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Introduction to
Statewide Program Planning

Program planning is central to the educational mission of University
of Wisconsin-Extension.

It is the formal process we use to:

. |dentify local and statewide programming needs
. Develop new educational initiatives

. Evaluate our ongoing educational efforts

. Show impact and improve programs

Cooperative Extension as an organization regularly plans its course
for the future by taking time to ask citizens for their views on local
concerns. We use this information to set local educational priorities,
create new initiatives and guide state program decision-making.
This collegial effort involves active dialog and coordination among
both internal and external Extension partners.
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Statewide Program Planning
Calendar

January-April 1999

Program Planning Overview for State Specialists
Specialists Obtain External Partner Input
Specialists/Work Teams Conduct Subject Area Trends

May 1999

UWEX Statewide Meeting (May 11-13, 1999)

. Professional Development for Planning Process

. Distribute Guidelines fo Program Priority Setting
. Provide Subject Area Trends Analysis to Counties
Program Planning Training for County Department Heads

June-September 1999

County Statewide Program Planning Activities

County Issues Reported on the Internet (September 30, 1999)*
Training for Work Team Coordinators

October-December 1999

Trends and Concerns Analysis Group Meets
Work Group Program Planning

Draft Work Group Plans on the Internet*

January-March 2000

County Priority Setting

County Priorities on the Internet*

Work Group Program Plans on the Internet*

Report Statewide Priorities Bases on Planning Activities

*  There will be Internet links to these sites from the Program
Development and Evaluation home page at
http://www.uwex.edu/ces/pdande/statewide.html



Statewide Program Planning Will . ..

. Improve the quality and effectiveness of Cooperative Exten-
sion programs both at county and campus levels by target-
ing citizen needs
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. Lead to a better understanding of the local programming
environment, creating a context for making good program-
ming decisions

3

. Lend credibility to the programming decisions that we
make individually, and as an organization

. Build strong collegial relationships among faculty and staff
around the state
. Encourage the creation and strengthening of relationships

with our internal and external partners and stakeholders,
and identify new diverse clientele

. Provide information that supports new resource requests or
the reallocation of existing organizational resources

. Allow us to effectively tell the story of Extension’s accom-
plishments






Program Development s . ..

Program development is an ongoing dynamic process that Extension
professionals intuitively follow as they plan, implement and evaluate
their educational programs. The process is not confined to a four-
year planning cycle. Itis applied on a small scale as an individual
workshop is being developed, on a larger scale as a series of pro-
grams are being developed around a single priority and on an even
larger scale as a county office unit or a statewide team sets priorities
and defines a plan of action for a four-year period. The basic prin-
ciples remain the same, only the scope is different.

Program development involves:

. Analyzing the situation or context

. Setting priorities

. Designing an action plan

. Implementing the plan

. Evaluating inputs, outputs, outcomes and impacts

The program development process is ongoing and continuous. Each
educational initiative, workshop or event we carry out modifies the
initial situation. As a consequence, any plan of action continues to
evolve and change as the situation or context changes.

Given the very fluid nature of the program development process, it
can be argued that multiyear action plans are of limited value be-
cause the situation and priorities dramatically change over a four-
year period. However, a well documented action plan can serve as a
solid foundation or as a map on which an initial course can be
charted and the journey begun. As conditions change, the course can
be altered. The map or action plan becomes a very important vehicle
for communicating with key stakeholders, collaborators and col-
leagues about our destination and why we are taking a particular
route. It also becomes a very important means of involving them in
setting the initial course and in altering the course as conditions
change.

In simple terms, “situational analysis” is drawing a map that identifies
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the major needs and assets, “priority setting” identifies the destina-
tions to be targeted and “designing the action plan” is setting the
course. Throughout the journey, the details of the map may change,
the destination may change and the course of action may change. In
spite of the changes, the map helps us keep track of where we have
been and where we intend to go next. Of equal importance is its
value in involving our stakeholders in charting the course and thus
achieving a sense of mutual ownership of our educational program
initiatives.

The model of the program development cycle on the following page is
a guide to the major steps in the process. A number of questions that
should be addressed during the process are identified for each
phase. The materials presented in this document will help you carry
out the situational analysis and the priority setting process. Materials
are not included in this document on program design, implementation
or evaluation.

Section 6 of this document provides further information on situational
analysis. Section 8 provides further information on the priority setting
process. The appendixes provide case examples and tools that can
be useful in carrying out your situational analysis and priority setting.

Situational analysis and priority setting are identified as two separate
and distinct steps in the program development process. At the
conclusion of the situational analysis process, we need to have
sufficient time to check out the availability of local and statewide
resources before we publicly make a commitment to a specific
priority. In addition, the local needs and concerns need to be
shared on a statewide basis. They, in turn, will influence the priori-
ties and the action plans of the statewide teams. The availability of
resources from the statewide teams will then influence the identifica-
tion of priorities and action plans at the local level. When Extension
program priorities have been identified, they need to be broadly
communicated within the community. Community needs that are
identified, but not addressed by Extension program priorities, should
also be communicated to other agencies and organizations within the
community.

The calendar identified on page 4 provides sufficient time for state-
wide teams and county offices to explore the availability of resources
before public commitments are made to specific priorities. In some
cases, resources may not be available on a statewide basis. Inthose
cases, county offices may choose to proceed with a local priority with
the understanding that statewide support is not currently available.



Program Development Cycle

Situation
Analysis
(Map)
What are the
current needs and
assets?

Priority
Setting
(Destinations)
What do we focus
on?

Action
Plan
(Course)
What do we plan
to do and when do
we do it?

Implementation

What is the purpose
of situation analysis
and who will use
the results?

Who is involved and
what process do we
use?

What data is
needed?

What resources are
needed?

Who is involved in
the analysis and
interpretation of the
data?

How will our
analysis be
communicated?

Who is involved and
what process do we
use?

What are our
institutional
mandates, vision,
and mission?

How will the
availability of local
and state resources
(staff and financial)
influence the priority
setting process?

What can we do
given our
mandates,
resources,
potential, etc.?

How will our
priorities be
communicated?

How do we better
understand the
context and
background of the
priority?

What are our
expected impacts ?

Who are our target
audiences and what
does each need to
be able to do, know,
practice, etc.
(outcomes )?

What are the
activities, materials,
products, etc. that
are developed for
each target
audience?

(outputs ) How will
they be
sequenced? What
is our timeline?

What resources are
needed?
(inputs )

What benchmarks
will we identify to
mark our progress?

:

Evaluation




=N
=
n
[
v
2
(a]
o
=]
e
(=
w
E
=
E
E
(o)
U

5

Commitment to Diversity

Cooperative Extension Statewide Program Planning is designed
to include a range of perspectives, expertise and values of all
county residents. To meet the educational needs of traditionally
under-represented groups, people who are specifically protected
by civil rights laws are invited to participate at every stage in the
educational process. Our communities are enriched by this
diversity, and we are committed to providing educational leader-
ship in this area.

County Extension offices should undertake a strategic and sys-
tematic approach to involving people from diverse racial/ethnic
groups, ages, abilities, geographic regions and interests during
program planning, development and outreach. The diversity of the
community should be carefully considered when choosing a plan-
ning advisory committee, key informant or community-wide survey
recipient. A matrix to help local county offices determine the
diversity profile of their community is included in Appendix 1.

10



Focus on Situational Analysis

Examining Community Needs and Assets

Assets, Needs or Both?

|dentifying needs is the first thing one usually thinks of when beginning
to plan an Extension program. We know that if we develop a program
based on our own idea, one person’s suggestion or data from a
national study without first determining the needs of our local audience,
there is a good chance the program will not be relevant, well attended
or easy to justify to decision makers. For decades the concept of
needs assessment has served us well. Why then have we heard so
much of late about asset mapping and asset or strength-based pro-
gramming? Are these approaches intended to replace needs assess-
ment or change the way we use needs assessment in our program-
ming? Let’s consider the assets approach and then you decide how
to incorporate these ideas in your approach to program planning.
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6.1

What Is Asset-Based Programming?

