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A STUDY OF COUNTY AGENT TENURE

Problem

Minnesota has had a large turnover of men employed in county agent work, I
takes at. least two years for an agent to become acquainted with the people of a
county, to win thelr confidence, and to scquire the experience necessary to do best
work, The large turnover of agents with only a few yesrs of service not only results
in loss of efficiency, but also in a lower standard of service. The rapid turnover
of agents also adds to the cost of carrying on the work.

Purpese

This study was undertakent

1. To determine our actusl tenure record.

2, To ascertain the factors which have influenced agents to leave
the service,

3. To find the é¢lemehts in county agent work that agents find most
tnsatisfactorys

L, To assemble the opinions and Judgménts of county agénts in regard
to problems inherent in ecounty agent work,

5. To ascertain whether the mogt serious problems can be corrected
and 1f so, how.

That there are great satisfactions of service and accomplishment in county agent
work goes without questions Recognition of this, however, should not blind us to the
fact that there may be gome defects and weaknesses in the county agent system. This
is obvious to those who work closely with county agentse It is with the hope of
finding and weighing the importance of these defects and ultimately correcting those
that can be corrected that this study is being made,

As a result of this study we can more accurately appraise our own situation in
Minnesota and should be able to make definite recommendations to strengthen our or-
ganization from the standpoint both of length of tenure and effectiveness of works;
The next step would be to develop ways and means for improving the services

Methods Used in Study

l. Personnel records were studied as to tennre.

2, Study was made of the wositions to which agents were attracted when leaving
county agent work,

3. Former agents were questioned as to factors which influenced them to leave
the service.

L, ZEleven Minnesota county agents were interviewed in regard to:?

ey Tlements in their work that they found unsatisfactorys
be Their judgment as to remedies,

5« Thirty~eight additional agents were questioned as to work load and ¢ther
factors affecting tenure,

6. TFactors surrounding county agent tenure were studied during a two and one-
half month leave for study. Ten dsys of this period were spent in the
Federal Dxtension Office, Washinzton, D. Cs, in studying methods with the
Pield Studies Staff and in reading related field studies« The tenure stu~
dieg were in relation to?

as Salary and promotion schemes.,
bs Working conditions.
¢te Organization of work in counties,

de Scope of county program,
es Effect of salary and work load in holding personnel,
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This study was made through conferences and interviewg with extension diredtors,
vice directors, supervisors, and county agents in the following 15 statest Wiscounsin,
Michigan, Maine, New York, Pennsylvania, Ohio, Missouri, Kanses, Colorado, $§alifornia,
Oregon, Washington, Nebraske, North Dakota, and South Dakota.

STUDY OF TENURE RECCORDS OF MINNESOTA COUNTY AGENTS

This study was made to find the facts as %o length of tenure and to ascertain,
if posgible, the reasong for the rapid turnover of personnel, A study of the facts
involving tenure may help remedy the situation,

In the study we have included (1) agents on regular appointment, (2) emergency
agents appointed in 1933, and (3) assistant agents in training,

Through December 31, 1947, Minnesota has had 491 ecunty agrieultural agentse
Ninety-one of these were on the job December 31, 1947. The average tenure for the 91
agents on the job was eight years. The average tenure of former agents was L4.55 years.
0f these 40O former agents, 65, or 16.2 per cent, served less than one yeary 75, or
1847 per cent, one to two yearst and 67, or 16,7 per cent, served from two to three
years., Of all the men who resigned befere December 31, 1947, 207, or 51.7 per cent,
had served less than three years.

Table 1 Tenure Reeord of 400 Terminated Agents (by years)
Years Fumber Agents Per cent
Less than one . .« » 65 - % o ¢ r oa s 16.2
1 « o x & o » » 75—r "> & * ¢ & 189?
2 . & & " & & @ 67 LR N N A 1607 "‘5106%
3'» ¢ & % 8 = & 35 s & & e - v @ 8.7
b L U W LT Y 33 L R I Be2
5 " % & 8 % ¥ u 22 © o+ ¥ * ¥ » ¥ 515 - 74’ %
6 [ N VO 20 r N e o - 50-0
7 . & & & & & & 11 « & F ® & r » 2@7
8 LI I Y ] 7 L I N A 1r7
9 - & & & o ¢ 121" €« & F & 2 ¢ & 377
10 o« - s v v e 14 — r v - - - & 3r5
11 * - v s s 8 )4' ® ® o > 8 @ 1 -O
12 o . * e v ? e o b 4 o . 1-7
13 r« - e " = » 7 - % ¢ - 8 & & 1&7
1@ T S R o F e -2
Is « B 8 & & & o 7 « ¥ & o - v » 107
1? " 5 8 - & o> & 2 . " & = > - » 0-5’
18 [N S DA O N N 3 LI R S R Sl 08
20 - r " n oo 1 LN Y S A
21 L 2 R T l *® & e ¥ & Foe
2&' LI S LN B I }‘ .'v *- o .- = o e
25 L A N 2o o0 o o -
27 - 2 - - e & I “ Fr e e o 6 e

It would seem that the first three years are the critical test years. Extension
administration could well take cognizanee of this fact in planning for a stronger and
more permanent county personnel,



Figure L
MINNESOTA COUNTY AGENT THENURE RECORD
Years of Service No. Agents Resigning
Beforc Resignation of the 400 Total
-1 65
i 75
2 67
3 35
H 33
5 I 22
6| 20
7 11
8 | 7
9 b i
10 |¢ 14
1l L
12 o 7
13 7
14 1
15} 7
16 0
7 2
186 3
19 0]
20 q 1
21, | 1
22 0
23 1 0
24 Il 1
25 2
26 H 0
27 1

In considering this tenure record, i% must be romembered that great

cere has always been taken to select and place the most highly qualified
men on the job as county agricultural agents. Experience in working
with people, ability to get along with people, personality, genuine
interest in farmers end their problems, end expressed interest for this
kind cf work are only a few of the necessary qualifications considered
in selecting county agents. For thc most part the men have been hand-
picked for tho job. This meakes the turnover 21l the more disappointing.




