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Introduction

The Boy Scouts has an arrangement with Trails End to sell popcorn.  The goal of the Popcorn Kernel is to sell as much popcorn as possible and make as much money as possible.  The Pack uses this money to fund annual activities and subsidize the Big Trip.
The Money

The math behind Popcorn is simple.  We order an allotment of Popcorn to sell at Show and Sells.  It is delivered and we sell it.  At the same general time, the boys are taking preorders door to door.  At some point we submit the collect the money for the preorders.  We sum up the preorders, deduct the popcorn left over from SNS’s and order the popcorn.  At some point, the popcorn comes in and we distribute it.  At some point, prizes come in and we distribute them.  Don’t worry, it’s not as hard as it seems.

When we sell the popcorn, we retain 1/3 of the money.  Of the remaining 60%, the district gets half and Trail’s End gets one half for the corn.  Yes, the popcorn is over priced, but the fact that Trail’s End loans us the money makes it doable and the fact that we get 33% plus prizes and dposters makes it a good deal for us.

The Process

Set Up SNS Locations

The first major task is setting up locations for the Show and Sells.  We have an advantage in that we are a Jewish Pack, who does SNS’s on Sundays (everyone else does it on Saturdays).  
Keep it simple with venues.  Traffic flow like a Krogers is ideal because of volume of people and design.   People are coming in and out - not standing (or sitting) around like a restaurant.

Setting up a show and sell requires persistence.  You need to call the desired location and ask for the manager.  Explain that you are from Pack 1800 of the Cub Scouts and you would appreciate it if the boys could sell popcorn in front of their stores a couple of days.  The response will depend on the location.  Several chains such as Kroger require or encourage stores to participate.  Several discourage it.  It is not always fair.  It often has to do with who you ask or who happens to know a manager.
The key to getting a location is often persistence.  Contact the location early and keep asking.  If asked to, hand-deliver a written request.  If the manager “isn’t in” call back.  Keep calling until someone says yes.  Confirm the reservation before the event.

Exotic locations are cool to talk about, but keep it simple and focus on places like Krogers, Wal Marts or try Home Depot.  It will ALWAYS come up in leadership meetings to try something else, but it's like stocks:  the derivatives sounded good but didn't work out.

In 3 years, the only time say a Flying Biscuit worked out was when Erica worked it.  And boy did she work it.  Eveyone was waiting for a seat and she made it happen.  However, most people could not do that.

- With Krogers and Walmarts, we call the stores directly.  The secret is to start calling in June.  Call the Krogers etc. and they'll connect you to an administrator who will not want to put you in the calendar.  Stay persistent.  Other packs are calling.  We have a slight advantage because we want Sundays- not Saturdays, but stay on them.  They eventually will have a calendar, the manager will be back from vacation and they will put you down for time slots you need.  (Plan ahead to avoid the Jewish High Holidays)

Good locations include:

· Jferry Walmart

· Jferry Kroger

· Sandy Plains Kroger

· Shallowford Kroger

· Roswell Road (off the 120 loop across from Pike’s Nursery) Kroger

· Blockbusters are good

Bad locations

· Home Depots (Meeks)

· Walmart on 41 (Spanish is required)

For Wal Mart, I found that showing up and going to the back service area is the key.  They will make you sign a form but then you're all set.

Early is better.  Get as early dates as possible.  It will be easier to sell popcorn during the early slots than in the later slots when folks have already bought from other packs.  People tend to shop at the same time every week.  Fewer weeks is better.
We tend to line up SNSs at 4 or 5 locations.  At each location we attempt to sell in 3 shifts (10-12, 12-2, 2-4) on Sundays for 4 weekends.  We don’t have to be at every location every day.  In reality, we can only run as many SNSs as we have tables.

Council Kickoff

In July, the Council has a big Kickoff meeting.  At this meeting they hand out basic material, go over the details and have a major pep rally.  The main reason for going is that they give packs that attend an extra 5%.  That’s big bucks and well worth a couple of hours.  Besides, they usually serve lunch.  At this event you will get listings of all of the key dates.

Order SNS Popcorn

At some point you will need to order the popcorn for your Show and Sells (SNS).  You will have to determine types and quantity.  There are a number of things to consider when ordering.  

· What did you order last year?

· How did Pack membership change?

· How close were your guesses last year?

