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ABSTRACT

The purpose of this paper is to state the current methods of Webelos Transition and problems
related with these methods. Webelos Transition is normally considered to be concluded at
crossover. 1 believe that transition should not be considered complete until the new Boy Scont
has completed one yvear as a Boy Scout.

During Scouimaster training, getting the New Boys to First Class in the first year is stressed. At
that time they are considered well trained encugh to handle themselves en outings and to hold
leadership positions. 1 also feei that a boy will probably stay active longer if he can get to this
tevel in a reasonable time. |

In 2005 I taught this course at Commissioner College. During this class I stopped using my
prepared fesson and led a discussion that followed my central themes of this paper. I was able to

get ideas from leaders in all of the Councils during this class. Some of those ideas are presented

in this paper.



Chapter 1

Webelos Transition- the Normal Process

The process of Webelos Transition is normally defined as what happens during the last few
m-:m;hs of a boys Cub Scout experience. During this period the Webelos Den Leader is the
person who most controls the boys scouting experience. The Pen Leader will probably make
contact with a troop; normally one connected to the Pack, and takes the Den on visits to the
Troop to fulfili the Amrow of Light requirements. During these visits the Webelos will show ap
and observe what the Boy Scouts do. Sometimes the troop will have something planned for the
Webelos to do with the Scouts, but this is the exception. Sometimes parents will come along, but
the troop usually doesn’t have any kind of orientation available for the parents. If the Treop is on
the ball, they will take the parents to the side and give them an overview of what their Troop
schedule is like. A Troop meeting is explained. and what is expected from boys and parents is
discussed, Many troops however don’t do this and can’t figure out why they don’t grow much.
The parents will ither leave with a greater understanding of the differences in 1the Pack and
Troop or be very confused. I personally sasy a Scoutmaster say to a group of parents ihe
follewing; “I just step back and the boys do all the work.” That year we got nene of those boys in
our troop. The Cubmaster will arrange for a Crossover, but usnally leaves Troop contact to the
Webelos Den Leader. After the Crossover, the pack is no longer involved with the boys and the

troop will start treating them as Boy Scouts.



Chapter 2

Problems with Traditional Transition

There are many problems with the traditional transition. I will detail them m the next few
paragraphs. The parents of Cub Scouts usually aren’t educated in the differences between troops,
i.e., some troops are big into camping or hiking, biking, or even cooking, These parents also
don’t know about the option of poing to different troops. The Webelos Den Leader is their main
con{act with the Pack and the passing of this iype of information is normally not handled well.
The parents don’t know that some trocps are primarily boy-led, while others have heavy
Scoutmaster guidance, Other Troops require parental involvement in the committee and some
dor’t need any involvement. Parents will often think that all troops will be the same, and need to
be educated in the different things to laok for. The boy and his parents need to be trained in what
is to come in the Boy Scout program. The den leader and Cubmaster many times haven’t been
trained in how Boy Scouts works. This is one of the results of most Cub leaders getting involved
with their own sons and moving up with them. The leaders need to receive training, but many
times haven't done this before the Transition pericd starts.

In my own experience, when I had a Den of second year Webelos, I had the boys recite the
Cub Scout Promise and the Boy Scout Oath at every meeting. We not only worked on finishing
the Webelos requiremenis, but started on all of the requirements on being n Boy Scout. In this
process [ required that the parents beceme involved. I was lucky in that my District leadership

team encouraged Webelos Den Leaders to take the Scoutmaster Fundamentals Course. This



course and {he courses now available are great resources for training for Den leaders, As I was
already working in some fields as a District volunteer, I had access to information on several
troops, 1 took the boys fo visit different types of troops and took the parents also. 1 saw from
personal experience that my efforts to educate the parents as well as ihe boys kept the boys
interested in the program and kept the parents committed to keeping the boys active. All ofihe
boys in my den, who still lived in our city, made First Class in the first year, We did have some
drop cut over the years, it 1 had 25% Eaple Scout comgpletion and one Life Scout.

In the normal process, the Webelos Den Leader will attempt to take the boys to a troop, but
usually they take the boys to a troop that they know. Many {imes this is the troop with the same
Charer Partner that sponsors the Pack. Although this nllows the boy to fulfill his Arrow of Light
requirements, it really limits his choices. Many pareats don’t know that they can take their son to
any troop. Some have been led to believe that their son should remain at the same Charter
Partner organization. Some Partnering organizations will implicitly let the parents know that
their sen should stay at the organization. The problem here is that in many cases, it is not only
the pareats, but the Den Leader zlso who doesn;t kaow of their options. Many Den Leaders sre
pressured by their Cubmasters to stay in the same organization.

