[image: image1][image: image9.png]



4-H Volunteer

Middle Management
Planning Guide
For use in Ohio Counties and EERAs

Enabling adult and teen 4-H volunteers to assume
expanded roles in the delivery of
Ohio State University Extension education programs

Materials
originally 
developed

in 1991 by
Scott Kleon, Extension Educator, Ohio State University Extension, 4-H Youth Development
Revised

in 2007 by
Nikki Eyre, Extension Educator, Ohio State University Extension, 4-H Youth Development


Jane Keyser, Extension Educator, Ohio State University Extension, 4-H Youth Development


Scott Kleon, Extension Educator, Ohio State University Extension, 4-H Youth Development

Sara Kleon, Extension Educator, Ohio State University Extension, 4-H Youth Development


Regina Kuhn, Extension Educator, Ohio State University Extension, 4-H Youth Development


Ryan Schmiesing, Interim State Leader, Ohio State University Extension, 4-H Youth Development

Theresa Stone, Extension Educator, Ohio State University Extension, 4-H Youth Development
Updated

in 2011 by
Nikki Eyre, Extension Educator, Ohio State University Extension, 4-H Youth Development


William Harris, Extension Educator, Ohio State University Extension, 4-H Youth Development


 Sara Kleon, Extension Educator, Ohio State University Extension, 4-H Youth Development


Casey Turner, Extension Educator, Ohio State University Extension, 4-H Youth Development


Tracy Winters, Extension Educator, Ohio State University Extension, 4-H Youth Development

OSU Extension embraces human diversity and is committed to ensuring that all educational programs conducted by Ohio State University Extension are available to clientele on a nondiscriminatory basis without regard to race, color, age, gender identity or expression, disability, religion, sexual orientation, national origin, or veteran status. 
Copyright © 2011 The Ohio State University

Table of Contents
Introduction
2
Overview
3
Benefits
4
Sample Middle Management Initiatives
5
Middle Management Planning Template
6
Middle Manager Selection and Placement
8
Middle Manager Roles and Responsibilities
9
Sample Agreement
11
Middle Manager Position Descriptions
12

4-H Ambassador and Press Corp Coordinator
13


Fund Raising Coordinator
14


Activity Demonstration and Speaking Coordinator
15


Dog Project and Program Coordinator
16


Fashion Board Coordinator
17


4-H Horse Bowl Coach
18


4-H Horse Program Coordinator
19


Older Youth Interstate Exchange Program Coordinator
20


Junior Fair Board Advisor
21


4-H Rabbit Project Key Leader
22


Recognition Banquet Coordinator
23








4-H School Promotion Coordinator
24


4-H Shooting Sports Program Coordinator
25
Committee Structures Including Middle Managers
26
Identifying Responsibilities for Middle Managers
34

Who Can Do This Job?
35

Who Can Do This Camping Program?
39

Recognition
41
Introduction
The 4-H Volunteer Middle Management Program was introduced to Ohio in the early 1980s. The middle management concept embraces the idea that key leaders are middle managers who help extend the delivery of high-quality educational programs for youth. The 4-H Volunteer Middle Management Planning Guide includes current middle management initiatives, volunteer middle management plan templates, sections that discuss the selection and management philosophy, a sample middle management agreement, committee organizational charts, and information on current resources and examples of middle management job descriptions.
Key leaders are selected by the Extension professional or 4-H advisory committee to work with others on behalf of the program—to aid, train, and advise local volunteers who in turn guide 4-H members in developing their skills. 
When working with key leaders as middle managers, remember the fundamentals of volunteer management and development. A 4-H resource called BLAST (Building Leadership and Skills Together) may be available in your office. (Look for a yellow binder.) Developed in 1992, the BLAST curriculum identifies the role 4-H professionals play in working with volunteers. A successful middle management program emphasizes positive adult development as adults serve the 4-H program.
BLAST breaks down our role in volunteer leadership development into seven components that can be remembered in the acronym I.S.O.T.U.R.E:
Identifying volunteers
Selecting volunteers
Orienting volunteers
Training volunteers
Utilizing volunteers
Recognizing volunteers
The 4-H Middle Management Program not only allows 4-H to grow our program through the creative use of volunteers, but also opens the door for new opportunities and experiences for adults to serve in 4-H. The opportunities for using volunteers beyond the traditional advisor experience are endless.
Overview
The 4-H Youth Development program will continue to experience significant changes in staffing structures as both paid and volunteer positions evolve. In recent years, there has been an increased reliance on volunteers to serve in critical roles in the organization as staff members have been reassigned or reduced, new programs initiated, or long-term programs expanded. 
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Benefits 

A 4-H middle management program provides many benefits:
· More individuals (youth and volunteers) can be engaged in the program.
· Distribution of responsibilities allows for more focused attention on details and support strategies.
· Increase in diversity of programmatic offerings.
· Higher rates of communication throughout the organization.
· Ongoing needs identification through volunteer input.
· Professional development for volunteers through teaching, planning, and implementation roles.
· New opportunities for volunteers to share their knowledge, skills, and interests with the program.
· Continuity and a sense of stability.
· The ability for the organization to maintain or expand programs when faced with limited resources, e.g., people, money, etc.
Sample Middle Management Initiatives
Ohio State University Extension has several successful models of formal middle management programs that have existed for many years. Additionally, Extension professionals, especially in the 4-H Youth Development program, have designed positions with many of the characteristics of a middle management position. Examples of successful middle management programs include the following:
4-H Shooting Sports Volunteers. A volunteer coordinator is a person who, under the guidance of an Extension professional, works primarily with other volunteers to deliver and be responsible for the overall coordination and management of the county shooting sports program. 

Master Clothing Coordinators. A master clothing coordinator works with and under the direction of an Extension professional to plan and conduct classes related to clothing activities, including advisor and member training at the local level, assisting with other activities, and supporting the 4-H clothing program.

Master Gardeners. The OSU Extension Master Gardener Volunteer Program provides unbiased, research-based educational programs that are accessible to all Ohio residents as an effective way to meet the horticultural needs of Ohio residents.

Junior Fair Coordinators. A junior fair coordinator operates within the guidelines and policies established by the local Junior Fair Board and serves as the direct communication link among Extension, vocational agricultural teachers, Junior Fair Board members, the Agricultural Society, exhibitors, and parents.

Junior Leader Key Leaders. A junior leader advisor works with the Extension educator to provide educational activities in leadership, citizenship, and service to older teens in the county leadership club.

Township Key Leaders. A volunteer key leader represents a township or a geographical area of the county. The township or community key leader represents the interest of clubs in their vicinity on the county 4-H council. Township key leaders assist new clubs and plan officer and advisor training.
County Program Key Leaders. A county program key leader is appointed by the county director to serve in a leadership role in the absence of a paid 4-H professional. Three program key leaders make up the county leadership team. They serve as commissioners to the local program and advise the county Extension director on program direction. They also work to secure local funding for the 4-H program.
Middle Management Planning Template

County: 
 Date: 

Planning Team Members:
1. List the current volunteer roles in your county (e.g., 4-H club advisor; 4-H committee member; livestock committee member)
2. What are your goals for the 4-H program in your county for the next three to five years?
3. How and where does an expanded volunteer system fit your county plan?
4. How will this volunteer plan benefit the following groups:

a. Members

b. Advisors

c. Paid Staff

d. The Program as a Whole

5. Outline specific plans for recruiting, identification, training, recognition, and evaluation of key leader positions. Identify committee ties, communication links, current volunteer positions, and paid staff relationships.
6. What will be your first step in implementing this plan?
7. How will you gain support for this plan in your county? 
8. How will continuity be built into your system? How will volunteers be selected and replaced?
Source: Safrit, R.D., Smith, W., and Schwartz, V. (1992). Building Leadership and Skills Together (B.L.A.S.T.). Columbus, OH: The Ohio State University.
Middle Manager Selection and Placement
County 4-H professionals have many opportunities to expand their youth development programs through the development and implementation of a middle management program. Middle managers likely will be individuals who have recent experience with the 4-H program and who are currently and actively engaged as volunteers in other roles, e.g., community club advisor. However, the county planning team also might create positions that require the recruitment of volunteers who are new to the 4-H program and who are not currently and actively involved.

