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Leading makes use of many skills....

Communicating

- A patrol leader sent two Scouts on an errand from camp. Rusty and Bruce did fine

urttil they came to a stream.

"Hey, whereya goin'?"

"He said turn left."

"He did not. He said turn right here.”

"No, that was back there. By the clearing. He said when we get to the stream, we
turn left.” '

"No he didn't, But go ahead, wise guy. I'll see you there.”

So Rusty turned right and Bruce turned left. They were soon out of sight of each
other. Bruce followed directions and reached their destination in a few minutes.
When he arrived there, he found no Rusty. Half an hour later, still no Rusty. Bruce
finally raced down the trail back to camp, got help, and they began searching. It
took 2 hours to find Rusty. He had taken the wrong turn at the stream, soon Jost
the trail, and couldn't get back, .

Why did this happen? Here are some pos_s_ibil”ities. Which do you think was the

¢ Rusty didn't listen to the patrol leader's instructions.

» Rusty thought he understood the directions when he really didn't.

+ The patrol leader gave poor directions.

The patrol leader shouid have made sure both boys knew the directions.

Now let's consider each of these statements.

Rusty didn't listen. This may be true. But the patrol leader didn't know that Rusty
didn't listen or, at least, he didn't find out whether he did or not.

Rusty thought he understood. This is probably true. He was pretty convinced when
he argued with Bruce. But we must ask how the patrol leader managed to let him
go away with the wrong idea.

The patrol leader gave poor directions. Bruce got them right, so they were OK to
him. But since only one of the two boys understood the directions, we have to
suspect that they might not have been perfectly clear.

The patrol leader should have made sure. This is certainly true. If he had made
Rusty repeat the directions, he would have found where "right” replaced "left.”

Whatever happened, we need look at the results.
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Information wasn't given and received properly. The job didn’t get done. (And the
search for Rusty prevented some other jobs from getting done.y Besides, the
confused information began to affect the way members of the group felt about each
other, This kind of thing threatens the group's morale and effectiveness

How could this misunderstanding -- of one word have been prevented? Check any
of the following that would have helped if the patrol leader had done them:

= He made sure both boys were paying attention before he gave directions.

» He spoke slowly and clearly.

e He had Rusty and Bruce -- make a diagram and write the directions in a
notebook.

o He had the boys repeat their instructions.

You probably checked all of them. And you are right. Any one of them might have
prevented the misunderstanding.

Notice that leaders both give and get information. Communication happens both
ways.

How can you apply these ideas in your feadership tasks? Easy. To improve vour
skills in getting information, follow these rules:

¢ Pay attention and listen carefuily.
+ Make notes and sketches.
e Ask questions and repeat your understanding of what was said.

To improve your skills in giving information, there is a similar set of guidelines:

» Make sure the others are listening before you start giving information.

+ Speak slowly and clearly.

e Draw diagrams and pictures and have those receiving the instructions make
notes.

¢ Have the others repeat back their understanding of the information.

From time to time you can check yourself to see whether you are improving in the
skifl of getting and giving information. Ask yourself these questions:

Are your Scouts forgetting less?

Do they take notes regularly?

Do they ask questions when in doubt?

Do you take notes yourself and review them to be sure yvou don't forget
things?

** Return to Contents

"Leading makes use of many skills...." is adapted from Patrol and
Troop Leadership, the handbook on leadership development written
for Patrol Leaders and published by the Boy Scouts of America in 1972,
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While hiking two scouts walked up to a stream...

Rusty:
"Hey, whereya goin'?"

Bruce:
"He said turn feft."

Rusty:
"He did not. He said turn right here.”

Bruce:
"No, that was back there. By the clearing. He said when we get to the stream, we turn left.”

Rusty:
"No he didn't. But go ahead, wise guy. I'll see you there."
*¥** Then Rusty walks to the left ***

Bruce:
*¥** Then Bruce walks to the right***
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Leading makes use of many skills....

