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Section Three - Head Leader
Tips for Running a Successful Club
Shared Leadership
One of the great things about many 4-H clubs is that several adults are involved in the leadership of the
club. This can also be a source of conflict for 4-H clubs. However, with planning and communication,
your club can enjoy the benefits of shared leadership.
There are a number of benefits to sharing the leadership of the club with many adults. These include:
 Greater commitment to the club by families.
 No one gets overloaded with work.
 Members have a variety of leader role models.
 More people understand club operations.

Establishing Shared Leadership
The steps to establishing a shared leadership program are:
1. Make a list of all the jobs to be done. These jobs may include communication training, area
council representative, head leader and project leaders.
2. Find out what the adults involved with the club are interested in and what skills they have.
Volunteering can do two things for people: it can use existing skills which people enjoy using or it
can be an opportunity for people to develop new skills.
There are a number of ways to find out what skills people are willing to use or develop. One way is
to meet with new families to discuss how your club is set up, what will be expected for their family
and what skills and interests they have which may benefit your club.
Another way is to use a form asking people what skills they are willing to use in your club. You may
wish to include skills such as helping members with public speaking and record keeping, assisting
committees in planning events, or other skills which fit into the duties you identified for your club.
3. Look at the duties and the skills of the people in your club and divide up the jobs. Make sure to
split the responsibility fairly. Try not to overload anyone, but include everyone who is interested in
taking on a role.
You may find that there are some jobs which no one has indicated an interest in. If that happens you
can check to see if someone in your club is interested in taking the job, or you can recruit someone
from the community to fill that role. If you decide to recruit someone, here are a few guidelines for
recruiting:
 Have a clear job description.
 Indicate the amount of time required to do the job
 Indicate why you think that person would do a great job (why are you asking them?).
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Making Teamwork Work
The key to great teamwork is communication. At the start of every year go over your club
constitution with the adults and members involved in your club. Review the rules of the club,
area and province so that people know what is expected of them. Have a copy of the
constitution and club policies or rules for each family.
As the year progresses, leaders should meet to discuss what they are doing in their area of
responsibility. This also gives the team an opportunity to discuss any problems and come up
with solutions.
If it is not possible to get leaders together on a separate day, try meeting before or after a
general club meeting. You could meet during lunch, or senior members could do a recreation
or communication activity with the club while leaders meet. Email is a common and effective
way to communicate with everyone.
Delegation is a real art. As a head leader, you
have the final responsibility to make sure that
things are done. However, in a club where
different leaders and committees look after
specific activities, this can be nerve-wracking.
Effective delegation involves giving people
responsibility and information to let them work in
the project. Not everyone does things the way
you would, or when you would, however, they
usually get the job done. If you change committee
or leader decisions or do the job for them, you
will find that people will be reluctant to
volunteer. An effective leader knows when to
intervene and when to leave people to continue
on their own.

Who Can Be Head Leader



A YPP approved 4-H Leader/volunteer. It is not required that Head Leaders lead a project
for the club.
4-H members may assume leadership roles within a club as part of their project work (for
example, the leadership project series).
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Job Description
- Head Leader and Assistant Head Leader
Purpose


The club head leader has the primary responsibility to lead the 4-H club through its annual
activities. The assistant leader supports the head leader and carries out designated duties.
 To receive all of the mail from the 4-H Manitoba office, Area Council, and Manitoba
Agriculture, Food and Rural Development (MAFRD) to distribute . During the course of the
club year, there are many opportunities for 4-H members, leaders and parents to
participate in area and provincial programs. The head leader should pass this information
on. A common complaint is that people don’t know about the 4-H opportunities available
to them. A head leader who does a good job can really help to eliminate this problem.

