MCS 307

Serving Newly Formed Units

Time allotted 50 minutes
Teaching format Instructor-led discussion with PowerPoint support, Activity
Resources

® MCS 307 — New-unit Commissioner Bingo
Handouts Game Cards (1 per participant)

e MCS 307 —Serving Newly Formed Units course plan
® MCS 307 —Serving Newly Formed Units PowerPoint
Equipment and presentation

materials e Computer and projector

e Whiteboard or flipchart, appropriate markers, and eraser

e New-unit Bingo game phrases cut into strips

e Unit Roadmap

Resources for http://www.scouting.org/wp-
additional participant content/uploads/2020/10/522-025-Unit-Roadmap-
learning Final.pdf

Course Connections

Connections to other
CCS courses

Presentation Outline

Introduction and Course Objectives — 5 minutes

An engaged commissioner is critical for the success and retention of new units. Commissioners
designated as a new-unit commissioner focus on only new units, preferably a single unit to which
they have been assigned.
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Introduce the learning objectives, noting that by the end of this session, each participant
should...

* Define the role of the new-unit commissioner

* Understand the partnership between the new-unit commissioner and the new unit
organizer

» Recognize the importance of the Unit Service Plan

* Understand how coaching supports new unit leaders

* Identify new-unit commissioner training opportunities

Roles and Relationships — 10 minutes

New Unit Definition
* A new unit is one that has been formed recently or has been meeting less than 3 years.
* The unit might also be described as a ‘novice’ to the Scouting program.
* Aunit that has dropped and been restarted can also be described as new.
¢ Some new units don’t make it to the 3™ year. How many of those units might have been
saved if they had been assigned a commissioner dedicated to new units?

Engaging a dedicated commissioner will help ensure success of the new unit by:
* Involving commissioners earlier in the process
* @Giving new units extra attention
* Identifying which units are ‘new units’ on reports

What is a new-unit commissioner?
Ask the class to answer the question and list answers on a whiteboard or flipchart. Accept all
answers without comment or evaluation.

Traits of a new-unit commissioner:
* Experienced
* Specialized
*  Committed

A new-unit commissioner is a commissioner who is assigned to a new unit, or reorganized unit,
very early in the new unit organization process.

The new-unit commissioner works closely with a newly formed unit and provides support to key
unit leaders. The new-unit commissioner’s role begins at the very beginning of the new-unit
organization process by working closely with the new unit organizer and the unit serving executive.
They become a trusted and consistent liaison between the chartered organization representative
and the district.

The new-unit commissioner will be the go-to person serving as a coach, mentor, and consultant by

laying a strong foundation around which the new unit can form and continue to be successful for
many years. This role should ideally be a long-term commitment that will continue for 3 years.
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How is a new-unit commissioner different from a traditional unit commissioner?

® The roles are very similar in that they both can be coaches and mentors.

® The new-unit commissioner is involved in the unit organization process.

e While it is typical and acceptable for most unit commissioners to be assigned to several units and
have a longer tenure, due to the length and intensity of service, a new-unit commissioner should
be assigned to only 1 unit.

When the new-unit commissioner’s first unit has reached 12 months tenure, he/she might be able
to support a second brand new unit. By the time the first new unit reaches 24 months tenure, the
new-unit commissioner is usually ready for a second unit.

Why do we need a new-unit commissioner?

» New units without an assigned commissioner are at risk of not making it to the 3™ year. It's
easy to start a unit on paper, but they drop quickly without support.

* New-unit commissioners can provide the extra attention needed for units to develop into
high-performing units.

* When a new unit is organized, the BSA has made a promise to those families that their sons
and daughters would have a top-quality Scouting experience they cannot get anywhere
else. It is a promise that really needs to be kept!

* Experienced unit commissioners often say it is much more exciting to “raise a unit in the
way it should go” than to monitor an existing unit. A new-unit commissioner can derive
great satisfaction from their role because they watch the unit grow and develop over
several years.

Who would make a good new-unit commissioner? (Pose the question to the class and give 30-45
seconds for answers.)

For a virtual presentation, use the chat line or ask people to unmute themselves, answer,
and re-mute themselves.

Experienced commissioners who specialize in new-unit service and have had some additional
training (such as Wood Badge or College of Commissioner Science).

* A commissioner with a reduced unit workload or one who is able to provide extra
attention.

