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County Safety Advisor Strategy Toolkit



Purpose
This toolkit supports County Safety Advisers (CSAs) in enabling their Counties, Districts, and Groups to deliver safe, inclusive, and welcoming Scouting, where young people and volunteers feel confident, supported, and that they belong.

You can find out more about the new strategy here: Place to Belong — Our Strategy to 2035 and the first three-year plan (2026–2029).

This is not an audit pack or compliance framework. It is a set of enabling tools that Counties can adapt locally to complement and support the design and review of their County strategy plan.

It is designed to:
· Enable adventure rather than restrict it.
· Embed safety as part of a great programme and belonging.
· Strengthen learning from incidents.
· Help volunteers and young people feel confident, supported, and that they belong.

How to use this toolkit
· Use tools individually or as a light programme over 12–24 months.
· CSAs are not expected to fix everything; your role is to connect, enable, and support, not to take over.
· Focus on one or two priorities, not everything.
· Keep activity proportionate to local need.
· Emphasise support, confidence and learning, not inspection.
· Stop one thing for every new action you introduce.

Facilitator notes
General facilitation principles
· Keep sessions supportive, not evaluative. People share more when they feel safe.
· Focus on lived experience over paperwork. Ask “What does this feel like?” not “What does the policy say?”
· Capture learning, not action lists. A few clear insights are worth more than a long to-do list.
· End with one clear next step. Not five. One.
· Trust grows when people feel listened to, not measured.

Common pitfalls to avoid
· Turning reflection into audit: if people feel assessed, they will perform rather than reflect.
· Local variation is expected: Counties, Districts, and Groups will not all look the same, and not every difference is a problem.
· Creating new processes unnecessarily: the strategy asks us to simplify, not add.
· Retaining actions that should sit with Districts or Groups: County support is not County control.

Tool-by-tool facilitation tips

	Tool serial
	Tool
	Key facilitation principle

	1
	Strategy mapping
	Keep the strategy section light and brief. Spend most of the time on lived experience and local reality.

	2
	Health check
	The RAG rating is a conversation starter, not a score. Ask “What makes you say Amber?” and guide the conversation.

	3
	Adventure enabler
	Default to enabling, not escalating. The question is “How do we help this happen?” not “Should we allow this?”

	4
	Volunteer conversations
	Check volunteer wellbeing first. Before any learning conversation, make sure the person is okay.

	5
	Incident learning
	Share themes only, never stories. Anonymise thoroughly. The aim is pattern recognition, not case review.

	6
	Action planning
	Stop one thing for every new action. If the plan only adds, it will not be sustainable.
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Tool 1 – Strategy-to-Safety mapping workshop
	Best used with
	County Leadership Team, County and District Trustees, District Lead Volunteers

	Typical time
	60–90 minutes

	What you’ll get
	· 3–5 agreed ‘Safety enables us to…’ statements to anchor local decisions
· Where safety fits – and why it matters



County Workshop
Audience: County Leadership Team, CSAs, District Chairs and District Lead Volunteers

	Agenda item
	Timing

	Welcome and purpose – safety as an enabler
	5 mins

	Strategy refresher – what the next 3 years are focusing on
	10 mins

	Small-group discussion using mapping prompts 
	30 mins

	Share back: where safety enables programme, volunteering and belonging
	20 mins

	Agree 3–5 County safety enablement statements
	15 mins



Facilitation tip: Keep the strategy section light and brief. Spend most time on lived experience — what do people actually see happening on the ground?

Discussion prompt cards
Use these in the small-group discussion phase. One card per table or per pair.

Prompt cards for discussions are:
· “Where do volunteers in your County/District feel most confident to be adventurous?”
· “Where do safety processes feel hardest or most frustrating for leaders?”
· “Where does feeling safe help young people belong?”
· “What would you stop, simplify, or do differently if you could?”
· “If a new leader joined your District tomorrow, what’s the first safety thing they’d need to know?”


Output template – Safety enablement statements
Each statement begins with “Safety enables us to…” and captures what safety makes possible, not what it prevents.

	Safety enables us to …

	Safety enables us to …



CSA facilitator notes
· Frame all County safety conversations around these statements.
· Anchor District support decisions — “Does this action help us deliver on our enablement statements?”
· Reinforce consistent language across the County.


Tool 2 – County safety health check
	Best used with
	County Leadership Team

	Typical time
	45 minutes

	What you’ll get
	· Top 3 County safety priorities and clarity on where the County will support and where Districts and Groups are best placed to lead.
· Framing: Where are we now?



