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INTRODUCTION

Prior to 1973, the administration of the Boy Scout prograa
in Montana was accomplished by four separate councilss the Western
Montana Council with headquarters at Mlssoula, the Vigilante Council
with headquarters at Butte, the North Central Montana Council with
headquarters at Great Falls, and the Yellowstone Valley Council with
headquarters at Billings, While each council was successful in many
aspects of program management, by the early 1970's each was having
difficulty in raising revenues to pay expenses.

During the latter part of the 1960's, the national organization
of the Boy Scouts of America, through its reglonal divisions, began to
consolidate councils around the country., Consolidations were viewed by
national and regional leaders as an implementatlon of the most "modern
management methods,” Such methods were intended to promote "the
tusiness of Scouting” by reallzing the "most value for every dollar
and every hour invested by both volunteer and professlonal."1

The intent of consolidation was to improve services and
to reduce budgetary pressure on individuval councils by taking
advantage of savings due to economies of scale. These savings,
rought about by the reduction of duplication by key services, i,e,,

auditing, bookkeepling, computer systems, budgeting, etc., would allow

Iyontana Scouting Interim Committee, "Management Concept for
Montanas A Master Plan,” p, 1,
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combined councils to operate effectively within a balanced budget. In
compliance with national policy, the four councils in Montana were
consolidated into a single Montana Council on September 1, 1973,

Many Scouters in Montana were not in favor of the dissolutlon
of the four councils., OQther Scouters, however, accepted the idea of
consolidation as the only practical way to continue an effective
Scouting program in Montana. After much discussion and controversy,
authorlzed representatives of the four councils approved the plan.,

The performance of the Montana Council over the past ten years,
however, has not reflected the positive hores of national or local
leaders, End~of-year budget flgures show deficits ranging from
$11,000 to $125,000 for eight of ten years. Registered youth decreased
from 18,000 to 10,000, Chartered cud packs, scout troops, and exploring
posts decreased by over 200, Total numbers of adult volunteer leaders
decreased significantly. In response to so many negative indicators,
many Montana Scouters have questioned the wisdom of the consolidatlon
and the future effectiveness of a single Montana Council,

The declines in performance of Scouting in the state may be
attributable to causes other than the comnsolidatlon. Organizational
and social factors relative to the Scouting program on a national
basis may have some bearing, 1In addition, it 1s possible that factors
separate from the consolidation but within the Montana Council have
contributed to its performance decline, The effectiveness of the
consolidation can be determined only by isolating the effects of
consolidation from the effects of all other factors,

The purpcse of this paper 1s to evaluate the 1973 consolidation

of Scouting in Montana. Due to the many conflicting versions of actual
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3
events befors, during, and after the comsolidation, particular attention
will be given to an accurate recomstruction of relevant historical
information from 1963 through 1982, It 1s felt that this recapitulation
of pertinent events in the ten-year period preceding and following the
consolidation will provide reliable information on which to base an
analysis, Furtber insight will be gained by comparing and contrasting
the consolidation in Montana to the 1974 consolidation of Scouting in
North Dakota, Using data obtained from available documents and
performance reports, as well as interviews with key Scouting leaders,
the necessity for the consolidation will be considered, its goals will
be determined, and its accomplishments will be evaluated, The paper
will contain five basic partss first, a consideration of the status of
the original four councils prior to 19733 second, a look at the consoli-
dation process itself and how it was accomplisheds third, an evaluation
of the progress of the Montana Council from its creation to the present;
fourth, a comparison of the consolidation in Montana to a similar
consolidation in North Dakotaj; and fifth, a summary evaluation with
recommendations for the future,

The operational objective of a council in the Boy Scouts of
America 1s ". o + to provide leadership and supervision of all program
activities within the terrltory covered by its charter in such a manner
as to ensure compliance with the provisions of the Charter and Bylaws
of the Boy Scouts of America.*? Like administration in other public

organizations, accomplismment of council goals requires the successful

solving of ", . ., human, social, technical, economic, and political

2Boy Scouts of America, "The Council,” 1977, p. 1.
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4
roblems of all kinda."3 Initially, the consolldation of Scouting 1n
Montana appears to be a matter of technical adjustment to increase
organizational efficlency. The achievement of its operational
objective, however, requires the active support of over 4,000 profes-
sional and volunteer leaders, The successful management of the human,
soclal, and political aspects of its organization thus adds a critical
dimension to the success of any major organlizational change,

This papver will culminate with recommendations to improve
council operation, It is hoped that the suggestions will prove helpful
in future planning for Scouting in Montana, Although an evaluation of
the Montanan consolidation is complex, this study may at least result

in an improved understanding of the problen,

3John C., Buechner and Eugene J, Koprowski, Public Administration,
2nd ed., (Encino, Californias Dickenson Publishing Co,, Inc., 1976),
p. 18,
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CHAPTER I

THE FOUR ORIGINAL COUNCILS

Ceogravhical Qrganization

During the 1960's and early 1970's, Scouting was
administered in Montana by four separate councils, As shown in
Figure 1, the Western Montana Council centered at Missoula included
six countles in the northwestern portion of the state. The Vigillante
Council with headquarters at Butte contained seven countles in the
southwestern corner of Montana, Seventeen countles in the north central
portion of the state were included in the North Central Montana Council
centered at Great Falls, Twenty-three of Montapa's eastern and south-
eastern counties were grouped intc the Yellowstone Valley Council with
headquarters at Billings, The far northeastern corner of the state,
including Danlels, Sheridan, and the eastern end of Roosevelt counties,
were not included in the four Montana councils but were grouped into the
Great Plains Council of North Dakota,

Until 1972, the national organization of the Boy Scouts of
America supervised its over 485 councils through twelve existing
regional divisions, As shown in Figure 2, the Yellowstone Valley
Council was grouped into Region 10 with headquarters at Minneapolis,
whils the other three councils of Montana were grouped into Regiorn 11

with headquarters at Portland. 3Since each region had separate organizational
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meetings as well as somewhat different traditions and objectives, the
Yellowstone Valley Council had more direct ties with its regional
counterparts out of Montana than it did with the other councils in the

state,

Membership

As shown 1n Table 1, the Yellowstone Valley Council centered
at Billings had the largest number of registered Cub Scouts, Boy Scouts,
and Explorers in 19?2.1 While Billings demonstrated a 7 percent increase
in registered youth since 1963, the Western Montana Council centered at
Missoula led all councils with a 21 percent increase. The nation as a
whole reported an increase of 23 percent in youth membership over the ten
year period.z North Central Montana Council centered at Great Falls and
Vigilante Council centered at Butte showed a decline of 13 percent and 20
percent respectively, Numbers of chartered Cud packs, Boy Scout troops,
and Explorer posts in the same perlod are indicated in Table 2, They
demonstrated a similar relationship with Missoula and Billings showing
an increase and Great Falls and Butte showing a decrease,

Table 3 shows the number of youth eligible to register in Scout
units within the geographical boundaries of each council, Both Billings
and Great Falls indicate slight increases in availabdle youth since 1963
with Missoula showing the greatest increase at 28 percent, Available

youth at Butte declined 8 percent over the period,

lNotea The four Montana Councils may at times be designated by
the names of their headquartar cities,

2U. S. Congress, House, Annual Reports to Congress - Boy Scouts
of America, 1963-1979,
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TABLE 1

TOTAL YOUTH MEMBERSHIP IN THE FOUR MONTANA COUNCILS 1963-1972

GREAT TOTAL
YEAR__BILLINGS __ FALIS BUTTE ___MISSOULA _MONTANA
1963 | 5890 6300 2762 | w62 | 18,414
1964 5868 _ 6181 2779 1 23548 18,376
1965 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 €418 1471 14201 18,632
1970 2002 5823 1751 4537 19,113
1971 6385 5449 2168 4667 18,669
1972 6280 _S46l 2213 4200 18,157

Source: Annual Reports to Congress B.S.A., 1963-1968; Bob
Burt, Membership Division, North Central Region B.S.A., March
1983; Betty Newton, Records Management, Natlonal Office,
January 1983,

TABLE 2

TOTAL UNITS IN THE FOUR MONTANA COUNCILS 1963-1972

GREAT TOTAL
YEAR _BILLINGS __ FALLS BUITE __ MISSOULA _MONTANA
1963 ] 202 219 104 130 655
1964 | 210 210 100 122 642
1965 | 221 200 89 131 611
1966 | 235 204 91 135 665
1967 237 213 73 136 659
1968 | 230 223 71 147 671
1969 ] 220 222 6l 158 664
1920 | 2m1 21 3 71 167 692
1971 | 237 204 81 172 694
1972 | 233 201 89 168 691

Sources Annual Reports to Congress B.S,A., 1963-1968; Bob
Burt, Membership Division, Noxrth Central Region B.S.A., March

1983; Betty Newton, Records Management, National Office, Jan-
uary 1983,

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



10
TABLE 3

TOTAL YOUTH POPULATION IN THE FOUR MONTANA COUNCILS 1963-1972

GREAT TOTAL
_YEAR BILLINGS FALLS BUTTE MISSQULA MONTANA

1963 | 20,813 | 19,959 | 8,170 | 11,976 | 60,918
1964 | 22,255 | 20,972 | 8,664 | 12,642 | 64,533
1965 | 22,255 20,972 8,664 | 12,642 | 64,533
1966 | 22,276 | 20,972 8,664 | 12,082 | 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

Sources Annual Reports to Congress B.S.A., 1963-1968; Bob Burt,
Membership Division, Nerth Central Region B.S.A., March 1983;
Betty Newton, Records Management, Natlonal Office, January 1983,

r

TABLE 4

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

GREAT TOTAL
_YEAR _BILLINGS FALLS BUTTE _ MISSOULA MONTANA
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 22,6 28,2 29,1
1969 | 24.6 32,9 17.3 27.8 26,7
19701 29.6 26.5 21.3 28,7 27 .4
1971 ] 27.0 24,8 26,3 29,5 26,8
1972 |  27.4 25.6 27.7 27.4 26,9

SOURCEs Annual Reports to Congress B.S.A., 1963-1968; Bob Burt,
Membership Division, North Central Region B.S.A., March 1983;
Betty Newton, Records Management, National Office, January 1983,
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The nimber of registered youth members is shown in Table &
as a percentage of the numbers avallable from those age groups., These
percentages indicate how well the respective councils were doing at
attracting the eligible youth into the Scouting program. Table &4
indicates that by 1972 all councils had decreased in their ability to
attract and hold youth as members. The statewlde average in 1972 of
26,9 percent, however, still ranks higher than the national average

of 25.5 percent.3

Program Quality

One measure of quality of each council's program 1ls
indicated by the number of top unit leaders receiving the council's
basic training course, Table 5 indicates that all councils since 1963
had increased in the percentage of leaders receiving training, This
could indicate an lncrease in the quality of council programming,

One other measure of quality, the number of advancements made
by Cub Scouts and Boy Scouts, is shown in Tables 6 and 7. Both tables
indicate that the number of progress awards earned per 100 boys enrolled
had decreased since 1963. It would appear that although each council
had improved in the numbers of leaders receiving training, the ablility
of leaders to use that knowledge in implementing the advancement program

among youth members was decreasing.