When considering the placement of individuals in a middle management role, the county 4-H professional should implement the following steps.
For Current Volunteers
1. Provide a written position description to potential candidates.
2. Set up a way for potential candidates to notify the 4-H professional of their interest.
3. Conduct interviews or meetings.
4. Clarify expectations from both parties.
5. Review specific roles and responsibilities in an orientation.
6. Answer questions from the volunteer(s).
Once the 4-H professional has selected a candidate to fill a middle management position, he or she should send a letter of acceptance, along with the agreement form to be completed, signed, and returned. A follow-up orientation or meeting may be necessary once the middle manager begins in the new role.
The above steps assume there is an open recruitment process. If the 4-H professional conducts a target recruitment process for a specific position, the above should be modified as necessary.

For Newly Recruited Volunteers
· Provide a written position description to potential candidates.
· Volunteer must complete a volunteer application, in its entirety, and submit to the appropriate OSU Extension office.

· At a minimum, the volunteer must supply (either in writing or verbally) the names and contact information for two references who are non-relatives.

· Volunteer must complete an interview with the appropriate OSU Extension representative.

· Volunteer must submit to a criminal history fingerprint background check.

· Volunteer must read, agree to, and sign the OSU Extension Volunteer Standards of Behavior Form and Member/Service Recipient Protection Policy.

· Volunteer must participate in a new volunteer orientation/training program facilitated by an OSU Extension employee or approved volunteer.

Once the 4-H professional has selected a candidate to fill a middle management position, he or she should send a letter of acceptance, along with the agreement form to be completed, signed, and returned. A follow-up orientation or meeting may be necessary once the middle manager begins in the new role.

Middle Manager Roles and Responsibilities

At the least, every 4-H volunteer middle manager should have a current position description that broadly reflects the overall roles and responsibilities related to the position. In cooperation with the 4-H volunteer middle manager, the 4-H professional also might find it helpful to document specific tasks.
The following outline and sample of roles and responsibilities may be helpful in developing county-specific position descriptions. Not all positions have all the types of responsibilities, and some areas have less or more than three specific tasks.
Training/Orientation 
Focus on required and optional training.
1.

2.

3.

Communication

Focus on responsibilities that relate to informing volunteers, youth, and families (e.g., newsletters, website, and promotion efforts).

1.

2.

3.

Training and Education

Focus on the type and scope of volunteer education or youth programs to be delivered throughout the 4-H year.

1.

2.

3.

Recruitment and Supervision

Focus on actual recruitment strategies and specify responsibilities related to supervision (e.g., conducting evaluations, recognizing volunteers, etc.)

1.

2.

3.

Fundraising

Focus on the specific events, programs or activities that will generate additional financial resources and/or in-kind donations.

1.

2.

3.

Liaison
Focus on the required meetings with the 4-H professional(s); updates to 4-H advisory committee, and interaction with office staff.

1.

2.

3.

Middle Manager Roles and Responsibilities
Shooting Sports Coordinator (Example)

Following is a sample that outlines specific roles and responsibilities for an individual as the 4-H shooting sports coordinator. These roles and responsibilities were developed for a specific county; roles and responsibilities for a similar position in your county may be different.

Training/Orientation 

Focus on required and optional training.
1.
Participate in county volunteer selection process. Meet with 4-H educator.
2.
Participate in new 4-H volunteer orientation, held each January.
3.
Participate in state 4-H shooting sports orientation and expectations.
Communication

Focus on responsibilities that relate to informing volunteers, youth, and families (e.g., newsletters, website, and promotion efforts).

1.
Create a club news letter to communicate directly with members and their families.
2.
Use the state shooting sports website: www.ohio4hshootingsports.org 
3.

Training and Education

Focus on the type and scope of volunteer education or youth programs to be delivered throughout the 4-H year.

1.
Maintain state certification as a shooting sports instructor.
2.
Participate in at least one county volunteer training.
3. 
Recruitment and Supervision

Focus on actual recruitment strategies and specify responsibilities related to supervision (e.g., conducting evaluations, recognizing volunteers, etc.)

1. 
Recruit advisors to assist with shooting sports in the county. Assist them in getting state training.
2. 
Promote safe use of firearms at all times.
3. 
Serve on county 4-H committee.
Fundraising

Focus on the specific events, programs or activities that will generate additional financial resources and/or in-kind donations.

1.
Identify ways to secure funds for ammunition, targets, and firearms.
2. 
3. 
Liaison

Focus on the required meetings with the 4-H professional(s); updates to 4-H advisory committee, and interaction with office staff.

1.
Meet regularly with the county 4-H educator.
2.
Serve on the county 4-H Extension advisory committee.
3.

Sample Agreement

I, ______________________________________________________, accept the volunteer position of __________________________________________ and am willing to serve to the best of my ability as described in the 4-H Volunteer Middle Management position description for the aforementioned position from _______________________to _________________________.
I understand that an Ohio State University Extension employee will provide assistance, orientation, and overall programmatic leadership and that I am responsible directly to OSU Extension and will accept guidance and direction from my OSU Extension professional and that my position is subject to annual review.

Signature of Volunteer
Date

Signature of OSU Extension Professional
Date

Middle Manager Position Descriptions

The position descriptions on the following pages are meant as examples for county 4-H professionals who are writing their own. They can be modified in any way but should always include clear statements about the time required, the general purpose and specific responsibilities, qualifications and expectations, the name of the volunteer’s mentor/supervisor, and the OSU EEO statement.
Volunteer Middle Manager Position Description
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Ohio State University Extension, 4-H Youth Development

Position Title: 4-H Ambassador and Press Corp Coordinator
Time Required: 10-12 hours monthly for three months; full-time commitment during program(s)

General Purpose: Serve as the advisor for the county 4-H ambassadors and press corp group and coordinate their promotional efforts.
Specific Responsibilities:

· Organize a 4-H ambassador and press corp group and serve as their advisor. The group should be made up of 4-H alumni and friends and 4-H teenagers.

· Establish a rapport with community leaders and mass media personnel.

· Lead promotional efforts with the mass media and help arrange for ambassadors to speak to civic and other community groups. Help keep 4-H in the public eye throughout the year.

· Work closely with the county 4-H Promotion Director and 4-H Professional Staff to coordinate programming and to seek their guidance.

· Organize 4-H Week promotional efforts including mass media coverage and promotional items distributed throughout the county.

· [Insert additional local qualifications and expectations or change the above]
Qualifications and Expectations:
· Possess knowledge and skills in journalism.

· Be committed to 4-H, youth development, and experiential educators.

· Be able to work well with adults and youth.

· Have previous, positive experiences working with adults and young people in a variety of environments.

· [Insert additional local qualifications and expectations or change the above]
Ohio State University Extension agrees to provide:
· Volunteer training/educational workshops related to position responsibilities.

· Materials and resources from previous years.

· Networking opportunities with individuals in similar roles.

