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l. Introduction

In March 2007, NCCS leaders asked School & Main Institute to assist with NCCS’
“Reflect, Rejoice, and Renew” Renewal Process. We outlined several activities we felt
would bring affirmation, issues, and the best thinking- from all levels, unit, diocesan,
and national - to the fore.

e Feedback Survey: Targeted to unit and diocesan volunteers but open to all
respondents, followed by a series of interview calls with at least 25 survey
respondents.

e Organizational Self Assessment: An internal reflection process with members of
NCCS’ governance structure (phone interviews and focus groups).

This report presents our findings from the Feedback Survey process. Throughout the
process, we were struck by the caliber of people who responded and their wilingness
to discuss successes and challenges thoughtfully and realistically. There is little doubt
they want and need a national organization working with them to advance Catholic
Scouting. We hope the findings and review process give NCCS the momentum it needs
to renew its vision and strategies for supporting them.

Feedback Survey Purpose and Process
In April-May 2007, SMI staff worked with NCCS leaders to design the Feedback Survey
tool and process.

Obijectives:
e Solicit feedback on NCCS’ mission, role, program/service offerings, tools, and
operations.

¢ Examine the role of Diocesan committees.

e Explore experiences people have had positioning Catholic Scouting as youth
ministry.

e Tap the field for ideas and suggestions that would improve NCCS.

e Engage diocesan and unit level leaders in NCCS’ Renewal process

Process:

e SMI conducted introductory calls with Executive Committee members.

e We created a draft of Feedback Survey questions and reviewed them at a
meeting with Executive Committee and other NCCS members (Atlanta, April 2007).
We also discussed methods for getting the survey out to diocesan and unit leaders.

e Working with Bob Oldowski and other Renewal Process Task Force members we
finalized the survey and distribution options. The decision was to use NCCS’
newsletter, The Bridge, as the vehicle for this survey.

e We distributed the survey and collected responses. Print copies were included in
the July 2007 edition of The Bridge. People were given the option to respond online,
by fax, or by mail.

e To encourage response, we worked with John Ribar to send word through Regional
Chairs. Surveys were also distributed and collected at this summer’s Philmont
training.

e We reviewed all survey responses, filtering data when appropriate to look at
variations between groups (unit, diocesan, national respondents).

e We reviewed the list of people who indicated a willingness to patrticipate in a
phone interview and selected a pool of unit and diocesan level representatives (no
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regional / national). We scheduled two ‘focus group’ conference calls but had no
takers - for reasons of scheduling, people preferred 1-on-1 calls.

e SMi staff conducted the interview calls, each lasting 30-60 minutes. We explored
ideas and issues reflected in the person’s survey responses. We also asked for
thoughts on key themes we saw across survey responses and calls.

e We prepared a draft report and recommendations and reviewed these with Bob
Oldowski.

¢ We met with NCCS Executive Committee members in Dallas to review major
themes and our recommendations and to identify next steps.

Format of the Report
This report presents findings for six dominant themes that emerged from survey responses
and calls:

NCCS’ Mission

Programs, Activities and Training Support
Diocesan Committee Support
Relationships & Partners

Marketing, Outreach, and PR
Communications

(To review all responses to all survey questions, please see Appendix 2.) Under each
theme, we summarize our main findings and provide samples of what respondents
themselves had to say. We also share a list of the specific suggestions they made - this
level of detail may be useful later.

In the final section, Section IV, we provide School & Main Institute’s overall conclusion
and recommendations.
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. Who Responded

In total, we received responses from 360 people:
301 online (83.6%)

28 by mail

8 by fax

23 from Philmont (print copies)

Responses came in from 36 states, the District of Columbia, and 2 international

locations:
AK 1 KY 3 NY 18
AZ 6 LA 5 OH 12
CA 11 MA 8 OK 2
CO 3 MD 5 OR 1
CT 1 M 11 PA 9
DC 1 MN 6 TN 7
DE 21 MO 6 X 14
FL 7 MS 1 VA 10
HI 2 NC 4 WA 35
A 1 NE 1 Wl 4
IL 7 NJ 1 Mexico 1
IN 1 NM 2 "Overseas" 1
KS 1 NV 1 Not given 3

Respondents identified themselves by the following roles:

Unit leaders 47.3 %
Other unit volunteers 29.9%
Youth ministries staff 17.4%
Diocesan committee members 44.8%
Regional NCCS 3.1%

National committee members 13.1%
Other 22.3%

A number of people identified multiple roles. 39% identified themselves as ONLY unit
leaders or unit volunteers.
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lIl.  Findings & Feedback

| A. NCCS Mission

Main Findings
o 92% of people agreed with the NCCS mission statement and role as stated in the
survey.

o Disagreement voiced in response to the direct question about NCCS’ mission
centered on three issues: the extent of the relationship with BSA, relationship with
programs serving girls (Girls Scouts, Camp Fire, American Heritage), and the intensity
or nature of faith-based activities promoted by NCCS and emphasis on youth
ministry.

We did find that responses to other survey questions and our phone conversations
raised several mission-related questions:

What is NCCS’ role related to marketing and awareness building?

Should NCCS communicate with and/or directly support unit level leaders and
scouters?

NCCS’ mission statement doesn’t necessarily seem to preclude these activities but
they aren’t explicitly addressed and we heard varied expectations across unit,
diocesan committee, and national leadership.

In their Words

e “More Catholic focus and resources... move away from BSA.”

e “Do not limit the ministry to Catholics. Write programs and reach out to all youth
regardless of current faith.”

