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1959 ADMINISTRATIVE PLAN OF WORK
VIMGINIA AGRICULTURAL EXTENSION SERVICE

1. SITUATION AND PROBLEM STATEMENT
A comprehensive statement of the situstion and problems affecting
Virginia agricultural and rural life has not been preparved by the
sdministration. However, the machinery has been sstablished and
is now in operation to make a thorough analysis of the trends,
situation, and the future potentials by departments and subject-
matter aveas. The Extension specialists are weing this ianformation
in the development of thelir respective plane of work. In most
instances, & planned program by one department fovolves specialists
from two or more other departments. In addition to the Extension
specialists, the members of the research and resident-teaching staff

participate in the development of the Bstension plan of work.

This planning on the State level is coordinated with the planning

by county commodity and special interest committses through the
district agents and specialists. The specialists meet with the
agents and discuss with them the State and national trends and
future poteatisls for the State. Assistance 18 also given the
agents in the analysis of the county situation and potentials. In
w08 lnstances, the agents present the iafermation to their respec~
tive committees. If the specialiots sttend the meetings, thay act
in an advisory capacity. The major features of the Extension pro~
gram will be developed arcund the intensification of farm and home
sanagament. In some areas of the State, livestosk production is




becoming wore speclalized and will vequivre move individual sssidtance.
Special training meetings of agents will be held to help them meet
this situation. If funds will pemmit, specialists will be smployed
to work in designated areas of the State to halp meet the specific

needs of the farmers, livestosk buyers, and meat packars.

II. ANALYSIS OF ADMINISTRATION SITUATION
A. Pipsvcing Extension Nexk

The total Extension budget for the 1958-39 fiscal year is $4,111,373.
This represents an increase of $277,669 over 1957-38 in funds availe
able. The 1957-58 fiscal year included & cazry-over of $99,943 from

the 1956=57 fiscal year.

The table on Page 2-A showe the relationship of Pederal, State
and county funds for 1957-58, 1958-59 and an estimats for 1939
00.

The formmula for requesting county funds based wpon taxable wealth
as a gulde and che standard budget form for wee in vequesting

approgriations appears at this time to be sstisfectory and will
be continued.

Ty ey} g

There were no major changes in the basic Emtension orgsnisation
during the current year and no changes ave comtemplated for 1959.
The detailed organizaticnal statement in the 1956 Plan and in the
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COUNTY FUNDS:
County Appropriations
ADDITIONAL REVENUE :

Carry-over of State Pund

Mjusting base rates of pay (clerical)
Mjusting base rates of pay (agents)
State Department of Agriculture (Morris)
U. 8. Pest Control (Moxrris)

industrial Grant (Southamptom)

T. V. A.

Tobecco (Aromatic)

TOTAL

1,693,705
13,500
11,450
31,445

1,928,350
15,000
12,200
33, 744
13,300

1,750,100

1,443,362

2,002, 79%

1,532,393
30,720

1,474,082

446,131

99,942
31,025

2,000
4,000
5,328
15,936
3,160

1,563,113

31,000
2,000
4,000
5,520

17,100

—

163,39

3,833,704

64,780

4,111,373




Administrative Handbook is still in effect,

C. Rarsonuel - Musbers, Selection, Iraiaing,
Supervision, Retirement, snd
Salaxy Scalss
On the State level, the Exteasion organisation consists of a
director, associate director, three assistant directors and one
accountant. On the district level, thers are six white women
district agents, one woman district agent=at-large and six white
wen district agents. Negro Extension persomnel on the State and
district level consists of one State agent, one negre man district

agent and two negro women district agents.

The specialist staff was increased by three positions during the
year. A vecord of performance specialist in the Animal Husbandry
Department, one position in the field of public peolicy, and one

additional position ia the Editorial Departsent were sstablished,

making a total specialist staff of 97.

As of February 1, there were four full~time and one half-time
positions vacant on the specialisc staff. They were poultry
marketing, public policy, consumer education, sditorial and

extansion studies.

On the county level, there are 98 county agent and 88 assistant

agent positions ‘orvln; 97 counties and two cities. There are 96

home demonstration agent and 3] assistant home demonstration agent

positions serving 95 counties and two cities. Thers are three
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counties without appropriations for home demotetration work. They

are Craig, Lee and Gloucester.

There are 32 negro farm agent positions and 35 negro home agent

positions serving 46 counties and two cities.

