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It is the expressed intention of the author that this paper be used as a training guide.



The commissioner's main job is liaison between the council and the scouting units. The
objective of the commissioner is to see that the units in his district operate efficiently. He
miust maintain contact with all the unit leaders and advise them where informatien and help
are available. Success is measured in the way the units deliver the message and ideals

Of scouting.
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The commissioner staff consisis of the following positions:

Council Commissioner

Assistant Council Commissioner
District Commissioner

Assistant Council Commissioner
Unit Commissioner

Cub Scoui Roundtable Commissioner
Boy Scoul Roundisble Commissioner

The size of the council and the districts will determine the number of assistants Council
Comumissioner, Assistant District Commissioners, and Unit Commissioners that are
required. (It is recomnmended a Unit Commiissioner not be assigned more than three (3)
unils).



A. Serves as an ofiicer of the local council, n member
Of the executive board, and as a national councit
member representing the local council. He reporis to council president.
B.1Is responsible for the unit service function of the council.
C,Chairs the regular meeting of the district commissioners.
D. Is responsible for the training of all commissioners.
E.Plans and conducts an annual commissioner's conference for the purpose of
training, recognition, and the general morale of all concemed.
F. Appoints assisiant Council Commissioner.

(. Assislants in recruiting District Commissioners.

H. Assists District Commissioner in recruiting their
Stafi.



Distri G
A. Reporis to the district chairman,

B, Works with the Counci! Commnissioner in providing unit
Service..

C. Conducis monthly meetings with the Unit Commissioners.
. Recruis unit commissicners, roundiable commissioners.
E, Trains staft members.

¥, Conducls Commissioner Basic Training.

(3. Conduets orientation and personal coaching,.

H. Guides commissioners toward awards (Arrowhead Honor
Award and the Scouler's Key etc),

1. Oversees a successfnl recharter program for all the
units in his district.
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A. Assists the district commissioner in the recruitment
of unit commissioiters.

B. Helps the district commissioner train the unit commissioners.

C. Conducts orientation and personal coaching for
New COMMISsSioners.

. Participate in the formal basic training course.

E. Helps commissioner eam personal awards (arrowhead
Honor award and the Seouter's Key, etc).

F. Aitends and assists in the monthly commissioner’s
meetings.

(3. Attends annual council commissioner's conference.
H. Serves unils who have no assigned unit commissioner.

. Mainiains contaels with the unit commissioners under
his supervision.

J.Assess sirenpths and weaknesses of his assigned units.
K. Helps solve problems with assigned unils.

L. Provides infoermation and informal training, program
ideas, and recognition to the units.



A. Reports to ihe disirict commissioner.

B. Must be familiar with the Tiger Cub Program.
C, Must be familiar with the Cub Scout Propram.
D. Must be familiar with the Boy Scout Program.

E. Must be familiar with the official Boy Scouts of
America lijerature.

F. Must be familiar with the unit planning process.
(. Visit assigned units periodically.

H. Must make regular contact with his assigned unit
ieaders.

[. Must assist new unit leaders in assoming leadership
positions.

1. Must keep unit leaders informed of council and district events.

K. Must help with the program planing when aid is
requested.

1.. Must review with the unit leaders progress toward
TheQquality Unit Award,

M. Must contact the unit commiitee periodically.
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Cub S | Boy Scout I Hahle C -
A. Report to the Districi Commissioner.

B. Conduct monthly roundiable meetings with the unit
leaders.

C. Develop regular roundtable plans.

D.¢eet with the District Executive and District Commissioner to review plans for
for roundtables.

E. Arrange for speakers and other resources for the
roundiabie meeting.

i1



Admini _

Within the district organization, the following commissioners
Are listed as primarily administrative personnel:

AHs nominated by the district.
B. Elecied by the Executive Board of the council.
C, Works with the Disirict Chairman and the District

Executive (known as the key three).
D.Responsible for the organization, recriiment and training ofUnitCommissioners.
E. Schedules and chairs District Commissioners Meeiings.
F. Reports at district meeting on the status of unit

Service program.

istant distri .

A. Serves as a second to the District Commissioner,

B.Responsible for the training, puiding, and measurement of the Unit
Commissioner work.

Key three

The key three consists of the Disirici Commissioner,

District Executive and the Disirict Chairman. They

meei for the purpose of discussing problems in the district, coordinating their
efforts and plainning activities for the District.
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A successful recruiting effort is conducted in the following monner:

A planning meeling of the key three is called ;.
Those in atiendance should be the Disirict Executive, the Disirict Chairman and the
District Commissioner, The District Commissioner should have in his position all the data
regarding the number of youths and the number of Unit Commissioner required. The
District Chairman should show a willingness to help organize a recruiting campaign, A list
of prospective unit commissioners should be drawn up. Avoid robbing unit leadership for
the sake of names on a rosler.