Cubmasters usually see their role in Transition as making sure to supply a good Crossover
ceremony. They are not trained usually in what comes afier Webelos, and that is understandable
as they already have a full-time job as Cubmaster. Crossover is seen as an ending for the
Webelos and not as a true transition to another level of Scouting. Cubmasters will supply a good

Crossover, but many times don’t really coordinate with a troop, or they only work with their



primary Troop. Again this is a case of the need for better training and coordination, which is |
where the Unit Commissioner must be involved.

Many Cubmasters have 2 menthly or less frequent meeting with the Den leaders, and keep a
hands off attitude towards the dens, The Cubmaster many times has no contact with Scout
Masters except for the unit he feeds to. Since many Cubmasters don’t attend Roundtables, they
have limited contact with ontside units.

The Unit Commissicner should he aware of the leve] of training for his units; however most
comenissioners don’t have that level of contact with their units. Althongh there are
commissioners that do bave very close relationships, most commissioners have a more cursory
relationship and only have a phone call contact with their units. This isn’t the ideal, but is the
reality in most disteicts.

The Unit Commissioner is supposed to assist the Pack to contact varions iroops in the area,
but there is a lack of resources to adeguaiely do this. The commissioner wifl know of a Jocal
troop, but will not necessariiy know what the emphasis of each troop is. The Commissioner is
nermally aware of the units he works with or is somehow connected ta, but not the variety of
units in the entire district.

Scoutmasters many times just wait for Den Leaders to contact them. They assume that they
will get boys from their feeder pack, unless they don’t have a direct contact with a Pack. The
Scoutmaster may or may not be aware of all of the packs in his area, so he doesn’t actively
recruit. This can be a bad thing as a Troop which doesn’t recruit can find itself with no new

scouts coming in. Scoutmastier must be very heavily involved in drawing boys into the wroop.



This influx of new boys is the lifeblood of a froap. The older boys need the new boys so that they
can learn how to teach the skills that they have acquired. This teaching that the older boys do is
critical to their growth as Sconts and as people. Scortmasters are usually happy to accommodate
visits from dens, but unforiunately wait for the Den leader to initiate the contact. Many times
they have become complacent due to positive results in previcus years that required very little
effort on their part. My troop depended on our feeder pack which had been very reliable, and had
a period where due to persenal conflicts with the Webelos Den Leader, we didn’t get any new
Scouts for two out of three years. This kind of loss can eripple a Troop.

The District Transition Committee is many times ineffective. Instead of supplying Dens,
Packs, and Troops with training and resources for contact, the committee basically just keeps
track of the numbers. The numbers are important to measure success, but shouldn’t be the main
purpose. The commiitee should serve as an interface between Packs and Troops, but usually
doesn't. The committee has the resources to let Cubmasters, Webelos Den Leaders, Scoutmasters
and Uinit Commissioners know how to let the flow of information get to all of the affected
parties. The Transition Committee has contact with all cemmissioners but doesn’t coerdinaie all
of its’ institutional knowledge into a usable document or database that can be used by the
Commissioners and units, These resources include the Commissioner Staff and all of the contacts
that that staff has with all of the units. Commissioners need to be enconraged to write up a
synopsis of a Troop’s interests to be included in a District resource manual, Many Districts keep
2 list of Merit Badge Comnselors, and a listing of troops resources would be appropriate for the

Committee and District Executive to have.



Chapter 3
Proposed changes in Transition Program

One of the most important things that a District or Council can supply for the volunteers is
training. In the case of Webelos Transition I feel that this should be done on a Council basis so as
to draw from a wider group of experienced Scouters. The Council Commissioner Staff should
have this as one of their committee respensibilities. Optimally, a small group of exceptionally
experienced Leaders whe can travel around the Council would be chosen to preseat this training.
They would need to have experience in Cub Scouting and Boy Scouting. Former Den Leaders
who had progressed to Ass.‘istant Scoutmasters or Scoutmasters would be tdeal.

Training days should be announced at the Program Kickoff each year in various Jocations in
the Council. All Webelos Den Leaders and at least an Assistant Scoutmaster from each troop
would be strongly wrged 1o attend. The training days need to be in the first month after the 7
Kickoff. In most cases this wilt be before scﬁﬂnl starts and regular meetings start. This training
would be best during the summer, but attendance would probably be low as so many people are
unavailable for activities such as training during the summer. Cub leaders many times have na
contact or very little with their scouts during the summez, so they are more likely to not attend.
Boy Scout leaders have camp and more active camping trips during the summer, so are also
more unavailable.

