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Foreword 
 
This document has been thoughtfully prepared for the Executive Board of the New Birth of 
Freedom Council and the current and future volunteers and Scouts of the New Birth of Freedom 
Council.  The following group of volunteers and professionals have convened multiple times 
with the singular focus of identifying the biggest challenges to membership recruitment and to 
propose a plan to grow Scouting opportunities and participation in our six-county footprint.   
 
The group resolved to create a living document with the intention that it will be amended as the 
need arises.  It is designed to provide an active framework for expanding Scouting opportunities 
and engaging more Scouts and volunteers.  It is not designed to simply check a box and be 
another plan on a shelf.   
 
The pathway forward will be difficult and no doubt will contain some treacherous terrain.  
Navigating uncertainty is something to which we have all become accustomed.  We have also 
learned that we cannot advance alone.  “All Hands on Deck” is our slogan, our callsign, our 
directive, and our guarantee for success. 
 
Contributors to this report: 
 

Scot Chadwick, Council Membership Chair and “Skipper” of the Ad Hoc Committee 
 

Tom Steckbeck 
 

Bob Badders 
 

Ray Landrum 

Randy Cline 
 

Justin Eberly Bridget Koller 

Bill McQuade 
 

Beth Leckrone Mike Hassell 

Shawn Leppo 
 

Paula Diehl Christopher Lontz 

Bob Smith 
 

Brian Alpaugh Cory Kercher 

Marc Lee 
 

Carlos Inacio Michael Adelberg 

Al Gohn 
 

GK Cunningham Roger Chatell 

Chip Bayer 
 

Krystal Landis Sal Franqui 

  Chris Styers 
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Executive Summary 
 
This Membership Plan outlines the steps that we must follow to ensure that the “volunteer-
driven, professionally guided” membership committee of the New Birth of Freedom Council can 
accomplish its stated task of “Growing the Program”.  We will accomplish this primarily by: 

• Recovering the Scouts lost due to Covid-19, 
• Recruiting new Scouts at all levels in all programs, with a particular emphasis on Cub 

Scout recruiting 
• Retaining existing Scouts by emphasizing a quality program by trained leaders, and 
• Starting new units in previously underserved areas and emerging populations. 

 
We have analyzed the data provided in the 2021 Market Analysis Report and isolated key areas 
throughout the council that are prime for recruitment and new-unit start-up efforts.  Additionally, 
we have identified those areas with underserved market share and directed that the districts focus 
their efforts to return Scouting to its community-based roots by striving to place a unit in every 
community. This membership plan takes a broad strategic view and sets out guidelines for our 
districts and units, but it also sets specific measurable metrics to gauge progress. The Council 
Board and the Council Executive Committee will review this plan annually and will make 
adjustments as necessary.  
 
The Executive Board is building the 2022-2027 strategic plan to outline an aggressive plan to 
recruit and retain youth members, and to start up units in every district of the council. The 
strategic plan places emphasis on key performance indicators in retention, increased market 
share, and growth in our underserved markets.  We have also outlined strategies to be considered 
in light of the future demographic character of our council area. None of the goals set here can be 
accomplished by a single person or small group of persons (i.e., professional scouters), which is 
why we have embraced the concept of “All Hands On Deck” as both our recruiting campaign 
and as our membership philosophy. Every event is a recruiting opportunity; all members, 
parents, volunteers, and professionals are recruiters. We have started building committees at the 
council and district levels, but there is still much work to do before we reach a level where one 
person holds one job.  This will remain a priority in 2022 and beyond as we grow our team. 
 
Finally, we have laid out the tasks necessary to conduct meaningful recruitment activities at the 
Cub Scout, Webelos Transition, Scouts BSA, and Venturing levels on a month-by-month 
schedule that will enable District Committees to monitor and direct membership activities within 
their respective areas as we all work toward a common goal – increasing the Scouting program in 
the New Birth of Freedom Council. 
 
 

  



NEW BIRTH OF FREEDOM COUNCIL, BSA  
2022 MEMBERSHIP PLAN  April 1, 2022 
 

4 
 

Council Background 
 
The New Birth of Freedom Council was formed in 2010 with the merger of the York-Adams and 
Keystone Area Councils.  Its geographic area encompasses Adams, Cumberland, Dauphin, 
Franklin, Perry and York Counties in south-central Pennsylvania.   
 
The Council’s Mission Statement mirrors the National Mission Statement.1 
 

The mission of the New Birth of Freedom Council BSA is to 
prepare young people to make ethical and moral choices over 
their lifetimes by instilling in them the values of the Scout Oath 
and Law. 

 
The Council’s Vision mirrors the National Vision Statement.2 
 

The New Birth of Freedom Council BSA will prepare every eligible youth in 
south-central Pennsylvania to become a responsible, participating citizen and 
leader who is guided by the Scout Oath and Law. 

 
The Year-end Membership Totals, by program, for the past four years is as follows3: 
 

Year Cub Scouts Scouts BSA Venturers Explorers 
2018 5460 3232 131 66 
2019 5327 3357 133 75 
2020 3818 2851 93 25 
2021 2932 2597 86 18 

 
As of the 2021 Market Analysis Report4, the Target Age Youth (TAY) in our Council area is 
178,184 across all programs, segmented as follows: 
 

Program TAY 
Cub Scouts 87510 
Scouts BSA 45365 
Venturers 45309 

 
 

 
1 The Commissioners Cabinet proposes the following Mission Statement: 
“To help units successfully deliver programming for today’s youth by: 

Ø Ensuring prompt awareness of  program changes 
Ø Helping leaders find the resources they need 
Ø Challenging them to deliver today’s program” 

 
2 The Commissioners Cabinet proposes the following Vision: “A council where all units provide an exceptional 
program for today’s youth.” 
3 As reported on MyBSA Membership 5-Year trend Analysis, as of  December 1 of  each year. 
4 2021 Council Market Analysis Report, NBOF 544, BSA Research & Program Innovation, February 2021. 
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The current membership numbers and their market share (as of January 1, 2022) are: 
 

Program Youth Market Share 
Cub Scouts 2837 3.2% 
Scouts BSA 2493 5.5% 
Venturers 73 0.2% 
Explorers 18 n/a 

 
 
In 2021 the Council adopted the “All Hands On Deck” membership campaign. This captures the 
philosophy that everyone plays a part in membership recruiting and retention: Scouts, parents, 
leaders, and committees from the unit to the Council Board.  The “All Hands On Deck” 
campaign has four lines of effort: Engaging Parents, Incentivize/Motivate the Scout, Get Your 
Message Out, and Plan For Success. Another aspect of the campaign is the recognition that 
recruiting and retention are cross-functional responsibilities beyond the membership committee. 
Activities committees, fund-raising committees, and membership committees work in 
cooperation and coordination in all events. Every event can be, and should be, a recruiting 
opportunity. 
 
Our Council Membership Committee is an important part of this plan, as it provides the human 
infrastructure necessary to carry out the plan.  There are still numerous slots to fill in the 
committee, but we have made great strides in providing a robust framework for successful 
operations.  A graphic of the current committee organization is shown below: 
 

NEW BIRTH OF FREEDOM COUNCIL MEMBERSHIP COMMITTEE 

 
 
For the future, the Council will add or adjust committee membership as needed to address 
emerging or underserved traditional populations, as well as Learning For Life or Scout Reach 
populations. 
 
In addition to the positions shown above, each district is expected to staff its own district 
membership committee. Each of the districts will aspire to fill out their committees with the 
following positions, and should also work hand-in-hand with the Commissioner Service. 

Chair
Council VP of Membership

Scot Chadwick

HT Membership 
Chair

Bridget Koller

BF Membership 
Chair

Krystal Landis

PIO Membership 
Chair

Mike Hassell

CO Membership 
Chair

Ray Landrum

KC Membership 
Chair

VACANT

Staff Advisor
Chris Styers
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• Membership Chair (District Vice Chair for Membership) 
• Spring Recruitment Chair 
• Fall Recruitment Chair 
• New-Unit Start-up Chair 
• Retention Chair  

 
At the unit level, we also urge each unit to fill the following positions: 

• New Member Coordinator 
• Peer-to-Peer Recruiting Coordinator 
• Unit Spring Recruitment Coordinator 
• Unit Fall Recruitment Coordinator 
• Transition Coordinator 
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Council Membership Analysis 
 
1. Strategic Plan.   
 
The strategic goal of our membership plan is to achieve and maintain sustainable membership 
growth at pre-pandemic level. We will achieve this by increasing our market share to 5.5%, 
which returns us to our pre-pandemic membership level.  We will increase units in underserved 
and emerging populations, and maintaining retention levels above 75%. We have experienced 
two net loss years in 2020 and 2021. While the majority of this decline is due to pandemic, we 
were observing indicators in the months preceding the national emergency, with factors such as 
the last-minute 2020 registration fee increase being the most significant, followed by concerns 
over the initial bankruptcy in February 2020. Our current membership is 5,421.  
 
