LEADERSHIP and COMMNITY DEVELOPMENT 
THROUGHOUT OUR SYSTEM

keynote PRESENTATION AT October 2003 pURDUE eXTENSION pROFESSIONAL DEVELOPMENT CONFERENCE  

 SAM cORDES, aSSISTANT DIRECTOR and pROGRAM lEADER
Greetings and a Personal Note
Thank you, Dave, for the introduction--and good morning to everyone.  This is my first annual professional development conference and I appreciate the opportunity to visit with you this morning.  Before getting into the meat of my remarks, I want to share a bit of a personal commentary.  Some of you may know the story of how I ended up at Purdue earlier this year, but it is a real “feel good” story from my perspective.  Trish and I were absolutely, 100%, happy in Lincoln, Nebraska, where we had lived for nearly 14 years—which was longer than anywhere I had lived since graduating from high school—and I had absolutely no reason or plans to ever leave the University of Nebraska.  My initial exploration with Purdue was driven by a personal consideration.  
Trish is from Illinois, and her parents live some 90 miles from where I am standing today.  Her parents are elderly and her mother is not so well, and I began exploring the situation here at Purdue with that situation in mind.  However, because I had not been planning or thinking of any type of geographic or career move it seemed sort of surreal—and still does to a certain extent.  Of course, I would not have accepted this position if (a) it did not excite me and (b) I did not think I could do the job.  
What has been so wonderful about this whole experience is that I am here today to tell you things could not have worked out better.  The folks of Indiana have made Trish and me feel so much at home in such a short amount of time.  And, I have always enjoyed my work and had fun in the workplace, but I am having more fun here than anywhere I have ever been.  Purdue is a great institution and I am very proud to be a part of Purdue Extension. I just want to publicly thank Dave, the rest of the Administrative staff, and all of you for your warmth, support and acceptance of this new kid on the block.
Disclaimer and Organization of Remarks
One disclaimer in terms of the substance of my remarks:  what I will share with you this morning is my own view of the world—no one else’s!!  Some of what I share is deliberately designed to be a bit provocative.  One of the advantages of being the new kid on the block is that you can be a bit outrageous during the honeymoon period and people are quite forgiving.  So, I want to take advantage of this special moment! 
My remarks fall into three fairly distinct areas:  first, a bit of content information about communities and neighborhoods and what some of the most recent research is telling us; second, a few observations about how I believe we need to think about the Leadership and Community Development (LCD) program here at Purdue; and third, some final comments about the bigger picture of Extension—and the new buzz word of “engagement.”  

UNDERSTANDING COMMUNITIES AND NEIGHBORHOODS
What is a community?  The reason I think communities are such exciting places is that is where “society happens”.  A single individual or a single business by definition is not a community.  
There are at least two types of communities—communities of interest and communities of place.  Those of us gathered here today is a great example of a community of interest.  We are not from a particular geographic community—but we do have a community of interest—namely, Purdue Extension.  Communities of place refer to a geographic space where people interact and are often loosely thought of in terms of towns, villages, or neighborhoods in larger cities.  
In my remarks I am going to be referring primarily to communities of space or place—you may want to think of that in terms of the town, neighborhood or county in which you live and work.  
Community development, economic development and economic growth.  These three concepts, while related to one another, are quite different concepts and should not be unthinkingly viewed as synonyms.  Economic growth refers to the entire economic pie getting bigger but is silent on the critical issue of who gets the various pieces of the pie. For example, during most of 2003 we have experienced what is often labeled a jobless economic recovery in which the economy is growing but is not growing in a way that is creating a lot of new jobs-- or in a way that appears to be benefiting those at the lower end of the socioeconomic ladder.  Economic development concerns itself with how the benefits of economic growth are being distributed.  The concept of community development takes us to yet another level and recognizes there is more to a community than just its economy or economic base.  Hence, a wealthy community will not necessarily be a holistically healthy community.  Indeed, many wealthy communities have a high incidence of various social pathologies such as dysfunctional families and substance abuse.  This is akin to the oft repeated expression our mother’s always told us, “that money can’t buy happiness.”  At the same time a community’s economy and its economic base are clearly an essential aspect of the larger community dynamic and can obviously influence the quality of life of the community.  Or, as one of my old rodeo friends used to say, “Yes, it is true that money can’t buy happiness but it sure can rent a lot of fun!!”  
Categorizing community assets. I like to think of communities as a treasure chest.  This treasure chest has many assets and one way of categorizing those assets is to think in term of two broad categories of factors:  materialistic and human.  We can identify three types of material capital (see figure on pp. 4). 
1.
Natural capital.  The asset of natural capital includes land, water, air, biodiversity, and environmental and aesthetic amenities. 
2.
Built or manufactured capital.  The asset of built or manufactured capital includes both private plant and equipment and public infrastructure, including housing, highways, water systems, airports, hospitals, bridges, utilities, railroads, and telecommunications infrastructure.

