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1. Executive Summary 
This report analyzes results from the March 2025 Masters-Backyard competitor survey, evaluates 
the current KCBS competition structure, and recommends fundamental changes to align it with 
modern competitive realities. The traditional division between Backyard and Masters categories no 
longer serves its intended purpose of providing a developmental pathway for new teams, and 
instead creates unnecessary administrative complexity while failing to reflect actual competition 
dynamics. 
 
The analysis reveals three critical realities of modern competitive barbeque: (1) the 
democratization of competitive knowledge through digital resources and formal education has 
eliminated the traditional learning curve that once justified separate divisions; (2) market behavior 
shows teams choosing divisions based on format preference rather than skill level, with many 
"Backyard" teams making professional-level investments; and (3) competition results consistently 
show Backyard teams performing at or above Masters level in head-to-head competition, 
invalidating assumptions about skill-based separation. 
 
The numbers and evidence demand that KCBS confront an uncomfortable truth: maintaining the 
fiction that our Backyard division serves as a developmental league for new teams is not just 
misleading – it is demonstrably false and potentially harmful to the sport's growth. Our current 
system is not protecting new teams – it is creating false expectations that lead to disappointment 
and potentially driving them away from the sport. When a genuine newcomer shows up to their first 
competition, only to find themselves competing against teams with professional-grade equipment 
and years of experience who simply prefer the two-meat format, how does this serve our stated 
goal of growing the sport? 
 
Based on these findings, we recommend consolidating all competition into a unified Masters Series 
where teams annually declare whether they will pursue Team of the Year points in either Two-Meat 
or Four-Meat format. This declaration would be binding for points accumulation but would not 
restrict participation in either format throughout the season. Implementation would follow a 
measured approach over 22 months, beginning Q2 2025 with a pilot program in select markets in 
January 2026, followed by evaluation and system refinement, and culminating in full 
implementation by January 2027. 
 
Critical to this recommendation's success is reimagining how KCBS supports new teams entering 
competition. Rather than attempting to protect new competitors through artificial division 
restrictions – a strategy that evidence shows is no longer effective – we must develop direct support 
mechanisms including mentorship programs, educational resources, and incentives for first-year 
teams. 
 
The elimination of division restrictions acknowledges current competitive reality while creating 
opportunities for all teams to compete according to their preferences and resources. This evolution 
must be managed thoughtfully, with clear communication and careful attention to feedback 
throughout the implementation process. Success will be measured not by maintaining artificial 
divisions, but by growing overall participation, improving new team retention, and enhancing the 
prestige of all KCBS competitions regardless of format. This modernization represents an 
acknowledgment of what competition results and market behavior already demonstrate: the only 
meaningful distinction between our events is format preference, not skill level or resources. 
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2. The Reality of Modern Competitive Barbeque  
The landscape of competitive barbeque has undergone a fundamental transformation that 
challenges our traditional assumptions about skill development, resource requirements, and 
competitive divisions. This transformation demands a thorough reassessment of KCBS's 
competition structure. 
 
2.1 Knowledge Democratization 
The democratization of competition-level barbeque knowledge represents perhaps the most 
significant shift in our sport's history. What once required years of experience, trial and error, and 
direct mentorship can now be acquired through multiple readily accessible and affordable 
channels. Online resources, from The BBQ League and YouTube channels to Facebook groups, 
provide detailed insights into championship-level techniques. Professional pit masters offer 
comprehensive cooking schools and competition classes that compress years of learning into 
intensive workshops. Equipment manufacturers provide detailed guides and support resources 
that eliminate much of the traditional learning curve for fire management and temperature control.  
 
This commoditization of knowledge has effectively eliminated the traditional apprenticeship model 
of competitive barbeque. New teams entering the sport today can access championship-caliber 
methods, recipes, and techniques on day one. The notion that experience equals expertise has 
been disrupted by the widespread availability of information and formal education opportunities.  
 
2.2 Current Market Evidence 
The evolution of competitive barbeque is perhaps most visible in the equipment and resources 
deployed at contemporary contests. At major events across the country, the investment level 
among a significant portion of Backyard teams often matches or exceeds that of Masters teams. 
Anecdotal observations at competitions reveal numerous Backyard teams competing with 
professional-grade equipment including Outlaw, Jambo, Gateway Drum, and Myron Mixon smokers 
(among others) – units that represent significant investment before considering the cost of custom 
trailers and support equipment. 
 
