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NC State Extension 2017 Needs Assessment
County Manager Interview Instructions


Each District Extension Director (DED) should schedule face-to-face interviews with the County Manager in each county in their district.  If a face-to-face interview is not possible a phone or zoom interview may be substituted. The least desirable method is to send the County Manager the list of questions to respond to in writing. 

Talk to each of the County Extension Directors (CED) to determine if the interviews should be completed jointly with both the CED and DED or if the DED will solely conduct the interview. This determination will be made based on knowledge of the relationship between the county and Extension, relationship with County Manager, scheduling, and other relevant factors.

Interviews should take place between July 15, 2017 and September 30, 2017.  

Please use the information provided on how to conduct interviews to re-familiarize yourself with conducting interviews.  The interview script should be used as a guide for the interview.  An interview note taking sheet is provided for your use (please reproduce as needed).  This sheet is optional, you may wish to take notes on a legal pad or some other device. You also have the option of recording the interview.  If you record the interview, take back-up notes, as recordings can be difficult to transcribe.  Also, ask for permission prior to recording the interview.  Following note transcription, all recordings must be deleted.

At the conclusion of the interview provide each County Manager with the information sheet on completing the online needs assessment survey and request they complete the survey by October 15th 2017.  Following each interview please have interview notes entered electronically at http://go.ncsu.edu/countymanagers  All interview notes should be submitted by October 15, 2017. 


Tasks/Timeline:
· Review interview materials
· Discuss interview plan with CEDs in each county
· Schedule interviews with each County Manager
· Conduct interviews (due Sept 30, 2017)
· Provide County Managers with link to needs assessment survey
· Submit interview notes online (due Oct 15, 2017)

CONDUCTING INTERVIEWS




WHAT IS AN INTERVIEW?
When you're watching the news at night or reading the paper in the morning, you'll notice that all the stories have a point in common: They all contain interviews. No matter what subject is being tackled, there'll always be people willing to be interviewed about it. And that's great, because that way we can get a sample of what people think and feel about different issues.
Interviews are usually deﬁned as a conversation with a purpose. They can be very helpful to your organization when you need information about assumptions and perceptions of activities in your community. They're also great if you're looking for in-depth information on a particular topic from an expert. (If what you really need is numerical data--how much and how many--a written questionnaire may better serve your purposes.)
Interviewing has been described as an art, rather than a skill or science. In other cases, it has been described as game in which the interviewee gets some sort of reward, or simply as a technical skill you can learn. But, no matter how you look at it, interviewing is a process that can be mastered by practice. This chapter will show you how.

WHY SHOULD YOU CONDUCT INTERVIEWS?
Using an interview is the best way to have an accurate and thorough communication of ideas between you and the person from whom you're gathering information. You have control of the question order, and you can make sure that all the questions will be answered. In addition, you may beneﬁt from the spontaneity of the interview process. Interviewees don't always have the luxury of going away and thinking about their responses or, even to some degree, censoring their responses. You may ﬁnd that interviewees will blurt things out that they would never commit to on paper in a questionnaire.

WHEN INTERVIEWS ARE NOT THE BEST OPTION
Interviews are not the only way of gathering information and depending on the case, they may not even be appropriate or eﬃcient. For example, large-scale phone interviews can be time-consuming and expensive. Mailed questionnaires may be the best option in cases where you need information form a large number of people. Interviews aren't eﬃcient either when all you need is collecting straight numeric data. Asking your respondents to ﬁll out a form may be more appropriate.
Interviews will not be suitable if respondents will be unwillingly to cooperate. If your interviewees have something against you or your organization, they will not give you the answers you want and may even mess up your results. When people don't want to talk, setting up an interview is a waste of time and resources. You should, then, look for a less direct way of gathering the information you need.


PROBLEMS WITH INTERVIEWS
You must also be well prepared for traps that might arise from interviews. For example, your interviewee may have a personal agenda and he or she will try to push the interview in a way to beneﬁt their own interests. The best solution is to become aware of your interviewee's inclinations before arranging the interview.
Sometimes, the interviewee exercises his or her control even after the interview is done, asking to change or edit the ﬁnal copy. That should be a right of the interviewer only. If the subject you're addressing involves technical information, you may have the interviewee check the ﬁnal result for you, just for accuracy.

