
Troop 700 Leadership Handbook
The Aims of Scouting

Baden-Powell said “Scouting is a game with a purpose.”
The Scouting program has three specific objectives, commonly referred to as
the Aims of Scouting.
They are:

• character development,
• citizenship training, and
• personal fitness.

THE METHODS OF SCOUTING

We achieve these aims by the following methods, listed below in random order.

Ideals
The ideals of Boy Scouting are the Scout Oath, the
Scout Law, the Scout motto, and the Scout slogan.
Scouts measure themselves against these ideals and
continually try to improve. The goals are high, and, as
he reaches for them, he has some control over what
and who he becomes.

Patrols
The patrol method is an experience cooperation and
citizenship. It places responsibility on young shoulders
and teaches how to accept it. The patrol is small group
where Scouts can easily relate to each other. Patrols
determine troop activities through their elected
representatives.

Outdoor Programs
Scouting is Outing. As much as possible, scouting
takes place outdoors. Here Scouts share respon-
sibilities and learn to live with one another. It is here
that the skills and activities practiced at troop meetings
come alive with purpose. Being close to nature helps
Boy Scouts gain an appreciation for God’s handiwork
and humankind’s place in it.

Advancement
Boy Scouting provides a series of surmountable
obstacles and steps to overcome them. A Scout plans
his advancement and progresses at his own pace.

Scouts are rewarded for each achievement, which
helps him gain self-confidence. These help a Scout
grow in self-reliance and in the ability to help others.

Personal Growth
As Scouts plan their activities and progress toward
their goals, they grow. The Good Turn and community
service is a major part of Scouting. Frequent
conferences with his Scoutmaster help each Scout to
determine his growth toward Scouting’s aims.

Leadership Development
The Scouting program encourages boys to learn and
practice leadership skills. Every Scout has the
opportunity to participate in both shared and total
leadership situations. Leadership helps a boy accept
the leadership role of others and guides him towards
citizenship.

Uniform
The uniform makes the Scout Troop visible as a force
for good and creates a positive youth image in the
community. Boy Scouting is an action program, and
wearing the uniform is an action that shows each
Scout’s commitment to the aims and purposes of
Scouting. The uniform is practical attire for activities
and provides a way for Scouts to wear their badges of
accomplishment.
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W
HY LEADERSHIP?

On m
ost fam

ous football team
s the quarterback is the team

 leader. W
hy is

that? Is there som
ething m

agic about the position? Does he autom
atically

becom
e a leader—

the guy who m
akes the team

 go—
when he is nam

ed the
quarterback by the coach?

No, there’s m
ore to it than that. Lot’s m

ore. Usually he is nam
ed quarterback

because he’s already a leader. He’s already the kind of guy the other players
like to follow.

And if the coach is wrong about him
, he probably won’t stay quarterback very

long. If he can’t lead the team
, he won’t have m

uch value even if he can hit a
receiver at 40 yards. Every successful team

 m
ust have at least one leader.

That goes for your Scouting team
, too—

your patrol and your troop. In fact, if
the patrol and troop are to succeed, you need several leaders. Guys like
yourself who want to try “quarterbacking” in Scouting. The aim

 of this book is
to show you how to becom

e a better leader.

Let’s begin by being honest about it. This book is not going to m
ake you a

good leader. You are not going to find 5 or 10 sim
ple rules to follow to becom

e
a good leader. If leadership were as easy as that, alm

ost everyone would be a
good leader. And you know that m

ost people are not.

There are no rules for leadership. But there are certain skills that every good
leader seem

s to have. You will learn about them
 in this book and practice

them
 in your patrol and troop.

Som
e of these skills you m

ay already have—
even without knowing it. That’s

the funny thing about leadership—
a good leader doesn’t necessarily know

how he does it. He just does what com
es naturally and the others follow him

.
Although he m

ay not know it, he has m
astered the skills of leadership.

As a patrol or troop leader you’re going to learn these skills in a m
ore

structured m
anner. You’re going to learn what they are from

 this book and
from

 troop leadership developm
ent opportunities in your council or district.

Then you’ll use these skills with your patrol and troop leader’s council.

This doesn’t m
ean we guarantee that you’ll be elected student council

president next year. Or that you will be the Super Bowl quarterback 15 years
from

 now or President of the United States in 35 years. But we do guarantee
that you can m

ake yourself a m
uch better leader in just a few weeks or

m
onths.

W
HAT IS LEADERSHIP?

The quarterback m
oves the team

 toward a touchdown. The senior patrol
leader guides the troop to a high rating at the cam

poree. The m
ayor gets the

people to support new policies to m
ake the city better.
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Leadership is a process of getting things done
through people.

These leaders are getting things done by working through people—
football

players, Scouts, and ordinary citizens. They have used the process of
leadership to reach certain goals.

Leadership is not a science. So being a leader is an adventure because you can
never be sure whether you will reach your goal—

at least this tim
e. The

touchdown drive m
ay end in a fum

ble. The troop m
ay have a bad weekend

during the cam
poree. Or the city’s citizens m

ay not be convinced that the
m

ayor’s policies are right. So these leaders have to try again, using other
m

ethods. But still they use the sam
e process. The process of good leadership.

Leadership is the capacity
to m

ove others tow
ard shared goals

w
ith a focus and com

petency
they w

ould not achieve on their ow
n.

Som
etim

es it helps to see the goal before you set out on the journey. Here are
som

e things that people expect of leaders:

•
be good at planning and organizing

•
be self-confident

•
be technically com

petent in outdoor skills
•

care for and listen to other people
•

m
ake good decisions

•
be trustworthy

•
com

m
it to responsibilities

•
com

m
unicate well

•
inspire others to do their best

•
build and m

aintain m
orale

•
be good teachers and coaches

•
have a sense of hum

or
•

think for them
selves

•
be able to deal with difficult people and handle conflicts

•
be able to build and guide team

s
•

anticipate problem
s and deal with them

 proactively.

That’s a tall order! But rem
em

ber, you don’t clim
b a m

ountain in one leap.
Take one step at a tim

e. Leadership m
eans responsibility but it’s also

adventure and often fun.

T
he leader is the guy the others look to

to get the job done.

So don’t think your new job as a troop leader will be just an honor. It’s m
ore

than that. It m
eans that the other Scouts expect you to take the responsibility

of getting the job done. If you lead, they will do the job. If you don’t, they m
ay

expect you to do the job all by yourself.

That’s why it’s im
portant that you begin right now to learn what leadership is

all about. Everyone can be a com
petent leader at the level they need to lead.

W
ear your badge of office proudly. It does not autom

atically m
ake you a good

leader. But it identifies you as a Scout who others w
ant to follow if you’ll let

them
 by showing leadership.

You are not a finished leader. No one ever is, not even a president or prim
e

m
inister. But you are an explorer of the hum

an m
ind because now you are

going to try to learn how to get things done through people. This is one of the
keys to leadership.

In a big troop such as ours there is only one way to go: Let the boys run the
troop. That’s one of the prom

ises of Scouting. It’s the job of your Troop
leadership—

including the other boys—
to train you to do this.

You are searching for the secrets of leadership. M
any of them

 lie locked inside
you. As you discover them

 and practice them
, you will join a special group of

people—
skilled leaders.

W
elcom

e to the adventure. Good exploring—
both in this book and with the

groups you will have a chance to lead.
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T
he best leaders are those

the people hardly know
 exist.

T
he next best is a leader w

ho is loved and praised.
N

ext com
es the one w

ho is feared.
T

he w
orst one is the leader that is despised.

If you don’t trust the people,
T
hey w

ill becom
e untrustw

orthy.
Fail to honor people, they fail to honor you.

T
he best leaders value their w

ords, and use them
sparingly.

W
hen he has accom

plished his task, the people say,
“A

m
azing: w

e did it, all by ourselves!”

Lao Tzu in the I-Ching

W
HY D

O YOU LEAD?
W

hat you believe about leadership—
your attitudes—

will greatly influence the
results you get. There will be tim

es when you need to see yourself as a leader.
Others will need to feel—

and you will need to call forth—
a quiet, confidence

acceptance of your leadership role. It’s this vision of yourself, that acceptance
of your role, that squares your shoulders, settles your em

otions, and prepares
your m

ind and heart to lead.

One kind of leader sees him
self at the top and views his position from

 what it
will bring to him

. He’ better, m
ore deserving, privileged. This ‘top-down’

attitude attem
pts to control and m

anipulate—
and is only occasionally

successful. If you think of yourself as a ‘bottom
-up’ sort of leader, your view is

that of serving your patrol’s interests and needs. This focus on the w
e rather

than the m
e encourages shared leadership and a m

uch m
ore successful

patrol.

W
hy do you lead? Your vision won’t com

e overnight. It’ll grow and deepen with
training and experience.  There is no “right” answer to this question, but there
is an answer for you where you are now. You’ll find yourself asking this

question repeatedly. Reflection will help you weigh the responsibility and risk
with the rewards and satisfactions. To sustain the com

m
itm

ent you’ll need,
personal costs and benefits need to be acknowledged.

Here are som
e thoughts that m

ay sustain you.

•
Believe in people. Are you doing your best? Of course. Others are too.
Don’t be negative. Everyone is doing the best they can.

•
M

ake practice a priority. Don’t assum
e that skills will just be there

when you need them
. The skills and confidence you gain in m

astering
techniques and process are cum

ulative.
•

Know that, as a leader, you’re always in the right place at the right
tim

e. Som
e challenges will com

e at you unexpectedly or be m
ore difficult

than you bargained for. W
hen that happens, don’t waste tim

e wondering
why—

it’s not a m
istake that you’re there. Believe that you would not be

the one challenged if you were not up to the task. Trust that your inner
reserves are sufficient. Then do what you have to do.

THE TASKS OF LEADERSHIP
In this section, we will consider several com

m
on statem

ents about the people
who serve in leadership positions throughout our world. After you have read
the statem

ent, decide for yourself whether you feel it is true or false and why
you think it is.

H
ere’s the first one. True or false?

T
he only people w

ho lead have som
e kind of leadership

job, such as chairm
an, coach or king.

Do you think that’s true? Don’t you believe it. It’s true that chairm
en, coaches,

and kings lead, but people who hold no leadership position also lead. And you
can find som

e people who have a leader’s title and ought to lead. But they
don’t.

In other words, you’re not a leader because you wear the leader’s hat. Or
because you wear the patrol leader’s insignia on your uniform

. You’re a leader
only when you are getting things done through other people.

Leadership, then, is som
ething people do. Som

e people inherit leadership
positions, such as kings, or nobles, or heads of fam

ily businesses. Som
e are
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elected: chairm
an, governor, patrol leader. Som

e are appointed, such as a
coach, a city m

anager, or a den chief. Or they m
ight just happen to be there

when a situation arises that dem
ands leadership. A disaster, or a teacher

doesn’t show up when class begins, or a patrol leader becom
es sick on a

cam
pout.

Try this statem
ent. Is it true or false?

Leadership is a gift. If you’re born w
ith it, you can lead.

If you’re not, you can’t.

Som
e people will tell you that. Som

e really believe it. But it’s not so.

Leadership does take skill. Not everyone can learn all of the skills of leadership
as well as anyone else. But m

ost people can learn som
e of them

—
and thus

develop their own potential.

You don’t have to be born with leadership. Chances are, you weren’t. But you
were born with a brain. If you can learn to swim

 or play checkers or do m
ath,

you can learn leadership skills.

True or false?

“Leader” is another w
ord for “boss.”

