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Section 1:

Doing the Job and Developing A Team
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   Think back when you first joined your troop.  You didn't join to be "ordered around" by a boss.  You joined because you wanted to do something new and fun, something with an element of adventure and a challenge.
   Good leaders know that leadership isn't about giving orders—it's about getting the job done and developing a great team.  (Sometimes a leader has to "give orders" to get the job done.  But no one, including the leader, particularly enjoys having to do this—even tough guys like this Navy Chief on the left!)  "The job" could be playing a game. It could be building a skyscraper. It could be getting across an idea.  If there were no job, there would be no need for a leader.

   The team (such as a patrol or a troop) is the people who do the job. And in many cases, the team continues after the job is done. This is where leading gets tough, as you'll see later.

Think about this situation:

   Mark 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?  Nope.  No team. There's nobody on the job but Mark.

   Danny and his friends are on their bikes. They have no place to go. They're just riding.  Are any of them a leader?  We have to say no. Why? No job to do.

They said it—so let’s reflect on it:

"You young lieutenants have to realize that your platoon is like a piece of spaghetti.  You can't push it.  You've got to get out in front and pull it."

General George S. Patton, Jr.

Reflection:  How is this appropriate to Scouting?

"Leadership is about getting out in front, demonstrating what needs to be done and why, and commanding a voluntary following.”  “People get very energized around a project when they have confidence in its leadership."  -

Bradley J. Holcomb, VP Waste Management, Inc.

Reflection:  How is this appropriate to your job as a leader?

What makes a leader successful?
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   You can always tell when a leader succeeds, because 1) the job gets done and 2) the team acts together with a purpose.  Measuring success is easy.  Understanding failure is a little harder!

Look at the picture to the right.
   You’ll notice several things happening in this picture.  Look this picture over carefully and answer the following questions, which we’ll discuss in a few minutes.

1. What is the Patrol Leader doing?

2. Why are the younger boys listening so carefully?

3. What do you think the Patrol Leader said (and did) to get the boys so interested?

4. Why is the older Scout in the back grinning?  What troop office do you think he has?  Why do you think that he isn’t leading the group?

5. How old is the Patrol Leader?  The younger Scouts?

6. Why do you think this older Scout is spending time working with these younger Scouts?

7. What do you think their leaders’ biggest challenges will be during the campout?

8. What steps can they take to overcome these challenges?

Discussion: What did the Patrol Leader do wrong?

The Atomic Penguin patrol had a job to do of cleaning up an old cemetery.  It was a good goal, and Frank, the Patrol Leader, wanted it to go right. In his daydream he could see the Scoutmaster praising him for the great job. So when Saturday came, Frank and the patrol went to the cemetery.  He called them names. He worked like a tiger himself. It was a rough day, but the cemetery got cleaned up. "How'd things go, Frank?" the Scoutmaster asked a few days later.  "Any problems?"

   "No, sir." Frank wondered what he meant by that.

   "Well, a few of your guys asked me if they could change patrols.”

Reflection: What did Frank do wrong?

Discussion: What did the Patrol Leader do wrong?

Randy was the Patrol Leader of the Radioactive Roadkill Patrol.  When they had patrol meetings during the troop meetings, things really never got done.  The guys had a good time, but Randy would let them all just sit around and cut up instead of getting menus planned for their campout or any patrol activities planned.  Randy didn’t have a plan for the meeting, and the Eagle Patrol just sort of drifted along.

Reflection:  If you had been Randy, what would you have done differently?

Section 2: Be A Great Example
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   Bill, a Den Chief, came to a den meeting without his uniform.  The next week, two of the Cubs didn't wear their uniform.

   "Why?" asked the Den Mother.

   "Bill didn't wear his last week."

   Bill never said to any of the Cub Scouts, "It's ok if you don't wear your uniform." But that was the message they "heard." His good example broke down only once.

   Which is stronger, good or bad example? We can't always be sure. Setting a good example will often not work all by itself.  But if you exchange it for a bad example, you usually get bad results!

People you lead notice how you look and how you act.

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

   On one camping trip his guys started some horseplay going after "Taps," and Alan joined in.  The next day, the guys in the patrol got completely out of hand. The Scoutmaster finally had to step in. Then he and Alan had a talk.

   "That's the first time I've done anything like that since I was elected Patrol Leader," Alan complained.  "It isn't fair."

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

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

   "Always until when?"

    "Well, until last night. I guess I showed 'em that fooling around is OK."

Reflection:  Why do you think that bad example is a big problem for leaders?

Leaders are models.
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1. A leader is a model whether he wants to be or not. He doesn't have to tell the group to follow his example- they will anyway.  Emerson said, "What you are speaks so loudly I cannot hear what you say."

2. Have fun!  When you're having fun, others will have fun, too.  Keep a smile on your face even when things don't go right- like that last campout when all it did was rain.  Your mood will be reflected by everyone else.  So keep on smiling!  Scouting is all about having fun, and if you aren't laughing about the troubles that come your way, no one else will either.

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

Answer the following questions:

1. Why is it important to do it right when you’re the leader?

2. Why should leaders try harder to be good at what they do?

3. Why do leaders get a lot more respect by acting mature than by being silly?

4. Explain why it's important to conduct yourself at home, school, and during Scout activities so that you will be pleased when others follow your example.

5. Give an example of someone you know that "led" you or someone else into doing something wrong through a careless example.  What was the outcome?

6. Give an example of someone you know that always tries to do the right thing and has been a good example to others.

Section 3: Communicate Effectively

   One of the toughest jobs of a leader is learning how to communicate to your team members.  You, the leader, already know what needs to be done.  You understand the job at hand and what it is you're trying to get accomplished.  But sometimes things go awry.  You say one thing, people hear another thing.  You want it done one way, it gets done another way.  Why is this?  Here's an example:
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   George, the patrol leader sent two Scouts on a short errand from camp.  Rusty and Bruce did fine until they came to a stream.

   "Hey, whereya goin'?"

   "He said turn left."

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

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

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

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

   Rusty was embarrassed, hurtful words were spoken in front of the entire patrol.  The rest of the campout wasn't as much fun.

Answer the following questions:

1. Who caused the problem?

2. What other problems happened because of the first problem?

3. What do you think should have happened differently?

Well-defined goals are critical.

   Your "goal" (the job at hand) can only be done if your team understands what the goal is and how you expect them to achieve it.  It's a simple idea, but it can be VERY hard to get it across to guys like Rusty and Bruce.

   You may have a clear understanding of what the goal is- but do the members of your team?  And how can they unless you bring them- and keep them- in the picture?

How to be a better giver (and receiver!) of communications:

How to give information:

1. Make sure the others are listening before you start giving information.  Is everyone looking you in the eye?  

2. No matter how busy you are, STOP.  Speak slowly and clearly.

3. Look for visual feedback clues (Nods usually mean "I understand."  Rapid eye blinks and blank stares usually mean, "I don't get it.")  This is where you can really blow it if you're not careful.

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

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

How to receive information:

1. Most people are lousy listeners, so they go through life not "getting it."  Don't be one.  Pay attention!  Look at their lips.  Think about what they're saying.

2. Carry a small notebook!!!!  Make notes and sketches in your small notebook.  Keep lists!

3. Ask questions and repeat your understanding of what was said. 

Answer the following questions:

1. Whose fault is it if my guys don’t “get it”?

2. What changes do I need to make in MY style to be a better listener?

3. What changes do I need to make in MY style to be a better communicator?

4. How can I find out if I'm getting better?
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