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PATROL LEADERS COUNCIL 

LEADERSHIP TRAINING LESSONS

Leadership Lesson No. 1 – Understanding “The Why”
People are more willing to be led when they understand the reason behind why they are being asked to do something.  Be sure to explain to your Scouts, why you want them to do something.  You’ll be surprised at the results.
Consider this:

You are at summer camp.  Your Troop has gone there many pre-vious years and has always won the Honor Camper Award.  The Scouts are camping by patrol and their tents and the campsite is a mess.  The Patrol Leaders want the mess cleaned up.  

To simply order the clean up might be considered being “bossy” and as such resisted (remember they hear that at home from their parents when their rooms are a mess!).  

If you explain that by cleaning the campsite the entire Troop will get a better inspection score and that a better score will help the Troop win the weekly honor camp award, you will get better cooperation.

People you lead must understand why you want them to do some-thing before they can be led and it has to make sense to them.

B-P Quotes:

We are not a club – not a Sunday school – but a school of the woods.

Camp is essential to successful training of a troop.

Leadership Lesson No. 2 – Do Your Best!
In everything you do, if you don’t do your best you short change yourself and your fellow Scouts.  No Scout is perfect, B-P wisely knew this.  But when a Scout doesn’t do his best, difficulties can arise and deep down inside he knows he failed, not at the task, but at doing his best.

Consider this:

When you see someone who needs help, you are honor and duty bound by our Slogan – Due a Good Turn Daily – to help that person.  In our Law we know “A Scout is helpful”.  Maybe you decide not to help that person soon enough to make a difference or maybe you don’t work as hard as it takes to really be helpful and you make a half-hearted effort at it.  The result is that you were not as much help as you could have been.

Doing your best is a very personal matter.  No one but you knows when you did or didn’t do your best.  Oh they can say you succeed-ed or failed at something, but they can’t know whether the effort 

was your best!

So what is doing your best?

Doing your best is working to the best of your ability to achieve an objective.  Giving it your all!  Living up to your own expectation of what you are capable of doing.

Doing your best is taking the resources you have and the know-ledge you have and putting them to work to solve a problem or make a situation better.  

It is one measure of a leader who when faced with a challenge, especially and unexpected one, can do his best to overcome the obstacles and resolve the challenge to the best of his ability.

THE PATROL METHOD

What It Is

The Patrol Method is the basis of all Scout leadership.  When B-P organized his army scouts, he put them in patrols of eight to ten men.  He taught them that a team of men working together could accomplish more than one man trying to do everything.  He used that model for his “Scouting Scheme” and it is the basic unit from which all Scouting is operated today.


Life Scouts who sit for their National Board of Review prior to being promoted to Eagle Scout are often asked “What is the most important leadership position in the Troop?”  It should be no surprise that the correct answer is the Patrol Leader(s).  He is the person that makes the Troop run smoothly because he organizes his Patrol so they operate smoothly.

B-P Quotes:

The Patrol is the character school for the individual.

The object of the Patrol system is mainly to give real responsibility to as many of the boys as possible with a view to developing their character.


But how do you get everyone in a Scout Patrol of eight or nine different fellows to work together?  

Who’s going to lead?  Who’s going to follow?  How do they relate to each other?  Why are they doing it?

Getting Organized


The Scoutmaster and Troop Committee will decide how many patrols can be organized and prepare the Patrol rosters.  The individual Patrols next elect their leaders and:

· Select a name, yell, flag design and Patrol meeting schedule

· Set up an email or telephone tree to communicate

· Identify individual Scout capabilities like cooking, fire-building, knot-tying, orienteering and the like

· Meet to schedule the activities they want in the new Scout year

· Determine who needs advancement and in what areas

· Develop a personal advancement plan

· Plan Patrol events like hikes, service projects and camping trips

· Identify any equipment needs

· Identify topics they want the PL to present at the PLC meetings

All of the above is then communicated to the PLC and specifically the SPL by the PLs.  The SPL then communicates all of this to the Scoutmaster staff.

How It Works


The Patrol Method calls for the following:

· The Patrol members decide the challenges that confront them – planning an activity, or ensuring Scout advancement, etc.

· The Patrol decides a plan of action to be implemented

· The specific Patrol member skills are identified to be used in the plan of action

· The PL makes assignments and schedules the work to be done

· The Patrol reviews the plan together to finalize it and agree with its activities and assignments

· The plan is implemented

· After the implementation, the Patrol evaluates how it did and discusses how to use the Patrol Method better.