Figure 2

PER CENT OF FORMER COUNTY AGENTS 1IN EACH TENURE)CLASSIFICATION
MINNESOTA AGRICULTURAL EXTENSION SERVICE

( INCLUDES ALL TERMINATIONS)
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Figure 3
CUMULATIVE PERCENTAGE OF ALL FORMER AGENTS TERMINATED,
BY TENURE CLASSIFICATION
MINNESOTA AGRICULTURAL EXTENSION SERVICE
Per Cent
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Pattern of personnel turnover. Annual termination of Minnesota
county agents for twenty-—one years is shown above. ' The lowest
period of turnever occurred during the depression years, 1934 to
1941 the highest during the boom following World War II. This
fluctuation is quite understandasble. The constancy of the turn-
over through the years is more impressive than the fluctuation.




Figure 4

ANNUAL TERMINWATION OF COUNTY AGENTS
IN MINNESOTA FOR TWENIY-ONE YEARS
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On the averagc, Jjust under 12 zgents have been replaced each year for the
past 21 years. This would indicate that there should be 12 =2ssistant agents
in trzining at all times.

Positions Former County Agents Accepted on Leaving Extension Work

In order to better understand why such a high porcentage of agents left the
servico, new positions accepted were listed and classified. The entire list of 400
former agents was checked and positions accepted listed as far as information was
available,

The reason cited for resignation in oxtension personnel records of service was
not used in all cases. Instead positions which these agents are known %o have ac-
copted were listed. In a number of cases agents took a year or more of graduate work
after leaving the cxtension service and before accepting the other position. However
for the most part, the additional work was for training in a specifie field which
they later entered., Military servics is not listed as a reason for leaving county
agont work, However, if agents went into other work after return from military leave
this new job is listed. The tenure time counted was the actual period of service on
the job as county agent. Agents whoso work proved unsatisfactory are segregated. Th
positions this group accepted are not listed separately.

)
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Table 2 Pogitions Accepted on Termination by
Former Minnesota County Agents
Reagons Number Per Cent
Commercial activities 111 35.0
Better positions in extension work 58 18.6
Fedoral-state positions 43 13.6
Engage in farming L1 13,1
Work not satisfactory 27 8.6
Engage in teaching 22 7.0
Died in service 6 2.0
Physical disability 2 6
Reached rotirement age _2 © 6
Total 312 99,6
. Figure 5 i
h DISTRIBUTION AND PERCENT OF
KNOWN REASONS FOR TERMINATION
0 5 10 15 20 25 30 35
Commercial & W) (35.5%)

Promotion in Extension
Federal—~State Position
Farm for Themselves
Work Unsatisfactory

To Tezch

Died in Service
Physical Disability
Retirement Age

Of the H00 resigned county agents, 1ll acceptod commercial positions, Ninety—
one were hired by commercial concernsg, and 20 engaged in commercial activities of
their own, PFifty-eight agents accepted other positions in extension werk. The
majority of these were promoted into positipns as supervisors and spocialists in
Minnesota (31, or 7.8 per cent) and other states. Listed in this group are men who
accepted better county agent positions in other stetes, Forty-three sccepted poeitio
with shtate op federal agencieg, Foriy-one went into farming for themselves, Twenty-
two eccepted teaching positiene, the majority as agricultural instructors in high
schools ‘

The work of 27 ef the 400 men, or 8.6 per cent, was found unsatiefactory and
their services were terminated, Reeson fer terminatien ef 88 is nob known.

Unfavorable Factors Which Influenged Former Asents Ya Leaye

To. get further Informzation as to real rozsons county agents terminated their
service, a minor study was made among men who had left the service, A letter and
questionnaire were sent to these former agents, This list included all the men whose
present post office addresses were avallable., Of these questionnaires, 57, or 80.1
per cent, were returned.

The percentage of agents who left county agent work for varlous reasons is
shown in Table 3. ' '
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Table 3 , Fectors Which Influence Agents
To Leave County Agent Work

(Listed in Order Checked)

No. of Agents
Checking Factors Per Cent

Too many night meetings 36" 63.1
Inadequate salary 32 561
Dead end job - no chance for

professional advancement 28 49,1
Had to spread effort over too

many projects 25 43.8
Did not have time to finish projects

started; work load too heavy 12 21,0
Bours of work too long 11 19.3
Wife or family objectlons 11 19.3
Too many bosses ’ 10 17.5
Work too nerve~racking g 15,8

Not sufficient help from

 gtate office 7 12.2
Health adversely affected 6 10,5
Unable to see satisfactory rcsults L 7.0
Disliked public speaking L 7.0
Did not like supervisors, specialists,

or office assistant 3 5,2
Disliked working with public 3 5.2
Lack of Jjob security 19 '

The relative importance of these factors is shown in Figure 6, This is set up
in order of factors receiving the largest number of checks. Former employees were
not asked to check the most important factor which influenced them to leave the ser-
vice, but rather to check the factors. The range in number of factors checked was
from one to eight, with an average of 3.5.

"Too many night meetings® received the largest number of checks as a faetor
which influenced former agents to leave the service. This should not be interpreted
necessarily as the most important factor. Rather, it was a factor which affected the
largest number of former agents. "Too many night meetings" wes checked by 63.1 per
cent of the agents.

*Inadequate salary*was given by 32, or 56.} per cent. This study and other facts
indicate that low salary is the main reason for lcaving service, Many of the retired
agents, in addition te checking, made special reference to low or inadequate salaries
and to the fact that the new position offered more financial remuneration. Forty-
eight former sgents, or 49 per cent, checked "dead end Job, no chance for professional
advancement" as a factor which influenced their retirement from the serviece.. The
rather large checking of this factor was a surprise, as complaints along this line
have been rather infrequent. As a matter of fact, spreading of the county asgentts
effart over too many projects is a much more common complaint than the lack of chance
for professional advancement. "Working with too many projects" was checked by 25
or 43.8 per cent, of the agents replying..