There ave 179 secretarial positions serving the State and couaty
Extension workers. Five additional one~half time secretarial posi-
tions were added during the past year for negro agents. AL present,
all counties having both a negro farm and negro home ageat have
either & full~time or half-time secretary. In counties without
regular secretarial assistance, an allotment of funds for employ-
ment of Lelp on an hourly basis is provided.

Ihe Selection of Pexsonnel

The selection of personnel for the specialist staff is made from the
county staff when Lt is possible to 4o so. It has besn cur experience
that specialists who have had specialized training in & particular
field and, in addition, have had county experisnce render & greater
and usually a more satisfactory service than those who have not had
county experience. This selection is made in coopeiation with the

heads of the departments and the project lLeaders.

The county agent and home demonstration agent positions arve filled

from our most promising assistant agents. The assistant agents are

selected largely from graduates of VPI., The department heads
advise ve of the names of their wost promising students. They are
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interviewed by the assistant director who takes comsiderable time
in explaining Extension work to all whe are interviewed. Those
that indicate an interest in the work are later interviewed by the
district agents. The assistant home demonstration agents are em~
ployed from VPI graduates, other imstitutions within the State and
from other states.
Extension Iraianing

Genexal Situation - Progress is belng made toward the
development of a long~time Extension Training Program. This program
vill coordinate all four levels of training. These levels include
pre=service, new workers, in-service, and graduate study. This co-

ordinated approach will provide continuity to all training afforts.

Many factors point toward a continued need for highly trained per-

sonnel. Some of these are:

The ever increasing educational level of Extension's
“"Audience".

Competition for pecple's time.

Highly trained professional workers in related fields.

The broadening scope of Extension's responsibilities.

The increased desire on the part of Extension's

"Audience” for curvent, up-to~date information that

is easily undarstood.
The Extension training specialist is working closely with the over-
all Extension training program committee, Ats sub-committess and the
administrative and supervisory staff. Training programe and activities

developed by the various committees and approved by the administrative




staff have been carried out.

Currently the Extension staff cotals 651, Of this group there are
93 State Extension specialisis and 494 county Extension workers. It
1s necessary to employ more than 50 new staff ssmbers aanually.
Supervision
The nature of the job and responsibilities of the district agents
has changed to such an extent during the past 10 years that our
present staff cannot reander the service and swpervision requived
under the modern Extension program.

gl
Virginia has a compulsory retirvement system which supplements the
social security benefits. Huployees holding Federal appointment
are not eligible for social security but thay are required to

participate in the supplementcary phase of the retirement system.

A deduction of 4% is made from the salaries after deducting $1200.

The deduction of 4% from the salaries of county personsel is made
after deducting $1200 and the amount of the county appropriation.

all full-time State and county secretaries and clerks ave in the

State Ketivement System.

Zedozal Reticement

All Extension workers holding Federal appointment are participating

ia Civil Service Retirement and salary deductions are being made to co~

ver the employee's contribution,




Ansurance

The Fedexal Group Life Insuvance Program, which became effective
Jaouary 1, 1956, was favorably sccepted by most Extension workers
holding Federal appointment, There are 17 women and 2 men who

elected not to participate.

alary Svales
The salery scale for Extension specialists and mesbers of the
resident teaching and research staff ave the same. The present
salary scale 1is as follows:
Step 1
Professor 7800
Assoc. Professor 6600
Asst. Professor 000
Instructor 3480
The salary scale for county personnel was increased by about 10%
as of October L, 1958. The present salary scale is as follows:
tep | Step 2 Step) SSep & Step 3 Siep 6

Trainee 4320 : 4704

Assoc. Agent 4512 “%520 5160 3400 5640
Extension Agent 5640 6144 6432 6720 7032
District Agent 6720 Y 7680 8040 8400

The men and women Extension agents have the same salary scale. The

negro agenis are considered as assistant agents and are in the asso~

clate agent pay scale. The trainee grade is for the employment of

college graduates without experience. After one year of satisfactory

experience, they are promoted to the sssociate grade.

County Extension persounel are under the State Personnel System which
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provides for merit increases { v satisfectory service. The merit
intervals are 12 months for salaries below $5,000, 18 mouths for

salaries from §5,001 to §7,500 and two years for salaries over §7,500,

oy Yy

The Parm and Home Development phase of the Extension program and the
procedure which was developed and put inte setion for Locreased
emphasis on program development and projection has had and will com=
tinue to have conslderable influence on the type of Extension program
in Virginia. These two phases of the Extension program have snabled
all personnel, both county and State, to get a clearer snd broader
picture of the major State and county problems as well as individual
farm problems. The fact that work on Famm and Home Development and
Program Projection requires an across-the=board approach alemg with

& specialized approach will do much to bring about & better co~

ovdination of Extemsion activities.

