Competence

Promotion to a supervisory or administrative role is no guarantee
of adequate preparation or effective performance

GEORGE HYATT, JR.

BE effective, an organization must staff with the kinds of com-
ce necessary to achieve its program objectives. Consequently,
set of objectives is a prerequisite to intelligent identification
as of needed staff proficiency. An analysis of objectives for
ifying areas of staff competence must be accompanied by an
ination of positions at the several levels of the organization. If
assumes that the same skills are necessary for the specialist, the
ty agent in agriculture, 4-H, or home economics, the adminis-
. and the supervisor, he is grossly in error. It is essential to an-
the nature of the tasks performed in these positions at the sev-
levels of the organization.
e county Extension agent is often faced with the problem of
iding leadership in developing a total educational program at
county level. In this capacity, he must be capable of analyzing
identifying the relevant social and economic needs of the peo-
within his county and also of determining how all the available
rces might be brought to bear most effectively on existing
lems. On the other hand, he is confronted with the problem of
ing individually and in groups with highly specialized farmers
may well have investments of more than a quarter of a million
s in their farm enterprises. In brief, he is generally expected to
ion as an administrator, programmer, and technical specialist.
t times this situation creates a conflict in the agent’s mind as to
er or not he should specialize in a specific area of technical
ultural subject matter or, rather, be broadly trained in adult
ation. This is no theoretical problem, but one that agents face
I-life situations. Other agents are faced with similar problems.
hasis is being given to work with the disadvantaged element of
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society. This emphasis, as well as the movement to work
urban-based 4-H Club members and urban homemakers,
new and unique challenges to those agents who have pri
sponsibility for these program areas.

Another dimension which must be considered relates to
There is a trend toward larger county staffs. At the same time
ty Extension administrators’ are being designated. This op
other area of competence necessary for the person fulfilling
ministrative role. The fact that a person is highly competent
specific program area or in a particular area of subject matter
not necessarily guarantee that he will be a highly skilled a
trator.

The area agent or area specialist’s position is a relatively n
in Extension. This person generally works in four to six ¢
and has a two-dimensional function, as I see it. First of all, he
vides close-up support for county Extension agents in terms of
cialized help in a particular subject-matter area. In additi
performs on a broader geographic base, much like a typical
agent, by developing programs that seek to solve problems th
area-wide in nature. If he is to provide specialized assistance t
tension agents, he obviously needs to be trained to a relatively
degree in a specific subject-matter field.

The specialist role is perhaps one of the most challenging in
Extension Service and is difficult to fulfill adequately. The su
matter specialist must not only know his field, be able to unde
and do research, but he must also be able to interpret research
language that lay people as well as Extension agents can u
stand. It is difficult for me to perceive of county agents movin
rectly into a specialist role without some additional advanced
mal training in the area of the specialty. Neither do I see a hi
trained individual with little concept of adult education wo
with maximum effectiveness as an Extension specialist.

The lack of a clear concept of the function of adult educati
Extension education and the need and desirability of performing
role can not only render an Extension specialist ineffective b
can also jeopardize the total Extension program. We might
look into the experiences in other fields of adult education wh
has been demonstrated that the competent researcher or classr
teacher is not necessarily an effective adult educator.

Supervisors and administrators require competences that
quite different from those required of the Extension agent, the
specialist, or the state specialist. The mere promotion of a perso
a supervisory or administrative role is no guarantee that he
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jorm effectively or that he is adequately prepared for that role.
dings of several recent studies point out that the training of
sonnel is woefully lacking as employees move from specialist or
mt roles into supervisory or administrative roles. Merely assign-
to a supervisory position does not provide the competences
ided to effectively perform in such a role. Graduate programs at
 National Agricultural Extension Center for Advanced Study, as
| as at Cornell, Harvard, and the University of Chicago, have
d a tremendous impact upon the effectiveness of our supervisory
throughout the Extension Services.

The point has been stressed that different competences are
pded for different positions, and different competences are neces-
for different program areas. Eleven generalized areas of com-
nce relevant to the Extension worker’s job have been identified.
ever, it should be kept in mind that the level of competence in
th area might be different for people occupying different posi-

Extension workers need to understand the Cooperative Exten-
ion Service, its objectives, organization, and relationship to the
Land-Grant institution.

indings of studies in education, psychology, sociology, and pub-
administration support the proposition that the objectives and
tionships within an organization must be defined and under-
od by those who are responsible for implementing its objectives.
quate competence in this area is paramount for the effectiveness
d success of the Extension worker. Without such knowledge, we
not thoroughly understand our jobs, intelligently defend our
pfession, or suggest action to improve it.

xtension workers need to know and understand technical sub-
ject matter appropriate to their needs and the needs of people
iith whom they work.

echnology or technical subject matter is the core of Extension
sram content. All successful Extension educational efforts re-
ire significant technical subject matter or content appropriate to
problem. In order to effectively perform our role as educators,
must have adequate knowledge of subject matter related to our
b and an understanding of its relationship to the problems of
pple. In this capacity, we must be proficient in analyzing and in-
preting research data directly related to the subject-matter fields
der study.

