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INTRODUCTION

P r io r  to  1973# th e  a d m in is tra tio n  o f th e  Boy Scout program 

in  Montana was accom plished by fo u r  se p a ra te  councils*  th e  W estern 

Montana Council w ith  h ead q u arte rs  a t  M issou la, th e  V ig ila n te  C ouncil 

w ith h eadquarte rs  a t  B u tte , th e  North C e n tra l Montana Council w ith 

headquarters a t  G reat F a l l s ,  and th e  Yellowstone V alley  Council w ith 

headquarte rs a t  B i l l in g s .  While each co u n c il was su c c e ss fu l in  many 

a sp ec ts  o f program management, by th e  e a r ly  1970' s  each was having 

d i f f i c u l t y  in  r a i s in g  revenues to  pay expenses.

During th e  l a t t e r  p a r t  o f th e  I9 6 0 's ,  th e  n a tio n a l  o rg an iz a tio n  

of the  Boy Scouts o f America, through i t s  re g io n a l d iv is io n s ,  began to  

co n so lid a te  co u n c ils  around th e  coun try . C o n so lid a tio n s were viewed by 

n a tio n a l  and re g io n a l le a d e rs  a s  an im plem entation o f th e  most "modern 

management m ethods." Such methods were in tended  to  promote " th e  

tu s in e s s  o f Scouting" by r e a l iz in g  th e  "most value fo r  every d o l la r  

and every hour in v ested  by both v o lu n te e r  and p ro fe s s io n a l ." ^

The in te n t  o f co n so lid a tio n  was to  Improve s e rv ic e s  and 

to  reduce budgetary p ressu re  on in d iv id u a l c o u n c ils  by tak in g  

advantage o f sav ings due to  economies o f s c a le .  These sav ings, 

brought about by the  re d u c tio n  o f d u p lic a tio n  by key s e rv ic e s , i . e . ,  

a u d itin g , bookkeeping, computer system s, budgeting , e t c . ,  would allow

M ontana Scouting  In te rim  Committee, "Management Concept f o r  
Montana* A M aster P la n ,"  p . 1.
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ccmbined co u n c ils  to  opera te  e f f e c t iv e ly  w ith in  a  balanced budget. In  

com pliance w ith  n a tio n a l p o lic y , th e  fo u r c o u n c ils  in  Montana were 

c o n so lid a ted  in to  a  s in g le  Montana C ouncil on September 1 , 1973.

Many S co u te rs  in  Montana were no t in  fav o r o f the  d is s o lu t io n  

o f th e  fo u r  c o u n c ils . O ther S c o u te rs , however, accepted  th e  id ea  o f  

c o n so lid a tio n  a s  th e  only p r a c t ic a l  way to  continue an e f f e c t iv e  

Scouting  program in  Montana. A fte r  much d isc u ss io n  and co n tro v e rsy , 

au th o rized  re p re s e n ta t iv e s  o f the  fo u r  co u n c ils  approved the  p la n .

The performance o f th e  Montana C ouncil over th e  p a s t te n  y e a rs , 

however, has no t r e f le c te d  th e  p o s it iv e  hopes o f n a tio n a l  o r lo c a l  

le a d e rs .  E nd-of-year budget f ig u re s  show d e f i c i t s  rang ing  from 

$11,000 to  $125,000 f o r  e ig h t  o f te n  y e a rs . R eg is te red  youth decreased  

from 18,000 to  10,000, C hartered  cub packs, scou t tro o p s , and ex p lo rin g  

p o s ts  decreased by over 200. T o ta l numbers o f a d u lt  v o lu n te e r  le a d e rs  

decreased  s lg n l f ic a n t ly .  In  response to  so many negative  in d ic a to r s ,  

many Montana S cou ters  have questioned  th e  wisdom o f  th e  c o n so lid a tio n  

and th e  fu tu re  e f fe c t iv e n e s s  o f a  s in g le  Montana C ouncil,

The d e c lin e s  in  performance of Scouting  in  the  s ta te  may be 

a t t r ib u ta b le  to  causes o th e r  than  the  c o n so lid a tio n . O rg an iza tio n a l 

and s o c ia l  f a c to r s  r e l a t iv e  to  the  Scouting  program on a  n a tio n a l 

b a s is  may have some b ea rin g . In  a d d it io n , i t  i s  p o ss ib le  th a t  f a c to r s  

sep a ra te  from the c o n so lid a tio n  tait w ith in  th e  Montana C ouncil have 

co n tr ib u te d  to  i t s  performance d e c lin e . The e f fe c t iv e n e s s  o f the  

c o n so lid a tio n  can be determ ined only by i s o la t in g  th e  e f f e c t s  o f 

c o n so lid a tio n  from the  e f f e c t s  o f a l l  o th e r  f a c to r s .

The purpose of t h i s  paper i s  to  e v a lu a te  th e  1973 c o n so lid a tio n  

o f S couting  in  Montana, Due to  the many conf l i c t i n g  v e rs io n s  o f a c tu a l
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3
ev en ts  b e fo re , d u rin g , and a f t e r  th e  c o n so lid a tio n , p a r t i c u la r  a t t e n t io n  

w i l l  be g iven  to  an acc u ra te  re c o n s tru c tio n  o f  r e le v a n t  h i s to r i c a l  

in fo rm ation  from I 963 through 1982. I t  i s  f e l t  t h a t  t h i s  r e c a p i tu la t io n  

o f  p e r t in e n t  e v en ts  in  th e  te n -y e a r  p e rio d  preced ing  and fo llo w in g  th e  

co n so lid a tio n  w i l l  provide r e l i a b l e  in fo rm ation  on which to  base an 

a n a ly s is .  F u rth e r  in s ig h t  w i l l  be gained  by comparing and c o n tra s t in g  

th e  c o n so lid a tio n  in  Montana to  th e  1974 c o n so lid a tio n  o f S cou ting  in  

North Dakota, Using d a ta  ob ta ined  from a v a i la b le  documents and 

performance r e p o r ts ,  a s  w ell a s  in te rv ie w s w ith  key Scouting  le a d e r s ,  

th e  n e c e s s ity  fo r  th e  c o n so lid a tio n  w i l l  be considered , i t s  g o a ls  w i l l  

be determ ined , and i t s  accom plishm ents w i l l  be e v a lu a te d . The paper 

w i l l  c o n ta in  f iv e  b a s ic  parts*  f i r s t ,  a  c o n s id e ra tio n  o f the  s t a tu s  o f 

the  o r ig in a l  fo u r c o u n c ils  p r io r  to  1973I second, a  look  a t  th e  c o n so li­

d a tio n  p ro cess  i t s e l f  and how i t  was accomplished* t h i r d ,  an e v a lu a tio n  

o f the  p rog ress o f th e  Montana Council from i t s  c re a tio n  to  th e  p re se n t; 

fo u r th , a  comparison o f the  c o n so lid a tio n  in  Montana to  a  s im ila r  

c o n so lid a tio n  in  North Dakota; and f i f t h ,  a  summary e v a lu a tio n  w ith 

recommendations f o r  th e  fu tu r e .

The o p e ra tio n a l o b je c tiv e  o f  a  co u n cil in  th e  Boy S cou ts o f 

America i s  " ,  • , to  provide le a d e rs h ip  and su p e rv is io n  o f a l l  program 

a c t i v i t i e s  w ith in  th e  t e r r i t o r y  covered by i t s  c h a r te r  in  such a  manner

a s  to  ensure compliance w ith  th e  p ro v is io n s  o f  the  C harte r and Bylaws
2

o f the  Boy Scouts o f A m erica,’* Like a d m in is tra tio n  in  o th e r  p u b lic  

o rg a n iz a tio n s , accomplishment o f co u n c il g o a ls  r e q u ire s  th e  su c c e ss fu l 

so lv in g  o f  " ,  . . human, s o c ia l ,  te c h n ic a l ,  economic, and p o l i t i c a l

^Boy Scouts o f America, "The C ouncil,"  19??, p , 1 .
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prololems o f  a l l  k i n d s , I n i t i a l l y ,  th e  c o n so lid a tio n  o f  Scouting  in

Montana appears to  be a  m a tte r  o f te c h n ic a l  ad justm en t to  in c re a se

o rg a n iz a tio n a l e f f ic ie n c y . The achievem ent o f i t s  o p e ra tio n a l 

o b je c tiv e , however, r e q u ire s  th e  a c t iv e  support o f over 4 ,000 p ro fe s ­

s io n a l and v o lu n te e r  le a d e rs . The su c c e ss fu l management o f  the  human, 

s o c ia l ,  and p o l i t i c a l  a sp e c ts  o f  i t s  o rg a n iz a tio n  th u s  adds a  c r i t i c a l  

dimension to  th e  success o f  any major o rg a n iz a tio n a l change.

T h is  paper w i l l  culm inate w ith recommendations to  improve

co u n cil o p e ra tio n . I t  i s  hoped th a t  th e  su g g estio n s w i l l  prove h e lp fu l

in  fu tu re  p lanning  f o r  Scouting in  Montana. Although an e v a lu a tio n  o f  

th e  Montanan c o n so lid a tio n  i s  complex, t h i s  study may a t  l e a s t  r e s u l t  

in  an improved understand ing  o f th e  problem .

3
John C, Buechner and Eugene J ,  Koprowskl, P u b lic  A d m in is tra tio n . 

2nd e d . , (Encino, C a lifo rn ia*  Dickenson P u b lish in g  C o ., I n c . ,  1976), 
p . 18.
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CHAPTER I  

THE FOUR ORIGINAL COUNCILS

G eographical O rgan iza tion  

During th e  1960*3 and e a r ly  1970*a . Scouting  was 

adm in istered  In Montana by fo u r  se p a ra te  c o u n c ils . As shown In 

F igure 1, th e  W estern Montana Council cen tered  a t  M issoula Included 

s ix  co u n tie s  In  th e  no rthw estern  p o rtio n  o f th e  s t a t e .  The V ig ila n te  

Council w ith h ead q u arte rs  a t  B utte con ta ined  seven c o u n tie s  In  th e  

southw estern co rner o f Montana. Seventeen c o u n tie s  in  th e  n o rth  c e n tra l  

p o rtio n  o f th e  s ta te  were Included In  the  North C en tra l Montana C ouncil

cen tered  a t  G reat F a l l s .  T w enty-three o f M ontana's e a s te rn  and so u th ­

e a s te rn  co u n ties  were grouped In to  th e  Yellowstone V alley  Council w ith  

h ead q u arte rs  a t  B i l l in g s .  The f a r  n o r th e a s te rn  co rner o f  th e  s t a t e .

Includ ing  D an ie ls , S heridan , and th e  e a s te rn  end o f  R oosevelt c o u n tie s , 

were not Included In  th e  fo u r Montana c o u n c ils  but were grouped in to  th e

G reat P la in s  Council o f North Dakota.

U n til  1972, th e  n a tio n a l  o rg a n iz a tio n  o f th e  Boy Scou ts o f 

America superv ised  I t s  over 485 co u n c ils  through twelve e x is t in g  

re g io n a l d iv is io n s .  As shown in  F igure  2 , the  Yellowstone V alley  

Council was grouped In to  Region 10 w ith h ead q u a rte rs  a t  M inneapolis, 

w hile the  o th e r  th re e  c o u n c ils  o f Montana wore grouped in to  Region 11 

w ith h ead q u a rte rs  a t  P o r tla n d . Since each reg io n  had se p a ra te  o rg zu ilza tlo n a l
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m eetings a s  w ell a s  somewhat d i f f e r e n t  t r a d i t io n s  and o b je c tiv e s , the  

Yellowstone V alley  Council had more d i r e c t  t i e s  w ith  i t s  re g io n a l 

c o u n te rp a r ts  ou t o f  Montana th an  i t  d id  w ith  th e  o th e r  c o u n c ils  in  th e  

s t a t e .

Membership

As shown in  Table 1 , th e  Yellowstone V alley  Council cen tered

a t  B i l l in g s  had th e  l a r g e s t  number o f r e g is te r e d  Cub S cou ts, Boy S co u ts ,

and E xp lo re rs in  1 9 7 2 While B i l l in g s  dem onstrated a  7 p e rcen t in c re a se

in  r e g is te re d  youth s in ce  19&3, the  W estern Montana Council cen tered  a t

M issoula led  a l l  co u n c ils  w ith a  21 p e rcen t in c re a s e . The n a tio n  a s  a

whole re p o rte d  an in c re a se  o f  23 p e rcen t in  youth membership over th e  te n  
2

year p e rio d . North C e n tra l Montana Council cen te red  a t  G reat F a l l s  and 

V ig ilan te  Council cen te red  a t  B utte  showed a  d e c lin e  o f 13 p e rc en t and 20 

percen t re s p e c t iv e ly . Numbers o f ch a rte re d  Cub packs, Boy Scout tro o p s , 

and E xp lo rer p o s ts  in  th e  same period  a re  in d ic a te d  in  Table 2 . They 

dem onstrated a  s im ila r  r e la t io n s h ip  w ith M issoula and B il l in g s  showing 

an in c rease  and G reat F a l l s  and B utte showing a d ec rease .

Table 3 shows the  number o f youth e l ig ib le  to  r e g i s te r  in  Scout 

u n i ts  w ith in  the  geograph ica l boundaries o f  each c o u n c il . Both B i l l in g s  

and G reat F a l ls  in d ic a te  s l ig h t  in c re a se s  in  a v a ila b le  youth s in ce  1963 

w ith M issoula showing the  g r e a te s t  in c re a se  a t  28 p e rc en t. A va ilab le  

youth a t  B utte d e c lin ed  8 p e rcen t over th e  p e rio d .

^ o t e i  The fo u r Montana C ouncils may a t  tim es be d esig n a ted  by 
the  names of th e i r  headquarte r c i t i e s ,

S, Congress, House, Annual R eports to  Congress -  Boy Scouts 
o f Am erica, 1963-1979.
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TABLE 1
TOTAL YOUTH MEMBEBSHIP IN THE FOUR MONTANA COUNCILS 1963-1972

GREAT TOTAL

1963 5890 6300 2762 3462... 18.414

1964 5868 6181 2729 3548 18,376 _
196% _ 6345 . 5928 2299 3787 18.359.
1966 6846 6004 2318 4009 19.177
1967 6871 6272 2047 4093 19,283
1968 7115 6654 1888 4188 19.845
1969 _ _ 6542 _ 6418 1471 4201 18,632

1970 7002 5823 _ 1751 4537 19,113
1971 _ 6385 __ 5449 2168 4667 18,669
1972 6280 _ _5464 _ 2213_ 4200 .1 8 ,1 5 7  .

S ourcei Annual R eports to  Congress B .S J l . ,  1963-1968; Bob 
B u rt, Membership D iv is io n , North C e n tra l Region B .S .A ., March 
1983; B e tty  Newton, Records Management, N ationa l O ff ic e , 
January 1983.

TABLE 2

TOTAL UNITS IN THE FOUR MONTANA COUNCILS 1963-1972

GREAT TOTAL

1963 202 219 104 130 655
1964 210 210 100 122 642

1965 221 200 89 131 641

1966 235 204 91 135 665

1967 237 213 73 136 659
1968 230 223 71 147 671
1969 220 222 64 158 664

1970 241 21 3 71 167 692

1971 _ _237 204 81 172 694
1972 .2 3 3 201 -8 9 168 691

S ource; Annual R eports to  Congress B .S .A ., I 963- I 966; Bob 
B u rt, Membership D iv is io n , North C e n tra l Region B .S .A ., March 
1983; B etty  Newton, Records Management, N a tio n a l O ffic e , J a n ­
u ary  1983.
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TABLE 3

TOTAL YOUTH POPULATION IN THE FOUR MONTANA COUNCIIS 1963-1972

YEAR BILLINGS
GREAT
FAI,IS BUTTE MISSOULA

TOTAL
MONTANA

1963 20,813 19,959 8,170 11,976 60,918

1964 22.255 20,972 8,664 12,642 64,533
196? 22,255 20,972 8,664 12,642 64,533

1966 22.276 20,972 8,664 12,642 64,554

1967 23,126 19,123 8,361 14,826 65,436

1968 26,001 19,123 8,361 14,826 68,311

1969 26,550 19,520 8,525 15,134 69,729

1970 23,634 21,969 8,240 15,812 69,655
1971 23,670 22,002 8,253 15,835 69,760

1972 22,938 21,323 8,003 15,346 67,610
Sourcet Annual R eports  to  Congress B .S .A ., 1963-1968; Bob B u rt, 
Membership D iv is io n , N orth C e n tra l Region B .S .A ., March 1983; 
B e tty  Newton, Records Management, N a tio n a l O ff ic e , January  1983.

TABLE 4

PERCENTAGE OF YOUTH SERVED IN THE FOUR MONTANA COUNCILS 1963-1972

GREAT TOTAL

1963 28.3 31 .6 33 .8 28 .9 30.2

1964 26 .4 29.5 32.1 28.1 28.5

1965 28.5 28.3 26.5 30.0 28.5

1966 30.7 28 .6 26 .8 31.7 29.7

1967 29 .7 32 .8 24.5 27.6 29.5
1968 27 .4 34 .8 2 2 .6 28.2 29.1

1969 2 4 .6 32 .9 17.3 2 7 .8 26 .7

1970 29 .6 26.5 21.3 28.7 27.4

1971 27.0 24 .8 26.3 29.5 2 6 .8

1972 27 ,4 25 .6 27 .7 27 .4 26.9

SOURCE I Annual R eports to  Congress B .S .A ., I 963- I 968; Bob B urt, 
Membership D iv is io n , North C e n tra l Region B .S .A ., March 1983; 
B e tty  Newton, Records Management, N a tio n a l O ff ic e , January I 983 .
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The mm t e r  o f  r e g is te r e d  youth members i s  shown in  Table 4 

a s  a  percentage o f  th e  numbers a v a ila b le  from th o se  age groups» These 

percen tages in d ic a te  how w ell th e  re s p e c tiv e  c o u n c ils  were doing a t  

a t t r a c t in g  th e  e l ig ib le  youth in to  th e  Scouting program. Table 4 

in d ic a te s  th a t  by 1972 a l l  co u n c ils  had decreased  in  t h e i r  a b i l i t y  to  

a t t r a c t  and hold youth a s  members. The s ta tew ide  average in  1972 o f 

26,9 p e rc en t, however, s t i l l  ran k s h ig h e r than  th e  n a tio n a l  average 

of 25.5  percent,"^

Program Q u a lity  

One measure o f q u a l i ty  o f each c o u n c il’ s program i s  

in d ic a te d  by th e  number o f to p  u n i t  le a d e rs  re c e iv in g  th e  c o u n c i l 's  

b a s ic  t r a in in g  cou rse . Table 5 In d ic a te s  th a t  a l l  co u n c ils  s ince  I 963 

had in creased  in  th e  percen tage o f le a d e rs  re c e iv in g  t r a in in g .  T h is 

could in d ic a te  an in c re ase  in  th e  q u a li ty  o f council programming.

One o th e r measure o f q u a l i ty ,  th e  number o f advancements made 

by Cub Scouts and Boy S co u ts , i s  shown in  T ab les 6 and 7, Both ta b le s  

in d ic a te  th a t  the  number o f p ro g ress  awards earned per 100 boys e n ro lle d  

had decreased  since  I 963. I t  would appear th a t  a lthough each co u n c il 

had improved in  th e  numbers o f le a d e rs  re c e iv in g  t r a in in g ,  the  a b i l i t y  

o f le a d e rs  to  use th a t  knowledge in  implementing the  advancement program 

among youth members was d ec rea sin g .

P ro fe ss io n a l S ta f f  

Numbers o f p ro fe s s io n a l s t a f f  members employed du ring  th e  ten  

year pe riod  a re  shown in  Table 8. With the  ex cep tio n  o f  B u tte , a l l

S . Congress, House, Annual B eport to  Congress -  Bov 
Scouts o f  America. H . Doc. 93-67, 93rd Cong,, 1 s t  S ess io n , 1972, p . 37.
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TABLE 5

PERCENTAGE OF TOP LEADERS TRAINED IN THE FOUR MONTANA COUNCILS 1963-1972

great TOTAL

1963 27.5 39.5 12.5 16.9 24.1

1964 34 .8 45 .5 37.5 31.9 37.4  _

1965 61 .8 38.0 11.2 27.1 34.5
1966 63.0 55.9 27.5 55 .9 50.6

1967 4 7 .7 67.6 46 .8 52 .9 53.8
1968 59.6 49.1 32 .4 52.4 48.4

1969 56 .8 50.5 45 .3 39.2 50.0
1970 58.1 67.1 47.0 51.5 J 5 .9
1971 59.9 67.2 41.0 59 .9 57.0
1972 67.4 65.2 47.0 66.1 61.4

Source* Annual R eports to  Congress B .S .A ., I 963- I 968; Bob B u rt, 
Membership D iv is io n , North C en tra l Region B .S .A ., March 1983; 
B e tty  Newton, Records Management, N ationa l O ff ic e , January  I 983.

