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In order to guide scouts to a higher rank within Scouts BSA (formerly Boy Scouts of 
America), youth leaders and troop leaders meet in-person and plan what will be done 
over a year on paper in a conflagration of groupthink and preference. Troop leaders 
will lend guidance to what is possible, but it is largely up to the youth leaders as to 
what they will work on within a given month (and year). 



Scoutbook, an app used to manage the entire scouting experience, is starting to show 
its age despite being designed in-house at Scouts BSA a year ago. The app isn’t 
serving the needs and work of troop leadership due to a distinct lack of features 
relevant to guiding scouts to where they need to be. 


Background

Scouts BSA has a scout retention problem. Youth leaders and troop leaders need a 
way to help their scouts rise in rank so that scouts feel engaged and rewarded for 
their progress. Scouts who don’t make it to the rank of Scout First Class within the 
first year are 80% likely to drop out of Scouts BSA.



Scouts BSA tasked me with learning as much as I could about the organization, how 
scouts rise in rank, and how plans and meetings are created, so that I could design an 
app that will serve the needs of the troop leadership in keeping scouts on track.

The Problem

Research & consolidation: I performed 
domain research, desk research, interviewed 
former youth leaders, created personas, and 
wrote all user stories for each persona.  


Design execution & validation: For this 
project, I designed an iterative series of high-
fidelity wireframes, as well as testing prototypes.



Leadership: I partnered with the product 
manager and development team and led 
discussions and structured ideation sessions 
with the client and creative teams. 

My Role and Responsibilities 

November 2019 - January 2020 

Timeline

Sketch

InVision

Google Sheets

Zeplin

Tools

Youth leaders and troop leaders need a way to help their scouts rise in rank so that 
scouts feel engaged and rewarded for their progress. 

Problem Statement

How might we help youth leaders level up their scouts to increase scout 
participation and engagement? 

Design Question
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Solution

I designed the Scouts BSA Leader app, a 
system that helps youth leaders and troop 
leaders understand where their scouts are 
(by rank and badge) and what they'll need to 
do (recommendations) to efficiently achieve 
the rank of First Class and beyond.



The app uses assistive technology that 
trains on facets to learn and suggest 
program features (activities, events, games, 
and materials) in the building of plans and 
meetings in order to provide for 
opportunities of friction and lift 
necessary to rise in rank in the 
organization.

SCOUTS BSA LEADER APP
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My Design Process

My design process for the Scouts BSA 
project follows roughly the EDIPT process: 
Empathize, Define, Ideate, Prototype, 
Test, with iteration as needed across the 
phases. This wasn’t necessarily by design, 
but I had to understand the user, their 
context of work, and the problem before 
hopping into wireframes or Sketch. 

SCOUTS BSA LEADER APP

Empathize Define

Iterate Always

Ideate Prototype Test
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Project Schedule

As you can see, no research or discovery 
was planned or scheduled for this 
particular project. I was able to perform a 
deep read of all the relevant manuals and 
do a few interviews with former youth 
leaders to better understand the problem 
and what scouts do to secure ranks within 
the organization.   


Needless to say, we had a tight window to 
start to deliver to the SBSA product teams 
and development teams.

SCOUTS BSA LEADER APP
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Our creative team received the following 
business objectives within a project charter. I 
kept these business objectives in mind when 
designing experiences for the users - youth 
leaders and the troop leaders. 

Business Objectives

SCOUTS BSA LEADER APP

EMPATHIZE

Help youth leaders level up their scouts in rank to increase retention.

Simplify the online experience for youth leaders.

Simplify communication between youth leaders and troop leaders. 

Simplify communication between patrol leadership council.
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I studied the following handbooks to analyze 
the duties of youth leaders and troop leaders. It 
shouldn’t go unstated as to how much 
information there was to comb over in order to 
understand the entire ecoystem in which youth 
leaders, troop leaders, and scouts interact.   

I was unable to receive permission to contact 
current scouts to validate their experience when 
it comes to leading the troop or reasons for 
staying/leaving the organization. I did, 
however, have a few informal interviews with 
former youth leaders through a couple of 
connections. 

