to success—but only if the professional concerned tr
masters the concepts and then sets forth his own set of procedur
to fulfill them. Success will be in direct ratio to this fulfillmen
other things being equal. Extension agents associated in such a ve
ture will have devoted a great deal of time over a one- or two-ye
period but they will have attained high prestige in doing so and s
isfaction in the result. They may use parts of this total resource d
velopment plan each year for several years as they develop their
nual Extension plans, just as other agencies and groups can.

One final word. These principles, with very slight adaptations
the conditions within them, apply equally well to many planni
ventures Extension staff may be involved in with local citizens, ¥
addition to planning for total resource development (RAD).
back and study them to see if you agree.

SEAMAN A. KNAPP was the man who put science in the farmer’s
fields along with new fangled machines of the agricultural revo-
lution, and bridged the gap between rural folks and the findings
of the laboratory. Seaman A. Knapp was an early fine stock
breeder, agricultural journalist, banker, professor and president
of the Towa (State) Agriculture College at Ames, author of the
first draft of the Hatch Experiment Station Act and leader of
the lobby for the passage of the act. He was founder of the
country farm and home demonstration system, nationalized by
the Smith-Lever Act in 1914 into the Extension Service.

—Forward Through Training (June, 1964), Manhattan, Kansas.

LEARNING is the process for bringing about changes in human
behavior. Evaluation of learning therefore consists of finding out
to what degree the changes we are trying to bring about are ac-
tually taking place. —RALPH W. TYLER.