In general, we order 5 types of popcorn.  We order regular and low-fat microwave popcorn because they are cheap and easy to sell.  We order the basic caramel corn for the same reason.  We order a middle of the road popcorn for folks who want to buy/donate a bit more.  We have also ordered one high-end popcorn for the folks who want to buy/donate more.  It is important to note (and I will repeat this over and over again) that people don’t buy popcorn.  Instead they donate money and we throw popcorn in.
Decide on Pack Prizes

Every year, the Pack offers a Pack prize for the highest sales.  This is not something that we have to do.  It is something that we do because we think it increases sales.  The theory is that if you can come up with the prize that every kid will kill for, every kid will sell enough popcorn to try to win.  Sometimes it works better than other times.  We generally offer a prize with a value around $100.  We have also offered prizes for people selling over a certain amount.  Previous big prizes have included, iPods, Flip cameras and DSis.  The key is finding something that everyone wants.
Pack Popcorn Kickoff
In the early Fall, the Pack should have a popcorn kickoff.  This event is a pep rally.  We need to talk about all of the prizes and the pack prize and different types of popcorn.  We should talk about manners and salesmanship.  Offer alternatives (low-fat popcorn, donating to military popcorn).  At former meetings we have brought in a popcorn maker, had parents form the word “popcorn” and done skits.  Key is to make this as much fun as possible.  If the kids have fun, everyone gets energized.

If you haven’t done it earlier, SNS sheets should be available.  You should have a sheet for each day at each location.  Under each shift, make room for 2 or 3 (for larger venues) boys.  You should have pens and post-its available (to bring home details).  You should try to encourage a mix of new and returning scouts during shifts.  Nobody pulls in the sales like a rookie and older scouts know the tricks.

Constant Contact
Over the next few weeks, keep reminding boys that they need to sell.  Also remind parents of SNS commitments.

Show and Sells

For each location at each site, you need an opener and a closer.  The opener receives all of the material and the closer returns it.  These roles can be done by someone selling at the appropriate time or a helper.  The following needs to be brought to the site:
· A mix of popcorn

· A table

· An envelope for each shift.  

· Starting cash (2 $5s and 15 $1s – amounts may change depending on shift)

· A listing of starting balance, sales, donations, ending balance, starting popcorn and ending popcorn.

· A pen

· A pouch to hold money during shifts

· A donation cup or jar

· A popcorn poster or 2

Donations are a tough choice.  We are credited for donations.  But folks will tend to give minor donations rather than purchase more expensive popcorn.  Early in the sales for a venue, donations should not be pushed.  After the same people have been sold popcorn a few times, it may help to move the donation jar farther forward.

Door Sale Drop Off
In the late Fall, you will have one night where parents come and drop off orders.  This can be done at a location like a Starbucks or at a home.  I did it at my house and it worked very well.  This could easily be done on a park bench.  The only requirement is a calculator and a place to put money and checks .

We typically plan this event for a few days before it is due to the District.  It is typically on a weeknight for about 2 hours.
Before the event, communicate.  Give the parents a form to fill out.  This form should have a row for each kind of popcorn with the following information

Type

Count

Price

Total


Caramel
5

$10

$50

This form should also indicate the prize number and name.  All of this is set up for easy distribution when the goodies come in.  There should be 2 copies of the form for each kid.  Both are signed by the popcorn dude and the parents.  One copy goes to the parents and one goes to the Pack.  

After the parents have left, all of this data should be consolidated into a single Pack spreadsheet.  In reality, this spreadsheet is just a packwide version  of the same sheet.  This data will be presented to the district.

Now the complicated step.  We have a bunch of stuff that will have to be ordered.  But, we also have product that is left over from the SNSs.  We subtract the SNS numbers from the Preorders.  In other words, if we have orders for 156 tins of caramel corn, but we have 50 left over from the SNS, we reduce our order by 50 and only order 106.  We can add ours back in when the popcorn comes in.
We’re almost there.  Trails End only allows us to order cases of popcorn.  For example, in 2009 caramel corn came in cases of 6.  So we could only order 102 tins (17 * 6) or 108 tins (18 * 6).  Don’t worry, there is a mechanism to even things out down the road.  We typically order 18 cases ad plan on getting rid of the extra through trading.

Before you think about anything else, get the money to the bank.  Ignoring the checks, you currently have a good deal of money in your hands.  Get it all to the bank as quickly as possible.

