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The Cooperative Extension System has a major role to play in rural
economic development. These five case studies are typical of the kinds of
programs we currently offer. Extension is uniquely suited to provide education, technical assistance, and consulting services to local decisionmakers.

PREFACE
BETH WALTER HONADLE
National Program Leader for Economic
Development
Extension Service - USDA
Washington, DC

For 75 years. Extension has been a partnership among the federal
government, states, and counties. Extension is a large grassroots network
of agents and specialists with resources, leadership, and expertise applied
at all levels. Because we are rooted in the nation's land grant universities,
we have access to knowledge, based on objective information and research.
In addition, the Rural Information Center, a joint program of the Extension
Service-USDA and the National Agricultural Library, provides information
and referral services for local decisionmakers on a range of topics, including economic development.
Nationally, the Cooperative Extension System has reaffirmed its
commitment to rural development through the "Revitalizing Rural America'' initiative. Two of the critical issues being addressed by this initiative
are the economic competitiveness of rural areas and economic diversification. The case studies contained in this report reflect these themes. Cornell's technology transfer programs directly affect the competitiveness of
rural businesses. Oklahoma's local government program helps communities to make wise investments in facilities and services, which contributes
to community viability. Many rural communities are attempting to diversify their economic bases through recreation and tourism income-generating opportunities. Minnesota Extension Service's new Tourism Center,
described in this report, is helping business owners and communities make
sound business decisions. Alabama A&M's home based business program
is helping people with limited resources take advantage of their skills by
marketing products and services they can produce at home. Underpinning
any successful community development effort is skilled and committed
leadership as evident in the case of Ferry County, Washington. Extension
has been active in the development of informed, competent leadership to
help communities identify problems, set priorities, and plan and implement strategies for resolving difficult local issues. Inherent in these efforts
are attempts to have all segments of the community represented to ensure
as broad participation as possible among groups and individuals having a
stake in community decisions. These include youth, senior citizens,
minorities, low-income individuals, members of the business community,
as well as special interest groups.
In addition to its rich research base and grass roots participation,
the Cooperative Extension System draws strength from the valuable partnerships it has with external organizations. These organizations include
such allies as small business development Centers, rural electric cooperatives, economic development planning bodies, and resource conservation
and development districts. None of these organizations can meet the
challenge of rural revitalization alone. We must work together.
The experience gained through these five case studies has yielded
significant information for Extension and other service providers. These
lessons have to do with overcoming obstacles, forging productive linkages,
and involving clientele in decisions about programming. We hope that the
knowledge these case studies provide will contribute to advances in
program planning and implementation.

This publication highlights five successful, innovative extension
programs in economic develoment. Case studies chosen were selected by
the Directors of the four Regional Rural Development Centers and by the
Extension Service National Program Leader for Economic Development.

FOREWORD
DARYL K. HEASLEY
Director
Northeast Regional Center for Rural
Development
University Park, PA

Although each case study contains unique elements particular to
the subject matter of the educational program, there were common threads
directly related to the curriculum and to the characteristics of program
managers. The program commonalities were: a high value on research,
problem resolution oriented to a specific clientele, and coordination with
other agencies and organizations. The program managers shared the
following attributes: they were willing to take calculated risks, to venture
into uncertain and new relationships, and to defend their programs
strongly.
The goal of this publication is to get others in Extension to incorporate these programming characteristics and program manager attributes
into their educational planning as they address the salient issues of the
1990s.

Philip Pavero, Assoc. Professor, Center
for tine Study of Innovations
University of Man/land
Dan/I K. Heasley, Director, Northeast
Regional Center for Rural Developnnent

INTRODUCTION
The economic history ot many rural
commurüties is one of large and

rapid cyclical changes—boom to
bust and (sometimes) boom again.
Explanations for such changes vary:
heavy dependence on single industries; wide price swings for natural
resource products like oil, lumber,
coal, and precious metals; the construction or abandonment of transportation linkages such as interstate
highways and rail lines; and the vagaries of weather affecting crop and
livestock production.
On the one hand, boom-tobust cycles pressure rural leaders to
be cautious. Business managers
must consider the possibility, while
planning investments during a
period of local economic growth,
that a sharp decline suddenly may
occur. Local public officials must
realize that tax revenues for a
potential project may fail to materialize. And the benefits of the largest
local public expenditure—investments in local public education—
could disappear abruptly if youth
and their families are forced to relocate to find new jobs. For public and
private decisionmaking in general, a

climate of uncertainty tends to result
in choices that are overly cautious
(Mack, 1971).
On the other hand, boomto-bust cycles require bold local
leadership. The suddenness of
events demands rapid responses by
the affected communities. Often,
local economic growth or decline

stands in contrast to broader economic experiences at the national
and even state levels; in such cases,
outside attention and assistance are
more difficult to obtain and more
self-help is called for. Bold leadership also is needed because single
events can have major impacts on
rural communities. A manufacturing plant relocation, a new school
facility dedication, or a mine reopening all make banner headhnes for a
small-town newspaper.
This case study is about
Ferry County in the state of Washington and its county seat. Republic.
It is the story of a rural county experiencing bad times turned into good.
Primarily, it is the story of how community leaders, with some assistance from the Cooperative Extension Service, boldly reshaped their
local economy and quality of life.

SITUATION
In May 1984, four people were
driving home to Republic from a

meeting in Butte, Montana. The
carload of four people. Art
Cameron, Ferry County commis-
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sioner; Joan Cameron, former
hospital administrator; Maureen
Wild, real estate agent and county
planner; and Marie Bremmer, then
Washington State University/Ferry
County Cooperative Extension
chair later became known as "the
team". They had attended a "Hard
Times" workshop, sponsored by
Cooperative Extension Services in
the western United States, to
gather ideas about methods for
community economic development
under conditions of economic
decline. During the drive home,
the four reconsidered conditions in
Republic and in surrounding Ferry
County and thought about what
they could do to stimulate improvements. In retrospect, they
believe, the discussion on the way
home from Butte was one of the
best meetings the team ever had.
There was no doubt, they
noted, that Republic was hurting.
Early in the century, during the
height of gold mining, the town
had boasted a population of five

thousand; it now held about nine
hundred people. More important
for planning purposes, an optimistic economic outlook of the 1970s
and early 1980s had turned bleak.
The mainstays of the county
economy—timber, mining, and
agriculture—were all subject to
outside markets, and those markets
had softened. Unemployment
stayed at about 20 percent. Further,
the long-run outlook was clouded
by the seasonal nature of timber
industry employment and by the
limited availability of land for farm
and ranch businesses (more than 80
percent of Ferry County is government owned).

Native Americans and youth. At
that meeting a list of five distinct
concerns was developed, some as
questions and others as statements
of purpose. The group agreed that
the community needed to broaden
its economic base, support local
small businesses, and maintain the
quality of environment and life in
the area. The leaders also posed
two questions: "How much and
what kinds of change would people
in the area accept?" and "How long
would people have to keep meeting
before somebody took action?"
During their ride home, the
four decided that in spite of the concerns they and others had, there
was reason for optimism. They
identified natural and historical
resources in Republic and Ferry
County that could be developed
and made attractive to tourists and
local people alike. Most important,
they believed that the town and
county citizens still possessed a
pioneer spirit. If they and other
leaders could focus, inform, and
channel that spirit, much could be
done.

INTERVENTION
The team was also concerned about local attitudes. While
some residents had expressed
interest in attracting outside businesses, others seemed content to let
change happen rather than stimulating or controlling it. Apathy
about expanding the town and
county economic base was evident.
It had "been tried before and didn't
work." There had been "many
meetings and not much real action,"
according to some local cynics.
In anticipation of the Butte
workshop, the team had invited
and met with a group of fifteen key
county leaders. The leaders had
been chosen as influential people,
representing a cross-section of the
county, including, among others.

The Hard Times workshop in Butte
was one of four similar educational
programs conducted in western
states during 1984-85. Western
land-grant research and Extension
faculty wrote the teaching materials
and organized and staffed the
workshops. A similar effort had
been mounted in the late 1970s on
the theme of assisting rural communities with growth pressures and
problems. Both the previous "Coping with Growth" effort and the
"Hard Times" project produced a
set of publications for local public
decisionmakers. These publications
are listed in Appendix A.

The Hard Times Project
At the workshop in Butte, the four
representatives from Republic and

others from northwestern communities received information and
training from Extension specialists
in four subject areas:
• fiscal, social, economic, and
demographic consequences of
community decline
• resources available to help
communities cope with the consequences of decline
• processes of informing and involving people at home
• strategies for economic and social
recovery (Butler and Coppedge,
1986)
In keeping with the Cooperative Extension Service philosophy that public policy education
should not advocate policy choices,
trainers did not attempt to provide
solutions to community problems.
Rather, they expected to "increase
participants' knowledge of strategies, tools, and available resources"
so that those attending the workshops could make their own
decisions in a more informed
manner (Butler and Coppedge,
1986).
Four primary concepts
provided structure for the workshops (Butler and Coppedge, 1986):
teamwork, action planning, content
integration, and tailored training.
Teamwork was emphasized first in
the development and implementation of the Hard Times project.
Research and extension faculty involved in the effort represented
numerous disciplines, including
anthropology, business, demography, economics, geography, home
economics, social psychology, and
sociology. Such diversity reflected
the view that community economic
development constitutes a set of
practical problems whose solutions
must draw on a variety of academic
disciplines. Communities sent
teams of two to five individuals to
the workshops. At the request of
workshop organizers, these teams
included both business and
nonbusiness people. The variety of

professions and backgrounds
among workshop trainers and
community participants was used
as a resource during the meetings.
Trainers demonstrated the techniques and benefits of teamwork in
workshop activities and encouraged participants to use it when
they returned to their communities.
Action planning, the second
concept, provided a method for
organizing workshop activities.
During the workshops, community
teams used a four-step process to
produce a preliminary plan for
combating their town's hard times:
analyze the community, set goals,
create strategies for community
action, and write and present the
plan for peer consideration. By
following these four steps, the community teams returned home with a
preliminary plan to share and implement.
The third concept, content
integration, is a balance of subject
matter with skills. The skills of
teamwork and action planning
were balanced in the workshops
with subject-matter presentations
and discussions. The training team
made presentations on the demographic, fiscal, economic, organizational, and personal dimensions of
hard times. Community teams considered and discussed a community
perspective on assessing, managing,
and mitigating the impacts of
decline.
The fourth concept, tailored
training, was used to develop the
Hard Times workshops and is
illustrated in Figure 1. Western
Regional Extension Directors
encouraged and legitimized the
effort, and the regional Community
Resource Development (CRD)
Committee selected a steering committee to implement it. The steering
committee conducted its efforts
under the assumption that because
each workshop represented a different mix of participating communities and training teams, the content

of workshops should not be
identical. The committee believed
that workshops should be organized to reflect the particular needs
of participating communities and
the unique combination of abilities
in the training teams. Model
testing, a pretesting of materials
and methods by the steering
committee and training team,
preceded the workshops. During
pre-workshop activities, community teams gathered and summarized information and brought it to
registration, where the trainers used
it to tailor the workshop to participant needs.
Ferry County Forward
After returning to Republic, the
team gathered several times to
review workshop notes, further
analyze local needs, and forge a
consensus about how to proceed.
Then they called a community
meeting of key leaders from Ferry
County to report on their trip,
discuss their conviction that
progress was possible, and present
the idea that local residents could
strategically create economic
development. The positive response of county leaders encouraged everyone to move forward to
identify other leaders, invite them
to participate, and schedule a
second community meeting. They
invited a team of four Extension
specialists from Washington State
University to attend the meeting
and present additional information
on the local economy and on ways
to organize an economic development effort.
At the second meeting, the
team asked community leaders to
consider "signing a contract"; that
is, making a commitment for economic development. One month
later, the team asked for that commitment in a letter to be sent to fifty
community leaders. Twenty
positive responses from a crosssection of the county were returned,
and in early 1985 those who had
committed formed a steering
committee for an effort they called

