VSys Voices:
Documenting your
Onboarding Process

VSys One — Volunteer Management Solutions
© Bespoke Software, Inc.

WWW.vsysone.com

(800) 517-3943



Presenter Notes
Presentation Notes
Lisa: welcome, we are recording. Feel free to use chat. 


B
VSys Voices Presenters

Karina Vargas, CAVS, has over 20 years’ experience in volunteer management at all levels, ranging
from working with Board-level professional volunteers to high school students. She spent over ten
years managing volunteers for a large children’s hospital where she developed volunteer leadership
programs, presented interactive customer service trainings, and provided expert-level technical and
leadership support to the volunteer program. Karina has a B.S. in Human Services from California
State University, Fullerton and also has a CompTIA Project+ certificate in project management.

Lisa LaVigna, DM is the Vice President of Business Development & Sales at Bespoke where she
focuses on helping existing and prospective VSys clients maximize their use of VSys One to reduce
their workload and improve the volunteer experience. She previously worked at a nonprofit college
as the Executive Director of Partnerships where she focused on recruiting, admissions and building
strong relationships. Lisa is on the board of Jazzy Sun Birthdays, an organization that organizes
birthday parties for children in homeless shelters. She also volunteers weekly at a local shelter for
women and children

VSys One — Volunteer Management Solutions



Presenter Notes
Presentation Notes
Lisa: intro Karina and self


D
Objectives for today’s webinar

)‘&'- Discuss advantages of documenting your onboarding process
— Walk th h les of Onboardi
a» a rough examples of Onboarding Process Maps

kv  Tips for creating process maps
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Presenter Notes
Presentation Notes
Karina: I have a few goals for today. 
First, we’ll look at why mapping your onboarding process is beneficial
Secondly, we’ll review some examples of process maps
Lastly, we’ll share a template you can use to map your onboarding or other processes!  And answer questions you may have. 



.

Target audience for today’s webinar

v

Minimal Knowledge

Looking for some basic information,

2.0

key principles and “how-to’s” on the
subject.

VSys One — Volunteer Management Solutions

SKILL LEVEL

-

o

Working Knowledge

~

Integrated practices and moving
beyond basic concepts. Looking for

breadth and depth on a topic

/

v

Authoritative Knowledge

Looking for advanced knowledge, integration
and concepts that are innovative and cutting
edge.



Presenter Notes
Presentation Notes
Karina: Before we get into the content for today’s webinar, I just want to be clear about the target audience we are presenting this information for. All levels are of course welcomed, but this workshop is designed for volunteer managers with an active volunteer program who wish to explore ways to document their onboarding process . A good working knowledge of volunteer programs AND of your onboarding process is strongly recommended.

POLL QUESTION: How many of you have already documented your onboarding process. 





Why document?
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Presenter Notes
Presentation Notes
Lisa: The VSys team uses onboarding maps as part of our VSys Live implementations as it allows us to understand how to help our clients configure their VSys Live software. It also helps a lot with setting up Eligibility Checklists (aka onboarding checklists) and automatic notifications in VSys One.  Many clients have told us these visual aids are helpful for training new staff. But more importantly it lets them “see” the big picture of their onboarding process – which lets them see where inefficiencies or bottlenecks may exist. 


.

Why map?

Helps with understanding
processes better

Helps with l
standardization 9

Allows for faster

decisions taken

2 regarding processes
Helps measure
improvements 8 &/ Ben EfitS nf

3 Help identify potential

p rocess problems and bottlenecks

Helps with scenario ma pp | ng

testing and other 7

potential issues
4 Help encourage inputs
from team members

Help encourage better 6
team performance and

increases satisfaction 5

Helps increase efficiency
by improving the process
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Presenter Notes
Presentation Notes
Lisa:
We often hear from clients that the process maps we collaboratively build with them helps them understand their own processes. Process maps help document the “logic” – if this happens (aka applicant completes application) then that (next step) should happen) . 
While documenting your processes you can see where decisions need to be made. you may find “gaps” . Seeing this allows you to address potential problems and build a response plan.
Whether others help you design the process map, or whether you ask for feedback on it, the process is now established.  And Visualizing the number of steps to accomplish something can help you identify areas of improvement.
You create (and document) that muscle memory of how processes should flow – this is helpful for both your team and the volunteers you onboard.
Thishelps you treat volunteers in a consistent manner, you don’t leave out steps for a single applicant.
Similar to #3, you can address potential problems but this time through scenario testing. (i.e. I would do this with the various volunteer types you onboarded or with unique circumstances)
You can measure the amount of time one process vs another takes, you can measure number of staff interactions necessary, you can also track how much easier something is (for both staff and volunteers)
Whether you standardize a process across all volunteer types, or across all sites if you have multiple campuses, process maps solidify “how things should be done” but also help you build a larger knowledge base across your staff.



