
 



Setting the Stage



Presenters

Dr. Jason 
Henderson

Vice President for 
Extension and 

Outreach

Andrea 
Welchans

Assistant Vice 
President for 

County Services

RaeAnn  
Gordon

Director of Field 
Operations - 

North

Janet          
Smith

Director of Field 
Operations - 

South



Presenters

Jennifer          
Vit

IECA Executive 
Director

Julie      
Baumler

IECA Program 
Assistant



Extension Council Conference on the Road 2026

Ground Rules
• Focus on opportunities, not barriers.
• Be willing to step outside your comfort zone – stretch 

yourselves.
• Think individually – about how YOU use what you learn tonight
• At each step of the evening, think about how to what you’ve 

learned with your council and regional/county director.
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Have Questions? Just Ask!
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Agenda
• Iowa Legislative Update
• The Iowa Economy & County Extension
• The Extension Levy 
• Achieving the Extension Mission through Budget Allocation

‒ Calculating Your County’s Fiscal Health
‒ Fund analysis
‒ Program vs administration costs
‒ Talking with stakeholders about county extension funding 

• Stewardship of Public Dollars
• Adjourn at 8:30 p.m. 



Iowa Legislative Update
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Legislative Advocacy 2025-2026
• May 2025 – Bills proposed for property tax reform

‒Senator Dan Dawson authored
• June – IECA Board took action! Voted to hire lobbyist
• June-August – Dues assessment, RFP, & interviews
• October – contracted Cornerstone
• October: Work began

‒Meeting regularly with Cornerstone staff
• Matt Hinch, Sara Allen, & Paige Thorson
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Legislative Meetings (so far)

Our Message in those meetings: 

This is who we are and 
what we do. 

We request county 
extension be held harmless 

in property tax reform.



Extension Council Conference on the Road 2026

Legislative Meetings (so far)
• Senate Maj. Leader Mike Klimesh
• Senator Dan Dawson
• Senator Annette Sweeney
• Senator Jason Schultz
• Senator Dan Zumbach

• House Speaker Pat Grassley
• House Minority Leader Brian Meyer
• Representative Carter Nordman
• Representative Megan Jones

• Representative Shannon Latham
• Representative Chad Ingels
• Representative Derek Wulf
• Representative Taylor Collins
• Representative Thomas Jeneary
• Representative Scott Webster
• Representative Norlin Mommsen

• Iowa Secretary of Ag Mike Naig



Extension & 4-H Voices 
at the Capitol
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Update on tax proposals

• All will be amended
• Lists Extension
• Currently being analyzed 

for exact impact to county 
extension

1. Senate Republican Bill
2. Governor’s Bill
3. House Republican Bill
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Update on tax proposals

Senate Study Bill 3001
• Submitted by Senator Dan 

Dawson
• Complex bill; rollbacks, credits

Governor’s: HSB 563
• Cap growth – adds a 3rd cap
• freeze for seniors 65+ & 

under $350K

House Study Bill 596
• Submitted by Rep. Carter 

Nordman
• Gaining most traction
• 2% growth cap; $25,000 

residential exemption
• Initial analysis: $3M reduction 

in CAPACITY for levying
• Continued slow growth 

potential



Extension Council Conference on the Road 2026

Other bills to follow
• SF2219 - require school districts, charter schools, and accredited 

nonpublic schools to adopt policies that excuse student absences for 4-H 
and FFA activities

• SF205 – change school start date from Aug 23 to "Monday immediately 
preceding the last Monday in August"

• HF2466 - Iowa Skilled Workforce Act - many components of the 
bill, but one could involve 4-H Youth Development:

The bill “encourages” school districts to enhance workforce 
preparedness,  expand pre-apprenticeship and apprenticeship programs at 
high schools, establish a “work-based learning coordinator” to help with 
training programs and other work-based learning, and seek other funding to 
get those expansions done.



The Iowa Economy & County 
Extension
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Did Iowa’s Economy Bottom in the Second Quarter?
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2025:Q1 - US GDP fell as businesses 
bought international products in 
response to the threat of tariffs.

