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PREFACE PAGE

We need toc provide the highest quality Ccommissicner we
can recruit for all Units. A Unit Commissioner should bea
chosen based on the nz2ed of the Unit , and the xnowledge and
experience of the Cocmmlissioner ifo fit that need. I have
chosen this topic because I believe we can maks a better

tions of Commissioners if we have a guide t£o make that

"Commissioners are . .]. involved wiih carrying programs
to the Unit, but their main concern is to develop strengih

wizthnin the Unit coperation” 1 BStrength can only come from a

careful selections of Commissionsrs to meet specific needs.

We can give a good example of Commissioner svaluation and el
selection based on experiencs by showing the actual job scope

s and defining what the Unit neads., We will
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erivaed from working with Units as a
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guideline, ' : -
It is my intent to benefit the boys and adults of Units

in Etowah Cresk bistrict, Indiaa Waters Council., Lf we can

produce a successful Unit this thesis should benefit any

fnit

M

Lgsistant District Commissionear that nesds to cheooss

{omnissicner.

1 Boy Scouts of Amsrica, "Commissioner Fieldbook for
Unit
Service,” p. 9
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The Unit Commissioner's Role

What does the init need from the Commissioner?

Commissicner's Voluntser Datfies

LI

Conclusion:
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What people talents are need?
Scurce pools of pecple ased.

Choosing and recruiting the Unit Commissiocner.
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THE UMIT COMMISSIONER'S ROLLS

r2 we can decide who we want to select for a
ner, we mustc know what his fuacticas is. The only
function of a Commissiconer is to help the Unlt suaccsed
through Unit service. Some measures of success are the
number of rank advancements, on fime charter renewal, Quality
Unit status, adult leader training, and how many boys join
the Unit. "To measure the pffectiveness of a Commissioner,
one need only look at the record of the Units served. Ars
the objectives of Scouting being carried out? Is thers
strong, competent Unit leadership? Do Unit committees meet
regularly? I thers growth in boy membership? Do Units take
2n active part in District and Council activities? Is thers
at

l..u.

a positive relationship between the chartered organi el

znd thzir Unizs angd nic lsaders?

oM

If the answsr to these

questions is "“yes,":the Commissicner is successfal."2

Now we need to decide how the commissicner helps the
Unit to succeed. He has eleven different rolls to play. The
rcils are: —friend, rapresentative, counselor, lawyer,
doctor, teachar, hezlth inspector, news reporter, spiritual
gquide, promoter and example.

F

2Boy Scouts of Bmerica, "Commissioner Edministraticon of
fnit Service,™ o.d
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The first thing a commissioner neecs to do is to
z5tahlish himself as the Unit's friend., We often hear that
"YAVING AN ATTITURE"™ 15 bad. If the MATTITUDE" is "I care,”

then "ATTITUDE" is gocod. The Commissicner must let the Unit
Lrow that he cares about them, he is there to help them, and
ask what ne can do for them.3 We call cn frisnds in times oI
joy and trouble. A Commissioner is called in times of
trouble if the Unit considers him as their friend.

-

REPRESENTATIVE

Most Unit leaders think the Commissioner is a
rofessional in the Boy Scouts of America organization when
they first meet him. Districht Luzecutives did not exist in
the early years of scouting. Commissioners Filied that roll
as volunteers. Today the Commissioner represents the
scouting organization by showing he belleves the ideals,
principles, programs and policizs of the scouting meovement
will help tbday's boys. A positive attitude roward scouiing

iz sszential for a gocd repressntative.

3Boy Scouts of America, “"Commissioner Field book for
Unit
Service," p.10
{4}



This is not the place for criticizing activities or pecple in
I ke

entnusiastic about his project. A good Commissiconer is
ar

o
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the District or Council. The sucgessful salesman wi
excited about scouting. He gives encouragement and service
where it is needed. The Unit Commissioner represents the

Unit to the District and the Districk to the Unit,

COUNSELGR

. . .

"Tommy is ailways disrﬁbting our meetings. What can I

do?" This is only one of many guestions a Unit leader will
have for the Unit Commissioner. A Commissicner must be able 7
to "help the Unit leader find his own answer." A counselor
guides others. He does not provide the answer. Counselors
must be able to listen. The Unit Commissioner helps the Unit
leader find the real problem. ‘Then the leader can be guided
to determine his own best solution to the problem. L=
ot professicnal counselors. When the

Most of us ar

)
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Commissioner hears of a problem congcerning child or sex

abuse, he must report the problem to the Council.



LAWYZR

A lawvar snoald know the law., A Commissigner should

b
ih

icies and rulas of the Boy Scouts cf Amsrica.

r-w-!