W
ell, what do you m

ean by “boss”? A guy who pushes and orders other people
around? No, a leader is not one of those. (But som

e people try to lead this
way.)

Or do you m
ean a boss is som

ebody who has a job to do and works with other
people to get it done? This is true. A leader is a boss in that sense.

True or false?

Being a leader in a Scout troop is like being a leader
anyw

here else.

This one is true. W
hen you lead in a Scout troop, you will do m

any of the
sam

e things as any leader anywhere.

The im
portant thing now is Scouting gives you a chance to lead. You can learn

how
 to lead in Scouting. You can practice leadership in Scouting. Then you

can lead other groups, too. The skills you will need are very m
uch the sam

e.

W
HAT D

OES A LEADER D
EAL W

ITH?
Every leader deals with just two things. Here they are:

•
the job and

•
the group.

The job is what’s to be done. The “job” doesn’t necessarily m
ean work. It

could be playing a gam
e. It could be building a skyscraper. It could be getting

across an idea.

A leader is needed to get the job done. If there were no job, there would be no
need for a leader.

The group, such as a patrol, is the people who do the job. And in m
any cases,

the group continues after the job is done. This is where leading gets tough, as
you’ll see later.

Think about this situation. M
ark has a lot of firewood to split. There he is, all

alone with his ax. He’s got a job to do. Is he a leader?

W
e have to say in this situation that M

ark won’t be leading. W
hy? No group.

There’s nobody on the job but M
ark.

Here’s another exam
ple. Danny and three of his friends are on their bikes.

They have no place to go. They’re just riding slowly, seeing how close they can
get to each other.

Is Danny—
or any one of the others—

a leader?

From
 what we know, we have to say no. W

hy? No job. There’s a group of
friends, but nothing special to be done. You don’t need a leader for that. (You
don’t need a group, either.)



Troop 700 Leadership
Page 6

W
HAT IS THE JOB OF A LEADER?

A leader works with two things: a job and a group. You can always tell when a
leader succeeds because:

•
The job gets done.

•
The group holds together.

Let’s see why it takes both.

Frank w
as elected patrol leader. That sam

e w
eek, the patrol

had a job cleaning up an old cem
etery.

It w
as Frank’s first leadership position and he w

anted it to go
right. In his daydream

 he could see the Scoutm
aster praising

him
 for the great cleanup job. So w

hen Saturday m
orning

cam
e, Frank and the patrol w

ent over to the cem
etery, and

Frank started to get the job done.

H
e hollered. H

e yelled. H
e threatened. H

e called them
 nam

es.
H

e w
orked like a tiger him

self. It w
as such a rough day, but the

cem
etery got cleaned up. Frank w

ent hom
e sort of proud, sort

of m
ad, and very tired.

“H
ow

’d things go, Frank?” the Scoutm
aster asked a few

 days
later.

“G
ood.”

“N
o problem

s?”

“N
o.” Frank w

ondered w
hat he m

eant by that.

“O
h! W

ell, a couple of the boys in your patrol asked m
e if they

could change to another patrol. I thought m
aybe som

ething
had gone w

rong....”

A
nd that w

as how
 Frank learned that getting the job done isn’t

all there is to leadership. H
e had really given the patrol a hard

tim
e, and now

 they w
anted to break up.

A
lm

ost anybody w
ith a w

hip and a m
ean tem

per can get the
job done. But in doing it, they usually destroy the patrol. A

nd
that’s not leadership. The patrol m

ust go on.

Another exam
ple. Is this leadership?

A
nother new

 patrol leader called a m
eeting at his house.

E
verybody seem

ed to be hungry w
hen they cam

e. So they got
som

e snacks from
 the kitchen. Then they tossed a football

around. It began to get dark, and one by one they w
ent hom

e.
E

verybody had fun. But the patrol m
eeting—

the job—
never

started.

Just going along, being everyone’s buddy, isn’t leadership. A
gang of guys just being together doesn’t need a leader. If they
w

ant to get som
ething done, a leader w

ill em
erge.

One of the following statem
ents is the m

essage of this part of the book. W
hich

one?

1.
Nice guys finish last.

2.
M

ean guys finish last.

3.
Leaders get the job done and keep the group going.

4.
Leaders have a special title or badge that m

akes others like to follow.

W
e’ll take the third one. W

ill you?

W
HAT A

FFECTS LEADERSHIP?
Leadership is not m

agic that com
es out of a leader’s head. It’s skill. The leader

learns how to get the job done and still keep the group together.

Does this m
ean that the leader does the sam

e things in every situation? No.
Here’s why.

Leadership differs with

•
the leader,

•
the group, and

•
the situation.
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Leaders—
like other people—

are all different. No leader can take over
another leader’s job and do it the sam

e way. So, w
hen leaders change, the

m
ethods the new

 leader uses m
ay differ.

Groups are different, too. A great football coach m
ight have difficulty leading

an orchestra. A good sergeant m
ight be a poor Scoutm

aster. So w
hen a leader

changes groups, he changes the w
ay he leads. Said another way, trying old

ways on a new group m
ay not work.

Situations differ, too. The sam
e leader with the sam

e group m
ust change with

conditions. A fellow leading a group discussion needs to change his style of
leadership when a fire breaks out. As a Scout leader, you probably can’t lead
the group in the rain the sam

e as you do in the sunshine. Good leaders are
flexible and adapt to changing situations.

An effective leader, then, m
ust be alert at all tim

es to the reaction of the
m

em
bers of the group; the conditions in which he m

ay find him
self; and be

aware of his abilities and reactions.

H
OW

 D
OES LEADERSHIP D

EVELOP?
Picture a long scale like a yardstick. On the low end, there are no leadership
skills. On the other end, there is a com

plete set of leadership skills.

Everyone is som
ew

here betw
een those ends.

W
here do you find yourself at this tim

e? Unknowingly, you m
ay be further up

the scale than you realize. As a patrol or troop leader you’ll now have the
opportunity to find out.

H
OW

 W
ILL YOU K

NOW
 YOU’RE IMPROVING?

You learn leadership best by working with patrols. That is som
ething like

learning swim
m

ing best by getting into the water.

T
o m

easure yourself, refer back to the Job of a Leader:

Is the job getting done?

Is the group w
orking together?

Yet you can’t keep track of your progress without a guide. You m
ust

understand what you’re trying to learn. This m
eans you have to know what the

skills of leadership are.

H
OW

 D
O I G

ET R
ESPECT ?

Does being placed in a leadership position autom
atically entitle you to the

respect of those that you are expected to lead? Som
e of you will undoubtedly

think that it should. But in the real world, that’s rarely the way it works. If you
were com

ing to a leadership position as com
plete stranger to the group, it

would be reasonable to expect a grace period where the m
em

bers of the group
showed you respect based upon the position alone. Except for that one special
case, respect doesn’t com

e with the position. It is som
ething that m

ust be
earned.

W
hat can you do to earn the respect of others? Am

azingly enough, the biggest
single thing that you can do gain the respect of others is to treat others with
respect. All of the other things that you can do—

advancem
ent to high rank,

proficiency in Scouting skills, etc.—
don’t earn you m

uch respect if you don’t
treat others with respect.

From
 the m

om
ent that you first joined the troop, you’ve been doing things

that will influence how m
uch respect you will receive as a leader. If you’ve

been a cutup or if you’ve found it great sport to pick on the younger Scouts,
you’ll have a lot to m

ake up for before you can even begin to earn the respect
of those that you’ll be expected to lead. If you’ve been treating others with
respect all along, you’ve laid the foundation that you’ll need to be successful
as a leader.

Sign’s U
p

One clear indication of respect is behavior during “sign’s up.” The
Scoutm

aster and SPL have clearly stated the expectation of “sign’s up” (which
is also found the Boy Scout Handbook). Troop program

s and activities will
run m

ore sm
oothly and we’ll have m

ore tim
e to do m

ore great things if you
pay attention to “sign’s up.”
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Things to do when the person in charge does “sign’s up”

•
Be silent,

•
Raise your sign (and keep it up),

•
Stay where you are,

•
W

ait for the person in charge to lower his hand.
•

If you are a leader, see to those you are responsible for.
 Things to not do when “sign’s up”

•
Tell anyone (verbally) that “the sign’s up!”

•
Force som

eone else to raise the sign.
The Troop Staff, Guide Patrol, and PL/APL’s will set the exam

ple and
encourage those under their charge to quickly com

ply with “sign’s up”. It m
ay

be necessary for these leaders to m
ove around (quietly) to do this

encouragem
ent.

The Scoutm
aster (or other adult leader) will see that adult visitors understand

the m
eaning of “sign’s up” and, at the very least, refrain from

 talking during
“sign’s up”.

THE SKILLS OF LEADERSHIP
Leading m

akes use of m
any skills. W

e are going to take up eleven of them
here. These eleven skills are presented in leadership courses you m

ay take as
a patrol or troop leader. They are frequently referred to as the “Brownsea
Leadership Skills.”

These eleven skills are im
portant. M

any of them
 intertwine. Som

e cannot be
used alone. If you can im

prove your skill in each of the eleven, you’ll im
prove

your effectiveness as a leader.

W
ith each skill, we’ll follow this pattern:

•
An exam

ple of the skill in use
•

An explanation of use of the skill
•

How to evaluate whether you’re im
proving in that skill

•
A Troop 700 context

C
OMMUNICATION—

G
ETTING AND G

IVING INFORMATION
A

 patrol leader sent tw
o Scouts on an errand from

 cam
p. Rusty

and Bruce did fine until they cam
e to a stream

.

“H
ey, w

here ya goin’?”

“H
e said turn left.”

“H
e did not. H

e said turn right here.”

“N
o, that w

as back there. By the clearing. H
e said w

hen w
e get

to the stream
, w

e turn left.”

“N
o he didn’t. But go ahead, w

ise guy. I’ll see you there.”

So Rusty turned right and Bruce turned left. They w
ere soon

out of sight of each other. Bruce follow
ed directions and

reached their destination in a few
 m

inutes. W
hen he arrived

there, he found no Rusty. H
alf an hour later, still no Rusty.

Bruce finally raced dow
n the trail back to cam

p, got help, and
they began searching. It took 2 hours to find Rusty. H

e had
taken the w

rong turn at the stream
, soon lost the trail, and

couldn’t get back.

W
hy did this happen? Here are som

e possibilities. W
hich do you think was the

problem
:

•
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 should have m

ade sure both boys knew the directions.
Now let’s consider each of these statem

ents.

Rusty didn’t listen. This m
ay 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 m

ust ask how the patrol leader m
anaged

to let him
 go away with the wrong idea.
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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 m
ight not have been perfectly clear.

The patrol leader should have m
ade sure. This is certainly true. If he had

m
ade Rusty repeat the directions, he w

ould have found w
here “right”

replaced “left”.

W
hatever happened, we need look at the results.

Inform
ation wasn’t given and received properly. The job didn’t get done. (And

the search for Rusty prevented som
e other jobs from

 getting done.) Besides,
the confused inform

ation began to affect the way the m
em

bers of the patrol
felt about each other. This kind of thing threatens the patrol m

orale and
effectiveness.

How could this m
isunderstanding—

of one word—
have been prevented?

Check any of the following that would have helped if the patrol leader had
done them

:

•
He m

ade sure both boys were paying attention before he gave directions.
•

He spoke slowly and clearly.
•

He had Rusty and Bruce m
ake a diagram

 and w
rite the directions in a

notebook.
•

He had the boys repeat the directions.
You probably checked all of them

. And you’re right. Any one of them
 m

ight
have prevented the m

isunderstanding.