* A commissioner skilled at coaching and mentoring. The role the new-unit commissioner
plays is similar to that of troop guide—not a member of the unit but a mentor who helps
the unit leadership become a high-performing team.

* A commissioner who is committed to working with the unit for 3 years.

The new-unit commissioner can also be a 21-year-old or older volunteer such as a member of the
Order of the Arrow, former camp staff member, or Eagle Scout who serves under the mentorship
and guidance of an experienced commissioner. Any Scouter who is willing to make this
commitment would make a good new-unit commissioner.
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New-unit organizer and commissioner partnership
* The new-unit organizer works closely with the institutional head or executive officer of the
chartered organization to put together a strong team.
* The new unit-commissioner supports that effort and strives to become a familiar face to
that group, taking the lead in helping the team complete some aspects of its
responsibilities.

The responsibilities of the new-unit organizer and the new unit-commissioner include:
Organizing and recruiting

* Both the organizer and the commissioner support and assist the membership team in
recruiting 10 youth and five adults. (Units can start with 5 youth but should have a solid
recruitment plan in place for growth.)

* The organizer helps plan details for the first meeting and introduces the team to the
national first month meeting plan. For troops: https://troopleader.scouting.org/new-
troops/ For packs: https://www.scouting.org/programs/cub-scouts/pack-meeting-
resources/pack-meeting-plans/

* The commissioner familiarizes the unit with the district/council calendar and encourages
roundtable attendance.

* The commissioner schedules an annual program planning meeting.

* Together, the new-unit organizer and new unit-commissioner present the charter at a
meeting of the chartered organization.

* The new-unit organizer and the new unit-commissioner attend the first meeting.

Encouraging Training
* The commissioner encourages the unit to participate in training both during the
organization phase and in the future.
* The organizer coordinates with the district training chair to provide initial training and
Youth Protection Training (YPT).
* Unit leadership completes YPT and position-specific training.

Ensure Succession Plan
* The commissioner encourages the establishment of a leadership succession plan prior to
the first charter.

Introduce JTE
*  The commissioner introduces unit leadership to Journey to Excellence and helps establish goals for
the unit.

Relationship between new-unit commissioner and New Member Coordinator

As a new unit forms, the new member coordinator can become a key person in insuring that youth
and adults are recruited to start the unit and then help it grow.

Each of the following three elements are important parts of a membership plan under the
leadership of a new member coordinator:

Revision date 8/1/2021


https://troopleader.scouting.org/new-troops/
https://troopleader.scouting.org/new-troops/
https://www.scouting.org/programs/cub-scouts/pack-meeting-resources/pack-meeting-plans/
https://www.scouting.org/programs/cub-scouts/pack-meeting-resources/pack-meeting-plans/

Share the benefits of Scouting.

Share their own Scouting journey, focusing on the positive impact of Scouting for their family.
Promote and showcase Scouting through social media, local events and community service
activities.

Coordinate unit recruitment.

Oversee unit recruitment efforts such as joining events, information, presentations, and peer-to-
peer initiatives.

Appeal to potential youth members and their families through well-designed and widely
distributed invitations shared through electronic media, handouts, and personal contacts.

Guide the joining and welcoming process for youth and their families.

Greet newcomers warmly and help establish friendly, enjoyable relationships so that new members
form a strong sense of belonging.

Develop a unit welcome packet, electronically and/or in print, to answer frequently asked
guestions and to provide resources and contact information.

Unit Service— 5 minutes

Unit Service

The new-unit commissioner will need to contact the unit more than once a month. The unit Key 3
meeting is a critical meeting, but the new-unit commissioner will also need to make an effort to
periodically attend unit meetings, committee meetings and other unit activities.

Frequently a newly formed unit needs additional help and support. Unit committees may need to
be reminded about specific focus areas such as finance, membership recruitment, or
advancement. The commissioner should make the district aware of the new unit’s needs by
contacting the assistant district commissioner or district commissioner who will pass it along to the
district committee. Remember, the new-unit commissioner is an advocate for that new unit with
the district. While the new-unit commissioner could probably provide this training, it is important
that the district fulfill those functions. The interaction between the unit and the district will
strengthen both the unit and the district.

Unit Service Plan

The Unit Service Plan enables new-unit commissioners to fulfill their mission to help the new unit
better serve more youth through Scouting. And in the process, it will enable the retention of the
unit and help it achieve its Journey to Excellence objectives.

