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Connecting and Engaging with our Future


Theme Six: Regionalize

Consider how your theme connects to and interacts with the theme “Districts.”  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 District and Regionalize themes connected?  How could changes in one theme positively or negatively impact the other theme?  
· Conversations about regionalization at district level – what does it look like?
· Potential for specialization – 3-4 ag educators per region, but each have different expertise

· Experience in Minnesota

· Less need for district concept with a regionalized model.  The boundaries are bigger, the boundaries are not consistent.  Region by topic ( might not be the same if changes.
· Travel time is a big issue with regionalization.  Who pays for travel, programs when agents go across county lines?

· Regionalization/Districts?  Why do we have these boundaries?

· WNEP is regionalized to a point, and it works

· What about administration of this?

· What is the purpose of districts?  Is this appropriate for funding cross-district with funding streams?

· District funding can be messy

· Are districts functioning efficiently?  District Directors spend a lot of time county government

· Need to adapt to technology…(support staff)

· County relationships could be examined and if have a campus, could have District head located there

· How large would a region be?  Would need to be more specialized and would have to keep small.

· Have a similar program to be the “marketing person” or the “project manager person” who is the “go to” person that the county board would be intimate with within their region

· Region would have to be spelled out – may be different for different program areas

· If we were in a regional system, we may work through districts to define regions and concepts within

· With regional model, we can transition past districts after districts originally set structure

·  If regionalization means fewer staff over a broader area, this would negatively impact programming in entire district
· If regionalization instead means specialists with a local contact, effectiveness of programming would improve, especially getting away from generalist focus for each county staff member

· Regionalization could better serve some districts that are currently too far from specialist centers like Madison to better educate on focused topics

· If you really understand the areas – road systems, school systems, media areas, politics, shopping areas, economic basis is important to consider.   Just taking a state map and dividing it doesn’t make sense.

· District coordinators need middle management leadership skills to avoid conflict.  Experience in Cooperative Extension is essential.

· Don’t formalize lines so strictly.  It’s difficult to program now across district lines.

· Discussion of regional is more about radical change of mission of UWEX

· Strength of UWEX is county partnerships

· More programs being offered

· Districts are more about population/shopping/metro area

· Positions in counties – does every county need all the resources? ( maybe by population instead of proximity?

· Accountability for all staff

If your birthday is in an odd month, get up and find a table in the Districts 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.
· Consistency is not there from county to county

· District Director is going out

· Purpose needs to drive the districts/region

· 72 counties can be divided in a lot of ways

· This will require lots of hand holding

· Spread out specialists around districts ( restructure districts

· Regionalize “us” not the counties ( put the resources where they are needed, not in Madison

· Regionalization of specialists not counties

· What does a district or regionalization mean?

· Regionalization = specialization?

· Districts now are not similar

· Districts are administrative silos

· The purpose of re-districting needs to be clearly defined before determining lines.  The politics of county need to be considered.

· We have strength in our 40:60 funding.  You can’t pull offices from a county.  The stakeholders want a county presence for programming as well as political decisions.

· We need combo of top down + county level decisions with our partners to make any successful moves/changes.

· Important: Value of middle management people.  They need leadership training!  Currently our county chairs have varied skills and don’t follow the same procedures.

· Programming and expertise should be broadcasted across counties even if not close geographically by using technology

· Connect people regardless of district lines and use technology to do so

· How do we maintain county ownership when regional specialists are programming?  Can we use regionalization to make stakeholders feel that we are better serving them and that they are even more represented?

· If regionalization is the future, how can we phase into it so that local presence remains intact?

· What do we do with less positions?  We need to use natural regional breaks ant topic breaks?

· How can we be stronger with less faculty/staff?

· Can we better use knowledge/expertise/specialists from campuses other than Madison?  i.e. Superior  Without putting a little money on all of these different people?  Instead can we work together with these knowledge sources for some other value added reason that can benefit both parties?

· From county perspective v. how it affects us:

· Structure came about so counties can

· Program area agents have to be really good communicators with County Board.  When a long-term person retires and someone new comes in, has to be a really good fit

· 4H-YD ( Could you have three people in two counties to make programming happen?  Sometimes can work, but hard across county lines – 2 county fairs, 2 leaders meetings, etc.
· Regionalization and specialization go hand in hand.  Regionalization would require specialization.

· County agents would be specialized to an extent, but would still need local level relationships.

· If not a good connection; can get in the way if doesn’t relate well.  Or if not a good performer; can be a problem with relationship with county funders.

· Political component needs to be with someone who has the relationship piece (PR) with county government.

· County government expects one person to be their “go to” and want it to be same person (not shared leadership)

· Define “regionalized” what does that mean?

· Regions could be different for different program areas.

· Can have a mismatch if regionalized + group needs one type person expertise vs. what a particular county or area needs

· Can regionalize (specialize) some things, but not everything in the county.  Some things are able to do this, but we need to have some process go across county lines.

· Centralize HR?  This might work.

· Lobbying PR county board members
· Could county buy into a district based on need?

· Should we look at the CESA format?

· How do we not lose the county money?

· Infrastructure of state – how the state is split up for representatives at meetings

· Specialists are more grant writers

· We set up services as a non-duplicate service.  If we are not there, who picks that up?

· Is the district model relevant?  Are districts necessary?

· What lessons can we learn from some experiments already happening?  

· Are there some unique circumstances where this (regions) wouldn’t work? Personnel issues, representation in counties…

· Fear of disinvestment

· How many counties are too many?

· Is there a model that maintains a local presence and regional work?

· Are there some program areas that fit/more efficient for a regional model?  Some program areas that are a better fit for a county model?
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STEP THREE: The Big Picture
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STEP FOUR: Making Connections
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