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Cooperative Extension Director (CED) County Unit Guideline 

So, you are a new CED and you really want to avoid giant pitfalls and surprises. Well, we may not be able to help with the surprises part, but this document can help you get a handle on the scope of your job and the possibilities it entails. The Cooperative Extension directors (CEDs) for County Extension Units, hold crucial leadership positions within the Cooperative Extension System. They serve as the liaison to statewide leadership in addition to overseeing many day-to-day aspects of their unit including operations, financial, and faculty and staff development. Many CEDs also have programmatic responsibilities, but this guideline focuses on administrative duties as well as tools that CEDs can use to help their unit grow and thrive. Links to tools and webpages that are mentioned here, can be found in the “Tools and Resources” accompanying document. 
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[bookmark: _Toc165449249]Leadership
As CED, you set the tone, connect to the community, and develop and communicate your and Cooperative Extension’s vision. The Director empowers faculty and staff to achieve excellence in their work and serves as a representative of the unit to increase the success and overall performance of the organization. 
[bookmark: _Toc165449112][bookmark: _Toc165449250]Strategic Planning 
The CED works with Extension agents, specialists, and other stakeholders to identify the needs of the local community and incorporates this information into the unit’s or program’s strategic planning and visioning process. 
Tools: Input from agents and staff in your unit. Working with UA Community Research, Evaluation & Development (CRED) and utilizing needs assessments provided by County Agents and UA Cooperative Extension (UACE). Communicating with stakeholders, the County Board of Supervisors, and your Advisory Board.
[bookmark: _Toc165449113][bookmark: _Toc165449251]Program Knowledge
The CED maintains a fluid knowledge of, and connections to all programs. Among other benefits of this approach is the ability to provide guidance, help faculty problem-solve, generate program direction ideas, and communicate to stakeholders and UACE leadership. 
Tools: Regularly communicating with faculty and program leads. Attending programming. Holding faculty staff meetings and/or county-wide staff meetings, one-on-one meetings with faculty and program leads. 
[bookmark: _Toc165449114][bookmark: _Toc165449252]County Government Connections
The CED serves as the primary liaison with the county government and as such negotiates county monetary and other support, annually reports to the Board of Supervisors, and facilitates the County Extension Advisory Board including making recommendations for filling vacancies.
Tools: Get to know your Supervisors and their district boundaries. Identify the issues that most affect their district areas. Learn how the budget is created within the county administration. Identify areas of overlap between county and extension programs, build relationships with county department leadership for these program elements, and leverage UACE’s program strengths to justify and increase funding over time. 
[bookmark: _Toc165449115][bookmark: _Toc165449253]Unit Representation
The CED represents the unit with UACE Administration, stakeholders, county decision-makers, faculty, staff, and others. The CED strives to create, maintain, and utilize these linkages to enhance engagement and the unit’s functionality. CEDs connect their unit to the broader Extension team by building relationships with others across the University including but not limited to the UACE Director, UACE Associate Directors, Specialists, Area Agents, Department Heads, Experimental Station Managers, and others. 
Tools: Develop a presentation to communicate about UACE and your unit’s programming, so that you can easily present to community groups, Supervisors, or others as needed. Working with agents and staff, develop media such as newsletters, annual reports, social media for your office. 