Y¥now the p

her reascn for careful selsgiion of a

(w3

a
This is ano
Commissioner. He must know the policiss ancd pe abls to

determine if the Unit is following these policies,

. COCTOR

It is easiler tc keep & patient healthy with

preventive medicine. We can generally avoid major surgery by
keaping close track of the health of the Unit. Discover
symptoms early. Diagnose the problem. Prescribe the cure.
Every goed physician makes a follow-up appointment.4 If tne
Commissioner deoes nof Zoilew-up with the Unit he is working,

he may lose the momentum the Unit has going for it.

4Boy Scouts of America, "Commissioner Fieldbook for unit

Service," p.10
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TEACHER

ancther geood title for this Commissioner roie could bes
On-The-Jop-Training. The Unit lesaders are usually learning
g3 nney work with zZhes peys. The scouter is worsing in a
dynamic environmeat. Thelr lassons are vital and immediztely

. The Unit leadar can carry cut sclutions and ses

HEALTH IMSPECTOR

We ne=d to make sure ogur boys have a safe environmment in
which to have fun. Watch for things like dirty dishes left
out during a camping trip, faunlty extension cords and any

other health or safety problem. Do neot let Tommy run through .

the campsite with a hatchet in his hand. GStop Tommy
immediately. Explain to nim how he could get hurt if he

fell, Find the Unit leader and give the hatchet to him.

HEWS REPORTER

A good Commissioner will always have something for the
Unit leader. Let them know of activities in the Council or
District. Much of this information is presented in the
Council newspaper, and Hound Tahlas. Make surs the leader is
aware of training schedules, camporees, Round Tanle meeting,

etc., Repor: activities of the

{7}



ni=, If the ¥Unit or leader has recently completed some

successful activiiy, receognize it in the Council newspaper.
Try to £ind awards the Unit leaders havs sarned or deserve.
Make a special issue of leader recognition at Bound Tables,

camporses, or District award dinners.

SPIRITUAL GUIDE

& Scout Is Rewerent. The Commissiconer should encourage
the Unit to earn religious emblems that repressnt the
individual bkoy's faith, Packets are availabls at the Council
office. 1If the sponsoring organization is a religious
instituticn, they may want to help the boys earmn the award.
When they help the boys earn the religious award, they will

foeel z closer t£ie to the Unit.

PROMOTER

The Commissioner should be enthusiastic about the
scouting movement and program. Encourage the Units to attend
SUUME T camﬁl mound Tables, training, school night and Scout
gunday. Make sue the new Unit charter is appropriately

presented to the charter organization.

'
-
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EXAMPLE

Il:]

Baden—Sowell conce said, "Remember that, as z Scoubmaster
you are always being 'snap’shor' by the boys."> The
Commissioner is a person who is 'snao-shet' by the boys and
zdult leaders. He mast maintain the uniform standard.8 He -
must have that positive attitude, which is so important in

setting the example.

e )

5Boy Scouts of America, "Boy Scout Leader Wood Badge

Staff Guide for a Weekend Course," p.64

[L

630y Scouts of America, "Commissioner Administration of
Unit Service," p.26
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WHAT BCES THE UMIT NEED PFROM THE COMMISSIOMER?

Some Unit lzader-s f2e!] they do not nsed 2 Zommissianszs,

D

i

-1
Ft

¥ nave pecpie that work at the Unit, Distric:, and

ewvaels thay prokably alresady have a good program in

Council 5
place. They probkably participate in District end Council
activities. Thelir l=zadsrs are probably Wood Badge trained.
They go to Round Tables. Their boys have iots of activities
to sncourage advancement and character building. This is the

Unit that consistently recharters on time, receives the

2

uality Onit Award each year, has consistent boy number
growth, z2n active committee, and everything a Commissioner
would hope for in a Unit. The Unit leaders' job would be

even sasier if they had a Commissioner to help with recharter P

and have a Charter Presentation to the sponsoring

- grganization.

Then there is the brand new Unit. Let's take a few
minuces anﬁ lock at the needs and characteristics of this
Unit. They need lots of help. The Unit leaders need a
knowledgeabls Unit Commissioner to tell them everything from
adult application to Youth's Frontier, Making Etnical .
Decisions. dThe Commissioner for this Unit will £ill all of

the rolls menticned sarlier,

= The charter organization needs to be involved. They
need to know what roll they will play. W#ho will be the

Charter Representative? How does he £ill out the

{10}
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it applicasion? How much doss it cost? Who pays the
nost?  Whe signs and aperoves the application?  What de the
codes mean? How does he interact with the District and
Council? What are the district and Council? How does the
sponsoring crganization appoint a committee chairman? What
does the commititee chairman do? How does the committee
chairman select his committee? What does the committee do?

