“The Talk”:     Den Formation / Den Leader Recruitment Discussion Scripts
(How to Talk about Why Dens Need Leaders and Need the Right Size)
Some Recruiting Resources assume you have all your leaders in place before Sign-Up Night, but … 
… let’s get real:
· most Packs are going to have to recruit Den Leaders after School Sign Up Night.
· Even if you had 6 den leaders lined up and trained, ready to take on a Pack of 48, if your School Sign Up Night is successful and you now have 100 registered Cub Scouts, you need another 6 or more Den Leaders
· Many Packs don’t have each of the “first six” Den Leaders recruited.  Maybe you have some, or some “maybes”.  Maybe you just have just the minimum five leaders, trying to start a new Pack, or re-start one.
· … and you might have a small Pack, just the size of a Den or two, and now you have to decide how to run a Cub Scout program designed for a Pack with full sized Dens of 8 or so Scouts.
You’ve got these 3 options if you have too many kids + not enough den leaders – here’s “pros and cons” of each:
	
	Option
	Pros
	Cons

	(1) 
	Den Meeting with 20, 30, 40 or More.  Just go ahead and try to have den meetings with 15 or 20 or 30 or more guided by whatever den leader you have, and hope that maybe someone jumps in to help with the 15 / 20 / 30 / more
	“At least we had a meeting”
Due to chaos, fewer show up next time
Maybe someone will feel sorry and step up
	Almost certainly a chaotic disaster
You’ll just have families that don’t mind chaos
Good leaders will look elsewhere

	(2) 
	Don’t Do Anything – Postpone Den Meetings.  Postpone all den meetings until each den has a leader and about 8 Scouts in the den (no more than 10)
	You avoid the chaos of the too large meeting
You have a chance to use different ways to recruit leaders / helpers
You can have an “all parents” meeting just to have “The Talk”
	You lose the interest of those who want to meet
But that really needs a lot of effort and sales work … work fast!
If there’s no fun activity, people will drop

	(3) 
	Do Easy Fun Group Pack Activities, not Den Meetings.  Postpone all den meetings for dens that haven’t formed in the right size with the right leaders, but have “easy” Pack Activities like pot luck picnic nights, or weekend fun events like swimming or fishing or short fun hikes or visit a nature center, and during those events have “The Talk”.  See www.atlantabsa.org/FunActivities for ideas.
Dens that have leaders and the right size can meet, and be the example!
	You’re having fun family events centered on Scouting
Parents can see how much fun kids have
Captive audience to have “the talk”
Many chances for “one on one” asks
	Nothing bad about that … easier to recruit now

Nothing bad about that … and they see the fun!

Nothing bad about that … look ‘em in the eye!  Ask “will you be a co-leader?”


If you have too many kids and not enough den leaders, please Do Easy Fun Group Activities, and lots of them until those Dens can launch at some point with a den leader trained and engaged – do not try to do intensive Den Meetings for dens that don’t have the right size with the right leaders.  Fun activities will work engage families better.  
Until you get enough den leaders for right sized dens, you’re going to have “The Talk” one or more times, either:
· “The Talk” with “separate Rank Level Den Groups” (so, just the families of potential Lions / Tigers / Wolves / Bears / Webelos / Arrow of Light Scouts trying to form Dens) (that’s Option One, next).
· “The Talk” with “all families in the Pack” (scroll down, that’s “Option Two”, a few pages below).
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Option One: Do “The Talk” with separate Rank Level Den Groups
Use this Option One with separate Rank Level Den Groups of potential Lions / Tigers / Wolves / Bears / Webelos / Arrow of Light Scouts trying to form Dens.  If you need to talk to everyone at one time, or more than one Rank Level, skip past this to “OPTION TWO: Do “The Talk” as One Big Group Discussion”
For dens that don’t have a Den Leader already recruited, discussion here is led by a Pack Leader, ideally someone who can be a “Mentor” to the den that doesn’t yet have a leader selected.  A Mentor should be someone already familiar with your Pack.  
· A Mentor might get the den started – but make clear that your role is temporary – and lead parents as they lead the first adventure(s) so the Scouts can start right away on their Cub Scout activities without any delay.
· Our Mixed Den Bobcat Adventure Plans are designed for parents to lead, and for an existing leader to just introduce parents.
Talk Leader (TL): “At this time we’ll break into a smaller groups for 15 minutes or so to discuss den organization at the ___ Grade level … and talk about who will be the Den Leaders as we play the game of Scouting, and answer any questions you may have.  But first, let’s get to know each other … let’s be sure we know each other and why we’re here.” 
