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Accelerated Scouter Onboarding (Phase 3) Pilot Proposal


	Pilot Name 
	Accelerated Scouter Onboarding (Phase 3)

	Pilot Roles 
	Accountable Functional Key 3: Participating CK3 Teams
	Host Council: 
Greater Toronto Council
	Project Manager:
Mariko Zamani
	Pilot Champion:
Shirley Larson

	Project Date
	Start Date: Monday July 15th, 2024; End Date: Friday November 30th, 2024

	Critical Shift & Business Plan Alignment 
	Critical Shift: Drastically increase the number of volunteers per Section.

Related FY25 Business Plan Objective this is progressing:
- Program/Impact: Adult volunteers increasingly believe National has made program planning and delivery easier.
- 8 Better Programs concepts have been piloted at the Council scale or equivalent.


	Pilot Overview
	The Accelerated Scouter Onboarding Phase 3 pilot project takes the successful steps and positive results that Saskatchewan Council has experienced though their original pilot and scales it up to 8 different Councils across Canada struggling with capacity challenges and working proactively to welcome wait listed youth as quickly as possible.

The project will have participating Council CRMs committing to be a part of a Project Team that reviews the existing pilot collectively to make initial adjustments, solicits feedback from other CK3/Functional K3 teams via 1-2 virtual info and feedback sessions about the pilot and after final revisions, implements the pilot simultaneously within their Councils from September 1st until November 30th, 2024.     

The Accelerated Scouter Onboarding pilot aims to move Scouters more quickly through their onboarding process by getting them on the floor as a Scouter (approximately 2 weeks) once they have completed their required screening requirements (CoC/PRC/VSS/Ref/Int/RiS). Once mentoring and learning experientially on the floor at Section meetings, they then have 60 days to complete their required training elements (SF) to fully Active status. They still get 1 year, as usual, from the date of registration to complete their WB1 (or pass their Scouter Development Map Self-Assessment) to maintain their Active Scouter status. Efficiency of the onboarding process is a major benefit. For the duration of this pilot, we will offset the concerns of keeping onboarding Scouters of wait listed youth engaged by increasing the number of free meetings a youth can attend prior to registration from 4 free trial meetings to 5.


	Pilot Objectives
	Measurable objectives for tracking to assess success:
-Implement the pilot with a minimum of 5 Groups per Council (35 Groups total) and approximately 350 participants spanning West, Central and East regions. 
- Solicit feedback from 70% of Groups committed to participating in the pilot from Sept 1st to Nov 30th, 2024.
- Track the actual completion rate in new Scouter (compliance) to active status (% increase), the average timed completion of new onboarding Scouters to active status, and youth wait list numbers (% decrease) over the 3-month span to measure success of the pilot.
-Evaluate the Accelerated Scouter Onboarding model for National implementation.

Key concepts to test and/or learn through this pilot:
- Test if new Scouters are staying engaged and seeing their screening and training through at a noticeably higher rate.
- Test if being on the floor sooner improves the new Scouters’ motivation to complete their screening and training more efficiently.
- Learn how the original initiative concept can be modified/improved to make for a smooth National rollout that is offered to all Councils.


	Key Stakeholders
	Name or Key 3
	Needs
	Interests
	Concerns
	Expectations

	
	Shirley Larson (Saskatchewan Council) 
	Sharing their Council’s pilot across Canada to help other Councils with their capacity/onboarding struggles.
	Providing guidance, experience, and learnings to the Project Team for a National rollout of the initiative.
	 Concerns with increasing Capacity/Ratio before RiS is completed.
	Finding the best way to move forward with reviewing, adjusting and rolling the original idea out on a National scale. 

	
	Marlene Harris & Sandra Kellar (GTC)
	A solution to their Council’s capacity and compliance issues.
	Working together to adjust the original concept into one that will suit and help all Councils in the region and across Canada. 
	Concerns with original concept (re: safety, increasing capacity and RiS)
	Tackle their challenges with capacity, and new Scouter compliance and fulfill their Business Plan goal.

	
	Cat McCready (CEC) 
	Finding a simplified way to onboard temporary/ seasonal Scouters 
	Meshing the original concept with their idea of forming a seasonal Scouter role that allows students to volunteer their time for 3 months.  
	Fitting this pilot in with Business plan goals. 
	Tackle their challenges with capacity, and new Scouter compliance and fulfill their Business Plan goal.

	
	James Miniotas (Battlefields Council)
	Finding a simplified way to onboard Scouters to stop the trend of new Scouters “bolting from the process”.
	Meshing the original concept with their idea of forming a seasonal Scouter role that allows students to volunteer their time for 3 months.  
	Fitting this pilot in with Business plan goals.
	Tackle their challenges with capacity, and new Scouter compliance and fulfill their Business Plan goal.

	
	Nikki Donadio (Shining Waters Council)
	A solution to their Council’s capacity and compliance issues.
	Working together to adjust the original concept into one that will suit and help all Councils in the region and across Canada.
	N/A – None expressed thus far.
	Tackle their challenges with capacity, and new Scouter compliance and fulfill their Business Plan goal.

	
	Don MacDonald (Northern Ont)
	A solution to their Council’s capacity and compliance issues.
	Working together to adjust the original concept into one that will suit and help all Councils in the region and across Canada.
	N/A – None expressed thus far.
	Tackle their challenges with capacity, and new Scouter compliance and fulfill their Business Plan goal.