WHOM SHOULD YOU INTERVIEW?
Your choice of interviewees will, obviously, be inﬂuenced by the nature of the information you need. For example, if you're trying to set up a volunteer program for your organization, you may want to interview the volunteer coordinator at one or two other successful agencies for ideas for your program.
On the other hand, if you're taking a look at the community's response to an ad campaign you've been running, you'll want to identify members of the target audience to interview. In this case, a focus group can be extremely useful.
If you're reluctant to contact a stranger for an interview, remember that most people enjoy talking about what they know and are especially eager to share their knowledge with those who are interested. Demonstrate interest and your chances of getting good interviews will improve.

HOW SHOULD YOU CONDUCT INTERVIEWS?
Sometimes, being a good interviewer is described as an innate ability or quality possessed by only some people and not by others. Certainly, interviewing may come more easily to some people than to others, but anybody can learn the basic strategies and procedures of interviewing. We're here to show you how.
INTERVIEW STRUCTURE:
First you should decide how structured you want your interview to be. Interviews can be formally structured, loosely structured, or not structured at all. The style of interviewing you will adopt will depend on the kind of result you're looking for.
In a highly structured interview, you simply ask subjects to answer a list of questions. To get a valid result, you should ask all subjects identical questions. In an interview without a rigid structure, you can create and ask questions appropriate the situations that arise and to the central purpose of the interview. There's no predetermined list of questions to ask. Finally, in a semi-structured setting, there is a list of predetermined questions, but interviewees are allowed to digress.
TYPES OF INTERVIEWS:
Now that you've decided how structured you want the interview to be, it's time to decide how you want to conduct it. Can you do it through the phone, or do you need to it face-to-face? Would a focus group be most appropriate? Let's look at each of these interview types in depth.


Face-to-face interviews
Face-to-face interviews are a great way to gather information. Whether you decide to interview face-to-face depends on the amount of time and resources you have available at your disposal. Some advantages of interviewing in person are:
· You have more ﬂexibility. You can probe for more speciﬁc answers, repeat questions, and use discretion as to the particular questions you ask.
· You are able to watch nonverbal behavior.
· You have control over the physical environment. 
· You can record spontaneous answers.
· You know exactly who is answering.
· You can make sure the interview is complete and all questions have been asked. 
· You can use a more complex questionnaire.
However, if face-to-face interviews prove to be too expensive, too time-consuming, or too inconvenient to be conducted, you should consider some other way of interviewing. For example, if the information you're collecting is of a sensitive and conﬁdential nature, your respondents may prefer the comfort of anonymity, and an anonymous questionnaire would probably be more appropriate.
Telephone interviews
Telephone interviews are also a good way of getting information. They're particularly useful when the person you want to speak to lives far away and setting up a face-to- face interview is impractical. Many of the same advantages and disadvantages of face-to-face interviewing apply here; the exception being, of course, that you won't be able to watch nonverbal behavior.
Here are some tips to make your phone interview successful:
· Keep phone interviews to no more than about ten minutes--exceptions to this rule may be made depending on the type of interview you're conducting and on the arrangements you've made with the interviewee.
· If you need your interviewee to refer to any materials, provide them in advance.
· Be extra motivating on the phone, because people tend to be less willing to become engaged in conversation over the phone.
· Identify yourself and offer your credentials. Some respondents may be distrustful, thinking they're being played a prank.
· If tape-recording the conversation, ask for authorization to do so.
· Write down the information as you hear it; don't trust your memory to write the information down later.
· Speak loud, clear and with pitch variation -- don't make it another boring phone call. 
· Don't call too early in the morning or too late at night, unless arranged in advance. 
· Finish the conversation cordially, and thank the interviewee.
With the increasing use of computers as a means of communication, interviews via e-mail have become popular. E-mail is an inexpensive option for interviewing. The advantages and drawbacks of e-mail interviews are similar to phone interviews. E-mails are far less intrusive than the phone. You are able to contact your interviewee, send your questions, and follow up the received answers with a thank-you message. You may never meet or talk to your respondent.
However, through e-mail your chances for probing are very limited, unless you keep sending messages back and forth to clarify answers. That's why you need to be very clear about what you need when you ﬁrst contact your interviewee. Some people may also resent the impersonal nature of e-mail interaction, while others may feel more comfortable having time to think about their answers.
Focus groups
A focus group, led by a trained facilitator, is a particular type of "group interview" that may be very useful to you. Focus groups consisting of groups of people whose opinions you would like to know may be somewhat less structured; however, the input you get is very valuable. Focus groups are perhaps the most ﬂexible tool for gathering information because you can focus in on getting the opinions of a group of people while asking open- ended questions that the whole group is free to answer and discuss. This often sparks debate and conversation, yielding lots of great information about the group's opinion.
During the focus group, the facilitator is also able to observe the nonverbal communication of the participants. Although the sample size is generally smaller than some other forms of information gathering, the free exchange of opinions brought on by the group interaction is an invaluable tool.