Responsibilities

















Contribute to the missions of the Manitoba 4-H program.
Advise and support club members, project leaders and parents.
Ensure the Manitoba 4-H registration and the required provincial and area fees are
submitted by the deadline.
Help to recruit project leaders.
Keep the best interest of all 4-H members in mind at all times.
Share information received from the M4HC, Area Council, and MAFRD with the club. It is
the responsibility of the Area Council representative to share information from Council
with the club.
Help the club’s elected officers learn and carry out their duties; assist them in developing
agendas, finding meeting places and using proper parliamentary procedure at club
meetings.
Support members as they develop and carry out the club’s program plan.
Explain club requirements and member expectations to members and families at the
beginning of the year.
Communicate regularly with project leaders and encourage them to hold regular project
meetings.
Ensure club follows 4-H Manitoba policies.
Ensure club has a current constitution and follows it (See default constitution Section Five
- Club Meeting Guide page 15).
Work with other 4-H clubs, Area Councils, and the community. Share information from
these sources with the club.
The head leader is the coordinator of the club. Duties may include:
- Ensure that the other leaders have the information that they need to do their jobs
- Book facilities for meetings and other activities
- Complete club registration form and order club supplies
- Chair leader meetings
- Coordinate the program planning committee
- Recruit additional leaders
- Club contact
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Requirements






Minimum of 18 years of age unless, the role is being filled by a senior member taking a
leadership project.
Positive, enthusiastic and honest.
Valid 4-H YPP screening.
Valid driver’s licence, if transporting youth.
Read and sign the Registered Volunteer Code of Conduct

Other Skills That Are Helpful





Organizational, communication, delegation and time management skills.
Ability to work with diverse age groups and a variety of learning levels.
Basic understanding of financial book keeping.
Basic knowledge of parliamentary procedure.

Time Commitment and Expenses



Approximately 15-20 hours per month depending on extent of club activities, committee
work and area involvement.
Expenses may include out of pocket expenses for club supplies that are usually reimbursed
by club fund (receipts must be submitted to club treasurer). Other personal expenses may
include mileage, phone calls and meals.

Supervision




Head Leader is responsible to the club. Some clubs practice the process of having 4-H
members elect and approve leaders.
The head leader co-ordinates project leaders, assistant leader, resource people, judges
and members.
Head Leader is responsible to provide YPP forms to leaders who require screening and to
ensure unscreened leaders always have a screened leader present when working with
youth.

Benefits




Fun!
Enhance leadership, communication and
organizational skills.
Opportunities for leadership training, personal
growth and travel.
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Guidelines for Additional Club Roles
The following are some potential rules for leaders in your club. You may want to tailor them
to your own club.

Project Leader(s)
Clubs may have one project leader per project. Project leaders are responsible for the
following:
 Outline project requirements to the members.
 Coordinate the teaching of project material
 Inform members and parents of project expectations (work to be done at home,
achievement day requirements, parent involvement, project costs).
 Ensure ongoing communication with the Head Leader regarding club activities and
expectations.
 Encourage member participation in other 4-H activities.

Communication Leader
The communication leader is responsible for building communication skills throughout the
4-H year. Duties may include the following:
 Provide a communication activity for club meetings (check “Communicating Effectively the
4-H Way”, “Speak Pack” and 4-H Discovery Zone, Club Pack and the M4HC Pinterest
boards at www.pinterest.com/4hmanitoba/).
 Provide opportunities for members to practice various types of communication according
to their interests and capabilities.
 Coordinate the club’s communications competition (if you have one). This may be done
with a committee.

Area Council Representative









Attend club and Area Council meetings.
Represent club at Area Council and communicate club concerns and ideas.
Communicate Area Council information to the club.
Serve on at least one Area Council committee.
Recruit club volunteers to serve on Area Council committees.
Provide input for Area Council planning and decision making.
Help decide Area Council policies and priorities.
Encourage others to attend area council events.

Your club may need other roles, or you may divide the responsibility differently. Sharing the
responsibilities of leadership will make your club stronger.
Senior members may assume any of the above roles
as part of a Leadership project and remain a member.
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All volunteers are expected to review and be familiar with the 4-H Manitoba
Volunteer Code of Conduct. Refer to page 19 of Section Two - Protecting the
4-H Family for a copy.
The Leadership Team
The success of a 4-H club depends largely on how leaders, parents, senior members and other
resource people are involved. The head leader is not expected to do all the work. A
leadership team can be very effective because there is:
 Greater efficiency, because people share the workload.
 Solid support for decisions, because they are reached as a result of united effort.
 Greater leadership potential, because every member is a contributor.
 Greater continuity of leadership if one or more members of the group end their
involvement.

Rotating Responsibilities
Research has shown that a 4-H volunteer’s tenure is increased when there is a rotation of
leadership responsibilities. For example, every few years one of the assistant leaders can take
a turn as head leader. This increases interest and incentive because of new challenging roles
and a larger variety of learning experiences for each leader. Research also indicates that a
volunteer’s tenure is greater if the individual serves as an assistant leader before serving as a
head leader.