Knowing and Using the Resources of the Group

Most of the members of the Owl Patrol were new Scouts. Harry, the patrol leader,
thought the Scouts should be trained to pitch tents just before their first campout,
He picked Phit to run the demonstration because he was aggressive and always
seemed sure of himself.

Much to Harry's surprise, Phil's tent-pitching demonstration was a bust. It was
pretty clear to all that Phil didn’t know which part of the tent to fasten down and
which part to put up in the air. But Bob, another patrol member, helped Phil out
and soon had it going right, Then Bob helped the others set up their tents.

Later on, Harry learned that Bob had done a lot of weekend camping with his famiiy
and knew a lot about tents. But why had he picked Phil to do the demonstration?

Harry probably thought that Phil, being as confident as he was, could handie it. It
never occurred to him that Phil didn't know anything about tents. And because Bob
was quieter, it didn't enter Harry's mind that he had some skills.

Harry didn't fearn about Bob’s knowledge and skill as a camper until it was afmost
too late. How could he have avoided embarrassing Phil in front of the patrol?

As patrol leader, Harry needed to know what resources were available to him. A
resource is a thing you can use. A book, a tool, a piece of wood, or a handful of
sand may be a resource. Peopie can also be resources, because:

¢ They know how to do things.
» They have information or knowledge.
e They know how and where to get other resources.

Every member of every group is some kind of resource. Not everyone has
something to give to every job, but each member of a group should be encouraged
to add what he can.

From our example, it is clear that Harry needed to learn the resources of each of
the members of his patrol. How might he have done this? Here are four ways:

e Through observation. In the case of Phil, Harry had seen him as a resource
because he was always self-confident. But he was the wrong resource for that
job. Later, Harry learned that Bob knew a lot about putting up tents. But the
big disadvantage of this method is that it takes so long. You may make a lot
of mistakes before you find out what resources everyone has.

+ You may find out various Scouts’ interests and skills by casual talk with them.
Or you may hear about it from some other person. But this is also a slow way
to find out what you need to know.

e You can ask questions. Harry might have asked his patrol who had experience
in tent pitching. He probably would have discovered Bob's skill in this way.

+ Give each member of the group a resource sheet with specific questions on it.
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For instance, it could read, "Check below all of the skills you think you are
pretty good at: knot tying, nature lore, hiking, cooking, etc.” The resource
sheet might also include a suggestion that members of the group show which
skilis they think they could help others to learn.

However you find the resources in vour group, make notes of them in your
notebook or keep a card file of personal resources. Don't trust your memory.

How much do you know about the Scouts in your patrol or troop? What would it be
helpful to know? Their special skills? Their past experiences? Their hopes and fears?
Their weaknesses as well as their strengths? Goals? Attitudes? Find out these things
and keep a record.

It may be that you will sometimes find ways to strengthen other Scouts by helping
them learn to do things they have had littie chance to do. You may give them
experiences doing things they may have been afraid to do. In such ways your
resource knowledge works to benefit each Scout.

From time to time, check over your resource file and ask yourself whether you are
keeping it updated. Has your patrol program improved through your use of the
Information recorded on each boy's card? Are you helping him to grow? Has
knowing these resources made you a better leader?

A leader must know the resources of his group. He can never know too many. Every
time there is a job, some of these resources should be used. Which ones? The ones
that wilf (1) get the job done and (2) keep the group together.

"Leading makes use of many skills...." is adapted from Patrol and
Troop Leadership, the handbook on leadership development written
for Patrol Leaders and published by the Boy Scouts of America in 1972,

Much of the original feadership development material contained in the
Handbook, including the eleven skills of leadership, remain at the core
of today's leadership experience in Scouting. Patrol and Troop
Leadership covered nine of the skills presented at the Council Junior
Leader Training Conference and other leadership development programs
in Scouting.

Introduction

Knowing and Using the Resources of the Group
Setting the Example

Representing the Group

Evaluating

Planning

Controlling Group Performance

Sharing Leadership

Effective Teaching
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Knowing and Using Resources...

