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Membership 

Growth & Retention



Mission Statement

The mission of the Boy Scouts of 

America 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.



Vision Statement

The Boy Scouts of America will 

prepare every eligible youth in 

America to become a responsible, 

participating citizen and leader 

who is guided by the Scout Oath 

and Law.



Vivid Description of a Desired Future

The Baltimore Area Council has been preparing today’s youth for tomorrow’s challenges

since it was chartered by the National Council, BSA in 1911. The council has been delivering

a quality Scouting experience to youth ever since. To help chart our course forward, we

highlighted six areas or pillars to focus on. They are Finance and Fund Development,

Marketing, Leadership Development, Program, Membership and Unit Service, Properties.

We used the BSA Mission Statement as our guide: There are two things that every

organization must do to meet the needs of its future. It must first define its mission and,

secondly, it must extend itself and grow in ways that will help it accomplish that mission . The

Baltimore Area Council will carry out its mission to deliver a dynamic Scouting program in

Baltimore City and the surrounding counties of Anne Arundel, Baltimore, Carroll, Harford

and Howard. The goal is to provide greater opportunities for youth to participate in Scouting,

regardless of their surroundings, economic situation, religion, race or ethnic background as

well as cultivating partnerships with communities, organizations, businesses, foundations and

individuals. The strategic plan was developed to help the council navigate its future from 2022

through 2024. Our 2024 desired destination….to deliver the best Scouting adventure possible

to an ever-increasing youth membership.



Pillar 1 Focus Areas & Tactics
Leadership Development

Mike Sullivan & Steve Woerner
Through a strong nominating process and succession planning, ensure that

the Baltimore Area Council identifies, engages and retains top business and

community leaders for key District and Council positions while also ensuring

we continue to identify, recruit, develop and retain a high performing Council

Professional Staff .



Succession Planning

Council & District
I. Maintain active Council and District Nominating Committees of 5-7 members 

meeting quarterly with the target of adding 3-5 new committee members at the 

District and Council level annually including at least two members of diverse 

background.

II. Review underrepresented areas of the Council geography and employment base 

to develop a plan securing board representation from the top ten employers and 

other underrepresented areas within the next three years.

III. Develop a succession planning worksheets for key District and Council Level 

positions indicating current position holder and successors. Review and update 

biannually.

IV. To keep new ideas and talent engaged, require that at least 10% of the key District 

Committee Chairs and Council Executive Committee officer positions are filled by 

new candidates annually. These positions can be filled by current Board or District 

Committee members, but not current officers



Board Development & 

Engagement
I. Continue mentorship program for new board members pairing them with a current 

board member for their first year serving on the board

II. Hold new board member orientation annually with the involvement of key Council 

Officers

III. Determine the feasibility and interest of holding an offsite board retreat every other 

year

IV. Review current Board and Executive Committee meeting format/time/location

V. Continue holding annual one on one meetings with each board member by a member 

of the Council management staff to review prior year engagement and future year 

support and involvement

VI. Hold three community cookouts annually at Broad Creek Scout Reservation with the 

goal of each board member attending one, and bringing a guest that we can share the 

big picture of Scouting



Council Staffing

I. Review current staffing structure annually to determine the best delivery/support 

system needed for service and support to Scouting volunteers within budget 

parameters

II. Ensure council staffing levels reflect the diversity of the areas served by the Council

III. Develop a College Internship program with a goal of having at least 2 College interns 

annually with the development and potential to fill future staff openings

IV. Expand and grow the Broad Creek Camp Staff College Scholarship program with a 3 -

year goal of reaching $50,000 in the scholarship endowment fund and awarding of 

$20,000 in Camp Staff College Scholarships annually to Broad Creek staff members. 

Establish a committee of 5 volunteers to lead and grow this effort



Pillar 2 Focus Areas & Tactics
Properties

Nate Beil & Steve Johnston
Provide "world class" facilities that are properly designed and maintained to

deliver a quality Scouting program which assists in the recruitment and

retention of our youth members while ensuring financial stewardship of

all facilities .



