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Good Afternoon Everyone!I'm Kevin Phillips, the Serving and Supporting Units Chair on the NCST.Today, we're going to explore a new approach to serving our units. Let's shift our focus from mere observation to active partnership. Instead of simply visiting units and observing their activities, we should aim to build enduring connections that drive real impact.Imagine if we could transform our interactions with units from casual check-ins to strategic collaborations. What if we could become true partners, working side-by-side to achieve shared goals? That's the potential of the Unit Connections initiative.To illustrate this, let me share some personal information about who I am and where I’m from: I hail from great state of TN where we have:Great Smoky MountainsAppalachian TrailDollywoodMountain Dew (birthplace in TN)Ocoee RiverTN Football (college)Moon piesLodge SkilletsCountry Music & the Grand Ole OpryJack DanielsI've had the pleasure of experiencing many of these things, and some of them go hand-in-hand, like Tennessee football and Jack Daniels, especially after we play Alabama. Believe it or not, we just made a connection, and connections are the foundation of building relationships. Connecting with others can take all shapes and sizes and is the simplest and easiest way to create partnerships. In these partnerships, we must actively engage by seeking first to understand, asking the right questions and making those crucial connections with the unit volunteers.We should always connect with intentions to create a positive environment allowing us to focus our discussions on ways to support and help the unit.My experience as a commissioners has taught me the power of genuine connection and collaboration.By focusing on understanding our units' needs and aligning our support accordingly, we can create a lasting positive impact on Scouting. Let’s dive in and explore how to make this happen.
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During the next 30 mins we will dive deeper into the new unit connections concept. There are 3 separate components to future of unit service which are built on a foundation of relationships, priorities, and culture.Unit Metrics – Using objective data and removing assessing and scoring of units. The metrics can be a starting point for conversations and may SUGGEST areas of conversation to understand how the unit operates and how commissioners can engage. They are NOT measures of success or failure.Unit Connections is a new method and tool which will help commissioners in developing partnerships with unit volunteers and guide conversations toward areas where commissioners can have an impact.Commissioner Tools Updates – involves integrating Unit Connections and key metrics into our current Tools system as our Technology chair Mike Weber will be reviewing those new enhancements a little later.Unit Connections is the future of unit service, but before we can make those vital connections with a unit we must first begin by building relationships/partnerships with the unit leaders.
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Change

Everything
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You may have seen this before; I repurposed this phrase from a large company because I thought it fit perfectly with what we are trying to do with our own Unit Connections. I truly believe connections can change everything because they create the foundation for positive relationships, effective communication, collaboration, and partnerships.



BE CURIOUS, NOT 
JUDGEMENTAL.

Walt Whitman
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To create partnerships, our commissioner culture needs a significant shift. I believe this can be achieved by embracing Walt Whitman's attitude: "Be curious, not judgmental.“Embracing curiosity aids us in understanding the inner workings of a unit. Once we comprehend how a unit operates, we can collaborate more effectively and better support them in developing the best program for their needs.Seeking to understand is a key component of The Future of Unit Service. 



Connections, Relationships, & Partnerships

Unit Connections > Better Conversations
Better Conversations > Better Relationships
Better Relationships > Partnerships
Partnerships > Impact & Change Lives
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As we navigate this cultural shift in commissioner service, it's crucial to remember that strong relationships are the bedrock of our success.Many of you are familiar with John Maxwell’s principles on leadership and I really like one of his quotes where he says “Everything rise and falls on leadership” While leadership is undoubtedly important, I believe a more fitting quote as our role as commissioners by our very own Rev Dave Weyrick, "Leadership, and a whole bunch of other stuff rises and falls on relationships".At the heart of Scouting is the bond between unit volunteers and the Scouts they serve. These relationships are the lifeblood of our movement. As commissioners, our primary role is to support and empower these volunteers. By fostering deeper connections through meaningful conversations, we can significantly enhance their ability to lead and inspire young people.Unit Connections lead to Better Conversations. These improved conversations foster stronger Relationships, which in turn build powerful Partnerships. Together, these Partnerships drive Impact and ultimately Change Lives. That's the journey we're on with Unit Connections.



Current Future
Unit Assessments
• Simple
• Detailed
• Intermediate

Unit Connections – one simplified form to capture focused conversations
Unit Connection Guides – new topical tool to aid commissioners with 
conversations

Subjective Unit Scoring

Objective unit data will be provided to assist commissioners with a focus on 
relationship and conversations
• Adult Training
• Advancement
• Outdoor Activities

• Membership Growth
• Unit Size
• Retention

Unit Service Plan
Unit Goal Setting can be done at anytime in Unit Connections (no special 
form)
• Documented by commissioners
• Owned by the unit