TABLE 6

CUB ADVANCEMENT PER 100 BOYS IN THE FOUR MONTANA COUNCILS 1963-1972

GREAT TOTAL

1963 74.9 86,0 72.8 82.8 79.1
1964 80.2 90 ,8 73.7 86.9 82.9

1965 78,4 90.5 85.3 83.6 84.5

1966 67.3 82.0 70.2 76.2 73.9

1967 55 .9 71.3 71.0 70.0 67.1
1968 48.1 51.0 51.6 89 .6 60.1

1969 48 .8 46 .9 64.1 63.7 55.9
1970 36.3 53.4 44.2 46.3 45.1
1971 40 .7 62.1 49.1 50.1 50.5
1972 51.8 57.1 43.1 52.1 51.0

Source * Annual R eports to  Congress B .S .A ,, I 963- I 968; Bob B u rt, 
Membership D iv is io n , North C e n tra l Region B .S .A ., March 1983; 
B etty  Newton, Records Management, N ationa l O ff ic e , January  1983.
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13TABLE 7
SCOUT ADVANCEMENT PER 100 BOYS IN THE FOUR MONTANA COUNCILS 1963-1972

great TOTAL

1963 38 .8 43.1 36 .6 4 6 .4 41 .2

1964 40 .2 46 .0 40 .6 46 .9 43 .4

1965 35 .4 41 .3 33 .9 43 .5 38.5
1966 39 .8 37.0 31 .9 43.0 37 .9

1967 34 .9 37.0 36.0 52.3 40.1

1968 32,6 4 0 .6 25.3 44,9 35.9

1969 31.8 34 .8 42.1 38 .8 36 .9

1970 27 .4 38.2 33.7 44 .8 36.0

1971 26.0 4 1 .6 38 .8 36.0 35 .6

1972 24 .7 31.0 22.1 38.5 29.1
S ourcet Annual R eports to  Congress B .S .A ., 1963-1968; Bob B urt 
Membership D iv is io n , North C en tra l Region B .S .A ., March 1983; 
B etty  Newton, Records Management, N a tiona l O ff ic e , January  1983.

TABLE 8

TOTAL PROFESSIONAL STAFF IN THE FOUR MONTANA COUNCIIS 1963-1972

GREAT TOTAL

1963 4 5 2 2 13
1964 4 4 2 2 12

1965 4 4 1 2 11

1966 4 4 2 2 12

1967 5 4 1 3 13
1968 4 4 1 3 12

1969 4 4 1 3 12

1970 5 4 2 3 14

1971 5 4 3 2 14

1972 4 4 2 2 12

S ource i Annual R eports to  Congress B .S .A ., 1963-1968; Bob B u rt, 
Membership D iv is io n , North C en tra l Region B .S .A ., March 1983; 
B e tty  Newton, Records Management, N a tio n a l O ff ic e , January 1983,
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c o u n c ils  In d ic a te  a  r e l a t i v e ly  s ta b le  number o f s t a f f  members a s  t o t a l  

s t a f f  in  Montana decreased  "by only one in  th e  te n  year p e rio d i Com­

p a riso n s  o f  M ontana's youth and u n it  lo ad s  per s t a f f  member c o n tra s t  

s ig n i f ic a n t ly  w ith  th e  n a tio n a l  average . In  1972  Montana ex ec u tiv es  

c a rr ie d  a  load  o f  1513 youth and 58 c h a rte re d  u n i t s  pe r member.

N ational averages f o r  th e  same year in d ic a te d  a  load  o f 1064 boys and
a

37 u n i ts  p e r s t a f f  member.

Finance

F in a n c ia l  d a ta  wais a v a ila b le  f o r  th e  fo u r c o u n c ils  only from 

1969 to  1973* As shown in  Table 9# G reat F a l l s ,  B u tte , and M issoula 

dem onstrated a  s teady  growth in  income over th e  1969-1972 p e rio d . 

B i l l in g s  showed a  s tead y  d e c rea se . Table 10 re p re s e n ts  a  somewhat 

s im ila r  growth in  o p e ra tin g  expenses. Table 11 in d ic a te s  each c o u n c il’ s 

su rp lu s  o r d e f i c i t  f o r  th e  p e rio d . M issoula completed the  f i n a l  th re e  

years  w ith  su rp lu se s  in  o p e ra tio n s . B utte had su rp lu se s  th e  l a s t  two 

y e a rs . Both G reat F a l l s  and B i l l in g s  dem onstrated d e f i c i t s  in  th e  

f i n a l  y ea rs  o f th e  f iv e  year p e rio d . Approxim ately $20,000 worth o f 

p rev io u s ly  unreported  expenses were l a t e r  rece iv ed  by the  co n so lid a ted  

council p r io r  to  y ear end.^

At l e a s t  th re e  o f  th e  fo u r  co u n c ils  rece iv ed  f in a n c ia l  a s s i s ­

tance  from th e  n a tio n a l  co u n cil o f the  Boy Scouts o f America through 

a m atching funds program launched in  1969. The m atching funds pro ­

gram provided a d d it io n a l  funds to  se le c te d  co u n c ils  on a  d ecreasin g

^ Ib id .

^Interview with Tony D e l i l lo ,  telephone, March 28, 1983.
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TABLE 9

TOTAL OPEBATING INCOME IN THE PQUB MONTANA COUNCILS 1969-1973

YEAR BILLINGS
GREAT
FALLS BUTTE MISSOULA

TOTAL
MONTANA

1963
1964

1965
1966

1967
1968

1969 99,133 71.378 19,815 39,604 229,930
1970 94,425 72.420 27,178 47.638 241,661

1971 92,846 78,760 55^959 48,652 276,217
1972 85., 135 .  87,3^4 _ .61,475 .4 9 ,2 3 8 283,202

1973 50.742 6I 1637 _ 53.270 32,317  . 199,966
Source* C harlie  P earson , Report f o r  M ultip le  Study Committee, A p ril  
8, 1983; F in le y , Benma & M is fe ld t, Montana Council B .S .A ., Combined 
Income Statem ent a t  August 31» 1973.

TABLE 10

TOTAL OPERATING EXPENSES IN THE FOUR MONTANA COUNCILS 1969-1973

YEAR BILLINGS
GREAT
FALLS BUTTE MISSOULA

TOTAL
MONTANA

1963
1964

1965
1966
1967
1968

1969 72,795 64,059 22.364 47,510 206,738

1970 93,543 79,640 28,286 49.286 250,955
1971 97.230 77,860 57,004 45.034 277,128

1972 95.807 88,000 59,697 46.697 290,201

1973 62,589 69,916 48,308 32,014 212,827

Source* C h arlie  Pearson , Report fo r  M u ltip le  Study Committee, A p ril  
8, 1983; F in le y , Renma & M is fe ld t, Montana C ouncil B .S .A ,, Combined 
Income S tatem ent a t  August 31, 1973,
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TABLE 11
OPERATING SURPLUS OR DEFICIT IN THE FOUR MONTANA COUNCILS 1969-1973

great TOTAL
BUTTE MISSOULA MONTANA

196?
1964

1965
1966

1967
1968

1969 26,336 7,319 ( 2 ,549) ( 7 , 906) 23,202

1970 882 (7,420) (1 ,108) (1 ,648) ( 9 , 294)

1971 (4 ,384) 900 (1 ,045) 3.618 (911)

1972 ( 10, 672) (646) 1,778 2,541 (6,999)

1973 (11,847) ( 6 , 279) 4,962 303 (12,861)

Sourcet C h arlie  Pearson , Report fo r  M u ltip le  Study Committee, A p r il  
0, 1983; F in le y , Renma & M is fe ld t, Montana Council B .S .A ., Combined 
Income S tatem ent a t  August 31, 1973.
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m atching b a s is .^  While in fo rm ation  on th e  y ears  p a r t ic ip a te d  and th e  

t o t a l  amounts rece iv ed  i s  n o t a v a i la b le , G reat F a l ls  re p o r te d  $2,000 

and B utte  re p o r te d  $8,052 a s  income from m atching funds on t h e i r  

August 31, 1973 Income R e p o rts .^  B i l l in g s  rep o rte d  $20,349 re c e iv e d  

from the  m atching fund program in  1970 and budgeted an a n tic ip a te d
Q

amount o f  $15,000 f o r  1971. I t  i s  no t known whether M issoula 

p a r t ic ip a te d  in  the  m atching funds program.

Council l i a b i l i t i e s  a s  o f August 31» 1973 a re  shown in  T able 12, 

North C e n tra l Montana Council a t  Gbreat F a l l s  in d ic a te d  th e  l a r g e s t  

amount o f t o t a l  c u rre n t l i a b i l i t i e s  a t  $23 , 826.93 w ith  s ig n i f ic a n t  

l i a b i l i t i e s  in  accoun ts payab le , accrued p a y ro ll  t a r e s ,  and n o te s  payab le . 

Yellowstone V alley  Council a t  B i l l in g s  showed t o t a l  c u rre n t l i a b i l i t i e s  

o f $20 ,139 .48 . W estern Montana Council a t  M issoula in d ic a te d  $1,666 in  

a  bank o v e rd ra f t ,  $6,502  in  accoun ts payab le , $1,167  accrued p a y ro ll 

ta x e s  and $1,660 in  n o te s  payable a s  i t s  p r in c ip a l  l i a b i l i t i e s .  V ig ila n te  

Council w ith  h eadquarte rs  a t  B utte  had $14,084.82 in  accoun ts p ay ab le .

The a s s e t  p o rtio n  o f th e  balance sh e e t i s  shown in  Table 13.

North C en tra l Montana C ouncil in d ic a te d  th e  la r g e s t  va lue  o f c u rre n t 

a s s e ts  w ith  $13, 562.72  in  cash in  bank co u n c il o p e ra tio n s  and $10 , 306.25  

in  in v en to ry  of su p p lie s  a s  p o ss ib le  l iq u id  a s s e t s  to  o f f s e t  i t s  in d eb ted ­

n e ss . C urrent a s s e t s  exceed c u rre n t l i a b i l i t i e s  by $561. The G reat 

F a l l s  co u n c il a ls o  dem onstrated s ig n i f ic a n t  amounts in  investm ent in  t r u s t .

3 , C ongress, House, Annual Report to  Congress -  Boy S cou ts o f 
America. H. Doc. 91-87, 91st Congress, 1 s t  S e ss io n , 1968, p . 15.

^Statem ent o f O pera tions, North C e n tra l Montana Council BSA fo r  
the S ig h t Month P eriod  Ended Aug. 31» 1973; O peration  Income and 
E x p en d itu res , V ig ila n te  Council BSA, Ja n . 1 , 1973 to  Aug. 31 , 1973.

^A pplication  f o r  Renewal o f Local C ouncil C h a rte r , Yellowstone 
V alley  C ouncil, I n c . ,  Ja n . 15 , 1971.
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TABLE 12

LIABILITIES AND FUNDS OF THE FOUR MONTANA COUNCILS AS OF AUGUST 31, 1973

O NORTH CENTRAL YELLOWSTONE WESTERN
MONTANA VALLEY MONTANA VIGILANTE MONTANA
COUNCIL COUNCIL COUNCIL COUNCIL COUNCIL

Accrued i n t e r e s t  p a y a b l e  $ 35 54 $ 35 54
Bank o v e r d r a f t $ 1 666 00 I 666 00
A c c o u n ts  p a y a b l e 8 750 06 $ 9 461 11- 6 502 00 $ 14 084 82 38 797 99
A c c i u e c  p a y r o l l  t a x e s 5 3^ 4 32 5 344 t>5 . 1 167 00 827 85 12 683 82
Other p a y r o l l  d e d u c t i o n s 848 74-. 304 06 1 152 80
D e p o s i t o r y  fu n d s:

R e g i s t r a r  ion 39 15 (797 95) (758 80)
B o y 's  L i f e 28 37 (293 20) (264 83)
U n i t  a c c o u n t s 2 115 43 874 00 484 67 3 4 74 10
Order o f  the  Arrow 427 88 311 53 '8 4 0 0 ) 655 41
V.'orld F r i e n d s h i p  fund 149 60 149 60
Em ployees  aut o  i n s u r a n c e

d e p o s i t s 115 00 115 00
N o tes  p a y a b l e 7 086 18 5 000 00 1 660 00 13 746 18

oc fund 13 157 08 2 611 00
P r o p e r t y  and e q u ip m e n t

CD fund ' s e e  n o t e ) 180 015 66 184 138 19
i . P r o j e c t  fund
(/)
o' TOTAL FUNDS $189 025 50 $177 112 78

TOTALS $217 560 78 $197 252 26

TOTAL CURRENT
LIABILITIES $ 23 826 93 $ 20 139 L8 $ 11 785 00 $ 15 701 6Q $ 71 65? 81

T3
o  D e f e r r e d  ccrrr.-jnicy
~  c s n p a i g n  c o n t r i b u t i o n s  $ 4 708 35 $ 4 708 35
I—h

(D T- JQ. Funds:
% O p e r a t i n g  fund $ (4 147 24) $ (9 636  4 1 )  $ (8 331 00 )  $ ( 1 3  351 22)  $ ( 3 5  465  87)

I n v e s t m e n t  i n  t r u s t
1 264 00 16 917 67

5 632  00 27 721 18
660 50

33 949 75

397 507 03
660 50

$396 651 41

$472 812 57

S o u rces F in le y , Henma, & M is f e l t ,  Montana C oucil Boy S cou ts o f  Am erica, Combined Balance 
S hee t a t  August 31 , 1973, P. 3 .

00
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TABLE 13

I  ASSETS OF FOUR MONTANA COUNCILS AS OF AUGUST 31, 1973
o'3
O

^  NORTH C E X1R j\L  YELLOWS TONE WESTERN
o  MONTANA VALLEY MONiANA VIGILANTE IDNTANA
^  COUNCIL COUNCIL COUNCIL COUNCIL COUNCIL
to

o

CD
T3
OQ.

O3
73
O

C s s h  on hand $ 130 00 $ 50 00 $ 10 GO $ 18 85 $ 208 85

< Cash i n  bank -
CD c o u n c i l  o p e r a t i o n s  13 562 72 97 71 336 83 13 997 31

J  I n v e n t o r y  o f  s u p p l i e s  f o r
a  r e s a l e '  ( a t  c o s t )  10 306 25 ^ 233 44 3 243 00 1 948 03 19 730 72
CD

A c c o u n t s  r e c e i v a b l e  389 07 270 32 659 39

U n e x p i r e d  i n s u r a n c e  851 60 201 00 1 052  60

Office supplies 622 92 622 92

I n v e s t m e n t  in  o i l  s t o c k   ______________________________       84 00

g_ I n v e s t m e n t  i n  Cru st

% U ne xpend ed d e v e l o p m e n t
o  fu n d s
5.

P r o p e r t y  and e q u ip m e n t  
g  ( s e e  n o t e )
( / ) 'œ
§  TOTALS

$ 24 388 04 $ 5 503 07 $ 3 454 00 $ 3 010 68 $ 36 355 79

13 157 08 2 611 00 1 264 00 16 917 67 33 949 75

5 889 66 5 889 66

174 126 00 189 138 19 5 632 00 27 721 18 396 617 37

$217 560 78 Si97 252 26 $ 10 ,350 00 $ 47 649 53 S472 812 57

Source I F in le y , Renma, & M is f e l t ,  Monana C ouncil Boy Scou ts o f  Am erica, Combined Balance 
S hee t a t  August 31, 1973» P. 2 ,
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unexpended development funds, and p ro p erty  and equipment f o r  t o t a l  a s s e t s

o f $217 , 560 . 78, The a u d i to r 's  re p o r t  in d ic a te d  th a t  G reat F a l ls  was the
9

only co u n c il c a rry in g  a s s e ts  a t  f a i r  m arket v a lu e ,^

The Yellowstone V alley  Council a t  B i l l in g s  showed $4 ,233 ,44  in

inven to ry  o f  su p p lie s  and $851*60 in  unexpired in surance  a s  th e  m ajor

l iq u id  a s s e ts  to  o f f s e t  i t s  in d eb ted n ess . C urren t l i a b i l i t i e s  exceeded

c u rre n t a s s e ts  by over $14,600* T h is c o u n c il rep o rte d  a  s ig n i f ic a n t

value under p ro p erty  and equipment »rtiich was re p re s e n ta tiv e  o f th e  Flam ing

Arrow Scout Ranch, The a u d ito r  re p o rte d  t h a t  t h i s  f a c i l i t y  was ap p ra ised

on A p ril  10, 1972 a t  between $355»000 to  $400,000, although  i t  i s  l i s t e d

on th e  balance sh e e t a t  th e  o r ig in a l  c o s t a s  were most o th e r  a s s e ts

Yellowstone V alley  C ouncil had a lre ad y  decided  to  s e l l  th e  Flaming Arrow
11Ranch p r io r  to  th e  c o n so lid a tio n .

W estern Montana Council a t  M issoula in d ic a te d  th e  low est re p o r te d  

value o f t o t a l  a s s e ts  a t  $10,350, P r in c ip a l  a s s e t s  were in v en to ry  o f 

su p p lie s  and p ro p e rty  and equipment w ith  $1,264 in  investm ent in  t r u s t .

The a u d ito r  re p o rte d  t h a t  "o th e r  a s s e ts  co n tr ib u te d  to  t h i s  c o u n c il, in c lu d ­

ing M elita  Camp S i t e ,  have never been ap p ra ised  and a re  n o t r e f le c te d  in
12the  balance sh e e t,"  C urren t l i a b i l i t i e s  exceeded c u rre n t a s s e t s  by $8,331* 

V ig ilan te  Council in  B utte  in d ic a te d  $1,948,03 in  inven to ry  o f 

su p p lie s  and $16,917*67 in  investm ent in  t r u s t  a s  i t s  most s ig n i f ic a n t

% in le y , Renma & M is fe l t ,  Montana Council Boy Scouts o f America, 
Combined Balance S hee t a t  August 31, 1973» P* 4 .

^ ^ Ib id .

" in te r v ie w  w ith  Don Leuschen, B u tte , Montana, August 6, 1982 ,

^^F in ley , Renma A M is fe l t ,  Montana C ouncil Soy Scouts o f America, 
Combined Balance Sheet a t  August 31, 1973» p . 4 ,

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



21
a s s e t s .  C iirrent l i a b i l i t i e s  exceeded c u rre n t a s s e t s  by alm ost 

$12, 700.

In  summarising th e  . f in a n c ia l  s t a tu s  - o f  th e  fo u r  c o u n c ils  

a s  o f  August 31 , 1973, th e  fo llow ing  p o in ts  a re  apparen ts F i r s t ,

G reat F a l l s  had d e f i c i t s  in  o p e ra tio n s  th re e  o f  th e  l a s t  fo u r  y ears  

but re p o rte d  s u f f ic ie n t  l iq u id  a s s e ts  in  1973 to  pay i t s  l i a b i l i t i e s .  

T his co u n c il had co n sid erab le  v a lu e s  in  t r u s t  and p ro p e rty . Second, 

B il l in g s  a ls o  had d e f i c i t s  th re e  o f  th e  l a s t  fo u r  y ears  and d id  not 

have s u f f ic ie n t  l iq u id  a s s e t s  to  cover l i a b i l i t i e s  in  1973, I t  d id , 

however, have a  $400,000 ap p ra ised  camp l i s t e d  fo r  s a l e .  T h ird , B utte  

had a  su rp lu s  in  o p e ra tio n s  th e  l a s t  two y e a rs  bu t a ls o  d id  no t have 

s u f f ic ie n t  l iq u id  a s s e ts  to  cover i t s  in d eb ted n ess . I t  d id  have 

alm ost $17,000  in  a t r u s t  fund. F in a l ly ,  M issoula had th e  b e s t rec o rd  

of th e  fo u r  c o u n c ils  w ith  su rp lu se s  in  i t s  l a s t  th re e  y e a rs  o f 

o p e ra tio n s . I t  d id  n o t have s u f f ic ie n t  l iq u id  a s s e ts  to  cover 

indebtedness no r any s ig n if ic a n t  re p o rte d  p ro p erty  o r  equipm ent.

Summary

I t  appears th a t  a l l  o f  the  fo u r c o u n c ils  in  Montana were 

s tru g g lin g  o p e ra tio n a lly  by 1973, Youth membership had decreased  

s l ig h t ly  over the  same ten-yeaur p e rio d  th a t  i t  had in creased  23 p e r ­

cen t n a tio n a l ly .  Even th o u ^  Montana had a  h ig h e r percen tage o f  

youth e n ro lle d  than  th e  r e s t  o f the  n a tio n , t h i s  percentage had 

s te a d i ly  d e c lin e d  over th e  decade. While a l l  c o u n c ils  had improved 

in  t r a in in g  o f le a d e rs ,  re c o rd s  in d ic a te  a  s ig n i f ic a n t  decrease  in  

advancement o f  Cub and Boy S cou ts, The number o f p ro fe s s io n a l s t a f f

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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rem ained f a i r l y  s ta b le  over th e  p rev io u s te n  y e a rs , however, th e  

Montana c o u n c ils  may have been s ig n i f ic a n t ly  u n d e rs ta ffe d  s ince  

n a tio n a l  averages in d ic a te  much lower youth and u n i t  lo a d s .

While M issoula appeared th e  b e s t a b le  to  r a i s e  o p e ra tin g  

income to  pay o p e ra tin g  expenses, i t  was th e  w orst o f f  in  being ab le  

to  pay i t s  t o t a l  d e b ts .  The o th e r  c o u n c ils  In d ic a te  s im ila r  c o n f l i c t s  

in  indeb tedness v e rsu s  a b i l i t y  to  r a i s e  fu n d s. G reat F a l l s  was the  

only co u n c il capable o f  paying I t s  t o t a l  d e b ts  from r e a d i ly  a c c e s s ib le  

l iq u id  a s s e t s .  The N ationa l Council ap p a ren tly  determ ined Montana 

Scouting a s  needing f in a n c ia l  a s s is ta n c e ,  s in ce  a t  l e a s t  th re e  o f th e  

fo u r co u n c ils  rec e iv e d  m atching funds in  th e  1 9 7 0 's , I t  appears th a t  

ly  1973, c o n so lid a tio n  o f  th e  fo u r c o u n c ils  f o r  f in a n c ia l  purposes was 

a  reasonable  and perhaps n ecessa ry  c o n s id e ra tio n .