While entry-level teams cooking on more modest equipment certainly exist and remain an 
important part of our competition community, their presence in the Backyard division alongside 
highly resourced, experienced teams actually undermines the division's supposed purpose as a 
developmental league. When new teams with an entry-level amateur cooker find themselves 
competing against sponsored teams with five-figure equipment investments, the notion of 
Backyard as a protected space for learning becomes difficult to defend.  
 
This reality suggests that our current structure fails to serve either group effectively. The presence of 
well-resourced, experienced teams in Backyard events demonstrates that division choice reflects 
format preference rather than resource limitations or experience level, while truly new teams are 
not actually receiving the protected competitive environment the current structure claims to 
provide. Rather than maintaining artificial barriers that do not achieve their intended purpose, KCBS 
should focus on creating direct support mechanisms for new teams regardless of which format 
they choose to compete in. 
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2.3 The Myth of Division Distinction 
Perhaps the most compelling evidence for structural change comes from competition results 
themselves. When Backyard teams consistently perform at or above Masters level in head-to-head 
competition, as demonstrated in single-meat contests and open events where Backyard teams 
have achieved success, the artificial nature of our current divisions becomes impossible to ignore.  
 
Furthermore, KCBS employs identical judging standards across all contests, with the same 
Certified Barbeque Judges using the same scoring criteria regardless of division. This 
standardization makes separate divisions based on perceived skill levels logically inconsistent. 
When the same judges use the same standards to evaluate all teams' products, maintaining 
artificial divisions based on experience becomes difficult to justify. 
 
The romantic notion of Backyard competition as two friends bringing their pellet smoker and Weber 
Smokey Mountain from home to compete on weekends has been replaced by a far different reality. 
Today's Backyard division includes sponsored teams, professional-grade equipment, and 
competitors with significant experience and resources who simply prefer the two-meat format. The 
presence of these sophisticated teams, with their high-end equipment and resources, definitively 
dispels the myth that the Backyard division serves as an entry-level gateway to competition 
barbeque. 
 
This reality demands that KCBS acknowledge what the market has already determined: the 
meaningful distinction between our divisions is not skill level or resources, but simply format 
preference. Maintaining artificial barriers between divisions serves only to create administrative 
complexity while failing to achieve any meaningful competitive purpose.  
 
3. Survey Results and Analysis 
3.1 Quantitative Data 
The KCBS competition structure survey achieved notably different response rates between 
divisions, providing important insights into member engagement and interest levels. Of 475 
Backyard teams surveyed, 111 responded, yielding a 23% response rate. Among Masters teams, 
297 of 2,029 surveyed responded, representing a 15% response rate. The higher response rate 
among Backyard teams suggests this issue holds particular significance for that division, possibly 
due to the more direct impact proposed changes would have on their competition opportunities. 
 
Division-Specific Results  
 
Backyard Division: 
45 teams (41%) supported the proposed changes 
66 teams (59%) opposed the changes 
Total responses: 111 teams 
Margin of opposition: 18% 
 
Masters Division: 
160 teams (54%) supported the proposed changes 
137 teams (46%) opposed the changes 
Total responses: 297 teams 
Margin of support: 8% 
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Combined Results: 
Total responses: 408 teams 
Overall support: 205 teams (50.2%) 
Overall opposition: 203 teams (49.8%) 
Net margin of support: 0.6% 
 
Key Statistical Insights 
Significant difference in response rates between divisions (23% Backyard vs. 15% Masters) 
suggests several possible interpretations: 
 

• Backyard teams feel more strongly about potential changes to competition structure 
• The Backyard community may be more actively engaged in organizational decision-making 
• Masters’ teams might view the changes as less impactful to their competitive activities  

 
The stronger opposition among Backyard teams (59% against) compared to Masters teams (46% 
against) reveals important distinctions in how the divisions view the proposed changes:  
 

• Backyard opposition shows a clear majority (18% margin) 
• Masters support, while present, shows less conviction (8% margin) 
• The combined results show an almost even split, suggesting no clear consensus across the 

entire membership 
 
Statistical Significance  
With a total membership of 2,504 teams surveyed and 408 responses, the overall response rate of 
16% provides a statistically significant sample size for analysis. At a 95% confidence level, the 
margin of error for the overall results is approximately ±4.44%1, indicating that the results are 
reliable for decision-making purposes. 
 
