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INTRODUCTION: 

A community of practice provides an opportunity for people with similar interests to 

communicate, interact, collaborate on projects, encourage and be encouraged, and learn.  This proposal 

presents a concept to develop and cultivate a community of practice for Cornell Cooperative Extension 

(CCE) staff so that staff are supported as they work with, train and manage volunteers.    

Each year over 300 professional CCE staff members work with over 45,000 volunteers in 57 local 

learning centers across the state.  While there are staff assigned to oversee volunteer management, 

resources and time get in the way of a uniform training program for CCE staff working with volunteers to 

help them manage the process.   

The learners in this case are professional staff who manage volunteers.  Most volunteers are  

from one of a number of CCE programs:  4-H, the Master Gardener Volunteer Program, Master Forest 

Owner Program, board members, and committee volunteers.  Some staff have worked for CCE for many 

years and know through experience how to manage volunteers; others are new to their role and need 

guidance and training.  Many staff may know each other from professional development organization 

meetings, and meeting at trainings and events – but many do not.  Because staff time and budgets for 

travel are limited, formal opportunities for face-to-face training and networking are limited.  

This experience will include a social/community where members can ask questions, share 

information and encourage each other.  Members of the community of practice will be able to access 

documents and training resources – many of which exist already but are not very accessible - and they 

will have an opportunity to work on projects together.  Additionally veteran staff will be recruited to 

mentor and lead the experience for newer staff enhancing the peer-to-peer network. 
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INSTRUCTIONAL NEED:  

CCE staff who manage volunteers are required to be knowledgeable about a variety of topics, 

resources and processes including risk management, volunteer recruitment, volunteer training and 

policy.  In addition to knowledge, staff often mention the challenge of managing people, projects and 

personalities.  A vibrant volunteer force is a major benefit to CCE programs, but volunteers also 

introduce increased risk.  Staff need professional development and support to help better manage this 

valuable resource in a safe and effective way. 

Training staff on how to work with volunteers could address a range of challenges.  A 2003 

volunteer management capacity study Indicated that not-for-profits across the board could benefit from 

training or professional development for staff on how to work with volunteers (Hager, 2004).  Staff time 

is limited, but demands for increasing the number of individuals volunteering is high.  The study results 

link professional development and support for volunteer managers to more successful volunteer 

recruitment, retention, and risk prevention.  This suggests that efforts to provide training and 

interaction could lead to improved volunteer management. 

A number of journal articles in the Journal of Extension point to the need for better, more, and 

continued staff development in the area of volunteer management: 

• A 2012 study by University of Tennessee showed that staff working with volunteers perceive 

themselves to have high knowledge and perception levels in working with 4-H volunteer leaders, 

but have emphasized a need for readily available volunteer management materials, that are 

available to both staff and volunteers. In this example, regardless of past training and support, 

staff are indicating a need for continued development. Results show that most Extension agents 
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agreed on a need for readily available, web-based materials and for a comprehensive 4-H 

volunteer leader management system (Casteel, 2012). 

• A 2004 study by Barry Boyd of Texas A & M University indicated that extension staff, in their role 

as administrators of volunteers, often lack the competencies to fully manage and utilize 

volunteers. Skills like organizational and systems leadership, developing a positive organizational 

culture, inter-personal skills, and daily management of volunteers were measured. This study 

recommended that Extension devote greater time and resources to helping staff acquire these 

competencies (Boyd, 2004). 

The aforemented studies point to a need for more resources and training for developing staff who 

manage volunteers.  Given how spread out CCE staff are across the state – digital community building 

options were reviewed.  Etienne Wegner, an educational theorist and one of the founders of the idea of 

digital communities of practice explains that “A community of practice is a group of people who share a 

concern or a passion for something they do, and learn how to do it better as they interact regularly” ( 

Wegner-Traynor, 2011).  Wegner has also described the digital tools that might assist with the 

development of a community of practice (see Appendix A).  Examples of platform tools that can help 

nurture a community of practice include social media like Twitter and Facebook for dialogue, Padlet for 

collaborative thinking, a LMS for learning, Youtube for hosting video presentations, and WordPress for 

content hosting. 