Priority Needs All priority needs will now flow into Unit Goal Setting

Assigned Commissioners Assigning commissioners will remain the same

Commissioner Reports
Currently being reviewed
• Existing Reports
• New Reports
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In the words of Larry Chase “Too often, unit service seems complex. It needs to be simple – and unified”This chart illustrates our current unit service structure and our projected vision for the future. Let's examine how we're evolving our approach to supporting units.Currently, we rely on a mix of simple and detailed unit assessments, driven by subjective scoring. Moving forward, we're introducing a unified Unit Connections platform to streamline data collection and foster better conversations. This will be complemented by Unit Connection Guides, providing commissioners with focused tools and resources.Instead of subjective scoring, we'll incorporate objective unit data to inform our support efforts. This data, combined with our strengthened relationships through Unit Connections, will enable us to better identify and address unit needs.Unit goal setting and commissioner assignments will remain unchanged, but we will shift the ownership of goals to the units and commissioners will be there as support system to guide them.We're also evaluating our commissioner reporting system to ensure it aligns with our new strategies to provide valuable insights.



1. Build Relationships
2. Enhance Conversations 
3. Drive Collaboration & Innovation
4. Foster Support
5. Create & Grow Partnerships
6. Change Lives

What are Unit Connections?
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In terms of scouting and commissioner service what will connections help us to do?Building Relationships: Connections facilitate the establishment of strong relationships based on trust, respect, and shared goals. These relationships form the backbone of successful teamwork and collaboration.Enhancing Conversations: Strong connections begin with knowledge to enable open communication channels. When individuals feel connected, they are more likely to express their thoughts, concerns, and ideas freely, leading to better understanding and problem-solving.Driving Collaboration: Connected individuals and groups are more inclined to collaborate effectively towards common objectives. They leverage each other's strengths, resources, and expertise to achieve shared outcomes that benefit everyone involved.Fostering Support: Connections create a network of support where individuals can seek help, guidance, and encouragement from one another. 5. Create & Grow Partnerships: Connections lay the groundwork for establishing and nurturing partnerships. These partnerships, built on mutual trust and shared interests, can lead to new opportunities, innovative solutions, and long-term success.6. Change Lives: Connections have the power to transform lives by providing access to new resources, perspectives, and opportunities. Through meaningful interactions and relationships, individuals can achieve personal growth, overcome challenges, and reach their full potential.Now that you understand the benefits, let’s dive into the details of Unit Connections step by step. 



Unit Connections

Unit Metrics Unit 
Conversations Unit Goals Unit Support

Connecting with units through better conversations
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�Unit Connections entail engaging in informed conversations with units and are comprised of four distinct phases.Unit Metrics:Unit connection conversations begin with objective unit data – knowledge of a unitThis data will allow commissioners to have a starting point for their conversationsUnit Conversations:Conversations to build relationships with units and their leadersConversations to ask questions and uncover issues so we can offer support to specific unit needsUnit Goals & Unit Support:Conversations to uncover and validate success and opportunitiesConversations will lead to opportunities to facilitate goal setting allowing the unit to develop their own goalsConversations to directly engage and support units in achieving their goals



Step 1: Unit Metrics

1. Key Leaders Trained
2. Exceed Small Unit Threshold
3. Year Over Year Membership Growth
4. Advancement / Youth Leadership
5. Outdoor Activities / Super Activity
6. Retention
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Step 1: Unit Metrics offer a first look at how a unit is doing and is a big first step in understanding a unit. �During this phase, commissioners will examine objective unit metrics to gain understanding of a unit, identifying areas of success and opportunity. This enables commissioners to engage in informed discussions with unit leaders. Mr. Mike Weber will be going into greater detail later on this call about these objective unit metrics.



Step 2: Unit Conversations
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Conversations are the focal point of our operations and where numerous commissioners, myself included, have overlooked crucial opportunities.While we may not have the opportunity to have deep discussions at every interaction, commissioners should Be Prepared to discuss the objective unit data contained in the Unit Dashboard should the opportunity arise.How frequently do you encounter contacts associated with a unit, yet discern little evidence of their contributions to its service or support? I frequently find all that is apparent is the attendance of scouts or a description of the dinner served at their Court of Honor. Occasionally, there is a copy-and-paste of a single-line comment indicating the unit's participation in Fall Cub n Family. While the engagement of units in such events is appreciated, these updates and comments do little to advance the progress of our units.We need to build relationships by having focused conversations to better understand unit dynamics and operations, enabling commissioners to better serve and support the unit by meeting their needs and offering help.



Step 3: Unit Goals
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Unit Conversations may lead to opportunities for the formulation of unit goals. This entails recognizing and capitalizing on achievements, aiding the unit in pinpointing areas for enhancement, engaging with the unit to establish their objectives, and providing support for those objectives. Establishing goals can be pivotal in the planning and enhancement of thriving units. Commissioners might collaborate closely with units to establish goals and address challenges. Scheduled meetings with the units ensure adequate groundwork, though multiple sessions might be needed to reach consensus on tailored objectives. The unit maintains complete autonomy in determining the goals, whether they choose to have them detailed, simple, or none at all, with the commissioner available to assist them throughout the process.