What are assets and what is an assets approach? Assets are at-
tributes and resources of individuals, families, associations, organiza-
tions, communities and places that add quality to or promote positive
development. Individual assets may include skills, experience, knowl-
edge, values, etc. Family assets might include communications and
support systems. Assets of associations and organizations might
include the competence of personnel, farms, industry, recreation,
facilities, financial resources, policies, programs, etc. Communities
also have economic assets represented by local businesses, income,
jobs, etc. and environmental assets represented by open spaces,
natural habitat, landscape features, wildlife, etc. The core feature of an
asset-based programming approach is a belief that effective program-
ming is founded on individual, family, organization and community
assets. Such programming efforts incorporate attention to:

. On-going processes for identifying, linking, developing and

Prepared by Boyd Rossing, Community Development Specialist, School of Human Ecology, University of
Wisconsin-Madison
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using assets of local participants and their community

. Fostering confidence, optimism and positive self-images of
participants and community by recognizing assets

. Building relationships between parties with complementary
assets
. Empowering local participants based on self-assurance in

their assets to tap and use external resources that can
contribute to their local goals

Two central benefits of asset-based programming are that it:

. Creates positive motivation among participants and fosters
connections and relation building that commit local citizens to
action to improve their lives and their community

. Generates greater possibilities for change, improvement and
sustained impact because it is grounded in local citizens who
know their local capabilities, apply those capabilities and draw
on external resources judiciously

Why Did This Approach Surface?

An emphasis on asset-based programming has arisen as a counter
to the historic emphasis on providing services to address needs or
deficits. The reasoning goes like this. When an agency conducts a
process that culminates in a list of needs or problems, potential
program participants tend to see themselves as dependent on
agency services, as clients or consumers. This dependence on
agencies or outside resources and expertise undermines neighbor to
neighbor linkages. For clientele or communities with many needs, a
self-image as needy and deficient can result. As agencies proliferate
with mandates to address specific needs, efforts to improve lives of
citizens and conditions of communities become fragmented.

Thus a variety of asset-based approaches for programming at the
individual, family and community level has arisen. These approaches
give greater emphasis to capacities of citizens and communities.
They seek to shift agencies and providers toward roles that support
and augment local capacities and that empower local citizens to
become agents of their own destinies. Asset approaches are closely
allied to strategies that emphasize prevention of problems rather than
remediation of problems after they occur. Preventive approaches
seek to identify and strengthen local assets and conditions that
support positive development of individuals, families, organizations
and communities much as a healthy habitat supports a thriving wildlife
community.

12



So What About Needs?

Persons advocating an assets approach take different positions on
whether to continue identifying needs or deficits. A common sense
approach for Extension educators indicates that giving attention to
both assets and needs makes the best sense. Clearly individuals
and communities have needs and wish to have them addressed. It
does not serve learners well to gloss over needs or problems by
implying that all is well after inventorying ones assets. Nor does it
serve the interest of local citizens in this changing world to conclude
that one can or should preserve the status quo by continuing on the
path indicated by one’s historic assets. And for most communities, it
is unrealistic to call for total self-reliance on local resources apart
from any need for external resources.

A Balanced Approach of Assets and Needs—How So?

Perhaps the key to achieving greater balance in Extension’s attention
to assets and needs is to simply be sure to incorporate attention to
asset identification in one’s future program planning and implementa-
tion. Any programming situation can benefit from this addition. Of
course situations differ and programming purposes and time frames
vary. As a general consideration, try to incorporate asset identifica-
tion early before needs assessment, in situations where historically
deficits have been emphasized while assets were overlooked. This
early emphasis is also recommended in situations where one is
bringing diverse citizens together to create a broad sense of direc-
tion for sustained action. ldentification and recognition of assets of
citizens and their organizations can foster positive relationship build-
ing and a sense of confidence in the capacity of the initiative to
achieve results. Conversely while asset identification is recom-
mended at some point, it may not be as important to treat it as an
early priority in situations where local citizens have well recognized
assets or where attention to immediate pressing needs is necessary.

What Are Some Methods for Identifying Assets?

Individual and family assets. There are two basic approaches for
identifying assets of individuals and families. The firstis to engage
local citizens in identifying assets based on their own experience and
interpretation. This can occur through surveys, paired interviews,
individual interviews, family sessions, community forums and other
methods. The emphasis is on helping individuals identify their own
assets and on engaging participants in helping each other identify
assets. The second is to use established inventories based on
developmental models. Assessments of assets are made according
to the categories of the model. The work of the Search Institute is an

13



example of this approach. These models can also be applied
through surveys, interviews, forums, etc.

Assets of associations and organizations. ldentifying organizational
assets is less time consuming. Typically a steering committee or a
larger forum identifies local associations and organizations and the
assets they possess in terms of member talents, facilities, equip-
ment, land, programs and services, etc. A key consideration in
inventorying assets at this level is to consider how accessible the
assets are to a local initiative and how such access can be in-
creased. You can also work with individual organizations to consider
their assets more fully. Extension or other resources on healthy
organizations can be a source of useful frameworks for these assess-
ments.

Community assets. Lastly, assets can be identified at the level of the
community. Again a steering community or larger forum is usually
quite effective in identifying community assets. One type of commu-
nity asset is the mediating systems that bring citizens across the
community together or connect them for collective action, gover-
nance, socialization/recreation or communication. A second type of
community asset is the variety of existing and latent economic re-
sources and enterprises that can produce raw materials, value-added
products and services for local consumption or for export outside the
community or funds for local investment. A third type of assetis the
natural and human constructed environmental base of the community
including land, water, wildlife vegetation and other natural resources
and infrastructure for transportation, communications, waste manage-
ment, energy and so forth. You can turn to emerging models in the
community or sustainability indicators for helpful frameworks.

After Assets Are Identified, Then What?

Many Extension educators have made the shift toward identifying and
tapping local assets. In some cases, surveys, focus groups or forums
generate long lists of assets or show the status of assets that are
important to individual or community development. The challenge that
then arises is how do we use this information. The key is to engage
local citizens in recognizing the assets they possess and allowing the
significance of these resources to sink in. There are many ways such
information can be used and itis up to the ingenuity of local citizens
to identify and capitalize on some of those possibilities. For ex-
ample:

. As assets are identified, suggest ways to link the person or
organization with an asset to another individual or organization that
canuse it. Considerable satisfaction and empowerment occurs
when local citizens have their assets recognized and called on.

14



. Consider the latent potentials for local assets (e.g. vacant lots,
etc.) and ways to convert them into positive uses.

. As needs are identified, consider what local assets can be
tapped to address those needs.

. After identifying goals or a larger vision for change, consider
how the local assets can contribute to achieving these direc-
tions.

. Develop strategies for building assets of individuals, families,

organizations and the community that will strengthen the recipi-
ents and create a more supportive climate for others.

So What Do You Think?

As you discuss the approach you will use for the 2000-2004 Coop-
erative Extension program planning process, consider how asset
identification can be incorporated. You may need to invent your own
method for identifying assets or you may be able to use or adapt a
method in the literature.

15
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Situational Analysis—
Building Involvement and Ownership

A “situational analysis” done at the local or the statewide level should
be carried out in a manner that builds a better understanding of the
context or situation for all stakeholders in a community. The commu-
nity may be a county geographic unit or it may be a statewide com-
munity of interest, such as, the dairy industry.

The objective is to build a foundation for good decision making on
program priorities and the use of limited resources on a local or
statewide basis.

Our programmatic needs are better served if the community we serve
feels that they have been meaningfully involved in:

. Gathering the data

. Analyzing and interpreting the data

. |dentifying community needs and assets

. Selecting critical community needs and concerns
. Communicating the results

Greater involvement leads to a greater sense of ownership of the
process. Greater ownership leads to a stronger commitment to the
priorities that are identified in the priority setting process.