A Unit Service Plan has its greatest impact when it is built upon a collaborative assessment of the
unit’s strengths and needs.
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The functions of all unit commissioners should be as simple as possible. This is particularly true for
new-unit commissioners. While they specialize in developing and strengthening new units, their
five primary objectives are the same as for all unit commissioners:
* Linking unit needs to district operating committee and other resources.
* Supporting timely unit, district, and council charter renewals.
* Supporting unit leaders by collecting and distributing information, enabling program
training, and providing networking opportunities.
* Supporting unit growth and retention through the journey to excellence.
* Contacting units and capturing in commissioner tools their strengths, needs, and a unit
service plan that enables continuing improvement.

Developing and executing a Unit Service Plan touches every metric we currently use to help new-
unit service continually improve, and it also touches every metric currently used to help new units
continually improve.

Journey to Excellence

Journey to Excellence is the tool we use to continuously improve the quality of the program
delivered to the youth we serve through Scouting. As a result, it’s not surprising that the elements
of Journey to Excellence are embedded in the design of both the Unit Service Plan and
Commissioner Tools.

New-unit commissioners need to encourage unit leaders to participate in collaborative
assessments and Journey to Excellence. Commissioners who have established a good relationship
with their unit’s leaders will likely find agreement that providing a quality program helps attract
and retain youth and adults; they’ll likely find those leaders open to discussions of retention,
recruiting, advancement, camping and so on, all of which are elements of Journey to Excellence.

The focus of the Unit Service Plan and Journey to Excellence is continuous improvement.

Expert Coaching — 10 minutes

Who benefits from coaching?
* As a new-unit commissioner you will probably have opportunities to coach leaders through
situations they may not be comfortable handling on their own.
* Everyone can gain from coaching. In this particular case it would be new leaders,
experienced leaders, members of the unit committee and possibly the chartered
organization.

Benefits to unit leaders
* Learn to solve their own problems
* Improve skills and performance
* Learn how to identify and act on development needs.
* Have greater confidence and accept responsibility
* Develop greater self-awareness and gain new perspectives on ability
* Acquire new skills and abilities
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Benefits to a new-unit commissioner:

Helping others develop leadership skills also helps further develop your own. We learn by teaching.

* Development of advanced skills — you become a better negotiator, problem solver and
mentor.

* Demonstrate commitment — your personal commitment to serving as a new-unit
commissioner will help ensure the retention of both unit and youth.

* Personal satisfaction — personal pride in watching new unit leaders succeed and provide a
high-quality Scouting program to youth.

* Develop effective working relationships — building positive, constructive relationships with
other volunteers fosters a sense of community and commonality in the Scouting program.

* Promote effective unit management — the more capable leaders are of managing the unit,
the better the program will be. Youth benefit from great leaders.

Benefits of relationship building:

Develop trust -This is the foundation of every good relationship. When you trust your team, you
form a powerful bond that helps you work and communicate more effectively. If you trust the
volunteers you work with, you can accomplish more.

Mutual respect - When you respect the volunteers you work with, you value their input and ideas,
and they value yours. Working together, you can develop innovative, exciting programs for youth.
Appreciate diversity - People with good relationships not only accept diverse people and opinions,
but they welcome them. For instance, when your friends and colleagues offer different opinions
from yours, you take the time to consider what they have to say, and factor their insights into your
decision-making.

Open communication - We communicate all day, whether we're sending emails and texts, or
meeting face-to-face. The better and more effectively you communicate with those around you,
the richer your relationships will be.

Become more mindful — Be responsible and practice a deeper level of awareness. Pay attention to
your words and your actions and don’t let negative emotions impact people around you. Positive
energy is contagious.

Good relationships improve self-esteem, reduce stress, bolster a healthy immune system, provide a
greater sense of purpose and make us happier in general. Happier leaders = happier Scouts.

Expert Coaching

* Inthe words of Sir John Whitmore, coaching is “Unlocking a person’s potential to maximize
their own performance. It is helping them to learn rather than teaching them.”

* Commissioners working with new units must be expert coaches.

* Although commissioners may sometimes need to supply the “right answer,” more often
than not coaching involves helping people think through situations and formulate their own
solutions.

* Coaching requires joint accountability and partnership and is one of the best methods for
supporting new-unit leaders.
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New-Unit Commissioner Bingo — 10 minutes

Instructor-led Activity — 10 minutes:

To play: Provide each participant with a printed copy of the Bingo card or email or post a
copy of the card in advance so they can download and print the card themselves.

