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Section x

How to Remove a Volunteer

What? “Fire” a volunteer? Can that be done? If so, how 
can it be done? Most key council and district leaders have 
asked these questions. Selecting district people sometimes 
involves reviewing the person who currently holds the position, 
and sometimes that leads to a decision to remove that person.

Note: This chapter does not address removing a 
person on cause or grounds for legal action such as theft, 
misrepresentation, or committing an immoral act. (That 
information exists elsewhere.) This chapter will focus on the 
ineffective volunteer, the person who just isn’t working out. 

Here are some types of poor performance:

1.	 Bad chemistry. This refers to the person who just can’t 
get along with others and may even greatly offend 
some, driving good people out of Scouting.

2.	 Bad politics. This volunteer is a poor team player who 
is not in keeping with the organization’s image. This 
person prevents others from being effective and may 
also drive them out of Scouting. This volunteer may 
hate his or her Scouting responsibility and lets others 
know it.

3.	 Bad job. This volunteer may be a nice person but 
simply doesn’t perform assigned tasks and can’t 
seem to meet the objectives of his or her Scouting 
responsibilities.

What to Do
Guide volunteers with these ideas first. Sometimes easy 

solutions work.

•	 Some people simply don’t know what to do, so train them. 
Sit down for a friendly and helpful coaching session.

•	 Find something else for them to do in Scouting. Most 
people have things they can do well. Discover their 
hidden talents. Gracefully change their assignment to 
build on their strengths.

•	 Some people try to do too much in Scouting. That’s often 
our fault. We have asked them to do more than is reason-
able, so reduce their workload.

•	 Get your facts straight; don’t act on hearsay.

•	 Sit down in a relaxed setting to talk about what’s going 
on. Often the person is the first to know things aren’t 
working out but might be reluctant to ask for help.
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If All Else Fails
There will be times when a volunteer has gone beyond 

the point where coaching, training, or change of assignment 
will help. Quick action might need to be taken for the good of 
Scouting. Don’t let a bad problem fester. Now what?

First, you don’t really “fire” a volunteer, you replace one. 
“Hire” and “fire” are words for the workplace, not volunteer 
organizations. Replacing a volunteer sounds more positive.

Who Has the Authority?
Who has the authority to remove a volunteer? A good 

rule of thumb is this: 

For example, a district chair appoints a district camping 
chair; the district chair may clearly find a replacement for the 
camping chair.

In the case of unit Scouters, commissioners must 
remember that it is the chartered organization that has made the 
appointment. The commissioner role is to help the head of the 
chartered organization or the unit committee make the change.

In the case of an elected officer (such as a district vice chair), 
the local council may decide to go through the normal district 
nominating committee process to remove such a volunteer.

Now Act
Write or make a visit. Here are some ideas you can suggest 

to key people in your district or chartered organization.

•	 If writing, use some variation of the following:

	 Dear __________________,

	 On behalf of the ____________________________  
Council (or the chartered organization), I extend our 
thanks for your role in _________________ (unit or dis-
trict). Your time, efforts, and involvement are appreciated. 
Your replacement has been nominated and confirmed 
by __________________________. This is effective 
_________________ (insert date).

	 Your support in this transition would be appreciated as 
the _____________________________ (insert organization/
unit/committee/etc.) endeavors to carry out the policies 
and procedures of the BSA.

•	 If you visit (in most cases, this is best), don’t go alone. 
Having a second person along might keep things  
under control and running smoothly. Here are a few 
additional tips:

	 —	 Make an appointment. Say that you want to talk about his 
or her future as a __________________ in Scouting, and 
mention the volunteer who is coming with you. Refuse to 
say more. He or she should get the message.

	 —	 Be businesslike, brief, and pleasant. Commend the 
person’s other contributions in or out of Scouting, but 
indicate that you must now take action to replace the 
volunteer in this assignment. Be factual. Be prepared 
to listen. Don’t argue.