· [Insert additional local support or change the above]
Mentor/Supervising Professionals: Extension Educator
TO APPLY, CONTACT: [Insert local contact Information.]
Ohio State University Extension embraces human diversity and is committed to ensuring that all research and related educational programs are available to clientele on a nondiscriminatory basis without regard to race, color, religion, sex, age, national origin, sexual orientation, gender identity or expression, disability, or veteran status. This statement is in accordance with United States Civil Rights Laws and the USDA. Keith L. Smith, Associate Vice President for Agricultural Administration; Associate Dean, College of Food, Agricultural, and Environmental Sciences; Director, Ohio State University Extension and Gist Chair in Extension Education and Leadership. TDD No. 800-589-8292 (Ohio only) or 614-292-1868.

Volunteer Middle Manager Position Description

Ohio State University Extension, 4-H Youth Development
Position Title: Fund Raising Coordinator
Time Required: 10-12 hours monthly for six months; full-time commitment during event(s)

General Purpose: Provide the leadership for fund raising efforts in order to expand the 4-H youth development educational programs in this county

Specific Responsibilities:

· Help identify and recruit other volunteers to help with specific fund raising efforts. Work closely with these volunteers in coordinating fund raising efforts.

· Coordinate fund raising efforts including candy sales, frozen food sales, 4-H coke booth, and solicitation of possible endowment fund sponsors and other fund raising efforts planned by the 4-H Committee.
· Work closely with the county 4-H Extension educator and the 4-H committee to identify needs and plan, implement, and evaluate fund raising efforts.

· Serve as the contact person for company fund raising solicitors (companies wanting us to sell their products).

· Help develop and implement a plan for recognizing sponsors and donors.

· [Insert additional local qualifications and expectations or change the above]
Qualifications and Expectations:
· Good knowledge of Ohio State University Extension and, more specifically, the 4-H Youth Development program.

· Efficient and effective organizational and communication skills.

· Demonstrated ability to manage budgets and finances.

· Have previous, positive experiences working with adults and young people in a variety of environments.
· Previous experience planning and conducting fund raising programs.

· [Insert additional local qualifications and expectations or change the above]
Ohio State University Extension agrees to provide:
· Volunteer training/educational workshops related to position responsibilities.
· Materials and resources from previous years.
· Networking opportunities with individuals in similar roles

· [Insert additional local support or change the above]
Mentor/Supervising Professionals: Extension Educator
TO APPLY, CONTACT: [Insert local contact Information.]
Ohio State University Extension embraces human diversity and is committed to ensuring that all research and related educational programs are available to clientele on a nondiscriminatory basis without regard to race, color, religion, sex, age, national origin, sexual orientation, gender identity or expression, disability, or veteran status. This statement is in accordance with United States Civil Rights Laws and the USDA. Keith L. Smith, Associate Vice President for Agricultural Administration; Associate Dean, College of Food, Agricultural, and Environmental Sciences; Director, Ohio State University Extension and Gist Chair in Extension Education and Leadership. TDD No. 800-589-8292 (Ohio only) or 614-292-1868.
Volunteer Middle Manager Position Description
Ohio State University Extension, 4-H Youth Development
Position Title: Activity Demonstration and Speaking Coordinator
Time Required: 10-12 hours monthly for three months; full-time commitment during event(s)
General Purpose: Serving as the coordinator for the county 4-H Demonstration and Health and Safety Speaking program. Major responsibility includes conducting the county contests and working with members going on to participate in district and state competitions.
Specific Responsibilities:

· Promotion. Help promote the Demonstration and Health and Safety Speaking Contest via radio, newspaper, 4-H Hotline, etc.

· Education. Periodically (when needed) hold an education meeting to teach members how to give demonstrations and speeches. Be available tqp249i5vn]
i23o work with clubs or individuals. Work with members who win the county contest and prepare them for district and/or state competition.

· County Contest. Conduct county Demonstrations and Health and Safety Speaking contests.

1. Arrange for judges.

2. Work with the Extension office in securing awards; make sure they are available for the contest. Arrange for help from junior leaders or other 4-H members or adults.

3. See that the following items are available at the contest: easel, camera, prepared judges sheets (completed ahead of time for entries), pencils, legal pad, awards, speaking and demonstration 4‑H circulars, state fair book, county requirements.

· Check with Extension office to see what awards and categories there are in the current year.

· Write up a winners list and give it to the Extension office along with a list of Demonstration winners for state fair and Safety and Health Speaking winners for the district contest.

· Be available to help members get ready for district and state competition. Attend the district and state events if possible.

· [Insert additional local qualifications and expectations or change the above]
Qualifications and Expectations:

· Be committed to youth development and the importance of developing communication skills.

· Possess a knowledge and background in communications (public speaking, written, etc.).

· Possess organizational and communication skills.

· Have previous, positive experiences working with adults and young people in a variety of environments.

· [Insert additional local qualifications and expectations or change the above]
Ohio State University Extension agrees to provide:

· Volunteer training/educational workshops related to position responsibilities.
· Materials and resources from previous years.
· Networking opportunities with individuals in similar roles.
· [Insert additional local support or change the above]
Mentor/Supervising Professionals: Extension Educator
TO APPLY, CONTACT: [Insert local contact Information.]
[Insert EEO statement.]
Volunteer Middle Manager Position Description

Ohio State University Extension, 4-H Youth Development
Position Title: Dog Project and Program Coordinator
Time Required: 10-12 hours monthly; full-time commitment during program(s)
General Purpose: Serve as the coordinator for 4-H Dog educational events and activities
Specific Responsibilities:

· Work with Extension office in securing the judge for the fair.

· Plan and conduct periodic dog clinics or other educational events.

· Make up registration sheets and coordinate set-up of show for the fair.

· Use Junior Fair Board members and coordinate 4-H dog show and activities at the fair.

· Arrange for publicizing 4-H dog activities and events.

· Get ring stewards and their helpers for shows and events.

· Work with 4-H professional staff to have appropriate rules printed.

· [Insert additional local qualifications and expectations or change the above]
Qualifications and Expectations:
· Be committed to youth development.

· Possess organizational and communication skills.

· Have knowledge and background in dog obedience.

· Have previous, positive experiences working with adults and young people in a variety of environments.

· [Insert additional local qualifications and expectations or change the above]
Ohio State University Extension agrees to provide:
· Volunteer training/educational workshops related to position responsibilities.
· Materials and resources from previous years.
· Networking opportunities with individuals in similar roles.
· [Insert additional local support or change the above]
Mentor/Supervising Professionals: Extension Educator
TO APPLY, CONTACT: [Insert local contact Information.]
Ohio State University Extension embraces human diversity and is committed to ensuring that all research and related educational programs are available to clientele on a nondiscriminatory basis without regard to race, color, religion, sex, age, national origin, sexual orientation, gender identity or expression, disability, or veteran status. This statement is in accordance with United States Civil Rights Laws and the USDA. Keith L. Smith, Associate Vice President for Agricultural Administration; Associate Dean, College of Food, Agricultural, and Environmental Sciences; Director, Ohio State University Extension and Gist Chair in Extension Education and Leadership. TDD No. 800-589-8292 (Ohio only) or 614-292-1868.

Volunteer Middle Manager Position Description

Ohio State University Extension, 4-H Youth Development
Position Title: Fashion Board Coordinator
Time Required: 5-8 hours monthly; full-time commitment during program(s)

General Purpose: Serve as an adult leader to the county 4-H Fashion Board. Help plan and coordinate all Fashion Board meetings and activities. Provide opportunities for Fashion Board members and 4-H participants to develop leadership skills.
Specific Responsibilities:

· Work cooperatively with teens and adults to plan, coordinate, and carry out Fashion Board meetings and events.

