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1 MANAGING Tough Times 

WELCOME 

2 MANAGING Tough Times 

 It is not the strongest of the species that 
survive, nor the most intelligent, but the 
ones most responsive to change. 

    

3 MANAGING Tough Times 

Comments from REED Interviews 

•  “We must maintain as much as possible” 
•  “Anything progressive in our community 
involved Extension” 

•  “…feel abandoned by ISU” 
•  “how can we deliver programs to the best 

 of our ability” 

•  “We must deal with the cards dealt” 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4‐H Restructuring Plan Principles 
•  Enhance alignment and accountability with all 
parts of the program (county, region, campus).  
‐Delivery, Quality, Growth, Volunteer support 
and Increase Access.  

•  All youth should have equitable access to the 
4‐H program.   

•  Shore up roles and responsibiliQes of  
 CEEDs that are necessary for a strong 4‐H 
program.  

5 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•  Use best pracQces and lessons learned  from 
other states and youth programs. 

•  Shore up neglected 4‐H issues/curriculum 
development. 

•  Increase the total footprint of the program  

•  Expand volunteer roles to allow for necessary 
staff role changes. 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Involvement 
•  Mgmt Team, Leadership Council and YFSs and YCEEDs (at bi‐annual 

staff meeQngs) 
•  Focus groups with selected Urban CEEDs and Youth Field Specialists. 
•  Extension AdministraQve Team (Payne, Holz‐Clause, Stoll) 
•  IACEC representaQve, Iowa 4‐H FoundaQon Board representaQve, 

OA, and CYC. 
•  North Central Region Directors and contacts. 
•  Boy and Girls Scouts and Boys and Girls Clubs. 
•  Alignment with Iowa 4‐H Strategic Plan. 
•  Alignment with Urban Task Force Report. 
•  Alignment with previous Program Assistant Task Force Report. 
•  Alignment with underlying principles. 
•  Alignment with NaQonal 4‐H PRKC. 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Lessons Learned  
•  Local county delivery is a must. 
•  Focus on youth and volunteers. 
•  Successful programs are in direct alignment including 
supervision.    

•  Growth and high quality is adainable. 
•  Strong programs have control over quality, delivery 
design, volunteer systems, and equitable access.   

•  Strong programs have a statewide system of curriculum 
development.  

•  4‐H program specialist posiQon is not comparable to 
other Extension program specialists. 

8 MANAGING Tough Times 

Campus 

•  Roles and responsibiliQes will be in alignment 
with county and regional posiQons 

•  Will be developed soon 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Regional 
•  Increased efficiency and consistency in working 
with one REED 

•  Access and advocacy to County Extension 
Councils and negoQaQons through REED 

•  Secure 4‐H resources (financial, staffing, grants 
and contracts, endowments, etc.) for a strong 
county 4‐H program through REED.  

•  Policy implementaQon and organizaQonal 
maintenance of the 4‐H program. 

•  New structures for organizing mulQ‐regional 
acQviQes. 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CounDes‐Urban 

 Half of our potential youth live in eleven 
urban centers.  Additional resources are 
being placed in some of these counties to 
capitalize on the potential impact of more 
youth. 
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Proposed Plan Specifics 
Region: 

 21 maximum Regional Program Specialists  (one per region) 
Urban:        8 maximum   
County:    Job descripQons for new county posiQons 
Full‐Dme posiDons 
New job descripDons 

 Includes:   
 Leadership for statewide issues and curriculum 
 Authority for supervision is State 4‐H Director 

Employment Interest Inventory 
 Choice of regions and urban counQes 
 Choice of Issues‐based and curriculum programming  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Staff Alignment/NegoDaDons 
Matrix shows: 
• Alignment of and differences of youth development posiQons 
• County Youth Coordinators are changing from program delivery to  
Program  capacity building 

Matrix will be used to: 
Help County Extension Councils determine 4‐H staffing 
Used in the negoQaQon of MOUs 

NegoDaDons 
• Appropriate expectaQons of Regional/and or Urban 4‐H Program  
Specialist, when county does not employ a CYC or County 4‐H Program 
Specialist 
• To help determine CYC and OA roles and responsibiliQes 
• Offer supervision of CYC by Regional Specialists 
• Housing and Secretarial Support 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OpportuniDes 

•  Supervision 
•  Housing 
•  Secretarial 
•  Chance for enhanced programming 

18 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Times 

Strategies for ImplementaDon 