	 —	 Honor the person’s dignity and avoid gossip. Don’t verbally 
attack the volunteer. Protect his or her self-esteem. Share 
the responsibility and say, “We’ve both made some 
mistakes.” Don’t dump all of the blame on the other 
person. Don’t say something you might be sorry for later. 
Just explain, wait, listen, repeat yourself if necessary, and 
leave.

	 —	 Be prepared for four possible reactions. The  
volunteer might:

	 1.	 Be smooth and controlled

	 2.	 Be shocked and emotional

	 3.	 Become angry

	 4.	 Be relieved and ready to discuss practical solutions for  
the future

	 —	 Before pulling the plug, make sure members of the next 
higher authority to you, are behind you. Then you can tell 
the person that the decision is nonnegotiable.

	 Some of this may seem a bit strong. There is no joy 
in this task for anyone. Removing a volunteer is one 
of a leader’s most difficult tasks. It requires discipline, 
good judgment, and sensitivity. Always keep two 
things in mind: (1) Do what’s best for youth, and  
(2) The BSA has a right to choose its leaders.

Learn for the Future
Try to do the following:

•	 Get a clear understanding of the assignment  
before recruiting.

•	 Select the right person.

•	 Try new people out a bit at a time.

•	 Train and coach.

•	 Have an understanding of what constitutes a job well done.

The person or group with the authority to appoint a volunteer 
has the authority to remove and replace that volunteer.
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Section xi

Resources for Recruiting District Volunteers

District Committee Training Workshop, No. 34160

Council and District Plan Book, No. 513-002

The District, No. 33070

District Nominating Committee Worksheet, No. 513-332 

Used for evaluation of present district committee  
members and for a new slate of officers and district 
members at large.

District Committee Responsibility cards, No. 34266

	 A sheet of cards for district chairs and each  
operating committee.

Friendstorming on Tour, No. 510-003

Membership

The Chartered Organization Representative, No. 33118

	 Should be used with organization heads in selecting a 
new chartered organization representative or replacing an 
existing ineffective chartered organization representative.

Membership Committee Guide, No. 33080

	 The guidebook that describes the makeup of the council 
district membership/relationships committee. It explains 
the role and responsibilities of committee members.

Unit Service

Administration of Commissioner Service, No. 34501

	 The key reference for district commissioners  
and their assistants. 

Commissioner Volunteer Duties cards, No. 34265D

	 A sheet of cards for council commissioner, district  
commissioner, assistant district commissioner, round-
table commissioner, and four for unit commissioners.

Commissioner Fieldbook for Unit Service, No. 33621

	 A tool to be used by active commissioners. Contains 
an orientation for new commissioners that could  
be used during the selecting interview or during  
a follow-up session.
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Finance
District Finance Committee Guide, No. 33779

Program
Camping and Outdoor Program Committee Guide,  
No. 34786 
	� Roles and responsibilities of camp promotion and 

outdoor program committee members

Activities and Civic Service Committee Guide,  
No. 33082
	� Roles and responsibilities of activities and civic 

service committee members

Advancement Committee Policies and Procedures,  
No. 33088
	� Roles and responsibilities of advancement and 

recognition committee members

Leadership Training Committee Guide, No. 34169

Audiovisual
Commissioner Service and District Operations Support 
DVD, AV-06DVD08

General
Standard Local Council Articles of Incorporation  
(online only)

Standard Local Council Bylaws (online only)
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Section xii

Inventory Worksheets

At the top of the list in measuring a district leader’s 
competence is having an adequate number of commissioners 
and committee members to adequately serve the area. 
The number of district volunteers needed will vary with the 
number of units and form of structure in the district. (Urban 
and rural districts often require a more streamlined structure.)

Each of the district’s functions must be carefully 
reviewed to determine the number of volunteers required to 
accomplish specific and necessary tasks. The number of 
volunteers needed in each district is based on the district’s 
goals and its plans to achieve them.

There must be a timetable aimed at achieving the 
district’s annual goals. The timetable to select needed 
volunteers must be of reasonably short duration. Districts 
falling behind their schedule will require special attention 
from the council.

There are approximately 2,000 Scouting districts 
nationally. The success of our units—of the Scouting 
movement—depends on their success.