Broad Creek Memorial 

Scout Reservation
I. Review and update existing Reservation master plan annually to make Broad Creek Memorial 

Scout Reservation a premiere camping facility.

II. Continued evolution of the Council Properties Committee with the annual addition of 2 -3 industry 

experts to this committee and the continued promotion and growth of the Skilled Trades workday 

at Broad Creek

III. Study the feasibility of operating Camp Oest as a Cub Scout Summer Resident Camp (2023)

IV. Continue to maintain the Forest Stewardship Plan for Broad Creek Memorial Scout Reservation.

V. Camp Spencer –review YMCA lease agreement at renewal to determine future Council needs and 

development

IV. Engage industry experts to determine potential solutions and cost to return Lake Strauss to 

operational effectiveness

VI. Complete Mission Critical Capital Campaign projects:

ÅWastewater Treatment Plant by 2022

Å3 Restroom/Shower Facilities by 2023

Å400 seat Dining Hall by 2024



Service Center & Scout Shops

I. Assess if the Service Center is meeting our current and future needs 

and potential alternatives. Determine future capital maintenance 

expenditures. Complete assessment throughout 2022.

II. Review the three Scout Shop’s current lease agreements along with 

carrying cost and sales of each Scout Shop. Work towards 

ensuring that each individual Scout Shop meet at least break even 

by 2022.



Pillar 3 Focus Areas & Tactics
Membership and Unit Service

Cindy Atkinson & Jeff Seymour
Enhance our service and support to the Youth, Volunteers, and Units of the Baltimore Area Council by 

focusing resources leading to growth and better support. Take action with strengthening the council’s 

Commissioner Service and Roundtable offerings; maintaining the Scoutreach Program and expanding 

youth outreach to include those “at-risk” pockets in each district; and increasing the retention of 

youth, adults, and existing units while performing New Unit Development and relationship -building 

with both new and existing Chartered Partners throughout the council especially in areas of 

under -represented demographics.



District Alignment

Establish a team for Change Management.

Á Create transition team in each area 

responsible for new identity

Á Form nominating committee that in 

representative of completely new area

Á Research and select new common 

meeting space

Á Baltimore City

(Hopkins and Thurgood Marshall)

Á Baltimore County

(Dulaney/ Chesapeake)

Á Anne Arundel County

(The Capitol/Four Rivers)

Enhance our service and support to the Youth, volunteers and Units of the BAC by realigning

District Boundaries in areas where greater resources will lead to growth with better support and

staff retention/development through two field staff members serving each of these districts .



Baltimore County 2017 2018 2019 2020 2021*

Dulaney 2,676 / 76 2,717 / 74 2,732 / 75 2,228 / 69 1,775 / 64

Chesapeake 789 / 39 656 / 30 659 / 35 477 / 34 350 / 27

TOTAL 

MEMBERSHIP/UNITS

3,465 / 115 3,373 / 104 3,391 / 110 2,705 / 103 2,125 / 91

Proposed District Alignment Membership &

Unit History

Anne Arundel County 2017 2018 2019 2020 2021*

The Capitol 1,546 / 38 1,520 / 38 1,523 / 41 1,274 / 41 1,058 / 41

Four Rivers 2,986 / 89 2,995 / 84 3,001 / 91 2,315 / 80 1,918 / 72

TOTAL 

MEMBERSHIP/UNITS

4,532 / 127 4,515 / 122 4,524 / 132 3,589 / 121 2,976 / 113

Baltimore City 2017 2018 2019 2020 2021*

Hopkins 560 / 23 663 / 22 689 / 24 466 / 22 358 / 20

Thurgood Marshall 323 / 13 341 / 13 307 / 10 184 / 8 119 / 7

Reginal F. Lewis
(Scoutreach )

2,282 / 59 2,287 / 58 2,318 / 58 1,853 / 29 1,836 / 32

TOTAL 

MEMBERSHIP/UNITS

3,165 / 95 3,291 / 93 3,314 / 92 2,503 / 59 2,313 / 59



Commissioner Service and 

Roundtable
I. District Roundtable:

Á In support of our unit leaders, continue holding monthly District Roundtables.