District and Council Activities.  It is incumbent upon the Council Activities Chair and every 
district’s Activities Chair to ensure that all activities run by the council and/or district have a 
recruitment component.  We need to make sure that we are getting Scouting out into the public 
eye and that they are seeing us for what we really are, which is the premier leadership and 
character development program for youths in this country. 
 
2. Demographics. 
 
The ninety-six (96) ZIP codes that make up the New Birth of Freedom Council have been 
mapped out and analyzed for key demographic data and lifestyle segmentation analysis and 
correspond to the sixty-five (65) population segments listed in the Experian Mosaic Segment 
Guide5.  These ZIP codes have also been analyzed for Cub Scout membership as of December 
2021.  The top twenty mosaic segments dominant in our council area are distributed as follows: 
 

Dominant Mosaic 
Segment Number 

Dominant Mosaic Segment 
Description 

Number Of 
Zip Codes 

C11 Aging of Aquarius 21 
C14 Boomers and Boomerangs 19 
D15 Sports Utilities Families 30 
E20 No Place Like Home 27 
E21 Unspoiled Splendor 80 
I30 Stockcars and State Parks 71 
J34 Aging in Place 61 
J35 Rural Escape 42 
L34 Homemade Happiness 18 
M44 Red, White, and Bluegrass 25 
N41 Countrified Pragmatics 21 
O51 Digital Dependents 26 

 
5 Mosaic Segment Guide, Experian, 2021. 
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Q64 Town Elders 34 
D16 Settled in Suburbia 8 
J36 Settled and Sensible 10 
K40 Bohemian Groove 11 
L42 Rooted Flower Power 10 
M45 Diapers and Debit Cards 7 
R66 Dare to Dream 6 
S69 Survivors 5 

 
The majority of the ZIP codes in our council area are attributed to Mosaic Segments E21 
Unspoiled Splendor, I30 Stockcars and State Parks, J34 Aging in Place, and J35 Rural Escape. 
Additionally, our council area is 84% Caucasian, 7% African American, 5% Hispanic/Latino, and 
2% Asian. The population tends to be socially and politically highly conservative, with some 
elements opposed to BSA’s diversity and inclusion policies. 
 
Membership trends in our council were generally flat with a slight increase through the end of 
2019. After that we experienced a drastic reduction in membership. Two external factors played a 
large part in our decline in 2020: loss of all LDS units, and the COVID-19 pandemic. The 
pandemic continued to be a factor in further membership losses in 2021.  The number of 
traditional units has experienced a slight rise from Dec of 2017 (336) to December of 2019 (346) 
but then saw a drastic reduction to 257 as of December 2021. 2022 data is not available at this 
time, as the New Birth of Freedom Council is currently in the middle of the recharter process. 
Besides the loss of LDS units in 2020, the Council also saw a loss of non-functioning units that 
shut down in the pandemic, and whose leaders were unable to adapt to the changing 
environment. Youth retention trends were also steady until 2020, where we saw a sharp decline 
in the Cub Scout program in both 2020 and 2021. Scouts BSA, however, remains high. The 
Council’s current retention rate is 62.17%. 
 
Membership Totals: 
 

Year Cub Scouts Scouts BSA Venturers Explorers 
2017 5256 3357 165 20 
2018 5460 3232 131 66 
2019 5327 3357 133 75 
2020 3818 2851 93 25 
2021 2932 2597 86 18 

 
Market Share: 
 

Year Cub Scouts Scouts BSA Venturers Explorers 
2017 6% 7.3% 0.3% 0.1% 
2018 6.2% 7.1% 0.3% 0.1% 
2019 6.1% 7.5% 0.3% 0.1% 
2020 4.3% 6.3% 0.2% 0.1% 
2021 3.4% 5.7% 0.2% 0.1% 
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New Scouts Recruited: 
 

Year Recruited 
2017 1988 
2018 2299 
2019 22256 
2020 630 
2021 1331 

Retention: 
 

Year Cub Scouts Scouts BSA 
2017 76.0% 86.9% 
2018 74.4% 86.0% 
2019 79.2%7 79.2% 
2020 66.5% 77.8% 
2021 50.4% 79.4% 

 
Assumptions 
 
1. In the next five years we assume the following demographic changes in our council area. 
 a. The net change in Target Age Youth is negligible (0.1%). 
 b. All ethnicity populations will increase. 
 c. Minority populations will increase at a greater rate than the Caucasian population. 
 
2. We will not have normal school access for in-person recruiting / Scout talks in the foreseeable 
future. 
 
3. Most religious organizations will continue to support Scouting with the same enthusiasm as 
pre-bankruptcy. 
 
 
 
 
 
 
 
 
 
 

 
6 This number is from December 2019 and may not include membership that was added at the very end of  the year.  
National reporting changes in January 2022 removed data sources that were used to complete these other fields.  Likely 
this number is understated. 
7 For 2019, the only available data was the overall council retention, hence the data being replicated in both fields.  The 
Cub Scout retention percentage is likely overstated and the Scouts BSA retention percentage is likely understated.  
National reporting changes in January 2022 removed data sources that were used to complete these other fields.   
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Plan for Membership Growth 
 
The goal of our membership plan is to achieve and maintain sustainable membership growth at 
pre-pandemic levels. We have identified the following lines of effort to achieve our strategic 
goal: 
 
1. Units and Districts Recruit Youth Members 
 
Units and Measures:  It is incumbent upon all units at all levels to make a concerted effort to 
recover the members who were lost during the months of the COVID-19 pandemic, when most, 
if not all, units stopped their in-person meetings in favor of a virtual approach, or not at all.  In 
addition, Units must also work to recruit new youth and new adult volunteers. In line with our 
“All Hands On Deck” approach Scouts BSA Troops must assist Cub Scout Packs with Cub 
Scout recruiting. Packs are the Troops’ lifelines for future membership. At the district level we 
will start new units in both underserved markets and underserved demographic populations. 
 
The National standard for market share is 2%; however at the end of 2019 (pre-pandemic) our 
market share was at 5.5%. Therefore, we are setting our market share target at that level. The 
following ZIP codes have a negative Cub Scout Gap, meaning that there is a large negative 
discrepancy between the number of Cubs in that ZIP and the expected number of Cubs (5.5% 
market share) in that ZIP.  Districts must consider their recruitment efforts in these ZIP codes, 
and ensure that units are receiving the necessary support to accomplish this: 
 

ZIP CODE District Name Cub Scout 
Gap 2% 

Cub Scout Gap 
5.5% 

17331 BT Hanover +17 -113 
17013 PIO Carlisle +12 -76 
17201 CO Chambersburg -7 -76 
17315 HT Dover -8 -76 
17202 CO Chambersburg +14 -63 
17408 HT York +12 -44 
17257 CO Shippensburg +27 -42 
17055 PIO Mechanicsburg +45 -40 
17356 HT Red Lion +19 -39 
17406 HT York +15 -38 

 
Additionally, the following ZIP codes show a low market share (<2%) in addition to a negative 
Cub Scout Gap, and should be included in high-priority recruitment efforts: 
 

ZIP Code District Name Cub Scout Gap 
5.5% 

Market Share 

17321 HT Fawn Grove -8 0.6% 
17302 HT Airville -13 0.7% 
17368 HT Wrightsville -29 0.8% 
17364 BT Thomasville -11 0.9% 
17006 CO Blain -5 0.9% 
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17037 CO Ickesburg -4 1.1% 
17240 CO Newburg -13 1.3% 
17224 CO Fort Loudon -5 1.6% 
17244 CO Orrstown -9 1.7% 
17304 BT Aspers -10 1.8% 

 
 
It is important to note, the New Birth of Freedom Council also has three Urban Scouting 
Programs in the following school districts.  The below charts reflect our current market share and 
gaps in expected membership. 
 