Figureué

FACTORS WHICH IWFLUENCE AGENTS
T0 LEAVE OUNTY AGENT WORK

% Agents checking factors @ _§ 310 15 20 25 30 35 Lo 45 50 55 60 (™)

Too many night meetings [~ E 36
Inadequate salar& 32
Dead ond «~ no chance for 28
professional advancement

Efforts over too many projects 25
No time to finish the . 12
projects started

Work load too heavy v : 12
Work hours too long V ) 1l
Wife or family objections 11
To¢ many bosses 10
Work too nerve~racking w— 9
Not enough help from 7
the State Office -

Health‘adversely affected 6
Unablé to soe satis L
factory results

Disliked\public spoeaking L
Did not like supr., specs, 3
or office assistant

Disliked working with publle 3
Lack of Job Security 19

(* Wumber of Agcnts checking factors)

rr

A totally unoxpected spreed is noted botween the first fout factors and those
remaining. Figure 6 would indicate that (1) inadequate salaries, (2) too many night
meetings, (3) lack of opportunity for professional advancement, and (4) efforts
spread over to6 many projectsy are the major factors which influence former ‘agents
to seek other positions, Tho bther factérs checked may be consldered as more or less
minor in hature; o
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Laqk of Securit

Apparently ono of the most imporient of all factors iafluencing former agents
to look for othor positions was thelr feeling of a lack of security in county agent
work. In the questionnalre usod, former agents were askel to list additiocnal reasons
which influenced their leaving extcnsion work. Forty of the 57 agents replying
listed additional rcasons, "Laclz of sccurity" was by far the most frequent of the
additional reasons cited. Nineleen persons out of 40, or 40,5 per cent, listed
"lack of security". Frequently mentloncd as a cause of lack of security was the
necessity of going before the county board of commissioners each year for appro-
priations to support the work, Several szild they would have felt more cezure hal
all salarics been peid from federal-state funds, The feellng of insccurity probably
was more prevalent in the early years of county agent work, The item of ingecurity
should no doubt have been listed in the questionnaire,

Former Agonts Give Reasons for Leaving the Service

A number of former county egents who returned questionnaires made rather perti-
nent statements 28 to factors which influenced them to go into other fields. Since
these are supplimentary statements volunteered when returning the check-sheet, they
may be considercd rether significant. Without using names, we quote:

" "Phe weakness in the county agent set-up was the etcrnal struggle for appropri-
ations. To encourage the top young men to go into county agent work there must be
greater opportunitics for advancement either in the oxtension field or in related
fields of work than seemed to be present at the time I was in the work."

- "I don't think there is any occupaticn more enjoyable then extension work. How-
ever, I felt that I couldn't have improved my position by changing counties and I fel
that eventually it would be necessary because of my age to slow down, which wouldntt
be good for the work in the county. My training and expcrience seemed to be insuf-
ficient to fit me for any other extension work.,"

"One of my main objections to county agent work was the fact that the program
was supposed to te planned and, more or less, tc be local in nature. However, we
had programs subjected upon the people from a federal standpoint which quite often
were personally objectionable to me."

"County extensicn work is wonderful training and experience. My eight years!
work is of great value to me as an individual. Hovever, I assume that your problem
is to keep that experionce within your own bailiwick. Probadbly the one best way is
to get salarics up where they belong, end this certainly should be on a merit basis.
One of the stumbling dlocks on salary epparently always has been and slwzys will be
the fact that they are comparcd to local county political offices., There is a great
tendancy for some of these people to want fo see that county agents! salaries are
below theirs."

"A definite llberal pension plan should be set up that will keep = man comfort~
ably when he.is retired -~ 20 to 30 years in this work, if a good job is done, about
finishes a man,! '

"My chief reason fer meking a change was that the work was about all "leg work',
.. By that I mean that a person had to be on the job 211 the time, either making ferm
"calls or at the office and meetings. The large number of night meetings mcant that
a person would not have much time to spend with his family and friends."

"A second objection was that you were at the mercy of the county board of appro-
priations and the extension board to have your contract reneved, and that you had to
play politics 21l the time. To a certaln extent it seemed that you had to play state
politics to met a chanco at a better county as it might open up,™
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"A person had to give special attention to Farm Bireau members snd often some of
the best farmers in the couanty did not belong and there was alvays a little fight on
in the county from this angle, If the job could be on a straight salary from the state
and county it would be better, so that you could work with all on the same basis. Now
with many of the ferm bureaus getting into the field of private business, it 1s making
the job of county sgent that much Larder,™

“The annual wrangle with the county board begging for the appropristicn and the
worry each two years aboub the state appropriation. Farm Bureau membersghip respongi-
bility fell on the county agent, The solicitor's daily story, which seemed to be part
of his entertainment, was to tell me all of the adverge things he had heard about the
county agent. He had always heard plenty,?

HIf the agent must satisfy the University, county commissioners, Farm Bureau, and
extension committee (it is almost humenly impossible to satisfy that many), he must hav
more money to make it bearable."

"I could not see any future for the average man. (Only few men who have either
pull or luck ge?b anywhere,) The farmer has more chance to gei{ ahead and the farm 1ls
a much better place to rear a family than the aversge smell town or city.!"

1The constant friction and bickering of the various agricultural agencies having
programs in the county was getting under my skin (no friction at the county level,
but at higher levels, which could not help but be felt in the county),. with the county
agent being contimually given a minor educational role and not mauch of that as far as
some of the programs were concerned. I had been somevhat disillusioned over this fact,
as I had hoped that all farm programs would have been coordinated on a strictly none
political basis with the county agent as county director."