Delegating Responsibilities - Involving Others
Creating an environment where people are willing to help is part of your role and is the basis
for effective delegation. Delegating means giving people the authority to act and the freedom
to make decisions. A good delegator:
 Knows the tasks that need to be done.
 Knows the abilities, time available and willingness of potential helpers.
 Is willing to accept the decisions of others.
 Recognizes the efforts of people who help.
 Doesn’t take over when helpers have difficulty completing a task, but does know how and
when to give support.
 Promotes cooperation, coordination and
communication.

People help when:






The task is clear and specific.
They know the people they will be working with.
They feel that what they are asked to do is useful.
They are allowed to make suggestions.
They receive recognition for their work.
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Recruiting And Involving Volunteers
Defining Jobs
What does your 4-H club need? This is important to know before you head out on
the recruitment trail! A job description, prepared by you, will help to clarify what
the job is. Refer to the club leader’s job description at the beginning of this section.

Recruiting
To find the best person for a particular job you may have to actively recruit. Some ideas are:
 Consider asking:
- Former 4-H members, parents, grandparents or retired people in the community.
- New residents (ask them before other organizations descend on them).
- Community members with no 4-H involvement, who have the skills the club could use.
 Place an ad in the local paper. Plan to have an assistant leader and assistant project
leaders. With experience, they may move into the leader position another year.
 Ask two volunteers to job share. “Two heads are better than one” when coming up with
ideas. The work load won’t seem as heavy and they can support each other.
 Invite a prospective adult to a 4-H club function and let them see what it is all about.
 Prospective volunteers can help, even if they don’t know a lot about the activity. Every
club needs help with program planning, driving, making lunch, phoning and keeping
records.

Matching the Person with the Job
A person is more likely to enjoy, perform well and grow in a job matched to personal needs
and interest. Talk with the volunteer about the job, and their skills and interest. The “Getting
Involved” form on page 15 can be used to help the potential volunteer think about personal
skills and choose a job that will be comfortable for them.

Inviting an Adult to Consider a Job
A person who chooses to accept a job will be much more committed to doing it well. Giving a
person a choice begins with personal contact. The “one-to-one” approach is the most
effective way of asking. The asking can be done by the general leader or by other experienced
leaders or members in the club. Potential volunteers will be flattered by a well thought out
approach. Here are some tips for talking about a position with a prospective volunteer:
 Show interest in the person as a person.
 Know essential information about 4-H and the job. Be prepared for questions.
 Explain why the job is important and how the job will benefit their child, themselves and
the club.
 Match the person with the job. Help the person see that it is a job that they can do.
 Give clear and reasonable job expectations using a job description. Be particularly clear
about the amount of time required and the beginning and ending dates.
 Tell your recruit what kinds of training, resources and support are available.
 When the person is ready, ask for a decision. This may come right away, or they may want
to think about it for a few days.
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Involvement
Plan together to accomplish the job. The person who says “yes” needs to join the team as
soon as possible. Bring the new volunteer into the team while interest is high. The new
volunteer can help with planning, can be trained by the person presently doing the job and
can begin to get acquainted with club members and resources.
Share the load and don’t work your ready-and-willing volunteers too hard. When jobs
come over-whelming, break them up into smaller tasks and involve more people.

be-

Follow up as appropriate. A phone call or “coffee visit” will help keep commitments firm.

Training



Training has already begun through discussion of the job description with the volunteer.
Have experienced volunteers orient new ones. Printed materials and records should be
given to the new person. The retiring leader may remain “on call” for guidance as needed.

Recognition
Be sure to say thank you and give encouragement along the way! Recognition is a very
important part of volunteer management. People like to know that they are appreciated. For
ideas on how to recognize 4-H volunteers check out the Volunteer Board on the 4-H
Manitoba Pinterest page. http://www.pinterest.com/4hmanitoba/

Thanks, we would
have gone nutty
without your
help!
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Volunteer Recognition From A-Z

A
A Simple Hand Written Note with a small gift goes a long way.
4-H Clover - thanks for your commitment to head, heart, hands and health.
Paperclip- thanks for holding our 4-H program together.
Battery- thanks for energizing our organization.
Box of raisins- thanks for your flexibility and adaptability.
Stick of gum- thanks for stickin’ with us!
Star-thanks, you are a star because of the time, effort and enthusiastic support you give the
4-H program.
Permanent Marker: The permanent mark of your contribution is everlasting.
The Discovery Zone resource has more ideas.

