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UNIT PROGRAM PLANNING GUIDE
Using Your Unit Program Planning Guide
Unit Program Planning

Why plan? Planning ensures you have a balanced program that fits the needs and desires
of your unit’s members. It also ensures enough lead-time to make arrangements and to
recruit quality consultants. Planning is the key to a successful program. This guide is one
tool to use when planning and carrying out the unit’s program. Distribute the program
guide at the Annual Unit Program Planning meeting. Unit leaders should review this guide
to see how each section is used. This guide will assist you as you plan programs and make
assignments. It’s also a great tool for planning your unit meetings.
Adult leaders are responsible for ensuring that all unit programs and meetings meet the
high expectations of the members. How you do this determines the kind of unit you have. If
you want exciting, hands-on meetings that everyone attends, fun activities that everyone
looks forward to, no recruiting problems, and an annual activity that will be remembered
for a lifetime, you must plan and lead, seriously.
This GUIDE has been used by many units for several years and has been successful in
planning programs that youth members want, that gets other adults involved in a small
way, and developing skills and confidence in those who take on a leadership role.

Unit Program Position Descriptions
Unit Leaders
For this GUIDE, the term Unit Leaders is intentionally generic. For Cub Scout packs, this
would be adult leaders in the pack, whereas in Scout troops youth members of the Patrol
Leaders Council could be included, and in Venturing Crews members of the Crew Officers
could be involved. This is a decision best left to the units and should be based upon the
abilities and readiness of a unit’s youth leadership.
Role of Activity Chair
The Activity Chair for an activity is selected by unit leadership, and is responsible for
(1) Planning (date, time, location, additional manpower needed, budgeting)
(2) Promotion
(3) Carrying the activity.
For relatively simple activities, the Activity Chair alone may be able to carry out these
three responsibilities. However, some activities may require a small group or team to be
successful.
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Program Consultants
A Program Consultant is a person, 21 years of age or older, who has special skills, talents,
facilities, or contacts in an interest area related to an activity. A Program Consultant may
be someone from inside your unit or may be from outside your unit. An example would be
a local EMT willing to help teach first aid. A Program Consultant can be called upon to help
deliver a program or provide further information on a program. Program Consultants are a
great resource in introducing your unit to an activity or program.
Program Consultants can be found in your own unit, by searching out information on various web sites, or even by connecting with other units, for example, a law enforcement
Explorer post could help with finger printing merit badge, while a Venture crew which specializes in shooting sports or SCUBA could provide your unit resources and opportunities.
For Scout troops, merit badge counselors could take on this role.
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Key Points
•
•
•

During planning, consider the calendar / timeline of expected advancement and or
recognitions.
Training for adults and youth
Successful units usually meet weekly, have a monthly outing and have an annual longterm camp experience