· Talk Leader to introduce herself/himself and background in Scouting – and explain your role with the Pack.  
· Give everyone a chance to introduce themselves, and think about who to follow up with.
TL:  “OK, let me review Cub Scouting with each of you:  Cub Scouting is designed for family fun. … “
· Start with the easy, fun part:  activities.  Review the fun weekend events that the Pack has on the calendar, so that they see what there is to look forward to … and feel free to solicit ideas of fun things families like to do or field trip locations, because that might lead to more and better activities, and possible new Assistant Den Leaders or helpers … and activity leaders.  
· TL:  “So here we are … we’ve got a calendar of events we’d like to do (review those … ask for a show of hands about “who would like to do something like that” … feel free to ask “what else would you like to do?” … roll out other ideas that may be on your Pack wish list of events … )
· [Idea:  if you have a bunch of ideas about places to go and things to see … roll with that … try to get parents engaged, committed to participate, maybe some willing to help or even organize.  It is easier to get a parent to say “I’ll organize the picnic for the Fishing Outing” or “I can organize some games” than it is to say “I’ll be a Den Leader” … but once you get an organizer for the picnic or games, you might find that person is your Den Leader or Co-Leader.]
· TL:  “Cub Scouting is pretty simple: if it’s fun for kids, fun for families, and safe – then it’s Cub Scouting.  When we do fun and good things with our kids, and teach them the lessons of the Scout Law (Trustworthy, Loyal, Helpful, Friendly, Courteous, Kind, Obedient, Cheerful, Thrifty, Brave, Clean and Reverent), we’re doing great Cub Scouting!”
· TL:  “Let’s talk about Handbooks, and about what’s called the “Advancement Method”.  Each grade level has a different Cub Scout Handbook: each one has “Adventures” that Scouts and their Den and Family can work on.  These lead to key activities that can happen during the year to earn the rank.  The Handbook focuses both on things that are fun to do and other things that parents would want their kids to experience.
· TL: “Let me explain what Den Adventures are (also called den meetings):  those flow from the Handbook.  The Den gathers to do fun things and important things, to work on the Adventures in their Handbooks, make friends and have fun together.
· Explain how your Den adventures (den meetings) will work after the Den is organized into the right size (about 8, not more than 10) with a committed Den Leader, and where.  And how often you’ll meet (most dens meet twice a month, not weekly – den families can set the schedule and meet more if they want, provided there are enough attending leaders).  
· TL: “Some Den adventures are run by a Den Leader with help from Assistants and others … other Dens operate by parents taking turns being in charge of an adventure or the “program” parts of the adventure in areas of their interest or ability.  Where that sharing works out, the Den Leader can be the scheduler, operate as the “master of ceremonies” to coordinate, and facilitate assignments for Den Adventures and communicating to the Den.  
· Share a Bobcat Adventure plan either from a Den Leader Guide or a Mixed Den Bobcat Adventure Plan.  Explain how a Den Adventure works.  For a Den without a leader, walking through the parts of an adventure – and showing how the adventure plan gives you what you need to run an adventure – is really helpful.  
· TL: “Any of us can be a Den Leader or Assistant – we’re parents, so we know a lot about kids already – that’s what it takes.  And where sharing program parts of a meeting works out (when parents take turns leading the “program” parts of the adventure in areas of their interest or ability), the Den Leader can be the scheduler, operate as the “master of ceremonies” to coordinate, and facilitate assignments for Den Adventures and communicating to the Den.
· [OPTION (if you have both boys and girls):  TL: “Since we have both boys and girls in our pack, you may have heard that boys are in dens of boys, and girls are in dens of girls.  While true, also true is that those dens can, if they want, do all of their activities together – it’s up to the families in the dens and the leaders.  Even if we don’t do everything together, multiple dens at the same rank can plan together, and do many things together, like field trips.  [If your dens all meet in the same location at the same time, you might add: “and when we meet, we can do many den adventure activities together, like games, opening and closing ceremonies, and we can share guests and/or rotate special programs.”]  ]
· And we’re serious that the Den size needs to be about 8, not more than 10 … each Den has to have a Den Leader, and we’re not going to ask any Den Leader to take on more, because that’s not fair to the Den Leader.
· If possible, get consensus on a Den meeting time and place for when the Den is set at the right size with a Den Leader.
· If you have a Mentor, confirm that he or she will be present at the first Adventure or two.  The natural leader of the group will emerge and can eventually lead the den without assistance, but this may take some mentoring.
