National Camping School

First Year Camper Program Director


Session 15: Staff Selection, Training, and Management (90 minutes)
Learning Objectives

By the end of this session, each participant should:

· Know which positions are needed, both direct and auxiliary

· Know what characteristics to look for when selecting staff

· Know what skills the staff should possess

· Determine what staff training is needed

· List the opportunities for staff training

· Understand how to develop your staff
· Understand contributors to staff morale

Materials for Distribution

· Summer Camp Staff Training Guide, No. 20-115, for each participant

· Staff Training and Parent Orientation Guide, No. 13-167, for each participant

· Early Rank Requirement Videos DVD

I. Required Positions

A. Direct Positions


No matter what model of First Year Camper program you choose, you have to have someone in charge.  That person will be responsible for selecting the staff, gathering materials, writing up a daily schedule and perhaps even teaching skills.

1. First Year Camper Director: Just like the Handicraft Director has control over materials, staff and program in the handicraft lodge, the FYC Director is in charge of an area that stands on its own.
2. Assistant Program Director: If you're planning on having the new scouts move from program area to program area, you'll need someone to set up a rotation schedule and to oversee the entire project.  The camp program director will have plenty of other things to do, and the first year camper program is a huge responsibility in itself.   
3. Scoutcraft Director: This person may already have a lot of things on his plate (Hiking, Backpacking, Orienteering, Pioneering, Camping, Cooking and Wilderness Survival) but he also has the necessary scout skills that the first year scouts need to learn.  He made need some additional help to run his merit badge program and the first year camper program.  

B. Auxiliary Positions


No one can run the first year camper program on his own.  You will need some support staff to teach skills, comply with 2-deep leadership and for extra supervision.  Keep in mind the ratio of scouts to staff for quality program and overall safety.

1. First Year Camper Assistants (2-3): With 20+ young scouts in an area for any given time, it's a good idea to have a couple of qualified instructors and supervisors around.  [Model 2, 3]
2. Program Area Staff: These people are already in place in camp, running areas such as the Pool, Lake, COPE Course and Ranges.  The first year scouts will travel to the program areas and be taught by the specifically trained staff.  [Model 1]
3. Scoutcraft Assistants (3): If the Scoutcraft Director is in charge of a merit badge program and the first year campers, he will need twice as many assistants.  It can be done on a rotation basis where the staff takes turns between merit badge instruction and requirements to First Class.  Or you may train 2 assistants specifically for the first year camper program.  [Model 3]
II. Characteristics of Staff

A. Brainstorm: What characteristics would you look for in a staff member that will be working with a group of 11-12 year old scouts who are in camp for the first time?
1. The Scout Law

2. Enthusiastic

3. Ability to work with young scouts

4. Creative

5. Out-going/self-starter

6. Sense of humor

7. Good health

8. Ability to think on their feet/spontaneous/outside the box
9. Rigidly flexible (able to stick with set schedules/rules but can bend when necessary)

10. Leadership (not necessarily being a director, but being able to lead the young scouts)

11. Friendly

12. Mature/Maturity

13. Good communicator

III. Skills of Staff

A. Brainstorm: What skills should be evident in a staff member that will be working with a group of 11-12 year old scouts who are in camp for the first time?
1. Fire building

2. Map and Compass
3. Woods Tools

4. Knot tying

5. Lashing

6. First aid

7. Song leading

8. Game playing

9. Bag of tricks (something up his/her sleeve that can be used at any time to get the scouts' attention)

10. Camping

11. Outdoor cooking

12. Nature identification

13. Hiking/backpacking

14. Aquatics (depending on your model)

Some good sources for staff are active members of the Order of the Arrow, graduates and staff members of the National Youth Leadership Training course, and Webelos II Den Chiefs.

The bottom line is that your staff needs to be very proficient at the skills they are responsible for teaching.

IV. Staff Training
Tell participants that proper and adequate training of the staff is vital to the success of the camp, and the sooner it can occur, the better.  Consider having staff training days before the camp season begins, or have work weekends (sometimes called Beaver weekends) where the staff comes together to help get the camp ready and also spends time training.  Too often, the tasks of getting the physical plant ready to open take priority over adequate staff training.  This must never happen.  Three and one-half days of training must be provided for all staff members.

Refer to the NCS Outdoor Skills Lesson Plan Resource Manual, Summer Camp Staff Training Guide, and to the Staff Training and Parent Orientation Guide.  Thumb through these publications with the group, pointing out that many of the subjects in the outlines are similar to those in the camping school.  Run through the subject of BSA Youth Protection from the training guide as an example.  Ask participants to make careful notes of how the faculty deals with the subjects as the school proceeds and to make appropriate notes in their notebooks since they will be conducting this training in their home camps.

