
The team approach to 
District Operations

Presenter Notes
Presentation Notes
What is a compass? A device that indicates direction. Until today our compasses have been pointing in different directions and with different strengths. We will align and take our first step forward today!



What are our goals?
+ To best serve units by having campaign 

focused executives working with strong 
volunteer committees.

+ To better train our executives by focusing 
on a smaller scope of work, but across a 
wider region

+ To bring consistent coaching to 
volunteers by executives who can 
leverage regional resources

+ To fully shift the ownership of the District 
to the Volunteers
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Presenter Notes
Presentation Notes
A compass can only point us in a direction, we still need a map to know where we want to end up. 
Professional partners and volunteers must work together to accomplish our campaigns.
Professional partners are overwhelmed, especially in their first few years on the job, but are still only serving a fraction of the units we used to. We need to adjust the scope of their work and focus on campaigns that move us forward.
How long has each person been a district key 3 member? Most of us have been in our role less than 2 years, including staff. Are you adequately prepared to run your district?
Volunteers will fully own the district. Each new person we recruit will be recruited by a volunteer. Each task in a campaign will be accomplished by a volunteer. Each volunteer will be empowered to determine their path forward to success. Will you take the scenic route?



What are the four functions of a 
District
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Membership* Program* Finance* Unit-Service

*Headed by a 
Vice Chair

Presenter Notes
Presentation Notes
Every District in the US has 4 items they must do to keep their map in line with their direction. They are the 4 functions of a district. Membership is all about bringing families into our program. Program is all about keeping families in our program. Finance is all about ensuring our program can continue. Unit Service is all about maintaining a high quality program. These are the edges of the map.



What are the key campaigns

Membership

+ New Units

+ Member Acquisition

+ Member Retention

Program

+ Training

+ Advancement

+ Camping

+ Activities

Finance

+ Popcorn

+ Annual Renewal

+ Donor Acquisition
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Unit-Service

+ Unit Health Index

+ Service Plans

+ Unit Visits

Presenter Notes
Presentation Notes
These are the key things we will use as our legend of our map. These 13 items must happen in each district, each year. They are our core as a District. Each item will be led by a volunteer in each district with a committee to support them.



Membership Campaigns

New Units

+ Develop an annual new unit 
plan

+ Secure Charter partners

+ Recruit adult leaders

+ Recruit and post the new 
unit

Member Acquisition

+ Develop a recruitment 
campaign for spring and 
fall recruiting

+ Ensure each unit has a 
custom membership plan

+ Connect units with 
resources for recruitment

Member Retention

+ Develop an annual 
retention plan

+ Ensure a majority of Cubs 
cross over

+ Lead member support

+ Ensure a majority of 
members renew on time
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Presenter Notes
Presentation Notes
For each membership campaign these are the trail markers we need to hit to achieve our path forward. Each committee will be responsible for these items.



Program Campaigns
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Training Ensure every adult has YPT completed

Develop in person leader specific training

Develop an IOLS/Baloo when needed

Promote advanced leader and youth training

Camping Ensure every Scout has the opportunity to attend camp

Promote High Adventure

Maintain approved Cub Camp paperwork

Support signature events

Advancement Ensure the guide to advancement is being followed

Increase the number of Scouts who advance yearly

Maintain Merit Badge Counselor relations

Activities Ensure budget controls

Ensure completion of administrative tasks (NCAP, blackpug support, activity blueprint)

Right-size events to meet the needs of the region

Presenter Notes
Presentation Notes
For each program campaign these are the trail markers we need to hit to achieve our path forward. Each committee will be responsible for these items.




Finance Campaigns
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Popcorn
• Develop an annual popcorn plan
• Ensure every unit has the opportunity to sell
• Maintain warehouse functions and inventory
• Ensure all units are paid by December 31st

Annual giving renewal
• Maintain good relations with leadership donors
• Ensure leadership donors primarily give by end of Q1
• Follow up with past donors to renew or increase annual giving

Donor Acquisition
• Prospect and evaluate new potential donors
• Recruit district volunteers to help secure new gifts
• Solicit new gifts for corporations, small businesses, and individuals

Presenter Notes
Presentation Notes
For each finance campaign these are the trail markers we need to hit to achieve our path forward. Each committee will be responsible for these items.