Harrisburg City School District 
 
Zip Code Cub Scout Gap 2% Cub Scout Market 

Share 
17102 -5 0.7% 
17103 -16 0.5% 
17104 -39 0.4% 
17110 +13 2.7% 
17111 +67 5.1% 

  
Steelton-Highspire School District 
 
Zip Code Cub Scout Gap Cub Scout Market 

Share 
17034 +5 5.6% 
17113 +14 3.4% 

 
York City School District 
 
Zip Code Cub Scout Gap Cub Scout Market 

Share 
17401 +50 4.6% 
17402 +20 2.8% 

 
 
District and Council Recruitment:  Besides unit recruiting and new units, each district will 
conduct at least one spring recruiting event and one fall recruiting event. To be successful 
overall, these events must be synchronized with the Scouting annual cycle. The fall event should 
occur near the beginning of the school year, before youth really get committed to other activities 
and early enough that new youth are starting their rank with their peers. The spring recruiting 
event must take place early enough that new youth have a comfortable grasp of Scouting to be 
ready for summer camp activities. 
 
Recommended events include a mall show, to include cub age-appropriate activities and 
invitations to cub units in the district to assist in running activities and having tables to invite 



NEW BIRTH OF FREEDOM COUNCIL, BSA  
2022 MEMBERSHIP PLAN  April 1, 2022 
 

12 
 

people to unit activities and to sign up new youth. A sample Mall Show plan is in Annex G.  
Another possibility is to identify major community events, again in coordination with packs, to 
set up activities and recruit.  There must be activities offered, as it is not sufficient to simply 
hand out flyers. 

There are a number of activities that could be set up.  Examples include a rain gutter regatta 
(using small water bottles as hulls), pinewood derby racing (using Lego car bases and Lego 
bricks for kids to build and race cars), slack lines, cornhole competitions and other similar 
tailgate games, crafts and disc golf.  The Council should budget to acquire the supplies to offer 
these activities, which can be borrowed by Districts/units for recruiting purposes. 

At the Council level, the Council Camping Committee is exploring having a Spring Family 
Camping event at Camp Tuckahoe.  The plan is to invite families to a weekend camping event, 
to showcase Family Scouting.   The event will need proper promotion, collection of participant 
information, and sharing of information about units that participants could join. 

The Council can promote recruiting themes, such as fishing, pinewood derby cars, with 
appropriate supplies provided to new sign ups. These would be operated in tandem with units 
and districts.  For example, new Cub Scouts could be provided inexpensive fishing gear, and 
each District could sponsor a fishing event. 

See the attached “All Hands on Deck” Recruitment Plan for an in-depth discussion of 
recruitment practices and resources.  Additional supporting information is also available at 
https://www.scouting.org/recruitment/.  
 
2. Units Retain Youth Members 
 
Overall, our retention rate in the New Birth of Freedom Council has averaging over 62% 
annually, indicating room for improvement. Although the national standard is 62%, which we 
achieved, we are aiming for a retention rate above 75%.  Units with excellent retention generally 
have a strong program, trained leaders, and excellent recruitment efforts.  Districts should seek 
out the leaders of these units to learn their best practices, and share them with the rest of the 
council. 
 
Although this membership plan is biased toward recruitment into the Cub Scout program, we 
must not forget that a great deal of our past success in the retention area comes from a successful 
Webelos to Scout transition.  Cub Scout Packs must ensure that every Webelos Scout has an 
opportunity to visit enough troops in the area to find the right “fit”.  Troops must be proactive in 
inviting Webelos Scouts to unit activities and weekend outings in order to attract them to their 
programs.  Finally, district retention chairs must work with Unit Commissioners to ensure that 
every Webelos transitions to Scouts BSA. 
 
Resources for Webelos to Scout Transition can be found at 
https://newbirthoffreedom.org/webelostoscout/. 
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3. Units and Districts have Sufficient Adult Volunteers To Grow and Maintain Increased  
Membership. 
 
Adults play an essential role in the successful long-term recruitment and retention of youth 
members. The adult volunteers ensure a unit is functioning properly, is safe, and most 
importantly is fun. Active, fun units attract and retain youth. Registered adult volunteers fall into 
two categories: unit program leaders and committee members. Good units have effective adult 
leaders for both. Please note that the Charter Organization Representative is not discussed here, 
as that individual’s role is clearly laid out in the Charter Organization Representative’s 
Handbook. 
 
Our charter year runs from January 1 to Dec 31 each year, but units generally operate along the 
schedule of the school year. With that in mind, units should identify the various leaders and 
committee members, and get their firm commitment of service, by April 1 each year. Then units 
should consider emplacing the various leaders and committee members by either June 1 each 
year (prior to summer camp) or by August 15 each year (post-summer camp). In either case, 
units should try to have their key leaders and committee members in place prior to the start of the 
school year. 
 
The unit program leaders are the Cubmasters, Scoutmasters, Den Leaders, Assistants, etc and are 
responsible for delivering the program to the youth. They must be active, imaginative, and 
creative people who have a thorough understanding of the Scouting program’s Aims & Methods. 
They must be comfortable with fluidity and unpredictability. At the Scouts BSA level, in 
particular, unit program leaders must also be comfortable with letting go of the reins and guiding 
the youth leaders. 
 
In addition to quality unit program leaders, good units also have effective, efficient committees. 
The Committees job is to run the unit in support of the Scoutmaster / Cubmaster / Advisor / 
Skipper. Besides the unit program leaders and the committee chair, units should ensure they have 
the following committee positions filled. Please note that while BSA does identify these 
positions, they are registered as “Committee Member”; BSA does not delineate committee 
positions on registrations. The essential committee members are Secretary, Treasurer, 
Membership Coordinator, Activities Coordinator, and Advancement Coordinator. Units should 
try to fill these positions separately, with individuals who do not have other unit responsibilities. 
By recruiting separate individuals, no one person becomes over-burdened, and the workload is 
manageable for all. Finding and recruiting quality adult volunteers is a priority jointly of the unit 
committee chair, the charter organization representative, and the institution head / executive 
officer. The position responsibilities are listed in the Cub Scout Pack Organization 
(http://www.scoutingbsa.org/programs/cubscouts/Cub_Scout_Unit_Structure.pdf) and the Troop 
Committee Guidebook. 
 
4. New Unit Formation 
 
There are geographic areas in our council that have been historically underserved as not having a 
viable Scouting presence.  It is incumbent upon district membership committees to seek out new 
potential chartered partners in these communities and establish Scouting units with the assistance 
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of the Commissioner Staff and a dedicated New-Unit Commissioner.  The top areas meriting 
consideration are: 
 

ZIP Code District Name Market Share 
17321 HT Fawn Grove 0.6% 
17302 HT Airville 0.7% 
17368 HT Wrightsville 0.8% 
17364 BT Thomasville 0.9% 
17006 CO Blain 0.9% 
17037 CO Ickesburg 1.1% 
17240 CO Newburg 1.3% 
17224 CO Fort Loudon 1.6% 
17244 CO Orrstown 1.7% 
17304 BT Aspers 1.8% 

 
Potential chartered partners include faith-based organizations and community organizations such 
as PTOs, fraternal and community organizations, and veterans’ organizations. Some of these 
organizations have a mandate from their national organization to support Scouting, including 
sponsoring units.  District membership committees should canvass the organizations in their 
district areas to assess their location with reference to underserved areas in Scouting, and 
approach them to determine their willingness to sponsor a unit. 
 
Within our five districts, we need to take a good, hard look at the elementary schools, and map 
out which schools serve packs, and if there are any schools without a corresponding pack, these 
are ideal places to look to organize new packs.  The optimal arrangement would be a “one 
school, one pack” system, and we should make plans to move toward that standard.  Information 
about cities and schools is available at http://www.city-data.com/. 
 
Existing chartered organizations should also be considered to adding a unit if they do not 
presently sponsor the full complement of a Cub Scout Pack, Scouts BSA Troop, and a Venturing 
Crew.  More information on the Together Plan and the Full Family of Scouting is available at 
http://tinyurl.com/arkcf9x.  District Executives should maintain an ongoing list of those 
organizations and the efforts made to expand Scouting within their walls. 
 
A full discussion of starting new units can be found at 
http://www.scouting.org/scoutsource/Membership/New_Units.aspx. 
 
Consideration for COVID-19: In the first year of this plan, Districts will prioritize re-
establishing viable units in the communities/school districts that have been identified as not 
having Scouting programs.  Essentially, this places priority to communities that are NOT 
SERVED.  Once the base has been restored, Districts will continue to pursue growth of units in 
communities that have been identified as being UNDERSERVED.   
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5.  Emerging and Underserved Markets  
 
Our largest emerging market is the female half of our population.  With the addition of girls to 
Cub Scouts and Scouts BSA, we have the potential to double our current membership.  While 
we’ve had some female scouts register, overall, the numbers are woefully short of our potential. 
Currently 8.5% of our membership is female; our goal is to have 10%. We have seen our first 
female Eagle Scouts, and we must build upon their success to promote Cub Scouting and Scouts 
BSA to our female youth population. 
 
