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Good Afternoon Everyone!

My name is Mike Weber, chair for Commissioner Technology

Following Kevin’s  review of the new Unit Connection process, I will share with you how Commissioner Tools will be modified to incorporate this new process as well as show you the changes we’ve made to the recently introduced Unit Dashboard plus the soon to be released new District Dashboard.
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Kevin shared this graphic as part of his presentation.  It serves as the foundation for what is changing and how it is supported by the fundamentals of the Commissioner Service Team actions.  My focus for the next 25 minutes will be how this will be integrated into the existing Commissioner Tools.



Unit Metrics
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Presentation Notes
This graphic outlining the new Unit Metrics Data has been shared previously in a Commissioner Confab, but if you have not seen it before, let me review it briefly.

There were several reasons for how and why this was developed.
First, we wanted to use an objective data process vs. the subjective nature of how we currently identify a unit health score which is developed during a Detailed Assessment review today
Second, we wanted a method of identifying data for all units, even those where a commissioner is not available to meet with a unit
Third, we wanted a process that would be simple and relatable to a unit’s ability to renew their charter and thereby continuing with providing the Scouting experience for our youth

On this chart you will note the six data categories chosen, how they are measured, and how there are subtle differences between the traditional programs and the Older Youth Programs.  

All the data not shaded is available through the national BSA systems and is easily retrievable for displaying on a unit and district dashboard.  There are two exceptions, and they are noted in the shaded areas, which I’ll cover next.

You will note that Retention has no measurement listed.  That is because youth retention at the unit level has never been available before.  Therefore, since there is no history with this metric, we will need time to understand its relationship to the other metrics and with unit renewal.  Youth Retention will be displayed, as I will show you shortly.  Retention will be evaluated yearly and as with JTE, changes may occur.



Unit Metrics – Unit Data Entries
Crews & Posts Packs, Troops & Ships

Tier 3/Super Activity
Outdoor Activity

Youth Ldrshp/Training

Presenter Notes
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Two metrics require a manual entry.  They are Outdoor Activity for Packs and Troops, or Super Activity for the OYPs, and Youth Leadership/Training for Crews and Posts.  The youth leadership plus training was chosen because this is a strong element for the OYPs while advancement is not a key part as it is with Packs and Troops.

The entries are intended to be simple to make.  [click]  In each case, only a date is required, which is easily selected by clicking on the “Select Date” box and when the calendar appears, select the date when the action took place.  [click] You will note in the text above each date entry the criteria for entering a date.  [click] Be sure to click “Save Changes” when complete.  The date will be good for a year, but whenever a new outdoor activity is completed or a new group of leaders are selected and trained, a new date can be entered at any time.

Each of these date entries are encouraged but are not required.  The entries are encouraged so that our commissioners have a broad knowledge regarding each unit.





Unit Metrics – Unit Dashboard Changes
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The Unit Metrics Data information will be duplicated on the unit dashboard in each of the sections where additional detail is available.  Each of the metrics as shown on this slide will be added to the Unit Dashboard – [click]  Youth Retention, as just shown on the previous slide, will display at the very top of the unit dashboard, [click] next to the Unit Summary Information, Training will be just to the right of Retention on the dashboard, and is shown in the middle example, with additional detail available in the Download Report shown near the bottom, and [click]  Membership, Advancement, and Outdoor Activity on the right, which are displayed currently on the dashboard further down.



Unit Connections – Unit Dashboard Changes
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This slide shows how the Unit Dashboard may be revised to accommodate the new Unit Connection process which includes both the summary of all Connections made, the ability to add a New Connection, and the reference Unit Connection Guides for each of the objective unit data categories.  Note as in the current version of the unit dashboard that previous unit connections will be available, including up to three years of Connections by clicking on the carrot next to the year 2024 above.

Access to adding a new connection will be in two convenient locations.  One will be on the Unit Dashboard, as shown, and the other will be on the District-Level View Units page, which I showed earlier.



Unit Connections – Unit Dashboard Change
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As new Unit Connection entries are made, this screen will appear.  It has been significantly simplified as compared to the Detailed and Simple Assessment forms in use today.  You will note at the top the ability to select among seven categories to have a discussion with the unit.  Once at least one entry is chosen, only the category, or categories selected will appear including a comment box to record notes and follow-up action from the unit discussion.