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



CHAPTEB II

THE CONSOLIDATION

The R egional P lan  

In  1968 AXden G. B arber, new C hief Scout Executive o f  th e  Boy 

Scouts o f  America, began r e s t ru c tu r in g  th e  n a tio n a l  o rg an iz a tio n  to  meet 

the cha llenges o f th e  1 9 7 0 's . T h is  re o rg a n iz a tio n  o f a d m in is tra tiv e  

fu n c tio n s  by Barber and th e  N a tio n a l Council was p a r t  o f a  m ajor commit­

ment by n a tio n a l  le a d e rs  to  a t t r a c t  a  " re p re se n ta tiv e  o n e -th ird  o f  a l l  

American boys" in to  th e  Scouting program. I t  was f e l t  th a t  th e  c h a ra c te r  

development and c i t iz e n s h ip  t r a in in g  o f th e  Scouting  program was needed 

by g re a te r  numbers o f  youth to  re v e rse  th e  moral d e c lin e  o f th e  i 960 ' s .  

Boypower '7 6  became the  t i t l e  o f an o rg a n iz a tio n a l th r u s t  to  Increase  

the  membership o f th e  movement and a ls o  to  accom plish g re a te r  program 

enrichm ent,^

To accom plish th e  am bitious g o a ls  s e t  forw ard In  Boypower '7 6 , 

the  N a tio n a l Council began th e  upda ting  o f S couting  management p h ilo so p h ie s  

to  comply w ith  the  l a t e s t  developm ents. Follow ing th e  example o f many

corpora te  and governmental o rg a n iz a tio n s , c o n so lid a tio n  among a d m ln is tra -
2

t lv e  le v e ls  became a  s ig n i f ic a n t  r e s t ru c tu r in g  to o l .

S , Congress, House, Annual Report to  Congress -  Boy S cou ts o f 
America. H, Doc, 91-87, 91at Gong,, 1 s t  S ess io n , 19o8, pp, 5-15,

M ontana Scouting  In te rim  Committee, "Management Concept fo r  
Montana* A M aster P la n ,"  p , 1,

23

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



24

As fo rm erly  shown in  F igu re  2 , the  n a t io n a l  o rg an iz a tio n  was 

p rev io u s ly  d iv id ed  in to  tw elve re g io n s  w ith  a d m in is tra tio n  o f each con­

ducted  by a  p ro fe s s io n a l  s t a f f  and a  v o lu n te e r  E xecutive Committee.

In  1972 th e  number o f reg io n s  was reduced from tw elve to  s ix  (see  

F igure  3) w ith  re g io n s  being f u r th e r  d iv id e d  in to  tw en ty -e ig h t geo­

g rap h ic a l d iv is io n s  c a l le d  a re a s ,^  A d m in is tra tio n  a t  both  th e  re g io n a l 

and a re a  le v e l  was again  conducted by v o lu n te e r  boards and p ro fe s s io n a l 

s t a f f  members.

One o f th e  prim ary r e s p o n s ib i l i t i e s  o f  th e  new reg io n s  and t h e i r  

a rea  d iv is io n s  was to  study  th e  e f fe c t iv e n e s s  o f  f u r th e r  c o n so lid a tio n  

a t  the  council le v e l  and to  tak e  a p p ro p ria te  a c tio n  where n e ce ssa ry . As 

shown in  Table 14, th e  number o f  co u n c il c o n so lid a tio n s  in c reased  

d ram a tic a lly  in  1972. Over h a l f  of th e  c o n so lid a tio n s  from 1963 to  

1979 occurred in  th e  f i r s t  f iv e  years o f th e  new re g io n a l re o rg a n iz a tio n .

In  la te  1972 and e a r ly  1973» James B a r te l l ,  new Area One D ire c to r  

fo r  th e  North C e n tra l Region (see  F igure 4 ) ,  began th e  p rocess o f  

co n so lid a tin g  the  fo u r  c o u n c ils  in  Montana. The method was simple and 

d i r e c t .  B a r te l l  met w ith  th e  fo u r  Montana Scout E xecu tives and convinced 

them th a t  c o n so lid a tio n  was th e  only r a t io n a l  hope f o r  an e f f e c t iv e  

Scouting program in  Montana, A p lan  was then  implemented to  s e l l  

c o n so lid a tio n  to  th e  v o lu n te e r  lo a d e rs  in  th e  fo u r  c o u n c ils .

A Management Concept fo r  Montana

The handbook designed  f o r  th e  Im plem entation o f  c o n so lid a tio n  

was e n t i t l e d  "A Management Concept f o r  M ontana," The t i t l e  page o f t h i s

3u. S . C ongress, House, Annual R eport to  Congress -  3oy Scou ts o f 
America, H. Doc. 93-67» 93rd Cong,, 1 s t  S ess io n , 1972, pp. 32-33.

S . C ongress, House, Annual R eports to  Congress -  Boy S cou ts o f  
America. 1963-1979»
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TABLE 14

CONSOLIDATIONS OF COUNCILS IN THE UNITED STATES 1963-79

Year C ouncils D issolved C ouncils a t  Year End

1963 2 527

1964 3 524

1965 4 520

1966 4 516

1967 4 512

1968 4 508

1969 8 500

1970 7 493

1971 8 485

1972 27 458

1973 19 439

1974 1 438

1975 10 428

1976 8 420

1977 2 418

1978 1 417

1979 1 4 l6

T o ta l D issolved  -  I I 3

Source» U, S . Congresa, House, Annual R eports to  Congress- 
Boy Scouts o f  America, 1963-1979,
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lx)oklet s t a t e s  i t  was "p repared  by an in te r im  committee re p re se n te d  by 

v o lu n te e r  and p ro fe s s io n a l  sco u te rs"  from each o f th e  fo u r  c o u n c ils .

Key v o lu n te e rs  and s t a f f  members du rin g  t h i s  p e riod  r e c a l l  no th in g  

about an in te rim  committee to  dev ise  th e  handbook.^ A pparently  Area 

D ire c to r  B a r te l l  and th e  fo u r  Scout E x ecu tiv es designed  th e  m anual.

The proposed management p lan  advocated th re e  s ig n i f ic a n t  c laim s 

fo r  c o n so lid a tio n . F i r s t ,  th e  re d u c tio n  o f  d u p lic a te d  overhead would 

allow  t r a d i t i o n a l  a d m in is tra tiv e  se rv ic e s  to  be o ffe re d  a t  a  cheaper 

p r ic e t

. . . l e s s  a d m in is tra tiv e  s t a f f  w i l l  be needed in  th e  la r g e r  co u n cil 
to  reach  S couting  g o a ls . We b e liev e  t h a t  a  c o n so lid a tio n  In to  a  
la rg e r  co u n cil would mean th a t  we can serve  youth b e t te r  and by 
1976 r e a l iz e  a  p o te n t ia l  sav ings o f  over 2556 in  a d m in is tra tiv e  
c o s ts  a s  compared to  th e  p resen t m u ltip le  co u n cil o rg a n iz a tio n . °

Second, sav ings d e riv ed  from th e  red u c tio n  o f  d u p lic a tio n  would allow

the  h ir in g  o f  a d d it io n a l  s t a f f  and th e  expansion o f council s e rv ic e s :

We reo rg an ize  to  serve an a d m in is tra tiv e  purpose ( th e  use o f 
men, money, and m a te r ia ls )  more e f f i c i e n t l y .  We d o n 't  save money 
but c re a te  more and b e t te r  s e rv ic e s  through a v a ila b le  money, th u s  
g e tt in g  more f o r  th e  money s p e n t . 7

F in a lly , a  la rg e r  co n so lid a ted  council would o b ta in  more p re s t ig e  and

th u s s tim u la te  Scouting in  Montana:

The la rg e r  co u n c il w i l l  need more peop le , who, experience  always 
shows, can be more e a s i ly  a t t r a c te d  and r e c ru i te d  to  the  movement. 
The council because o f  i t s  s ta te -w id e  dominance and exposure w il l  
provide new l i f e  and g re a te r  dynamics to  th e  Scouting program in

^ In te rv iew  w ith  Don Leuschen, B u tte , Montana, August 6 , 19821 
in te rv iew  w ith Dan Kenny, N, W, G rizz ley  Base Camp, Montana, Ju ly  8 ,
1982» In terv iew  w ith  Don Aadsen, Ronan, Montana, Ju ly  I 6 , 1982» in te rv iew  
w ith A rt Sward, K a l is p e l l ,  Montana, September 10, 1982» in te rv iew  w ith 
George O 'Conner, B u tte , Montana, September I 6 , 1982.

^ In terim  Committee, "Management Concept fo r  Montana," p . 8.

? I b i d .
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Montana, I t  w i l l  be ta lk e d  about more. I t  w i l l  be heard about 
more,®

Added p re s t ig e  due to  in c reased  s iz e  was a ls o  expected to  a t t r a c t  

g re a te r  f in a n c ia l  g i f t s  from s ta te -w id e  c o rp o ra tio n s  which p rev io u s ly  

may have been g iv in g  sm a lle r g i f t s  to  a l l  fo u r  c o u n c ils .

An a d d it io n a l  assurance  made in  th e  p roposa l was th a t  capable 

p ro fe s s io n a l s t a f f  members would be h e ld  lo n g er in  Montana. A la r g e r  

council would mean more prom otional o p p o r tu n it ie s  f o r  p roductive  

e x ec u tiv e s , th u s  p ro v id in g  Montana lo n g er and b e t te r  se rv ice  from 

q u a li ty  s t a f f .

The governing body o f  th e  co u n cil would be th e  E xecutive Board, 

T his group was to  be made up o f  v o lu n te e r  re p re s e n ta t iv e s  from a l l  over 

the  s t a t e .  The board would meet q u a r te r ly ,  w ith  m eetings o f co u n cil 

s tand ing  committees p reced ing  th e  E xecutive Board m eeting. The new 

council was to  have one h ead q u arte rs  o f f ic e  lo c a te d  a t  G reat F a l l s .  A 

p rov ision  was made f o r  f i e l d  o f f ic e s  around th e  s t a t e ,  a lthough  ex ac t 

lo c a tio n s  were n o t s p e c if ie d .

To promote g r e a te r  se rv ice  to  d i s t r i c t s ,  th e  co n so lid a ted  

council would be opera ted  in  th re e  se rv ic e  a re a s .  As shown in  F igu re  5, 

S erv ice  Area One c o n s is te d  o f  th e  t e r r i t o r y  o f th e  W estern Montana 

Council and the  V ig ila n te  C ouncil. S erv ice  A reas Two and Three were 

the  t e r r i t o r i e s  o f  th e  Worth C e n tra l Montana and the  Yellowstone V alley  

C ouncils r e s p e c t iv e ly .  Each se rv ice  a re a  was to  be superv ised  a 

council v ic e  p re s id e n t and a p ro fe s s io n a l s t a f f  member c a lle d  a  F ie ld  

D ire c to r . T h e ir jobs cen te red  on develop ing  s tro n g  d i s t r i c t  o rg a n i­

z a tio n s  to  support cub packs, scou t tro o p s , and e x p lo re r  p o s ts .

% b id . ,  p . 14.
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In  a d d itio n  to  th e  F ie ld  D ire c to r ,  each se rv ic e  a re a  would have 

a d d it io n a l  p ro fe s s io n a l s t a f f  members c o n s is t in g  o f  an E xp lo ring  E xecutive 

and th re e  D i s t r i c t  E x ecu tiv es , The re o rg a n iz a tio n  vas to  enable  D i s t r i c t  

E xecu tives to  co n cen tra te  on u n i t  se rv ic e  and th e  E xp lo ring  E xecutive to  

work on E xp loring  o n ly . "Support fu n c tio n s  in  th e  a re a s  o f  camping,
Q

a c t i v i t i e s ,  t r a n in g , e t c . ,  would be handled by s p e c ia l i s t s " ^  h ire d  w ith  

th e  sav ings genera ted  from re d u c tio n s  in  overhead. A p ro v is io n  was made 

fo r  th e  r e c r u i t in g  o f  v o lu n te e rs  in to  a  se rv ic e  a re a  o rg an iz a tio n  i f  

needed.

Although n o t l i s t e d  in  th e  b o o k le t, th e  e x is t in g  s t a f f s  o f th e  

fo u r  co u n c ils  were to  be kept on a s  employees o f th e  newly c o n so lid a ted  

council f o r  a t  l e a s t  th e  f i r s t  few m onths. A c o n tin u ity  o f le a d e rsh ip  

was considered  im portan t fo r  th e  i n i t i a l  s tage  o f developm ent. The 

fou r Scout E xecu tives would be u t i l i z e d  in  key support p o s i t io n s  to  th e  

new incoming scou t E x ecu tiv e . O ther e x is t in g  s t a f f  members would be 

combined w ith  newly h ire d  s t a f f  to  f i l l  th e  o th e r  needed p o s i t io n s ,

The c o n so lid a tio n  was a ls o  to  r e s u l t  in  an e q u ita b le  com bination 

of camp and o th e r p ro p e r t ie s  a s  each co u n c il c o n tr ib u te d  a t  l e a s t  one 

major a s s e t .  The W estern Montana Council was expected to  c o n tr ib u te  th e  

camp on M elita  I s la n d . V ig ila n te  Council would c o n tr ib u te  Camp A reo la .

The Yellowstone V alley  C ouncil had a lre a d y  decided  to  s e l l  i t s  Flaming 

Arrow Scout Camp n e a r  Bozeman, but would be c o n tr ib u tin g  approxim ately  

$400,000 from th e  sa le  to  be used in  develop ing  a new camp. The North

^ Ib id ., p . 7.

^^Interview with Bob Hanawalt, F o rt C o llin s , Colorado, August 12,
1982.
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C en tra l Montana C ouncil was contrlTauttng t h e i r  co u n c il o f f ic e  a t  G reat 

F a l l s  and a ls o  equipment from th e  lea se d  Camp Napi near S t ,  M ary 's , The 

c o n tr ib u tio n  o f  an o f f ic e ,  In c id e n tly , q u a l i f ie d  G reat F a l l s  a s  th e  f i r s t  

h ead q u arte rs  o f th e  Montana C ouncil, k  p ro v is io n  was made in  th e  p lan 

fo r  th e  c o n s id e ra tio n  o f o th e r  h ead q u arte r s i t e s  in  th e  f u tu r e .

Im plem entation o f th e  P lan  

Voting members o f th e  fo u r Montana c o u n c ils  c o n s is ted  o f  co u n cil 

m em ber8-at-large and sco u tin g  c o o rd in a to rs  o f  packs, tro o p s , and p o s ts .  

Im plementation of th e  new management p lan  re q u ire d  some means o f  s e l l in g  

th ese  v o tin g  members on th e  b e n e f i ts  o f c o n so lid a tio n .

A ll fo u r  Scout E xecu tives and t h e i r  re s p e c tiv e  Council P re s id e n ts  

began a  s e r ie s  o f  in fo rm a tio n a l m eetings a t  v a rio u s  lo c a tio n s  to  g e t and 

give in fo rm atio n . The s e r ie s  o f m eetings was designed to  culm inate a t  

a  f i n a l  se ss io n  where th e  vo te  would be tak e n . The a c tu a l  prom otional 

process and th e  f i n a l  vo te  were held  independen tly  in  each o f  th e  fo u r 

c o u n c ils . Two o f  th e  fo u r r e s u l te d  in  easy m a jo r i t ie s  in  fav o r o f  th e  

p lan . The rem aining two c o u n c ils  a r r iv e d  a t  slim  m a jo r i t ie s  in  some 

very unusual c ircum stances.

North C en tra l Montana Council

The p lan  f o r  c o n so lid a tio n  was met w ith  g en e ra l approval in  

G reat F a l ls  and i t s  surrounding a re a . The North C en tra l Montana Council 

was r e l a t iv e ly  s ta b le  in  i t s  f in a n c ia l  s t a tu s ,  bu t council le a d e rs  saw 

the  advantages o f  reduced overhead f o r  fu tu re  o p e ra tio n s . C ouncil 

h ead q u arte rs  would rem ain in  G reat F a l l s ,  th u s  r e s u l t in g  in  l i t t l e  d i s ­

ru p tio n  o f se rv ice  to  t h e i r  program. S cou tera  g e n e ra lly  f e l t  t h a t  

c o n so lid a tio n  would a f f e c t  them very  l i t t l e .  A fte r  th e  s e r ie s  o f
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In fo m a tlo n a l  meetizigs was com pleted, a  h e a lth y  m a jo rity  o f v o tin g  

members approved th e  c o n so lid a tio n .^ ^

V ig ila n te  Council

The S cou tera  in  th e  B utte  a re a  were a ls o  g e n e ra lly  re c e p tiv e  to  

th e  c o n so lid a tio n . C ouncil le a d e rs  knew th a t  t h e i r  a r e a 's  a b i l i t y  to  

support i t s  own co u n cil was d e c lin in g  ra p id ly  w ith th e  g radual e x i t  o f  

mining i n te r e s t s .  T h e ir sm all two-man p ro fe s s io n a l  s t a f f  was working 

hard but f ig h t in g  a  lo s in g  b a t t l e  a g a in s t  a  d ec rea sin g  popu la tion  and 

economy.

The few opponents to  th e  c o n so lid a tio n  were those  concerned w ith

camp p ro p e r t ie s  and who were su sp ic io u s  t h a t  th e  V ig ilan te  Council was

no t g e t t in g  a  f a i r  shake. Even w ith  th e  few m isg iv ings, th e re  was no
12r e a l  o p p o sitio n  to  th e  p la n .

Yellowstone V alley  C ouncil

Council le a d e rs  in  th e  Yellowstone V alley  Council were much 

more d iv ided  on th e  p lan  o f  c o n so lid a tio n  th an  N orth C e n tra l o r 

V ig ila n te . One w idespread f e a r  was th a t  th e  income generated  from the  

sa le  o f Flaming Arrow would be spent on th e  o th e r  c o u n c ils ' b i l l s  

in s tea d  o f a  new camp fo r  t h e i r  geograph ica l a re a . O ther S co u te rs  f e l t  

th a t  s ince  the  income would accrue over th e  nex t few y e a rs , r e tu r n s  would 

be ea ten  up by u n a n tic ip a te d  b i l l s  o f th e  new c o u n c il. E ith e r  way, th e  

Flaming Arrow proceeds would be l o s t  to  th e  lo c a l  a re a .

^^nterv iew  with Dan Kenny.
12In te rv iew  w ith  George O 'Conner.
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A nim osity a lso  a ro se  over th e  h ead q u a rte rs  o f f ic e  being lo c a te d  

in  G reat F a l l s .  B i l l in g s  S cou ters f e l t  t h a t  t h e i r  c i ty  was th e  indus­

t r i a l  c e n te r  o f  Montana and th a t  th e  c o u n c il o f f ic e  should be lo c a te d  

th e r e .  Concerns were vo iced  th a t  a  s e r io u s  d is ru p tio n  o f rec o rd  keeping 

and se rv ic e  would r e s u l t  i f  h ead q u arte rs  were moved to  G reat F a l l s .  As 

m entioned in  C hapter 1 , u n t i l  1972 B i l l in g s  had a s so c ia te d  w ith  fiegion 10 

and had no t a s so c ia te d  e x te n s iv e ly  w ith  any o f the  Montana c o u n c ils  in  

Region 11. Common membership in  th e  new North C e n tra l Region had no t 

p rev a ile d  long enough to  develop open communications o r  t r u s t  l e v e ls .

Follow ing th e  g e n e ra l prom otional scheme, th e  Scout Executive 

and C ouncil P re s id e n t began ho ld ing  in fo rm a tio n a l m eetings. Due to  th e  

la rg e  geograph ica l a re a  o f  t h i s  c o u n c il, m eetings were held  in  numerous 

lo c a tio n s , and absen tee  v o te s  were c o lle c te d  from those  who would no t 

be ab le  to  a tte n d  th e  f i n a l  m eeting.

At th e  f i n a l  se ss io n  in  B i l l in g s ,  approxim ately  40 o f th e  170 

v o tin g  members o f  th e  co u n cil a tte n d e d . The group p resen t Included 

many who were c o u n c il o f f i c e r s  o r ex ecu tiv e  board members. The vo te  

among those  p re se n t d id  n o t show a  m a jo r ity  in  fav o r o f c o n so lid a tio n . 

When th e  absen tee  v o te s  were c a s t ,  however, a  c le a r  m a jo rity  in  fav o r

o f c o n so lid a tio n  was e v id e n t. Many execu tive  board members re s ig n ed
13fo llow ing  t h i s  m eeting .

W estern Montana Council

The vo te  on c o n so lid a tio n  in  W estern Montana was a ls o  se r io u s ly  

d iv id e d . Although t h i s  co u n cil was th e  w orst o f f  concerning in d eb ted ­

n e ss , an in te n se  s p i r i t  o f independence and f a i t h  in  a  b e t te r  fu tu re

^^Interview with Don Leuschen,
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p re v a ile d . V olun teers f e l t  th a t  t h e i r  c u rre n t f in a n c ia l  d i f f i c u l t i e s  were 

a t t r ib u ta b le  to  poor o rg a n iz a tio n a l and bookkeeping p ra c t ic e s  by t h e i r  

sm all over-worked s t a f f  r a th e r  than  to  any I n a b i l i t y  to  r a i s e  money. 