· Work cooperatively with Fashion Board members, other adult volunteers, and Extension staff to develop a yearly Fashion Board program.

· Work cooperatively with Fashion Board members for planning, decorating, and theme development of the county fair style revue.

· Help coordinate narration and evaluation at county style revue.

· Provide overall leadership to carry-out clothing project judging activities and events.

· [Insert additional local qualifications and expectations or change the above]
Qualifications and Expectations:
· Be committed to youth development, the 4-H program, and experiential education.

· Possess effective and efficient organizational and communication skills.

· Demonstrated skills in managing conflict.
· Posses a broad understanding and demonstrated skills in clothing construction and/or consumer sciences.

· Have previous positive experiences working with adults and young people in a variety of environments.

· [Insert additional local qualifications and expectations or change the above]
Ohio State University Extension agrees to provide:
· Volunteer training/educational workshops related to position responsibilities.
· Materials and resources from previous years.
· Networking opportunities with individuals in similar roles.
· [Insert additional local support or change the above]
Mentor/Supervising Professionals: Extension Educator

TO APPLY, CONTACT: [Insert local contact Information.]
Ohio State University Extension embraces human diversity and is committed to ensuring that all research and related educational programs are available to clientele on a nondiscriminatory basis without regard to race, color, religion, sex, age, national origin, sexual orientation, gender identity or expression, disability, or veteran status. This statement is in accordance with United States Civil Rights Laws and the USDA. Keith L. Smith, Associate Vice President for Agricultural Administration; Associate Dean, College of Food, Agricultural, and Environmental Sciences; Director, Ohio State University Extension and Gist Chair in Extension Education and Leadership. TDD No. 800-589-8292 (Ohio only) or 614-292-1868.

Volunteer Middle Manager Position Description

Ohio State University Extension, 4-H Youth Development
Position Title: 4-H Horse Bowl Coach
Time Required: 10-12 hours monthly for six months; full-time commitment during program(s)

General Purpose: Provide leadership for the 4-H Horse Bowl teams(s)
Specific Responsibilities:

· Serve as a teacher, coach and advisor for 4-H Horse Bowl participants.

· Schedule county events and/or practice sessions to prepare participants for district and state competition.

· Travel with the team(s) to Horse Bowl events.

· Serve as a positive role model and maintain a philosophy of fun and learning, developing “Blue Ribbon Kids.”

· [Insert additional local qualifications and expectations or change the above]
Qualifications and Expectations:
· Be a responsible adult committed to youth development, the 4-H program, and experiential education.

· Possess organizational and communication skills.

· Have knowledge and background in horses.

· Participate in in-service training at the county, regional, or state level.

· Possess a valid, current Ohio Driver’s License and a vehicle with adequate insurance for transporting a small number of children.

· Have previous positive experiences working with adults and young people in a variety of environments.

· [Insert additional local qualifications and expectations or change the above]
Ohio State University Extension agrees to provide:
· Volunteer training/educational workshops related to position responsibilities.
· Materials and resources from previous years.
· Networking opportunities with individuals in similar roles.
· [Insert additional local support or change the above]
Mentor/Supervising Professionals: Extension Educator
TO APPLY, CONTACT: [Insert local contact Information.]
Ohio State University Extension embraces human diversity and is committed to ensuring that all research and related educational programs are available to clientele on a nondiscriminatory basis without regard to race, color, religion, sex, age, national origin, sexual orientation, gender identity or expression, disability, or veteran status. This statement is in accordance with United States Civil Rights Laws and the USDA. Keith L. Smith, Associate Vice President for Agricultural Administration; Associate Dean, College of Food, Agricultural, and Environmental Sciences; Director, Ohio State University Extension and Gist Chair in Extension Education and Leadership. TDD No. 800-589-8292 (Ohio only) or 614-292-1868.

Volunteer Middle Manager Position Description

Ohio State University Extension, 4-H Youth Development
Position Title: 4-H Horse Program Coordinator
Time Required: 10-12 hours monthly; full-time commitment during program(s)

General Purpose: Provide leadership for the county 4-H horse program

Specific Responsibilities:

· Encourage 4-H advisors and members to participate in county, district and state 4-H events.

· Work with the county 4-H horse committee and provide leadership in planning, promoting, conducting and evaluating county-wide 4-H events including horse shows, horse education clinics, horse bowl and judging, and junior fair horse activities

· Recruit and train other volunteer leaders to run activities and events.

· Help Extension office acquire appropriate judges and resource people.

· Work with the county 4-H horse committee in maintaining a philosophy of education, in maintaining ethical behavior for youth and adults, and in making “Blue Ribbon Kids.”

· Supervise other county volunteer positions in the 4-H horse program.

· [Insert additional local qualifications and expectations or change the above]
Qualifications and Expectations:
· Be a responsible adult committed to youth development, the 4-H program, and experiential education.

· Possess organizational and communication skills.

· Have knowledge and background in horse science.

· Have previous positive experiences working with adults and young people in a variety of environments.
· Participate in in-service training at the county, district, or state level.

· [Insert additional local qualifications and expectations or change the above]
Ohio State University Extension agrees to provide:
· Volunteer training/educational workshops related to position responsibilities.
· Materials and resources from previous years.
· Networking opportunities with individuals in similar roles.
· [Insert additional local support or change the above]
Mentor/Supervising Professionals: Extension Educator
TO APPLY, CONTACT: [Insert local contact Information.]
Ohio State University Extension embraces human diversity and is committed to ensuring that all research and related educational programs are available to clientele on a nondiscriminatory basis without regard to race, color, religion, sex, age, national origin, sexual orientation, gender identity or expression, disability, or veteran status. This statement is in accordance with United States Civil Rights Laws and the USDA. Keith L. Smith, Associate Vice President for Agricultural Administration; Associate Dean, College of Food, Agricultural, and Environmental Sciences; Director, Ohio State University Extension and Gist Chair in Extension Education and Leadership. TDD No. 800-589-8292 (Ohio only) or 614-292-1868.
Volunteer Middle Manager Position Description

Ohio State University Extension, 4-H Youth Development
Position Title: Older Youth Interstate Exchange Program Coordinator
Time Required: 10-12 hours monthly for three months; full-time commitment during program(s)

General Purpose: Serve as the county coordinator of 4-H older youth exchanges with counties in other states
Specific Responsibilities:

· Work with 4-H professional staff to secure an out-of-state county for an exchange.

· Make all travel arrangements for participants. Plan to host in odd years and travel in even years.

· Take the leadership in making arrangements for host families and events during host years. This should include working with a committee for planning and implementation.

· Work with 4-H professional staff to recruit, select and orient participants; and develop appropriate application forms, health forms, permission slips and other necessary written materials.

· Solicit funds for expenses. Sources may include: private donations, 4-H Committee or 4-H Junior Leader Club.

· Publicize the program through 4-H leader newsletters, mass media, talks to clubs, talks to civic groups, etc.

· Work with 4-H professional staff to develop evaluation tools and evaluate the program each year.

· Read and be familiar with county Older Youth Exchange Hosting and Travel information.

· [Insert additional local qualifications and expectations or change the above]
Qualifications and Expectations:
· Be committed to youth development and the benefit of learning through experience with other families, other societal groups and different geographic areas.

· Possess organizational and communication skills.

· Be willing to learn more about 4-H opportunities (especially exchanges) through reading, talking to others and periodic participation in group education meetings on a county or multi-county level.

· Have previous positive experiences working with adults and young people in a variety of environments.

· [Insert additional local qualifications and expectations or change the above]
Ohio State University Extension agrees to provide:
· Volunteer training/educational workshops related to position responsibilities.

· Materials and resources from previous years.