Desk Research

SCOUTS BSA LEADER APP

EMPATHIZE
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Empathy Maps

After speaking to troop leaders and youth 
leaders, I performed some analysis and 
synthesis to organize insights from these 
discussions into empathy maps. I selected 
empathy maps to get a better sense of who 
these people are, what they need to do 
their Scouts BSA work, and what they need 
to guide scouts to higher ranks.   

My internal creative team was very excited 
to have this information summarized in 
this manner as it helped them empathize 
with the people who will use the product 
and helped organize their thinking and 
understanding. 

Empathy Maps

Related Documents

SCOUTS BSA LEADER APP

DEFINE

APPENDIX
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For those feeling a bit overwhelmed by the 
empathy map presentation, I created personas 
to help our leadership team understand these 
types of leaders (troop and youth leaders) and 
what needs to be done to assist them in 
promoting scouts to a higher rank within the 
organization. 

Personas

Personas

Related Documents

DEFINE

SCOUTS BSA LEADER APP

APPENDIX
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Ecosystem Map

To validate my understanding of the 
Scouts BSA ecosystem, I created a map 
showing all of the parties and their 
relationships. The Scouts BSA product 
owner and stakeholders vetted this map 
and verified that it was an accurate 
depiction of the relationship between the 
leaders, plans, and meetings. 

Ecosystem Map

Related Document

SCOUTS BSA LEADER APP
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Future Workflow (Running the Meeting) / Site Maps
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The current workflow for troop planning is 
an in-person and paper-based process that 
is based on the annual plan - a rough 
skeleton of what the troop will work on 
over time.



In discussions with Scouts BSA’s SMEs and 
former youth leaders, this workflow felt 
considerably ad hoc and not particularly 
helpful or useful when looking for 
recommendations for what the troop 
should do next. Groupthink tends to take 
over and the loudest voice dictates what 
should be worked on during a particular 
month. 

Current Workflow 

Who Does What

Current Workflow - Who Does What

Related Document

SCOUTS BSA LEADER APP

IDEATE

APPENDIX
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The current planning process is done 
in-person within Patrol Leader Council 
meetings. Within these planning 
sessions, weekly meetings and activities 
are proposed according to the theme 
within the ratified Annual Plan. 
Handbooks and leadership are 
consulted to suggest activities for each 
week’s meeting. When all the sections of 
each meeting have been agreed upon by 
council, the scribe or senior patrol 
leader will capture the meeting plan on 
paper. Each document will then be 
distributed to the troop and youth 
leaders for their records and 
safekeeping.   

What could go wrong? 

Current Workflow 

Planning a Meeting

Current Workflow - Planning a Meeting

Related Document

IDEATE

SCOUTS BSA LEADER APP

APPENDIX
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After reviewing SBSA’s business needs, as 
well as the needs of youth leaders and 
scoutmasters, I generated a number of 
experience objectives to better frame the 
lo-fi and hi-fi experience. These objectives 
were presented to senior management at 
SBSA, and they stated they were 
enthusiastically on board with the 
direction of these objectives. 

Experience Objectives

Experience Objectives

Related Document

SCOUTS BSA LEADER APP

IDEATE
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After documenting the planning and 
meeting workflow, I moved on to writing all 
of the user stories from the perspective of 
the user and their needs, as well as  
business objectives. The user stories were 
then delivered to SBSA for approval and 
product and requirements definition. 

User Stories

SCOUTS BSA LEADER APP

IDEATE
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After writing the user stories, I created an 
information architecture map/screen flow 
so that the SBSA product team could 
ultimately weigh in on the features 
necessary to reach a MVP candidate. Very 
little was removed from the map; they 
wanted to do it all. 

Initial IA Map

Initial IA Map

Related Document

IDEATE

APPENDIX
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Taking a meeting, a paper-based process, 
and moving it to digital was a bit of an 
undertaking.  This new workflow provides 
the senior patrol leader the ability to add, 
edit, or delete a meeting from their 
desktop, tablet, or phone. In adding or 
editing a meeting, certain sections of a 
meeting would connect to a content 
repository tagged with various facets to 
pair activities, games, and other activities, 
with the meeting theme. Over time the 
pairing of content would seed and train the 
system in offering recommendations on 
how to quickly move to the First Class rank 
and subsequent ranks. 