Self-reflection checklist
Facilitate this with your County Leadership Team; the County Safety Advisor should lead it.

Consider each area and explore whether it feels Green (confident), Amber (some gaps), or Red (significant concerns). This is a conversation starter, not a score.

	Area
	What this means
	G / A / R

	Roles and escalation are clear
	People know who does what, and when to involve the County versus handle locally.
	

	Safety conversations feel supportive
	Leaders experience safety guidance as helpful rather than punitive or inspectorial.
	 

	Leaders feel confident delivering adventure
	Leaders actively plan and deliver outdoor, adventurous activities without excessive hesitation.
	 

	Incident learning is shared and understood
	Learning from incidents is shared with the County, Districts, and Groups in a usable, non-blaming format.
	 

	Safety feels simple for volunteers
	Safety processes, documents, and expectations are proportionate and easy to navigate.
	 



Facilitation tip: The RAG rating is a starting point for conversation, not a final judgement. Ask “What makes you say Amber?” rather than debating the colour. Consider rating against your weakest gap or concern, not your average.


Conversation prompts (if helpful)
Use these to deepen the conversation if the group needs more structure.
· What feedback does the County and Districts give informally about safety?
· Where do questions or escalations cluster?
· What feels repeatedly unclear or stressful for leaders?
· Are there Districts or Groups that have stopped doing adventurous activities — and why?

Priority-setting template

	Top 3 County safety priorities (next 12–18 months)

	1. 

	2. 

	3. 



	We will support the County by 
	

	We will not take over 
	



CSA facilitator notes
· Focus County effort on the areas that matter most.
· Avoid over-intervention — clarify what the County will and won’t do.
· Set realistic expectations for Districts and for yourselves.


Tool 3 – Enabling safer adventures
	Best used with
	County and District Programme Teams, MAPS, Permit holders, Assessors

	Typical time
	15-30 minutes

	What you’ll get
	· Increased confidence to proceed and a clear decision on whether escalation is needed
· “Helping more young people get outdoors, safely”, agreed ‘Safety enables us to…’ statements to anchor local decisions



Adventure confidence conversation guide
Use when supporting volunteers across the County and in Districts who are planning adventurous activities. The aim is to unlock activity, not add barriers.

Questions to ask:
· “What activity are you trying to enable?”
· “What feels uncertain or risky to you?”
· “What have you already done well?”
· “What would make this feel manageable?”
· “What support would help you get this over the line?”

‘Good enough’ safety reassurance prompts
Use these to help volunteers (and yourself) judge whether an activity is ready to go ahead. The purpose is to prevent over-engineering safety for routine activities.
· Is the risk understood and proportionate to the activity?
· Are the controls practical and realistic — not just thorough on paper?
· Is this within normal Scouting activity?
· Would more experience (not more paperwork) help the leader feel confident?
· If a sensible, experienced leader looked at this plan, would they say “that’s fine”?

The question is not “could anything go wrong?” — it is “are the risks understood, proportionate, and managed well enough for this activity?”


Clarity for support
One of the most common sources of misunderstanding is uncertainty about when a volunteer should involve the County or vice versa. The table shows some suggestions for how to make this more explicit locally and consider who and where they can get additional support.

	When support is helpful
	When support maybe not helpful

	The activity is genuinely new or complex
	The activity is routine and well understood

	There is significant uncertainty or concern
	Controls are understood and in place

	Volunteers are inexperienced and need coaching
	Confidence (not competence) is the main issue

	An incident has occurred, and learning is needed
	The volunteer has done this activity before successfully

	
	The question can be answered by existing guidance



CSA facilitator notes
· Increase confidence across the County, Districts and Groups to proceed without unnecessary approval.
· The CSA role here is coach and confidence‑builder, not approver or gatekeeper.
· Make the County’s role feel supportive, not supervisory.


Tool 4 – Volunteer support and safety conversations
	Best used with
	Lead Volunteers, District Safety Leads

	Typical time
	10-20 minutes

	What you’ll get
	· A supportive conversation, reduced anxiety, and an agreed next step



Conversation structure
A simple, repeatable approach for any safety conversation — whether after an incident, during planning, or in routine support.

	Step
	What to say or do

	Acknowledge
	“Thanks for raising this.” / “I appreciate the effort you’ve put in.”
Start by recognising the person, not the problem.

	Explore
	“Can you talk me through what happened?” / “What’s worrying you?”
Listen before advising. Understand their perspective first.

	Learn
	“What would help this feel easier next time?”
Focus on future improvement, not past fault.

