Unit Visitation
75 Random Thoughts
Contributed by Al Rota

Unit Commissioner

Two Rivers District 

Here is a list of thoughts and ideas I have had about serving your units as a Unit Commissioner.  Feel free to substitute genders and types of units to fit your specific situations.  Also, these are not Holy Nuggets.  They are worth exactly what you paid for them.   What works for me, may not work for you, or they may need some adjustment to work for you.

1. First and foremost, it is all about the Youth!!! 

2. Visit each of your units monthly.

3. Just as in sales, the Customer (Unit) visitation is your strongest tool. 

4. Before going on a unit visit, be sure you know the words to: The Pledge of Allegiance, the Scout Oath and the Scout Laws. Also the Scout handshake. Your leaders will judge you based on these simple Boy Scout tests. 

5. Before you go on your first unit visit, pass the Youth Protection Training. 

6. Obtain a copy of the Guide to Safe Scouting, either from the Scout Shop or download and print a copy online. Then READ THROUGH IT.   Also, know that it is updated yearly.

7. Read through your Commissioner Fieldbook for Unit Service 

8. Read the Commissioner Helps for Packs, Troops and Crews 

9. The Boy Scouts have an extensive collection of printed materials, take advantage of that. 

10. The Boy Scouts of America is kind of like kicking a field goal in football. As long as the ball goes above the bar, and between the uprights, it counts. 

11. The Scout office is open roughly the same hours as your typical Scoutmaster works. It is hard for him / her to get there. Unless there is trouble, the paid executive will not likely be attending troop meetings. You are the only district level Scouter that will go to the troop monthly. To the leader, you become the representative of the Boy Scouts of America, since you are the only contact they see. You are the only one who cares enough to go see them. You are the Boy Scouts of America. 

12. Put a smile on your face. Be polite. Be friendly. Act like ladies and gentlemen. 

13. The church has the 10 commandments. We have the 12 points of the Scout Law. Walk the walk, and talk the talk. They will help guide you. Lead through example.  

14. Leave any ideas about telling anyone anything at home. You are allowed to suggest, guide or inform, but not to tell. There are 2 exceptions that I can think of. One is if a youth is in danger, then you must stand up for that youth. The other instance I can think of is if the building is on fire… 

15. You are AN ADVOCATE for the unit to the district. Kind of a fairy Godmother in funny green clothes. 

16. Remember, it is their unit. You are a visitor, whose primary job is to observe. 

17. There are some stereotypes and partial truths that a commissioner must overcome. 

· You are there to drink all their coffee and eat all their food 

· You are there to tell them how to run their units 

· You are there to spy on them to the district 

· You are there to hound them about the re-charter money and paperwork 

18. Avoid being a jerk whenever possible.  Unit leaders don’t want to work with jerks.  

19. If possible, get someone to take you to your first unit meeting, and do introductions, and help you get started on the right foot. There is never a second chance to make a good first impression. 

20. There are a lot of things I count as a unit visitation. If all your visits are done in the same setting, it is likely that you will gather the same information over and over again. I have gone polar bear camping, Yard charge, bike hikes, cabin camping, gone to see them at the fair, attended court of honor, visited at scout camp and I have been to the scoutmasters house, and place of business. The information has varied greatly from place to place, and it has helped us to bond. 

21. Remember the Golden Rule: “Do unto others as you would have them do to you” 

22. “You can get everything you want in life, if you help enough other people get what they want” by Zig Ziglar 

23. “Everyone’s favorite radio station is WII-FM (what’s in it for me” by Brian Tracy 

24. When you meet your scoutmaster, shake his hand (scout handshake) and look him in the eyes. 

25. Learn the names of your leaders, and learn to say them correctly. Everyone likes to hear their name said correctly and out loud, unless you are the police. 

26. Give them your contact information, on a business card maybe? 

27. Gather their contact information. Phone number, email, etc… 

28. Wear a nametag to make remembering your name easy for them. 

29. Show genuine interest in what they are doing, and what they tell you. 

30. Be yourself (OK your polite self). 

31. You have 2 ears, and one mouth. You should listen and talk in that ratio. 2/3 listen, 1/3 talk. 

32. Ask questions, but do not GRILL them. 

33. Ask questions that require more than a yes or no answer, and LISTEN to their answers. 

34. Find their “hot button”, push it, and let them talk. 

35. Allow them to teach you something, even if you already know it. Allow both the youth and the adults to teach you something. You may be surprised and learn something new, it helps the youth grow, and it helps you bond with the leader.  

36. Do not ask all your questions on the first visit. You will be back next month. This is an ongoing process. It is not fast, but it is very important. 

37. Think of your commissioner / unit leader relationship as building a skyscraper. You need a deep solid foundation, so you can build a tall, tall building, that will survive big windstorms and terrorist attacks. 

38. Learn the names of the other leaders, as well as the youth, the troop committee, and the parents. 

39. Unusual things may come up. Remember there are at least two sides of every issue. Be sure to learn all the “WHY” information before making any kind of judgment. 

40. Dale Carnegie says “Be fast to praise, slow to criticize” 

41. Wear your uniform. Class A or B depending on what your instinct tells you. 

42. Help out some way. If they cook, do the dishes. Help carry things to or from the truck. Hold the door. Make the bug juice. Etc… 

43. If there is an entrance fee, or a cost, be sure to pay your way. Do not be a financial strain on your troop. 

44. If they offer you food or drink, accept their kindness in moderation. Also be sure the youth get served first if there is any possibility of running out. 