Future Workflow 

Planning a Meeting

Future Workflow - Planning a Meeting

Related Document

IDEATE

SCOUTS BSA LEADER APP

APPENDIX
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Proposed changes to the meeting workflow 
will have the youth leader run through a 
checklist to indicate that each item is 
complete. When the youth leader 
concludes the meeting, they will be asked 
how many of the activities they performed 
so that the organization can see how much 
of each meeting is being performed. This 
feedback will give SBSA a better 
understanding of what parts of a meeting 
may need to be tweaked in moving from a 
paper-based to digital experience. 

Future Workflow 

Running the Meeting

Future Workflow - Running the Meeting

Related Document

SCOUTS BSA LEADER APP

IDEATE

APPENDIX
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To round out this particular phase in the 
product design lifecycle, I was asked to 
create a site map so that the Scouts BSA 
product team and my design team could 
visualize the hierarchical relationships 
between the navigation and the app 
content for each type of user.  

Site Maps

Site Maps

Related Document

SCOUTS BSA LEADER APP

IDEATE
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After the youth leader or troop leader has 
signed in, they will view a dashboard with 
sections dedicated to Resources, 
Handbook, Calendar, Training, and 
Communications. The leader will swipe 
their way through the screens to get to a 
section they need to access. Tab navigation 
also exists to get to the most important 
areas (Plans, Meetings, Dashboard, and 
Troop).   

Notifications and suggestions appear 
within view, as well as a section dedicated 
to leveling up the scouts - Quest to First 
Class. 

High-Fidelity Wireframes 
Dashboard

High-Fidelity Wireframes Deck

Related Document

PROTOTYPE

SCOUTS BSA LEADER APP

APPENDIX
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In the Quest to First Class section of the 
app, the youth leaders can view 
recommended plans to make their own, as 
well as rank requirements, and very 
targeted timelines to help level up their 
scouts to the rank of First Class and 
beyond.  
 

Recommended plans don’t stop at First 
Class. Scouts BSA plans to create 
recommended plans for other ranks (Quest 
to Eagle Scout, for example). 

High-Fidelity Wireframes 
Quest to First Class

High-Fidelity Wireframes Deck

Related Document

SCOUTS BSA LEADER APP

PROTOTYPE

APPENDIX



20

I designed out a section dedicated to 
maintaining and communicating with the 
troop/individual scout. The youth leader 
can quickly drill down to locate scout or 
troop leadership profiles to communicate 
important information to that individual. 
From the scout profile, the youth leader 
can contact the scout’s parents (for any 
absences or concerns), view scout activity, 
merit badges earned, the scout’s 
attendance, the scout’s rank achieved, and 
their rank requirements (needed or 
achieved). 

High-Fidelity Wireframes 
Troop & Scout Profile

High-Fidelity Wireframes Deck

Related Document

SCOUTS BSA LEADER APP

PROTOTYPE

APPENDIX



21

The Rank Guide shows scout progress 
towards all possible ranks. The Rank 
Requirements screen shows progress 
toward completing an individual rank. 



These screens help show the youth leader 
where a scout is within an individual rank, 
but also where they are within the entire 
Scouts BSA rank system.

High-Fidelity Wireframes 
Rank Guide & Rank Requirements

High-Fidelity Wireframes Deck

Related Document

SCOUTS BSA LEADER APP

PROTOTYPE

APPENDIX



22

To create a plan, the youth leader would 
select a month, theme, week, and any 
details about where the troop will meet. 
Each section of the plan is clearly labeled 
for a sense of place in the planning process. 
Content will be made available based on 
the theme selected by the youth leader. 
The troop leader will then review the plan 
to verify that it fits the monthly/annual 
plan and it is appropriate for the current 
theme.

High-Fidelity Wirefames 
Create a Plan

High-Fidelity Wireframes Deck

Related Document

SCOUTS BSA LEADER APP

PROTOTYPE

APPENDIX
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After a monthly plan (or annual plan) has 
been generated by a youth leader, the troop 
leader will receive notifications that a plan 
is ready for review. The troop leader will 
review each plan month-by-month and 
week-by-week with a summary that either 
approves the plan or requests changes from 
the patrol leadership council. An optional 
notes section will provide context to any 
proposed changes. 