Key district leaders should complete the following 
worksheets for the four functions, summarizing the information 
on the attached forms. Review the methods and techniques 
as outlined, and then prepare a plan of action with a schedule 
to complete the selection and recruitment. Once the ranks 
are filled, selection must be done on a continuous basis to 
compensate for attrition.

District members at large (registration code No. 75) are 
voting members of the district committee. They are nominated 
by the district nominating committee and are duly elected 
by the district committee. They may be elected either at the 
district annual meeting or during the interim at a regular, duly 
called, monthly district committee meeting. District members 
at large also usually serve on one of the district’s operating 
committees, appointed there by the district chair. They may 
chair a committee.
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Membership

Recommended Tasks

■	 Boy-Fact Survey	 ___________________________	 _____________  _ ______________

■	 Chartered Organization Survey	 ___________________________	 _____________   _______________

■	� Cultivation of Potential  
Chartered Organizations	 ___________________________	 _____________   _______________

■	 New-Unit Emphasis	 ___________________________	 _____________   _______________

■	 New-Unit Organizers	 ___________________________	 _____________   _______________

■	 Unit Reorganization	 ___________________________	 _____________   _______________

■	 Relationships Conference	 ___________________________	 _____________   _______________

■	� Spring/Fall (All Seasons)  
Recruitment	 ___________________________	 _____________   _______________

■	 Open House (Venturing)	 ___________________________	 _____________   _______________

■	 Impact Luncheon (Venturing)	 ___________________________	 _____________   _______________

■	� Career Interest Survey  
(Venturing)	 ___________________________	 _____________   _______________

■	 ________________________	  ___________________________  _____________   _______________

■	 ________________________	 ___________________________  _____________   _______________

■	 ________________________	  ___________________________  _____________   _______________

	 Membership Total Needed	 _______________

INVENTORY OF PEOPLE NEEDED

Check If 
Planned in 

Next 12

Name of Volunteer(s) 
Who Will Carry Out Tasks

Start and 
End Dates

Total Volunteers 
Needed to  

Perform Tasks
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Finance

Recommended Tasks

■	� Overall Friends of Scouting	 ___________________________	 _____________   _______________

■	 FOS (Community)	 ___________________________	 _____________   _______________

■	 FOS (Family)	 ___________________________	 _____________   _______________

■	� Approve Unit Money-Earning  
Projects	 ___________________________	 _____________   _______________

■	 Project Sales	 ___________________________	 _____________   _______________

■	 United Way Relationships	 ___________________________	 _____________   _______________

■	 Popcorn Sale 	 ___________________________	 _____________   _______________

■	 ________________________	  ___________________________  _____________   _______________

■	 ________________________	  ___________________________  _____________   _______________

	 Finance Total Needed	 _ ______________

Program

Recommended Advancement and 
Recognition Tasks

■	 Train Boards of Review	 ___________________________	 _____________   _______________

■	� Standards of Advancement  
and Court of Honor	 ___________________________	 _____________   _______________

■	� Select, Train, and Register  
Merit Badge Counselors	 ___________________________	 _____________   _______________

Check If 
Planned in 

Next 12

Name of Volunteer(s) 
Who Will Carry Out  Tasks

Start and 
End Dates

Total Volunteers 
Needed to  

Perform Tasks
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Program (continued)

■	 �Pack, Team, Troop, and Crew 
Advancement Program	 ___________________________	 _____________   _______________

■	 Lifesaving Awards	 ___________________________	 _____________   _______________

■	� Merit Badge  
Counselor Directory	 ___________________________	 _____________   _______________

■	 District Awards	 ___________________________	 _____________   _______________

■	 ________________________	  ___________________________  _____________   _______________

■	 ________________________	  ___________________________  _____________   _______________

	 Advancement and Recognition Subtotal Needed	 _______________

Recommended Training Tasks

■	 Youth Protection Training	 ___________________________	 _____________   _______________

■	� Cub Scout Leader  
Position-Specific Training	 ___________________________	 _____________   _______________

■	� Boy Scout Leader 
Position-Specific Training	 ___________________________	 _____________   _______________

