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Throughout the process of developing our team, we have discovered 7 critical steps
in making the program sustainable for years to come. In this guide, we go over each
step, how we applied the steps in our experience, and how you can apply them to
your team.

Core Team Structure
The first question to answer is how you will structure your team. There are typically
2 main routes to take: school or community-based team. Both options have their
pros and cons. On FRC 6328, we decided to pursue the community-based approach
to have more autonomy in governing our organization and finances.
School Team Pros

School Team Cons

Community Team Pros

Community Team Cons

Easier to find space; can work
in school

Lose financial autonomy; may
have to route through school

Team can be open to anyone in
the area

Can be difficult to find
dedicated work space

Can recruit students directly
from school

May be limited to opening
membership to students at
school

Have complete financial
autonomy

Recruiting members can be
difficult without direct tie to a
school

School administration may be
able to provide funding

Will have to follow school rules
and policies (being out of
building by certain time)

Can create your own
governance structure

If need to use school space for
an event, may have to pay

May be able to recruit teachers
as mentors

Lose governance over team

Not limited to school policies
(can have work hours whenever
you want)

Likely won’t receive school
funding

Core Team Structure
Once you decide on your basic team structure, the next step is to figure out how to manage your
money. Even as a school team, it is a good idea to establish a non-profit 501c(3) organization to
route your funds through. In the heat of build season, you will have to make purchases quickly,
and may not be able to wait for the school to approve the purchase. If mentors or parents pay for
items and try to get reimbursed by the school, this can be a lengthy process.
If you are a community based team, a 501c(3) can serve as the governing organization for the
team. You can find more information on this in our Creating a 501c(3) for FRC Teams How-To
Guide.

Core Team Structure
The next step is to think about the size of your team and how you will recruit students and mentors. On 6328,
we are a medium-sized team with approximately 30 students. We recruit students by reaching out to schools
in the area, and advertising the team at community events. Community outreach can be a great way to
recruit students and mentors, as well as connect with potential sponsors.
You can also think about your leadership structure. An org chart of 6328’s non-profit organization, Littleton
STEM Educational Foundation is provided below. Our FRC team org chart is provided on the next page.
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Small Scale Outreach & Fundraising
Community outreach is critical in
creating a sustainable team. It
does many things for your team,
including:

• Lets the community know you
exist
• Allows you to meet new team
members, potential mentors and
sponsors
• Helps you spread the FIRST
message and why what you are
doing is important; gets people
invested in the overall goal of the
team

It is never too early to get out in
the community! On 6328, we
started going to events a few
weeks after the team was
founded. By starting early, we
became well known in town before
the official season even started.

Small Scale Outreach & Fundraising
Community outreach doesn’t need to be global or large-scale. On 6328, we started at
small events, such as community fairs and setting up tables in front of local stores. By
starting small, you build your credibility and name within the immediate community first.

Small Scale Outreach & Fundraising
Similar to community
outreach, you can start small
with fundraising too. An easy
way to raise money is to ask
local companies to donate a
small item, such as a
Bluetooth speaker or baseball
tickets, and raffle it off in
town. On 6328, our first
fundraiser was Red Sox
tickets. We set up multiple
table sitting events around
town, sold tickets for $10 a
piece, and raised over $1,000
for the team.

Small Scale Outreach & Fundraising
You can also host a joint community outreach event and team
fundraiser to accomplish both tasks at once. In our first season, we
hosted a community pasta dinner. This was a great way to raise
awareness in the community, and present about the FIRST program to
a large audience. It also brought in funding for the team.

Small Scale Outreach & Fundraising
When seeking out potential team sponsors, it is important to figure out a connection you
have with the company instead of just cold-calling. By getting a foot in the door, you can
get one step closer to the “decision maker,” or the person who can say yes to providing
team funding. When we started, we got all our mentors and members in a room, made a
list of local companies, and figured out who had connections where.
There are grants available for rookie team as well. These include the NASA grant and
FIRST Rookie Team grant. Visit https://www.firstinspires.org/robotics/frc/grants for more
information.