Most of the members of the Owl Patro! were new Scouts. Harry, the patrol leader,
thought the Scouts should be trained to pitch tents just before their first campout.
He picked Rusty to run the demonstration because he was aggressive and ajways
seemed sure of himself.

Much to Harry's surprise, Rusty's tent-pitching demonstration was a bust. It was
pretty clear to all that Rusty didn't know which part of the tent to fasten down and
which part to put up in the air. But Bob, another patrol member, helped Rusty out
and soon had it going right. Then Bob helped the others set up their tents.

Later on, Harry learned that Bob had done a lot of weekend camping with his family
and knew a lot about tents. But why had he picked Rusty to do the demonstration?

Harry probably thought that Rusty, being as confident as he was, couid handie it. It
never occurred to him that Rusty didn't know anything about tents. And because Bob
was quieter, it didn't enter Harry's mind that he had some skills.

Harry didn't learn about Bob's knowledge and skill as a camper until it was almost
too late. How could he have avoided embarrassing Rusty in front of the patrol?

As patrol leader, Harry needed to know what resources were available to him. A
resource is a thing you can use. A book, a tool, a piece of wood, or a handful of sand
may be a resource. Pegple can also be resources, because:

« They know how to do things.
« They have information or knowledge.
They know how and where to get other resources.
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Leading makes use of many skills.... 2

Setting the Example

A den chief came to a den meeting without his uniform. A week later, two of the
Cub Scouts appeared out of uniform.

"Why?" demanded the Den Mother.
"Bill didn't wear his last week."

Bill never said to any of the Cub Scouts, "It's OK if you don't wear your uniform
sometimes.” But that was the message that came through. His good example of
coming in uniform broke down only once. That was enough for a couple of his
group.

Which is stronger, good or bad example? We can't always be sure. Setting a good
example will often not work all by itself. But if you exchange it for @ bad example,
you may get immediate action (of the wrong kind).

Alan was elected senior patrol leader. He took his new job very seriously. If there
was ever any horseplay, he stayed out of it. He felt he had o in order not to set a
bad example.

On one camping trip the patrol leaders got some horseplay going after "Taps," and
Alan joined in. Everybody had a ball. _

The next day, every one of the patrols got completely out of hand. The Scoutmaster
finalty had to step in and settle everyone down. Then he and Alan had a talk --

"That's the first time I've done anything like that since T was elected," Alan
complained.

"What effect do you think it had?" asked the Scoutmaster.

"I don't know. There's been a little trouble before, but never like this. They always
knew I wouldn't put up with it."

"Always until when?"
“Until... well, until last night, I guess I showed 'em a little fooling around is OK."

Thus, Alan iearned to keep a good example going. Even if it seerned not to do much
good. Because a bad example would almost certainly make things worse.

People learn from models and examples. I show you my square knot. I untie it and
tie it slowly while you watch. Then you try to tie a knot like mine.

We use models in teaching because they work. Models let people know what we
want. Models say, "Here, do it like this.”

http://www.pinetreeweb.com/leading-example htm 10/6/2006
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People are models themselves. A girl models a dress for a customer.
The message is, "If you'll buy this dress, you'll be as beautiful as me."

. A leader is a model whether he wants to be or not. He doesn’t have to teli the
group to follow his example. In fact, he can even tell them not to follow his
example, but they will.

"What you are speaks so loudly I cannot hear what you say,” said Emerson.

Setting an exampile is more than staying out of trouble. It is an important element
in leadership. It is showing the way. It is an active process that raises standards
and goals. It is a great deal more than just avoiding the wrong things. Setting an
example means doing the right things, and knowing why,

As a leader, you are observed by others at all times. Other Scouts are watching you
and learning to do what you do. Are you proud of what they see? How can you set a
good example?

Follow instructions, There's at least one right way to do everything.

There may be a dozen' wrong ways to do each. Don't expect others to do things
right if you don't.