2025:Q2 - US GDP rose as businesses 
bought US products after stocking up on 
international goods

2025:Q3 – Rebound with consumer 
spending, AI investments and exports

2025:Q4 – US GDP slowed with 
declining exports and slower 
government spending



Iowa Revenue Shortfalls are Worse in FY26
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In December, current year revenue 
(FY26) is coming in below estimates.

Major declines in income taxes.

Decline in FY2026 Net Receipt Est.
       Sep. 30:  $8.364 billion
       Oct. 31:  $8.018 billion
       Jan. 31: $8.037 billion



The Federal Budget Problem is Debt
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Strategies to Shrink 
Government Debt

1. Sell Government Assets
2. Stronger Economic Growth
3. Increase Taxes (Tariffs)
4. Decrease Spending
5. Inflation (Monetize Debt)



The Long-Term Challenge for Iowa’s Economy

Economies have two components

Production Consumption

What is Iowa’s Economic Strength – Production or Consumption?

This Photo by Unknown Author is licensed under CC BY-SA

https://en.wikipedia.org/wiki/China_at_the_2024_Summer_Paralympics
https://creativecommons.org/licenses/by-sa/3.0/
https://creativecommons.org/licenses/by-sa/3.0/
https://creativecommons.org/licenses/by-sa/3.0/


The US has a Productivity and Workforce Challenge
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Economic Potential and Quality of Life

• How many people work?

• How productive they are at work?

Innovation:
Turning Science into Practice



US R&D Productivity Advantage has Disappeared
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The Workforce Needs Have Changed

Teach People How to Think
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Teach People How to Work
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STEM Occupations Lead the Way in Iowa
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Top Occupations

• Health care: Nurse Practitioners, 
Physicians Assistants, Health 
Managers.

• Data/Information Analysts: Data 
scientists, Information Security 
analysts, Software Analysts, Web 
and Digital Developers and 
Designers, Computer and 
Information Systems Managers

• Engineers and Technicians



STEM Skills are Not Enough
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Increased focus on:

• Career readiness

• ROI for Education



What is the Role of Extension and Outreach?

• Turning Science into Practice: Translation
• Hands-on, Experiential-based Learning 
• Teaching Work/Life Skills in addition to Technical Skills

Vision: 
Advance land-grant values by engaging all Iowans in solving 

today’s problems and preparing for a thriving future



Through 4-H, Extension Builds our Pipeline

Source: National 4-H Council: https://www.4-h.org/wp-content/uploads/2024/01/23154201/240119-Tufts-Summary-FNL.pdf



Fostering Possibilities by 
Turning Science into Opportunities

Shows What You Could Do,
Not What You Should Do



Our Challenge and Our Opportunity

For more than a century, 
Iowa State University has 

been delivering the R&D and 
workforce needs of the state.

But the needs for Iowa are 
evolving with technology and 

people.

Government funding 
challenges the current 

financial model for public 
education.

How Will We Respond?



The Extension Levy



How 
Extension
is funded…



Iowa Code
176A.8.2. To serve as an agency of the 
state and to manage and transact all of 
the business and affairs of its district and 
have control of all of the property acquired 
by it and necessary for the conduct of the 
business of the district for the purposes of 
this chapter.



How 
Extension
is funded…



Memorandum of 
Understanding

• Between Iowa State University 
and every county agricultural 
extension district. 
• Clarifies roles of the partnership
• Outlines Funding Responsibilities
• Addendum’s identify Model type
• MOU renewed in 2026 (July 1st)
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Iowa Property Tax by Taxing Authority
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Current District Tax Asking Limits

2020 
Population Levy Cap Dollar Cap FY25 Max FY26 Max FY27 Max 

Under 30,000 $0.3000 $6,000 $279,000 $285,000 $291,000 

30,000-49,999 $0.2025 $7,000 $328,000 $335,000 $342,000 

50,000-89,999 $0.1350 $9,000 $418,500 $427,500 $436,500 

90,000-199,999 $0.1350 $15,000 $660,000 $675,000 $690,000 

200,000 and Up $0.0500 $25,000 $1,000,000 $1,025,000 $1,050,000 



   



How Much Is it Really?
How much does an average taxpayer pay for the extension levy?