· Networking opportunities with individuals in similar roles

· [Insert additional local support or change the above]
Mentor/Supervising Professionals: Extension Educator
TO APPLY, CONTACT: [Insert local contact Information.]
[Insert EEO statement.]
Volunteer Middle Manager Position Description

Ohio State University Extension, 4-H Youth Development
Position Title: Junior Fair Board Advisor
Time Required: One year, renewable. Averages 10-15 hours monthly; full-time commitment during county fair.

General Purpose: Serve as advisor and adult leader to the Junior Fair Board. Work with 4-H Extension Professional in coordinating all Junior Fair Board meetings and activities. Help instill pride in the county fair among Junior Fair Board members, Junior Fair participants and adults. Help develop leadership skills in Junior Fair Board members.

Specific Responsibilities:

· Work with the 4-H Extension Professional to coordinate all meetings, set up place for meetings, correspond and make personal contacts with Junior Fair Board members, establish agenda and conduct meetings with Junior Fair Board officers.

· Help promote the Junior Fair Board.

· Help coordinate scheduling and Junior Fair Board activities at the fair.

· Encourage members to participate in the state Junior Fair Conference and help coordinate the transportation to the conference.
· Help serve as a liaison between the Junior and Senior Fair Boards and the 4-H Committee.
· [Insert additional local qualifications and expectations or change the above]
Qualifications and Expectations:
· Be committed to youth development and have previous experience in working with youth and adults.

· Possess organizational and communication skills.

· Have experience in the Junior Fair through 4-H and/or FFA, Scouting, etc.
· Have previous experience organizing, planning, and implementing large programs &/or events when teens are serving in leadership roles.

· [Insert additional local qualifications and expectations or change the above]
Ohio State University Extension agrees to provide:
· Volunteer training/educational workshops related to position responsibilities.
· Materials and resources from previous years.
· Networking opportunities with individuals in similar roles.
· [Insert additional local support or change the above]
Mentor/Supervising Professionals: Extension Educator
TO APPLY, CONTACT: [Insert local contact Information.]
Ohio State University Extension embraces human diversity and is committed to ensuring that all research and related educational programs are available to clientele on a nondiscriminatory basis without regard to race, color, religion, sex, age, national origin, sexual orientation, gender identity or expression, disability, or veteran status. This statement is in accordance with United States Civil Rights Laws and the USDA. Keith L. Smith, Associate Vice President for Agricultural Administration; Associate Dean, College of Food, Agricultural, and Environmental Sciences; Director, Ohio State University Extension and Gist Chair in Extension Education and Leadership. TDD No. 800-589-8292 (Ohio only) or 614-292-1868.
Volunteer Middle Manager Position Description

Ohio State University Extension, 4-H Youth Development
Position Title: 4-H Rabbit Project Key Leader
Time Required: 10-12 hours monthly for six months; full-time commitment during day of event

General Purpose: Serve as the coordinator for rabbit educational events and activities and serve as a resource for members, parents, guardians, and volunteers
Specific Responsibilities:

· Plan and conduct county rabbit clinic on an annual or semi-annual basis.

· Coordinate set-up of pens for the fair.

· Solicit help and conduct rabbit ear tagging prior to the fair.

· Check-in 4-H members at the fair.

· Help Extension office acquire appropriate judges and resource people.

· Use Junior Fair Board members and coordinate rabbit judging and activities at the fair, which includes working with superintendents.

· Arrange for publicizing 4-H rabbit activities and events.

· [Insert additional local qualifications and expectations or change the above]
Qualifications and Expectations:
· Be committed to youth development and believe that boys and girls are more important than awards or winning at the fair.

· Possess organizational and communication skills.

· Have knowledge, background, and broad understand of rabbits.

· Have previous, positive experiences working with adults and young people in a variety of environments.

· Participate in in-service training at the county, regional, or state level.

· [Insert additional local qualifications and expectations or change the above]
Ohio State University Extension agrees to provide:
· Volunteer training/educational workshops related to position responsibilities.
· Materials and resources from previous years.
· Networking opportunities with individuals in similar roles.
· [Insert additional local support or change the above]
Mentor/Supervising Professionals: Extension Educator
TO APPLY, CONTACT: [Insert local contact Information.]
Ohio State University Extension embraces human diversity and is committed to ensuring that all research and related educational programs are available to clientele on a nondiscriminatory basis without regard to race, color, religion, sex, age, national origin, sexual orientation, gender identity or expression, disability, or veteran status. This statement is in accordance with United States Civil Rights Laws and the USDA. Keith L. Smith, Associate Vice President for Agricultural Administration; Associate Dean, College of Food, Agricultural, and Environmental Sciences; Director, Ohio State University Extension and Gist Chair in Extension Education and Leadership. TDD No. 800-589-8292 (Ohio only) or 614-292-1868.
Volunteer Middle Manager Position Description

Ohio State University Extension, 4-H Youth Development
Position Title: Recognition Banquet Coordinator
Time Required: 10-12 hours monthly for six months; full-time commitment during day of event

General Purpose: Provide overall coordination for the county 4-H recognition banquet. Serve as the key resource to coordinate committee members’ responsibilities and be the spokesperson for the event.
Specific Responsibilities:

· Communicate and work closely with the 4-H Extension Professionals and 4-H Committee to gain ideas and guidance.

· Be sure adequate sponsorship money is available for food, awards, and other expenses.

· Contact possible locations for prices, possible dates and menus and check back with 4-H Committee for final approval.

· Work with 4-H Extension Professionals in developing and presenting special recognition awards.

· Work with 4-H Extension Professionals and 4-H Committee to develop the program including M.C., entertainment, help needed, etc.

· Help publicize the banquet (4-H Hotline, special invitations), possibly radio and newspaper.

· Work with 4-H Extension Professionals to make up a guest list.

· [Insert additional local qualifications and expectations or change the above]
Qualifications and Expectations:
· Be committed to the importance of 4-H leadership recognition and to 4-H youth development.

· Possess organizational and communication skills.

· Be able to organize and implement large events.

· Have previous positive experiences working with adults and young people in a variety of environments.

· [Insert additional local qualifications and expectations or change the above]
Ohio State University Extension agrees to provide:
· Volunteer training/educational workshops related to position responsibilities.
· Materials and resources from previous years.
· Networking opportunities with individuals in similar roles.
· [Insert additional local support or change the above]
Mentor/Supervising Professionals: Extension Educator
TO APPLY, CONTACT: [Insert local contact Information.]
Ohio State University Extension embraces human diversity and is committed to ensuring that all research and related educational programs are available to clientele on a nondiscriminatory basis without regard to race, color, religion, sex, age, national origin, sexual orientation, gender identity or expression, disability, or veteran status. This statement is in accordance with United States Civil Rights Laws and the USDA. Keith L. Smith, Associate Vice President for Agricultural Administration; Associate Dean, College of Food, Agricultural, and Environmental Sciences; Director, Ohio State University Extension and Gist Chair in Extension Education and Leadership. TDD No. 800-589-8292 (Ohio only) or 614-292-1868.

Volunteer Middle Manager Position Description

Ohio State University Extension, 4-H Youth Development
Position Title: 4-H School Promotion Coordinator
Time Required: 10-12 hours monthly for three months; full-time commitment during program(s)

General Purpose: Coordinate all efforts to promote 4-H and recruit 4-H members in the county and city schools
Specific Responsibilities:

· Establish a rapport with school administrators.

· Organize awareness teams and a promotion effort in January or February in elementary schools throughout the county.

· Work closely with the 4-H Professional to develop promotional materials and help place members in local clubs.

· Help make teachers aware of 4-H school enrichment programs and curriculum materials.