PREPARE FOR THE INTERVIEW
So you've chosen your interviewees, set up the interview, and started to think about interview questions. You're ready to roll, right?
Not quite. First, you need to make sure you have as much information as possible about your interview topic. You don't need to be an expert -- after all, that's why you're interviewing people! -- but you do want to be fairly knowledgeable. Having a solid understanding of the topic at hand will make you feel more comfortable as an interviewer, enhance the quality of the questions you ask, and make your interviewee more comfortable as well.
In addition, it's important to understand your interviewee's culture and background before you conduct your interview. This understanding will be reﬂected on the way you phrase your questions, your choice of words, your ice-breakers, the way you'll dress, which the material you'll avoid so that the questions remain inoffensive to your interviewee.

CONDUCT THE INTERVIEW
Now that you're prepared, it's time to conduct the interview. Whether calling or meeting someone, be sure to be on time -- your interviewee is doing you a favor, and you don't want to keep him or her waiting.
When interviewing someone, start with some small talk to build rapport. Don't just plunge into your questions -- make your interviewee as comfortable as possible.
Points to remember:
· Practice -- prepare a list of interview questions in advance. Rehearse, try lines, mock-interview friends. Memorize your questions. Plan ahead the location and ways to make the ambient more comfortable.
· Small-talk -- never begin an interview cold. Try to put your interviewee at ease and establish rapport.
· Be natural -- even if you rehearsed your interview time and time again and have all your questions memorized, make it sound and feel like you're coming up with them right there. 
· Look sharp -- dress appropriately to the ambient you're in and to the kind of person you're interviewing. Generally you're safe with business attire, but adapt to your audience. Arrive on time if you are conducting the interview in person.
· Listen -- present yourself aware and interested. If your interviewee says something funny, smile. If it's something sad, look sad. React to what you hear.
· Keep your goals in mind -- remember that what you want is to obtain information. Keep the interview on track, don't digress too much. Keep the conversation focused on your questions. Be considerate of your interviewee's limited time.
· Don't take "yes/no" answers -- monosyllabic answers don't offer much information. Ask for an elaboration, probe, ask why. Silence may also yield information. Ask the interviewee to clarify anything you do not understand
· Respect -- make interviewees feel like their answers are very important to you (they are supposed to be!) and be respectful for the time they're donating to help you.

QUESTIONS
Questions are such a fundamental part of an interview that's worth taking a minute to look at the subject in depth. Questions can relate to the central focus of your interview, with to-the-point, speciﬁc answers; they can be used to check the reliability of other answers; they can be used just to create a comfortable relationship between you and the interviewee; and they can probe for more complete answers.
It's very important that you ask your questions in a way to motivate the interviewee to answer as completely and honestly as possible. Avoid inﬂammatory questions ("Do you always discriminate against women and minorities, or just some of the time?"), and try to stay polite. And remember to express clearly what you want to know. Just because interviewer and interviewee speak the same language, it doesn't mean they'll necessarily understand each other.
There are some problems that can arise from the way you ask a question. Here are several of the most common pitfalls:
· Questions that put the interviewee in the defensive -- These questions bring up emotional responses, usually negative. To ask, "Why did you do such a bad thing?" will feel like you are confronting your interviewee, and he or she will get defensive. Try to ask things in a more relaxed manner.
· The two-in-one question -- These are questions that ask for two answers in one question. For instance, "Does your company have special recruitment policy for women and racial minorities?" may cause hesitation and indecision in the interviewee. A "yes" would mean both, and a "no" would be for neither. Separate the issues into two separate questions.
· The complex question -- Questions that are too long, too involved, or too intricate will intimidate or confuse your interviewee. The subject may not even understand the questions in its entirety. The solution is to break down the question and make brief and concise.
· In addition, pay attention to the order in which you ask your questions. The arrangement or ordering of your question may signiﬁcantly affect the results of your interview. Try to start the interview with mild and easy questions to develop a rapport with the interviewee. As the interview proceeds, move to more sensitive and complex questions.
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FINAL THOUGHTS
Remember to take good notes, if you're taking notes. Put quotation marks around the person's actual words, and don't embellish their quotes. You may tape-record the conversation, but make sure your tape recorder is working well, or hours of work can go down the drain. If you're going to tape-record your interview, make sure you obtain the interviewee's permission beforehand and on tape.
Finally, it's important to time your interview so that it won't last for hours. Some people may refuse to (or may be too busy to) engage on an interview they know will last for two or more hours. Others may lose interest during a long interview. So, try to be concise. A good rule of thumb is to make your interview long enough that you get useful information from it and short enough that you don't tire your interviewee. If you know you'll need to spend a lot of time interviewing somebody, consider dividing your interviews in two or more sessions.

