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Volunteer Management Best Practices    
Preamble:  

 

 

 

Volunteers are the foundation of a community mediation center (CMC). Volunteers are 

essential to the vitality, vibrancy, and effectiveness of community mediation centers. It is 

important that centers invest in their volunteers to ensure quality of the service they 

bring to the community. Centers put an enormous amount of investment into the initial 

training of volunteers, and the retention and support of volunteers is paramount for 

sustainable center growth. Likewise, volunteers need to know that they are valued and 

that they matter to the organization. The following document looks at volunteer 

management and how specific best practices can be used to increase volunteer 

retention. This goal of volunteer retention is intertwined through the best practices 

presented.  To support volunteer growth and the quality of mediation conducted by 

volunteers and staff, centers should also follow the CMM Quality Assurance Best 

Practices which are attached to this document in Appendix H.   

  

The document is structured by first identifying volunteer management goals in the left 

column with specific ideas of how centers can meet these goals in the right column. 

Many of the ideas suggested in this document are currently in place at community 

mediation centers throughout the state and are meant to be a resource for centers to 

enhance their volunteer management. There are several appendices that show sample 

wording, documents, and processes. The goals suggested relate to three major 

components of effective volunteer management: volunteer recruitment, volunteer 

engagement, and volunteer communication.   
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#  Volunteer Management Goals  Volunteer Management Best Practice Ideas  

1  CMCs recruit volunteers that meet 

their current and future needs, and 

that reflect the diversity of the 

community.  

1.1 CMC’s recruit at all events where they promote the use of 
mediation. All messaging from the center communicates that 
any member of the community might benefit from mediation 
and any member of the community might become a mediator.  
 

1.2 CMC’s keep a database of interested volunteers throughout 
the year and contact these individuals when there are training 
opportunities, rather than waiting until a training is scheduled to 
do recruiting. 
 

1.3 CMCs recruit volunteers from a variety of venues and 
organizations including where the center currently mediates 
such as: faith based organizations, community centers, 
libraries, senior centers, schools, etc.  
 

1.4 CMCs connect with other volunteer-based organizations 
and public entities: including local volunteer centers and other 
organizations that recruit volunteers.  
 

1.5 CMC’s include clear information on the center’s website 
about becoming a volunteer  
 

1.6 CMC’s inform mediation participants about the opportunity 
to serve as mediators at the end of the mediation. 

2   

CMC’s recruit to ensure a mediator 

corps that is diverse in a variety of 

ways.  

 
2.1 CMC’s review the demographic chart comparing their 
mediators to the demographics of the community on an annual 
basis to consider which demographic areas they need to focus 
on recruiting.  
 

2.2 CMC’s develop strategies to recruit individuals with specific 
demographics needed to ensure that the centers’ mediators 

reflect the demographics of the community.  
 

2.3 CMC’s review structural boundaries that may make it 
difficult for certain individuals to volunteer (e.g. transportation 

for teen-agers, child care for low income participants) and 
develop plans to overcome these boundaries.  
 

2.4 CMC’s conduct more intense recruitment among those who 

are often disenfranchised, such as youth or individuals under 

supervision.  

 

3  

CMCs identify the number of 

mediators to train each period 

based on the number that they can 

support in the apprenticeship 

 
3.1  Centers consider the number of cases per week and work 

backwards to determine how many mediators they can support 

through an apprenticeship. For example, a center that has 

three new basic mediation sessions per week can only 

apprentice three new volunteers. Centers should allow at least 

three to six months between training cohorts. 
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The section below provides guidance for volunteer management for volunteers who will be 

trained as and likely serve as mediators.    

1 CMCs engage potential mediators 

in volunteer work with the center for 

several months prior to the training 

1.1 CMCs develop a process for potential mediators to 
volunteer in roles such as outreach, office work, role-playing for 
mediators preparing for certification, managing logistics for 
certification events hosted by your CMC or other non-mediation 
volunteer activities before taking the mediation training. This 
can help centers adequately assess a volunteer’s commitment 
to the organization and mission, as well as potential as a 
mediator.  This also allows the potential volunteer to determine 
if the position is a good fit.  