Extablishing the Process of Situational Analysis:

. What is the purpose of situational analysis and who will use
the results?

. Who is involved and what process do we use?

. What data exists?

. What data is needed?

. What resources are needed?

. Who is involved in the analysis and interpretation of the data?

. How will our analysis be communicated?

Questions for Situational Analysis:

. What are the major issues and concerns facing people in the
county?

17
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. What are the major challenges facing youth, families,
business, industry, environment, agriculture, government,
schools, etc. in the next year, next five years, next 10
years?

. What major strengths/capabilities/assets exist to improve
the quality of life and work in the county?

. What are the positive things about the quality of life and
work that we want to preserve?

. What are the negative things about the quality of life and
work that we want to change?

. What major statewide and national trends will impact the
economy and the quality of life within the county?

. Under ideal circumstances, what do you want our commu-
nity/county to look like within the next five years?

Communicating about Situational Analysis

Communicating broadly helps to build involvement and ownership.
While we often think about communicating after an event to
broadcast the results, it is also advantageous to communicate
early in order to explain and build commitment to the process.

Consider various ways you might communicate with key stake-
holders and the county population to encourage participation in
the situational analysis and to gain visibility for the Extension
effort.

News releases have multiple benefits. They:

. Create awareness that Extension undertakes a compre-
hensive planning effort every four years

. Show that Extension is interested in local issues and
concerns

. Enhance Extension’s visibility

. Motivate people to participate (If you are undertaking a

countywide survey, this may be particularly important.)

When writing a news release, say who, what, where, when, why
and how in the first paragraph, if you can. Study your newspaper



and notice how deftly most writers work that type of information
into the first paragraph of each article. In addition, it is helpful if
you remember the following:

. Know your contact’s name, title, telephone, fax and depart-
ment.

. Mail or fax your release 10 days in advance of the release
date.

Don’t limit your news releases to just the traditional media—
newspapers, radio and television. Consider other venues that will
get your information to your targeted audience. These might
include organizational newsletters, trade publications, etc.
Sample news releases are shown in Appendix 6.
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Using UW-Extension
Trends Analysis Documents

Cooperative Extension teams, theme groups and program areas
have prepared trend analysis documents on the following topics:
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1 Community Development Aimed at Sustainability
2 People and the Environment

3 Public Economics and Local Governance

4 Organizational Development Demand

5 Commercial Fruit Crops
6
7
8

63

Emerging Farm and Agriculture Markets
Farm Management Education
Grain Cropping Systems
9 Forage Crop Production and Utilization
10 Land Use and Agriculture
11 Risk Management
12 Wisconsin’s Sheep and Lamb Industry
13 Vegetable Crops
14 Beef Cattle
15 Nutrient Management
16 Swine
17 Dairy
18 Urban Horticulture
19 Youth Decision-Making
20 Agricultural Trends Affecting Youth
21 Youth and the Arts
22 Growing Up in a Changing Society
23 Youth and Employment
24 Youth—Culture, Media, Values and Ethics
25 Youth Health
26 Web -Based Technology and Learning for Youth
27 Youth Violence
28 Natural Resources and Environmental Education for Youth
29 Civic Involvement and Community Perception
30 Linking Youth and Community Development
31 Food Safety
32 Increasing Importance of Managed Care Systems in Health Care
33 Increasing Consumer Responsibility in Health Care

21



34 Changing Expectations for Cross-Generation Caregiving

35 Less Time Invested in Family Life

36 Food Security

37 Changing support Systems for Economically Vulnerable Families

38 Continuing Crisis in Affordable Housing for Low-Income Families

39 Family Financial Well Being

40 Shift to Local Control and Technology for Delivery of Services to
Low-Income Families

41 Increasing Local Control of Public Programs that Serve Wisconsin
Families

These documents were distributed at the May 1999 All Staff Confer-
ence. They are also available on the Internet at http://www.uwex.edu/
ces/pdande/statewide/trends.html
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Overview of Case Examples and Tools
for Situational Analysis

Appendix 4 provides case examples of situational analysis that have
been provided by our UW-Extension colleagues. Some of the case
examples also address the priority setting process. The following case
examples are provided:

. Advisory Committees Linda Heppner, Barron County

. Community-Wide Survey  Arlen Albrecht, Taylor County

. Key Informant Approach  Donna Doll-Yogerst, Oconto County
. Existing Assessments Tedi Winnett, Kenosha County

. Dual Scan Approach Dave Such, Sheboygan County

The list of examples is intended only as a starting point. Each case
example has its advantages and limitations. You are invited to review
all of the examples and to choose an approach or combine approaches
to develop a plan that will work most effectively for your county. Check
the Internet at www.uwex.edu/ces/pdande/statewide/examples.html for
additional examples (when they become available) and for feedback
from you colleagues on the use of various approaches.

Appendix 5 provides a number of process tools that may be helpful in
situational analysis and priority setting. The tools include:

. Nominal Group Technique
. Delphi Technique

. Focus Group Interviews

. Affinity Diagram

. Survey

Many additional tools can be appropriately used in situational analysis
and priority setting. Check with your colleagues who have been in-
volved in the Strategic Thinking and Group Facilitation workshops for
further information on the tools listed above and for information on
additional tools that might be appropriate.
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Sharing Results of County
Situational Analysis

The results of the county situational analysis (needs and assets)
should be broadly shared with stakeholders, collaborators and the
general public in your county.

As part of the four-year planning process, counties are also asked to
share the results of their local situational analysis on a statewide
basis by completing a short form that will available on the Internet at a
link from http://www.uwex.edu/ces/pdande/statewide.html

Each county will be asked to briefly identify:

. Who was involved in the county situational analysis?

. How was the diversity of the county reflected in the process?

. What situational analysis models or tools were used in the
process?

. What county needs and concerns were identified including
brief description?

. What is a relative magnitude or importance of each need or
concern that was identified?

. What state and/or local resources need to be available to

address the needs and concerns of your county?

The forms to submit this information via the Internet are currently
being finalized.

They will be available for county input by August 1, 1999 at a link from
http://www.uwex.edu/ces/pdande/statewide.html

By October 1, 1999, needs and concerns from all counties will be
available for review on the Internet at a link from http://www.uwex.edu/
ces/pdande/statewide.html All county reports will be available for
review by colleagues in other county offices, Cooperative Extension
teams/theme groups and the general public.

On a statewide basis, the entire list of county needs and concerns
will be systematically analyzed by a group of county/campus col-
leagues. See Section 7.
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26

Communicating the Results of the Situational Analysis

There are many reasons to share the results of the situational
analysis for your county.

Share results for all to better understand the local situation:

. Enhance Extension’s visibility

. Recognize people who were involved

. Stimulate local interest and participation in addressing
county concerns

. Kindle new partnerships and working relationships

Think about the various people and organizations that might be
interested in hearing about the results of the situational analysis.
In addition to the county oversight committee and county board,
these might include:

. State and local public agencies (public health, social
services, DNR)

. Nonprofit agencies and organizations (hospitals, churches,
lakes associations)

. For-profit agencies or businesses (banks, merchants)

. Civic groups and service organizations

. Agribusinesses

. County, town, village departments and officers

. School administration and boards

. UW-campus partners

. 4-H leaders association

. Local legislators

In addition to news releases, there are other opportunities to
share the results of your county situational analysis. Consider the
following:

. At organizational/agency meetings and public events

. As a poster or display in a storefront, Extension office or
public place

. In Extension newsletters

. During informal conversations

Sample news releases are found in Appendix 6.