	Support
	“Here’s what support is available.
Offer practical help. Connect them to resources, people, or guidance.



Considering our language
The words CSAs use set the tone for how safety is experienced across the County. These phrases help build a learning culture.

Phrases to use
“Let’s learn from this.”
“This is about support, not blame.”
“What would help you feel confident?”
“You’ve handled this well — here’s what we can build on.”
“It’s okay to ask. That’s what we’re here for.”

Phrases to avoid: “You should have…” / “Why didn’t you…” / “This shouldn’t have happened.” These shut down trust and discourage future reporting.


Post-incident support
Use after any incident or near miss. The priority is people first, learning second, process third. Consider each area and explore whether it feels Green (confident), Amber (some gaps), or Red (significant concerns)

	Area
	What this means
	G / A / R

	Volunteer wellbeing checked
	Have you asked how the leader is doing? Not just “what happened” but “how are you?”
	 

	Learning captured (not judgment)
	Has the key learning been written down in a way that focuses on improvement, not fault?
	 

	Practical next steps agreed
	Does the leader know what happens next, and what (if anything) they need to do?
	 

	Follow-up support offered
	Have you offered to check in again in a week or two? Not to monitor — to support.

Where appropriate, consider whether safeguarding support or advice is also needed.
	 

	Learning shared appropriately
	Has the anonymised learning been shared with relevant teams using Tool 5?
	 



CSA facilitator notes
· Build trust so that leaders report honestly and early.
· Trust is built when leaders know they will be supported, not judged
· Improve volunteer retention by showing that safety support is kind, not punitive.

 
Tool 5 – Incident learning and insights
	Best used with
	County Leadership Team

	Typical time
	60 minutes

	What you’ll get
	· A short, anonymised learning message based on themes, not individual cases



Learning and review framework
Review incident data 2–3 times per year with the County Leadership Team. The purpose is to spot patterns and target support, not to investigate individual cases.

Look for:
Common themes across incidents (activity type, time of year, experience level)
Transitions and endings (start of term, new volunteers, handovers)
Supervision or planning gaps
Fatigue or pressure points (busy periods, capacity challenges in Groups/Districts)

Avoid:
Sharing individual case details beyond those who need to know.
Attributing incidents to named individuals in County-wide communications.
Drawing firm conclusions from small numbers or single incidents

Tip: Share themes, not stories. The aim is to help Districts and Groups recognise patterns, not to create anxiety about specific incidents.

Learning message template
Use this format when sharing incident learning with Districts. Keep it short, constructive, and action-oriented. Learning messages should be brief, anonymised, and focused on what helps - not what went wrong.

	What we’re noticing: 
	[Describe the pattern or theme, not individual incidents]

	What helps: 
	[Describe what works well in District and Groups that manage this effectively]

	What Districts and Groups can try: 
	[Share one or two practical suggestions]



Possible sharing routes
Learning messages should reach the people who can act on them. Consider these routes:
County updates: regular newsletters or briefings to District Commissioners and Chairs
District briefings: short items for District team meetings
Refresh moments: brief references in existing learning, to remind volunteers, avoid developing new learning modules to highlight messages
CSA and DSL peer conversations: informal sharing between safety advisors across the County and Districts

CSA facilitator notes
Prevent repeat incidents by making learning visible.
Target support to Districts or Groups where patterns suggest it’s needed.
Normalise learning — make it a routine part of County communication, not a crisis response.


Tool 6 – Local action planning template
	Best used with
	County Leadership Team

	Typical time
	45-60 minutes

	What you’ll get
	· A one‑page action plan plus agreement on what to work on for 12-18 months



Action plan canvas
Complete one canvas per planning cycle (12–18 months). Keep it to one page. 

	Local safety outcome
	What does success look like for this County?

	Who benefits?
	Volunteers / young people / both — be specific

	1–2 priority actions
	What we will do

	What may we stop or simplify
	To create space for the above



Prompts for reviewing the action plan
Use these prompts at each quarterly meeting to check whether your actions are still serving their purpose.
Is this still helping volunteers feel more confident?
Has confidence in adventurous activities increased?
What can we now step back from?
Are we creating new processes, or simplifying existing ones?
What would Districts and Groups say if we asked them how safety support feels?

CSA facilitator notes
Keep focus, realistic, and avoid initiative overload.
Create a clear record of what you set out to do and what changed.
Demonstrate impact on the County Leadership Team and the County Trustee Board — and reflect back to volunteers what has changed as a result.