¢ “Aside from the opening prayer, how would | know | was at a Catholic Scouting
meeting?”

e “Our programs need to support our people's faith development, not as a
complement to BSA.”

e “Would like some mention of other scouting (Girl scouts, Campfire girls...).”
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B. Programs, Activities and Training Support

Must Have Nice to Not Haven't Don't Know Rating Response
Have Needed Used What it Is Average Count

a) Religious Emblems: Light of 84.1% (243) 9.0% (26) 0.7% (2) 2.4% (7) 3.8% (11) 4.67 289
Christ, Parvuli Dei, Ad Altare
Dei, Light is Life, Pope Pius XII
b) Unit Awards: National 37.7% (109) | 36.7% (106) 4.2% (12) 10.0% (29) 11.4% (33) 3.79 289
Catholic Quality Unit Award -
Pope Paul VI, Gold Medallion,
Golden Bow
c) Adult Recognition 53.1% (153) 27.1% (78) 2.4% (7) 7.3% (21) 10.1% (29) 4.06 288
Programs: Bronze Pelican, St.
George, Silver St. George
d) Activity Emblems/Patches: | 42.0% (121) | 39.6% (114) 2.8% (8) 6.3% (18) 9.4% (27) 3.99 288
Rosary Patch, International
Awareness Activity Award,
Duty to God Patch
e) National Quality Diocesan 23.5% (67) 36.1% (103) 7.4% (21) 9.1% (26) 23.9% (68) 3.26 285
Committee Award
f) NCCS Good Turn Service 18.8% (54) 30.6% (88) 6.6% (19) 16.3% (47) 27.8% (80) 2.96 288
Project
g) NCCS Award for 15.5% (44) 29.9% (85) 6.7% (19) 15.1% (43) 32.7% (93) 2.80 284
Excellence
h) “Scouting in the Catholic 34.7% (100) 20.5% (59) 2.1% (6) 22.9% (66) 19.8% (57) 3.27 288
Church” Training Conference
- Philmont Center
i) NCCS Biennial Conference 28.2% (81) 22.0% (63) 2.8% (8) 19.2% (55) 27.9% (80) 3.03 287
i) St. George Trek — Philmont 28.8% (82) 26.7% (76) 1.4% (4) 21.1% (60) 22.1% (63) 3.19 285
Scout Ranch
k) Scouter Development (Lay 31.0% (89) 24.7% (71) 3.1% (9) 15.0% (43) 26.1% (75) 3.20 287
Apostolate Formation)
) Fast Start Training (New 38.0% (109) | 20.9% (60) 1.7% (5) 16.0% (46) 23.3% (67) 3.34 287
Diocesan and Regional
Leaders)
m) World Youth Day 14.3% (41) 33.8% (97) 7.7% (22) 23.3% (67) 20.9% (60) 2.97 287
Preparation
n) NCCS Endowment Fund for 13.6% (39) 32.2% (92) 5.9% (17) 16.4% (47) 31.8% (91) 2.79 286
International Catholic
Committee on Scouting
0) Scout Scholarships 30.8% (88) 31.5% (90) 3.1% (9) 11.9% (34) 22.7% (65) 3.36 286
p) Activity Publications: 39.5% (111) | 23.5% (66) 2.1% (6) 11.4% (32) 23.5% (66) 3.44 281
Teaching Values Together,
Scouting is Youth Ministry, etc.
q) Diocesan Committee 34.3% (98) 25.2% (72) 2.4% (7) 12.6% (36) 25.5% (73) 3.30 286
Publications: CheckKlist,
Organizing New Units,
Financing the Catholic
Committee
r) NCCS Web Site 55.6% (160) 22.9% (66) 0.3% (1) 10.8% (31) 10.4% (30) 4.02 288
s) Bridge Newsletter 37.2% (106) | 28.8% (82) 1.4% (4) 11.6% (33) 21.1% (60) 3.49 285
t) eBridge Email Updates 30.0% (86) 30.3% (87) 2.4% (7) 13.9% (40) 23.3% (67) 3.30 287
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Main Findings

¢ An overwhelming majority of people (84.1%) said that Religious Emblem programs
are a “must have.” People did make suggestions and requests related to materials,
program length, delivery format, and training support (see below). However, we
consistently heard that these programs are excellent, often better (“in a different
solar system”) than local CCD offerings. Suggestions for improvement emphasized
the need to keep programs and materials “exciting,” “fun,” up-to-date, and in sync
with youth. Several people identified programs they felt were too rigid or too long
(Ad Altare Dei) given the time they have with scouts and young attention spans.
One person noted that he needs materials to work for both boys and girls.

e NCCS’ other program and services fell into the “must have” or “nice to have”
category. However, a significant portion of people did not know about most
programs and were surprised by the extent of the list. A resounding chorus in survey
responses and calls was: You’re doing plenty and you do good work, now “get the
word out!”

e Unit leaders and unit level volunteers identified only two programs as “must have’s”:
Religious Emblems (85.5%) and the NCCS web site (44%). (These were the only two
identified by all constituencies as “must have’s.) For 15 of the 20 programs listed, the
majority of unit leaders indicated they “don’t know what it is.”

e A majority of Diocesan Committee members rated seven programs/supports as

“must have’s”:

Religious Emblems: 92.0%

Adult Recognition Programs:  84.6%

NCCS Web Site 61.5%

Activity Emblems 53.5%

Unit Awards 46.2%

Scouter Development and the NCCS Good Turn Service Project Tied at 38.5%

A majority of Diocesan level volunteers had not used two programs: Fast Start
Training (38.5%) and the NCCS Endowment Fund (38.5%). Comments suggested
three possibilities to explain the low use of training designed specifically for
committee members: lack of knowledge that it exists, delivery format and the
prominence and longevity of veteran Scouters/leaders on committees.

o Despite scattered comments about “maybe we’re doing too much” or “let’s do less
but better,” people were reluctant to identify programs to drop. Many commented
they simply didn’t know enough about programs to make that decision. We picked
up a slightly more nuanced view in phone calls, e.g., several people feel there are
too many adult recognition awards and/or some redundancy with quality unit
awards BSA might offer. In response to a direct question about “is there anything
NCCS shouldn’t be doing,” only two programs were mentioned by name:
Millennium Program (“outdated”), National Quality Diocesan Award (“meaningless
to most church folks”).