· Develop posters or other promotional items to be placed in elementary and middle schools.

· [Insert additional local qualifications and expectations or change the above]
Qualifications and Expectations:
· Have effective organizational skills.

· Have effective verbal and written communication skills.

· Be able to work well with adults and youth.

· Be committed to 4-H, youth development and experiential education.
· Have previous positive experiences working with adults and young people in a variety of environments.
· [Insert additional local qualifications and expectations or change the above]
Ohio State University Extension agrees to provide:
· Volunteer training/educational workshops related to position responsibilities.
· Materials and resources from previous years.
· Networking opportunities with individuals in similar roles.
· [Insert additional local support or change the above]
Mentor/Supervising Professionals: Extension Educator
TO APPLY, CONTACT: [Insert local contact Information.]
Ohio State University Extension embraces human diversity and is committed to ensuring that all research and related educational programs are available to clientele on a nondiscriminatory basis without regard to race, color, religion, sex, age, national origin, sexual orientation, gender identity or expression, disability, or veteran status. This statement is in accordance with United States Civil Rights Laws and the USDA. Keith L. Smith, Associate Vice President for Agricultural Administration; Associate Dean, College of Food, Agricultural, and Environmental Sciences; Director, Ohio State University Extension and Gist Chair in Extension Education and Leadership. TDD No. 800-589-8292 (Ohio only) or 614-292-1868.

Volunteer Middle Manager Position Description

Ohio State University Extension, 4-H Youth Development
Position Title: 4-H Shooting Sports Program Coordinator
Time Required: Program ranges from 10-40 hours monthly. One year, renewable. Three year commitment preferred. 
General Purpose: Be responsible for the overall coordination and management of the county 4-H Shooting Sports Program.
Specific Responsibilities:

· Coordinate planning and delivery of the 4-H Shooting Sports Program.

· Schedule trainings, meetings, tours and service projects.

· Communicate plans with members, parents, instructors, volunteers and Extension Professional.

· Recruit and supervise instructors and volunteers (adults/teens).

· Develop resources such as cash, equipment and use of facilities.

· Promote the 4-H Shooting Sports Program.

· Liaison with the local 4-H Advisory Committee and the Extension office.
· [Insert additional local responsibilities or change the above]
Qualifications and Expectations:
· Age 21 or older.

· Ability to work with adults and delegate responsibility.

· Have an interest in the development of youth and shooting sports.

· State certification and recertified as required.

· Previous leadership experience.

· Organizational, management, communication, public relations and marketing skills.

· Knowledge of networking and collaborating.

· Knowledge of overall 4-H program and activities and/or willing to learn about them.

· Moral standards consistent with the 4-H philosophy.
· [Insert additional local qualifications and expectations or change the above]
Ohio State University Extension agrees to provide:
· 4-H shooting sports instructor training workshop (20 hours minimum).

· 4-H shooting sports curriculum handbook upon completion of the workshop.

· Local volunteer training programs.
· [Insert additional local support or change the above]
Mentor/Supervising Professionals: Extension Educator
TO APPLY, CONTACT: [Insert local contact Information.]
Ohio State University Extension embraces human diversity and is committed to ensuring that all research and related educational programs are available to clientele on a nondiscriminatory basis without regard to race, color, religion, sex, age, national origin, sexual orientation, gender identity or expression, disability, or veteran status. This statement is in accordance with United States Civil Rights Laws and the USDA. Keith L. Smith, Associate Vice President for Agricultural Administration; Associate Dean, College of Food, Agricultural, and Environmental Sciences; Director, Ohio State University Extension and Gist Chair in Extension Education and Leadership. TDD No. 800-589-8292 (Ohio only) or 614-292-1868.
Committee Structures Including Middle Managers
Example 1: County 4-H Advisory Committee

Your county 4-H program is encouraged to find ways to include middle managers within the current committee structure. Key Leaders can be valuable sources of information that should be shared at your county 4-H advisory committee. This may require you to change your committee by-laws to include their membership. You may want to consider them as “at large” members who can be re-appointed each year as they carry out their roles as key leaders.

For example, a shooting sports key leader could be appointed each year for a one-year term of office. He or she could sit on the county 4-H committee and gain insight to the operation of the total program and keep committee members informed about what is happening within the discipline, perhaps finding ways to fit in with other county 4-H events. Key Leaders from all major county wide programs should be added to your 4-H committee. 
In this example the committee membership is made up of representatives from key activity leaders, subject matter committees, and advisors from geographic locations within your county.
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Figure 1: County 4-H Advisory Committee
Volunteer Middle Manager Position Description

Ohio State University Extension, 4-H Youth Development
Position Title: 4-H Activity Key Leader and 4-H Committee Member

Time Required: One year, renewable. Three year commitment preferred. Program ranges from 10-40 hours monthly.

General Purpose: Be responsible for the overall coordination and management of the county 4-H __________________activity

Specific Responsibilities:

· Coordinate planning and delivery of ________________ 
· Schedule trainings, meetings, tours, and service projects.

· Communicate plans with members, parents, instructors, volunteers, and Extension professional.

· Recruit and supervise instructors and volunteers (adults/teens).

· Develop resources such as cash, equipment and use of facilities.

· Promote the 4-H _______activity 
· Represent your program or activity on the county 4-H committee

Qualifications and Expectations:
· Ability to work with adults and delegate responsibility.

· Previous leadership experience.

· Organizational, management, communication, public relations and marketing skills.

· Knowledge of networking and collaborating.

· Knowledge of overall 4-H program and activities and/or willing to learn about them.

· Moral standards consistent with the 4-H philosophy.
· [Insert additional local qualifications and expectations or change the above]
Ohio State University Extension agrees to provide:

· Orientation, training, and ongoing support by a 4-H Professional

· Documents that outline previous events and activities
Mentor/Supervising Professionals: Extension professional in charge of 4-H Youth Development program.


TO APPLY, CONTACT: [Insert local contact Information.]
Ohio State University Extension embraces human diversity and is committed to ensuring that all research and related educational programs are available to clientele on a nondiscriminatory basis without regard to race, color, religion, sex, age, national origin, sexual orientation, gender identity or expression, disability, or veteran status. This statement is in accordance with United States Civil Rights Laws and the USDA. Keith L. Smith, Associate Vice President for Agricultural Administration; Associate Dean, College of Food, Agricultural, and Environmental Sciences; Director, Ohio State University Extension and Gist Chair in Extension Education and Leadership. TDD No. 800-589-8292 (Ohio only) or 614-292-1868.
Example 2: The Township or Geographic Area Committee
This organization structure uses key leaders in organization and management of the local county 4-H program. Each key leader represents a geographical area such as a township or village. The role of the key leader is defined in the job description and differs from other structures by the role that the key leader plays in the county. Key leaders do not represent a subject matter but rather 4-H as a whole. In this model, the county educator’s effort is focused on using the township key leaders as contacts or point people in their communities. Key leaders may serve as helpers or mentors to club advisors and activity key Leaders in their township. They help plan and conduct trainings and serve as local contacts for dropping off and picking up enrollments and other paperwork.
In this model, key leaders can be visualized as volunteer program assistants that work and represent the geography of your area.
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Figure 2: Township or Geographic Area Model

Volunteer Middle Manager Position Description

Ohio State University Extension, 4-H Youth Development
Position Title: Township Key Leader and 4-H Committee Representative
Time Required: 10-12 hours monthly for one or two years
General Purpose: Help guide and direct the 4-H program in a township or community. Serve as a member of the county 4-H council.
Specific Responsibilities:

· Meet with 4-H club advisors in the community and identify their program needs.
· Serve as a resource to new club advisors; assist new clubs with enrollment.
· Help increase the visibility of 4-H in the community.
· Communicate programs and events to local clubs.
· Represent the community on the county 4-H council.
· Assist with the identification, selection, orientation and training of club advisors in the community.
· Help plan and conduct advisor and officer training.
Qualifications and Expectations:
· Possess knowledge and skills of 4-H Club work
· Be committed to 4-H, youth development, and experiential education.
· Be able to work well with adults and youth.

