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UK Extension Services in Transition

Assumptions
There are always emotional reactions to change. Bill Bridges suggests that change is the external process and
transition is the internal process. Unless transition occurs, change will not work. There are three aspects to
transitions: Ending, the Neutral Zone, and the New Beginning. You will not have a successful New Beginning
without going through the Ending and the Neutral Zone. Living in the Neutral Zone is much like going through
the stages of grief and loss that begin with denial and end in acceptance. Each person will go through these
stages at their own pace and with different degrees of intensity. Acknowledging losses allows people to move on
in a healthy way.

Note: How you prepare for and implement this change will be more important than what you actually decide to
change in terms of its success over time.

• A clear statement of the vision and
priorities for Extension

• A structure that supports implementation
of the vision and priorities

• Clear agreements on roles, responsibilities,
and delegative boundaries for AD’s,
APD’s, Specialists, Agents, and Suport Staff

• The final structure is informed by the
needs/input of key stakeholders affected
by it (agents, council members, county
and community leaders)

• A greater sense of unity and willingness to
support changes that will serve the
mission of Extension, not just personal
interests

• Input of this group will be considered in
the decision making process

• Clear understanding of the parameters of
our task—what is open for change and
what is not

• Clarity on how our input will be used and
who the final decision maker(s) will be

• Clarity on the time available to complete
the task.

• Agreement on the road-map/process to
achieve restructuring of Extension

• Understanding of overall system,
structure, roles and responsibilities as
they exist today

• Identification of other key stakeholders,
and the input needed from them and the
methods to obtain it

• Time line and activities to reach our goals
• Assurance of livelihood in the face of

change
• Agreement on what the transition

structure will look like and who will be
part of the transition team

• Identify measures of success
• Agreement on commitments made by

participants attending retreat

• Collectively you have over 458 years of
experience working with Extension

• Most people were inspired to work in
Extension because of positive experiences
with Extension services in their youth

• People are passionate about the Mission
of Extension and find deep fulfillment in
helping people solve problems

• All APD’s were selected for their positions
because of outstanding performance in
the field as agents

• People describe themselves as strong
willed with specific ideas

• There is confusion about the roles of AD’s
and APD’s and a lack of clarity around
boundaries/delegation authority

• People are open to change, want to have
influence in the outcome and need
assurance that their voice will be heard

Vision
The Kentucky Cooperative Extension Service is the
educational resource for all Kentuckians that serves
as a catalyst to build better communities and improve
quality of life

Mission
The Kentucky Cooperative Extension Service serves as
a link between the counties of the Commonwealth
and the state’s land grant universities to help people
improve their lives through an educational process
focusing on their issues and needs.

Values
(identified in interviews)
• We treat each person as one who has value,

opinions, a right to be heard, and a contribution to
make

• We empower people through education and
inspiration to improve their quality of life

• We focus on grassroots efforts that connect
people in the community to the resources at the
university in a practical way

• We are unbiased in our delivery of educational
programs so people can make their own decisions

• We are committed to working with diverse groups
of people to solve problems important to them

• We are motivated by the desire to be of service

Question: Can these values be applied in working together
to restructure Extension Services?
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Note: People who utilize
Extension services feel very
positively about them. There are
many Kentucky citizens, however
who don’t know we exist.

External Stakeholders: All citizens of Kentucky • Local Community Leaders • County Extension Council • District Board • Ag Development Council • Extension Homemakers Council • FCS Council • 4-H Council • Ag Advancement Council • Legislators • Local officials • Judges • Volunteers
Internal Stakeholders: UK President • Dean • Associate Dean • Assistant Directors • Area Program Directors • Specialists/Associates • Agents • Staff

There are 120 counties, four program areas, and approximately 400 county agents—served by five Assistant Directors, 12 Area Program Directors, numerous Specialists, and approximately 350 Extension Support Staff

Crucial Job Functions that Impact Success
(Most often cited by AD’s and APD’s in interviews with consultant)

• Provide leadership for Program direction
and establish priorities. Provide vision for
each area.

