
Duties and Responsibilities
of the

District and County Council Commander

There is NO ONE in the Veterans of Foreign Wars with a tougher job than the District and County Council
Commander. And there is NO ONE who can have a greater effect on the success or failure of the Posts in
the District and County Council.

The NATIONAL and the DEPARTMENT organizations have the responsibility of administration, direction and
development of programs and activities. Inspiration, guidance, supervision and advice must come from the
person who is close enough for personal contact -- THE DISTRICT COMMANDER . . . and the COUNTY
COUNCIL COMMANDER.

A successful Commander must be ENTHUSIASTIC . . . DEDICATED . . . WELL-INFORMED . . .
SYMPATHETIC . . . and, above all . . . AVAILABLE!

The National VFW recognizes the importance of the District and County Council Commander and provides
you with informational material on every activity and every program. You will receive copies of all promo-
tional and informational material sent to Post Commanders.

The VFW Magazine, Checkpoint, your Department publications, General Orders and other mailings must be
studied and absorbed if you are to keep one jump ahead of your Post Commanders.

You must also have a copy of and be familiar with the VFW By-Laws, Manual of Procedure and Ritual, and your
own Department By-Laws and rules. A copy of Demeter's Manual of Parliamentary Procedure will aid you in run-
ning your own meetings and settling arguments in Post meetings.

As a GOOD COMMANDER you must:

1. APPOINT A CHAIRMAN for every VFW activity and make sure the Chairman is doing the job. If not,
remove the Chairman and appoint a new one. A Chairman must know the program, be interested in it,
promote it actively, and be able to sell it to others.

2. USE YOUR DISTRICT AND COUNTY COUNCIL OFFICERS. You can't do everything yourself. Assign
duties to them and make them feel they are needed.

3. KEEP IN CONSTANT CONTACT with your Posts through regular letters, bulletins, telephone calls,
personal notes and visits. Know every Post Commander by first name and familiarize yourself with the
interests and background of your Post Commanders. Make certain that your Posts conduct regular
audits, hold regular meetings, conduct membership drives, order and sell Poppies, and carry out the
programs of the VFW.

4. VISIT EACH OF YOUR POSTS AT LEAST ONCE. There is no substitute for personal contact. The
District and County Council Commander should be the FIRST person the Post Commander thinks of
when help or advise is needed.

5. HOLD REGULAR DISTRICT AND COUNTY COUNCIL MEETINGS -- well planned and well conduct-
ed.



A meeting must be interesting and educational or you won't have attendance at the next one. Here is
where the Post Officers get their direct information and their inspiration. In many cases, these will be
the ONLY higher level meetings some of the Post Officers and members will attend during the year.
The impression they receive here will determine their attitude toward the entire Veterans of Foreign
Wars.

6. SCHEDULE AND HOLD INSTRUCTIONAL MEETINGS, whether they are in connection with a regular
meeting or in local areas within the District and County Council. If the Posts won't come to you, bring
the programs to them. Send out notices well in advance and call the Post Commander ahead of time
to remind him to be present.

7. HELP YOUR WEAK POSTS. Show a concern for their problems, assign a junior officer to help with
their membership drives, suggest programs and methods of carrying them out, encourage other Posts
to help their weak neighbors.

8. ORGANIZE NEW POSTS . . . Every District and County Council has some areas where the VFW is
not represented.

9. WORK WITH THE AUXILIARY. You won't get off the ground in your Poppy, Community Activities,
Voice of Democracy or many other programs without their help. Treat them as partners -- not subordi-
nates.

10. REMEMBER THAT YOU ARE AN OFFICER OF YOUR DEPARTMENT. YOU represent the VFW as
far as the Posts in your District or County Council are concerned.

Here are some things you shouldn't do:

1. DON'T KNOCK YOUR NATIONAL ORGANIZATION OR YOUR DEPARTMENT. You can't keep
respect for your District or County Council if you make the members feel that the rest of the VFW is
bad.

2. DON'T EMBARRASS YOUR POST OFFICERS. Treat them with respect and courtesy, even if they are
way off base. Don't laugh off a silly question. It's a serious one to the person who asked it.

3. DON'T BE AFRAID TO ADMIT YOU DON'T KNOW SOMETHING. A wrong answer is much worse
than none at all.

4. DON'T GET DISCOURAGED. You'll have some disappointments and discouragements but you will
accomplish something if you keep trying. Once your Posts know you are sincere they will overlook your
shortcomings and appreciate your success.

Remember that the future Department and National leaders are coming from your ranks. Conduct your affairs just
as though you intend some day to be COMMANDER-IN-CHIEF!
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HISTORY OF DISTRICTS

During the early years of the Veterans of Foreign Wars, Posts were directly responsible to the National Organization.
The first mention of a “Department” appears in the National By-Laws following the 1920 National Encampment (con-
vention).