Unit Service Campaigns
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Unit Health Index
Develop a District wide plan to 

move units up in level

Align detailed assessments with 
the UHI

Ensure a majority of units are a 3 
or higher

Service Plans
Each unit has a written service 

plan in commissioner tools

Service plans align with UHI

Service plans are made with the 
unit

Unit Visits
Each unit receives a visit yearly 

by a commissioner to perform a 
detailed assessment and service 

plan

Each unit is visited monthly by a 
commissioner

Commissioners are empowered 
to connect to resources

Presenter Notes
Presentation Notes
For each unit service campaign these are the trail markers we need to hit to achieve our path forward. Each committee will be responsible for these items.




How do Districts 
currently operate
• Geographic focused Executive, Chair, 

and Commissioner

• This Key 3 meets monthly to plan and 
execute the district goals

• Unit commissioners work with the 
District Commissioner and UC’s ask 
units what they need

• Most other volunteers work directly 
with the executive on special and short-
term projects
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Presenter Notes
Presentation Notes
The Key 3 is geographically bound
The cadence of district meetings starts with the Key 3 to evaluate goal progress before moving onto strategic and tactical planning
Commissioners have a relationship with units, but units don’t understand their role
Any special projects are usually one offs and don’t have longevity. They are usually not critical tasks and require so much coaching that items can be missed



How will our Districts operate
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Dedicated Chair, Commissioner, Staff Leader (Key 3) focused on strategic 
planning.  Team of executives focused on campaigns

The Key 3 meets monthly to discuss volunteer engagement and strategic 
vision. Executives are included when relevant.

Unit Commissioners work with the District Commissioner and Units ask 
the UC’s for what they need by focusing on the 5 unit health indicators

District Vice Chairs and Campaign leads meet with an executive focused 
on campaign tactical plans

Most other volunteers work with their Vice Chair or Campaign lead

Presenter Notes
Presentation Notes
Chair and commissioner are geographic bound, but the professional partners are campaign focused
The Key 3 focuses on recruiting and engaging volunteers and setting the high level strategic vision
Unit Commissioners focus on the Unit Health index and units begin to understand their role
Tactical planning is done by campaign and mostly with the District Vice Chairs or Campaign lead
All other short term projects are run through a volunteer with support from professional partners
These are the coordinates to our end goal.



Volunteer Role
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District Chair recruits and 
leads the District Vice 
Chairs to accomplish 

District goals

The District Vice Chairs 
recruit and lead a team to 
accomplish their specific 

goals

The District Commissioner 
recruits and leads the Unit 
Commissioners, Assistant 
District Commissioners, 

and Roundtable 
Commissioners

Unit Commissioners solve 
unit problems

Volunteers with the team 
lead will set goals and 
direction of the district

Presenter Notes
Presentation Notes
You and your team are empowered to solve problems and accomplish goals.
As a key 3 member your first duty is to recruit more volunteers and hold them accountable to their own plans. You will not be alone.



What is the 
staff role 
currently
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Each Executive is currently geographic bound. 
They are responsible for accomplishing the 
Districts goals in all categories

Executives are problem solvers

The Staff Leader is responsible for all Districts 
achieving their goals

The Staff Leader in addition to managing their 
own District coaches the Executives to 
achieving their goals

The Staff Leader is the Chief Problem Solver

Presenter Notes
Presentation Notes
Our executive staff has become problem solvers. Problem solvers for solutions that most unit commissioners could solve just as fast, but with a more personal touch. 
Regardless of the number of Scouts or Units our Staff are responsible for achieving membership growth, programmatic activities, financial support, and quality control. They keep no consistency day to day. 
The District Director runs their own district and must coach the other executives to success in their own district



What are the proposed changes to 
staff roles
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Each Executive is 
dedicated to 

championing a 
campaign across the 

region

They are responsible 
for achieving their 
specific campaign 

goals

Executives become 
tactical initiators and 

subject matter experts

The Staff Leader is 
responsible for all 

Districts achieving their 
goals

The Staff Leader in 
addition to managing 
their own campaigns, 

coaches the Executives 
to achieving their goals

The Staff Leader is the 
chief strategy officer

Presenter Notes
Presentation Notes
You may have noticed on the staff tasks we don’t talk about recruiting volunteers. All ownership of recruiting volunteers will start with the District Key 3. A volunteer will ask another volunteer to volunteer. The professional staff will work with the volunteer making the ask to ease the transition and answer questions. 