Our service of ethnic minority populations is low. In the Cub Scout ranks, our market shares are 
as follows. For comparison, are market share of Caucasians in Cub Scouts is 3.8%. 
 

Ethnicity / Race Market Share 
African American 2.1% 
Asian 2.3% 
Hispanic / Latino 1.7% 
Other 7.8% 

 
In addition to serving our minority population youth, the Council and the Districts must diversify 
our committee membership and have volunteers that are representative of the populations we aim 
to serve. For the most part, our committees are general white males, and some white females.  
 
6. Venturing and Exploring 
 
Venturing is an excellent program for high school students that goes beyond the Scouts BSA 
program, allowing the members to run their own organization and its activities, limited only by 
their own imaginations.  We have not cultivated the venturing program in this council, and we 
have lost a valuable part of our program.  First, we will look for existing charter organizations 
with robust scouting troops, and work to create Venture Crews with them to round out their 
Scouting family of units. Second, we will work with local Junior ROTC (JROTC) high school 
units to form Venture Crews. We have one successful model already doing this, and this method 
leverages both programs to mutually support each other. The JROTC unit provides a cohesive 
peer group, and Venturing gives them opportunities that are otherwise unavailable through the 
schools.  
 
The Exploring program has also been vastly under-utilized in this council in the past.  We 
recently hired a full-time Learning for Life District Executive to develop and expand Exploring 
Posts and STEM Labs across the entire Council area. This District Executive is actively working 
with the traditional district executives to target likely partner organizations and candidate schools 
within their geographic areas of responsibility. More information on the Exploring program of 
Learning for Life is available at http://exploring.learningforlife.org/.  
 
7. Other Initiatives 
 
Non-traditional Recruiting. Besides the traditional in-school recruiting events (school sign-up 
nights, scout talks, etc), we have identified five channels of recruiting that do not depend on in-
school access, which is often no longer possible. These five channels are Other School and 
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Academics Access; Community Involvement Events; Charter Partner Events; Unit Direct 
Activities; and Social Media. Refer to Annex B. 
 
Parent On-Boarding. Scouting is a whole-family adventure. While the program and the mission 
are youth focused, as they should be, we must also keep the parents in mind. Many parents do 
not have Scouting experience, and those who do may not understand how the movement has 
evolved over time. Additionally, when a parent is properly on-boarded, they feel much more 
welcome and are much more willing to be a volunteer. Units must actively bring parents in. 
Refer to ANNEX E for detailed steps. 
 
The Scouting Alumni Association.  We must not understate the value of leveraging our former 
members.  There are millions of former Scouts who can still play an important part in growing 
our organization, whether it is at a unit, community, district, or council level.  We believe there is 
significant value in forming an Alumni Committee, but that is beyond the purview of this plan. 
 
Relationships Committee.  The Relationships Committee, led by the Vice President, 
Relationships, must assist in seeking out and building new alliances in addition to strengthening 
the ties with our current partners. We currently do not have such a body, but the Executive 
Committee is taking it under advisement. Further develop of this body is beyond the purview of 
this plan. 
 
Marketing Committee.  The council must staff a marketing committee to support the districts and 
units in the areas of recruiting, retention, and new-unit start-up.  This must also be augmented by 
a robust public relations function to allow us to get the message of Scouting out to the public. We 
currently do not have such a body, but the Executive Committee is taking it under advisement. 
Further develop of this body is beyond the purview of this plan. 
 
Commissioner Service.  Regardless of the size of the council and/or district membership 
committees, we must always remember that the Commissioner Staff is our eyes and ears in the 
individual units, serving as the advisor to the unit Key 3.  We have worked hard over the past few 
years to build the commissioner ranks, and we must include them in each and every membership 
initiative, in order to provide a seamless, coordinated approach to every unit.  We must also 
remember that the new-unit commissioner is key to sustaining a new unit past their initial thirty-
six months of existence; doing this will ensure their continued tenure and success. 
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8.  Metrics 
In order to measure our progress and gauge success, we have established the following metrics. 
District membership chairs will report these quarterly to the Council VP of Membership, who in 
turn will report semi-annually to the Board. The Board should annually assess progress to make 
the strategic decisions about plan adjustments. Additionally, the Board should always consider 
annually if these metrics are appropriate to capture the information they require to make their 
strategic decisions. 
 
There are two types of metrics: Measures of Performances (MOPs) and Measures of 
Effectiveness (MOEs). MOPS specifically measure actions that we perform; things we do. 
MOEs measure the impact or effect of our actions; things that result. MOPS are not, in 
themselves, goals; they are performance standards. MOEs measure progress toward goals. 
 
Measures of Performance. 
 

Measure Standards 
# of Unit Sign-up Nights 2 per unit per year 
# of District Recruiting Events 2 per year (Spring & Fall) 
# of Unit Recruiting Events (Non-sign-up Nights) 1 per year per unit 
# of Council Recruiting Events 2 per year 
# of New Units* 1 Cub Pack per year (District) 

1 Scouts BSA (Girls) per year (District) 
1 Scouts BSA (Boys) per year (District) 
6 Exploring Posts per year (Council) 
1 STEM Lab per year (Council) 

*Unit measures in this section are intended to be goals beyond our initial COVID-19 recovery.  Based on research 
done by our staff we have identified communities/school districts where no Scouting exists.  The unit measures will 
go into place AFTER we have returned Scouting units to all of these identified communities/school districts. 
 
Measures of Effectiveness 
 

Measure Standards 
# of NEW Adult Registrants (not transfer / multiple) 1 new adult per 3 new Cub Scouts 
# of fully trained volunteers per unit 1 adult per 5 Scouts 
# of Webelos to Scouts BSA crossovers 75% of Webelos 
Membership Growth in Cub Scouts 10% per Cub Scout Pack 
Annual Retention Rate 75% by district 
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Closing Remarks 
 
Execution and Implementation. 
 
This plan should be reviewed at the district level and be ready for implementation in April 2022.  
The District Chair, through the Council Vice President for District Operations, is responsible for 
ensuring that the districts follow the provisions and timetables in this plan. 
 
District Membership Vice Chairs/Chairs will report back to the Council Membership Committee 
during the monthly Membership Committee Meeting/Conference Call on their progress toward 
their individual district goals as listed in the Council Strategic Plan. 
 
Comments from the District Chairs and Vice Chairs, Membership on the provisions of this plan 
are welcome at any time.  Comments should be directed to Scot Chadwick, Vice President, 
Membership, at scotchadwick@comcast.net. 
 
The Council VP, Membership is responsible to review this plan quarterly and revising it as 
needed. 
 
ANNEXES 
A – All Hands on Deck Recruiting Plan 
B – Non-Traditional Cub Scout Recruiting 
C – Key Committee Position Descriptions 
D – Sample Annual Pack Committee Planning Schedule 
E – On-Boarding Parents 
F – 2021 Market Analysis Report 
G – Sample Mall Show 
H – Monthly Growth Projection 
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Approval by the Executive Board 

 
At the meeting of the Executive Board on March 15, 2022 this Council Membership Plan was 
approved for execution by the New Birth of Freedom Council Executive Board with the 
following changes: 
 
(None) 
 
Signed: 
 
 
_________________________ _______________________ 
Scout Executive Council President 
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ANNEX A – ALL HANDS ON DECK RECRUITING PLAN 

1. Engage Parents 
a. Parents may well be your best recruiters. Call a parents’ meeting 

ASAP, ideally tied to a fun summer activity for the Cubs. 
b. Ask parents to reach out to the parents of  their Cubs’ friends. This 

may be the single best way to expand recruiting. 
c. Ask parents to share the unit’s social media posts on their own social 

media pages, with invitations to contact them for more information. 
2. Incentivize/Motivate the Cubs 

a. We know the Recruiter patch doesn’t work. Find out what does, make it fun and exciting, and 
celebrate each success.  

b. Incentives could be anything from a mystery prize box to an individual or den competition, 
with a bigger overall prize to the Cub who recruits the most new members. 

c. Schedule ‘bring a friend’ events as opportunities for the Cubs to work their magic. 
d. Lots of  flexibility here. Something entirely different may work even better.  

3. Get your message out. Use multiple ways to let the community know the Pack is recruiting. 
a. Don’t count on the traditional leader visits at schools and flyers sent home with the students. 