Ferry County Forward. The stated
goal of Ferry County Forward was
to "stabilize the county's economic
base without compromising its
quality of life."
At its first meeting, the
steering committee established
priority strategies, formed action
committees around those strategies,
and agreed that each action committee would meet within a month.
The steering committee has continued to meet monthly. These
meetings serve two main purposes—to report on action commit-
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tee progress, giving recognition to
those involved; and to secure
training, as needed, on the process
of community economic development.
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The six action committees
are: Main Street Improvement;
Cottage Industry and Small Business Development; Community
Recreation Development; Retirement Housing; Curlew Lake Rehabilitation; and Tourism and Industrial Development. The list of committee chairs is shown in
Appendix B.
■fiili;

OUTCOMES
Each of the six action committees
has been able to report a variety of
accomplishments. To date, they are
as follows:

Ferry County
Forward
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Main Street Improvement
The Main Street Improvement
Committee has used individual
contacts, private funds, and donations to encourage downtown
renovation of Republic. "Rustic
Victorian" was adopted as a theme
for buildings in the downtown area.
In keeping with the theme, most
businesses have either replaced or
are committed to replacing their
building facades. New businesses
coming into the area also have
utilized the theme in their building
plans. Planters have been installed,
and the Town Hall and Fire Hall
have been repainted. In addition,
the committee encouraged the
creation of a Planning and Zoning
Commission by the Town Council.
The primary initial work of the
commission will be to revise
community building codes.
Cottage Industry and Small
Business Development
This committee has used individual
contacts and resources from several
sources to promote the creation of
Eureka Arts, a consignment shop
for thirty-five local artisans that is
staffed by volunteers. The Cooperative Extension Service provided
a map of county artisans. The
Republic Town Council pays some
of the utilities for the shop. The
committee also has stimulated development of a business information center, new visitor signs, and
new publications about local
businesses and the Ferry County
Centennial.
Community Recreation
Development
The Community Recreation Development Committee added its efforts
to a tentative plan begun before
Ferry County Forward was initiated. The initial goal was to
develop a community swimming
pool. After the committee conducted a survey of five-hundred
households, the goal was expanded
to create a recreation complex, complete with pool, weight room, gym.

and racquetball court. A structure
has been erected with the assistance
of donations of supplies and labor
by a local mining firm and lumber
company.

State University faculty, and the
state Department of Ecology to
obtain a grant for a diagnostic and
feasibility study of Curlew Lake.
Currently, the committee is spearheading an effort to form a lake association and to establish specific
goals for lake-quality preservation
and rehabilitation.
Tourism and Industrial
Development

Retirement Housing
This committee worked with the
hospital auxiliary in conducting a
house-to-house survey throughout
the county to determine the demand for retirement housing. The
committee then employed the
services of a grant-writing expert to
obtain a Farmers Home Administration grant. The survey revealed
a demand for twenty-four units. To
date, fourteen units have been constructed and at least ten more are
being planned to satisfy a growing
waiting list.
Curlew Lake Rehabilitation
Curlew Lake, just northeast of
Republic, has long been the site of
camping, swimming, second home
development, and other recreational activities. A state park with a
campground, trailer spaces, and a
boat launch adjoins the lake.
During recent years it has become
evident that because of numerous
sources of pollution the lake water
is deteriorating. The committee
began working with local sewer
district commissioners, conservation district personnel, Washington

The present focus of this committee
is on tourism as a method to
strengthen and diversify the local
economy. The goal is to increase income from tourism by promoting
Ferry County as a good destination
for visitors. In addition to Curlew
Lake, Eureka Arts, and Republic's
Rustic Victorian theme, the committee is publicizing opportunities for
hunting, fishing, cross-country
skiing, horseback riding, photography, hiking, and trail biking. For
the convenience of tourists, additional camping facilities were
developed at the county fair
grounds and a sewage dump site
for trailers and motor homes was
installed at the edge of town. One
historical resource in the county
related to the development of
tourism is unique. Fossils found at
a site in Republic have been known
to collectors and paleontologists
since 1910. The fossils preserve the
images of plants that lived fifty
million years ago; most of the plants
are now extinct but are similar to
those native to Scotland, Alaska,
Japan, China, the Himalayas, and
Indochina (Ferry County Centennial: 1889-1989). In 1987, the town of
Republic took action to preserve the
site and to develop an adjoining
museum: the Stonerose Interpretive Center. This action has attracted tourists to a unique community asset with scientific value.
Lessons Learned
Ferry County Forward, like most
community-wide development
efforts, has faced major challenges.
Its action committees must work

coUaboratively with other community groups, obtain needed resources and, most important,
maintain the involvement, energy,
and creativity of committee members. In reflecting on their progress,
participants offer several lessons
from what they have learned.
Some lessons involve the
resource and knowledge bases for
actions. Participants emphasize the
importance of identifying and incorporating local resources before
looking for outside help. Of vital
importance to this effort are the
local people and the skills they
bring; new leaders, they say, often

organization like Ferry County
Forward. New people can be attracted and encouraged by setting
small, quickly achievable goals to
complement larger, long-range
goals. As new leaders become involved, it is important, they believe,
to keep traditional leaders informed. Similarly, they suggest encouraging cross-participation of
members from other community
organizations as a means of
ensuring interorganizational communications and collaboration.
Finally, participants suggest celebrating successes. Recognition is
given to action or task committee
accomplishments in the monthly

f

are available. Participants suggest
careful study of the community as
the basis for all group actions. For
example, a survey of county residents by Ferry County Forward
revealed that residents value highly
their quality of life and want to
balance growth with preservation
of that quality.
Other lessons involve successful group methods. Participants suggest moving slowly but
steadily and on the basis of consensus decisions. Be flexible, they say,
to take advantage of new opportunities, and be well organized to
ensure success. They also suggest
using an informal monthly reporting system to maintain social
pressure within a community

steering committee meetings; also a
collection of photographs is maintained to record the progress made
by these action committees.

THE FUTURE
New issues are emerging in Ferry
County and some old ones have not
gone away. The appearance of
buildings in the Main Street business district is greatly improved,
but buildings outside this district
still need to be renovated. The
hospital in Republic, which has
struggled in recent years with staff
and financial problems, now faces a
revenue crisis.
New issues are arising with
the rebound in the local economy.

which is being driven largely by
renewed mining activities. Since
Ferry County Forward was established, one gold mine has reopened,
a new mine is scheduled to begin
production in 1990, and exploration
has been started by several other
companies. Silver output in the
county doubled during 1988. The
population of the county is increasing; two to three hundred new
families are expected by 1990. The
major community issues for Ferry
County and its municipalities in
coping with growth are ones of
services—how to create public
services and encourage private
services for the newcomers, while
reducing leakages in the local
economy.
Members of Ferry County
Forward are well aware of these
issues and view their organization
as one of many needed to address
them. Their view is one of optimism, based on previous successes
when the economy was in a serious
slump. They are confident that the
methods they have already used
successfully will prove valuable in
addressing the current growth issue
of upgrading the service sector of
the Ferry County economy. They
intend to continue as before:
studying issues carefully before
acting, looking first to local resources (especially emerging
leaders), involving all who have an
interest, moving steadily on the
basis of consensus, avoiding
conflict, promoting collaboration,
meeting often, and celebrating their
successes.

CONCLUSION
Ferry County is now, happily, in
the boom phase of an economic
cycle. With the boom comes jobs,
business opportunities, and new
income for the area. But the rapid,
substantial increase of economic
activity will create problems—
strains on services and facilities and
problems now unknown. Ferry
County Forward is likely to play a
major role in solving those prob-
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lems. The organization is characterized by hard work, intelligent methods, and the success of bold leadership. "We view problems," says
one of the organization's leaders,
"as potential solutions/' "The
Pioneer Spirit," says another, "is
alive and well in Ferry County."
The Hard Times project
approach clearly demonstrates a
successful private sector/Cooperative Extension effort in collaboration for economic development.
Extension empowered individuals
with knowledge and skills that
enabled them to effect change in
their own lives and in their communities. It also provided some
ongoing guidance locally and,
when needed, state-level resources.
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APPENDIX A
Sets of Publications from the
"Coping with Growth" and "Hard
Times" Projects. All materials
listed below were published by the
Western Rural Development
Center, Oregon State University,
CorvaUis, Oregon 93711 (503-7373621).
Coping with Growth
Butler, Loma Michael. Population
Change: Do You Know the Trends in
Your Community? Western Rural
Development Center, Corvallis,
Oregon. WREP 45, September 1980.

APPENDIX B
Action Committees
Main Street Improvement
Cottage Industry and Small
Business Development
Community Recreation Development

Chairs
Dennis Zipperer, Jean Booker,
and Dee Banks
Dorothy Beetle and
Bonnie Buckner
Joyce Dunn

Retirement Housing

Key Coyle

Curlew Lake Rehabilitation

Marion Damman, John
Sweetman, and Leola Thiele
Bert Chaddick and John
Anderson

Tourism and Industrial Development

Philip Pavero, Assoc. Professor, Center
for tine Study of Innovations,
University of Marland

Two programs under way
at Cornell reveal in some detail the
needs, methods, potential impacts,
and
possible directions of the kinds
Daryl K. Heasley, Director, Nortlneast
Regional Center for Rural Development of partnerships advocated by
Rhodes. They are the Biotechnology
Transfer Extension Project and the
Southern Tier Industrial Innovation
INTRODUCTION
Extension Service. The programs,
Is America losing its competitive
administered in part by the Cornell
edge? A chorus of business leaders,
Cooperative Extension System, are
economists, and government
the subjects of this case study.
officials have lamented our decline
in productivity as compared with
SITUATION
other industrial nations ("Will the
U.S. Stay Number One?", U.S.Neivs
President Rhodes and
and World Report, February 2,1987,
others have encouraged
pp. 18-22). The implications of
the development of new

Service, including Cornell's Southern Tier effort. This service offers
direct consultation to help transfer

Programs to
increase
Productivity:

Cornell University's
Biotechnology Transfer Extension
Project and Industrial Innovation
Extension Service

declining productivity are significant; they include the availability of
good jobs, the levels of family
income, and our national standard
of living.

partnerships between Cornell and
the New York state government.
Both the biotechnology and industrial extension programs relate to
the New York State Science and
Technology Foundation. The FounDr. Frank H. T. Rhodes,
dation, created in 1963, is a public
President of Cornell University, has corporation designed to encourage
described the productivity problem
the commercialization of scientific
and suggested a way for land-grant
and technical research in New York
universities to be part of the soluState. One major foundation initiation. He argues for new partnertive is the Centers for Advanced
ships among industry, universities,
Technology Program, including the
and government to build on our suc- Center for Biotechnology in Agricesses in agricultural technology
culture at Cornell. The centers
transfer. He calls for "technology
(there are now nine) are designed to
experiment centers," similar to agri- expand research in selected key
cultural experiment stations, and for technologies and to induce the
a national industrial extension
transfer of resulting gains into
system similar to the USDA Coopprivate sector.
erative Extension System (Rhodes,
A second major initiative is the In1982 and 1987).
dustrial Innovation Extension

manufacturing technology to small
and medium-sized businesses.