Professional Staff

Numbers of professional staff members employed during the ten

year period are shown in Table 8, With the exception of Butte, all

3U. S. Congress, House, Annual Report to Congress - Boy
Scouts of America, H. Doc. 93~67, 93rd Cong., lst Session, 1972, p. 37.
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TABLE 5

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

GREAT TOTAL
YEAR BILLINCS _ FALLS BUTTE ___MISSOULA MONTANA
4 r—-——.—
1963 | 27.5 39.5 12,5 | 16.9 24,1
1964 | 34.8 h5.5 37.5 1 31.9 7.4
1965 | 61,8 38.0 11,2 27.1 .5

1966 63,0 55.9 27.5 55,9 50,6
1967 k7,7 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 55,9
1971}  59.9 67.2 4.0 59.9 57.0
1972 67.4 65,2 47.0 66,1 61,4

Sources Annual Reports to Congress B.S,A., 1963-1968; Bob Burt,
Membership Division, North Central Region B.S.A., March 1983;
Betty Newton, Records Management, National Office, January 1983,

TABLE 6

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

GREAT TOTAL
YEAR _BILLINGS _ FALLS BUTTE _ MISSOULA _MONTANA
1963 | 4.9 86,0 72.8 8,8 79.1
1964 | 80.2 90,8 737 86,9 82.9
1965 | 78.4 90.5 85,3 83.6 84,5 -
19661 67.3 82,0 70,2 76.2 73.9
196 5549 71.3 71.0 70,0 67.1
1968 | 48,1 51.0 51,6 89,6 60.1
1069 | 48,8 46,9 4.1 63.7 55,9
1970 | 36.3 53.4 Uy, 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

Sources Annual Reports to Congress B.S.A., 1963-1968y Bob Burt,
Membership Division, North Central Region B.S.A., March 1983;
Betty Newton, Records Management, National Office, January 1983,

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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TABLE 7

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

GREAT TOTAL
_YEAR BILIINGS _ FALLS BUITE ___ MISSOULA _MONTANA
1963 | 138.8 43,1 36,6 46,4 41,2

1964 | 40.2 46,0 40,6 46,9 b3 b
1965 |  35.4 4.3 33.9 k3.5 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 40,6 25.3 s, 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 41,6 38.8 36,0 35.6
1972 | 24.7 31,0 22,1 38,5 29,1

Sources Annual Reports to Congress B.S.A., 1963-1968; Bob Burt
Membership Division, North Central Region B.S.A., March 1983;
Betty Newton, Records Management, National Office, January 1983,

TABLE 8

TOTAL PROFESSIONAL STAFF IN THE FOUR MONTANA COUNCILS 1963-1972

GREAT TOTAL
YEAR _BILLINGS FALLS BUTTE MISSOULA MONTANA
1963 b 5 2 2 13
1964 L L 2 2 12
1965 4 b 1 2 11
1966 4 b 2 2 12
1967 5 b4 1 3 13
1968 B b 1 3 12
1969 l Ly 1 3 12
1970 5 4 2 3 14
1971 5 L 3 2 i
1972 4 4 2 2 12

Sources Annual Reports to Congress B.S.A.,, 1963-1968; Bob Burt,
Membership Division, North Central Region B.S.A., March 1683;
Betty Newton, Records Management, National Office, January 1983,

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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councils indicate a relatively stable number of staff members as total
staff in Montana decreased by only one in the ten year perlods Com-
parisons of Montana's youth and unit loads per staff member contrast
significantly with the national average. In 1972 Montana executives
carried a load of 1513 youth and 58 chartered units per member,
National averages for the same year indicated a load of 1064 boys and

37 units per staff menher.“

Finance

Financial data was avallable for the four councils only from
1969 to 1973, As shown in Table 9, Great Falls, Butte, and Missoula
demonstrated a steady growth in income aver the 1969-1972 period,
Billings showWwed a steady decrease. Table 10 represents a somewhat
simllar growth in operating expenses, Table 11 indlcates each council's
surplus or deficit for the period, Missoula completed the final three
years with surpluses in operations, Butte had surpluses the last two
years, Both Great Falls and Blllings demonstrated deficits in the
final years of the five year perliod. Approximately $20,000 worth of
previously unreported expenses were later received by the consolidated
council prior to year end.5

At least three of the four councils received financial assis-
tance from the national councll of the Boy Scouts of America through
a matching funds program launched in 1969. The matching funds pro-

gram provided additional funds to selected councils on a decreasing

“Ibid.

5Interview with Tony Delillo, telephone, March 28, 1983.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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TABLE 9
TOTAL OPERATING INCOME IN THE FOUR MONTANA COUNCILS 1969-1973

GREAT TOTAL
YEAR _BILLINGS FALLS BUTTE MISSOULA MONTANA

1963
1964
1965
1966
1967
1968
1969 | 99,133 71,378 19,815 39,604 | 229,930
1970 | 4,425 72,420 27,178 L47.638 241,661
1971 | 92,846 78,760 55,959 | 48,652 276,217
1972 | 85,135 87,354 61,475 | 49,238 | 283,202
1973 | 50,742 63,637 { 53,270 32,317 199,966

Source: Charlie Pearson, Report for Multiple Study Committee, April
8, 1983; Finley, Renma & Misfeldt, Montana Council B.S.A., Combined
Income Statement at August 31, 1973,

1

TABLE 10

TOTAL OPERATING EXPENSES IN THE FOUR MONTANA COUNCILS 1969-1973

GREAT TOTAL
R__BILLINGS FALLS BUTTE MISSOULA MONTANA

1963
1964
1965
1966
1967
1968
1969 | 72,795 64,059 | 22,364 | 47,510 {206,738
1970 | 93,543 79,840 28,286 | 49,286 |250,955
1071 | 97,230 77,860 1 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

Sources Charlie Pearson, Report for Multiple Study Committee, April

8, 1933; Finley, Renma & Misfeldt, Montana Council B.S.A., Combined
Income Statement at August 31, 1973,

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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OPERATING SURPLUS OR DEFICIT IN THE FOUR MONTANA COUNCIIS 1969-1973

GREAT TOTAL

JYEAR BILLINGS __FALLS BUTTE __ MISSOULA MONTANA
1963 ’

1964

1965

1966

1967

1968

1969 | 26,338 7,319 | (2,549) | (7,906) | 23,202
1970 882 (7,420) | (1,108) | (1,648) | (9,2%4)
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)

Sources Charlie Pearson, Report for Multiple Study Committee, April

8, 1983; Finley, Renma & Misfeldt, Montana Council B.S.A., Combined
Income Statement at August 31, 1973.
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6 ¥hile information on the years participated and the

matching basis,
total amounts receilved is not available, Great Falls reported $2,000
and Butte reported $8,052 as income from matching funds on their
August 31, 1973 Income Reports.7 Billings reported $20,349 received
from the matching fund program in 1970 and budgeted an anticipated
amount of $15,000 for 1971.8 It i3 not known whether Missoula
participated in the matching funds program,

Council liabilitlies as of August 51. 1973 are shown in Table 12,
North Central Montana Council at Great Falls indicated the largest
amount of total current liabilities at $23,826.93 with significant
liabilities in accounts payable, accrued payroll taxes, and notes payable.
Yellowstone Valley Council at Blllings showed total current liabilitles
of $20,139.48, Western Montana Council at Missoula indicated $1,666 in
a bank overdraft, $6,502 in accounts payable, $1,167 accrued payroll
taxes and $1,660 in notes payable as its principal liabilities., Vigllante

Council with headquarters at Butte had $14,084,82 in accounts payable,
The asset portion of the btalance sheet is shown in Table 13,

North Central Montana Council indicated the largest value of current

assets with $13,562.72 in cash in bank council operations and $10,306.25
in inventory of supplies as possible ligquld assets to offset its indebted-
ness, Current assets exceed current liabilities by $561. The Great

Falls council also demonstrated significant amounts in investment in trust,

6'U. 3, Congress, House, Annual Report to Congress - Boy Scouts of
America, H, Doc., 91-87, 9lst Congress, 1st Session, 1968, p, 15,

7Statement of Operationa, North Central Montana Council BSA for
the Eight Month Pericd Ended Aug, 31, 1973; Operation Income and
Expenditures, Vigilante Council BSA, Jan. 1, 1973 to Aug. 31, 1973.

aApplication for Renewal of Local Council Charter, Yellowstone
Valley Council, Inc., Jan, 15, 1971.
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LIABILITIES AND FUNDS OF THE FOUR MONTANA COUNCILS AS OF AUGUST 31, 1973

TABLE 12

NORTH CENTRAL YELLOWSTONE WESTERN
MONTANA VALLEY MORTAN VIGILANTE
COUNCTIL CCURCIL COUNRCIL COUNCIL
Accrued interest payable § 35 54
Bank overdraft . 1 666 00
Accounts pavable 8 750 06 $§ 9 461 11- 6 502 00 $ 14 084 82
Accrued payroll taxes 5 344 32 5 344 635, 1 167 00 827 85
Other payroll deducrtions 848 74~ 304 06
Depository funds:
Registration 39 15 (797 93)
Boy's Life 28 37 (293 20)
Unit accounts 2 115 4 874 00 484 67
Order of the Arrow Lz7 88 311 53 {84 00)
Viorld Friendship fund 149 60
Emplovees auto insurance
deposits 115 00
Notes payable 7 086 18 5 000 00 1 660 00
TOTAL CURRENT
LIABILITIES $ 23 826 93 $ 20 139 48 S 11 785 00 $ .15 701 40
Peferred cemmunicy
canpaign contributions $_ &4 702 35
Funds: :
Operating fund $ (4 147 24) § (9 636 41) $ (8 231 00) $(13 351 22)
Investment in trust
fund 13 157 08 2 611 00 1 264 00 16 917 67
Property and equipment
fund (see nore) 180 015 66 184 138 19 5 632 00 27 721 18
Project fund 660 50
TOTAL FUNDS $189 025 50 $177 112 78 $_(1 435 00) $_ 31 948 13
TOTALS $217 5€0 78 $197 252 26 $ 10 350 00 $ 47 649 53

Sources Finley, Aenma, & Misfelt, Montana

Sheet at August 31, 1973, »p.

3.

Coucil Boy Scouts of America, Combined Balance

MONTANA
COUNCIL

35

1 666
38 797
12 683

1 152

(758
(264

3 474

13

SN

$(35

33
397

$396

$472

655
149

115
746
452

708

465
849

507
660

651
812

54
00
99
82
80

80)
83)
10
4]
60
00
18
81
35

87)
75

03
50

41
57

81
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TABLE 13

ASSETS OF FOUR MONTANA COUNCILS AS OF AUGUST 31, 1973

NORTH CENTRAL YELLOWSIONE

WESTERN
MONTAGLA VaLLEY MONIANA VIGILANTE
COUNCIL COUNCIL COURCIL COUNCIL
Cash on hand $ 130 00 $ 50 00 $§ 10 00 $ 18 85
Cash in bank -
council operations 13 562 72 97 71 336 838
Iﬁventory of supplies for
resale (at cost) 10 306 25 4 233 44 3 243 00 1 948 03
Accounts receivable 389 07 270 32 '
Unexpired insurance 851 60 201 00
N{fice supplies 622 92
lovestment in oil stock 84 00
TOTAL CUXRENT ASSETS $ 24 388 04 S 5 503 07 $ 3 454 00 $ 3 010 68
Investment in trust 13 137 08 2 611 00 1 264 00 16 917 67
llnexpended development
funds 5 889 66
Property and equipment
(see note) 174 126 00 189 138 1§ 5 632 00 27 721 18
TOTALS $217 560 78 $i97 252 26 $_10 350 00 $_47 649 S3
Sourcet

Sheet at August 31, 1973, p. 2,

FONTANA
COUKCIL

5 208 85

13 997

19 730
659

1 052
622

S4

§ 36 355
33 949

5 889

31

72
39
60
92
00
79
75

66

396 617

$472 812

Finley, Renma, & Misfelt, Monana Council Boy Scouts of America, Combined Balance

37

57

61
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unexyended development funds, and property and equipment for total assets
of $217,560.78, The auditor's report indicated that Great Falls was the
only council carrying assets at falr market value.9
The Yellowstone Valley Council at Billings showed $4,233,.44 in
inventory of supplies and $851.60 in unexpired insurance as the major
ligquid assets to offset its indebtedness, Current liabllities exceeded
current assets by over $14,600, This council reported a significant
value under property and equipment which was representative of the Flaming
Arrow Scout Ranch, The auditor reported that this facility was appraised
on April 10, 1972 at between $355,000 to $400,000, although it is listed
on the balance sheet at the original cost as were most other asaets.lo
Yellowstone Vaglley Council had already decided to sell the Flaming Arrow
Ranch prior to the consolidation.ll
Western Montana Council at Missoula indicated the lowest reported
value of total assets at $10,350., Principal asseis were inventory of
supplies and property and equipment with $1,264 in investment in trust,
The auditor reported that “other assets contributed to this council, includ-
ing Melita Camp Site, have never bteen appraised and are not reflected in
the balance sheet."12 Current liabilities exceeded current assets by $8313l,
Vigilante Council in Butte indicated $1,948.03 in inventory of

supplies and $16,917.67 in investment in trust as its most significant

9Finley, Renma & Misfelt, Montana Council Boy Scouts of America,
Combined Balance Sheet at August 31, 1973, p. 4,

101144,

llInterview with Don Leuschen, Butte, Montana, August 0, 1982,

12F1nley, Renma & Misfelt, Montana Council Boy Scouts of America,
Combined Balance Sheet at August 31, 1973, p. 4.
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assets, Current liabilities exceeded currsent assets by almost
$12, 700,

In summarizing the financial status.of the four councils
as of August 31, 1973, the following points are apparent: First,
Great Falls had deficits in operations three of the last four years
but reported sufficient liquid assets in 1973 to pay its liabilities,
This council had considerable values in trust and property. Second,
Billings also had deficits three of the last four years and did not
have sufficlent liquid assets to cover llabilities in 1973, It did,
however, have a $400,000 appraised camp listed for sale, Third, Butte
had a surplus in operations the last two years but also did not have
sufficient liquid assets to cover its indebtedness, It did have
almost $17,000 in a trust fund, Finally, Missoula had the best record
of the four councils with surpluses in its last three years of
operations. It did not have sufficient liquid assets to cover

indebtedness nor any significant reported property or equipment,

sSummary

It appears that all of the four councils in Montana were
struggling operationally by 1973. Youth membership had decreased
slightly over the same ten-year period that it had increased 23 per-
cent pationally, Evem though Montana had a higher percentage of
youth enrolled than the rest of the nation, this percentage had
steadily decllined over the decade. While all councils had improved
in training of leaders, records indicate a significant decrease in

advancement of Cub and Boy Scouts, The number of professional staff

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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remained fairly stahle over the previous ten years, however, the
Montana councils may have been significantly understaffed since
national averages indicate much lower youth and unit loads.

