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S E S S I O N  O V E R V I E W

Learning Objectives
After attending this session, participants will be able to:

1 Identify effective recruitment strategies that attract volunteers aligned with a museum or 

historic site’s mission, values, and audience needs.

2 Assess current volunteer engagement practices and recognize factors that influence long-term 

volunteer satisfaction and retention.

3 Apply practical tools for onboarding, training, and supporting volunteers in ways that 

strengthen institutional capacity.

4 Implement low-cost recognition and communication practices that increase volunteer 

motivation and commitment.
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K R I S T I N  K R A E M E R

Recruitment & Onboarding
Getting the right people in the door — and set up to succeed

OBJECTIVES 1 & 3

Kristin Kraemer, CVA
Manager of Volunteer Services, Indianapolis Motor Speedway Museum
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K R I S T I N  K R A E M E R

Recruitment Strategies

Start with the role, not the recruit
Before posting a call for volunteers, define what the role requires and 

what success looks like. Vague roles attract vague commitment.

Diversify where you look
Cover 3–4 channels: retiree/senior networks, university or high 

school service-learning programs, community partners, and social 

media/local press for seasonal roles.

Match motivation to need
Not every volunteer wants the same thing — some want social 

connection, some skill-building, some quiet solitary work (e.g., 

archives). Share 1–2 matching examples.

Be upfront early
Set expectations about time commitment, training requirements, and 

physical demands before someone commits.
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Staff Readiness

Confirm staff buy-in from the top down. Identify one or two coworkers
willing to work with volunteers and establish clearly defined roles. ​



K R I S T I N  K R A E M E R

Onboarding & Training

FIRST IMPRESSIONS DETERMINE EARLY DROPOUT

Name this risk directly — volunteers who feel lost or unclear in week one are the most likely to quietly disappear.

Institutional Knowledge

History, mission, collections — “why we exist.”

Practical Skills

Visitor interaction scripts, safety protocols, what to 

do when something goes wrong.

Mentorship / shadowing model
Pairing a new volunteer with an experienced one for their 

first few shifts builds confidence faster than a manual or 

single orientation.

Training is ongoing, not one-and-done

Brief refreshers, updates when exhibits change, or annual 

“recommit” conversations.
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K R I S T I N  K R A E M E R

Practical Tools
Sample Role Description Template

Title

Purpose

Tasks/Responsibilities 

Time commitment and duration 

Required skills

Reporting line

8



K R I S T I N  K R A E M E R

Practical Tools
Sample Onboarding Checklist

Paperwork

Orientation

Shadowing shifts

First solo shift

30-day check-in

Invite the audience: which of these could you adapt with what you already have — no new budget required?

8



S T E P H A N I E  E R T E L

Retention & Recognition
Keeping volunteers engaged — and making them feel it matters

OBJECTIVES 2 & 4

Stephanie Ertel
Director of Education & Engagement, Crown Hill Foundation  
President, Board of Directors, CIAVA

So now you’ve recruited well and onboarded well — but the real test is whether that volunteer is still with 

you a year from now. 
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S T E P H A N I E  E R T E L

Engagement & Retention

Belonging over labor

Volunteers who feel part of a community stay longer than those who 
feel like unpaid staff. Example: volunteer social field trips; quarterly 
professional development; appreciation luncheon. 

Communication & transparency
Volunteers blindsided by changes (policies, exhibits, schedules) 
disengage. Emphasize regular, honest updates — even when the 
news isn’t great.
Example: monthly volunteer updates (“7 on the 7th”); shared 
calendars and sign-ups

Flexibility & Choice

Availability and interests change over time. Encourage regular check-
ins rather than assuming an initial commitment is fixed forever. 

Addressing underperformance 
respectfully
Often the most avoided topic — name it directly. A clear, kind, 
consistent policy protects both the institution and the volunteer’s 
dignity. Reference your volunteer handbook; provide expectations for 
each volunteer role. 
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S T E P H A N I E  E R T E L

Recognition & Communication Practices
LOW-COST RECOGNITION IDEAS

Personal, specific thank-yous — not generic, thanks for this specific thing

Volunteer spotlights in newsletters or social media

Milestone recognition (1 year, 5 years, 100 hours)

Small gestures: handwritten notes, a shoutout at a staff/volunteer meeting

G I V E  V O L U N T E E R S  A  V O I C E

Invite input on decisions that affect their roles (schedule changes, new protocols). Ownership drives motivation more than perks do. Provide 

annual, anonymous google survey.
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Volunteer Appreciation Field Trips, Appreciation Luncheon 
Utilize your Community Partners! 



S T E P H A N I E  E R T E L

Measuring Success

1

Data 
Retention rates and hours 

contributed — not just headcount. 

Document & build your data! 
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Feedback
Short satisfaction surveys (annual 

or biannual) to catch problems 

before they cause turnover.

3

Impact
Fewer vacant docent shifts, higher 

visitor satisfaction scores, cost 

savings vs. paid staffing.

Use language that helps make the case to leadership for investing in volunteer management. 
Utilize resources like Independent Sector to calculate volunteer value!  
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S T E P H A N I E  E R T E L

Closing

Effective volunteer management maximizes your 
institution's ability to execute its mission and vision.

CALL  TO ACTION

Before you leave today, pick one gap — recruitment, onboarding, retention, or 

recognition — and identify one small change you can make in the next month.
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Q&A

Kristin Kraemer, CVA  Manager of Volunteer Services

Indianapolis Motor Speedway Museum 
kkraemer@imsmuseum.org, O: 463.274.5148
https://imsmuseum.org/volunteer/
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I F  Y O U  R E M E M B E R  O N E  T H I N G

Clear, upfront expectations at recruitment prevent a large share of onboarding and 

retention problems downstream.

Stephanie Ertel, Director of Education & Engagement

Crown Hill Foundation
sertel@crownhill.org, O: 317-744-2183
https://crownhillhf.org/about/volunteer-with-us/
Central Indiana of Volunteer Administrators, CIAVA
www.ciava.us
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