"Too much work to do;. too much had to be left undone, Too much help from state
office in suggesting directly or indirectly what should be done, and not enough help
in actually doing it."

RESULTS OF SURVEY AMONG PRESENT MINIESOTA AGENTS

A study was made with 49 Minnesota county agents during the spring and summer
of 1947, This concerned factors effecting tenure, primarily the work load,. The
purpose of the study was to get the reacticns of the agents in relation to the work
load they were carrying and fto get their suggestions for improving the work pattern.
The questions dealt with complaints which agents have made in the past.

A gurvey form was uged. Eleven county agents were interviewed personally. Quese-
tions were asked and replies were checked on the forms after the interview.

Thirty~-eisht forms were mailed to agents.. Twenty of these were sent %o the agent
in the northwest district who had not been interviewed, 16 were sent to agents in othe
parts of the state, seven of which had formerly served in the northwest district, and
two were sent %o agents in another state. The survey, therefore, reached all agents
in the northwest district. These would be about average agents. The other 18 would
be clasgsed as bhetter than average.. .

Replies were received from 31, or 8l.5 per cent, of the 38 agents. This resmonse
indicated good interest. The following summaries combine the 11 interviews and the
31 questionnaire returng.
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Nine of the questions were set up so that they might be answered with "yes' or
"no", The number in percentages of the "yes" or '"no" answers to the nine questions is
ghown in Table L,

Table 4 Reaction of 42 Agents Wow Emnloyed os to Unfavorable
Elements in Counnty Agcent Work

Per cent Per cent
Yes Yo YTes No Per
Replieg Replies Replieg Replies Average Cent

Is Salary Adequate 7 2L 2205 7745
Do agents have tco many bosses 6 35 1.6 8504
Do agents feel they are
over-worked 32 7 82 18
Are there too many night
- meetings 38 2 95 5
Can night meetings be
. avoided 16 26 38,1 61.9
What should the niaht load
© be per week - 2.k
What .if anything is being done
to offset night meetings 21 21 50 50
Is there evidence of health
injury = 22 15 60 Lo
Average number of hours ,
-~ worked per day 11,2
Do agents need more help in
organizing their work 20 7 7h 26
How many major projects should
be set up in year's program 3
Do agents have procedures for
finishing projects 10 31 2.5 755
If not does this leave imnrege-
“sion of an unfinished job 29 10 73 25.7
Per cent time gpent on the less
important ~ less essential
work L1

In reply to the question "how many night meetings per week would not be too many?"
the average reply was 2.4, That is, a majority of the agents felt that they should
not be asked to hold more than two or three night meetings in any week. They had no
objection to this many,

In reply to the question "how many hours, on the average, do you work per day?™"
the 42 agents! replies averaged 1142 hours, the range in hours per day being 9 to 15.

In reply to the question "what per cent of time is devoted to work which you cone
slder comparatively less important and less essential than the major programs?!" the
answers ranged from 10 to 65, with the average being 4L per cent. ..This question
probably was not well enocugh defined.. The replies in percentages of 'yes!" and "no"
are gshown in figure 7.



Figure 7
UNFAVORABLE ELEMENTS IN COUNLY AGENT WORK
SUMMARIZED FROM AGENTS! REPLIES TO QUESTIONNAIRE
YES ¥22.5)
Is salary adequatn NO ‘ (77.65)
Do agents have too many [ygs |  (14,6) L -
bosses NO___ (85.4) |
Do agents feel they YZS (82.0) |
‘are overworked NO 1 (18.0)
Are there too many YZS (95.0)
night mectings O ( 5.0)
Can night meetings Yas
be avoided : (38.1) 1 ey
N0 (6149)
Is anything being done %o y
offget night meetings LES 528'8%
Is there evidence of >
ES 03
health injury "(H) $Zg o
Do agents need more help [YES i (74.40) |
in organizing work hio (26:0)
Do agents have procedurcs M
for finishing projects|yg (72 ©) j " I

Per cont replying: 5 10 15 20 25 30 35 40 45 50 55 60 65 70 75 80 85 90
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ngparison of Replies from Retired and Prosent
Agenteg on Threc Foactors Affecting Tonure

A comparison of rcplies from retircd and present agents on three factors af-
focting tenure is shown in Figure 8, Since the surveys were taken separately, the
cross check would indigate that the ovidence in the replics is reasonably correct.

Pigure 8
COMPARISON OF REPLIES FRCM FORMER AND PRESTNT AGENTS
Salary Inadequzte:

Retirod Agents ,(, a
Present Aggnts :

... (56%)
R * (7770>

Too Meny Bossos:
Retirend Agents|.,; . -0
Prcsent Agents?}_f?x.wti

Too Meny Night Moctings:
Roetired Agontsfi & -~ . 7.1
Present Agontsi: '

e (63
Ty e J(9::

-

Since repliecs of present agents were obtained during ~n inflationary perioed, it
is natursl that 2 large percentage of them would feol that salariecs wore inadequate,
A higher percentage of present than former zgents werc concorned over too many night
mentings. This is more likely due to proveiling attitude than indication thet more
night meetings szrc now being held then formerly.

Since this part of the study to zscortain from the agnonts themselves thoir judg-
ment es to defccts and wezknesses in their work pestterns that can be corrected,
certain specific questions were askod. Que of thnose, Y“can a botter work pattern be
doveloped?" was asked ten of the agonts ianterviewed. Without cxception the enswer
was "yesH,

Another question, "can = project be set up on a course of study basis?" roceived
unanimous "yes" answors from the agonts. Other gquostions esked ere stated and will
be followed with quotations from the answers rcceived.

Quotes from Agonts! Replics to Questions

l. What is being done, if anything, to offset time spont at numerous night meetings?

"I havo tho U~H agont stay at home part of the morning, He has the big night
load. The home domonstration agent has 90 per cent day meotings.!

"Nothing; full day’s time spent at work regardless of number of night mcetings.