A. Pre-Camp & Staff Week: Most camps use staff weekends and other times before the summer to get some of the training out of the way.  Staff weekends are also a great way to get your staff together and get to know each other and begin building a bond.  Here are some different opportunities for staff training:
• In town or at camp in advance of camp
• On the job during camp
• At staff meetings devoted to training
• In training by department
• Through individual coaching
• By using the library and other resources for help
Regardless of which opportunities you use to train, the flow of your training should be smooth and informative.  Prioritize your sessions; that is, don’t leave BSA Youth Protection until the last day.  It also is helpful to use the aims and methods of Scouting to aid in your training.  Remember that training is ongoing (before, during, and after camp).  Make use of the national standards.  Recognize and utilize resources such as specialists and educators, and remember in all your training, build a team.

1. Standard Staff Training: This is the standard camp staff training that everyone has to go through.  There's no real way around it, so make sure you schedule it in.

a. First Aid

b. CPR

c. Youth Protection

d. Youth Development

e. Counseling/Discipline
f. Customer Service/Providing a quality service
g. Camp Policy and National Standards
h. OSHA/ Hazardous Materials

i. Health and Safety

j. Emergency Procedures

k. Teambuilding

2. Area Specific Training: Once again, depending on your first year camper model, this part of the training may change.  You may have your FYC Director train his staff, the Area Directors add first year camper training into training their specific staff, or have the Scoutcraft Director add first year camper training onto his area training.  Either way, there are a few things you should cover.
a. Tenderfoot to First Class Requirements

b. Adaptation of Program for Younger Scouts (make it fun)

c. Age Appropriate Activities

d. Group Management

It’s important for Scouts to be safe, have fun, and learn new skills.  Our training programs need to ensure that our staff is able to achieve these three needs.

DESIGN A STAFF TRAINING PLAN
Ask each participant to design a staff training plan for the home camp using the Summer Camp Staff Training Guide or Staff Training and Parent Orientation Guide.  See the sample outline in the Resource Manual for a guide.

Divide the participants into small working groups so that persons from the same council will be working together.  If there is only one person from a council, have that person work with others from a similar size camp.  At the very least, make tentative assignments for instructors, locations, dates, and times.  As the groups work, discussion is helpful, as long as the total group is progressing toward the goal.  Stop the exercise when productive results seem to reach an end or it is time for the break and the next session.

Keep in mind that, with the new Early Rank Requirement Videos, training can occur on an individual basis at home in front of the computer.  Each staff member should be made aware of these videos and encouraged to review them prior to coming to camp.

STAFF RETENTION DURING THE SUMMER SEASON
Advise participants that high-quality staff is essential for successful camp operations.  Staff retention has long been an issue for camp directors.  In the 1950s, the reasons staff gave for returning to work at a camp included

· Liking children and the outdoors

· Getting adequate time off

· Having good staff-director relations

· Enjoying good food

· Getting away from the city

· Having fun

· Making some money

More recent research in this area has shown reasons that are more sophisticated, such as getting to use personal skills and talents, deriving personal satisfaction and enjoyment, and working with other staff members.

Directors should focus on ways to motivate staff, such as by assigning responsibility, providing opportunities for achievement, and giving recognition.

Depression and hostility in staff members seem to increase with the length of the program.  It is important that administrators be aware of factors that help eliminate staff stress, because this stress can be detrimental to staff unity and morale and to the overall program.  Avoid staff stress and burnout at all costs—staff unres spreads like wildfire.  Keep unrest in check by stamping out gossip as soon as it starts.

The concern with determining causes of the camp staff’s stress and burnout represents an important shift in research.  Unchecked staff stress can erode the framework of an organization.  Therefore, it is important to identify and measure some of the variables affecting the camp staff experience and to make recommendations to camp directors that will lead to better staff management.

ROLE CONFLICT AND ROLE AMBIGUITY
One of the variables that affects the camp staff experience is role conflict, of which there are five types:
· Intrasender role conflict occurs when a staff member receives conflicting messages about his or her role from the same person.  For example, a staff member might receive conflicting messages from the same section head, especially if that section head lacks confidence and issues contradictory instructions.

· Intersender role conflict occurs when a staff member receives conflicting messages from two or more people who should be presenting a unified message.  For example, a staff member may be permitted by the program director to take Scouts on a nature hike off camp property, only to be reprimanded by the camp director.

· Personal-role conflict occurs when there is a conflict of expectations between the individual and his or her role in camp.  New staff members might, for example, find their expectations regarding responsibilities, living conditions, and social environment are not met in a particular camp setting.

· Intrarole conflict occurs when an individual occupies two or more roles (or assignments) within a camp organization, whether the separate roles are formal or informal.  An example might be a staff member who is both a merit badge counselor and a section head.  This individual’s roles can come into conflict as authoritative and peer-group obligations clash.

