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1. THE PROGRAM SITUATION

The supervisory staff is deeply comcerned with the problems of
agriculture and solutious for them. County extension agents are
wged, through county program development iavolving the laadership
of the counties, to determine the problems of the people and seek
solutions for them. It is recognised, however, that the solutions
to many problems extend beyond county lines.

To provide a broader frame work in which to build futwre programs
in resident teaching, resesarch, sand extension, sn intensive study has
been made of Virginia's resources by the School of Agriculture. The

study s known as Isproving and Expanding V.P.1.'s Role in Virginia

\griculture and Rural Life.” This L» essentially program projection

on & state basis.

The study analyses the situation in the variouws sreas, including
past trends and attempts to project the future. It should provide
valuable informetion in plamning state, area, and county programs.

Progress to date consists of the sccumulation of & large amount
of valusble data combined into one 197-page volume of "Handbook of
Information” and narrative reports dealing with the situation and
trends with projections for the future in the following areas -

The People, The Business of Agriculture, Plant Industry, and ‘nimel

Industry.




The most significant information in these fields was presented
at meotings of the agricultural faculty in 1960. Plans are wndervay
to present it to state leadexrship im 1961.

The role study, with the help of a state advisory cosmittee, should
result in better adjustment of research and educational sctivities of
the School of Agriculture. It should also develop a better under-
standing of the function of the institution and its needs to the leader-
ship of the state and the general public.

In the business of farming, the immediate future is not bright.
While crops in Virginia in 1960 were generally good, reslised net in-
come was low bacsuse of high opersting costs, inefficlent operstioms,
lack of resources, low prices of some commodities, and other reasoms.
There is little hope of improvemsnt in 1961.

The adoption of improved practices in production which will lead

to greater efficiency will be encouraged and will help farmers in

many cases. However, perhaps the grestest need is for assistance in
the farm management fileld, where the total farm situation will be
studied as well as individual enterprises. Studies in the production
of crope, livestock, and livestock products reveal wide ranges in
production costs per umit.

Training sgents in the field of farm management will be more

intensive than it has been in the past.




Other areas of need are in the field of marketing. Scome of these
problems will require the team spproach and in sost cases will have
to be organised on au area basis.

The wider uwse of committess in cowmties to find out the problems
of the people and develop educatimmal prograss for their solution
wvill be encouraged by the swpervisory staff. Mesbers of this staff
vill corvelate programs in subject matter lines when they have appli~
cation to a mumber of coumties in their districts or extend beyond
district lines. They alse will werk closely with specialists to make
best use of their services iz the advancemsnt of cownty or ares

PTOgrams .

Supexvisery Structure

There are six men district agemts. One change in personnel
was made in 1960; J. V. Rogers vetired and D, T. Rogers, County
‘gent, Gresmaville County, was appointed to the position, The
oumber of county staffs swervised averages sbout sixteen, with

& variation from fourteem to aightesn. The work load of district

agents has incressed rapidly and there (s need of organisational

change if they are to adequately fulfill their responsibilities.
The work of district agemts is coordinsted by the assistant

director and other members of the administrative staff.
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Pesscunel For the Job

it the begimming of the year, there were ninety-seven county
agent positions with one vecancy; two county agent-at-large
positions, both filled; and eighty-eight sssistant county agemt
positions with eleven vacancies. One assistant agent was om
military leave and two on educational leave.

Keeping positions filled with well-qualified workers is a
serious vesponsibility in the swpervisory field in as much s
the future of the organisation depends s0 much upom the quality
of its employees at the county level. It has been difficult te
11l positions in recent months becsuse of lack of qualified

applicants .

{3 iom

The sise of county staffs varies from ove county agent handling

two counties, as in the case of Charles City and New tent Cownties,
to & maxisum of three and two-thirds men workers in Halifax and
Pittsylvania Comties. There is an extremely wide varistion in

land area and in nuamber of farm operators im Virginia counties,
which aceounts largely for the wide difference in sise of staffs.
There s aleo a variation i local intersst and support of axtension
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With few exceptions, men and women workevs occupy adjoining
offices. Through periodic office conferences, the work is
corvelated. Such corvelation is particularly laportant in the
fields of youth activity, coumty program developwent, farm and
home dovelopment, and programs of & general nature such as farm
and home lighting, safety, and water systems .

