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Connecting and Engaging with our Future


Theme One: Program Areas

Consider how your theme connects to and interacts with the theme “County Positions.”  Working with others at your table, take ten minutes and discuss the following – these responses should be recorded on the Recorder Sheet:   
In what ways are the themes County Positions and Program Areas connected?  How could changes in one theme positively or negatively impact the other theme?  
· A program area merger would probably mean reductions in staff – or could mean more people
· County partners might ask why there are two people working in the same area

· No incentive to work across program areas

· Working on emerging issues means more impact

· Change thinking about program areas – it’s our expertise (who I am – a professional home).  We can still work on emerging issues to address community needs (what we do, how we do it) and bring together expertise from all professions (program areas)

· How are we different from vocational technology?  Our research base is important

· Combination of subject matter and process skills are important

· People in community need to know what we bring to the table

· What about offering partial retirement to all those county colleagues who are planning on leaving – use their expertise to fill loss of specialists

· When applying for a job, I applied to be a specific type of educator (i.e. youth, agriculture) - I didn’t apply to be a general educator

· As a specialist, I would like to work with all program areas and think I have the resources/skills to do that.  We are serving mainly one program area.  To make a change would benefit Extension and make better use of specialists

· If I deal with emerging issues, it might be more top down than locally based

· With fewer county positions, needs come more from the top – this might result in chasing dollars

· At the tribal level, the clientele want the education to be flexible and get resources, not just remain in one program focus

· We would need a new organizational structure (a facilitation team) to make emerging issues work

· Certain emerging issues will fit this changed model better than others:

· If the county has existing resources related to the issue, it will work better

· Some statewide issues vs. county-determined issues will impact county resources more or less

· Who’s driving the determination of the emerging issue?  Politics? County level Extension leaders? State?

· Need to have a plan for how each county will get the expertise they need to address their unique emerging issues

· May or may not have adequate or appropriate staffing to address emerging issues

· Fewer county positions decrease relationship/connectedness with county partners/residents, etc.

· If you’re not based in a set county, spread thin

· Disconnect with stakeholders if staff are spread over counties

· What if you had emerging issue staff on board and then issue drops in importance, what happens to staff?

· Emerging issues could use more technology, eXtension for support – many not hire new permanent staff

· Emerging issues could tap into more specialist involvement v. hiring new staff to address issues (need specialists with this expertise and we need to know they exist)

· If you don’t have an educator position in a particular area in your county, programming suffers

· Limited time and funding keep county staff from addressing issues

· How do we address emerging issues and continue to keep program areas strong?

· County positions would have to be more flexible and open minded to focus on issues

· Local challenge to identify priority issues that are relevant to their local stakeholders – not just UWEX or the UWEX staffer

· Potentially increases turnover – people leave a post if they lack skills/knowledge in a new issue

· Issue identification across local/county agents might be regular and systematic, or you end up chasing every new issues

· Issues need to be tied into research and new knowledge

· Cross-county/regional specialization may be required to tackle the different issues

· Cross-county programming can afford political “cover” for educators tackling controversial issues

· If program areas were swept away, a new set of program areas would arise – some same, some different

· Fewer county positions could free up flexibility statewide or regionally to tackle emerging issues – assuming resource amounts aren’t diminished  

· Reduced dependence on local $ could also afford more latitude to take on challenging issues

· County positions and program areas are directly related – changing one will certainly affect the other

· There probably is more flexibility with specialists and we don’t know it – our current structure doesn’t allow us to navigate this

If your birthday is in an odd month, get up and find a table in the County Position theme section.  If your birthday is in an even month, stay at your current table. Table Recorders will facilitate and record a fifteen minute discussion where each person at the table will share a significant conversation point from STEP THREE.
· Regionalization of county positions would weaken county positions

· County presence allows us to develop relationships and what local needs are

· Important to retain positions – constant turnover takes time to develop relationships

· Working together in county to cross-program

· The workload in one county is huge and adding other responsibilities in other counties causes frustration and loss of staff – no rewards (3% pay cut)

· Program areas – demolish to work more on emerging issues

· Help county decision makers understand where we come from

· No program areas could mean less staff but emerging issues could be large and need more staff