"Nothing. Folks, including co-~workors, cxpect one to be on the job a2t 8:00 a.n
like all 40-~hour a wock workers.!

"I comc down at 8:30 to 9:00 and oftz? take 2 long noon hour when tired out.
We necd more people to share tho moobing load."



"I cantt arrive at the office Iate in the morning because qur farmers are
in the office just after they dekiver their milk and cream,®

"Better planning. Several efforts made to substitute day meeting for
evening events, but efforts seem to result in just more meetings both

day and night. Thig aprroach is inadequate but better planning offers
hope, "

"ot much. We do not expect the persomnel to come to the office as early the
next morning but it seems they need to be there to get the work done."

"Wothing for the most part. Most of us put in full daytime work in addition
t0 night meetings and don't get to take full vacation allowance,"

Notet The request of agents for not more than two or three night meetings in any
one week seems reasonable. Supervisers cen and should ald in achieving this
goala

2+ What can be done, if anything, to improve "line supervision and administrationp"

"Supervision is best by suggestion and encouragement as is now done in
Minnesota, "

"Concentrate on an extension program to meet the needs of the county. Donkt
be too concerned about yearly balance between 4-H, home, and agricultural
phases of worke One district supervismr instead of three,"

3« What can we do that we are not now doing to help agents in analyzing, organizing,
and gystematizing their work?

"Should have time set aside for preparation on vwrojects. Specialist should
vork up illustrative material to be left with agent throughout the nrogram.”

YA stateewide policy on Saturday night and Sunday meetings and a limit
on week night meetings may help. A policy of having the morning off if
one had an out-of-town night meeting."

MA3d with publicity, help in preparing material for meetings, & full-time
agsistant agent, or full-time man club agent would probably help the most."

"Help evaluate relative importance of different lines of work. This is
largely done by program planning,"

"Set up a state~wide office day routine} reduce out-of-county activities,¥

UClear all requests for help from staff members end commercial concerns
through one man. Now everyone in the United States is free to ask usg for
a 1ift to do his job."

"I spend too much time collecting information for other people. In planning
project work, the time of the agent should be minimized where possible even

if it means reducing scope. I have come to believe that use of the extension
service for campaigns such as safety week, accident prevention, etc., desirable
though the objectives are, is an entirely unwarrented intrusion into the local
agent's time. He gains nothing, not even the respect of hig group, Farm
people are intensely practical about such matters. They are glad to let somew
body else do the work,"
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"Have a trained, well-gualified person (like H. P, Hanson) spend considerable
time in a county, analyzing county and work done prior to recemmending
changes.. More emphasis on press and radio publicity.™

"Bgtablish standard policies on office hours, meetings, personal services,
etc.. Establish salary scale to provide for term as agent and to toke care
of counties having a low veluation, etc.'

L, What is to be done with a full program when new and additional projects and
programs come along?

N"Certain things in a eounty cannot be omitted from a program, Some things
need cutting out. Maybe we should handle one or two projects in a ceunty
over a period of two or three years as a majors All other minor, Then
shift around from year to year. Do fewer things and a better job of these "

"Prain leaders to carry it through. Complete it (if possible) before launching
the new, or drop if the new program seems more necessary,"

"Cut down on the least important itemss"

UCheck to see if other county staff members can carry on exira projects There
is no point in one staff member carrying a dozen or more projects and others
carrying two or less. e are still running separate programs,!

.'8age up on old programs and turn more of them over to leaders.”
here must be careful elimination,!

MTarn them down or let some 'ride! for a time. Seleect those most valuable to
your county at present time. Agents have to learn that this world was not
made in a day and that there will be lots of work left to do even after
they die. Use a little 'horse senset,"

MThig is a good question, If agents are expected to contimially add vprojects
to the planned program each year, then the program of work should be pared
down to fewer projects when it is planned each fall, Otherwise, they should
not be asked to take on additional vroarams during the year, OR, put an
assistant agent in the county,?

5« What are your less essential jobs?
", OCity-farmer problems (city lawns, etc.).
2. Chamber of Commerce problemss
3« People who want you to hely them with personal things.
L, Unnecessary outeof-county meetings,

"Farm help program, insect program, radio program, civic organizations,!

Mivestock disease problems, personal serviece work, farm help placement (takes
considerable time)."

"office calls and requests on material other than major programs takes lots
of time but I don't consider it a Yless essentialt job. Talking at Farm

Bureau meetings and LeH meetings month after month (I'm going to cut this out),’

"Weterinary work, culling flocks and herds, work with other groups,®

Tpergonal service and advice on small matters,"
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"General relationship problems, farm organization work, allied organizations."
Mfork on various local committees, time spent at State Fair."

"Oads and ends of personal service must be attended to."

"Attending district events (4~H, Rural Youth, etci)wh

"Community activities, minor activities (for example work with cabbage growers),
meetings with various and sundry coumittees, nonweducatzonal office activities
(reports, etce)s

"Individual service on minor matters.”

"Time spent with commercial rebresenuatives of every conceivable organization,
meeting with organizations just because they want county agent there,"

"Collecting information not directly comnected with program, arranging meetings
of programs for various cooperating groups. Lot so much Farm Bureau here

as cooperatives, etc, A town of this size creates a lot of public relations
work, Sometimes it is importont, too,"

"office calls, aid to various groups and organizations, numerous reports.”

"Blue Crogs activities, commercial organization demands, attending miscellaneous
local and district meetings, questionnaires, reports, records, and letters,
Many office calls take too much time."

"Civic responsibilities, work with other agencies,. particularly Soil Conservation
Service."

"Office calls, attending routine meetings, ccmmunity service jobs,. "hookwork?
report. " :

"Community spirit, build wp 4-H interest all the time, sire searching, acting as
arbitrator in community or county problems, ™

"Going to general L-H meetings, attending general Farm Burecu (not unit) meetings
and keeping machinery of their organization oiled, some !'fringe! projects which
are added during the year, cbeying requests to promote some national or state
campaign in which there ig little interest locally,"

. What are the principal wealknesses in the present work pattern?

