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District 221 Alignment Proposal Report (July 1, 2026 – June 30, 2027) 
 
Introduction 
 
District 221 was formed through the strategic merger of District 18 and District 38 to create a 
stronger, more sustainable, and more equitable Toastmasters community. This alignment represents 
a foundational redesign, not simply an annual adjustment, focused on long-term success, leadership 
capacity, and member experience. 
 
Unlike prior alignment reports that focused on regulatory compliance, this report highlights the 
intentional design decisions used to unify two districts into a cohesive and high-performing structure. 
 
Purpose of the Alignment 
 
The District 221 alignment was developed to: 
 

• Create a balanced and sustainable leadership structure 
• Ensure equitable travel expectations for Area and Division Directors 
• Maintain strong club support coverage 
• Build a unified district identity across previously separate regions 
• Position the district for future growth and Distinguished performance 

 
This merger presented a unique opportunity to design alignment from the ground up, rather than 
adjusting an existing structure. 
 
 
Design Methodology 
 
The alignment process used a data-informed and geographically grounded approach, prioritizing 
fairness and operational effectiveness. 
 
Key considerations included: 
 

• Geographic clustering of clubs using latitude and longitude 
• Minimizing travel distance for Area and Division Directors 
• Preserving regional cohesion (state lines, metro areas, community identity) 
• Balancing Area sizes to ensure manageable workloads 
• Reducing fragmentation from previous district boundaries 
• Supporting both in-person and hybrid/online clubs 

 
As noted in the District 221 briefing, this approach ensured a transparent and defensible structure 
grounded in measurable criteria.  
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District Structure Overview 
 
District 221 is structured as follows: 
 

• Total Clubs in accordance with Toastmasters International as of 12/31/2025; 230 clubs’ total. 
• Total Divisions: 9 (A, B, C, D, E, F, G, H, J) excludes “I” as a confusing letter with the number 

one or the lowercase letter ‘L’. 
• Total Areas: 51 
• Area Distribution: 

o Revision 3 
 A – 25 Clubs 
 B – 23 Clubs 
 C – 26 Clubs 
 D – 25 Clubs 
 E – 26 Clubs 
 F - 25 Clubs 
 G - 27 Clubs 
 H - 25 Clubs 
 J - 26 Clubs 

 
This balanced distribution ensures: 

• Manageable spans of control for Area Directors 
• Consistent support across clubs 
• Flexibility for growth without immediate restructuring 

 
 
Geographic & Travel Equity 
 Clubs 
A major priority of the alignment was fairness in travel expectations, a challenge amplified by merging 
two districts. 
 
Measured outcomes: 
 

• Average Area-to-club distance: ~ 15.3 miles 
• Maximum Area distance: ~ 67.4 miles 
• Maximum Division span: ~ 123.6 miles 

 
These distances were calculated using a consistent straight-line (Haversine) method to ensure equity 
across all regions.  
 
This approach ensures that: 
 

• No single leader is disproportionately burdened 
• Club visits remain realistic and achievable 
• Leadership roles are more accessible and attractive 

 
 
Key Alignment Principles 
 
The District 221 alignment was guided by the following principles: 
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1. Equity Over Legacy Boundaries 
Previous district lines were not preserved if they created imbalance. The focus was on 
fairness, not history. 

 
2. Geographic Cohesion 

Clubs were grouped based on natural geographic proximity and shared regional 
identity. Trio’s and Division Directors were invited to give feedback. 

 
3. Leadership Sustainability 

Area and Division structures were designed to support manageable workloads and 
effective service delivery. 

 
4. Data-Driven Decisions 

All alignment decisions were supported by geographic and structural data rather than 
anecdotal preferences. 