 

1  CMCs hold a comprehensive  

orientation that helps potential  

volunteer mediators to 

understand and grasp the 

mediation training and concept of 

community mediation  

1.2 CMCs require potential volunteer mediators to attend an 
Orientation or Information Session and an interview prior to 
being guaranteed a spot in the BMT.   

 

1.3 CMCs ensure Orientation or Information Sessions review 

the entire training and apprenticeship process for potential 

volunteers.  This may last two hours or more. (See Appendix A)  

2  CMCs have an effective screening 

process that allows them to select 

the best possible volunteer 

mediators  

2.1 CMCs screen potential volunteer mediators before putting 
them in basic training, regardless of whether that center is 
hosting the training or whether they may be placed in a training 
that another center is hosting.  
 

2.2 CMCs screen volunteers with a variety of interview 
questions that allow the interviewer to find out if the volunteer 
has an understanding of the process and can make a realistic 
commitment to the training and center. (See  
Appendix B)   
 

2.3 CMCs have all potential volunteers read over information 
about the center and community mediation prior to being 
interviewed.  
 

2.4 CMCs find out a potential volunteer’s availability, both hours 

and location, to ensure these meet the center’s goals. 
  

2  2.5 CMC’s consider having multiple people (staff, experienced 
volunteers, or board members) present during interviews or 
orientations to help get multiple perspectives on the 
interviewee.   
 

2.6 CMCs include a written application as part of the screening 

process (See Appendix C)  
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3  CMCs ensure that volunteer 

mediators sign a training and 

apprenticeship contract that 

commits the volunteer to the 

center  

3.1 CMCs explain the apprenticeship process and contract in the 
interview and orientation. 
   

3.2 CMCs have all newly selected volunteer mediators sign the 
apprenticeship contract prior to beginning the Basic Mediation 
Training (See Appendix C).  
 

3.3 CMCs can require that volunteer mediators fulfill their 

apprenticeship contract or be required to pay back the value of the 

training on a prorated basis. The basic mediation training can be 

valued at between $2500 to $5000 per trainee.   

 
 

4  CMCs have an effective post-

training orientation that orients 

new mediators to the center  

4.1 CMCs hold a post-training orientation that ensures all new 
volunteers are knowledgeable about pre and post mediation 
procedures specific to each CMC.  
 

4.2 CMCs create a post-training orientation guide to ensure 

mediators know where to turn for questions. (See Appendix D)  

 

5  CMCs obtain and maintain current 

contact information for volunteers  

5.1 CMCs touch base (in person, email, text, or phone call) with 
each person on their roster at least once every six-months to be 
sure their contact information is correct.  
 

5.2 CMCs have at least one (1) designated staff member in 

charge of volunteer management to ensure mediator growth and 

quality assurance.  

6  CMCs hold in-services and 

continuing education events that 

engage volunteer mediators and 

encourage mediator growth  

6.1 CMCs provide opportunities that are free of charge to 
volunteers for continuing education at least four (4) times per year   
 

6.2 CMC’s host in-services provided by CMM trainers  
 

6.4 CMC’s announce and promote CMM’s monthly in-services to 
their volunteers.  
 

6.5 CMCs communicate in-service trainings with other regional 
CMCs to allow volunteer mediators to have more options in 
choosing in-service trainings.  
 

6.6 CMCs ensure that volunteer mediators are aware of continuing 
education opportunities.  
 

6.7 CMCs offer training opportunities that satisfy the requirements 

for membership to the MPME.  
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7  CMCs keep volunteers current 

with changes to forms, mediation 

model, other procedures  

7.1 CMCs offer a refresher training when there are significant  

changes to the mediation guide, center forms, or the CMCs 

policies. These refresher trainings should allow mediators to 

engage with the material and fully understand the changes 

presented. 

   

7.2 CMCs provide regular updates through email or in mediation 

packets that educate mediators on the smaller changes to guide, 

forms, or policies.  

 

8  CMCs maintain quality 

communication with mediators 

throughout and after each 

mediation case  

8.1. CMCs thank mediators for each case they sign up for, whether 
or not the mediation occurs.  
 

8.2 CMCs communicate with volunteers after each mediation 
session to ensure that the center supports the volunteers 
throughout the life of the mediation.  
 