"Moo many jobs and requests.t

"o me we do not accomplish what we should for the amount of time we spend
on a 4=-H program.. Trying to pick up -and carry proaects that neonle are
not extremely interested in.M"

"Too many interruptions.in office when prevaring reports or subject matter
for presentation.. Heavy night schedule with the feeling that I. should be on
deck during the day also."

"Work spread too thin,"
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"e have done a rotten job in selling the idea that we have a program of our
owns Iveryone feels free to call upon ug to help then do their job. No
program has been made to remedy this in the last 15 years."

"Just have more work than can receive -oroper attention,"

Most mrojects are never finished ~ 2t least are continuing. Try to cover
too much ground. "

"ot time enough for real follow-through - a little too much skipping over
details.”

"Can't lay out o definite calendar of work and stick to it., Too many people
come in with a program they think Extension should carry out,” )

e are spread too thin, The agent cannot delegate details - he has to do most
of the dirty vorlz, Not enough time to plan and work and to lay its background.!

10ften difficult to have any free timé during office hours to do planning,
studying and any vork,.'

"Too many unforeseen jobs enter each day's work which handicaps planned programs.
The ageut probably should try to discourage office and televhone calls in
favor of meetings, tours, demcnstrations, etc.”

fInsufficient time to properly prepare or complete a subjects!

lReports need simmlification., No chance for successful vacation and rest
periods, A man should be triplets and not married.?

"spreading efforts a little too thin ~ icea, a fow too many projects in program
of work. Not enough time available for reading and vprofessional improvement.
Cutting down night meetinzs would help on this.*

7. What can we do that ve are not doing zew to accomplish more effective results
with less effort?

"Wider use of local leaders. Get men t0 do some of the things the ladies are
doing. "

"We naed a way of putting our material across more with visual aids but they
must De f & local nature."

"A polucy on office hours or days may help., Assiztance In training leaders to
present matsrial and conduct meetings, A good 4<H leader would considerably
legssen my Load,"

"Stop long enough to plan.”

"Tear a page out of the books of other groups. Be firm and state that these
extra jobs are outside our fieldss Lots of room for help on this from the togp.

"Have more assistance - assistant to agent or full-time male club lesder.!
"Try to have leaders do more of the work, Teke a chance, it probably will work,"

UTry $0 get some meetings changed from night to day. Have a screcning committee
at headquarters to weigh new nrojects suggested by people outside the county
after year’s program is draun up,"
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MMore personnel to gpread the load of mecetings and other events. We need more
competent office workers. Some sort of training course might help. Agent
should cultivate a strong negative to use in renlylng to requests for some sorts
of help."

"Cut 'red tape! to a minimum, The people of the county are only interested in
what they can see is being done."

Conclusion
Some conclusions that can be reached from thig study are!
1, Agents do not consider salaries adequate.

2. They are not particnlerly concerned about too many bosses. Those replying
"yes!" mentioned Farm Bureau officials and "three" district sumervisors.

3. Agents in the main feel that they are over-worked.

L4, They think there are too many night meetings. They do not object to two or
three per week but do object to four to six. )

5+ They are about divided on the quection as to vhether anything con be done to
correct the night meetings. Part of those reolying "yes" are already taking
sone steps to remedying the situation,

6. There is evidence of workerelated henlth problems especially among the
older agents,

7. Agents would appreciate more supervisory help in connection with their
work organization.

8, Agents definitely feel that they are so crowded with work that they cannot
satisfactorily finigh projects which they have undertalren, They would rathez
carsry fewer projects and do a more thorough and effective job of teaching,

IS THERE A HOALTH ANGLE IN COUNTY AGTUT WCRK

Findings indicate that there is a definite health hazard in county agent work as
it is now being carried on, Numerous agents cnll attention to it. Director Warren
Clark of Wisconsin says they recognize that there is a problem of overwork among count;
agents, partly due to the overlsad of night meetinzs. Five Wisconsin agents have had
health difficultieg during the past year. In Washinzton, Assistant Director Turner
stated that there were eight men on the present list of 39 agents who have suffered frc
poor health recently. These included several heart cases as well as several newvous
breakdovnse.

In Nebraska there is a problem of overwerk in the county agent job, secording to
Assistant Director Harry Gould., Several Nebraska agents have recently had sick leave.
At present there is one case reported as a nervous breakdowns

Mr. J. B. Tippett, Assistant Director in California, thought there were no parti-
cular health problemss. County Agent D. M, Smith of Red Bluff was of & contrary opinio:

Colorado reports no serious health problems, The night load is a real burden and
source of considerable complaint on the part of county agents, Colorado is rather
liberal in allowing leave, including 30 days! vacation anmually, three weeks of summer
school on pay, and three weeks! sick leave,
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Kangas supervisors do not feel that the work load is such as to endanger health,
County Agent P. O. Hale of Topeka reports to the controry.

Ohip hag recemtly lost two Agents through hesrt trouble. One agent at nresent
ig on disability pension.

In Minnesota there seems to te conriderable evidence of health difficulty among
agents. Apparently this is more ceriouc in the northwest district where at one time
eight, or 25 per cent of the agents, were lLaving heolth difficultics that, according to
their physicians, probably originated with their 1ong hours of work under nervous strairn
We know of other cases vhere enforced layoffs were taken under the doctor's orders.
Recently three Minnesota county agents died within a 12-month period. Three other
deaths in service are recorded.

A former Minnesota agent remorted as followst "The weelr after I finished my work
I went to 2 doctor and had a nhysical examination. He found that I had bleeding ulcers.
As my blood county was down to 51, I was ordered to bed for three weeks, and as I had
never been bothered with ulcers before I was county agent, this condition was undoubte
edly caused by some vhage of the work, Within a year after leaving county agent work
I was back in good health and have been feeling fine ever since.'