5. Future Growth Readiness 
The structure allows for new clubs without immediate disruption to Areas or Divisions. 

 
 
Impact of the New Alignment 
 
The redesigned structure provides: 
 

• Stronger club support through balanced Areas 
• Improved leadership effectiveness with reduced travel strain 
• Clearer regional identity for members 
• A unified culture across the newly formed district 
• A scalable model for future alignment cycles 

 
As highlighted previously, the result is defensible, transparent framework that can be reviewed, 
refined, and sustained over time.  
 
 
Process & Governance: 
 
This proposal is intended as an interim step to ensure compliance with Toastmasters International 
guidelines. Final alignment decisions remain the responsibility of the incoming District 221 Trio and 
Division Directors. 
 
Alignment Development Process 

The District 221 Alignment Proposal was developed through a collaborative, iterative process led by 
the Alignment Committee Co-Chairs. 

• The Co-Chairs met repeatedly to design and refine the alignment structure.  
• Draft versions of the proposal were shared with all Division Directors from both District 18 and 

District 38 for feedback and recommendations.  
• Input was reviewed and incorporated across multiple revision cycles, resulting in several 

progressively refined drafts.  
• A formal proposal was prepared and presented for the District 221 Forum to gather broader 

input.  
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• A subsequent version was developed and presented for the District Business Meeting for 
consideration.  

District 221 Geographic Centers & Distance Analysis 

This table represents the geographic centroid of District 221 and each Division, along with the 
calculated distance from each Division center to the District center. This analysis demonstrates the 
geographic balance of the district and supports equitable leadership planning, travel expectations, 
and regional coordination. 

 

The District 221 geographic center is in the Oxford, PA area, demonstrating a balanced distribution 
across the district. Most divisions fall within approximately 25 – 55 miles of the center, with higher 
distances reflecting natural geographic spread (e.g., western and coastal regions), not structural 
imbalance.  

# of 
ClubsPrimary CitiesPrimary 

Geography

New 
D221 

Division

25
Frederick/Hagerstown 

MD, Winchester VA, 
Martinsburg WV

Western MD, Eastern WV 
Panhandle, Far Northern VAA

23
Chambersburg, 

Harrisburg, Camp Hill, 
Lancaster, PA

Central PennsylvaniaB
26Allentown, Reading,    

Scranton, Blue Bell, PA
Lehigh Valley, NEPA & North 

Philadelphia MetroC
25

Trenton, Princeton, 
Burlington NJ,      
Levittown PA

Central NJ and                   
Bucks County, PAD

26West Chester, Malvern, 
King of Prussia, PAWestern Philadelphia MetroE

25
Philadelphia PA, 

Camden, Voorhees, 
Atlantic City NJ

Central Philadelphia and 
Southern NJF

27
Wilmington, Dover DE, 
Salisbury MD, Parksley 

VA

Delmarva and Southern 
ReachG

25Baltimore, Hunt Valley 
MD, Newark DEBaltimore & I-95 CorridorH

26Columbia, Severna Park, 
Baltimore, MDWestern ChesapeakeJ

Toastmasters
District 221 Map By 
Division
Please note:
• Not to scale / boundaries shown are 

approximate
• For informational purposes.
• Subject to change. TOTAL = 228 

Clubs

Geographic Center
DE/MD/PA

Tri-state Point
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Final Phase & Approval 

The final phase of the alignment process includes: 

• Review and refinement by the incoming District 221 Trio and Division Directors.  
• Final adjustments based on leadership priorities and operational considerations. 
• Adjustments to reflect new club activity and status changes from January-June 2026. 
• Submission of the finalized Alignment Report to Toastmasters International by July 15.  

This phased approach ensures that the alignment is both data-informed and leadership-approved, 
supporting long-term district success. 

 

 
Conclusion 
 
 
The District 221 alignment represents a transformational redesign, not just an operational 
requirement. By prioritizing equity, geography, and sustainability, the district is positioned for a strong 
inaugural year and long-term success. 
 
This alignment reflects a commitment to: 
 

• Serving clubs effectively 
• Supporting leaders intentionally 
• Building a unified and thriving Toastmasters community 
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