3.
Financial capital.  The asset of financial capital represents resources that are translated into monetary instruments that make them relatively liquid—that is, relatively easy to transform into other types of assets.  Examples include cash, savings, bonds, and equity capital.  
Human assets are the second category of community assets and this category includes four different elements:
1.
Cultural capital.  The asset of cultural capital includes the values and symbols reflected in clothing, books, art, language and customs.  Multiple sets of cultural capital can exist with a community.  In some communities this diversity of cultural capital is celebrated and seen as community strength.  Unfortunately, in many communities such diversity causes friction and cultural clashes.  
2.
Political capital.  The asset of political capital consists of organizations, connections, voices, and power—and has the ability to influence who gets what within a community.  In most communities it reflects the dominant cultural capital.  
3.
Social capital.  The asset of social capital is all about relationships.  Robert Putnam, one of the foremost scholars of social capital, refers to this as those “...features of social organizations such as networks….that facilitate coordination and cooperation for mutual benefit.”  Communities can build sustainable and productive social capital by strengthening relationships and communications on a community-wide basis and encouraging community initiative, responsibility and adaptability.  
4.
Human capital.  The asset of human capital includes those attributes of individuals that contribute to their ability to earn a living, strengthen the community, and contribute in other ways to community organizations, to their families, and to self-improvement.  Education, life’s experiences, interpersonal skills, values and leadership capacity are all part of human capital.  
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With this framework in mind let me state both the obvious but also what recent research is now telling us about the less obvious.  Yes, the three material types of capital are important in the community economic development equation:   manufactured; natural resources; and financial capital.  Indeed, we have known that for a long time.  We have also known for quite some time that human capital—especially formal education—is incredibly important in the economic development equation.  In fact, the Nobel Prize in economics was given to Theodore Shultz in 1979 for his path breaking work on the role human capital played in economic development.  What is new is recent research that suggests for far too long we have underestimated the effect of cultural, political, and social capital in the economic development equation.  I think this has tremendous implications for our Extension programming and I will come back to this point. 
The second major point about this framework is the importance of viewing these seven different forms of capital as community assets.  It is important communities take stock of their assets.  So often, communities have assets in their community treasure chest that they do not even know about—or simply never think of as assets.  The asset based community development approach—or ABCD—was pioneered by John McKnight and Jodi Krentzman in the most impoverished urban neighborhoods in the south side of Chicago.  They sent their students from Northwestern University into these neighborhoods to do what they called “asset-mapping”.  They—and everyone else—were absolutely astonished at the incredibly rich and far ranging set of skills and creative talents that had been acquired by local residents (although not necessarily due to formal education); as well as by the rich array of informal organizations and associations and small businesses—often operating on a bartering basis—that were unknown except to the local residents.  So, a neighborhood or community may have treasures that are not obvious—especially to the outsider.    
Let me share a remarkable success story from my previous life in Nebraska.  The Winnebago Nation, like most Indian reservations, has been plagued by high unemployment and social pathology for decades—but things have changed dramatically there in the past 5-6 years.  For example, unemployment has dropped from somewhere around 60 percent to about 20 percent—and it has nothing to do with the gaming or casinos.  Instead, it is attributable to visionary leadership and the ability to turn liabilities into assets.  The best specific example of the “liability to asset” mindset is the fact the incidence of diabetes is inordinately high among the Native American population, including the Winnebago’s.  So, guess what?  The Winnebago Nation is now in final negotiations with the Mayo Clinic in Rochester, Minnesota, to have the world renowned Mayo Clinic establish a Native American diabetic research center on the reservation—and at least by Winnebago standards this research center will employee a significant number of people in relatively high paying jobs.  That, my friends, is the perfect example of how to turn lemons into lemonade.
In northeast Indiana, a substantial economic base has been built around the cultural assets embedded in the Amish community.  Many other examples could be given but I simply want to point out that as Extension Educators in your county you can help set the tone by focusing on the assets of your communities and help your communities build upon that base.   
For far too long we have focused on the needs and pathologies of our communities and neighborhoods and often created a culture of thinking in terms of victimization.  This victim mentality causes communities to focus on past wrongs rather than future possibilities.  At the risk of sounding Pollyannaish we have not focused enough on the assets—including the hidden treasures—our communities can build upon.  I would encourage you to take the asset-based mentality and juxtapose it over the seven different forms of capital to see the possibilities that might otherwise be oblivious to you and to others. 
HOW SHOULD WE THINK ABOUT LCD PROGRAMMING?
I will now turn to my second major area:  the LCD programming effort here at Purdue.  Let me begin with the following question.    
Is LCD a specialty area or is it something that all Extension Educators do?  This is the question I get asked more frequently than any other.  And, my answer to this $64 dollar question is……. “YES!”  I am not trying to be cute or elusive.  To me, community development is both something all Extension professionals do but it is also a specialty area for some.  So, what do I mean when I say all Extension professionals can be thought of as doing community development work.  What I mean is that if I were to sit down and push and probe with any single individual in this room I thing we would eventually discover that one of your desired outcomes—albeit unconscious—is to try to help make the community or county in which you work a better place.  For example, healthy families are a community asset, and improved nutrition presumably leads to a more healthy and productive labor force, and may also reduce community health care costs.  Youth programs that help create a sense of civic responsibility and help to develop tomorrow’s leaders in a community are certain to increase the long-term vitality and sustainability of a community.  And, agriculture is big business and increasing the profitability of agriculture helps keep main street businesses open and profitable.  So, when we think of things in that sense—and we need to—every single one of you is involved in community and neighborhood development work.  However, in most cases, the community as a form of social and economic organization is not likely to be the primary focus.  Instead, the unit of analysis or the focus of the programming is typically the farm, the firm, or the family—and appropriately so.  The corollary to this is that people who specialize in LCD are typically trying to make a direct impact at the community level or on organizations within the community.  On a closely related note, the LCD area of work often involves public issues where collective decisions are made—in contrast to the private decisions made by individuals, families, and firms.  Examples include educational programming targeted to local government officials, neighborhood associations and groups, and nongovernmental organizations. 