While Missoula appeared the best able to ralse operating
income to pay operating expenses, 1t was the worst off in being able
to pay its total debts, The other councils indicate similar conflicts
in indebtedness versus abllity to raise funds, Great Falls was the
only council capable of paying its total debts from readily accessible
liquid assets. The National Council apparently detexmined Montana
Scouting as needing financial assistance, since at least three of the
four councils received matching funds in the 1970's, It appears that
by 1973, consolidation of the four councils for financial purposes was

a reasonable and perhaps necessary consideration,

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



CHAPTER 1II

THE CONSOLIDATION

The Reglonal Plan

In 1968 Alden G, Barber, new Chief Scout Executive of the Boy
Scouts of America, began restructuring the national organization to meet
the challenges of the 1970's. This reorganization of adaministrative
functions by Barber and the National Council was part of a major commit-
ment by national leaders to attract a "representative one-third of all
American boys" into the Scouting program, It was felt that the character
development and citizenship training of the Scouting program was needed
by greater numbers of youth to reverse the moral decline of the 1960's,
Boypower '76 became the title of an organizational thrust to increase
the membership of the movement and also to accoaplish greater prograa
enrichment.l

To accomplish the ambitious goals set forward in Boypower *76,
the National Council began the updating of Scouting management philosophies
to comply with the latest developments. Following the example of many
corporate and governmental organizations, consolidation among administra-

tive levels bscame a significant restructuring tool.2

1U. S. Congress, House, Annual Report to Congress - Boy Scouts of
America, H. Doe, 91-87, 9lst Cong., 1lst Session, 1968, pp. 5-15.

ZMontana Scouting Interim Committee, "Management Concept for
Montanas A Master Plan,” p, 1.

23
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As formerly shown in Figure 2, the natlonal organization was
previously divided into twelve regions with administration of each con-
ducted by a professional staff and a volunteer Executlive Committee,

In 1972 the number of reglons was reduced from twelve to six (see
Figure 3) with regions being further divided into twenty-eight geo-
graphical divisions called areas.3 Administration at both the reglonal
and area level was again conducted by volunteer boards and professional
staff members,

One of the primary responsibilities of the new regions and their
area divisions was to study the effectiveness of further consolidation
at the councll level and to take appropriate action where necessary. As
shown in Table 14, the number of council consolidations increased
dramatically in 1972, Over half of the comnsolidations from 1963 to
1979 occurred in the first five years of the new regiocnal reorganization.“

In late 1972 and early 1973, James Bartell, new Area One Director
for the North Central Region (see Figure 4), began the process of
consolidating the four councils in Montana. The method was simple and
direct, Bartell met with the four Montana Scout Executives and convinced
them that consolidation was the only rational hope for an effective
Scouting program in Montana, A plan was then implemented to sell

consolidation to the volunteer leaders in the four councills,

A Management Concept for Montana

The handbook designed for the implementation of consolidation

wag entitled "A Management Concept for Montana."” The title page of this

3u. S. Congress, House, Annual Report to Congress - 30y Scouts of
America, H, Doec. 93-67, 93rd Cong., lst Session, 1972, pp. 32-33.

“U. S. Congress, House, Annual Reports to Congress = Boy Scouta of
America, 1963-1979.
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Figure 3. Reglons of the Boy Scouts of America
As Reorganized in 1972
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TABLE 14

CONSOLIDATIONS OF COUNCILS IN THE UNITED STATES 1963-79

Year Councils Dissolved | Councils at Year End
1963 2 527
1964 3 524
1965 b 520
1966 4 516
1967 L 512
1968 4 508
1969 8 500
1970 7 493
197 8 485
1972 27 458
1973 19 439
1974 1 438
1975 10 428
1976 8 420
1977 2 418
1978 1 417
1379 1 416
Total Dissolved ~ 113

Sources U, S. Congress, House, Amnual Reports to Congress-
Boy Scouts of America, 1963-1979,
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booklet states it was “prepared by an interim committee represented by
volunteer and professional scouters"” from each of the four councils.,
Key volunteers and staff memders during this period recall nothing
about an interim committee to devise the handbook.5 Apparently Area
Director Bartell and the four Scout Executives designed the manual.

The proposed management plan advocated three significant claims
for consolidation. First, the reduction of duplicated overhead would
allow traditional administrative services to be offered at a cheaper
pricets

e o o less administrative staff will be needed in the larger council

to reach Scouting goals, We believe that a consolidation 1nto a

larger council would mean that Wwe can serve youth better and by

1976 realize a potential savings of over 29% in administrative

costs as compared to the present multiple council organization.6
Second, savings derived from the reduction of duplication would allow
the hiring of additional staff and the expansion of council services:

We reorganize to serve an administrative purpose (the use of

men, money, and materials) more efficiently. We don't save money
but create more and better services through available money, thus
getting more for the money spent.7
Finally, a larger consolidated council would obtain more prestige and
thus stimulate Scouting in Montanas

The larger council will need more people, who, experience always

shows, can be more easlly attracted and recruited to the movement,

The council because of its state-wide dominance and exposure will
provide new life and greater dynamics to the Scouting program in

SInterview with Don Leuschen, Butte, Montana, August 6, 1982;
interview with Dan Kemny, N, W, Grizzley Base Canp, Montana, July 8,
1982; interview with Don Aadsen, Ronan, Montana, July 16, 1982; interview
with Art Sward, Kalispell, Montana, September 10, 1982; interview with
George O'Conner, Butte, Montana, September 16, 1982,

6Inter1n Committee, "Management Concept for Montana,"” p, 8.

"Toid.
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Mon o It will be talked about more, It will be heard about
more,

Added prestige due to increased size was also expected to attract
greater financial gifts from state-wide corporations which previously
may have been giving smaller gifts. to all four councils,

An additional assurance made in the proposal was that capable
professional staff members would be held longer in Montana., A larger
council would mean more promotional opportunities for productive
executives, thus providing Montana longer and better service from
quality staff,

The governing body of the council would be the Executive Boaxd,
This group was to be made up of volunteer representatives from all over
the state, The board would meet quarterly, with meetings of council
standing committees preceding the Executive Board meeting, The new
council was to have one headquarters office located at Great Falls., A
provision was made for field offices around the state, although exact
locations were not specifled,

To promote greater service to districts, the consolidated
council would bs operated in three service areas, As shown in Figure 5,
Service Area One consisted of the territory of the Western Montana
Council and the Vigilante Council, Service Areas Two and Three were
the territories of the North Central Montana and the Yellowstone Valley
Councils respectively, Each service area was to be supervised by a
councll vice president and a professional staff member called a Field
Director. Their jobs centered on developing stromg district organi-

zations to support cub packs, scout troops, and explorer posts,

8Ivad,, p. 14,
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In addition to the Fileld Director, each service area would have
additional professional staff members consisting of an Exploring Executive
and three District Exscutives, The reorganization was to enabdble District
Executives to concentrate on unit service and the Exploring Executive to
work on Exploring only, *“Support functioms in the areas of camping,
activities, traning, etc., would be handled by specialists"’ hired with
the savings generated from reductions in overhead, A provision was made
for the recruiting of volunteers into a service area organization if
needed,

Although not listed in the booklet, the existing staffs of the
four councils were to be kept on as employees of the newly consolidated
council for at least the first few months., A continulty of leadership
was considered important for the initial stage of development, The
four Scout Executives would be utilized in key support positiomns to the
new incoming scout Exscutlve, Other existing staff members would be
combined with newly hired staff to f111 the other needed positions.lo

The consolidation was also to result in an egquitable combination
of camp and other properties as each council contributed at least one
najor asset, The Western Montara Council was expected to contribute the
canp on Melita Island, Vigilante Council would contribute Camp Arcola,
The Yellowstone Vzlley Council had already decided to sell its Flaming
Arrow Scout Camp near Bozeman, but would be contributing approximately

$400,000 from the sale to be used in developing a new carp, The North

9Ibid.. Pe 7o
1OIntervieu with Bob Hanawalt, Fort Collins, Colorado, August 12,
1982,
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Central Montana Council was contributing their council office at Great
Falls and also equipment from the leased Camp Napi near St, Mary's, The
contribution of an office, incidently, qualified Great Falls as the first
headquarters of the Montana Council. A provislion was made in the plan

for the consideration of other headquarter sites in the future.

Inplementation of the Plan

Voting members of the four Montana councils consisted of council
members~-at-large and scouting coordinators of packs, troops, and posts.
Implementation of the new management plan required some means of selling
these voting members on the benefits of consolidation,

All four Scout Executives and their respective Council Presidents
began a series of informational meetings at various locations to get and
give information, The series of meetings was designed to culminate at
a final session where the vote would be taken. The actual promotional
process and the final vote were held independently im each of the four
councils, Tvwo of the four resulted in easy majorities in favor of the
plan, The remaining two councils arrived at slim majorities in sone

very unusual circumstances,

North Central Montana Counecil

The plan for consolidation was met with general approval in
Great Falls and its surrounding area. The North Central Montana Council
was relatively stable in its financial status, but council leaders saw
the advantages of reduced overhead for future operations. Council
headquarters would remain in Great Falls, thus resulting in little dis-
ruption of service to their program. Scouters generally felt that

consolidation would affect them very little, After the series of
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informational meetings was completed, a healthy majority of voting

members approved the consolidation.ll

Vigilante Council

The Scouters in the Butte area were also generally receptive to
the consolldation, Council leaders knmew that their area's ability to
support its own council was declining rapidly with the gradual exit of
mining interests, Their small two-man professional staff was working
hard but fighting a losing btattle against a decreasing population and
economy,

The few opponents to the consolidation were those concerned with
camp properties and who were suspicious that the Vigilante Council was
not getting a fair shake, Even with the few misgivings, there was no

real opposition to the plan.12

Yellowstone Valley Council

Counclil leaders in the Yellowstone Valley Council were much
more divided on the plan of consolidation than North Central or
Vigllante, One widespread fear was that the income generated from the
sale of Flaming Arrow would be spent on the other councils' bills
instead of a new camp for their geographical area, Other Scouters felt
that since the income would accrue over the next few years, returns would
be eaten up by unanticipated bills of the new council, Either way, the

Flaming Arrow proceeds would be lost to the local area,

llIntervieu with Dan Kenny,

lzIntervien with George O'Conner,
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Animosity also arose over the headquarters office being located
in Great Falls, Billings Scouters felt that their city was the indus-
trial center of Montana and that the couneil office should be located
there, Concerms were voiced that a serious disruption of record keeping
and service would result 1f hseadquarters were moved to Great Falls, As
mentioned in Chapter I, until 1972 Billings had assoclated with Region 10
and had not assoclated extensively with any of the Montana councils im
Region 11, Common membership in the new North Central Region had not
prevaliled long enough to develop open communications or trust levels,

Following the general promotional scheme, the Scout Executive
and Council President began holding informational meetings, Due to the
large geographical area of this council, meetings were held in numerous
locations, and absentee votes were collected from those who would not
be able to attend the final meeting,