Demographic Considerations  
The survey results must be considered within the context of KCBS's overall membership 
composition: 
 

• Backyard teams represent 19% of surveyed membership (475/2,504) 
• Masters’ teams represent 81% of surveyed membership (2,029/2,504) 
• The higher response rate from Backyard teams helps offset their smaller total numbers in 

terms of result validity 
 
Comparative Analysis  
When analyzing the results against similar organizational changes in other competitive sports and 
hobby organizations, the nearly split in overall opinion is not unusual for significant structural 
changes. The higher engagement rate among those most directly affected (Backyard teams) is also 
consistent with typical patterns in organizational change initiatives. 
 
Response Distribution Patterns  
The response patterns suggest several important insights: 

 
1 MOE = ±1.96 * sqrt(0.25/388) * sqrt(2116/2503) = ±4.57% 
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• The Backyard division shows more unified opposition, indicating stronger feelings about 

maintaining current structure 
• Masters’ division opinions are more evenly divided, suggesting less concern about potential 

impacts 
• The overall close division in total responses indicates that any implementation plan must 

carefully consider both supporting and opposing viewpoints 
 
Implications for Decision Making  
The quantitative data suggests that while there is no overwhelming mandate for change from either 
division, several factors support moving forward with structural modifications: 
 

• The majority of Masters teams, representing 81% of members surveyed, support the 
changes 

• The overall membership shows a slight preference for change (50.2%) 
• The high response rate from Backyard teams provides clear insight into concerns that must 

be addressed in implementation 
 
These results indicate that while change may be warranted, implementation must carefully 
consider: 
 

• Addressing specific concerns raised by Backyard teams 
• Maintaining competitive integrity during transition 
• Providing clear communication about the rationale for changes 
• Developing support systems for teams affected by the changes 

 
The quantitative data provides a solid foundation for decision-making while highlighting the need 
for careful consideration of implementation strategies and support mechanisms to address 
concerns from both divisions. 
 
3.2 Qualitative Feedback 
The open-ended responses from competitors provide crucial context for understanding both 
support and opposition to the proposed changes. More importantly, they reveal significant 
contradictions between perceived and actual competitive dynamics within KCBS. 
 
Notable Quotes from Competitors 
 
Supporting Structural Change: 

"Long overdue... It seems that a lot of backyard teams are in the same playing field with pro. Maybe 
the backyard team only has 1 or 2 cooks and can't commit to a 4 meat. With pro, their comps are 

limited in areas and this would give them the opportunity to compete more often." 

This quote encapsulates a key insight: division choice often reflects time and format preference 
rather than skill level. 

"My husband and I were just talking about the discrepancy in judging between the two divisions. 
'Backyard' has the stigma that it will not be up to par and the judges score accordingly. It is time to 
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remove the divisions and allow the meat selection to be judged as what it is. Not chicken vs 
backyard chicken or ribs vs backyard ribs." 

This observation highlights the artificial nature of our current divisions, particularly given identical 
judging standards. 

"The backyard category has never, in my experience, been based on experience. It's almost always 
been based on money. The backyard events are cheaper to enter and only require 2 meats. 

Therefore making it the most economical contest." 

 
This competitor accurately identifies the economic rather than developmental nature of division 
choice. 
 
Opposing Structural Change: 

"This is wild. Why would backyard teams, 80% who are teams getting started and learning the ropes 
of competition bbq and KCBS, want to go up against other teams with decades of experience?"  

This quote reveals a common misconception about the current state of Backyard competition, 
particularly given evidence of experienced teams already competing in the division.  
 

"I believe that the backyard competitions should be for people who are trying to learn how to start 
competing and learning their way around the BBQ world." 

While this perspective reflects the original intent of the Backyard division, it contradicts current 
competitive reality. 
 