So, I think it is clear that the LCD area of work has a different conceptual unit that it targets—namely the community or organizations within that community.  However, that does not mean we cannot and should not think about how the work of others contributes to community development and community economic development.    
Remember, the seven different types of capital I showed you earlier?  If you spend a bit of time studying Figure 1 I suspect you will discover that your program—whatever that program may be—is contributing to one of more of the seven types of capital noted—and ultimately to community and community economic development.  I hope we will all refer to this framework from time to time in the future.  I believe it will allow our organization to think more coherently about how our collective efforts in Extension are contributing to the #1 priority in Indiana—economic and community development.  
Let me also reiterate a point I made earlier:  there is a growing body of literature and recent research that suggests for far too long we have underestimated the effect of cultural, political, and social capital in the economic development equation.  I sometimes refer to that as the soft infrastructure of economic development—as a way of contrasting these types of capital with physical infrastructure or built capital.  Although it is not Extension’s mission to build bridges and highways, we can empower people and communities and help them build their own cultural, political, social, and human capital.  Indeed, programs in conflict management, public issues management, multiculturalism, and community visioning and planning are very much a part of Extension’s purview and portfolio and we have a number of signature programs in this area—for example, Leadership 20/20 and I-LEaD.  We need to strengthen and expand these offerings.  Again, research suggests this will often make a greater contribution to economic development than will industrial parks, venture capital funds, and world-class highways.  
For example, recent research from the Northeast Rural Development Center at Penn State found that higher levels of social capital and a competitive, but civil, political environment were unequivocally and strongly correlated with lower poverty rates.  Also, I mentioned earlier the work of Robert Putnam, one of the foremost scholars of social capital and civic engagement.  Putnam made the following statement after studying a particular region in Italy that was well known precisely because its smaller communities were thriving economically:  “These communities did not become civic because they were rich, they have become rich because they were civic.  The social capital embodied in norms and networks of civic engagement seems to be a precondition for economic development, as well as effective government.  Development economists take note:  civics matters!” 
Modeling best practices for the rest of the community.  In addition to educational programming that contributes to cultural, political, and social capital; Extension can also contribute to economic development by modeling—as an organization—the best practices that lead to an increase in the community’s cultural, social, and political capital.  For example, the kinds of economically vibrant communities Putnam studied have been referred to as “entrepreneurial communities” by Jan and Cornelia Flora at Iowa State University.  Such communities are characterized by resource sharing and other types of partnerships across communities; by a decentralized leadership structure and a continual process of identifying and nurturing a new generation of leaders; and by transparency, openness and inclusiveness in decision making.  
Among the analogue of questions for us as an organization—at both the state and county levels—are the following questions:
· Are we eager to enter into partnership and collaborative arrangements with other organizations, including the sharing of resources?
· Does the profile of our Extension boards mirror the demographics of our county? 
· Do we have a conscious strategy for bringing in new leadership on an ongoing basis, and are our boards and volunteer councils functioning in a dynamic and professional manner?  
· Are we making special efforts to include in our programming, and in leadership roles, those residents who are “different” and maybe feel marginalized by society due to race, ethnicity or for other reasons?  
There is one aspect of this I really want to emphasize.  Although I personally happen to be concerned about social justice and the like, that is not where I am coming from.   I could be the type of person who could not care less about social justice and political correctness—but as long as I was interested in economic development I would be just as adamant about emphasizing the need to model these behaviors within our own organization, in hopes the rest of the community will follow.  When that happens you have a community that will be much, much more likely to be successful in terms of economic development than would otherwise be the case.  Again, remember what Robert Putnam found in his research, “These communities did not become civic because they were rich, they have become rich because they were civic.”  
A science-based approach with process AND content.  It is important to realize that “the community” is a complex form of social organization that has received serious attention from world class researchers and scholars for decades.  Although one does not have to have a PhD in community sociology, regional planning, public administration or community development to do outstanding work as an Extension professional  specializing in LCD, it is important to at least realize and appreciate the fact the LCD area of work is under girded by an incredibly large body of scientifically based findings and analysis.  
It is also important to dispel the myth that this area of work is only about process.  Process is extremely important in this area of work and we should not apologize for that for one second—especially since the best practices of process themselves are derived from tons of theoretical and empirical research.  However, the LCD area of work has an incredibly strong content dimension at another level.  This level includes content related to such areas of study as regional economic analysis, demography, rural development, ethnic and multicultural studies, social change, urban economics, social stratification, public finance, poverty analysis, organizational behavior and development, input-output and shift-share analysis, social organization, regional planning, cultural anthropology, market analysis and marketing, community psychology, social inequality and income distribution studies, policy analysis and the list goes on and on--and on!     
Levels of programming.  In mid-May, I convened some of the best thinkers in our organization in a retreat atmosphere to give some concerted thought to where we are in the LCD area and where we need to go.  One of the outcomes of that retreat was the creation of different layers or levels of programming and I have heard a number of people say they have found this to be a very useful typology of activities.  
Level 1.  Public relations in the community; and general participation in community