Residential Property – Under 30,000 Population County



Residential Property – Under 30,000 Population County

Note Assessed Value vs. 
Taxable Value



Residential Property – Under 30,000 Population County



Residential Property – 200,000 + Population County



Residential Property – 200,000 + Population County

Note Assessed Value vs. 
Taxable Value



Residential Property – 200,000 + Population County



Farmland Property - – Under 30,000 Population County



Farmland Property – Under 30,000 Population County
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Impact of Increasing Levy Rates
Henry County Acreage Example
• Raising the levy rate $.01 with taxable valuation of $131,300

$131,300/1,000 = 131.3
131.3 x .01 = $1.31

Keokuk County Farmland Example
• Raising the levy rate $.01 with taxable valuation of $59,532

$59,532/1,000 = 59.53
59.53 x .01= $.60



Extension Council Conference on the Road 2026

Value of Extension Levy
Overall, the dollars collected from the average taxpayer 
to fund extension is very small, but has big impact 
statewide.

Get info from County Treasurer’s Office about your 
county's data
• Median home value
• Assessment for County Agricultural Extension Levy



Achieving the Extension 
Mission through Budget 
Allocation
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Extension Mission

Iowa State University Extension and Outreach 
builds a strong Iowa by engaging all Iowans in

 research, education, and                     
extension experiences 

to address current and emerging real-life 
challenges.



Financial Health
Sub Fund Analysis
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Revenue & Expense Summary 
June 30 

• Beginning balances are shown 
highlighted at the top of the page.

• Ending balances are shown at the 
bottom of the page. 
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Beginning Balances



Extension Council Conference on the Road 2026Ending Balances

Beginning Balances
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Revenue & Expense Summary 
June 30 

• Beginning balances are shown 
highlighted at the top of the page.

• Ending balances are shown at the 
bottom of the page. 
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Sum of the Parts

Total Education Fund
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Focus on Your Sub-Fund Balances

Tax Sub-Fund
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Focus on Your Sub-Fund Balances

Program Sub-Fund
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Focus on Your Sub-Fund Balances

Grant Sub-Fund



Extension Council Conference on the Road 2026

    



Extension Council Conference on the Road 2026

    



Extension Council Conference on the Road 2026

    



Extension Council Conference on the Road 2026

Applying this to my county
Big Picture
• What stands out to you when you look at your ending balance trend in 

each sub-fund over the last few years?
• Are your ending balances generally growing, shrinking, or staying flat?

Ending Balance
• How comfortable are you with your current ending balance?

Sustainability
• If current revenue and spending patterns continue, what do you expect 

your ending balance to look like in 2–3 years?
• Are expenses growing faster than revenues?
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Staffing and Capacity
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What next?

• Review with your finance committee
‒ Determine your staffing and capacity by requesting this information 

from your county and/or regional director
‒ Review these analysis documents with your finance committee and full 

council
‒ Obtain revenue and expense summaries to accompany this document
‒ Set goals for your fiscal year end



Thank you
https://www.iaextensioncouncils.org/

Janet Smith
Director of Field Operations – 
South
County Services

319-325-2051
Jansmith@iastate.edu

RaeAnn Gordon
Director of Field Operations – 
North
County Services

319-350-1046
Raeannb@iastate.edu



Program vs. Adminstrative Costs
Understanding Your County’s Program Expense Ratio
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Changes in the Funding Landscape

• State of Iowa revenues decreasing

• Property tax reform will lower, or at least cap, levies

• Legislature is less interest in funding operations but has  
increased interest in funding projects

• DOGE has amplified narratives around reducing 
administrative costs

• Indirect cost rate decreased to 15%
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Changes in the Funding Landscape

• State of Iowa revenues decreasing

• Property tax reform will lower, or at least cap, levies

• Legislature is less interest in funding operations but has  
increased interest in funding projects

• DOGE has amplified narratives around reducing 
administrative costs

• Indirect cost rate decreased to 15%

Reduced / Flat / Slow Growing 
government funding

Increased interest in 
government funding directly 
tied to impact
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Ask Ourselves...

• If funding sources are tightening and shifting toward 
program support, how do we align ourselves with what they 
value?  

• How are our current spending patterns helping (or hurting) 
our ability to secure future funding?
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Ask Ourselves...