Covid restrictions may prevent that. 
b. Signs, signs, everywhere signs. The more the better, and start now. 
c. Social media. Get aggressive, ask parents to share, and consider geofencing. 
d. Pack website. Make sure it’s up to date, with lots of  photos of  fun activities. 
e. Weekly newspapers and community advertisers. Submit stories and photos of  fun activities, 

along with an invitation to join and contact information. 
f. Flyers. Have a simple handout that can be given to parents and distributed around town. 
g. Bulletin boards. Minimarts, libraries, grocery stores and others maintain community bulletin 

boards. Tack up your promotional piece with contact information and website links. 
h. Township/borough e-News. Many communities publish regular electronic newsletters, and 

may welcome your notice of  an upcoming event. 
i. Back to School Night. If  Covid restrictions are lifted, be there and go big. Display Pinewood 

Derby cars, fishing poles, rockets, etc., hand out flyers to parents, and have something fun to 
give to potential Cubs. 

j. Chartered Organization. They have a stake in your success. Ask them to help get the word 
out. 

k. Community events. Be visible. Community events like festivals, parades and National Night 
Out are a great way to increase visibility and recruit new members. 

l. Engage your Unit Committee. Obvious, but often underutilized. Put them to work. 
m. Ask troops to help you recruit. You’re their future. More than 90% of  Scouts were Cubs. 

4. Plan for success. Be ready to handle a successful recruiting campaign. 
a. Recruit new leaders NOW. That way they can be registered, clearances obtained, trained and 

ready to go on sign up night. Don’t risk losing new Cubs because nothing happened after they 
registered because of  the time it took to get new leaders up to speed. 

b. Put your program for the year together NOW. A great program, filled with fun activities, is a 
great recruiting tool. Share it with the parents of  prospective Cubs.  
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ANNEX B – NON-TRADITIONAL CUB SCOUTING RECRUITING 

A. Traditional cub scout recruiting often relied on school access, through school sign-up nights 
and in-school scout talks. Those methods have, in recent years, been inaccessible due to health 
and safety concerns and we must assume they will continue to be so in the future. We also know 
that recruiting is most effective at the local unit level, particularly on a peer-to-peer basis. 
Additionally, we can assume that parents are unlikely to register their children into cub scouts 
spontaneously. Finally, we also know that very few youth join Scouts BSA directly; they nearly 
all come from cub scout packs. As such, units should look for every opportunity to actively 
recruit, and Scouts BSA troops must take a vested interest in cub scout recruiting by assisting 
their affiliated packs whenever possible, for their own long-term sustainment. Recruiting is a 
function that is everyone’s responsibility in the unit, from the Key 3 to every youth and parent. 
Healthy membership leads to healthy sustainable units. There are some basic fundamentals to 
keep in mind for all recruiting events. 

• Involve youth as much as possible. This shows that the Scouts are active and involved. 
Ensure they are actually participating in the recruiting event. 

• Always be in uniform. Youth should always be in their “class A” uniform for recruiting 
events, unless it is explicitly a “normal fun activity” where the uniform would be 
impractical, and ensure they are wearing it properly. For normal fun activities, youth 
should be in scout t-shirts, preferably unit t-shirts. Uniforms demonstrate unity and pride. 
Adults should also always be in scouting attire of some sort. 

• Always take every opportunity as a recruiting opportunity. Keep plenty of applications on 
hand. Also it’s a good idea to collect old Boys Life / Scout Life magazines and keep them 
on hand as hand-outs. 

• Be active. Parents want their kids to be in something that is worth the time and money, 
and kids want to be in something fun. Make things active with a purpose. So have sports 
and games, not just running around. Also be outdoors as much as possible. 

• Be creative. Be open-minded to new ideas, especially from new parents. 
• Encourage Adults to join with their youth. 

 

B. In today’s environment, there are five main channels for recruiting available to units, and a 
pack with a healthy recruiting plan will exploit all of them.   

 

1. School and Academic. Although it is more challenging now than previously to get into schools 
for School Sign-up Night, units should keep in contact with the schools anyway, just in case.  
Incase the opportunity presents itself. Even if the school does not hold any in-person events, 
ensure the unit places ads and articles in the online newsletters. If possible, try to get the school 
to place upcoming pack meetings into its announcements. In addition, units should also get in 
touch with the school PTO. In many cases the PTOs run independently of school administration. 
For example, many school PTOs hold school craft shows and fundraising events. Volunteer to 
work at these events. If the school hosts a community web channel, try to put up videos of scouts 
for recruiting. Find out what parents in the unit have connections to the school or the school 
district, and to the PTO, and involve them in the school recruiting channels. 
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2. Community Involvement Activities. This channel is the largest opportunity for recruiting and 
membership growth. Utilizing the local community involvement functions leverages outside 
organizations to help get scouting in front of the public eye. Nearly every community hosts 
outside fairs, festivals, parades, etc. Examples are things like “Taste of Carlisle”, Winterfest, the 
York County Spring Fest, the Shippensburg Community Fair; we can increase the list at 
infinitum. Most communities have parades, which is another example of an excellent opportunity 
to march in the parade while handing out candy and glow sticks with Cub Scout information.. 
Many communities participate in National Night Out which is specifically intended to enhance 
community fellowship and community involvement. In all these examples, units can find a way 
to be present, and even to find a way to be helpful. And going back to the fundamentals listed 
above, include youth in uniform, having fun, and being helpful and active. To get involved in 
these events, units can take the following steps: 

     a. Find out what is scheduled annually in the community. Visit the borough / township’s 
website or Facebook. Or call the borough office and ask to speak to the person who schedules 
community events. Get in touch with the local Rotary Club as well. 

     b. Next, determine the events that fit into the units’ schedule best, and who the event 
organizer is. 

     c. Contact the event organizer to find out how to get registered and conduct further 
coordination. 

     d. Get involved. 

 

3. Charter Partner Events. This is similar to the Community Events channel, in that it piggybacks 
other organizations. Many charter organizations (churches, Lions Clubs, American legion, etc) 
host events, such as Trunk – or Treat, Spring/Fall Fests, Breakfast with Santa to list a few. Units 
can use these as recruiting tools while also helping their charter partner. For example, units can 
help the charter partner with set-up and clean-up (A Scout is Helpful) while also having a 
recruiting table at the event. 

     If the chart partner does not have an event, units may start one. It is hard work, but it is fun, 
rewarding, and develops excellent community leadership character in youth.  Work with the 
charter partner to set a date, bring in food trucks, find some local music talent, and find local arts 
& crafts vendors. Plan a fun activity such as raingutter regatta or a pinewood derby track. 
Donations can go to the charter partner while the unit gets recruiting and recognition. Don’t 
hesitate to contact local media; if it’s a slow news cycle they look for events like this. 

 

4. Direct Unit Activities. This is a more traditional recruiting channel, in which units draw youth 
in to attend a unit information meeting and a sign-up night. At an information meeting, the pack 
holds a fun activity (ie, not an awards ceremony) for visiting youth to see how fun scouting is, 
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and in the meantime the committee holds an information meeting with the prospective parents. 
Generally, the keys to highlight for the parents are: how scouting works, scouting values, the 
Aims & Methods for cub scouting, and safety. Units want parents to understand that scouting 
instills character and values in a fun and safe family-oriented environment. Emphasis the 
opportunity for parents to spend time with their children. Ensure everyone leaves the information 
night with adult and youth applications, and a unit point of contact. A sign-up night, by contrast, 
is exactly that: the night specifically set aside to get new youth registered. Every event should be 
aimed toward getting youth and parents to the sign-up night and getting them registered. That 
said, youth and adults are certainly able to directly register at any event, or online. They do not 
have to wait to attend the sign-up night. 

 

5. Social Media. The final channel is through social media, which has become a mainstay of our 
society and culture. Social media is not a direct recruiting method, but it is a highly effective 
influence multiplier by reinforcing the scouting message and image. First and foremost, make 
sure the units My.Scouting PIN is updated with the correct contact and meeting information. 
Also it is highly recommended to turn on the “Accept Online Registration” function under the 
unit’s PIN. 

     Units should develop a public Facebook page to promote scouting and highlight activities, 
events. Make sure the “About” page has current contact and meeting information that matches 
the My.Scouting PIN. Also turn off comments on the Facebook page. This should be separate 
from a closed group which the unit uses for communication with existing membership.  Use the 
public Facebook page to join local community Facebook groups. Every municipality, and many 
neighborhoods, have a public Facebook group. Promote Scouting on it. Show youth having fun 
with pictures from camping, hiking, fishing, etc with messaging about joining.  Units may also 
develop a unit website that also highlights the adventure of scouting in that particular unit, and 
keep it updated. Social media management is an excellent way to get a new parent involved. 

     In all cases of using social media, ensure units rigidly adhere to the Barriers to Abuse 
guidelines, and also follow standard safety measures relating to protecting personally identifiable 
information. Never post a child’s name, school, etc without the parents express permission.  