Unit Metric Data Access – Commissioner Tools
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Another summary list in Commissioner Tools today is the District Summary page.  Today it has the same list of units, but shows information such as a Detailed Assessment Score, Change from last Assessment, and the Charter Organization.  This is an example of how the slide could be updated to list the five metrics plus retention.  [click] From here, it’s an easy set of two clicks to check the unit of interest and [click] then click View Dashboard at the top.  Both Administrative commissioners and Unit Commissioners will find this an easy to navigate and useful feature to get directly to specific unit information.



Unit Metrics – New District Dashboard
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I mentioned earlier that the Unit Metric Data would be available on both the recently updated Unit Dashboard and the soon to be released new District Dashboard.  Here is an example of such a display on the new District Dashboard.

[click] Across the top, next to the title Unit Metrics is highlighted a Blue circle with an italicized ‘i’ in it.  Once clicked, it will momentarily display the chart I showed earlier of the Unit Categories for reference on how each are defined.

[click] Next to that you will notice the titles 3 month and 1 year trends.  Those two labels, when clicked, will toggle the data below accordingly for convenient comparison over time.  [click] Next to that on the far right is a Download arrow for a detailed breakdown to the unit metrics for each unit within the district.  I’ll show an example of that report in just a moment. [click] 

Below the headings are several colored bar graphs.  The colors were chosen to be neutral in meaning and also to aid those that are color blind.  As noted in the Title, they display the number of units suggested for commissioners’ action for the District overall, and by each Program.  The various groupings represent the number of metrics completed.  The next slide conveys the significance of these groupings.



Unit Metric Summary Levels

• Data has demonstrated the following:

• Unit Metric Summaries of (0-2) will have a Unit Renewal rate as low as 70%
• Unit Metric Summaries of (3) will have a Unit Renewal rate of 95% or greater
• Unit Metric Summaries of (4-5) will have a Unit Renewal rate of at least 99%

Presenter Notes
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Working with various councils who have been engaged with this process has provided some interesting information, supporting the data groupings that have been established.

We have learned that 20-30% of our units will drop if only 2 or fewer of the five metrics is achieved. This becomes valuable information for where to begin having commissioners interface with units that are potentially at risk.

We also know that new units and packs, in general, need extra help due to continually new leadership, not having built a network for the ability to seek help, not understanding the program well, and just trying to get started to what’s needed to run a good program.

In districts that we may have fewer commissioners than we wish, the role of the administrative commissioner is to manage the limited resources to gain the most benefit.  With the knowledge available on the new district dashboard and knowing which units are most at risk, the task of assigning commissioners and enabling them to make a beneficial impact becomes much easier.



Unit Metrics – New District Dashboard
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This summary of units meeting each of the metrics by Program is immediately below the Bar Graphs and is another handy reference tool for both administrative commissioners as well as district committee members to deploy resources where they may be most needed to help support units within the district.  This is a hide-able summary but is extremely helpful for problem-solving and knowing where help is most needed.

Note again the blue circles with an italicized ‘i’ in them.  They will have the same information for the unit data definitions for convenient reference, as needed.

I also want to call your attention to the upper right corner where we have added Youth Retention for the District.  Youth retention is an important metric to monitor so that we can help us remain focused on growing the BSA movement.  The next report will list a retention value for each unit.



Unit Metrics – New District Dashboard Report
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As I noted a few minutes ago, the new dashboards are designed to display ‘data at a glance’ and provide additional detail with only a single click.  This report is available directly from the dashboard by clicking on the ‘download’ icon just above the bar graphs.  [click] This report lists all the units in a district followed by if the unit is New –which includes the date of their initial charter for handy reference - [click] Also, which metrics were met, and what the individual values are for each metric.

A key benefit of this report is to know which units are in most need of help.  [Click]  For example, (7) units down, Pack 277 with Our Lady of the Valley Catholic Church grew in membership over the past year.  That is good news for a new pack.  Unfortunately, neither the unit leader or committee chair are trained and there has been no rank advancement within the last year.  This would be an important unit to arrange for a Unit Connection.

We intend to include a filter feature that will toggle the list by Program function, as shown here, or by the units that might be of higher priority to make a connection with.

Once the unit commissioner and unit leaders begin to develop a rapport with each other and build on their relationship, this summary chart will provide helpful topics to include in a unit conversation.