H
ow

 do w
e Com

m
unicate?

Notice that leaders both give and get inform
ation. Com

m
unication happens

both ways.

How can you apply these ideas in your leadership tasks? Easy. To im
prove

your skills in getting inform
ation, follow these rules:

•
Pay attention and listen carefully.

•
M

ake notes and sketches.
•

Ask questions and repeat your understanding of what was said.

To im
prove your skills in giving inform

ation, there is a sim
ilar set of

guidelines:

•
M

ake sure the others are listening before you start giving inform
ation.

•
Speak slowly and clearly.

•
Draw diagram

s and pictures and have those receiving the instructions
take notes.

•
Have the others repeat back their understanding of the inform

ation.
Som

e people are able to retain inform
ation by just hearing it. M

ost others
need to see it. Am

ong these people there are those who will retain inform
ation

best if they read it and those who will benefit from
 seeing som

e sort of drawing
or m

ap.

Everyone w
ill benefit from

 doing the processing that is
necessary to w

rite the inform
ation dow

n.

These guidelines for giving and getting inform
ation take advantage of this

“land, sea and air” approach for m
aking sure that inform

ation is correctly
com

m
unicated.

E
valuation of Com

m
unication

From
 tim

e to tim
e you can check yourself to see whether you are im

proving in
the skill of getting and giving inform

ation. 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 you don’t forget
things?

Com
m

unication in T
roop 700

W
e m

ake every effort to provide each Scout with the inform
ation that he needs

via the newsletter and the various handouts that get distributed throughout
the year. Try as we m

ight, we rarely succeed in addressing every question that
m

ight com
e up.
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W
hen we have additional inform

ation to get out, we go through the patrol
leaders. W

hen a Scout has questions, he knows to go to his patrol leader. You,
as patrol leader, are a vital link in the Troop 700 com

m
unications netw

ork.

The inform
ation that you distribute needs to be correct! It’s up to you to take

accurate notes at troop m
eetings, patrol leaders council and when you are

called. W
hen one of your Scouts com

es to you with a question and you are
uncertain of the answer, it is your responsibility to find out. Talk to your patrol
guide, patrol advisor, or an assistant scoutm

aster working in that area.

W
e ask that each patrol leader set up a phone tree for his patrol. A significant

part of any phone tree is a feedback loop. Each branch of the phone tree
needs to loop back to the patrol leader so that he can:

•
M

ake sure that everyone got called.
•

M
ake sure that the m

essage got out correctly.
Inform

ation has a tendency to deteriorate as it passes from
 person to person.

You want the last person to call you and repeat the m
essage as he understands

it. If the m
essage has been corrupted you m

ay have som
e m

ore phoning to do.

Practice E
ffective Com

m
unication patterns

Older people tend to talk at younger people and not w
ith them

. There are
som

e ways to think about com
m

unication with Scouts in the troop.

•
Qualify your opinions to avoid m

aking judgm
ent statem

ents. Practice
saying “I think” when you are leading Scouts in an activity. This leads
them

 to reflect on their own reaction to an event.

•
Exchange inform

ation with Scouts rather than lecturing them
. W

hen we
lecture, we seldom

 give any new inform
ation, and we don’t learn what it is

that they know. Rem
em

ber that com
m

unication is a two-way process, and
the feedback is half of the process. Ask your Scouts “W

hat do you think is
the purpose of this gam

e?”

•
Ask rather than tell. If one solution stands out, point out its pros and
cons, then step back and let the Scouts discover for them

selves whether
it’s the best one. A suggestion should always be fram

ed in the form
 of a

question, such as “Don’t you think this gam
e showed you som

e ideas
about learning to cooperate?”

•
Listen to your Scouts just as m

uch as you talk to them
. To be a good

listener, practice these three habits: Focus on the speaker, accept what he
says, and try to draw out m

ore inform
ation. “I think that’s a good idea.

W
here else do you think it would work?”

•
Sum

m
arize your understanding of the situation or the solution for

your Scouts to avoid m
isunderstandings. “Read back’ their ideas to them

,
so that they can see if they’ve said what they wanted to say. For instance,
“So you’re telling m

e that Peter becam
e the leader because he had a good

idea.”

•
Respect others point of view

. Treat Scouts as fairly as you would treat
adults in sim

ilar situations. If you use respect in com
m

unications with
your Scouts, nearly all of the habits listed here will fall into place
naturally. Respect breeds good com

m
unication.

Leadership is a dialogue, not a m
onologue.

Jam
es K

ouzes and Barry Posner
in The Leadership Challenge.

K
NOW

ING AND U
SING THE R

ESOURCES OF THE G
ROUP

M
ost of the m

em
bers of the E

agle Patrol w
ere new

 Scouts.
H

arry, the patrol leader, thought the Scouts should be trained
to pitch tents just before their first cam

pout. H
e picked Phil to

run the dem
onstration because he w

as aggressive and alw
ays

seem
ed sure of him

self.

M
uch to H

arry’s surprise, Phil’s tent-pitching dem
onstration

w
as a bust. It w

as pretty clear to all that Phil didn’t know
 w

hich
part of the tent to fasten dow

n and w
hich part to put up in the

air. But Bob, another patrol m
em

ber, helped Phil out and soon
had it going right. Then Bob helped the others set up their
tents.
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Later on, H
arry learned that Bob had done a lot of w

eekend
cam

ping w
ith his fam

ily and knew
 a lot about tents. But w

hy
had he picked Phil to do the dem

onstration?

H
arry probably thought that Phil, being as confident as he w

as,
could handle it. It never occurred to him

 that Phil didn’t know
anything about tents. A

nd because Bob w
as quieter, it didn’t

enter H
arry’s m

ind that he had som
e skills.

H
arry didn’t learn about Bob’s know

ledge and skill as a cam
per

until it w
as alm

ost too late. H
ow

 could he have avoided
em

barrassing Phil in front of the patrol?

H
ow

 do you know
 and use the resources of the group?

To establish a group, you m
ust know what you have to work with. Two types of

resources can be used-those available to the group and those available from
w

ithin the group’s own m
em

bers. Your resources are things and people. 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 m

ay be a resource. People can also be resources, because:

•
They know how to do things.

•
They have inform

ation or knowledge.
•

They know how and where to get other resources.

T
he single m

ost com
m

on m
istake of a new

 leader is
acting like he has to know

 everything and do everything
him

self.

Y
ou don’t. Y

ou can’t. Plus, all your guys are feeling
pretty useless and they aren’t learning anything.

Every m
em

ber of every patrol is som
e kind of resource. Not everyone has

som
ething to give to every job, but each m

em
ber should be encouraged to add

what he can. Even if the resources you need are not presently available, you
need to know this.

From
 our exam

ple, it is clear that Harry needed to learn the resources of each
of the m

em
bers of his patrol. How m

ight he have done this? Here are four
ways:

•
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 m

ethod is that it takes so
long. You m

ay m
ake a whole lot of m

istakes before you find out what
resources everyone has.

•
You can talk to people. You m

ay find out about various Scouts’ interests
and skills by casual talk with them

. Or you m
ay hear about it from

 som
e

other person. But this is also a slow way to find out what you need to
know.

•
You can ask questions. Harry m

ight have asked his patrol who had
experience in tent pitching. He probably would have discovered Bob’s skill
in this way.

•
You could do a questionnaire. Give each m

em
ber of the patrol a

resource sheet with specific questions on it. For instance, it could read,
“Check below all of the skills that you are pretty good at: knot tying,
nature lore, hiking, cooking, etc.” The resource sheet m

ight also include a
suggestion that m

em
bers of the patrol show which skills they think they

could help others to learn.
However you find the resources in your patrol, m

ake notes of them
 in your

notebook or keep a card file of personal resources. Don’t trust your m
em

ory.

H
ow

 w
ell do you know

 and use your group’s resources?
How m

uch do you know about the Scouts in your patrol or troop? W
hat 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 m
ay be that you will som

etim
es find ways to strengthen other Scouts by

helping them
 learn to do things they have had little chance to do. You m

ay
give them

 experiences doing things they m
ay have been afraid to do. In such

ways, your resource knowledge works to benefit each Scout.
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From
 tim

e to tim
e, check over your resource file and ask yourself whether

you’re keeping it updated. Has your patrol program
 im

proved through the use
of the inform

ation recorded on each boy’s card? Has knowing these resources
m

ade you a better leader?

A leader m
ust know the resources of his patrol. He can never know too m

any.
Every tim

e there is a job, som
e of these resources should be used. W

hich
ones? The ones that will (1) get the job done and (2) keep the group together.

Know
ing and using resources in T

roop 700
W

e don’t have to search very far to find and application for this skill in Troop
700. Each m

onth, each patrol leader is responsible for preparing his patrol for
the cam

pout. The troop m
ay provide the opportunities, the equipm

ent, and
even som

e initial training, but it is up to the patrol leaders to m
otivate the

patrols and provide the best training possible.

As you consider any training needs, think about who has the m
ost experience

with each activity and who would be the best instructor for the skills involved.
Talk to those individuals in advance to 1) m

ake sure that your m
em

ory isn’t
faulty and that they are, in fact, proficient in the necessary skills, 2) m

ake sure
that they want to teach the skill, and 3) give them

 a chance to think about
their teaching m

ethod and re fam
iliarize them

selves with the skill if necessary.

U
NDERSTANDING THE C

HARACTERISTICS AND N
EEDS OF THE G

ROUP

Pat had been to Lake A
nna m

any tim
es, knew

 the lake like the
back of his hand and had never failed to catch his lim

it. Shortly
after he becam

e the leader of the G
rizzly patrol, Pat learned

that the Troop w
as going to be spending the w

eekend at Lake
A

nna.

“O
h boy!” he thought. “Planning m

eals for this trip is going to
be a snap! A

ll the catfish w
e can eat!” H

e packed up the
seasoning and bread crum

bs and never thought to check his
plan out w

ith his patrol.

Im
agine his surprise on Saturday. There the troop w

as, m
iles

from
 civilization, w

hen Pat discovered that tw
o of his Scouts

w
ould rather starve than eat fish and a third w

as extrem
ely

allergic to fish. Fortunately, som
e of the other patrols w

ere able
to com

e up w
ith som

e leftovers to feed the three Scouts. But
Pat had failed to provide for his patrol and w

as quite
em

barrassed.

W
here did Pat go w

rong? H
e forgot that everyone w

asn’t just
like him

. If he’d stopped for a m
inute to consider that that

w
asn’t necessarily the case, he w

ould have discussed his plan
past his patrol.

H
ow

 do I go about understanding m
y guys needs and

characteristics?
W

hat are som
e of the characteristics and needs that you would want to be

aware of in your patrol?

First, put aside any idea that everyone else is exactly the
sam

e as you. A
ctually, life w

ould be pretty boring
w

ithout variety.

Dietary restrictions: There are m
any reasons that one of your Scouts m

ight
have dietary restrictions. Som

e religions prohibit the eating of certain foods. A
person m

ight be allergic to som
e foods. M

any people are vegetarian. On a
lesser scale, you m

ight have a Scout who hates a particular food so intensely
that he will refuse to eat it.

No one in your patrol should go hungry on an outing because you forgot to
consider his dietary needs. M

ajority rule is not an excuse. You cannot allow
the m

ajority to decide to let one of the patrol m
em

bers go hungry. If the
m

ajority wants to decide to have som
ething that one of your Scouts can’t eat,

you need to m
ake sure that provisions are m

ade to have som
ething there that

he can eat. You need to do your best to handle this in a way that is not
em

barrassing to the Scout.