• Stay on the cutting edge of national
trends and identify their impact on Ky.

• Collaborate with internal and external
units/agencies to create an
interdisciplinary approach to problem
solving.

• Link knowledge at the University level
with programs at the county and
community level.

• Coordinate delivery of useful, easy to
access, ready-to-use educational materials
for agents, as well as in-services on new
programs.

• Work with specialists to create programs,
and solve local problems.

• Make linkages between county agents
and state level issues.

• Interview and recommend new agents.
• Manage and supervise department staff.
• Develop inter-disciplinary programs.
• Develop administrative policy.

• Work directly with agents to train them in
their role, and to build skill and
confidence in delivering services at the
local level.

• Coach and counsel agents.
• Assist with problem solving that is

beyond the scope or skill of an individual
agent.

• Work with district boards to ensure
funding at the local level.

• Build relationships with Council members,
judges, and legislators.

• Collaborate to build local programs
specific to the needs of the community.

• Communicate pertinent information from
the field to the univ. and vice versa.

• Work with clientele in counties to form
budgets based on local needs.

• Keep decision making within legal
parameters.

• Help select and place new agents.
• Conduct performance appraisals.
• Supervise personnel.
• Participate in policy development.

• Work with people on the front line to
solve problems that are important to
them, by using skills in consensus
building, conflict resolution, capacity
building, and others.

• Implement the vision that is created at
local level connecting it with issues that
are state-wide.

• Provide educational prog. that meet the
needs of local citizens.

• Work with diverse audience.
• Provide leadership training.
• Collaborate with other agencies and

organizations.
• Seek input from advisory councils.

• It is centrally organized at the AD level
with a focus on statewide issues for
program development.

• It is decentralized at the APD level with a
focus on local community issues.

• Different communities have diverse needs
requiring flexibility in program delivery.

• APD’s have different styles requiring
latitude in execution of job function.

• Agents have different styles and are
responding to diverse needs in different
geographic areas.

• Specialists should respond to the overall
system based on identified needs of AD’s,
APD’s and agents.

• Relationships of agents and APD’s at local
levels are key in the success of the overall
system and need to be carefully
considered in the restructuring process.

• Boundaries of delegative authority are not
clear regarding assignments given to
APD’s through AD’s and need to be
clarified.

• There is a new President, a new Dean and
a new Associate Dean all impacting the
current system.

• Two APD’s have been carrying a double
load for several months and need relief

• AD’s and APD’s don’t have a clear
understanding of each others roles and
responsibilities.

Formula for Change
(Based on the Work of Dick Beckhardt/revised by Kathie Dannemiller)

This model suggests that in order for change to occur, there has to be a sufficient level of Dissatisfaction, a Vision of a feasible alternative, and an understanding of the First Steps necessary to achieve the Vision. The combination of these three has to be
greater than the resistance to change.

External—Driven by President
(Memo from Dr. Smith 8-21-01)

• University costs and efficiency
• Need to “broaden the Mission” and expand community outreach

efforts beyond Ag., FCS and 4-H/Youth
• State is university’s campus

Dissatisfaction

Internal—Driven by Extension
(Interviews with AD’s/APD’s by Consultant 1-02)

Opportunities
• Adopting a systems view
• Creating issues based programming with wide public relevance—

expand 4-H, FCS, Ag. and bring in other university resources
• Focusing in a more concerted way on economic development

issues
• Reaching new and diverse clientele
• Expanding use of technology
• Taking developmental approach to everything we do
• Expanding family services to reach more non-traditional families
• Working in a multidisciplinary way
• Expanding collaboration with other agencies
• Creating new niche for extension that is unique/compelling
• Expanding role for volunteers
• Focusing on leadership development for women and youth

The Vision pulls you toward
the future and needs to be
agreed upon by key
stakeholders.

First Steps get you started
and creates momentum.

Letting Go—Possibilities

It is important to consider high leverage vs.
low leverage functions and to examine
which things are absolutely essential in
supporting the CES Mission vs. those that are
complimentary but not critical.