                boards, groups and organizations.  
Level 2.  Promoting LCD and presenting what is available from Extension LCD (and 
                elsewhere within Purdue) that can be helpful in addressing community

                issues.  Providing local logistical and related support for LCD programs,
                including publicity and marketing.    
Level 3.  Planning and developing partnerships for LCD programming.  Point of 
                involvement/coordination with Purdue’s broader engagement efforts.  
                Serving as an information/resource broker.    
Level 4.  Program development, delivery  and pedagogy/teaching.  Participatory 
                learning and problem solving with (not for) communities, neighborhoods 
                and organizations. Providing leadership and convening stakeholders to 
                mobilize resources to address community-wide needs.  Initiating/managing 
                processes for building organizations and creating local institutions and 
                initiatives.  Providing facilitation and a safe environment for difficult public
                discussions.    
It is important to note that Level 1 is of immense importance but it has nothing to do with LCD as a subject matter specialty area.  Instead, it is something all Extension professionals—regardless of their programmatic affiliation—should do, because we all should strive to be good corporate citizens in our communities.  Carrying the LCD title as a subject matter specialty label requires work further up the chain—preferably at Levels 3 and 4.  Again, Level 1 participation is simply good public citizenship that all of us should aspire to.  
Let me illustrate this hierarchy by giving you a concrete example from an entry I noticed the other day in Extension’s System for Accountability and Management (SAM): 

 “I belong to the xxxx county Council on Aging.  I attend monthly meetings and 
am on the financial committee.”  
Now, this is surely important citizenship—and certainly good public relations for Extension—but it is not LCD programming.  However, the Extension Educator then goes on to state the following:  

“I presented a session to the Council on successful collaborations.  I was their 
featured speaker at their professional development meeting….prepared a power 
point presentation and facilitated a group [discussion]. We learned that the group 
is functioning as a successful collaboration.  However, there were many things 
the agency does that others at the table knew nothing about.  I was also able to 
share information about Extension and how we can be a resource for the council.” 
These actions and activities—while not necessarily profound—certainly cross the threshold beyond Level 1.  I hope this example helps you understand the picture I am trying to paint.  If not, perhaps this quote from an unknown source will help:


“A clear distinction must be made between participation and commitment.  It is 
like ham and eggs.  The chicken participates but the hog is committed!.”  
In other words, the way I look at the world is that if you are carrying the LCD title you need to be working at Levels 3 and 4.  It is also important to note that the corollary to this does not hold.  You do not have to have an LCD title to undertake some occasional projects and activities that do represent LCD programming at Levels 3 and 4.  Indeed, the person whose “SAM Report” I just read does not carry an LCD title and probably never will—but that person made a small, but important LCD-type contribution, to the County Council on Aging.  
Professional development.  Serious LCD programming begins when people are operating at Levels 3 and 4.  We want more people in Purdue Extension at those levels and we will be investing heavily in professional development opportunities for those Educators who want to move in that direction.  For example, Ball State University’s Center for Economic and Community Development offers a first-rate, week long course that provides intensive training in the basic concepts, methods, and strategies of economic, industrial, business and community development.  Director Petritz has agreed to pay tuition and travel expenses for at least six Educators to participate in this offering.  If you are interested in being considered for this special opportunity—in 2004 or 2005—

