Cycles of Professional Development – The Matrix
The developmental stages of the Extension educators and how it affects their relationship with volunteers/collaborators.

(As with all developmental stages, the transitions between stages often include overlapping indicators)
	Developmental 

Stage
	Educator’s Role
	Educator’s View of 

Volunteers
	Functions of the Volunteers
	Capacity of the Educational

System



	Service/
Relationship
	Servant:
Doing things for the program and volunteers.  Not willing to share responsibilities with others.  Getting to know people and programs.
	Object:
Educator does things for the volunteers, collaborators and 

constituents. 
	Recipient:
Volunteers are not involved in any meaningful dialog about the leadership of the program
	Very Limited:
The growth of the program is dependent on the agent’s energy and interests.

	Education


	Teacher:
Teaching volunteers those things that the educator feels confident to teach to others.
	Student:
The volunteer’s role is to learn what the educator teachers.
	Learner:
The volunteer becomes an extension of the educator, teaching only what the educator has taught them.
	Limited to agent and hand picked volunteers:  Program capacity is still limited to the interests and energy of the educator.


	Management


	Manager:
Educator facilitates the involvement of others in providing programs and begins to recruit others with talents other than his or her own.
	Employee:
Volunteers are perceived as working “for” the educator.  
	Teacher:
The volunteer’s role is to conform to the educator’s view of the program.  The volunteer is given responsibility to lead programs the educator is not interested in or talented in. 
	Expanded Opportunities:
The program can grow up to the limits of the skills of the agent and any volunteers that she or he recruits.  Because the educator is recruiting outside of his own comfort zone, the capacity is greatly increased.



	Leadership


	Leader:
The role of the educator is to see the big picture and set the vision for the organization.  The educator facilitates the empowerment of anyone that can contribute to the future success of the program.  


	Partner:
Volunteers are seen as key resources to achieve the vision that they create together.  Volunteers are valued for what they can contribute to the vision.
	Middle Manager:
Volunteers perform nearly any role that an educator would perform as long as it is consistent with the agreed upon vision.  Volunteers take responsibility for major parts of the program.
	Unlimited Opportunities:
Now the capacity is limited only by the number of people that can be energized by the vision and empowered to act on behalf of the organization.
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