[bookmark: _Toc165449116][bookmark: _Toc165449254]University Reporting and Service
To inform UACE administration, stakeholders, funders, donors, and others about your unit, you will need to track and have up-to-date knowledge about programs in your unit. As the leader of the unit, you have additional responsibilities to oversee and participate in hiring at your Unit and to support UACE hiring across the state, as requested. 
[bookmark: _Toc165449117][bookmark: _Toc165449255]Tracking Outreach and Impacts
The CED collects unit-wide information on achievements, funding, and issues every month and coordinates and creates a summary of annual outcomes for the annual report. Having a working knowledge of the unit’s reach, program needs, human resources issues, and other unit details is important for communicating to the UACE Director in monthly reports, sharing at CED meetings, and working with stakeholders. 
Tools: Programs should report reach, needs, events, and achievements to the director on a monthly basis. A google form or other data collection mechanism can help with this. In addition, programs should report annual reach, major achievements for the annual report. 
[bookmark: _Toc165449118][bookmark: _Toc165449256]Reporting 
Communication is a two-way street between CEDs and the UACE Directors and Associate Directors. Although agents and program leads within the office have primary reporting responsibility for grants on which they are the principal investigator, the CED is ultimately responsible for reporting from the office. CEDs work closely with the Business Manager and the agents to ensure obligations are met. Unit-wide reporting, such as monthly reports, the annual report, and if required, County reports are the responsibility of the director. 
Tools: Templates for the monthly report, newsletters, power points are available on the Compass website. Examples from other county extension units can be found on their websites. 
[bookmark: _Toc165449119][bookmark: _Toc165449257]Service
The CED participates and contributes to UA Cooperative Extension statewide planning and events. They serve as the hiring manager for agents in their unit and as such they can not be on search committees for agents in their units. They may serve on, or chair, a variety of other searches for non-continuing and staff-level hires in their unit and can serve as chair or member of hiring committees elsewhere at the university.
Tools: The University has extensive search committee guidelines and provides training on many topics including how to avoid unconscious bias, confidentiality, criteria development and other key elements of conducting a fair hiring process. 
[bookmark: _Toc165449120][bookmark: _Toc165449258]Financial and Human Resources 
Many financial and human resources decisions will end up on your desk as a unit director. The Director oversees the financial elements of the unit such as spending, budgeting, moving funds, and securing unit-wide support. It is essential that you work closely with your business manager so that you are well-informed as you will often be the person who requests support or approvals from UACE administration. 
[bookmark: _Toc165449121][bookmark: _Toc165449259]Financial oversight
The CED reviews and approves available funds reports provided by the business manager to the CED on a quarterly basis. They work with the business manager to review funds to ensure that operations, IDC and other income are spent before the year’s end and that each fiscal year is budgeted in a timely manner. They also manage discretionary funding to support administrative staffing needs and other needs across all programs.
Tools: The business manager at your unit or at UACE Administration is the best resource for understanding how the budgets, financial review and approvals, and finance information is handled in your unit and in UACE. A written overview is under development. 
[bookmark: _Toc165449122][bookmark: _Toc165449260]Development
The CED works to increase county funding, requests needed support from UACE, and works with donors in coordination with the UACE Development office. The CED works with the Business manager to prepare the annual budget request for submittal to the County. In addition, they work with the County and the UACE administrative office to initiate and complete annual appropriations agreements between the County and the University
Tools: Examples of county budget/ scopes of work, and appropriations agreements between the County and the University will be available through the Tools and Resources document. The Pima County Extension Director can provide them until that document is completed. 
[bookmark: _Toc165449123][bookmark: _Toc165449261]Supporting the Unit’s Agents 
Agents regularly evaluate their budget needs and may seek assistance from the CED and the business manager to provide stop-gap funding or to create program-level budgets that can help them assess funding diversification and annual trends. They will also regularly approach the CED about HR needs such as salary adjustments, incumbent reviews, job re-postings, disciplinary actions, and other human resources concerns. The CED provides the context across the unit for these discussions. 
Tools: JD Expert, HR document examples. 


[bookmark: _Toc165449124][bookmark: _Toc165449262]Unit Operations and Management
As the director, you are responsible for managerial oversight of the county Extension office. This includes ensuring business operations are handled efficiently, overseeing the facility maintenance and improvements, and addressing any issues that arise.
[bookmark: _Toc165449125][bookmark: _Toc165449263]Business and Operations
The CED works with the business manager to ensure that administrative tasks such as p-card approvals, distributions, grant management, and other tasks are handled efficiently by administrative staff. 
Tools: There are many resources on the UACE Compass and Confluence websites and several units also have websites with tutorials or other materials. The Pima Extension Business Manager’s internal webpages may be useful to you. 
[bookmark: _Toc165449126][bookmark: _Toc165449264]Facility, Equipment, Operations
The CED works with unit administration, the county, and the university to ensure their facilities are maintained and secure, have proper lighting, signage, and emergency plans, and that first aid materials are in place. The CED supports and approves requests for infrastructure improvements or equipment purchases such as vehicles or large unit-wide equipment purchases. 
Tools: Both UA Police Department and UA Risk Management can provide information on safety protocols and facility upgrades. If you are in a county-owned building, there should be a facilities management office to help with building maintenance and janitorial services. For office and other equipment, both UA Surplus and Federal Surplus are good resources. 
[bookmark: _Toc165449127][bookmark: _Toc165449265]Mentorship and Issue Resolution  
The CED is the first mentor for all faculty in their unit, which means they provide administrative and program guidance, career mentoring, and when needed connect their faculty to the individuals and resources that can address their questions as they arise. The CED is also responsible for handling any personnel or volunteer issues that rise above the program level and to consult with an HR Consultant to ensure university policies and best practices are followed. 
Tools: The confluence website is a good first stop for internal extension information and guidance. UACE is developing statewide volunteer management guidance, which impacts both 4-H and Master Gardener programs, and they can help with volunteer issues if needed. Your unit may have its own Master Gardener volunteer issues guidance and 4-H volunteer guidance. Your business manager can assist with HR guidance. 