 

C. Units should include recruiting events in their annual planning. Packs should also reach out to 
the Scouts BSA Troops for recruiting assistance; peer-to-peer is excellent, but kids also love 
seeing slightly older youth as well. Scouts BSA Troops must also actively reach out to packs and 
assists in cub scout recruiting, as most cub scouts cross up into troops rather than directly join 
from outside. It is in the troops’ best long-term interest to help packs recruit. 

     In every instance, always adhere to the Barriers to Abuse guidelines and the Guide to Safe 
Scouting. And finally, there are some pitfalls and obstacles to avoid (ie “Don’t’s”) 
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• Don’t get discouraged. Even if the turn-out or registration is less than expected, have an 
after action / post-mortem to see what could be better next time. And don’t ever blame 
anyone. Its not the Scouting way. 

• Don’t stifle new ideas. Do not fall into the trap of “That’s not we do things”. People 
change and the environment changes. 

• Don’t limit information, planning, or participation to “the few”. Many units that fail have 
a tendency to exclude open parent involvement, and hold everything closely to the Key 3. 
This discourages parents from ever helping out.  Which eventually leads to transfers and 
also a lack of succession when the Key 3 move on. 

• Don’t make recruiting a chore. Make it a fun event. 
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ANNEX C – KEY COMMITTEE POSITION DESCRIPTIONS 

Duties of the Chairperson 
• Organize the committee to see that all functions are delegated, coordinated, and completed. 
• Maintain a close relationship with the chartered organizations representative and the Cubmaster 
/ Scoutmaster. 
• Interpret national and local policies to the pack/troop. 
• Prepare committee meeting agendas. 
• Call, preside over, and promote attendance at monthly committee meetings and any special 
meetings that may be called. 
• Ensure unit representation at monthly roundtables. 
• Secure top-notch, trained individuals for camp leadership. 
• Arrange for charter review and recharter annually. 
• Plan the charter presentation.  
 
Duties of the Secretary 
• Keep minutes of meetings and send out committee meeting notices. 
• Handle publicity. 
• Prepare a family newsletter of events and activities. 
• Conduct the parent resource survey. 
• Plan for family night programs and family activities. 
• At each meeting, report the minutes of the previous meeting. 
 
Duties of the Treasurer 
• Handle all unit funds. Pay bills on the authorization of the committee. 
• Maintain checking and savings accounts. 
• Supervise the camp savings plan. 
• Lead in the preparation of the annual budget. 
• Lead the Friends of Scouting campaign. 
• Report to the troop at each meeting. 
• Keep adequate records of expenses. 
 
Duties of Activities Coordinator 
• Help in securing permission to use camping sites. 
• Serve as transportation coordinator. 
• Ensure a monthly outdoor program. 
• Promote the National Camping Award. 
• Promote, through family meetings, attendance at campouts, and summer camp to reach the goal 
of one outing per month. 
• Secure permits for all activities. 
 
Duties of Advancement Coordinator 
• Encourage Scouts to advance in rank 
• Work with the Den Leaders / Troop Scribe to maintain all Scout advancement records. 
• Arrange quarterly troop boards of review and courts of honor (Troops only). 
• Develop and maintain a merit badge counselor list (Troops only). 
• Make a prompt report on the correct form to the council service center when a troop board of 
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review is held. Secure badges and certificates. 
 
Duties of Membership Coordinator 
• Develop a plan for year-round membership flow into the unit. 
• Work closely with the Cubmaster and Webelos den leader of neighboring Cub 
Scout packs to provide a smooth transition from pack to troop. Assist in developing and 
recruiting den chiefs, and assist in the crossover ceremony from Webelos Scouts to Boy Scouts. 
• Plan and coordinate a unit membership recruiting events & open houses to invite non-Scouts 
into the unit. 
• Encourage Scouts to invite their friends to join the unit. 
• Keep track of Scouts who drop out of the troop, and develop a plan to encourage 
them to rejoin. 
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ANNEX D – SAMPLE ANNUAL PACK COMMITTEE PLANNING SCHEDULE 
 

Pack “Ideal Year” Planning 
 
January 

Pack Event Pack Committee Agenda Items Commissioner Actions 
Pinewood Derby Succession Plan Discussions Promote Winter Activities 
 Bridging Encourage committees to make award 

nominations 
 Final Cabin Camp Details Assist Webelos & Troop crossover plans 
 Final Blue & Gold Details  
 Summer Event Dates  
 FoS Announcement for B&G  

 

February 

Pack Event Pack Committee Agenda Items Commissioner Actions 
Blue & Gold / 
FoS 

Succession Plan Update Assist leaders with Charter Presentations 

Cabin Camping 
Weekend 

Tent Camping Plans Encourage Webelos crossover applications 

Scout Sunday Bridging details  
Klondike 
(Webelos) 

Camp Cards  

 Leader Training (BALOO)  
 

March 

Pack Event Pack Committee Agenda Items Commissioner Actions 
Bridging Succession Plan Update Assist Leader Training / YPT 
 Summer Event Plans Assist crossover planning 
 District Camporee Registration (Webelos) Promote district events, camporees, etc 
 Camp Card Status  

 

April 

Pack Event Pack Committee Agenda Items Commissioner Actions 
Tent Camping 
Weekend 

Schedule Annual Pack Planning Meeting Promote Family Camping 

District Camporee 
(Webelos) (Cubs 
if invited 

Finalize Succession Plan Assist with Spring Recruiting 

 Finalize Summer Events Plans Promote Council Dinner 
 Draft Annual Calendar Coach leaders-apparent 
  Assist budget planning 
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May 

Pack Event Pack Committee Agenda Items Commissioner Actions 
Spring Recruiting 
Event 

Pack Annual Planning Meeting 
• Calendar finalized 
• Budget finalized 

 

Popcorn Kernel identified 

 Social media Planning School night & membership recruiting 
training 

 Final Summer Events details Program launch reminder 
 Leaders in Place Camp Beaver Days reminders 

 

June 

Pack Event Pack Committee Agenda Items Commissioner Actions 
Program Launch Recruiting Nights 

• Community Events 
• Nat’l Night Out 

Program launch 

Summer Events Summer Networking Plan Final unit calendars 
 Social Media  
   
   

 

July 

Pack Event Pack Committee Agenda Items Commissioner Actions 
Summer Camp Popcorn Update Summer Camp 
Twilight Camp Youth Event Networking  
 Social Media  
   
   

 

August 

Pack Event Pack Committee Agenda Items Commissioner Actions 
Summer 
Activities 

Recruiting 
• On-boarding 
• New Parents’ Meeting 
• Recruiting packets 

Encourage completed program plan for year 

 October Camping Planning Fall School Night planning 
 Popcorn Sales Recruiting Open House 
  Promote Popcorn Sales 
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September 

Pack Event Pack Committee Agenda Items Commissioner Actions 
Recruiting Night October Camping Details Assist Recruiting events 
New Parents’ 
Meeting 

Raingutter regatta Leader Training / YPT 

Hooked on 
Scouting 

Scouting for Food Assist prep for recharter 

Popcorn Show & 
Sell 

Leader Training Promote popcorn sales 

 Popcorn Sales Promote Halloween days 
 Prep for recharter  

 

October 

Pack Event Pack Committee Agenda Items Commissioner Actions 
Camping Trip Raingutter Regatta Charter Renewal training 
Halloween Days Scouting for Food Scouting for Food reminders 
 Popcorn Update Encourage Webolos Troop Visits 
 Start Recharter  

 

November 

Pack Event Pack Committee Agenda Items Commissioner Actions 
Scouting for Food Popcorn Wrap-up Promote University of Scouting 
Raingutter regatta Recharter Unit Rechartering Help (OA Elections, FoS 

Dates, Camp Plans, etc.) 
 Holiday Pack Meeting Plan  
 Pinewood Derby Plan  
 Begin Summer Event Planning  

 

December 

Pack Event Pack Committee Agenda Items Commissioner Actions 
Holiday Event Cabin Camp Planning Final Charter Assistance 
 Recharter Deficiencies Corrections Blood Drive, Winterfest, Leader Recognition 

Awards for spring, summertime pack planning 
 Blue & Gold Planning  
 Pinewood Derby Plan  
 Summer Event Planning  
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ANNEX E – ONBOARDING PARENTS 
 
Goals – Create a path where a non-member can be onboarded to the highest level of their 
perceived contribution limit. 

Summary 

Track 1 – Desired: Parent who is fully involved in the CS program and wants to continue into 
the next level with their child to Scouts BSA. This involves a Re-Onboarding process, where 
they become less “parental” in their role as a den/pack leader and more guiding for all the youth 
in the program so that they can make decisions that are best for the unit. 

