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Common Volunteer Pain Points

Hard to recruit Drop-off after
training

Not prepared for
client work

Staff feel
drained

managing
volunteers



Shift the Mindset

Volunteers are not “extra hands”

Volunteers are partners in mission

Retention starts before recruitment



The Volunteer Journey Framework

Recruit Screen Onboard Train Support



Stage 1: Recruit with Intention

Quality over
quantity

Mission-fit
matters

Clear
expectations
attract right
volunteers



Defining Ideal Volunteer Profiles

Role-specific needs

Time and capacity

Emotional readiness

Mission alignment



HIVE MIND TIME

What are some
recruitment ideas

that have worked for
your org?



Stage 2: Screening

Screening protects everyone

Interviews set expectations

Right Person > Right Seat



Stage 3: Onboarding for Success

First 30 days matter most

Orientation reinforces mission

Role clarity builds confidence



Trauma-Informed Onboarding

Emotional readiness
matters

Not everyone is suited
for client-facing roles Screening ≠ judgment



Stage 4: Training That Prepares

Confidence
over

perfection

Layered learning

Practice
beats

information



Trauma-Informed Volunteer Training 
(Client-Facing Roles)

Understanding
trauma impact

Recognizing
personal
triggers

Knowing when
to escalate



Stage 5: Ongoing Support

Feedback matters

Encouragement sustains engagement

Silence leads to disengagement



Preventing Volunteer Burnout

Clear role limits

Normalize rest and
breaks

Permission to step
back



Stage 6: Retention & Appreciation

Appreciation is
relational Feeling seen matters

Connection keeps
people engaged



HIVE MIND TIME

What are some volunteer
appreciation ideas that
you use or want to try?



Building Volunteer Community

Team
rhythms

Shared
wins

Mission
reminders



Evaluating Your Volunteer Program

Where do people
drop off?

Which roles struggle
most?

What feedback is
missing?



Simple Metrics That Matter

Recruitment to
onboarding
conversion

6–12 month
retention

Volunteer
satisfaction



Wrap-Up: Key Takeaways 

1.Retention starts with intentional recruiting

2.Clarity protects staff, volunteers, and clients

3.Training should build confidence, not overwhelm

4.Ongoing support prevents burnout and disengagement

5.Appreciation and community keep volunteers connected

6.Small improvements (roles, onboarding, check-ins) create major long-term
impact



Your Next Steps

1

Assess Your Current
Volunteer Journey

Identify where volunteers
most commonly disengage
(recruitment, onboarding,
training, support, or
retention).

2

Choose One Improvement to
Implement This Quarter

Focus on a single high-impact
change such as clarifying
volunteer roles, improving
onboarding, or establishing
regular volunteer check-ins.

3

Start Measuring What
Matters

Track key metrics like
volunteer inquiries,
onboarding completion, active
volunteer rate, and 12-month
retention.



Q&A: Drop a question in the chat



Get in Touch!

We’d Love Your
Feedback:

heather@lifeonbelay.org
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