[bookmark: _Toc165449128][bookmark: _Toc165449266]Faculty and Staff Development
The Director holds a key position in fostering an inclusive office culture, nurturing the professional development of agents and other personnel within the county office, and promoting diversity, equity, and inclusion within the unit. You are a role model for agents and staff to engage as collegial members of UACE, and you have responsibilities to advocate and assist in faculty onboarding, review, and advancement. 
[bookmark: _Toc165449129][bookmark: _Toc165449267]Foster Collaboration, Morale, and Communication
The CED works with the unit’s administration and faculty to hold unit-wide staff meetings and occasional social gatherings to strengthen morale and encourage interaction and cross-program support. The CED helps employees comply with university rules, procedures, and policies by ensuring that clear and timely communications are sent out and that personnel are encouraged to participate in trainings. 
Tools: links for staff meeting training presentation ideas
[bookmark: _Toc165449130][bookmark: _Toc165449268]Agent Promotion and Advancement
CEDs serve as a mentor for the agents in many ways including serving as advocates and sounding boards for agents in their unit and by providing oversight and mentoring for faculty advancement throughout the continuing status and promotion process. CEDs typically provide early input on an agent’s promotional packet. If the CED has continuing status, they lead the external review process during promotion, which includes soliciting outside reviewers for the agent’s packet and providing a recommendation letter as part of the packet. If the CED is noncontinuing, UACE administration will appoint a surrogate CED (one that has continuing status) to provide the letter and officially oversee faculty advancement. In this case, the unit CED may provide input to the assigned surrogate CED, but whether that person uses their input in their official letter is at the surrogate’s discretion. 
Tools: UACE Administration provides guidance for promotional protocols and processes. Regular conversations with agents about their promotional plans is useful. Also, keeping track of promotion process deadlines and making sure agents are reminded of these deadlines is helpful. 
[bookmark: _Toc165449131][bookmark: _Toc165449269]Annual Reviews
CEDs conduct reviews for direct reports and ensure that all personnel receive reviews on an annual basis. For faculty, the CED may choose to conduct a career conversation in addition to the APR evaluation. The CED who doesn't have continuing status does not participate in the APR assigned reviews of agents across all of UACE, however, they do summarize and do the annual review of agents in their unit. The CED also conducts Career Conversation reviews with all staff or non-continuing agents who are their direct reports. 
Tools: A career conversation form is available from UACE and may be updated as the review period approaches. The review period is generally late March through mid-May. For continuing status faculty, the CED should obtain the most recent “County Faculty Review Check Sheet Evaluation” from UACE to conduct their reviews. 
[bookmark: _Toc165449132][bookmark: _Toc165449270]Diversity, Equity, and Inclusion
The CED will communicate with faculty and staff about DEI directives from Cooperative Extension and will work with faculty and staff to ensure DEI principles and information are shared about topics such as unconscious bias, equity, and diversity. 
Tools: UACE and the university have many resources and trainings to help develop your, and your staff’s, DEI awareness and skills. This includes sexual harassment training and unconscious bias training among others. The Harvard quiz for DEI awareness is another useful tool. Having a DEI committee and/or regularly addressing DEI concerns brought forward by staff is recommended.
[bookmark: _Toc165449133][bookmark: _Toc165449271]Onboarding 
The CED is directly working with agents to ensure they have all the resources they need and to help them understand the University systems if they come from outside the academic setting. They also work with UACE business office to help them reinforce and implement policy and procedures to onboard new staff. 
Tools: New onboarding training has been developed by UACE Administration and a program for onboarding is actively in place. In addition, an annual unit-wide onboarding and administrative process reminder meeting is one way to make sure people have the information they need to function effectively in the office. 


[bookmark: _Toc165449134][bookmark: _Toc165449272]Public Communication and Marketing
The Director tracks Extension programs to assess their impact on the community and ensures unit successes are shared to demonstrate the value of Extension efforts. 
[bookmark: _Toc165449135][bookmark: _Toc165449273]Annual Reports and Other Publications
The CED is responsible for the development of the annual report and works with agents and staff to ensure the report is completed and distributed to stakeholders, advisory boards, the County Board of Supervisors, funders, and university administration to demonstrate the value of programming and to encourage continued monetary and other support. The CED also provides oversight for many unit-wide publications such as newsletters, fliers, and brochures, and is aware of how programs are utilizing social media. 
Tools: The Compass page includes a number of templates for outreach publications. 
[bookmark: _Toc165449136][bookmark: _Toc165449274]Unit Websites
The CED oversees and works with staff to ensure the website is up-to-date and contains high-quality content that encourages stakeholder engagement in programs. 
Tools: The UACE Support Portal is the best way to submit website support and changes. UACE support staff are happy to meet with you to create a plan for increasing your website’s functionality and use. At least one person in your unit should have access to make basic changes. All staff are capable of updating their profiles and should be encouraged to review and update their profile pages annually. 
[bookmark: _Toc165449137][bookmark: _Toc165449275]Branding and marketing
The CED oversees and encourages branding and marketing compliance for colors, typography, use of photography among other criteria. 
Tools: The University of Arizona and Extension have branding guidelines that will help your publications have a consistent university look.  UACE marketing staff can assist you and your unit to understand and utilize branding consistent with the guidelines. 
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