45. Find something to give genuine praise about. 

46. If asked to speak, keep it short, polite and real. 

47. If you do speak, speak about them.  

48. Under promise and over deliver. 

49. FOLLOW THROUGH, and keep your promises 

50. People tend to enjoy pleasant surprises and random acts of kindness. Create some. 

51. Spend time with each of your leaders, remember you are teambuilding 

52. At your first few meetings, you will be a guest, a visitor. After they get used to you, hopefully you will have become part of their troop family. You will belong. After you belong, and they find out they can trust you, and they can count on you, they will open up to you. 

53. Praise in Public, Disagree in private. Never embarrass someone in front of other people. 

54. You are not their mother. You do not have the power to tell them what to do. 

55. Unless they have issued an open invitation, call ahead to let them know you are coming. 

56. Be wary of the Time Trap. My goal is not to take an active part in my units weekly operation. If my Troop had its way, I should quit commissioner’s staff, and sign up with their unit full time. To remain effective, you must maintain a healthy balance of visiting enough, and visiting too much. 

57. If you use a notebook, like I do, be very careful what you write in it. Nothing offensive. 

58. Do not fill in the Commissioner’s Worksheet at the meeting. Do it later, out of sight. You do not want them to think you are grading them. They know you have to report, but do not wave it in their faces. 

59. You must Plan. Plan to visit. Plan to succeed. Your plan may change, but the absence of a plan is typically a poor plan that seldom works the way you want it to. 

60. Say THANK YOU, often. Thank you for the refreshments. Thank you for inviting me to your Court of Honor. Thank you for the work you do with the youthI like to bring fliers from the scout office. Anything to show I was thinking of them. 

61. I like to bring articles I’ve cut from newspapers and magazines, that involve my units. 

62. If they missed a roundtable, or other meeting, and paperwork was passed out for that unit, I take the paperwork on their behalf, and deliver it the next meeting. (this may be enabling, but it helps them thrive) 

63. You need to promote training. 

· Baden Powell Institute 

· Philmont Training 

· Leader Specific Training 

· Boy Scouts 

· Cub Scouts 

· Venturing 

· Youth Protection Training 

· Woodbadge 

64. If they take pictures at their events, look at their pictures, show interest. 

65. Promote District and Council and National events 

· Jamboree (National & World)

· Camper-all (Council Encampment) 

· Yard Charge 

· Popcorn Sales  

· Summer Camp 

· Camp Staff 

· Philmont & Tinnerman 

66. Promote the Friends of Scouting fundraising effort.  It benefits the youth.  

67.  Bring the answers to last months questions. 

68. Listen to anything that is on their mind. Let them vent if necessary.  

69. Promote Roundtable attendance 

70. Make Re-chartering happen on time 

71. In sales, there is a concept called the HOT BUTTON. It is simply something the prospect thinks is really important. If your product fulfills the hot button requirements, then you should use their hot button, and your solution in their presentation. Your leader may have a hot button, something he loves to talk about that the troop does. My leaders hot button is canoeing. Next year, instead of summer camp, they are going on a canoe trip. I can always ask about the plans for next years trip, or to see the pictures from the last one, and it makes his day. He loves to talk about it, and I love to hear him talk about it. 

72. Ask them what they need to make their program even more successful 

73. Find something to give them genuine praise about. 

74. Occasionally, GRACEFULLY,GENTLY AND TACTFULLY suggest things based on your observations.

75. At various events, I have met other leaders that want to meet the leaders from units I am commissioner for. Trade phone numbers and information to facilitate that.

76.  Follow-up

77.  Follow-up

78.  Follow-up

79.  Follow-up

80. Follow up (yes I said it 5 times. It is very important) 

81. File a report with your Assistant District Commissioner (ADC), or you District Commissioner (DC), depending how your chain of command is constructed. This with let those above you know you are visiting, and doing your job. I like to email. It can be done in the middle of the night, and I can rewrite it a few times until it is acceptable. The report is just that a report. It is not a tell all. With time, you will learn the difference between a leader venting, and a leader experiencing true problems. Pages 54 to 60 in your Commissioners Fieldbook have Unit Commissioner Worksheets for each type of unit. These should be filled in periodically, and sent up to your ADC or DC. They will give you guidance as to the frequency. The Scout office has these forms for around a dime apiece. I suggest you buy one of each, and make Xerox copies, or I believe they are available on the website, and you can download and print. Either way, you will keep your book intact. When you report, always, always, always find something good to say about the unit. 

82. When facing something new, or tricky, ask for help from you ADC / DC. Chances are good they have run into it before 

83. Strive for continuing education. It will help you be the best at what you do. Many sales training courses are on CD or cassette tape. There are many similarities between making unit visits and making sales calls.  Get them on loan at your local library, used on eBay, or full retail at Nightingale Conant.

84. Earn your Commissioner Arrowhead. It is not about you, so much, as it is about the units you are serving. If you earn the award, your units have been well tended to. Do it for them. 

85. Attend your District Commissioner monthly meetings. There are often small training sessions, and a chance to compare problems with known solutions 

86. Attend the Council Consolidated Meeting. You will gain a broader understanding of the big picture, and you will meet other Scout Leaders, and you can network with them.

87. Promptly return phone calls

88. Promptly return emails

89. Be aware that there are at least 2 different Guides to Safe Scouting.  One allows Boy Scouts to use .22 rifles, the other allows Venturing youth to use handguns.

90. Be aware that there are two different versions of Youth Protection.  One teaches Cubs about “stranger danger” while the Venturing version talks about “date rape”

 