Becauwse of widely verying conditions in Virginia's agriculture
s0 far as soll, climate, crops, and enterprises are concerned, it
is necessary to saintalin a large specialists staff. Two part-time
fruit specialists and & full-time swine specialist are located
in sreas of intensified production, with others located at the

college.

Board of ‘gricultwre and Spectal Intevest Cowmittes Development

A survey being takem, but not complete at this time, indicates
about 80 percent of the countiss have some agricultural committees
which have developed long-time programe and meet each year to

develop annual programs om which the agents' Plans of Work are

based. irownd forty-five counties have agricultural extemsiom

boards .

& i 2
Excellent cooperation sxists with other agencies. In many
cases the personnel of other agencies is housed in the samm

bullding with Extension agents which is a distinet benafit to
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farwers and promotes good wvorking relstionships among persomnel
of the agsncies.

Cooperstion within the cownties and in the state as & whole
with business, civic, and industrial groups is excellemt. Such
groupe ave particularly helpful im 4«H club activities, commmity
isprovemsnt work, and in wmany other phases of the Extension

program.

Iraining ‘gents
\gents are provided opportunities for study and training

which are necessary if they are to keep wp with the rapidly

changing conditions, the advencement in sclience and technology,

and the use of effective teaching methods. The taking of work
toward adveanced degrees is encouraged but few are in a position
to do #0. In the cases in which agemts do obtain advanced
degrees, they seldom return to county positions because of
batter offers elsewhere.

The organizstion of the training program for agents was
prograssing nicely woder the leadership of M. C. Hecksl wmtil
he want on educational leave Septewber, 1939. Ia his absence,
his responsibilitiss were assigned to various committees and

individuals.




i.

Situvation \nalysis and Progrem Development
While much time has been devoted to this field of train-

ing in past years at Annual Extension Conferences and district

meetings, aside from that given at the New Agents' Training
Sehools, little attention was given it in 1960.
Extension Philosopiy

Training in the philosophy of Extemsion work is given at
Annuval Extension Conferences, st New Agents' Training Schools
and in college courses givem. Agents are also provided with
saterisal on the subject from time to tise. HNHowever, it appears
that much of the philoscphy of Extemsion must be gained over
& pexriod of years from being sssociated with other Extension
wvorkers and with farwm pecple.
Teaching Methods

Teaching methods used by both agents and specialists
have shown remarkable improvement over & period of years.
This heas been accomplished largely by training schools and
by providing Extension workers with visual aid equipment and
waterials. County workers in meny cases have also obtained
visual and sound equipment from local sources.

Training schools were arvanged for the antire specialist
and county staffs in one phase of commmications in 1958, 1959,
and 1960. These have been of the workehop type and of three
or four days' duration. Train-the-trainer methods were used.
District agents were msmbers of the traising team.
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4.

Leadership Training
County program developmemt has comtributed much to train-

ing agents in using leadership effectively. District agents
help agents, particularly new ones, in working with committees.

Some district ageats have planned ares meetings which include

four or five counties to help agents in the effective wee of

leaders in 4-0 club work. Some time is also given in the New
\gentz' Training Schools to effective use of leaders.
Public Relations

The public relations inventory comducted in 1959, and
followed up with one-half to one-day study of the subject at
district meetings, provided excellent training om this subject.
The district ageats then worked with individeal counties in
this fleld.

Office Organisation snd Menagement

Some training is given agents in office organisation and
management st district meetings and the New igeuts' Training
School.

At three of the fall district meetings, arrangements
were made to have secretaries attend for one day. The
program included discussion of the extension organizatiom,
Extension philosophy, responsibilities of secretaries, and

office procedures.




6.