A. Scouting families:
Parents of active scouts who do not have an active part in their son's troop, pack or
post

B. Former Eagle Scouts:

This is an excellent asset. Former eagle scouts who have grown out of scouting .
Adults who were in scouting as a youth and have since left. The national

Faple Association is a valuable help in locating former eagle scouts.

C. The Order of The Amow:
This is a national organization of honor campers, Many adults who were members
as scouts maintain their membership.

D. Alpha Phi Omega:
This is a national college fraternity designed and operated to aitract currenti and past
seouters.

E. Substaining membership enroliment (Friends of Scouting}
Every council maintain & list of these members.

F. Community leaders:
Here is an excellent resource. Minislers, local elected officials, and even officials of
other civic organization are prime candidates.

G. Relirees:
This is a good resource because these people are blessed with the gift of time to
devote to sconting.

H. Neweomers to your community:
A new person moves inlo your community, ask if they have had scouting
experience or if they are interested in scouting.

13



I. Employees of a company:
Some companies survey their employees seeking former scouts and people
interested in helping.

3. Churches:

Contact the minister, he is in a good position to know members who have had
experience in scouting,

K. Service Clubs:

Local civic erganization have people who in addition to the civic club would like 1o
help scouting.

L. Fraternal crders:

Rosiers are maintained of members. People with scouting background are ofien
found in this manner.

M. School principles: here is a good resource because often times principles have
access to records giving the parents background and interests.

N. Neighborhood organizations:

This is generally a loosely knit group of people. One person may know of another
within the group with a scouting background

0. Scouting Alumni:

This is the newest proup. Many councils are trying 10 contact adults who were
former scouts and again wish to be part of secouting. This ist should be checked
by the disirict key ihree to avoid conflict of responsibility. After this list has
been checked and verified, a meeting with the prospective unit commissioner
should be scheduled. A dinner meeting at a local restaurant is a good place for
such a meeling. Most restavrants have meeting facilities and are happy to
assist you in your effort.

Decide if the prospective commissioner would be recruited by a one on one contact
or by having other scouters present.

The contact should be made in person, never on the phone or by mail. Make an
appointment with the prospective commissioner.

Prepare yourself before meeting ihe prospective commissioner. Read all the
necessary personal daia.

Tell ihe prospeciive commissioner of your personal satisfaction with your position
in scouting.
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E. Allew plenty of time for questions and answers.

F.Get a commitment al this time. Any delay might cause the prospeciive
commissioner to feel he is not really needed.

G. "Sign them up” fill oui the aduli scouter registration form (b.s.a. Form §273)
H. Plan a briefing and present the scouting program to the new commissioner.

1. At the above briefing present the new commissioner
With a copy of the "commissioner Fieldbook" (b.s.a. Form 3617). Ask them to

study this material and ask if they have any questions.

I.Be prepared to answer any questions they may have at the next meeting.
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Training

Now that you have successfully recruited a new unit commissioner, it is time 10
train him.
Training {alls into two (2) categories, formal and informal.

Formal frainins

Commissioner's basic training should be conducted by the district commissioner
with the aid of the council commissioner and the assistant councii commissioner.

The format for this training is given in the B.S.A. Publication #4125
{commissioner's basic training)

The district commissioner and/or the assistant disirict commissioner may meet with
the new commissioner at a convenient time and place nd the same material may be
covered. It may not be possible o cover all the material in one session, so more sessions
miy be needed.

Some suggestions for a2 successful meeting are listed below:

A. Present a brief review of the charts in the Commissiener's Fieldbook.

B. Have a map of your district. On this map mark the location of all the units in your
district.

C. Explain as completely as possible ihe job of a Unit Commissioner.

D. Advise the new unit commissioner as the where he can obiain help to successfully
complete his assigned job.

E. Advise the new unit commissioner of the meeling they are to attend.

F. Assign the new Unit Commissioner his'her units.

G. Go with the new Unit Comunissioner to their units and introduce them to the unit
leaders.
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Ty f traini
Oricntation

This is instructing the new commissioner to what scouting is and whal it represents,
Orientation tlakes place at the firsi meeting,

Basic training

Basic training is a series of training sessions designed to give job related
information 10 the commissioner.

Advanced training

To obtain a deeper knowledge of scouting the commissioner may take boy scoul
leader wood badpe training. This training consists of one full week or three weekends of
formal training.

Supplemental training

Supplemenial training is furnished by the council and the district. Such training
includes commissioner conferences and district commissioner meetings.

College of commissioner science

This is a four year program of study. The following
degrees are available:

The first the successful candidate receives a Bachelor's
Of Commissioner Svience.