The following items were mentioned
during interviews. They are not intended to
be all-inclusive but to serve as a point of
beginning conversation.

• Stop assignments to APD’s that have
been traditionally done by specialists that
take up a great deal of time and reduce
time working with agents.

• Simplify evaluation process—or move to
self-evaluation. Focus more time on
coaching agents which would lead to
great performance rather than spending
so much time evaluating them.

• Attending meetings that are for political
reasons (need an appearance from the
College of Agriculture) that don’t create
high leverage in relation to the Mission.
Become more discerning in the meetings
that are absolutely necessary. Develop a
process for declining request to go.

• Evaluate paperwork and identify what is
crucial and what is not. Eliminate
administrative tasks that don’t add value.

The Task

1. Validate the Mission, Vision, and Values.
Are they still appropriate for CES in 2002?

2. Identify opportunities to improve
services of CES in alignment with
president’s mandate for greater
university tie to communities.

3. Identify APD job functions to be
eliminated or transferred to other
groups.

4. Create a plan to restructure CES that both
meets the expanded needs and reduces
the number of APD’s delivering service.

5. Identify a transition team to move the
process forward.

6. Transition team lead re-envisioning
process to develop recommended
scenarios for Dr. Turner and Dean Smith.

Prepared by Carol E. Anderson, Ann Arbor, MI January, 2002

Change can be driven by
external or internal
dissatisfaction

Vision

What do you want Extension
Services to become?
1. What trends do you see in the

following areas?
• Technology
• Family
• Health
• Education
• Agriculture
• Community Development
• Economic Development
• Globalization
• Others

2. What impact will they have on
Kentucky?

3. What are the implications of these
trends for CES?

4. How does CES need to change its
service focus and structure to
address these implications?

First Steps

• Interview stakeholders most
closely impacted by re-
structuring in preparation for
retreat.

• Design retreat and agree on
desired outcomes.

• Hold retreat, agree on key issues,
develop a plan to involve other
stakeholders, create a transition
team and timeline.

Resistance
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Resistance is expressed in
many ways—one of the most
common is a list of reasons
why not to implement the
change.

• “We have always done it this
way.”

• “We don’t have time to think let
alone restructure.”

• “We tried this years ago and it
didn’t work.”

• “The communities won’t let us
change.”

• “Everything we do is important—
we can’t eliminate anything.”

• Etc., Etc., Etc. . . .
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Assistant Directors

4-H/Youth Development
Bill Umscheid

Specialists
within

departments

Family & Consumer Science
Bonnie Tanner

Agriculture & Natural Resources
Curtis Absher

Specialists
outside

departments

Integrated into
other programs

Program & Staff Development
Paul Warner

Supports all organizational functions for program areas:
hiring, training, evaluation, budgets

Specialists
within

departments

Community
& Economic

Development
Rick Maurer
(1/2 time)

All offices in Lexington
Area Program DirectorsAssociate Dean: Extension

Dr. Larry Turner

Desired Outcomes
of Process

Desired Outcomes
of Retreat

Things I Learned About You
(AD’s, APD’s) Assistant Directors

Area Program
Directors Agents

Observations About
the System

• Provide research-based educational
materials and programs for agents to use
in working with clientele.

• Provide agent training, in-service and
support.

• Collaborate to provide statewide
leadership for Extension programmatic
activity.

• Serve as subject matter experts in specific
technical areas.

• Provide guidance to Extension
programming to ensure relevance.

• Assist in providing Extension
programming through volunteer support
of programs.

• Work with Extension staff to meet local
needs.

• Partner with Extension personnel in
delivery of programs.

• Build budgetary support for the
Extension program.

• Increase public awareness of Extension
programs.

• Support local Extension programs.
• Serve as front line contacts for Extension

with local clientele.
• Implement local level vision of Extension.
• Work with agents to support local needs

in counties.

Specialists and
Associates

Extension Council Members, Volunteers,
and Other Stakeholders

Program Assistants and
Staff Assistants