Common Themes 
 

• Protection of New Teams: Many responses emphasized protecting new teams, yet this 
reveals a fundamental contradiction: the current structure already fails to provide this 
protection. As one competitor noted: "We have teams that should be pro but choose to do 
backyard." 

• Format Preference: Multiple responses highlighted that division choice often reflects 
preferred competition format rather than skill level: "Due to information on the web most 
teams are way ahead of the learning curve compared to 10-15 years ago. Plus Pro comps 
are expensive but backyard cooks could still cook maybe 2-3 a year." 

 
Economic Considerations 
Financial factors emerged as a significant theme, with many noting that division choice often 
reflects economic rather than competitive considerations: "It's become cost prohibited as a small 
team to do more than 3-4 events a year." 
 
Contradictions Between Perception and Reality 
The qualitative feedback reveals several crucial contradictions:  
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1. Protected Space vs. Actual Competition. While many respondents argue for maintaining 
Backyard as a protected space for new teams, their own feedback acknowledges that 
experienced teams already compete successfully in this division. As one competitor noted: 
"Look at the one meat competitions. Are these really backyard teams because many 
compete very highly against the masters [sic] teams." 

2. Skill Level Distinction. Many responses assume a clear skill gap between divisions, yet 
numerous comments acknowledge that "Backyard teams are in the same playing field with 
pro." This contradiction suggests the perceived skill gap may be more myth than reality.  

3. Resource Limitations. While some argue that Backyard teams have limited resources, 
feedback reveals many Backyard teams making significant investments: "Once you have 
trailer money to pull a trailer hours down the road for a competition then IMO you have 
brisket money." 

4. Learning Environment. The notion that Backyard provides a protected learning 
environment contradicts the reality described by many respondents. As one competitor 
noted: "The current rule is to complicated and isn't being enforced now... Most backyard 
cooks I've met are more than capable of cooking masters, it's solely a financial decision. 
There's also a lot of 'retired' masters series teams that I could see cooking 2 meat events." 
Another team reinforced this point: "Many Backyard teams are just as good, if not better, 
than many Masters teams as you can see with results of Single Meat Contests." These 
observations from active competitors directly challenge the assumption that Backyard 
serves as a developmental league, revealing instead that it has evolved into a preferred 
format for many skilled teams regardless of their experience level.  

5. Competition Quality. Perhaps the most significant contradiction emerges between 
perceptions of competitive quality and actual results. As one competitor noted: "A lot of 
'backyard' teams can and do regularly beat masters teams in single meat events and even 
when they do masters events." 

 
Evolution Beyond Original Intent 
Multiple responses acknowledge that the Backyard division has evolved beyond its original 
purpose: "Backyard isn't what it was started as years ago, get with the times and make smart 
changes. Stop being the slow organization that will eventually die if it doesn't change." 
 
Market Reality 
The feedback consistently reveals that market forces have already eroded the intended distinctions 
between divisions: "Most masters teams aren't chasing points, they do it to have fun. Rarely does 
anyone make money." 
 
Future Considerations 
Many responses point toward the need for evolution: "Change it to 2 Meat and 4 meat contests 
instead of calling it pro and backyard. Calling it pro and backyard discourages people from entering 
a 4 Meat because they don't think they're experienced enough." 
 
The qualitative feedback, when analyzed holistically, reveals a competition community grappling 
with the disconnect between traditional assumptions and current reality. While concerns about 
protecting new teams are valid, the feedback suggests our current structure fails to provide this 
protection while creating unnecessary complications and barriers to participation.  
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4. The Myth of Backyard as a Developmental Division  
A comprehensive analysis of KCBS Backyard competition data definitely disproves the division’s 
characterization as a developmental league. The numbers reveal a stark competitive reality that 
contradicts the fundamental premise of the Backyard division as an entry point for new teams.  
 