 

REVIEW OF SIMILAR RESOURCES: 

A number of digital platforms are being used by organizations and agencies to develop 

Communities of Practice, as described by Wegner.  Organizations are turning to social networks like 
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Facebook and LinkedIn to build networks of people, promote events, and share resources.  Other 

resources are also being utilized including websites, blogs and wikis.  Several examples of platforms 

being used for volunteer management have been reviewed – see below: 

1. 4-H Youth Development Professionals, LinkedIn group: https://www.linkedin.com/groups/1819181.  
LinkedIn is a social media platform.  The group features in LinkedIn are used to connect like-minded 
individuals with opportunities for dialogue, resource sharing and encouragement.  This particular group  
lacks educational resources.  It is unclear who this group is for or who set it up but it appears that the 
members are from across the country.  The dialogue is current, but it is not busy. 

2. Energize, Inc., Especially for Leaders of Volunteers. Website: 
https://www.energizeinc.com/directory/onlinec/discussion  Energize, Inc. is set up like a website, but it 
includes an online community.  The website is very functional – easy to find resources and navigate.  The 
social media aspect seems like it may have been added later than other resources. 

3. Volunteer Management of Utah, Facebook Group: 
https://www.facebook.com/volunteermanagersofutah/ Facebook groups provide a social media platform 
for an audience.  The audience is very broad and includes many organizations and volunteers.  This group 
page look like it has been used to promote promote activities. 
 

Of the three formats the Energize website served in the most functional place to share 

resources, expertise and communications.  The website encourages those engaged with the topic to log-

in and has a newsletter that goes out by e-mail.  While there are opportunities for staff to get involved 

in forums and social media, those options are not as obvious as they could be. 

The Volunteer Management of Utah Facebook Group has the potential to be engaging, host 

photos, have an active calendar and host resources.  The organization sponsoring that page is not using 

it to its fullest.  As with other social formats, it needs to have interaction in order to look vibrant. 

The LinkedIn page has potential to connect 4-H staff from across the country socially.  A scan of 

the dialogue looked like the questions were very diverse.  It might be a challenge to keep the connected 

audience engaged if they are not interested in the topics.   

 The review of resources pointed to a few items that will need to be considered for the CCE 

Volunteer Manager Matters community of practice: 

https://www.linkedin.com/groups/1819181
https://www.energizeinc.com/directory/onlinec/discussion
https://www.facebook.com/volunteermanagersofutah/


6 | P a g e  
 

1. Resources need to be visible and accessible. 

2. A community needs someone who will prompt conversation, encourage relationship building and 

continue to add new content.   

3. The platform used should match the function of the community.  In other words if resources are 

important, it will be important to find a digital platform that allows resources to be displayed in a 

way that makes sense to the learner. 

 

PROJECT PROPOSAL: 

Volunteers and volunteer management are critical to the success of Cornell Cooperative 

Extension.  This proposal suggests creating and nurturing a community of practice entitled, “CCE 

Volunteer Management Matters” for staff so that they are better supported as they interact with, train 

and manage volunteers.    

The community of practice will be cultivated in a learning management system (LMS) that is 

organized like a web page, much like the Energize, Inc. site, where staff can quickly find documents and 

knowledge, work projects and leadership opportunities.  The LMS, Moodle, is being proposed as a 

platform so that staff can more easily interact through forums and discussion boards.  Moodle is the 

platform that CCE staff are accustomed to using.  The community of practice will be used to promote 

upcoming face to face and webinar training, and to track staff participation in training opportunities. 

Additionally veteran staff will be recruited to mentor and lead the experience for newer staff 

enhancing the peer-to-peer network.  Staff will be encouraged to share resources, ideas, photos, and 

successes improving opportunities for peer-to-peer networking.   
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LEARNER CHARACTERISTICS: 

Of the 1,100 CCE program staff across the state, 240+ can be categorized as senior level 

program staff that may supervise staff and volunteers.  It is important to note that “senior level staff” is 

not a title but is a broad a term inclusive of program staff sharing the characteristics below*: 

 

Senior level program staff: 

• are adult learners working in the field of non-formal community education 

• serve as a subject matter expert (SME) 

• have a Master’s degree or higher 

• often supervise volunteers 

• often supervise other staff  

• often have other administrative roles including grant writing  

• are most often hired as subject matter experts and not educators or volunteer managers 

• are full time employees 

• on average have 14 years’ experience working for CCE.   

• 64% are female 

• average age is 49 

• are busy 

 

* See appendix B for additional demographic details. 