Districts appear to have come into existence in an evolutionary process, probably because of the need for an inter-
mediate body between the Post and the Department. The first mention of “Districts” appears in the 1931 By-Laws
which provided that District representatives on the Department Council of Administration be elected at the Department
Encampment. Districts finally gained a section of their own in the By-Laws following the 1938 National Encampment
but were denied any legislative or taxing power. It was only with the complete revision of By-Laws in 1948 that
Districts gained full recognition under a special article devoted only to that subject. Jurisdiction over Districts is given
to the Department, with their boundaries determined by the Department and their charters issued by the
Department.

Districts have flourished and exist in every Department except the District of Columbia, Latin America/Caribbean,
Alaska, and Hawaii. Their popularity probably stems from the flexibility of their boundaries to meet specific conditions,
plus the fact that the National By-Laws grant them representation on the Department Council of Administration.

Districts have earned a very definite place in the VFW structure. Their size is such as to permit direct supervision of
Posts within their jurisdiction. Not the least of their value is the pride, loyalty and comradeship developed among the
Posts within their boundaries. Anyone who has attempted to re-district a Department knows of the fierce loyalties of
a Post to its District.

YOUR RESPONSIBILITIES

The National By-Laws and Manual of Procedure give very little space to the purpose of the District or to the duties
and responsibilities of the Commander. The District Commander is told to preside at meetings, appoint necessary
officers and to “perform such other duties as are usually incident to such office.” The District Commander is also
expected to promote schools of instruction for Post Officers, to act as liaison between the Post and the Department,
and to do “whatever may be for the best interest of the Veterans of Foreign Wars of the United States.”

In practice, of course, the District Commander has a great deal of responsibility, and the success or failure of the
Department is strongly dependent upon the effectiveness of the District Officers and chairmen.

The District Commander who properly performs all the duties assigned to him is the busiest man in the VFW. In
addition to representing his District on the Department Council of Administration, he is expected to maintain constant
contact with his Posts, promote the programs of the VFW, coordinate the efforts of the Posts, create enthusiasm,
arbitrate Post squabbles, instruct and advise Post Officers, assist weak Posts, organize new Posts and establish
Post territories. He must also plan and conduct District meetings, organize District functions, carry out membership
drives, and keep the Department informed of what he is doing.

All this must be done without a permanent office, without a paid staff and, in most cases, without an adequate allow-
ance for expenses.

Only through proper planning and organization, through full use of your subordinate elected and appointed officers,
and through a thorough understanding of the rules, regulations and programs of the Veterans of Foreign Wars, can
you achieve the goals you have set for yourself as District Commander.

YOUR APPOINTMENTS

The officers, committee chairmen, and other positions to be filled by appointment vary greatly with the Department
By-Laws, District By-Laws, customs and precedents in effect in your District. You may be required to make certain
appointments but you generally are not restricted in making additional appointments.



You are required to appoint an ADJUTANT. Your wisdom in selecting him can directly affect your accomplishments. His
value extends far beyond his ability to record the minutes of District meetings. He can aid you with your correspondence,
help you arrange your travels, advise you on procedures, plan and arrange your meetings and functions, and even give
you a friendly pat on the back when you need it.

A well-informed, dedicated and active SERVICE OFFICER is a must in every District. Your Post Service Officers serve
one of the most important functions in the aims and purposes of the Veterans of Foreign Wars. They need the guidance
of a readily-available person in their own area to advise and assist them in carrying out their responsibilities.

The appointment of a District INSPECTOR and/or a District CHIEF OF STAFF depends upon the structure of the
Department. Where provision is made for such appointments, they must be knowledgeable, available and energetic. They
can take a lot of the work off your shoulders.

An OFFICER OF THE DAY, BUGLER, GUARD, COLOR BEARERS and COLOR GUARDS add a great deal to a District
meeting or function and certainly set a good example for the Posts in your District. If such officers are appointed, they
should be sharp, know their duties and the ritual of the VFW. Sloppy ritualistic work is an embarrassment to everyone.

A COMMITTEE CHAIRMAN should be appointed to match each of the committees of the Department. He will be expect-
ed to work with the Department Chairman in the promotion and advancement of his particular activity. This should include,
but is not necessarily limited to, AMERICANISM, BUDDY POPPY, VETERANS EMPLOYMENT AND TRAINING,
COMMUNITY ACTIVITIES, HOSPITAL, LEGISLATIVE, LIFE MEMBERSHIP, LOYALTY DAY, MEMBERSHIP, NATIONAL
HOME, SAFETY, VOICE OF DEMOCRACY AND YOUTH ACTIVITIES. In most cases, a chairman is sufficient. A large
committee is not necessary since the District Chairman should be working directly with the Department Chairman and with
you.