O pposition to  c o n so lid a tio n  m ainly stemmed from th e  B i t te r ro o t  V alley  

and th e  K a lis p e ll  a re a  w hile heavy support in  fa v o r  o f c o n so lid a tio n  came 

from M issoula.

Three g e n e ra l in fo rm a tio n a l m eetings were held  around th e  co u n c il 

to  promote th e  Id ea  o f  c o n so lid a tio n . Council S co u te rs  understood th a t  

absentee v o te s  would be accep ted  and many were c a s t ,  p a r t ic u la r ly  from 

the B i t te r ro o t  and th e  K a lis p e l l  a re a s .  At t h i s  e le c t io n ,  however, those 

p resen t were informed th a t  absen tee  v o te s  were n o t a c c e p ta b le , and th e  

vote taken among th e  sm all group p re se n t r e s u l te d  in  a  m a jo rity  In  fav o r 

o f c o n so lid a tio n . A number o f  v o lu n te e rs  re s ig n ed  over t h i s  d e c is io n  a s  

w e ll.^ ^

Summary

On September 1 , 1973* th e  fo u r c o u n c ils  o f  Montana were c o n so li­

dated  and inco rpo ra ted  a s  th e  Montana Council o f  th e  Boy Scouts o f 

America. The c o n so lid a tio n  was engineered  by th e  N ationa l Council 

through I t s  Regional and Area arm s. The p lan  was pushed through q u ick ly  

and e f f i c ie n t ly  w ithout th e  p re lim in a ry  In v e s tig a tio n  o f a  study committee 

o r ta s k  fo rc e .

Although th e  p lan  fo r  c o n so lid a tio n  had rec e iv e d  a  m a jo rity  vo te  

by Montana S co u te rs , many v o lu n te e rs  d id  n o t approve th e  concept and 

withdrew t h e i r  support from th e  program. The d e c is io n  fo r  c o n so lid a tio n

l4 In te rv iew s w ith  Don Aadson and A rt Sward
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was approved tinder g re a t  c o n f l ic t  in  th e  W estern Montana and Yellowstone 

V alley  C onnells , Both th e  V ig ila n te  and N orth C e n tra l Montana C ouncils 

accep ted  th e  p lan  f o r  c o n so lid a tio n  w ithou t s e r io u s  problem s.

R a tio n a l e x p e c ta tio n s  o f sav in g s due to  economies o f  s c a le ,  

improved se rv ic e s  through in creased  s t a f f  and v o lu n te e r  manpower, and 

a  more v i s ib le  and p re s t ig io u s  Scou ting  program were th e  most emphasized 

s e l l in g  p o in ts  o f  c o n so lid a tio n . L i t t l e  concern was given to  th e  

p o ss ib le  p sycho log ica l im pact on Scou ting  le a d e rs  and how t h e i r  r e a c t io n s  

might a f f e c t  th e  success o f  th e  p la n .
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CHAPTER III

THE MONTANA COUNCILi 1973 TO THE PRESENT

The F i r s t  Four Months 

The f i r s t  fo u r  months o f  th e  Montana C ouncil was a  period, o f 

in te n se  ad justm en t. Although th e  Scout E xecu tives from th e  form er fo u r  

c o u n c ils  remained on s t a f f  i n i t i a l l y ,  th re e  o f th e  fo u r  were moved away 

from t h e i r  home a re a s  o f  r e s p o n s ib i l i ty  to  f i l l  s t a f f  support p o s i t io n s  

in  th e  c e n tr a l  o f f ic e  a t  G reat F a l l s ,  Only Don Rylander o f B i l l in g s  

served a s  a  F ie ld  D ire c to r  in  h is  home a re a . Many key s t a f f  p o s it io n s  

in  the  new co u n cil were f i l l e d  by newly h ire d  in d iv id u a ls  a s  t o t a l  s t a f f  

in creased  from 12 to  21 ,^

C on tinu ity  o f  le a d e rsh ip  was fu r th e r  tro u b le d  by th e  se v e ra l 

r e s ig n a tio n s  of key v o lu n te e rs  in  those  a re a s  d isp u tin g  the  c o n so lid a tio n .

Other v o lu n te e r  le a d e rs  were confused a s  to  t h e i r  r e s p o n s ib i l i t i e s  in  th e
2

new o rg an iza tio n  and consequently  reduced tim e and energy in  s e rv ic e .

As shown in  Table 15, however, year end s t a t i s t i c s  in d ic a te  a

decrease  o f  only 275 youth , re p re se n tin g  a  d e c lin e  o f  only 1 ,5  p e rc en t 

o f the  1972 combined membership o f 18 ,157 , O ther en d -o f-y ea r f ig u re s  

dem onstrate an in c re a se  in  u n i ts  to  734 and a  red u c tio n  in  th e  p ro fe s s io n a l 

s t a f f  to  17 a s  fo u r  s t a f f  members t r a n s fe r r e d  to  o th e r  c o u n c ils . Opera­

tio n s  r e s u l te d  in  a $41,857 d e f i c i t  a t  y ear end a s  expenses exceeded 

income.

^ In te rv iew  w ith  Bob Hanawalt, 

^ In te rv iew  w ith George O 'Conner.
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TABLE 15
MONTANA COUNCIL PEBFORMANCE 1973- 19%

A c 0 E f C H 1 j K L H

1973 17.882 67,610 27 .0 734 17 52.7 37.» 4 7 .5 29 .4 92,966 134,825 (41,857)

1979 15,61.5 65,113 24 .0 693 14 50 .8 44.8 59.1 53.7 390,992 464.884 (73.892)

1975 0 ,7 3 0 63,804 22 ,0 596 11 49 .3 39.7 79 .9 35 .8 398.070 380.696 17,374

1976 0 ,4 1 6 62,213 21 .6 554 12 63.5 46.0 77.1 26.5 492,487 437,409 55.078

1977 11.651 60,116 19 .7 530 4832 12 60.6 37.1 63 .7 51.3 425,435 501,192 (75.757)

1979 11,683 58.925 19.8 535 4665 10 56.5 41.6 71.8 46 .7 383,649 430,086 (46,437)

1979 11,020 57.494 19.2 509 4224 10 59.1 47.1 61 .8 43 .0 406,139 531,495 (125,356)

198c 9.944 56,891 17.5 469 4241 10 58.0 99 .2 68.0 499,356 551,940 (52.584,

I9WI 9,962 53,252 18.7 456 4138 10 58.8 39,7 89 .4 76.6 471,702 536,781 ( 65.079

1982 10,301 52,278 19.2 453 3992 9 66.0 47.9 90.1 75.5 502,653 513.952 ( 11, 099:

A - î ü C â l  Yû u i h  Mi - n i ) c f i h i p
B -  T o t a l  Yo u t h  P o p u l a t i o n
C -  P e f c e n t a g t  Yo u i h  S e r v e d
0 -  Tûi i i )  Uni IV
P •  T o t a l  A d u i t  Me mbe r s

f  -  T o t a l  P r o f e s s l o o a l  S t a f f  
C ♦ % Top U n i t  l e a d e r s  T r a i n e d  
H -  % S c o u t s  A t t e n d i n g  Long Term Camp 
I > Cub A d v a n c e n - e n l  p e r  100

J - Seoul Advanceflsent per 100 
K - Total Operating i n c o m e  
I » Total Operating Cwpenses 
M • Surplus/Ûefici t

«Total Youth Population figure» lis ta d  on th is  tabla aftar 1976 do not inoluda 14, 15, and 16-year-old
g lr la  aa added to  th e E xploring program by the N ational Council in  1977. T o ta l Youth Population  and 
Percentage o f  Youth Served f ig u r e s  on t h i s  ta b le ,  th e r e fo r e , do not compare with other ta b le s  in  t h i s  
paper in c lu d in g  young woman.
S ource I C harlie Pearson , Montana C ouncil BSA, November 1982; Bob B urt, Membership D iv is io n , North 
C entral Region BSA, March 1983; B atty  Newton, Records Management, N ational O ffice  BSA, January I 983.
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m a

F u rth e r  confusion was c re a te d  in  th e  Montana Council when i t  

was d iscovered  th a t  two m ajor a s s e ts  thought to  be council p ro p erty  were 

no t le g a l ly  owned. The t i t l e  to  M e lita  I s la n d  on F la th ead  Lake was 

found to  be in  th e  p o ssessio n  o f th e  K nights Templar in s te a d  o f th e  

Western Montana Council a s  had been supposed. The K nights Templar 

considered  donating  the  f a c i l i t y  to  th e  Boy S co u ts , bu t f i n a l ly  so ld  

i t  to  a  p r iv a te  In v e s to r , which ended i t s  use a s  a  council Scout camp.

I t  was a ls o  d iscovered  th a t  though th e  o f f ic e  b u ild in g  in  G reat F a l l s  

was owned by th e  c o u n c il, th e  l o t  upon which i t  was b u i l t  was on ly  

c o n d itio n a lly  owned. E f fe c tiv e  ownership o f  th e  l o t  would r e v e r t  back 

to  th e  c i ty  o f G reat F a l l s  i f  th e  Boy Scou ts ev er moved o f f  the  s i t e  o r
k

attem pted to  s e l l  i t .

A d d itio n a l unhappiness developed in  th e  B i l l in g s  a rea  when 

income from the  Flaming Arrow camp was used a s  c o l l a t e r a l  f o r  a  loan  on 

o p era tin g  d e b ts . Yellowstone V alley  S co u te rs  had in tended  t h i s  income
K

to  be spen t on development o f  a  new camp in  t h e i r  lo c a lity ,-^

Year end s t a t i s t i c s  f o r  1974 a re  shown in  Table 15. Although 

youth membership and number o f  u n i ts  decreased  by over 2,200 and 41 

re s p e c t iv e ly , 693 u n i ts  s t i l l  exceeded th e  691 u n i ts  rep o rte d  by th e  fo u r  

c o u n c ils  in  1972. The s ig n if ic a n t  decrease  in  youth a s  opposed to  an 

in c rease  in  u n i ts  s in ce  1972 may be a t t r ib u te d  to  th e  la rg e r  s t a f f ’ s 

emphasis on E xp lo ring , While packs and tro o p s  w ith  la rg e  numbers o f

^Interview with Bob Hanawalt, 
L

Ib id .

^Ibid.
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youth were d is s o lv in g , th e  la rg e r  co u n c il E xp lo ring  s t a f f  was 

o rgan iz ing  new p o s ts  w ith sm alle r numbers o f y ou th .^  Table 15 a ls o  

in d ic a te s  a  red u c tio n  In  th e  p ro fe s s io n a l s t a f f  from 17 to  14 and a 

d e f i c i t  a t  year end o f $73*392. A bank loan  o f  $129*000 was secured
7

to  pay o u tstan d in g  d e b ts .

One o th e r  s ig n i f ic a n t  event o f  1974 was th e  abandonment o f 

th e  th re e  se rv ice  a re a  p lan  o u tlin e d  In  th e  "Management Concept f o r  

Montana." The c o n so lid a tio n  handbook had e s ta b l is h e d  th e  geog raph ica l 

boundaries o f  th e  th re e  a re a s  and appo in ted  a team c o n s is tin g  o f  a  

council v o lu n te e r  v ic e -p re s id e n t and a  s t a f f  f i e l d  d i r e c to r  to  su p erv ise  

o p e ra tio n s . Although a d d it io n a l  s t a f f  members were d esigna ted  to  serve 

In each a re a , the  p lan  was vague a s  to  a d d it io n a l  support by v o lu n te e rs . 

F u rth e r  d e ta i l s  on how th e  se rv ic e  a re a  was to  s tren g th en  I t s  member 

d i s t r i c t s  were n o t s ta te d .

V olunteer le a d e r s ,  however, had form ulated  t h e i r  own Id eas  on 

how th e  th re e  se rv ice  a re a s  would fu n c tio n . They saw th e  th re e  a re a s  

a c tu a l ly  fu n c tio n in g  a s  th re e  c o u n c ils . While th e  c e n tr a l  co u n cil 

s tru c tu re  would handle b a s ic  a d m in is tra tiv e  p ro cesses such a s  rec o rd  

keeping and budgeting , th e  se rv ice  a re a s  would be r e l a t i v e ly  independent 

In  lo c a l  a re a s  o f o p e ra tio n . The v ic e -p re s id e n t  and f i e l d  d i r e c to r  would.

In e f f e c t ,  a c t  a s  co u n cil p re s id e n t and scout execu tive  concerning day -
8to -day  o p e ra tio n s . To f u l f i l l  th e  d i s t r i c t  support r e s p o n s ib i l i ty  o f 

the  a re a  team f u r th e r ,  le a d e rs  env isioned  th e  re c ru itm e n t o f  a  v o lu n te e r

^Charlie Pearson, "Narrative Report o f Events That Have Caused 
Rise or F a ll  o f Support for  Montana Council, Boy Scouts o f America."

"^Ibld,

in te r v ie w  with Bob Hanawalt,
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s t r u c tu r e  to  a s s i s t  th e  p ro fe s s io n a l s t a f f .  The work o f  each a re a
9

committee would he c o rre la te d  a t  r e g u la r  a re a  m e e tin g s r

Bob Hanawalt, Scout E xecutive o f  th e  Montana C ouncil, d id  n o t 

support th e  Independent th re e  a re a  concept a s  env is ioned  by v o lu n te e rs . 

He saw independent a re a  o rg a n isa tio n s  w ith in  th e  c o u n c il a s  working 

a g a in s t  th e  success o f th e  c o n so lid a ted  c o u n c il. Although he d id  n o t 

d i r e c t ly  c u r t a i l  a re a  o p e ra tio n s , le a d e rs  r e p o r t  t h a t  Hanawalt*s 

c e n tra l iz e d  management p ra c t ic e s  e v e n tu a lly  stopped a re a  o p e ra tio n s ,

197i-19JZ6

Over th e  n ex t two y e a rs , th e  Montana C ouncil*s performance 

in d ic a te s  a  le v e lin g  o f f  from th e  e a r l i e r  ra p id  d e c l in e s . As shown in  

Table 15, 1975 shows a  decrease  In  youth and u n i ts  o f  1900 and 100 

r e s p e c t iv e ly . By 1976, however, th e re  a re  only  500 l e s s  youth and 40 

l e s s  u n i t s .  The percen tage o f  le a d e rs  re c e iv in g  co u n cil b a s ic  t r a in in g  

tes recorded  a t  69 ,4  p e rc en t in  1975 and 63,5  p e rcen t in  1976, T h is i s  

equal to  th e  b e s t y ea rs  o f th e  o r ig in a l  fo u r  c o u n c ils . By 1976, th e  

number o f p ro fe s s io n a l s t a f f  has decreased  to  12, he lp ing  to  reduce 

the  d e b t. New o p e ra tin g  income shows a  su rp lu s  o f  $17,374 in  1975, and 

by 1976 showed a  su rp lu s  o f  $55,078. T h is su rp lu s  was due to  an $81,000 

g i f t  frcMn a  lad y  in  S idney, Montana, A bank loan  of $141,000 was s t i l l  

being c a r r ie d ,

9
Interview  with Don Aadsen.

^^Interviews with Don Aadsen, Dan Kenny, and Art Sward,

^ C h arlie  Pearson, '•Narrative Report o f Events That Have Caused 
Rise or F a ll  of Support for  Montana Council, Boy Scouts o f America."

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



42

In  May o f  1977, Bob Hanawalt ended n e a r ly  fo u r y ea rs  a s  Scout

E xecutive o f  th e  Montana C ouncil, He t r a n s fe r r e d  to  an o th e r co u n cil
12b e lie v in g  o p e ra tio n s  in  Montana had f i n a l l y  s t a b i l i z e d ,

1977-1978

In  1977 C harles k ,  Pearson was h ire d  a s  th e  new Scout E xecutive  

o f th e  Montana C ouncil, Table 15 shows a  s ig n i f ic a n t  decrease  in  most 

performance in d ic a to r s  in  1977, bu t th en  a  p o ss ib le  s ta b i l i z in g  tre n d  

in  1978 , Youth membership f e l l  by a lm ost 2,000 youth and 24 u n i ts  in

1977, bu t f e l l  Iqr on ly  I 68 youth and a c tu a l ly  Increased  in  u n i ts  in

1978, In  an a ttem p t to  c u t expenses, th e  p ro fe s s io n a l s t a f f  was reduced

to  10 and a  new h ir in g  p o lic y  was Implemented to  h ire  young nontenured
13e x ec u tiv e s , th u s  b rin g in g  more sav ings,

While 1977 in d ic a te d  a  major d e f i c i t  o f  $75,757, 1978 showed a

le s s e r  d e f i c i t  o f  $46,437, T h is  reduced d e f i c i t ,  however, was a  r e s u l t

of an execu tive  board d e c is io n  o f  u sing  h a l f  th e  Flaming Arrow fund to

pay o f f  ou tstan d in g  lo an s  and o p e ra tin g  expenses. B it te rn e s s  among

B ill in g s  8co û te ra  was p a r t i a l l y  o f f s e t  new development o f  th e  K-M
14Scout Ranch near Lewistown,

In  1978, a  renewed I n te r e s t  in  camp development began in  th e  

c o u n c il. Northwest G rizz ley  Base Camp, a  rep lacem ent fo r  M elita  I s la n d , 

was b u i l t  by F la th ead  V alley  S c o u te rs . In  southw estern  Montana develop­

ment was r e v i ta l i z e d  on Camp A reo la , S c o u te rs  o f  G reat F a l l s ,  B i l l in g s ,

12In te rv iew  w ith  Bob Hanawalt,
13-^Charlie Pearson , "N arra tiv e  R eport o f  E ven ts That Have Caused 

R ise o r F a l l  o f Support fo r  Montana C ouncil, Boy Scou ts o f Am erica,"

^ ^ Ib id .
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Lewistown f and. th e  H i- lin e  began development on th e  K-W Scout Ranch a t  th e  

o ld  m ining s i t e  o f  K endall,

Scout Esœcutive Pearson was ag reeab le  to  th e  r e v i t a l i z a t i o n  o f  th e  

se rv ice  a re a  concep t. The id ea  o f  fo u r s e rv ic e  a re a s  roughly  s im ila r  in  

geog raph ica l boundaries to  th e  o r ig in a l  fo u r  c o u n c ils  was considered  and 

approved by th e  E xecutive  Board on December 9 , 1978,^^ As Wiown in  

F igure 6 , th e  new se rv ice  a re a  boundaries were co n sid erab ly  d i f f e r e n t  

than  th e  form er se rv ic e  a re a  p lan  (compare to  F igu re  5 ) ,  One o f  th e  most 

s ig n if ic a n t  r e s u l t s  o f th e  re a lig n e d  boundaries was th e  in c lu s io n  o f 

Helena and Bozeman w ith  th e  B utte  a re a . T h is grouping allow ed fo r  a  more 

balanced d i s t r ib u t io n  o f  p o p u la tio n , youth , and income among th e  fo u r 

a re a s .

Each o f th e  fo u r  se rv ic e  a re a s  was a l l o t t e d  f o r ty  co u n cil execu­

t iv e  board p o s i t io n s . Members f i l l i n g  th e se  p o s i t io n s  would a ls o  serve 

a s  a re a  board  members. As in  the  form er p la n , a re a  p re s id e n ts  were 

council v ic e  p re s id e n ts  l iv in g  in  th o se  a re a s .  Four a d d it io n a l  co u n cil 

commissioners were appo in ted  to  serve  a s  a re a  com m issioners. The a re a  

p re s id e n t, the  a re a  com m issioner, a  f i e l d  d i r e c to r  appo in ted  from th e  

p ro fe s s io n a l s t a f f ,  and th e  execu tive  board members, made up each a re a  

board,

According to  co u n c il bylaw s, t h i s  se rv ic e  a re a  committee would 

meet a t  l e a s t  b i-m onth ly . The b u sin ess  a t  each m eeting would be d ire c te d  

a t  se rv ice  to  c h a rte re d  i n s t i t u t i o n s  and to  re c e iv in g  re p o r ts  from a re a

l^ ib id ,

^ ^ i n u t e s  o f  E xecutive Board M eeting, Montana C ouncil,
December 9 , 1978.

17L e tte r  to  U nited May of M issoula County from C harles Pearson 
dated  A p ril  1 , 1980,
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o p e ra tin g  com m ittees. Each a re a  was a u th o rize d  to  have o p e ra tin g  com­

m itte e s  o f  l ik e  fu n c tio n  a s  th e  co u n cil w ith  th e  excep tion  o f  

a d m in is tra t io n . S e rv ice  a re a  com m ittees, however, would have no 

le g i s l a t iv e  a u th o r i ty  and would d i r e c t  t h e i r  e f f o r t s  a t  making

" e f fe c t iv e  w ith in  th e  se rv ice  a re a ,  p o l ic ie s  and programs adopted by
l8the c o rp o ra tio n ."

1979-1980

The hoped f o r  s t a b i l i z a t io n  a s  suggested  in  1978 s t a t i s t i c s  d id

no t come ab o u t. As shown in  Table 15, v i r t u a l l y  a l l  performance in d ic a to r s

r e f l e c t  d ecrease s  in  1979. The two ex cep tio n s  were percentage o f  top

le a d e rs  t ra in e d  and percen tage  o f  Scouts a tte n d in g  summer camp. While

the  p ro fe s s io n a l s t a f f  rem ained c o n s tan t a t  10, th e  year-end  d e f i c i t

leaped to  $125,356. The su ppo rting  bank loan  grew to  $129,000.^^

In  1979 th e  W estern Serv ice  Area p e ti t io n e d  th e  Montana Council
20and th e  Nozrth C e n tra l Region to  be formed in to  a  se p a ra te  c o u n c il.