■	� Varsity Scout Leader  
Position-Specific Training	 ___________________________	 _____________   _______________

■	� Venturing Leader  
Position-Specific Training	 ___________________________	 _____________   _______________

■	� Advanced Unit  
Leaders’ Training	 ___________________________	 _____________   _______________

■	 District Volunteer Training	 ___________________________	 _____________   _______________

■	 Maintain Training Records	 ___________________________	 _____________   _______________

■	 Supplemental Training	 ___________________________	 _____________   _______________

■	� National Youth  
Leadership Training	 ___________________________	 _____________   _______________

Check If 
Planned in 

Next 12

Name of Volunteer(s) 
Who Will Carry Out Tasks

Start and 
End Dates

Total Volunteers 
Needed to  

Perform Tasks
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Program (Continued)

■	 Cub Scout Pow Wow	 ___________________________	 _____________   _______________

■	 Training Awards	 ___________________________	 _____________   _______________

■	 ________________________	  ___________________________  _____________   _______________

■	 ________________________	  ___________________________  _____________   _______________

■	 ________________________	  ___________________________  _____________   _______________

■	 ________________________	  ___________________________  _____________   _______________

■	 ________________________	  ___________________________  _____________   _______________

	 Training Subtotal Needed	 _______________

Recommended Camp Promotion 
and Outdoor Program Tasks

■	 Resident Camp Promotion	 ___________________________	 _____________   _______________

■	� Local High-Adventure Base  
Promotion	 ___________________________	 _____________   _______________

■	 National High-Adventure Bases	 ___________________________	 _____________   _______________

■	 Cub Scout Outdoor Program	 ___________________________	 _____________   _______________

■	 Cub Scout Day Camp	 ___________________________	 _____________   _______________

■	 Parent/Son Overnighters	 ___________________________	 _____________   _______________

■	 Webelos Camps	 ___________________________	 _____________   _______________

Check If 
Planned in 

Next 12

Name of Volunteer(s) 
Who Will Carry Out Tasks

Start and 
End Dates

Total Volunteers 
Needed to  

Perform Tasks
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Program (Continued)

■	 Order of the Arrow	 ___________________________	 _____________   _______________

■	 Camperships	 ___________________________	 _____________   _______________

■	 National Camping Award	 ___________________________	 _____________   _______________

■	� Camp Standards and Policy  
(Tour Permits)	 ___________________________	 _____________   _______________

■	 Venturing Outdoor Events	 ___________________________	 _____________   _______________

■	 ________________________	  ___________________________  _____________   _______________

	 Camp Promotion and Outdoor Program Subtotal Needed	 _______________

Recommended Activities and 
Civic Service Tasks

■	 Promotion of Activities	 ___________________________	 _____________   _______________

■	 Webelos Camps	 ___________________________	 _____________   _______________

■	 Camporees	 ___________________________	 _____________   _______________

■	 Varsity Scout Team Activities	 ___________________________	 _____________   _______________

■	 Venturing Activities	 ___________________________	 _____________   _______________

■	� District Installation and  
Recognition Program	 ___________________________	 _____________   _______________

■	 Summertime Pack Award	 ___________________________	 _____________   _______________

Check If 
Planned in 

Next 12

Name of Volunteer(s) 
Who Will Carry Out Tasks

Start and 
End Dates

Total Volunteers 
Needed to  

Perform Tasks
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Program (Continued)

■	 Scouting Show Promotion	 ___________________________	 _____________   _______________

■	 Good Turn for America	 ___________________________	 _____________   _______________

■	 International	 ___________________________	 _____________   _______________

■	 ________________________	  ___________________________  _____________   _______________

	 Activities and Civic Service Subtotal Needed	 _______________

	 Grand Total Needed for Program Function	 _______________

Unit Service Performed by Commissioners

Recommended Tasks

■	� Commissioner Staff Training	 ___________________________	 _____________   _______________

■	 Cub Scout Leader Roundtables	 ___________________________	 _____________   _______________

■	 Boy Scout Leader Roundtables	 ___________________________	 _____________   _______________