Try harder. If you'll settle for last place, so will the group. Get up earlier and run
faster than anybody. They can't foliow you if you are not out ahead.

Take the initiative. Shakespeare wrote, "Some are born great, some achieve
greatness, and some have greatness thrust upon them." Don't wait for leadership
to be thrust upon you. Find out what has to happen and make it happen.

Act mature. If you act like a half-wit, you'll be a good model for those trying to win
the half-wit badge. That's not what your group needs. You'll get a lot more respect
by acting mature than by being a silly kid. :

Know your job. Never quit trying to do a better job. Know your group and its
resources, Pick up new skills and improve on old ones. You can't learn too much
about leadership. (But it’s very easy to learn too little.)

Make a special effort to conduct yourself at home, school, and during Scout
activities so that you will be pleased when others follow your example. How you act
includes what you say and do and how you dress. It includes your attitudes and
how you relate to others.

As you work at improving your example as a leader, you should take stock from
time to time. What new area can you develop? How is your conduct in meetings of
the troop and the troop leaders' council? What kinds of attitudes are others
"catching” from you?

"Leading makes use of many skills...." is adapted from Patrol and
Troop Leadership, the handbook on leadership development written
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Setting the Example

Narrator:

Bill... the Patrol Leader came to a meeting without his uniform. A week later, two of the
Scouts appearad out of uniform.

Scoutmaster:
"Why did you come out of uniform?"

Rusty:
"Bill didn't wear his last week."

Narrator:

Bill never said to any of the Cub Scouts, "It's OK if you don't wear your uniform
sometimes.” But that was the message that came through. His good example of coming in
uniform broke down only once. That was enough for a couple of his group. Which is
stronger, good or bad example? We can't always be sure. Setting a good example will often
not work alf by itself. But if you exchange it for a bad example, you may get immediate
action (of the wrong kind).

Narrator:

Rusty was elected senior patrol leader. He took his new job very seriously. If there was ever
any horseplay, he stayed out of it. He felt he had to in order not to set a bad example.

On one camping trip the patrof ieaders got some horseplay going after "Taps," and Rusty
joined in. Everybody had a bail.

The next day, every one of the patrols got completely out of hand. The Scoutmaster finally
had to step in and settle everyone down. Then he and Rusty had a talk --

Rusty: .
"That's the first time I've done anything like that since I was elected,”

Scoutmaster:
"What effect do you think it had?"

Rusty:
"I don't know, There's been a little trouble before, but never like this. They always knew
wouldn't put up with it."

Scoutmaster:
"Always until when?"

Rusty:
"Until... well, untii last night. I guess I showed 'em a little fooling around is OK."

Narrator:

Thus, Rusty learned to keep a good example going. Even if it seemed not to de much good.
Recause a bad example would almost certainiy make things worse.

People learn from models and examples. I show you my square knot. I untie it and tie it

" slowly while you watch. Then you try to tie a knot like mine.We use modeis in teaching

because they work. Modeais let people know what we want. Models say, "Here, do it like
this."”
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Scoutmaster:
"Why did you come out of uniform?"
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"Bill didn't wear his last week."

Narrator: :

Bill never said to any of the Cub Scouts, "It's OK if you don't wear your uniform
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Narrator:

Thus, Rusty learned to keep a good example going. Even if it seemed not to do much good.
Because a bad exampie would almost certainly make things worse.

People learn from models and examples. I show you my square knot. I untie it and tie it
slowly while you watch. Then you try to tie a knot like mine,We use models in teaching
because they work. Models let people know what we want. Models say, "Here, do it like
this.”




Setting the Example

Narrator:
Bill... the Patrol Leader came to a ‘meeting without his uniform. A week later, two of the
Scouts appeared out of uniform.

Scoutmaster:
"Why did you come out of uniform?"

Rusty:
"Bill didn't wear his last week."

