

Pack 1800 Guide: 
211 - Membership
Contents

2Introduction


2Recruiting


2Newsletters and eblasts


3Chabbad


3Etz Chaim


3TKC


3Temple Sinai


3Fliers


4Dated Versus Undated


4Fliers at Religious Schools


4Beyond Synagogues


5Business Cards


5Conversion


6Retention


6Lions


7Working with the Calendar


7Scout Shabbat


7The Issue




Introduction

Membership is the life blood of scouting.  It is the effort that makes everything else possible.  It is the first thing that a parent sees of scouting and it is often the last thing that a scout sees going out the door.
There are three distinct elements of this task: finding new prospects, turning prospects into members and membership retention.  Without a concentration on all three, the pack will fall apart.  

Membership is a constant process.  In times of turmoil, we have ignored recruitment for a year.  When left with a den that only has 1 or 2 members in the middle of a healthy Pack, the whole Pack suffers.  Tangential dens need to meld with the weak den and leadership needs to cover for the gap.  In addition, the whole Pack suffers because there is a whole in the obvious leadership pool.  The solution is simple.  Keep a steady stream of new members.

Over the last few years, membership is not what we have done best.  This document will cover what we have done and lessons learned.  The hope is that future leaders will improve the document.  As possible, this document will contain names and email addresses of contacts.  These will obviously grow old.  If you find a bad contact, please replace it.

Recruiting
When I took over membership, I was told that prospects will just come.  There is some truth to this.  As a Jewish Pack, parents do seek us out.  Unfortunately, this is mostly a lie.  It led to a den that had 1 scout.  Scouts will seek us out, but it is easier for them to seek us out if we go to the effort of being visible.  This is an important distinction.  We don’t really recruit like most Packs.  Instead, we work hard to let everyone know that we exist.  This way, the boys and parents who want to seek us out have an easier time.  Think of it as a game of tag.  Instead of hiding behind a big rock in our camouflage suit, we want to wear something bright yellow and sit in the open.  Be there and they will come.  Just be there obviously.

Newsletters and eblasts

The easiest way of announcing our existence is through synagogue communications.  Most local synagogues are happy to promote us.
Different synagogues have different ways of communicating with their membership.  Some use weekly email blasts.  Some use paper newsletters.  We need to get into as many as possible.  The pay-off isn’t great.  In truth, nobody reads them.  But the effort is minimal and it often gets parents to know that we exist.
The following is a blurb that was sent to the synagogues in 2011.

Cub Scout Pack 1800
We build Menches.  Imagine the best of Cub Scouts with the traditions and teachings of Judaism.  Boys camp, hike, learn the importance of serving the community, race Pinewood Derby cars and make lifelong friends.  We meet on Sundays after religious school at East Cobb/Roswell synagogues and are sponsored by the JCC.  We offer a wonderful program for boys from 1st through 5th grade.  Find out what scouting can do for your son.  Visit our Web site at www.Pack1800.com or get more details from Craig Blafer (Cubmaster) at 678-223-3407 or Craig@Blafer.Com.
Chabbad

We haven’t had much luck with Chabad, but their demographics actual reflect ours and they are a potentially rich  source.  Rabbi Silverman is not opposed to the scouts, but he hasn’t exerted much energy to help.  A good entry point is Brian Friedman.  He is a Chabad member and our Wolf den leaders.  He may be able to get us listed in the weekly e-Newsletter.
Etz Chaim

Etz Chaim is typically one of our biggest feeders. Their parents would strongly prefer Jewish scouting.
They have a monthly newsletter.  We are typically allowed to add a blurb.  Submissions need to turned in before the 11th of the previous month.  Blurbs need to be approved by Robert Bachrach (rbachrach@etzchaim.net).  The newsletter is constructed by Su ( su@suberlanddesign.com) and Estelle Spritzer (estelle@etzchaim.net ).  Send a note to all three with a blurb and a request.
TKE is our other strong referrer.  They also have a newsletter (Voice and News and Notes) that requires submissions early in the previous month.  Send a blurb to Denise Jacobs (denisejacobs@kolemeth.net).
TKC
Temple Kol Emeth as an email blurb, but not paper newsletter.  Eric Simon is a scout leader and a  TKC Board member.  He has been able to get blurbs in the newsletter.  TKC is a touch problematic because of “The Issue.”  See details below.