Track 2 – Desired: Parent who continues to build their involvement with the unit while their 
child advances in the program. This person may jump from a “Single event activity parent” to a 
full committee member, or a full Den leader or Pack position. They may also factor into a 
succession plan for positions that are not filled on the committee or leadership. 

Track 3 – Desired: Parent who signs their child up with the program and volunteers their time to 
become a leader for that den, either a Den Leader or Assistant Den Leader, Depending on their 
skills and desires, they may also be available for a Pack Leadership position in one of the key 
roles: Cubmaster, Committee Chair, Advancement Chair, Program/Activities Chair.  

Track 4 – Desired: Parent, who signs their child up, attends den meetings with their child and 
assists their child with tasks that help them navigate the program. Lion parents, Tiger Parents, 
etc. This is a possible target for further onboarding 

 Tools – open discussion with what the person does for a living, their hobbies and 
interests, history in the scouting program, etc. Formal document is a Parent Talent Survey form. 

 Opportunities to serve: Some single events that need parental supervision, but not 
necessarily Den or Pack Leadership. Examples include but are not limited to: Scouting for Food 
Coordinator, SFF driver, FOS Champion, Halloween Party Organizer, Popcorn Kernel, Holiday 
Party Organizer, Pinewood Derby, Blue and Gold Coordinator, Blood Drive Organizer, Service 
Project Organizer, repairing the PW derby track, etc.  

Track 5 – Not desired: Parent signs their child/children up with the program and only visits the 
Pack meeting occasionally, possibly to see their child/children get an advancement award. 

 

 

 

 

 

 



NEW BIRTH OF FREEDOM COUNCIL, BSA  
2022 MEMBERSHIP PLAN  April 1, 2022 
 

31 
 

Onboarding starts before the recruiting 

1) Before the Annual Planning meeting (April/May) in the Pack (June/July), the Key-3 review 
the roster of the registered adults in the program, the positions that are vacating and filling from 
the current leadership. This is also an opportunity for the key-3 to discuss their own off-
boarding/Succession planning/mentoring approach to the incoming leader. 

2) During the annual Planning meeting and before the first official recruiting event, preferably at 
a non-scout location. An agenda item that discusses leadership changes among Den leaders, Pack 
leaders, committee members, and parent who are going into the Troop with their scout. 

3) Vacancies are revealed and suggestions are accepted for filling the vacancies. Plans are made 
for getting the work done by the committee in the absence of a named leader to a position. Parent 
talent surveys are reviewed and discussed.  

4) After the Annual Planning meeting, the Key-3 or a leader with an interpersonal relationship 
with the intended leader/parent begin the process of recruiting for the position(s) that are 
vacating.  

5) The following steps are considered for Parent to Parent Helper to Unit Leader 

 a) Desire to see their scout succeed in the program and participate to some degree. 

 b) Encouraging the parent to assume Den level responsibility (“Would you mind staying 
here, so I have two-deep leadership?”, “Can you help with next week’s craft?”, “Can you keep 
the Cubs busy with a game so I can get Scoutbook updated with their rank advancements and 
awards?” and so on) 

 c) Encouraging the parent to share some of the work in the Den as an official member. 
“You have been a big help, I really appreciate it. I think you should be the Assistant Den 
Leader.” Or “I was at the committee meeting last week and they were looking for someone to 
help out at the [event]. I think you would do a great job and it would be a big help to the Pack. 
Would you consider helping?” 

d) Stepping up to membership needs: “The committee is looking for a replacement for 
[named position, single task] and you would be able to do a great job. You would need to 
complete an application and the other things, but we could use the help.” Handle concerns and 
objections.   

e) Youth Protection Training, if not already completed. 

f) Adult application, if not already completed. Membership dues collected, or absorbed 
by Pack. 

g) PA Clearances completed, including FBI pr 10-year waiver, if not already completed. 

h) Position specific training, plus Hazardous Weather Training. 

i) Uniform guidelines for adult leaders, in alignment with Pack guidelines. 
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j) Unit level guides and documents that make the position or event work smoothly. This 
can be the contact information for local venues for Pinewood Derby, Blue and Gold 
Celebrations, etc. Names of people and locations of distribution sites of camp cards, 
popcorn/nuts sales events, scouting for food door hangers, etc. 

k) Probing for increased level of interests, and activities that allow a person to feel like 
they are contributing to the success of their unit.  

6) Training the unit leader to begin learning how to onboard other parents. The motivation is that 
the workload can be spread more evenly and less overall time consumption by the program 

7) At the recruiting event: Set aside a few minutes for the “onboarding leaders” to help recruit 
parents while the “youth recruiters” help recruit the children. Bring some copies of the Parent 
Talent Survey along, if they fill them out, collect them. Current members can help the unit by 
discussing unit needs with new parents, asking what parents like to do with their families, find 
out what attracted them to the program in the first place, etc. Examples are as follows: 

 a) We are always looking for involved parents like yourself, what do you like to do with 
your family for fun? 

 b) Cub scouts is a great program when everyone brings their best to the meeting. 

c) Your child’s den can benefit from your help. 

d) “We have a parent child cake bake every year for the holiday party” or “We have a 
pinewood derby every February.” “It takes a lot of work to pull off but the parents really pull 
together to make it happen.” 

8) Parent orientation meeting: either right before the unit meeting, or at the same time as the first 
unit meeting where the parents and youth are separated for their respective program orientations: 
“What every Parent needs to know about Pack 1” & “What every Cub needs to know about Pack 
1.”  

9)  First unit meeting (Pack/Den) meeting after the Recruiting event: After the recruiting event 
and the “paperwork” is delivered and the first meeting with the new parents. Have more Talent 
forms, have an idea of current vacancies and upcoming vacancies and begin reviewing those 
with the new parents. 

 a) We need someone to help organize the Cake Bake, it’s really easy. Each den gets the 
rules at the upcoming Pack meeting.  Some cakes will be designated as edible and some are not.  
Edible cakes can be eaten after the voting. There are x categories and the den chiefs do the 
voting. If you have a computer that can print color, we can send you a template for the x 
category’s certificate. Once there, all you have to do is make sure that room “A” has tables, a 
numbering or labeling system so the den chiefs don’t know who made the cakes. During the 
Pack meeting the certificates are distributed to the winners. Do you think you could do that?”  
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 b) We need someone to help set up and test the Pinewood derby track, Last year Mr 
Smith did it. He is going up to the Troop at the February Crossover, If you are good with tools, 
could you give him a hand on Friday right before the Saturday PWD setting it up? 

 c) The Lion’s den that your son joined will be Tigers next [program] year. It looks like 
you successfully lead the Lions this year, have you thought about becoming the Tiger Cub Den 
Leader? You already did the YPT training and you know how the Pack and Dens work. We 
would love to have you lead the Tigers in the fall.  

 d) etc. 

10) The committee has an agenda item that discusses recruiting for vacant positions both in the 
dens and in the committee. If there is a full committee and a full program leadership team, then 
the upcoming single events become the target of eligible parents. 

11) At Den meetings and Pack meetings: Leaders review unit needs and build “ad hoc 
involvement initiatives.” This means that after a committee meeting determines a need for a 
vacant or vacating position, and in the beginning of the meeting, leaders try to work with 
qualified parents who can best support the unit. By the second and third pack meeting, “helpers” 
rise to the top. This would be the parent that tends to help den members to focus on the task at 
hand, such as the flag ceremony. The parent who makes suggestions that they think could 
improve the unit, can become in charge of that part of the solution. Consider adding them to the 
committee in a non-named position of responsibility.  

12) At the end of the program year, typically the Blue and Gold Banquet, the Cub Master 
identifies and recognizes the leader’s who crossed over to the Troop with their youth and 
announces the upcoming year leadership and committee members. Also announcing the Annual 
Planning meeting and location and parent invitation to attend to make suggestions on the 
program activities. Cub Master should stay away from blanket position vacancy announcements. 
However, by then, the Summertime pack award planning has identified locations for get-
togethers for the pack members and available parents are considered for future positions as 
leaders and as committee members or retain their role in single event leadership. Some awards 
are available for helpful parents and leaders. 