 

Senior level staff includes a diverse spectrum of potential learners including those who have 

“been there” and those who are “new to it all”.  See Figure 1 descriptors of each end of the spectrum.  

Both “Ben” and “Nu” are busy but motivated learners who want to excel in the business of developing 

programs with communities and managing volunteers.   
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Figure 1: Senior level program staff may be new to the system or seasoned.  Each has something to gain by sharpening their 

skills, in this case volunteer management skills.  They will each also gain from sharing best practices, asking questions and 

connecting to one another. 

Given this information, it is safe to say that users of this resource are all adults, using this 

resource for their careers, and the audience will include both skilled and knowledgeable staff and those 

who are novices in volunteer management.  Malcolm Knowles Theory of Adult Learning (Pappas, 2013)  

and the research about the motivations of adult learners (Wlodkowski, 2008) complement one another, 

inicating that adult learners respond better when the learning experience is: learner driven, relevant, 

social, and when there are opportunities to add to the body of knowledge.  This resource will be 

developed to reflect these ideals. 

 

GOALS & OBJECTIVES:  

The overall goal of this project is to help staff confidently and competently manage volunteers.  

To achieve this, the CCE Volunteer Management Matters community of practice project will create a 
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digital community where staff who are managing volunteers can find answers, find others, learn more, 

share, and work with others on projects that achieve common goals.   

In response to the needs expressed by staff and best practices written about digital 

communities of practice the CCE Volunteer Management Matters community of practice will be 

developed as both a resources and an experience for senior level staff with major volunteer 

management responsibilities.  The resource will be developed and fostered by the CCE Organizational 

Development Unit.  The community of practice will focus on experiences that will strengthen/build:  

1. knowledge 

2. skills 

3. collaborative work 

4. mentoring relationships with colleagues  

5. confidence  

 

How do we get there?  Table 1 indicates objectives written based on needs expressed.  The 

objectives are organized by short-term and mid-term objectives and relate to the goal topics above. 

Table 1: Objectives written with short-term (knowledge, aspiration, skill, and attitude changes) and 
mid-term (behavior change) objectives: 

Objectives 

Classification: 

Relates to 

Goal # 

(listed 

above): 

Members of the CCE Volunteer Management Matters community will 

be able to:  

Short-term 1 Recall where to find (website) CCE volunteer resources. 

Short-term 4 Identify staff in other counties who can help problem-solve volunteer 

management questions, serve as a resource.    
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Short-term 2,5 Describe how to complete typical volunteer management practices 

such as volunteer onboarding and screening,  

Short-term 1, 2, 5 Recognize volunteer issues that may be a risk management concern. 

Short-term 1, 2, 5 Describe what to do when a volunteer issue is a risk management 

concern. 

Short-term 1, 2, 5 Identify who to contact when a volunteer issue is a risk management 

concern. 

Short-term 1, 2, 5 Describe your volunteer audience, demonstrating knowledge in how 

best reach them. 

Mid-term 3 Report on collaborative work efforts around volunteer management. 

Mid-term 4 Demonstrate how to mentor colleagues and seek collegial feedback. 

Mid-term 5 Practice using volunteer management tools such as the volunteer 

enrollment tool.   

Mid-term 5 Prepare evaluation materials for volunteer programs. 

Mid-term 1, 2, 5 Practice writing an implementation plan for volunteer management. 

Mid-term 1, 2, 5 Assess diversity of past volunteer demographics. How were volunteers 

recruited?  Supported?  How does this change with volunteer 

demographics? 

Mid-term 1, 2, 5 Relate content from volunteer management resources to on the job 

experiences.   

Mid-term 1, 2, 5 Create a plan for regular communication with volunteers.   

Mid-term 1, 2, 5 Choose appropriate events, activities and indirect communication 

strategies that will manage volunteers effectively.  

Mid-term 3, 5 Prepare a presentation to share program plans with others. 

Mid-term 3, 4, 5 Connect to others. 

Mid-term 3, 4, 5 Explain to others colleagues what the benefits are of using ISOTURE as 

a framework for volunteer management (see appendix C). 