Identifying Interests of Unit Members

Remember that you represent the membership of the unit, so be sure to ask the members
you represent what they would like to do during the next year. You will lead your unit in
step one – Brainstorming.
1. Brainstorming Session (conducted by an enthusiastic, open minded, Unit Leader)
Remember that in brainstorming there are no bad ideas. Go crazy - anything is possible!Start by putting up two pieces of flip chart paper or tag board, one for youth members,
and one for adults. Each begins by writing down their name, and then two activities which
they would like to do in the coming year. It is important to get everyone up off their feet,
doing this at the same time, and getting as close to 100% involvement as possible. See
example charts and ideas for successful Brainstorming on page 6 to help you prepare for
brainstorming for ideas of activities.
2. Identifying Resources and Manpower
Use the information gathered during the brainstorming session to identify the interests of
the adults in your unit. When these adults are identified, they should be put at the top of the
list to be an Activity Chair or a Program Consultant for an activity in which they have an
interest in doing.
3. The Unit Activity Interest Survey
Remember to follow up with any youth and adults who were not able to attend the meeting
and get their ideas of things which they would like to do.
4. Annual Program Planning Session
Your Annual Program Planning is probably the most critical meeting of the whole year.
Often held in a retreat setting so as to have enough time to DRAFT a quality annual program plan, complete with meeting dates and themes, monthly activity dates and themes,
and long trips so that members can plan accordingly and so you can avoid conflict with
school dates, holidays, and other activities. When you attend the Annual Program Planning
session, you should already understand your role as a unit leader and have surveyed your
members on what they want to do.
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5. Prioritizing Program Ideas
Consider whether some program ideas can be grouped together: If both mountain biking
and camping are on the list, you can combine them in one trip. See if you can come up with
a theme for a period, such as a month or more. For instance, you might decide that sailing
is popular enough that you could have four or five sailing meetings and two weekend sailing activities. It is important to do this before you move on to scheduling.
6. Scheduling
Once you have a good list of programs, you are ready to schedule them. It probably will
help if you first put in important school dates, holidays, and other events and dates that
could cause schedule conflicts for your members, then schedule your activities around
them. When setting your annual calendar, try to plan a balance of activities in each of the
six experience areas. A planning calendar is located at the back of this booklet.
7. Assigning Activity Chairs
Once you have built a good calendar for the year, you are ready to recruit your Activity
Chairs. These are other unit leaders or adults from the unit who will each be responsible for
a meeting or activity. It is crucial to select and recruit Activity Chairs who will plan and run
a quality program. Put out a challenge: could your activity be able to be carried out in such
a way that participants experience all 6 Experience Areas (Leadership, Outdoor, Fitness,
Service, Citizenship, Social) during this one activity?
The Activity Chair should explain the activity to the Program Consultant who is helping
and find out how his or her expertise can be helpful for the activity. In addition, the Activity
Chair should review with the Program Consultant what is expected of him or her and what
equipment or supplies are needed, if any. Remember, though, the Program Consultant is
there to help with the activity, NOT to chair the event or activity.
8. Follow-Up
Follow-up with your Activity Chairs to make sure they have recruited consultants, have a
budget, secured equipment, and made special meeting preparations. Offer them assistance
and be supportive. Being an Activity Chair is great training for other leadership roles: your
follow-up will help them succeed.
9. Monthly Planning Review
An excellent time to review planning progress for upcoming meetings and activities is
during your monthly unit leader meeting. Always remember that even though you have Activity Chairs, it is your responsibility as unit leaders to ensure a quality program, and that
plans are on track throughout the year.
10. Have Fun!
If all the preparation and planning are done well, you will have fun, exciting, informative
programs that you and all the other unit members will want to be part of. Enjoy your
success!
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How to Brainstorm
Brainstorming is an essential part of good thinking, and it is an essential part of coming to
good decisions. How does brainstorming help you think better and make better decisions?
First, it helps you get out good ideas and information. Second, it fosters creativity; it encourages people to see possibilities. Brainstorming causes you to stretch— to not stop at
the first thing that comes to your mind but to keep thinking. Third, it encourages everyone
in a group to participate. Fourth, brainstorming is fun and causes us to get caught up with
thinking in a way that makes us want to think some more. Lastly, it creates excitement,
synergy and identifies resources! Here are some suggestions and guidelines to apply to a
group brainstorming session.
Individual Suggestions
The following are some suggestions to help you get in the mind-set to brainstorm:
•
•
•
•
•

Relax, and let pictures freely come to your mind
Concentrate on what you’re brainstorming about, try to get everything else off your
mind and focus on the subject at hand
Don’t criticize or judge your own ideas internally - If you do, you’ll start hesitating and
being too careful
Take creative risks; think in terms of no limits
Believe in and use your own experience as a springboard for ideas - Each person has all
the experiences he or she needs for brainstorming

Group Guidelines
Now you’re ready! The next step is to help create the right kind of environment for the
group to brainstorm together. You contribute to this kind of environment when you:
•
•
•
•
•
•
•
•
•

Put up poster boards, flip chart paper, etc. where everyone can see it. Have someone list
the ideas in bold print for all to see. See examples on next page
Encourage as many ideas as possible
Don’t judge ideas (as good or bad) during brainstorming
Don’t look ahead to making decisions, stay totally in the brainstorming mind-set
Build on one another’s ideas
Encourage participation from everyone in the group
Don’t’ worry about the words you’re using to express an idea - Simply try to describe the
picture you’re seeing
Be sure to list the youth members name alongside the suggestion he or she makes. If a
Scout or Venturer, this youth member may be the best candidate for being the Activity
Chair – with adult support.
Your goal is to have 100% participation.
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When you engage in brainstorming, think about the two words that make up this word.
Once you experience brainstorming, you’ll realize that it is like a storm in the brain. Ideas
begin to flow that you never knew you had—and one idea breeds another idea, and that
idea breeds yet another. Brainstorming often surprises people. It blows off the thoughts
that lie on top and exposes ideas we are often unaware are inside of us. We begin to appreciate more fully, what we are capable of and how creative we are. By causing us to stretch
beyond our usual way of thinking, brainstorming makes it hard for us to snap back to
where we were before, because we’ve grown.
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Examples of Brainstorming Sheets
Remember that in Brainstorming there are no bad ideas. Go crazy - anything is possible!
Do not stifle the process with statements of “that is not allowed”. Allow the process to be
fully completed. After your unit has developed a list of potential programs, go through the
list and mark out ideas that might not be realistic or within the Guide to Safe Scouting for
your unit. Also be sure that the youth member’s name is alongside the activity suggested.
Be sure to conduct these brainstorming sessions separately, so that ideas are formed freely
and independently.
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If your unit chooses an activity/interest that does not have a resource from your unit’s
adults, you can look for additional support from neighboring units, info from web sites, district and council resources, etc.
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