Tips for process mapping

VSys One — Volunteer Management Solutions


Presenter Notes
Presentation Notes
Lisa: Let’s start with some tips


.
How to create a process map

e |dentify a ¢ |dentity the e Draw a flowchart ¢ Analyze the map
problem or stakeholdersin e Write out the using process to find areas of
process to map. each activity. improvement.

! ¢ Finalize and
sequence of mapping share the
steps. symbols. process map.

e List the activities
involved.
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Presenter Notes
Presentation Notes
Lisa: Here are the steps to get started in mapping out your processes


B
Example: Volunteer Onboarding Process

Candidate sends email to express
interest in volunteering

Candidate calls to express
interest in volunteering

The steps above
this line should
Person’s information is Person who answers call Person is directed to happen within

forwarded via email to takes person’s full name, online application on secs/mins; they

. ) ) should not happen
coordinator of volunteers phone # and email website over hrs/days

Coordinator of volunteers contacts who have filled
out application within one month of initial call/email
and encourages them to fill out application

Person fills out
application on website

Coordinator invites candidates to attend next orientation
within 48 hours of receipt of completed application
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Presenter Notes
Presentation Notes
Lisa: Here is an adaptation of a sample from Jane Cravens, her info is on our resources slide. Mind you, your HR probably has process maps for onboarding new employees. We strongly believe in plagiarism here at VSys and we suggest you ask HR if they have already created a process map you can use as a template and tweak for volunteer onboarding. 

Lisa: put in chat: . https://coyotecommunications.com/coyoteblog/2010/12/your-flow-chart-for-volunteers/



®
Tips

* Engage all stakeholders or at least a
person from each functional area.

e Sticky notes are your friend

 CLEARLY identify a problem or
process to map. Don’t go too BIG.

e Define the Start & End

* Walk through the process with a
couple real-life examples

* Reuvisit it regularly
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Presentation Notes
Lisa: So couple tips....

Key is to remember this is a living document. 


Examples of Process Maps
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Presenter Notes
Presentation Notes
Lisa: So now I’m going to turn this over to Karina . I’ll add that If your goal was to walk away today with a template for process maps, no worries. We have samples on our VSys Voices webpage you can download. You’ll see the links in chat AND on the resources slide at the end of this presentation. However, I would be remiss if I didn’t have Karina show you some examples of process maps. These slides can be hard to see so you can make your screen bigger by using the % keys under our video. 


B
Process Mapping Symbols

Most Common Symbols Other Symbols

Start/End
Data input
Document(s) or output
_il.l"

Process Step
o w
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Presenter Notes
Presentation Notes
Karina: You saw from the previous slide that certain symbols are used. 


Process Described: Volunteer Onboarding Process

D start or end of process <> decision to make

|:| steps in process outbound communication

VSys

Volunteer Services Staff

Volunteer Other Party

v

Generates a Thank You prompt when

Completes volunteer application online

-
\

application is submitted

v

Creates new profile; sets Active
Status to "Applicant" and
Application Status to "Pending"

Ve
L

Sees Thank You prompt in pop-up window)

Initial Status: Applicant

Generates notification email to
Applicant about submitted application

_| Generates notification email to about
incoming application(s)

Receives notification about

incoming application(s)

L J

Reviews application using Application
Approval Manager tool

!

.
L

\ submitted application

/ Receives email confirmation about )



Presenter Notes
Presentation Notes
Karina: So lets look at one way you can use to evaluate and break down an onboarding process, . This is the method VSys uses.  If you’ve used concept maps before to illustrate an idea, this is similar, but more structured. This referred to a “swim lane” model and you can see there is one “lane” for each resource responsible for something. – the volunteer, the staff, the VMS, other resources. The shapes indicate starts ends of steps, or places where a decision has to be made. The handout we provide on our website has the whole process, but we’re going to look at a couple chunks. 

(explain process map briefly)



Generates notification email to person
with application status of "Rejected" and
active status "Rejected" about not
moving forward with application

Generates interview confirmation
notification email to Applicant
with an interview record with

status of "Scheduled"

Yes

Approve
application?

Changes application status to "Rejected"
and active status to "Rejected"

Receives notification email about

!

Changes application status to
"Approved"; no change to active status

Y

Contacts volunteer to schedule
interview; creates interview record with
date/time

rejected application/not moving foward

Receives interview confirmation

notification email

Attends interview
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Presenter Notes
Presentation Notes
Karina:


Active Status: Candidate

L 4

Invite to
onboard?

Informs applicant of decision;
changes active status to "Rejected";
changes interview record to
"Completed" and "Unacceptable"

Changes interview record to
"Completed" and "Acceptable";
changes status to "Candidate"

Enters volunteer information in
Background Check site

Receives background check results

Receives email from background
check site; enters information

Y

Background Check Site: sends email to
candidate to enter information to process
background check

Process background check; sends

results to staff

from vendor; enters data in
background check certification

l



Presenter Notes
Presentation Notes
Karina: 


Yes Invite to No

A 4

Generates notification email to
Candidates with background check
certification with status of
"Cleared"; invited to orientation

join
orientation?