There are programs such as snimal diseases, safety, health, water
systems, 4-H club projects, feeder calf sales and othexs that will

iavolve the teamwork of specilalisce from seversl deparcassnts of the

college as well as representatives of other agencies, lodustries,

and organizatioans.
III. MAJOR ADMINISTRATIVE PROBLING
A. The need for a unified State Extensiocn program based
upon the problems in the various phases of agriculture
and homemaking as detemmined by representative farm and

home leaders. -8~




The need for an Extension program in esch county directed
toward the solving of local problems as determined by

the people after a thorough study and undervstanding of
the trends, present situation, and potantials.

The need for a more coordinated or unified approsch to
State and Local problems by our emtive staff. The special~
ized subject-matter approach is still too prevalent in
the thinking of our staff.

The need for a alary scale for all personnel including
the secretarial staff that will make it possible teo
employ and retain the type of parsonnel Tequirzed to
devalop, carry out, and service an sdequate Extension
program.

Lack of adequate office space and squipment for county
Extension personnel. We alsc need to davelop a better
appreciation of the value of & well-equipped and affi-
clently organised Extension office.

The need for a continuation of ocur efforts to locreass
county appropriations for present smployees as well a8

new employees assigned to the county.

The need for further and move intensified training of

State and county perscnnel with special ssphasis in
the fields of basic farm and home management and
communications .

The need for a better precedure for evaluating and
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following up on Program Development and Farm and Home

Development phases of the Extension program. Too much

time is lost between the training on these prograss

and the Lime whes work actually starts in the county.

IV. ADMINISTRATIVE PROCEDURES AND POLICIES

Unified State Extension Program
A groat deal of time has been devoted to & study of the trends
in agriculture during the past year. The entire School of Agrs
culture participated in this study. At present the staff is in
the process of analysing the trends, identifying problems, and
determining practical potentials in the various fields of agri-
culture and home econcmica. This study will be continued with
the final development of the needs of the School of Agriculture
to meet the present and future situatioms.
Streagthening County Extension FEXograme
At present, the counties are in all stages in the development
of & unified county Extension program based wpon an analysis
and understanding of the situation by the Extension agents and

local leadership.

It is our plan to continue to give ilacressed smphasis to pro-

gram development during the coming year. This will be done by
(1) conferences with agents in counties to stimulate interest in
program development, (2) providing assistance to the sgents in

pra=plancing phases, which includes asseabling and anslysing
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c.

information that will help in arviving ot sound objectives, and
{3) assisting agents with planaing and where necessary with the
holding of leadershiy and special Laterest committes mestings.
Coordination of the Activities of the Sgate Staff

It 18 believed the activities in Item A will help to bring
about a coordinated approach to the various problems in the
agricultural industry. The analysis of the situation, problems
and the determination of ocbjectives in the development of &
program for the School of Agriculture will be made on & commodity
or problem area basis. In addition, we will continue to have
joint conferences, regular meetings of project leaders cnd use
other methods that will assist in bringing about a broader
approach to the problems of agricultural and rural life.
Salaxy Scale

Considerable progress has been made toward the easing of this
problem. Wowever, present salary scales for county Extension
workers are from $500 to $1,000 & year below what they should
be in ordor to employ and vetain the staff nesded to do the job.
4 similar adjustment for specialiste, district agents, and

the administrative ‘taff would bring their salaries more
nearly in line with competitive salaries at other institutions.
A §500 to $600 adjustment is needed in the salaries of the

secretarial staff.

Wo will continue our efforts to get thess adjustments. Howsver,

i~




on the basis of the present ocutlook, we are not likely to be
successful without substantial increases in Pederal funds thet
could be used for this purposs.

Equipment and Office Space

Much progress has been made in the type of office space and
equipment. Our sfforts to improve this situation during the
comiv, year will be: (1) Mestings of secrstaries to train
them in the proper use of present equipment. (2) Through

individual conferences and 4 rations, o desire

on the part of the Extension unit to improve office afficlency
through better organization and wee of modern office squipment.
(3) Continue cur efforts to get county governing beavds to
provide more adequate office space. (4) Purchase equipment
to the extent of funds available.