Biotechnology Transfer
In 1985 Cornell University submitted to the Science and Technology
Foundation a grant proposal for a
special project in biotechnology
transfer. The proposal was for a
process to review scientific studies
for their economic potential and to
communicate the information to a
target audience of biotechnology
firms in New York State. Justification for the one-year project included a survey of the technical
assistance needs of seventy small
firms in the state and the expectation that additional firms with
similar needs would emerge.

The survey revealed that
while individual firms have specific
needs for technological information,
all have a common need for more
information on management topics,
such as venture capital, marketing,
and accounting. This finding supports observations made by several
students of the knowledge production and utilization process: to
facilitate this process, scientific
discoveries should be communicated in the everyday, business
language of product developers

Southern Tier Industrial Innovation
The Science and Technology
Foundation also has given statelevel organizational and financial
support to initiate and operate the
Southern Tier Industrial Innovation
Extension Service. The Southern
Tier program is one of five such
regional Extension services currently supported by the foundation.
Cornell's program is the only one
operating with assistance from a
land-grant university and having a
Cooperative Extension base.
The Southern Tier program, like the Biotechnology
project, was proposed with the idea
that transfer gaps often exist
between those with academic
knowledge and producers interested in using such knowledge.
Begun in 1986, the program is
targeted to 425 small- and mediumsized manufacturing firms in a tencounty region of New York.
During the first year of operation,
efforts focused on constructing an
organization, establishing a regional presence, and identifying the
client base.
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concerned with the bottom line.
The proposal called for a new
position at the Biotechnology
Center—an Extension speciahst
trained in both biological sciences
and business management.
After Foundation funding
was granted in 1986, the initial challenges were to select the best
possible person for the new position
and to make sufficient progress to
justify long-term funding. These
challenges were met. A senior
Extension associate is now at
Cornell, with financial support from
the Center for Biotechnology and
program administration by the
Cornell Cooperative Extension
System.

Constructing an organization for the program presented the
challenge of marrying the capabilifies of Cornell's College of Engineering with the operating policies
and methods of the Cooperative
Extension System. The primary
mission of the program is to
improve productivity in target
businesses. Two industrial Extension specialists with substantial
industrial experience provide direct
services to client firms. Another
specialist with engineering training
and Extension field experience
coordinates faculty and student
research projects, as requested by
client businesses, with university
resources.

INTERVENTION
The biotechnology transfer and
industrial innovation programs are
directed toward nontraditional

Cooperative Extension cHents. The
programs also are based on unusual
partnerships among different
academic units at Cornell, and
among the university, the state government, and business clients. Yet
these innovative programs have a
common traditional goal for
Extension services: to help clients
identify and solve practical problems by using research-based
knowledge.
Structure and Function
Making the industrial innovation
program at Cornell work requires
the participation of Cornell University for financial support, its College
of Engineering for technical content.
Cooperative Extension for methods
and administration, the Science and
Technology Foundation and USDA
Extension Service for financial
resources, and client manufacturing
firms for expressions of needs and
willingness to invest in and implement new ideas. Similarly, the biotechnology transfer project involves
a complex structure of partners.
Key resource organizations include
Cornell's Center for Biotechnology
(with participation from several
colleges, a research institute, and
the Agricultural Experiment
Station), the University's Office of
Patents and Licensing, Cornell's
Johnson Graduate School of Management, and Cooperative Extension.
A common goal of increasing client productivity ties together
the objectives and methods of both
programs. The Extension specialists work to help solve an evolving
series of practical business problems. In both programs the specialists realize that the problems their
clients face are beyond the scope of
a single discipline, either engineering or biology. Productivity problems entail considerations of social
behavior and relations, economics,
political science, educational
psychology, leadership, and management.

The specialists also realize
that the resources needed to solve
the problems extend beyond the
Cornell campus at Ithaca. Off-campus resources include Extension
field staff, community organizations such as local chambers of
commerce, a variety of New York
State initiatives to promote economic development, and educational resources such as other universities, vocational education
programs, and community colleges.
Program objectives for the
Industrial Innovation Extension
Service include the follov^ing: to
assess generic educational and
training needs among cUent firms;
to assess engineering/technology
transfer needs; to broker educational resources; to develop,
implement, and evaluate seminars
and workshops; to broker projects
among client firms and Cornell
faculty and students, federal
laboratories, and New York Centers
for Advanced Technology; to participate in economic development
projects; and to develop the program as a model to be compared
and integrated with other projects
funded by the foundation. In
addition to productivity benefits for
cUents and the New York economy,
the program is expected to yield
some benefits for Cornell, "realworld" field experience for students
and faculty, research opportunities,
and support for institutional development.
The Biotechnology Transfer
Extension Project has a parallel set
of objectives. Its intent, first, is to
inform clients through a newsletter
and other means about recent research developments, technologies
available for license, laboratory
facilities at Cornell, new regulation
and patent issues, funding sources,
grant announcements, and capital
formation opportunities. The speciaUst also consults on competitive
grant proposals, teaches workshops
on business methods, and establishes networks for joint ventures.

faculty-business ties, linkages with
other university and technical development centers, and access to
research instruments.
The Role of Extension
In addition to providing administrative oversight, the Cornell
Extension System has made some
key contributions to both programs.
These contributions largely involve
skills in identifying problems and in
organizing the resources required
to solve them. Such skills include
bridging the gap between academic
research and client needs for
information, education, and
training; networking among people
and organizations in order to bring
resources to bear on the problems;
and organizing community efforts
or helping to organize new institutional structures for consideration
of common problems, policy
options, and likely consequences of
those options.
The last skill, organizing
community efforts, was not anticipated as a major thrust of the programs. But it has proved very
useful, especially in the industrial
innovation program. For example,
the engineering specialists have
recognized that a major obstacle to
technological innovation and productivity in their manufacturing
clients is the unavailability of labor.
The specialists' response has been
to help clients organize with community groups and local educational and training organizations to
consider policies for increasing
labor resources.
Extension's methods for the
two programs can best be summarized by describing some principles
developed by state Cooperative
Extension Services nationwide
through many years of experience
in problem solving. These principles, described in an annual
report of the Southern Tier program
as prescriptions for Extension educators, are as follows (Adapted

from New York State Industrial Innovation Extension Service: Cornell
University Southern Tier Program,
Program Annual Report (1987-1988)
Ithaca: Cornell University Cooperative Extension System p.3.):
•Base teaching on scientific research and knowledge.
•Establish a trusting, nonjudgmental relationship with each client.
•Use a "discovery process" to help
clients identify their own problems,
alternative solutions, and the likely
consequences of those solutions.
•Respect the client's right to choose
his or her own solutions.
•Network all available resources to
assist the client.
•Educate and train, so as to build
the client's capacity to solve future
problems, whenever a teachable
moment occurs.
•Establish a continuing, ongoing
teacher/client relationship.
•Continually monitor program effectiveness.
Obstacles Overcome
Several obstacles have been encountered in developing the biotechnology transfer and industrial innova-

tion extension programs. The
obstacles have been recognized and
avoided as impediments to progress; however, they require ongoing
attention to ensure additional progress. One set of obstacles involves
fashioning the partnerships and
network of relationships among
resource organizations.
The core partnerships in
the two programs are among the
Cooperative Extension System, departments and colleges at Cornell
University that do not have a tradi-
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tional extension function, and the
Science and Technology Foundation. To make the partnerships
work requires an understanding of
the unique incentives and differing
"cultures" of the three partners.
The New York State Science
and Technology Foundation, as a
public corporation, operates in the
culture of government. The foundation is interested in quickly demonstrating the significant and widespread benefits of its programs in
order to ensure continuous funding
and, if performance merits, to
expand their activities. Thus, the incentives for this partner are to have
programs that serve large numbers
of clients spread over the target area
and to generate quickly the valued
results for the state's citizens.
Colleges and departments
at Cornell that have no traditional
extension function do have ongoing
relationships with the business
sector. The lack of extension experience requires these academic units
to learn how extension teaching fits
into their traditional missions of
basic and applied research and
classroom teaching. For these
academic units to develop effective
extension missions, incentives must
be created that provide tenure
considerations for extension teaching or new positions with extension
responsibilities.
Generally, the traditional
relationships these academic units
have had with the business sector
have been with large firms over
extended periods. Those relationships have often resulted in major
research projects of use to the firms
and in project and institutional
support for the academic units.
However, the biotechnology
transfer and industrial innovation
extension programs are oriented to
a large number of small and medium-sized businesses, and the programs use technologies that sometimes require little research. Thus, a
learning and adjustment process is
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required of the academic units to
work with different kinds of
businesses having different resources and expectations.
The Cooperative Extension
System is also involved in a learning process. By its principles of operation it works through in-depth
relationships, using all available
knowledge and resources to solve

u
practical problems. Its clients are
often small-and medium-sized organizations that lack the internal
resources and skills needed to
access knowledge bases for problem solving. Cooperative Extension
is learning from its partners the alternative values of providing large
numbers of clients with, necessarily,
less in-depth service and of establishing new kinds of research and
support linkages with clients.
Another obstacle for the
programs is the timing needed to
establish effective working relationships with business clients. Businesses value information that helps
solve a current problem. Timing is
of great importance, even if the
quality of the information may
suffer somewhat. Academic units,
however, run their activities
according to an academic calendar
and highly value information based
on thorough research and testing.
These differences require mutual
understanding and accommodation
by the business and academic
partners.

OUTCOMES
Biotechnology Transfer
Accomplishments in promoting
linkages between the university and
business communities include the
following:
•Information. More than thirteen
hundred people receive the quarterly newsletter, which informs
them about recent research developments, technologies available for
license, capital formation news, and
other developments. In addition,
an annual symposium draws three
hundred to five hundred people
each year.
• Seminars/Consultation/Networking. Representatives from more
than fifty New York businesses
have attended one or more seminars on topics such as grantproposal writing, joint ventures,
and business planning methods.
•Entrepreneurship Development.
One new company was created and
two small businesses survived as
direct, observable results of the
extension specialist's efforts. Many
more small businesses have benefited from contacts arranged with
Cornell faculty, grants co-sponsored with faculty, and contacts
with other companies and venture
capitalists.
In addition, the biotechnology specialist conducts an education program for general audiences
on the meaning and potential of
biotechnology. For the past three
years she has prepared a large
exhibit at the New York State Fair,
featuring five topics, a large DNA
model, and a video on genetic
engineering. Approximately two to
three hundred thousand fairgoers
view the exhibit annually.
Southern Tier Industrial Innovation
Since the inception of this program
in 1986, the specialists have initiated
activities with more than one
hundred manufacturing firms.
About forty Cornell faculty and
staff members have been involved
in the activities. Sixteen distinct

extension methods have been used
to serve clients, ranging from
regional seminars on subjects of
general interest, such as Computer
Integrated Manufacturing, to consultations with individual firms on
specific problems. Interactions with
clients cover a wide range of
technological subjects, which fall
into four general areas: manufacturing systems technology, engineering and manufacturing management, product engineering, and
manufacturing and process engineering.
A set of student-faculty
research projects is an important
part of the program. Projects are
supported by client grants to cover
costs and are conducted by faculty
or by graduates or seniors with the
assistance of faculty advisers.
About twenty technology transfer
projects have been completed, and
another four projects were offered
to clients during the first quarter of
1989.
In a survey of clients served
during the last calendar year of the
program, twenty-seven companies
responded that they had been affected in one or more of the following areas:
• Productivity increases
54 %
• Technology transfer
lb %
•Organization development
and behavioral change
42%
•Training and education
69%
•Business and financial
assistance
65%
Lessons Learned
Two general lessons, one with
several corollaries, are evident in
the experiences of the two programs. The first lesson is about
problem complexity and the second
is about mutual gains.
Problem Complexity. The
practical problems of achieving
technology transfer are complex:
they have been found to be multidisciplinary, and their solutions

have required both academic and
nonacademic resources. Therefore,
university efforts to promote technology transfer have also been multidisciplinary and in partnership
with nonacademic organizations.
Experiences in the biotechnology transfer and industrial
innovation extension programs
reveal that when the manager of a
new biotechnology firm or of an established manufacturing business
attempts to incorporate a new
technology, he or she faces a
complex problem. To solve the
problem the manager must first
learn about the technology itself.
But he or she also must learn about
a range of other concerns—human,
financial, legal, marketing, and so
forth—depending on the nature of
the problem. Academic disciplines
represented in a solution typically
would include engineering and
physical and biological sciences, but
also social and management sciences and law. Moreover, the resources required for a solution will
extend beyond the university to
include people and organizations in
the local community and elsewhere:
banks, schools, licensing authorities,
and others.
The complex nature of
technology transfer problems has
had several implications for the biotechnology and industrial innovation programs. First, those involved in the programs know that
for extension specialists in contact
with business clients, an awareness
of the complexities is most important. That awareness translates into
an ability to work closely with
clients, over time, to identify the
disciplines and organizations
needed to solve a particular problem. Problem complexity also has
implied the need to involve an expanding number of university departments in solving problems. For
example, the Cornell School of Industrial and Labor Relations is seen
increasingly as an important resource for industrial innovation.