At the final sessiop in Billings, aprroximately 40 of the 170
voting members of the council attended. The group present included
many who were council officers or executive board members, The vote
among those present did not show a majority in favor of consolidation,
When the absentee votes were cast, however, a clear majority in favor
of consolidation was evident, Many executive board members resigned

following this meeting.13

Western Montana Council

The vote on consolidation in Western Montana was also seriously
divided, Although this council was the worst off concerning indebted-

ness, an intense spirit of independence and faith in a better future

131nterviev with Don Leuschen,
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prevalled, Volunteers felt that their current financial difficulties were
attributable to poor organizational and bookkeeping practices by their
small over-worked staff rather than to any inabllity to ralse money,
Opposition to comsolidation mainly stemmed from the Bitterroot Valley

and the Kalispell area while heavy support in favor of consolidation canme
from Missoula,

Three general informational meetings were held around the council
to promote the idea of consolidation, Councll Scouters understood that
absentee votes would be accepted and many were cast, particularly from
the Bitterroot and the Kalispell areas, At this election, however, those
present Were informed that absentee votes were not acceptable, and the
vote taken among the small group present resulted in a majority in favor
of consolidation, A number of volunteers resigned over this decision as

well.14

Sunmary
On September 1, 1973, the four councils of Montana were consoli-~

dated and incorporated as the Montana Council of the Boy Scouts of
America, The consolidation was engineered by the National Coumeil
through its Regional and Area arms., The plan was pushed through quickly
and efficiently without the preliminary investigation of a study committee
or task force,

Although the plan for consolidation had received a majority vote
by Montana Scouters, many volunteers did not approve the concept and

withdrew their support from the program, The decision for consolidation

lhlnterviews With Don Aadson and Art Sward
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was approved under great conflict in the Western Montana and Yellowstone
Valley Councils, Both the Vigilante and North Central Montana Councils
accepted the plan for consolidation without serious problems,

Rational expectations of savings dus to economies of scale,

improved services through increased staff and volunteer manpower, and
a more visible and prestigious Scouting program were the most emphasized
selling points of consolidation, Little concern was given to the
possible psychological impact on Scouting leaders and how their reactions
aight affect the success of the planm,
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CHAPTER III

THE MONTANA COUNCIL: 1973 TO THE PRESENT

The First Four Months

The first four months of the Montana Council was a period of
intense adjustment, Although the Scout Executives from the former four
councils remained on staff initially, three of the four were moved away
from thelr home areas of responsibility to fill staff support positions
in the central office at Great Falls. Only Don Rylander of Billings
served as a Fleld Director in his home area. Many key staff positions
in the new council were filled by newly hired individuals as total staff
increased from 12 to 21.l

Continuity of leadership was further troubled by the several
resignations of key volunteers in those areas disputing the consolidation,
Other volunteer leaders were confused as to their responsibllities in the

new organization and consequently reduced time and energy in service.z

As shown in Table 15, however, year end statistics indlcate a
decrease of only 275 youth, representing a decline of only 1.5 percent
of the 1972 combined nembership of 18,157, Other end-of-year figures
demonstrate an increase in units to 734 and a reduction in the professional
staff to 17 as four staff members transferred to other councils, .Opera-
tions resulted in a $41,857 deficit at year end as expenses exceeded

income,

lInterview with Bob Hanawalt,
2Interview with Ceorge O'Conner.
37
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TABLE 15
MONTANA COUNCIL PERFORMANCE 1973-1982
A B 3 0 3 F ¢ H [ J K L M
1973 | 17,8821 67,610] 27.0 734 17 152.7 137.4 1472.5 | 29.% | 92,968]134,8251(u1,857)
1974 1 15,6451 65,113] 24,0 693 14 | 50.B | 44.8 |59.1 | 53.7 [390,992)46k.B841(7),892)
1975 | 13,730] 63,804] 22,0 596 11_{4.3 1397 | 79.9 | 358 {398,070[380,696] 17,37
1976 | 13,416( 62,213( 21,6 554 12 ] 63,5 Ju6.0 | 77.1 | 26,5 |u92,4B7[437,409] 55,078
1977 | 11,851| 60,116] 19.7 530 | 4832 12 { 60,6 {37.1 | 8,7 §51.3 l425,435(501,192](75,75%)
1978 § 11,683| 58,925] 19.8 $35 | b6Bs 10 [ 56,5 J41.6 | N.B_| 46,7 |38),643]430,086] (46,437)
1979 | 11,020 52,4951 19.2 509 | 4224 10 ] 59.4 47,1 | 62,8 [ 43.0 ]u06,139[531,495K125,356
1560 | 9.944] 56,891 17.5 469 | 4a4 10 | 58.0 93.2 | 68,0 1499,3561551,940| (52,584
198t | 9.962] 53,2527 18.7 456 | 4138 10 | 58,8 |39.7 [ B9.4 | 26,6 |4m,m2{536,781] {65,079
| 1982 | 10,301 52,276 15.2 bsy | 3992 9 | 66.0 |un9 | 90.1 } 75.5 |502,853]513,952) (2),0v;

Tatal Youth Henbership
Total Youth Poputation

- Scout Advancement per 100
- Percentage Youth Served

- Total Operating Income
- Total Operating Expenses
- Surplus/Deficit

Total Professional Staff J
% Top Unit Leaders Trained K
% Scouts Attending Long Yerm Camp t
Cub Advancenent per 100 [}

-~ T
[ S )

Total Units
Total Adult Hembers

nonoX®

*Total Youth Population figures listsd on this table after 1976 do not include 14, 15, and 1lé-year-old
girls as added to the Exploring program by the National Council in 1977. Total Youth Population and
Percentage of Youth Served figures on this table, thsrefore, do not compare with other tatles in this
raper including young women,

Sourcas Charlie Pearson, Montana Counmcll BSA, November 1982y Bodb Burt, Meambarship Division, Korth
Central Keglon BSA, March 1983; Betty Newton, Hecords Management, National Office BSA, January 19863,
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1974

Further confusion was created in the Montana Council when it
was discovered that two major assets thought to be council property were
not legally owned., The title to Melita Island on Flathead Lake was
found to be in the possession of the Knights Templar instead of the
Western Montana Council as had been suppossed, The Knights Templar
considered donating the facility to the Boy Scouts, tut finally sold
it to a private investor, which ended its use as a council Scout camp.3
It was also discovered that though the office building in Great Falls
was owned by the councll, the lot upon which it was bullt was only
conditionally owned, Effective ownership of the lot would revert back
to the city of Great Falls if the Boy Scouts ever moved off the site or
attempted to sell :1.’:..1+

Additional unhappiness developed in the Billings area when
income from the Flaming Arrow camp Was used as collateral for a loan on
operating debts., Yellowstone Valley Scouters had intended this income
to be spent on development of a new camp in thelr 1oca11ty.5

Year end statistics for 1974 are shown in Table 15, Although
youth membership and number of units decreased by over 2,200 and 41
respectively, 693 units still exceeded the 691 umits reported by the four
councils in 1972, The significant decrease ln youth as opposed to an
increase in units since 1972 may be attributed to the larger staff's

emphasis on Exploring, While packs and troops with large numbers of

3Interview with Bob Hanawalt,
uIbid.

5Ibid.
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youth were diss&lving. the larger council Exploring staff was
organizing new posts with smaller numbers of youth.6 Table 15 also
indicates a reduction in the professional staff from 17 to 14 and a
deficit at year end of $73,892, A bank loan of $129,000 was secured
to pay outstanding debts.7

One other significant event of 1974 was the abandonment of
the three service area plan outlined in the "Management Concept for
Montana." The consolidation handbook had established the geographical
boundaries of the three areas and appointed a team consisting of a
council volunteer vice-president and a staff field director to supervise
operations., Although additional staff members were designated to serve
in each area, the plan was vague as to additional support by voluntesers.
Further details on how the service area was to stirengthen its member
districts were not stated,

Volunteer leaders, however, had formulated their own ideas on
how the three service areas would functlion, They saw the three areas
actually functioning as three councils, ¥hile the central council
structure would handle basic administrative processes such as record
keeping and budgeting, the service areas would be relatively independent
in local areas of operation., The vice-president and field director would,
in effect, act as council president and scout executive concerning day-
to-day operations.8 To fulfill the district support responsibility of

the area team further, leaders envisioned the recruitment of a volunteer

6Charlie Pearson, "Narrative Report of Events That Have Caused

Rise or Fall of Support for Montana Council, Boy Scouts of America,"
"Iba,

8Interview with Bob Hanawalt,
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structure to assist the professional staff, The work of each area
committee would be correlated at regular area maetings.g

Bob Hanawalt, Scout Executive of the Montana Council, did not
support the independent three area concept as envisioned by volunteers.
He saw independent area organizations within'the council as working
against the success of the consolidated council. Although he did not
directly curtall area operations, leaders report that Hanawalt's

centralized management practices eventually stopped area operations.lo

1975-1976

Over the next two years, the Montana Council's performance
indicates a leveling off from the earlier rapid declines. As shown in
Table 15, 1975 shows a decrease in youth and units of 1900 and 100
respectively, By 1976, however, there are only 300 less youth and hoh
less units., The percentage of leaders receiving council basic training
was recorded at 69.4 percent in 1975 and 63,5 percent in 1976, This is
equal to the best years of the original four councila, By 1976, the
number of professional staff has decreased to 12, helping to reduce
the debt, New operating income shows a surplus of $17,374 in 1975, and
by 1976 showad a surplus of $55,078. This surplus was dus to an $81,000
gift from a lady in Sidney, Montana, A bank loan of $141,000 was still

being carried.ll

9Interview with Don Aadsen,

10 nterviews with Don Aadsen, Dan Kemny, and Art Sward.

1J'Charlie Pearson, "Narrative Report of Events That Have Caused
Rise or Fall of Support for Montana Councll, Boy Scouts of America.”
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In May of 1977, Bob Hanawalt ended nearly four years as Scout
Executive of the Montana Council, He transferred to another council

belleving opsrations in Montana had finally stabilized, 2

1977-1978

In 1977 Charles A, Pearson was hlred as the new Scout Executive
of the Montana Council, Table 15 shows a significant decrease in most
performance indicators in 1977, but then a possible stabilizing trend
in 1978, Youth membership fell by almost 2,000 youth and 24 units in
1977, but fell by only 168 youth and actually increased in units in
1978, In an attempt to cut expenses, the professional staff was reduced
to 10 and a new hiring policy was implemented to hire young nontenured
executives, thus bringing more sa.vings.l3

¥hile 1977 indicated a major deficit of $75,757, 1978 showed a
lesser deficit of $46,437, This reduced deficit, however, was a result
of an executive board decision of using half the Flaming Arrow fund to
pay off outstanding loans and operating expenses, Bitternmess among
Billings Scouters was partlally offset by new development of the K-M
Scout Ranch near I.euistown.lu

In 1978, a renewed interest in camp development began in the
council, Northwest Grizzley Base Canp, a replacement for Melita Islarnd,
was bullt by Flathead Valley Scouters, In southwesternm Montana develop-

ment was revitallzed on Camp Arcola, Scouters of Great Falls, Billings,

121 nterview with Bob Hanawalt,

13Charlie Pearson, "Narrative Report of Events That Have Caused
Rise or Fall of Support for Meontana Council, Boy Scouts of America.”