Print the phrases, cut into strips, fold each strip and place in a container. Randomly draw
one strip and read the phrase. Participants X through the box if that particular phrase
applies to them as a commissioner. Repeat. A commissioner who completes a line up and
down, across, or diagonally shouts Bingo! You can play until several commissioners have a
Bingo. Reward the winners with a small token such as a piece of candy or a patch if your
council has a backstock of older patches.

For a virtual presentation, consider modifying the game by using the chat line or a
program like www.kahoot.com.

Training and Resources — 5 minutes
Unit Leader training:

The new-unit commissioner should ensure leaders know how to access training.
Position-specific training is available in the e-Learning section of My.Scouting. E-Learning
also includes expanded courses such as Safe Swim Defense, Safety Afloat, Weather Hazards
and Climb on Safely.

Scouting U develops both online and in-person training for both volunteers and
professional staff.

District level training might include Baloo and Outdoor Leadership Skills.

Council level training includes Wood Badge and Powder Horn.

More experienced leaders of new units should be made aware of training opportunities at
Philmont or Sea Base.

New-unit commissioners can also provide short, topic-based informational sessions. These
sessions should cover topics that are not covered in detail in position specific training and
are 30 minutes or less. Examples include Outdoor or Conservation Awards for youth, Adult
Training Awards, Religious Emblems Awards, online recharter, tutorials on using
My.Scouting, etc.

Additional commissioner training:
Commissioners who serve new units are strongly encouraged to complete ongoing or advanced
training.
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e Scouting U: If possible, complete advanced training courses offered by Scouting U at
Philmont or Sea Base.

e Wood Badge: Participating in or staffing Wood Badge as a troop guide will provide the new-
unit commissioner with in-depth training on the five stages of team development.

e District Operations: New-unit commissioners should be knowledgeable about how a district
functions and will ideally have completed District Committee Basic Training.

e Refresher course: Over time, programs within the BSA are modified. Modifications may
include changes to advancement requirements, program specifics or procedures. The new-
unit commissioner should be up to date with information so repeating training specific to
the unit they are serving (pack, troop, crew, etc.) would be beneficial.

e College of Commissioner Science

Resources
¢ Commissioner manuals have been replaced with a series of pdf documents that can be
found at https://www.scouting.org/commissioners/manuals/
* Topics include: Providing Unit Service
o Continuous Improvement
o Linking District Resources
o Roundtable
o Charter Renewal
* Each topic contains sub-modules. Modules are updated as information changes so you can
be assured that information is current.

Unit Roadmap
* The Unit Roadmap addresses the 3 phases of long-term unit success: starting, sustaining
and growing.
* This guide is an online resource for quick reference for both BSA professionals and
volunteers.
* The guide should serve as easy, overarching tips to start, sustain and grow units.
* The new-unit commissioner’s role is defined throughout the document.

36 months tenure

* At 36 months tenure, it’s likely that the unit has become a high performing unit.

* If both the commissioner and the Key 3 agree, the new-unit commissioner can be
reassigned to another unit. Replacing the assigned commissioner could bring the unit a
fresh perspective.

* Occasionally there is an impending event, such as a change in key leadership, that might
delay the transfer of the commissioner. A commissioner already familiar with the unit
might be a better choice to ensure the baton is passed smoothly or ongoing issues are
resolved.

* If working with the new unit has been especially challenging, the commissioner might ask
to be assigned to a more experienced unit.

* Celebrate the presentation of the charter at 36 months tenure. The unit has accomplished
what many units do not.
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District involvement

Just a reminder that the commissioner is not alone in supporting a new unit. Successful, high
performing units are built on a foundation of committed commissioners, district resources and
professional staff.

Summary/Conclusion — 2 minutes

Summary of Objectives

* The new-unit commissioner serves as coach and mentor in providing ongoing support to
the new unit for the first 3 years.

* The new-unit commissioner and new-unit organizer work closely together to organize and
recruit, encourage training, encourage succession planning and monitor JTE.

* A Unit Service Plan provides a road map for unit leaders to develop and deliver a quality
program.

* The new-unit commissioner uses expert coaching techniques to support unit leaders.

* Ongoing training helps the new-unit commissioner become a better negotiator, problem
solver and mentor.

Questions? — 3 minutes
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