Long hours under nervous tension, coupled with a minimum of needed rest, probably
indicate at least a minor health hazard which should be recognized.

Probably the existing situation can be corrected by better organization and plan-
ning, fewer consecutive night meetings, sufficient rest following consecutive night
meetings that are unavoidable, planned relaxation, and more regular snd systematic use
of vacation time. Supervisors should accept resvonsibility alcng this line,

ESTABLISEING MORT PRIMAVENCE IN TENUR®

A good salary scale based on merit and length of service seems to be the most im-
portant factor in keeping county agents on the job. There is some evidence that secu-
rity is as important as salary. Tenure records are better when the salary is paid
from federal-state funds under a gpecified plen tlat vrovides for salary vromotion on
merit and also rewards experience. This is also the judgment ¢f sdministrators and
supervisors in the many states visited on the study trip,.

Use of Salary Scale for Extension VWorlers

The "Preliminary Renort - Working Conditions of Extension Workers' (Sanders Com-
mittee) stateg’ fOnly 11 state extension services have established cdefinite ralsry
scales for paying extension workers, These states are Connecticut, Teleware, Magsa-
chusetts, New Jersey, Michigan, Ohio, Kentucky, Louisiana, Oklahoma, Tennessee, and
Virginia. Only five of these have provisions for periodic salary increases, TFactors
most often checked as important in personnel roting listed in order are: (1) merit,
(2) seniority, (3) initial training, and (L) pvofessional in-service training."

Increases in salary of county workers practically are wholly devendent on county
funds in 30 states, The "rule of thumb" method seems to be used in most states to de~
termine salaries. The Sanders Committee remort also states, "This committee recommends
that groups in extengion vith comparable resvonsibilities be Dbrought to the same salary
level considering experience, training, tenure, and all other factors; second, that a
gystem of evaluation be established; third, that a salary vromotion scale be worked out
for each state and made known to the workers." The committee also recommended a policy
of increasing funds from federal-gstate sources for county professionel workers, therel;
releasing county funds for clerical and other local needse



Salary Recognition for Longth of Service

Salary range hes always been rather narrow in Mlnnosota; Proven ability and:
experience on the Jjob has not had enough recognitiOn.

The 10 zgents of longest tenure (9.3 years) in 1927 were pald an average of
$263 per year above the averagce of the state, In 1929 the 10 oldest agents in point
of service (11,2 ycars) received $2890 average salary as compared with an average
salary of $2480 for 10 beginners with an average tenure of six months. The average
higher salary of $473 does not seem adequate recognition for 11 years of servicec.

The 20 sgents with the longest %tenure in 1937 (1h.2 years) received an average
salary of $2741, this being $261 morc than the stato average that yoars

During tho past six years boginners have commonly started at salaries higher
than retiring agents, many of whom hed served up to lO Lo 14 yoars. Thig was, of
course, an abnormal period, ' ‘ C

We have tacitly accepted the principlo that merit and experience would be re-
warded by local committces. This bas often bcen done, but county boards are usually
conservative in their financial support. Thére is some tendency on the part of
county committees to start new agents where the rctiring egents left off, Apperently
not enough provision for salary inercase hes been made to keep good men on the job.
This would scem to be another problem for the administrative and supervigory steff.

Severel statses have made definite provisien for length of service increases.

To mention a fow, Wisconsin adds $200 to county agent sslaries from federel~state
sources after ten years of service, Consideration is now being givon toward raising
this to $500 and spreading it over a five~year period. New Jersey increases salaries
of county agonts $240 after one ycer of service., Virginia provides for a salary in--
crease evory 18 months. Ohio Las set up a salary scele plan gnd is "moving in this
direction" from a starting szlary of $1600 to $1900 per county in treining, $2000 to
$2800 for assistant agent or instructor, $2900 to $3800 for junior agent or assistant
professor, $3900 to $4500 for extension agent or associazte professor, $L600 to $6000
for senior oxtension agent or professor, ,

The Michigan scale provides for a $1700 rzisc in 25 yﬂars, from $3300 to $5000
for Class A men in selected counties,

qugﬁnnel Bveluation

Some excellent rating forms Lavo been set up by the Extension Service in Ohio,
Missouri, Michigan, and Colorado. They include some very oxcellent idess which
should be carefully studied in the cvent 1t is. decidod to use a salary scele basged on
merit ratings and length of sorvice.

LIBERAL STATE SUPPORT NEEDED

Evidence was found while studying state systoms for financing that the better
tenure records are in states having rather liberal stetc support and with saleries
not dependent on local committces, but paid from federsl-state sources,



Table § Tenure Record of Present Agent Staff in Various States
ag of Date of Interview
Salary
) Salary Average Tenure Years TFederal—State Authority

California $6300 20 Yes Je Ce Tippitt
Pennsylvania 4500 25 Yes J. M. Fry
Michigan L200% 15 Yes E. A..Werner
Oregon L4215 10 Yes Chas., Smith
Minnesota 374 8 No
Missouri 3250 8.8 With Excep. Bob Baker
Kansas 3249 7.5 No L, F. Neff
Maine 3200 L No G, B. Lord
*Estimated

The consistency with which ternure rate follows the salary curve seems rather sig—
nificant. An analysis of the mercentage of total extension funds used by the various
states visited indicates that states with fairly liberal state supvort pay the better
salaries.

The higher salaries are paid in states that either have liberal state suvport or
support from farm organizations, or both. The states having the highest average salar;
rate such as New York, Pennsylvanis, California, Michigan, Oregon, and Washington, alsc
have the lowest turnnver in personnel. States like Meine, Missouri, Kansas, Colorado,
and even Wisconsin and Minnesota, which are moce largely dependent upon county funds,
average lower salaries and a higher rate of turnover in personnel. The average tenure
of agents now on appointment is 25 years in Penrnsylvania.

