


Session Objectives

• Strengthen recruitment pipelines

• Improve retention systems

• Understand and prevent burnout

• Develop one actionable change



Recruitment

Getting Volunteers in the door



Recruitment Reality

• Many organizations recruit reactively

• Roles are often unclear or too broad

• Limited pipeline depth

• Mismatch between roles and motivations



Recruitment Principles

• Recruit for capacity, not crisis (be proactive)

• Define clear time expectations

• Align roles with motivations

• Build depth across volunteer base



Breakout 1: Recruitment Strategy

• Identify a hard-to-fill or a demanding role

• Clarify responsibilities and realistic time
expectations

• Draft a 3-sentence recruitment pitch

What the role is 

What the time commitment is 

Why someone would want to do it

• Be ready to present your results



Retention

“Volunteers rarely leave because they don’t care.

They leave because the experience isn’t 
working.”





Retention Challenges

• Inconsistent engagement

• Lack of structure and communication

• Limited leadership pathways

• Volunteers unsure of impact



Sustainable Retention

• Provide clear roles and expectations

• Offer leadership and growth pathways

• Maintain regular communication

• Build community and connection

“If volunteers don’t feel connected and valued, 
they won’t stay.”



Breakout 2: Retention

Discuss

• Where does our organization lose volunteers? 

• What part of the experience is unclear or 
inconsistent?

• List some ways to abate these gaps in your 
organization

Prepare to share







Mitigating Burnout

“If recruitment builds capacity and retention 
strengthens it, 

burnout tells us where the system is breaking 
down.”



Volunteer Lifecycle

Recruit→Onboard→Engage→Recognize→Renew→Retain

Where the structure is weak, burnout is accelerated



Burnout Reality

• Over-reliance on a few individuals

10% of volunteers doing 90% of the work

• Scope creep and unclear boundaries

“Hero culture” rewarding overwork

• Limited succession planning

Leadership roles without term limits



Burnout Insight

• Burnout is not a motivation problem

• Burnout is a systems design issue

• Structure determines sustainability



Mitigating Burnout

• Set role boundaries and time limits

• Rotate leadership roles

• Distribute workload

• Normalize stepping back

Managing risk effectively and structurally = 
Mitigates Burnout 



Breakout 3: Burnout Risk Mapping

At your table, identify:

• Where are people in your organization 
overextended? 

• Which people have held the same job for too
long?

• Where is there no backup?

Then choose ONE role and define a structural fix





30-Day Commitment

Write down one thing you will take back to your 
organization and implement within the next 30 
days.



“Stable organizations are not built on 
heroic volunteers.”

“They are built on sustainable systems.”
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