· In urban counties, can’t address all emerging issues

· Don’t really have true specialization

· Could we lose county funding if we regionalize because they can’t identify with it

· Eliminate program areas to work on emerging issues

· Show value locally, but can’t afford a full agent but could afford part of agent (with another county)

· Cross-programming may dilute programs

· There is concern that more would be expected of people who are already overworked.  People become disenchanted, work suffers, constant spiral downhill

· The demands of the county take time – i.e. being a department chair in an office

· Counties don’t really support cross county programming – they want you to program in their county and not in neighboring counties

· Support staff is reducing which cuts into ability to program

· Specialists in CNRED don’t have access to the email list for other program areas.  These little things don’t encourage cross-program information sharing

· If UWEX has a need and we don’t have a specialist, how do we tap into people in the UW-System to be resources?

· We need flexible resources to invest in people (specialists) when issues emerge, without tenuring them

· We are so stuck in our silos that we don’t want to give up positions when a person retires – we lose an opportunity to refocus the position

· We used to be more supportive of risk-taking than we are now

· This is an issue when people are up for tenure because they need to program based upon needs.  Will review committees support tenure documents that are non-traditional?

· Regionalization may not be all bad, but it will require excellent communication from the top down and cooperation at the county level so it doesn’t become a blood bath

· Setting county priorities in the face of impending/potential cuts will/could pit colleagues against each other to the detriment of all

· A focus on emerging issues could be a positive way to avoid this kind of mess if all are joined by an issue rather than competing priorities

· “Emerging issues” can be a good marketing plan and can actually work with the idea of regionalization

· Ag’s orientation toward these questions may be very different from Nutrition/Family Living.  Also, how the funding is provided may be a huge issue – if the county board wants delivery of services for $ they may drive the county staffing and issue setting

· Would emerging issues be a way to decentralize the state specialists, and/or force county staff to better utilize their state specialists?

· Would an issue oriented approach, with or without regionalization, lighten the load for over-extended county agents?  Would focus help with efficiency?

· Tradition seems to be a big stumbling block in some counties more than others – and in some program areas more than others
· What drives positions?  Does county need or program area determine number of positions in a county?

· Re-evaluate the need for a position when there is an opening.  Is there an emerging issue that will dictate the new hire’s focus??

· In theory, shouldn’t the needs of the county drive the staffing in the county UWEX office??  If we want to be a dynamic organization we need to be more flexible.  Do we need to look more at Academic Staff positions to address changing and emerging needs rather than looking into faculty positions?

· Way to address emerging issues ( grant funding (#9) to staff positions.  Need help with grant writing
· Specialist need to “advertise” strengths and research so when emerging issues crop up we know who is out there and how they can help (see #3 specialists).

· Emerging issue is criminal justice and we have no specialists in this (that we know of)

· Do specialists with less than 50% Extension appointments address county needs or emerging issues needs?  Do they have the time to give county educators/agents?

· What if we picked 2 to 3 issues and addressed these across the state – across program areas – across county lines – across districts – using specialists?  Could this be supported?

· Campus specialists and county staff need each other to be successful

· Important for people to have a personal connection to CES

· Rely on those connections to counties for research projects

· To have effective programs we need interdisciplinary issue teams.  But still want to maintain some level of program teams

· Another program area needed that includes leadership and other programming that doesn’t fit elsewhere

· May need to explore ways to make regionalism work

· If spread too thin, how do we remain credible?

· Federal grants limit what kind of programming we do – WNEP

· There is a need for more sharing across county lines

· May need to define how administrative piece at county level is funded

· County positions consolidating as a means of reducing county numbers

· Fewer numbers could facilitate more collaboration among whoever remains

· County boards still need to be supportive – would they trust a regional or statewide “issue specialist”

· County level CES is the source of relationships with stakeholders and communities, and reducing #’s at the county office means a “less connected” CES overall (lose touch with audiences)

· Care, trust among all parties is needed to resolve tricky issues – if the fork in the road is conditioned on beliefs, how should/could CES help?
· Who are the keepers of authentic/valid knowledge?
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STEP THREE: The Big Picture
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STEP FOUR: Making Connections
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