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Chapter 4

Raising Livestock Projects Takes a Team

Some say that what separates livestock projects from other
youth activities is the involvement of family members, guardians,
county Extension agents and agricultural science teachers. Most
people believe these projects bring families together as teams.
However, sometimes there can be problems within the team, usu-
ally because of poor communication, lack of a shared vision, or
lack of personal accountability. To prevent problems, parents and
adult leaders should understand how successful teams are built.

Working in teams is an important element of organizational
success. Although team members may have different goals indi-
vidually, teams strive for success. Teamwork is a crucial compo-
nent of a livestock project. A team should include people who are
willing to help the young person develop physically, emotionally
and mentally. Successful teams have synergy, which The Ameri-
can Heritage Dictionary defines as “the interaction of two or
more agents or forces so that their combined effect is greater than
the sum of their individual effects.” Groups with strong synergy
have unique characteristics such as (Long, Merten, & Boleman,
2007):

¢ Shared leadership roles among members

¢ Individual accountability

¢ Agreed-upon purposes and/or goals

¢ Collective work products

# Active problem-solving

Synergy is important for individuals working in teams toward
one shared vision. A vision requires setting and working toward
goals. Successful teams should have mutually agreed upon goals.
That is why in the nurturing section, we spend so much time talk-
ing about goals. You will also notice that the goal exercise has a
signature spot for the parents/guardians, the 4-H or FFA member,
and the county Extension agent/agricultural science teacher. This
was purposely done so that the “team” can begin to develop their
shared leadership roles and define their shared vision. Individuals
are better able to achieve goals when they work as a team than if
they work alone. Adults should take advantage of opportunities
to help build better teams and communicate the importance of
teamwork to young people.
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Whatis a team?
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Before team members can work collectively towards a shared vision,
they must first understand what a team is. According to Merriam-Webster,
a team is “a number of persons associated together in work or activity”
Parents, county Extension agents/agriculture science teachers, adult lead-
ers and others are all important in the development of effective teams.
Adult leaders and parents who are helping young people raise livestock
projects should strive to achieve two main goals: helping young people
learn life skills and helping them develop good character.

Identifying the roles of team members is important because it helps lay
the groundwork for each individual’s focus. In the beginning, families or
teams must sit down, plan, and set goals for each livestock project based
on each persons interest and experience level. This helps clarify everyone’s
expectations and roles. Once their roles are defined, individuals are then
accountable for their activities throughout the year.

The team development process, as defined by Bruce Tuckman, an edu-
cational psychology professor at Ohio State University, has five stages—
forming, storming, norming, performing and adjourning.

Table 1. The five stages of team development and the adults’ role in each (Long, Merten & Boleman,

2007).

Stage Process Adult role

Forming This is a period of uncertainty as members find their The leader should help group members
places in the group and form a unit. Members become become acquainted and build confidence
acquainted with each other and define the group. and trust in each other. The leader should
Members become excited about working toward their provide clear direction and purpose while
goals. The focus is on establishing the team, making involving the members and clarifying their
the members comfortable, and defining goals. roles.

Storming Experts say this is the most difficult stage. Conflicts The leader must deal with issues such as
may arise as members realize the task is different power, authority, and encouraging members
and/or more difficult than they first thought. Team to take responsibility. The leaders must
members sometimes become testy, anxious and emphasize that all members have a role and
overzealous, and they may argue about actions the no member is more important than another.
team should take. The leader can help divide responsibilities

evenly among members.

Norming Team members become accustomed to each other The leader must emphasize cooperation
and begin working together and supporting each among group members and encourage
other rather than competing. Members overcome members to use their knowledge, skills
their competing loyalties and responsibilities and and experience to collaborate with others.
begin working more as a team. Collaboration is most important at this stage.

Performing Group members are able to work more efficiently It is important for the leader to help the
because they understand each other. Any controversy team manage change during this stage. To
is handled easily because members understand each boost morale, the leader should applaud the
others’ strengths and weaknesses. The time it takes to group when it exhibits good teamwork and
reach this stage varies with each group. overcomes obstacles.