Our basic legislation states specifically that Extension’s job is to
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“aid in diffusing. . . .” We must know what is to be diffused.
are to maintain our position as educational leaders in this pers
rapid change, we must have at our disposal the latest techni
formation on all problems of concern to the people with wh
work.

3. Extension workers need to know and understand the pril
and processes of programming and to have a high deg
proficiency in applying these concepts.

The difficult task is seeking out pertinent facts, situations,
trends and synthesizing them into an educational program desi
to meet the changing, complex needs of our clientele—a p
that makes a maximum contribution to society. This prob
made difficult by the many changes which are occurring at
nomenal rates. There emerges from these changes one of the
crucial problems facing Extension today. What are the most
tive and eflicient means of: (1) determining the needs of the
served, and (2) working with them to plan and carry out an
tional program to meet those needs?

Fortunately, there is evolving a body of theory concerning
gramming. Principles of effective planning and assumptions on
these theories are being developed are evolving out of: (1) r
findings in the behavioral sciences, (2) controlled experim
program development in Extension, and (3) critical study and
ysis of experiences of Extension personnel. We are challen
maintain a thorough understanding of the principles and p
of programming and to continue to strengthen our skills in a
these to actual situations.

4. Extension workers need to know and understand the pri
of learning and teaching and to have a high degree of pro
in applying these principles.

In order to teach, we need to understand the basic fund
of teaching and learning. Knowledge alone is not enough to
late desired action. Getting people to understand, accept and
knowledge is a difficult task. A basic understanding of the te
learning process can greatly facilitate and enhance our eff
planning for and effecting change among people.

5. Extension workers need to understand and to have a high
of proficiency in the communication process.
Our effectiveness in influencing people is dependent u
our ability to select significant subject matter in line with the
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and needs of people; and (2) our ability to communicate it to
effectively. The importance of our knowing how to communi-
as Extension workers, is highlighted by the fact that our suc-
as change agents is dependent upon how well we can get peo-
understand and act upon our recommendations.

xtension workers need knowledge about and understanding of
structure and dynamics of human society.
e neighborhood, community, county, state, and general soci-
in which we live are constantly undergoing social change. The
ion is not whether there will be change. The questions are: In
t direction will change take place? How rapidly will it take
? How can it be directed for the greatest individual and socie-
wards with the least financial and social costs?

planning, initiating, and effecting change among people, the
nsion worker carries a heavy responsibility. Whenever he seeks
alter people’s way of life, he is dealing with the well-being and
iness of generations. If his skill is poor and his judgment bad,
can destroy cooperative human relations and create feelings of
osity that will affect uncountable numbers of individuals. If, on
other hand, his skill is equal to the task, the possibility is open
creating cooperation where it did not exist and for bettering the
of generations of people. The responsibility need not overawe,
it must impress each Extension worker with the necessity for the
t careful training in understanding the structure and dynamics
human society as a basis for understanding and directing the
ge process.

Extension workers need to understand human development pro-
cesses and to maintain a high degree of skill in human relations.
In order to achieve maximum success in changing people’s be-
jor, the Extension worker needs to understand people, their be-
ior patterns, and the factors affecting these behavioral patterns.
e lack of such an understanding can cause Extension workers to
ue courses of action in sharp conflict with people’s beliefs and
ues. Extension workers and the other adult educators today face
‘major challenge to provide the kind of educational leadership that

fuse and blend the desires of the people with the objectives
ught by the organization. We must fully understand our clientele
d why they behave in a certain manner before we can plan and
vide effective learning situations.

_ Extension workers need to understand the principles of manage-
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ment and to attain a high degree of proficiency in applying thé

principles.

Perhaps the most significant shift in emphasis in Extension ed
cation in recent years has been toward management training. T%
shift has come about as a result of a recognition of the need
more effective and efficient utilization of human and physie
resources on the farm, in the home, and in the community.
are times marked by rapidly changing technology, greater capi
zation of business, more goods and services available, a high deg
of specialization, and greater interdependence of production, m
keting, and consumption. In such a situation, skill in managems
has a far-reaching influence on the welfare of the individual as w
as on the society in which he lives.