Wro1a,
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lewistown, and the Hi-line began development on the K-M Scout Ranch at the
old mining site of Kenda11.15

Scout Executive Pearson Was agreeable to the revitalizatlon of the
service area concept, The ldea of four service areas roughly similar in
geographical boundaries to the original four councils was considered and
approved by the Executive Board onm December 9, 1978,1° As shown in
Figure 6, the new service area boundaries were considerably different
than the former service area plan (compare to Figure 5), One of the most
significant results of the realigned boundaries was the inclusion of
Helena and Bozeman with the Butte area. This grouping allowed for a more
balanced distribution of population, youth, and income among the four
areas,

Bach of the four service areas was allotted forty council exscu-
tive board positions. Members filling these positions would also serve
as area board members., As in the former plan, area presidents were
council vice presidents living in those areas., Four additional council
commissioners were appointed to serve as area commissioners, The area
president, the area commissioner, a field director appointed from the
professional staff, and the executive board members, made up each area
board, 17

According to councll bylaws, this service area committee would
meet at least bi-monthly, The business at each meeting would be directed
at service to chartered institutions and to receiving reports from area

151 w14,

léhinutes of Executive Board Meeting, Montana Council,
December 9, 1978,

17Letter to United Way of Missoula County from Charles Pearson
dated April 1, 1980,
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b5
operating committees, Each area was authorized to have operating com-
mittees of 1like function as the council with the exception of
administration, Service area committees, however, would have no
legislative authority and would direct thelr efforts at making
"sffective within the service area, policles and programs adopted by

the corporation."18

1979-1980

The hoped for stabilization as suggested in 1978 statistics did
not come about, As shown in Table 15, virtually all performance indicators
reflect decreases in 1979, The two exceptions were percentage of top
leaders tralned and percentage of Scouts attending summer camp, While
the professional staff remained constant at 10, the year-end deficit
leaped to $125,356, The supporting bank loan grew to $129,000.19

In 1979 the Western Service Area petitioned the Montana Council
and the North Central Region to be formed into a separate council.ZO
After much controversy, Montana Council officers decided to approve
such a separation subject to the investigation of a regional appointed
study committee,

In response to the petition for a separate council, the study
committee made its report in April of 1980:

» o o We belleve that the plan and system that you presently have
is beginning to work and will continue to improve in years ahead,

183ylaws of the Montana Council, Boy Scouts of America,
Article VIII, sections 2-5,

19Charlie Pearson, "Narrative Report of Events That Have Caused
Rise or Fall of Support for Montana Council, Boy Scouts of America.”

201144,
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We believe that the formation of a new council might satisfy a
large number of people in the western part of the council for a
short period of time, but that the long range best decision is to
stay in the present configuration. An immediate financlal and
administrative burden would bes created by the formation of a new
council, Most of the criticisms and questions ralsed will be
solved as youg present plan of operation continues to amooth out
its wrinkles,<l
The most significant question faced by the reglonal study
commnittee was whether western Montana could financially support a
separate council, Western Montana Scouters claimed they could but the
study committee did not agree, Key leaders from the Weatern Service Area
clain that the Reglon's Area One Dlrector Folkman Brown was the primary

2z Since the Western

influence on the committee to reject the petition,
Montana Council was struggling with finances in the early 1970's, the
committee did not see how the situation would be different in the 1980's,
Following the rejection of the petition for a separate councll, several
key volunteers and a professional staff member resigned,

In 1980 most indicators in Table 15 showed further declines,
Youth membership declined by 1076, while number of units declined by

40, The 1980 deficit decreased to $52,584,

1981-1982
Table 15 indicates another leveling off in declines of indlcators

for 1981 and 1982, Youth membership and percentage of youth served actu-
ally indicated increases in both years., Total reglstered units ard adult

leaders decreased slightly, While the professional staff decreased to 9,

2lietter to Bruce A, Nelson, Sr., President of Montana Council,
from Robert H, Gaynor, Chairman of Ad Hoc Committee for Montana Scouting,

ZZInterviews with Don Aadsen and Art Sward,
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most all other indicators showed improvement., The $65,079 deficit in 1981
Was reduced to $11,099 in 1982, In 1981, the remainder of the Flaming
Arrow fund was utilized to pay off loans and operating debts,
The following resolution was proposed by the Western Service
Ares in September of 19823
Resolved a committee of the Council President and four (4) Vice
Presidents be established to select a state group of business,
clergy and private individuals to formulate and study data and
make recommendations on establishing and maintaining on a long
term basis, multiple councils in the State of Montana.
That the Selecting Committee be appointed at the next Officers
Meeting (September 25), that they have a functioning group by
January 1, 1983 and report prepared six (6) months following,23

The resolution was approved unanimously by the Montana Executive Boaxd,

National Membership Comparisons

Although the Montana Council demonstrated a 42 percent decrease
in registered youth members since 1973, the National Council of the Boy
Scouts of America also reported a significant decrease during this
period, Data is not available to compare directly for the perlods of
1973 through 1982, For the period of 1973 to 1979, however, the
National Council reported a decrease of 1,667,761 youth or 34 percent of

its menbership.za

The North Central Region also reported a membership
decrease of 3% percent.25 The Montana Council showed a decrease of 38

percent in its reglstered youth for the same period, Consequences of

Zjﬁinutes of Western Service Area Meeting, September 11, 1982,
Kalispell, Montana,

2b’U. S. Congress, House, Annual Reports to Congress - Boy Scouts
of America, 1973-1979,

25Ibid.
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Boypower '76, increases in the numbers of single-parent families,
increases in the numbers of famillies where both parents work full

time, increases in compstitive youth programs offered by the public
schools and other youth agencies, and changes in popular perceptions
of the Boy Scouts of America during and after the Vietnan War are all
possible reasons for this tremendous decrease, The 42 percent decrease
in registered youth in Montana over the last decade, therefore, cannot
all be attributed.to problems connected with the comsolidation.

As explained in the footnote of Table 15, the total youth
population was increased in 1977 by the inclusion of girls into
Exploring. The total youth population as shown in Table 15 does not
include girls since Montana's Exploring program has never attracted
many girls, It was felt that including only boys would give a more
realistic picture of the youth being served in Montana over the ten
year pericd.

Actual comparisons of Montana, girl population included, with
the North Central Region and the National Council are shown in Table 16,
The figures indicate that the major decreases in percentage of youth
served in Montana were matched by similar decreases at the regional and
national levels, Comparisons for 1981, however, indicate Montana as
serving 3 percent less youth than the North Central Reglon and 1 percent
less than the nation. This contrasts to 1972 when Montana had a higher
percentage than the nation but lower than the North Central Region, This
lower 1961 percentage, as compared with percentages for the Region and

the natlon, are reflective of program quality within the Montana Coumcil,
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TABLE 16
COMPARISONS OF PERCENTAGE OF YOUTH SERVED FOR THE MONTANA COUNCIL,
THE NORTH CENTRAL REGION, AND THE NATIONAL COUNCIL

FOR THE FERIOD OF 1973 TO 1962

Montana North Central Natlonal

Council Region Council
1972 26.9 28.0 25,5
1973 27.0 27.5 25.5
1974 23.6 25.1 23.0
1975 21,k 22,6 21,4
1976 21.6 21.5 19.5
1977 4.1 16.4 14,8
1978 14,2 16.0 14,2
1979 .1 16.9 13.7
1980 13.1 17.0 14,5
1981 14,0 17.0 15.0
1982 14.5

Sources Bob Burt, Membership Divison, North Central Region, Boy Scouts
of America, March 1983,
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National Finance Comparisons

The effect of consolidation on Montana's Scouting income may
also be placed in perspective by comparisons with the nation. From
1973 to 1979 the Montana Councll demomstirated an increase of only 3.9
percent in total income, This small increase in income over a seven-year
period occurred at a time when prices increased 57.6 percent.26 Income
raised in 1979, therefore, purchased considerably less than it did im
1973. During the same period, Scouting income for the entire nation
increased 37.4 percent.27 Although councils all over the country were
struggling with inflation and raising funds, those outside Montana
were doing a significantly better job than the Montana Council,

Even though Montana's income shows a major increase in 1980,
much of the increase is attridbutable to a change from net accounting

to a gross accounting systen.za

Summary
The Montana Council has had many difficultlies since its forma-

tion in 1973, Negative feelings registered in the 1973 election to
approve consolidation have apparently continued to the present, The
western portion of the state has initiated two study efforts to split the
council, Although performance indicators revealed major decreases in
most performance categories, some of these decreases may be attributed

to causes beyond the impact of consolidation. Finance is an area of

26U. S, Lepartaent of Commerce, Statistical Abstract of the
United States 1982-83, (103d edition) Washington, D.C., 1982, P. #53.

2 )
7U. 5. Congress, House, Annual Reports to Congress - Roy
Scouts of America, 1973-1979,

28
Interview with Charlie Pearson, Great Falls, Montana, May 1982,
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major concern to Montana Scouting., Deficits have occurred in every
year but two since 1973. Total operating income has increased little
since 1976, Yet this period had significant rises in inflation and
other costs, While membership declines cannot be solely attributed
to the consolidation, the lack of financial support as compared to the
rest of the nation is one indlcation of pooxr performance in the Montana
Council, Indicators in 1982 reflect a stabilization in the performance
of the Montana Council, It will be remembered that similar periods of

stabilization occurred in 1976 and 1978 but were followed by reoccurring

performance declines,
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CHAPTER IV

THE CONSOLIDATION OF SCOUTING IN NORTH DAKOTA

A Useful Model

Ipncluded in the major consolidatlon emphasis of the Boy Scouts
of America in 1972 through 1976 was the consolidation of North Dakota,
one of Montana's near neighbors, North Dakota serves as a useful
model to compare and contrast to Montana since i1t had many similar
characteristics, Like Montana, the consolidation in North Dakota
involved four coumcils which covered the area of an entire state,
North Dakota has a simlilar geographical terrain and population demsity
as that of Montana, In additlion, the comnsolidations of Scouting in

| North Dakota and Montana occurred at approximately the same time,

The Four Councils
Prlor to their consolidation into the Northern Lights Council
on January 1, 1974, North Dakota included the Great Plains Council
centered at Minot, the Red River Valley Council centered at Fargo,
the Missouri Valley Council centered at Bismarck, and the Lake

Aggassiz Council centered at Grand Forks. Actually each of the four
councils included small portions of neighboring states, the north-

eastern corner of Montana, the northwestern edge of Minnesota, and a

small portion of north central South Dakota,

52
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Tables 17, 18, 19, and 20 show membership information for
the four councils in North Dakota from 1963 to 1972, Total member-
ship for the four councils increased by 3 percent over the ten year
period with percentage of youth served lncreasing to 22.2 percent.
Total units also increased slightly., Whlle North Dakota‘s overall
increase of 3 percent contrasted to Montana's 1 percent decrease over
the period, both were significantly below the national increase of
23 percent.1 North Dakota's 22.2 percent of youth sexved in 1972
‘fell below the natlonal average of 25.5 percent and Montana's average
of 26.9 percent.2

Advancements per 100 boys is shovwn in Tables 21 and 22, All
councils indicated a decrease in the use of the advancement program
over the ten year period as did Montana., Number of professional
staff is shown in Table 23, Only Fargo demonstrated a decrease in
staff with the comblned council staffs decreasing by ome in ten years,
The 1972 load per staff member was 1,265 youth and 47 units, midway
between Montana's and the nation's load. Available financial data is
rerresented in Table 24, While three of the four councils indicated
a total of $71,927 of indebtedness in 1972, each of the councils
appeared to have sufficient reserves in savings or trust funds to
pay bills,

Although the four councils of North Dakota appear to have been

somewhat better off in some categories than those in Montana, leaders

1U. S. Congress, House, Annual Reports to Congress - Boy Scouts
of America, 1963-1979,

2U. 3. Congress, House, Annual Reports to Congress - Boy Scouts
of America, 1972, p. 37.
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TABLE 17

TOTAL YOUTH MEMBERSHIP IN THE FOUR NORTH DAKOTA COUNCILS 1963-1972

. GRAND TOTAL
YEAR  FARGO FORKS MINOT _ BISMARCK N,DAKOTA

1963 9,261 | 3,854 4,284 3,511 | 20,910
1964 | 9,413 | 4,545 bywps | 3,670 | 22,104

1965 | 9.977 | s.eu6 | 4,650 | 3,322 | 22,804
1966 | 10,207 | 4,557 4,672 2,888 22,324
1967 9,881 L, 743 4,091 2,986 21,701

1968 | 10,080 | 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 9,539 | 4,690 3,484 3,801 | 21,514

Sources Annual Reports to Congress B.S.A., 1963-1968; Bob Burt,
Membership Division, North Central Region B.S.A., March 1983
Betty Newtom, Records Management, Natlonal Office, January 1983,

TABLE 18

TOTAL UNITS IN THE FOUR NORTH DAKOTA COUNCILS 1963-1972

GRAND TOTAL
YEAR  FARGO FORKS MINOT _ BISMARCK N,DAKQTA
1963 346 151 139 139 775
1964 349 166 _130 47 792
19651 364 172 137 139 817
1966 | 347 182 __150 114 293
19671 339 187 132 96 754
1968 W2 192 107 120 7261
1969 316 188 116 126 746
1970
1971
1972 2331 204 130 142 807

Sources Annual Reports to Congress B.S.A., 1963-1968; Bob Burt,
Membership Division, North Central Reglon B.S.A., March 1983
Betty Newton, Records Management, National Office, January 1983.
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TABLE 19