Adjourning At this stage members complete their tasks and The leader should celebrate the
reflect on their accomplishments or failures. They may accomplishments of all team members and
recommend changes for future planning and highlight thank them for their hard work. The leader
positive results. The team disbands and members may also recognize the team'’s results,
move on to new tasks. Some may feel a sense of whether the goal was reached or not.
loss because of the close bonds formed with team Recognition of hard work and dedication
members. should be the main focus in this stage.
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Forming

The animal(s) has arrived and everyone is excited! At this point, every-
one is standing around the pen admiring the livestock. The leader (usually
a parent/guardian at this time) is pointing and telling others where the
feed is and is making sure everyone understands what is going on. For the
next couple of days, the excitement continues with each team member vol-
unteering to feed, clean pens, exercise, etc. This is also the stage when team
members are better perceiving their roles and responsibilities.

Storming

All of a sudden, everyone realizes that this project may require more
work than originally thought. Team members may become frustrated
with their own roles and what everyone else is doing as well. There may be
complaints that someone didn’t clean the pen, or excuses about why the
water trough wasn't filled or the hay put out. This is common. If this hap-
pens, the leader should remind team members what each person’s role is
and hold them accountable. The leader can help everyone overcome their
frustration and get back on track.

Norming

This is when the leader should bring all team members together to
discuss what is happening with the project. This is typically when every-
one begins to see that they must work together as a team to be successful.
The leader should emphasize the goals of the project and help the team
write them down to make sure all the needs of the animal(s) are being met.
These needs include daily care, exercise, feeding, cleaning of pens, etc. This
is also when team members should realize that each week (or time of the
year) brings changes in schedules and new challenges. It will help if the
team makes weekly schedules to ensure that all tasks are being completed.

Performing

During this stage the team follows its plan and carries out the tasks. It is
a good idea for the leader to hold team meetings (possibly once a week) to
measure progress and celebrate success. It is also a good idea for the leader
to delegate and allow others to lead the meetings. This helps them learn re-
sponsibility and encourages them to take greater ownership of the project.

Adjourning

Its SHOWTIME! The end of the project year usually means exhibiting
the animal at a county, regional or statewide livestock show. This is when
the team’s hard work and dedication pay off. Whether or not the project
wins a prize, the team is successful if everyone knows they have done
their best and accomplished all their individual and team goals. Everyone
should celebrate their accomplishments (no matter how big or small). Cel-
ebration gives positive reinforcement. After celebrating the positives, the
leader should help the team reflect on what they could do to make the next
year better. That reflection is the perfect way to begin the next project.
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Adjourning I

Young exhibitors and their family members should reflect on the proj-
ect experience and discuss the outcome of the goals they set. Adult leaders
can emphasize the positive things that happened and recommend future
changes. Graduating seniors should reflect on the experiences they had and
the skills and character traits they acquired. Because many of these young
people will be going to college or entering the workforce, adults should
emphasize the influence they can have as volunteers for 4-H or FFA.

Team development is a process. Each team will perform differently.
Parents whose children are involved in livestock projects should form
teams within their families to provide support for the projects. Adults
should understand the team development process and be able to effectively
lead teams through each of the stages.

Role of family members in the team process

Adult leaders should emphasize the importance of having family mem-
bers on the team. Family members should be the young exhibitor’s main
supporters. They should serve as role models in the daily care of project
animals. Being a good role model involves demonstrating ethical practices,
encouraging showmanship, emphasizing the proper care of livestock, set-
ting goals and promoting teamwork in the community.

Young people today are involved in many activities and parents are
often career driven. This can make the planning and structuring of a fam-
ily’s days very difficult. Families involved in livestock projects must work
together to care for those animals, with every family member having a role
to play. One person might be in charge of giving the animal fresh water
every day, while another might help the exhibitor learn showmanship
practices. When everyone is involved, a family is unified and each family
member feels he or she has a stake in the livestock project. Adults should
help young people set goals and learn to be responsible for carrying out
their tasks.