County/Campus—
Trend/Concerns Analysis Group

During October 1999, a group of county and campus-based Cooperative
Extension colleagues will systematically examine all of the identified
county needs/concerns and the trend analysis documents prepared by
the Cooperative Extension teams, theme groups and program areas.
The group will make recommendations on the:

. Scope of collected needs and concerns

. Need for additional resources

. Creation of additional teams/theme groups

. Redirection of current team/theme group efforts
. Study of emerging needs or trends

The recommendations of the group will be provided to the Cooperative
Extension Dean’s Office, program leaders, members of the existing
statewide teams/theme groups and all Cooperative Extension faculty and
staff.

Statewide teams/theme groups will, as appropriate, incorporate the
groups’ recommendations in their plan of work and in the allocation of
resources to priorities within the scope of the team/theme group initiative.

The statewide team/theme group plan of work and listing of available
resources will be provided in draft form on the Internet at a link from http://
www.uwex.edu/ces/pdande/statewide.html by December 31, 1999.
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Focus on Priority Setting

Extension Program Priority Setting—
Building Involvement and Ownership
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Program priority setting builds on the foundation created by the
situational analysis. A situation analysis that involved community
stakeholders and is “owned” by the community serves as a basis
for making decisions on program priorities.

Program priorities need to be established with an understanding of
the resources that are available to help achieve the required out-
comes and impact. Resources may be local, statewide, national or
even international. The availability of resources or lack of resources
may be a major factor in selecting Extension program priorities.

In some cases, a major concern at the county level may need to be
addressed even though resources are not available. Under those
circumstances, the program priority setting process needs to pub-
licly acknowledge the limited resources. Realistic outcomes and
accountability measures need to be identified for such initiatives.

Cooperative Extension is a partnership between the federal gov-
ernment, state government and county government. As a partner-
ship, we are obligated to consult with our partners in the identifica-
tion of program priorities. The Wisconsin State Statutes Chapter
59.56 (3) requires the involvement of a county oversight committee in
the identification of program priorities for the local county Extension
office.

The county oversight committee, typically the Extension Education
Committee of the County Board of Supervisors, is legally obligated
to be involved in the priority setting process. The scope of the in-
volvement should be locally determined and formally documented in
the records of the committee. The county exective or county adminis-
trator may also play an important role in the priority setting process.

Most county oversight committees will determine the program priori-
ties in consultation with the local county Extension staff. Some
county oversight committees may also choose to formally involve a
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citizen advisory committee in the priority setting process. A few
county committees may choose to delegate the priority setting pro-
cess to the staff of the county Extension office. This last option has
the potential of a diminished sense of commitment on behalf of the
committee and consequentially a lack of public support for the priori-
ties of the local office.

Questions for Priority Setting

. What are the top priorities among the various concerns and
needs that were identified during the situational analysis?

. What do we know about these priorities?

. Which of these top priorities match with Extension’s mission
and mandates?

. Are resources available and/or accessible for addressing
these priorities?

. Are we likely to have an impact? What level of impact?

. Is someone else, another group or agency, better equipped to
deal with this priority than Extension?

. Who else is already working on this priority? What role or
contribution might Extension have? Who might we partner
with?

Working Together as a County Office Team

County office units are encouraged to work together to develop a
county office plan of work that clearly communicates to local citizens
and stakeholders in the county the program priorities and plans for
the total county Extension office. Positive public perceptions of the
county Extension program are enhanced by a “team approach” that
identifies the working relationships among the various program areas
and the synergism that results from a multidisciplinary approach to
the solution of community problems.
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Communicating Program Priorities

Program priorities should be communicated broadly and shared with
all your stakeholders, collaborators and constituents. Community
needs that have been identified, but are not addressed by Extension
program priorities, should be communicated to other appropriate
groups, agencies and organizations within the community.

As part of the statewide four-year planning process, counties are
asked to share the results of their local priority setting by complet-
ing a short form that will available on the Internet.

Each county will be asked to briefly identify:

. Who was involved in the priority setting process?
. What county priorities were identified with brief description?

The forms to submit this information via the Internet are currently
being finalized. They will be available for county input by August 1,
1999 at a link from http://www.uwex.edu/ces/pdande/statewide.html

By February 1, 2000, program priorities from all counties should be
available for review on the Internet at a link from http://www.uwex.edu/
ces/pdande/statewide.html All county reports will be available for
review by colleagues in other county offices, by the Cooperative
Extension teams/theme groups and by the general public.
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Appendix

Appendix
Diversity Matrix
Identifying, Mapping and Mobilizing Our Assets
Key Data Components of Situational Analysis

Case Examples

A County Advisory Committee
B County Wide Mail Survey
C KeyInformant Approach
D Existing Assessments

E Dual Scan Approach
Tools

A Nominal Group Technique
B DelphiTechnique

C Focus Group Interviews

D Affinity Diagram

E Survey

Sample News Releases
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APPENDIX |
Commitment to Diversity

Use this matrix as a tool to identify the diversity available for your county advisory
committee and other groups.

|dentify sub-categories under each main category, based on your county demo-
graphics. See the sample on page 35.

Involve people that represent the various demographic and value awareness criteria.

Definitions:

. Economic—Aware of income levels, jobs, money use, productivity

. Environmental-Aware of water, air, soil conservation, resources, etc.

. Community Services—Aware of the health, fire and police protection,
community safety

. Psychological-Aware of values, aspirations, individual rights, etc.

. Political-Aware of the political atmosphere, government, power structure

. Education—Aware of the educational resources, learning, literacy, etc.

. Social-Aware of community groups, volunteerism, charity
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Planning Matrix for Identifying

A Diverse Advisory Committee

Names 0O

Demographic
Characteristics

Gender
Female

Male

Income Level
< $15.000/ YR

$15 — $25,000/ YR

$25 — $35,000/ YR

$35 — $50,000/ YR

> $50,000/ YR

Age
14 - 20

21-30
31-40
41 - 50
51-60

Over 60

Geographic
Urban
Suburban

Rural - Ag

Rural — Non Ag

Family Status

Single

Single Parent

Married- No Children

Married — w/Children

Chart continues...
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Planning Matrix for Identifying
A Diverse Advisory Committee

Names 0O

Demographic
Characteristics

W

Gender

Race/Ethnicity

Age

Person w/Disability

Geographic Region

36
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Planning Matrix for Identifying
A Diverse Advisory Committee

Names 0O

Demographic
Characteristics

W

Family Status

Income Level

User/Non-User

Volunteer Group

Chart continues...
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Planning Matrix for Identifying
a Diverse Advisory Committee

Names 0O

Demographic
Characteristics

W

Agency Partners

Economic

Environmental

Community Service

Psychological

38

Chart continues...



Planning Matrix for Identifying
a Diverse Advisory Committee

Names 0O

Demographic
Characteristics

T

Political

Educational

Social

Program Area
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APPENDIX 2
Identifying, Mapping and Mobilizing
Our Assets

Assets, often of untold value, lie within the citizens of our communities, within the groups we
form, within our larger organizations, within our land and other physical resources, within
our local economy and within organizations and projects that connect us. By recognizing
these assets, we reconfirm our own capabilities. Also, we can discover possibilities for
mobilizing to meet our interests and needs and fulfill our community aspirations.

These materials will help you recognize the asset base in your county and in the communi-
ties within your county. They can be used to generate a quick general picture of your
assets, to consider possible applications of those assets to program directions and to
prioritize where more in-depth asset identification will be useful.

Assets of Individuals—A Preliminary Assessment Tool

Inventorying the assets of individual members in our communities is a powerful process.
The affirmation and discovery that occur are empowering. Individuals are more energized
to work collectively and share their assets to effect some community improvements. There
are four basic steps in mapping assets of individuals:

. Identify groups of individuals where asset identification might be helpful to the
members and/or your programming goals.

. |dentify assets of these groups in a general way.

. Consider how these assets link to your program goals.

. Decide if more in-depth first-hand assessment of assets for some of these groups

would be helpful and important. Will you use a structured questionnaire or open-
ended questions? Decide on the method of asset identification, e.g. survey, inter-
views, group session, etc.