Physical lim
itations: Are your Scouts physically up to the challenge of the

proposed outing? You m
ight need to plan a practice outing to find out. You
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m
ight even need to plan a series of practice outings to condition your Scouts

for the rigor of the upcom
ing outing. There are going to be tim

es when you
have a Scout who is unable to m

eet the physical challenge. In these situations,
you will either need to tailor the outing to the capabilities of the Scout or else
m

ake the difficult decision to leave the Scout at hom
e. Again, this needs to be

handled in a m
anner that will bring the least am

ount of em
barrassm

ent to the
Scout.

Skill lim
itations: You’re preparing your patrol for cam

poree. Do you want to
put your training efforts into the areas that your Scouts have already m

astered
or does it m

ake m
ore sense to put your efforts into the areas where your

patrol needs the m
ost help? It’s rarely this sim

ple. M
ost of the tim

e you’re
going to have som

e Scouts who have m
astered a skill and som

e who haven’t.
Understanding the characteristics and needs of each of your Scouts is going to
help you to determ

ine who will be the teachers and who will be the learners.

Schedule lim
itations: Suppose you have a Scout who, for whatever reason,

can never be available on Tuesday night. M
aybe his M

om
 has a class that night

and he has to baby-sit his little sister. Is that the night that you should pick for
your regularly scheduled patrol m

eeting? In the unlikely case that there is no
tim

e when every m
em

ber of your patrol will be available at the sam
e tim

e for
a patrol m

eeting, do the best that you can but consider the needs of everyone.
In the case m

entioned above, it m
ight be as sim

ple as having the patrol
m

eeting at his house or inviting him
 to bring his little sister along to the patrol

m
eeting. In a m

ore com
plicated case, you m

ight need to vary the schedule for
your patrol m

eetings so that everyone can m
ake it to the m

eeting at least part
of the tim

e.

Equipm
ent lim

itations: Consider whether or not the outing that you are
planning is going to place any equipm

ent hardships on any of your Scouts.
M

ost Scouts get som
e idea of the types of equipm

ent that they are going to
need to acquire before they join the troop. M

ost troops offer ways for Scouts to
earn the m

oney to buy their own equipm
ent and m

any offer bulletin boards
where used equipm

ent can be acquired. If the outing that you are planning is
going to require that your Scouts acquire an unexpected, expensive piece of
equipm

ent or require that they acquire a piece of equipm
ent sooner than they

m
ight have to otherwise, think twice. You m

ay decide to go ahead with the

plan but do so with the knowledge that you m
ay be forcing som

e of your
Scouts to skip the outing.

Are there nothing but lim
itations? No, actually m

any of these are
opportunities. To develop relationships you need to see and to respect
individual needs. Unm

et personal needs can hide behind group needs for a
while but they will surface sooner or later. Being sensitive will serve your
needs as a leader. W

ithout sensitivity you’ll certainly have trouble keeping the
group together and you m

ay well not we able to get the job done.

Indeed there is an advantage to understanding the characteristics and needs of
the group that we haven’t even touched on yet. W

hen you understand the
characteristics and needs of the individuals in your patrol, you will com

e close
to understanding what it is that m

otivates those individuals. W
hen you know

how to m
otivate people, getting the job done will be easy.

E
valuating your understanding

As you practice this skill, you need to constantly test to see what kind of job
you’re doing. Do you consider the unique characteristics and needs of each
m

em
ber of your patrol when you m

ake a decision?

Practicing understanding in T
roop 700

You’re going to find opportunities to consider all of these things. M
ake sure

that everyone in your patrol is going to be willing and able to eat what you’ve
selected for m

eals. M
ake sure that your Scouts are up to the physical

challenge of what you are asking. In preparing for a cam
pout, put your

energies into the areas where your patrol needs the m
ost work. Do your best

to accom
m

odate everyone’s schedule. W
hen m

aking plans, keep equipm
ent

considerations in m
ind.
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SETTING THE EXAMPLE
A

 den chief cam
e to a den m

eeting w
ithout his uniform

. A
w

eek later, tw
o of the Cub Scouts appeared out of uniform

.

“W
hy?” dem

anded the D
en M

other.

“Bill didn’t w
ear his last w

eek.”

Bill never said to any of the Cub Scouts “It’s O
K

 if you don’t
w

ear your uniform
 som

etim
es.” But that w

as the m
essage that

cam
e through. H

is good exam
ple of com

ing in uniform
 broke

dow
n only once. That w

as enough for a couple of his guys.

W
hich is stronger, good or bad example? W

e can’t alw
ays be sure.

Setting a good exam
ple w

ill often not w
ork all by itself. But if

you exchange it for a bad exam
ple, you m

ay get im
m

ediate
action (of the w

rong kind).

A
lan w

as elected senior patrol leader. H
e took his new

 job very
seriously. If there w

as ever any horseplay, he stayed out of it.
H

e felt he had to in order not to set a bad exam
ple.

O
n one cam

ping trip the patrol leaders got som
e horseplay

going after “Taps”, and A
lan joined in. E

verybody had a ball.

The next day, every one of the patrols got com
pletely out of

hand. The Scoutm
aster finally had to step in and settle

everyone dow
n. Then he and A

lan had a talk.

“That’s the first tim
e I’ve done anything like that since I w

as
elected,” A

lan com
plained.

“W
hat effect do you think it had?” asked the Scoutm

aster.

“I don’t know
. There’s been a little trouble before, but never

anything like this. They alw
ays knew

 I w
ouldn’t put up w

ith it.”

“A
lw

ays until w
hen?”

“U
ntil... w

ell, until last night. I guess I show
ed ‘em

 a little
fooling around is O

K
.”

Thus, A
lan learned to keep a good exam

ple going. E
ven

though it seem
ed not to do m

uch good. Because a bad exam
ple

w
ould alm

ost certainly m
ake things w

orse.

H
ow

 do you set the exam
ple?

People learn from
 m

odels and exam
ples. I show you m

y square knot. I untie it
and tie it slowly while you watch. Then you try to tie a knot like m

ine.

W
e use m

odels in teaching because they work. M
odels let people know what

we want. M
odels say, “Here, do it like this.”

People are m
odels them

selves. A wom
an m

odels a dress for a custom
er. The

m
essage is, “If you buy this dress, you’ll be as beautiful as m

e.”

A leader is a m
odel whether he wants to be or not. He doesn’t have to tell the

patrol to follow his exam
ple. In fact, he can even tell the patrol not to follow

his exam
ple, but they will.

“W
hat you are speaks so loudly I cannot hear what you say,” said Em

erson.

Setting an exam
ple is m

ore than staying out of trouble. It is an im
portant

elem
ent in leadership. It is showing the way. It is an active process that raises

standards and goals. It is a great deal m
ore than just avoiding the wrong

things. Setting an exam
ple m

eans doing the right things and knowing why.

A
s a leader, you are observed by others at all tim

es.

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 exam

ple?

Follow
 instructions. There’s at least one right way to do everything. There m

ay
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 patrol. Get up earlier and
run faster than anybody. They can’t follow you if you’re not out ahead.

Be on tim
e. You show your respect to everyone’s com

m
itm

ents by this sim
ple

act.
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Take the initiative. Shakespeare wrote, “Som
e are born great, som

e achieve
greatness, and som

e have greatness thrust upon them
”. Don’t wait for

leadership to be thrust upon you. Find out what has to happen and m
ake it

happen.

Act m
ature. If you act like a half-wit, you’ll be a good m

odel for those trying to
win the half-wit badge. That’s not what your patrol needs. You’ll get a lot m

ore
respect by acting m

ature than by being a silly kid.

Know
 your job. Never quit trying to do a better job. Know your patrol and it’s

resources. Pick up new skills and im
prove on old ones. You can’t learn too

m
uch about leadership. (But it’s very easy to learn too little.)

Keep a positive attitude. A positive attitude is vital as an exam
ple to patrol

m
em

bers. A leader’s personal frustration or discouragem
ent should never be

apparent. Failure should be considered a potential learning experience.
Enthusiasm

 is contagious.

Get yourself ready ahead of tim
e. Be prepared. W

hen there are things to
do—

and you have your hands full with other people’s problem
s—

you should
have already anticipated the needs of the task so that you are not part of the
problem

.

Get organized. Keep your stuff together. W
alk thru what you’ll be doing—

in
your head—

and m
ake a plan. Find out what personal m

anagem
ent tools you

need to keep track of details; and use them
.

M
ake a special effort to conduct yourself at hom

e, school, and during Scout
activities so that you will be pleased when others follow your exam

ple. How
you act includes what you say and do and how you dress. It includes your
attitudes and how you relate to others.

E
valuating the exam

ple you set
As you work at im

proving your exam
ple as a leader, you should take stock

from
 tim

e to tim
e. W

hat new area can you develop? How is your conduct in
m

eetings of the troop and the seniors / patrol leaders? W
hat kinds of attitudes

are others “catching” from
 you?

T
he history of your exam

ple in T
roop 700

All of the above is just as im
portant in Troop 700 as it is in any troop. In Troop

700, we want you to hold one m
ore thing in m

ind—
the exam

ple that you’ve
been setting all along. The exam

ple that you set as a leader is extrem
ely

im
portant but don’t think that the other scouts are going to forget about the

exam
ple that you set before you becam

e a leader. Your good exam
ple as a

leader is going to be m
uch m

ore effective if it doesn’t represent a sharp
departure from

 the exam
ple set previously.

R
EPRESENTING THE G

ROUP

A
t the patrol leaders council, Charlie, the Fox Patrol leader

voted for the hike to D
onner’s M

ill w
ith great enthusiasm

. H
e

thought it w
ould be a great hike. A

t a later troop m
eeting, the

senior patrol leader announced the hike to D
onner’s M

ill and
there w

as a great groan from
 the Foxes. The Scoutm

aster and
senior patrol leader w

ere quite surprised, since Charlie had
been so enthusiastic.

W
hat m

ade the Foxes react that w
ay? D

id they have a better
location in m

ind? H
ad they grow

n tired of D
onner’s M

ill for
som

e reason? M
ost likely, they just w

ished they had been
consulted. Charlie just didn’t represent them

. H
e had spoken

for him
self, not his patrol.

H
ow

 do I represent the group?
In a pure dem

ocracy, everyone speaks for him
self. No one is ever appointed to

speak for anyone else. Thus, everyone has to be consulted before anything is
done.

There aren’t m
any pure dem

ocracies because it’s alm
ost im

possible to get
very m

uch done. The bigger the group, the less possible it becom
es to have a

pure dem
ocracy.

To overcom
e these problem

s, we have representative dem
ocracies. A Scout

troop is an exam
ple of one. The patrol leaders are the representatives of the

patrol. They speak for the m
em

bers of their patrol.
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Suppose you are a patrol m
em

ber. The patrol is going to elect a leader. Three
m

em
bers 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
patrol at the patrol leaders council. W

hich of the following Scouts would get
your vote?

SAM
:

Look, m
an, if you elect m

e, you gotta trust m
e to do what’s right. I

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 tim

e there’s a question, we’ll take a vote. M
ajority rules.

I’ll speak for the side with the m
ost votes. Isn’t that fair?

TIM
:

No, it’s not fair. I think the leader should speak for everybody, not
just the m

ajority. 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 m

e, I’ll speak for everybody, whether
we all agree or not.

You can vote the way you please, but...

•
Sam

 will speak for him
self.

W
hen his views and yours are the sam

e, he’ll be representing you. W
hen

they’re different, your views won’t be represented.
•

Pat 
will 

represent 
your 

views 
when 

they’re 
on 

the 
m

ajority 
side.