Family members may have different opinions. A successful team learns
to handle those differences and accept them. Stephen Covey said, “Strength
lies in differences, not in similarities” (2007). As team members recognize
their differences, they can collaboratively develop solutions. For example,

a son might think working with a pig once before show time is sufficient.
His dad might think it is important to work with the pig as much as pos-
sible. Before the two can reach a compromise they must first discuss why
they feel as they do. In this example, the dad may explain that in the Quality
Counts lessons he learned that the more an individual works with an animal
the better it will act in the show ring. When people use facts in discussing
their points of view it is easier to come to an agreement.

Gamesmanship vs. sportsmanship

It is important to teach young people the difference between games-
manship and sportsmanship. Raising livestock is an educational op-
portunity that promotes life skill development and character education,
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so adults should emphasize the importance of demonstrating excellent
sportsmanship. This could be demonstrated by helping younger exhibitors,
following ethical practices, or showing respect to fellow exhibitors after
winning or losing. As always, adults can promote good sportsmanship by
being good role models. If young people see their parents doing things that
are unethical, they may learn to do the same.

4-H Livestock Projects - A Family Affair

The following statement from Jeff Ripley, District 11 Extension Administrator, explains
how he and his family work together to achieve success raising market livestock projects.

There is no time that a family
spends together that is more rewarding
than the times spent working together
on 4-H livestock projects. Our family
approaches this part of our lives as a
team. A team is made up of individu-
als who each have a part to play in the
success of the entire team. While a
project is the ultimate responsibility
of the 4-H member or members in the
family, it allows for, even encourages,
other members of the family to get
involved. Unlike other youth activities,
in livestock projects, the teamwork is
done before the competition actually
starts. Parents, siblings, 4-H leaders and
county Extension agents or agricultural
science teachers all play a part in the
team, helping the youth get prepared
for the show. But once the show starts,
it is up to the youth and the animal to
get it done in the ring. Our team works
very hard at home. Every single mem-
ber of our team has a role to play, and
the team members depend on each
other. As the kids get older, their part of
the project increases dramatically from
going to the barn and being told what
to do, to taking initiative and mak-
ing decisions based on what they have
learned in the past.

The following definition of a team
represents our example:

“A team comprises any group of
people linked in a common purpose.
There are, however, many components
that make up a team, like manager and
agents”

This clearly points out the role
parents, leaders and other adult sup-
porters play in the team. Mom and Dad
have to be the Managers, teaching the
kids, helping select the animals, helping
make the management decisions, and
making sure the team is moving in the
right direction.

To me, this is what makes 4-H
livestock projects unique and special.
The times that our family spends at the
barn, in the pickup and at the shows
are the things that we will remember
and will always talk about. We may not
remember how each animal placed,
or how much they brought in the sale,
but we will always remember the times
we spent together. We may not always
reach our ultimate goal, but we will
always know that we did the best we
could do, we worked hard, and we did
it as a family team. There is no doubt
that this project has made our family
stronger, and I don’t know of any other
activity that can make that claim.
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Role of the county Extension agent

or agricultural science teacher

The county Extension agent or ag. science teacher serves as the man-
ager of the team process. Agents and teachers help in areas such as the
validation process, tagging and weighing of projects, entry cards for shows,
providing educational resources, and introducing young people to new op-
portunities in agriculture. They also teach life skills and provide character
education. It is their role to recruit young people to become involved in all
aspects of 4-H and FFA.

While families oversee the day-to-day management of livestock proj-
ects, it is the role of the county Extension agent or ag. science teacher to
oversee all projects in the county. County Extension agents and teachers
support families by checking on animal projects, conducting educational
clinics on raising livestock, and helping make adjustments during the feed-
ing process. Although agents and teachers may not be experts in all areas
of market livestock, they can network with specialists who are experts and
can help families.

