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There is a critical 
need for volunteerism 

in Australia



5 
Million 19% 700,000



The Vic ES responds

before, during, & after
4



The Problem
• Struggles with volunteer engagement/retention
• Unsure what the volunteer perspectives are
• Unsure of how to improve and address the 

challenges of the system 



The volunteer induction process encompasses 3 major stages

Recruitment Onboarding Activation



Three key challenges of onboarding

Prepare

Integrate

Manage



Six Volunteer Motives

Altruism Opportunity 
to Learn

Self Esteem Career 
Experience

Social 
Acceptance

Mental 
Well-Being



A successful 
onboarding system is 
key to good volunteer 

experience.



Our Goal
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To understand the 
onboarding system of 
other organizations.

To understand the 
design, goals, and 
concerns of the 
current onboarding 
process from the 
viewpoint of 
organization 
leadership.

To identify 
perspectives of 
volunteers on their 
onboarding 
experience.

To analyze our 
findings and develop 
recommendations to 
the Australian Red 
Cross Victoria 
Emergency Services 
Division to improve 
their onboarding 
process.

Objectives



To understand the 
onboarding system of 
other organizations

Objective 1



The American Red Cross

• 48 hr. background check turnover
• Engage volunteers within 30-90 

days of interest
• Prepare, Respond, Recover roles
• Difficulties designating fit & 

qualified volunteer leaders
• Frequent volunteer leader 

evaluations



The Polish Red Cross

• Support from the American Red 
Cross to improve system

• +/-100 hrs of basic training plus 
supporting activities 

• Volunteer examinations 
• Youth, intermediate and elder 

volunteer groups
• Difficulties with volunteer 

engagement



Salvation Army

• Onboarding process is completed as soon as possible 
after police checks

• Online platform for onboarding 
• Volunteers can shadow to be engaged before 

completing training
• Volunteer engagement is the main issue



Objective 2

Staff 
members

Divisional 
Operations 

Officers

Team 
Conveners

To understand the design, goals, and 
concerns of the current onboarding 

process from the viewpoint of 
organization leadership.



Staff 
Interviews



Leadership Perspectives

The onboarding process 
is dragged on

Delay in receiving system 
access

Police 
checks can 

cause 
delays 



Leadership Perspectives

General 
impressions

“Bureaucratic”

“Very old 
school”

“We need a 
more 

modern 
newer 

system”



Communication can 
be improved
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Any delay in onboarding pushes 
the time of activation

Lack of communication cause 
many volunteers to leave

Retaining volunteers is a potential 
problem



Volunteer 
Leadership 
Interviews



Leadership Perspectives

Multiple Databases

Lost Information

Role Descriptions

The 
onboarding 
process is 
confusing.



Leadership Perspectives

Buddy 
System

Monthly 
Meetings

Timing 
Differences

There is no 
consistency 

across different 
divisions at the 
ARC Vic ES.



Leadership Perspectives

Disasters don't happen everyday

Small amount of deployments

Too many vs too little

Volunteer 
engagement 
across the 
board is 
lacking.



Leadership Perspective 
Successes
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Psychological First Aid is top class

Interviews for potential volunteers 
are extremely beneficial

There are so many people who care



Objective 3

42 survey 
responses, sent 
via Facebook & 

REDS 
Newsletter

Group 
discussions and 
interviews with 

volunteers

Experiencing 
onboarding 

modules 
ourselves

To identify 
perspectives of 

volunteers on their 
onboarding 
experience



Onboarding length has remained consistent

Volunteer Perspectives



Perspectives on onboarding goals

Volunteer Perspectives

My training prepared me for my 
volunteer role

Communications from Vic ES were 
easy to access and understand

I understood what my role would 
entail before completing my 

onboarding

I felt connected to the Red Cross' 
mission

I felt connected to volunteer 
leadership

I felt connected to my fellow 
volunteers

Series2 Series3 Series4 Series5 Series6

0%
100%100%



Perspectives on induction steps

Volunteer Perspectives

1

2

3

4

5

6

Series2 Series3 Series4 Series5 Series6

100% 100%0%



Positive and negative onboarding experiences

Volunteer Perspectives

“…there were a 
few too many 

points of 
contact”

“Streamline 
communication”

“…would have 
been helpful to 

know how much 
time and energy 
the on-boarding 
process would 

take”

“My application 
was lost for 
months”

“The suite of 
training offered 

by RCES is 
very broad and 
far-reaching”

“Phone 
interview was 

easy and good”

“My DOO was 
extremely 

welcoming and 
shared 

information”



•

•

Participatory Research



To analyze our findings and 
develop recommendations to 

the Australian Red Cross 
Victoria Emergency Services 

Division to improve their 
onboarding process.

Objective 4



Individual volunteer onboarding experiences can vary 
between groups

Volunteers struggle with understanding their role, 
accessing communications and feeling engaged

Holdups such as an extended police checks or losing 
data can cause volunteers to disengage

Key 
Takeaways



Recommendations
Data to support the implementation of new processes

Transition to a singular platform for internal documents

FAQ page compiled by the hotline representatives

Informational videos to visually explain onboarding 
steps, volunteer roles, etc.

Youth Volunteer Programs



Deliverables

Volunteer Leader 
Feedback Form

Volunteer Preparedness 
Evaluation

Volunteer Involvement 
Plan



Volunteer Leader 
Feedback Form







Volunteer Preparedness 
Evaluation











Clearly define your volunteer’s roles, and ensure they know what to expect.

Volunteer Involvement 
Plan



drtedtsen@wpi.edu ebudri@wpi.edu

struong@wpi.edu tmotter@wpi.edu

Thank You!
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