Technical Training
• Start hosting technical training
sessions prior to kickoff
• FRC 6328 started meetings over
the summer prior to our rookie
season

• Recruit technical mentors who
can train students on the basics
• CAD, electrical, programming

• Build a kit-bot
• Great first robot project
• Can use for code testing in build
season
• Gets team exposure to basic robot
mechanics and FRC control system
• Can purchase at Andy Mark

Technical Training
• You can also host logistics
meetings to plan outreach and
fundraising events

• This will develop the nontechnical parts of the team
• Will help with recruiting diverse
student group

• Students who may be intimidated
by STEM/robotics can try out
non-technical aspects and get a
feel for the program

• Will give your offseason and
team more structure

• Check out a local offseason
event in the fall

• This will help your team get a
feel for what the competitions
are like, and how the robots
work

First Year Robot
A well-done robot in the first year
can do a lot for your team. When
designing your robot think about
your resources. What can your
team handle? This may be all of
the game tasks or just one of
them. Whatever you choose to
pursue, make sure to build within
your means, so you leave plenty
of time for testing and tuning at
the end.
On 6328, we decided to go with a
modified kit-bot chassis for our
drive, as we knew we would be
stretched too think if we designed
our own drive rails. This allowed
us to focus energy on our other
mechanisms.

First Year Robot
Creating a robot reveal video
and posting it to Chief Delphi
can help build a lot of hype for
your team, and give your team
members a goal to work
towards during build. It can be
challenging for students who
have never been a part of an
FRC team to totally “get it.” A
tangible goal like a reveal video
can motivate them to get the
bot done on time!
6328 2017 Reveal:

https://www.youtube.com/watch?v=UvSSg5SFUso&t=1s

First Year Robot
A successful first season can do
a lot for your team, including:

• Students are excited for 2nd
season
• Catch the eye of new sponsors
• Get community behind your
cause
• Can demo robot at outreach
events (do not scrap for parts!)
• Raise the money to get a 2nd
control system so you can keep
the robot together

Success can be defined in
many different ways. Figure out
team goals before the season
starts so everyone knows what
you are working towards.

Larger Scale Outreach & Fundraising
• With a core foundation built, you can
expand to outreach events outside
your local community

• Be persistent and keep team going yearround. Don’t stop meeting after
competition season ends!
• 6328 found that new outreach
opportunities arose at every event we
attended
• Find opportunity to go global if possible
• Which new communities can you reach?
Go beyond traditional events
• On 6328, we decided to reach out to
multiple different groups in year 2
• Best Buddies
• Youth organizations in Boston, MA
• Girl Scouts troops

• A organized and effective outreach
program will do a lot for your team
• Keep kids invested year-round
• Build your reputation in multiple
communities

Larger Scale Outreach & Fundraising
• With a year of success under your
belt, reach out to new sponsors

• 6328 was rejected for the BAE grant
in year 1, and received it in year 2
• Can rely less on $10 at a time
fundraisers with larger sponsors

• Keep annual fundraisers going so
community members know to
expect them
• Come up with ideas for new
fundraisers

• With your core structure solidified,
you can focus less on the basics and
more on growing your team

Program Expansion
• Consider adding Jr. FLL, FLL or FTC
teams in year 2

• Creates direct feeder of younger students
to FRC
• Get FRC kids exposure with mentoring
• Have them attend meetings and
competitions regularly
• Build close bond between 2 teams

• Create dual-program outreach events
• 6328 invited our FLL teams to several
outreach events in year 2
• Reinforced importance of spreading the
FIRST message with younger students

• Formalize a transition program to FRC
• We created a FLL to FRC transition
program, which gave students a direct
path to FRC
• Extremely effective in year 1; 100% of
participants moved on to FRC

Team Sustainability
• A well built core structure, successful
robot in year 1, growth in outreach
and addition of younger FIRST teams
all contribute to team sustainability
• On 6328, we followed this process, and
got the attention of key stakeholders in
town
• These key connections got us our
donated work space by our top sponsor,
Patriot Beverages
• Allowing our team to become a STEM
hub in town

• Think, what are the next big steps for
your team? Think of a big dream or
goal you have, and go after it

• We wanted dedicated, large workspace,
and worked to make that happen!

Additional Resources
Looking for more information? Feel free to email
info@littletonrobotics.org with any questions you have.
You can view all our other how-to guides at
littletonrobotics.org
• Starting an FLL Program
• Girl Scouts Robotics Badge Events
• Establishing a 501c(3) for FRC Teams