¢ A handful of people identified programmatic gaps, e.g., religious emblems for

Eastern Catholic Scouts or Scouts ages 10-12, more programming to develop older
scouts (g9 +), a need for materials in Spanish. Several people commented that the
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process for submitting for religious emblems awards is too slow or difficult given
geography and lack of knowledge about where to send information (Dioceses vs.
NCCS).

e People find the NCCS web site comprehensive and valuable. In phone calls,
people commented on the great improvements in recent years and highlighted
particularly helpful tools they had used (diocesan committee job descriptions,
committee meeting agendas, event/program ideas, etc.). There was some
concern that the site is designed for people “who know what they’re looking for” vs.
a relative new comer or average unit level person / religious emblem counselor.
Similarly, people felt it could be more user-friendly and that training resources in
particular were “somewhat hidden.”

e Training and support of counselors and Scouters is a big concern. This was a
recurring theme in survey comments and calls. Locally, programs struggle to find
volunteers who feel comfortable in these faith development roles. People in active
diocesan committee areas had access to training support which they felt was
helpful but limited and didn’t support the long learning curve they faced (no
ongoing support, help finding projects, sharing best practices). Other people
reported they had no access to training. They would like to see NCCS leverage web
technology and its membership (award recipients, experienced counselors, etc.) to
provide more support in this area, e.g., online training, downloadable training
manuals and PowerPoint presentations, training on DVD, regional and/or state
training opportunities.

e People would love to see some of the national opportunities take on a regional or
diocesan level spin, e.g., St. George Trek, Scouting in the Catholic Church. National
training resources and meetings are viewed as useful but not an option because of
cost and time away from work. A number of people would like to see the same
offerings regionally or at the state level (where little seems to happen now). Several
people commented that Biennial meetings are somewhat insular (“same people”),
focused on business, and not as powerful as they could be: a better blend of
training and idea exchange, opportunities specifically geared to welcome
newcomers, and more advanced preparation and PR would help. Others want to
see youth representation and involvement.

¢ People value information about activities, events, and programs they can run at the
diocesan and unit levels, e.qg., retreats, hikes, activities for units and families to work
on, project ideas, activities that would help them blend faith development and
scouting “fun”.

¢ A handful of comments highlighted the challenge of reaching out to non-Catholic
chartered units, positioning Catholic Religious Emblem programs amidst other
religious programs (e.g., PRAY Duty to God patch), and the key role that unit
leaders play in understanding and promoting the options.

In their Words

e “Get the word out on what you do. I've been in Scouting for 7 years and a
practicing Catholic for 40 years. | haven't heard of 1/2 of your programs. Many of
these would be valuable as a Scout Master.”

¢ “lthink that we are sometimes overwhelmed at the local level with the number of
programs. | would recommend fewer rather than more.”
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e “NCCS has provided a number of programs (maybe too many and with too little
focus). The Rosary program, for example, while a nifty set of patches, does not help
address some of the core issues that Scouting as a youth ministry faces.”

e “The Pius Xll is an excellent program as far as objectives and content goes. | have
found it extremely difficult to facilitate. It needs to be more organized - broken into
easily-taught sections for example. More charts explaining assignments for the
students would also help.”

¢ “| have organized and help teach the Ad Altare Dei & Pope Pius XIl programs in our
troop. The PPXIl program is up to date and somewhat less rigid in its structure. The
AAD program is much more rigid and should be updated with today’s youth in
mind.”

e “Format religious emblem materials to be more user friendly for youth and adults.”

e “The Catholic Committee must make a better effort to bring the emblem program
to the troop rather than have the scouts participate on a weekend.”

o “Although we highly encourage attainment of the religious emblem, many boys do
not pursue or can't get counselor for their faith. The ‘Duty To God’ program is an
excellent alternative and easy to incorporate into programming.”

o “Offer the training closer to home! Why limit this to Philmont? Could at least a
Regional session be considered?”

e “|think we as the front line - counselors - are not always experts on how to give in
ministry service to our community and parish. We should be, but we are not. Now
that | am finally entering into my 4th year, | can say | finally figured out how to be
effective in this area. But it took several years to refine this.”

¢ “Promote more some of the above programs, e.g., Scouter Development and Fast
Start Training. These training type items are somewhat hidden on the website, as
there is no Development/Training spot on the website.”

e “Content of site and Bridge is often aimed at active Catholic Scouters who know
what they need and where to find it. Content is often weak for leaders new to the
arena.”

¢ “| help with the Cub Scout activities. It would be nice to have a place to locate
resources and share current ideas with other leaders about what they are doing. It
would be nice to have some "canned" programs to chose from and use for our Fun
and Reflection and retreat days.”

o “There seems to be a recent proliferation of awards at the adult level.
Unfortunately, as we add more and more awards it may dilute the perceived value
of those we already offer and cause confusion. It also may take focus away from
the youth we are here to serve.”

e “Boy Scouts does a pretty poor job tapping the collective knowledge of the
field...we need some way to harness the incredible energy and creativity of the
talented professionals who are volunteers. If | were king for day, I’d create
opportunities to harness those ideas. We could do this online.”

Specific Suggestions from the Field

e Provide a booklet or catalog of all programs and how to participate. Keep program
publications up-to-date.

e Add an interactive CD to religious emblem workbooks to support youth and parents
as they work on the program.

e Provide online emblem courses.