Á Evaluate potential and value of virtual option.

Á Achieve a Council average unit participation in monthly roundtable goal of 70%.

II. Unit Commissioner Recruitment & Training:

Á Add a minimum of 5 new Unit Commissioners annually per District .

o Of which, at least two represent an increase in diversity.

Á Encourage Unit and Unit Commissioner participation at Roundtable.

Á Conduct annual Council Wide training on the effective use of Scoutbook for units.



Scoutreach Growth and 

Program Analysis of 

Underserved Areas
I. Maintain Council funding of Scoutreach Program not to exceed 10% of total traditional non 

funded council membership.

a) Expand Scoutreach program delivery.

i. Have at least 10% of Scoutreach youth participate in a weeklong summer day 

camp and long -term camp programs in 2022 with an annual 5% increase through 

2024 for 20% participation.

ii. Hold at least two citywide/Scoutreach events annually during the schoolyear 

with at least 15% of Scoutreach youth participating

iii. Increase Cub Scout and Boy Scout Advancement rates by 5%annually

II. Matriculate units from Scoutreach to stand alone traditional units.

a) Establish relationships with local colleges and others to sponsor/support a local

Pack & Troop in at risk areas.

III. Expand youth outreach to include “at-risk” pockets in each District.

a) Identify areas where the startup costs of Scouting are a barrier to membership

IV. Hispanic population identified as underserved throughout the Council.

Add and retain one Hispanic chartered unit annually for the next three years



Membership Development Areas

I. Increase Youth retention by 2%, and Unit Retention by 2% annually.

II. Strengthen Charter Partner Relationships and increase number of units per District each 

year by 3%.

III. Grow Senior Youth Program (Venturing/Exploring/Sea Scouts) by 5% annually.

IV. Increase female membership in Scouting by 5% each year.

I. Year one - ensure all Cub Scout Packs have resources to run Family Packs.

II. Year one - Identify all family Cub Scout Packs that do not have transition plan for older 

female Cub Scouts

Council Traditional Membership History –Does not include Scoutreach or In School Scouting

2017 2018 2019 2020 2021* 2022*

17,914 18,141 17,556 13,689 15,500 17,000



Pillar 4 Focus Areas & Tactics
Program

Pam Fleagle & Mike Neuman
¾ Using dynamic program, trainings and council -wide events, the 

Baltimore Area Council will provide opportunities to engage youth and 

adults, keeping them in the movement while attracting new members.



Council/District Program Objectives
ÅActivities/Trainings

Through effective programing and marketing, achieve a goal of 50% of unit engagement and 

participation in council/district activities and trainings

ÅCouncil Wide Encampment
Host a Council Wide Encampment every 3 years at an exciting external, highly visible 

venue. Through planning, promotion, and execution have at least 40% Council Wide 

participation and out of council participation in 2024.

ÅGood Turn Service Project
Grow support and penetration of Scouting For Food Program to include unit participation 

and geographical canvasing with a goal of having at least 75% -unit participation.

ÅOrder of the Arrow
Leverage and expand the utilization of the OA program across the council and districts with 

an annual membership growth of 5% to further recognize youth, enhance member retention, 

and the development of youth leaders.

ÅAdvancement
Increase % of youth advancing through streamlined resources, access to

technology and education of policy/procedure.



ÅIncrease the attendance to 40% of enrolled Cub Scouts at Baltimore Area Council 

Day Camps by 2024.

ÅRestructure the number of Day Camp Programs held vs the density and participation 

at the Cub Scout and Unit Level

ÅStandardize camp/program for a more consistent camp value including cost to 

attend and Campership/Scholarship opportunities; allowing more Scouts to 

participate.