Unit Metrics – Problem Solving

• Examples
• Which units need the most service?
• How do we know?
• How do we use data to guide us?
• What Tools do we have to help us?
• How can we make an impact?

• Newly designed Unit and District Dashboards plus 
Commissioner Tools easily accessible Reports are available

• Assign most experienced Unit Commissioners where most 
needed
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Problem solving is an important task for administrative commissioners – knowing where help is needed, who to engage, and how to deploy limited commissioner resources to address identifiable problems.

The task of the unit commissioner, but also the administrative commissioner in terms of coaching and providing guidance, is which set of Commissioner Tools are the best to help address a problem that will enable the greatest impact when working with a unit.

Last spring a new Unit Dashboard was launched to help guide the unit commissioner to important information when working with a unit.  It was created to enable key data at-a-glance with single click resources for more detailed information.  The unit dashboard will be updated to include objective unit data and access to helpful guides for impactful discussions between the unit commissioner and unit leadership.

Additionally, as already noted, a new District Dashboard will be available with similar goals and will benefit the administrative commissioner to assist in managing their groups, providing optimum opportunity to help those units in most need.

I believe one of the tasks for an administrative commissioner is to serve the role of problem solver.  I’ve listed a few examples – Which units and how do we know who needs the most help, What data is available to guide us, Are there Technology Tools available to help, and ultimately, How can we make the greatest impact?





New District Dashboard – Overview
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Before I close this afternoon, I want to give you a brief overview of the new District Dashboard that is being developed.  As with the new Unit Dashboard that was launched this time last year, the theme of these updated dashboards is it serves as Data at a Glance with single clicks to obtain additional information, as needed.  Each of these serve a purpose to help our commissioners serving in roles as frontline unit commissioners or administrative commissioners who need to know additional detail across an entire district with useful information to increase their effectiveness in a simple and efficient way.

These two snapshots will be located at the top of the new district dashboard. [click] On the left are all the Key District Leaders with a summary of units identifying how many in total and how many have assigned commissioners.  Below that is a similar summary of unit commissioner information.

[click] To the right are each of the summary charts related to Unit Metrics Data followed by access to the Unit Connection Guides and Unit Connection History which we’ve already covered in detail earlier.



New District Dashboard – Overview

Presenter Notes
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These last three screenshots [click] begin with a list of some of the detail related to the Unit Metrics Data – PAUSE - followed by [click] Roundtable information - PAUSE - and finally data to understand the status of [click] Membership, Unit Renewals, Applications and Invitation Leads.  Note that each of the circular graphs have a breakdown for how soon things like YPT and membership will expire or how long applications or Invitations have been in the system.

The dashboard has been organized to display the most important and most used information at or near the top.  As a commissioner scrolls down the page, other useful, but less often needed information is available.  The convenience of both the unit and district dashboards are to provide helpful and useful information, all in one place, avoiding many clicks or not remembering where information is located, and with any additional detail all available with a single click.



Timing for Changes to Commissioner Tools

Remaining Completion Tasks

• IT Development     3rd Quarter

• Testing/Debugging     4th Quarter

• Launch       Late 4th Quarter

Presenter Notes
Presentation Notes
As with any new project, particularly one of this scope and magnitude, it takes time to develop and put into use.  Over the past year, these concepts have been in early and many discussions.  They have each been part of multiple volunteer reviews through the use of pilots involving many councils and districts across the BSA.  These concepts have also been shared with various levels of the organization such as Commissioner Confabs and Service Team reviews to gauge and obtain useful feedback.  Many of you in attendance today may have been a part of any of these early reviews.  The umbrella of all these changes is to continue evolving how to best implement the new commissioner culture – Be the Heart, Build Relationships, and Change Lives – to eventually lead to the Future of Unit Service.

We value your feedback.  As you have listened carefully to Kevin’s and my presentation, please stop by to talk with us or send us an email.  We can be easily located on the Commissioner Webpage.  We’d look forward to hearing your comments and feedback.
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The Future of Unit Service will require a Partnership between our Commissioner Corp, involving the District Level resources, helping units by building and reinforcing relationships through candid and open communication, all with the goal of making a positive impact that will lead to more youth serving as our leaders of tomorrow.  The material we have shared this afternoon are the Tools you will have at your fingertips to best help carry out this mission.

Thank you for your attendance and attention this afternoon and thank you so much for the work you do for Scouting!
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