¢ Make emblem program activities and examples more engaging and fun. Include
more Scouting-style, hands-on, or independent activities (less bookwork) that would
interest and challenge Scouts with a range of Catholic education experience
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(Catholic school, public, CCD). Make sure that activities are age-appropriate, not
too childish, e.g. Faith Response requirements seem below level of most Scouts.

¢ Make emblem programs more like merit badges, a more flexible process familiar to
scouts.

e Review Ad Altare Dei and Pope Pius XIl programs: shorten or streamline. Make the
Ad Altare Dei more of an independent course or include more independent
activities.

¢ Run religious emblem programs at “Merit Badge University” events.

e Improve the counselor book. Incorporate Scout workbook pages. Provide a section
focusing on vocation. Provide suggestions for supporting youth with special needs.

e Avoid using Latin symbols on emblems when possible to accommodate Eastern
Churches. Alternatively, let each develop emblems that reflect their tradition.

e Create a type of ‘service ministry’ that scouts could participate in through NCCS,
along the lines of youth ministry work camps. Encourage council / diocesan wide
service projects or missions.

e Provide a downloadable spreadsheet counselors can use to track participant
progress (Ad Altari Dei, Pope Pius XII).

e Provide a place on the website where counselors can make suggestions or propose
changes to religious emblem program curriculum.

e Provide a Spanish version of all emblem programs (including promotion materials)

e Automate /speed up the process for religious award submission and payment.

e Add a training section to the NCCS website. Provide online training manuals for
counselors and a Religious Emblem Counselor training curriculum package for
Diocesan trainers with PowerPoint presentations and handouts.

e Create an interactive web-based or DVD-based counselor training course.

e Create online NCCS forums: religious emblem counselor support / Scouter
development, unit level activity ideas, diocesan committee support and activity
ideas.

¢ Identify incentives or methods of recognizing emblem counselors.

¢ Form a cadre of counselors who can provide remote support — a pool of
experienced NCCS counselors who could work via the web to mentor counselors
or, in cases where local counselors are unavailable, help interested pursue an
emblem (independent project support.)

e Add an NCCS training knot to help increase program awareness.

e Hold Scouting in the Catholic Church training regionally and/or equip Dioceses so
they can deliver a variation of it. Create other regional opportunities: Scouter
retreats, Diocesan committee training/networking, St. George style treks.

¢ Biennial meetings: Change the time of year they are held. Hold them over a
weekend. Rotate around the country. Include training opportunities and time for
attendees to share activities and best practices (outreach, volunteer recruitment
and training, diocesan committee activities). Video tape training and other sessions
and make them available on CD, DVD or the website. Provide Fast Track and
Regional leader training at all Biennial functions. Provide financial assistance or
scholarships to help unit-level volunteers with the cost of travel and hotel. Include
entertainment.
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C. Diocesan Committee Support

Main Findings

e NCCS has a number of tools people find extremely effective — however, many
committee members still don’t know about them or how to get hold of them.
People who attended Philmont training had the best knowledge of NCCS program
collateral, having had the opportunity to see much of it first hand (much easier than
trying to figure out what the ‘good stuff’ is from lists on the web site).

¢ Members are particularly hungry for “turnkey” materials, tools and templates they
can use for outreach to units and parishes, training, PR, diocesan level relationship-
building and committee member recruitment.

¢ A number of diocesan committee members have benefited most from direct
contact with NCCS leaders — at Phiimont or NCCS regional meetings. They would
value more personal support and recommended a variety of ways to achieve this
and when it would be particularly useful (e.g., phone-based consulting, national
representatives at regional and diocesan events, committee start-up or
restructuring support).

¢ Committee members value opportunities to meet regionally. As with comments on
Biennial meetings, the preference is for weekends and an agenda that combines
organizational development support and training opportunities (committee
members and unit-level leaders).

e Unit leaders and volunteers felt that Membership was the most important role for the
DCCS. Committee members agreed but weighted the four suggested roles
(membership, emblems, training, and youth ministry more evenly). Other roles
people think the DCCS should perform included: communications, awareness
building, promotion within the diocese/creating visibility, organizing diocesan level
youth activities (retreats, activity days, etc.), service projects, providing chaplains
for camps and events.

e Many diocesan committee members indicated their committee also supports
scouting programs for girls. At a minimum, they would like a few good models for
how this might work at various stages (communication > collaboration >
integration/one committee).

e Several people suggested the need for stronger regional committees.

e Some members commented that they feel too stretched by expectations of their
committee’s role. A number of them identified 2-3 things their committee does
each year “and that’s about it.”

¢ Energy levels were noticeably higher with committee members / committees who
had attended Phiimont training. They would like to provide other committee

members with a similar experience by providing the opportunity regionally.

¢ Many respondents feel NCCS should communicate directly with bishops.
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In their Words

e “NCCS offers more than enough - it is more a matter of communication and the
diocesan committee's willingness to participate.”

e “NCCS does an excellent job of giving us the tools we need. There’s paperwork on
just about anything (agendas, program ideas). The nebulous piece is how you build
form the bottom up...organizational start up.”

e “The tools and resources are not difficult to find. The quality of leadership is quite
variable however. Perhaps term limits for Chairmen are in order.”

e “Enough does not come down to all.”

o “Not very effective. Regional leadership provides better support than national
leadership. But even regional support is limited.”

e “The web site & regional leadership has been great as a new Diocese chair. We are
struggling to grow as a committee.”

e  “We’re seen as more of a council committee than a Diocesan committee.”

e “Our committee is VERY old and stagnant, disconnected form the councils and unit
leaders.”

o “|feel our committee needs much in the way of direction. Sometimes | feel we lack
this. Some help with organizational skills and communication improvement.”

o “For the last five years, our committee has struggled with leadership and volunteers.
We can't seem to make any progress. If NCCS could provide some face-to-face
assistance (like a consultant, almost), that would be valuable.”

e “Our committee was asked by the diocese to include girls...it seems like dioceses
are ahead of NCCS on the integration of scouting.”

e “Training CD's would be a great help.”