TOTAL YOUTH POPULATION IN THE FOUR NORTH DAKOTA COUNCILS 1963-1972

GRAND TOTAL
_YEAR FARGO FORKS MINOT BISMARCK_N,DAKOTA
1963 39,308 | 22,025 | 18,313 18,429 | 98,075
1964 | 41,369 | 23,339 | 20,021 | 19,755 | 1ou,u84
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 : o X

1972 38,793 22,845 | 15,819 | 17,670 | 95,087

Sources Annhal Reports to Congress B.S.A., 1963-19683y Bob Burt,
Membership Division, North Central Reglon B.S.A., March 1983;
Betty Newton, Records Management, National Offlce, January 1983,

TABLE 20

PERCENTAGE OF YOUTH SERVED IN THE FOUR NORTH DAKOTA COUNCILS 1963-1972

GRAND TOTAL
YEAR  FARGO FORKS MINOT _ BISMARCK N,DAKCTA
1963 | 23,6 17.5 23.4 19.1 20.9
1964 22,8 19.5 224 18,6 20,8
1965 | 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 Reports to Congress B.S.A,, 1963-1968; Bob Burt,

Membership Division, North Central Region B,S.A., March 19833
Betty Newton, Records Management, National Office, January 1983,
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TABLE 21

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

YEA ARG | gg;g I e
R FARGO MINOT _ BISMARCK N,DAKOTA
196 8.1 85.9 | 69.6 95,2 83.7
1964 | 86,5 g0.1 | 75.9 7.4 | 78,5
1965 80,0 8,1 h,6 81,4 80,0
1966 74.0 72.1 694 97.5 78.3
1967 | 73.9 7L.3 68,1 62.8 69,0
1968 52,3 52,1 50.3 5,0 52,2
1969 50,1 | 43,6 43,8

1970 51,1 | 50.3 43,9

1971 48,1 52,1 45,3

1972 52,8 374 77.3

Sources Annual Reports to Congress B.S.A., 1963-1968: Bob Burt,
Membership Division, North Central Region B.S.A., March 1983;
Betty Newton, Records Management, National Office, January 1983,

TABLE 22

SCOUT ADVANCEMENT PER 100 IN THE FOUR NORTH DAKOTA COUNCILS 1963-1972

GRAND TOTAL
YEAR  FARGO FORKS MINOT _ BISMARCK N,DAKOTA
1963 | 4.5 31.0 29.5 42,1 36.8
1964 | 42,7 30.3 31.0 b2,3 | 25,9
1965 36,3 40,0 31,0 38,6 36,5
19661 38,1 .4 2.6 4O, b 35,6
19671 41,1 3543 26.0 36,1 | .6
1968 | 37,8 30.8 37.5_ 35,3 1 35.4
1969 24,1 33,8 41,7

1970 29,0 38,7 36,2

1971 264 40,3 32,2

1972 28.5 30.1 26,0

Sources Annual Reports to Congress B.S.A,, 1963-1968; Bob 3urt
Membership Division, North Central Region B.S.A., March 1983;
Betty Newton, Records Management, National Office, January 1983,
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TABLE 23
TOTAL PROFESSIONAL STAFF IN THE FOUR NORTH DAKOTA COUNCILS 1963-1972

. GRAND TOTAL
YEAR  FARGO FORKS MINOT _ BISMARCK N,DAKOTA
1963 9 3 3 3 18
1964 8 4 3 3 18
1965 7 4 3 3 17
1966 7 y 3 2 16
1967 8 b 3 2 17
1968 8 5 3 2 18
1969 d
1970 .
1971 L
1972 7 L 3 3 17

Sourcet U, S, Congress, House, Annual Reports to Congress -~ Boy
Scouts of America, 1963-1968; Bob Burt, Membership Division, North
Central Region, March 1983; Betty Newton, Records Management,
National Office BSA, January 1983,

TABLE 24
FINANCIAL SUMMARY FOR THE FOUR NORTH DAKCTA COUNCILS 1972

Fargo |Grand Forks| Minot Bismark Total

Operating Expense | 155,708 80,241 74,045 76,489 386,483

Indebtedness 49,000 7927 15,000 None 71927

Savings and/ar
Trust Fund 83,438 11,000 39,642 20,757 {154,837

Sources A Special Commitiee of Scouters from the Four Councils, “The
014 4 for a New l," AuguSt 1973' Pe 70
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report that they were having similar problems in financing and operating

a program in a large rural geographical area.3

The Consolidation

One major difference in the consolidatlions of Montana and North
Dakota was the method of implementation. Area Two Director Peter
Paulson was born and ralsed in North Dakota and took a special interest
in the project. Unlike Area One Director James Bartell, Paulson
engineered the formation of a 29-man study committee which considered
the implications of consolidation, This group of top corporate and
governmental leaders of the state evaluated all aspects of a merger for
one year yrior to filing their report in favor of consolidation.u The
conmittee was further divided into four subcommittees which considered
administration and personnel, program and camp properties, and the legal
aapects.5

The proposal prepared by this study committee was entitled.
*The 01d 4 for a New 1,” This manual for consolidation was very similar
to the "Management Concept for Montanas A Master Plan.,* Both proposals
erphasize increased services trought about by the savings derived from
reduced duplication of administrative overhead, The North Dakota Coumcil
was also to be divided into four service areas which would be head-
quartered in the former headquarter cities, Each service area would

have its own professional staff but no volunteer organization, North

3Interview with Peter Paulson, Fort Collins, Colorado, August
1982; interview with W, Pete Knauff, Fort Collins, Colorado, August 1982,

uInterview with Peter Paulson,

5A Special Committee of Scouters from the Four Councils, "The
01d 4 for a New 1," August 1973, p. 10.
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Dakota leaders felt strongly that independent boards within the council
would interfere with the success of the consolidation. Volunteer
supervision was thus given by one council Executive Board made up of
leaders representing the entire state working toward one plan, one
program, and one budget.6

In the fall of 1973, a recommendatlon was made by the study

committee for each council executive board to consider and approve the
plan for consolidation, Each council held a separate council meeting
and approved the plan, Leaders report the nearly umanimous acceptance
by Scouting leaders as being attributable to their high regard for the

recompendation of the study comnittee.7

The Northern Lights Councils 1974 to the Present

One other significant difference in comparing the comsolidation
of North Dakota to that of Montana was the hiring of their first Scout
Exscutive, While Montana felt it necessary to bring in a new man ha&ing
no former involvement with Scouting in Montana, leaders in North Dakota
hired as their executive former Area Director Peter Faulson, a natlve
of the state and also engineer of the consolidation,

Paulson may very well have been the key that made the Northerm
Lights Council a success.8 As former Reglonal Executive of both Regions
2 and 10, and as Area Two Director of the new North Central Region,

Paulson had the experience and the credibility to Iring the four

6Interview with W, Pete Knauff,

7intervieu with Peter Paulsons interview with W, Pete Knauffj
interview with Jim King, Fart Collins, Colorado, August 1982,

8Interview with Peter Paulgon,
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councils together, In addition, he was a part of the consolidation
plan from its inception.

As in Montana, an effort was made to keep the original Scout
Executives on staff te asaist in the transition.g The consolidation
study committee formed the foundation for the new Noxrtherm Lights
Council Executive Board. This group of concerned state leaders was
committed to the success of the merger and wWorked slowly and deliberately
to recruit relliable and capable leadership to the hoard.lo

Scout Executive Paulson felt that local leaders must see an
immediate increase in service if they were to accept the new orgamization,
The new councll barrowed $150,000 on a ten-ysar loan early in 1974 to hire
additlonal staff and pay off debts, Serious efforts were made by profes-
sional staff members to keep district boards intact and to keep other
changes to a minimum s0 as to reduce allenation of local leaders,
Decisions concerning the liquidation of camps and other properties were
made slowly and with the preliminary evaluation of additional study

comnittees.ll

Following Paulson's retirement, Chuck Lanham and then Terry Pointer
served as Scout Exeoutives.lz Both men shared the management concept
outlined by Paulson. The operation of four service center offices has
continued in the former council headquarter citles with a high percentage

of the professional staff living in the field, These practices are not

9Interview with W, Pete Knauff,

lOInterview with Peter Paulson

Uryad,

12
1982 Interview with Terry Pointer, Fort Collins, Colorado, August
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necessarily cost effective, but it is felt that the resulting positive
public relations are crucial to the success of a statewide council.13
Intensive efforts are made by the professional staff to recruit top
private and public leaders representative of the entire state to
serve as Executive Board members, Executive Board meetings are held

bimonthly and are rotated in locations around North Dakota.lu

The performance record for the Northern Lights Council from
1974 to 1981 1s shown in Table 25, While most performance measure-
ments indicate a decrease over the eight year period, the council's
ability to generate operating income has grown steadily. North
Dakota shows a 59 percent increase in income since 1974, Montana
shows a 21 percent increase for the same period.15

Since 1974 the council has decreased in youth membership
by 31 percent, This contrasts with a 42 percent decrease in Montana.
Although Montana began with a higher percentage of youth served at
27 percent16 compared with North Dakota's 21.1 percent, by 1981 Norxrth
Dakota had 14,6 percent of its total youth available enrolled, while
Montana had 14 percent, These percentages are slightly lower than
the 17 percent average in the North Central Region amd 15 percent in

the National council.l7

131b1d.

l“Interview with Jim King,
15See Table 15,
lésee Table &,

17éee Table 16,
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Susmary
The four councils in North Dakota were struggling under similar

conditions to those in Montana. Unlike Montana, North Dakota‘'s cone-
solidation emphasized the use of a state-wlde study committee for
evaluation, 'Scouters responded well to the proposal of the study com-
mittee and near unanimously approved the conmsolidation plan, Unlike
Montana, North‘Dakofa hired a much respected professional as Scout
Executive who' was from that state, The Northern Lights Council's
performance record 1s very similar to the Montana' Council's in all areas
except finance, Hgile ﬁorth Dakota has shown mild deficits in four of
the eight years in which data is available, they have had some significant
surpluses in the othg: four years, Montana has shown two surpluses in
ten years and has had several major deficits, North Dakota's growth in
income is conmsiderably superior to Montana's,

The engineers of North Dakota's consolldation were very concerned
with local Scouters' attitudes, Steps were taken to maintain the status
quo when at all possible so as not to alienate leaders, Unlike Montana,
North Dakota did not create any new volunteer boards. All decision making
authority was placed in a single Executive Board which was recruited from

top corporate and governmental leaders around the state,
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CHAPTER V
EVALUATION AND RECOMMENDATIONS

Did the Consolidation Accomplish Tts Objectives?

As stated in Chapter II, the consolidation of Scouting in Montana
was intended to accomplish three objectives: one, generate savings from
reduced duplicated overhead; two, provide for expanded services by the
increased staff and resources derived from the generated savingsi and
three, tring added prestige and exposure to Scouting. Each objective

%ill be evaluated separately to determine the degree of success,

The Generatlon of Savings

The consolidation did reduce duplicated overhead, The four
previous councils each had a highly experienced professional serving as
Scout Executive, After consolidation, only one Scout Executive was
needed, The savings in salaries alone from reducing the numbsr of
veteran executives is obvious, Further savings wre generated by reducing
the travel expenses to regional and national meetings by the Scout
Executive, One individual definitely travels cheaper than four.