Finally, problem complexity is
leading the university to establish
partnerships with other academic
and nonacademic organizations to
solve technology transfer problems.
Several corollary lessons
are related to the general lesson of
problem complexity:
• Clients have often found it
difficult to "take ownership" of the
full set of information and ideas
needed to solve a complex technology transfer problem. Ongoing extension involvement often has been
necessary, especially in the industrial innovation program, to solve a
problem completely.
• Technology transfer problems
differ substantially by industry. For
example, there are major technological differences in the food,
apparel, and electromechanical
manufacturing firms of the Southern Tier region. Such differences
have created difficulties for specialists in learning about and assisting
industries that are represented by
only a few firms in the region. The
differences also have led in the
direction of establishing teams of
specialists who represent complementary areas of expertise.
• The complexity of problems has
urged large firms, as well as small
and medium-sized firms, to seek
program assistance.
• It has been difficult sometimes to
identify the appropriate people to
establish a dialogue with and direct
assistance to in a client business.
The question is this: What level of
management would be most effective in solving the technology transfer problem(s) of the company?
This question is most difficult to
answer when local firms have
owners elsewhere.
• Because technology transfer
problems are multidisciplinary, the
specialists have had the difficult
twofold task of staying current in
their own field of expertise while
understanding enough about the
variety of potentially relevant disciplines to know when any one of
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them actually is relevant. Again, the
programs are headed in the direction of establishing of multidisciplinary teams that allow for both specialization and the representation of
complementary disciplines.
Mutual Gains for Partners.
The major partners involved in the
biotechnology transfer and industrial innovation efforts operate from
different sets of incentives and even
"cultures.'' In brief, as described
earlier, the Science and Technology
Foundation has a state government
orientation; the non-extension departments have traditions that
emphasize research, teaching, and
strong relationships with a few
large businesses; and Cooperative
Extension has traditionally valued
in-depth relationships with small
and medium-sized organizations.
Differences in incentives and
cultures have created some tensions
among the organizations. Yet the
partners have forged effective relationships. The second general
lesson is that certain efforts have
promoted the establishment and
maintenance of those effective
relationships among the diverse
partners.
First, both the State of New
York and Cornell University have
established rules-of-the-game and
organizations that encourage entrepreneurs in state government and
innovative partnerships in the university. At the state level, the
Science and Technology Foundation promotes partnerships. At
Cornell, new linkages among
colleges and departments and
between the statutory and endowed branches of the university
have been encouraged.
Second, both the government and the university have given
financial support. The state has
provided funding for seed money,
as in the case of the biotechnology
transfer program, and for pilot
efforts, such as the industrial
innovation program. Cornell has
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rewarded innovations like the biotechnology program with long-term
funding.
As a result of these efforts,
the state and university organizations have formed relationships that
have proven useful to all the
partners. The Science and Technology Foundation has been able to
show that state investments in the
Center for Biotechnology in Agriculture at Cornell and in the
Industrial Innovation Extension
Service have yielded significant and
widespread benefits for New York
citizens. The university's non-extension colleges and departments
have shown a willingness to serve
small and medium-sized business
cHents and have gained business
support for their teaching and
research efforts. The Cooperative
Extension System has demonstrated
an ability to apply its principles and
methods to new clients thereby
gaining the respect of those clients.

THE FUTURE
The biotechnology transfer and industrial innovation extension
programs represent successful new
university extension efforts to encourage gains in productivity.
Recent experiences with New York
State budget difficulties reveal that,
because of their records of success,
the programs are likely to survive
and grow (Burns, 1989). Now, after
several years of operations, ideas
about how the programs could
change are emerging.
Specialists in the industrial
innovation program are hopeful
that their numbers can be increased.
They cite several reasons, all related
to problem complexity, for new
specialists to be added. Currently
the specialists have insufficient
time, they say, to develop workshops and training programs while
staying current in their areas of engineering expertise. They believe

that the multidisciplinary nature of
technology transfer and the variety
of manufacturing industries in the
Southern Tier call for a larger team
of specialists from complementary
disciplines and subdisciplines. Assistance in human resources and
community economic development,
and help in serving the apparel and
food industries, are cited as particular needs.
Leaders in Cornell's
College of Engineering are considering the merits of estabhshing new
research/extension positions that
could add to the resources for
industrial innovation extension.
These kinds of positions, which
would be new to the college, would
help overcome some incentiverelated and cultural barriers to increased faculty work in extension.
The college leaders also are hopeful
that more in-depth, long-term
relationships can be established
with Southern Tier firms, including
large firms that need assistance in
technology transfer.
Extension leaders are
hopeful that the biotechnology and
industrial innovation programs will
become a permanent part of their
organization and receive the
financial support needed to approach their potential. The involvement of county Extension agents is
beginning, particularly among
home economists who are interested in working with community
leaders to solve labor shortages and
in providing human development
workshops for employees of Southern Tier manufacturing firms.
Extension leaders are confident that
as the benefits of the programs
become known, local extension
advisory groups and county governments will support new resources and the increasing efforts of
existing agents.
The network of resource
organizations active in the programs has grown since 1986 and is
likely to expand more rapidly in the

future. Participants in the industrial
innovation program look for increased involvement, for example,
from additional units at Cornell,
such as the School of Industrial and
Labor Relations and the Department of Design and Environmental
Analysis; other universities in New
York, including Centers for Advanced Technology; the state's
community colleges; other New
York State agencies interested in
economic development; and the
federal laboratory system. One
recent development seems to offer
exceptional opportunities for
linkages: Rensselaer Polytechnic
Institute in Troy, New York, has
been selected by the National
Institute of Standards and Technology (formerly National Bureau of
Standards) to establish a regional
manufacturing technology center to
aid small and medium-sized
businesses.
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CONCLUSION
The challenge of increasing U.S.
productivity has become the
mission of the Biotechnology
Transfer Extension Project and the
Southern Tier Industrial Innovation
Extension Service. They are examples of the ways in which landgrant universities, as suggested by
Cornell President Frank H. T.
Rhodes, can adapt their research
and extension activities to serve
new clients in business and industry. The experiences of these
programs reflect both the great
potential and the substantial difficulties of creating partnerships and
networks of organizations to solve
complex technology transfer problems.
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and public highways enhance the
movement of economic inputs and
outputs. The level and mix of
public services and taxes are also
major elements in a community's
quality of life. They affect its attractiveness as a place in which to live,
shop, and invest.
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Every community makes
some basic choices about

^, pubuc services: what mix

services to provide its

future budget constraints? How
cost effective are the various
methods for provision?; and, for
different tax and user-fee options,
who will ultimately pay?
Moreover, the choices are
problematic in that citizen tastes
and preferences for services and
income distributions differ and lead
to political conflict. Further conflicts arise because, in a federal
system, with different levels of government representing different constituencies and their values, questions often arise concerning which
level of government should choose
and which level should pay for the
services.

U31TimiMiy berViœlTDgÎam citizens, what means of production

INTRODUCTION
The consequences of public service
choices for community economic
development are significant (Fox,
1988). On the demand side, public
monies are used to make purchases
for the construction and operation
of public facilities and services.
Even in small communities, governments make many purchases from
local businesses. On the supply
side, public services provide inputs
15

and delivery to employ, and who
should pay for the services provided. Community choices about
services are often complex and
difficult. Technical questions
abound, and many can be only
partially answered when a choice
must be made. Some common
technical questions include the following: what benefits would
alternative services provide and for
whom?; what are the current and

Because of the economic
and social importance, technical
complexity, and problematic nature
of community services, community
decisionmakers seek more and
better information to help them
with their choices. Oklahoma State
University, in cooperation with
other departments, agencies, and
organizations in Oklahoma, has responded to such demands for
information by developing a highly

respected research and Extension
program for community services.
The program is designed to simplify the technical complexities of
local public service choices and to
improve the ability of communities
to solve public service problems.
Through the program, local decisionmakers receive information
about their options for providing a
variety of services and for gathering
revenues to pay for those services.
The decisionmakers are also taught
skills in public service analysis and
management.

SITUATION
In 1972, USDA's Economic Research Service undertook the Great
Plains Project. Part of that project
involved conducting an information
needs assessment of local public
officials in northwestern Oklahoma.
The assessment revealed that a
major problem in the region was
the termination of community
ambulance service by funeral
homes. Local officials expressed a
need for information about their
policy options and the likely
consequences of those options.
Community ambulance service thus
became the first subject for what
eventually became known as the
Community Services Program.
Two primary and indispensable characteristics of the program
have been evident from its inception: strong research/extension
linkages and coordination among
relevant agencies and organizations. The program is, first, an
effort in practical problem solving.
Identification of a community
service problem orients the research
effort. Research results are then incorporated into Extension teaching
materials and activities. Results are
subjected to the pragmatic test of
"Did they work to solve the problem?" Research and teaching are
bound into one continuous effort.

The program also is characterized by its coordination with
other agencies and organizations.
Identification of a community
service problem usually is done by
local officials with decision-making
authority for provision of the
service. Research is initiated only
with the participation of state,
regional, and local agencies that
have responsibilities for the service
under consideration. Once the
research is completed, publications
are co-authored by agency representatives. Meetings with local decisionmakers are also co-sponsored
and co-taught by the multiagency
partners. The effort is viewed not
as an "Extension program" but as a
multiagency program with "Extension in the lead."
Initially, a major challenge
was to create multiagency coordination, especially between the Oklahoma Cooperative Extension
Service and state agencies. A
common assumption among state
agency personnel was that the
Extension Service was interested in
agriculture per se. It took three or
four years for mutual respect and
trust to overcome skepticism and
for mutual benefits from joint
activities to be commonly recognized. Any preliminary fears that
multiagency coordination might
jeopardize agency budgets have not
materialized. On the contrary,
multiagency coordination in the
program has won the respect and
support of local citizens and their
political representatives.

INTERVENTION
The Community Services Program
typically begins with a request from
a local government unit for information about a particular public
service. Currently, about one
hundred requests of this type are
received annually. Often the
request comes when a community
crisis motivates leaders to seek new

ideas. For example, residents in a
particular jurisdiction without
public fire protection may "rise up"
against high insurance costs or the
inability to get insurance.