B,C
Bars of Chocolate: Make your own personalized candy wrappers. Use the 4-H logo and include a note or quote such as “Thank you for….. or The world is hugged by the faithful
arms of volunteers– Everett Mamour” Tape the wrappers to the chocolate bar. Give them
out as individual recognitions or at a group event.
Go to http://www.pinterest.com/barbaralplatt/printable-candy-wrappersgalore/ for websites with printable wrappers.
Customize Cookbooks: collect recipes from each volunteer with a personal story about the
recipe, if there is one , and put them together into a booklet. Hand them out as gifts at a 4-H
event.

D,E
Digital Photos: Designate a member to take photos of volunteers during 4-H activities
throughout the year. Print a digital photo of each volunteer to place inside a card and write a
hand written personal note. What a great way to say thanks in a very personal way!
Donate: Have 4-H members make a donation on behalf of the volunteer to a charity of the
Volunteers choice.
Employer Thanks: Send a thank you note to the volunteer’s employer for
sharing such a treasured resource.
Electronic Thank You: Send an eCard to say “Thank You”.
Baudville has a free eCard.
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F, G, H
Food: Nothing says “THANKS!” like some home cooked food. Organize a pot-luck meal to
thank your volunteers. Invite everyone in the club or area council as well as community
members who may have benefited from the volunteers’ time, to come together and publicly
say thanks.
Goodie Bags: Put together goodie bags (could use any kind of bag)
and fill with treats, teas, seed packets, etc. Add in a hand written
note and hand out to volunteers at the end of the 4-H year.
Highlight Volunteers: in club articles to the local paper, 4-H newsletters, blogs and on face
book pages.

I, J, K
Informal Thank You: A simple smile and warm “thank-you”. Make a personal phone call to
thank volunteers. Take a volunteer out for coffee, write a personal note or have a surprise
birthday cake.
Jazzed Up Placemats: Take random digital photos of volunteers at work., Scan/print some of
the photos, attach them to legal sized paper and laminate to make “placemats.” Use the
placemats as a surprise during a 4-H activity.
Kids Give Thanks: Ask members to paint terra-cotta pots. On the rim, with
gold paint, write “Thank You, For Helping Us Grow!” Place a packet of
flower seeds and a certificate in the pots. Have the members present them
to the leaders and volunteers.

L, M, N, O
Lifesavers: Hand out rolls of Lifesavers candy with a mailing label stuck to it
that reads “Thanks, for being a lifesaver!”
M&M’s: thanks, you have made a Marvelous and Moving difference to the 4-H program.
Nominate: Nominate 4-H leaders and volunteers for community and national volunteer
recognition awards.
Organize An Awards Event: Get creative and organize a club or area council awards event.
Present volunteers with certificates, plaques, medals or a special award made by
members. How about a Night on the Red Carpet and present an “Oscar”. Don’t forget to
include silly awards for something unique to your group.
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P, Q, R
Plant a Tree: For a lasting sign of appreciation, plant a tree in the name
the volunteer. Create a plaque to dedicate the tree in their honour.

of

Quotes: Give each volunteer a framed quote relating to
volunteerism. They can display it on their desk or hang it on the wall. Every time they look at
it, they will think of the 4-H club.
Reduce the Stress: By arranging for a massage, a foot rub, a golf lesson, dinner at a
favourite restaurant etc. Choose something that your volunteer is interested in and would
enjoy. Make them feel pampered and appreciated.

S, T, U
Support Volunteers: Write a letter of recommendation and give the volunteer a copy. A volunteer may use it for future employment, volunteer activities, school, etc. Write a letter to
the volunteers place of work telling of the outstanding work they provide to 4-H.
Take Time: Take time to answer volunteers’ questions and try to provide them
with the tools/resources they need to do their tasks. An informed
volunteer is a happy volunteer.
Unique Roots Vase: An inexpensive and personal gift can come from the discount store. Present a large vase full of water and colourful rocks at the bottom and a live plant on top. Use
the bottom of a clear plastic cup to hold the plant from falling down into the water. Add a
note, “Thank you for helping us establish roots.”