8.3 CMCs make time to discuss mediation cases with mediators, 
either formally or informally, to ensure volunteers experience 
maximum growth from each case  
 

8.4 CMCs ensure volunteer mediators have contact information 

for a staff member in case they need support on a break during a 

mediation. This information can be provided in the mediation 

packet.  

 

9  CMCs effectively, track 

communicate, and strategize with 

volunteer mediators about growth 

and progress  

9.1 CMCs include feedback and follow-up forms with each 
mediation packet that enable mediators to report feedback and the 
results of the mediation session.  
 

9.2 CMCs respond to mediator feedback about the session, co-
mediator, and skills in mediation that need attention.  
 

9.3 CMCs can create a mediator newsletter, listserv, or similar 
means of keeping volunteers in the loop and making them feel 
valued.  
 

9.4 CMCs get in touch with volunteer “dropouts” to determine 
issues, problems, etc that caused dropout (See Appendix G for 
more information).  
 

9.5 CMCs create a mechanism to track mediator time, growth, and 
progress. CMCs make this accessible to the volunteers, either by 
periodic updates or direct access to the information. 
  

9.6 CMCs ensure all mediations are co-mediated to support quality 

assurance, mediator growth, and mediator comfort.   
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10   

CMCs effectively recognize  

volunteers for their time and  

commitment  

 

10.1 CMCs have a plan for volunteer recognition  
 

10.2 CMCs acknowledge mediators’ time when they sign up for a 
mediation even when participants do not show via a thank you 
email, text, phone call, etc. to show volunteers that  
CMCs value their time and commitment  
 

10.3 CMCs keep volunteers informed on what is going on in the 
CMC (e.g. staff changes, policy changes, etc.)   
 

 

11  CMCs make the logistics of 
volunteering for a mediation as  
smooth as possible  

11.1 CMCs make every effort to confirm each mediation with 
participants within 24 hours of the mediation to avoid no shows 
  

11.2 CMCs provide logistical support for off-site mediations, such 

as a travel kit with forms, markers, and flip chart paper and / or 

easels, and contact numbers for mediation site. 

 

   

11.3 CMCs provide information in the mediation packet to support 
mediators in the case of an last minute surprises e.g. who a staff 
contact person is, and contact information for co-mediator.  
 

11.4 CMCs check-in regularly with mediators to determine 
whether the format of announcing and accepting mediations is 
convenient for them.   
 

11.5 CMCs provide clear direction and support, through forms and 
clearly described process, for after-mediation action and next 
steps 
 

11.6 CMCs make sure volunteers have access to the correct 
materials for virtual mediation sessions.  
 
  

12   

CMCs use the most effective form 

of communication when 

communicating with volunteers for 

mediations and events  

 
12.1 CMCs can learn the preferences for communication for 
individual mediators, and record and utilize that preferred mode of 
communication.   
 

12.2 CMCs check in with volunteers regularly about availability to 

easily match participant’s needs with the capacity of the center to 

provide mediators  
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13  CMCs create a relationship with 

volunteers that allows for 

volunteers to be connected to the 

center in multiple ways  

13.1 CMCs create a buddy system to connect new mediators with 
experienced mediators.  This can be a connection between a new 
and experienced mediator even if they do not mediate together in 
a mentoring relationship.   
 

13.2 CMCs ensure the staff members that interact with volunteers 
(e.g. center directors or volunteer coordinators) to get to know 
volunteers and their interests and talents.  
 

13.3 CMCs offer volunteer opportunities in addition to mediation, 
such as outreach, helping with office work, participating in CMM 
events, becoming a member of the Board of Directors, or 
becoming AmeriCorps members.  
 