Informs applicant of decision; changes
active status to "Rejected"

Active Status: Active

Records orientation training as completed;
scans and upload signed role description;
changes active status to "Active"

Y

Receives notification email regarding
background heck certification results;
invited to orientation

&

' 3

Attends orientation, signs role
description and/or other paperwork;
receives volunteer uniform

‘/ Begins volunteering )



Presenter Notes
Presentation Notes
Karina:


Volunteer Management
System Staff Volunteer Other resources
Step 1 - Volunteer Application
Fills out an application

Produces thank you message Sees thank you message

sends thank you email Receives thank you email

Creates volunteer profile
Step 2 - Review Application

Reviews application

Changes volunteer status to
Rejected

System generates Rejected
email Volunteer receives rejected email -END
If Yes Changes volunteer to Prospect Continues to Interview step

Step 3 - Interview
Ssends email to invite volunteer to Volunteer receives interview invite/sign

interview up instructions
Volunteer schedules interview online

sends interview confirmation Volunteer receives interview appt
to volunteer information

Interview happens Interview happens

_ Records interview as negative

sends email for not going Volunteer receives email not going
forward forward - END

If yes Records interview as positive



Presenter Notes
Presentation Notes
Karina: Now if that visual mapping seemed intimidating to you, I’ve also done it just as text. Again, one column for each “lane”, but still noting where the Yes/No divides happen, and color noting the communication pieces.
This can be done in Excel! 


ONBOARDING

TIMELINE

Planning

When?

20+ Volunteers = 12 weeks
10-19 Violunteers = B weeks
Specialized Skills = 8 weeks
New Paositions = B weeks
1-9 Violunteers = 6 weeks

MOTE: If you already have

identified a candidate and

position description, skip
to Placement process

Volunteer
Services

Search Selection

When?
When?
20+ Volunteers = 10 weeks
- Al least 4 weeks before
lsu_lsia\;:l::g:ﬁ;%w“:ik; volunteer's first day.

New Positions = 6 weeks
1-8 Volunteers = 4 weeks

Statr
Vit T S VobusEeer Secvicen

e

rhwcd
-

prvdnd mresded

Appliane

Baciogroan chuck
wrtermnm et

Vi arTEET Serioe:

g s
g b s e e
[y FTp——————1

Volunteer's
First Day

Volunteer

Placement

When?
At least 2 weeks before
volunteer's first day.

Apphcante Valantesr
staf st

Walunieer
Sttt
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Presenter Notes
Presentation Notes
Karina or Lisa: Here is a different type of Process Map. This onboarding timeline one was done in Prezi. Again, the link to it can be found on our resources page: https://prezi.com/4dekktbjrnpr/volunteer-onboarding-timeline/.
Let me show you a close up (see next slide)


Applicants
Staff

Staff conducts intervie

e notified if
ted or
clined

Staff
Volunteer Services

Staff info lunteer
P 3 app ] rlt:.';
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Karina or Lisa


Questions? Open Discussion

VSys One — Volunteer Management Solutions
© Bespoke Software, Inc.

WWW.vsysone.com

(800) 517-3943

20



Presenter Notes
Presentation Notes
So, any questions. You can ask to be unmuted or put your question in the chat. 

(answer questions)



B

VSys One Resources

Blank Excel Template for Process Map

e https://www.vsysone.com/download/SampleOnboardingProcessMapTemplate.xls

Sample (completed) Process Map

e https://www.vsysone.com/download/SampleOnboardingProcessMapComplete.pdf

Sample chart form for Process Map

e https://www.vsysone.com/download/SampleOnboardingWorkflowChart.xlsx
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Presenter Notes
Presentation Notes
I have two resources that I highly recommend you read. One is more information about Performance Management with employee volunteers, and one is quick read from Indeed the difference between Performance Management and Performance Evaluations. They are both focused on employees, not volunteers, but I think they provide great fundamentals on evaluating and management performance of a workforce. 

So, as I wrap up my content for today, I want to make sure I touched on the objectives for today:
We reviewed what a performance evaluation is not the same thing as performance management, as well as explored how they are similar.
We reviewed some formats for a performance evaluation tool, reviewed what to think about when creating a timeline, and discussed a few question types. 



Other Resources

Jane Craven: https://coyotecommunications.com/coyoteblog/2010/12/your-
flow-chart-for-volunteers/

Prezi: https://prezi.com/4dekktbjrnpr/volunteer-onboarding-timeline/

Journey mapping for NGOs: https://www.smaply.com/blog/journey-
mapping-in-ngos
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Thank you for joining us

VSys One — Volunteer Management Solutions
© Bespoke Software, Inc.

WWW.vsysone.com

(800) 517-3943
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Presenter Notes
Presentation Notes

Thank you for your time. We hope you found this information helpful. Remember that the recording of our webinar will be available towards the end of the month, in case you’d like to hear through it again, or share it with someone you know.
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