Table 6 Percentage of All Extension Funds
From Different Sources 1946

States Ranked by One Cos Farm
Per Cent of State Funds Agt. Salary Pederal State County Orge
Oregon $385k 29,4 Ls,8 24.8
California 5500 36.9 41,2 21,49 All
Michigen 3719 L9,1 34,3 16.6 above
Pennsylvania L291 59. 32 % $3500
Indiana 3573 L6,8 31,1 22.1
New York 3592 2h.1 30,03 33.7 12,2
Washington 3538 Li,1 24,7 31l.2
Ohin 14,026 592 216 19.2
Coloradn 2067 5645 17.8 25,7
Wisconsin 3436 51,6 17.1 31.3 All
Nebraska 3160 55,5 16.5 28.0 below
Missourl 3204 60,7  16.5 18,0 $3500
Minnesota 3417 Al. 15.1 22.5
Illinois )4’15“‘ 1-4'6.7 1’4’.9 36 37.7
Kansas 3249 L0, 11, 39. 10,

This table was set up in Washington, D. C., May 1947, from the 1946 data then
available at the extension business office. It is submitted as a rather convincing
indication of the need for adequate state apnropriations,

The eight states having more than 20 per cent of state funds average $&,056.66 fo
sounty agent salaries, excepting Il1linois because of its 37.7 per cent of Farm Bureau
funds, The seven states with less than 20 per cent of state funds average ¢3,281,57,
The state appropriations for these same states for 10L7-LR ave Tiated helnau



~ 23~

Table 7 State Appropriations for Extension Work
(1947-L8 figures)
Oregon - $ 577,136,00
California 1,213,147.03
Michigan 595,608, 00
Penngylvania 580,128.89
Indiana 52,665, 00
New York 929,936.30
Ohio 19,511, 00
Colorado 150,000, 00
Wisconsin 276,952,118
Nebraska 2L2,411,20
Missouri 307,500,00
Minnesota 228,365,00
Illinois 467,610,00
Washington 323,722.00
Kansas 162,400, 00 v

SUGGESTIONS POR. STRENGTHENING THE MINNESOTA SITUATION

Minnesota ranks fifth in agricultural income. Funds for extension work, however,
rank much below this. For the year 1oL7~-48, Minnesota ranks 17th among 2ll states in
allowance of federal funds, 28th in state funds, 1l4th in county funds, and 31lst in
average salary paid agents, ,

This would indicate that for Minnesota the state contribution is the weakest link
but that more of both state and county money is needed if we are to attract and hold
the more highly qualified men,

We cannot expect to maintain a strong virile organization if we continue to let
our best young agents leave after a year or two of service.

Men with the highest qualifications have always been nceded. Now with new
technological developments and with other governmental agencies and mapy commercial
concerns attempting to carry on educational programs (patterned after extension), it
is more important than ever that the most capable men that can possibly be found be
kept in county agent nositions, It is only in this way that extension can stay out in
front and maintain the high tradition of the service,

Better salaries and more security in tenure are urgent. A systematic salary
promotion plan based on both merit and length of service may be the solution. It migh
be correlated with a more or less flexible plan for starting inexverienced men in
agriculturally less desirable countiess

Final authority for determining salaries should rest with the state office, This
would not preclude the local committees from participation and acquiescence in salarie
paid. The state administration would also participaste in the responsibility for
terminating the services of those men who fail to meet the high requirements of the
service, Every effort would be made to keep the good men on the job in order to main-
tain degired efficiency,

Our tenure study shows that 51,7 per cent of the 400 Minnesota agents who quit
did so before they had served three years, The firet three years, therefore, seem to
be the important hump to get overws
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It vwould seem that after three years of service a substantial salary boost should
be provided as an incentive to carry on.

The first three years should also be considered a probationary period and made the
point of cut off for the less satisfactory workers, Only after three years of service
should the appointment be made & permoncnt one, While this may look like the Scotche
man's "bag of cats" we feel that specific salary raises should be provided annually
or at least by two or threewyear periods thereafter,

The saldry range could well be from $3000 for beginners up to $5000 for the
better qualified experienced mens The average salary by groups might be, for pre-
liminary consideration at least, $3500-$4000 and $4500-$5000, respectively, for the
grouping proposeds

Salaries on thig basis would require a total of $372,500 for the 91 lMinnesota
agenitss The 1947 total was $313,478.97; thus only $59,021.03 additional would be
needed to meet the propoged scale,

A subgtantial increase in county appropriations has already been made for 1948,
It can hardly be expected, however, that present county appropriations can be
maintained after the curreant inflation subsides,

During the depression of the 1930's state support of county agents did not decline
to the extent that county support did.

Sinte salaries in the past have been too low it is important to retard salary
cuts of agents as much as possible as inflation recedes and in this way hold
salaries at the desired levels.

THE COUNTY AGENT WORK LOAD

Extengion has grown rapidly and has accepted without question almost every job
and assignment proposed by individuals and groups on county, state, and national levels
' It is time to reappraise and eliminate time~wasting and unsignificant "remnants
of the past" and if possible te organize the work vattern for its most effective
operation,

County agents have themselves stressed four important points in connection with
their work load: (1) They want to do a clean-cut teaching job on projects without
being so crowded that they cannot satisfactorily finish what they have started; (2)
They want to eliminate the less importent, less essential "chores"; (3) They see no
reason why the same subject matter should be repeated year after year to the same
groups: {4) They want %o organize a week!s calendar of work to provide time enough o
that they may prepare creditable material for talks, radio, and newspaper publicity,
as well as reports. These are reasonable and laudable requests. Supervisors should
be the first to recognize the need for some reorganization, as well as better organi.
zation, in helping agents to meet thege needs, Along with adequate salary, we should
set up and maintain satisfactory working conditions in the counties,

A study to determine present use of county agents? time is underway. We hope
this may provide the basis for remedying such wesk spots as are still inherent in
extension organization. A supplementary report will bte made when the study is
completeds
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