The second vear is given to a plan of study resulting in o Master's of Commissioner
Science.

The third year's study will result in an Advanced Studies of Commissioner Science.
{Doctorial Canidate)

The fourth year is the sum total of the entire college
And results in a Doectoral Degree af Commissioner
Science.

Commissioner training

Group training is the most effective. It provides a chance for fun and learning. This
ivpe of trmining provides for a team spirit.
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Bersonal coaching

Personal coaching is used mostly as a one on one situailon until commissioner basic
training is available. Training may be one trainer and one commissioner, or a trainer and a
small group of commissioners.

Self stily

This is the least desirable method but ofien it is necessary. Self study must be used
when an organized one on one formal training is not available. As the name implies study
must be done by the individual commissioner. Often the commissioner is given sections of
his Fieldbook to read and study as an assignment by the district commissioner. [t must be
stated that this is a stop gap measure at best.
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Guidi

Now the new commissioner has been recruited, trained and assigned units it is time

for him to go te work. The new commissioner must now guide the unit leader. A meeting
should be arranped so that the new commissioner can meet the unit leader of his assigned

A rappore should be established. The unit leader should

Feel the commissioner is there to help him and the onit. The commissioner should always
make arrangement prior {0 visiting any troop or pack. Just "dropping in” is frowned upon
because it gives the unit leader the feeling he is being spied upon. Upon arriving at the unit,
the unii commissioner should meet with the leaders and ask if there is anyihing he can do
1o help.

When help is needed for a specific problem the commissioner would be wise 1o

keep in mind the following:

A.Contact the unit leader and set a meeting at a convenient time and place.

B. Select a place for this meeting that has a quiet and
refaxed atmosphere.
C. Listen carefully.

D. Be sure you understand the problem.

E. Be careful vou do not give direct advice. Try to suggest more than one plan of
action.

F. Summarize the problem.

G. Help the unit leader organize thoughts so he is aware
Of all his options.

H. Support his decision with any and all data available
io you. Perbaps the most importani service the Unit
Commissioner provides is seeing that his assigned

Recharter on time. The ninety (90) day plan as suppested by national is perhaps the
best approach.

Three months before the expiration date the council office will provide a computer

priniout of ail youth and adult leaders presently registered. This form is used for recharter
PUrpOSES.

Two months before the expiration date the unit leader

Should review the computer membership invenlory, removing all inactive members, both

19



vouth end adults, He also should add all new members. During this time the unit leader
with the help of the unit commissioner should make a maximum effert to bring the unit up
to sirength by inviting new members and new adult leaders to join.

The charter review takes place during this period of time. It is suggested the people
in atiendance at this meeting be members of the troop/pack commitiee, unit leaders,
member of the chartering organization, and the unit commissioner,

One month before expimation date the unit commissioner
And a district or counci! representative should conduct a charter review. The performance
of the unit should be reviewed and compared io the naiional standards. All paper work is
completed and fees collected. These are submitted to council service center prior 1o the
expiration date. After (he charler application has been reviewed by the council. The unit is
granted a charter for the year. 1t is suggested the unit commissioner plan and take part in
the charter presentation. This is best achieved at a meeting of the charler organization. (a
guide for charter presentation is given in the Commissioner's Fieldbook #3617, pages 25 &
26, c. 1975).
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Commissioncr's evaluation of his units

The most valuable tool available to the unit commissioner when evaluating his
assigned units is the unit commissioner work sheet, pack (b.s.z. Form #4125) and the unit
commissioner work sheet, troop (B.S.A. Form #4126). These forms serve as a guide line by
which a unit may be judged. Ii may be noted, this form is never to be filled out while
visiting a unit. Wait until you are at home or back at your office or some other place.

District eommissioner meetings
A meeling should be called by the district commissioner once a month, The purpose

of this meeting is to discuss problems within the uniis of the district. A plan of action as to
what should be suppested to the unit teaders to help with his problems should b formulated.

[ stress the word sugeested.

It is impodant to remember the unil belongs to the charering organization and not
to the district. At this meeting such things as pinewood derby, camporee, commissioner
conference, junior leadership, unit leader training, ete should be discussed.

A line of communication should be esiablished from this meeting to the unit once
an event has been scheduled. The unit commissioner should relay all data relevant o his
unils as soon as possible.

Good commissioncr, bad comntissioner?

Listed are some of the more commeon signs of a good and a bad unit commissicner,

Good signs:

A. They are ahways available when needed.

B. They are honest and keep their word.

C. They will always provide help when it is needed.

. They wiil always keep unit leaders informed of upcoming events in the district
and the council.