• If funding sources are tightening and shifting toward 
program support, how do we align ourselves with what they 
value?  

• How are our current spending patterns helping (or hurting) 
our ability to secure future funding?

Do we know how much we spend on programs?
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Total Expenditures

Your Budget Pie
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Total Expenditures
Operating Fund Expenses
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Total Expenditures
Operating Fund Expenses
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Total Expenditures
Operating Fund Expenses
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Total Expenditures
Operating Fund Expenses
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Total Expenditures
Operating Fund Expenses

Program Staff Overhead Facility Program Expense

Program 
Staff

Program 
Expense

Facility

Overhead 
(including 
Administrative Staff)
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Program: Administrative Expenditures
Operating Fund Expenses

Program Staff Overhead Facility Program Expense

Program 
Expenses

Administrative 
Expenses
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What is Your Program Expense Ratio?

Program Expense Ratio 
is the amount spent on 
your core mission.

Program 
Expense

Operating Fund Expenses

Program Staff Overhead Facility Program Expense

Program 
Expenses

Administrative 
Expenses
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Nonprofit Industry Standard
Program Expense Ratio divides all your program expenses by 
the organization’s total expenses.
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Nonprofit Industry Standard
Program Expense Ratio

• Charity Navigator
 70% Program Expense Ratio

• Better Business Bureau’s Wise 
Giving Alliance
 65% Program Expense Ratio
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County-Specific Data | FY25
• What is your program expense ratio?
• What is your administrative expense ratio?
• What data surprises you?

At home, ask your staff:
• Are there opportunities to strengthen program time?
• Which administrative tasks are consuming staff time?
• What other efficiencies can we adopt?



Questions?
https://www.iaextensioncouncils.org/

Andrea Welchans
Assistant Vice President | County Services

515.294.0013
andwelch@iastate.edu



Talking with Stakeholders 
about County Extension 
Funding



Extension Operations – 2 pots of money

Iowa State 
University 
Extension 

and Outreach

County 
Agricultural 
Extension 
Districts



Extension Operations – 2 pots of money

Iowa State 
University 
Extension 

and Outreach

County 
Agricultural 
Extension 
Districts
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Current District Tax Asking Limits

2020 
Population Levy Cap Incremental 

Increase FY25 Max FY26 Max FY27 Max 

Under 30,000 $0.3000 $6,000 $279,000 $285,000 $291,000 

30,000-49,999 $0.2025 $7,000 $328,000 $335,000 $342,000 

50,000-89,999 $0.1350 $9,000 $418,500 $427,500 $436,500 

90,000-199,999 $0.1350 $15,000 $660,000 $675,000 $690,000 

200,000 and Up $0.0500 $25,000 $1,000,000 $1,025,000 $1,050,000 
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How to Talk About Max Tax
• Every county is limited in tax collection (per Chapter 176A):

‒ Dollar cap
‒ Levy cap
‒ increment increase (allowable growth)

• The growth limit (increment) per year is about 2.0% in each 
population tier

• Increment increase has not kept up with inflation.

2020 Population Levy Cap Incremental 
Increase

Under 30,000 $0.3000 $6,000 

30,000-49,999 $0.2025 $7,000 

50,000-89,999 $0.1350 $9,000 

90,000-199,999 $0.1350 $15,000 

200,000 and Up $0.0500 $25,000 
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Why so many counties are at max tax?
A county’s ability to levy has been limited since 1985 and has 
not kept up with inflation.

. 
‒ For example, $231,000 was the limit in 2017 for a county with Under 

30,000 population
‒ Under 30,000 can only levy $285,000 in 2025. 

Year  Dollar Cap  Adjusted for Inflation to 2025
2017  $231,000  $305,000
2020  $249,000  $311,000
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Activity
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Help your council prepare to answer…
• What is your county’s ROI (Return on Investment)?

• Are there expenses you can minimize by collaborating with another 
county? (shared programming, share staff, etc.)

• How are you diversifying your revenue streams?

• How do extension programs (and thereby tax spending) create 
public value?



More things for councils to think about
• How can you continue to create efficiencies?