4.1 Key Statistical Findings 
Elite Dominance 
 

• The top 2% of teams (31 out of 1,554) account for 49.8% (411/825) of all top-5 finishes 
• The top 5% of teams (72 out of 1,554) captured 81.3% (671/825) of available top-5 positions 
• A single team achieved 27 top-5 finishes  

 
Competitive Disparity 
 

• 77.4% of teams (1,200+) never achieved a top-5 finish 
• Only 199 teams (12.8%) have managed a single top-5 finish 
• 58 teams have secured six or more top-5 finishes 

 
Performance Concentration  
 

• 31 teams with 10+ top-5 finishes demonstrate professional-level consistency 
• Top five performing teams each achieved 18+ top-5 finishes  
• Analysis covers 165 events from 2022 forward 

 
Critics might suggest comparing these results to Masters division performance metrics, but such 
analysis would miss a crucial distinction: the Masters division was never intended to be a 
developmental series. It exists as an open competition format where teams of all experience levels 
can compete. The Backyard division, however, is explicitly positioned as an entry point for new 
teams, a position that crumbles under statistical scrutiny. 
 
The concentration of success among a small elite group in what is supposed to be a developmental 
division reveals a fundamental disconnect between stated purpose and competitive reality. New 
teams entering their first competition are not joining a nurturing environment for skill development 
– they are stepping into an arena dominated by experienced competitors who consistently 
demonstrate professional-level excellence. This structure does not just fail to provide a meaningful 
developmental pathway; it actively masks the true nature of modern competitive barbecue, 
potentially discouraging genuine newcomers when they discover the actual level of competition 
they face. 
 
Note: The analysis focuses on top-5 finishes as these represent the minimum guaranteed paid 
positions in KCBS Backyard competitions, per sanctioning requirements. While Grand Champion 
and Reserve Grand Champion awards carry additional prestige, the consistent availability of top-5 
paid positions across all Backyard events provides the most reliable metric for measuring 
competitive success. This standardization allows for meaningful comparison across different 
contest sizes and regions, as every sanctioned event must guarantee and pay these positions 
regardless of total participation. Furthermore, achieving repeated top-5 finishes demonstrates 
consistent competitive excellence rather than isolated success, making it a more reliable indicator 
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of team performance over time. The use of top-5 finishes also aligns with KCBS's own structural 
recognition of competitive achievement through guaranteed prize positions. 
 
5. The Case for Change 
5.1 Current Structure Failures 
The existing KCBS competition structure maintains artificial barriers while failing to achieve its core 
objectives. This failure manifests in three critical areas: 
 
Inability to Protect New Teams 
Despite intentions to provide a protected space for new competitors, the current structure 
demonstrably fails in this mission. As one competitor noted, "There are several masters teams that 
would enter in a backyard just because they knew they could win it." More tellingly, another 
observed, "Most backyard cooks I've met are more than capable of cooking masters, it's solely a 
financial decision." The presence of experienced, well-resourced teams in Backyard events – 
operating with professional equipment and expertise – means truly new teams face sophisticated 
competition regardless of division. 
 
Administrative Burden 
The current system creates unnecessary complexity in tracking and enforcing eligibility restrictions. 
Teams must monitor: 
 

• Lifetime Masters contest participation 
• Current year Masters participation 
• Grand Champion and Reserve Grand Champion achievements 

 
This tracking burden falls on both teams and KCBS staff, creating friction in the competition 
process while failing to achieve meaningful competitive balance. 
 
Market Inefficiencies 
The artificial barriers between divisions create market distortions that serve neither teams nor 
organizers. As one competitor observed, "The backyard division is dying in the majority of the US... 
Masters comps are dying and far too expensive." These restrictions prevent teams from freely 
choosing events based on their preferences and resources, while limiting organizers' ability to 
attract maximum participation. 
 
Economic Realities 
The assumption that Backyard teams operate with limited resources no longer reflects reality. 
Evidence from major competitions shows: 
 

• Backyard teams competing with smokers ranging from $4,000-$10,000 
• Custom trailers representing $5,000-$30,000 investments 
• Professional-grade support equipment and infrastructure 

 
Cost Considerations 
Competition costs influence format choice more than skill level. Teams often choose Backyard 
events because: 
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• Lower entry fees 
• Reduced meat costs 
• Shorter time commitment (pre and post-competition) 

 
As one competitor explained, "Due to my financial situation this year, I'll be doing less comps based 
on the cost of competing in the pro category. If I was able to compete under my pro team name in 
backyard, I'd be open to more comps this year." 
 
