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BCS 116 

Collaborative Assessment 
Teaching Notes
As we work through this session, we’ll examine the need for collaboration in assessing unit strengths and needs.
We’ll see how this leads to the development of a unit service plan and how it’s implementation leads to continuous unit improvement.
Then we’ll examine the responsibilities of the unit key 3 and unit commissioner in ensuring unit needs are met.
Finally, we’ll discuss the importance of using commissioner tools by the unit commissioner to monitor and follow up on identified actions for improvement.  
Unit Leaders and Commissioners, hopefully have a common goal. That goal is to deliver a quality program that attracts youth and adults to scouting and keeps them active longer.
A commissioner impacts quality program delivery by first establishing an effective and solid relationship with key unit leaders. Communication, understanding and honestly are needed to do this. Mutual trust and respect are the intended results. 
Relationships are the foundation of effective collaboration; in fact, relationships are the foundation of effective Unit Service. As commissioners work to build effective relationships, unit leaders should come to understand that their unit commissioner has only one objective: to help the unit better serve more youth through Scouting. Once effective relationships have started to develop, unit commissioners will likely find greater acceptance of a collaborative approach to unit assessment and plan development. 
A Unit Service Plan provides Focus. 
The most effective Unit Service Plans start with a collaborative assessment of a unit’s strengths and needs. That helps unit leaders and their unit commissioner identify and prioritize tasks that will strengthen the unit quickly. 
Collaborative Assessments and Unit Service Plan updates should be done at least twice a year; once as part of the annual charter renewal and JTE process and at midyear to review progress toward goals. Adjustments to the Unit Service Plan can be made at this time. Tasks should be limited in scope so they can be completed within six months. The best plans enable continuous progress. 
Other times when it is appropriate to conduct a collaborative assessment are when there is a change in unit leadership or when there is a change in unit commissioners. 
A collaborative Assessment is also done as needed when problems arise.
The unit Key 3 and the unit commissioner are the participants in the collaborative assessment. They are the only participants because they are the ones who provide leadership and guidance to the unit. Since it is a smaller representative group, it can be more open to analyzing their program, unit needs, and necessary steps to help resolve any issues. 
It also helps open a dialog between the unit and the district. Once they meet and determine what needs to be done, others can be involved in helping determine which direction to go and any potential support or resources needed.
Remember the importance of building relationships. A collaborative Assessment should not be undertaken until the unit commissioner has established a solid relationship with the unit’s key leaders, discussed the value of a collaborative assessment, and reached agreement with them to proceed with developing one. This step should never come as a surprise to unit leaders.
Once this agreement is reached, a future date is set by the unit commissioner in the detailed assessment function of commissioner tools. It gives the commissioner the opportunity to solicit input from the unit key 3. Commissioner tools provides the email address for each key 3 member and by checking the box next to their names, Commissioner tools will send an email to the selected unit leaders which will enable them to complete an assessment form. Their input will be captured in the detailed assessment created by the unit commissioner.  
This gives the commissioner and unit key 3 a means to develop their own initial perspective of the unit before the meeting occurs.
What items would you place on the agenda for this meeting?
(give participants an opportunity to suggest an agenda. List their suggestions on a white board or flip chart. Once everyone has had an opportunity to contribute, hand out the sample agenda. Remind participants that this is just a suggested list of topics to be discussed and that they need to develop the topics that are the most appropriate for their units.)
The sample agenda, as you can see, mirrors the sections of the assessment forms in commissioner tools.
Now that the collaborative assessment has been completed, it is time to identify all of the areas in which the unit wishes to focus their improvement efforts. As these areas are identified, specific responsibility needs to be assigned to specific individuals. These individuals may be unit resources, district and council resources or commissioner resources. This is a key point because this is where the unit commissioner can link district and council resources to unit needs, which is one of the four main focus areas for commissioners.
Finally, the Unit Commissioner takes all of this information, consolidates it and develops a unit service plan to help the unit make the identified improvements
The collaborative assessment is now complete. The next thing that has to happen is to implement the unit service. This requires the buy-in of the unit leaders, the unit commissioner who is responsible to ensure things get done, and the district committee as needed. 
The unit commissioner can use the simple assessment function in Commissioner Tools to report progress on each item of concern that was identified in the collaborative assessment. 
Once action items are completed, the commissioner can go back into the detailed assessment and enter the dates when the item was completed.

We just mentioned that it is the responsibility of the unit commissioner to make sure that all of the actions that were identified in the collaborative assessment are completed and that the needed linking of district resources actually happens. 
Now, it is the responsibility of Assistant District Commissioners and District Commissioner to review and discuss unit service plans with each unit commissioner and provide any assistance needed to insure district resources reach the unit. 
Monthly district commissioner staff meetings are the perfect venue for unit commissioners to outline the service plans they have developed for their units and to report on the progress each unit is making to achieve their goals for improvement. This is also the time for unit commissioners to identify any obstacles that they or the unit have encountered in implementing their plan.
Have the students break up into buzz groups to discuss the questions. Allow up to 10 minutes for discussion.
Have the buzz groups report back to the larger group.
Be sure to record responses for both questions
Detailed Assessment forms are available on the BSA national web site and can be emailed to unit key 3 through Commissioner Tools.  JTE resources are also available on the national web site.
Instructional videos on how to use Commissioner Tools are also available from the national website.