Temple Sinai

TS is a huge reform synagogue near spaghetti junction.  It's a massive synagogue with 2,000 family members and 4 rabbis.  Located at 285 and Northside.

Historically, the have not wanted to post our info in their newsletters, but this could change.

Fliers

Our main way of advertising has traditionally been fliers.  We will hand fliers out at schools, festivals and on walls.  

Dated Versus Undated

Fliers can tell people about a specific event or can be general.  The advantage of a dated flier has been that it brings a sense of urgency.  If you have a specific New member event, it also allows you to handle new members as a unit instead of repeating the answers over and over again.  Unfortunately, if a flier is dated, it has an expiration date.  After the date passes, parents think it is too late to join.  We have traditionally done dated fliers.  I prefer undated fliers.

Fliers at Religious Schools

We do not have a specific content.  If we give the religious school leader enough fliers, they will typically hand them out for us.  On several occasions we have been allowed to go around the classes and hand them to the classes in uniform.  This is great, but current school leaders have policies that block this.  As an alternative, schools might allow us to stand in front of the schools at pickup time and hand fliers to parents.  Parents are our real market on these fliers.
Since parents are our real sweet spot, we miss the mark.  The place we really want to be is at the parent orientation meetings.  This would be ideal.  I dream.  As the parents are starting to learn about the religious school, we talk for 2 minutes and tell parents about our program.  We are then around after the session to answer questions and sign kids up.  Yep, it’s a fantasy.  We were only allowed to do it once at the West Cobb synagogue and it is far enough away that it didn’t work.
When lining up schools to pass out fliers, don’t forget Temple Sinai.  Temple Sinai has always been wary of us.  They are a massive synagogue and fear outsiders.  We made initial contact with them in 2010.  The initial response was cool, but receptive.  The main hesitation seemed to be the BSA stance on homosexuality.  Our contact is Rabbi Brad Levenberg.  Gut feeling is that Brad served as our champion and our policy on the BSA policy satisfied them.  When asked, they distribute fliers to their classrooms for us and put blurbs in their newsletters.   Rabbi Brad Levenberg (blevenberg@templesinaiatlanta.org).  All emails from Brad are also cc'd to the other rabbis, vsiegel@templesinaiatlanta.org,eperry@templesinaiatlanta.org,rsegal@templesinaiatlanta.org.

 5645 Dupree Drive Northwest.  Atlanta, GA 30327-4303.  (404) 252-3073.  http://www.templesinaiatlanta.org/
Beyond Synagogues
We do not have to limit ourselves to synagogues.  In the past, we have posted fliers in these locations with some success (or could)

· Breman Jewish Museum – They are happy to post.  Send via scout mom Phyliss Silverstein (PSilverstein@jfga.org)

· Bagel shops – Most of the local bagel shops will post a flier.  Hey, that’s our market.

· JCC Camp Chai – There is an annual camp at the JCC, which is our geographic center.  As of 2011, they have offered to hand out fliers.  We need to get approval through our Charter Org rep (Jodi.Miller@atlantajcc.org) or just drop them with our friends ( "Ilana Schlam" <Ilana.Schlam@atlantajcc.org>, "Laurie Finkelstein" <Laurie.Finkelstein@atlantajcc.org>)
· We have also spoken to non-JCC camps, but have had no interest through them.

· We have gone to some special events (Noshfest at TKE, Israel Day at JCC, Welcome event at Davis …) with mixed results.