Step 4: Unit Support
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Finally, commissioners provide unit support by following up regularly, being available to answer questions, and ensuring the unit has the resources to achieve their goals. Just remember there are all types of units out there and they all need different types of support. Unit support also includes logging all unit connections in Commissioner Tools. The information is valuable for tracking unit opportunities and successes over the course of time.



The Unit Connections section was 
updated to show the selected 
category’s title. If more than one, 
you can hover over the number to 
view the categories.

Goals field to display 
count if the connection 
has any goals.
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In the next few slides, I am going to share some work that has already begun on the new Unit Connections system within Commissioner Tools that will replace our current Simple/Detailed Assessments.Here we show a section of the typical unit dashboard which will be updated to show Unit Connections instead of Unit Contacts.When loggin a unit connection you will notice the topical categories related to unit metrics and a section dedicated to any goals that were discussed during the connection.From here you can select Add a New Connection



Each category is optional and multiple can be selected 
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The new Unit Connection will look like this and it will be condensed into one form from the current assessment option.Each Unit Metric will be listed as an optional category to provide comments/feedback. Commissioners can select any number or combination of these topics to include an Other category if the connection did not involve discussion with any of the primary unit metrics. 



Optional: Add Goal after each selected category
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Once a category has been selected, a new comment box will open up for commissioners to type in their discussion points. If needed there will be an optional “Add Goal” at the bottom of every comment box to record any goal setting discussions.



When Add Goal is selected, it displays Estimated 
Goal Completion Date field with a text box to enter 
comments.



Presenter Notes
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If the “Other” category is selected it further refines the discussion with options to select also allowing an optional goal comment box.That’s all there is to it logging a Unit Connection with a unit. This new method makes it easier and simpler to log a connection. This will also give administrative commissioners the ability to run a report giving them insight into the conversations and the goals being set in their districts and councils without having to read verbatim comments. This will allow them to analyze what conversations are taking place and do a comparison with the Unit Metrics to make sure commissioners are focusing on the having the right conversations. 



https://shorturl.at/5qRpd
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New connection guides have been created to aid in facilitating the four steps of the Unit Connection process. These new guides have been created from feedback received directly from commissioners across the country. Each guide will have the 4 steps we reviewed previously with suggestions and information to guide their conversations.�These guides will benefit both new and experienced commissioners by enabling all of them to focus on meaningful conversations about topics crucial for each unit's success keeping in mind each unit’s picture of success may be different.Please keep in mind these are guides to aid commissioners in facilitating conversation and will not work for every situation for every unit. We will have a formal launch of the guides later this year when all of the system updates are complete, but for now you can view the current versions using the QR code on this screen.



• Calendar Planning
• Pack Committees
• Troop Committees
• Finance & Budgets
• Succession Planning
• Membership Renewal
• Unit Renewal

Additional Connection Guides

Presenter Notes
Presentation Notes
Our initial intention was to create specific guides for each key metric. However, your valuable feedback from the pilot, various confabs, and commissioner sessions prompted us to create additional guides for other important topics outside of the key metrics. We are already at work expanding the new Unit Connection Library based upon your feedback and have draft versions of these topics.



What 
do you 
think? 

Presenter Notes
Presentation Notes
To conclude my portion of the presentation, I emphasize the importance for commissioners to incorporate 2 questions into their conversations with units and the first one is:What do you think?In the realm of commissioner service and in scouting, leadership boils down to a simple principle: do whatever it takes to help others excel. John Harbaugh – one of the greatest coaches in NFL history has a philosophy for how he portrays Servant Leadership. If you haven’t seen his video on Servant Leadership, I highly suggest you watch it because everything he says in his short 3 min video reminds me of how commissioners should work to support our units. The ultimate goal isn’t to get units to do things our way, but to collectively progress. We should aim to accomplish great things together with units, striving to build something enduring and meaningful. This involves prioritizing time and efforts to actively engage with unit leaders in the right conversations, addressing challenges, and fostering an environment of support and growth. When unsure of what to say or ask, four powerful words—"What do you think?"—can guide fruitful conversations. Effective leadership in scouting entails not always being in the driver's seat but empowering and trusting those around you, genuinely caring for their well-being and success.



Kevin Phillips
kphillipsbsa@gmail.com

615.478.3489
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The other question that commissioner should constantly be asking is: "How can I help?" - This question demonstrates a proactive approach and a willingness to provide support tailored to the specific needs of the unit, fostering a collaborative and supportive relationship.Impactful service begins with a connection as simple as How can I help and grows into a relationship.When supporting a unit ask you yourself, where does this path take us and if you are stuck and not sure of how to help a unit use the connection guides or go back to these two questions.How can I help?What do you think?I'd love to connect with you and discuss your thoughts and ideas about Unit Connections and Connection Guides so feel free to reach out to me via email, text, or phone call. 

mailto:kphillipsbsa@gmail.com
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