· If you have a leader, or if you a Mentor will lead the first Adventure or two, identify who will lead (or be the key assistants) at the first Den adventure and work toward delegating things for parents to do for future adventures.  You might say “I’ll be there to help one of you who will be the leader”.
· The Mentor should use a Bobcat Adventure Plan and assign key parts to individuals (especially those who have leader potential), so that the Mentor assigns parents to (1) lead openings and closings (scripted for them), lead a game (with specific instructions), (2) lead a “Den Code of Conduct” discussion (with some ideas for leading questions), and (3) lead other den adventure activities.  Leading those elements will make the new parents more comfortable leading the den.  
· Most parents are willing to help, but need some experience to know they could be a Den Leader or Co-Leader.  
	[OPTION (More than One Den, but no Second Leader Yet!!): Den Leader: if a lot of families show up, more than you can handle in one den, and you don’t have more Den Leaders lined up, you’ll need to address this situation – here’s one way:
· TL: “This is a terrific turnout, and I’m really excited to see so many families interested!  We’ve got enough kids for 2 (3) dens – so you know, the ideal size for a den is about 6 to 8, maybe 10 if there’s enough assistants.  Fewer than 6 or so, and it’s not big enough for fun – and more than 9 or 10, then it’s hard to manage, plus some kids might feel lost in the crowd.  
· Now, here’s the good news: multiple dens at the same rank can plan together, and do many things together, like field trips.  [If your Pack’s dens all meet in the same location at the same time, you might add: “and when we meet, we can do many den adventure activities together, like games, opening and closing ceremonies, and we can share guests and/or rotate special programs between our smaller den groups.”].  So we’re all in this together, even if we have more than one den at this rank.
If you don’t get volunteers, say “OK, there’s a lot to think about here, and we’ll be in touch about who can lead and help.
End (More than One Den, but no Second Leader Yet!!) OPTION]


· Explain that Leader training is available at https://my.scouting.org/ and live in person (know when and where –remind that if you do an internet search of the words cub leader training atlanta you’ll get connected to training dates).  
· By this time, you may have noticed one or two parents engaged.  Ask for a volunteer to consider helping take a Den Leader or Assistant role.  It’s not uncommon to get no response or reluctance when asking for volunteers when addressing the group.  
· If nobody steps up, you might also ask “OK, if someone else was willing to be Den Leader, who here would agree to be an ‘assistant’ and help the den leader, maybe not every adventure, but at least once a month?  Because the best way to get someone else to be your child’s den leader is if you and other parents agree to help!”
· See if you can get several volunteers (like “every other time”), because they can be “Co-Leaders”.  If you get a lot of “assistant” commitments, it can be easier for a parent to say “Oh, OK, I’ll take your help and be the leader … thanks”.  
· Don’t be afraid to identify a person and ask them directly after the event ends … so that you can pitch this privately and not put the parent on the spot.  Most people don’t respond unless asked directly.  Use your intuition about who else you might involve in recruiting, because it might be more successful with two people making "The Ask".
· If you don’t get volunteers, say “OK, there’s a lot to think about, and we’ll be in touch about who can lead and help.
· Take Questions about the Pack, Scouting, anything else parents have questions about.  
· Close with “Let me remind you that Scouting works because we have so many parents involved.  We’re going to ask everyone to let us know some things you may be able to do to help our Scouts with activities.  If you haven’t done so yet, please fill out the parent survey and give it to a leader tonight.  Everyone has a secret talent, so let us know what your talent is that would be fun for us to work into our program this year.”
· [OPTION (if someone “stepped up”):  “Also let’s congratulate our new ___ (Den Leader, assistant Den leaders) at this time…anyone who made a commitment to help tonight, please stand and let us recognize you.  Thank you for your help!”
· 
- 2 -
Option Two: Do “The Talk” as One Big Group Discussion
Use this Option if you need to talk to everyone at one time, or more than one Rank Level (that ones that don’t have Den Leaders yet), if you don’t have enough leaders to break into separate Rank Level Den Groups … or if you’re a small Pack, maybe you will start out with some “mixed dens” – like Tigers/Wolves or Wolves/Bears or Tigers/Wolves/Bears.
Discussion here is led by one or more Pack Leaders, ideally some who can be “Mentors” to the dens that don’t yet have a leader selected.  A Mentor should be someone already familiar with your Pack.  
· A Mentor might get the den started – but make clear that your role is temporary – and lead parents as they lead the first adventure(s) so the Scouts can start right away on their Cub Scout activities without any delay.