Specialists' programs are mxpected to aid in the solution of
problems which have been browght out ia county program develop-

ment. Programs of speclalista, new or revised, are first brought

to the atteatiom of a ‘ of the administrative staff. PFrom
this, plans are made to review the program with the district
agents. This provides sn opportumity for them to review the
program critically before it is takem to the field.

The affects of such conferences are to: (1) get programe
wall thought through and organised before they are taken to the
field, and (2) get approval and scceptance of the program.
District agsats aleo work with specialists in scheduling events

in order to make the best wee of time.

Other Supervisory Respomsibilities

District agents muet De comstamtly alert to problems in their
district. Such problems may ilovolve persomnel relatiounships
within the organisation or with other organisations, violatioms
of the policy and the like. At the same time, they mst be

alert to training needs of agents, building movale, staffing,

opportunities for isproving county office space and equipment,

and all the things that will help to make the ovganisation more

efficient and its programe move effective.
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III. MAJOR SUPERVISORY ACTIVITIES Fom 1961

Maintaining o 5taff of Qualified Cownty Agsuts snd Assistents

Cownty agent positions becoming vecant will be filled from
the assistant agent staff with little regard for seniority. The
objective in 1961 will be to fill all assistant agent positions,
except for a few which sust be left open for those who are om
uilitary or educational leave, with qualified men. The mejor
responsibilities of the supervisory staff are to secure appli-
cations, interview applicants, and make recosmendations for
appointment. The future of Extension work, to a large extent,
is dependent uwpon the type of county workers employed. The
esployment situation appesars rather unfavorable at the beginning
of the year even though an lsproved salary scale is effective
January 1.

The opportunities offered in Extension work wers discussed

with around thirty seniors during the fall. Those who will

apply for positions will be interviewed by the district agents

in February and thereafter. They will be carefully screened
and positions offered to those who appear best qualified.
The salary scale effective January 1, 1961, is ae follows:

Class Ticle Salary Bange

Agricultural Extension Agent
Trainee 4512+4704-4920

Agricultural Extemsion Agent
‘ssocliate 4704-4920~ 5160~ 3400~ 5640- 5880

‘gricultural Extension \gent 5880-61464-6432-6720- 7032~ ] Yol
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Iraining Agents

With the retwrn of the Extension Training Specialist, the
training program for agents is expected to be more effective in
1961, Schools of cne-week duration will be held in March and
September for new agents and new specialists. It is anticipated
that around thirty-five pecple will attend them.

The intensive training of assistent agents assigned to farm
sanagement work will continue with a week's school in May and
specialists' assistance on an individual and growp basis. A
school of three week's duratiom is planned for another growp of
sround fifteen agents next fall.

A swine school of two or three days will be held in one

district and poultry schools in most of the districts. A forestry

school of & week's duretion is planned for fiftesn to twenty agents.

A two~wesks' soil school will be attended by six to eight agents.
Around tem agents are sxpected to attend out-of-state schools,
such as those st Cormell and Georgis.

\gents are givenm many other opportwnities for traianing at
district meetings, the Amnual Extension Conference, and visits
to experiment stations.

A quarterly publication, "New Developments,” will be assembled
and distributed through the assistent director’'s office by subject

matter departments. Its ais 4 to keep agents informed on the

latest research and to supply some informstion on Extension methods.
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c.

Cownty /ppropristions

Rising costs of supplies, equipment, snd salaries make it
important to constantly seek larger appropriastions from cowmnties.
The aspproach will be for the district agents to comtact county

boards by letter in J y with req d budget enclosed. In

wost cases an increase in the appropriation effective July 1
will be requested. The district agent will them contact board
sembers personally, either individuslly or ot a board mesting.
District agents will confer with the administrative staff to
check progress and to discuss procadures. The goal is to
increase county funds for the fiscal year begismning July 1, 1961,

by $10,000.