Mid-term 1, 2, 3, 4, 5 Write local volunteer management plan that includes volunteer 

identification, selection, orientation, training, utilization, recognition 

and evaluation and a thoughtful implementation/delivery plan. 
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CONTENT ANALYSIS: 

The pattern and format for the CCE Volunteer Management Matters community of practice will be 

based on some aspects of the website Energize, Inc., Especially for Leaders of Volunteers (Figure 2), with 

a greater emphasis on engagement and use of commonly used digital apps and social media.  The 

resource built will include a number of different digital opportunities to engage staff.  Content will be 

offered by topics that are already available but commonly overlooked on the CCE staff site, including:  

• Volunteer Involvement Basics 

• Orientation & Training of Volunteers 

• Volunteer Recruitment, Selection & Training 

• Volunteer Risk Management 

• Volunteer Oversight 

Implicit in these topics – but not presented as a separate initiative, will be importance of 

recruiting diverse volunteers, methods and measures for regular evaluation of volunteers and  

developing and using a volunteer management plan.  Given the elements of a community of practice 

described by Wegner (Wegner-Traynor, 2011), attention will be given to having opportunities for staff to 
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connect to content, network with each other, have access to announcements, and a calendar of events 

(see visual in Appendix A).   

 

  

Figure 2: Energize Website - showing information organized in a way that it is easy to discover content. 
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Figure 3 maps out potential options for including in these categories in the CCE Volunteer 

Management community of practice.   

CCE Volunteer Management Matters community 
Resources to include 

Content Conversations Communications 
(1 way out) 

Connections Calendar 

Articles Forum Regular 
Announcements 

Professional 
Associations 

 

Books Web Meetings Instructor 
Perspective 

CCE Community  

Ted Talks Social Media (FB 
& Twitter) 

Encouragement Interest in 
managing 
volunteers 

 

CCE Volunteer 
Management 
Courses 

Hot Topics e-news   

Shared Content     

Webinars     

Podcasts     

Simulations     

 

 

 

Figure 3: Map of content and opportunities to be included in the CCE Volunteer Management Matters community 
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DETAILED PROJECT DESCRIPTION  

The CCE Volunteer Management Matters community of practice will provide staff with 

resources needed to do their jobs in a professional and consistent manner.  Resources will be delivered 

through Moodle, a Learning Management System, to deliver engaging staff opportunities for staff who 

work with and manage volunteers.  Newer staff will find content on how to resolve volunteer issues and 

will identify colleagues to mentor them as needed.  The resource will also provide a place for any staff to 

solve relevant issues and build relationships.  Additionally, the resource will provide veteran staff an 

opportunity to lead efforts on topical areas, establishing a broad resource-base of leaders and 

demonstrating that the CCE system values peer-to-peer learning. 

 

Content will be organized by topic area with a veteran staff member hosting each topic.  The 

topics will include a chance for staff to learn content, interact with one another informally, and work 

together on relevant issues.  See Figure 3: Map of Content and Opportunities (shown here below but a 

part of section B3) for details.  CCE Volunteer Management Matters will also include: 

announcements/encouragement delivered through the forum (and by e-mail), video introductions of 

content, regular e-news, a calendar of events, and a news and updates from participants.  

Considerations for the content come from Wegner’s schematic of communities of practice – see 

Appendix A.  Organization is intended to be pleasing, welcoming, motivate task completion, of the same 

look and feel as other Extension digital information, and not overwhelming to busy staff. 

 

NARRATIVE OF USER EXPERIENCE 

Unlike some learner experiences delivered in a LMS, the experience within the CCE Volunteer 

Management Matters community of practice will be non-linear in nature.  It is not intended to bring all 
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users through the same experience but to allow users to come in with a specific need, find resources 

and grow alliances.  The schematic in Figure 4 shows the opportunities available for users to interact 

with content.   

 

       Figure 4: Opportunities for staff learners 

 

The content has been intentionally planned to meet the needs of new staff  and veteran staff.   The 

narrative below is intended to share the experience of two users:  “Nu Tuitall” a new staff member and 

“Ben There” a veteran staff member.   