IN SUMMARY
So, your interview is done and it you've got the information you needed. It's time to thank you interviewee for his or her kind cooperation. Send them a thank you note soon after the interview. Be cordial and appreciative. You never know when you may need or want to interview this person again!




























The Community Tool Box is a service of the Work Group for Community Health and Development at the University of Kansas. Licensed under a Creative Commons Attribution-Noncommercial-Share Alike 3.0 United States License. © 2016 Community Tool Box. All Rights Reserved. 
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NC State Extension 2017 Needs Assessment
County Manager Interview Script


I appreciate you taking the time to meet with me/us today.  My name is [insert] and I am the District Extension Director with NC State Extension in the [insert] district. [If County Extension Director is attending interview, introduce as well] As part of our ongoing efforts to implement educational programs that directly address the current and most important needs of our citizens and local communities, we are undertaking a needs assessment process that includes interviews with county managers, surveys of county commissioners, focus groups with stakeholders, and citizen surveys across our state.

I/We are excited that you have accepted our invitation to share with us what you think are the important issues and opportunities facing [insert county name] County, both today, and in the years ahead.  NC State Extension offers a variety of programming across the state focused on our three core program areas: agriculture and food, health and nutrition, and youth and families. In the area of agriculture and food, NC State Extension connects farmers, agribusinesses and communities with vital research-based information and technology. Research at NC State targets society's grand challenges. Extension delivers this research directly into the hands of North Carolinians, helping them to translate knowledge into everyday solutions. In health and nutrition, Extension offers a wealth of educational programs that address public health issues, improve economic well-being, and help people make healthier, better-informed decisions. Programs range from local foods, food safety, and food preservation to gardening and environmental efforts. Finally, within youth and families, 4-H is the largest youth development organization in North Carolina. Hundreds of thousands of young people learn the skills to succeed through 4-H educational programs and camps. NC State Extension conducts 4-H programs where youth learn by doing.
[Describe specific programs that are offered in the county]

[If recording: We are recording this session just so we can go back and make certain we understand accurately what you said. As called for in NC State guidelines, these recordings will be used to make a written copy, or transcription, of the interview today. Then, they will be destroyed.]



Examples of Extension Programs

	Agriculture & Food
	Nutrition
	Youth Development
	Families

	· New production practices
· Farm management 
· Agriculture field days
· Pest & weed management
· Master Gardener
· ServSafe
· Food safety and processing
· Local foods programs
· Pesticide safety
· Beef/Pork Quality Assurance
· Animal Waste Applicator training
· Landscape contractor training

	· Safe home food handling, preservation, or preparation practices
· Nutrition education
· Fitness programs
· Shopping for healthy foods
· Preparing healthy foods
· Steps to Health
· SNAP-ed
· Farm to childcare



	· 4-H science programs
· 4-H nutrition & fitness programs
· 4-H citizenship & leadership programs
· 4-H programs for at-risk youth
· 4-H competitive programs – judging, essay, quiz bowl, etc.
· 4-H day and overnight camps
· 4-H afterschool programs
· 4-H in-school programs
· 4-H clubs
· Juntos

	· Disaster readiness
· More in my basket
· Gardening and landscapes
· Volunteer readiness
· Healthy homes
· Energy conservation
· Composting
· Resource management
· Parenting
· Healthy relationships
· Older adult programs








Question 1: Let’s begin by talking about what you see as the most important program or service offered by Extension.
Probe 1: What would you identify as the one Extension program or service that you believe is the most important in your county?
Probe 2: Why is this such an important program or service?