Office Space and Equipment
District agents will appraise office space and equipment in

counties under their supervision. Office space is improved by
keeping in touch with the local situstion. It is expected that
office space will be expanded in four or five counties in 1961.
The needs for additional equipment in county offices will be
constantly checked by district agemnts and orders placed by
them.




E. Mexit Batings
District agents are required by the State Personnel Office
to rate all esployees under their swervision., This will be

coup leted by jpril 1.

Eveluation

District agents went over the evalustion forms with cowmty
staffe in 1959 and 1960. They completed evaluating agents under
their supervision last year. In 1961, they will review their

evaluation with individual agents.

New Filing System for Cownty Offices
Agents are enthusiastic sbout the new filing system after

completion. Nearly fifty of the offices now have it in operstion
and the remainder will have in 1961.

Pxogzam Development

Long-time Program write-ups have been prepared and submitted
by seventy-four comties. NHowever, many of these cownties need
assistance in expanding the scope of the sctivity of committess,
in completing their extension organisation and in other respects.
Training of agents in program development will be the respomsibility
of the training specialist with assistance of the supervisory

and aduinistrative staff mewbers. A committes has besn set wp
to determine training needs and develop & training program.
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1.

Farm and Home Development
The need for this type of work is recognised, but progress

bas besn slow. The number of families worked with in 1960 in
the wnit approach was below that of 1939, although there was an
increase iz mumber of families worked with in phases of farm and
e MENA (CTent .

Lack of training of agents, lack of assistance from the state
level, and the pressure of other Extension activities seems to
have retarded progress in this work. Plans have been developed
to overcome some of these difficulties in 1961 and thersafter.

The plans comsist of intensive training first for those who
are expected to devote & major portion of their time to farm
sanagenent, and use the mem who appear well qualified to assist
in futwre training programs and to assist agents in their areas.
Later other growpe of agents will be brought in for intensive
training .

Plans also call for better organised specialists' sssistance
and the preparation of needed materials.

With more effective training of agents, both mem and women,
in memagement, this phase of the Extension program should progress
more rapidly than it has in the past. The wmit approsch will be
used vhen the qualifications of agents and the desires of the

people fit the situation.




J.

RLural Development

The rural development program will be continued in the two
pilot situatioms, Cumberland Cowmty snd the Carrell-Grayson
area. The progress in each case will be stremgthened and there

is the possibility of expansion inte other areas.

Touth

The district agents will take an active part in the organi-
zation of 4-H activities in thelir districts. Such activities
include 4-H campe, district contests, training opportunities for
agents, and the establishment of new types of roject work.
Buphasis in 1961 will be placed on further developing types of
projects that will appeal to the older club mewbers, such a8 Career
Exploration, Town and Cowntry Business Clubs, \utomotive projects

and others.

Eederal-State ires Brucellosis Exaedication Program

The first test of all cattle in counties is nearing cowpletion

with spot retests being made in some cowmties. County agents have
besn very active in this program in getting the sentiment of
laadership toward the program, informing cattle owners and the
general public sbout the disease, and developing county plams for

the actual testing. The work has progressed with few cowplications.




Agents also have been active in developing plans with local
veterinarians for calfhood veccination, and this will be

continued in 1961.

State Mastitis Comtrol Program
The control of Mestitis is recognised as largely one of

prevention through good management practices. The educatiomal
program conducted in Virginia in 1960 received wide at iom

nationally. It will be revised and continued in 1961.

Swine Pisease Control Progrem

Losses dus to swine diseases and parssites are problems of
long standing smong swine producers of Virginis and elsevheres.
The intensification of swine production on many farme under

confinement systems mognifies the probless. A program for the

control of swine disesses and parasites, patternsd after the
Mestitis Prograsm, which will involve all sgmmcies and organi-
sations concermed will be developed in 1961 and thersafter.
Rwill be developed om a pilot county basis in 1961 with

expansion thereafter.