W
hen they’re different, your views won’t be represented.

•
Tim

 will represent you every tim
e—

even when he doesn’t agree with you.
All leaders wear two hats: The guys in your patrol count on you to represent
them

 to others. Other leaders expect you to represent the decisions that have
been m

ade by them
 to your guys.

To do this well, pay attention to

•
what you do before you represent your patrol,

•
what you do w

hen you are representing your patrol, and
•

how you follow up after you’ve represented your patrol.
First, how do you prepare yourself to represent your patrol?

Y
ou C

an C
ount on T

his:
Y

ou can’t represent a group unless you know
 w

hat they
think.
A

nd you can’t know
 w

hat they think unless you ask
them

.

Here are som
e suggestions for asking:

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

Analyze the situation. If there’s a problem
, can it be handled inside the

patrol? Or m
ust other leaders be brought in?

Get the group’s reaction. If all feel the sam
e way, fine. If there’s a difference

of opinion, find out all sides of it.

Take notes. You can’t rem
em

ber all details long enough to represent the
patrol. W

rite them
 down. Read them

 back to the patrol to be sure you haven’t
left out anything.

Now, how do you represent the patrol to others?

M
ake sure you get all the inform

ation, opinions, and ideas of the patrol 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 no one will know which side you favor.

Repeat their opinions. Your patrol m
ay all agree on som

ething. Other patrols
m

ay agree on the opposite. Listen to what they have to say. They m
ay have

inform
ation your patrol did not know about.

Represent som
e things in private. W

hen there’s som
e personality problem

 in
your patrol, 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 patrol. They will want to know
what happened and why. W

rite it down so you won’t forget anything.



Troop 700 Leadership
Page 17

Have you been selected patrol leader? How can you best represent your patrol
at the patrol leaders council and represent the m

eetings to your patrol? Som
e

possibilities are (1) give the facts, (2) respect others’ opinions, (3) represent
som

e things in private, and (4) take notes.

How should you follow up and report back to your patrol?

First and forem
ost: Do report back. Keeping inform

ation to yourself is not
productive. You and your guys are all in this together so bring them

 up to date.

Present the facts. Explain the decisions fairly.

H
ow

 w
ell do you represent the group?

As you practice the skills noted above, you need to evaluate your progress. Are
you giving every patrol m

em
ber a chance to express his opinion? Do you

report opinions different from
 your own? Do you present the opinions of

others fairly?

T
he PLC in T

roop 700
W

hile patrol m
eetings are not a regular occurrence in Troop 700, we

frequently have patrol corners at our troop m
eetings and on outings. W

e do
have m

onthly patrol leaders council where m
ost of the m

ajor Troop 700
decisions are m

ade. You have the opportunity to consult with and represent
your patrol. How are you doing?

PLANNING
A

 Scout troop recently m
ade a bus tour of the Southeast. M

ost
nights the troop cam

ped in parks and cam
pgrounds. The four

patrols set up their cam
ps in the usual fashion w

ithout
difficulty.

O
ne night the troop stayed in a m

otel. The Scoutm
aster told

the senior patrol leader that five boys w
ould sleep in each of

the seven room
s. H

e then gave the SPL the task of assigning
boys to room

s.

The SPL laid out seven pieces of paper and announced that the
Scouts should sign up for their room

s and select their ow
n

room
 leader.

Before the Scouts began m
oving into the room

s the
Scoutm

aster asked to see the room
 assignm

ents. The SPL w
as

very proud of w
hat he had done and handed over the sign-up

sheets. The Scoutm
aster then discovered that tw

o room
s had

only five boys betw
een them

, and five boys had no place to
sleep at all. O

f course, the problem
 w

as quickly solved, but
how

 did it com
e about in the first place? Poor planning!

Som
eone m

ust have known in advance that staying in the m
otel would involve

different arrangem
ents than the usual patrol setup. You can’t just pull into a

m
otel and register 40 people in an instant. How could it have been handled

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
room

s, 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 SPL, assistant
SPL, and quarterm

aster. (Do you see an obvious plan already?)

H
ow

 do I plan?
Planning is alm

ost always faster and easier if you know what you’re planning.
M

ore specifically, you have to know what you’re trying to accom
plish. So in

considering the task, think about the outcom
es. W

hat do you want to happen?
W

hat will be the result? W
ill there be m

ore than one desired result? If so, will
they conflict?

As a plan develops, you need to consider alternatives. (For instance, what
would this troop have done if it turned out that som

e room
s held four and

others six?) Have a Plan B ready in case som
ething upsets your plan.

Finish your plan, m
ake assignm

ents, and write the plan down so everyone can
understand it.

Effective planning is usually the result of seven specific steps.
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1. Consider the task. This involves what has to be done, who does what,
when, where, and how.

2. Consider the resources. W
hat tim

e is available? W
hat are the skills of the

patrol? W
hat equipm

ent and supplies are needed and available? W
hat other

item
s should be considered?

3. Consider alternatives. W
hat happens if som

ething goes wrong? W
hat are

the em
ergency procedures? W

hat is the alternate plan? Could the alternate
plan be better than the original plan?

4. Reach a decision. W
ho has the responsibility? Is a poor decision better

than no decision? Is no decision a decision? Is a patrol decision best? A
decision usually is needed at every step in the process.

5. W
rite down the plan. The act of writing down an action plan m

ay cause it
to be revised or refined. The final plan m

ight need considerable discussion.

6. Put the plan into action. All too often, great plans are form
ed but never

followed.

7. Evaluate. Evaluation m
ust take place all during this process. As each step

is taken, it is evaluated against the previous steps to assure that the original
task is still being considered.

Problem
 solving

In m
any ways, the steps for planning are sim

ilar to those for problem
 solving.

Solving a problem
 is a type of planning; developing a plan is a type of problem

solving. Substitute the word problem
 for the word task, and the seven steps

can be used in either case.

W
hen faced with a specific project to com

plete or a problem
 to solve, a process

known as “verbal rehearsal” works well. Here the m
em

bers of the patrol
literally “talk it thru” as they decide how to approach the project or problem

.
As in classic problem

-solving, seven steps are involved.

1. W
hat is the problem

? A problem
 is any situation that a patrol needs or

wants to do som
ething about. A clear understanding of the problem

 is needed
before the setting a goal.

2. W
hat’s our goal? A goal redefines the problem

 into a positive statem
ent

that answers the question, “W
hat do we want?” A goal m

ust be im
portant to

the patrol and m
ust be realistic, not based on wishful thinking. A goal should

require the patrol’s best effort, and m
em

bers should feel good after reaching
it.3. Stop and think. Here the patrol should stop talking and allow each person
to exam

ine the problem
 and goal before continuing to the next step. Often

boys—
and adults—

take the first suggestion that is offered and jum
p directly

into action. If patrol m
em

bers take a few m
om

ents to think and form
 their

ideas, they will be able to add som
e original thought to a plan to be followed.

4. M
ake a plan. A good planner is always looking for options. The ability to

think of a large num
ber of possible pathways to reach a goal is an im

portant
skill. “W

hat happens if... ?” exam
ines the consequences of a particular course

of action. For each alternative there are pros and cons. Once the alternatives
and consequences have been discussed, a decision is m

ade on a start-to-finish
plan.

5. D
o it. Action m

ust follow the planning. If the patrol has discussed the plan
in enough detail, each m

em
ber will know how to proceed.

6. Keep at it. Nothing worthy of achieving is gained without endurance. The
patrol m

ust recognize that before a plan is abandoned, sustained effort is
needed. Som

etim
es only a sm

all adjustm
ent in the plan is required to m

ake it
work.

7. H
ow did it go? W

as the goal attained? Did we give our best effort? W
hat

m
ight have been changed? It is im

portant to evaluate the entire problem
-

solving process so that the result will be a better plan next tim
e.

You can use these steps in planning just about anything: a hike, teaching a
skill at a troop m

eeting, a window display, sum
m

er cam
p, a service project.

After a while the six steps will com
e to you naturally.
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A
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6)
E
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D
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H
ow

 w
ell did you plan?

Im
prove every tim

e you plan by evaluating what you did last tim
e. How can

you do it better? Did you use all available resources? How do you know? W
ere

all alternatives considered? Did everyone participate? Did they enjoy it? W
ere

they satisfied with the outcom
e? Did everyone understand the plan? W

ill they
look forward to doing this sam

e activity again?

D
o w

e plan in T
roop 700?

You bet! Planning is a regular part of alm
ost everything we do in Troop 700.

W
hether you’re planning for the troop at a patrol leaders council, or planning

m
eals for your patrol at patrol corners or a patrol m

eeting, or, on an
individual basis, planning the contents of your pack for an upcom

ing outing,
you are planning. Take every opportunity to do it right.

C
ONTROLLING G

ROUP PERFORMANCE
G

eorge is a senior patrol leader. A
t a cam

poree, the troop w
as

packing its gear, getting ready to leave. The equipm
ent w

as
spread out on the ground, and each of the five patrols w

as
assem

bled around its equipm
ent.

The senior patrol leader w
as barking out instructions: “Trail

Chef K
it—

first, the large pot”. In turn, each patrol leader
w

ould shout to his patrol to com
e up w

ith the large pot.

Seeing each patrol leader w
ith the large pot in hand, G

eorge
w

ould bellow
 out the next order:

“Four alum
inum

 plates in the bottom
!” Then each patrol

leader w
ould respond, the plates w

ould be found and inserted,
and the next com

m
and w

ould follow
. So it w

ent through the
folding of the tents and the storing of all equipm

ent. The task
w

as finally com
pleted, and everything w

as in its proper place.
But long before the job w

as finished m
any of the Scouts w

ere
horsing around, learning nothing about cam

p housekeeping or,
for that m

atter, responsibility.

In m
anaging 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 m
ight he

have done it?

At the patrol leaders counsel he should have rem
inded the patrol leaders of

the task of putting away the equipm
ent properly. W

hen the tim
e cam

e to do it,
he should have been casually observing the patrols as they went about it.
W

here it was done quickly and well, he would com
m

ent on the good job being
done and go on. If he found problem

s, he would offer to help, give the patrol
leader a hand, or perhaps note how it m

ight be done better. If he encountered
disagreem

ents 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.

Controlling group perform
ance involves six basic operations.
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1. Observing. Be in a position to see the patrol, to com
m

unicate with its
m

em
bers, and to be available, but not appear to dom

inate. Praise good work.
Give suggestions for im

provem
ents, rather than orders.

2. Instructing. W
hen necessary, give instructions as the work proceeds and

the situation changes. Com
m

unicate well, apply the skill of effective teaching,
and allow m

em
bers to use their own initiative. As long as the work is

progressing well, the leader should not intrude.

3. H
elping. W

hen a patrol has decided that it wants to perform
 a task, the

leader m
ust help the m

em
bers be successful. The leader does a good job

personally, takes a positive approach, and gives a helping hand when needed.
Take care that an offer to help is not an im

plied criticism
.

4. Inspecting. Thing about what to expect to see. The leader should know the
plan and the skills involved. A checklist is valuable. If the work is not correct,
the worker is led to the proper perform

ance of the task. Again, a positive
approach with helpful suggestions for im

provem
ent is vital.

5. Reacting. H
ow the leader reacts to the efforts of the patrol is im

portant.
Praise the person if the work is good, but the praise m

ust be sincere. If the
work is not correct, praise the parts that were done well and accept
responsibility for work not done well. A reaction such as “Gosh, I guess I
didn’t explain it very well” doesn’t hurt the leader but m

akes the person feel
good about corrections that are suggested. React to the total job—

do not focus
on obvious weak points.