Louaty Finances

This problem has been recognized and the following steps will

be takan to increase funds from this t (1) Prep «

listing of counties by districts showing the county financial

status as it relates to the total cost of the Extension unit

and the minimum appropriation for each worker. (2) Devete

one or more monthly administrative conferences to a discussion
of the problem and means of solving it. (3) BRevise the minimum
appropriation to be requested or the basis of ability of the
county to appropriate funds for this purposs. (3) Mail &
letter to all county officials next November or sarly December
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6.

requesting additiocnal funds for the fiscal year begimning July
1, 1960, (6) PFollow up this letter with a personal ceontact
by the district agent. (7) Is is planned to make our requast

for additional funds an sooual vequest until the county meets

its share of the total cost of the Extension unit in the sounty.

Extension Iraining - General Objectives

l. To encourage the institution to provide undergraduate
students wvith pre-service training.

2. To provide opportunity for new Extemsion workers to
receive wall-organized training that will result in
proper orientatiom.

To continue to provide professionsl improvement
opportunities for all Extension staff members and
encourage their participatiom.
To encourage Extension staff members to take advantage
of graduate study.

Ixaining

Aituacion

The Virginia Extension Sarvice needs trained personnel teo

sssume many staff posiiione anmwally. Pre-service training

helps prepare young men and women for these staff positions.

Pre=service training may also help to interest qualified young

people in Extension work &8 a professien.

Malor Zroblems

To have & group of qualified young men and women available for
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positions with the Extension Service.

Method of Approsch

1. Develop a promotional pamphlet te stisulate intersst
in Extension work as a carear.
Offer undergraduace field training to all home sconomice
Extension majors between thelr junior and senlor year.
The training to be for eight weeks in selected counties.
Men students interested in Extension work should be en~
couraged to participate in this program.

Mew Norkexs' Irxaining
Aituation

More than 50 new staff members are ssployed assually. A lamge

majority of these new staff members join the Extension Service

wvithout previous experience.

Majox Fxoblem

Orientating and holding new Extension staff members.

Method of Approach

1. Two nev Extension Workers' Training Conferences to be
held in 1959. These conferences to be planned for
workers with three to six months service. A con~
ference to be held March 23-27 for those hired between
July 1 and Decembar 31, 1958, and & conference September
14=18 for workers hired betwesn January 1 and June 30, 1939,
Give added emphasis to special orisntation for Extension
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workers when they are first hived.
Develop study plan to be followed by new workers during
first three months of service.
Explore possibility of setting up trainer counties for
new assistant agricultural agents.
Continue system of traloer counties used for homs demon
stration trainees.
Consider holding specisl training mestings for agents who
will be getting new workers im their respective counties.
In all cases, the Extension Training Specialist will work
closely with the district agents.
~Service Ixaining
Situation
All Extension workers have a full schedule thus planning use
of time is of utmost lmportance. Training is sssential and
must be fit into & full schedule. This means that training

activities must be well-planned and affective.

Most Extension workers possess & favorable attitude toward
professional ilmprovement. Thare is, however, & varistion in

the degree of interest.

Professional improvement includes o wide variety of training

activities and experiences.

Some Extension workers take advantage of many opportunities
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vhile others need encouragement.

Maior Pyoblem

Limited time, varied intevests, and chofce of sctivities result

in need for selection, planning and conducting training

activities that will be helpful to the majority of the staff

membe rs .

Mathed of Approach

1. Continue emphasis on training in communications. Training
in"Person to Person” communications to follow training

in Basic Communication givem in 1958, Major smphasis to be

given Public Speaking at series of 12 sub-district meetings,

starting in Jasuary, 1959. These meetings to be followed
by "Train the Trainer” sessions at VPI in November and
Decamber, 1959, in the area of written communications.
Twenty-five Extension agents from the six Extension
districts will be encouraged to attend regional Extension
Summer School.

Special training in Farm and Home Development to be con~
ducted Lo April or May, 1959. This traiaing to be given
to those Extension workers responsible for this phase of
the Extension program.

Anoual Extension Conference to be Meld Auguet 17-21, 1959,
will follow the pattern established in 1958 which provided

for workshops in subject-matter areas of genaral interest.




Gradugte Study
Siteation
Advanced training on the graduate level is being given locreased

euphasis at inscitutions throughout the sountry.

The complexity of the Extemsion workers' vesponsibility presents
& need for graduate work. Graduate study does something for

an individual that casnot be provided in vegular in-service
training sctivities. An effective graduates study program can
help an individual assume his or her professional responsibili-
ties wore adequately if this program is well-planned and

weets the desires of the individual.

Currently a small percentage of the county Extension agents
in Virginia hold &« Masters Degrees while 70% of the State
Extension workers hold either a Messters or Doctors Degree.
Methods of Approach
1. Ia order to meke it possible for meve staff members to
obtain graduate degrees, a graduste program at VPI
designed primarily for Extension workers will be encouraged.