Existing Analyses
Requests are often for information
about one of the services in the
program that has already been
studied and for which educational
materials are available. In these
cases, a budget analysis can be conducted and a multiagency-sponsored meeting developed to convey
the results. Program managers
have designed a rapid turn-around
for information—four weeks or
less. Currently, information is
available through the program on
eight different services: emergency
medical, fire, solid waste, physician
recruitment, dentist recruitment,
rural transportation, water, and
school buses. Multiagency cooperators in the program include
federal, state, and regional agencies, academic institutions, and
others. A listing of cooperators for
each program service is shown in
Table 1.
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The budget analysis
contains three parts (Doeksen,
1988). First, an estimate is made of
the local need for the service, e.g.,
estimated number of fire calls,
volume of solid waste, or number of
requests for rides. Data from previous years, if available, can be used
to make the estimate. If such data
are not available, alternative models
are developed for estimating the
need for each service in the program.

might include user fees (discounted for uncollectible charges), a special
district property tax, a portion of the local sales tax, and an assessment
fee similar to fees for water, sewer, and sanitation services.
In addition to the tri-part budget analysis, other kinds of service
information are available through the program. These include optimum
location analyses for emergency equipment, estimates of on-call reserves
needed for emergency services, and least-cost routes for solid- waste collection and school buses. Table 2 summarizes the eight program services
and the assistance available for each.

Table 1. Agencies Offering Infrastructure Assistance.

Second, projections are
made of capital and operating costs
for all reasonable options for
delivering the service. For example,
options for dehvering emergency
medical services might include a
fire department based system; a
one-location, independent system;
and a tv^^o-location, independent
system.
Finally, projections of
revenue amounts are made using
alternative arrangements. Revenue
arrangements for emergency
medical services, for example.
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Service

Agency and Type of Assistance

Emergency medical

Emergency Medical Service Division
Oklahoma Highway Safety Office
Oklahoma Cooperative Extension Service

Fire

Fire Service Training
Sub-State Development Districts
Forestry Division, State Department of
Agriculture
Oklahoma Firefighters Association
Oklahoma Cooperative Extension Service
ISO Risk Service, Inc.

SoHd waste

Industrial and Solid Waste Division
Sub-State Development Districts
Oklahoma Cooperative Extension Service

Physician recruitment

Physician Manpower Commission
Medical Schools
Oklahoma Cooperative Extension Service

Dentist recruitment

Oklahoma Univ. College of Dentistry
Oklahoma Dental Association
Oklahoma Cooperative Extension Service

Rural transportation

Oklahoma Department of Transportation
Center for Local Government Technology
Oklahoma Univ. School of Civil
Engineering
Oklahoma Cooperative Extension Service

Water

University Center for Water Research
Water Resources Board
Farmers Home Administration
Oklahoma Cooperative Extension Service

School buses

Oklahoma Department of Education
Oklahoma Cooperative Extension Service

Source: Doeksen and Kleinholz (1988).

Table 2. Summary of Oklahoma State University Extension's
Infrastructure Programs,
Service

Available Assistance

Emergency medical

Estimate calls
Prepare capital and operating budgets
1. First responders
2. Basic life support
3. Advanced life support
Estimate revenue
Estimate multiple calls
Conduct optimum location analysis

Fire

Estimate calls
Prepare capital and operating budgets
Estimate revenue
Conduct optimum location-of-stations
analysis
Estimate impact on insurance costs

Solid waste

Estimate volume of waste
Prepare capital and operating budgets
1. Pickup
2. Transferstations
3. Landfills
Estimate revenue
Suggest routes

Physician recruitment

Estimate calls
Estimate capital and operating budgets
Estimate revenue

Dentist recruitment

Estimate calls
Estimate capital and operating budgets
Estimate revenue

Rural transportation

Estimate rides
Estimate capital and operating budgets
Estimate revenue
Suggest routes

Water

Estimate water needs
Estimate capital and operating budgets
Estimate revenue
Evaluate alternative rate schedules

School buses

Evaluate bus routes

Source: Doeksen and Kleinholz (1988).
Extension takes the lead in developing the multiagency local meetings and in making those meetings public-policy education experiences. In
pursuing the latter goal, extension promotes wide participation within the
community in decisionmaking about services. Such participation is
viewed as a means of developing leadership and community-management
ability. The method of analysis and Extension presentations used in the

program is one that is often used by
Extension Services in public policy
education—identify policy alternatives and their likely consequences,
teach about the analytic process
used to predict consequences, and
then allow the local decisionmakers
to choose for themselves.
New Analysis
Sometimes information is requested
about a service not yet analyzed in
the program. Two criteria are used
in answering this type of request: a
high probability that others will
make similar requests, and sufficient program resources to allow for
additional efforts in research and
Extension teaching. Requests that
do not satisfy both criteria cannot
be met.
When a new service is incorporated into the program,
budget analyses can be initiated
using either survey or engineering
methods. The method chosen is not
as important as use of the latest
data, which reflect current prices
and technology. The need to use
current data requires periodic updates of services already in the
program. Service needs, costs, and
revenues should be updated every
two to three years.
Currently, a three-year
effort of conducting additional
analyses and preparing more
teaching resources is under way for
school bus routing. This new effort,
like all program efforts, involves
multiagency partners in designing
the research and in preparing the
publications and other teaching
materials.

OUTCOMES
Program Impacts
With the current rate of answering
one hundred requests per year, the
program is having major impacts
on Oklahoma communities. For example, emergency medical service
has been analyzed for more than
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one hundred Oklahoma communities since 1980. With assistance
from the program, nearly one half
of the state's counties have created
stable, adequate funding systems
for emergency medical service.
The program has had three
distinct kinds of impact: reduced
costs, direct benefits, and indirect
benefits. Reduced costs accrue to
the local jurisdiction when, on the
basis of program analysis, it
chooses a least-cost route for school

community's ability to manage the
service. Moreover, analytic methods learned through the program
are likely to be applied to other
community services.
When the program results
in a new, expanded, or improved
public service, as it often does,
another kind of direct benefit
accrues: the value of the service
itself. For example, benefits may be
distinguished by the value of lives
or property saved, or by the clean

service analysis is demonstrated
and taught to local decisionmakers
and standard methods of public
policy education are employed to
encourage widespread community
involvement in the decision process. Thus, political benefits are
likely to include improved leadership skills and community-management ability.
Measurements and summations of all the program impacts—reduced costs and direct and
indirect benefits—have not been
made. Such measurements are
viewed as too costly to attempt.
What is readily observable, however, is that program impacts are
substantial and growing.

Lessons Learned
On the basis of many years of experience in the program, Gerald A.
Doeksen, program leader, has developed a list of lessons learned
(1987):

buses or solid-waste collection or
when it chooses the most costeffective means of providing a
service. Households and businesses
have reduced their water and fire
insurance costs as a result of the
program.
Direct benefits for communities come in several forms. First,
because program objectives include
both providing information and
teaching how to analyze a public
service, the program improves the
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water available. The benefit exists
even for community members who
never call upon the service. For
example, citizens who have the
option to call for emergency
medical or fire services but who
never have the need to, benefit by
"peace of mind".
Indirect program benefits
include contributions not only to a
community's economic attractiveness and general quality of life, but
also to its political life. Public

1. State specialist's needs. Often
local officials do not ask for help
until a crisis hits. Unless the state
specialist has foresight and completes the applied research before
the cry for help comes, the Extension Service will not be able to
respond. Four things can be done
to listen to problems and attempt to
have the research complete before
the cry for help arrives. First,
Extension's rural development program planning committees in each
county meet annually to identify
and rank problems. From this list,
the state specialist can develop an
idea of future problems and
requests. Second, state specialists
should attend local meetings to
listen to the problems of local decisionmakers. Third, the area rural
development specialists should be
involved in the discussion of applied research issues. Fourth, the
state specialist should solicit help
from other agencies, since many of
these have experts with foresight
into future issues.

2. Extension and research linkage.
A linkage between Extension and
research is important in guiding the
research resources toward relevant
local government issues. The exact
mechanism needed to achieve and
sustain a good relationship may be
different in each state. In Oklahoma, joint research/extension appointments and the proximity of research and extension personnel are
imperative. In addition, both longrange plans and short-range activities (such as seminars) are completed by an organized rural development work group. This group
consists of all staff and graduate
students working in rural
development.
3. Joint effort with other agencies
on research projects. Many
agencies are involved in community services programs. The
Oklahoma State University (OSU)
approach is to form teams to conduct or advise the research project
jointly. For example, personnel
from the medical school, physician
manpower commission, health systems agency, and Extension recently completed a physician placement study. Everyone was involved in designing the study, collecting data, and writing the report.
The involvement of such a crosssection of professionals generally
makes the end product more useful
to local decisionmakers. All guide
books or budget studies completed
by extension involve personnel
from other agencies.
4. Joint effort with other agencies
on Extension projects. Community
development work is different from
agriculture in that we have many
agencies and departments trying to
help local leaders. There is more
than enough work to do, so rather
than compete, we should develop a
joint working arrangement. OSU
Extension personnel have developed strong ties with professionals
in many agencies. In fact, when
OSU delivers an Extension program, other agencies are cospon-

sors; if a written report is produced,
the personnel from these agencies
are coauthors. This type of trusting
relationship makes everyone happy
and is a must. Personnel from these
agencies become some of our
strongest supporters and will often
help us to collect research data,
obtain grants for us, or assist us in
getting grants.
5. Aggressive seeking of grants.
The OSU Community Services Program is where it is today because
OSU personnel have been very aggressive in seeking grants. Given
the tightening federal budgets and
the hard times in many states, new
positions and increased funds for
research and Extension may not be
forthcoming. State agencies often
fund applied research projects that
directly meet local needs. Again,
the working relationship discussed
above has opened these doors.
Since the number of Cooperative
Extension rural development personnel is limited, it is also crucial
for the Regional Rural Development Centers and USDA to fund
research that is regional in scope.
Many states do not have researchers, so their research base must
come from other states, the regional
rural development centers, or
USDA. Even states with more
abundant resources must share
with everyone to ensure efficient
use of our limited resources.
6. Regional and national network.
OSU professionals have developed
programs from other professionals
and have shared our programs with
others. For instance, in building its
economic development program,
OSU borrowed heavily from Wisconsin. Others have borrowed
heavily from OSU's community
service programs. The regional
rural development centers and
others must continue to support
regional and national seminars,
workshops, and projects. It is
imperative that everyone share
research and Extension knowledge.

7. Reward system. Regardless of
the format used, an adequate
reward system is essential. OSU's
administrators have rewarded both
Extension and research. If an institution has a "publish-or-perish"
philosophy, the Extension component may suffer; if it places extreme
emphasis on Extension, the research
component may suffer.

FUTURE
With a "good thing going," managers of the Community Services
Program plan to do more of the
same. For the near future, work on
the school bus project is proceeding
on a three-year grant. However,
rising demand for the program increasingly strains existing resources. Moreover, services already
in the program require continuous
updating. But the program managers have hopes for increased funding. Such funding could help meet
the rising demand, assist in update
efforts, and allow for additional
program services.
Work on two additional
challenges will also proceed. The
first challenge is to educate people
in Oklahoma and elsewhere about
the Community Services Program
and about the broad mission and
capacity of the Oklahoma Cooperative Extension Service. Second, an
Infrastructure Institute is being
considered that would include as
co-sponsors Oklahoma State
University, the University of
Oklahoma, and the state's Department of Commerce.