The following tables provide a way to look at individuals according to various categories
that hint at some of their assets. You may identify additional categories. After considering
assets at this general level, you will be in a better position to select some groups of indi-
viduals where first-hand asset mapping and engagement in program efforts is desirable.

Prepared by Boyd Rossing, Community Development Specialist, School of Human Ecology, University of
Wisconsin-Madison
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YOUTH

What are the types of
assets youth typically
possess?

What assets do youth in
our situation possess?
(What assets should we
try to develop in our
youth?)

What assets could we
link to our programming
goals?

Do we need more in-
depth assessment of
youth assets? If so,
how could we do

this?

Ideas, Creativity & Energy
Connection to Place
Dreams & Desires

Peer Group Relationships
Family Relationships

Credibility as Teachers of
other Youth

Time
Other
SENIOR CITIZENS
) Do we need more
What are the types of What assets do senior What assets could we in-depth assess-

assets senior citizens
typically possess?

citizens in our situation
possess?

link to our programming
goals?

ment of senior
citizen assets? If
so, how could we
do this?

Culture, Tradition & History
Experience & Skills

Peer Groups

Economic Resources

Time

Other
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PERSONS WITH DISABILITIES (AND ABILITIES)

What are the types of
assets persons with
disabilities typically
possess?

What assets do persons
with disabilities in our
situation possess?

What assets could we
link to our programming
goals?

Do we need more
in-depth assess-
ment of assets? If
so, which disability
groups? How could
we do this?

Skills
Hospitality
Compassion
Friendship

Resilience & Happiness

Inspiration
Other
ETHNIC GROUPS
Do we need more
What are the types of What assets do persons | What assets could we in-depth assess-

assets persons of ethnic
groups typically possess?

of ethnic groups in our
situation possess?

link to our programming
goals?

ment of assets of
ethnic groups? If
so, which ethnic
groups? How could
we do this?

Tradition & History

Perspectives on
Community

Situations

Cultural Customs & Pride
Relations within Group
Credibikity within Group
Resilience

Other
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PARENTS

What are the types of
assets parents typically
possess?

What assets do parents
in our situation possess?

What assets could we
link to our programming
goals?

Do we need more
in-depth assess-
ment of assets of
parents? How
could we do this?

Concern for Youth
Knowledge of Youth
Concerns

Family Customs

Inter-generational
Perspectives

Home Places

Spouse, Extended
Family Relations

Other

INDIVIDUALS IN OCCUPATION GROUPS

What are the types of
assets persons in occupa-
tion groups typically
possess?

What assets do members
of selected occupation
groups in our situation
possess?

What assets could we
link to our programming
goals?

Do we need more
in-depth assess-
ment of assets of
occupation groups?
If, so which occu-
pations? How
could we do this?

Skills, Abilities &
Experiences

Special Occupational
Knowledge
Productivity
Economic Resources
Connections to
Occupation Groups/

Organizations

Other
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PERSONS OF LIMITED INCOME

What are the types of
assets persons of
limited income typically
possess?

What assets do persons
of limited income in our
situation possess?

What assets could we
link to our programming
goals?

Do we need more
in-depth assess-
ment of assets of
those of limited
income? If so, how
could we do this?

Skills, Abilities,
Experience

Networking & Personal
Relationships

Desires, Dreams

Creativity
Resilience
Energy & Enthusiasm
Other
CREATIVE, ARTISTIC PERSONS
Do we need more
What are the types of What assets do creative, What assets could we in-depth assess-

assets creative, artistic
persons typically possess?

artistic persons in our
situation possess?

link to our programming
goals?

ment of assets of
those of creative/
artistic persons?
If so, how could
we do this?

Tradition

Culture

Skills

Vision & Creativity
Productivity

Self-Expression &
Self-Esteem

Other
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OTHER GROUP

What are the types of
assets members of
typically possess?

What assets do members
of group in our
situation possess?

What assets could we
link to our programming
goals?

Do we need more
in-depth assess-

ment of assets of
__ ?Ifso, how
could we do this?

Asset:

Asset:

Asset:

Asset:

Asset:

OTHER GROUP

What are the types of
assets members of
typically possess?

What assets do members
of group in our
situation possess?

What assets could we
link to our programming
goals?

Do we need more
in-depth assess-

ment of assets of
__ ?Ifso, how
could we do this?

Asset:

Asset:

Asset:

Asset:

Asset:
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Assets of Associations and Organizations/Institutions—A Planning Outline

Associations and organizations bring people together for group action. They typically
accumulate assets that potentially can be tapped for larger community projects. To
identify these assets use the following steps:

1. Generate a list of associations for your community or county. Associations are
informal, voluntary groups that bring people together to pursue shared interests.

An association inventory can be started by a steering committee using their knowl-
edge and then extended by a community forum or by reviewing local newspapers,
bulletins, etc. See the examples on page 47.

2. Generate a list of organizations/institutions for your community or county. An organ-

ization/institution is a formal government, private/business or non-profit organiza-

tion with paid staff. To identify organizations, you can start by polling the knowledge
of your steering committee and extend it by reviewing telephone or other directo-

ries. See the examples on page 47.

|dentify assets of associations and of organizations in a general way.

Consider possible links between the assets of these associations or organizations

and your program goals.

5. Consider how accessible the assets of various associations and organizations are
to your programming initiatives and how such access could be increased.

6. Decide if more in depth first-hand assessment of assets for some of these
associations or organizations would be helpful and important. Will you use a
structured questionnaire or open-ended questions? Decide on the method of
asset identification, e.g. survey, interviews, group session, etc.

H»w

Potential Assets of Associations, Organizations/Institutions

People with Time, Interests, Skills, etc. Equipment
Expertise Programs

Space Services

Facilities Financial Resources
Materials Purchasing Power
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Examples of Associations, Organizations/Institutions

Associations

Organizations/Institutions

Artistic Groups: musical, theater, writing

Business Groups: local chamber, local cooperatives

Charitable Groups, Drives

Church Groups

Civic Event Groups: fair, festivals

Collector Groups: stamps, flowers

Elderly Groups

Ethnic Associations

Environment/Conservation Groups

Health & Fitness Groups: jogging, diet

Interest Clubs: books, recycling

Local Media: commercial newspaper, radio,
cable TV

Men’s Groups: cultural, political, social,
educational, vocational

Neighborhood: crime watch, block clubs,
neighborhood associations.

Organization Support Groups: “friends” of

Outdoor Groups: garden, nature watching

Political/Citizenship Parties: Democrats,
Republicans, League of Women Voters

School Groups: PTA, playground

Service Clubs: Kiwanis, Rotary

Social Cause Groups: peace, civil rights, advocacy

Sports Leagues

Support/Self-Help Groups: Alcoholics
Anonymous, La Leche League

Study Groups: literary, Bible

Veteran Groups

Women’s Groups: cultural, political, social,
civic, educational, vocational

Youth Groups: 4H clubs, Scouts

Agricultural Agencies

Banks

Businesses

Corporations

Community Centers
Community Development Corporations
Conservation Agencies
Cooperative Extension
Elected Governmental Bodies
Energy Utilities

Fire Departments
Foundations

Health Departments, Clinics
Hospitals

Libraries

Museums

Newspapers

Parks

Police

Public, Private Schools
Radio/TV

Recreation Agencies

Social Service Agencies
Trade Schools

UW Centers, Universities
Vocational-Technical Schools

Economic Development Assets—A Planning Outline

Acentral concern in many communities is the challenge of strengthening the local economy.
In a healthy local economy, dollars circulate and recirculate. The benefits produced by
those dollars are retained within the community. This makes local people better off and
makes economic growth possible. Many elements go into local economic development
including local purchasing, local hiring, new business creation, development of human
productive capacity, physical resource development, local investing, local credit provision
and mobilizing external resources. A key to many of these efforts is recognizing local
assets that can contribute to the economy. A set of potentially useful asset mapping ap-

proaches for economic development is summarized in the table on page 48.
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Asset Mapping Approaches for Economic Development