· Our Mixed Den Bobcat Adventure Plans are designed for parents to lead, and for an existing leader to just introduce parents.
· Try to group parents into “rank level groups”, and assign any other leaders to sit with them, since you can have the other leaders support what you’re saying, get to know the families, and maybe pick up on who might lead.
Talk Leader (TL): “Let’s talk about who will be the Den Leaders as we play the game of Scouting, and answer any questions you may have.  But first, let me introduce myself. 
· Talk Leader to introduce herself/himself and background in Scouting – and explain your role with the Pack.  
· [If the group is small: Give everyone a chance to introduce themselves, and think about who to follow up with.
TL:  “OK, let me review Cub Scouting with each of you:  Cub Scouting is designed for family fun. … “
· Start with the easy, fun part:  activities.  Review the fun weekend events that the Pack has on the calendar, so that they see what there is to look forward to … and feel free to solicit ideas of fun things families like to do or field trip locations, because that might lead to more and better activities, and possible new Assistant Den Leaders or helpers … and activity leaders.  
· TL: “So here we are … we’ve got a calendar of events we’d like to do (review those … ask for a show of hands about “who would like to do something like that” … feel free to ask “what else would you like to do?” … roll out other ideas that may be on your Pack wish list of events … )
· [Idea:  if you have a bunch of ideas about places to go and things to see … roll with that … try to get parents engaged, committed to participate, maybe some willing to help or even organize.  It is easier to get a parent to say “I’ll organize the picnic for the Fishing Outing” or “I can organize some games” than it is to say “I’ll be a Den Leader” … but once you get an organizer for the picnic or games, you might find that person is your Den Leader or Co-Leader.]
· TL: “Cub Scouting is pretty simple: if it’s fun for kids, fun for families, and safe – then it’s Cub Scouting.  When we do fun and good things with our kids, and teach them the lessons of the Scout Law (Trustworthy, Loyal, Helpful, Friendly, Courteous, Kind, Obedient, Cheerful, Thrifty, Brave, Clean and Reverent), we’re doing great Cub Scouting!”
· TL: “Let’s talk about Handbooks, and about what’s called the “Advancement Method”.  Each grade level has a different Cub Scout Handbook: each one has “Adventures” that Scouts and their Den and Family can work on.  These lead to key activities that can happen during the year to earn the rank.  The Handbook focuses both on things that are fun to do and other things that parents would want their kids to experience.” 
· TL: “Let me explain what Den Adventures are (also called den meetings):  those flow from the Handbook.  A Den gathers to do fun things and important things, to work on the Adventures in their Handbooks, make friends and have fun together.
· Explain how your Den adventures (den meetings) will work after each Den is organized into the right size (about 8, not more than 10) with a committed Den Leader, and where.  And how often each can meet (most dens meet twice a month, not weekly – den families can set the schedule and meet more if they want, provided there are enough attending leaders).  
· TL: “Some Den adventures are run by a Den Leader with help from Assistants and others … other Dens operate by parents taking turns being in charge of an adventure or the “program” parts of the adventure in areas of their interest or ability.  Where that sharing works out, the Den Leader can be the scheduler, operate as the “master of ceremonies” to coordinate, and facilitate assignments for Den Adventures and communicating to the Den.  
· Share a Bobcat Adventure plan either from a Den Leader Guide or a Mixed Den Bobcat Adventure Plan.  Explain how a Den Adventure works.  For a Den without a leader, walking through the parts of an adventure – and showing how the adventure plan gives you what you need to run an adventure – is really helpful.  
· TL: “Any of us can be a Den Leader or Assistant – we’re parents, so we know a lot about kids already – that’s what it takes.  And where sharing program parts of a meeting works out (when parents take turns leading the “program” parts of the adventure in areas of their interest or ability), the Den Leader can be the scheduler, operate as the “master of ceremonies” to coordinate, and facilitate assignments for Den Adventures and communicating to the Den.
· [OPTION (if you have both boys and girls):  TL: “Since we have both boys and girls in our pack, you may have heard that boys are in dens of boys, and girls are in dens of girls.  While true, also true is that those dens can, if they want, do all of their activities together – it’s up to the families in the dens and the leaders.  Even if we don’t do everything together, multiple dens at the same rank can plan together, and do many things together, like field trips.  [If your dens all meet in the same location at the same time, you might add: “and when we meet, we can do many den adventure activities together, like games, opening and closing ceremonies, and we can share guests and/or rotate special programs.”]  ]
· And we’re serious that the Den size needs to be about 8, not more than 10 … each Den has to have a Den Leader, and we’re not going to ask any Den Leader to take on more, because that’s not fair to the Den Leader.