High-Fidelity Wireframes 
Troop Leader Reviews Plan

High-Fidelity Wireframes Deck

Related Document

SCOUTS BSA LEADER APP

PROTOTYPE

APPENDIX
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When a plan has been approved, the plan 
will be set to active and the patrol leader or 
senior patrol leader can then run a 
meeting. When the youth leader opens 
today’s plan, they will make their way 
through a checklist so that they and the 
troop leader know how much of the 
meeting was completed and what was 
accomplished. 

High-Fidelity Wirefames 
Today’s Plan/Meeting

High-Fidelity Wireframes Deck

Related Document

SCOUTS BSA LEADER APP

PROTOTYPE

APPENDIX
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As youth leaders will more than likely be 
entering this experience through laptops or 
desktops it was desired by Scouts BSA to 
take the responsive app and port it to 
desktop. I designed twelve representative 
high-fidelity wireframes to provide 
guidance to the design and development 
teams how the mobile patterns could 
display within the desktop version of the 
app.  

High-Fidelity Wireframes 
Desktop Version

High-Fidelity Wireframes Deck

Related Document

SCOUTS BSA LEADER APP
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APPENDIX
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As each section was wireframed, reviewed, 
and approved, I updated the IA Map/screen 
flow to reflect any changes to the screens, 
as well as any connections between 
sections of the app. 

Revised IA Map 
Screen Flow

Revised IA Map - Screen Flow

Related Document

SCOUTS BSA LEADER APP

PROTOTYPE

APPENDIX
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Results

88% success rate for all scenarios during usability testing.

SBSA considered this engagement a success.  
After delivering the wireframes and assets to the 
client, we discovered that 88% of participants 
were able to get through all of the scenarios in 
usability testing.  

SCOUTS BSA LEADER APP



What I Learned

We had to understand the ethical bind of 
introducing machine learning in assisting the 
scouts’ planning process. Who benefits from 
introducing this technology? Who shapes and 
dictates the elements of an effective plan? The goal 
of this project wasn’t to take away the 
serendipitous feel of arriving on a theme for a 
month but to add training wheels to what felt like 
a very undirected planning process.

Don’t Remove the Fun

SBSA is highly sensitive about providing access to 
existing scouts, let alone youth leaders and 
scoutmasters. To get a perspective into the lives of 
youth leaders and their interactions with scouts, I 
did quite a bit of desk research and talked to a few 
former senior patrol leaders about their experience 
in running meetings and presenting annual plans 
before the SBSA council. It would have been 
beneficial to talk to existing scouts to better 
understand why they stay with or leave SBSA 
during their first year. 



Designing for the Inaccessible

One concern I had for this project was whether the 
designs I provided would be tested for usability 
issues. I had to trust that someone from SBSA would 
perform the usability testing in due time. I learned 
from the R&P account manager a month after the 
project ended that SBSA had performed testing and 
that the designs had tested extremely well (87%+ 
pass for all scenarios) with the youth leader and 
troop leader participants. 

Usability Matters

SCOUTS BSA LEADER APP
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Personas
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B1
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B2
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Ecosystem Map
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Current Workflow -  
Who Does What
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D1
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Current Workflow -  
Planning a Meeting
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E1
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Experience Objectives
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Initial Information  
Architecture Map
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Future Workflow -  
Planning a Meeting
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Future Workflow -  
Running the Meeting
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Site Maps
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High-Fidelity Wireframes
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Mobile Wireframes
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Mobile - Dashboard
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K2

Mobile - Quest to First Class
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K3

Mobile - Troop View Mobile - Scout View
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K4

Mobile - Rank Guide Mobile - Rank Requirements
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K5

Mobile - Youth Leader - Create a Plan
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K6

Mobile - Troop Leader - Reviews Plan

SCOUTS BSA LEADER APP



K7

Mobile - Today’s Plan/Meeting
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Desktop Wireframes
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Mobile - Today’s Plan/Meeting

Desktop - Login Screen
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Desktop - Modal
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K10

Desktop - Feature Modal
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Desktop - Dashboard
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K12

Desktop - Slideout

SCOUTS BSA LEADER APP



K13

Desktop - My Profile Flyout
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K14

Desktop - Troop View
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K15

Desktop - Scout Profile
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K16

Desktop - Rank Guide & Requirements
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K17

Desktop - Rank Guide & Requirements
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K18

Desktop - Meetings and Meeting Selected
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K19

Desktop - Plans
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Revised Information

Architecture Map
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Thank you for reading!
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