In addition, a consolidated council requires only one bookkeeper,
one computer system, one business manager, etc., as opposed to one in
each of four councils, One larger council can save on bulk purchases
of supplies reducing costa further., There is little question that the
consolidated council was able to save money due to several key scale

economies,

o4
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It appears, however, that several diseconomies resulted from
the consolidation as well, Due to the tremendous geographical area
of Montana, it is necessary to maintain field offices. This requires
secretarial and field executive support away from the central office
which may not be cost effective, Travel to centralized meetings over
greater distances by professionals and volunteers is mores expensive,
Shipping costs of supplies and materials may be higher because items
are shipped by bulk order to the central offics, then shipped separately
40 the field offices. Telephone expenses will be higher because of the
necessary communlcations that camnot be made in person,

Diseconomies may result in more intangible areas as well, Even
though one bookkeeper may replace four bookkeepers, the increased work-
load may reduce the quality of the work performed. The same 1s true for
the Scout Executive and business manager. In additlon, production can
be decreased by problems of communicatlion between leaders in the central
office and leaders in the field, Frequency of meetings to build morale
and strengthen team spirit are reduced because of the cost of travel,

It is beyond the scope of this paper to probe deeply into all
aspects of savings as compared to dissavings, In summary, however, it
is obvious that although the comsolidation benefited from some savings
due to economies of scale, those savings are offset by significant
numbers of diseconomies, The net change in organigzational efficlency

i3 not clear,

Expanded Services

One of the major ways by which the consolidated council was to

expand services was by using the savings from economies of scale to hire
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more professional staff members., More professicnals recruit and train
more volunteers who organize more Scout units, train more unit leaders,
conduct more summer canps, etc, In 1973 the professional steff increased
from 12 to 17, Anticlipated savings from reduced overhead were apent on
placing more men in the field, Since only one Scout Executive was needed,
less experienced and new men could be placed in many staff positions at
lower salarles, thus freeing more money for additlonal staff,

As the consolidated council began having fund railsing difficulties,
however, cuts in the professional staff resulted., By 1982, the professional
staff was almnost half of what it was in 1973 and three less than in 1972,
A smaller staff recruited and trained fewer volunteers, The result was
less money raised, fewer units organized, less youth hrought into the
program, and fewer leaders trained. In short, services were contracted,
not expanded,

Included in the objective of expanding services through a larger
staff was a claim that a consolidated council would provide greater
advancement opportunities for quality professionals and thus increase
their tenure in Montana. The record of staff members ln the Montana
Council besed on service for five years or more is shown in Table 26,

As indicated, only seven of forty or 18 percent of the staff served
more than five years, Of those seven, three are still saployed, one
retired, one transferred, and two resigned. No professional staff
member has served continuously since the consolidation, Nine staff
members ar 23 percent have transferred before serving five years,

Seven are still employed and one has retired, Sixteen individuals with

less than five years tenure have resigned, Since nsarly 50 percent of
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TABLE 26

STATUS OF MONTANA COUNCIL PROFESSIONAL STAFF

SINCE 1973 ACCORDING TO YEARS OF SERVICE

Served in Served in
Montana Council Montana Council
Less Than More Than
Five Years Five Years
Sti1ll Eaployed 7 3
Retired 1l 1
Transferred 9 1l
Resigned 16 2
TOTAL 33 7

Sources Interview with Charlie Pearson, Great Falls, Montana,
May 1982; interview with Dan Kenny, N, W, Grizzley Base Camp,
Montana, July 8, 1982,

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



68

the Montana Council staff have resigned, 23 percent have transferred
before serving five years, and only 8 percent have five years tenure
and are still working, it appears that the consolidation plan has not
fulfilled its objective of providing advancement opportunities to staff
meabers, _

As discussed in Chapter III, many of the declining performance
indicators visible in Table 15 may be attributable to social, cultural,
and organizational problems outside of the Montana Council, Promofors
of the consolidation, however, were confident that the Montana Council
could raise sufficient funds to support Wmsic administrative services as
well as expand programs.l Since the Council has demonstrated an inability
to raise funds and maintain a viable professional staff, it must be con-
c¢luded that the consolidation has not met its previous objectives of

expanding services,

Added Prestige and Exposure to Scouting

As quoted in Chapter II, the writers of "A Management Concept
for Montana" advocated that a larger council would gain more state-wide
dominance and more exposure, Thils exposure was intended to result in
greater state~wide corporate gifts, Leaders of the new council realized
only after the consolidatlon how few state-wide corporations there are
in Montana, The small success Montana has realized in ralsing money
as compared to North Dakota and the rest of the nation clearly indicates
a fallure concerning this objective,

The larger council was also intended to attract larger numbers

of volunteers, In fact, numbers of adult volunteers have declined

Ly Management Concept for Montana," p. 3.
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42 percent since 19682 and 17 percent since 1977. Increased prestige

may also be measured by the number of professional staff that have
resigned or transferred as mentioned earlier,

Many local leaders became disenchanted because of the ma jor
emphasis on organizational efficiency, Concepts such as reduced
duplication of administrative services and increased economies of
‘scale are hardly psychologically fulfilling to an individual's needs.3
According to Schein, " ., , . a climate based on assumptions of rational-
economic man is most likely to produce defensive antimanagement groups,
Such groups will arise to give their members the sense of self-esteem
and security that the formal organization denies then."u Many local
Scouters felt alienated and insecure because a larger consolidated
council seemed to be beyond their local experience, They envisioned
the state operated Scouting program as being a threat to their individ-
uality and their 1ndependence.5 Perceptions of Scouters will be
explored further in a later section, Frustration and alienation on
a local level, however, are not promoters of increased prestige,

Consolidation has trought additional negatlve forms of exposure
to Scouting in Montana. A state~wide councll that has problems paying

its debts, soon develops that reputation state-wide, A reputation for

2U. S. Congress, House, Annual Reports to Congress - Boy Scouts
of America, 1968, pp. 179, 186,

Jgagar H. Schein, Ormanizational Psychology, 2nd ed., (Englewood
Cliffss Prentice-Hall, Ine,, 1970), pp. 11, 87, 117.
“Ivid,, p. 87

5Herner Z, Hirsch, The Economics of State and Local Governsent
(New Yorks McGraw-Hill, Inc,, 1970), PD. 274, 277
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najor deficits and the inabllity to generate financial support is

not a good base for the development of new givers among corporations
and foundations, Their gifts are usually based on the recipients’
credibllity,

The consolidation has apparently resulted 1in some advantagoé
for Scouting that may not have been present within the original four
councils, Supreme Court Justice John Harrison served as Council
President for two years. Both Tom Judge and Ted Schwinden have
served as Honorary Membership Chairman while serving as governor,
The Council Annual Meeting in 1980 held the first of its sessions
in the Senate Chambers, The design of a Montana Council patch and
a Montana Council flag allow Scouting to identify directly with the
glory and traditions of Montana as a state, These are advantages
that may relate directly to being a state-wide council.

In conclusion, it must be sald that the 1973 reorganization
has both increased and decreased the prestige of Scouting in Montana,

This net effect 1s difficult to determine also.

Factors Opposing the Success of Consolidation

Many of the difficulties of the Montana Council are difficul-
ties that consolidations of small governmental units have also

encountered, Werner Z, Hirsch in The Economics of State and Local

Government points out that *, , , consolidation did not offer as
many advantages as the first protagonists claimed."6 He states that

large and small scale mergers have declined in the postwar perlod

6Ib1d.. p. 276,
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because the anticipated economies of scale have bsen exceeded by
diseconomies dus to the resulting cumbersome organizational machinery.
Studies of proposed consolidations have determined that net gains in
economies of scale only result when the organizations fit within a
particulaxr range of size, Many of these studles have proven very
complex when lmportant intangible effects have been considered,

Several proposed consolldations of police stations and school districts
were found to bring no net increase in economies of scale.7

The National Council of the Boy Scouts of America apparently
initiated their numerous coumncil mergers in the early 1970*s based
on the results of a study conducted by the president of General
Motors, The study featured a computer simulation of a number of
various sized councils resulting in a model of optimum size.8 Such
models usually deal with clear cut measures of efficlency and avoid
individualized local complexities,

One of the major differences of Montana with any other
continental Scouting organization is the incredible size of the
territory., Initiators of the 1973 consolidation did not take this
factor into account.9 Centralized meetings of the Executlve Board,
professional staff, or other council committees require a substantial
investment in time and money for participants to get to the meetlngs,

This problem has increased dramatically with the rise in the cost

of fuel since 1973, The increased expense of traveling to meetings

’Ivid., pp, 178-182.

SInterview With Bob Hanawalt.

9Interview with Bob Hanawalts interview with Don Leuschen.
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results in fewer people attending the meetings., Poor attendance
detracts from acceptance and support of council odjectives,

Hirsch quotes James Schlesinger as stating, " . . . large
organizations suffer from geometric increase in the difficulty of
(a) successfully communicating intentions and procedures, (b) estab-
1ishing a harmonious system of incentives, and (c¢) achieving adequate
cohesion among numerous individuvals and sub-units with sharply
conflicting wills.“lo Clearly travel expense and communications
problems have been significant diseconomies of the consolidation
in Montana., Although North Dakota has apparently resolved the
geographical problem to a greater degree, North Dakota is only
half as large as Montana and, therefore, did not have the same size
of problem,

*A further distinct diseconomy of comsolidation is that it
removes people from their government."l1 or in Montana's case it
removes decision making from the local area, Hirsch advocates
the "town meeting" as being a crucial element in generating organi-
zational support from local residents., When only a few can afford
the time and expense of traveling to centralized state meetings,
the remainder of the psople ", ., . feel frustrated and disenfranchised.”
Hirsch continuess

» o ¢« SOME may conclude that they have no way of affecting
government decisions although such decisions heavily affect

them, Soclologists and psychologists have concluded that in
extreme cases of frustration people tend to turn to illegitimate

1
oﬂirsch, The Economics of State and Local Government, p. 274,

H1via,, p, 275,
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forms of protest - civil disobedience, riots, assassinations,
etc, - in order to get their government to listen to then 12

While Montanans have not yet resorted to illeglitimate forms of
protest, the two requests from the Western Area to consider dividing
the council are certainly indicative of unrest. The fallure of
Montanan people to support the Montana Council financlally may also
be considered a form of protest.

Council financial support by geographical service areas
is shown in Table 27, Total incone, expenses, and the balance for
each area is shown in the right hand column for the years 1977 to 1982,
The North Central Sexrvice Area with headquarters at Great Falls leads
all areas in raising $622,378, $19,419 in excess of their fair share.
Three Feathers or Butte ranks next with total income $43,502 less
than expenses., The Yellowstone Area centered at Bllllngs has
fallen short of 1ts share of expenses by $128,313, The Western
Service Area has ralsed a total income of $499,514, an incredible
$254,235 below its share of the council budget. The total shortage
of $406,63]1 was largely financed by the proceeds from the sale of
the Flaming Arrow Scout Ranch,

Surely there is no coincidence that the two councils
originally most opposed to the comsolidation are the two least
willing to ralse their share of the tudget. The Western Service
Area has also formally declared itself as reluctant to continue as
part of the consolidated council, The service area containing the

central office within its geographical area 1s the most supportive of

12014,
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TABLE 27
INCOME & EXPENSES BY SERVICE AREZA

1977 - 1982
Ysllowatone Valley Service Area
- Total
1977 1978 1979 1980 1981 1982 1977-82
Income 56,953 58,715 7,216 80,821 76,402 102,846 447,953
Expenses 81,338 86,812 - 100,6& 96,627 104,301 106,526 £76,266
Ealance (24,385) (28,097) (29,446) (15,806}  (27,899) (3,680)  (128,313)
{Plus Development of K Bar M Scout Ranch on Council-Owned Land)
Three Feathers Service Area
Total
1977 1978 1979 1980 1961 1982 1977-82
Income 77,873 74,268 7,20l 87,768 96,989 83,052 Lok, 194
Expenses 83,868 89,513 103, 79% &,007 77,725 98,789 537,696
Balance (5,995) (15,245) (29,550) (3,761) (19,264) (15,737) (43,502)
(Plus Refurbished Camp Arcola, 320 Acres of Council-Owned Land)
Vestern Service Area
Total
1977 1978 1979 1980 1981 1982 1977-82
Income 62,420 75,0232 8,722 84,957 93,282 101,101 499,514
Expenses 108,812 116,135 134,664 130,625 123,635 139,878 753,759
Balance (46,392) (41,103) (51,942)  (b5,668)  (30,353)  (38,777)  (254,235)
{Plus Bullt Northwest Grizzley Base Camp with $200,000 in Improvements
on State-Leased Land)
North Central Ssrvice Area
Total
1977 1978 1979 1980 1981 1982 1977-82
Income 83,170 88,900 100,662 110,080 116,075 123,491 622,378
Expenses 86,760 92,600 107,373 123,605 114,759 116,700 641,797
Balance (3,5%0) (3,700) (6,711)  (13,525) 1,316 6,791 19,419

Council Cther Income and Expenses from Trading Posts, Bequests, Foundations, C, E, T. A,,
Interest, Camping Gther Activities, Gas ¥Well, Mineral Leases have not teen prorated to
Service Areas,

Sourcet Charlie Pearson, Susmmary Finance Report, April, 1983.
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a centralized council, It would be interesting to speculate on what
the results would be if council headquarters had been placed in Blllings
or Missoula,