These training days would only have to be a three or four hour process and would aced to
have District specific information. Appendix 2 shows a form that fets Webelos Den Leaders

know about different troops in iheir area, Normally this form is set up so that a Den Leader can
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learn sbout troops in the locat area, but 1 have alsa set it up so that it can ‘be more specific. A den
&t a Catholic Church, which may be attached to the church school, may want to keep the scouls
in a Catholic Troop. This also goes for LDS and other religious groups thaf have a program that.
s more church focused, The list needs 1o be expanded to show the emphasis of the troop or at
least show some information about the troop. This list should have only objective data in it and
no value judgments. Parents should not be given value judgments about various units. My list is
just a basic format and would need refinement at ihe District level. The District Commissioner
Staff would need to be invalved in this to help get as much usable information on the list. The
tist witl need to be refined well before the Kickoff date so that the Scoutmasters can preview it
and amplify or modify any information on their Troop.

The training witl need to cover several aspects of Transition. One of the most important i3
what to teach the parents about the differences in b and Boy Scouting. If a boy’s parents are
aware of the differences in the programs, they are much less likely to pet disillusioned about
what their son is doing. Some of this disiliusionment comes when parents see that much of the
snstruction of their son comes from other Scouts. They really need to be shown that the Scouts
will learn mare from other Scouts than adults, Therefore, this is one of the most important parts
of the training program. The Den Leader needs to know what each troop offers and be able to
explain this to the parents. I feei that when the Webelos go on visits to Troops, their parents need
to go with them, At this paint the Troop contact person should be trained in what the parents
need to know. The Troop representative would idealty be an aduit mnd preferably 1he Assistant

Scoutmaster who wilt be working with the new boys the next year. The attitude of the troop
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Scoutmaster who will be working with the new boys the next year. The aititude of the troop
representative toward the parents is very important in not only recruiting the boy o a troop, but
in how they will respond at later times when activities require parental activity. The briefing of
the parents needs to include parental responsibilities and the function of adults in the Troop.

The District Committee Transition Chairman needs to be very heavily involved in this process
as this is his primary responsibility. The Commiitee also has access to all of the resources of the
Disérict and therefore needs to be heavily invested in this process. The Commissioners are the
ones with the personal contact with the units, so the Transition Chairman needs to meet with the
Commissioner Staff to expedite this process. The Assistant District Commissioners for Cub
Scouts and Boy Scouts are the primary contact people at the District level for resources at their
appropriate programs. They should probably be at or coordinate the fraining at the different sites
in the District. All reports about altendance and feedback from aitendees needs to be given as
soon as possible fo these Commissioners. They will need to remain very responsive to comments
and feedback so that the training program will be proactive and will not become static. Any
feedback from Cub or Scout leaders needs to be passed out to the trainers so that they can keep
the program up to the minute. An example would be if a troop were to be conducting a skills day,
there are probably many Cubs and parents who would see this as a great time fo visit, Many
Districts have a web site dedicated to that District. Troops should be urged to post their calendar
evemis to ﬂ]is.site 50 as-to broaden their appeal and possibly recmit from packs ihat they

traditionally den’t recruit from.  Appendix t is a sample letier to all Scout Leaders that
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attempls to get direct contact between leaders started. It was used by my Blistrict last year, This -
can be the cover letter for the Transition Assisiance report.

One of the least used pmg:mrﬂsi that will drastically improve retention afler Transiiion is the
use of the Den Chief. Troops seldom use this position as a leadership position, although it is an
easy ane to use. A boy who is working on Star or Life Scout is usuaily past being Quartermaster
and there are only sn-many boys who can be Senior Patrol Leader. This is an excellent
apportunity for leadezship training for the Boy Scout. The example that he sets for the Cub
Scouts witl lead them into Boy Scouts and a desire i follow the example of their Den Chief. The
main change that I see in that program is that it should be a two year commitment by the Bay
Scout and the Troop. He should be assigned to a second year Webelos Den that will probably in
large part come to his Troop. He will crossover with those bays. He will be the Troop Guide for
the New Boys Patrol. This will insure continuity for the boys and their parents. Keeping the
parents satisfied that their son is well taken care of is an important part of the Transition period.
Scoutmasters will help their recruitment and retention efforts by the use of Den Chiefs.
Cubmasters will see a better informed group of boys and parents moving up. This will be seen by
parents and boys i the lower dens and helps out the Pack. This is a win-win situation for all

units involved.
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Chapter 4
Probable Differences this Program will make

One of the first differences this program will make is that the Unit Commissioners will make
much more contact with their units. They witl be required to make face to face meetings and
collect a significant amount of information so as to fill in the required data for the Webelos Den
Leaders. The Commissioners will also have more contact with the Packs and down to the Den
Leader level. The increased exposure ta the Packs by the Commissioners will enable the Pack to
nse the knowledge of the Commissioner to ilﬁpmve their prﬁgram. The Commissioner witl also
improve in his knowledge of the units and wilf improve how the District can service the unils.