let’s visit during this conference, or drop me an e-mail or call me.  There is, of course, an expectation that with this kind of  investment being made those who participate in the Ball State offering will begin to ramp up their efforts, and if not already operating at Levels 3 or 4, will begin to do so.  In other words we are not going to make these kinds of investments unless people are seriously interested in doing something with the knowledge gained.  
As another example of professional development opportunities we are offering a one-day inservice on November 19 and March 25 titled Economic Development 101.  Steve Deller, who is an Extenson Specialist at the University of Wisconsin and is nationally known in this area, will be our primary faculty resource for that offering.  I am pleased to report that more than 40 Educators have signed up for this inservice offering.  Earlier this month, Janet Ayres brought the Leadership Team together for an intensive two-day training on conflict management, using an outstanding duo of trainers from the University of Illinois.  Members of that team will be scheduling themselves for one of your area meetings next spring to showcase that new offering and other programs that are available through the leadership team.  
So, much is happening in terms of professional development offerings and follow-up support that can be translated into new programmatic offerings.  That is a critical aspect of our strategy and we welcome you aboard.  
The concept of Area Educators.  In many counties a full-time Extension Educator focusing on LCD is probably not in the cards—at least in the short-term.  Hence, we are pushing the concept of the Area Educator—one for each of our ten areas—to help support the efforts of the Educators who are interested and involved in LCD programming at the county level but who also have a lot of other responsibilities.  I am pleased we have with us today Christine Nolan, our first full-time Area Educator in LCD.  Christine will officially begin in January in Area 9 and I hope you get a chance to visit with her today.  She is a Senior Planner with the Hamilton County Regional Planning Commission in Cincinnati.  She has a Masters degree in Urban and Regional Planning from the University of Pittsburgh and is currently finishing her doctorate there.  Our staffing goal is to have at least nine more Christines.
The desperate need for enhanced campus support.  As we all know, Extension programming is divided into four subject matter areas:  ANR, 4-H/Youth, CFS and LCD.  It is instructive to think about the variation in campus support for these four areas.  In the case of ANR we have an entire School of Agriculture as campus support--and included within the School is an entire academic department (Forestry and Natural Resources) dedicated to the NR portion of ANR.  The CFS program also has the entire School of Consumer and Family Sciences on campus that provides support—directly and indirectly—for that important area of Extension programming. Similarly, there is an entire academic department (Youth Development and Agricultural Education) to provide support to our 4-H/Youth program.  By contrast, the campus support base for the LCD area is Janet Ayres and Janet Ayres and Janet Ayres.  This may be a bit of an overstatement—but not by much.  Under the most generous definition of campus support, we might be able to identify 5-6 faculty—an amount that is completely out of proportion to the other three programmatic areas.  I am neither complaining nor begging—but simply pointing to reality.  And, if we are serious about the LCD area of work it is a giant understatement to say this is an untenable situation.  It is also important to realize the School of Agriculture is not always the most logical location for the additional faculty (or Academic-Professionals) needed to support strong LCD programming.  Other candidates might include the Departments of Hospitality and Tourism Management, Economics, Marketing, Organizational Behavior/Human Resources, Sociology and Anthropology, Political Science, Consumer Science and Retailing, and Organizational Leadership and Supervision.  One way of acquiring this faculty or A/P support—short of funding entire faculty positions—is to create a flexible pool of funds.  This pool would be used by Extension to “buy” specific portions of time of specific faculty or A/P to work on selected LCD projects and programs.  
An organizational plan.  You don’t have to be an expert in LCD to realize it covers a very broad territory.  From programmatic and organizational needs, it is important to identify some more specific sub areas of content.  The concurrent workshops that will begin after our break highlight the five areas where we want to focus in LCD programming:  
· Community visioning and planning
· Economic and entrepreneurial/business development
· Local government decision support
· Community learning centers/networks, workforce development and related continuing education needs
· Leadership development and civic engagement
I will not elaborate on these areas because you will soon be experiencing some of the stellar examples of the kinds of programming already underway in each of these five areas.  One of the things I do plan to do is to reorganize our LCD efforts around these five areas.  Currently, we have an LCD Task Force which is a vehicle for general organization and communication but in my judgment is not well-designed to be effective for program planning and development purposes.  I think a much smaller group needs to be identified.  A smaller group might include one or two people from each of these sub areas who would come to together to form some type of “executive committee” for the overall LCD programmatic effort.  I would value your thoughts and comments on this  organizational dimension.    