People often react negatively to changes imposed upon them by
nanagement.13 Negative reaction to changes due to consolidation was
compounded by reactions to changes in the Scouting program nationally,
In conformance to Boypower *'76 objectives, the commissloner progran
was eliminated, a new Boy Scout Handbook was issued, the advancement
program was revised, and the Family Sustaining Membership Enrollment
(SME) progran was added.lu Montana Scouters may not have differentiated
between negative aspects of the consolidation as opposed to negative
aspects of the national program, They probably would hold the Montana
Council totally responsible since it is the most vislible Scouting
organization to them,

The process by which the consolidation in Montana was brought
about certainly could have been handled differently, North Dakota
leaders worked hard to reduce alienation among local leaders, Unneces-
sary change was discouraged, Council meetings were moved around the
state so more leaders could attend, A concerted effort was made to
immediately increase service so local leaders could see a visible
benefit from consolidation, A study committee was organized that went

out and talked with leaders to get their input., Although the decision

of the study committee to recommend comsolidation may have beem moot,

13Pa.ul R. Lawrence, "How to Deal with Reslistance to Change,"

in Organizational Psychology, 2nd ed,, ed, David A, Kolb, Irwin M. Rubin,
James M, Mcintyre iEnglewood Cliffs, New Jerseyi Prentice-Hall, Inc,,
1974), pp. 425-426,

l“Interview with Dan Kenny.
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the positive communication to local leaders that their opinions and
concerns were important was not,

In Montana the method was to convince the people of a decision
already made, There was no study committee or fact-gathering period
to buffer the perceptions of volunteers, The result of consolidation
was to demoralize many local leaders.15 Their independence and pride
in decision making was threatened, There was something disheartening
about taking away the local program and combining it with that of
the entire state., Many of the negative perceptions of Montara Scouters
both at the time of approval and over the next ten years may be
attributed to the quick and callous way the consolidation plan was
implemented,

A further difficulty of creating a larger consolidated organi-
zation is pointed out by Hirsch, Large organizatlons are less capable
of anticipating, recognizing, and adjusting to change than smaller oneas

To influence a large organization - to get the prevalling doctrine
changed - is a time consuming process, and by the time it is
accomplished,lzbe new views wlll themselves be on the verge of
obsolescence,
He states that centralized organlizations reflect a "declining incentive
to consider alternatives” and may "neglect the variety of choices open
to then."17 Perhaps the larger Montana Council is now incapable of
making any decisions relevant to increased organizational effectiveness
in the future,

15Intervieu with Don Leuschen,

6
: Hirsch, The Economics of State and Local Government, p. 274,

171014,
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A final possibility as to why the Montana Councll has faliled to

fulfill the objectives of consolidation may lie with individual leaders
themselves, Due to the negative aspects of consolidation and the
negative aspects of change at the national level, it 1a difficult to
evaluate the administrative competency of individual professional and
volunteer leaders, In North Dakota, the presence of a key individual
such as Peter Paulson as Area Director and then as Scout Executive
spparently had a very positive effect on the success of their merger,
In Montana, both Scout Executives were individuals from the midwest

and had never llved in Montana before, Perhaps leaders recognized as
having lived within the state or in areas of close proximity would have
made a difference in local response. North Dakotan Scouters apparently
accepted comsolidation as initiated by an individual from the state.
Montana Council policy made under funding problems to hire new inexperi-
enced executives may have had an effect also, Volunteers could have
blamed the consolidation for mistakes made by inexperienced staff
neabers., The turnover in the professional staff as shown in Table 26

may have been a significant factor as well,

Is It As Bad As It Seems?

The Montana Council has received harsh criticism on numerous
issues from numerous individuals, As explained previously, changes
and problems at the natlonal level are responsible for some of the
blame, The tremendous decline in interest in the Scouting program
nationally is a reflection of problems well outside the responsibillity

of Montana,
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It may be consldered an accomplishment that the council has

survived at all considering the many negative factors it has encountered
in the last ten years, Four councils attempting to face similar
difficulties may have ended in much greater disaster., Since 1973,
there has been an 89 percent increase in prices, yet the Montana
Council continues operations on only a 48 percent increases in income,
A consolidated council may be the only vehicle by which Montana Scouting

survived such a decade of trials,

Recommendations for the Future

Based on the preceding review and evaluation of informatiom,

the following recommendations seem to be in order:

Organization of a Study Committee

Council leaders should immedlately organize a study committee
to consider the future feasibility of a single Montana Council., This
recommendation has already been acted upon in the September 1982
resolution of the Western Service Area., Resistance in support of a
single council should not be thought of as something to be overcome,
It should be considered as “ , . . a signal that something is golng
urons."l8 This study group needs to gather and evaluate all
relevant information concerning the future of the Montana Council,

It needs to gather input from the grass roots Scouter as well as
the council officer. As shown by North Dakota, the most important
result of such a study may be the restoration of confidence in local

Scouters that someone cares about their attitudes and feelings. The

lgLawrence, "How to Deal with Resistance to Change," p. 435.
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gtudy group must determine the best organizational structure to

sdainister Scouting to Montans in the 1980's,

Multlple Councils

If the study committee determines that Scouting can best be
gdministered by smaller councils, then the Montana Council should be
divided according to the most realistic plan, As stated earlier, the
consolidated council structure with iis resistance to change may make
such a decision unlikely, Decision makers at both the professional
and volunteer levels will have difficulty evaluating alternative
arrangements, "Changes in the enviromment can only be appreclated by
seall groups 1n1tially.“19 Divison into multiple councils may only
come as a result of vigorous pressure from the service areas,

One key issue underlying the effectiveness of multiple councils
is whether more than one council can support itself flnancially, Four
councils in 1973 were struggling financially. The consclidated council
in the following decade has also struggled financially. Intense
research in the local areas will be necessary to determine the extent
of increased fund raising that may accompany a return to multiple

councils,

Decentralization Within the Consolldated Council

If a multiple council organization is not deemed appropriate,
then an alternative form of single council organizatlon should be
considered, Alternatives will be dependent on National Council

bylaws and guidelines, Increased fund raising and volunteer support

19Hirsch. The Economics of State and Local Govermment, D. 27,
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may accompany a decentralization in responsibility and decision making,

Greater accountability for fund raising as well as budgeting could be
effectively placed on the service area level, Decentralization in
decision making will be faced with similar difficulties as division
into multiple councils, Change will come slow in a large organizational
structure.2°

An effective decentralization could allow increased local
decision making and localized budgeting. The ceniralized council
structure could still adminlister overall bookkeeping, personnel files,
computer services, etc,, to take advantage of desired economies of
scale, One Scout Executive could continue to recruit and train competent
pofessional staff members as well as interface with the National Council,
Professional Field Directors would handle area operations in conjunctlion
with an Area Board, Decentralization of key administrative functions
could decrease the conflict beiween service areas and council objectives,
Intergroup relations could become less competitive and more collabora-~
tive.21

The service area concept as conceived in Montana may originally
have been designed with these i1deas in mind, The actual provision as
outlined in the current bylaws, however, appears to be only a minor
concession to decentralization, The same sectlon which provides for

the existence of an area committee also excludes legislative authority

from the committee, The area committee's function presently is

20114,

21Schein. Organizational Psychology, p. 96.
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restricted to making “effective within the service area, policiles and

programs adopted by the Corporation."22

A Long-Range Plan for Recruiting a Professional Staff

Appropriats leaders should implement a long-range plan designed
to hire and develop a competent professional staff in Montana, Careful
investigation should be given to the causes of the excessive turnover
of previous staff members, Increased salaries and benefits to more
experienced professionals may more than pay for itself in increased
productivity,

Recruitment of Scout Bxecutives should emphasize the selection
of individuals whose leadership styles relate to the psychological
environment of Montana Scouting, The Scout Executive must provide
expertlise in the technical matters of administration such as program
planning, budgeting, and money raising, but must also activate the
necessary soclal influence among the disparate geographical areas to
achleve mutually shared goals., The successful‘1mplementation and
correlation of increased decision making at the service area level will
particularly require adequate delegation of authority and participative
management, "“Knowledge, reason, and technical know-how will not suffice”
as qualifications for the professional staff in Montanaj additional
skills in the “arts of persuasion and inducement, of tactics and
23

maneuver, of all that is involved in interpersonal relationships"™~ are

2ZBYlaws of the Montana Council, Boy Scouts of America, Article
VIII, Section 2,

23Norman H, Martin and John Howard Sims, "Power Tactics,” in
Organizational Psychology, 2nd ed,, ed, David A. Kolb, Irwin M, Rubin,
James M, McIntyre (Englewood Cliffs, New Jerseys Prentice-Hall, Inc.,
1974)' pt 1780
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critical for effective councll management. Ferhaps an individual from
Montana or an adjacent state that fulfills all othexr qualifications may

contribute an additional unifying influence on volunteers,

A Long-Range Plan for Recruiting Volunteer lLeadership

The long-range plan for bullding a competent professional siaff
should be accompanled by a long-range plan to recruit high caliber
volunteer leaders., North Dakota's efforts of recrulting capable

business and corporate leaders from around the state is a good example,

An Emphasis on Strengthening Psychologlical Support

Montana must follow North Dakota's example in strengthening
the psychological support of local leaders, The professional staff and
volunteer leaders must feel motivated to achieve the central objectives
of the council, This motivation will be attained only when they feel
that the goals of the council are a "satisfactory integration and
expression" of their "values and needs."zu Extensive efforts must be
made to involve local leaders in decision making. In North Dakota
this was accomplished by recruiting representative Executive Board
personnel from around the state who consulted local leaders prior to
decisions, Due to the much larger size of Montana, decentralization of
decision making to the service area level would allovw more local leaders
to attend decision making meetings., Involvement in planning and decision
making is crucial for organization members to support the objectives of

the organization.25

Zuhensis Likert, “The Nature of Highly Effective Groups,” in

Organizational Psychology, 2nd ed., ed. David A. Kolb, Irwin M, Rubin,
James M. McIntyre (Englewood Cliffs, New Jerseys Prentice-Hall, Inc.,
197‘*)0 po 1920

251vid., p. 195,
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Even at the service area level, there are many local leaders
who will not be able to attend key meetings, Efforts must be made to
keep these individuals informed and to obtain their input prior to
decisions, Increased involvement and participation in decision making
on a more localized level can "release reserves of energy and initiative®

in individuals and thus increase productivity.Z’

Summary

The consolidation of the Montana Council has not fulfilled the
objectives of its initiators, The generation of savings from increased
economies of scale was offset by a number of deseconomies arising from
the large geographical area of the state, The anticipated expanded
services have 1n fact contracted due to the decreased ability to raise
the necessary supporting funds, There has been a large number of
resignations and transfers among the professional staff, Increased
mrestige and exposure of Scouting in the state has also bteen offset
by negative developments that make any net improvement questionable,

It appears that the consolidation has had a profound negative
effect on the level of support from many local leaders, The constraints
of time and expense prevent many leaders from traveling to centralized
meetings and, therefore, from sharing acceptance and support of council
objectives, Missoula and Billings have not indicated acceptance of
consolidation since they opposed the idea originally and have not
supported it financially,

The Scouting program in Montana was affected by organizational
and social changes beyond the control of Montana, There appears to be

26Caxole Pateman, Participation and Democratic Theory, (Londons

Cambridge University Press, 1970), p. 108,

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



&4
a distinct relationship, however, between consolidation and the Montana

Council's inability to raise funds, The failure of people not living
in the headquarters city to grant financial support may be considered
a form of protest,

The process by which the consolidation was implemented could
have been improved, A study committee may have bettered the perceptions
of local leaders towards change by showing concern for their attitudes
and feelings, Unnecessary change could have been avoided so0 as to
minimize psychological impact,

Even though consolidation has had a negative effect on Montanan
Scouting, it may have been the only administrative vehicle that could
have survived the 1970's, Four councils may have encountered over-
whelming difficulties in facing inflation and the other problems of the
decade,

A study commitiee should be organized to study the future
feasiblliity of a single council, Since a single council is not being
adequately financed by its members, it should be divided into multiple
counclls or decentralized in budgeting and decision making power. The
return of decision making to the local level may be the only way to
strengthen financial support. Either structure must include a plan
for recruiting quality professional and volunteer leadership,

The past decade has had a critical effect on Scouting in Montana,
How Montana faces the next decade may be even more critical, A con-
solidated Montana Council as organized today does not appear to be the
most effective method of administering the Scouting program., Only
courage and dedication to quality will motivate Montana leaders to maka

the appropriate changes,
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