Narrator;

Bill never said to any of the Cub Scouts, "It's OK if you don't wear yvour uniform
sometimes."” But that was the message that came through. His good example of coming in
uniform broke down only once. That was enough for a couple of his group. Which is
stronger, good or bad example? We can't always be sure. Setting a good example will often
not work all by itself. But if you exchange it for a bad example, you may get immediate
action (of the wrong kind).

Narrator:

Rusty was elected senior patrol leader. He took his hew job very seriously. If there was ever
any horseplay, he stayed out of it. He felt he had to ii order not to set a bad example.

On one camping trip the patrol leaders got some horseplay going after "Taps,” and Rusty .
joined in. Everybody had a ball. '

The next day, every one of the patrols got completely out of hand. The Scoutmaster finally
had to step in and settle everyone down. Then he and Rusty had a talk --

Rusty:
"That's the first time I've done anything like that since I was elected,”

Scoutmaster:
"What effect do you think it had?"

Rusty:
"I don't know. There's been a little trouble before, but never like this. They always knew 1
wouldn't put up with it." .

Scoutmaster:
"Always until when?".

Rusty:
"Until... well, until last night. I guess I showed 'em a little fooling around is OK."

Narrator:

Thus, Rusty learned to keep a good example going. Even if it seemed not to do much good.
Because a bad example would almost certainly make things worse.

People learn from modeis and examples, I show you my square knot. I untie it and tie it
stowly while you watch. Then you try to tie a knot Jike mine.We use models in teaching
because they work. Models let people know what we want. Models say, "Here, do it like
this.”
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Leading makes use of many skills....

Representing the Group

At the troop leaders' council meeting, Charlie, the Fox Patrol leader, voted for the
hike to Donner's Mill with great enthusiasm. He thought it would be a great hike. At
a later troop meeting, the senior patrol leader announced the hike to Donner's Mill
and there was a loud groan from the Foxes. The Scoutmaster and senior patrol
leader were quite surprised, since Charlie had been so enthusiastic.

What made the Foxes react in that way? Did they have a better location in mind?
Had they grown tired of Donner’s Mill for some reason? Most likely, they just wished
they had been consulted. Charlie just hadn't represented them. He had spoken for
himself, not his patrol. :

In a pure democracy, everyone speaks for himself. No one is ever appointed to
speak for anyone else, Thus, everyone has to be consulted before anything is done.

There aren’t many pure democracies, because it is almost impossible to get very
much done. The bigger the group, the less possible it becomes to have a pure
democracy.

To overcome these problems, we have representative democracies. A Scout troop is
an example of one. The patrol leaders are the representatives of the patrol. They
speak for the members of their patrol.

Suppose you are a patrol member. The patrol is going to elect a leader. Three
members of your patrol are candidates. You don't know which one to vote for.

Each candidate is asked to state what he understands about representing his patroi
at the troop leaders' council. Which of the following boys would get your vote?

SAM: Look, man, if you elect me, you gotta trust me to do what's right. know what
you guys want. I won't let you down.

PAT: I don't agree with Sam. I don’t think he knows what you want. I don't know
either, But any time there's a question, we’'ll take a vote. Majority rules. ' speak
for the side with the most votes. Isn't that fair?

TIM: Ne, it's not fair. I think the leader should speak for everybody, not just the
majority. If five of you vote for A and only two of you vote for B, I think the two
should be heard too. If you elect me, I'll speak for everybody, whether we all agree
or not.

You can vote the way you please, but...
1. Sam will speak for himseif. When his views and yours are the same, he'll be
representing you. When they're different, your views won't be represented.

2. Pat will represent your views whenever they're on the majority side. If less
than half of the patrol thinks your way, you won't be represented.
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3. Tim will represent you every time -- even when he doesn’t agree with you.

You Can Count on This. -- You can't represent a group unless you know what
they think. And you can't know what they think unless you ask them:.

Here are some suggestions for asking:

Get the facts. Do you understand what they're telling you? Do they understand
what they're being asked about?

Analyze the situation. If there's a problem, can it be handled inside the group? Or
must other leaders be brought in?