· Role overload occurs when an individual takes on a number of roles that are compatible except with regard to time constraints.  For example, an individual who overextends himself or herself by volunteering for special projects and events might find that while the nature of the duties of each project comply with the overall role, there is not enough time to complete all the projects in a satisfactory manner.  This forces the individual either to prioritize or become overextended.

Tell participants that in each example of role conflict, it is easy to see how the situation can result in stress.

In addition to role conflict, there is also role ambiguity.  There are three basic ways in which role ambiguity can occur.  The first occurs when there is a lack of clear information regarding which role an individual should adopt.  This can occur when a first-time section supervisor must decide whether to portray himself or herself to the other staff members as the director’s right-hand person or as the staff members’ buddy.  In the absence of direction from appropriate supervisors, this section head may not realize which role is most appropriate, a situation that could result in role ambiguity and stress.

The second type of role ambiguity occurs when the role to follow is evident, but information on just how to carry out the role is lacking.  Again, section supervisors might realize that the appropriate behavior combines responsibility with compassion, but they might not know how to demonstrate this behavior in the context of camp.

The third type of role ambiguity occurs when the individual does not realize the consequences of the role behavior he or she has selected.  For example, a new staff member might have engaged his or her group in an activity that the director, upon notification of the event, deems inappropriate.  The director might even reprimand this staff member.  The staff member might have been using his or her best judgment but simply did not possess the same level of knowledge and experience on the subject as the camp director.  In other words, the staff member lacked the appropriate information to carry out his or her duties effectively.

Tell participants that role ambiguity can be summarized as a situation arising when the appropriate information is not made available to the individual, which results in uncertainty and stress.

RECOMMENDATIONS
Explain to participants that staff members ask important questions pertaining to their work experiences at camp.  Staff members today want to know the answers to such questions as why they have to report to two different people and what the justification is for various policies and procedures that are in place.

Sophisticated young people are working in the camp industry.  This sophistication should be reassuring to camp directors, as long as camp directors realize they must meet the needs of those camp staff members if they are to operate successful programs.

Role conflict and role ambiguity may exist in the environment of the summer camp.  And if they do, they likely will affect the levels of job satisfaction and job stress. Variables such as staff gender and camp size also affect levels of role conflict and role ambiguity.  Research tells us that male and female staff members differ in their perceptions of role conflict, and that staff members from large and small camps differ in their perceptions of role ambiguity.

Given this information, the following recommendations are offered:

1. Because role conflict and role ambiguity may exist for camp staff members, and because conflict and ambiguity may lead to higher levels of job stress, camp directors should not noly acknowledge the presence of such stress, they also should try to identify sources of role conflict and role ambiguity.  Adopting a practical attitude toward the reduction of job stress is the best way to maintain consistently good staff morale throughout the summer.

2. Camp directors should acknowledge that the two genders may have differing needs.  Acknowledging these needs is especially important in the recruitment, induction, and orientation stages, because information given staff members at those times may determine how well a staff will work together—and avoid stress—in the summer.

3. Staff members from small camps reported significantly higher levels of role ambiguity than did staff members from large camps.  Those who manage small camps might be required to better clarify to their staff the camp’s goals and objectives, placement of authority, staff evaluation practices, and staff responsibilities.  Small-camp directors should consider re-evaluating their practices to ensure that staff members receive a comprehensive induction into the organization.

4. Finally, camp directors should acknowledge and even encourage (within the boundaries of the organization) positive individuality among their staff members.  Keep in mind that the campers will remember the people who affected them before they will remember any activity or event.  Allowing people to be individuals generally allows them to be at their best.

STAFF DEVELOPMENT
There is a difference between staff training and staff development.  There are three steps used in developing your staff into a cohesive team:
1. Establish the group.  As a group is formed, it must first get established and start to develop a group identity.  This requires some level of communication within the group, some knowledge of each other as far as personalities, capabilities, traits, and more.  The group members must get to know each other well enough to build trust and realistic relationships with one another.

2. Develop the group’s capability.  The group and its members must learn how to do things as a group.  They must learn new ideas and ways to resolve individual and group problems.  They must decide on ways to do things as a group and carry out plans together.  Practice in doing this will make the group better and better.

3. Teach the group to do its job.  The group and its members must learn to share leadership effectively among themselves and set the example in everything they do.  This helps the group to do its job with a minimum of fuss.

The primary function of the leader of the group is to strike a working balance between keeping the group together and getting the job done.  This requires that the leader always be alert to the interactions within the group in addition to monitoring the attitude each group member maintains with other group members and with those outside the group.