	
	Viki Fanous & Leisa Erhardt & Rachel Hobson (FVC)
	A solution to their Council’s wait list, capacity and compliance issues.
	Working together to adjust the original concept into one that will suit and help all Councils in the region and across Canada.
	Concerns with original concept (re: safety, increasing capacity and RiS)
	Tackle their challenges with capacity, and new Scouter compliance and fulfill their Business Plan goal.

	
	Alice Koller (NBC)
	Moving forward with this pilot as planned.
	Being a part of Phase 2 of pilot, with the pause for summer break, NBC is wanting to continue forward with the pilot and share learning with others.
	N/A – None expressed thus far.
	Tackle their challenges with capacity, and new Scouter compliance and fulfill their Business Plan goal.

	
	Patrick Campbell - Safe Scouting
	Absolute alignment with SC safety policies. 
	External perception of safety as a priority.
	Mismanagement of the pilot by Groups/Volunteers. Scouters not abiding by Safety policies.
	Communication and sharing along the way to be able to consult and guide the process and progress.

	
	NK3/Eric Schmitt
	Communication and sharing along the way to be able to consult and guide the process and progress.
	Alignment with Council Business Plans. A well-thought-out charter. Safety as a priority. Good use of CK3 time.
	Proper management of the Council’s trials with the pilot (ex. Managing the progress of all participants in especially larger Councils).
	Success with improving compliance and capacity issues for Councils across Canada.

	
	Board of Directors
	Communication and sharing along the way to be able to consult and guide the process and progress.
	Safety as a Priority
	Whether or not this pilot can be successful when scaled up to larger Councils in Canada.
	Success with improving compliance and capacity issues for Councils across Canada.

	
	Other CK3s & Functional Teams
	Learning about the pilot and opportunity to provide feedback through its development.
	Understanding timelines and how their input can help to improve the pilot. Giving feedback on the concept.
	Wanting to know when their Council can pilot the idea. How Councils will manage the progress of the pilot. How safety remains a priority. 
	Learnings & findings shared with support in helping them try the initiative in their own Councils as soon as possible.

	
	Andrew Sweet
	Needs: N/A
	Interests: Supporting the pilot by connecting summer camp hiring managers.
	Concerns: N/A 
	Expectations: N/A

	Deliverables
(This will be used on the dashboard to understand “Scope”.)
	In Scope
Products, services, and/or results created by this project:
· 1 Summer staff contract extended to Nov 30th, 2024, to assist with 2nd interviews and manual references for 8 participating Councils.
· Participation by 8 Councils
· Project Duration - 4 months
· Participants - 432 onboarding Scouter participants across 8 Councils
· Results - x% of pending Volunteers accelerated through their screening & training
· Results – x% of wait listed youth welcomed in to Scouting by Nov 31st, 2024 
· An executive project summary report that reviews the pilot and provides recommendations for next steps.




	Out of Scope
What this project will NOT deliver:
· Ongoing hired staff member(s) to support
· A Volunteer support Champion Team for each participating Council
· An invite for additional Councils to join the pilot throughout.
· Recruitment of new Volunteers for this pilot.
· Individualized adjustments to the pilot throughout.
· Limited pilot timeline from July 15th to Nov 31st, 2024.

	Milestones
(This will be used on the dashboard to understand “Timeline”.)

	- Project Team assembled by July 15th, 2024 (DONE)
- Draft Charter/Project Brief completed by July 26th, 2024 (DONE) 
- Project Team initial meet by July 29th, 2024 (DONE)
-Sharing of upcoming virtual info/feedback sessions on Ops or All-Staff Call by Aug 23rd, 2024 (DONE)
- 2-4 Project team planning meetings to hash out details and get aligned by August 21st, 2024 (DONE)
-Purchase of Onboarding Scouter ID and creation of ID tag printable cards by Aug 23rd, 2024 (DONE)
- 1-2 Engagement Info/Feedback Virtual Sessions with CK3 and Functional K3 Teams by Aug 31st, 2024 (DONE – 2 Sessions)
-Hiring of Contract Staff member by Aug 31st, 2024 (DONE)
- Project Team Final Review and Adjustments of Pilot prior to launch by Sept 6th, 2024 (DONE – Sept 4th, 2024)
- Launch of Phase 3 Pilot by Sept 9th, 2024 (DONE – Launched with Sept 2nd, 2024)
- 5 Check-In Project Team meetings between Sept 1st-Nov 30th, 2024 (IN PROGRESS)
- End Phase 3 Pilot by Nov 30th, 2024 
- 1 Project team retrospective meeting to review and discuss Phase 3 learnings to make changes to the pilot by Dec 11th, 2024 (Scheduled for Dec 4th, 2024)
- Executive Summary created by Dec 15th, 2024  
- Update Trail Card as required by Dec 15th, 2024
- If results are proven to be successful on a bigger scale, a National rollout available to all Councils across Canada by Jan 2025.


	Budget
(This will be used on the dashboard to understand “Budget”.)
	- Project’s Budget Total: $10,000
- Hire 1 part-time Volunteer Onboarding Support Staff member to support with interviews (as a 2nd interviewer) and to complete manual Reference Checks as required. (~$3,500.00-$4,000.00).

1 Part-time Staff Member Contract (146hrs over 12 wks @ $24/hr): $3,504.00
Participant ID Lanyards & Tags with Buttons + Tax & Shipping (500 ct): $661.81
8 Council Contingency $500/Council (Group mail out, Thank You Gift, promo materials etc.): $4,000
Pilot Contingency: $2,000.00 

Total: $10,000 
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