County Extension agents and ag. science teachers play a crucial role
in helping young people develop life skills. They teach teamwork through
judging contests, method demonstrations, and various other activities in
4-H or FFA. It is important for these adult leaders to recognize individuals
and teams for their success and acknowledge the efforts young people put
into these activities.

Summary

Understanding how to work effectively in teams is an important aspect
of youth development and character education. 4-H and FFA families,
county Extension agents/ag. science teachers, and the young exhibitors all
have important roles to play on the project teams. Adults will be more
effective leaders if they understand the team development process.
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Raising Livestock Projects Takes a Team

What Is a Team?

¢ A team is a group of people associated in
work or some activity.

¢ People involved in the team process must
understand their roles.

¢ Families and county Extension agents/agri-
culture science teachers should understand
the five stages of team development.

Role of Family Members in the

Team Process

¢ Family members are involved in the day-to-
day management of livestock projects.

¢ It is important for families to assign responsi-
bilities and develop a schedule of tasks for the
livestock project.

¢ Each family member should have a role in the
livestock project.

Role of County Extension Agent/Ag.

Science Teacher in the Team Process

¢ The county Extension agent/agricultural sci-
ence teacher is the overseer of the livestock
project (team manager).

¢ Agents and teachers are responsible for entry
cards, validation, etc.

¢ Agents are responsible for providing edu-
cational resources young people need when
raising livestock.

Six Pillars of Character in the

Team Process

¢ Young people should learn that having good
character traits promotes excellent team de-
velopment.

¢ Each one of the Six Pillars of Character is
important in the team process.

¢ Team members should recognize bad behav-
ior in teams and handle it in the appropriate
manner.

Notes:
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Weekly Tasks for 4-H/FFA Livestock Projects

Team meeting for week of

Team members present:

Team leader for week:

Major items for the week:

Days

Tasks

Notes

Sunday:

Feeding (am)
Feeding (pm)
Stall cleaning
Exercise
Practice showing
Other:

e Chad is out of town

Monday:

Feeding (am)
Feeding (pm)
Stall cleaning
Exercise
Practice showing
Other:

Tuesday:

Feeding (am)
Feeding (pm)
Stall cleaning
Exercise
Practice showing
Other:

Wednesday:

Feeding (am)
Feeding (pm)
Stall cleaning
Exercise
Practice showing
Other:

Thursday:

Feeding (am)
Feeding (pm)
Stall cleaning
Exercise
Practice showing
Other:

Friday:

Feeding (am)
Feeding (pm)
Stall cleaning
Exercise
Practice showing
Other:

Saturday:

Feeding (am)
Feeding (pm)
Stall cleaning
Exercise
Practice showing
Other:

Other comments:










AgriLIFE EXTENSION Quality Counts-GOLD

Texas A&M System Chaptei’4

Raising Livestock Projects Takes a Team

1. During this stage team members become :  A. County Extension Agent/
accustomed to each other and begin working : Agriculture Science
together and supporting each other rather than Teacher
competing. :

2. This group is the day-to-day manager of livestock

. B. Storming
projects.

3. The interaction of two or more agents or forces so :
that their combined effect is greater than the sum :  C. Synergy
of their individual effects :

4. During this stage group members begin working D. Family
more efficiently because they understand each :
other’s strengths and weaknesses. The time it
takes a team to reach this stage may vary. :  E. Team

5. A number of persons associated together in work

or activity F. Forming

6. 'This person is the overseer of livestock projects

and serves as an advisor.
G. Norming
7. Experts say this is the most difficult stage of team

development. Conflicts arise during this stage, :
and members realize the task is different and/or i H.Ajourning
more difficult than they first thought.

8. 'This stage involves members completing tasks
and reflecting on their accomplishments or
failures.

I. Performing

9. This stage is a period of uncertainty as members
find their places in the group and form a unit.
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