Get the group’s reaction, If all feel the same way, fine. If there’s a difference of
opinion, find out all sides of it.

Take notes. You can't remember all details long enough to represent the group,
Write them down. Read them back to the group to be sure you haven't left out
anything.

When You Represent the Group -~ Make sure you get all the information,
opinions, and ideas of your group before speaking for it.

Give the facts. If there are different points of view, state them. Give the reason for
them. Present them so fairly that ne one will know which side you favor,

Respect their opinions. Your group may all agree on something. Other groups may
agree on the opposite. Listen to what they have to say. They may have information
your group did not know about.

Represent some things in private, When there's some personality problem in your
group, present it to one or two leaders. Don’t hang it out for everyone to see.

Take notes. You will have to report back to your group. They will want to know
what happened and why. Write it down so you won't forget anything.

Have you been elected patrol leader? How can you best represent your patrol at the
troop leaders’ council and the council to your patrol? Some possibilities are (1) give
the facts, (2) respect others' opinions, {3) represent some things in private, and (4)
take notes.

As you practice the skills noted above, you need to evaluate your progress. Are you
giving every patrol member a chance to express his opinion? Do you report opinions
different from your own? Do you present the opinions of others fairly or siant them
to your own opinions? '

"Leading makes use of many sKkills...." is adapted from Patrol and
Troop Leadership, the handbook on leadership development written
for Patrol Leaders and published by the Boy Scouts of America in 1972.

Much of the original leadership development material contained in the
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Leading makes use of many skills....

Evaluating

Do you recall the last time a skill was demonstrated at a troop meeting? How did it
go? Who did it? Do you think you could do as well? Better? Quite a bit better? There
you go -- evaluating. And it’s all based on your personal values.

"Boy, I wish I was as good a patrol leader as Pete.”
"Look at those Foxes. The Owls can do a lot better than that.”
"We made a few mistakes this time, but watch out for us at the next camporee!”

The easiest evaluation for a leader is to trust his own judgment, That's also the
worst., What the leader thinks and what the group thinks are often far apart.

Years ago a survey was made of Scout camps. Camp leaders were asked how they
thought the Scouts iiked various camp activities. The Scouts were asked how they
liked the same ones.

The results showed that the camp leaders weren't very good at guessing what the
Scouts liked. For example, leaders rated religious services in camp as very low in
popularity. Scouts rated them very high. Camp leaders rated big, mass activities as
most popular among Scouts. But the Scouts said the things they liked best were the
ones they did in small groups.

Everything your patrols and troop do should be evaluated. But not by you alone; let
the Scouts who take part in them share their thoughts with you.

But you have to be sure you understand what they're telling you.

Here are some pointers that will help you understand the answers you get from the
Scouts.

e People’s personal values show. Each person sees things in his own way. The
boy who loves water sports may not think much of camping on the desert.
That doesn't mean he's wrong. It just helps you to understand how he
evaluates 3 days on very dry land.

o When you ask for facts you need simple answers. This means that you will
have to ask questions that will get simple answers,

This type of question will get a simple answer: How many patrol meetings should
there be every month?

On the other hand, this question will not get a simple answer: Why do you think
yvour patrol should meet once a week?

o A person seldom tells how he really feels with short answers. If you want to
know how many or how much, short answers are fine. If you want to know
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how people reaily feel, you have to give them freedom to answer.

Which of the foflowing questions leaves the person the greatest freedom to tell how
he feels?

a. bid you enjoy the last camp-out?
b. Would you rather fish or play golif?
¢. How do you think we could improve our camping program?

(The first two guestions above allow only one possible answer each, and they don't
tell us why. You can say anything you want to answer the third.)

Some situations prevent honest answers. When a person feels threatened, he will
not evaluate honestly. The newest Scout in your troop probably will not answer
questions frankily until he feels that he belongs. A newly appointed quartermaster is
not going to evaluate the senior patrol leader's (SPL} recommendation too critically
until they have worked together for a time and he has become better acquainted
with the job.