• Shared positions
• Utilizing shared resources and not recreating the wheel

• Have you analyzed your county’s fiscal health for 3 to 5 years 
in the future? 

• Can we afford the staff we have?
• Will we have a carryover problem?

• Are we achieving the extension mission?



Stewardship of Public Dollars
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Definition

How do you define good stewardship 
of public dollars?

What considerations should be taken into account?

What do taxpayers expect from their investment in extension?
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Stewardship
• Multi-faceted
• Balancing act
• Mission-driven

Delivering maximum benefits 
for lowest reasonable cost to 
taxpayers.
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Questions for Councils
• Impact – Does this help achieve our mission?
• Necessity – Is the expense clearly justified or fulfills a requirement?
• Efficiency – Is this the most cost-effective approach?
• Access – Does it serve all taxpayers (directly or indirectly)?
• Sustainable – Does this create long-term stability?
• Public Trust – Can the public understand and trust this decision?
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Scenario A: Investing Public Funds
Situation:
The council has six months of operating expenses in reserve. 
Interest rates are rising. Some members suggest moving funds 
into an interest-bearing account; others worry about access and 
risk.

Discussion Questions:
• What factors should guide this decision?
• When might not investing be the best stewardship choice?
• How does this decision protect taxpayer trust?
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Scenario B: Paying a Competitive Wage
Situation:
A long-term staff member is paid below regional market rates. 
Increasing wages will tighten the budget but may reduce turnover 
risk.

Discussion Questions:
• How does compensation connect to stewardship?
• What are the costs of not paying competitively?
• How do we balance fiscal restraint with workforce 

sustainability?
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Scenario C: Providing Health Insurance
Situation:
Health insurance costs increase by 9%. The council considers 
reducing coverage or shifting more cost to employees.

Discussion Questions:
• Why might providing benefits be considered good stewardship?
• What long-term risks exist if benefits are reduced?
• How does this align with Extension’s role as a public employer?
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Scenario D: Leveraging Levy Dollars
Situation:
The council is asked to provide a small local match to support a 
grant that could triple program reach.

Discussion Questions:
• How does this use levy dollars strategically?
• What questions should be asked before approving match 

funding?
• How does Return on Investment (ROI) factor into stewardship 

decisions?
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Scenario E: Replacing a Vacant Position
Situation:
A staff position becomes vacant. The council pauses to assess 
workload, regional partnerships, and community needs before 
rehiring. This includes the possibility of NOT rehiring.

Discussion Questions:
• How is restraint a form of stewardship?
• What data should inform this decision?
• How does this protect long-term financial health?
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Scenario F: Excess Carryover
Situation:
A carryover analysis in February indicates your county is on track to 
have $10,000 more than they are allowed to carry over into the next 
fiscal year primarily due to a vacant position.

Discussion Questions:
• What factors should your county consider in using excess funds vs. 

returning them to the county?
• How might those funds be used responsibly in service to taxpayers?
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Scenario G: Hiring – Experience vs Cost
Situation:
Your county is planning to hire a new County Youth Coordinator. The candidate 
that is offered the position is negotiating for a wage $2/hour higher than you 
have offered. This candidate is clearly more experienced in working with youth 
and education than the rest of the pool. 

Discussion Questions:
• How would an increase in wages impact your budget?
• How would hiring a more qualified candidate impact your programming?
• What tradeoffs would you be willing to make to hire the more qualified candidate? 

What tradeoffs won’t you make?
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Scenario H: Raising Your Levy Rate
Situation:
For the past 10 years your county has maintained the same levy rate. You have not 
reached the dollar cap or levy rate cap, leaving room to increase revenue if desired.

Discussion Questions:
• What circumstances might inspire a council to increase their levy request to 

maximize the budget?
• What risks to the county’s fiscal health might arise from continuing to budget below 

the cap? Up to the cap?
• How can a council balance fiscal responsibility with its responsibility to support the 

Extension mission and long-term program sustainability?



Questions?
https://www.iaextensioncouncils.org/



Wrap Up
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Wrap Up
• One insight that surprised you
• One principal of good 

stewardship to implement
• One question you’re going to 

ask your regional/county 
director about finances

• One idea you want to share 
with your council



Thank you
https://www.iaextensioncouncils.org/
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