Assess Marketable
Individual Capacities

Mapping Consumer
Spending

Mapping Local
Business Assets

Purpose:

To identify skills, abilities and
experiences of individuals who
can own businesses, work for
others, consume knowledge-
ably, invest locally and work
together in community eco-
nomic building efforts

Purpose:

To identify local spending
patterns and then to better
connect local vendors and people
for mutual local economic benefit

Purpose:

To find out what businesses exist
in your community and deter-
mine what capacities for eco-
nomic development they pos-
sess

Types of Capacities Spending Pattern Information to Types of Economic
Collect Development Capacities
General Skills Consumer Patronage of Small Local Hiring

Formal Work Experiences

Entrepreneurial Experiences

Training & Educational Experiences

Civic or Community-Based
Experiences

Domestic Experiences

Local Businesses

Consumer Proximity Expectations

Consumer Assessment of Needed
Businesses

Consumer Interest in Business or
Cooperative Start-up

Consumer Spending Patterns for
Items Purchased on Regular Basis

Consumer Spending Patterns for
Larger, Less Frequent Expenditures

Local Purchasing
Local Investment
Local Community Involvement

Steps

Steps

Steps

Define Community Boundaries
Target Individuals to Include
Decide Asset Mapping Method
Self-completed
Group administration
Individual interviews, face to
face or telephone
Design Your Instrument
Conduct Your Inventory
Organize Your Findings
Mobilize Capacities

Define Community Boundaries
Design Your Survey Instrument
Decide Method of Conducting Survey

Mail

Group Administered

Door to Door

Telephone
Conduct Your Inventory
Organize Your Findings
Mobilize Consumer Expenditure
Capacities

Educate local businesses

Educate local consumers
Promote new businesses

Define Community Boundaries
Conduct Inventory of Existing
Businesses
Design Your Instrument
Identify Business Type, Size, etc.
Decide Method for Business Inventory
Library records
First-hand community recon-
naissance
Conduct Your Inventory
Identify Economic Development
Capacities of Selected Businesses
Design Your Instrument
Decide Method
Visits to businesses
Mail, telephone, survey
Organize Your Findings
Mobilize Untapped Business
Capacities
Foster connections for:
Job creation & training
Employee volunteering
Local purchasing
Local investment
Project sponsorship
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Environmental Assets—Natural and Physical Resources

Every community possesses natural and human-made physical structures and resources.
Some of these resources are valuable assets when we pay attention to them. Others are
potential assets if we convert their neglected or negative use into a positive use. To inven-
tory environmental assets use the following steps:

hOND~

o o

7.
8.

Consider the types of environmental assets listed in the table below.

Consider possible links between these assets and your program goals.

|dentify the types of environmental assets to inventory.

Decide the method for mapping environmental assets. Methods for identifying
natural/physical features, include use of library, other published information and/or
first-hand observation/documentation. To identify how these resources are used,
consider useror general surveys by site interview/observations or mail, telephone,
etc. surveys and/or analysis of records. The community development capacity of
these resources can be identified by user, general population or steering committee

survey, discussion orbrainstorming.
Design instruments, as needed.
Conduct your inventory.

|dentify the asset entities, e.g. spaces, structures.
|dentify their community development capacities.

Organize your findings.
Mobilize environmental assets.

The following table identifies types of environmental assets and possible community devel-
opment applications.

Environmental Assets

Possible Community
Development Associations

Water Resources: streams, lakes, groundwater,
rainfall

Vegetation

Wildlife

Soils, Minerals

Seasons, Weather

Open Space

Habitats

Aesthetic Resources

Cultural, Historic Resources

Terrain Features

Transportation Infrastructure

Vacant or Under-Used Land, Buildings

Waste Resources: food, toxic and non-toxic materials,
landscaping

Community recreation
Community businesses
Economic development
Housing

Community gardens

Social events

Community festivals, celebrations
Aesthetic appreciation
Nature appreciation

Wildlife, habitat conservation
Cultural centers, museums
Educational centers, events
Energy conservation
Recycling
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Summary

Within your community lies a rich set of resources. In most cases communities have only
partially realized and tapped the potential of these resources for creating a better commu-
nity. Applying the simple ideas and methods presented here can help you unleash this
potential.

References:

Kretzmann, J. and J. McKnight. 1993. Building Communities from the Inside Out—A
Path Toward Finding and Mobilizing a Community’s Assets. Chicago, Ill: ACTA Publications.

Kretzmann, J., J.McKnight and G. Sheehan. 1997. A Guide to Capacity Inventories:
Mobilizing the Community Skills of Local Residents. Chicago, Ill: ACTA Publications.

Kretzmann, J., J. McKnightand D. Puntenney. 1996. A Guide to Mapping Consumer
Expenditures and Mobilizing Consumer Expenditure Capacities. Chicago, Ill: ACTA
Publications.

Kretzmann, J., J. McKnight and D. Puntenney. 1996. A Guide to Mapping Local Business
Assets and Mobilizing Local Business Capacities. Chicago, lll: ACTA Publications.

Kretzmann, J., J. McKnight and D. Puntenney. 1996. A Guide to Mapping and Mobiliz-
ing the Economic Capacities of Local Residents. Chicago, lll: ACTA Publications.
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APPENDIX 3
Key Data Components
for Situational Analysis

Excellent data is available from University of Wisconsin-Extension WISPOP Information
Resources (http://www.uwex.edu/ces/wispop/) and the Government Information Sharing
Project at Oregon State University (http://govinfo.kerr.orst.edu/). Data currently available
includes:

. Official Population Estimates for County Municipalities

. Community Profile—The Census Bureau has compiled useful demographic, eco-
nomic, and governmental information spanning several years and sources for counties.

. Total Personal Income by Type of Income and Earnings by Industry

. Retail TradeGeneral Statistics—Sales, Payroll and Employment

. Wholesale Trade—General Statistics—Sales, Payroll, Expenses, Inventories and
Employment

. Service Industries, Taxable—General Statistics—Receipts, Payroll and Employment

. Full-time and Part-time Employees by Industry

. Regional Economic Profile Bureau of Economic Analysis

. Transfer Payments by Type of Payment

. Farm Income and Expenses

. School District Data Book Profiles

Consult the sites listed above and the Program Development Internet page at http://
www.uwex.edu/ces/pdande/statewide/resource.html for additional sources of data on your
community.
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Case Examples

q

APPENDIX 4
Case Examples

County Advisory Committee
County Wide Mail Survey
Key Informant Approach
Existing Assessments

Dual Scan Approach

moow>

The following case examples are effective ways to involve county stakeholders in the
identification of concerns, needs and assets at the local level. Each provides a slightly
different way to collect information that helps in setting Extension program direction.
Likewise, there are different types of committees or partners for designing and carrying out
the situational analysis and priority setting process. A glossary of terms follows:

Oversight Committee: typically the Extension Education Committee of the County Board
of Supervisors or other designated committee.

Core Planning Group: works with the county Extension staff to plan and implement the
planning process and typically, consists of five to seven people who are knowledgeable of
the county, its people and resources, often appointed by the oversight committee.

Design Team: members of the Extension office staff and oversight committee who work
together to design and implement the situational analysis.

Whatever the group is called, the important is that the county Extension office takes on the
local planning process as a team, as an office unit, and they work with key others in design-
ing and implementing the process. The extent to which these key others are involved in
decisions about which approach to use actually helps decide what information to collect,
who to collect it from, what the collected information means and it influences the level of
local ownership in the process and the final success of the planning effort.
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County Advisory Committee

The county advisory committee is a group of county residents selected to represent the
variety of backgrounds found in the county population. This group is asked to meet and
identify the concerns, needs and assets of the residents of the county that provides direc-
tion for the Extension program. Typically the group consists of 20-25 members, including
both Extension and non-Extension users.