¢ “We need more than a brochure. We real tools for council scout exec. to take to
pastors and schools to promote scouting as youth ministry.”

o “Dissemination of this information on a local and individual basis would be too
difficult and time consuming for our already overburdened volunteers and
ordained who participate in Catholic Scouting. Perhaps a training portal could be
developed on the NCCS website....”

o “We're already stretched pretty thin just putting our program together. We do Ad
Altari Dei, but that's about it.”

o “Would like to see more tools on presenting to a broad audience for promoting
religious emblems in the Troop that may not be entirely Catholic and also a guide
on conducting parish activities would be helpful.”

¢ “Stronger Regional Committees (about 12, at least one rep per diocese).”

e “But most scouters, and lay people and priests, who serve Catholic youth in Region
7 will not get to a national event and so NCCS has to find a way to meet them face
to face whether it's through regional leaders or visits from other NCCS leaders. Hold
biennial conferences over a weekend so that working folks may attend and
experience the workshops.”

¢ “Spend more time singling out outstanding scouts for training and fellowship
opportunities, various and frequent 'atta-boys", etc., rather than presenting one-
another and our bishops with fancy medals and awards.”

Specific Suggestions from the Field

¢ Identify national NCCS leaders who can provide mentoring / consulting for
diocesan committees. Provide facilitators who can assist with annual planning
sessions.

e Provide a model and suggestions for running a successful Diocesan Scouters’
conference (agenda, activities, training materials).
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Provide training on the function of the diocesan committee and practical
suggestions for how to play its role at the diocesan level and cement diocesan level
relationships.

Provide additional how to’s on organizational development issues: committee start-
up including a list of who key contact people should be, committee member
recruitment, financial models (e.g., independent 501(c)3 or “affiliated ministry” of
the diocese), getting bishop recognition, integrating with girl / multiple scouting
programs, helping chartered organizations select a great COR. Be sure to include
models that support committees responsible for large territories / Eastern Churches.
Create a CD / DVD training for committee members.

Deliver Fast Start Training online.

Create an online collection of best practices for Diocesan committees, especially
on relationships and connections with the diocese, parishes, and scout councils.

To spark and focus committees, announce a “concentrated effort” to address a
particular need or task or provide periodic doses of information on a subject of
interest to them.

Run the Philmont training course nationally or regionally, in a hotel setting.

Provide tools that committees can use to educate youth ministers, priests, deacons,
and others about “scouting as youth ministry.”

Provide regular updates on activities and examples from other dioceses.

Develop a training portal on the NCCS website.

Provide more templates committees can use for outreach and PR: newsletter, adult
recognition award announcement that is meaty (not just so-and-so got an award
but how they might profile the person).

Help diocesan committees access / update contact information lists.

D. Relationships / Collaboration

Main Findings

A number of people reported strong working relationships with youth ministry staff,
however the majority found this area challenging (despite the fact that nearly
32.9% said their DSSC works under the Youth Ministry department). In some
instances, Scouting is clearly viewed as competition (for resources, attention,
volunteers). In others, efforts to promote scouting as a form of ministry seem to fall
on the ears of youth ministers and priests focused on their own programs, too busy
to work out the implications.

We spent a good deal of time on calls exploring this issue. Some people view this as
primarily a marketing and positioning challenge: they need tools (or need to know
about tools) they can share with the diocesan and parish level youth ministry staff.
Others acknowledged they hadn’t really attempted outreach or that the
conversation hadn’t necessarily been about identifying shared interests and
opportunities for programmatic collaboration (jointly planned retreats, hikes or other
activities). Finally, a handful of respondents worried that the pendulum might swing
too far...that Scouting might start to look too much like youth ministry / CCD and
this would turn kids off. Overall, we got the strong sense that people didn’t know 1)
that they could or should pursue this and 2), more importantly, what the relationship
would actually look like.
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People would like to see national NCCS leaders do what they can to smooth the
way so that diocesan level committees can establish key relationships they need,
e.g., channel messaging through USCCB, NFCYM.

Knights of Columbus topped the list of organizations people want NCCS to work
with. Unit level people did not seem aware that NCCS already is. According to one
diocesan committee member, national publicity did help (he picked up a new
DCCS member as a result of an interview with NCCS/KoC leaders on a national
Catholic TV program ); however, packets created to publicize the program, great
as they were, never made it out to local Knights as anticipated.

Following early comments on connections with scouting programs for girls, many
people feel NCCS should have some connection with GSUSA, American Heritage
Girls, and Camp Fire. Expectations in this area seem minimal: provide support or
models so that diocesan committees can organize around this broader scope,
provide suggested activities for joint events, explore collaborative opportunities at
the national level to advance the cause of Catholic Scouting for boys and girls.

There were a few calls for interdenominational outreach and collaboration.

Finally, several people felt very strongly that NCCS should focus on strengthening
current relationships, especially with parish and unit level people.

[See list of all suggested organizations in Appendix 1]

In their Words
Youth Ministry:

“There is never any mention of Scouting in the diocesan newspaper, except in the
case where the Bishop is ceremoniously involved. The Youth Minister is too busy with
‘more important’ matters.”

“When | was Diocesan chaplain it was difficult because | couldn't get through to
the Bishop or Diocesan Youth Ministry. | think we tend to be too insular. Adult leaders
need to be present in youth ministry preparation programs to show willingness to
collaborate w/Diocese.”

“Several attempts over the past 30 years with poor results. Scouting is considered
successful on its own (by the Bishop) and is well organized.”

“As far as | can tell, there is only lip service regarding scouting as youth ministry.
There are a few outstanding scoutmasters who actually deliver a superior program,
but they do so because of who they are.”