Important Considerations for Staff Members

There are three important considerations that must be stressed to staff members:

1. The use of effective teaching techniques in interactions with staff members and in staff members’ interactions with the units and individuals in camp

2. The use of counseling methods whenever staff members interact and work with troop leaders and members in camp

3. Setting the example in everything every staff member does

Steps Supervisors Can Take

Tell participants that there are steps supervisors can take to develop the staff:

1. Have each staff member complete a personal resource questionnaire, similar to the one participants filled out for this NCS section, and go over each questionnaire carefully.

2. Learn enough about each person to build a personal relationship.

3. Have a position description, in writing, listing what is required of each person.  The description should include requirements regarding uniforms, attendance requirements, and duties specific to each person’s primary assignment as well as general staff responsibilities.

4. Meet individually with each staff member and review what is expected of each person.  Give each person a copy of his or her position description or duties during camp.

a. Be prepared to do some individual coaching if needed to clarify items or eliminate misunderstandings.

b. Be sure each instructor has lesson plans and all support material for sessions.

5. Ensure that all staff trainers are thoroughly familiar with effective teaching techniques.  The emphasis is on learning, not teaching.  Be prepared to go over effective teaching techniques with staff members.

6. Be sure all staff members are familiar with counseling.  Briefly discuss counseling techniques as needed.

7. Develop staff spirit and morale.

a. Have staff members draw up and agree to their own code of conduct, including a course of action for disciplinary problems.  If they have an opportunity to share in the decision-making process, they are more likely to support the program.

b. Remember always that morale is based on:

i. Having an important assignment.  Each position description should be thoughtful and meaningful.

ii. Doing the assignment well.  Instill a sense of responsibility and pride in the assignment.

iii. Giving recognition for doing the job well.  Be sure to tell them when they do well.

8. Once your staff is trained put them to work.  The highest level of learning is achieved by teaching a skill to someone else.

9. Observe your staff for areas that need improvement.

10. Give positive feedback and objective criticism.  Let them know what areas they did well in and, if they did do something wrong put a positive spin on it.  Mistakes are there for us to learn. 

11. Do routine evaluations to track your staff's improvement.  After each evaluation, re-teach any skills they need help with and evaluate again for any improvements.  

12. Learning never stops.  While the new scouts learn, the staff will learn as well.

Questions to Consider in Managing a Staff

1. Do you include all staff members in the planning process whenever possible?

2. Do you communicate a personal interest in your staff individually and as a group?

3. Does your staff have the opportunities to give feedback to you?

4. Does each of your staff members have an opportunity to take responsibility for some aspect of your area?

5. Do you evaluate every staff member at least once about the middle of each camp session?

6. Do you conduct staff meetings on a regular basis?

7. Do you plan staff activities (for training and for fun) to ensure that the staff functions well together?

8. Do you work constantly on building and maintaining staff morale?

STAFF MORALE
Morale is the mental and emotional state of the individual and is obviously influenced by many factors.  Morale must have a solid basis of certain definable factors that lead to a general feeling of confidence, well-being, and accomplishment.  Remind participants that their leadership and management will affect staff morale.

Good morale is based on:

1. Doing well.

2. Doing an important assignment,

3. Receiving recognition for doing a good job.

Explain that some factors that heavily influence morale are:

1. Staff management—The basis for good staff management is planning, organization, and continuing supervision.

2. Information sharing—Keep staff well informed.  Don’t allow them to receive information from rumors.

3. Staff training—“Train them, trust them, and let them lead” is one motto that is useful to remember.  Staff training is one of the outdoor skills director’s most important responsibilities.  Developing a training outline that includes essential skills and attitudes will help staff members do their assignments well.  Carry out staff training efficiently and skillfully.  Inject positive attitudes, enthusiasm, and spirit into the staff.  The staff, in turn, will pass them on to the campers.

The following are steps to initiate to build staff morale, motivation, and attitude:

1. Encourage each staff member to adopt a project of some kind and work on it throughout the summer.  Mention the projects to the campers and commend the staff members.  Identify the projects with names in the area.  They might include a special knot board, a collection of native plants, a model axe yard, or a Leave No Trace display..

2. Encourage each staff member to develop a specialty for which he or she becomes the local expert in promoting and teaching in the area.  This can build pride in their work.  Staff members might specialize in fancy knots, special lashings, pioneering projects, starting campfires in a variety of ways, or cooking.

3. Designate a staff member of the day.  Put his or her name on the bulletin board and have some special treat for that person.  Use this as a recognition for outstanding staff performance.
4. Use team-building and initiative games.
5. Let the staff plan an outdoor skills competition with patrol versus patrol.

Remind participants that staff members must be recognized as individuals and that each must believe that the tasks assigned to him are important.

CLOSING

Are there any questions?

[Answer any questions that may arise; also refer to the questions written in Session One.  If any questions are asked that will be addressed in latter sessions, add those to the question list.]
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