Description of Process

1. The county oversight committee selects a core planning group that, in turn, facilitates the
advisory committee process. The core planning group typically consists of five to seven
people and is appointed by the county board chairperson.

2. The core planning group identifies individuals from throughout the county who are invited
to serve on the county advisory committee. Individuals are selected who represent the
make-up of the county, who are both Extension clientele and non-Extension users, and who
are leaders in both the public and private sector. Members should also possess a concern
and dedication to improve and strengthen the county, be open-minded and futuristic think-
ers, and have the ability to analyze needs, concerns and assets of the county. The Matrix
(Appendix 1) can be used to insure a diverse representation.

3. Amember of the core planning committee (usually the Extension county department
head) and a member of the county oversight committee contacts each individual seeking
their involvement as county advisory committee members. (A model letter follows.) The
purpose of the county advisory committee is clearly explained and the expectations of the
committee described. Members of this committee analyze and review the trends analyses
provided by the Extension work teams, other county assessments that have been con-
ducted recently, and provide their own perspectives of county concerns and assets. A
meeting time and place are designated.

4. A member of the core planning committee or an Extension staff member facilitates the
advisory committee group meeting(s). A nominal group process may be used to identify
the county’s needs, assets and concerns (the nominal group process and other tools are
explained in Appendix 5). The group discusses and clarifies all ideas, notes commonal-
ties and agrees upon a master list of county concerns. At a later date, the advisory com-

Case Example provided by Linda Heppner, Barron County.
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mittee may meet again to prioritize the concerns and provide recommendations for the
direction of the Extension program.

Involvement of Oversight Committee

The oversight committee selects the core planning group which, in turn, selects the mem-
bers of the advisory committee and facilitates the advisory committee process. Results of
the county advisory committee meetings are shared with the oversight committee.

Plan for Addressing County Issues

The county Extension office team, along with the oversight committee, determines the
appropriate Extension educational response to the prioritized concerns.

Areas for Consideration

The county Extension office team works with the core planning group to provide support
and guidance for the advisory committee. The county office makes the UW-Extension
trends analysis documents and other sources of data available to the committee. A mem-
ber of the Extension team may serve as facilitator of the advisory committee.

NOTE: The number of times the advisory committee meets may vary. In the past, program priority setting
was often done at the same time as issue identification. Before setting program priorities, however, it is
important to assess resource availability and feasibility of impact. Therefore, it may be important to allow
some time to elapse between situational analysis—identifying concerns, needs, assets—and priority
setting.
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Model letter to County Advisory Committee Members

Date

Dear :

We are pleased to invite you to be a member of the County University of Wiscon-
sin-Extension’s Planning Advisory Committee. This committee is charged with identifying
concerns facing the residents of County and will be involved in advising the
University of Wisconsin-Extension staff concerning the direction of the Extension educa-
tional program. Your volunteer commitment to this committee will add greatly to the identifi-
cation of relevant concerns and assets and will help direct the future of Extension educa-
tional programming in County.

As a member of this important committee, you will have the opportunity to assess

County needs and assets, review local and state data and discuss issues and concerns
facing County with other key county residents. Yourinvolvement in this advisory
committee not only benefits County and the direction of Extension’s educa-
tional programs but you will also benefit by learning about the concerns of our citizens and
what can be done in addressing those concerns.

The county advisory committee will hold its first meeting on , at in
the . A'second meeting is scheduled for (month, day of week, time). Each
meeting will last no more than two hours. At the first meeting, we will engage in a process
to identify the concerns and assets of County. At the second meeting, we will
prioritize the concerns and suggest direction for the Extension educational response.

We look forward to your participation and thank you, in advance, for your commitment to
this important endeavor.

Sincerely,

County Office Department Head and/or Chairperson of Oversight Committee and/or
County Board Chairperson

55



Identifying Advisory Committee Members

The advisory committee is typically composed of 20 to 30 people—key decision-makers,
influential, Extension clientele, non-users of Extension, volunteers, other organizations and
other agencies. Larger counties may want a larger group to insure representation from all
citizens: geographical areas, program areas, income levels, family status, ages and cul-
tural diversity.

A variety of approaches exist for identifying committee members. The important thing is to
ensure that the final group of members represents the diversity of the county including
various interests and groups that exist in the county. Refer to the Diversity Matrix in Appen-
dix 1.

1. Reputational Approach

This approach is a way to identify local leaders—the power actors who do not necessarily
hold formal positions. Itis based on the assumption that knowledgeables know community
leaders by their reputations. Power is intangible so the opinions and estimations of
knowledgeables can be a measure of the amount of influence local leaders posses. Just
observing who holds formal offices or participates in public meetings, board meetings, etc.
cannot identify leaders. Some community leaders work behind the scenes to affect local
actions and decisions. This procedure involves selecting knowledgeable community
members who provide a list of influential individuals who are then ranked according to their
reputation for social power in local affairs.

Consider the following guidelines when using the reputational approach:

a. Define the geographical area (in this case, the county).

This is the area in which the leaders are identified.

b. Identify the knowledgeables.

Identify a number of knowledgeables to be interviewed. To get a list of knowledgeables,
contact someone very familiar with each community, or geographic sub-area, within the

county. The number of knowledgeables to be interviewed varies with the size of the com-
munity/sub-area. Suggested numbers follow:

Number of knowledgeables needed Community/area population
5 250-1000
7 1001-2,500
8 2,501-5,000
10 5,000-10,000

56



c. Interview knowledgeables.

Once the knowledgeables have been identified, they are interviewed to determine the local
leaders. A simple interview questionnaire is developed.

(1) Introduce yourself to the knowledgeable
(2) Explain why you wish to locate the local influential leaders
(3) Ask an opening question such as:

“In many communities, a few people are able to affect the outcomes of
issues, sometimes because they are in a position to make key decisions
or because they have the ability to persuade others to follow their leader-
ship. Please tell me the names of the five most important and influential
leaders in this community who may or may not hold a public office.”

OR

“Who are the five people in this community you believe to be the most
influential. That is, who can make a project go, or if opposed, probably will
stop it?”

(4) Record their responses:

Community leader Occupation Place of business/address

d. Determine leaders.

Summarize the names by counting the number of times each person was mentioned.
Individuals named the greatest number of times form the pool of community leaders for the
advisory committee.

This approach identifies a broad scope of community leaders, both those who are visible
and not so visible. The interview process can be done in a fairly short period of time.

[Reference: Community Needs Assessment Training and Development Handbook.
Kathryn Reinhard, Daniel Murphy, Donald Johnson, Larry Meiller. UWEX-CNRED and
UW-Madison, Department of Rural Sociology, nd.]

2. Formal Position Approach

List the many formal leadership positions within the county and the various communities.

People in the positions can be approached as potential advisory committee people. The
groups for which there are leaders might be:
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. County board membership and officers

. Town boards membership and officers

. Village and city council membership and officers

. School boards and president

. Heads of voluntary organizations

. School superintendent

. Agency heads such as SCS, ASCS, district or local DNR representatives
. Vocational school superintendents or directors

From the above list, draw a representative group of 20-30 advisory committee members.
3. Concerns and Events Analysis

Prepare a list of significant community and county events that have occurred over the past
two to five years.

Use newspapers and other documents, records or logs to identify the people who were
involved in these various community events and activities.

Prepare the list of names.
Select 20-30 persons representative of the various community events and activities.

This approach serves to identify people who are involved in the various spheres and inter-
ests in the community. It assumes that different people get involved in different concerns
and that leadership and potential advisory committee members are not a part of a single
power group.

NOTE: These three approaches are meant to identify local influential leaders and individuals that are
involved in county affairs. They may not identify representatives of the “voiceless” or marginal groups in the
county population. Refer to the Diversity Matrix (Appendix 1) to ensure that all voices in the county are

heard.
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County Advisory Committee Job Description

The purpose and role of the county advisory committee is to:

. |dentify concerns, needs and assets of residents of the county
. Analyze trend data and other community assessments
. Order the importance of the many concerns that are identified

Support and Guidance

Support and guidance for the advisory committee work comes from the county Extension
office staff and members of the oversight committee of the county board of supervisors.