1. Nu Tuitall has been on the job as a CCE 4-H Educator for 3 months.  She has been to new staff 

orientation and has received local training from her Executive Director.  There are, however, 
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many facets to this job and she is feeling overwhelmed.  One task that Nu is having a hard time 

with is screening new volunteers.  It feels like there is a lot riding on this task – risk 

management, following expected procedure, and just getting it done.  She is steered towards 

the CCE Volunteer Management Matters community of practice by a promotion that she saw in 

the CCE all-staff newsletter.  She registers to become a part of the community of practice and 

recognizes it as a Moodle site.  She is familiar with Moodle because that is the LMS used for New 

Staff Orientation.  Once she has logged in the first time, she begins to receive weekly 

communications from the system administrator with updates and events and introductions to 

other staff who are working with volunteers.  She completes modules on Volunteer Screening 

and sees that she can ask questions within the forum and that answers are monitored and 

facilitated by her peers in other counties.  As she gets used to the format of the community of 

practice she realizes that there are other opportunities for engagement – she can share videos, 

photos and stories with her colleagues, she can ask questions and she can see what others are 

doing.  She earns a badge in the Volunteer Screening topic and as a result of the activities and 

simulations she is more confident in the process.   As Nu becomes more familiar with her 

colleagues she feels more confident and engages with others to come up with a solution for a 

relevant problem. 

2. Ben There has been working for CCE for twelve years.  He feels like he understands the process 

of volunteer management well enough that he doesn’t need to ask a lot of questions or seek 

information unless a new situation arises.  He is asked to serve as a host for one of the CCE 

Volunteer Management Matters community of practice topics.  He feels like his expertise is 

valued and through the opportunity to host – he gains a few new skills and meets new staff.  

While in the community of practice Ben realizes that he has had experiences that will help the 

CCE system.  He also sees CCE Volunteer Management Matters as an opportunity to grow his 
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leadership experiences beyond what he can do in his county.   He also has the opportunity to 

raise relevant issues and concerns and then work with others within the community of practice 

to address them in their own time.  This experience has helped Ben to be a part of solutions and 

helped him to build new relationships.  

Ben and NU each have experiences that help their individual careers but their engagement in the system 

helps the full community of staff learners. 

EVALUATION PLAN  

The CCE Volunteer Management Matters community of practice engages staff in meaningful 

relationships - building dialogue, experiences, learning and problem solving.  Surveys with CCE volunteer 

managers about user experience will be recorded and reviewed by the CCE Volunteer Management 

Matters leadership team as a method of affect review.  Review of forum dialogue and event attendance 

will be used to help measure the efficacy of the relationship building.  Topics will include an opportunity 

for staff to earn a certificate/digital badge to assess learning and include in their vita as proof of 

professional development in the topics provided.   Additionally, intended outcomes will be measured by 

the staff and the leadership team with the evaluation practices noted below.   

OUTCOMES:  Members of the community of 
practice will be able to:  

EVALUATION PRACTICE: 

Recall where to find (website) CCE volunteer 
resources. 

Review of log-ins 

Identify staff in other counties who can help 
problem-solve volunteer management questions, 
serve as a resource.    

Annual survey 

Describe how to complete typical volunteer 
management practices such as volunteer 
onboarding and screening,  

Concept check/badge completion 

Recognize volunteer issues that may be a risk 
management concern. 

Review of badging in Risk Management topic 

Describe what to do when a volunteer issue is a 
risk management concern. 

Review of badging in Risk Management topic 

Identify who to contact when a volunteer issue is 
a risk management concern. 

Review of badging in Risk Management topic 
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Describe your volunteer audience, demonstrating 
knowledge in how best reach them. 

Review of badging in Risk Management topic 

Report on collaborative work efforts around 
volunteer management. 

Annual survey 

Demonstrate how to mentor colleagues and seek 
collegial feedback. 

Review of forum dialogue 

Practice using volunteer management tools such 
as the volunteer enrollment tool.   

Review of badging in volunteer enrollment topic 

Prepare evaluation materials for volunteer 
programs. 

Review of badging in volunteer enrollment topic 

Practice writing an implementation plan for 
volunteer management. 

Review of badging in implementation planning 
topic 

Assess diversity of past volunteer demographics. 
How were volunteers recruited?  Supported?  
How does this change with volunteer 
demographics? 

Review of badging in implementation planning 
topic 

Relate content from volunteer management 
resources to on the job experiences.   

Review the photo gallery and news items 
submitted by staff 

Create a plan for regular communication with 
volunteers.   

Review of badging in implementation planning 
topic 

Choose appropriate events, activities and indirect 
communication strategies that will manage 
volunteers effectively.  

Review of badging in implementation planning 
topic 

Prepare a presentation to share program plans 
with others. 