E. They ahwvays should attempt to offer good ideas.

F. They should always be available to help al the pack
or troop commiitice meelings.

.} They should always be aveilable to assist in the
graduation of Cub Scouts io Boy Scouts.
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Rad sivms:

A, Units have no idea whao their assigned unit commissioner is and even less idea of
what they are supposed to be doing to aid in the operation of the unit.

B. Unit leaders feel the unit commissioner always something.

. Unit teaders fieel the unit commissioner is there to spy on their meeting and to
inferrupt the proceedings.

D. Unit leaders feel "where is the unit commissioner when i need him? "

E. Unit leaders feel the unit commissioner is someone who talks a good a good job
but does nething but wears a red jacket and sits around and drinks coffee.

As a commissioner we should stop and take stock of the job we are doing. Are we
the good or the bad guy?

Where do commissioners go for help?
¥, Disirict and Assistani Commissioners.

A.Councit Commissioner, Assistant Councii Commissioner
andDistrictExecitive.

B. Professional Staff.
C. Personal conference.
D. Annual Commissioner's Conference. (Commissioner;s College)
E.Sectional meeting of commissioners and district personnel.
F. B.5.A. Literature,
I. Manuals
2. Pamphiets
3. Council calendar and bulleiins.
2. Unit Commissioner

A, Commissioner Staif.

1. Council Commissioner
2, Assistant Council Comumissioner
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3, District Commissioner.
4, Assistani disirict commissioner.
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3. Personal conference and District Commissioner meetings,
C. Professional staff
D. Councii Commissioner's Annual Conference.

E. B.S.A. Literature.

24



Training awards )
Commissioners like adults leaders are eligible to carn training awards.

Arrenchead honor award

A. Prepare a commissioner's worksheet for each troop or pack assigned (form #4125
pack & #4126 troop). Follow up to help eliminate weekness found,

B. Conduct a membership inventory in each assigned unit,
C. Attend six (6) District Commissioner's Staff’ Meetings.
D. Take part in a charter renewal meeting.

E. Take part in a charter presentation.

. Attend & Council Commissioner Conference, planing
conference or take part in a major council event.

(. Record a progress toward this award. Keep on B.S.A.
Form #36-858.

Scouter's key
A. Complele the following commissioner's basic training sessions:

1. Fundamentals of the job.
2. Unit administration.
3. Districi/council communication needs.

B. Compleie the personal coaching for your position.

C. Serve three years as a registered commissioner within
A period of five years,

I, Eamn the Arrowhead Honor Award.
E. District/Assistant Districl Commissioners.

{. Evaluaie ali the commissioners you supervise,
2. District commissioner after evaluating their
Commissioners, most realipn their staff so as to provide better unit service.
3. Atlend and toke part in six commissioner slaff meetings.
4. Develop a recruitment plan for commissioners.
5. Atlend six district commitiee meetings,
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6. Attend a council commissioner conference, planning conference, or take part
in &4 major council event.
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F. Unit Commissioner,
1. Complete a worksheet (B.S.A. Form #4125 pack,
#4126 troop) for each assigned unit.
2.Conduct a membership inventory in each assigned unit.
3.Atiend and take an active part in six disirict commissioner's meetings
4, Take part in a charter review meeting.
5. Take part in a charter presentation.
¢.Attend a conncil commissioner's conference, planing conference, or
take part in a major council event.

G. Roundiable Commissioner.
[. Review al! material in Boy Scout Roundtable
Planing guide (form #7249-80) or Cub Scout
Roundtable Planing Guide {form #7248).
Review and be familiar with Boy Scout and
Cub Scout Program Helps.
Recruit a roundtable staff.
Guide staff in preparing a one year outline for roundlables.
Conduct and/or supervise these roundiables.
Develop an attendance plan.
7. Astend a Council Commissioner's Conference,
Planing Confercnce, or take gn active part
in a major council event.

S
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Additional awards available for commissioners

1. Trained strip to be purchased at the irading post.
Earmed when commissioner completes commissionet's basic iraining or first year
of commissioner college.
2. Hownor commissioner award A“ard certificate and
Bolo slide.

3. Distinguished copnpissioner award Requirements are on
The back cover of Commissioner’s Fieldbook. Award:

Plaque, sguare knot and bolo slide.

4. Compiissioner's coflpge A four year program of study,
Award: first year Bacheler's depree, second year
Master's degree, third vear Candidate for Doctoral

Degree, fourth year Doctoral Degree (black reckerchicy).
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Boy scouts of America, copyright 1977, 1985 printing

Guide lines for distri { operating ¢ . o
Boy scouts of America, copyright 1984
Selecting distri I

Boy scouts of America, copyright 1979, 1984 printing
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Boy scouts of America, copyright 1974, 1984 printing
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Boy scouls of America, copyright 1977, 1983 printing
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Boy scouts of America, copyright 1980, 1983 printing
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