How deoes the committse select vthe Scoutmaster or Cubmaster?

Do you begin to get the idea of the Commissioner's rokl?
The Charter Repressntative is golng to need to be trained.
The Unit leaders are going to need to b2 trained. Make surse
the committee members are not overlooked during training.

Let them know when the training is avaiiable, where it is

going to be held, and finally how much will it coskt. Tell
rhem about the people putting on the training. If necessary, Bk
take them to the training sessions. Whean they cémplete their
training, the Commissioner’'s job is not quite so difficult.
‘However, kthe Commissioner needs to bhe sure to follow-up
weekly. Obviously, this is not all the Unit will need. Much

more derail could be covered in ancther thesis.

What about the characteristics of the new Unit? You
chould have a few advantages here. They want the guidance to
get =them started. They want their sons to have a good

scouting experience. Some of them may have been scouls

(11}



in their youth. Others know nothing about the scouting
movement other than they have seen scouts and heard the thing
is good. They are appreciative of any help 2nd guidance
given to them. The new scouaters will be apprenensive, How
much of my time will it take? {Can I actually be a leader of
these boys? Remember that these are legiltimate concerns and
need to be answered cpenly and hanestly The answer is yes.
Assure them you will be there to help them get started. vyou
i1l also be there later to help them find answers to other
questions they will have. Help them Find the answers. Keep

your promises. .

-

surgery. An example of this Unit would be a Cub :
did notr meet during the summer. Thelr last meetlng'ﬁas four
and a half months ago. Their Cub master has r951gned. The
parents are waiting for someone LQ call and tell“them“whéﬂ'
the next meeting is going to be held. This Unit probably did
not even have a Commissioner assigned to it. If &
Commissioner was assigrned to it, he probably needs to be
trained or replaced.

The pérents in the last type of Unit will probably
become quite angry when they find out what has happened toa
their Unit. They will want to know why they were nol
not Efied earlier about the oroplems. Did I mention earlier
that svery Unit should have an active, knowledgeable

Commissioner?

{12}



VOLUNTEER DUTIES
COUNCEL COMMISSICHER
*Report to the council president and serve as an officer of

the local council, a member of its executive committee, and

as a National Council member representcing the local council.
*Be responsible for the unif service function of the council.

+Chair the regular meetings of the district commissioners.

*Provide sufficient training opportunities so that every

commissioner may receive training shortly after

commissioning.

*plan and conduct an annual commissioner conference for
training, recognition, seminar discussion, and merale. -

*Appoint assistant council commissioners.

*Encourage and help district commissiconers recruit full
staffs. AsSsist in recruiting district commissicners as
needed.

*yerify that proper technigues are used to select and racruit
unit leaders.

{13)



VOLIMTEER DUTIES
DISTRECT COMMISSICHER

L_J

&

the following:

DigTtrict Commissicper leads the comnissiconer staff znd doss

*Identify and recruit enough of the right people as
commissioners so that all scouting units in the district
receive regqular, helpful service.

——Assistant district commissioners.

--Cub Scout reoundtable commissioner.

-~Hoy Scout roundtable colmissioner.

—Encugh unit commissioners for each to serve only three
units.
+Train members of the Commissioner staff.

——Conduct Commissioner Basic Training.

—-—Conduct orientation/personal coaching. _

-—Cuide commissioners toward Arrowhead Honor and Scouter's

Key.

*Supervlse and motivate unit commissioners to visit each unit
reguliarly, “identify unit needs, and make plans to meet unit

needs.
sadminister the annual commissioner service plan, which gives
specific purposes for commissioner contact with units at

designated times of the year.

{14}




VOLUNTEER BUTIES
ASSISTANT BISTRICT COMMISSICHER

*Ragars to the district commissicner.

*Racruit a full staff of unit commissioners o serve the

assigned area.

rRelp the district commissioner train unit commissioners and
roundtable commissiconers:
--Conduct personal coaching/orientation sessions.
~--Participate in the formal basic training courses.
——-Help unit commissioners attain the=Arrﬁﬁhead Honor,

Scout's Key, and bistinguished Commissicner Service Award.

=

+Attend monthly district ccmmissioner staff meetings.
*Serve units with no assigned unit commissioner.
*Maintain regular contact with unit commissioners under you -
supervision:

—-To assess units' strengths and weaknesses.

-—To help find sclutions to units' problem.