Contioue work with staff members interested in pursuing

gradua’e study in other imstitutions. This will be done
by consulting with staff members in vegard to programs of
of study and by bringing to the attention of staff members
scholarship and fellowship aid.

Encourage district agents to bring to the attention of
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young county Extens lon workers the possibilities of graduate
study.
V. COOPERATION AND COORDENATION

The procedure now in effect for specialist assistance with the
special programe will be continued. The major effort this year to
briug about more cooperation and coordination between the various
departments will be through the development of & projected program
for the School of Agriculture.
48C Gommittes
The associate director serves as a member of the ASC Committes.
Members of the Extension staff participate in the development of
the State program and sssist with educational meetings. County
agents take an active part in the development of county handbooks
and in the over-all educational program to sequaint farmers with
the assistance offered in tle various phases of soll and water
conservation.
Yixsioie pssociation of Soll Consexvation Ristricte
The sssoclate director serves on the executive committes and assists
vith the planning of State-vide programs. The county agents are
members of the district board of supervisors and sctively participate
in the development of district programs and plane of work. The
relationship of the State and county level between Extension Service
and Soil Comservation Districts has been good.

Excension IVA ¥oxrsm

The unit farm test demonstration program has been ia operatiom since
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1935, The Extension Service has thres fulletime smployees who

supervise and assist with this program. The county agent in each
county where the program is in operation is vespensible for its
operation. The Extension Sarvice is veimbursed for the cost of
wmaintaining the three employees.

Tammox's Home Administration

The associate director serves as & mamber of the State Committes.
Ia counties, the FHA clients receive assistance from county Extension
agents on the same basis as other farmers and, in many instances,
receive much more direct on-the-farm and Lo-the-home aseistance
than many other farmers in the county. There aze 0o FEA home
supervisors in the State and for that resson, home demonstration
agents provide technical sdvice and help whare needed.

Seil Conservation Sexvice

The associate director serves as & mamber of the State Soil Consere
vation Committee. Representatives of the SC8 and Extensiocn Service
have frequent conferences on various subject-metter topics. These
conferences have provided a method of getting together on recom
mendations before differences develop in the field.

Yocational Agxicultuxe

Agricaltural and howe economics teschers veceive assistance in
subje:t-matter and specialists help with meetings. Many cooperative
count ~wide programs are developed and carried out by the county

agents and vocational agriculture teschers.




Yirsinis Benkers' Associaticn

The Fuderal Reserve Bank of Richmond, The Virginia Bankers' Asso~
ciation, and the VPI Extension Service cooperste in an snuual
seeting wheve various timely topics arve discussed. The key banker
in the county usually lovites the county agent to attend this meeting

a8 a guast of the bank.

Sommodity and Specisl lntersst Quasnisations

Speclalists and agents vork closely with a oumber of commodity
organisations. The assistance is mutusl because the objectives of
the organisations and the E«tension Servise are wsually very similar.
A few of these organizations are:

Dairymen's Association

Dairy Breed Associations

Beef Cattlemen's Association

Beef Breed Associations

Sheep Producers' Assocliations

Beekespers ' Assoclation

Rabbit Breaders' Associstion

Peanut and Hog Growers' Association
Horticulture Socliety

Potato and Vegetable Growers' Association
Virginia Poultry Federation

Virginia Seedsmen's Asscciation
Virginia-North Carolina Flant Food Counecil
Virginia Fertiliser Asseclation

Various Tobacco Growers' Organiszations
Southwest Virginia Soil Conservation Association

In addition to the above organizations, the Extension Service maintains

close working relaticaships with the State Department of Agriculture,

REA, FCA, and State Department of Bducation.

A list of some of the college and State committess which the dirsctor
or associate director is & member of follows:
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Agricultural College Council

Virginia State ASC Committes

Virginia State FHA Committes

Valley States Comfevence, TVA

State Soll Conservation Committes

Tree Farm Committes

The Virginia Couneil of Health and Medical Cave
The Virginia Adult Bducational Associstion

The Farm Safety Committes

The Technical Committee on Soil Comservation

A Joint Bxtension and Practicing Veterinarisns'
Committee

Virginia Resource~Use Educational Council
Executive Committee of Virginis Rural Safety
Counzil

Virgiais Fars Labor Committes

Potomac River Basin Commission

Virginia Parent~Teachers' Association

Advisory Committes on NHatiomal &~H Club
Fouadation




Farm Oxganization Activities
Yalley States Conference
Jand-Grant Meetins
Asedesy of Sclonee

Asxisultural Conferemce Board
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