V
Volunteer Week: National Volunteer Week takes place in April. Go the website
http://volunteer.ca/nvw for great ideas, resources and opportunities.

W
Wash Volunteers’ Cars: Volunteers give their time to others, so they
often have less time for themselves. Return the favour and
organize a Volunteer Car Wash. Have 4-H members wash all the volunteers’ cars/trucks to thank them for doing so much for the club.
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X, Y
Excellent Communication: Make sure leaders and volunteers are informed about what the
club is doing and other 4-H opportunities they can share with 4-H members. Include them on
email lists and club committees. Make personal phone calls to share important information.
You Will Be Missed: When a volunteer resigns their position recognize them with a care package. Wrap some items in a reusable plastic container. Tailor the items to the new
journey the volunteer will be pursuing.

Z
Zippy Notes:
Bags of mixed nuts: “We would go ‘nuts’ without you!”
Mint: “Thanks for your Commit–mint to the 4-H program!”
Scissors: “4-H volunteers are a ‘cut’ above the rest!”
Extra gum: “The difference between ordinary and extraordinary is that little extra”
Thanks for all you do for the 4-H program.
Tea: “Thanks for being a ‘tea’ rific volunteer!”
Donut: “Donut know what I’d do without a volunteer like you!”

You
Are
Tea-rific!
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Involving Parents In 4-H
There are important reasons why 4-H club leaders should involve parents in the club and its
activities. Parent interest and cooperation is a major factor in determining the child’s attitude
towards club activities. If the parents are keen, enthusiastic and willing to help in any way
they can, it does much toward creating the same attitude in the club member. The child also
requires the active support of parents for such things as helping to find ways to finance
project materials, transportation for club events and assisting with project difficulties.

The 4-H Family
4-H Manitoba offers numerous activities that the whole family can participate in. The entire
family is welcomed and encouraged to attend meetings, achievement days and social events;
parents and families of 4-H members play a large role in having a successful club.
Parents can help improve the 4-H experience by:
 Feeling as though they are welcome, and part of the 4-H community
 Staying informed
 Promoting 4-H in their community
 Demonstrating personal interest
 Volunteering their services and knowledge
 Supporting 4-H activities
 Developing a sense of fair play
 Showing appreciation to local 4-H leaders and supporters
 Encouraging members to take on leadership roles in the club

What do parents want to know about 4-H?
If you want parents involved in 4-H, you must be able to
provide them with the following information:
 How will 4-H help my child? Why should my child join
4-H? What are the goals of the club?
 What is expected of me and my child? How much time will
it take? Will it interfere with school work?
 How much will it cost? What is involved in completing a
project? How much help will I need to give my child?
 Do I attend all meetings? Am I butting in if I stay and get
involved? What kinds of things could I do that would
benefit my child and the club?
 What are my fund-raising responsibilities? What are the
dates of club activities?
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Tips on Better Parent Cooperation
Ask Parents






For their consent when the child joins 4-H.
To come together occasionally to discuss club activities.
To attend meetings when possible in order to stay informed.
To help with parts of the club program that they have an interest or skill in.
To encourage their child to complete projects and attend club, area and provincial
activities.

Inform Parents





Make them aware of the objectives of 4-H and how it can benefit their child.
Tell them what materials or assistance their child will require to complete the project.
Tell them what duties are expected of them.
Take the opportunity to discuss the club program and their child’s progress. Remember
the parent’s interest is almost always related to their own child’s membership and
progress.

Involve Parents




Specifically invite them to events planned by the club.
Ask them to help with parts of the club program they may be interested in or have special
ability for.
Express appreciation for their help both privately and in public.

Stress the development of fair play. What the club member learns in the process of winning
an award is more important than the award itself. Have parents encourage their child to
participate for the learning experience and not for the prizes and awards.
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Managing Difficult Behaviour
Manitoba 4-H Council has created Codes of Conduct to help prevent and address conflict or
complaints which may arise during the 4-H year. Theses documents have been created as
tools for clubs, interclub associations and Area Councils to be proactive in preventing
conflict , as well as providing a procedure for addressing conflict or complaints which may be
detrimental to the 4-H program. All volunteers are expected to review and be familiar with
the 4-H Manitoba Volunteer Code of Conduct. Refer to page 19 of Section Two - Protecting
the 4-H Family for a copy.

