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by the Committee of the Council and look at how it can be implemented within 
the County. Then create a simple vision for Scouting in the County. It might be 
as simple as ‘bigger, safer and easier Scouting for all’. Whatever you choose, 
make sure that it is easy to understand and can be explained to everyone in 
the County.

Look for the quick wins

As well as the long-term vision, you can sometimes make quite a difference 
with some simple changes that clearly indicate to everyone how you intend 
to work as County Commissioner. It’s worth looking for these in the early part 
of your appointment – for maximum impact they need to happen fairly quickly 
and setting yourself some targets for the first 100 days of your appointment 
might be useful. Exactly which quick wins are possible depends on how the 
County is operating. For example, you may be able to improve meetings or 
make it easier for Groups to use County resources. When considering the 
quick wins, remember to pick off the simple ones first! Of course, one must still 
consider the long-term consequences of any quick win actions. A quick win is 
of no benefit if it makes life harder further down the road. 

Look ahead

One of the most useful items that you could buy would be a crystal ball; it 
would enable you to sort out the timing of all your plans. Unfortunately, due to 
unforeseen circumstances, the supply of crystal balls has dried up. So what 
can you do instead? The important point is to try to anticipate what needs to 
be done and ensure that it is planned rather than done in a panic. Part of being 
an effective County Commissioner is also about anticipating what’s coming up.
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Be aware of things in the calendar and of forthcoming changes in Scouting 
and the local community. Make sure you are logged onto the membership 
database (see scouts.org.uk/membership) and read Scouting magazine and the 
accompanying Focus supplement, as well as the regular letters from Gilwell. 
It is also a good idea to keep a calendar of events. It sounds very simple, but 
it’s surprising how often we forget about something and it then becomes difficult 
to do. 

Get the balance right

It’s often said that Scouting will take up as much time as you are prepared to 
give (and then a bit more!). However, it’s important to remember that you  
can  say ‘no’ to something and that family and work must come before Scouting. 
Everyone has a life outside of Scouting and you should lead by example –  
don’t let Scouting take over your life. Ensuring you have interests and  
commitments outside the Movement can also help bring different perspectives 
to your Scouting.
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‘Building teams of 
people is extremely 
important - there’s just too 
much for one person to do ’  

UNPACKING THE ROLE
Having looked at the initial steps in being a County Commissioner, it is now 
time to look at the role in more detail.

Build an effective team

Any management course will tell you that you cannot be effective as a 
manager without creating the right team. Building teams of people is extremely 
important as this is really the only way to ensure that your vision for the County 
is achieved – there’s just too much for one person to do. The County 
Commissioner works with a lot of teams: the County Executive, the District 
Commissioners, the County Team, among others. When putting together and 
meeting with these teams, it’s worth considering the following:

•	I dentify what work needs to be done – ensure that the team knows what it 	

	 is trying to achieve and that it has the resources to do it 

•	L ook at the membership of the team and consider the strengths and 	
	 weaknesses of the individuals in it. All teams need a mixture of types of 	
	 people to make them work well – some people to think of ideas, others 	
	 to ensure that work is completed, and so on. Look at the skills that are 	
	 missing in the team and consider recruiting new members to fill the 		
	 gaps. Look wider than the usual suspects and consider looking outside 	
	 Scouting, in the wider community 

•	 Ensure that everyone is clear about what needs to be done and by when  
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•	P rovide a good induction for people new to the team – give enough 
	 information so that the individual is able to contribute to the team and 		
	 understands how the work of the team fits into Scouting 

•	U ndertake a regular review with team members (this might be carried out 		
	 by the chairman of the team rather than you as County Commissioner). 
	 This helps to ensure that people are happy in the role and doing their best.

Remember that a good County Executive Committee will make it much easier 
for you to be more effective in your role leading Scouting in the County. Key 
to this is an excellent relationship with the County Chairman – it must be a real 
partnership to get the best result for local Scouting.

Do the right things first

You are bound to come across situations where there is simply too much to do 
in the time that you have. The key in this situation is to prioritise so that the right 
things get done. As County Commissioner, many people will want your time and 
this can make it difficult to focus on the important issues. There are a number of 
strategies that you could employ to help:   

•	F ocus on the priority tasks first. We think that these are: ensuring that you 		
	 have enough of the right adults to do the jobs in the County; supporting 		
	 all the adults who report directly to you; putting a County development 		
	 plan in place; dealing with problems; and acting as a charity trustee for 		
	 the County 

•	 Before saying yes to an invitation consider how important it is alongside 		
	 the other jobs you have to do and you should work with your priorities rather 	
	 than someone else’s. You may be able to delegate attendance at an event 		
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‘It’s important to avoid the 
trap where nothing ever 
gets delegated because it’s 
“simpler and quicker to do 
the job myself”’  

	 to a Deputy County Commissioner or to another member of the County 	
	 Team, or you may have to say no 

•	A ttempt one difficult thing each week (or month). Sometimes the difficult 	
	 things get left to one side, such as the conversation with someone who is 	
	 not doing the right job and needs moving on 

•	 Take some time to stand back and consider what’s important. This can 	
	 help to put things into perspective and ensure that you spend your time 	
	 on the important items rather than just the most recent ones.