Market-Driven Behaviors 
Team behavior increasingly reflects market forces rather than skill distinctions: 
 

• Experienced teams choosing Backyard format for economic efficiency  
• New teams entering Masters when location or scheduling requires 

 
5.2 Competition Integrity 
Judging Standardization and Scoring Consistency 
KCBS employs identical judging standards across all contests, with Certified Barbeque Judges 
evaluating every entry – Backyard or Masters – using the same scoring criteria and standards. This 
standardization makes the maintenance of separate divisions based on experience level logically 
inconsistent. When a judge awards a perfect 180 score, they are recognizing excellence in 
barbeque, not excellence "for a Backyard team" or excellence "at the Masters level." This scoring 
parity is further evidenced by Backyard teams' success in Masters events when they choose to 
compete, and by results from single-meat contests where teams from both divisions compete 
head-to-head. The achievement of perfect scores and top finishes by teams from both divisions 
demonstrates that competitive excellence exists independent of division designation. When the 
same judges, using the same criteria, award the same scores to teams regardless of division, we 
must question the validity of maintaining artificial barriers between these divisions. 
 
The evidence overwhelmingly suggests that our current structure maintains bureaucratic 
complexity while failing to serve its intended purposes.  
 
The case for change rests not on theoretical arguments but on observable market behavior and 
competition results. Our current structure imposes artificial restrictions that do not align with 
competitive reality while creating unnecessary administrative burden and market inefficiencies. 
The time has come to acknowledge what the market has already determined: the meaningful 
distinction between our divisions is not skill level or resources, but simply format preference. 
 
6. Proposed Framework 
6.1 Structural Changes 
Under the proposed framework, KCBS would consolidate all competition into a unified Masters 
Series while maintaining two distinct competitive tracks. At the beginning of each season, teams 
would declare their intention to pursue Team of the Year points in either: 
 

• Two-Meat Division (chicken and ribs) 
• Four-Meat Division (chicken, ribs, pork, and brisket) 

 



KCBS Competition Framework Analysis:  
Member Survey Results and Recommendations for Structural Evolution  

 For Member Release 11 

This declaration would be binding for the entire competition season, ensuring integrity in the points 
race while providing clarity for teams and organizers. As one competitor suggested, "Teams should 
elect at the beginning of the season. Can cook both divisions but can only get points for one 
division." 
 
The new structure would maintain separate TOY races for each division while eliminating 
restrictions on participation: 
 

• Points only accumulate in the declared division 
• Teams can compete in either format throughout the season 
• All contests maintain equal weight within their respective divisions 
• Clear tracking and standings for both divisions 

 
The proposed framework removes artificial barriers while preserving format choice: 
 

• Teams can enter any KCBS contest regardless of experience 
• Contest organizers maintain freedom to offer either or both formats 
• No restrictions on movement between formats during the season 
• Recognition and awards maintained for both divisions 

 
6.2 Implementation Strategy 
To ensure successful adoption, we recommend a phased implementation approach:  
 
Pre-launch: (beginning Q2 2025) 
 

• Formation of an implementation steering committee  
• Complete initial technology assessment and development planning 
• Initiate communication/outreach campaigns 

 
Phase 1: Initial Restriction Relief (beginning January 1, 2026) 
 

• Eliminate lifetime limit of 12 Masters contests for Backyard eligibility  
• Increase Grand Champion/Reserve Grand Champion threshold from 2 to 6 
• Increase current-year restriction from 3 to 6 Masters contests 
• Begin KCBS SCORE system updates for new structure 

 
Phase 2: Pilot Program (Q1-Q3 2026) 
 

• Select test markets/events 
• Partner with willing contest organizers 
• Implement unrestricted cross-division participation for pilot events 
• Gather comprehensive data on: 

o Participation patterns 
o Competition results 
o Team feedback 
o Organizer experiences 

• Development of new team support program framework 
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• Creation of contest organizer guidelines and support materials 
 
Phase 3: Evaluation and Adjustment (Q4 2026) 
 

• Analyze pilot program results 
• Refine procedures based on findings 
• Finalize SCORE system updates 
• Develop comprehensive training materials 
• Complete communication strategy 
• Development of FAQ documentation based on pilot feedback 