Linkages to other programmatic areas.  One of the things I think we spend too little time thinking about—at least at the campus and state levels—is how we can develop greater synergy among our programmatic areas.  I worry about the silo mentalities of LCD, 4-H/Youth, CFS, and ANR—and will come back to that point later.  In the meantime, let me simply say I think we need to be much more diligent about consciously creating synergy across programmatic areas.  I think we have some good examples of that:  the work of the New Ventures Team which cuts across ANR and LCD; similarly with the Land Use Team, and the leadership development effort that has built upon the foundation of the Master Gardener program.  There are many other opportunities such as youth entrepreneurship.  
One of my appreciative inquiry sessions was with Debbie Bishop Trocha, State Director of the Small Business Development Centers.  Somehow in the course of that conversation, she mentioned the business opportunities associated with child care.  I have spoken briefly with faculty and staff in CFS about this.  I raise it here as just another example of the huge opportunities we have to think and plan across programmatic lines.  
Although my official responsibilities are for LCD, I see myself as an ambassador for all of Extension.  For example, I want to become sufficiently knowledgeable about the other three programmatic areas and what is going on in them that I can give a credible 15-20 minute promotional stump speech for any of our  programmatic areas.   
THE BIG PICTURE 
Now, I will move into the third and final section of my remarks which deal with several “big picture” items.  
Engagement.  What is engagement?  Like so many things, it means different things to different people.  However, one of the core notions in the engagement literature is that university engagement is a fairly intense and intimate two-way partnership in which the university personnel who are brought to bear on some issue or problem receive back at least as much they give.  It does not really fit “the expert model” of a one-way flow of providing a specific answer to a specific question, or a one-way flow of information and technical fixes.  The latter role, while important and valuable, is probably better characterized using the term outreach.  Industrial strength outreach—that is engagement—can happen in any of our three functional areas of teaching, research and outreach.  For example, service learning is a form of engagement for the teaching function; on-farm or any type of participatory research is an example of  engagement in the research domain; and working intimately with a local neighborhood group over a two year period to help empower the group to develop a learning center is an example of an engagement activity within the outreach domain. .  
So, in my scheme of things, not all Extension activities meet the true test of engagement, but many do.  However, as a practical matter, the distinction I have just made is usually glossed over—and I have no problems with.  Indeed, here at Purdue all outreach activities, including all of Extension’s activities, are considered to be a legitimate part of the engagement thrust.  
There are, of course, a lot of outreach and engagement activities underway at Purdue that are not part of Extension.  In other words, all of Purdue’s Extension activities are part of engagement but not all of Purdue’s engagement activities are part of Extension.  
As you know, one of President Jischke’s mantras is engagement.  One way of viewing this is with cynicism—believing it is all rhetoric but not much in the way of substance or new resources.  Another way of viewing it is with paranoia—it is an effort to take over Cooperative Extension!!  I believe that is a lot like looking through the wrong end of the telescope and would suggest a third view—and that is to see the emphasis on engagement as a tremendous opportunity for Extension.  It is an opportunity to position ourselves to where we can better access all of the resources of Purdue and not be limited just to the Schools of Agriculture, Veterinary Medicine and CFS.  
Let me suggest it is also an opportunity for us to provide a leadership role to the rest of the university and to serve as a mentor and nurturer.  After all, we in Extension have nearly 100 years experience of doing engagement-type work—and we are the only part of Purdue that has a permanent, physical presence in every county in Indiana that is tuned in to local needs and issues.  
I challenge us to challenge ourselves to make a covenant that during the next 2-3 years we will transform our mentality and put the structures and processes in place to where each of our 92 county offices can be very comfortable in having the following on their signposts and letterhead:  Extension--the Front Door to ALL of Purdue University.  Again, we can’t just do that overnight and without some careful planning and transition, but I believe that should be our goal.  
For those of you who may be a little unnerved or uncomfortable with that notion, do me the favor of pondering and giving an honest answer to just two questions:
1. Will your county or community be better served if it has access to all of Purdue’s resources or only those resources available in three of Purdue’s schools?
2. Would you rather have your university president preach about the importance of off-campus engagement –or state that the only functions of real value and importance are on-campus instruction and research?  
One of the things I believe is currently missing at the broader organizational level is a clear vision and a set of strategies for how all of the outreach components fit together in a strategic and synergistic way.  Right now, about all we really have is an organizational chart that simply lists the different outreach efforts that are part of the engagement effort.  And, while that is no small feat we now need to take the next step and weave a coherent mosaic from those different pieces, including a seamless interface between Extension and the rest of Purdue’s engagement effort.  We also need to develop strategies and tactics to enable the engagement concept to become institutionalized throughout our University.  Two of the priorities for the 2003-2004 Office of Engagement are: 

· “To develop a plan for the interface between Extension and Engagement.” 

· “To develop a plan for institutionalizing the Engagement mission.”  