Time Commitment and Timetable

. Advisory committee members are expected to attend two meetings.
. Each meeting will not exceed two hours.
. It is expected that the work of the advisory committee will be completed by

Qualifications

Members should possess the following qualities:

. A concern and dedication to improve/strengthen the county

. An open mind

. Futuristic thinking

. The ability to analyze needs, concerns and assets; integrate data from state trends
analyses and rank the importance of identified concerns for the residents of the
county

Benefits

Committee members will benefit:

. Through increased awareness of the social, economic and environmental trends
affecting local citizens

. By sharing their expertise on how educational programs and efforts strengthen the
county

. By sharing information learned with others

. By developing an understanding of the mission of the Cooperative Extension Ser-
vice and its educational role in the county

. By being involved in collaborative efforts that have the potential of producing major
impact
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County Wide Mail Survey

A mail survey makes it possible to involve a relatively large number of people in the identifi-
cation of county concerns and assets. The information obtained gives a picture from the
perspective of the respondents at a particular point in time.

The county oversight committee and county Extension office staff select the county resi-
dents to be the survey sample. The county office staff designs the questionnaire. Finally,
the county faculty and staff and local oversight committee tabulate and review the survey
results. County needs and concerns are identified. Based on the results, a second survey
may be designed and mailed out for the purpose of prioritizing the identified issues. An-
other option is for the oversight committee to prioritize the concerns that are identified on
the first survey.

Description of the Process

1. The county office staff along with the oversight committee forms a design team. They
establish a clear purpose for the survey. They design the survey questionnaire. They
choose questions to solicit the information they seek. Questions may be worded reflecting
the UW-Extension programming areas, or general questions may be used to gain a broad
overview of issues and concerns facing the county.

2. Some counties use the arbitrary number of 100 citizens to participate in the mail survey.
The number depends upon the size of the county, purpose of the survey and resources
available. Arandom, systematic or purposeful sample may be employed. As with any data
collection process, whom you ask determines what you hear. All effort should be made to
select a representative cross-section of the county population. (See the UW-Extension
publication on sampling for help with size and type of sample to use; available on the
Internet at http://www.uwex.edu/ces/pdande/evaluat.html)

3. Participants are called or sent a letter explaining the Extension planning process and
soliciting their participation.

4. Mailing labels are prepared.

5. Surveys are mailed to participants allowing for a one-week return time. A return ad-

Case Example provided by Arlen Albrecht, Taylor County.
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dressed stamped envelope is included. A reminder post card is mailed after one week to
enhance the response rate. Often, a second mailing of the original questionnaire is neces-
sary in order to get an adequate return.

6. Option 1: The design team reviews the responses, creates groupings and designs a
second questionnaire. This is mailed to the same group of respondents asking them now
to prioritize the issues that were identified in the first questionnaire (a Delphi approach).
Follow-up may be necessary to ensure an adequate return. Once these questionnaires are
returned, the Extension office team tabulates the results for presentation and discussion
with the oversight committee.

7. Option 2: The oversight committee reviews the results (after step 5) and prioritizes the
identified concerns.

Involvement of Oversight Committee

Typically the Agriculture and Extension Education Committee members make up the
oversight committee. These members are involved in the selection of citizens to be sur-
veyed, help design the survey questionnaire and review the survey results. They may be
involved in the prioritization of the identified concerns.

Plan for Addressing County Issues

After the final compilation is complete yielding a list of prioritized issues for the county, the
design team reviews the list and makes recommendations regarding the Extension educa-
tional response.

Areas for Consideration

Advantages of using a mail survey:

. Savings of money and time (personal interviews consume considerable staff time)
. No personal or night meetings

. The questionnaire may be completed at the respondent’s convenience

. Greater assurance of anonymity

. Standardized wording

. No interview bias

. Accessibility to wider county population

Disadvantages of using a mailed survey:

. Lack of flexibility

. Low response rate

. Written communication only

. No control over the environment

. Questions may remain unanswered or answered incompletely
. Additional or unexpected comments are not captured
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County office staff involvement in the survey process is vital. The office team works with
the oversight committee as a design team to identify the sample of participants. They
design and test the questionnaire(s). Office staff makes confirmation phone calls to the
survey respondents and manage the survey distribution and returns. The county Extension
office team tabulates and analyses the responses. Finally, the design team meets to
determine the issues Extension will address and assign responsibilities.

The entire process requires two to three months for design, response time, analysis and
prioritizing.

Resources Needed

Postage, envelops, printed questionnaires and cover letters, postcards, faculty and staff
time

Level of Oversight Committee Involvement

Help select survey participants, help design survey questions, review preliminary results,
review final results and select priority issues the local UWEX office will work on.

NOTE: (1) Response rates in mail surveys depend upon the number of contacts that are made. The more
contacts you make the higher the response rate. Repeated and well-timed contacts in a pleasant manner
encourage response. (2) Mail surveys require advance planning, professional looking materials and ad-
equate help. (3) Of utmost importance is the look and feel of the questionnaire. Make sure the question-
naire is attractive, easy to follow and understand. (Salant and Dillman, 1994. How to Conduct Your Own

Survey, John Wiley and Sons)

Sample Advance Confirmation Phone Call
Hello. (Verify who is on the line.)
This is (name). lamthe (position) with (organization).
Within the next few days, you will receive a survey in the mail asking you to help identify
the needs and assets of County as well as to look to the future. The UW-
Extension Office is in the process of identifying concerns facing people in our county and
throughout the state in order to set programming direction and allocate resources.
It is a short questionnaire that will take only a few minutes to complete. Your input is
important for ensuring that the University serves the needs of the county. Results will be
widely shared. May we count on your participation?

Thank you in advance for your help.

Goodbye . . .
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Sample Cover Letter

Date

Dear :

As aresident of County, you know about concerns and issues facing the people
of our county. Knowing how people view their county—its current needs and strengths, and
how they would like the county to be in the future—is vital to those who make decisions
about the programs and services that are available.

You are one of a small number of people who are being asked to give their opinion about

the current situation in County and your vision of the future. Your name was [drawn
randomly from a list of all registered voters; identified by ]. Inorder that the results
of this survey truly represent the thinking of the people of County, itis important that

you fully complete the enclosed questionnaire and return it in the envelope provided.

You may be assured of complete confidentiality. The questionnaire has an identification
number for mailing purposes only. This is so that we may check your name off the mailing
list when your questionnaire is returned. Your name will never be placed on the question-
naire. No individual responses will be reported. A summary of the results will be mailed to
you when completed.

If you have any questions about this survey, please contact us. Thank you very much for
your help in this important endeavor.

Sincerely,

County Office Department Head, Chairperson of Oversight Committee
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Sample Follow-Up Post Card

Last week, a questionnaire was mailed to you seeking your opinions about the
concerns facing people in our county and what you would like the county to be like
in five years. Your name was selected [indicate process used to
select sample].

If you have already completed and returned the questionnaire, thank you very much.
If not, please do so today. We appreciate your help because we know how useful
your ideas will be in setting direction for the county.

If you did not receive a questionnaire, or if it was misplaced, please call us at
(phone number) and we will get another one in the mail to you immediately.

Sincerely,

County Office Department Head, Chairperson of Oversight Committee

Sample Follow-Up Cover Letter in Second Mailing
Date

Dear :

About three weeks ago, we sent you a questionnaire seeking your opinions about the
issues facing County. As of today, we have not received your completed ques-
tionnaire. We realize that you may not have had time to complete it. However, we would
genuinely appreciate hearing from you.

This survey is being conducted so those residents like you can affect the type of programs

and services available in County. We are writing to you again because the
usefulness of what we learn depends upon receiving input from each respondent. Your
name was drawn (indicate process used to select sample). In order for the

information from this survey t