You may want to try some group evaluation in your patrol the next time you have
an activity. Were all members present? If not, why? What did the patrol get done?
Did they enjoy doing it? Will they do it again? How could the activity have been
improved?

To check your ability in this skill, you must decide just how you are using evaluation
to help you lead better. Do you listen to what is said? Do you make excuses for
doing what you do?

Remember:

e You can't stay on the track unless you know where you are going and then
evaluate what you are doing successfuily to get there.

e Find out from others how you are doing. Don't just trust your own judgment.

s Be sure you know what you are asking.

o Be sure you know what they're telling you.

*Leading makes use of many skills...." is adapted from Patrol and
Troop Leadership, the handbook on leadership development written
for Patrol Leaders and published by the Boy Scouts of America in 1972,

Much of the original leadership development material contained in the
Handbook, including the eleven skiils of leadership, remain at the core
of today's leadership experience in Scouting. Patrof and Troop
Leadership covered nine of the skills presented at the Council Junior
Leader Training Conference and other leadership development programs
in Scouting.

hitp://www.pinetreeweb.conr/leading-eval htm 10/6/2006
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Leading makes use of many skills....

Planning

A Scout troop recently made a bus tour of the Southeast. Most nights the troop
camped in parks and campgrounds. The four patrols set up their camps in their
usual fashion without difficulty.

One night the troop stayed in a motel. The Scoutmaster told the senior patrol
leader that five boys would sleep in each of seven rooms. He then gave the Senior
Patrol Leader the task of assigning boys to rooms.

The Senior Patrol Leader laid out seven pieces of paper and announced that Scouts
should sign up for their rooms and select their own room leader.

Before the Scouts began moving into the rooms he Scoutmaster asked to see the
room assignments. The Senior Patrol Leader was very proud of what he had done
and handed over the sign-up sheets. The Scoutmaster then discovered that two
rooms had only five boys between them, and five boys had no place to sleep at all.
Of course, the problem was quickly solved, but how did it come about in the first
place? Poor planning!

Someone must have known in advance that staying in the motel would involve
different arrangements than the usual patrol setup. You can't just pull into a motel
and register 40 people in an instant. How could it have been handied better?

In this case the patrol leaders' council should have done the planning, not just one
person. The first task was to consider the situation: 35 boys in seven rooms, each
room with a room leader. Next, the resources should have been reviewed: five beds
in a room, four patrols of eight boys plus the Senior Patrol lLeader, assistant Senior
Patrol Leader, and gquartermaster. (Do you see an obvious plan already?)

Planning is almost always faster and easier if you know what you are planning.
More specifically, you have to know what you are trying to accomplish. So in
considering the task, think about the outcomes. What do you want to happen?
What will be the result? Will there be more than one desired resuit? If so, will they
conflict?

As a plan develops, you need to consider alternates. (For instance, what would this
troop have done if it turned out that some rooms held four and others six?) Have a
Plan B ready in case something upsets your plan.

Finish your plan, make assignments, and write the plan down so everyone can
understand it.

To plan anything, follow this course:
« Consider the task.

» Consider the resources.
« Consider alternatives.

http://www.pinetreeweb.com/leading-plan.htm 10/6/2006
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* Reach a decision.
 Write it down and review it with the group.
¢ (arry out the plan.

You can use these steps in planning just about anything: a hike, teaching a skill at
a troop meeting, a window display, summer camp, a service project. After a while
the six steps will come to you naturally.

Improve every time you plan by evaluating what you did last time. How can you do
it better? Did you use all available resources? How do you know? Were ali
alternatives considered? Did everyone participate? Did they enjoy it? Were they
satisfied with the outcome? Did everyone understand the plan?

"Leading makes use of many skills...." is adapted from Patrol and
Troop Leadership, the handbook on leadership development written
for Patrol Leaders and published by the Boy Scouts of America in 1972.