6. Setting the exam
ple. The m

ost effective way of controlling group
perform

ance is the personal exam
ple of the leader. How the leader observes,

instructs, helps, inspects, and reacts is vital.

D
ifficult people

If there seem
s to be difficult people in your patrol, go out of your way early to

open dialog and take actions that build trust. Difficult people find it harder to
justify bad behavior if they can’t blam

e som
eone else. By building trust you

rem
ove the fuel for their blam

e. To do this, a good leader will head tow
ards

trouble. There is no substitute for spending tim
e and effort on problem

s. To
find ways to start conversations with people who seem

 to oppose you or the
patrol, you have to care about them

. To unlock the key to trust, they have to

feel that you care. One way to do this is to do sim
ple favors for them

. In your
Scout Prom

ise you’ve said you’d be kind and courteous to everyone, not just
when it’s easy or convenient.

M
any who refuse to try a trust-building approach are reluctant, not because

they think it won’t work, but because they are afraid to try. They have a point.
Probably, in the past they’ve tried and it failed. So, be aware that the caring,
trusting, and vulnerability dem

anded by this approach ask far m
ore from

spirit and character than does squaring off to fight. It’s your choice.

H
ow

 w
ell did your group perform

?
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 tim

e? How do you feel about it? How do
your patrol m

em
bers feel? Did you help those who needed it? How did others

react? W
ill the patrol do better because of this experience? W

hy?

Successful control gets the job done at the right tim
e, at the right place, and in

the right way. But m
ore, it encourages the patrol to do better next tim

e.

Control in a Super T
roop

Observe how other leaders attem
pt to control group perform

ance in our large
Troop. W

hen is instruction given? Is instruction effective? Did learning occur?
W

hen a patrol needs help, who noticed it? W
hat did they do to help? Did they

help the patrol do things them
selves, or did they do it for them

? W
hen are

inspection checklists used? Can you see other places where they would help?
Do you notice any off-the-cuff, quick reactions from

 other leaders? W
as the

reaction positive or negative? Look around and see the m
any exam

ples of
controlling in Troop 700.



Troop 700 Leadership
Page 21

EVALUATION
Think back to the last tim

e a skill w
as dem

onstrated at a troop
m

eeting? H
ow

 did it go? W
ho did it? D

o you think you could
do as w

ell? Better? Q
uite a bit better? There you go—

evaluating. A
nd it’s all based on your personal values.

“Boy, I w
ish I w

as as good a patrol leader as Sam
.”

“Look at those Foxes. The Bats can do a lot better than that.”

“W
e m

ade a few
 m

istakes this tim
e, but w

atch out for us at the
next cam

poree!”

The easiest evaluation for a leader is to trust his own judgm
ent. That’s also the

worst. W
hat the leader thinks and what the group thinks are often far apart.

Y
ears ago a survey w

as m
ade of Scout cam

ps. Cam
p leaders

w
ere asked how

 they thought the Scouts liked various cam
p

activities. The Scouts w
ere asked how

 they liked the sam
e ones.

The results show
ed that the cam

p leaders w
eren’t very good at

guessing w
hat the Scouts liked. For exam

ple, leaders rated
religious services in cam

p as very low
 in popularity. Scouts

rated them
 very high. Cam

p leaders rated big, m
ass activities as

m
ost popular am

ong Scouts. But the Scouts said the things
they liked best w

ere the ones they did in sm
all groups.

W
hy evaluate? H

ow
?

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 are telling you.

Here are som
e pointers that will help you understand the answers you get

from
 Scouts.

•
People’s personal values show

. Each person sees things in his own way.
The boy who loves water sports m

ay not think m
uch of cam

ping on the

desert. That doesn’t m
ean he’s wrong. It just helps you to see how he

evaluates 3 days on very dry land.
•

W
hen you ask for the facts, you need sim

ple answ
ers. This m

eans that
you will have to ask questions that will get sim

ple answers.
This type of question will get a sim

ple answer: How m
any patrol m

eetings
should there be every m

onth?

On the other hand, this question will not get a sim
ple answer: W

hy do you
think your patrol should m

eet once a week?

•
A person seldom

 tells how
 he really feels w

ith short answ
ers. If you want

to know how m
any or how m

uch, short answers are fine. If you want to
know how people really feel, you have to give them

 freedom
 to answer.

W
hich of the following questions leaves the person the greatest freedom

 to tell
how he feels?

1.
Did you enjoy the last cam

pout?

2.
W

ould you rather fish or play golf?

3.
How do you think we could im

prove our cam
ping program

?

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

•
Som

e 
situations 

prevent 
honest 

answ
ers. 

W
hen 

a 
person 

feels
threatened, he will not evaluate honestly. The newest Scout in your troop
probably will not answer questions frankly until he feels that he belongs.
A newly appointed quarterm

aster is not going to evaluate the senior patrol
leader’s recom

m
endation too critically until they have worked together for

a tim
e and he has becom

e better acquainted with the job.
You m

ay want to try som
e group evaluation in your patrol the next tim

e you
have an activity. W

ere all m
em

bers present? If not, why? W
hat did the patrol

get done? Did they enjoy doing it? W
ill they do it again? How could the activity

have been im
proved?
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Checking your evaluations
First, do you honestly ask for feedback? It’s easy to assum

e you know how well
som

ething went. Two guarantees are in order:

•
You don’t know the whole story until you check it out.

•
W

hen you do, you’ll be better for it.
To check your ability in this skill, you m

ust decide just how you are using
evaluation to help you lead better. Do you listen to what is said? Do you m

ake
excuses for doing what you do? It’s easy to be defensive. Listen; you m

ay learn
som

ething.

•
You can’t stay on the track unless you know where you are going and then
evaluate what you are doing successfully to get there.

•
Find out from

 others how you’re doing. Don’t just trust your own
judgm

ent.
•

Be sure you know what you’re asking.
•

Be sure you know what they’re telling you.
D

id
the

job

getdone?

D
id

the
group

stay
together?

T
o train people to m

ake good decisions in the outdoors,
you’ve got to take them

 into the outdoors, into real
situations, and let them

 face challenges by them
selves.

T
hey learn soon enough that if they m

ake foolish
decisions, or if they base their decisions on “hope” or
“faith” that things w

ill w
ork out—

they fail. A
nd if they

m
ake decisions based on reality, they succeed.Paul Petzoldt

founder of the N
ational O

utdoor Leadership School

If you’ve prepared your guys to succeed, it’s OK to have one of them
 fail. It’s

actually a trem
endous learning opportunity. M

ake sure the opportunity is not
lost.

Learning from
 the past

In Troop 700, you have m
any opportunities to participate in the planning for

our different events. At the very least, we hope that you start out by taking a
look at how it went last tim

e. It would be nice to avoid stepping into the sam
e

pits tim
e after tim

e. This, at a m
inim

al level, is evaluation.

As your leadership skills grow, we hope that you will see value in evaluating as
you go along (How’s it going so far? Do we need to m

ake any adjustm
ents to

the plan?) and im
m

ediately afterward. The disadvantage in waiting until the
next tim

e that you plan a sim
ilar event is that you m

ay forget som
ething. W

rite
down your evaluation while it’s still fresh and take your notes into the next
planning session.

There is one m
ore topic related to evaluations: Reflections. Som

e call these
sessions “thorns and roses.”

R
eflections

Reflections are different from
 an evaluation. An evaluation is often a m

ore
form

al way to get feedback. Reflections are m
ore of a group self-exam

ination.

Reflections should happen after nearly any activity with a purpose. W
hy?

Reflections are the m
ost im

portant part of an activity. W
hy? A reflection m

akes
you think about it. You m

ay learn som
ething. You’ll understand how others

saw it. You’ll think about how can we apply what we learned? And you’ll ask,
W

as it fun?

Participant-Ground rules. Sit where you can see one another. Agree not to
interrupt or m

ake fun. You m
ay keep silent if you wish

The Leader’s job: Facilitate the discussion. Ask questions. Don’t tell them
what to think. Reserve judgem

ent. Avoid criticism
. Prepare a question to m

ove
things along or crack a deadlock.

The M
odel for Reflection (in this order): Discuss what happened. M

ake a
judgem

ent. Generalize the experience. Set goals.
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First discuss w
hat happened. Do-ask open ended, direct questions about

specific incidents. Get them
 to describe. Have fun. The real issues lie beneath

the surface.

Then ask for a judgm
ent in this situation. Once what happened is clear, ask

the group to m
ake a judgm

ent.
W

hat was good about …
?

W
hat didn’t work so well about …

?

Finally generalize from
 this situation to our Troop/your Patrol. W

hat’s the
connection between the activity and our real world? How can we use what we
learned about …

 in our Troop/your patrol?

And set goals. W
hat skills do they want to keep doing? W

hat things do they
need to change in order to work together better?

EFFECTIVE TEACHING
For a patrol hike, M

ike had been m
ade responsible for bringing

the ham
burger buns. H

e got them
 in plenty of tim

e and put
them

 in the freezer to keep them
 fresh for Saturday. W

hen the
patrol reached it’s destination on the big day, everyone began
pulling out their part of the patrol’s lunch. It w

asn’t until M
ike

reached for the ham
burger buns that he rem

em
bered that they

w
ere still at hom

e in the freezer! A
nd there w

as no w
ay to get

back or to get som
e substitutes.

A
t the tim

e it w
asn’t a laughing m

atter, but by the next m
eeting

of the troop, M
ike and his patrol leader Tom

 w
ere having a

good laugh as they told the story to Carl, the senior patrol
leader.

“W
hat’d you learn from

 that?” Carl asked them
.

“N
ot to forget the ham

burger buns!” w
as M

ike’s instant reply.

“Sure,” laughed Carl, “but is that all?” H
e seem

ed to be
looking straight at Tom

.

“W
ell, I guess it w

as m
y fault—

I didn’t check up on M
ike. H

e
agreed to bring the buns, and I let it go at that.”

Carl pressed a little further. “H
ow

 w
ill you handle things like

this another tim
e?”

“W
ell, I guess I’d better keep a list of responsibilities and

review
 them

 w
ith those on the list before w

e get going,” said
Tom

.

“O
K

, that’s good,” responded Carl. “N
ow

 how
 about you,

M
ike? W

hat did you learn?”

“W
ell, I m

ade a list of w
hat I w

as to bring. But Saturday
m

orning I didn’t read it over carefully. A
nd I should have

checked off the item
s w

hen I had them
 packed.”

Thus, a sim
ple m

atter of forgotten buns was m
ade into a real learning

experience. Let’s review just what Carl did to bring this about.

First, he noticed that the two boys (and the whole patrol, for that m
atter) had

had what can be called “a guided discovery.” They had been in the m
iddle of

som
ething and they knew about it firsthand.

Second, he had Tom
 and M

ike review the experience and helped them
 to

realize that they had learned som
ething that could be applied to other

situations. They hadn’t learned that ham
burgers need rolls but about how to

get things done.

Third, he had them
 think about how they would apply what they had learned

the next tim
e.

The final step would be to evaluate the learning. That could only happen next
tim

e. If M
ike was m

ore careful about reading his checklist or if Tom
 was m

ore
thorough about checking up on his patrol m

em
bers, they would know that

learning had really occurred.

W
e call this process “m

anaging learning.” In this case it was Carl who did the
m

anaging. He took advantage of a situation that had already happened. If he
had ignored it or just had a good laugh about M

ike’s forgetfulness, there m
ight

have been little or no learning.
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You can use this sam
e m

ethod to help alm
ost anybody learn alm

ost anything.
W

e’ll take another exam
ple and see how you can use the m

ethod.