· We also try to leave out fliers in synagogue lobbies.
When looking at festivals, don’t ignore younger kids.  1818 has built a Pack on the idea of getting the names of preschool kids and contacting them 3 years later.
Business Cards

Several years back, we got Pack business cards.  These serve as something that is easily carried and handed out.  They can also be given to kids to hand out.  One kid handing cards out to a friend in a religious school class can be more effective than tremendous work from a parent.  If giving cards to kids, point out that the Pack gives out a Recruiter patch if friends join.
Conversion

Once you have the names of prospects, you need to turn them into members.  Typically this has involved a stream of email conversations, an initial meeting and prayers.  Before I explore the process, let me look at the traditional BSA intake process.

With most packs, Council officials go to classes and hand out fliers to kids telling them that there will be a meeting at the school on a specific night.  When parents show, they fill out apps, write checks and sign on.  Once parents show to the initial meeting, the conversion rate is very high.  We need to move closer to this model.  We lose many kids during the conversion period.

Our parents get the fliers and meander into an event or so.  At some point, we give them an application and get a check.  We need to move to a model where we get a check (commitment) at the 1st or 2nd meeting.
This process is more difficult for us with tiger dens or lion dens.  I will cover that later.

Den size is a key issue.  The ideal den size is between 10 and 12 kids.  If the den is smaller, getting more than 2-3 kids to a meeting can be a challenge. When lining up dens, remember that dens tend to shrink over time.  So a tiger den with 12 kids may turn into a bear den with 5.   Fewer than 5+ kids at a meeting is troublesome.  On the flip side, if you have more than 12 kids in a pack, the kids will tend to not bond.  

And if they don’t bond, they will drop out.  Unfortunately, capping a den is tough.  On one occasion, we split a packed den into 2 dens.  Within 6 month, the membership dropped to a point where we barely had a den.  We were messing with the bonds.  Kids need to see their friends or they won’t want to come.

Retention

One of the largest elements of membership is beyond the Membership Coordinator, retention.  In an ideal world, all dens retain all kids and the membership coordinator only needs to worry about recruiting tigers/lions.  This doesn’t happen.  Kids leave.  They leave because parents move.  They leave because parent work hours change.  They leave because their lives become baseball.

Some leave because scouting doesn’t captivate them.  To avoid this, programming must be exciting and pertinent.  There are many things for kids to do.  If scouting doesn’t bite hard, the kids will vanish.

Luckily, we do get kids coming in late.  As an example, most of the kids who are web II’s in 2011 are late adopters.  Having said this, it’s tougher recruiting a 5th grader than it is recruiting a 1st grader and your recruiting time amortizes better over 5 years.

Lions

Several years back, we started an experiment.  In addition to recruiting in the Fall, we started recruiting Kindergarteners in the Spring.  We call them Lions.  The theory is sound.  When 1st graders walk in to 1st grader, made groups are trying to get them to join their clubs.  As Kindergarteners in the Spring, nobody approaches them.  

Here’s how the program works
· We do fliers and blurbs with our usual sources in the Spring aimed exclusively to kindergarteners.

· We have a kid/parent event where the kids do an activity and the parents get the details

· In the Spring we run 3-4 set den meetings.  These are led by leadership.

· During the Spring meetings, we get applications and checks.  We hold both.  The day they graduate from K, we run the apps to the BSA.

· In the Spring and Summer, the Lions attend Pack meetings.

· In the Fall, the Lions are ready to lead themselves.

We have found that there are pluses and minuses to this program.  If the programming in the Spring is solid, the parents and kids are excited.  If the programming is weak, the boys vanish in the Fall.  Either do Lions right or not at all.

When you meet with Lions for the first time in the Fall, have a stack of meeting guides along with meeting dates (already on the calendar).  Have parents pick an event to lead and a date to do it.  They will be happy to comply.