13.4 CMCs social events for mediators and volunteers to connect 
with each other at least twice per year.   
 

13.5 CMCs provide in-service trainings for volunteers interested in 
outreach education.  
 

13.6 CMCs encourage volunteers to donate money to the center  

14  CMCs connect volunteers to the 

statewide community mediation 

movement  

14.1 CMCs encourage volunteers to become more connected to 
the statewide movement  
 

14.2 CMCs communicate statewide events to volunteers and 
encourage them to attend, including the Maryland Mediators 
Convention, CMM Gala, CMM Membership Meetings, MPME 
Events, and other relevant statewide events.  
 

15  CMCs effectively engage 
volunteers who have not mediated 
in several months or who need 
support after the Basic 
Mediation Training  

15.1 CMCs provide and create a plan for mediators who need 
additional support after the Basic Mediation Training, who become 
disengaged with volunteering, or who have not  
 mediated in several months (See Appendix G). 
  

15.2 CMCs receive feedback from trainers on mediators’ skills 
and abilities after training to provide guidance on developing 
mediator support.  
 

15.3 CMCs develop a system so that volunteers who may not be 

right for mediation can support the center in other ways, e.g. 

outreach, special projects, office work, data entry, board 

membership, etc.  
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16  CMCs ensure the majority of 

mediation sessions are conducted 

by volunteer mediators  

16.1 CMCs have volunteer mediators conduct the mediation 
sessions as much as possible  
 

16.2 CMCs have staff mediate only as a last resort or to help the 
growth of newer mediators  
 

16.3 CMCs work to help mediators that are interested in advanced 
trainings get the experience needed take those trainings. 

17 CMCs develop plans for mediators 

who may need more support than 

the standard apprenticeship 

process offers 

17.1  CMCs may off to the volunteer options to include taking 

a refresher training, observing additional cases, attending 

additional in-services, allowing additional time for case 

review and discussion,   
 

17.2  CMCs meet periodically to review progress 
 

17.3  If volunteers do not progress in mediation skills after 

considerable effort, CMC’s can offer other kinds of volunteer 

opportunities including outreach, office help, special projects, 

joining the board, committee membership, special projects, 

etc. It is important to try and keep folks who are committed to 

the work but might not be right for mediation involved in a 

variety of other useful ways. 

   

18 CMCs encourage staff and 

volunteer mediators to prepare 

and complete CMM’s certification 

process, or another certification 

process that matches the model of 

mediation used in the center 

18.1 CMCs work with CMM’s training and quality development 
team to establish a formal mentorship. 
 

18.2  CMCs coordinate with volunteer mediator/PBE candidate 
and CMM mentoring team for the PBE candidate to co-mediate 
with a mentor. 
 

18.3 CMCs coordinate with PBE candidate to have 2 solo pre-
evaluations with mentor. 
 

18.4 CMCs coordinate with PBE candidate to have 2 Co-
mediations pre-evaluations with mentor 
 

18.5 CMCs coordinate with PBE candidate and CMM’s evaluation 
team to schedule the candidate’s evaluation day. 
 

18.6 CMCs recognize mediators who complete PBE or other 
certification process. The recognition should focus on the 
commitment to making the time for development and receiving 
feedback rather than scores. 
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The section below provides guidance for  

 serve as mediators.  

volunteer management for volunteers who don’t 

 

1  CMC’s develop clear position 

descriptions for volunteers to 

assist in areas other than 

mediation.  

1. CMC’s identify tasks and roles for volunteers, such as 

outreach, committee service, office work, data entry, follow up 

evaluation calls, and grant writing. 

  2. CMC’s develop position descriptions and requirements for 

volunteers serving in these roles. 

 

  3. Intake should not be a role for someone not trained as a 

mediator 

2  CMC’s communicate  

expectations with potential 

volunteers  

1. 

2. 

CMC’s recruit volunteers with the position descriptions 

 

CMC’s interview potential volunteers 

 

  3. CMC’s request a commitment from the volunteer to ensure a 

return on the investment the CMC is making in training the 

volunteer. 

 

  4. CMC’s conduct orientation and training appropriate for the 

tasks the volunteers will provide 

  5. CMC’s regularly evaluate the work of volunteers, provide 

feedback and recognition. 
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Appendix A SAMPLE PRE-TRAINING ORIENTATION AGENDA  
  

Welcome and Introductions  

  

Gathering: Name + “One reason I am interested in helping resolve conflict in my community is...”  