“As a youth minister for two years, | knew that the scouts met at our church but
have had no involvement or knowledge of the groups.”

“l do not think we place enough emphasis on knowing the jobs and problems of
parish Youth Ministry. We focus on how we want them to use our programs but do
not listen to who they are and what their problems are. We could do better to have
adaptable ideas rather than ours vs. theirs.”

“Great idea, any ideas would be helpful.”

“Our committee is just beginning this. Using the Knight of Columbus information and
the Serra initiative are great ways. More of this type of information and partnerships
would be great.”

“Our DCCS maintains very close ties to our Diocesan Office of Youth Ministry and
we mutually promote programs and shared goals.”
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“... based on my experience, our diocesan Scout committee could work much
more closely with our youth ministries office to promote and take advantage of
offerings and training that come from that office.”

“As of presently we do not but it seems that we need to sit down with the Diocesan
Director of Youth Ministry to improve the lines of communication.”

Relationships with other Organizations:

“NFCYM is the big one.”

“If they could just get the support and interest of the bishops, then maybe the
bishops could influence the parish priests into seeing scouting as a ministry and
show them how to encourage scouting on the parish level - just as the Protestants
do.”

“Continue working with Knights of Columbus perhaps through parish PSR programs.”
“The dreaded Girl Scouts...we are seeing a lot of interest from older girls in venturing
because they claim there is nothing there for them.”

“What? You gotta be kidding you don't even have a relationship with me, my parish
or troop Let it begin with me and my kids”

“Life Teen. The reason is Life Teen is the biggest long lasting program for youth with a
focus on worship. | would like to work with NCCS to develop this.”

Specific Suggestions from the Field

Provide collaborative activity suggestions, things of interest besides Emblem
programs. Encourage service projects, retreats.

Provide story or news templates that could be customized for Diocesan
newspapers, youth ministry newsletters or church bulletins. Could include sample
press release about St. George recipients.

Remind diocesan committees about the Knights of Columbus and the good
promotional materials available.

Make people more aware of NCCS materials (program sales materials like the
Venturing video and packet).

Create a Fast Start type video for use with youth ministers.

Provide strong messaging to diocesan committees about the importance of
connection with youth ministers.

Work harder to identify a contact or liaison in each parish.

E. Marketing, Outreach, and PR

Main Findings

Unit level people are not getting information about NCCS programs and activities.
We heard a repeating variation of “if | want it, | have to go find it.” Some people
described very circuitous routes they took to find materials or answers and the
obstacles they hit: diocesan committee contact information was not available,
calls to various levels were not returned, it was unclear who should provide the
information in the first place NCCS or a diocesan committee, and so on. Some
people attribute the breakdown in information flow to diocesan committees. Others
think it’s putting too much of a burden on committees to expect them to handle
information dissemination alone.

A number of people had extremely positive things to say about NCCS outreach
materials (emblem program ‘sales’ materials, videos, Scouting as Ministry brochure,
etc.) and the materials have had in meetings with youth ministers and others. Others
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confirmed they have all the tools they need ...and somewhat guiltly commented
that they just need to get going on the legwork. On the flip side, many other people
didn’t know the extent of the materials available or couldn’t easily find them in one
place, in a format they could take and use with others.

e People seem clear on the opportunities diocesan, council, and unit leaders have to
distribute information and when in the year it would make sense to do so. While
there is local variation, there are also natural moments in the calendar which NCCS
and diocesan committees could use to better advantage - especially in a
coordinated, cyclical effort.

e Charter organization and unit level contact information is available through local
Councils or from BSA. However, there is considerable variation in how this data is
accessed, by whom, and how it is managed and used at various levels (diocesan,
regional and national). For example, at least one diocesan chair reported their
committee had no contact list; another aggressively collects it and makes excellent
use of it.

In their Words

e “You’retoo quiet.”

e “We need to be able to get down to the unit level!!!”

e “lwas unaware of a Fast Start training for new committee members. | am now the
committee chairperson. This is the dilemma - information distribution. National to us
and Diocesan to Parish and Unit. ...We keep pounding away, but as volunteers
change we need to keep up the information distribution or soon after a few years
none of the "new leaders" of a unit will have any idea about CCS programs.”

e “The website has been very helpful.”

e “Asanew [DCCS] member | didn’t get any information on NCCS programs or
activities. | only learned about some of them when | went to the website.”

¢ “|think we should rely of other national Catholic leaders to do some of the things
we do, like run our annual conferences. | think they can be done much better.”

¢ “They are doing a great job on the web and through The Bridge and eBridge. They
need more resources to pull in the information and get it published in a timely
manor.”

e “The stories | see usually involve large events, large parishes, and or large
organizations and are generally articles full of accolades. It's not so relevant to
me...l always like reading ‘case studies’ of how an individual or group approached
some issue, what were their challenges, how they over came them to make their
made their program work.”

Specific Suggestions from the Field

e Send each diocesan committee a packet of sample outreach materials with an
order form (each year, periodically, or send an email asking if they need one).

e Create a brochure with program and services information that can be distributed
annually to youth, adults, sponsors — perhaps at re-charter time.

¢ Provide Emblem and other program information via an email blast no later than
June/July of each year in time August kick off meetings (BSA sends in April). Could
also be done as a boilerplate message that diocesan committees can customize
and forward.

e Make sure BSA service centers are stocked with NCCS program materials and
understand them (Roman Catholic, Eastern Churches, counselor books).
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¢ Identify the best time of year for outreach activities, e.g., Nov/Dec, and give
committees a challenge, ideas, and/or support.

o Create a Diocesan newsletter press release template for St. George recipients.

e Use the BSA 100t anniversary as a way to celebrate, get the word out about
Catholic Scouting. Ask USCCB / bishops to issue a proclamation to be distributed to
dioceses. Send units information on history of Catholic scouting — where it began,
which diocese was first.