Working with the Calendar

The calendar is very important to membership.  You need to have a good event to welcome in new scouts (hook them).  In an ideal world, you will have 2 meetings that you will designate at membership meetings.  If they are after school starts, you risk having the kids already signed up for school packs.  If it is before the religious schools start, you lose your best source of new members.  This is the reason for 2 meetings.
Scout Shabbat

Our best recruiting event of the year is often Scout Shabbat.  At this event, we are given a few minutes at a service to pitch Pack 1800.  Being available after the service is a very good thing.  Being available with business cards is even better.

The Issue
The BSA has a policy that bars homosexuals from serving as Cub Scout leaders.  We do not recognize this policy.  This is not the policy of our charter org.  Even so, it is one of our largest problems in recruiting.  Synagogues don’t want to deal with us and parents steer wide.  You will have to address this policy.  I offer the following to help.  It is Pack 1800’s official policy.
Pack 1800 and I share your issues with the BSA policy on homosexual leaders.  Coming from a long line of oppressed ancestors, seeing any group excluded sits rather heavy on us.  This is NOT the policy of the Pack.  We remain very clear that we are chartered by the JCC and not the BSA.  If ever called on the issue, we will remain chartered by the JCC and withdraw from the BSA.  But, we have chosen to fight the fight from within.  I have raised the issue with district, council and national leaders frequently and have expressed our anger and defiance.  Without Pack 1800, these voices would not be heard.  And they are heard.
To be honest, it’s hard to defend a policy to which you don’t adhere.  This policy statement works… sometimes.

Additional Notes

These need to be integrated.

Most of our recruiting is done through the 2 main synagogues.  We should add the West cob synagogue, the 2 roswell synagogues and possibly the Chabad.  In addition, we need to push through the JCC, Davis and Epstein.  Contacted Ner Tamid (West Cobb) and they are excited.  We will work with 1818 on Roswell synagogues (Beth Tikvah and Kelliat Chaim) since they lie between us.
 
2009 Results
Etz Chaim – Handed out fliers.  Left out fliers.  Decent recruiting year.  Picked up a couple of boys.
TKE – Nothing.  I couldn’t motivate our members to push for members and my schedule didn’t allow a visit.  We picked up no new members.
 
Ner Tamid – Made a personal visit to opening day of Sunday School.  Wonderful and friendly people.  Seemed disproportionate girls.  Seemed few male 1st & second graders.  Seemed to be several K.  We should try this one again.  Ner Tamid has potential liability of stretching us geographically.
 
Kehilliat Chaim – Went to opening day picnic.  Many kids.  1818 already has a foot in door, but worth going back.
 
Beth Tikvah – Rabbi doesn’t want close bond because of gay policy.  Head of school is "Zimmer, Seth" sz4941@att.com.  He got BOE to agree to hand out fliers.  Worth going back.
 
Chabbad - Has potential liability of forcing us to be more observant.  Rabbi Silverman is very nice guy.  He has asked me to come in and talk to him some time.  I will.
 
Israel fare – Went there Fall 2009.  With 1818, worked games.  That was nice, but didn’t lead to recruits.  We really need a booth.  Impressive event with hundreds of kids, but the event is so far from us that the prospect of members is slim.
 
Shalom Cobb – Went to event in 2009.  Horrible event.  Very few paid guests.  Left without a single name.  Topping it off, it was cold and windy and outside.  Not worth doing again unless they change something to get more people in.
 
We can also attempt to put fliers up at judaica stores, bagel shops and delis.
 
Emphasis needs to be on getting contact info rather than passing things out.  When things are passed, nothing ever comes back.
 
We have suggested the following ways that synagogues can help:
·       Placing a flier along with a mailing in July and August
·       Making fliers available during events
·       Links to our web site or notes about us on your synagogue's web site.
·       Flier handout at religious school.  Se can set up a tent and hand out fliers while parents pick kids up from religious school.
·       Classroom visits.  We have frequently visited religious school classes let boys know about our pack.
·       Service or event visits.  We would be happy to talk to anyone who would be interested in Jewish Scouting.