  

Choose One Experiential Exercise  

• Minefield  

• People to People  

• Houses  
  

About the Center  

• What is Community Mediation?  

• Services Offered  

• What Training Allows Mediators to Do  

• 10 Points  

• Relationship to CMM  
  

Training Overview  

• Role Plays  

• Experiential  

• 3 Skills- Inclusive Listening, Open Ended Questions, Using the Process  

• Prepares Mediators for Variety of Situations (Intense Language, Hot Topics, etc.)  

• Logistics- attend whole training, locations, hours, carpool?  
  

Inclusive Mediation Overview  

• Analytical, Facilitative, Inclusive, Transformative  

• 5 Step Process  

• Participants Control Content  

• Resolving Whole Dispute  

• No Ground Rules  
  

Apprenticeship Process  

• Hours of Service  

• Length of Commitment  

• 2 Observations- 2 Mediators with a Lead  
  

Role Play (Optional) OR Strategic Listening Practice (Optional)  

  

Next Steps:  

• Go over dates  

• Collect applications and schedule interviews  

  

Closing  
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Appendix C     VOLUNTEER MEDIATOR APPLICATION  
  
Name: _______________________________________________ Date: ________________________  

  
Address: _____________________________________________  

                            
City:________________________________ Zip: _____________ Cell Phone: ___________________  

  

 
E-Mail:__________________________________________________________________  

  
Do you check regularly? __________ How did you hear about CMC? ________________  

  
Do you speak any languages other than English? YES / NO  

  
If yes, what languages do you speak fluently? _____________________________________  

  
Availability (check all that apply): Daytime ____ Evening ____ Weekends ____  

  
Would you be interested in volunteering in another capacity with the center?  Yes ___ No ___  
  

  

Why do you want to become a volunteer mediator?  
  

  

What skills do you have that would make you a good mediator?  
  

  

What experience do you have with volunteering?  
  

  

Please describe the time you would be able to commit to the center  
  

  

Demographic Information (Optional). We are required to provide demographic information about our 

mediators to grant funders so that our mediators reflect the diversity of the community.  

  
Sex_______ Age_______ Race _____________ Highest Level of Education ____________________  

  
Annual Household Income ______________________ Military Experience (circle):   None   Past   Current  

  
Type of Employment ____________________________  

  
 

Thank you for your interest in becoming a volunteer mediator. Feel free to contact the CMC for more 

information.  
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Appendix D TRAINING AND APPRENTICESHIP CONTRACT  
  

 
I, _____________________ am willing to commit to a minimum of two (2) years to the Community  

Mediation Center (“CMC”.)  

  
   Mediators are required to attend and complete the initial 50-hours of FREE mediation training.  

After completing the initial training, trainees will enter an apprenticeship that consists of observing two (2) 

mediations and mediating with a lead mediator a minimum of (2) times as well as an evaluation/strategy 

session. Five (5) additional hours of training will be scheduled.*  The mediation training is valued at 

$5000per trainee.  

  
____ I will attend 50 hours of training.  

  
____ I will attend the 5 hour follow up training to complete my training (to be scheduled)  

  
____ If an emergency arises and I miss more than one (1) hour of training, I understand that I will not 

receive a Community Mediation Maryland training certificate.  

  
____ If an emergency arises and I miss more than 3 hours of training, I understand that I will be asked to 

no longer participate in the training  

  
____ I understand that completing the training is not a guarantee that I will be invited to mediate with 

CMC.  Even if I am not invited to mediate, I will complete my volunteer service.   

  
____  I agree to provide forty-eight (48) hours of volunteer service each year to include mediations (if I am 

invited to mediate), special projects, committee membership, helping with intake or office help.  

