


Important Intake Steps Before Training

 Explanation of the program and volunteer responsibilities

 Volunteer application

 Conflict of Interest screening

 Background check 

 Interview

 Confidentiality form
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Volunteer LTCOP Representative Intake Toolkit
Toolkit: https://ltcombudsman.org/omb_support/volunteer/program-management

 Letter to Prospective Volunteer

 Key Points for Minimum Volunteer Requirements

 Volunteer Application Form

 Volunteer Reference Interview Form

 Conflict of Interest Form

 Volunteer Acknowledgement Form

 Interview Questions

 Additional Resources
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Speakers



Speakers

Stephen Maxwell Stephen.Maxwell@illinois.gov  

Lin Chao Liang-Lin.Chao@osltco.ga.gov 

Kaleena Morgan KMorgan@sowegacoa.org 
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VOLUNTEER CERTIFICATION 
TIME RESEARCH AND 
IMPROVEMENTS
Stephen Maxwell

Ombudsman Training Coordinator

State of Illinois



ILLINOIS LTCOP
 Decentralized
 13 regions
 17 regional programs
 Building our volunteer 

force
 Hybrid trainings
 State Office oversees most 

trainings



FIELD 
OBSERVATIONS

Roughly half of volunteer 
trainees do not become 
certified



CERTIFICATION RATES 2021-PRESENT

 Paid staff:     93.3% (n=75)
 First year turnover is 20%-30%  

 Volunteers: 60% (n=45) 
 15% need to retake training to certify

 First year turnover 0%.

 Turnover seems to peak after 6 years.



TIME TO CERTIFICATION

 Paid  
 29 days (average) 
 Min:  5 days
 Max: 98 days

 Volunteers 
 108 days (average)
 Min:  24 days
 Max: 185 days



WHY THE DROP OFF?

 Some are trying to improve chances of getting a job with the 
agency

 Difficulty in scheduling shadowing 

 Program is not the right fit for them

 Confusion about the certification process

 Delayed response from State Office



COMPLETED STEPS TOWARD 
IMPROVEMENT

 Explained certification process

 Optional pre-training informational meeting by the State Office

 Post-training follow-up with trainees

 Follow up with coordinators



COMING STEPS TOWARD 
IMPROVEMENT

 Reminding Regional Ombudsmen to send requests to entire State 
Office. 

 Encouraging pre-training shadowing

 Train more trainers

 Refocusing our volunteer recruiting brochure



Does it tell WHY they 
should be ombudsmen?

What do volunteers get 
out of it?

How can you make a 
difference?



QUESTIONS?



Improving the On-
Boarding Experience 
of Potential LTCOP 
Volunteers

Lin Chao, Ombudsman Services 
Coordinator
Kaleena Morgan, South Program 
Coordinator



Introduction

• The Ombudsman program plays a vital 
role in advocating for long-term care 
residents.

• Recruiting great volunteers is not enough – 
effective onboarding ensures they stay, 
learn, and excel.

• Goal: Build a clear, supportive, and 
motivating onboarding journey.



Why Onboarding Matters
• Shapes the volunteer’s first impression of the program

• Increases confidence and preparedness

• Reduces early dropout rates

• Strengthens commitment to resident advocacy

• Ensures compliance and competence



Current Onboarding 
Challenges
• Information overload or unclear expectations
• Long wait times between steps
• Inconsistent communication
• Limited opportunities to ask questions or connect
• Training feels overwhelming for newcomers
• Uncertainty about program structure or roles



What Volunteers Need

• Clear, simple 
steps from application 
to certification

• Personal 
connection and 
encouragement

• Consistent 
communication

• Structured 
training with hands-on 
practice

• Mentoring and 
shadowing 
opportunities

• Feedback and 
check-ins after 
placement



Pre-Onboarding Best Practices

• Send welcome email package

• Provide role descriptions and expectations

• Supply required documents (applications, background check   
forms, confidentiality agreements)

• Offer an overview of training schedule and certification 
requirements



Pre-Onboarding Communication
• Assign a primary point of contact
• Provide FAQ sheet and program overview video
• Give volunteers a chance to ask questions in advance
• Encourage them to share schedule preferences and interests



Enhanced On-Boarding Framework

1. Awareness & Recruitment
2. Application & Screening
3. Welcome & Orientation
4.      Role-Specific Training
5.         Shadowing & Field Support
6.         Competency Assessment
7. Certification & Placement
8. Ongoing Engagement & Retention



On-Boarding: 
How does it 

work?
•First Day
•First Weeks
•First Months
•Assimilation

Phases:



Sample Onboarding Timeline

Day 0–3: Acknowledgment & Welcome
Week 1: Orientation + Access to materials
Weeks 2–3: Core Training
Weeks 4–6: Shadowing & On-Site Visits
Week 6+: Certification & Facility Placement
Ongoing: Support, CEUs, Recognition



Measuring Success

• VOLUNTEER 
SATISFACTION 

SURVEYS

• COMPLETION 
RATES OF TRAINING

• RETENTION AT 
6 AND 12 MONTHS

• VOLUNTEER-
TO-STAFF FEEDBACK 

LOOPS

• RESIDENT 
ADVOCACY 
OUTCOMES



Final Takeaways

• Prepare volunteers before they start
• Provide structured training & shadowing/mentorship
• Support integration through strong communication
• Recognize contributions and offer ongoing learning
• Continuously refine based on feedback



Questions & 
Open Discussion
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Connect with us!
ltcombudsman.org
ombudcenter@theconsumervoice.org
The National LTC Ombudsman Resource Center
@LTCombudcenter

This project was supported by the Administration for Community Living (ACL), U.S. Department of Health and Human Services (HHS) as part of a financial assistance 
award totaling $516,407 with 100 percent funding by ACL/HHS. The contents are those of the author(s) and do not necessarily represent the official views of, nor an 

endorsement, by ACL/HHS or the U.S. Government.
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