Cub Scout Day Camp Objectives

Council Day Camp Participation History (% of Cub Scouts Attending)

2015 2016 2017 2018 2019 2021 2022* 2023* 2024*

35% 35% 37% 36% 33% 18% 33% 37% 40%

* - Projection



Resident Camp
I. Develop multiple adventure and/or specialty programs at Broad Creek as 

summer camp electives for older youth by the summer of 2023

II. Develop capacity and demand for an independent, self -sustaining Cub Scout 

Resident Camp program consisting of at least three weeks worth of sessions 

by the end of 2024

III. Build a camp marketing process that results in camper growth of 15% annually 

from 2022 to 2024

IV. Expand year -round program offerings to increase year -round camping budget 

surplus from 2022 to 2024 by 20%

V. Increase attendance and efficiency of the Broad Creek Memorial Scout 

Reservation year -round operation to become budget net positive by 2024



Resident Camp Evolution
By The Numbers

Broad Creek Memorial Scout Reservation –Summer Camp Participation/Unit History

2015 2016 2017 2018 2019 2021

Council Scouts 

BSA

Youth 1,113 906 614 624 644 676

Units 110 106 62 63 62 69

Out of Council 

Scouts BSA

Youth 133 354 285 203 134 159

Units 7 33 23 22 16 14

Cub Scouts
Youth 443 439 359 191 149 89

Units 115 105 90 39 53 30

Total youth: 1,689 1,699 1,258 1,018 927 924



Pillar 5 Focus Areas & Tactics
Marketing 

Ed Callahan & Sam DiStefano

“The Baltimore Area Council will develop a cohesive marketing calendar that 

encompasses the goals laid out by the pillars of the Strategic Plan to deliver 

accurate and timely messaging. The Council website will also undergo 

changes in service providers in order to create a more user -friendly space 

for Scouts, volunteers, and others.”



Future Marketing Plans / 

Calendar
I. Construct a month -to-month calendar that encompasses social media, email, print, and 

any other marketing outlets, for major goals (i.e., events, fundraisers, program 

announcements, membership, etc.)

II. Build out a six -month calendar to start as a test period for aligning the calendar with 

specific goals and outcomes for each pillar. Once this test period is over, look into what 

worked and what needs improvement to build out calendar moving forward.

III. Schedule regular meetings to coordinate with volunteer chairs and staff advisors to 

ensure that everyone is on the same page as far as the marketing initiatives for each pillar 

are concerned.

IV. Monitor analytics (social engagement, likes, shares, clicks, etc.) and regularly revisit what 

is working and what is not, and adjust accordingly with guidance and approval from 

relevant pillar.



Website

I. Deep dive into website: Determine the need and feasibility to move to 

another website platform allowing easier access and updates. What is the 

cost and resources needed in moving on from our current provider? How 

can we simplify our current processes? What will be the most user -friendly 

way to move forward?

II. Determine process to allow easier access, better format and update of the 

Council and District calendar dates (12 -18 months) posted on the Council 

webpage.

III. Clean up current website. Bring each site destination to as few clicks as 

possible. Adjust formatting for certain pages as needed.



Pillar 6 Focus Areas & Tactics
Finance & Fund Development

David Hodnett & Dan Lentz

To support the mission of Scouting and enable achievement of our budgeted priorities, we 

seek to broaden our base of financial support, improve continuity and consistency of giving, 

rationalize our fundraising efforts to focus on the most fruitful efforts, and provide 

opportunities for focused giving that support key operating and program activities -

all through enhanced transparency of sources and needs.