Leadership and learning are indispensable to each other.

John F. K
ennedy

Suppose a cam
poree is com

ing up. There is to be a com
petitive event involving

the use of m
ap and com

pass. You think your patrol m
em

bers are a little rusty
on that. Here’s how you m

ight proceed.

Effective teaching is a process. Five elem
ents are involved, but these are not

necessarily steps in a sequence.

1. Learning objectives
Before attem

pting to teach, it is im
portant to know what is to be taught. Asking

“W
hat should the participants be able to do by the end of the session?”

determ
ines the learning objectives. Learning objectives are stated in

perform
ance term

s. To “know,” “understand,” “appreciate,” or “value” are
slippery words that have no part in good learning objectives. Learning
objectives should clearly state what the individual will be able to do as a result
of the learning experience.

Alm
ost always, write down the learning objectives as guidelines to the

instructor. The objectives usually will determ
ine the content of the instruction.

In casual situations or “opportunity teaching,” the objectives m
ight not be

written but should be clearly in the m
ind of the instructor.

The objectives for a m
ap and com

pass exercise m
ight be: Given a m

ap, the
patrol should use their com

passes to follow a course in the field.

2. G
uided D

iscovery
A discovery is any sort of happening that has three results.

•
Knowledge is confirm

ed. People discover what they do know. Until then
they m

ight not have been sure.

•
The need to know is established. People discover that they do not know
som

ething they m
ust know if they are to be successful in what they want

to do.
•

M
otivation is instilled. Participants discover the desire to learn m

ore.
Som

etim
es a discovery just happens. An alert leader can turn this happening

into a learning experience. This is referred to as “opportunity teaching.” In
m

ore structured teaching, an instructor often will set up a discovery as the
introduction to a learning activity. A discovery can be sim

ply a leading
question, or m

ore com
plicated as in dram

atic role-playing.

In our exam
ple, we could provide each m

em
ber of the patrol with a com

pass
and have each one orient a m

ap and plot a course that you specify. W
atch how

they do. Som
e m

ay do well. Others will get off to a bad start and fum
ble. Out

of this you will know just who needs to learn what. You will also identify those
who are proficient enough to help you work with the others. But equally
im

portant is that the learner discovers his shortcom
ings or unforgotten skills.

3. T
eaching-Learning

Once the discovery has shown what the person already knows, the instructor
has choices to m

ake.

•
The person knows and can do what is desired. The learning objectives
have been m

et.
•

Subtract what the person knows from
 what is desired and work on what

the person needs to know.
•

Give the full instruction session. The participant will learn what he or she
needs to know and will review what is already known.

Teaching involves a variety of com
m

unication techniques. W
e learn principally

from
 hearing (lecture, discussion, conversation, dram

atization), seeing
(reading, displays, visual aids, dem

onstrations), and doing (trial and error,
experim

enting, copying the acts of others). As each task, skill, or idea is
broken down into sim

ple steps, the learner can confirm
 what he or she now

knows, needs to know, and wants to know. Thus, learning is actually a series
of discoveries. Each step should lead to som

e success—
it is im

portant to keep
the person encouraged that progress is being m

ade.
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You or som
eone you share leadership with gives instructions and inform

ation
about the m

ap and com
pass task. Let them

 practice each step as you describe
or dem

onstrate it. W
hen you feel certain the learners know the skills, you

allow them
 to progress to the next phase. Som

e learners m
ay reach this step

faster than others—
that’s just fine—

let them
 proceed at their own speed.

Turn those who m
aster the skill first into your assistants. Teaching the skill

will reinforce what they’ve just learned and the other learners will benefit from
the additional, m

ore personalized, attention.

4. Application
Each individual should have an im

m
ediate chance to apply what has been

learned. Application m
ust be deferred in som

e situations, but im
m

ediate
application is m

ore desirable.

In attem
pting to apply what has been learned, another discovery likely will

occur, which leads to new learning objectives, m
ore teaching and learning,

and further application.

For instance, have the learners do a series of problem
s with m

ap and
com

pass. If they are successful, they go on. If not, you take them
 back

through som
e of the teaching-learning process until they can be successful.

5. E
valuation

This process occurs every step of the way, but it’s im
portant to review all four

steps when you are through. As learners are called on to perform
, you m

ust
decide whether they are perform

ing acceptably. Have each learner express
him

self about what he has learned. Ask questions, such as:

“Do you feel you know this skill well enough to do it again next week?”

“Could you help one of the others here who is having trouble learning the
skill?”

“Could you teach som
eone else to do it?”

Recycling. If evaluation shows that the person has not learned what was to be
taught, there is a need to recycle—

teach it again. The approach m
ay be

changed, the steps sim
plified, or the explanation m

ore detailed, or the
learning objectives m

ight need to be changed.

Learning is m
ost effective w

hen it is self-directed.

The m
ore deeply a person can be involved in his or her own learning, the

m
ore that individual will learn and the longer he or she will retain what has

been learned.T
each from

 the point of view
 of the student;

not the teacher.

Be sure that personal objectives are m
et before dealing with organizational

objectives. Otherwise you’ll be paddling upstream
 against a tough current.

M
ove from

 w
hat is know

n to w
hat is unknow

n.
From

 w
hat is sim

ple to w
hat is m

ore com
plex.

People construct knowledge upon the base of what they know. And, how do
you know where they are if you don’t ask?

D
o w

e use effective teaching in T
roop 700?

Once again, we have but to look to Troop 700’s preparation for a Cam
poree or

the canoe trip to see exam
ples of m

anaging learning in action. For the
Cam

poree, we learn and practice in a structured environm
ent—

we need to
create the guided discovery situation. In preparing for the canoe trip, we need
to look for and take advantage of opportunities to m

anage learning. In the
m

any practice hikes, m
istakes are going to be m

ade. It’s up to each of us to
see that the right lesson is learned from

 these m
istakes.

SHARING LEADERSHIP
Last w

eek the patrol of w
hich Jim

 is the leader m
ade plans for

their part in the troop’s canoe trip. A
ll nine m

em
bers w

ere
present and all had a part in developing the plans. The overall
plan had already been m

ade by the patrol leaders council, so
the patrol had to stay w

ithin that plan in m
aking their ow

n. By
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the tim
e the patrol m

eeting broke up, every m
em

ber had taken
on som

e responsibility for the trip, either before it or during it.

A
 day or so before they left, Jim

 called each m
em

ber to check
on his progress. E

veryone w
as all set except Bill. H

e w
as to act

as tour navigator, but he hadn’t got the m
aps he needed. W

ith
Jim

’s questioning, he adm
itted he hadn’t done m

uch about
trying to get them

.

Jim
 then w

anted to know
 how

 he planned to carry out his
navigator duties if he had no m

aps. “O
h, I thought w

e’d just
follow

 another patrol,” Bill replied.

“H
ow

 do you think our guys w
ill like that?”

“N
ot so great I guess. W

hat do you think I should do?” Bill
sounded a little bit defeated.

“W
e still have a day and a half before the trip, w

hy don’t you
call the Scoutm

aster and see if he has any m
aps. If he doesn’t,

you can try M
r. Jones. H

e’s the D
ad’s club organizer for the

trip. I’m
 sure they’ll get the m

aps for you. N
ext tim

e you have
a job to do, let m

e know
 if you need help.”

“O
K

, Jim
. I’ll get ‘em

. D
on’t w

orry.”

Although Jim
 is the elected patrol leader, he chose to share his leadership in

several ways in this situation. Did you notice how?

At the beginning, he allowed every m
em

ber to take part in planning. He had to
set lim

its because som
e things had already been decided, but within those

lim
its, he let them

 plan.

Second, he had everyone share in the responsibility for a successful trip.
Everyone had a job to do and, therefor, felt a part of the team

.

As leader, Jim
 was sm

art enough to check on everyone. W
hen he found Bill

hadn’t done his job, he had two alternatives. He could have taken over and got
the m

aps. Or he could persuade Bill to do his job. That was the course he
chose. Do you think it was the right one?

There are two other ways in which Jim
 m

ight have shared leadership. One
would be the “iron hand” type where he would sim

ply tell the patrol what he

expected of them
. This is the least desirable for the growth of the m

em
bers

and the patrol, but it is som
etim

es necessary with a weak or experienced
patrol or in the event of an em

ergency.

Another approach is for the leader to join the patrol as an equal and not play
any leadership role at all. This is a good style when your goal is to generate
discussion but not the right approach for m

ost situations.

A
s a leader, you can share tasks

but never share responsibility.

If you assign John to cut the firewood, the task is his but the responsibility is
yours. If John doesn’t have a pile of firewood ready when it’s needed, you will
not get off the hook by saying, “W

ell I gave that job to John, and it’s his fault
that there’s no wood.” If there is no wood, it’s your fault. Giving the job to
som

eone doesn’t end your responsibility. It ends only when the job is done
satisfactorily.

Good leadership—
using several styles and approaches—

will produce such
results as these:

•
A spirit of cooperation

•
Team

work
•

A feeling on the part of each m
em

ber that he is needed and wanted.
W

ith good leadership m
em

bers of the patrol will continue to grow in their
developm

ent as individuals because they are m
ade to feel that they are

accountable for their actions.

T
here is no one right w

ay.

In your next few opportunities to lead, try using som
e or all of the various

styles of leadership. They refer to the extent of sharing of leadership with the
patrol and are listed in order from

 the least to the m
ost sharing:

M
uch has been written on the styles of leadership and how they are applied in

given situations. Five styles of leadership generally are recognized.

1. Telling (or ordering). The leader alone identifies the problem
, m

akes the
decisions, and directs the activities. The style appears autocratic and m

ay or
m

ay not involve the opinions of the patrol m
em

bers.
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2. Persuading (or selling). In this style of leadership, the leader still m
akes

the decision. Having m
ade the decision, the leader m

ust sell it to the patrol to
get cooperation.

3. Consulting. Patrol m
em

bers participate and provide input. The leader m
ay

suggest a tentative decision or plan and get the patrol’s reaction. Having
consulted the patrol, the-leader still m

akes the final decision, usually based
on patrol consensus. If consensus can not be reached, the patrol is
encouraged to note and follow the desires of the m

ajority.

4. D
elegating. The leader identifies the problem

, sets certain guidelines,
boundaries, or rules, and then turns the problem

 over to the patrol or one of
its m

em
bers. The leader accepts the decision of the patrol if it falls within the

boundaries and guidelines established. W
hile authority m

ay be delegated, the
responsibility m

ust rem
ain with the leader.

5. Joining. The leader steps down as leader and joins the patrol. The leader
agrees in advance to abide by the patrol’s decisions. It is im

portant to
rem

em
ber that joining the patrol is still leadership. Before deciding to use this

style, the leader m
ust carefully consider the resources of the patrol and, if

necessary, change to a m
ore direct leadership style.

N
o single leadership style is “best.”

Each depends on the situation, experience of the patrol m
em

bers, and tasks to
be done. As leadership styles m

ove from
 telling to joining, the leader’s

authority appears to dim
inish and the patrol’s participation increases.

Selecting the appropriate style of leadership is an act of leadership based on
the nature of the situation and the ability and experience of the patrol
m

em
bers. Leadership is a dynam

ic process, varying from
 situation to situation

with changes in leaders, followers, goals, and circum
stances.