· Have previous, positive experiences working with adults and young people in a variety of environments.
· [Insert additional local qualifications and expectations or change the above]
Ohio State University Extension agrees to provide:
· Volunteer training/educational workshops related to your key leader role
· Materials and resources from previous years.
· Networking opportunities with individuals in similar roles

· [Insert additional local support or change the above]
Mentor/Supervising Professionals: Extension professional in charge of 4-H Youth Development program
TO APPLY, CONTACT: [Insert local contact Information.]
Ohio State University Extension embraces human diversity and is committed to ensuring that all research and related educational programs are available to clientele on a nondiscriminatory basis without regard to race, color, religion, sex, age, national origin, sexual orientation, gender identity or expression, disability, or veteran status. This statement is in accordance with United States Civil Rights Laws and the USDA. Keith L. Smith, Associate Vice President for Agricultural Administration; Associate Dean, College of Food, Agricultural, and Environmental Sciences; Director, Ohio State University Extension and Gist Chair in Extension Education and Leadership. TDD No. 800-589-8292 (Ohio only) or 614-292-1868.
Example 3: County 4-H Leadership Team 

This structure is best used in a county where a paid 4-H professional is absent. The example used in the flow chart illustrates an office in which the sole educator and county director is not an expert in 4-H youth programming. The county still provides 4-H under the authority of the county director, who appoints three key leaders. They attend the 4-H advisory committee and assume roles similar to those of 4-H professionals. As a team, these key leaders make recommendations to the county director and to other 4-H professionals working within the EERA.
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Figure 3: County 4-H Leadership Team
Volunteer Middle Manager Position Description

Ohio State University Extension, 4-H Youth Development
Position Title: County Program Key Leader and member of the Leadership Team
Time Required: 8 hours per week for one year. 
General Purpose: Serve in a volunteer capacity as a program manager for the county 4-H program 
Specific Responsibilities:

· Meet with 4-H committee members and activity key leaders and determine program direction.
· Serve as a member of the county leadership team and help provide direction to the local program. Assist in resolving program issues and disputes.
· Advise the county Extension director on program management issues.
· Maintain open communications with OSUE and the area EERA advisory committee.
· Assist in resource development for funding a county 4-H professional position in the county.
Qualifications and Expectations:

· Possess knowledge and skills of 4-H club work.
· Be able to work well with adults and youth.

· Have previous, positive experiences working with adults and young people in a variety of environments.
· Skills in problem solving and managing people.
· Effective oral communication.
· High moral and ethics and respected in the community.

· [Insert additional local qualifications and expectations or change the above]
Ohio State University Extension agrees to provide:

· Volunteer training/educational workshops related to your key leader role
· Materials and resources from previous years
· Networking opportunities with individuals in similar roles
· Open communications with the county Extension director
· [Insert additional local support or change the above]
Mentor/Supervising Professionals: County Extension Director


TO APPLY, CONTACT: [Insert local contact Information.]
Ohio State University Extension embraces human diversity and is committed to ensuring that all research and related educational programs are available to clientele on a nondiscriminatory basis without regard to race, color, religion, sex, age, national origin, sexual orientation, gender identity or expression, disability, or veteran status. This statement is in accordance with United States Civil Rights Laws and the USDA. Keith L. Smith, Associate Vice President for Agricultural Administration; Associate Dean, College of Food, Agricultural, and Environmental Sciences; Director, Ohio State University Extension and Gist Chair in Extension Education and Leadership. TDD No. 800-589-8292 (Ohio only) or 614-292-1868.
Identifying Responsibilities for Middle Managers
“We have always done it that way” is a common statement heard by 4-H professionals. History and tradition have often dictated what “must” be done and by whom. To help break the thought cycle and identify new ways to approach the work of 4-H Youth Development, it may be necessary to look at each aspect of our work and identify all of the potential workers. While tradition may say that the county educator is the person who has done the work in the past, funding and staffing patterns may not allow this to continue. The use of middle managers enables counties to keep programs that otherwise would have to be dropped. A review of all of the tasks that need to be completed helps keep the paid professional focused on the critical ones that make the best use of one’s education and professional experience.
As you work through Who Can Do This Job?, keep your thoughts focused on the realities you are facing in your county. If you are understaffed or are about to lose paid staff, make your choices according to this reality. Your second step is to divide job tasks among paid workers and volunteers. The final step is to create volunteer job descriptions and recruit and train the key leaders. 
The checklists can be used among the office staff or part of a group process with your county 4-H committee. They are meant to serve as discussion guides for setting priorities and determining work assignments. Their intent is to help you work through the thought process and begin to find new ways to get things done.
Other Work Inventories

You may choose to develop other work inventories that focus on the numerous details involved in various programming. For example, think about creating a list of all of the tasks that must be competed for county fair or project judging. Once the list is created, it can be used with your advisory committee and junior fair committee to review what must be done. 
The Who Can Do This Camping Program? Inventory has been developed to assist you in working through the decision making process on conducting a 4-H camp. 
Who Can Do This Job?
Instructions

1. Place an “X” in the column of ANYONE who is qualified to do the task.
2. Next to each “X,” use numbers (1, 2, 3, etc.) to rank your choices according to who is the best choice. 
	4-H Program Tasks
	Educator
	PA
	Key Leader
	Committee
	Office

Associate

	Organizational Development

	Facilitate 4-H committee meetings
	
	
	
	
	

	Facilitate strategic planning
	
	
	
	
	

	Provide leadership to program committees
	
	
	
	
	

	Establish 4-H organizational structure
	
	
	
	
	

	Program Planning and Educational Design

	Conduct needs assessment
	
	
	
	
	

	Build partnerships
	
	
	
	
	

	Prioritize program needs
	
	
	
	
	

	Determine program needs and goals
	
	
	
	
	

	Design curriculum
	
	
	
	
	

	Recruit instructors
	
	
	
	
	

	Orient instructors
	
	
	
	
	

	Arrange facilities
	
	
	
	
	

	Plan for equipment
	
	
	
	
	

	Facilitate program/event
	
	
	
	
	

	Teaching

	Facilitate counselor training meetings
	
	
	
	
	

	Teach at counselor meetings
	
	
	
	
	

	Teach at junior leader meetings
	
	
	
	
	

	Conduct junior leader meetings
	
	
	
	
	

	Plan junior leader meetings
	
	
	
	
	

	Facilitate Junior Fair Board meetings
	
	
	
	
	

	Teach at Junior Fair Board meetings
	
	
	
	
	

	Teach at Cloverbud camp
	
	
	
	
	

	Facilitate Cloverbud camp
	
	
	
	
	

	Facilitate CARTEENS
	
	
	
	
	

	Teach at CARTEENS meetings
	
	
	
	
	

	Teach in-school programs
	
	
	
	
	

	Plan officer training
	
	
	
	
	

	Teach at officer training
	
	
	
	
	

	Facilitate quality assurance
	
	
	
	
	

	Teach quality assurance
	
	
	
	
	

	Plan demonstrations

And speaking contest
	
	
	
	
	

	Teach at volunteer training
	
	
	
	
	

	Conduct committee member officer training
	
	
	
	
	

	Teach fashion board members
	
	
	