Review of badging in implementation planning 
topic 

Connect to others. Annual survey 
Explain to other colleagues what the benefits are 
of using ISOTURE as a framework for volunteer 
management (see appendix C). 

Review of badging Volunteer Basics Topic 

Write local volunteer management plan that 
includes volunteer identification, selection, 
orientation, training, utilization, recognition and 
evaluation and a thoughtful 
implementation/delivery plan. 

Review of badging Volunteer Basics Topic 

 

WIREFRAMES AND VISUAL EXAMPLES 

The staff experience being created in the CCE Volunteer Management Matters community of 

practice will be heavily focused on developing engagement amongst staff.  Opportunities for becoming 

involved will be based on interest and need.  Promotion of events, activities and news shared by 

participating staff will be a major feature with system-wide CCE Administration taking a lead role in 

encouraging participation and honoring the peer-to-peer network.  The resource will be developed by 
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the CCE Volunteer Management Matters leadership team and piloted amongst a smaller team of staff 

for review before being released. 

  Example A shows a wireframe of the homepage of the CCE Volunteer Management Matters 

community of practice.  The homepage will feature announcements, feature topics, video, a spotlight of 

staff, links to events and activities, a calendar where all upcoming events can be accessed and links to 

social media. 

Example A: Homepage 
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Example B shows a wireframe for the feature topics page.  Topics will each include a picture and name 

of the host staff and the primary resources for each topic.  Sidebar links for news, events & activities, 

calendar and social media connects will also be visible.   

Example B: Feature Topics 
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Each topic page, like that shown in Example C, will include engagement from the staff host, an 

opportunity for dialogue through the forum, a short-course for earning a certificate or badge to 

demonstrate knowledge and skill gains, and an opportunity to work with others on needs articulated by 

those interested.   

Example C: Topic Page 
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Example D shows a wireframe of the calendar page.  The calendar page will list upcoming opportunities 

in chronological order with registration links as appropriate. 

 
Example D: Calendar page 
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A news page and photo gallery, shown below in Example E, demonstrate another way for staff to engage 

with one another, share their successes and personalities.  These resources will help to build peer-to-

peer learning and collegial relationships. 

 

Example E: News and photo gallery 
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SAMPLE GRAPHIC  

CCE Volunteer Management Matters will exist as a Moodle resource.  Shown below is a mock-up 

of the Feature Topics page.  You can see images and names of host staff, links to options within each 

topic and the sidebar resources that will appear on each page.   

Example F: Feature Topics Graphic 

 
 

 

THEORETICAL JUSTIFICATION 
 

The CCE Volunteer Management Matters community of practice project is based on a number of 

learning principles and theories.  The ideas behind the project suggest that paying attention to the 

specific audience needs and encouraging social and topical engagement will produce better results.   In 

this case, these learning theories will be used to prepare a resource to help staff to manage volunteers, 

reduce risks, and grow collective resources for the organization.  
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Building resources for adult learners. 

Malcolm Knowles’ Theory of Adult Learning (Andragogy) (Pappas, 2013) indicates that adults 

learn best when they have choices, and when learning is relevant.  This resource will be crafted to give 

the staff (adult learners) as much control as possible within the resources and be certain that the 

experiences offered are relevant.  For example, projects that evolve from the CCE Volunteer Matters 

community of practice will come from staff and will be worked on by self-driven teams of staff.  And, 

staff will have the opportunities to dig into learning through conversations at their will. 

Research about what motivates adult learners (Wlodkowski, 2008) is also relevant to this 

audience.  The needs of two target audiences – staff at the beginning of their career and veteran staff - 

are being considered.  In this case new staff are anxious to learn how to manage CCE volunteers, what is 

expected, and who they should work with, and veteran staff may want to gather the types of 

experiences that will help them to advance their careers.  This resource will provide opportunities that 

take learner motivation into consideration: 

• new staff will gain knowledge and skills through the learning modules 

• veteran staff will have the opportunity to showcase their skills by hosting a topical module, 

encouraging or leading group work around an issue, or participating with others on resource 

development.  

In both of these scenarios staff are able to build their resume, aiding in their career success. 

  

Creating learning resources that do the job (Clark & Mayer, 2011). 