 
Phase 4: Full Implementation (Beginning January 1, 2027) 
 

• Roll out complete structural change 
• Launch SCORE update 
• Implement new team support programs 
• Begin unified competition series 

 
Key Milestones: 
 

• Q1 2026: Initial restriction relief 
• Q1 2026: Pilot program launch 
• Q3 2026: Pilot program completion 
• Q4 2026: Final evaluation and adjustments 
• Q1 2027: Full implementation / first season under new structure 

 
Resource Requirements: 
 

• Technology Infrastructure 
o Updates to scoring and points tracking systems 
o New team declaration management system 
o Enhanced reporting capabilities 
o Integration with existing platforms 

• Administrative Resources 
o Training materials development 
o System documentation 
o Staff training programs 
o Contest organizer support materials 

• Communication Resources 
o Comprehensive announcement package 
o Regular update mechanisms 
o Educational materials 
o Feedback systems 

• Financial Resources 
o System development costs 
o Training program implementation 
o Communication campaign 



KCBS Competition Framework Analysis:  
Member Survey Results and Recommendations for Structural Evolution  

 For Member Release 13 

o Administrative support 
 
This phased approach balances the need for change with the importance of maintaining 
organizational stability and member confidence. These changes reflect a commitment to creating a 
more inclusive, flexible, and equitable competitive environment while maintaining the high 
standards and traditions that make KCBS the leader in competitive barbeque. 
 
The success of this implementation will depend on clear communication, consistent support, and 
careful attention to feedback throughout the process. By taking a measured approach to these 
changes, we can ensure a smooth transition while maintaining the integrity of KCBS competition. 
 
7. Recommendations 
Immediate Actions (Q2 2025) KCBS must begin foundational work immediately to ensure 
successful implementation. This includes forming an implementation steering committee 
representing diverse stakeholder perspectives, initiating technology infrastructure assessment, and 
developing comprehensive communication materials. Critical to this phase is the creation of new 
team support program frameworks and contest organizer guidelines. The organization must 
establish baseline metrics for measuring success and design standardized processes for the new 
division declaration system. 
 
Short-term Goals (Q3 2025 – Q3 2026) During the pilot program and evaluation phases, KCBS must 
focus on gathering meaningful data, refining processes, and maintaining clear communication with 
all stakeholders. This period requires careful monitoring of pilot program results, ongoing system 
development, and continuous refinement of support mechanisms for new teams. Success in this 
phase depends on maintaining transparency with members while demonstrating responsiveness to 
feedback and concerns. 
 
Long-term Objectives (Q3 2026 and beyond) Beyond implementation, KCBS must focus on 
sustainable growth and evolution of competitive barbeque. This includes expanding the new team 
support program, further development and growth of the Competitor series as an on-ramp for new 
competitors. The organization should work toward increasing overall participation while 
maintaining high standards of competition across all events. 
 
8. Conclusion 
The evidence compelling structural change in KCBS competition is clear and substantial. Our 
current framework maintains artificial barriers that no longer serve their intended purpose while 
creating unnecessary administrative complexity. The democratization of competitive knowledge, 
combined with market behavior and competition results, demonstrates that the meaningful 
distinction between our events is format preference, not skill level or resources. 
 
The proposed changes acknowledge this reality while creating opportunities for sustainable growth. 
By consolidating into a unified Masters Series with Two-Meat and Four-Meat formats, we remove 
artificial barriers while maintaining competitive integrity. Simultaneously, developing support 
systems for new teams independent of competition structure provides more effective assistance 
than our current division-based approach. 
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KCBS stands at a crucial moment in its history. We can either embrace these changes and lead the 
evolution of competitive barbeque, or risk becoming irrelevant as market forces continue to erode 
our artificial distinctions. The path forward requires courage to acknowledge current realities and 
vision to implement changes that better serve all members of our competition community. 
 
The future of KCBS lies not in maintaining outdated structures but in creating a more inclusive, 
flexible, and honest competitive framework. Through careful implementation of these 
recommendations, we can build a stronger organization that honors our traditions while embracing 
the future of competitive barbeque. The time for modernization is now. Our members deserve a 
competition structure that reflects current reality while providing opportunities for all teams to 
compete according to their preferences and resources. 