A fte r much co n tro v ersy , Montana Council o f f i c e r s  decided  to  approve

such a se p a ra tio n  su b je c t to  th e  in v e s tig a t io n  o f  a  re g io n a l appoin ted

study committee.

In  response to  th e  p e t i t io n  f o r  a  se p a ra te  c o u n c il, th e  study

committee made i t s  r e p o r t  in  A p ril o f  I 98O*

. . .  We b e liev e  th a t  th e  p lan  and system th a t  you p re se n tly  have 
I s  beginning to  work and w i l l  con tinue to  Improve in  years ahead.

By laws o f  th e  Montana C ouncil, Boy Scouts o f America,
A r tic le  V III , s e c tio n s  2 -5 .

19̂ C harlie  Pearson , "N arra tiv e  R eport o f  E vents That Have Caused 
Rise o r F a l l  o f  Support fo r  Montana C ouncil, Boy Scouts o f A m erica."

^ ° Ib id .
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We laelieve t h a t  th e  form ation  o f  a  new co u n c il n ig h t  s a t i s f y  a  
la rg e  number o f  people In  th e  w estern  p a r t  o f  th e  co u n cil f o r  a  
sh o r t  p e rio d  o f  tim e , b u t th a t  th e  long  range b e s t  d e c is io n  i s  to  
s ta y  in  th e  p re se n t c o n fig u ra tio n . An immediate f in a n c ia l  and 
a d m in is tra tiv e  burden would be c re a te d  hy th e  fo rm ation  o f a  new 
c o u n c il. Most o f  th e  c r i t ic is m s  and q u e s tio n s  r a is e d  w i l l  be 
so lved  a s  your p re se n t p lan  o f o p e ra tio n  co n tin u es  to  smooth ou t 
i t s  w rin k le s ,

The most s ig n i f ic a n t  q u estio n  faced  by th e  re g io n a l study

committee was w hether w estern  Montana could  f in a n c ia l ly  support a

sep ara te  c o u n c il. W estern Montana S co u te rs  claim ed th ey  could b u t th e

study committee d id  no t a g re e . Key le a d e rs  frcw# th e  W estern S erv ice  Area

claim  th a t  th e  R eg io n 's  Area One D ire c to r  Folkman Brown was th e  prim ary
22in flu en ce  on th e  committee to  r e j e c t  th e  p e t i t io n .  Since the  W estern 

Montana Council was s tru g g lin g  w ith f in a n c e s  in  th e  e a r ly  1970 's ,  th e  

committee d id  no t see how th e  s i tu a t io n  would be d i f f e r e n t  in  th e  1980*s .  

Follow ing th e  r e je c t io n  o f th e  p e t i t io n  f o r  a  sep a ra te  c o u n c il, s e v e ra l 

key v o lu n te e rs  and a  p ro fe s s io n a l  s t a f f  member re s ig n e d .

In  1980 most in d ic a to r s  in  Table 15 showed fu r th e r  d e c l in e s .

Youth membership d e c lin ed  by 1078, w hile number o f  u n i ts  d e c lin e d  by 

40, The 1980 d e f i c i t  decreased  to  $52,584,

1981-1982

Table 15 in d ic a te s  an o th e r le v e lin g  o f f  in  d e c lin e s  o f in d ic a to r s  

fo r  1981 and 1982, Youth membership and percen tage o f youth served  a c tu ­

a l ly  in d ic a te d  in c re a se s  in  both  y e a rs . T o ta l r e g is te r e d  u n i ts  and a d u lt  

le a d e rs  decreased  s l i g h t l y .  While th e  p ro fe s s io n a l  s t a f f  decreased  to  9 ,

^ ^ L e tte r  to  Bruce A, N elson, S r . ,  P re s id e n t o f Montana C ouncil, 
from Robert H, Gaynor, Chairman o f  Ad Hoc Committee f o r  Montana S co u tin g , 
dated A p ril  9» 1980,

‘̂ ‘'In te rv iew s w ith Don Aadsen and A rt Sward,
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most a l l  o th e r  In d ic a to rs  showed improvement. The $65*079 d e f i c i t  In  I 98I

was reduced to  $11,099 in  1982, In  1981, th e  rem ainder o f  th e  Flaming

Arrow fund was u t i l i z e d  to  pay o f f  lo an s  and. o p e ra tin g  d e b ts .

The fo llow ing  re s o lu tio n  was proposed by th e  W estern S erv ice

Area in  September o f  1982*

Resolved a  committee o f  th e  Council P re s id e n t and fo u r  (4) Vice 
P re s id e n ts  be e s ta b lis h e d  to  s e le c t  a  s t a te  group o f  b u s in e ss , 
c le rg y  and p r iv a te  in d iv id u a ls  to  fo rm ula te  and study d a ta  and 
make reccmmendations on e s ta b l is h in g  and m ain ta in ing  on a  long 
term  b a s is ,  m u ltip le  c o u n c ils  in  th e  S ta te  o f  Montana.

That th e  S e le c tin g  Committee be appo in ted  a t  th e  n ex t O ff ic e rs  
M eeting (September 2 5 ), t h a t  th ey  have a  fu n c tio n in g  group by 
January  1 , 1983 and re p o r t  p repared  s ix  (6) months fo llo w in g ,^3

The re s o lu tio n  was approved unanimously by th e  Montana E xecutive Board,

N ationa l Membership Comparisons

Although th e  Montana Council dem onstrated a  42 p e rcen t decrease

in  r e g is te r e d  youth members s in ce  1973# th e  N a tio n a l C ouncil o f  th e  Boy

Scouts o f  America a ls o  rep o rte d  a  s ig n i f ic a n t  decrease  du ring  t h i s

p e rio d . Data i s  no t a v a ila b le  to  compare d i r e c t l y  f o r  th e  p e rio d s  o f

1973 through 1982, F or th e  p eriod  o f 1973 to  1979# however, th e

N ationa l Council re p o rte d  a  decrease  o f  1 ,667,761 youth o r 34 p e rc e n t of 
24i t s  membership. The North C e n tra l Region a ls o  rep o rte d  a  membership 

decrease  o f  34 p e r c e n t . T h e  Montana Council showed a  decrease  o f 38 

p e rcen t in  i t s  r e g is te r e d  youth fo r  th e  same p e rio d . Consequences o f

^ ^ i n u t e s  o f  W estern S erv ice  Area M eeting, September 11, 1982, 
K a l is p e l l ,  Montana.

24U. S . Congress, House, Annual R eports to  Congress -  Boy Scouts 
o f  America. 1973-1979.

^ ^ Ib id .
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Boypower '? 6 ,  in c re a s e s  in  th e  n m h e rs  o f  s in g le -p a re n t f a m ilie s .  

In c re a se s  in  th e  nnahers o f f a m ilie s  where h c th  p a re n ts  work f u l l  

tim e , in c re a s e s  in  com petitive  youth programs o ffe re d  fay th e  p u b lic  

schools and o th e r  youth a g e n c ie s , and changes in  popu lar p e rc ep tio n s  

o f th e  Boy Scou ts o f America du rin g  and a f t e r  th e  Vietnam War a re  a l l  

p o ss ib le  rea so n s  f o r  t h i s  tremendous d e c re a se . The 42 p e rcen t decrease  

in  r e g is te r e d  youth in  Montana over th e  l a s t  decade, th e re fo re ,  cannot 

a l l  be a t t r ib u te d  to  problems connected w ith th e  c o n so lid a tio n .

As exp la ined  in  th e  fo o tn o te  o f  Table 15, th e  t o t a l  youth 

popu lation  was in c re ased  in  1977 by th e  in c lu s io n  o f  g i r l s  in to  

E xploring . The t o t a l  youth popu la tion  a s  shown in  Table 15 does n o t 

include g i r l s  s in ce  M ontana's E xp loring  program has never a t t r a c te d  

many g i r l s .  I t  was f e l t  t h a t  in c lu d in g  on ly  boys would give a  more 

r e a l i s t i c  p ic tu re  o f th e  youth being served  in  Montana over th e  te n  

year p e rio d .

A ctual comparisons o f  Montana, g i r l  p o p u la tio n  in c lu d ed , w ith  

th e  North C e n tra l Region and th e  N a tio n a l C ouncil a re  shown in  T able 16. 

The f ig u re s  in d ic a te  th a t  th e  m ajor d ec rea se s  in  percen tage  o f youth 

served in  Montana were matched by s im ila r  d e c re a se s  a t  the  re g io n a l and 

n a tio n a l le v e ls .  Comparisons f o r  1981, however, in d ic a te  Montana a s  

serv ing  3 p e rcen t l e s s  youth th an  th e  N orth C en tra l Region and 1 p e rcen t 

le s s  than  th e  n a tio n . T h is  c o n tra s ts  to  1972 when Montana had a  h igher 

percentage than  th e  n a tio n  but lower than  th e  N orth C e n tra l Region. T h is 

lower 1981 p ercen tage , a s  compared w ith  p e rcen tag es  f o r  th e  Region and 

the n a tio n , a re  r e f l e c t iv e  o f program q u a l i ty  w ith in  the  Montana C ouncil.
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TA£LS 16

COMPARISONS OF PERCENTAGE OF YOUTH SERVED FOR THE MONTANA COUNCIL, 

THE NORTH CENTRAL REGION, AND THE NATIONAL COUNCIL 

FOR THE PERIOD OF 1973 TO 1982

Montana
C ouncil

North C e n tra l 
Region

N ationa l
Council

1972 2 6 .9 28 .0 25.5

1973 27 .0 27 .5 25.5

1974 2 3 .6 25 .1 23.0

1975 21 .4 22 .6 21 .4

1976 2 1 .6 21 .5 19.5

1977 14.1 16 .4 14 .8

1978 14.2 16 .0 14.2

1979 14 .1 16.9 13.7

1980 13.1 17.0 14.5

1981 14.0 17.0 15.0

1982 14.5

Sourcet Bob B u rt, Membership D iv ison , North C e n tra l Region, Boy Scou ts 
o f America, March 1983,
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N ationa l Finance Compaxlsons 

The e f f e c t  o f c o n so lid a tio n  on Montana’s  S couting  Income may 

a ls o  be p laced  In p e rsp ec tiv e  by com parisons w ith  the  n a tio n . Prom 

1973 to  1979 th e  Montana Council dem onstrated an in c re a se  o f only 3*9

percen t In  t o t a l  Income. T h is  sm all In c rease  in  income over a  seven-year
2 6period  occurred  a t  a  tim e when p r ic e s  in c re ased  57.6  p e rc e n t. Income

ra is e d  in  1979, th e r e f o re , purchased co n sid erab ly  l e s s  than  i t  d id  in

1973. During th e  same p e rio d , Scouting  income f o r  th e  e n t i r e  n a tio n
27in creased  37 .^  p e rc e n t, Although c o u n c ils  a l l  over th e  country  were 

s tru g g lin g  w ith in f la t io n  and r a i s in g  fu n d s, those  o u ts id e  Montana 

were doing a  s ig n i f ic a n t ly  b e t t e r  jo b  th an  th e  Montana C ouncil.

Even though M ontana's income shows a  m ajor in c re a se  in  1980,

much o f th e  in c re ase  i s  a t t r ib u ta b le  to  a  change from n e t  accounting
28to  a  g ro ss  accoun ting  system .

Summary

The Montana C ouncil has had many d i f f i c u l t i e s  s in ce  i t s  forma­

tio n  in  1973. N egative f e e l in g s  r e g is te r e d  in  th e  1973 e le c t io n  to  

approve co n so lid a tio n  have a p p aren tly  continued  to  th e  p re s e n t .  The 

w estern p o rtio n  o f th e  s ta te  has i n i t i a t e d  two study e f f o r t s  to  s p l i t  th e  

co u n c il. A lthough performance in d ic a to r s  rev e a le d  major d ec rease s  in  

most performance c a te g o r ie s , some o f  th e se  d ec rease s  may be a t t r ib u te d  

to  causes beyond th e  impact o f  c o n so lid a tio n . Finance i s  an a re a  o f

. S , Department o f Commerce, S t a t i s t i c a l  A b s trac t o f the  
U nited S ta te s  1982-83 , (103d e d it io n )  W ashington, D .C ., 1982, p . 453.

27U, S , C ongress, House, Annual R eports to  Congress -  Boy 
Scouts o f  America, 1973-1979.

28
In te rv iew  w ith  C h arlie  P earson , G reat F a l la ,  Montana, May 1982.
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major concern to  Montana S cou ting . D e f ic i t s  have occurred  in  every 

year hut two sin ce  1973. T o ta l o p e ra tin g  income has in c reased  l i t t l e  

since 1976. Yet t h i s  p e rio d  had s ig n i f ic a n t  r i s e s  in  i n f la t io n  and 

o th e r costs*  While membership d e c lin e s  cannot be s o le ly  a t t r ib u te d  

to  th e  c o n so lid a tio n , th e  la c k  o f  f in a n c ia l  support a s  compared to  th e  

r e s t  o f th e  n a tio n  i s  one In d ic a tio n  o f poor perform ance in  th e  Montana 

Council* In d ic a to r s  in  1982 r e f l e c t  a  s t a b i l i z a t io n  in  th e  performance 

o f th e  Montana Council* I t  w i l l  be remembered th a t  s im ila r  p e rio d s  o f 

s ta b i l iz a t io n  occurred  in  1976 and 1978 bu t were fo llow ed by reo c c u rrin g  

performance d e c l in e s .
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CHAPTER IV

THE CONSOLIDATION OF SCOUTING IN NORTH DAKOTA 

A U seful Model

Iccliu ied  in  th e  m ajor c o n so lid a tio n  emphasis o f th e  Boy Scouts 

of America in  1972 through  1976 was th e  c o n so lid a tio n  of North D akota, 

one o f M ontana's n ear n e ig h b o rs . N orth Dakota se rv es  a s  a  u se fu l  

model to  compare and c o n tra s t  to  Montana s in c e  i t  had many s im ila r  

c h a r a c te r is t ic s .  Like Montana, the  c o n so lid a tio n  in  North Dakota 

Involved fo u r c o u n c ils  which covered th e  a re a  o f an  e n t i r e  s t a t e .

North Dakota has a  s im ila r  geog raph ica l t e r r a in  and popu la tion  d e n s ity  

a s th a t  o f Montana. In  a d d it io n , th e  c o n so lid a tio n s  o f Scouting in  

North Dakota and Montana occurred  a t  approxim ately  th e  same t i n e .

The Four C ouncils 

P r io r  to  t h e i r  c o n so lid a tio n  in to  th e  N orthern  L ig h ts  Council 

on January 1 , 197^» North Dakota included  th e  G reat P la in s  C ouncil 

centered  a t  M inot, th e  Red R iver V alley  Council cen tered  a t  F argo , 

the M issouri V alley  C ouncil cen te red  a t  Bism arck, and th e  Lake 

Aggassiz Council cen te red  a t  Grand F o rk s . A c tu a lly  each o f th e  fo u r  

councils  inc luded  sm all p o r tio n s  o f  ne ighboring  s t a t e s ,  th e  n o r th ­

e a s te rn  co m er o f  Montana, the  no rthw estern  edge o f  M innesota, and a 

sm all p o rtio n  o f  n o rth  c e n tra l  South D akota.

52
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T ab les 17, 18, 19, and 20 show membership in fo rm ation  f o r  

the  fo u r  c o u n c ils  in  North Dakota from 1963 to  1972, T o ta l member­

sh ip  f o r  th e  fo u r  c o u n c ils  in c reased  by 3 p e rcen t over the  te n  year 

p e riod  w ith  percen tage  o f  youth served in c re a s in g  to  22 .2  p e rc e n t. 

T o ta l u n i ts  a ls o  in c reased  s l i g h t ly .  While N orth D ak o ta 's  o v e ra ll  

in crease  o f  3 p e rcen t c o n tra s te d  to  M ontana's 1 p e rcen t decrease over 

the p e rio d , both  were s ig n i f ic a n t ly  below th e  n a tio n a l  in c rease  o f 

23 p e rc e n t.^  North D akota’s  22 ,2  p e rcen t o f youth served in  1972

f e l l  below th e  n a tio n a l  average o f  25 .5  p e rcen t and M ontana's average 
2

of 26 ,9  p e rc e n t.

Advancements p e r 100 boys i s  shown in  T ables 21 and 22 , A ll 

councils  in d ic a te d  a  decrease  in  th e  use o f th e  advancement program 

over th e  te n  y ear p e rio d  a s  d id  Montana. Number o f  p ro fe s s io n a l 

s t a f f  i s  shown in  Table 23. Only Fargo dem onstrated a  decrease  in  

s t a f f  w ith  the  combined co u n c il s t a f f s  d ecreasin g  by one in  te n  y e a rs . 

The 1972 load  per s t a f f  member was 1,265 youth and 47 u n i t s ,  midway 

between M ontana's and th e  n a t io n 's  lo a d . A va ilab le  f in a n c ia l  d a ta  i s  

rep resen ted  in  Table 24, While th re e  o f  th e  fo u r  co u n c ils  in d ic a te d  

a  t o t a l  o f $71,927  o f  indeb tedness in  1972, each o f  the  c o u n c ils  

appeared to  have s u f f ic ie n t  re s e rv e s  in  sav in g s o r t r u s t  funds to  

pay b i l l s .

Although th e  fo u r co u n c ils  o f North Dakota appear to  have been 

somewhat b e t te r  o f f  in  some c a te g o r ie s  th an  those  in  Montana, le a d e rs

8 . Congress, House, Annual R epo rts  to  Congress -  Boy Scouts 
of America, 1963-1979,

3 , Congress, House, Annual R eports to  Congress -  Bov Scouts 
o f America, 1972, p , 37,
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TABLE 17

TOTAL YOUTH MEMBERSHIP IN THE FOUR NORTH DAKOTA COUNCILS 1963-1972

TOTAL
YEAR FARGO

GRAND
FORKS

1963 _ 9.261 3.854 ^ 4.284 3.511 20.910
1964 _9.413 4.545 4.425 J3.671 22.104
1965 9.977 4.846 4,659 3.322 22.804

1966 10.207 4.557 _ 4.672 2.888 22,324

1967 9.881 4.743 4,091 2,986 21,701
1968 10.040 4.792 3.220 3.575 21.627
1969 - 9.313 4 .558 .... 3.017 3.698 20.586
1970 10.065
1971 9.580
1972 ____ 4.690 3.484_. _21,514

Sourcei Annual R eports to  Congress B .S .A ., 1963-1968; Bob B u rt, 
Membership D iv is io n , North C en tra l Region B .S .A ., March 1983f 
B e tty  Newton, Records Management, N a tio n a l O ff ic e , January 1983.

TABLE 18

TOTAL UNITS IN THE FOUR NORTH DAKOTA CCUNCII5 1963-1972

TOTAL
YEAR FARGO

GRAND
FORKS MINOT

1963 346 151 139 139 775
1964 349 166 _ _ . 130 147 792
1965 364 __ 177 137 139 817
1966 . 347 182 - 150 114 793
1967 339 187 132 96 754
1968 342 192 107 120 761 ...
1969 316 188 116 126 746 .
1970

1971
1972 331 204 130 142 807

Membership D iv is io n , North C en tra l Region B .S .A ., March 19831 
B e tty  Newton, Records Management, N a tiona l O ff ic e , January 1983.
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TABLE 19

TOTAL YOUTH POPULATION IN THE POUR NORTH DAKOTA COUNCILS 1963-1972

YEAR FARGO
GRAND
FORKS

TOTAL

1963 39,308_ 22.025 18,313 18.429 9& 075.
1964 41.369 23.339 20.021 19.755 104.484

1965 41.369 23.339 20.068 19,755 104.531
1966 41.369 23.339 20.068 19,755 104,531
1967 _ 36,835 21.542 20,068 17,006 95,451
1968 36,835 21,542 17.193 17,006 92.576

1969

1970
1971
1972 .381.753.- 22,845 15.819 17,670 95.087

Source» Annual R eports to  Congress B.S.A.» 1963-1968; Bob B urt, 
Membership D iv is io n , North C en tra l Region B .S .A ., March 1983; 
B e tty  Newton, Records Management, N a tio n a l O ff ic e , January  1983.

