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	Objectives:

· To provide advisory leadership members an overview of Cooperative Extension including:
             A definition of an Extension advisory leadership group
             A recommended structure for an advisory leadership group
             Roles and responsibilities of the Extension advisory leadership group
             Creating a mission and shared vision
             Identifying needed resources and developing a resource plan
             Communicating the vision and gaining commitment
Advance Preparation: 
· Lesson has been developed as a media file which can be viewed using Real Player
· Also provided are Power Point slides and a written transcript

Materials Needed: 

· Access to a computer containing Real Player which can be downloaded from the internet 

· A CD can be generated and made available to members to avoid downloading the movie

Time Needed:


             Approximately 25 minutes
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What is an Extension Advisory Leadership System?

An Extension Advisory Leadership System is composed of a diverse group of salaried and volunteer staff that develops and implements a program plan that will direct Extension resources toward the resolution of identified issues in their community.

Slide 2

Who Makes Up the System?

An Extension Advisory Leadership System should consist of at least ten members keeping in mind that more members can be added to meet the needs of the locality. 
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What structure should we have?

Membership should be reflective of the community served by Extension and should also include key stakeholder representatives. Each group will need to decide what the size of the Extension Advisory Leadership System should be based on the work to be done and the skills and talents brought to the table by each member. By implementing a committee structure, the system can then involve more community members in the work of the council. Persons who serve on committees do not necessarily have to be part of the overall group. In most instances, the chair of the committee or the designee should sit on the overall body. 
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Membership Committee

It is recommended that each Advisory Leadership System have a membership committee which can constantly monitor the makeup of the system to insure that the group is reflective of the community that is being served. A tool such as this is very helpful (see attachment).
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Roles and responsibilities:

· Identify community problems, issues, or concerns which Extension can address and then prioritize according to the needs and available resources

· Assess current Extension programs and decide which should be continued, enhanced, improved, scaled back, or eliminated to more effectively address local concerns

· Identify other community agencies and organizations which may share a common concern and offer the opportunity for cooperation and collaboration

· Design and implement a plan of action which incorporates relevant educational programming, develops new partnerships, and supports new initiatives

· Develop and implement a resource plan to ensure support for local programming efforts

· Report program results, issues, and concerns to appropriate groups including area planning groups, funding sources, elected officials, and community residents

· Be an advocate for Extension and it’s programming efforts

Slide 6

Creating a Mission and Shared Vision

Once established, an Extension leadership advisory group will need to develop a shared vision and mission for the group. 

You may remember the movie Spartacus, an adaptation of the story of a Roman gladiator who led an army of slaves in an uprising in '71 BC. They defeated the Roman legions twice, but were finally conquered by General Marcus Crassus after a long siege and battle.  In the movie, Crassus tells the thousand survivors in Spartacus’s army, “You have been slaves. You will be slaves again. But you will be spared your rightful punishment of crucifixion by the mercy of the Roman legions. All you need to do is turn over to me the slave Spartacus, because we do not know him by site.”  

After a long pause, Spartacus stands up and says, “I am Spartacus.” Then the man next to him stands up and says, “I am Spartacus.” The next man stands up and also says, “No, I am Spartacus.” Within minutes, everyone in the army is on his feet. Each man, by standing up, chose death. But, the loyalty of the army was not to Spartacus, the man. Their loyalty was a shared vision, which Spartacus had inspired - the idea that they could be free men. The vision was so compelling than no man could bear to give up and return to slavery. 
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A shared vision is not an idea. It may be inspired by an idea but is much more compelling than simply an idea. It becomes something that people can buy into. That they can be committed to and believe in. A shared vision answers the question: What do we want to create? 
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Commitment is everything

If you've ever volunteered with an organization you know that commitment is everything. People become committed to an organization because they care about it, because they have a passion for the mission of the organization. To develop a passion for the mission, you must know where you are and where you need be as an organization. And you must revisit this often. If you become involved with the organization that has not looked at their goals and their mission in three or four years, you will see that it is difficult for the leaders of the group to express the goals and wishes of the program. And, therefore, the actions to accomplish the goals are almost impossible. 
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Shared vision is necessary because it provides the focus and energy for getting the job done. 