--To provide information, informal training, program ideas,
znd recognition.
*CoZch the chartered organization representative.

r*involve unit adults in training and roundtables.

(15}



YVOLUNTEER DUTIES
GMNIT COMMISSICHER

*ReporT to the district commissioner or zssistant di trict

commissionar as assigned.
*Help sach unit sarn the Quality Unit Award.

~ise the annual commissioner service plan, with its scheduled

opportunities to commissioner contact with upits.

+%¥now each ohase of scouting and its literature. Be able to

describe how esach works.

*Yigit meeting of assigned packs!troops!teamsfpost;neguiériy,};;;

usually once a month.

*V¥igit regularly with the unit leader;

——Listen to whnat the unit leader nas Lo say.

-—0ffar encouragement and support.

~-~Using literature and profile sheet, help the leader see
opportunities for improvement.

——%asnLa1n good unit leader relationships.

-—Encourage unit participation in district and CDUHCll

avents and training.

suinpk to ensure effective unit commitiees;
—_v¥igit with the unit committee periodically.
——-0Observe the committes, offer suggestions for improvement,

and work to solve problems.
{16)
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VOLUNTEER DUTIES
ROUNDTABLE COMMISSIONER

*Repcrt to the district commissioner.

*Conduct monthly roundtable meeting:

--Develop regular roundtable plans.
-—Participate in the annual council roundtanie planning
conferance.

——Meet with the district executive and district

commissioner to review the Tcouncil's master roundtable plan

adapt to the district plans.
—Lead a monthly roundtable planning session.
. __ise national aids: Boy Scout or Cub Scout Reundtablé
Planning (Guide,
Roundtable planning sheets, Scouting magazine, Program
ffelps, Boys Life, etc.
——petermine what contributions can be made by resource

pecple, and arrange for their participation.

+Recruit roundtable staff, as needed, to handle program

elements, hosting, and participation.

+Cgach the chartered orgenization representative.

sInvolve unit adults in training and roundtables.

{17}




CONCLUSION

We have previously discussed the rolls of the Unit
Commissicner. To fulfill each of these rolis a commissicner
must come with people talents. Before we discuss the peopile

talents needed, we need to list the rolls the commissioner

pLans.
i, EXAMPLE
e 24 _ERIEND . e —
3. REPRESENTATIVE
q, COUNSELOR
3. LOWYER
6. DOCTOR
7. "TEACHER
g. _HEALTH INSEECTQR
9. tIEWS REPORTEH
14, ‘GPIRITUAL GUILE
11, PROMOTER

A1l of these things require somecone to be able to
communicaté. lThe communications must start with listening.
Hear what the problems and desires of the units are. We must
rememher the units are not numbers but peopie. People want
to be heard and understood. They want assurance that they
are doing the rignt thigg:m_ﬁost people will appreciate
guidance and correﬁtidn if they Eruly believe their teacher
is concerned about them as a person. This message is
deliverad Egrﬁally, physically by body language and facial
expressiené, and by the actions of the commissioner. I the

commissioner delivers service to the unit in a

1]

{18}
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timely manner, he will communicate to the unit that he is
truly concerned about them.

The commissionar must leave his ego at home. The unit
is not interested that the commissiconer has been to
"Commissioner college™ or that he has earned his Masters or

Doctorate. They want service. COMMISSIONER - GIVE SERVICE.

Fr

We couid 1ist many "people talents" needed. dotivater,
leader, listener, etc. This is probably a good topic for

ancther thesis.

Where do we find thess people to become commissioners?
Many people think that a NESA or contributor list is a good o
place to start. A good source is a list of long time :
Scoutmasters, Assistant Scoutmasters, and cammittes members,.
These people know the program. They may alsc be looking féfﬂ
a change or may have already dropped out of Scouting. If
they are happy and effective in their active roll, serve SR
them. Otherwise, they are good candidates for becoming a

commissioner.
Haw to choose and recruit a commissioner is discussed in

many other doctoral thesis. I will not go into a lot of

detail here. Simply use common sense. The first step to _ |

take is to determine the needs of the unit to be served, T

fNoes the unit need someone to help them start a program? Do T

they need emergency first aid? Are thelr leaders already

waod Badge calibzr? Is thelr program effective ?

{ 19}
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Find scmecne who knows the program. Set Up an
appointment to discuss scouting with them. Make s
the type of person to set the example. M & they want

a u
to nelp. Make sure they are 0ot on ansgoe trip or think this

iz a " positicn .
- Once you. . 3re convinced_theg_cam_can;;ihu;auaad

serve, serve them. Give them the tools they nead. lat them

know of training available. take them to training.

.
[~
[age]

rae they are