Cognition research has helped us to understand that learners are more likely to latch onto, 

understand and use materials that have a simple and understandable design and give the learner 
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chances for pushing ideas around for better learning and application.  These concepts will be applied to 

the development of this resource.  Care will be taken to ensure that the messaging does not require 

more thought than is necessary, and that words and pictures are presented in a conversational style, 

using multimedia resources like video and infographichs to convey information. 

The CCE Volunteer Management Matters community also intends to encourage application of 

learning by giving staff opportunities to work with and process the information available in the modules. 

For example, opportunities will be available for staff to get involved in projects intended to support 

statewide volunteer management efforts. 

  

Engaging staff in a community of practice. 

Wegner’s ideas about the elements to include within a community of practice (Appendix A) will 

be used to ensure that opportunities have been provided for staff to find resources, build relationships, 

and have opportunities for digital learning and leading.  The idea of communities of practice 

incorporates socio-cultural learning theories (encouraging peer-to-peer engagement) and cognitive 

apprenticeship approaches (encouraging opportunities to learn-by-doing by becoming engaged with 

projects with others).  Staff will be encouraged to be a part of teams who work to propose issues for 

addressing and who solve problems with peers, in an environment with veteran staff acting as 

mentors  (much like an apprenticeship approach).  As a result of the intentional community 

development, staff will feel tended to in terms of knowing the scope of opportunities.  

 

Enticing learning with play. 

Jane McGonigal (2012) points to gaming as an opportunity to provide compelling goals, 

interesting obstacles, and well-designed feedback systems – each great strategies for encouraging 
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success.    Feedback for this project will be provided in the form of a leaderboard, badging, and leveling 

up.  These forms of feedback can be used to motivate staff to learn, interact, and lead (Bourgault, 

2016).  Badging will be used to verify knowledge gains, for completing certain exercises, participating in 

challenges, leading colleagues in module facilitation, and jointly developing resources for their peers.  A 

form of leveling up will be used to showcase experience in the community, helping other staff to 

understand who to turn to with questions.  

This project will also be designed to be learner-centered – similar to the way that games are 

designed to be player-centered.  Player-centered game design allows the player freedom to try, fail, and 

have control over their game environment, as long as they operate within game rules. A player-centered 

environment allows the player to try things out with minimal consequences – “encouraging exploration, 

curiosity and discovery based learning." (Kapp, 2012).   This will be done by allowing for staff to 

participate in modules that they want to, providing their ideas and asking questions without any formal 

requirements for being a part of teams.   Options for learning simulations for volunteer screening will 

also be provided allowing for low stakes learning scenarios. 

Moderated communications out to the full community will also be important in keeping the full 

community engaged and apprised of opportunities, accomplishments and challenges.  These regular 

communications will be valuable to continue the growth and development of the CCE Volunteer Matters 

community. 
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APPENDIX A: Wegner suggests a combination of tools to enhance digital community 
building: (Bates, 2014) 
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APPENDIX B: Statistics about CCE Senior Level Staff (October, 2013) 

Positions 
Number 

of Staff 

Average 

FTE % 

Average 

number 

of years 

on staff 

Male/Female 
Average 

Age 
R/E Notes 

All titles 

Resource 

Educator and up 

– exempt 

241 96 14 
64% female 

36% male 
49 

236 – white, 2 

Latino, 2 

Asian, 1 

Black/African 

American 

       

Association Camp 

Director 
1 100 15 100% female 58  

Association Exec 

Director 
45 100 15 47% female 

53% male 
54  

Association Issue 

Leader 
43 96 21 

88% female 

12% male 
53  

Association Lead 

Executive 

Director 

2 100 7 100% male 53  

Association 

Program Director 
1 100 0 100% female 36  

Association 

Resource 

Educator 

69 94 10 65% female 

35% male 
44  

Association 

Senior Educator 
11 91 23 

36% female 

64% male 
58  
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Association 

Senior Resource 

Educator 

35 97 14 51% female 

49% male 
46  

Association Team 

Coordinator 
33 96 13 

81% female 

19% male 
45  

Extension Sr. 

Resource 

Educator 

1 100 6 64% female 

36% male 
58  

 

 

APPENDIX C:   
 
Practices of volunteer management evolved in the 1990s with a 
number of key movements beginning with staff training around the 
ISOTURE model of volunteer Management.  ISOTURE is an acronym 
for identification, selection, orientation, training, utilization, 
recognition and evaluation. 
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