  
____ I agree to abide by the policies set forth by the CMC Board of Directors and the CMC Staff  

  
____I agree to become a member of the Maryland Program for Mediator Excellence (MPME) and follow 

the guidelines set out by MPME  

  
The Community Mediation Center Agrees to:  

• Provide 50-hours of mediator training  

• Provide each new trainee with a mediation manual  

• Provide all necessary mediation materials  

• Provide FREE continuing education opportunities   

• Provide skill building opportunities  

  

  
Signature/Date ___________________________  

  

* A full 50-hours of training must be completed to receive a Community Mediation Maryland certificate.  
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 Appendix H             
CMM Quality Assurance Best Practices  

  

 To support CMM's efforts to establish and maintain state-level partnerships, 

member Centers are strongly encouraged to align their  

Mediators’ attributes and Center processes with the following Quality  

Assurance “Best Practices”, which will be communicated to our state-level 

partners, as part of our dialogue about Community Mediation and the Ten 

Point Model.  
  

 In particular, a Center’s documentation needs to be consistent with the 

mediation model(s) provided by the Center, including clear articulation of 

which Mediator activities are acceptable and which are unacceptable. This 

articulation guides the following documents mentioned in these Best 

Practices: (a) Strategy Session / Evaluation Forms, and (b) Mediator Logs. 

Items involving these documents and/or the model(s) used at the Center are 

marked with an asterisk (*).  
 

Mediator Training  
 

1. Mediators receive, at a minimum, a 40-hour Basic Mediation Training course  

    from an experienced trainer. 

2. Mediators complete an apprenticeship that includes two (2) observations, 

    two (2) co-mediations with an experienced Mediator, and their first Strategy  

    Session, or an equivalent evaluation process. * 

3. Potential Mediator trainees are evaluated by Centers using a screening  

    process that, at a minimum, includes a documented application process and  

    face-to-face contact. 

4. Each Center’s Mediators have been trained in accordance with training      

    models that have been pre-approved by the Center.* 

5. Potential Mediator volunteers who were trained by one of the preapproved  

    trainings, but other than the trainings provided by a given Center, will be   

    evaluated by the Center using a documented screening process that, at a 

    minimum, includes face-to-face contact. 
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6. All Center Mediators are members of the Maryland Program for Mediator 

    Excellence (MPME). 

7. Centers who use Mediators from more than one training model: * 

 a. Provide a written description of how the Center ensures consistency 

         between the mediation model described to potential participants 

         during intake, and that which participants receive. 

 b. Provide a written description of how the Center handles conflicts that  

      may arise when mediators have differences, and  

 c. Require that Mediators be able to articulate the mediation model they  

     intend to use. 

 

Mediator Case Assignment 
 

8. At least one (1) Mediator in every mediation session has participated in a 

    Minimum of six (6) mediation sessions. 

9. At least one (1) Mediator in every mediation session has mediated at least 

    six (6) mediation sessions within the previous twelve (12) months. 

10. For parenting plan mediations, Mediators have completed at least five (5)  

      mediation sessions and a 20-hour advanced training in parenting plans. 

11. For mediations involving marital property, Mediators have completed at 

      least five(5) mediation sessions and a 20-hour advanced training in divorce 

      mediation or other applicable training (e.g., marital property). 

12. Centers have a written procedure for removing Mediators from active 

      Status. 

13. Centers have a written procedure for restoring Mediators to active status, 

      having been removed. 

 

Ongoing Mediator Requirements 
 

14. Mediators receive a minimum of (8) hours of continuing education per year. 

15. Mediators participate in an established feedback process after each  
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      mediation, and file the resulting Mediator Logs (or copies) with the Center. * 

16. Mediators are evaluated by their Centers at the end of their apprenticeship, 

      and at least once every two years, using a screening process that, at a  

      minimum, includes face-to-face contact. 

17. Mediators are regularly evaluated by their Centers, using either the CMM  

      Strategy Session system, or a system for which a written description has 

      been submitted to the CMM Quality Assurance Committee, for feedback. * 

 

 

 

 

 

 

Sample Online Mediation Checklist 

 
o Confirm waiting room is enabled, “Join Before Host" is off.  

o Confirm breakout rooms enabled, consider naming for easy  

Identification. 

o Disable the chat feature. 

o Disable “Local” and “Cloud” based recording if not already Use a 

unique and private meeting number for each mediation. 

o Consider participants use a password to enter the meeting. 

o Lock the room once all participants join. 

 

 

 

 

 

 

 

 