Much of the original leadership development material contained in the
Handbook, including the eleven skills of leadership, remain at the core
of today's leadership experience in Scouting. Patrof and Troop
Leadership covered nine of the skills presented at the Council Junior
{.eader Training Conference and other leadership develocpment programs
in Scouting.

Knowing and Using the Resources of the Group
Setting the Example

Representing the Group

Planning
Controlling Group Performance

Sharing Leadership

434 4+44444

"Learning About Leadership" is adapted from Patrol and Troop
Leadership, the handbook on leadership development written for
Patrol Leaders and published by the Boy Scouts of America in
1972. It provides some excellent background and insight into the
BSA’'s approach to the subject of leadership.

From 1990 to 1993, the Junior Leader Training Conference
program received an intensive review. A new Junior Leader
Training Conference Staff Guide was published in 1993.
Comments on the 1995 Revisions takes a close-up lock at the
most recent changes published in the 1995 printing.

hitp://www.pinetreeweb.con/leading-plan.htm 10/6/2006
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Leading makes use of many sKills.... R

Controlling Group Performance

George is a senior patrol leader. At a camporee, the troop was packing its gear,
getting ready to leave. The equipment was spread out on the ground, and each of
the five patrols was assembled around its equipment,

The senior patrol leader was barking out instructions: "Trail Chef Kit -- first, the
farge pot.” In turn, each patrol leader would shout to his patrol to come up with the
large pot.

Seeing each patrol leader with the large pot in hand, George wouid beliow out the
next order:

"Four aluminum plates in the bottom!™ Then each patrol leader would respond, the
plates would be found and inserted, and the next command would follow. So it went
through the folding of the tents and the storing of all equipment. The task was
finally completed, and everything was in its proper place. But long before the job
was finished many of the Scouts were horsing around, learning nothing about camp
housekeeping or, for that matter, responsibility.

In managing the job this way, George had the task under control but not the troop.
He had lost sight of the people while he got the job done. How might he have done
it?

At the patrol leaders' council meeting he should have reminded the patrol leaders of
the tasi of putting away equipment properly. When the time came to do it, he
should have been casually observing the patrols as they went about it. Where it was
being done quickiy and well, he would comment on the good job being done and go
on. If he found problems, he would offer to help, give the patrol leader a hand, or
perhaps note how it might be done better. If he encountered disagreements about
how to do it, he would resolve them.

So we see that control is not being a dictator. Rather, it is using good sense and
skill to get the job done and keep the group together. Briefly stated, control
consists of:

e Observing the group.

¢« Making instructions fit the situation.
« Helping where necessary.

+« Examining the completed work.

« Reacting to the guality of the work.

Your next patrol or troop activity will give you a chance to try this system. How will
you know how successful you were? Ask yourself these questions afterward: Did the
job get done on time? How do you feel about it? How do your group members feel?
Did you help those who needed it? How did others react? Will the group do better
because of this experience? Why?

Successful control gets the job done at the right time, at the right piace, and in the

http://www.pinetrceweb.com/leading-ctl. htm 10/6/2006




Controlling Group Performance...

Rusty is a senior patrol leader. At a camporee, the troop was packing its gear,
getting ready to leave. The equipment was spread out on the ground, and each of
the five patrols was assembled around its equipment.

The senior patrol ieader was barking out instructions: "Trail Chef Kit -- first, the large
pot.” In turn, each patrol leader would shout to his patrol to come up with the large
pot.

Seeing each patrol leader with the large pot in hand, Rusty would bellow out the next
order:

"Four aluminum plates in the bottom!” Then each patrol leader would respond, the
plates would be found and inserted, and the next command would follow, So it went
through the folding of the tents and the storing of all equipment. The task was finally
completed, and everything was in its proper place. But long before the job was
finished many of the Scouts were horsing around, learning nothing about camp
housekeeping or, for that matter, responsibility.

In managing the job this way, Rusty had the task under control but not the troop. He
had lost sight of the people while he got the job done. How might he have done it?