Special Events
I. Formation of a council -wide Special Events Steering Committee to discuss best practices, 

number and format of events, and strategic approach to securing honorees / committee

a. Grow Special Event Funding by 5% Annually for the next three years

b. Review Honoree candidates with industry community

II. Creation of a Sponsorship Opportunities magazine featuring all council -wide special events; 

use as a resource for soliciting package deals with major corporate and individual donors & 

prospects

a. 2023 dates, locations, sponsor levels & chairs identified by August 2022

b. 2024 dates, locations, sponsor levels, chairs & honorees identified by August 2023

III. Create written process (event binder) for each special event by Year -End 2022

DRAFT

Event 2017 Net 2018 Net 2019 Net 2020 Net 2021 Net

DCAD $ 298,606 $ 205,924 $ 147,839 $ 242,941 $ 261,105

Health Luncheon $ 85,370 $ 99,017 $ 101,577 $ 125,037 $ 140,000

Various County Good Scout 

Events
$ 202,837 $ 216,692 $ 202,761 $ 120,698 $ 241,700

Council Golf $ 44,838 $ 37,465 $ 30,035 $ 32,030 $ 43,458

Sporting Clay Classic $ 100,328 $ 125,292 $ 104,940 $ 87,316 $ 126,000

Gathering of Eagles $ 12,419 $ 26,794 $ 24,416 $ 6,000 $ 25,000

Whitney Young $ 16,539 $ 21,926 $ 41,421 $ 68,387 $ 60,000

Eagle Mom $ 1,881 $ (242) $ 2,014 $ 3,009 $ 3,000

Total $ 762,818 $ 711,731 $ 628,721 $ 662,042 $ 900,263



Cultivation & Stewardship

I. Create written annual plan for the process of (a) cultivation of new donors, 

and (b) stewardship of existing donors; determine giving/rating levels for 

each tier

a. Review creation of multi -year/auto -increasing giving recognition   

program

b. Enlist expertise from development staff at -large, 

local non -profit organizations

II. Create a written plan for strategically identifying, researching, engaging 

and following up with event attendees by August 2022

III. Develop the process of working with current donors to leverage their 

network for additional donors; develop larger donor base by June 2022

IV. Create a plan for systematic engagement of more Scouting alumni by 

March 31, 2022



Major Gifts & Foundations

I. Develop a year -round Finance Steering Committee of 5 -7 individuals for identifying and 

prospecting major funding sources within the community for all major giving categories; 

create a succession plan of 2 -3 year terms

a. Foundations (major community foundations & private/family foundations)

b. Endowment

c. Capital

d. FOS

e. General

f. Events

II. Review and refine BAC Major Giving Opportunities brochure to include operating, capital, 

endowment, (Sc)outreach, and funding special projects by February 2022

III. Review endowing certain operating expenses

a. Research and apply for capacity -building funding for 

Council Alumni Director position

b. Develop an initiative to define giving opportunities to meet various needs within the 

council



Friends of Scouting & 

Product Sales
I. Evaluate sustainability of current BAC product sales programs, and create a recommended plan for 

future product sales

a) Popcorn 

b) Camp Cards / Scout Coupon Card

II. Focus on Unit Champions for growth in Family Friends of Scouting

III. Review possible need for a Council Program Fees, and if/how to implement

Friends of Scouting and Product Sale History

2017 2018 2019 2020 2021

District Friends of Scouting Overall $713,780 $717,692 $815,555 $616,592 $533,926

Å District Family Friends of Scouting $492,852 $445,432 $504,741 $410,637 $354,771

Council Friends of Scouting $948,515 $962,176 $1,073,824 $900,787 $801,256

Popcorn Sale $1,349,620 $1,522,435 $1,392,413 $333,048 $800,000*

Camp Cards $386,870 $311,315 $276,669 $197,858 $76,250



Questions / Comments / 

Actions

Next Steps :

ÅComplete Fireside Visits & Virtual Meeting

ÅReview Plan at 11/18/21 Board Meeting

ÅFinal Review at 12/19/21 Executive Committee Meeting

ÅPlan implementation and Rollout 1/1/22

ÅDistrict Realignment effective 7/1/22
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