It is important to take some time to think about our dreams – what we want to create with our group efforts. Often our schedules are so hectic that we never give ourselves permission to dream. Yet, visioning is an integral component of program planning. Each of us should plan time to develop a personal vision, which can then be used in developing a shared vision within the community that we serve. 
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Personal visions derive their power from an individual's deep caring for the vision.  Shared visions derive their power from a common caring.  In fact, one of the reasons people seek to build shared visions is their desire to be connected in an important undertaking.  

As Extension Advisory Leadership members, we have flexibility to help determine, locally, our Extension programming emphasis. Through visioning, we have the opportunity to plan our efforts in a proactive manner.
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The Visioning Process

The visioning process is a very important part of planning and will take some time but is well worth the effort.

The visioning process consists of these basic steps:

· Identifying the desired states. 

· Developing a vision. 

· Identifying general goals/strategies for the desired states.

· Developing specific objectives and strategies

· Identifying resources needed and if absent, developing a plan for securing them. 

· Communicating the vision, strategies, and tactics to the rest of the organization and other key stakeholders. 
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Identifying the Desired State

Think about your Extension program. What are the things that are going well? What is not going well? In an ideal situation what would it look like? List several ideas for each of these and then continue with the lesson.

With group visioning, you would want to ask each person to create a visual response to each of these questions. Each person could then share. Thus, some commonalties will be seen and you will have a good feel for the perceptions concerning your organization.

Things identified, as going well will not have to change unless you want to expand them. All of the statements concerning things that are not going well should be rewritten to express what they would look like if things were going well. 
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For example: There are not enough young people, in our community, who know about the opportunities available through Extension. Let’s think about that statement and how we might restate it.
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The statement could be examined and rewritten as: Community youth are aware of all the opportunities available to them through Extension. This just gives us a different way to look at the statement. In an ideal situation this is what we would like to have happen.
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Developing a Vision

Without Your Own Vision, All You Can Do Is Sign-Up For Someone Else’s

The most fundamental choice we make is to create a future of our own choosing. Alvin Toffler once said, “You've got to think about the big things while you’re doing the small things, so that all the small things go in the right direction”. Much of the information, which you have already generated, will be part of your vision. 
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To expand your ideas, ask yourself some more questions. If you were to start the Extension program from scratch, what would you do differently? Without limitations, list three wishes to improve your Extension program. What idea has not been tried that you think might work? What are some opportunities for programming or some unmet needs in your community?

The long-term benefits of creating a personal vision are substantial. By visioning, you can allow yourself to think “outside the box” and to be more creative. Visioning can also boost confidence and motivation while providing program focus and direction.
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Creating the Shared Vision

With your personal vision in hand, you are ready to create a shared vision with the other group members. According to Maslow, one of the most important characteristics of high performing teams is a shared mission and purpose that is developed through dialogue with program stakeholders. A shared vision will describe the desired state of the program and then how to get there. The barriers will be identified as well as the strategies for implementation including resources needed, identifying roles, and figuring out how to track and measure our progress. 
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Engage Stakeholders
As educators, we realize that local citizens, like you, are effective in identifying community needs and employing ways to solve them. Leadership advisory groups, programming committees, and other stakeholder groups bring a fresh perspective to Extension work and with it new enthusiasm and energy. Keep in mind that one of the reasons people seek to build shared visions is their desire to be connected in an important undertaking. With a shared vision, you become partners in creating and implementing the vision. The vision no longer rests on one person’s shoulders alone. Therefore, the program is no longer my program but it becomes our program. 
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Conducting An Effective Visioning Session

It is recommended that you recruit a facilitator for your visioning sessions so that each group member may share their views during the process. As the facilitator, a group member would be less objective and their credibility may be questioned. Sessions should be scheduled at a location that will provide the fewest interruptions. Also have several flipcharts and post-it pads for your brainstorming sessions.
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Once you have your group together, there are several questions that can be asked to generate ideas. Where and why have we been successful? What actions and results have given us recognition and respect within the community? What needs and trends do we see in the various Extension programming areas? What do our clients really need and want us to deliver? What would the program look like if everything were ideal? Do the possibilities fit into the organizational mission? You may also want to include some of the same questions used in developing your personal mission.  
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Identifying General Goals/Strategies

General goals/strategies are statements about things that you will need in order to achieve your desired future. They are not statements about how to do something or when it should be completed. General strategies must be identified for every desired state so your list will be quite lengthy. Once you have brainstormed, you may want to list them in order of importance. When you have completed this, ask the question: If we do all of these things can we achieve what we desire? If the answer is no, then you need to add more strategies.