After the very successful emperience in re-organising the
arvangesent in wool marketing in Southwest Virginia in 1960,
plans will be developed along similar lines elsewhere in the

state, Work will be continued on feeder pig sales, and with

feader and fat cattle sales with the objective of improving

organizational setups and menagement and getting vider partici-
pation of producers.
orestr

The one-week training school for agemts established in
1960 will be continued with wider participation and with a
program better adapted to their needs. Other isportant
activities will include expansion of work with forestry
committees and adult and 4-H forestry clube.
Poultry

The Poultry Department has assumed effective leadership
of the poultry industry of the state. Effective educational
programs on an area basis have been developed with industry
participating both in planning and execution. There will be
some needed reorganization of areas and agents will be provided
assistance in better carrying out their role in poultry

programs .




Weed Comtrol

Interest in coutrolling weeds with herbicides is growing
rapidly. Agents with the help of the specialist will give
more sttention to effective programs in this field in 1961.
Farm Management

Specialists in Farm Managemsnt have organised the program
in this field for more effective cperation. The intensive
training of some of the agemts through Farm Management
Schools started in 1960, will be continued with ssother growp
coming in next fell. The training of agents has been & weak-
ness which has handicapped work im this field. The number of
farms in the Electronic Farm Record System will expand grestly
in 1961.

6. J1n other fislds such as agromomy, agricultural engineering,

plant pathology and physiology, programs will be modified to
better meet the needs of the people. Teaching methods will

al2o be changed for greater effectiveness.

IV. SPECIAL ASSIGIMENTS

Members of the supervisory staff in past years have had

teaching sssignments st schools for new agents, commmications

schools, ete. They will be relieved of most of such duties

in 1961,




1.

Sgate and Netional Events

One district agent (which in some cases may be & man or
& woman) is expected to attend each of the following events:

4-H Camp, Washington

4~H Club Comgress

State 4-H Camp
Committee Aseigmments

District agents are sppointed to membership on some
comittees on a rotation basis; om others they may be
appointed because of special qualifications they may have.

Soma of the committess to which individual district agents

will be assigned are those for Program Development, Extension

Conference Progrem, agent trainiang, 4-H club records, and
Commmity Isprovement Contests.
itate Ovganizstion Meetings

District agents will attend many state meetings of
commodity and business organisations and meetings of the
persommel of other agencies. Occasionally they appsear on
the program of msetings of such organisations, but more oftem
sttendance 1s to kesp thes informed and to msaintain good
relationships. Amoug such seetings are those of the
Virginia Bankers' Associstion, ASC Committesmen, Soil

Conservation District Supervisors, State Dairymen's




Comvention, Horticultural Society, Beef Cattlemen's
ssociation, snd many others.
District end Ares Events

District agents will be called wpon to attend and take
part in cownty and ares events within their district. Among
them are 4-H Achievement Days, aves 4K shows and sales, meet-
ings of commodity organisations, field days, and meetings of
Coumty Extension Boards of Agriculture. The mumber, place,
and time of them cannot be entirely snticipated at the

baginning of the year.

88 t ect
State letivitise

Meetings of state committees, such as ASC and Soil Com-
servation, either attending with the director or substituting

for him. Also the sseistant director will attend meestiags of

ctate commodity organisations and of agricultursl indwstry,

simnilar to those which are attended by district agemts.
Lomaittes Assignments

/mong the committee assignments for 1961 are Anmual
Extension Conference, Institute of Rural Affairs, Grain
Marketing Program, Mastitis Program, Swine Disesse Comtrol

Program, Chemical Residues, and Clean Grain.
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3. Disgrict Meetings of Extension Perscenel

Will sttend and in most cases have sssignments at
practically all district meetings of county sxtension workers
which are usually two-day affairs held twice each year.
88 igned Respons ibilities

Assembling material for “New Developments,” checking
penalty meil, maintaining supplies of basic material for
Farm and Rome Development and Couwnty Program Development,
preparing special state and federal reports, summarisation
of FES-21 reports for Pederal Office, Clearsnce Office ~
Reports Act of 1942, reviewing County Plans of Work and

Annual Reports.