I look forward to Vice Provost Gentry providing the needed leadership on both of these important issues.        
Programmatic silos and the tribal culture.  Earlier, I suggested we needed to do a better job of finding synergistic opportunities across our four programmatic areas within Extension.  Let me raise the ante considerably and ask if Hoosiers might be served better if we did not divide the world into these four programmatic areas?  Yes, I know that is the way it has always been and yes I understand and appreciate the fact we have some of our personal and professional egos and identities tied up in the terms LCD, 4-H/Youth, CFS, and ANR.  That is the essence of the tribal mentality/culture, but is not my question. My question is:  would Extension function better if we were a little less rigid and had a different way of thinking —at both the county and state levels?  Someone was once lamenting the disconnect between universities and the larger society and said “Society has problems, and universities have academic departments.”  Is it possible there is an analogue here?  “Counties and communities have problems and Extension has program areas!”  
If thinking about that is too much of a stretch, what if we were to reinvent ourselves in a more modest way?  Let us begin with our language—because language and the ordering of words are very powerful.  What if we were to change our language from 

“I am the LCD [or youth or CFS or ANR] Educator in xxx County” 
to

“I am an Extension Educator in xxx County currently working on LCD [or
 4-H/Youth or CFS or ANR] issues.”
Let me submit there is a considerable difference in how flexible and how team oriented people will be depending upon the difference in that wording.  
Let me also suggest we may want to consider doing things differently when we advertise for our Educator positions.  I happened to pull a recent ANR advertisement which follows, but my basic message would be the same if I had pulled one for LCD, CFS, or 
4-H/Youth.      

“Agriculture and Natural Resources Extension Educator—xxx County.

Job description.  Masters degree is required.  Degree work in agriculture is 
required.  Must have a broad technical knowledge of subjects related to 
agriculture.  Skills in working with community leaders, organizational 
development and program management are essential.  Provide overall 
coordination to the agricultural and natural resources program.  These 
responsibilities include program planning, volunteer development, program 
development, interagency collaboration, professional development, program 
visibility and program accountability as well as resource development.”

What if we made the following subtle but important changes by reordering the language and adding a couple of elements (additions are noted in capital letters)?   

“Extension Educator—xxx County.

Job description.  Masters degree is required.  Responsibilities include program 
planning, volunteer development, program development, interagency 
collaboration, professional development, program visibility and program 
accountability as well as resource development.  Skills in working with 
community leaders, organizational development and program management are 
essential.  INITIAL REPONSIBILITIES will be to provide overall coordination 
to the agricultural and natural resources program.  WILLINGNESS TO ENGAGE 
IN PROFESSIONAL DEVELOPMENT OPPORTUNITIES FOR PURPOSES 
OF WORKING IN OTHER SUBJECT MATTER AREAS OVER THE 
LONGER RUN IS ESSENTIAL.  Degree work in agriculture is required.  Must 
have a broad technical knowledge of subjects related to agriculture.”    

I will submit that these kinds of changes in the position announcement would send the signal right up front that the person needed to be flexible in the long run.  After all, there are only about 1,000 farms in this particular county with an average acreage of less than 150 acres so the person may very well run out of agricultural business someday anyway.  And, I think such a change in wording would also help attract a wider pool of applicants because it would send the message that over the long haul we encourage and support professional growth,  development and a change in responsibilities—and that we are a dynamic organization.    
Just last week, I learned that Washington State University’s Extension system thinks of their field staff as “Rainmakers.”  Among some of the key components of the Rainmaker position description are the following: 
· Develop programs that bring university expertise and experience to local or statewide issues (with primary emphasis on youth, family, community, agriculture, and the environment).
· Must be a continual learner and willing to redirect efforts as needed.
· Some specialization is highly desirable, but the ability to think as a “generalist” and to see the big picture is required.  