PREPARING FOR DISTRICT MEETINGS

While the National By-Laws only require a District to hold an annual Convention, it is an almost universal practice to
schedule one or more meetings during the year in addition to the Convention. Such meetings serve a very useful purpose
in creating enthusiasm, exchanging ideas, instructing Post Officers in their duties, and familiarizing members with the
programs of the VFW.

To accomplish its purpose, a District meeting must be well planned and well carried out. The following reminders may help
you in doing so:

1. Set the time, place and date at a previous District meeting. Posts wishing to host the meeting should be required
to be present at the previous meeting to confirm their invitation and must be able to assure the members that
proper facilities are available and that proper arrangements will be made.

2. If the Auxiliary meets at the same time, notify the President immediately of the decision.

3. Notify the Department Adjutant of your meeting schedule.

4. Notify, by letter, all District Officers and all Post Commanders of the time, place and date of the next meeting.

5. Make certain that District colors, the Bible, flag, gavel, etc. are present at the meeting.

6. Inform your officers of the part they are to play in the program.

7. Any invited guests should be informed of the time which will be allotted to them. Any guests who ask to appear
must provide you in advance with an outline of their purpose in appearing.

8. If a Department representative is assigned, discuss his appearance with him in advance. Tell him what is expected
of him; whether he is to deliver a main address, appear on radio or television, will be interviewed by the press, or
will be asked to visit the Auxiliary.

9. Obtain all possible information concerning the progress of your Posts from Department Headquarters in
advance.

10. Make up your meeting schedule in advance, making note of any particular business to come before the meeting.
There is no reason why you cannot have someone primed to make necessary motions.



RUNNING A DISTRICT MEETING

The order of business of a District Convention or meeting is outlined in Section 1003 of the National Manual of Procedure.
This should be used as a guide but is not inflexible. You will probably have a Department representative who must be sched-
uled on the program and must be worked in somewhere. Don’t make him wait until just before the closing ceremonies. You
may want to take some action based upon his statements.

Open the meeting on time and keep it moving. If you open the meeting half an hour late, the members will be that much later
at the next meeting. Don’t let discussions get out of hand. If a matter is brought up which has no place in the meeting, cut off the
discussion. Individual Post problems generally have no place on the District floor. They can be solved much better by you as
District Commander than they can by vote of the membership.

Proper procedure in conducting a District meeting is essential. You are setting an example for your Posts and you cannot
expect them to operate any better than you do yourself. Familiarize yourself with parliamentary procedure and with the
By-Laws, Manual of Procedure and Ritual of the VFW. The appointment of a well-qualified member as a parliamentarian can
help you, but remember that you are running the meeting, not him.

YOUR POWER AND AUTHORITY

The National By-Laws give very little power and authority to the District Commander. He cannot rule on questions of law and
usage nor is he given any powers of enforcement of rules and regulations. Questions of discipline are not channeled through
him but are handled directly between the Post and the Department.

In actual practice, the Department Commander should and usually does consult the District Commander on matters concern-
ing his Posts. Quite often, the Department Commander will authorize the District Commander to take actions in his behalf.
Even though the District Commander has little power in his own right, his influence is such that his advice must be taken very
seriously.

The District Commander cannot suspend the charter of a Post nor can he authorize the consolidation of a Post or the revo-
cation of its charter. He can, however, make recommendations and should be consulted by the Department Commander
when such actions are contemplated.

It must be remembered that the Post has authority to deal directly with the Department without going through the District.
The Post may submit a resolution directly to the Department Adjutant for consideration at the Department Convention without
clearing it through the District.

The District cannot bind Post delegates in their voting at Department Conventions even if a particular candidate for VFW
office has been endorsed at a District meeting.

DEPARTMENT COUNCIL OF ADMINISTRATION

The District Commander serves in a dual capacity. In addition to his other responsibilities, he serves as a member of the Department
Council of Administration and, as such, is a high ranking officer of the Department. When he appears at a Post meeting he
represents the Department as well as the District. He is expected to uphold the actions of the Department and promote its
programs.

The Department Council of Administration is in charge of the working interests of the Department between Conventions. It
sets the budget, fixes salaries of Department employees, audits accounts and disposes of the property of defunct Posts. As
a member of the Council, you have a responsibility to the entire Department, not just your own District. It is extremely impor-
tant, therefore, that you be fully acquainted with all the workings of the Department - particularly its financial structure.

NATIONAL MAILINGS

As District Commander, you are on the mailing list from National Headquarters for just about all the general information
distributed from there. You will receive membership mailings, the bulletins on all programs and activities, and a host of other
material. Presumably you are on the mailing list of the Department for similar material.

At any time you have a change of address, notify your Department Adjutant AND the Adjutant General. Identify yourself as
District Commander - otherwise you may find that your magazine is going to your new address and your other mail to your
old address.