	
	

	Teach at state events
	
	
	
	
	

	Management and Administrative

	Prepare administrative reports
	
	
	
	
	

	Manage membership records
	
	
	
	
	

	Manage 4-H database
	
	
	
	
	

	Manage competition 
grievances
	
	
	
	
	

	Manage volunteer records
	
	
	
	
	

	Manage club charters
	
	
	
	
	

	Manage honor clubs
	
	
	
	
	

	Monitor club treasury records
	
	
	
	
	

	Review club officer books
	
	
	
	
	

	Manage supplies
	
	
	
	
	

	Manage equipment
	
	
	
	
	

	Manage 4-H funds
	
	
	
	
	

	Manage budgets
	
	
	
	
	

	Manage endowment
	
	
	
	
	

	Resolve member/family disputes
	
	
	
	
	

	Resource Development

	Identify resources needed
	
	
	
	
	

	Identify potential sources
	
	
	
	
	

	Generate resource development plan
	
	
	
	
	

	Nurture relationships with supporters
	
	
	
	
	

	Submit grant proposals
	
	
	
	
	

	Recognize supporters
	
	
	
	
	

	Evaluate resource development
	
	
	
	
	

	Communications

	Communicate with clientele
	
	
	
	
	

	Communicate with committee members
	
	
	
	
	

	Build collaborative networks
	
	
	
	
	

	Develop publicity and promotion plan
	
	
	
	
	

	Build relationship with media
	
	
	
	
	

	Use mass media
	
	
	
	
	

	Compose media releases
	
	
	
	
	

	Develop promotional material
	
	
	
	
	

	Conduct awareness events
	
	
	
	
	

	Write newsletters
	
	
	
	
	

	Utilize computer social networks
	
	
	
	
	

	Write letters to inform
	
	
	
	
	

	Write letters to thank and recognize
	
	
	
	
	

	Use telephone to promote involvement in program
	
	
	
	
	

	Use telephone to respond to requests
	
	
	
	
	

	Inform influential leaders of program impacts
	
	
	
	
	

	Manage mailing lists
	
	
	
	
	

	Use list serves 
	
	
	
	
	

	Volunteer Management and Development

	Respond to needs of volunteers
	
	
	
	
	

	Determine organizational needs for volunteers
	
	
	
	
	

	Identify volunteer trends
	
	
	
	
	

	Manage volunteer liability and accident insurance
	
	
	
	
	

	Develop volunteer job descriptions
	
	
	
	
	

	Identify potential volunteers
	
	
	
	
	

	Recruit potential volunteers
	
	
	
	
	

	Select volunteers
	
	
	
	
	

	Orient volunteers
	
	
	
	
	

	Educate/train volunteers
	
	
	
	
	

	Plan ways to use volunteers
	
	
	
	
	

	Evaluate volunteers
	
	
	
	
	

	Supervise volunteers
	
	
	
	
	

	Re-direct or discipline volunteers
	
	
	
	
	

	Nurture volunteers
	
	
	
	
	

	Recognize and award volunteers
	
	
	
	
	


Who Can Do this Camping Program?
Instructions

1. Place an “X” in the column of ANYONE who is qualified to do the task.

2. Next to each “X,” use numbers (1, 2, 3, etc.) to rank your choices according to who is the best choice. 

	Camping Program Tasks

	Educator
	PA
	Key Leader
	Committee
	Office

Associate

	Educational Design and Program Planning

	Plan camp program
	
	
	
	
	

	Plan Cloverbud camp
	
	
	
	
	

	Design counselor training
	
	
	
	
	

	Secure instructors for camp
	
	
	
	
	

	Design training for key leaders
	
	
	
	
	

	Design camp evaluation
	
	
	
	
	

	Arrange for camp facilities
	
	
	
	
	

	Secure camp equipment
	
	
	
	
	

	Facilitate at camp
	
	
	
	
	

	Teaching

	Teach at camp 
	
	
	
	
	

	Teach at counselor camp
	
	
	
	
	

	Teach at training meetings
	
	
	
	
	

	Volunteer Development

	Identify key leaders and counselors for camp
	
	
	
	
	

	Develop job descriptions
	
	
	
	
	

	Select counselors and key leaders
	
	
	
	
	

	Communications

	Create camp promotions
	
	
	
	
	

	Write media releases
	
	
	
	
	

	Conduct radio program
	
	
	
	
	

	Create Facebook social network
	
	
	
	
	

	Create mailing lists
	
	
	
	
	

	 Management and Administration 

	Manage camp supplies
	
	
	
	
	

	Manage camp funds
	
	
	
	
	

	Manage camp budget
	
	
	
	
	

	Secure camper insurance
	
	
	
	
	

	Manage health and liability shields
	
	
	
	
	

	Manage risks
	
	
	
	
	

	Develop registration process
	
	
	
	
	

	Manage camp enrollment
	
	
	
	
	

	Enroll campers in sessions
	
	
	
	
	


Recognition
Adults serving as 4-H volunteer middle managers should be recognized through the county and state recognition plan. Certificates for key leaders are available on the Ohio 4-H website.

Every effort should be made to give key leaders the same kind of recognition as 4-H club advisors. For example, if club volunteers receive recognition at the annual banquet, then so should the middle management key leaders. When food coupons and fair passes are given to club volunteers, be sure to include your key leaders. Recognition preferences vary from person to person, so think about the individuals you are working with and design meaningful recognition that truly says “thanks for your commitment.”
Identify ways that you can provide meaningful recognition of your county 4-H key leaders:

1.

2.

3.

4.

5.

6.

7.

4-H middle managers . . .


May be called by various titles, including coordinator, master volunteer, certified volunteer, key leader, and advisor (e.g., junior leadership club advisor).


Involve other volunteers in planning and carrying out programs.


Manage and supervise other volunteers.


Work with both youth and adults.


Conduct training programs.


Represent the 4-H program within the community.


Design educational curriculum/programs for volunteers, members, and community.


Serve as key links among local volunteers, subcommittees, and salaried 4-H staff.








Example 1: The County 4-H Advisory Committee


Township key leaders serve on advisory committee and represent their geographical area of the county.


Activity key leaders serve on advisory committee.


Each project committees has a representative on the advisory committee.


All committees are advisory and provide recommendations to OSU Extension.


Job descriptions define role of key leaders.








Example 2: The Township or Geographic Area Model


Township or community key leaders serve as members on the county 4-H council and serve in a advisory capacity to the county Extension professional 


Key leaders represent their geographical area within the county.


Key leaders have organization and management responsibilities:


Meet with local advisors and identify and address their needs.


Help recruit, orient, and train new advisors.


Promote 4-H in their community.


Assist with club officer training.


Communicate programs and events to local clubs.


All duties defined in a job description.


Terms of office are rotated, 1, 2 and 3 years.


The number of township or community key leaders is determined by local needs. 








The County 4-H Leadership Team


County key leaders are appointed by county director.


May be used by county director who lacks expertise in 4-H programming. 


Key leaders are respected members of the community.


Key leaders act as commissioners to the local program.


Three key leaders serve for one, two, and three year rotation. 


The 4-H leadership team is a middle management structure, but is advisory.


Job responsibilities may include the following:


Making recommendations to the county director on program decisions.


Resolving conflicts and disputes.


Working with county director to acquire local resources to fund a 4-H professional.


Serving as liaison among the county 4-H committee, other sub-committees, and the county director. 








An Ohio 4-H volunteer middle manager is . . . 


An adult volunteer with extensive subject matter expertise and/or program design, delivery, and evaluation experience that provides leadership to the development and delivery of youth development programs, events, and activities. 
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