Question 2: Let’s focus now on those challenges and issues related to agriculture and food.
Probe 1: What would you identify as the one agricultural or food production challenge or issue that you believe is the most important one facing the county today?
Probe 2: Why is this such an important issue or challenge?
Probe 3:  What priorities in the area of agriculture and food do you feel Extension should address in the future?

Question 3: Let’s focus now on those challenges and issues related to nutrition and nutrition related diseases.
Probe 1: What would you identify as the one nutrition challenge or issue that you believe is the most important one facing the county today?
Probe 2: Why is this such an important issue or challenge?
Probe 3:  What priorities in the area of nutrition do you feel Extension should address in the future?

Question 4: Let’s focus now on those challenges and issues related directly to the county’s youth.
Probe 1: What would you identify as the most important challenge or issue facing the county’s youth today?
Probe 2: Why is this such an important issue or challenge?
Probe 3:  What priorities related to youth do you feel Extension should address in the future?

Question 5: Let’s focus now on those challenges and issues related directly to the county’s families.
Probe 1: What would you identify as the most important challenge or issue facing the county’s families today?
Probe 2: Why is this such an important issue or challenge?
Probe 3:  What priorities related to families do you feel Extension should address in the future?

Question 6: Let us now move on and discuss if there are things that Extension could do to improve our service to [insert county name] County.
Probe 1: What are we doing well? 
Probe 2: What are we not doing well?

Question 7: Now let’s talk about what Extension must do in the future to remain relevant to the needs of [insert county name] County.
Probe 1: Is there anything you believe Extension should be aware of that could help our mission, county center, or programs?
Probe 2: Do you anticipate any issues on the horizon that we could help you with?

Question 8: Before we finish up, is there anything we have not talked about you believe is important for the future of Extension?


[image: ]


Help us shape the future of Extension programming in your county!


NC State Extension would appreciate your assistance in identifying important issues and opportunities within your local community. Information provided in this survey will be used to help guide and shape the research and educational activities of NC State Extension over the next five years and provide information to advance the current state of knowledge.  NC State Extension works in tandem with N.C. A&T State University, as well as federal, state and local governments to deliver education and technology from NC State and NC A&T that enriches the lives, land and economy of North Carolinians. Your participation in this survey is voluntary and confidential. You have the option to not respond to any questions that you choose.  Participation or nonparticipation will not impact your relationship with the NC State Extension. Submission of the survey will be interpreted as your informed consent to participate. Any questions about the needs assessment process or survey should be directed to Meredith Weinstein, Ph.D., Evaluation and Accountability Coordinator at meredith_weinstein@ncsu.edu.


SURVEY LINK:

http://go.ncsu.edu/countymanagersurvey




NC State Extension 2017 Needs Assessment
County Manager Interview Notes
Please submit final notes online at: http://go.ncsu.edu/countymanagers



1. Let’s begin by talking about what you see as the most important program or service offered by Extension.

a. What would you identify as the one Extension program or service that you believe is the most important in your county? (use list for examples)


b. Why is this such an important program or service?



2. Let’s focus now on those challenges and issues related directly to agriculture and food.

a. What would you identify as the one agricultural or food production challenge or issue that you believe is the most important one facing the county today?


b. Why is this such an important issue or challenge?


c. What priorities in agriculture and food do you feel Extension should address in the future?




3. Let’s focus now on those challenges and issues related directly to nutrition and nutrition related diseases.

a. What would you identify as the one nutrition challenge or issue that you believe is the most important one facing the county today?


b. Why is this such an important issue or challenge?


c. What priorities in the area of nutrition do you feel Extension should address in the future?



4. Let’s focus now on those challenges and issues related directly to the county’s youth.

a. What would you identify as the most important challenge or issue facing the county’s youth today?


b. Why is this such an important issue or challenge?


c. What priorities related to youth do you feel Extension should address in the future?




5. Let’s focus now on those challenges and issues related directly to the county’s families.

d. What would you identify as the most important challenge or issue facing the county’s families today?


e. Why is this such an important issue or challenge?


f. What priorities related to families do you feel Extension should address in the future?





6. Let us now move on and discuss if there are things that Extension could do to improve our service to [insert county name] County.

a. What are we doing well? 


b. What are we not doing well?



7. Now let’s talk about what Extension must do in the future to remain relevant to the needs of [insert county name] County.

a. Is there anything you believe Extension should be aware of that could help our mission, county center, or programs?


b. Do you anticipate any issues on the horizon that we could help you with?



8. Before we finish up, is there anything we have not talked about you believe is important for the future of Extension?
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