“An ounce of prevention”
This proactive approach can save leaders the difficulty of having to deal with inappropriate
behaviour later on. At the beginning of the club and project year, the leaders and members
should sit down as a group, and together create a set of ground rules. If done as a group, it
will give members ownership and make them feel both responsible and respected. The types
of rules that should be addressed include how members will treat each other, conduct in
meetings, standards for participation in the club and whatever is important to both the
leaders and members. Try to summarize rules into five key points so it is easier to remember
and therefore comply. Post the rules at each meeting and if a situation arises, refer all members back to the posted rules that they created at the beginning of the year.
As a leader, be aware of the early signs that a situation is about to develop and be prepared:
 If the group is bored or restless use a game/activity to wake them up.
 If your group is overexcited, slip in a quiet activity like cleaning up, or working on a
puzzle.
 If meetings never start on time due to a member that won’t settle down, five minutes
before the meeting, give them a time warning. Have members on “clock-watching” and
“round-up” committees to help get the others settled and then start the meeting on time.
Often, good planning, a “grab bag of tricks” and some insight will be indispensable tools to
keep order.
See mistakes as opportunities to learn and know that some
members will need to learn a lesson over and over again.
Remember that you, as a leader, are a role model and
members will do what they see you doing.
If you treat everyone with fairness and respect, you will
quickly earn the respect and admiration of the members in
your club. Plus you will teach the members in your club that
this is the behaviour that is expected of them towards
others.
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Unacceptable Behaviour, What’s a Leader To Do?
This question has challenged leaders since 4-H began. At a meeting, a leader can face the
challenges of general rowdiness, talking back, members not listening or talking amongst
themselves - just to name a few. Because this type of behaviour can
cause some adults to lose their temper, it’s important to know what are
acceptable and unacceptable ways to respond to these situations as a
4-H Leader.
When first confronting a situation where a youth is misbehaving:
 Take a step back and take a deep breath; this will help to calm emotions.
 Behaviour is goal oriented so try to find the cause of the behaviour.
 When speaking to the youth, focus on the behaviour and not the youth’s character.
 Don’t take the behaviour personally and try not to respond to it emotionally or
instinctively - be as neutral as possible.
 Once calm, as a leader, there are a number of choices of how to handle the situation.
Steps to Managing Misbehaviour
1. Once the inappropriate behaviour has taken place, it can not be undone. Make the
incident into a learning situation for that youth. Remember that good discipline is fair,
consistent, immediate, positive, appropriate in intensity and effective. It sounds difficult, but
it becomes easier with practice.
2. Take the member aside privately, so not to humiliate them in front of the others. Talk to
them about what has happened. Only you may speak - this is not a discussion. Be sure to
express yourself in simple, clear language and speak only of the behaviour not the person.
Express how their behaviour has disappointed you using your tone of voice, facial expression
and words. Keep the talk brief. Remind the member how important they are to the club and
to you. At the end of your talk, make sure that the member understands why they are “in
trouble” and then finish on a positive note. Also keep in mind, when the talk is over, it is over!
3. Allow the member to experience the consequence of their actions. A good practice is to
create the consequence with the member. A consequence should be related to the incident,
respectful of all those involved and reasonable. For example, if the member was found to
have put graffiti on the bathroom wall, the best consequence maybe to clean the walls of the
bathroom. One thing to remember with the use of consequence is that things usually get
worse before they get better. The member will try to test your commitment to it. It can be
difficult, but as the leader, you must remain kind and firm during the test period. Punishment
may get a quicker result, but with the use of consequence, the member will develop
responsibility for their own behaviour - as long as the leader lets them be responsible for solving
their own problems. It can be very difficult to hold back and to let members learn on their
own. 4-H is a “safe” environment and what better place for members to make a
mistake and learn from it?
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The following reactions to misbehaviour are unacceptable:





To hit, push or physically abuse a youth.
To berate a youth through name calling, insulting character or verbal abuse.
Attempting to intimidate a youth through yelling or swearing.
Physically threatening a youth.

Often, the above types of punishments come from acting out of emotion. As an adult, the
4-H Leader must stay in control of his/her emotion and act in a calm rational manner.
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