CONCLUSION
Several characteristics of the
Community Services Program explain its success. First, the program
is an integrated research/Extension
effort. Program managers have
creatively combined faculty, program assistant, and student resources from the Experiment
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Station and Extension Service.
The result is credible, practical,
problem solving knowledge for
community-service decisionmakers.
Second, the program is
linked with state and local agencies and organizations. The program managers' philosophy of
linkages is instructive on this
point. They regard the program
as a multiagency effort. Extension plays a lead role, but multiagency cooperation is considered necessary at every step.

Finally, the program managers emphasize efforts to educate
others, in Oklahoma and elsewhere,
about the program and about how
land-grant universities, through
their Cooperative Extension Services, can provide public service education for local decisionmakers.
These efforts require staff training
within the land-grant system in
what can be done, how to do it, and
why it is important to do. Staff education is directed to faculty and administrators alike, to build both the
capacity and the institutional
support necessary for high-quality
community services education.
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families in northern Alabama. To
accomplish this mission, the Extension Program uses scientific knowlPhilip Pavero, Assoc, Professor,
Center for the Study of Innovations, edge focused on defined issues and
needs. Educational
University of Maryland
services are provided to
Daryl K. Heasley, Director, Northeast citizens in a twelveRegional Center for Rural Development
county region. Emphasis is placed on serving
families with limited resources, but the services are
INTRODUCTION
not restricted to those clients
A major strength of the American
economy is its abihty to create jobs,
During the early 1980s,
and an important source of that
strength is small business starts and
expansions. During the period 1974
to 1984 the net number of jobs in
creased by about 20 percent. Most
new jobs were created by enterprises of fewer than twenty employees. (Birch, 1987).

county Extension agents in the
region identified, through clientneeds assessments, a strong desire
for ways to increase family income.

Entrepreneurship
and Extensm:
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Yet not all Americans have
shared equally in employment
growth. During the 1980s persistently high unemployment rates
have plagued some regions and
groups, particularly minorities and
youth in inner cities and some rural
areas. Recognizing the contribution
of small businesses to job growth,
our state and local governments
and educational institutions have
increasingly emphasized and supported efforts that aid in the creation and growth of small enterprises.
An important example of
such an effort is the Home Based
Business Program at Alabama
A & M University. This program is
notable because it is targeted to
limited-resource families in a region
of chronically high unemployment
and because it has been successful
in its goals of assisting the start and
growth of small businesses.

SITUATION
Alabama A & M's Cooperative
Extension Program provides, as its
core mission, educational assistance
to improve the quality of life for
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This desire reflected families' economic problems. Alabama's per
capita income ranks consistently in
the bottom tenth of all states. In
some northern Alabama counties
in the early 1980s, almost a third of
the famihes had incomes at or
below the poverty level. In one
county in 1982, about 2,800 households received food stamps and
more than 2,300 persons received
Aid to Famihes with Dependant
Children checks. Unemployment,
underemployment, and the threat

viewed as a multidisciplinary,
multiorganizational effort.
Goals and Objectives
When client needs assessments
revealed a pattern of interest in supplementing family income with
home business activities, state
specialists worked with county
agents to analyze the assessments
and develop a situation statement.
Home economics specialists then
defined specific program goals and
objectives and sought the support
and involvement of Extension administrators and colleagues.
The speciahsts defined two
overall goals: to assist entrepreneurs who are currently operating
businesses from their homes to
develop managerial skills needed
for success and growth, and to
assist clients who are starting
businesses in their homes to do
what is necessary to launch their
businesses successfully.

of increased farmer and labor displacement are all continuing
elements of the family economic
problems in the northern Alabama
region. The Extension Program responded to client needs assessments and to the economic problems they reflected by creating the
Home Based Business Program.

INTERVENTION
The Home Based Business Program (HBB) was initiated in 1984.
Leadership for the effort is provided by specialists working in the
Home Economics component of
the Extension Program. Other
Extension departments, including
Agriculture and Natural Resources, Community Resource Development, and 4-H, have also contributed. Moreover, Extension has
sought and obtained the involvement of other organizations. From
its inception, the program has been
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Specific learning objectives
of HBB are to help clients:
1. Become aware of the marketable
skills they currently possess.
2. Obtain new marketable skills.
3. Understand how to establish a
new business in their homes.
4. Obtain managerial skills that will
improve the operation of existing
businesses.
5. Estabhsh product markets.
An emerging goal is to
assist young entrepreneurs in
starting and operating home based
businesses.
Program Partners
After defining goals and objectives,
the specialists identified and estabHshed working relationships with
other campus staff and off-campus
organizations having similar goals.
On the campus of Alabama A & M,
contacts were established with
faculty members representing
specialties in marketing, child care.

and business administration. These
relationships resulted in the publication of a series of HBB leaflets.
Another important campus
relationship was created with the
Small Business Development
Center, which had been established
at the university in 1980 with
funding assistance from the U.S.
Small Business Administration.
The center's primary function is as
an educational and counseling
service for small businesses,
including one-on-one counseling,
business-related workshops and
seminars, and, with university
assistance, in-depth market research. Recenfly, the center united
with a similar center at the University of Alabama at Huntsville and
the Huntsville/Madison County
Chamber of Commerce to form the
Northeast Alabama Regional
(NEAR) Small Business Development Center. NEAR serves as a
major resource and primary referral
agency for HBB.
The specialists who
launched HBB realized from the
outset that they were hmited in
their areas of technical business
expertise. In practice. Extension has
contributed knowledge from its
areas of expertise and has been a
catalyst for HBB and the hnk for
education delivery. NEAR and
other resource agencies and individuals have provided needed
complementary expertise. Other
resource providers have included
two public accountants, four successful operators of home-based
businesses; the Better Business
Bureau of Huntsville; Junior
Achievement of North Alabama,
Inc.; the Marketing Association,
Alabama A & M Chapter;
Huntsville City Schools, Distributive Education; and Students in Free
Enterprise. NEAR and the others
have taught a variety of subjects,
including recordkeeping, marketing, accounting, procurement, and
pre-business skills. In addition,
NEAR has provided government

procurement assistance, counseling
services, library books and materials, and professional research.
Students in Free Enterprise cosponsored with Extension a oneday youth entrepreneurship
seminar, enrolling thirty-five participants from the twelve northern
Alabama counties.
Marketing
Various techniques have been used
to involve potential clients in the
program. Announcements for
workshops are published in local
newspapers and in monthly
newsletters distributed by county
Extension agents, the Huntsville/
Madison County Chamber of
Commerce, and Alabama A & M.
County agents also describe upcoming events on their weekly
radio programs and place posters in
public areas. A series of television
programs introduced HBB to
potential students who might not
have been reached by other methcxls.
Challenges
Several major challenges have been
encountered in developing HBB,
including some within Extension,
some with external program
partners, and some related to
clients. Within Extension, the
program had to be "sold" to
administrators who were apprehensive that the specialists' background
and expertise might be too limited
for the new subject. Speciahsts
outside of home economics were
apprehensive about working on a
multidisciplinary, problem-solving
team. County Extension agents had
to be taught about HBB and given
guidelines and resource materials to
initiate the program in their counties.
Another challenge has been
the establishment of relationships
with other organizations. Mutual
learning between Extension and
others has been necessary to

identify common goals, understand
the resources of each, recognize
constraints on participation, and
establish activities that result in reciprocal benefits to Extension, other
organizations, and the clients they
serve.
The greatest challenge in
getting new businesses started and
growing has been helping clientele
to obtain the capital needed to
purchase equipment and supplies.
Extension specialists have sought
actively to establish hnks with organizations that have access to
financial consultants. NEAR has
offered some assistance in this area,
but more is needed.
Finally, a major challenge
for educational programming lies in
evaluating impacts. Information
about the amount of income
attributable to HBB is difficult to
obtain. Most new entrepreneurs are
reluctant to keep good records.
Some are loath to share information
about their enterprise. Others have
remarked that they are unsure
about the stability of their businesses and do not feel their income
is large enough to report.
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• 1984 — An HBB workshop conducted at Alabama A & M had one
hundred and five persons in attendance. More than twelve hundred
families received information
through bimonthly newsletters and
personal contact with county
agents. Mass media programs
were conducted on three television
and seven radio stations. Announcements and news articles
were carried by five local newspa-

OUTCOME
Although evaluative information is
difficult to obtain, many program
benefits have been identified.
Evaluation of HBB is built into the
regular system of Extension program evaluation: agents are
required to report quarterly on each
of their program efforts, and the
Alabama A & M Cooperative
Extension Program reports annually to the USDA Extension Service
and the Alabama Governor's Office.
Results
Highlights of HBB provided in
annual fiscal year reports are as
follows:

pers. County agents reported that
they conducted sixteen special
interest meetings and workshops
attended by more than one thousand persons.
As a result of these efforts,
twenty-nine clients initiated steps
for establishing a business. Businesses starts included clothing construction and alteration, quilting,
ceramics, dollmaking, upholstery,
and a variety of crafts. In addition,
thirty-six entrepreneurs reported
that they had improved their
business practices.

Entrepreneurship
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• 1985 — Approximately twelve
hundred clients received information through bimonthly newsletters
and personal contacts with county
agents. Mass media programs were
conducted on three television and
seven radio stations. Announcements and news articles were
carried by five local newspapers.
County agents reported that they
conducted thirty special interest
meetings attended by more than
two hundred persons.

conducted, with two hundred
persons attending. Mass media
programs were presented on three
television and seven radio stations
and were covered by five local
newspapers.
Seventeen clients, all from
low-income families, completed
the initial steps in establishing a
business. Nine clients reported
improved business management
practices and income gains of more
than twelve thousand dollars.

gain of almost seventeen thousand
dollars.
• 1988 — Approximately one
hundred and twenty five adults and
twenty-four youths were involved
in training programs to develop entrepreneurial skills. At least
twenty-six adults and eight youths
initiated home based businesses.
Total income reported by these
businesses was about forty-four
thousand dollars.
In total, of the more than
one hundred people who have
started businesses with the assistance of HBB, approximately 85
percent continue in operation.
Income generated by the new
businesses is more than $170,000.
About 10 percent have not been
successful and have discontinued
operation. Another 5 percent have
ceased operation for other reasons,
primarily moving to another area.
The Appendix A contains a list of all
businesses, by type, that have been
initiated with HBB assistance and
that are currently in operation.
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As a result, nineteen
clients completed initial steps in
setting up a business. Thirty-nine
entrepreneurs reported that they
improved their current practices.
Surveys returned by students
indicated that income generated
from forty-eight new businesses
and improved practices in seventyfive pre-existing businesses over
the period 1984-85 was more than
one hundred thousand dollars.
• 1986 — More than sixty home
based businesses, initiated through
information provided by HBB, were
reported to be in operation. Two
thousand families received information through bimonthly newsletters
and personal contact with county
agents. Fifteen special interest
meetings and workshops were
25
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• 1987 — Seventy home based
businesses, initiated with assistance from HBB, were in operation. More than two thousand
families received information
through bimonthly newsletters and
personal contacts with county
agents. Fifteen special interest
meetings and workshops were
conducted, with more than four
hundred persons attending. Mass
media programs were presented on
three television and seven radio
stations and were covered by five
local newspapers.
Seven clients, all from
low-income families, completed
the initial steps in setting up a
business. Twelve clients reported
improved business management
practices and indicated an income

Lessons Learned
Several lessons can be
stated as suggestions for faculty
who are developing innovative
Extension programs for new
entrepreneurs:
• Begin by surveying potential
clients to asses current educational
needs. Review model programs
conducted on the same subject and
related subjects. Locate and establish linkages with other agencies
and organizations that have related
programs. Carefully plan the
program and project its impact.
Then approach administrators with
ideas for innovative programming,
fully prepared to justify both needs
and methods.
• Overcome any initial tendency
among Extension colleagues to
resist participating in the new
program by encouraging them to
consider how it could enhance
programs in which they already
work.