Use other people

You are not expected to carry out all the parts of the County Commissioner’s 
role on your own. You might look at your own strengths and weaknesses and 
identify what help you need to carry out the role – for example, you might not 
enjoy some of the external representational aspects and could find someone 
else to do this.

The key to delegation is to allow people to get on with the task that you 
have delegated but to remember that you still hold the responsibility for the 
outcome. This means that you will need to be very clear about exactly what 
has been delegated (to others as well as the person you are delegating the 
task to) and that you will need to monitor progress and offer appropriate 
support to the person carrying out the task. It’s not rocket science, but it does 
take some time – it’s important to avoid the trap where nothing ever gets 
delegated because it is ‘simpler and quicker to do the job myself’. Sharing the 
load can bring some real benefits – you’ll find some people that you know that 
you can trust and more people will develop skills to help in the County. As a 
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general rule, items that require your status are difficult to delegate; however, 
appointing a Deputy County Commissioner can help to overcome this for some 
items such as the presentation of awards.

Value people

Don’t underestimate the power of saying well done or thank you – it can  
really boost people’s morale and make them feel valued. Many people like  
to know that their efforts are valuable and make a difference. As County  
Commissioner simply being present at an activity gives some sense of  
recognition and importance. There are a number of things that you could  
consider doing:

•	 Say thank you both in private and in public. As a County Commissioner 	
	 you will often be asked to say a few words at an occasion – this is an ideal 
	 opportunity to recognise everyone 

•	 The awards system offers a tangible way to say thank you. It is important 	
	 to consider all adults who give their time to Scouting – those in uniform and 	
	 those in support roles. As County Commissioner you will need to ensure 	
	 that awards are considered for District Commissioners, members of the 	
	 County Executive, County Team and others working at County level. 	
	Y ou will also need to encourage District Commissioners to consider adults 	
	 working within their Districts 

•	R ecognise important work (such as a large event that went very well) with a 	
	 few words or a personal note 
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‘It’s not just what you do, 
but being seen to do it  
that matters’  

•	 When you use a good idea and promote it throughout the County, 	
	 remember to mention where the idea came from. Recognising your  
	 sources can give a real lift to the person who thought of it.

Represent your County

As well as leading the Scout County you will spend a lot of time representing 
others in many ways and in many places. There are a number of things you 
should consider:

•	 Be seen. It’s not just what you do, but being seen to do it that matters. 
	A s County Commissioner people will be pleased to see you at events and 		
	 occasions – an important point to remember 

•	 Internal and external representation. As County Commissioner you will 
	 represent Scouting both internally and externally. At many functions you will 		
	 be the public face of Scouting so remember a few key facts that you can 		
	 use such as the number of young people and adults in Scouting in your 		
	 County so that you can explain the importance of Scouting

•	 Feedback. It’s important to remember to let people know what you’ve 
	 done and how you have represented Scouting. Sometimes we get caught 		
	 up in the work and forget that many people in the County don’t know what 		
	 we’ve been doing. It is a fine line between informing people and overloading 	
	 them with so much information that they don’t take any notice. However, it 		
	 is a good idea to set up a standard and regular way of passing information 		
	 around the County. For example, it might be more often to Districts and 
	 less often to Groups.
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Make meetings effective

As County Commissioner you have the ability to make meetings useful, timely 
and enjoyable. The key point is that meetings must be seen to be successful 
i.e. that they either provide useful information or decisions made at the  
meeting will improve Scouting. The main meetings that you might chair will be 
meetings of District Commissioners. There are a number of things you should 
consider to help create a successful meeting: 

•	 Ensure the purpose of the meeting is well known and that you have a 	
	 clear agenda for each meeting 

•	G et the right people along to each meeting (you may need to invite a 
	 specialist for a particular meeting) 

•	 Set time limits and stick to them. For example, you might say that the 	
	 meeting will start at 7.30 and finish at 9pm, and allow a short overrun (say 	
	 10 minutes) if there is a very important item to discuss. If meetings start on 	
	 time people will quickly learn this and arrive promptly at future meetings 

•	 Ensure that actions that are agreed are circulated to everyone and are 
	 followed through. It can be very demoralising to get a promise of  
	 something happening and it never being done. Make sure that a future 	
	 meeting gets a report back on the outcome of actions agreed at a meeting 
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•	 Every agenda should include a key item and have sufficient time allowed 	
	 to discuss the issue. Ensure that all attendees are encouraged to  
	 contribute and that a real discussion takes place

•	 Think about the current meetings – you don’t need to hold meetings 	
	 simply because the previous County Commissioner did so. Be clear on 	
	 the purpose of each meeting and this will help to make them worthwhile.