Part of the thinking behind the Rainmaker approach is that it will lead to more resources for the county offices and expanded programmatic offerings in all areas.  I happen to believe that will occur. 
Alignment issues.  Truly great organizations spend an inordinate amount of time on what the organizational development and business literature refers to as “alignment issues”.  That simply means that there is no room for inconsistent signals—mission, vision, goals, strategic plans, operational policies and procedures, etc. must tell a coherent story as to where the organization is headed.  
I think Purdue Extension is a terrific institution and that we have a strong system.  However, in times of change, alignment issues can often appear—and I would just encourage all of us to be cognizant of that and when you see them to let us know.  Let me just give you a couple of examples to get you to thinking of some others that may need our attention.  One of the points in Director Petritz’s white paper that he presented at Spring Conference was the desirability of greater sharing of Educators across county lines.  However, twice in the past two weeks I have been told some Educators have received criticism for doing exactly that and in another case the operational issue of who pays the mileage when this happens became a significant issue.  Now, I don’t know if this is true or not—but if so it would be an example of an alignment issue.  
As another example, I was talking to an Extension Educator a couple of months ago who said they had just finished writing up their appreciative inquiry summary and it had been a marvelous experience in terms of the stakeholder input they had received—and he wanted me to know that community economic development had quickly and universally surfaced as the top priority during the entire appreciative inquiry process.  Later in the same conversation, after talking about some other things, the Educator volunteered how eager he was to get their youth position filled.  That nonsequitor is not what alignment is all about!  Or, as April Mason mentioned to me one day, “There is something worse than not asking people what they want and need—and that is to ask them and then ignore what they tell you!!”  Stated differently, “If we can’t handle the answer, then we shouldn’t be asking the question!” 
As a final example, I believe we have been sending mixed messages on what I call public entrepreneurship and community partnership building.  On the one hand, we encourage our faculty and staff to be aggressive in grantsmanship and to develop community partnerships, including resource sharing and funding arrangements that are consistent with the engagement mission. At the same time, Purdue’s operational policies, procedures and business practices are sometimes so cumbersome and rigid it becomes almost impossible to do exactly that.  We need to have a culture where the attitude is not “you can’t do that” but is instead that of “let’s work together to figure out how we can   accomplish what you are trying to do.”  If we are not successful in creating such a culture and attitude you can be sure we will kill the spirit of our most creative and entrepreneurial faculty and staff.       
Outcomes.  I could not very well address you this morning without talking about outcomes!  Where does all of what I have shared with you this morning lead us?  Let me suggest that the redirection of some of our efforts and wise new investments will lead to: 
· Stronger economies and greater economic opportunities in our communities and neighborhoods as we focus more on workforce development, learning centers, and business development.  
· Stronger local governments as we develop educational programs targeted specifically to this audience.    Some preliminary discussions are underway right now with the Association of Indiana Counties on that very topic.  It is important to realize the secondary role that will be served by a successful effort in this area.  The very folks that control a significant amount of the budget for your county office would be direct beneficiaries of our programming.  My sense is that for these local officials to experience and benefit directly from Extension would get us a lot further down the road than our attempts to tell them how great we are.  We need to do the latter but let’s be frank and realize the limitations of that approach.  After all, what would they expect us to say—that we are doing a rotten job!!  I don’t think so.
· Increased long-term local capacity.  Purdue and Purdue extension’s emphasis on learning, discovery, and engagement adds long-term value and capacity to local economic and community development efforts.  The effects are felt long after the initial issue, problem or project has been addressed.  This long-term capacity is further enhanced by Extension’s targeted and inclusive programs that model  leadership skills and civic engagement responsibilities.  

· Enhanced impact and image for Purdue and Purdue Extension.  Ultimately each of—regardless of our own specialized program and interests—benefits when our entire organization is strengthened.  Successfully executing the agenda and opportunities I have briefly outlined this morning will benefit each of us because our organization will benefit in the sense we will: 
· Have access to a broader range of Purdue’s resources.
· Provide an important interface between Extension and engagement, and can be viewed as a mentor and source of counsel to the rest of the University.  
· Broaden our audience and support base beyond our traditional audiences.
· Create important opportunities for Purdue and Purdue Extension to engage in new and meaningful partnerships at the local and statewide levels.
· Expand the opportunities for Purdue faculty, staff, and students to become engaged in participatory community-based problem solving, service-learning, and related activities.    
Will we choose to miss this time-bound opportunity?   In the report that was generated at the mid-May retreat, the following conclusion is drawn:  


“It is a missed opportunity for Purdue Extension if we don’t enhance the LCD 
area of work.  Conversely, if we can enhance this area, our entire Purdue 
Extension system will benefit because this area of work is uniquely positioned to 
reach new audiences and to answer the critics who say Extension never changes 
and is too traditional.  Second, it represents a natural linkage to the engagement 
thrust of the University and to the statewide priority on economic development.”  

I think that is a powerful observation and statement, and one which I truly believe—not because I am the LCD Program Leader but because that is how the tea leaves and stars are aligned.  I do believe this is a time-bound opportunity.  For example, at some point in the future, Purdue will have a different President and he may not share President Jischke’s enthusiasm for engagement.  However, if by then—we have seized the present opportunity and fully capitalized on it—we will have gained much additional stature and visibility throughout the entire University.  We will be viewed as a critical partner by all ten schools at Purdue, not just three.  And, we will have gained new statewide stakeholders.  Once that happens it no longer becomes that important if our next President is not putting as much emphasis on engagement.  In other words, it will be much harder to unring the bell. So, to repeat my question:  will we let this special time-bound opportunity pass us by?   I don’t know and that is not my call.  Instead, it depends on each and every one of us in this room.  Or, to quote my favorite philosopher—Pogo:  “We have met the enemy and he is us!”  
Suppose we choose not to take advantage of this opportunity.  What do I think will happen?  I am not a doomsdayer who will tell you that Extension as we know it will go away or we will all lose our jobs.  I don’t think that for a moment.  What I will tell you is something that I think is much more sobering and sad—and that is that Purdue Extension will not be all that it can be in terms of the contributions it can make to this great state.  And that, I believe, is a far greater tragedy than having us lose our jobs and having Extension go away.    
Thank you.  
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