TABLE 20

PERCENTAGE OF YOUTH SERVED IN THE FOUR NORTH DAKOTA CGUNCIIS 1963-1972

GRAND
YEAR FARGO FORKS MINOT BISMARCî

TOTAL

1963 23 .6 17.5 23 .4 19.1 20.9
1964 22 .8 19.5 22 .4 18 .6 20.8

1963 24.1 20.8 23 .2 16 .8 21.2

1966 24.7 19.5 _ 23,3 14 .6 20.5

1967 26 .8 22.0 20 .4 17.6 21.7
1968 27.3 22.2 18.7 21,0 22.3
1969

1970

1971
1972 24 .6 20.5 22 .0 21.7 22.2

Source » Annual R eports to  Congress B .S .A ,, 1963-1968; Bob B urt, 
Membership D iv is io n , North C en tra l Region B .S .A ., March 1983; 
B e tty  Newton, Records Management, N a tio n a l O ff ic e , January  1983,
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TABLE 21
5 6

CUB ADVANCEMENT PER 100 BOYS IN THE FOUR NORTH DAKOTA COUNCILS I 963- I 972

GRAND TOTAL
YEAR FARGO MINOT
1963 84.1 85.9 69 .6 95.2 83.7
1964 86.5 80.1 75.9 71.4 78.5
1963 80,0 84.1 74.6 81.4 80,0
1966 74.0 72.1 69.4 97.5 78.3

1967 73.9 71.3 68.1 62.8 69.0
1968 52.3 52.1 5 0 ,3 . 54,0 52.2

1969 50.1 4 3 .6 .  43 .8
1970 51.1 50.3 43 .9
1971 48 .1 52.1 45 .3
1972 52,8 37.4 77.3

Sourcei Annual R eports to  Congress B .S .A ., 1963-1968* Bob B urt, 
Membership D iv is io n , North C en tra l Region B .S .A ,, March 1983; 
B e tty  Newton, Records Management, N a tio n a l O ff ic e , January  1983,

TABLE 22

SCOUT ADVANCEMENT PER 100 IN THE FOUR NORTH DAKOTA COUNCILS 1963-1972

GRAND
FARGO FORKS MINOTYEAR

TOTAL

1963 44.5 31.0 _ 29 .5  . _ 42.1 36.8
1964 _ 42 .7 30.3 _ 31JL  _ . 42 .3 25.9
1965 36.3 40.0 31.0 38.6 36.5
1966 38.1 31 .4 32.6 40 .4 _ 3 5 .6  _
1967 41 .1 35.3 26.0 36.1 34.6
1968 _ 37.8 30.8 32.5___ 35 .3 _ J 5 .4  .
1969 24.1 33 .8 41 .7
1970 29.0 3 8 .7 ...... 36.2 _
1971 26 .4 40.3 32.2
1972 28.5 30.1 26.0

Source * Annual Repozrts to  Congress B .S .A ,, 1963-1968* Bob Burt 
Membership D iv is io n , North C e n tra l Region B .S .A ., March 1983; 
B e tty  Newton, Records Management, N a tio n a l O ff ic e , January  1983.
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TABLE 23
TOTAL PROFESSIONAL STAfF IN THE FOUR NORTH DAKOTA COUNCILS 1963-1972

. GRAND TOTAL
YEAR FARGO MINOTFORKS

1967
1968

SourceI U* S . Congress, House, Annual R eports to  Congress -  Boy 
Scou ts o f America, 1963-1968; Bob B u rt, Membership D iv is io n , North 
C e n tra l Region, March 1983; B e tty  Newton, Records Management, 
N a tio n a l O ffice  BSA, January  1983,

TABLE 24

FINANCIAL SUMMARY FOR THE FOUR NORTH DAKOTA COUNCIIE 1972

Fargo Grand Forks Minot Bismark T o ta l

O perating Expense 155,708 80,241 74,045 76,489 386,483

Indebtedness 49,000 7,927 15,000 None 71,927

Savings an d /o r 
T ru s t Fund 33,438 11,000 39,642 20,757 154,837

Source I A S p e c ia l Committee of S co u te rs  from th e  Four C ouncils, "The 
Old 4 f o r  a  New 1 ,"  August 1973, p . 7 .
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r e p o r t  t h a t  th ey  were having s im ila r  problems in  fin an c in g  and o p e ra tin g
3

a  program in  a  la rg e  m r a l  geograph ica l a re a .^

The C onso lidation  

One m ajor d if fe re n c e  in  th e  c o n so lid a tio n s  o f Montana and North 

Dakota was th e  method o f  Im plem entation. Area Two D ire c to r  P e te r  

Paulson was bom  and r a is e d  in  North Dakota and took  a  sp e c ia l  in te r e s t  

in  the  p r o je c t .  U nlike Area One D ire c to r  James B a r te l l ,  Paulson 

engineered th e  form ation  o f  a  29-man study  committee Maich considered  

the  im p lic a tio n s  o f  c o n so lid a tio n . T h is  group o f  to p  co rpo ra te  and 

governmental le a d e rs  o f th e  s ta te  ev a lu a ted  a l l  a sp e c ts  o f  a  merger f o r  

one year p r io r  to  f i l i n g  t h e i r  repoirt in  fav o r o f  c o n so lid a tio n . The 

committee was fu r th e r  d iv id ed  in to  fo u r subcommittees which considered  

a d m in is tra tio n  and p e rso n n e l, program and camp p ro p e rtie s»  and th e  le g a l  

a sp e c ts .^

The proposal prepared  by t h i s  study  committee was e n t i t le d  

"The Old k  f a r  a  New 1 ."  T h is  manual fo r  c o n so lid a tio n  was very  s im ila r  

to  th e  "Management Concept f o r  Montana# A M aster P la n ."  Both p roposa ls  

emidiasize in creased  s e rv ic e s  brought about by th e  sav ings d e riv ed  from 

reduced d u p lic a tio n  o f  a d m in is tra tiv e  overhead. The North Dakota C ouncil 

was a lso  to  be d iv id ed  in to  fo u r  se rv ic e  a re a s  which would be head­

q u a rte red  in  th e  form er h ead q u arte r c i t i e s .  Each se rv ic e  a re a  would 

have i t s  own p ro fe s s io n a l s t a f f  bu t no v o lu n te e r  o rg a n iz a tio n . North

3
^In terv iew  w ith P e te r  P au lson , F o r t  C o llin s , Colorado, August 

1982; in te rv ie w  w ith W, P e te  K nauff, F o rt C o llin s , Colorado, August 1982,
4

In te rv iew  w ith P e te r  Pau lson .
5
A S p e c ia l Committee o f S co u te rs  from th e  Four C ouncils, "The 

Old 4 f o r  a  New 1 ,"  August 1973, p . 10.
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Dakota le a d e rs  f e l t  s tro n g ly  t h a t  Independent boards w ith in  th e  council

would in te r f e r e  w ith th e  success o f th e  c o n so lid a tio n . V olunteer

su p e rv is io n  was th u s  given by one co u n c il E xecutive Board made up o f

le a d e rs  re p re se n tin g  th e  e n t i r e  s t a te  working toward one p la n , one

program, and one bu d g e t,^

In  th e  f a l l  o f  1973» a  recommendation was made by the  study

committee f o r  each c o u n c il execu tive  board to  co n sid e r and approve th e

plan  f o r  c o n so lid a tio n . Each co u n cil h e ld  a  sep a ra te  council m eeting

and approved th e  p la n . L eaders r e p o r t  th e  n e a r ly  unanimous acceptance

by Scouting le a d e rs  a s  being a t t r ib u ta b le  to  t h e i r  h l ^  reg a rd  f o r  th e
7recommendation o f ih e  study  comm ittee.

The N orthern L ig h ts  C ouncilt 1974- to  th e  P re sen t

One o th e r  s ig n i f ic a n t  d if fe re n c e  in  comparing th e  c o n so lid a tio n

of North Dakota to  t h a t  o f  Montana was th e  h ir in g  o f t h e i r  f i r s t  Scout

E xecu tive . While Montana f e l t  i t  n ecessa ry  to  b rin g  in  a  new man having

no form er involvem ent w ith  Scouting  in  Montana, le a d e rs  in  North Dakota

h ired  a s  t h e i r  execu tive  form er Area D ire c to r  P e te r  P au lson , a  n a tiv e

o f th e  s ta te  and a ls o  eng ineer o f th e  c o n so lid a tio n .

Paulson may v e ry  w e ll have been th e  key th a t  made th e  N orthern
8L igh ts  Council a  su c ce ss . As form er R egional E xecutive  o f  both Regions 

2 and 10, and a s  A rea Two D ire c to r  o f  th e  new North C e n tra l Region, 

Paulson had th e  experience  and th e  c r e d i b i l i t y  to  b ring  the fo u r

^ In te rv iew  w ith W, Pete  K nauff,
7

In te rv iew  w ith  P e te r  P au lson | in te rv ie w  w ith W, P e te  K nauff| 
In terv iew  w ith Jim King, F o rt C o llin s , C olorado, August 1982,

O
In te rv iew  w ith P e te r  Pau lson ,
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co im clle  to g e th e r .  In  a d d it io n , he warn a  p a r t  o f  th e  co n so lid a tio n  

plan from i t s  in c e p tio n .

As in  Montana, am e f f o r t  was made to  keep th e  o r ig in a l  Scout
Q

E xecu tives on s t a f f  to  a s s i s t  in  th e  t r a n s i t i o n .  The c o n so lid a tio n  

study committee formed th e  foundation  f o r  th e  new N orthern L ig h ts  

Council E xecutive  Board. T h is group o f  concerned s ta te  le a d e rs  was 

committed to  th e  su ccess  o f  th e  merger and worked slow ly and d e l ib e r a te ly  

to  r e c r u i t  r e l i a b l e  and capable le a d e rsh ip  to  th e  board.

Scout E xecutive  Paulson f e l t  th a t  lo c a l  le a d e rs  must see an 

immediate in c re a se  in  se rv ic e  i f  th ey  were to  accep t th e  new o rg a n iz a tio n . 

The new c o u n c il borrowed $150,000 on a  te n -y e a r  loan e a r ly  in  197^ to  h i r e  

a d d itio n a l s t a f f  and pay o f f  d e b ts . S e rio u s  e f f o r t s  were made by p ro fe s ­

s io n a l s t a f f  members to  keep d i s t r i c t  boards I n ta c t  and to  keep o th e r  

changes to  a  minimum so a s  to  reduce a l ie n a t io n  o f lo c a l  le a d e r s .

D ecisions concerning th e  l iq u id a tio n  o f camps and o th e r  p ro p e r t ie s  were 

made slow ly and w ith th e  p re lim in a ry  e v a lu a tio n  o f  a d d it io n a l  study  

committees.

Follow ing P a u lso n 's  re t ire m e n t. Chuck Lanham and th en  T erry  P o in te r
12served a s  Scout E x ecu tiv e s . Both men shared  th e  management concept 

o u tlin ed  by Pau lson . The o p e ra tio n  o f  fo u r  se rv ic e  c e n te r  o f f ic e s  has 

continued in  th e  form er co u n c il h ead q u arte r c i t i e s  w ith a  high percen tage 

o f the  p ro fe s s io n a l s t a f f  l iv in g  in  th e  f i e l d .  These p ra c tic e s  a re  no t

1982,

9
^In terv iew  w ith  M. P e te  K nauff.

^^In terv iew  w ith P e te r  Paulson 

b id .
12

In te rv iew  w ith T erry  P o in te r ,  F o r t  C o llin s , Colorado, August

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



61

n e c e s s a r i ly  c o s t  e f f e c t iv e ,  bu t i t  i s  f e l t  th a t  th e  r e s u l t in g  p o s it iv e  

p u b lic  r e l a t io n s  a re  c ru c ia l  to  th e  success o f a  s ta tew ide  c o u n c il, 

In te n s iv e  e f f o r t s  a re  made by th e  p ro fessionail s t a f f  to  r e c r u i t  top  

p r iv a te  and p u b lic  le a d e rs  r e p re s e n ta t iv e  o f th e  e n t i r e  s ta te  to  

serve a s  E xecutive Board members. E xecutive  Board m eetings a re  he ld  

bim onthly and a re  r o ta te d  in  lo c a tio n s  around North Dakota,

The perform ance reco rd  f o r  th e  N orthern  L ig h ts  Council from 

1974 to  1981 i s  shown in  Table 25, While most performance measure­

ments in d ic a te  a  decrease  over th e  e ig h t  y ear p e rio d , th e  c o u n c i l 's  

a b i l i ty  to  genera te  o p e ra tin g  income has grown s te a d i ly .  North 

Dakota shows a  59 p e rcen t in c rease  in  income since  197^• Montana 

shows a  21 p e rc en t in c re a se  f o r  th e  same p e rio d .

Since 1974 th e  co u n c il has decreased  in  youth membership 

by 31 p e rc e n t. T h is c o n tr a s ts  w ith  a  42 p e rcen t decrease  in  Montana, 

Although Montana began w ith  a  h i ^ e r  percen tage o f  youth served a t  

27 p e r c e n t c o m p a r e d  w ith  North D ak o ta 's  21 ,1  p e rc e n t, by 1981 North 

Dakota had 14,6  p e rcen t o f  i t s  t o t a l  youth a v a ila b le  e n ro lle d , w hile 

Montana had 14 p e rc e n t. These percen tages a re  s l ig h t ly  lower than  

the  17 p e rcen t average in  th e  N orth C e n tra l Region and I 5 p e rcen t in  

the N ationa l C ouncil,

^^ Ib id ,
14In te rv iew  w ith  Jim King, 

l^ see  Table 15 , 

l^See Table 4 ,

l?8ee  Table I 6 ,
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Summary

The fo u r c o u n c ils  in  North Dakota were s tru g g lin g  under s im ila r  

c o n d itio n s  to  those  In  Montana. U nlike Montana, North Dakota*s con­

s o lid a tio n  emidiaslzed th e  use o f  a  s ta te -w id e  study committee f o r  

e v a lu a tio n . S co u te rs  responded w ell to  th e  p roposa l o f th e  study  com­

m ittee  and n e a r unanimously approved th e  c o n so lid a tio n  p la n . U nlike 

Montana, N orth Dakota h ire d  a  mudi re sp e c te d  p ro fe s s io n a l a s  Scout 

Executive who was from th a t  s t a t e .  The N orthern  L ig h ts  C o u n c il 's  

performance reco rd  I s  ve ry  s im ila r  to  th e  Montana C o u n c il 's  In  a l l  a re a s  

except f in a n c e . While North Dakota has shown m ild  d e f i c i t s  In  fo u r  o f 

the e ig h t  y ea rs  in  which d a ta  I s  a v a i la b le , th ey  have had some s ig n if ic a n t  

su rp lu ses  In  th e  o th e r  fo u r y e a rs . Montana h as shown two su rp lu se s  In  

ten  y ears  and h as had se v e ra l m ajor d e f i c i t s .  North D ako ta 's  growth la  

income I s  considerab ly  su p e r io r  to  M ontana's.

The en g in eers  o f  North D ak o ta 's  c o n so lid a tio n  were very  concerned 

with lo c a l  Scouters* a t t i t u d e s .  S tep s  were taken  to  m ain tain  th e  s ta tu s  

quo when a t  a l l  p o ss ib le  so a s  n o t to  a l ie n a te  le a d e r s .  U nlike Montana, 

North Dakota d id  n o t c re a te  any new v o lu n te e r  boards. A ll d e c is io n  making 

a u th o r ity  was p laced  In  a  s in g le  E xecutive Board which was r e c ru i te d  from 

top co rpo ra te  and governm ental le a d e rs  around th e  s t a t e .
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CHAPTER V 

EVALUATION AND RECOMMENDATIONS

Did th e  C onso lida tion  Accomullsh I t s  OL.iectlves?

As s ta te d  In  C hapter I I ,  th e  c o n so lid a tio n  o f Scouting In  Montana 

was In tended to  accom plish th re e  o b jec tiv e s#  one, genera te  sav ings from 

reduced d u p lic a te d  overheadt tw o, prov ide f o r  expanded s e rv ic e s  by th e  

increased  s t a f f  and re so u rc e s  d e riv ed  from th e  genera ted  savings* and 

th re e , b ring  added p re s t ig e  and exposure to  S cou ting . Each o b je c tiv e  

w ill  be ev a lu a ted  s e p a ra te ly  to  determ ine th e  degree o f su ccess .

The G eneration o f Savings

The c o n so lid a tio n  d id  reduce d u p lic a te d  overhead. The fo u r  

previous co u n c ils  ead i had a  h ig h ly  experienced  p ro fe s s io n a l se rv ing  a s  

Scout E xecu tive . A fte r  c o n so lid a tio n , only  one Scout Executive was 

needed. The sav ings in  s a l a r i e s  a lone  from reduc ing  th e  number of 

veteran  ex ecu tiv es  i s  obv ious. F u rth e r  sav in g s generated  by reducing  

the t r a v e l  expenses to  re g io n a l  and n a t io n a l  m eetings by th e  Scout 

Executive. One in d iv id u a l d e f in i t e ly  t r a v e l s  cheaper than  fo u r .

In  a d d it io n , a  co n so lid a ted  c o u n c il r e q u ir e s  only  one bookkeeper, 

one computer system , one b u sin ess  manager, e t c . ,  a s  opposed to  one in  

each o f fo u r  c o u n c ils . One la rg e r  c o u n c il can save on bulk purchases 

of su p p lie s  reducing  c o s ts  f u r th e r .  There i s  l i t t l e  qu estio n  t h a t  the  

conso lida ted  council was ab le  to  save money due to  se v e ra l key sc a le  

economies.
64
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I t  ap p ea rs , however, th a t  s e v e ra l  diseconom ies r e s u l te d  from 

the c o n so lid a tio n  a s  w e ll. Due to  th e  trem endous geog raph ica l a re a  

o f Montana, i t  i s  n ecessa ry  to  m ain tain  f i e l d  o f f ic e s .  T his re q u ire s  

s e c r e ta r ia l  and f i e l d  execu tive  support away from th e  c e n tra l  o f f ic e  

which may n o t he c o s t e f f e c t iv e .  T rav e l to  c e n tra l iz e d  m eetings over 

g re a te r  d is ta n c e s  by p ro fe s s io n a ls  and v o lu n te e rs  i s  more expensive. 

Shipping c o s ts  o f  su p p lie s  and m a te r ia ls  may be h ig h er because item s 

are shipped by bu lk  o rd e r t o  th e  c e n tr a l  o f f ic e ,  then  shipped se p a ra te ly  

to  the  f i e l d  o f f i c e s .  Telephone expenses w i l l  be h i ^ e r  because o f th e  

necessary  communications t h a t  cannot be made in  person .

Diseconomies may r e s u l t  in  more in ta n g ib le  a re a s  a s  w e ll. Even 

th o u ^  one bookkeeper may re p la c e  fo u r bookkeepers, th e  in creased  work­

load may reduce th e  q u a l i ty  o f  th e  work perform ed. The same i s  tru e  f o r  

the Scout E xecutive and bu sin ess  mamager. In  a d d it io n , production  can 

be decreased  by problems o f  communication between le a d e rs  in  th e  cen tra l, 

o f f ic e  and le a d e rs  in  th e  f i e l d .  Frequency o f m eetings to  b u ild  morale 

and s tren g th en  team s p i r i t  a re  reduced because o f  th e  c o s t o f t r a v e l .

I t  i s  beyond th e  scope o f  t h i s  paper to  probe deeply  in to  a l l  

a sp ec ts  o f sav ings a s  compared to  d is sa v in g s . In  summary, however, i t  

i s  obvious th a t  a lthough  th e  c o n so lid a tio n  b e n e f ite d  from some sav ings 

due to  economies o f s c a le ,  th o se  sav in g s a re  o f f s e t  by s ig n i f ic a n t  

numbers o f  diseconom ies. The n e t  change in  o rg a n iz a tio n a l e f f ic ie n c y  

i s  no t o le a r .

Expanded S e rv ice s

One o f th e  m ajor ways by which th e  c o n so lid a ted  council was to  

expand s e rv ic e s  was by using  th e  sav in g s from economies of sca le  to  h ire
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more p ro fe s s io n a l  s t a f f  members. More p ro fe s s io n a ls  r e c r u i t  and t r a i n  

more v o lu n te e rs  who o rgan ize  more Scout u n i t s ,  t r a i n  more u n i t  le a d e rs , 

conduct more summer camps, e t c .  In  1973 th e  p ro fe s s io n a l s t a f f  Increased  

from 12 to  17. A n tic ip a te d  sav ings fïom reduced overhead were spen t on 

p lac in g  more men in  th e  f i e l d .  S ince only  one Scout E xecutive was needed, 

le s s  experienced  and new men could be p laced  in  many s t a f f  p o s i t io n s  a t  

lower s a l a r i e s ,  th u s  f re e in g  more money f o r  a d d it io n a l  s t a f f .

As th e  c o n so lid a ted  c o u n c il began having fund r a i s in g  d i f f i c u l t i e s ,  

however, c u ts  in  th e  p ro fe s s io n a l s t a f f  r e s u l te d .  By 1982, th e  p ro fe s s io n a l 

s t a f f  was alm ost h a l f  o f what i t  was in  1973 and th re e  l e s s  than  in  1972.

A sm aller s t a f f  r e c r u i te d  and tra in e d  few er v o lu n te e rs . The r e s u l t  was 

le s s  money r a i s e d ,  few er u n i t s  o rg an ized , l e s s  youth brought in to  th e  

program, and few er le a d e rs  t r a in e d .  In  s h o r t ,  s e rv ic e s  were c o n tra c ted , 

not expanded.

Included  in  th e  o b je c tiv e  o f  expanding s e rv ic e s  through a  la rg e r  

s t a f f  was a  claim  th a t  a  c o n so lid a ted  c o u n c il would provide g re a te r  

advancement o p p o r tu n itie s  f o r  q u a l i ty  p ro fe s s io n a ls  and th u s  in c rease  

th e i r  ten u re  in  Montana. The reco rd  o f  s t a f f  members in  th e  Montana 

Council based on se rv ice  f o r  f iv e  y e a rs  o r more i s  shown in  Table 26,

As in d ic a te d , only  seven o f  f o r ty  o r 18 p e rc en t o f  th e  s t a f f  served 

more than f iv e  y e a rs . Of th o se  seven, th re e  a re  s t i l l  employed, one 

r e t i r e d ,  one t r a n s fe r r e d ,  and two re s ig n e d . No p ro fe s s io n a l s t a f f  

member has served con tinuously  s in ce  th e  c o n so lid a tio n . Nine s t a f f  

members o r 23 pe rcen t have t r a n s fe r r e d  befo re  se rv in g  f iv e  y ea rs .