Special National mailings are also made periodically to the District Poppy Chairman, Voice of Democracy Chairman and
Youth Activities Chairman. A change in such officers or a change in their address should also be mailed to the Department
Adjutant and to the Adjutant General.

WORKING WITH YOUR POSTS

In spite of the fact that the Post Commander is automatically provided with a host of information concerning his duties and
the programs of the VFW, just so much can be accomplished through the mail. Personal contact is needed to keep the
Posts enthused and to clear up misunderstandings. This personal contact must come from the District.

Don’t hesitate to use your District Officers to the fullest extent, whether they are elected or appointed. Your Committee
Chairmen should stay on top of their activity and know exactly what each Post is doing; and they should be willing and able
to give assistance where it is needed.

You, yourself, should know every Post Commander by his first name. He should have enough confidence in you that he
comes to YOU with his problems and will listen to your advice.

Work with your weak Posts. They need your help more than do the strong ones. Encourage active Posts to help the weak
ones.

If a Post is lacking in leadership, help develop new leadership. Sometimes you will have to work around a poor Commander.
All a dead Post needs to revive it is one or two interested members who are willing to work with you. Don’t give up on a
Post just because it has done nothing in the past. Just one good accomplishment, whether it is a Poppy distribution, a Voice
of Democracy sponsorship or a Lite-A-Bike day, will create interest in the Post.

Hold schools of instruction for Post Officers. If they don’t come to the schools, bring the schools to them. Make sure the
officers understand their duties and responsibilities. Once they know what they are to do and how to do it they will become
more active. Encourage the Posts and their officers - don’t just chew them out. If the old members are all apathetic, sign
up some new ones, steam them up and turn them loose.

POST PROBLEMS

Even active good Posts develop problems. Sometimes these are such that the Post itself cannot solve them without outside
help. Factional disagreements can get out of hand and involve even those members who take no side with either group. A
little diplomacy can work wonders, if it is applied before the breach becomes too wide.

Post Inspections are the best means of finding out what is going on in a Post. Copies of inspection reports are being pro-
vided to District. When you receive your copy of the reports, study them carefully, check any discrepancy, and follow
them up to be sure that corrective action has been taken where necessary.

Such things as illegal operations of clubs, issuance of social cards to non-members, gambling in Post clubrooms, etc., are
not to be tolerated. Stop them before they get out of hand.

NEW POSTS

You are in the best position of anyone to know where a new Post can be put in. You can do it yourself or with the help of
a few good members. Keep the Department informed of your intentions and your progress. If you need material, just write
to your Department Headquarters.

Don’t hesitate to organize a new Post just because a Post in a neighboring area objects. The extra interest engendered by
a new Post will help them, not hurt them.

The institution of a new Post should be as big an event in your District as a new baby in your own family. The Commanders
of other Posts should be invited to bring a delegation to the institution. In some Districts it is customary for each existing
Post to present the new Post with a cash donation at the institution. What better way to welcome the new Post into the
family?

Don’t let a new Post die on the vine. Have someone at each meeting for at least the first six months. Encourage the Post
to take an active part in District affairs and make if feel that it belongs.



LEADERSHIP

Leadership is primarily the ability to get people to work together toward a common cause. A good leader must create enthu-
siasm, provide direction, and encourage initiative. He must be able to set his goals, plan their accomplishments, and obtain
the cooperation of others in achieving them.

As District Commander, you represent the VFW in your District. The entire organization is judged by your actions, your
appearance, and your personality. Likewise, your own membership will be inspired or turned off by the image you convey. It
is very important that your personal conduct be above reproach.

Speaking ability is important. Some are born with it. Most of us have to develop it. Nearly anyone can give a good speech
if he is sincere, knows what he is talking about, and plans what he is going to say. It is always a good idea to plan your talk
ahead of time and to prepare notes as reminders of the points you want to emphasize. Unless you are an accomplished
humorist, don’t try to tell funny stories. Sincerity, enthusiasm and knowledge of your subject will gain you the respect of your
audience. A public speaking course might help and certainly will do no harm. No matter what your audience, it deserves the
best you have to give.

Plan your travels. Whenever possible, let a Post know when you are coming. Make full use of your subordinate officers.
Coordinate their travels with yours. It is inexcusable to have three officers at one Post and none at another.

Keep informed of progress of your Posts and your programs. Read your National and Department communications. Keep in
touch with veterans affairs in your area, in your Department and nationally.

Know your people. Take an interest in their activities. Give credit where it is due. If someone needs a reprimand, do it pri-
vately. Don't embarrass anyone in public. You are working with volunteers. Even if you disagree with their actions or beliefs,
give them credit for sincerity. You will get better results with persuasion than coercion. Don’t win an argument at the expense
of losing a worker.

The Veterans of Foreign Wars is the greatest organization in the world and your District is the best in the VFW. Your goal is
to be the best leader it ever had.