Why are we 
making this 
change

+ Optimize workflow by limiting scope and 
expanding scale

+ Provide more thorough Executive training 
over 3 years rather than 18 months

+ Provide the Key 3 with an experienced Staff 
Leader to focus on Volunteer Engagement 
and long-term strategy
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Presenter Notes
Presentation Notes
Numerous factors have gone into place both internally and externally that have forced us to rethink how our staff serves Scouting.
New Executives must balance 13 major campaigns, a volunteer committee, strategic and tactical planning for their district, goal setting for 13 campaigns, understanding the current Scouting program and providing unit service to all their units while maintaining a home life and other hobbies. We don’t have a critical mass in each District to achieve these things independently.
Our Executive training begins their first week with our online DOB modules. They then spend a week at a DOB course and come back a commissioned professional in Scouting America. They then begin a series of 4 VILTs and conclude with another week at DO2. All of this takes place in 12-18 months. None of these national trainings put into practice the day to day reality of running a district. It is up to the staff leader to coach them through their campaigns
In all of our Districts we have volunteers who are in the wrong roles. They are often floundering in these roles because a well intentioned staff member needed to find a volunteer to fill a role. They didn’t have the strategic vision and experience to find the best fit for that person.



What have been misconceptions
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Reduction in staff
Elimination of 
Districts

Asking volunteers to 
do more

Executives not 
providing service to 
units

Presenter Notes
Presentation Notes
No staff are losing their job or reduced workload
Districts and District identity will remain. How are staff are deployed and what resources we can share across district lines are the only changes
We are asking the volunteers to do the job the signed up for, we are now able to provide them with the resources, training, and coaching to do so
These changes have next to no affect on units. Unit Commissioners will now become problem solvers like their original intention. Each staff member will still work with their commissioners on unit service




What are our 
priorities

The things we must do

+ Volunteer Engagement

+ Membership Growth

+ Unit Service

Things we can do

+ Volunteers in specialty 
roles

+ Ability to focus on 
campaigns that are left 
behind

+ Older Scout Programs

O U R  P A T H  F O R W A R D 1 6

Presenter Notes
Presentation Notes
The 3 priorities of the council are Volunteer Engagement, Continuous Growth, and Balanced budget. As a District and Region we follow a similar line. In our map, these are our checkpoints we must stop at to reach our final destination.
Volunteer Engagement focuses on the right volunteers in the right places. All volunteers will be recruited and trained by another volunteer, who is coached to success.
In 2019 our Districts were 3 times larger than they are today. As a region we have fewer Scouts than our smallest District had in 2019.
Service to units can’t stop! We need a focused set of plans to make our units stronger than ever.
We can now spend time and resources tackling the small projects that were unsustainable because of scale, volunteers in specialty roles that didn’t have enough work to keep them engaged, and programs that are left behind.






Next Steps
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Key 3

Joint Zone Key 3 
meetings and individual 
District Key 3 meetings 
will be led by the staff 
leader

Current Campaigns

Campaigns currently in 
progress will be finished 
by the executive 
working until complete 
or a natural hand off 
point

New Campaigns

New Campaigns will 
start with a regional 
approach; the team will 
work hand in hand at 
first

Volunteer Engagement

All volunteers will be 
recruited by another 
volunteer, the executive 
will be there to assist 
and coach

Presenter Notes
Presentation Notes
Key 3 meetings will begin meeting with the staff leader and will follow a similar format. All District meetings will be streamlined. It is expected that each district will have a monthly Key 3 meeting, monthly District Committee meeting, monthly commissioner staff meeting, and monthly or as needed Vice Chair meetings with our campaign leads. They will be run by volunteers. Our professional partners will be there only to answer questions and provide technical assistance. The professional partner may not be the same month to month.
All current campaigns will be finished by their executive or gotten to a place that can be easily handed off. This is for staff functions only. Volunteers will be leading right away.
All new campaigns will follow the regional structure. Popcorn and Fall Member acquisition are first.
Volunteers will lead our campaigns and we will focus Key 3 and any additional trainings needed to help you become comfortable asking someone to volunteer.



Where will your compass take 
you?

Thank you for leading our Districts
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