Seven a re  s t i l l  employed and one has r e t i r e d .  S ix teen  in d iv id u a ls  w ith 

le s s  than  f iv e  years ten u re  have re s ig n e d . S ince n e a rly  50 p e rcen t o f
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TABLE 26

STATUS OF MONTANA COUNCIL FBOFESSIONAL STAFF 

SINCE 1973 ACCORDING TO ÏEABS OF SERVICE

Served in  
Montana Council 

L ess Than 
F ive Years

Served in  
Montana Council 

More Than 
F ive  Years

S t i l l  Employed 7 3

R e tired 1 1

T ran sfe rred 9 1

Resigned 16 2

TOTAL 33 7

Source! In te rv iew  w ith  C h arlie  P earson , G reat F a l la ,  Montana, 
May 1982* in te rv ie w  w ith  Dan Kenny, N. W. G rizz ley  Base Camp, 
Montana, Ju ly  8 , 1982.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



68

th e  Montana C ouncil s t a f f  have re s ig n e d , 23 p e rc en t have tr a n s fe r re d  

before  se rv in g  f iv e  y e a rs , and only 8 p e rcen t have f iv e  y ears  ten u re  

and a re  s t i l l  working, i t  appears th a t  th e  c o n so lid a tio n  p lan  has n o t 

f u l f i l l e d  i t s  o b je c tiv e  o f  p rov id ing  advancement o p p o r tu n itie s  to  s t a f f  

members.

k a  d iscu ssed  in  Chapter I I I ,  many o f  th e  d e c lin in g  performance 

in d ic a to rs  v i s ib le  in  Table 15 may be a t t r ib u ta b le  to  s o c ia l ,  c u l tu r a l ,  

and o rg a n iz a tio n a l problem s o u ts id e  o f th e  Montana C ouncil. Prom oters 

o f th e  c o n so lid a tio n , however, were co n fid en t t h a t  th e  Montana C ouncil 

could r a i s e  s u f f ic ie n t  funds to  support basic  a d m in is tra tiv e  s e rv ic e s  a s  

w ell a s  expand program s.^ S ince th e  C ouncil has dem onstrated an in a b i l i t y  

to  r a i s e  funds and m ain ta in  a  v ia b le  p ro fe s s io n a l s t a f f ,  i t  must be con­

cluded th a t  th e  c o n so lid a tio n  has n o t met i t s  p rev ious o b je c tiv e s  o f 

expanding s e rv ic e s .

Added P re s t ig e  and Exposure to  Scouting

As quoted in  C hapter I I ,  th e  w r i te r s  o f  "A Management Concept 

fo r  Montana" advocated th a t  a  la rg e r  co u n cil would g a la  more s ta te -w id e  

dominance and more exposure . T h is exposure was in tended  to  r e s u l t  in  

g re a te r  s ta te -w id e  co rp o ra te  g i f t s .  L eaders o f th e  new council r e a l iz e d  

only a f t e r  the  c o n so lid a tio n  how few s ta te -w id e  co rp o ra tio n s  th e re  a re  

in  Montana. The sm all su ccess  Montana has r e a l iz e d  in  r a i s in g  money 

as compared to  N orth Dakota and th e  r e s t  o f th e  n a tio n  c le a r ly  in d ic a te s  

a  f a i lu r e  concerning t h i s  o b je c tiv e .

The la rg e r  co u n c il was a ls o  in tended  to  a t t r a c t  la rg e r  numbers 

o f v o lu n te e rs . In  f a c t ,  numbers o f  a d u lt  v o lu n te e rs  have d ec lin ed

^'A Management Concept f o r  M ontana," p . 8,
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42 p e rcen t s ince  1968^ and 1? p e rcen t s in ce  1977. Increased  p re s t ig e  

may a ls o  be neasiired by th e  number o f  p ro fe s s io n a l s t a f f  th a t  have 

resigned  o r t r a n s fe r r e d  a s  mentioned e a r l i e r .

Many lo cad  le a d e rs  became d isenchan ted  because o f the  m ajor 

emphasis on o rg a n iz a tio n a l e f f ic ie n c y .  Concepts such a s  reduced 

d u p lic a tio n  o f a d m in is tra tiv e  s e rv ic e s  and in c reased  economies o f 

scale  a re  h a rd ly  p sy c h o lo g ic a lly  f u l f i l l i n g  to  an in d iv id u a l’s  n eed s,^  

According to  S cheln , " , , . a  c lim ate  based on assum ptions o f r a t i o n a l ' 

economic man i s  most l ik e ly  to  produce d e fen siv e  antImanagement g roups. 

Such groups w il l  a r i s e  to  give t h e i r  members th e  sense o f se lf-e s teem  

and s e c u r i ty  t h a t  th e  form al o rg an iz a tio n  d e n ie s  them ." Many lo c a l  

Scoutars f e l t  a l ie n a te d  and in secu re  because a  la r g e r  con so lid a ted  

council seemed to  be beyond t h e i r  lo c a l  ex p erien ce . They envisioned  

the  s ta te  opera ted  Scou ting  program a s  being  a  th r e a t  to  t h e i r  in d iv id ­

u a l i ty  and t h e i r  independence,^ P e rce p tio n s  o f S cou ters  w il l  be 

explored f u r th e r  in  a  l a t e r  s e c tio n . F ru s tra t io n  and a l ie n a t io n  on 

a lo c a l  le v e l ,  however, a re  n o t prom oters o f  in c reased  p re s t ig e .

C onso lidation  has brought a d d it io n a l  nega tive  forms o f exposure 

to  Scouting in  Montana, A s ta te -w id e  c o u n c il th a t  has problems paying 

i t s  d e b ts , soon develops t h a t  r e p u ta tio n  s ta te -w id e . A re p u ta tio n  fo r

S, C ongress, House, Annual R eports to  Congress -  Boy Scouts 
o f America. 1968, pp. I 79 , 186,

& dgar H, Schein , O rg an iza tio n a l Psychology. 2nd e d , ,  (Englewood 
C liffs*  P re n tic e -H a ll ,  I n c . ,  1970), pp . 11, 87, 117.

^ I b id , ,  p . 87 .

B e rn e r  Z, H irsch , The Economics o f  S ta te  and Local Government 
(Kew York* McGraw-Hill, I n c . ,  1970), pp . 2?4, 277.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



70

major d e f i c i t s  and th e  i n a b i l i t y  to  gen era te  f in a n c ia l  support i s  

not a  good base f o r  th e  development o f  new g iv e rs  among co rp o ra tio n s  

and fo u n d a tio n s . T h e ir  g i f t s  a re  u su a lly  based on th e  r e c ip ie n t s ' 

c r e d ib i l i ty .

The c o n so lid a tio n  has ap p aren tly  r e s u l te d  in  some advantages 

fo r  Scouting  th a t  may n o t have been p re sen t w ith in  th e  o r ig in a l  fo u r 

c o u n c ils . Supreme Court J u s t ic e  John H arrison  served  a s  Council 

P re s id en t f o r  two y e a rs . Both Tom Judge and Ted Schwinden have 

served a s  Honorary Membership Chairman w hile se rv in g  a s  governor.

The Council Annual M eeting In  I 98O held  th e  f i r s t  o f  i t s  se ss io n s  

in  th e  Senate Chambers, The design  o f  a  Montana C ouncil patch  and 

a  Montana Council f l a g  allow  Scouting  to  Id e n t i fy  d i r e c t l y  w ith  the  

g lo ry  and t r a d i t io n s  o f  Montana a s  a  s t a t e .  These a re  advantages 

th a t  may r e l a te  d i r e c t ly  to  being a  s ta te -w id e  c o u n c il.

In  conclu sion , i t  must be sa id  t h a t  th e  1973 re o rg a n iz a tio n  

has both in creased  and decreased  the  p re s t ig e  o f  Scouting in  Montana, 

T his n e t  e f f e c t  i s  d i f f i c u l t  to  determ ine a ls o .

F a c to rs  Opposing th e  Success o f  C onso lida tion

Many o f  th e  d i f f i c u l t i e s  o f  th e  Montana C ouncil a re  d i f f i c u l ­

t i e s  th a t  co n so lid a tio n s  o f  a a a l l  governm ental u n i ts  have a lso  

encountered. Werner Z . H irsch  in  The Economics o f S ta te  and Local 

Government p o in ts  ou t th a t  " . . .  c o n so lid a tio n  d id  not o f f e r  a s  

many advantages a s  th e  f i r s t  p ro ta g o n is ts  c la im ed ,"^  He s t a te s  th a t  

la rg e  and sm all sc a le  m ergers have d e c lin e d  in  the  postwar period

^ I b id , ,  p . 276,
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because th e  a n tic ip a te d  economies o f  sc a le  have been exceeded by

diseconom ies due to  th e  r e s u l t in g  cumbersome o rg a n iz a tio n a l m achinery.

S tud ies o f  proposed c o n so lid a tio n s  have determ ined th a t  n e t g a in s in

economies o f  sc a le  on ly  r e s u l t  when th e  o rg a n iz a tio n s  f i t  w ith in  a

p a r t ic u la r  range o f  s i z e .  Many o f th e se  s tu d ie s  have proven very

ctmplex when im portan t in ta n g ib le  e f f e c t s  have been considered .

Several proposed c o n so lid a tio n s  o f p o lic e  s ta t io n s  and school d i s t r i c t s
o

were found to  b rin g  no n e t in c re a se  in  econcmiies o f  s c a le .

The N a tio n a l C ouncil o f the  Boy S cou ts o f  America ap p aren tly  

in i t i a te d  t h e i r  numerous c o u n c il m ergers in  th e  e a r ly  1970 *s based 

on th e  r e s u l t s  o f a  s tudy  conducted by th e  p re s id e n t o f General 

Motors, The study  fe a tu re d  a  computer s im u la tio n  o f  a  number o f
Q

various s ized  c o u n c ils  r e s u l t in g  in  a  model o f optimum s iz e .  Such

models u su a lly  d e a l w ith  c le a r  c u t m easures o f  e f f ic ie n c y  and avoid

in d iv id u a lized  lo c a l  c o m p lex itie s .

One o f th e  m ajor d if f e re n c e s  o f  Montana w ith any o th e r

co n tin en ta l Scouting o rg a n iz a tio n  i s  the  in c re d ib le  s iz e  o f the

t e r r i to r y .  I n i t i a t o r s  o f th e  1973 c o n so lid a tio n  d id  n o t take t h i s
q

fa c to r  in to  accoun t. C e n tra liz ed  m eetings o f th e  Executive Board, 

p ro fess io n a l s t a f f ,  o r  o th e r  c o u n c il comm ittees re q u ire  a  s u b s ta n t ia l  

investm ent in  tim e and money f o r  p a r t ic ip a n ts  to  g e t to  the  m eetings. 

This problem has in c re ased  d ra m a tic a lly  w ith  th e  r i s e  in  the c o s t 

of fu e l  since  1973. The in c re a se d  expense o f  t r a v e lin g  to  m eetings

^ Ib ld ,, pp. 178-182.
8Interview with Bob Hanawalt.
9

Interview with Bob Hanawalt i interview  with Don Leuschen.
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r e s u l t s  In  few er people a tte n d in g  th e  m eetings. Poor a ttendance  

d e tra c ts  flroa accep tance and support o f  c o u n c il o b je c tiv e s .

H irsch  q u o tes  James S ch les in g e r a s  s t a t in g ,  ** . . . la rg e  

o rg an iza tio n s  s u f f e r  from geom etric in c re a se  in  th e  d i f f i c u l t y  o f 

(a) su c c e ss fu lly  communicating In te n t io n s  and p rocedu res, (b) e s ta b ­

lis h in g  a  harmonious system o f In c e n tiv e s , and (c ) ach iev ing  adequate 

cohesion among numerous in d iv id u a ls  and s u b -u n its  w ith  sharp ly  

c o n f l ic t in g  w i l l s , C l e a r l y  t r a v e l  expense and communications 

problems have been s ig n i f ic a n t  d iseconom ies o f  th e  co n so lid a tio n  

in  Montana. Although North Dakota has a p p a re n tly  re so lv ed  the 

geographical problem to  a  g re a te r  d eg ree . North Dakota i s  only 

h a lf  a s  la rg e  a s  Montana and, th e re fo re ,  d id  n o t have th e  same s iz e  

of problem,

"A f u r th e r  d i s t i n c t  diseconomy o f c o n so lid a tio n  i s  t h a t  i t  

removes people from t h e i r  g o v e r n m e n t , o r  in  M ontana's case i t  

removes d e c is io n  making from th e  lo c a l  a re a ,  H irsch advocates 

the  "town meeting" a s  being  a  c ru c ia l  elem ent in  g en era tin g  o rg an i­

z a tio n a l support from lo c a l  r e s id e n ts .  When only  a few can a ffo rd  

the time and expense o f  t r a v e l in g  to  c e n tra l iz e d  s ta te  m eetings, 

the rem ainder o f th e  people . f e e l  f r u s t r a te d  and d ise n fra n ch ised .

H irsch continueSI

, . • Some may conclude th a t  th ey  have no way of a f fe c t in g  
government d e c is io n s  a lthough  such d e c is io n s  h eav ily  a f f e c t  
them. S o c io lo g is ts  and p sy c h o lo g is ts  have concluded th a t  in  
extreme cases  o f f r u s t r a t i o n  people ten d  to  tu rn  to  i l le g i t im a te

^H irsch , The Economics o f  S ta te  and Local Government, p . 274. 

^ ^ b i d . ,  p , 275.
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forms of p ro te s t  -  c i v i l  d is o te d le n c e , r i o t s ,  a s s a s s in a t  Io n s, 
e t c .  -  in  o rd e r to  g e t  t h e i r  government to  l i s t e n  to  them.12

While Montanans have n o t y e t re s o r te d  to  I l le g i t im a te  forms o f

p ro te s t ,  th e  two re q u e s ts  f T o n  th e  W estern Area to  consider d iv id in g

the co u n c il a re  c e r ta in ly  in d ic a t iv e  o f  u n re s t .  The f a i lu r e  o f

Montanan people to  support th e  Montana C ouncil f in a n c ia l ly  may a ls o

he considered  a  form o f  p r o te s t .

C ouncil f in a n c ia l  suppo rt by geog raph ica l se rv ic e  a re a s  

i s  shown in  Table 27, T o ta l in c a se , expenses, and th e  balance f o r  

each a re a  i s  shown in  th e  r i g h t  hand column fo r  th e  y e a rs  1977 to  1982, 

The North C en tra l S erv ice  Area w ith  h ead q u a rte rs  a t  G reat F a l ls  lea d s  

a l l  a re a s  in  r a i s in g  $622,378, $19,419 in  excess o f  t h e i r  f a i r  sh a re . 

Three F e a th e rs  o r  B u tte  ran k s nex t w ith  t o t a l  income $4-3,502 l e s s  

than expenses. The Yellowstone Area cen te red  a t  B i l l in g s  has 

f a l le n  sh o rt o f i t s  share  o f  expenses by $126,313, The Western 

Service Area has r a is e d  a  t o t a l  income o f  $499,314, an in c re d ib le  

$254,235 below i t s  share  o f  th e  c o u n c il budget. The t o t a l  shortage 

of $406,631 was la rg e ly  fin an ced  by th e  proceeds from th e  sa le  of 

the Flaming Arrow Scout Ranch.

Sure ly  th e re  i s  no co incidence th a t  th e  two co u n cils  

o r ig in a lly  most opposed to  th e  c o n so lid a tio n  a re  th e  two le a s t  

w illin g  to  r a i s e  t h e i r  share  o f  th e  budget. The Western Service 

Area has a lso  fo rm ally  d e c la re d  i t s e l f  a s  r e lu c ta n t  to  continue a s  

p a rt o f th e  co n so lid a ted  c o u n c il. The se rv ice  a re a  con ta in ing  the  

c e n tra l o f f ic e  w ith in  i t s  g eo g rap h ica l a re a  i s  th e  most supportive  o f

^ Ib id .
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TABLS 27

IMCOMS & EXPENSES SÏ SERVICE AREA 

1977 -  1982

Yallowatone V a lley  S erv ice  Area
T ota l

1222 1228 1222 1280 12§1 12m 1977-82

Income
Expenses

56,959
81,338

58,715
86,812

71,216
100,662

80,821
96 ,627

76,402
104,301

102,846
106,526

447.953
576.266

Balance (24 ,385) (28 ,0 9 7 ) (29 ,446 ) (1 5 .8 0 6 ) (27 ,899 ) (3 .680 ) (128 .313)
(P lu s  Development o f  K Bar H Scout Ranch on Council-Owned Land)

Three Feathers S erv ice  Area

12Z2 i2Z§ 1222 1280 1281 12m
T ota l

1977-82

Income
Expenses

77,873
83,868

74 ,268
89.513

74 ,244
103.794

87.768
84,007

96.989
77,725

83,052
98.789

494,194
537.696

Balance (5 .9 9 5 ) (15 .2 4 5 ) ( 2 9 . 550) (3 ,7 6 1 ) (19 .264 ) (15 ,737) ( 4 3 , 502)

(P lu s Refurbished Camp A reo la , 320 A cres o f  Council-Owned Land)

Western S erv ice  Area 

1222 1228 1222 12S0 12§i 12m
T ota l

1977-82
Income
Expenses

62,420
108,812

75.032
116,135

82,722
134,664

84,957
130,625

93,282
1 23 .635

101,101
139,878

499.514
753,749

Balance (46 ,392) (41 ,103 ) ( 51 , 942) (4 5 , 668) ( 3 0 , 353) (38 ,777) ( 254, 235)
(P lu s B u ilt  Northwest G r izz le y  Bass Camp w ith  $200, 

on S tate-L eased  Land)
,000 in  Improvements

North C entral Service  

1222
Income 83,170  
Expenses 86,760

Area

1228
88,900
92,600

1222
100,602
107,373

1980
110,080
123.605

1281
116,075
U 4 ,7 5 9

12^
123,491
116,700

T ota l
1977-82
622,378
641,797

Balance (3 .590 ) ( 3 , 700) ( 6 . 711) (13,525) 1 ,316 6,791 19,419

Council Other Income and Expenses from Tmdltu; P o s t s ,  B eq u ests, Foundations, C. 2 .  T . A .,  
I n te r e s t ,  Camping Other A c t iv i t i e s ,  Gas V e il ,  M ineral I/eaiaes have not been prorated to  
S erv ice  A reas.

SourceI C harlie Pearson, Summary Finance R eport, A p r il ,  1983.
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a cen tra lized  cou n cil. I t  would be in te r e st in g  to  speculate on what 

the r e s u lt s  would be i f  council headquarters had been placed in  B il l in g s  

or M issoula.

People o ften  react n egatively  to  changes imposed upon then by 
13management.  ̂ Negative rea c tio n  to  changes due to  consolidation  was 

compounded by rea ctio n s to  changes in  the Scouting program n a tio n a lly .

In conformance to  Boypower o b je c tiv e s , the commissioner program 

was elim inated , a new Boy Scout Handbook was issu ed , the advancement 

program was rev ised , and the Family Sustain ing Membership Enrollment 

(SME) program was a d d e d . M o n t a n a  Scouters may not have d iffe re n tia ted  

between negative asp ects o f  the conso lid ation  a s  opposed to  negative  

aspects o f  the nation a l program. They probably would hold the Montana 

Council t o ta l ly  responsib le  sin ce  i t  i s  the most v is ib le  Scouting 

organization to  them.

The process by which the con so lid ation  in  Montana was brought 

about certa in ly  could have been handled d if fe r e n t ly . North Dakota 

leaders worked hard to  reduce a lie n a tio n  among lo c a l lead ers. Unneces­

sary change was discouraged. Council m eetings were moved around the 

sta te  so more lead ers could a tten d . A concerted e f fo r t  was made to  

immediately increase serv ice  so lo c a l  lead ers could see a v is ib le  

benefit from con so lid a tion . A study committee was organized that went 

out and talked with lead ers to  g e t th e ir  input. Although the d ecision  

o f the study committee to  recommend conso lid ation  may have been moot.

^ a u l  R. Lawrence, "How to  Deal w ith  R esistance  to  Change," 
in  O rgan iza tiona l Psychology. 2nd e d . ,  ed . David A. Kolb, Irw in  M. Rubin, 
James M. McIntyre (E ng lew o^ C l i f f s ,  New Jersey» P re n tic e -H a ll, I n c . ,  
1974), pp. 425-426.

14
In terv iew  w ith  Dan Kenny.
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th e  p o s i t iv e  coom uuication to  lo c a l  le a d e rs  t h a t  t h e i r  op in ions and 

concerns were im portan t vas n o t .

In  Montana th e  method was to  convince th e  people o f  a  d e c is io n  

a lread y  made. There was no study committee o r  f a c t-g a th e r in g  p eriod  

to  b u ffe r  the  p e rc e p tio n s  o f  v o lu n te e rs . The r e s u l t  o f  c o n so lid a tio n  

was to  dem oralize many lo c a l  le a d e rs . T h e ir  independence and p ride  

in  d e c is io n  making was th re a te n e d . There was something d ish e a rte n in g  

about ta k in g  away th e  lo c a l  program and combining i t  w ith  th a t  o f 

th e  e n t i r e  s t a t e .  Many o f th e  n eg a tiv e  p e rc e p tio n s  o f  Montana S co u ters  

both a t  th e  tim e o f  approval and over th e  n ex t te n  y ears  may be 

a t t r ib u te d  to  th e  q u ick  and c a llo u s  way th e  c o n so lid a tio n  p lan  was 

implemented.