• Gauge, in the beginning, the
actual business commitment of
potential entrepreneurs. Maintain a
concern about commitment when
working with clientele and increase
it by providing information on
topics such as efficient work area,
and good recordkeeping.
• Develop mutually beneficial relationships with other agencies.
Behind such relationships lie jointly
developed and clear objectives to
ensure good communication, and a
willingness to give up some independence by sharing in the
direction of common activities.

FUTURE
Plans for the future include expanding the number of clients, diversifying the client composition, changing
the teaching method somewhat,
and establishing new partnerships.
A major goal for HBB over the 19881991 planning period is to establish
and/or increase income for five
hundred and thirty families by a
total of approximately one million
dollars.
Because of recent successes,
added emphasis in the near future,
will be given to providing educational materials and events for
young people. A change in teaching method will be to involve
clientele in more hands-on activities. That change will be accomplished through more individual
and small-group work sessions.
Program leaders hope that
new relationships can be forged
both within Extension and with
other partners. Within Extension,
community and rural development
efforts are needed to organize cooperatives and other support organizations for homebased entrepreneurs. Two new relationships with
other agencies are emerging. First,
the Association of Government
Accountants has been identified as
a target partner for HBB, one with

whom a working relationship is
desired. The hope is that HBB
clientele may become involved in
an annual eight-week course
offered by the association at
Alabama A & M. Second, the Tennessee Valley Authority is considering a proposal for funds for a pilot
program activity—home family
care for children of parents who
work at night.
Funding will play an important role in how the program
evolves. Currently, additional
funds are needed for setting up
pilot ventures such as family
daycare homes. In the long run, the
continued growth of HBB will
require the addition of staff members with background and experience in management and finance as
well as the purchase of new materials, including computer programs
on business management and
marketing. The long-run outlook is
clouded by uncertainties about
funding for NEAR. Losing this
partner would harm HBB.

CONCLUSION
Land-grant universities in general,
and Cooperative Extension Services
in particular, have long been interested in entrepreneurship. Within
Extension, ideas for business
creation and innovation are often
elements in community economic
development, 4-H projects, family
living, and farm management.
Conditions are changing, however,
to stimulate new and increased
efforts to assist entrepreneurship.
Land-grant faculty, the Economic
Research Service of USDA, and
others are showing greater interest
in the significant role that business
innovation plays in economic development (SRDC, 1987). Land-grant
university leaders are encouraging
Cooperative Extension Services to
broaden their successful work in
agriculture to assist new clients in
ways that will stimulate economic
development and help people

(NERCRD, 1989). In addition, as
shown by the HBB program, clients
are looking for information and
educational assistance about entrepreneurship.
The HBB program at Alabama A & M offers some helpful
ideas for new Extension efforts in
entrepreneurship. Most significant,
it demonstrates the importance and
efficacy of programming designed
to systematically identify client
needs and obtain administrative
support, create mutually beneficial
partnerships of complementary
resources with Extension colleagues
and outside organizations, and
adapt a program, over time, to
serve new clients in new ways.
The long-run success of Extension efforts in entrepreneurship
will depend heavily on additional
research. At the level of the firm,
more knowledge is needed about
technical and managerial skills that
support the successful creation and
expansion of businesses, especially
home based businesses and businesses started by women and
minorities. (Watkins and Allen,
1987). From a public policy perspective, more information is
needed on what communities can
do to enhance the climate for entrepreneurship in order to encourage business formations, support
the expansion of existing businesses, expand communities'
economic bases and attract new
basic businesses.

Entrepreneurship
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Businesses Initiated with the Assistance of HBB and
Currently in Operation
Type of Business
AGRICULTURE
Vegetable producers
Rabbit producers
Christmas tree producers
Catfish producers
Fruit producers
Blueberry producers
Firewood producers
Hay producers
Honey producers
Pecans producers
SERVICES
Barbering
Catering
Cake decorating
Yard services
CLOTHING AND TEXTILES
Quilting
Home sewing
OTHER
Cosmetics
Antique sales
Furniture
Mops and brooms
Oil paintings

TOTAL 103

No. in Operation
15
14
13
9
8

3
3
2
2

12
8

impose significant costs for parking, roads, police, and other public
services. Still, given the economic
attractiveness of tourism, many
Daryl K. Heasley, Director, Northeast
Regional Center for Rural Development community decisionmakers are
seeking information about strategies to promote growth. Some
communities want to learn more
INTRODUCTION
about how to anticipate the costs
From the revitalization of harbor
and potential conflicts of suchareas in old East Coast port cities to
strategies. Both needs provide imthe transformation of ghost towns
portant opportuniinto ski resorts in the Rocky Mounties for research and
tains, tourism has proven a common education instituavenue for community economic de- tions.
velopment. By attracting visitors
and catering to their needs and expectations, it has increased the
economic opportunities and resources for businesses, employees,
public service providers, consumers,
and citizens.
Philip Pavero, Assoc. Professor,
Center for the Study of Innovations,
University of Maryland

It is easy to be optimistic
about the future of the tourism
industry. Incomes are rising in the
United States and elsewhere.
Spending on business and personal

A Center for
Research and
Extension Education
about Tourism

Tourism has much to offer as
a strategy for both economic and
social development. Business travel,
convention business, educational
travel, sightseeing, recreation, and at
tractions such as museums, sports
events, theaters, and zoos can all
contribute in notable ways to a community's economy. Tourism is a
basic component of the economy—
one that brings in dollars from
elsewhere and stimulates the creation of additional nonbasic businesses. Because businesses that
serve tourists generally serve local
residents as well, tourism also helps
hold spending within the host community, thereby increasing the multiplier effect in the local economy.
Tourism also can enhance the local
quality of life significantly by preserving, as visitor attractions, a community's cultural, historical, or
natural environment.
Policies surrounding tourism
are sometimes complex, particularly
in communities and regions that
attract large numbers of tourists.
Conflicts may arise, for example, between recreational and commercial
uses of natural resources such as
forests and fisheries. Accommodating large numbers of tourists can
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travel and on leisure and recreational activities is likely to respond
well to income growth, especially
in communities endowed with
natural, historical, or cultural
amenities. Tourism should create
new opportunities for community
economic growth.
Yet tourism is becoming an
increasingly complex business. The
consumer market is growing more
segmented and sophisticated. Lifestyle changes are affecting tourism

and all other consumer-oriented
businesses. Moreover, tourism is
becoming much more competitive.
More sophisticated marketing
methods are required, and quality
control is critical. Thus, businesses
and communities can have difficulties, either in attracting enough consumers to be profitable or in
meeting the expectations of consumers they do attract.
The strategic economic
advantages, community benefits
and costs, and increasing complexities of the tourism market suggest
numerous research and Extension
opportunities for land-grant universities. Businesses will want
more information about innovative
adaptations of their products and
trade, and about management
methods to increase profits. Community decisionmakers will
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require, as a prerequisite to estabhshing good public pohcies, more
information on the advantages and
potential costs of tourism and on
ways to increase benefits, decrease
costs, and distribute the benefits
and costs equitably.
The University of Minnesota
has established a Center for Tourism recently to meet certain research and extension needs in Minnesota's tourism industry. This
case study provides a description

and analysis of the center as well as
ideas for researchers, educators,
and land-grant administrators who
are concerned about assisting their
states' tourism industries.

SITUATION
Two forces have driven the formation and expansion of the Center for
Tourism. One is the significant size
of Minnesota's tourism industry,
which adds about $5.5 billion annually to the state's income and
employs more than one hundred
thousand people. The second force
is an increasing need for research
and education. Private and public
decisionmakers seek information
about tourism—what their management and public policy options are
and what the consequences of those
options are likely to be.

Initially, it was the U.S.
Department of Agriculture that
encouraged an Extension program
for tourism in Minnesota by
selecting three of the state's counties, in 1959, for a rural development project on fishing resorts. The
Department encouraged the Minnesota Cooperative Extension Service
to recruit a tourism specialist. In
1961 a specialist was hired, and he
continues to play a key role in
Extension's tourism effort.
State government support
for tourism research and education
grew marginally at the University
of Minnesota's Minneapolis, St.
Paul, and Duluth campuses, from
the eariy 1960s until the mid-1980s,
when state support dechned. With
retrenchment occurring, the
University of Minnesota's former
Vice President, Richard Sauer,
appointed a committee to document the size and information
needs of the tourism industry in
Minnesota and to communicate its
findings to public decision makers.
The committee recognized the risks
involved in a university decision to
mount a major effort in tourism:
the industry is large and complex.
Nevertheless, the decision was
made. The role for the university
was defined as meeting the research and adult-education programming needs of the industry.
State support for the effort was
sought, resulting in increased
funding and the formation in 1987
of the University of Minnesota
Center for Tourism.

INTERVENTION
The mission of the Center for
Tourism is to develop and deliver
"a comprehensive system of educational programs, needed research,
and useful communication" to Minnesota's tourism industry (Simonson and Sem, 1987). Factors contributing to this mission include:

• A location on the University of
Minnesota's Minneapolis and St.
Paul Campus with the capacity to
reach out to the entire state through
the Extension network and the university's coordinate campuses.
• A staff that includes a full-time
director, three full-time faculty
members, part time-assistant directors at the University of Minnesota
at Crookston and at Duluth, and a
wide range of specialists to serve on
the various projects.
• Close working relationships with
the Minnesota Office of Tourism
and its three regional offices.
• A tourism industry advisory
council of approximately twenty
members representing tourism
business owners and operators, associations, and public agencies; the
council meets twice annually to
identify research and educational
programs and to locate resources.
• An administrative steering committee of seven members to coordinate policy and direction; the committee includes administrators representing tourism interests within
the university.
Coordination and Legitimacy
Efforts to coordinate the work of
the Center with state agencies, especially the Minnesota Office of
Tourism, have built on the work
and reputation of the Extension
specialist in tourist services. These
efforts are succeeding. The main
function of the Office of Tourism is
to market Minnesota's tourism and
travel industry and services. Currently, the Center and the office are
jointly funding and sponsoring
several research projects and
educational programs.
Traditionally, the involvement of county Extension agents in
tourism activities has been impeded somewhat by county
program advisory committees.
These committees, which play an
important role in developing local
programming, typically have not
included representatives of the

tourism industry. But with the organization of the Tourism Center
and the development of programs
at the state level, county agents
have been supportive and active
in tourism education. Presently,
the center is attempting to create
several "cluster agent" positions in
tourism. Cluster agents would be
funded jointly by the Minnesota
Cooperative Extension Service and
by sets of counties having interrelated tourist economies.

University of Minnesota. The list
names more than one hundred
research and survey publications
written over the past fifteen years.
Major topical headings include
Market Studies, Marketing/Communication, Attractions, Economic
Impact of Tourism, Social Impact of
Tourism, Environmental Impact of
Tourism, Tourism Resource Management, Hospitality Services, and
Transportation.

The Program
Several principles and practices
underlie the Center's program:
• Interconnection of research and
Extension efforts.
• Use of multidisciplinary insights
to provide practical, problemsolving information.
• Coordination across organizations to the extent that (1) any
proposed effort is examined to
consider who can contribute and
in what ways; and (2) all Center
events are cosponsored by others.
• Charging consumers for Center
publications and materials both to
demonstrate the value of these
products and to recover some of
the costs.

The program of the Center
is targeted to a variety of audiences:
individual business owners and
managers, private associations and
organizations, public officials, and
community leaders. Prior to the
creation of the Center, Extension
programming for tourism focused
mainly on resort and campground
management and community
tourism development. Creation of
the Center has expanded programming to event and festival management, natural resource based
tourism, bed and breakfast operations, and water development on
Lake Superior. Table 1 describes
the workshops and conferences of
the Center for Tourism, noting the
various audiences and program
methods.