Order to District

We submit our orders to Trails End online.  You probably want to log on and do a dry run beforehand.  At this point, we are looking at the Pack sales and not the individual child sales.
At the same time, you will need to order prizes for the kids.  There is a little room for fudging here because it is all done by the pack and not by the kids.  In theory, every kid requested a prize that is equal or less than he earned.  That leaves some extra “sales.”  Once you have confirmed that every kid gets the ordered prizes, you can order a few extra prizes.  These can be used in cases of problems or added to the Pack treasure chest.
In theory, we do not owe the District money until after the popcorn is delivered.  Having said that, there is no reason to keep the money sitting around.  According to the current rules, the sooner the money is deleviered, the sooner the prizes are delivered.  The one proviso here is that you want to make sure the money has cleared in the back so that we don’t write a bad check.  Don’t worry, the District will tell you exactly what to do with the money.  When sending them a check, deduct the appropriate amount for the Pack (typically 33%) ** CONFIRM WITH SCOTT**.
Popcorn Pickup
At some Saturday in late November you will be told to pickup the popcorn.  This is a great experience.  Unless it is a particularly good year, we can fit all of our popcorn in a pickup truck and a standard car.  Have these folks show up at the Budweiser plant (located near Sandy Plains and Canton Road.  The cars line up and wait to drive through the plant.  When you drive in, volunteers have a list of all of your popcorn.  They put it in a pile and then load up your vehicles.  You will then drive it somewhere to store it until your distribution day.  This is usually a garage or our storage unit (located near Sandy Plains and East Piedmont).
Popcorn Distribution

We typically schedule our distribution the day after the pickup so that we don’t have to hold it for long.  
We have traditionally distributed popcorn at the storage unit.  This is easy because the popcorn is stored there.  It is rough because we have to buzz people in through the gate.  In 2010, we moved the popcorn to the JCC for distribution.  At very least, move the popcorn out of the storage unit so that you don’t have to have someone sit at the gate.

Bring a few sharpies, paper, tape and the lists that you accepted on drop off night.  It would also be useful to have a couple of our fold up tables.

Set up piles of each kind of popcorn.  Remove from cases, but keep the boxes around to let  people use them for transport.  Everything is done by symbols.  It might help to draw big symbols on paper and tape it to the piles.

Volunteers can then take a kid’s sheet and collect all of the popcorn for the kid into a pile.  Tape the sheet to the pile and write the last name on the sheet in big letters.  If prizes have been delivered (more and more rare), they can be placed on the piles.
In theory, pickup is just handing over a pile and verifying the counts.

Traditionally, most or all of the popcorn will be picked up on pickup day.  You may need to hold a few orders and keep reminding them that there is popcorn out there. 

The Trading Game
Within a day or so of the popcorn delivery, the district Kernel sends out a listing of who has extra popcorn and who needs popcorn.  Remember the discussion of buying popcorn by the case?  This is where it evens out.  As quickly as possible, let the District Kernel know what excess popcorn you have.  S/he will include it on the list.  You will then get emails or calls from folks who need an extra box or two.  We can usually get rid of the excess popcorn pretty quickly.  This is also where you pick up an extra box or two if needed.  
In the last few years, another thing that has helped has been parents with open orders.  We’ve had a couple of dads who have said, “Little Jimmy didn’t really want to sell popcorn this year.  Just order $150 or so worth of popcorn for us and I will give it out at the office.  Graciously accept the offer.  This saves us from some of the trading.
It is, of course, always an option to under order and plan on picking up the extra items in the Trading Game.  There are problems.  There is a risk that you won’t be able to find the needed on the circuit.  Time is also an issue.  You would need to delay the distribution until after you were able to make the required changes or tell the individual parents that you owe them an item or two.

Deliver Big Prizes

As soon as you can, award the top seller the big prize.  If at all possible, do it at a Pack event with as much pomp and circumstance as possible.  This is your first step towards next year’s popcorn sales.  “Remember last year when Miles got his DSi?”
Pat Yourself on the Back

Thank you for the work you did.  You just finished the most important and least appreciated job in the Pack.  It was a real service.  Thank you.  Your work efforts just made it possible for the Pack to program through the year and for many kids to go to the Big Trip.  Wow.  

If sales were good, there are a few other perks.  Kernel and top selling kid are invited to a banquet.
How Did You Do?
In our best year we made 22k.  In 2008 we made 12k.  We have made under 10k several times.  Your sales depend on many factors beyond your control:

· Size of Pack

· Economy

· Stores allowing Show and Sales

The answer is that you did a great job and you will do a better one next year, since you now know what you are doing.  Thank you.