Now add statements about how to achieve each of the statements that you just generated with the group. This process will develop a list of tasks, which will need to be rearranged chronologically. 

Once this process is complete, you can then translate this to developing specific objectives and strategies. 
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Developing specific objectives and strategies

If you have done a good job up to this point, this step will be much easier. Here you will want to be Specific. What needs to be done must be clearly stated. Your statements must also be Measurable. How will we know if we have been successful? This criterion should be included. The statements must be Time Related. When will this be achieved? What are the timeline and milestones? Lastly, who will have Responsibility or ownership for each strategy and will provide feedback to the group.
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Identifying resources needed and if absent, developing a plan for securing them.

While spending time visioning, you will generate a number of resources that you will need including people, skills, money, equipment, and time. If you can not secure the resources, you will have to put the objective on hold. Remember, other community volunteers can help fulfill some of these needs and can also help us address others. Specific strategies may need to be developed concerning obtaining resources.
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Communicating the vision, strategies, and tactics to the rest of the organization and other key stakeholders.

This step is critical. Without buy-in from key stakeholders and their help in carrying out the plan, the leadership advisory group can not be successful. Share the vision any way that you can: through your normal communication routes, or in new creative ways. You will want to develop strategies to communicate the vision.
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How to Gain Commitment

Once you have your vision, how do we get people excited about it? How do we get them to buy in? Commitment springs from enthusiasm for the vision and your willingness to let others come to their own choice. 
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· First you must be convinced yourself. There's absolutely no reason to try to encourage another person if you're not sold on the idea yourself. If you were not totally committed to the vision, the best scenario would be compliance; without your commitment you may actually sow the seeds of resentment. 

· Be honest. Don't sweep problems under the rug and don’t over inflate the benefits. Simply, describe the vision as honestly as you can.

· Let the other person make his or her own decisions. You don't have to convince another of the benefits of a vision. In fact, if you try persuading him/her, the person may feel manipulated and will actually turn away from the vision. Commitment requires freedom of choice. It is very personal and you cannot force someone to become committed to your vision. 

Slide 27 

Gaining Commitment Continued
· Listen when people want to talk. When we allow a person uninterrupted time to talk things through, he or she is more likely to arrive at a meaningful conclusion than when we're talking at them. Being a good listener is knowing when not to talk. 

· Speak wisely when invited. We should offer a positive atmosphere to encourage achieving the vision. We should provide information in as many different channels as possible: through personal experience, information technology, library resources, a network of informed people, or through other volunteers. Having information is very important for the volunteers who are trying to carry out the mission. It also makes the objectives more attainable. 
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Vision Killers

As you engage in the visioning process, be alert to vision killers. Examples of vision killers include tradition, the fear of being ridiculed, stereotyping of people, roles and conditions, complacency, and short-term thinking.
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Toward Reality

During the visioning process, we are more likely to expose our ways of thinking and recognize personal and organizational shortcomings. The process is often uncomfortable since it is very abstract. However, if the vision becomes compelling enough to acquire support of more than one person then people begin to see it as if it already exists. Those involved become committed to the program and dedicated to achieving the identified goals.
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When we take the time to develop a shared mission, volunteers and paid staff become partners in our programming efforts. Then the opportunity exists to let our imaginations soar. There are limitless possibilities for conducting meaningful community educational programs. As partners, we will diversify what we can offer our clientele and provide programming opportunities that we have hence forth only dreamed of. 
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· Vision is the “what?” - the picture of the future we seek to create. 

· Purpose or mission is the “why?” - Why do we exist? What does Extension seek to contribute? And what makes your organization unique?

· The values of your organization answer the question, “How do we want to act, consistent with our mission, in order to achieve our vision?” The organization's values describe how we want things to look on a day-to-day basis while we pursue the vision.  
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