¢ Improve online sign up for the Bridge and eBridge.

e Create an online presentation for pastoral/youth ministry staff on value of Catholic
scouting and scouting as youth ministry.

e Do breakout sessions at Round Table meetings, Pow Wows, or Scouting University
e.g., 15 minute highlight of emblems or awards.

e Create a mechanism for local units and diocesan committees to submit stories or
captioned photos (web-based or collected by regional chairs).

e Have DCCS send their newsletters to NCCS communications committee and

identify good stories for the website or Bridge (follow the model of Serra US News

Center at www.serraus.org)

Provide posters or banners for scout nights and other events.

Publish articles in Boys Life, Scouting Magazine

Email announcements to local council executives. Work BSA channels.

Establish a relationship with the newspapers of each archdiocese/diocese. Send

information directly.

e Put greater emphasis on developing DCCS web sites — perhaps recognize the best
sites each year.

e Encourage the “Friends of Scouting” model: send speakers to various pack and
troop functions who can give a talk about Catholic scouting success stories.

e Provide information that can be distributed to local diocesan newspapers, parish
bulletins and local media.

o Develop a more aggressive marketing program outside of NCCS, e.g. stories,
articles, information to religious and other local news sources.

o Tap into the home schooler network — badges make good interactive curriculum for
boys.

e Figure out if there is a way to identify Catholic scouts in non Catholic-chartered
units.

F. Communications

Main Findings

¢ Communications is a major concern. A number of people we spoke with identified
it as the biggest challenge facing NCCS. Other findings mirror those of marketing,
above.

e Unit leaders expect information to come to them and very little NCCS information
does. They often do not know much about or are perplexed by their diocesan
committee, e.g., who the main contact is, how to connect if the main contact
doesn’t respond, the committee role and what information, tools or forms they
have, etc.

e Unit leaders described a natural “communication cycle” to their year, e.g., when

they communicate information to parents and youth, when they get information
from BSA or from their Council, etc. Diocesan committee members often seemed
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more activity-focused (2-3 activities they sponsor) than on their role as a conduit of
NCCS information to units and vice versa.

e Unit leaders we spoke with felt that communication should come via multiple
channels — national to unit, diocesan to unit, diocese to diocese, unit to national -
“the more, the better.”

e People want more access to each other — more opportunities to share lessons,
activities, and organizational development strategies at meetings, trainings, or via
NCCS publications and the website. Overall, they would like see NCCS use
technology to leverage expertise and connect people in the field to it.

e Preferences for receiving NCCS information were (all respondents):

Email 82.9%
Printed newsletter 53.3%
NCCS website 52.4%
State/regional meetings 31.3%
Webinars 19.1%
Personal visits 10.6%
Individual calls 9.4%
Conference calls 5.7%
Other: 6.9%

(National meetings, forum/yahoo group/discussion list, podcasts, mailing to unit
leaders, diocesan newsletter, regional chair, Diocesan committee, council
newsletter column)

Diocesan committee members varied slightly. Their top three were: email, NCCS
website, and newsletter.

In their Words

e “Our absolute biggest problem is communications.”

¢ “If you want to find something out, you go to the Committee meeting but you have
to know when and where they take place.”

e “There needs to be avenues developed to communicate directly with Scouters and
Councils as to what Catholic scouting is about. | had never seen a copy of the
Bridge or other similar literature until visiting the NCCS website, and if any info is
communicated to local councils, it does not make it to local council board
volunteers.”

e “NCCS needs to go directly to people in troops and packs. They won’t go looking
for the information. They expect information to come to them.”

e “The more communication the better...When it breaks down, there’s no direct link
between the Catholic committee and local troops. If you want to find something
out, you have to go look for it.”

¢ “/ did not know who the diocesan coordinator was until | found the website. There
needs to be more information put out locally (at the council office or at council
training events).”

e “Respond to local contacts. You may get less communication from local
committees because there was virtually no response from NCCS or National BSA in
the past and this has turned off some adults from even trying.”

o “The website has been a life saver.”
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Suggestions from the Field

Committees should visit units at least once a year.

Send information directly from NCCS and via Diocesan committees (repetition is
fine!)

Create an online forum, yahoo group, or list serv.

Send out email notifications when important news or information gets posted to the
website.

Include more stories about what other dioceses are doing on the website, in the
newsletter and in eBridge

Send out regular email blasts on topical information - for use by committees or to
forward to targeted individuals.

Start Catholic Scouting Round Tables.
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V.

Conclusion and SMI Recommendations

The most important message we heard is that people feel disconnected from NCCS. This is
particularly acute at the unit level because of frail or non-existent communication lines between
many diocesan committees and units. The good news, however, is that NCCS’ biggest
challenge is not programmatic. The content, people, and forum NCCS offers are valued. People
simply want more access to them and more opportunity to learn from each other, using
technology that the vast majority of them use on a daily basis in their work and volunteer lives.

What'’s Working

e Quality of religious emblem programs

e Tools and materials - diocesan committee tools, outreach materials, The Bridge,
NCCS website

e Expertise of NCCS people

¢ NCCS national training content

e Validation of the need for NCCS - there’s a “market” out there for what you do,
people are committed to the mission

Challenges & Opportunities

e Lack of knowledge about NCCS, its role, its programs and resources

e Difficulty accessing training support

¢ Communication between NCCS, diocesan committees, council staff, CORs and unit
leaders

o Marketing and outreach support, e.g., leveraging bishops, outreach to potential

chartering organizations / membership development support, positioning Scouting as

youth ministry

e Wide variation in diocesan committee engagement and performance

¢ Challenge of matching volunteer capacity with NCCS and/or field expectations
(diocesan committees)

o Accessibility and ease-of-use of materials (web site, materials format)

Recommendations:

1.