· [OPTION (“mixed grade dens”):  TL: “Now, ideally we’d have Scouts from each grade in their own den, but like some Packs since we don’t have 6 Scouts at each grade level, we may start out meeting in some “mixed dens” so that there can be a fun sized den.  So those dens will be working together on Handbook Adventures with both ages until we have enough Scouts to break into separate or smaller dens.”  
· [OPTION (if you have enough for more than one at each Rank Level):  TL: “This is a terrific turnout, and I’m really excited to see so many families interested!  We’ve got enough kids for 2 (3) dens at the __ level – so you know, the ideal size for a den is about 6 to 8, maybe 10 if there’s enough assistants.  Fewer than 6 or so, and it’s not big enough for fun – and more than 9 or 10, then it’s hard to manage, plus some kids might feel lost in the crowd.  
· Now, here’s the good news: multiple dens at the same rank can plan together, and do many things together, like field trips.  [If your Pack’s dens all meet in the same location at the same time, you might add: “and when you meet, you can do many den adventure activities together, like games, opening and closing ceremonies, and you can share guests and/or rotate special programs between our smaller den groups.”].  So you’re all in this together, even if you have more than one den at this rank.
· If possible, get consensus on Den meeting times and places for when Dens are organized into the right size with Den Leaders, Den Co-Leaders and Assistants.  [If each den can set their own schedule, you might have any attending leaders sitting in the Rank Level groups of parents take some time to chat about this.]
· If you have a Mentor for a Den, confirm that he or she will be present at the first Adventure or two.  The natural leader of the group will emerge and can eventually lead the den without assistance, but this may take some mentoring.
· If you have a leader, or if you a Mentor will lead the first Adventure or two, identify who will lead (or be the key assistants) at the first Den adventure and work toward delegating things for parents to do for future adventures.  You might say “I’ll be there to help one of you who will be the leader”.
· The Mentor should use a Bobcat Adventure Plan and assign key parts to individuals (especially those who have leader potential), so that the Mentor assigns parents to (1) lead openings and closings (scripted for them), lead a game (with specific instructions), (2) lead a “Den Code of Conduct” discussion (with some ideas for leading questions), and (3) lead other den adventure activities.  Leading those elements will make the new parents more comfortable leading the den.  
· Most parents are willing to help, but need some experience to know they could be a Den Leader or Co-Leader.  
· Explain that Leader training is available at https://my.scouting.org/ and live in person (know when and where –remind that if you do an internet search of the words cub leader training atlanta you’ll get connected to training dates).  
· By this time, you – or your attending leaders sitting in the Rank Level groups of parents – may have noticed one or two parents engaged.  Ask for a volunteer to consider helping take a Den Leader or Assistant role.  It’s not uncommon to get no response or reluctance when asking for volunteers when addressing the group.  
· If nobody steps up, you might also ask “OK, if someone else was willing to be Den Leader, who here would agree to be an ‘assistant’ and help the den leader, maybe not every adventure, but at least once a month?  Because the best way to get someone else to be your child’s den leader is if you and other parents agree to help!”
· See if you can get several volunteers (like “every other time”), because they can be “Co-Leaders”.  If you get a lot of “assistant” commitments, it can be easier for a parent to say “Oh, OK, I’ll take your help and be the leader … thanks”.  
· Don’t be afraid to identify a person and ask them directly after the event ends … so that you can pitch this privately and not put the parent on the spot.  Most people don’t respond unless asked directly.  Use your intuition about who else you might involve in recruiting, because it might be more successful with two people making "The Ask".
· If you don’t get volunteers, say “OK, there’s a lot to think about, and we’ll be in touch about who can lead and help.
· Take Questions about the Pack, Scouting, anything else parents have questions about.  
· Close with “Let me remind you that Scouting works because we have so many parents involved.  We’re going to ask everyone to let us know some things you may be able to do to help our Scouts with activities.  If you haven’t done so yet, please fill out the parent survey and give it to a leader tonight.  Everyone has a secret talent, so let us know what your talent is that would be fun for us to work into our program this year.”
· [OPTION (if someone “stepped up”):  “Also let’s congratulate our new ___ (Den Leader, assistant Den leaders) at this time…anyone who made a commitment to help tonight, please stand and let us recognize you.  Thank you for your help!”
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