If meetings start on time 
people will quickly learn 
this and arrive promptly 
at future meetings  
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TIPS FOR SUCCESS
Being a County Commissioner won’t necessarily be easy. This section includes a 
few tips that might help to make it a bit easier and more successful.

Be realistic

Remember that there are limits to what you can do. Be realistic and don’t expect 
to change the world! Decide on your focus and stick to it and that way you will 
have a better chance of achieving it. You may well need some help to get your 
targets achieved, so don’t be afraid to ask for it!

Keep the ball rolling

If people see progress then they will generally be happier. Most people realise 
that not everything happens at once but it is important to be able to track the 
progress of a project.  There are a number of ways you can ensure that you see a 
project through to completion:

•	 Follow up things that you start – don’t just launch an idea and leave it.  
	M ake sure that you support initiatives and keep an interest in the progress of  
	 the project

•	 Make sure that your ideas are sustainable – you will need the right people 		
	 and enough of them to make progress so set this up at the beginning

•	 Empower people to make decisions and work to improve Scouting – it  
	 can be tempting to keep control of everything to ensure that it all goes well 		
	 but the reality is that we all need to let others get on with things in the 		
	 County if real progress is to be made. Delegate where possible 
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‘Try to create time to think 
about issues rather than 
rushing around attempting 
to solve them’  

•	 Expect a few things to go wrong – plan for a few problems and make sure 	
	 that there is enough time in your plan to put things right.

Listen and be receptive

Listening is one of the most powerful tools of a County Commissioner. Simply 
listening to people can often be enough to solve a problem. This can take 
some time and patience but the key is to let people get their point across. 
People will normally accept a decision that they don’t like so long as they know 
that you’ve heard their point of view and taken it into account. If in doubt,  
remember that we have two ears and one mouth and we should try to use 
them in this ratio!

Allow time to reflect on a situation before reaching a decision. We sometimes 
trap ourselves into a course of action because we don’t want to lose face or 
we haven’t considered all the options. Try to create time to think about issues 
rather than rushing around attempting to solve them.

When listening to people it is important to respect the opinions of others 
even if you don’t agree with them. If you respect others’ opinions then this 
will be obvious by the way in which you deal with them and it will create an 
atmosphere of trust.

Finally, remember that even bad news is important – don’t try to create a 
County where only good news is talked about. We all need to keep a sense of 
reality in our Scouting even if we passionately want it to succeed.
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Growing the team

In today’s world it is difficult to find examples of things that don’t change, and your 
team of County appointments and District Commissioners is no exception. It is 
important to continue to grow your team to take advantage of unforeseen  
circumstances – perhaps when someone key in your team moves away from the 
area. There are a few simple actions that you can take to make this easier:

•	 Allow individuals new opportunities – always look for new challenges 		
	 that people might enjoy  

•	 Review regularly – check that people are happy in their role and check what 	
	 support and training they need and what support they require from you 

•	 Consider how you will keep your teams at full strength – think about giving 		
	 people experiences and opportunities that will help them be ready for 		
	 their next role (‘succession planning’) 

•	 Talk to people – the simplest tip of all! Just talking to people about what they 	
	 are doing and what they might want to do in the future will help to keep the 		
	 team alive and at full strength.

And finally

This is not a definitive guide to being a County Commissioner. Each County and 
person is different. However, by choosing the advice you think will work for you, 
we hope this guide will help you to be more successful in your role. So, best of 
luck in your role as County Commissioner – hopefully you will find it rewarding 
and challenging.

‘Always look for new  
challenges that people might 
enjoy’  
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Further information

You can contact the Adult Support Team at Gilwell Park by phone 
on 0845 300 1818, email: adult.support@scout.org.uk or letter to the 
Adult Support Team, The Scout Association, Gilwell Park, Chingford, 
London, E4 7QW

www.scouts.org.uk/focus 





Support for you

Thank you for taking on the challenge of County Commissioner; it is an 
essential part of Scouting.

This is not meant to be a definitive guide on how to be a good County 
Commissioner. Each County and person is different. But hopefully some 
of the ideas will help you to enjoy your time more and be more effective. 