V. PROJECTED PROGRAM AND PERSONMEL NREDS
The long-range objective of the swpervisory staff is to have a
wvell-trained staff of agents in each county with adequate office

space and equipment. A further objective is to have long-time

programe developed ilun sach county through the isvolvement of people,

50 that their needs and opportumities will be studied and effective
Extension programs plsomed and carried out to isprove their

situation.




To attract and keep the best workers, an isproved salary scale
is nesded and efforts will continue in that direction. Also nesded
is additional help on the swpearvisery level. The responsibilities
of distriet agents have greatly increased through the years, parti-
cularly in the area of plamming programs and activities.

‘nother problem needing consideration is that of providing more
effective asssistance to & highly specialised agriculture. The agents

cannot be specialists in all fislds. Some of the nesds may be met by

intensive training of agents in some fields. In other fields, agents

can be taught to organise effective programe with extension specialists
or other qualified persosnel doing the teaching. Area specialists,
either attached to subject-matter departments or as agents-at-large,

may be the snewer in sowe other cases .




V1. CALENDAR OF ACTIVITIRS

Januvary Supervisors will sssist agents with program planuing
procedure and Plans of Work. Attend meetings of
Extension boards, contact county governing boards,
attend Outlook Conference at headquarters (January 3),
attend State meetings of commodity and other organi-
sations, assist cownties with Filing System. Assistant
Director will get State statistical reports cowpleted,
conduct interviews with seniovs, attend certain State
weet ings .

February Swervisors will continue work with agents om cowmty
program development, Plans of Werk. Meet with county
governing boards. Attend meetings of commodity and
other organisations; follow-wp om Filing System. Inter-
view seniors at headquarters (February 22). Attend
sdministrative and supervisory staff conferemce (February
20-21).

Supervisors will attend Extension Staff Conference
(March 20-23). Complete merit ratings, contact
governing boards as needed. Follow-wp on program
planning and execution and filing system. Assistant
Director will have assignment at New Extension
Workers Training Conferemce (March 20-24).

Geveral supervisory work om program planning and
execution, countacting boards, and the like. Attend
and assist with 4-H shows, sales, and district com-
tests. Attend meeting of supervisors and aduini-
strative staff (April 17-18). Largely complete the
eup loyment of seniors for vacancies. WHold Spring
District Meetings in some districts.

Coup lete 4-H district comtests and complete plans for
4<H campe. Routine county visits to check with agents
on performance. Coumplete check as needed om county
office equipment and supplies for fiscal year. Exten-
slon staff conferemce (May 15-16). Select sbout tem
agents to attend Regionsal Suwmer Schools.




Begin area 4-H camps. Complete needed arrangements

for and take care of special sssignments, State 4-N
Short Course (Jume 25-July 1). Routine coumty visits.
Monthly confersmce of district agents and administrative
staff QJune 19%-20).

Barly in the mouth, select agsats to attend Institute
of Rural Affairs (July Jl-August 4), and be in stten-
dance. Continue responsibilities in commection with
4-N campe. Routine visits to coumties.

Attend fleld days st experiment stations vhere agents
and comty leadership will be in sttendance, attend

coumty farm towrs, ‘unuel Extension Conference (August
11-25), 4-H Electric Congress (August 30-September 1).

Farm touxs, 4-H shows, sales, end feirs. Virginia
State Vair and h-n- Staff Confersnce (lqm
18-19), New Extens lon Workers Comf (5
11-15).

-

, attendance
Fall Disgrict

staff conferemce (October 16+17).
neoded with cospleting activities.

Couplete Fall district weetings. lelp with cowpletion
of commmity luprovemsnt sctivities, assist agents

with reports, Extension Staff Conference (Rovewber
20-21). State office interview seniovs for cowmty sxten~
sion positions.

Swpervisors will complete their ‘mnual Reports for
1961 and Plane of Vork for 1962. Asalst agents in
plamning procedure for smeulng yesr. GState office
bagin susmarisation of coumty statistical reports.
State office and supervisors prepare county budget
requests. ‘dministrative and supervisory staff
conference .
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