A fu r th e r  d i f f i c u l t y  o f  c re a tin g  a  la r g e r  co n so lid a ted  o rg an i­

z a tio n  i s  po in ted  out by H irsch . Large o rg a n iz a tio n s  a re  l e s s  capable 

o f a n t ic ip a t in g ,  rec o g n iz in g , and a d ju s tin g  to  change th an  sm a lle r ones:

To in fluence  a  la rg e  o rg a n iz a tio n  -  to  g e t th e  p re v a ilin g  d o c tr in e  
changed -  i s  a  tim e consuming p ro c e ss , and by th e  tim e i t  i s  
acccaaplished, th e  new view s w i l l  them selves be on th e  verge of 
obsolescence

He s ta te s  th a t  c e n tra l iz e d  o rg a n iz a tio n s  r e f l e c t  a  "d e c lin in g  in ce n tiv e

to  consider a l te rn a t iv e s "  and may "n eg le c t th e  v a r ie ty  o f  choices open 
17to  them ." Perhaps th e  la r g e r  Montana C ouncil i s  now incapable  o f  

making any d e c is io n s  r e le v a n t  to  in c reased  o rg a n iz a tio n a l e ffe c tiv e n e s s  

in  the  fu tu re .

15In te rv iew  w ith  Don Leuschen.

^^H irsch, The Economics o f S ta te  and Local Government. p . 274. 

^^Ibid.
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A f i n a l  p o s s ib i l i ty  a s  to  why th e  Montana Council has f a i l e d  to  

f u l f i l l  th e  o b je c tiv e s  o f c o n so lid a tio n  may l i e  w ith  in d iv id u a l le a d e rs  

them selves. Due to  th e  n eg a tiv e  a sp e c ts  o f  c o n so lid a tio n  and th e  

negative a sp e c ts  o f change a t  th e  n a tio n a l  l e v e l ,  i t  i s  d i f f i c u l t  to  

evaluate  th e  a d m in is tra tiv e  competency of in d iv id u a l p ro fe s s io n a l and 

vo lun teer le a d e rs . In  North Dakota, th e  p resence o f  a  key in d iv id u a l 

such a s  P e te r  Paulson a s  Area D ire c to r  and th en  a s  Scout E xecutive 

apparen tly  had a  ve ry  p o s i t iv e  e f f e c t  on th e  su ccess  o f t h e i r  m erger.

In  Montana, both Scout E xecu tives were in d iv id u a ls  from th e  midwest 

and had never l iv e d  in  Montana b e fo re . Perhaps le a d e rs  recognized  a s  

having liv e d  w ith in  the  s ta te  o r  in  a re a s  o f  c lo se  proxim ity  would have 

made a  d if fe re n c e  in  lo c a l  resp o n se . N orth Dakotan S cou ters  a p p aren tly  

accepted c o n so lid a tio n  a s  i n i t i a t e d  by an in d iv id u a l from the  s t a t e .  

Montana Council p o lic y  made under funding  problem s to  h ire  new inexperi*  

enced ex ecu tiv es may have had an e f f e c t  a ls o .  V olunteers could have 

blamed th e  c o n so lid a tio n  fo r  m istakes made by inexperienced  s t a f f  

members. The tu rn o v er in  th e  p ro fe s s io n a l s t a f f  a s  shown in  Table 26 

may have been a  s ig n i f ic a n t  f a c to r  a s  w e ll.

I s  I t  As Bad As I t  Seems?

The Montana Council has received  harsh cr itic ism  on numerous 

issu es from numerous in d iv id u a ls . As explained p r e v io u sly , changes 

and problems at the n ation al le v e l  are resp onsib le  for  some o f the 

blame. The tremendous d ec lin e  in  in te r e s t  in  the Scouting program 

n ation a lly  i s  a r e f le c t io n  of problems w e ll outside the r e sp o n s ib ility  

of Montana,
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I t  may Tae considered  an accomplishment t h a t  th e  co u n cil has 

survived a t  a l l  c o n s id e rin g  th e  many n eg ativ e  f a c to r s  i t  has encountered 

in  th e  l a s t  te a  y e a rs . Four co u n c ils  a ttem p tin g  to  face  s im ila r  

d i f f i c u l t i e s  may have ended in  much g re a te r  d i s a s t e r .  Since 1973» 

there  has been an 69 p e rc en t in c re ase  in  p r ic e s ,  y e t th e  Montana 

Council con tinues o p e ra tio n s  on only a  48 p e rc en t inczreasa in  income.

A co nso lida ted  c o u n c il may be th e  on ly  v e h ic le  by vhich  Montana Scouting  

survived such a  decade o f t r i a l s .

Recommendations f o r  th e  Future  

Based on th e  p reced ing  review  and e v a lu a tio n  o f  in fo rm atio n , 

the fo llow ing  recw m endations seem to  be in  order*

Organization o f a  Study Committee

Council le a d e rs  should im m ediately o rgan ize  a  study committee

to  consider the  fu tu re  f e a s i b i l i t y  o f a  s in g le  Montana C ouncil. T h is

recommendation has a lre a d y  been ac ted  upon in  th e  September 1982

re so lu tio n  of th e  W estern S erv ice  A rea. R esis tan ce  in  support o f a

sing le  council should n o t be thought o f a s  something to  be overcome.

I t  should be considered  a s  " . . .  a  s ig n a l  t h a t  something i s  going 
18wrong," T his study  group needs to  g a th e r  and ev a lu a te  a l l  

re le v an t in form ation  concerning th e  fu tu re  o f the  Montana C ouncil,

I t  needs to  g a th e r in p u t from th e  g ra s s  r o o ts  S cou ter a s  w ell a s  

the  council o f f i c e r .  As shown by North D akota, th e  most im portant 

r e s u l t  o f such a  study may be th e  r e s to r a t io n  o f  confidence in  lo c a l  

Scouters th a t  someone c a re s  about t h e i r  a t t i t u d e s  and f e e l in g s .  The

^®Lawrence, "How to  Deal w ith  R esis tan ce  to  Change," p . 435,
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study group must determ ine th e  b e s t o rg a n iz a tio n a l s t ru c tu re  to  

adm inister S cou ting  to  Montana in  th e  1 9 8 0 's .

M ultiple C ouncils

I f  th e  study  committee dete rm ines t h a t  S couting  can b e s t be 

adm inistered by sm a lle r  c o u n c ils , th en  th e  Montana Council should be 

divided accord ing  to  th e  most r e a l i s t i c  p la n . As s ta te d  e a r l i e r ,  the  

conso lidated  c o u n c il s t ru c tu re  w ith  i t s  r e s is ta n c e  to  change may make 

such a  d e c is io n  u n lik e ly . D ecision  makers a t  both th e  p ro fe s s io n a l 

and v o lu n te e r l e v e ls  w i l l  have d i f f i c u l t y  e v a lu a tin g  a l te r n a t iv e  

arrangem ents. "Changes in  th e  environm ent can only be ap p re c ia te d  by 

pmaTi groups i n i t i a l l y . D i v i s o n  in to  m u ltip le  c o u n c ils  may only 

come a s  a  r e s u l t  o f  v igo rous p ressu re  from th e  se rv ice  a re a s .

One key is su e  underly ing  th e  e f fe c t iv e n e s s  o f m u ltip le  c o u n c ils  

i s  whether more th an  one c o u n c il can support i t s e l f  f in a n c ia l ly .  Pour 

councils in  1973 were s tru g g lin g  f in a n c ia l ly .  The co nso lida ted  council 

in  th e  fo llow ing  decade has a ls o  s tru g g le d  f in a n c ia l ly .  In ten se  

research  in  th e  lo c a l  a re a s  w i l l  be n ecessa ry  to  determ ine th e  e x te n t 

of Increased  fund r a i s in g  th a t  may accompany a  r e tu rn  to  m u ltip le  

councils .

D ecen tra liza tio n  W ithin th e  C onso lidated  Council

I f  a  m u ltip le  co u n cil o rg a n iz a tio n  i s  n o t deemed a p p ro p ria te , 

then an a l te r n a t iv e  form o f  s in g le  c o u n c il o rg an iz a tio n  should be 

considered . A lte rn a tiv e s  w i l l  be dependent on N ational Council 

bylaws and g u id e lin e s . In creased  fund r a i s in g  and v o lu n tee r support

^^H irsch, The Economics o f  S ta te  and Local Government, p . 274.
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nay accompany a  d e c e n tr a l iz a t io n  in  r e s p o n s ib i l i ty  and d e c is io n  making. 

G reater a c c o u n ta b il i ty  f o r  fund r a i s in g  a s  w e ll a s  budgeting could be 

e ffe c tiv e ly  p laced  on th e  se rv ic e  a re a  l e v e l .  D e c e n tra liz a tio n  in  

decision  making w i l l  be faced  w ith  s im ila r  d i f f i c u l t i e s  a s  d iv is io n  

in to  m u ltip le  c o u n c ils . Change w i l l  come slow in  a  la rg e  o rg a n iz a tio n a l

X  X  2 0s tru c tu re .

An e f f e c t iv e  d e c e n tr a l iz a t io n  could a llow  in c reased  lo c a l  

decision  maikiog and lo c a liz e d  budgeting . The c e n tra l iz e d  council 

s tru c tu re  could  s t i l l  a d m in is te r  o v e ra l l  bookkeeping, personnel f i l e s ,  

computer s e rv ic e s , e t c . ,  t o  take  advantage o f d e s ire d  economies o f 

sca le . One Scout E xecutive could con tinue to  r e c r u i t  and t r a i n  competent 

p ro fess io n a l s t a f f  members a s  w e ll a s  in te r f a c e  w ith  th e  N ational C ouncil. 

P ro fess io n a l F ie ld  D ire c to rs  would handle a re a  o p e ra tio n s  in  con junction  

with an Area Board, D e c e n tra liz a tio n  o f  key a d m in is tra tiv e  fu n c tio n s  

could decrease  the  c o n f l ic t  between se rv ic e  a re a s  and co u n cil o b je c tiv e s . 

In tergroup r e la t io n s  could become l e s s  com petitive  and more c o lla b o ra ­

t iv e .^ ^

The se rv ice  a re a  concept a s  conceived in  Montana may o r ig in a l ly  

have been designed w ith  th ese  id ea s  in  mind. The a c tu a l  p ro v is io n  a s  

ou tlined  in  the c u rre n t hylaw s, however, appears to  be only a  minor 

concession to  d e c e n tr a l iz a t io n .  The same se c tio n  which p rov ides fo r  

the ex is ten ce  o f an a re a  committee a lso  excludes le g i s la t iv e  a u th o r i ty  

from the  committee. The a re a  com m ittee 's fu n c tio n  p re s e n tly  i s

^°Ibld.

^ ^ c h e in .  O rg an iza tio n a l Psychology, p . 96.
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r e s t r ic te d  to  making " e f fe c t iv e  w ith in  th e  se rv ic e  a re a , p o l ic ie s  and
22programs adopted by th e  C orpora tion ,"

A Long-Range P lan  fo r  R e c ru itin g  a  P ro fe s s io n a l S ta f f

A ppropria te  le a d e rs  should Implement a  long-range plan designed 

to  h ire  and develop a  competent p ro fe s s io n a l s t a f f  In  Montana, C arefu l 

In v es tig a tio n  should be given to  th e  causes o f  th e  excessive  tu rnover 

of previous s t a f f  members. Increased  s a la r i e s  and b e n e f i ts  to  more 

experienced p ro fe s s io n a ls  may more than  pay f o r  I t s e l f  In  Increased  

p ro d u c tiv ity .

Recruitm ent o f Scout E xecu tives should emphasize the  s e le c tio n  

of In d iv id u a ls  whose le a d e rs h ip  s ty le s  r e l a t e  to  t t e  p sycho log ical 

environment o f Montana S co u tin g , The Scout Executive must provide 

ex p ertise  In  th e  te c h n ic a l  m a tte rs  o f a d m in is tra tio n  such a s  program 

planning, budgeting , and money r a i s in g ,  bu t must a ls o  a c t iv a te  the  

necessary s o c ia l  In flu en ce  among th e  d is p a ra te  geograph ica l a re a s  to  

achieve m utually  shared g o a ls . The su c c e ss fu l Im plem entation and 

c o rre la tio n  of Increased  d e c is io n  making a t  th e  se rv ice  a re a  le v e l  w il l  

p a r t ic u la r ly  re q u ire  adequate d e le g a tio n  o f a u th o r i ty  and p a r t ic ip a t iv e  

management, "Knowledge, re a so n , and te c h n ic a l  know-how w i l l  no t su ff ic e "  

as q u a l i f ic a t io n s  f o r  th e  p ro fe s s io n a l s t a f f  In  Montana; a d d itio n a l 

s k i l l s  In th e  " a r t s  o f p e rsu as io n  and inducem ent, o f  t a c t i c s  and
23maneuver, o f a l l  th a t  I s  Involved in  in te rp e rs o n a l  re la tio n sh ip s "  a re

22Bylaws o f  the  Montana C ouncil, Boy Scouts o f America, A r t ic le  
V III, S ec tion  2,

2 3
Norman H, M artin  aujd John Howard Sim s, "Power T a c tic s ,"  in  

O rgan izational Psychology. 2nd e d , ,  ed . David A. Kolb, Irw in M. Rubin, 
James M. McIntyre (Englewood C l i f f s ,  New Je rse y ; P re n tic e -H a ll, I n c . ,  
1974), p . 178.
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c r i t i c a l  f o r  e f f e c t iv e  council management. P erhaps an in d iv id u a l from 

Montana o r  an a d ja c e n t s t a te  t h a t  f u l f i l l s  a l l  o th e r  q u a l i f ic a t io n s  may 

c o n trib u te  an a d d it io n a l  u n ify in g  in flu en ce  on v o lu n te e rs ,

k  Long^ange P lan  f o r  R e c ru itin g  V olunteer Leadership

The long-range p lan  f o r  b u ild in g  a  competent p ro fe s s io n a l s t a f f  

should be accompanied by a  long-range p lan  to  r e c r u i t  high c a l ib e r  

vo lun teer le a d e rs .  N orth D ak o ta 's  e f f o r t s  o f  r e c r u i t in g  capable 

business and co rpo ra te  le a d e rs  from around th e  s ta te  i s  a  good example.

An Emphasis on S tren g th en in g  Psychological. Support

Montana must fo llow  North D ak o ta 's  example in  s tren g th en in g  

the psycho log ica l support o f  lo c a l  le a d e rs .  The p ro fe s s io n a l s t a f f  and 

vo lun teer le a d e rs  must f e e l  m otivated  to  ach ieve  th e  c e n tra l  o b je c tiv e s  

o f the c o u n c il. T h is m o tiva tion  w i l l  be a t ta in e d  only  when they  f e e l  

th a t  th e  g o a ls  o f  th e  c o u n c il a re  a  " s a t i s f a c to r y  in te g ra tio n  and
2 /i

expression" of t h e i r  "v a lu e s  and n eed s."  E xtensive e f f o r t s  must be 

made to  involve lo c a l  le a d e rs  in  d e c is io n  making. In  North Dakota 

th is  was accomplished by r e c r u i t in g  r e i r e s e n ta t iv e  E xecutive Board 

personnel from around th e  s t a te  who consu lted  lo c a l  le a d e rs  p r io r  to  

d e c is io n s . Due to  th e  much la r g e r  s iz e  o f  Montana, d e c e n tra liz a tio n  o f 

d ec is io n  making to  th e  se rv ic e  a re a  le v e l  would allow  more lo c a l  le a d e rs  

to  a tte n d  d ec is io n  making m eetings. Involvem ent in  p lanning and d e c is io n  

making i s  c ru c ia l  f o r  o rg a n iz a tio n  members to  support th e  o b je c tiv e s  o f 

the  o rg an iz a tio n ,^ ^

24R ensis L ik e r t ,  "The Nature o f  H ighly E ffe c tiv e  Groups," in  
O rgan izational Psychology. 2nd e d . ,  ed , David A. Kolb, Irw in M. Rubin, 
James M, McIntyre (Englewood C l i f f s ,  New Je rse y / P re n tic e -H a ll, I n c . ,  
1974), p , 192,

2 5 ib id ,,  p . 195,
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Even a t  th e  se rv ic e  a re a  l e v e l ,  th e re  a re  many lo c a l  le a d e rs  

who w i l l  n o t he a b le  to  a tte n d  key m eetings. E f fo r t s  must he made to  

keep th e se  in d iv id u a ls  informed and to  o b ta in  t h e i r  in p u t p r io r  to  

d e c is io n s . In c reased  involvem ent and p a r t ic ip a t io n  in  d e c is io n  making

on a  more lo c a liz e d  le v e l  can " re le a se  re s e rv e s  o f  energy and I n i t i a t iv e "
26in in d iv id u a ls  and th u s  in c re a se  p ro d u c tiv ity .

Summary

The c o n so lid a tio n  o f  th e  Montana C ouncil has n o t f u l f i l l e d  th e  

o b jec tiv e s  o f  i t s  i n i t i a t o r s .  The g e n e ra tio n  o f  sav ings from in creased  

economies o f sc a le  was o f f s e t  hy a  number o f  deseconomies a r is in g  from 

the la rg e  geog raph ica l a re a  o f  the  s t a t e .  The a n tic ip a te d  expanded 

se rv ice s  have in  f a c t  c o n tra c ted  due to  th e  decreased  a b i l i t y  to  r a i s e  

the necessary  supporting  funds. There has been a  la rg e  number o f 

re s ig n a tio n s  and t r a n s f e r s  among th e  p ro fe s s io n a l s t a f f .  Increased  

p re s tig e  and exposure o f  S couting  in  th e  s t a te  has a ls o  been o f f s e t  

by negative  developments t h a t  make any n e t  improvement q u e s tio n a b le .

I t  appears th a t  th e  co n so lid a tio n  has had a  profound neg ativ e  

e ffe c t  on the  le v e l  o f support from many lo c a l  le a d e rs .  The c o n s tra in ts  

of time and expense p reven t many le a d e rs  from tra v e lin g  to  c e n tra liz e d  

meetings and, th e re fo re ,  from sharing  acceptance and support o f  council 

o b je c tiv e s . M issoula and B i l l in g s  have no t in d ic a te d  acceptance of 

conso lida tion  s in ce  th ey  opposed th e  id ea  o r ig in a l ly  and have not 

supported i t  f in a n c ia l ly .

The Scouting program in  Montana was a f fe c te d  by o rg an iz a tio n a l 

and s o c ia l  changes beyond th e  c o n tro l o f Montana. There appears to  be

26Carole Pateman, P a r t ic ip a t io n  and Democratic Theory, (London1 
Cambridge U n iv e rs ity  P re s s , 1970), p . ÏÔ8I
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a d i s t i n c t  r e la t io n s h ip ,  however, between c o n so lid a tio n  and the  Montana 

C ouncil’ s  i n a b i l i t y  to  r a i s e  fu n d s. The f a i lu r e  o f  people not l iv in g  

in  th e  h ead q u a rte rs  c i t y  to  g ra n t f in a n c ia l  suppo rt may be considered 

a  fo ra  o f la ro te s t.

The p rocess by which th e  c o n so lid a tio n  was implemented could 

have been improved. A study  committee may have b e tte re d  th e  p e rcep tio n s  

of lo c a l  le a d e rs  tow ards change by showing concern f o r  t h e i r  a t t i tu d e s  

and fe e l in g s .  Unnecessary change could have been avo ided  so a s  to  

minimize p sycho log ica l im pact.

Even though c o n so lid a tio n  has had a  neg a tiv e  e f f e c t  on Montanan 

Scouting, i t  may have been th e  only a d m in is tra tiv e  v e h ic le  th a t  could 

have survived  th e  1970’s .  Four c o u n c ils  may have encountered over­

whelming d i f f i c u l t i e s  in  fa c in g  in f la t io n  and th e  o th e r  problems o f th e  

decade.

A study committee should be o rganized  to  study th e  fu tu re  

f e a s ib i l i t y  o f a  s in g le  c o u n c il. S ince a  s in g le  council i s  no t being 

adequately financed  by i t s  members, i t  should  be d iv id ed  in to  m u ltip le  

councils o r  d e c e n tra liz e d  in  budgeting and d e c is io n  making power. The 

re tu rn  of d e c is io n  making to  th e  lo c a l  le v e l  may be th e  only way to  

strengthen f in a n c ia l  su p p o rt. E ith e r  s t ru c tu re  must inc lude  a  p lan  

fo r  r e c ru i t in g  q u a l i ty  p ro fe s s io n a l and v o lu n te e r  le a d e rsh ip .

The p a s t decade has had a  c r i t i c a l  e f f e c t  on Scouting in  Montana. 

How Montana fa c e s  th e  nex t decade may be even more c r i t i c a l .  A con­

so lid a ted  Montana C ouncil a s  o rgan ized  today  does not appear to  be the  

most e f fe c t iv e  method o f  ad m in is te rin g  th e  Scouting  program. Only 

courage and d e d ic a tio n  to  q u a l i ty  w i l l  m otivate  Montana le a d e rs  to  make 

the ap p ro p ria te  changes.
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