The close connections
between research and Extension
and the broad multidisciplinary
base for Center efforts are evident
in the Center's list of publications
on tourism from work done at the

Center staff members
produce printed and audiovisual
materials for use in conducting
workshops and conferences. The
materials incorporate resources
from across the University of Min-
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nesota. Many of these materials also are available for purchase. The
appendix Usts eleven printed publications, four videotapes, and three sHde
sets, all available from the center. Several other bulletins, research notes,
and other materials will be available from the Center in late 1989.
Table 1. Center for Tourism Workshops and Conferences.
Workshop/Conference
Managing Resorts for Profit
A series of small-group meetings designed to improve participants'
marketing skills and demonstrate the development, interpretation, and use
of financial records (financial, income, and cash flow statements). This effort complements a computer program titled 'Tricing Your Resort Based
onYour Costs."
How to Start and Manage a Small Business
An eighteen-hour course based on enterprise management, bookkeeping, balance sheets, cash flow, business financing, accounts receivable,
forecasting, market segmentation, promotion and advertising techniques,
and evaluation. In the past three years, more than 6,000 participants have
attended these workshops.
Working with the Group Tour Business
Regional workshops developed to assist communities and tourism
and travel businesses to work with the group tour business. Technical
information on service requirements, pricing, packaging, and timing is
provided. Marketing and promotional strategies are outlined, along with
guidelines for working with travel agents.
Festival and Event Management
Statewide conferences on how to improve the management of
community festivals and events. Information is presented on liability
insurance, marketing and market planning, regulations, events management, booking entertainment, volunteer recruitment and training, and
evaluation of the event. A festival and event workbook is being developed.
Hospitality Training Workshop
A video teleconference on community tourism development,
conducted during the spring of 1988. Demand for this program has outgrown the Center's ability to deliver it in the traditional format. The
program includes ideas on community-tourism marketing and hospitality
training. More than 1,500 individuals have participated in the teleconference.
Starting a Bed and Breakfast Operation
Workshops on how to start, manage, and market farm vacations
and bed and breakfast operations. With the increasing popularity of these
operations, individuals need information to make inteUigent business
decisions. A video and bulletin have been prepared. More than 1,700
people have attended these programs.
Tourism Marketing
A wide variety of workshops designed to help tourism businesses
improve their marketing and advertising techniques. Programs have
focused on direct mail marketing, packaging, practical marketing tips, and
advertising cost- comparison methods.
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OUTCOMES
Outcomes of center activities
include both indicators of impacts
and lessons learned.
Indicators of Impacts
Substantial numbers of people
participate in the center's various
workshops and conferences. Since
the center was created in 1987,
several thousand Minnesotans each
year have participated in these
events. Several workshops have
been particularly popular over the
past two-and-one half years: "How
to Start and Manage a Small Business," with over six thousand
people; "Starting a Bed and Breakfast Operation," with more than
seventeen hundred people; and
"Hospitality Training Workshop,"
with over fifteen hundred participants in a single teleconference.
The center is less than three years
old, but its activities underscore the
substantial involvement of Minnesotans interested in tourism and
continue to have significant impacts
around the state. Following is a
summary of major center efforts:
•Worked with more than 250 small
tourism businesses in pricing and
developing financial statements. A
preliminary evaluation indicates
that businesses that implemented
recommendations have increased
their gross receipts $5,000-$28,000 at
very little expense. (Most of the recommendations were for changes in
pricing and marketing efforts.)
• Helped to organize both the statewide Bed and Breakfast Guild and
Events and Festival Association.
• Conducted more than seven
hundred critiques of brochures
published by tourism businesses.
Businesspeople are now returning a
second time for advice on updating
their brochures.
• Conducted three bed and breakfast workshops and helped a large

Fee-Based Hunting Workshop
Workshops developed to explore the feasibility of farmers and
rural landowners charging fees for the privilege of hunting. Issues of
cooperative efforts, regulations, liability, and marketing are addressed.
National Wilderness Conference
A national wilderness workshop for those interested in wilderness research and management issues. The workshop will be held
three days in Minneapolis and four days in various wilderness sites in
northern Minnesota. About 700 participants are expected.
Tourism Seminar Series
An annual seminar series on critical topics in tourism development to be held on the Minneapolis/St. Paul Campus next year.
Tentative topics include the recommendations of the President's
Commission on the Outdoors and river development as a tourism
development tool.
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majority of the runety-plus new bed and breakfast businesses with addressing start-up issues.
• Worked with the Minnesota Office of Tourism on several research
studies and educational programming.

and use to land-grant colleagues in
other states:
• Recognition of the size of the
tourism and travel industry and
commitments to action by Extension
management, department heads,
and faculty are necessary to develop
a program. Extension programs
often are initiated without resource
commitments sufficient to meet
client needs. Part of the success of
the Minnesota center can be traced
to sufficient commitments.
• Leadership by a director, working
on at least a half-time appointment,
is required to manage the programs, connections to industry, and
marketing efforts of a center. Attempts to create a center with any
less leadership time will invite
major difficulties.
• Universities are complex institutions with many specialties who can
contribute to the tourism and travel
industry. In Minnesota, faculty
from agricultural and applied economics, agricultural engineering,
business management, forestry,
home economics, landscape architecture, and veterinary medicine
have helped with center programs.
The appropriate mix of specialties
varies by particular issues within
the tourism and travel industry. The
Center helps define the issues and
the relevant mix of specialties; it
also helps individual specialists see
how their knowledge and skills are
complementary and how they can
overcome provincial barriers in
order to gain material benefits.

• Developed a Research Summary Series to help clientele in their reading
and understanding of university research reports.

• Small sums of money often are
sufficient to summarize research
findings and print bulletins or to
buy faculty time for a project. For
example, $10,000 to $20,000 can buy
a significant amount of programming time from faculty.

Lessons Learned
On the basis of their experiences, administrators and staff at the Center
have identified several important lessons that are likely to be of interest

• The tourism and travel industry
has existed for many years. If a university is to succeed in creating
tourism programs, it must build

• Worked with about thirty communities annually on community tourism
development issues.
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partnerships with groups from the
industry and interested communities.
• The tourism and travel industry is
changing rapidly, and many businesses are using sophisticated marketing techniques. University programs to serve this industry must
be high quality, current, and marketed to industry members.

THEFUTURE
The Center director has set six goals
to be accomplished over the next
three years:
1. Expand educational programming to serve more sectors of the
tourism and travel industry. New
target audiences include convention
and visitor bureaus, various
attraction groups, the restaurant
industry, and travel agents. New
methods include a lecture series for
professionals in the tourism and
travel business, increased financial
support to help both county agents
and faculty develop educational
materials, and an award for outstanding tourism educator and
researcher.
2. Expand research capabilities
through contract research and an
endowment. A research summary
series will be initiated to present
findings from twelve projects
currently under way. An emerging
research subject will be a joint effort
with the University of Minnesota's
College of Forestry to study natural
resource-based tourism, including
wilderness.
3. Improve the outreach of
county and campus faculty. One
means to accomplish this goal will
be to identify and support county
agents interested in tourism programming.
4. Begin work in international
tourism programming through
contract work and expansion of
local programming to include international tourism and travel.
5. Formalize tourism and travel
education at the University of Min33

nesota by developing a certification
program in tourism, documenting
university courses that would be
components of a tourism and travel
curriculum, and offering student
aid to work on tourism programs.
6. Broaden the financial base and
increase the annual budget from
$400,000 to $750,000. Efforts to
reach this goal include raising funds
to establish an endowed chair,
creating two tourism cluster agent
positions, increasing the funding
support of the state legislature, and
securing research contracts and
foundation grants for tourism and
travel. Recent efforts have succeeded in raising 90 percent of a
goal of one million dollars for an
endowment fund.

CONCLUSION
The Center for Tourism is a key
organization in Minnesota's
tourism system. The Center can
make key research and extension
contributions to the supply side of
the system (as shown in Figure 1),
which includes tourist attractions,
facilities, and services. Such contributions support the state's tourism
industry in three fundamental
ways.
First, the Center contributes
to the managerial and technical
abilities of individual businesspersons. The growing complexities in
tourism will present challenges to
the industry's businesses but also
opportunities for those with the
managerial and technical abilities to
adapt and innovate. Increasing the
managerial and technical abilities of
individuals—the core function of
the Center in its first two years—
support the continued growth of
Minnesota's tourist businesses,
especially small businesses.
A second contribution of the
Center involves research and
Extension for communities and
industry groups. While efforts to
inform communities and groups are

not new to the Center, they will
receive added emphasis in the
future. Such information can assist
communities and industry groups
significantly in identifying their
comparative strengths and weaknesses and in using that knowledge
to make plans. Communities will
be interested, for example, in
forming strategies for tourism
based on their geographic position,
infrastructure, human resources,
and cultural, historical, and natural
attractions. Industry groups will be
interested in devising strategies for
product and marketing innovations.
Center efforts to provide timely and
objective information will be
important for both communities
and industry groups.
Third, the Center will
continue to provide educational
and research support to public
agencies with tourism responsibilities. These will include Minnesota's
Departments of Tourism, Natural
Resources, and Transportation, as
well as historical societies and
federal agencies such as the Park
and Forest Services.
Tourism is already an important part of the economy of
many rural communities. Many
other rural communities and
businesses have the opportunity
and desire to expand tourism in
ways that enhance the local economy. Some communities are trying
to cope with too many tourists. For
all of these kinds of communities,
the Center for Tourism at the University of Minnesota represents a
source of information and a model
for harnessing land-grant university
resources to meet tourism research
and extension needs.
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APPENDIX
Publications

Topics Covered

Courtesy is Contagious

How to improve employee's customer relations skills.

Community Travel and Tourism Marketing

How to develop a marketing plan: analyzing your current
situation, identifying products, selecting target markets, setting objectives, carrying out promotional strategies, and
evaluating results.

Developing a Bed and Breakfast Business
Plan

A step-by-step process outlining business planning for a
bed and breakfast.

Evaluating Tourism Advertising with
Cost-Comparison Methods

Designing and coding ads and calculating their efficiency:
cost per inquiry, cost per visitor, and return on
advertising investment.

Family-Based Business: Starting a Bed
and Breakfast

An outline of issues that should be considered before initiating a bed and breakfast business plan.

Family-Based Business: Establishing the
Ambiance in a Bed and Breakfast

Concepts and ideas for establishing a physical setting and
personal interactions with bed and breakfast customers.

Managing Events and Festivals

A manual of management principles for operating events
and festivals.

Managing Small Resorts for Profit

Financial planning and operating procedures needed to
manage a small resort or campground.

So Your Community Wants Travel/Tourism?
Guidlines for Attracting and Serving
Visitors in Your Community

The components of tourism, hospitality; knowing the area
as a key to attracting people and keeping them there; and
organizing a community to attract tourists.

Tourism Advertising: Some Basics

Setting an advertising budget, creating a message, and the
pros and cons of various kings of advertising.

Tourism Brochures to Boost Business

Creating a concept, writing the text, graphic design, production responsibilities, and distribution.

Slide Sets

Videotapes
Bed and Breakfast Operation: More
Than Antiques

Exploring Minnesota Hospitality:
Minnesota s Travel Industry

Exploring Minnesota Hospitality:
Customer Relations Training for the
Visitor and
Retail Industry

To B&B or Not to B&B: A Case Study

Marketing Main Street
Marketing Tourism Businesses
Practical Marketing Tips for Tourism
Businesses
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