■	� Varsity Scout  
Leader Roundtables	 ___________________________	 _____________   _______________

■	 Venturing Roundtables	 ___________________________	 _____________   _______________

■	� Assistant District  
Commissioners	 ___________________________	 _____________   _______________

Check If 
Planned in 

Next 12

Name of Volunteer(s) 
Who Will Carry Out Tasks

Start and 
End Dates

Total Volunteers 
Needed to  

Perform Tasks
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Unit Service (Continued)

■	 �Unit Commissioners Required  
for New Units	 ___________________________	 _____________   _______________

■	� Unit Commissioners Required  
to Serve Current Units  
(Attach List)	 ___________________________	 _____________   _______________

■	� Journey to Excellence Awards  
Program Promotion	 ___________________________	 _____________   _______________

Recommended Tasks for Unit Commissioners

•	 Unit Membership Inventory and Inspections

•	 Unit Charter Review Meetings

•	 Unit Budget Plan

•	 Guidance in Unit Leader Selection

•	 Journey to Excellence Unit Award

•	 Unit Leader Coaching

•	 Unit Committee Guidance

•	 Commissioner Lifesaving

•	 Boys’ Life

•	 Unit Analysis

•	 Unit Program Planning

•	 Use of Unit Program Tools

•	 Unit Reorganization

■	 ________________________	  ___________________________  _____________   _______________

	 Total Commissioners Needed	 _______________

No. Packs ______ No. Troops ______ No. Teams ______ No. Crews ______ Total No. Units ______

Standard commissioner ratio is one unit commissioner for every three units. We have one unit  
commissioner for every ______ units. 

Check If 
Planned in 

Next 12

Name of Volunteer(s) 
Who Will Carry Out Tasks

Start and 
End Dates

Total Volunteers 
Needed to  

Perform Tasks
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District Facts and Volunteer Needs

District name _ _________________________________________________  Council __________________

District chair ___________________________________ District commissioner _ _____________________

District executive  __________________________________ Other district staff  _____________________

Predominant geographic description (check description)

	 Rural ________	 Low-income ________

	 Urban ________	 Combination ________

	 Other urban/suburban ________	 Other ________

	 Area/square miles ________	 Total population ________

Total No. of units ________	 Total No. of active units* ________

No. of volunteers registered on the district committee ________ No. active† ________

Total No. of registered commissioners ________ No. active† ________

Total No. of unit commissioners ________ No. active† ________

Total available youth ________________ Total youth members ______________ Density ________%

Total Quality Units ________ Total Quality Units ________ %

		  Total No.	 Current No.	 No. to
            FOUR FUNCTIONS	 Name of Active Chair	 Scouters Needed	 Active Scouters	 Select

	 Membership

	 Finance

	 Program

	 Unit Service

Using the survey above as a guide, schedule the selection of needed volunteers for each function. The first 
step is to see that there is a chair for each function; that person’s first responsibility is to see that there is an 
adequate number of volunteers to complete scheduled tasks within the function.

*Holds meetings and activities

†Attends meetings and/or carries out assignments

Provide Scout executive and/or staff leader plus other key volunteers with a copy of this information.

Four-Function Survey

Sample
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District Volunteer Selection 
Report of Progress

Council  _________________________________________ District _ ________________________________

District executive __________________________________ Other district staff _______________________

District chair ______________________________________________________________________________

District commissioner ______________________________________________________________________

District vice chair __________________________________________________________________________

Membership chair _________________________________________________________________________

Finance chair _____________________________________________________________________________

Program chair _____________________________________________________________________________

	 ______	 ______	 ______	 ______	 ______
	 Date	 Date	 Date	 Date	 Date

				    1st			   2nd		  3rd		  4th

	 Four Functions	 Total	 Total as	 % of Total	 Report		  Report		  Report		  Report

		  Needed	 of Today	 Needed	 Total	 %	 Total	 %	 Total	 %	 Total	 %

	 Membership

	 Finance

	 Program

	 Unit Service

	 Total

Provide Scout executive and/or staff leader—plus other key volunteers—with a copy of each report.

Four-Function Selection Report

Sample
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