Managerial skill has been defined as “the ability to make d
sions that achieve goals in the most efficient manner.” The skill
making decisions wisely can be learned. It can be applied by
individual, the family, the group, and the firm. It can help ass
better individual incomes, higher levels of living, and a gene
higher level of ability to make decisions; it also gives confidence
carry them out.

9. Extension workers need to be informed about current issues
problems confronting the people and proficient in discussing t.
in an objective and informative manner with groups.

People have always had to deal with controversial public ps
lems. In recent years the scope and nature of such public proble
have increased. These issues often transcend community, cou
area, and state boundaries. The people are turning to us for he
acquiring facts concerning issues and for methods of analyzing
appraising such facts.

We have an important obligation to help rural and urban pes
understand public policy issues. With the complex interdependes
of agriculture and other segments of the economy, no public pe
can narrow its sights to a smgle economic or occupatlonal g
Laws affecting agriculture may actually reflect the views of usl
legislators to a greater extent than they do the views of rural legs
tors Men and women in every segment of the economy realize
every public policy affects their welfare and influences the w ay
must manage their resources.

10. Extension workers need to know and understand the pring
of administration and supervision.

As the Extension program has grown in scope and complexif
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e organization. In the past two decades, the number of Exten-
workers at state and county levels has almost doubled. In addi-
new positions have been created at state and county levels.
developments have been welcomed by the professional staff
lay leaders; however, these gains have also created problems.
ny instances, these changes have made coordination more
It and have nurtured compartmentalization of programs.
order to provide the type of leadership and support that is
to develop and execute a successful program, Extension
ers serving in leadership positions at the state and county lev-
ed a comprehensive understanding of administration and su-
ision. The mission entrusted to Extension is too important to be
the hands of persons who are not competent administrators.

Extension workers need to know, understand, and be proficient
in applying the principles and techniques of evaluation.

order to determine their effectiveness as educators, Extension
ers must continually evaluate the Extension educational pro-
and results obtained. Objective evidence is needed as a basis
initiating and continuing program activities. Continued and im-
ed achievement in programs will depend to a large extent on
well we, as Extension workers, define and continue to improve
specifications for our many educational activities.

CLUSION

rhaps one of the most significant trends that has taken place in
nt years has been the increased amount of formal training be-
the baccalaureate degree for Extension workers at all levels.
has been motivated in part by the increasing level of education
our clientele and by the commitment of Extension workers to
ading the level of the Extension profession.
can identify several major points as salient considerations to be
and problems to be solved if we are to maintain the kind of
petence needed to continue an effective Cooperative Extension
gram:
. The program objectives of the Cooperative Extension Service of
each state must be clearly set forth and understood by members
of the staff. Supervisors and administrators who have a respon-
sibility for selecting staff members need to keep these objectives
in mind as they search for personnel.
Adequate job descriptions are essential in selecting and training
for the kind of competence necessary to meet the objectives.
_There exists a recognized degree of competence general to all
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10.

. Non-specialized agents can best serve if they are prepa

. Area and state Extension specialists need to concentrate

. State Extension organizations need to identify the supe

. Extension personnel at all levels need to be more knowles

. County Extension agents need to increase their formal

. State subject-matter specialists need to hold the docto

Cooperative Extension employees. These competences m
needed in greater depth by some staff members than by o
but they provide a framework around which we can org
our personnel selection, our in-service training, and our g
ate education for all Extension personnel.

such areas as principles of management or family life edu
and adult education.

training and be highly competent in their technical subject
ter areas. They need to be specialists in fact as well as in
In addition, some understanding of the educational pr
and programming is imperative if they are to be effecti
their role. Expertness in technical subject matter should
condition of employment.

and administrative personnel to be needed in the next f
five years and provide opportunity for these candidates
ceive training in supervision and administration prior to
ing new roles in the organization.

able about research in the field of adult education.

demic training to the Master’s level if they are to be eff
members of the Cooperative Extension Service team.
ture of this graduate training will depend upon the di
they intend to move within the organization. For effecti
at the county level, attention needs to be given to edu
psychology, and sociology as well as to further training i
technical subject-matter fields.

their area of specialization when they join a staff, or to a
this formal training within a short period afterward. Addi
training in education and the behavioral sciences is hig
sirable.

As the Cooperative Extension Service assumes roles that
broader in nature, traditional agriculture and home eco
competences available within the college of agriculture
home economics will need to be supplemented from other
ments of the university, either through cooperative a
ments with other facets of the Land-Grant institution or by
ing people with these competences.