13) Repeat 1 through 12 

Desired Path Layout 

Track 1 – Webelos 1 and Webelos 2 leaders and tenuring Committee members who either have 
a younger child in the program, and want to begin transitioning to the Troop, or are now guiding 
their youngest child into the Troop. 
A. This track is designed to be started by the committee of the Pack, and carried out by the Troop 
committee and involved Scouters associated with the troop. Every Troop needs extra hands, but 
may not be equipped to absorb parents. Track 1 onboarding should start with committee 
discussions around succession planning for advancing parents. Troop leaders hold discussions 
with the incoming adult pack members / parents who forge relationships with the incoming pack 
parents and have a strategy similar to the pack onboarding. The first contact is usually the 
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Webelos requirement for a Troop activity. Sometimes the first contact is with a parent of a Den 
Chief, or the Scoutmaster who attends a program function with the Pack. 
Track 2 – A registered leader with the unit should be well acquainted with the onboarding 
procedure and recognize it when approached by Pack leadership recruiting to engage in another 
leadership position that may be vacant.  
 
Transitioning a Den Leader to a Pack leadership position 
Onboarding from Den to Pack 
A. Each Pack needs at least one Cubmaster and each Cubmaster needs at least one Assistant 
Cubmaster.  
 A1. The main job of the Cubmaster is to oversee the Pack Meeting. Although some 
Cubmasters run many aspects of the unit that have vacancies,  
B. Assistant CMs can help with opening, games, stories, skits, run-ons, interruptions, leading 
Pack meetings in absences, closing, awards and recognition for both youth and adult volunteers. 
 B1. Assistant Cubmasters should not be involved in youth advancement; that goes to 
either the Den Leader or the Advancement Chair in the Pack. The division of labor should be 
identified in the by-laws of the unit. 
 B2. Assistant Cubmaster can be involved in recognizing adults for their contribution to 
the program, especially event leaders. 
C. Den Leaders whose talents can be further may be considered for a Cubmaster Position or 
Assistant Cubmaster position.  
D. Assistant Den Leaders whose talents can be further considered for Den Leader, Assistant 
Cubmaster, or Cubmaster. 
Onboarding from Den to Committee 
A. Similar to Den to Pack, Utilizing a den parent who has a skill that is needed by the committee. 
B. I see that you have a knack for organizing activities. The committee is looking for someone to 
plan for the upcoming [event], we really need a committee member to lead the program and 
activities.  
C. If you are interested, you can be on the committee but still stay in the den with your Cub 
Scout.’ 
D. The committee training is all online and it helps you build the program from the inside.  
 
Onboarding from Event helper to Committee  
A. Similar to Den to Pack, Utilizing a den parent who has a skill that is needed by the committee. 
B.” I see that you have a knack for organizing activities. The committee is looking for someone 
to plan for the upcoming [event], we really need a committee member to lead the program and 
activities.”  
C. “If you are interested in helping, you can be on the committee but still stay in the den with 
your Cub Scout.” 
D. “The committee training is all online and it helps you build the program from the inside.” 
 

Track 3 – This is a non-registered position, but can be required to complete YPT. The following 
titles may apply. 
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 1) Den helper (Not Assistant Den Leader, but could be a precursor role) 
 2) Den “go and see it” leader  

3) Outing helper 
 4) Outing leader – May require YPT 
 5) Adult driver – Requires YPT and 2-deep leadership with non-familial scouts 
 6) etc. 
Lion’s Den 
The adult partner participates with the Lion in fun meetings and outings. Each parent takes turns 
with other adult partners to lead a den meeting and/or outing. The Lion Den Leader, who may 
not be a parent of a Lion, will look to the parents to become the next set of Tiger Den Leaders, 
committee members, or special events leaders and assist in recruiting and onboarding. 
Other Dens 
Onboarding at the Den level for #1 and #2 
A. Den Leader begins by increasing levels of responsibility to the parents who are in the den. 
Discovering what they like to do in the program. 
B. Suggest that they take YPT training or consider becoming an Assistant Den Leader, in case 
there is a weekly meeting that the DL cannot attend. 
C. Suggest taking the online training for Den Leader. 
D. Mid-program year, suggest they complete the Adult application to make it official. 
E. Complete the PA Clearances before submitting the final application to COR. 
F. Publicly recognize at the upcoming meeting that they have accepted the position! And the 
pack is better for their participation! 
Onboarding at the Pack level for #3, & 4 
A. When the pack calendar is shared with the parents at the new parents orientation. Highlight 
the current leadership for the dens, not any gaps. Highlight the events and where parents can get 
involved. 
B. Suggest that there is always room for new leaders and new committee members. A strong 
pack has quality committee members and a quality leadership team. 
C. Give parents an opportunity to lead a program feature, similar to Lions, that the parent has a 
penchant for the topic, this could be first aid, games, a tour, preparing upcoming meeting 
materials for use during a meeting. Also suggest helping with the Dens role in the Halloween 
party, Holiday Party, Parent Child Cake Bake, Pinewood Derby, Scouting for Food, etc. as the 
needs arise about 45 to 60 days in advance of the calendar event. People tend to gravitate toward 
the role that best fits their personality and skill sets. 
D. Encourage Youth Protection Training to make sure that every parent, whether in the program 
knows what the program does to prevent child abuse and even the appearance of it. 
E. Parents that select roles that require registration, such as committee level responsibility, that 
they complete and application and the PA Clearances. Render any assistance to them with 
navigating and processing the applications with the COR and Council. 
F. Publicly recognize the parents who were able to successfully complete the event. 
G. At every level, begin the process of maximizing the person’s highest level of contribution. 
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Track 4 – This is a non – registered position but can be required to complete YPT. The 
following may apply. 

 1) Event helper 
 2) Event leader – May require YPT 
Possible events that are part of a Pack Calendar 
Halloween party, Holiday Party, Parent-Child Cake Bake, Pinewood Derby, Scouting for Food, 
Blood Drive, Blue and Gold Banquet, Crossover – if not part of the B&G, Family Camping. 

Some parents are naturally hospitality focused and enjoy putting on events. Some parents like to 
organize baked goods tables for fundraising opportunities at PWD, Some parents like to bring 
tools to a PWD session Help them build their cars, Some like to assemble and test the tracks, 
Some like to sort through the Pack Storage Closet and organize equipment.  

Onboarding a parent to become an Event Helper may create the Event Leader for next year. 

Have a job description for each event and build on it each year as venues can change, 
sponsorship can change, and everyone wants to feel successful. 

Parent to parent helper in the Den 

Parent Den Helper to Event Helper 

Event Helper to Event Leader - YPT 

Event Leader to Committee Member of Activities – Registration as an adult member 

Track 5 – The non-involved parent could be encouraged to attend Pack meetings and events that 
are beneficial to their child and shown the value of their involvement in the program. 
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ANNEX F – COUNCIL MEMBERHIP ANALYSIS 
 
The following documents are included with the Council Membership Report but are 
maintained as independent files due to their size and viewing contraints. 
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ANNEX G – SAMPLE MALL SHOW OR DISTRICT ACTIVITY 
 
Scout Fair 
 
The Scout Fair is a celebration of Scouting in our district.  It will bring together our community.  
It will showcase all of the amazing things that Scouting has to offer to youth, adults and our 
surrounding cities, towns and schools. 
 
The Scout Fair has two main objectives for Cub Scouts and Scouts BSA: 

1. Recruitment 
2. Retention 

 

We will reach these objectives by: 

• Increasing our visibility in the community at large.  We will be represented as a strong, 
vibrant, and healthy organization with many members. 

• Demonstrating the Aims of Scouting.  Families want their children involved with 
organizations that encourage character development, leadership development, citizenship 
training and personal fitness.  We will promote our aims and methods through activities 
tables sponsored by individual units.  

• Providing a quality experience.  When youth in our organization participate in fun, hands-
on activities they want to continue to be a part of that program.  Well-organized, exciting 
and dynamic activities help to retain youth as they advance through Scouting.    
 

Sample Schedule: 

• Fair Activities and Exhibits 11:30-3:30pm 
• Pinewood Derby 10:00-4:00pm (Dens will be racing every hour on the half hour on the 8 

lane track) 
• Stage Show and trophy presentation 3:30-4:30pm 

 
Fair activities and exhibits will include: 

• District Pinewood Derby 
• Artwork displays (ribbons and prizes to be awarded) 
• Pinewood Derby Car Displays 
• Pack and Troop Recruitment Tables 
• Scout Activity Promotion Tables – Day Camp, Resident Camp, etc 
• Rotating Den Exhibition rooms – Lions (On your Marks) obstacle course, Tiger 

(Curiosity, Intrigue, and Magical Mystery) Magic Show, Wolf Den (Running with Pack ) 
animal moves games, Bears (Grin and Bear it) Carnival 

• Community Service Yellow Ribbon Girls Collection and Craft 
• Leave No Trace Passport Self-Service Stations 
• Scouting Informational Booth 
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ANNEX H – MEMBERSHIP PROJECTIONS 
 
Submitted separately.  Will be included once final approval reached.   
 

 
 


