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MCS 311

All About Assistant District Commissioners

Course Contents

Introduction
The assistant district commissioner carries a vision of effective Scouting and must communicate that vision through unit commissioners to every unit leader they serve.
ADCs make or break a district’s ability to ensure that every unit receives competent commissioner service.  Even the bet district commissioner in the council can’t personally train and guide all of the unit commissioners in the district (in a 60-unit district, that’s at least 20 people).  So, ADCs are responsible for an assigned share of units in the district, and they supervise the commissioners who serve those units.

ADC Responsibilities
A district may have one or more assistant district commissioners.  Each is responsible for an assigned share of the units in the district and the unit commissioners who serve those units.
A good commissioner staff has one ADC for every 15 units.  That’s one ADC for every five unit commissioners, who are each serving three units.
Assistant district commissioners are often assigned a geographic area of the district.  They work closely with the district commissioner and district executive.
Major responsibilities include:
· Recruiting enough unit commissioners to serve their assigned units and area.
· Conducting personal coaching and orientation sessions for unit commissioners.
· Maintaining regular contact with their unit commissioners to provide guidance in unit service needs.
· Serving units with no assigned unit commissioner.
· Helping unit commissioners evaluate and improve their unit service performance.

Good ADCs Have Good People Skills
· They help recruit the right people.
· They provide clear instructions and specific ideas for their staff.
· They listen to what people say and what people feel.
· They never play favorites.
· They coach unit commissioners through real unit problem-solving situations.
· They treat all Scouters with courtesy and dignity.
· They praise each commissioner often for specific achievements.
· They don’t try to take over for their staff but are always ready to support or assist them to be successful.

ADC Work Sessions
Service to individual units is best planned and evaluated when an assistant district commissioner meets with his or her assigned unit commissioners, usually as part of the monthly meeting of the district’s commissioner staff.
Be sure to allow time in these breakout sessions of ADCs and their respective teams of unit commissioners to review the health of each unit by:
· Sharing important observations from recent visits with units.
· Giving priority to unit trouble spots that could badly disrupt a unit.
· Identifying specific ways to help each unit improve its program.
· Determining who will provide specific help during the coming month.  Usually this is the assigned unit commissioner, but more challenging situations may require assistance from the ADC, a district committee member, or even the district commissioner.
· Checking the progress on last month’s assignments.

Much of the ADC’s effectiveness is also through personal coaching of individual unit commissioners.

Evaluation
How is commissioner work measured?  ADCs measure both their own and their unit commissioners’ effectiveness by asking these questions:
· Do my units have effective leaders?
· Do my units have youth members enthusiastically involved in a good unit program?
· Do my units have active unit committees?
· Do my chartered organizations feel a sense of ownership for their units, and do unit volunteers have good relationships with their chartered organizations?
· Do all units reregister on time?
· Do units show membership increases?
· Are my unit leaders happy to see me, or are they counting the minutes until I leave?
· Are my units reasonably active in district events?
· Have my units met the Journey to Excellence Performance Award criteria?
Commissioner self-evaluation worksheets are a great yardstick for ADCs to help unit commissioners evaluate their effectiveness.  Review this form from the back of the Commissioner Fieldbook for Unit Service with participants.

The Commissioner’s Commission
ADCs should see that all new unit commissioners are promptly oriented and attend Commissioner Basic Training so that they can receive their commission.
Use the orientation projects from the Commissioner Fieldbook for Unit Service.
Commissioner Basic Training should be scheduled somewhere in the council at least every other month.
Use the commissioning ceremony found in appendix H of the Administration of Unit Service.

ADC Open Forum
[bookmark: _GoBack]Use the remaining session time to share and find answers to the questions written down at the beginning of the session.
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