Your style m
ust be you. Don’t try to lead by being som

eone you’re not. The
tem

ptation to fake a style is strongest for new leaders. If you’re new to this,
just rem

em
ber: no one expects you to be the Scoutm

aster. Do your best and
your patrol will support you.

Never-ever styles. There are som
e behaviors that don’t work and should

never be tried. For instance: bullying, insulting, sarcastic, sexist, racist, or

m
anipulative are inexcusable styles. You don’t tear  down others to raise

yourself up.

H
ow

 w
ell do you share leadership?

W
hen you have given several of these a try, then ask yourself these questions.

Do you use m
ore than one com

fortably? How do you really feel about sharing
leadership with the patrol? Do you get better results with one or m

ore
m

ethods? How does the patrol react to each style of leadership you use? Can
you com

bine m
ethods?

In the best circum
stances alm

ost anyone can lead;
In the w

orst circum
stances only the best leaders

em
erge.

T
he sam

e is true for follow
ership.

Styles in T
roop 700

W
e see a lot of different leadership styles. Do you like them

 all? Different styles
com

e m
ore naturally to different people. Depending on the individuals

involved, different styles are going to work differently. The im
portant thing that

we want you to realize is that you have a whole spectrum
 of styles available to

you. Take the tim
e to fam

iliarize yourself with them
 all. Find out what works

best for you and realize that this m
ight vary depending on the situation

C
OUNSELING (LISTENING)

From
 tim

e to tim
e, another Scout is going to com

e to you with a personal
problem

. It’s going to look to you as if he is asking you to solve that problem
for him

. Don’t do it!

Despite appearances, m
ost people are not looking for som

eone else to solve
their problem

s for them
. Instead, they’re looking for a sounding board—

a
caring person who will listen while they think the problem

 through out loud.

In counseling another Scout, the best thing that you can do is listen. If you
find it necessary to open your m

outh at all, it should be to do the following:
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•
Ask questions that will keep the Scout talking (the longer he talks, the
m

ore likely he’ll be to find a solution).
•

Dem
onstrate that you are listening by sum

m
arizing back to him

 what
you think that he’s trying to say.

•
If you can sense the direction that you think he wants to go, guide him
gently in that direction with your questions or com

m
ents. D

o not tell
him

 the solution.
W

hy do you suppose that it’s a good idea to let people solve their own
problem

s? Here are a couple of good reasons.

•
Since you’re not always going to be around to solve his problem

s for him
,

let him
 experience solving his own problem

s and living with the results.
•

If he’s like m
ost people, he’s not going to value or buy into your solution

nearly as m
uch as he would one of his own. As a result, he’s not going to

put as m
uch energy into executing the solution, and he’s not going to take

personal responsibility for its success or failure.

Problem
s in T

roop 700
W

hat kinds of problem
s are the Scouts in Troop 700 likely to bring to you?

(Hopefully you’ve built the kind of trust with the m
em

bers of your patrol that
they will want to com

e to you.)

First year scouts are likely to experience som
e bullying. M

any Scouts persist in
trying to scare or intim

idate the younger, sm
aller Scouts. You m

ay have been
on one end or the other of this at one tim

e. As a patrol leader, you have
responsibilities towards younger scouts.

You’re the safety net for all the year Scouts in your patrol. They need to trust
you and understand that, no m

atter what, you’ll be right there with them
 and

nothing is going to happen to them
 while you are at their side.

Your patrol m
em

bers m
ust take care of one another. Under no circum

stances
should hurtful behavior be tolerated. Try to stop it yourself. If you can’t, then
m

ake sure you pass the problem
 up to an adult leader in the troop.

Som
e other problem

s that you m
ight be asked to deal with: attendance

problem
s, conflicts between Scouting activities and hom

ework or other
activities, behavior problem

s, etc.

Don’t feel that, just because you’re the patrol leader, you can’t refer a problem
to som

eone else. Som
e problem

s are going to be too big for you to handle
alone. Others will be m

ore appropriately dealt with by som
eone else. Don’t be

afraid to involve the senior patrol leader, your patrol guide, your patrol
advisor, or one of the assistant scoutm

asters when you feel the need.

T
he m

aster counselor is the Scoutm
aster. If you still are

having trouble w
ith som

ething, go to him
.

SUMMARY OF LEADERSHIP SKILLS
Leadership is a process of getting things done through people. A leader
succeeds when the job gets done and the patrol holds together.

Com
m

unicating
As a leader you both get and give inform

ation. You m
ust be able to do both of

these well. To do this:

•
Pay attention and take notes.

•
Ask questions after giving or receiving instructions.

•
Get feedback to m

ake sure the m
essage gets through.

•
Don’t give orders; discuss things that are going to happen.

M
easure your success in term

s of the job getting done and the degree to which
instructions are followed. Good com

m
unications fosters good m

orale, poor
com

m
unications can bring m

um
bling and dissent.

Know
ing and U

sing the R
esources of the G

roup
A patrol leader has to depend on what the m

em
bers of the patrol can do as

well as what the leader can do. In order to use these available resources a
leader m

ust know what they are.

•
Find out what the guys can do by observing, asking the m

em
bers as well

as other leaders.
•

W
hen you are using the resources of the patrol others w

ill lead and the
program

 will not be the result of your ideas alone.
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U
nderstanding Characteristics and N

eeds of the G
roup

W
hen this skill is used properly a leader will give others what they need to

grow—
not what the leader thinks they need.

•
Each person has certain strengths and weaknesses.

•
W

hen a leader understands, everyone’s needs all benefit.
The patrol leaders’ council applies this skill since the purpose of the PLC is to
plan and run the program

 of the troop that will m
eet the needs and desires of

the Scouts.

R
epresenting the G

roup
This skill is the Patrol M

ethod in action. Patrol leaders take the ideas and
problem

s of the patrol m
em

bers to the PLC and then will bring back the
decisions of the PLC to the patrol.

•
You don’t know what others think until you ask.

•
Success is achieved when each Scout feels he has a part in troop
decisions.

Som
etim

es there won’t be an opportunity to consult with your patrol. In these
cases, you’ll have to weigh what you know about your guys and m

ake an
independent judgem

ent.

Setting the E
xam

ple
W

hat you are speaks louder than what you say. “Do as I say, not as I do” will
not work. Think about how you’d except your leader to act.

•
Follow instructions

•
Try harder

•
Take the initiative

•
Act m

ature
•

Know your job
•

Keep a positive attitude
Scouts need a m

odel to follow, their leaders m
ay be the only good exam

ple
they know.

Planning
The core of a successful program

 is planning. A successful scout-lead program
com

es from
 planning good troop program

s in the PLC. It takes a while to
develop the ability of the PLC to plan good troop program

s, but it is well worth
your effort. You cannot achieve Scouting’s aim

s of building character, fostering
citizenship and developing fitness, without good plans.

•
Consider the task. W

hat do you want to accom
plish?

•
Consider the resources. W

hat do we have to work with?
•

Consider the alternatives. W
hat are the ways we can do this?

•
Reach a decision. How will we do it this tim

e?
•

W
rite down the plan. W

hat is the plan? Review it.
•

Put the plan into action. Do it. Keep at it.
•

Evaluate. How did it go? W
hat m

ight we change next tim
e?

The planning process is working when the junior leaders are involved in
planning and carrying out the troops program

s.

Controlling G
roup Perform

ance
The purpose of this skill is to control the perform

ance of a patrol so that it will
be successful in doing its job and to have fun in the process. This m

eans the
troop has good m

eetings, activities, and cam
ping trips. Along the way, the

m
em

bers have fun, are in good spirits, becom
e better Scouts and help to build

stronger patrols.

•
Be where you can observe the patrol.

•
Give instructions when necessary.

•
Leaders help the group achieve their goal.

•
Inspect perform

ance all along the way.
•

Guide the patrol towards self discipline.
•

React to the total job—
without focusing on obvious weak points.

•
Set the exam

ple by your personal behavior.
Som

etim
es controlling group perform

ance m
eans you will have to stop

behavior that negatively im
pacts the patrol, but everyone is happier if the

patrol helps to control itself rather than depend on the leader to do all the
controlling. W

e use the PLC to control the troop.
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E
valuating

Evaluating should be done both during and after every activity. Each activity
should have a definite goal.

In term
s of getting the job done:

•
W

as the job done?
•

W
as the job done right?

•
W

as the job done on tim
e?

In term
s of keeping the group together:

•
W

ere relationships between patrol m
em

bers helped or hurt?
•

W
as their equal participation? Fair participation?

•
Did they enjoy it?

•
How well were conflicts handled?

E
ffective T

eaching
This is not a new m

ethod of teaching; Scouting has used it since 1910. The
difference is today we do not assum

e that just because we have taught that
Scouts have learned. The proof lies in what they can DO. If they can do
som

ething then you have successfully taught. The key is to actively involve the
Scouts in the learning process by giving them

 choices as to what they can
learn, and by checking constantly to see what they have learned. Find out what
they know, put them

 into a situation where they recognize the need to know,
then offer them

 the opportunity to learn.

•
Know the objectives

•
Use guided discovery to: Confirm

 knowledge, establish a need to know,
and instill m

otivation.
•

M
ake sure learning is happening while you think you are teaching.

•
Give them

 an im
m

ediate chance to apply what has been learned.
•

Evaluate the application in light of the objectives.
•

Recycle, if necessary. Be patient.
Place the em

phasis on the learner not the teacher.

Sharing Leadership or Styles of Leadership
W

ith the responsibility of leadership goes trust. The effective leader m
ust

adjust his leadership style to fit the situation without giving up the
responsibility for the welfare of the troop. The five styles are:

•
Telling

•
Persuading

•
Consulting

•
Delegating

•
Joining.

The secret is to share the leadership allowing everyone to join and share in the
responsibility without giving up the role as a leader.

Counseling
A Leader m

ust be able to counsel Scouts in order to help them
. Listening is

the m
ost im

portant key to counseling. Be careful not to give advice, instead
use questions to help the individual arrive at their own solution to the
problem

.

•
Listen

•
Ask questions

•
Sum

m
arize

•
List options; with plusses and m

inuses.
•

Guide him
 to where he wants to go.

Feel free to give factual inform
ation, but be cautious about giving advice. A

person grows if he is able to think problem
s through for him

self. Be a
facilitator not a m

anipulator.

A
TTRIBUTIONS

Jeff Cairns wrote the original version of this docum
ent. The m

ost recent version is is at
http://www.geocities.com

:0080/Yosem
ite/Trails/7950/leadrshp.htm

.

Al Best changed som
e things to m

ake it m
ore relevant to Troop 700 and to reflect the latest principles given in the

Scoutm
aster Fundam

entals and W
oodbadge training courses. One good source of on-line inform

ation on the skills of
leadership is http://www.gulftel.com

/~
lwjones/ scouts/ldr_skil/wb_index.htm

l. The aim
s and m

ethods of scouting
are found at the official BSA website: www.bsa.scouting.org.  Other inform

ation was found at www.usscouts.org. I’ve
also borrowed from

 a recent book on leadership: John Graham
 (1997) Outdoor Leadership: Technique, Com

m
on

sense, and Self-confidence. The M
ountaineers. ISBN 0-89886-502-6. I highly recom

m
end this book.

If you find any m
istakes, they are m

ine. Send and com
m

ents or suggestions to: ALBest@
VCU.edu. Last date

m
odified: 12 January 2001.

http://users.ccnet.com/~jecairn/t204/leadrshp/leadrshp.htm
http://www.gulftel.com/~lwjones/scouts/ldr_skil/wb_index.html
mailto:ALBest@VCU.edu
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