1 feetl that the most important aspect of this program wil} be that more boys will make it to
First Class and stay in Boy Scouting. Once a boy has achieved First Class, he is mare likely tﬁ
see Scouling as a lifelong activity and remain involved. By using the Den Chief, t]le- Scoutmaster
will have given a boy a great leadership opportunity and helped his program by recruiting more
commiited boys and parents. The Den Chief wilk be with the New Scouts for the first year and
will enable them to grow into the Boy Scoui program instead of being thrown in. This alone will
tend to keep the boys active in Scouting. Once the first year is over, both the parents and the boy
will see the great potential of the program and want to continue.

The greater level of communication between the Packs and Troops will lead {e more joint
activities and this will help recruiting for both organizations. A Troop that has an activity can
invite a pack and open it to the public. An example of this is the Exporee just completed in the

Biue Ridge Council. It was held at a very accessible location and open to the public. This kind of
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event i5 obviously a Council event, but smaller events at District or Troop fevels can ﬁlsn be held
to recruit new boys into both prograns.

The increased fevels of contact between units at alt levels will improve the averall program.
The boys will be given a true transition instead of being thrown into a new and unfamiliar
program. This will increase participation at all levels and will increase parental invoivement. The
program wili grow and retention rates will grow. Currently each year the numbers that are looked
ot are the new hoys recruiled, whereas the retention rate should be at least as important. If we can
retain boys we will be able get more boys to Eagle Scout. We hold that standard up o the boys
as early as Tiger Cub. If this program can increase the number of Eagles by 1% we will greatly
Enﬂueqce the lives of a great many boys end families.

In closing, I think that by making changes in the Transition Program, we, as leaders and
Commissicners, can make a fremendous change in how the transifion between the Cub Scout and

Boy Scout Program is handled.
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Appendix 1
Sample Letter 1o Leaders
Cubmasiers and Scouimasters,

Every year Scouting loses many boys in the transition from Cub Scouting to
Boy Scouting. This doesn’t just mean the crossover, but the first year as Boy Scouts.
This year we are poing to try a new way to avoid this loss, The list that is attached
shows efch pack and the three nearést troops. The list also gives the Cubmaster’s and
Scoutmaster’s contact information. Bach of these leaders should contact their
caunterpart and cocrdinate joint activities for the Webelos dens. As this is part of the

Arrow of Light requiremients, many of these contacts are already being made.

The Webelos Den Leaders should be actively engaged in ihis process, Please
stress to your Webelos Den Leaders the important ¢ole they play in keeping a boy in
Scouting. Many times a Den leader will only look to the unit with the same Charter
Partner as a troop to visit. Since we know that not al} boys are alike, all troops are
also different. The boys should be exposed to at least two and preferably three
different troops, These visits should alse include the parents. The parents should be
instructed an the differences in how a pack and troop functions. This wili help the
parents to make a good decision when deciding on priorities for their sons.

Our District Fall Camporee this year will include Webelos. This will be a
great opportunity for the Webelos Scouts to camp with a troop and to see how
different troops handle camping as well as helping them earn their Arrow of Light.
Please try to get parents to come alang so that they also can learn from this
experience. We intend to invite Webelos to all future District Camporees.

Please use these resources and try to keep our boys in Scouting. You all know
that a litile effort aimed at the right place can keep a boy inierested and active.

Yours in Scouting,
).0.6.9.9.0.9.0.6.6.9.0.0.5.9 4

Transition Committee Chairman
1 8.6.9.4.5.0.0.8.4.6.0.4
Assistant District Commissioner Boy Scouts
FOOOOKEXXX
* Assistant District Commissioner Cub Sconls

16



REEDY FALLS Emmm—,lﬂm TRANSITION ASSISTANCE REPORT

Pack Sponsar Unit Leader Closest [Scoutmaster
# Telephone Numbers |Troops Telephone Numbers
8}Buncombe Straet United Methodist Church Chris Stolarski
200 Buncambe Streat 2Bl Mulligan
521|John McGrath
11|Joe Barron
.__._ mm_.mﬂ Presbyterian Church Scatt m__.;.soam
209 West Coffee St 11} Joe mm:d_._
- §21[John McGrath
S| Bill Mulligan