First, we suggest that NCCS revisit its mission statement, role, and the suggested role of
diocesan committees (as both roles are intricately related). We suggest these points of
discussion and clarification:

Given the importance placed on communications, marketing, and training, what role
should NCCS play? What role should diocesan committees be equipped to play?
Should NCCS offer more direct support to units? If so, what does this actually mean?
What are the [parameters] (e.g., done via the NCCS website, email, regional training
events only)? What would be “direct” vs. support delivered in collaboration with or via
improved support to diocesan committees?

Next, we recommend that NCCS look at improving elements of support that both diocesan
committees and units need:

a)

b)

Provide all NCCS program information in one user-friendly file (PDF) that people can
download from the NCCS site that includes intended audience, time required, other
requirements, and process for involvement. Include a section on diocesan committee
and national volunteer opportunities.

Develop an organized “training portal” on the website that provides access to
downloadable tools (training presentations, PDF guides) and interactive online or CD-

School & Main Institute — NCCS Feedback Survey Report Page 21 of 24



based training resources, particularly for emblems counselors and diocesan committee
members.

c) Provide a web-based forum with moderated areas for various groups: diocesan
committee members, religious emblem counselors, unit volunteers.

d) Include a section in The Bridge and eBridge dedicated to diocesan committee and unit
level news, activity ideas, photos, etc. Provide a mechanism (website, via regional
chairs) that enables unit and diocesan leaders to submit stories and images which can
be included in NCCS publications, on the web site, or email bulletins.

e) Provide an online “help desk” on the NCCS website anyone can use to quickly access
assistance via email or phone (suggested tools, upcoming training events, a referral to a
diocesan contact, etc.)

f) Revise the NCCS website so that a wider variety of users can easily find information and
support (training area with diocesan and unit level materials, youth program information,
adult recognition programs, news, NCCS business).

3. Third, we recommend that NCCS provide more routine, proactive, and “turn key” support to
diocesan committees:

a) Create aregular calendar of email bulletins that support steps, key tasks, and stages of a
diocesan committee’s year, e.g.:
- Annual planning
- New year launch information with links to program information
- Monthly bulletin on a topic of interest or challenge area: youth ministry
collaboration, diocesan-sponsored activities and events, celebrating adult
volunteers
- Committee member recruitment; new leader development
Bulletins should include links to online resources, training/support opportunities, and
suggestions and examples from diocesan/national leaders.

b) Provide an annual marketing “program information” email bulletin that committees can
forward directly to units (Catholic and non Catholic) and potential chartering
organizations. Could be timed with BSA’s spring information mailing. Each diocesan
committee chair should also receive a packet of sample NCCS marketing and outreach
tools with an order form each year (or be offered one).

c) Develop a more systemized - perhaps centrally coordinated — contact management
system that provides diocesan committees with Council and unit contact information.

d) Provide additional downloadable tools and templates: committee model that includes
girls and other scouting programs, PR and newsletter story templates, a presentation for
youth ministers.

e) Provide online training for new/reactivated committees and an online forum or phone-
based access to experienced NCCS ‘mentors’ or ‘coaches’ who can provide planning
and organizational development support.

f) Offer webinars for new committee members.

School & Main Institute — NCCS Feedback Survey Report Page 22 of 24



g) Convene annual regional/state weekend training opportunities that combine training
and idea exchange elements.

h) Provide regional or web-based opportunities for Fast Track and Scouting in the Catholic
Church training.

i) Refine the Biennial Meeting format so that it blends training, networking, idea exchange.
Include explicit activities for newer members. Consider financial support or scholarship for
unit leaders.

i) Develop a more explicit “emerging leaders” strategy for engaging and developing new
leaders: encouraging term limits, effective use of adults who have received recognition
awards, use of older youth and recent scouting alumni, unit-level recruitment of NCCS
subcommittee members, etc.

4. Finally, NCCS could have additional impact on units by doing the following:

a) Send an annual program information bulletin (email) to all Council executives and unit
leaders -- done by NCCS if more effective than by diocesan committees.

b) Provide easy, web-based access to ideas “beyond emblem programs” that help
Scouters integrate scouting and faith into scouting activities. This could be done within
an online forum, where NCCS facilitates the exchange of these ideas, or offered as a
new downloadable publication or both.

c) Review the religious emblem programs to ensure that they 1) fit the timeframe youth and
adults can give them, and 2) are hands-on, interactive and creatively combine
Scouting-style and faith-based activities. Consider delivering programs for older youth as
online courses. Strongly recommend involving focus groups of youth, unit leaders,
parents, and others in this review. Explore the possibility of making all workbook and
counselor materials available via website download from distributor’s site or available on
CD.

d) Develop a sustained strand of training support for religious emblem counselors. Include a
basic information session for potential counselors (recruitment tool), initial training
delivered online or available on CD, and follow along support using Webinar and/or
forum technology.

Many of our recommendations may represent things NCCS has tried, is doing at some level, or
has considered in the past. In this way, NCCS is like all organizations - strategies that don’t work
once aren’t necessarily bad ideas. They are merely ideas in search of good timing and tools.
That said, many of our recommendations hinge on one key area of improvement: NCCS must
find a way to establish stronger communication contacts with diocesan committees, council
staff, and CORs and unit leaders (the latter via diocesan committees as appropriate). Thisis a
contact management dilemma: without email addresses, it will be very difficult to engage
people.

Finally, it is well worth reviewing the specific suggestions survey respondents gave (listed in the
body of this report). Several thanked NCCS directly for “asking us” for ideas and volunteered to
help implement ideas and projects that will help NCCS continue its long history of supporting
Catholic Scouting.
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V.  Appendices

e Appendix 1: Feedback Survey Copy
o Appendix 2: Survey Results By Question
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