Learning Lesson No. 3 – Always Use the Patrol Method!
The Patrol Method was designed to help you lead and achieve the objectives of your Patrol and Troop.  

Consider this:
What if you didn’t use the Patrol Method?

Say you’re going on an overnight camping trip.  Think of all the things you need to provide for:

· transportation

· travel permits

· food

· Patrol equipment (dutch oven, first aid kit, rope, shovel, hatchet, chuckbox, etc.)  

· tents or some other shelter

· in-camp activities (cooking, fire-building, planning a hike, making camp improvements, performing a service project)  and the like.

If no one is assigned to make the arrangements, they may not get made!

If one Scout tries to do it all, something might be forgotten.

The Patrol Method ensures it all gets done and no one Scout has to do it all, which means MORE FUN for everyone!

Also, using the Patrol Method you might discover that younger Scouts need to do some of the camp planning or camp cooking to earn advancement credits.  If you identify these opportunities then your camping trip can also further advancement as well as be a whole lot of fun!

You can use the Patrol Activity Planner to help.  Just run several copies of this or rewrite it on a piece of paper and fill in the blanks during your Patrol meeting.  Instructions:

· Patrol Name – enter your Patrol name, be proud of it!

· Troop # -- be proud of your Troop too and enter its number!

· Activity – is it a hike, camping trip, service project, what?

· Activity dates – when are you going to do it?

· Assignments – what do you need to do in preparation or during the activity?

· Scout – who will do what?

· Date Needed – when does it need to be done?

Patrol Activity Planner

Patrol Name: ___________________________   Troop # ___________

Activity: _____________________________  Activity Dates: _______

Equipment needs: __________________________________________

__________________________________________________________

Advancement Opportunities: _________________________________

__________________________________________________________

Assignments


      Scout              Date Needed

1) _______________________________   ___________  ___________

2) _______________________________   ___________  ___________

3) _______________________________   ___________  ___________

4) _______________________________   ___________  ___________

5) _______________________________   ___________  ___________

6) _______________________________   ___________  ___________

7) _______________________________   ___________  ___________

8) _______________________________   ___________  ___________

9) _______________________________   ___________  ___________

10) _______________________________   ___________  ___________

11) _______________________________   ___________  ___________

12) _______________________________   ___________  ___________

13) _______________________________   ___________  ___________

14) _______________________________   ___________  ___________

SOME COMMON LEADERSHIP STYLES


There are probably as many leadership styles as there are leaders.  But some are more common than others among all the leaders.  They are described on the following pages along with their good and bad points.  The lesson of this chapter is DON’T be one of these “leaders”!

“Mr. Do-It-All”

Some people believe that they must do everything them-selves to be leaders.  They don’t really lead – they just do!  They have no “followers” just “stand-arounders”!


This guy is a human dynamo!  His style is one of:

· a loner – not a team player – doing everything himself

· not asking for input from others but just doing what has to be done – as he defines it

· doing without explaining “the Why” of what he does

· not looking before he leaps – he doesn’t always think about what he does

· over worked and not getting things done

· leaving others out of the activity.

So what’s wrong “leading” like Mr. “Do-It-All”?

· team players get more done and have more fun

· no one likes to stand around and just watch

· he might be liked but not respected as a leader

· the group won’t “own” the event if they can’t participate

· new ideas aren’t forthcoming

· no replacement leaders get developed.

“The Boss”

Some “leaders” are really just bosses.  They think the way to get things done is to demand that others do the work.  They are also known as “Little Napoleons”, “The Dictator”, “The Bully” and other such admirable terms!

You can spot a “Boss” every time by his:

· constant reminders to everyone that he’s in charge

· loud voice and barking orders

· tactic of putting others in the group down and belittling them

· refusing to let others participate

· assurance that his ideas are the only ideas

· sometimes physically making his point – like hitting a person on the shoulder when he feels threatened.

What’s wrong with being “The Boss”?  Well, 

· no one likes a “boss”

· his antics get in the way of real leadership

· he really only cares about his view

· hitting people is never good unless in self-defense

· his style doesn’t cultivate new ideas, unless they’re his

· people don’t respect him.

“The Disciplinarian”


Some guys think they lead by disciplining.  “If you don’t do what I tell you, take 40 push-ups!”  We’ve all met them.  They don’t lead, they push!  They are worse than “The Boss” with the added insult that they punish their “followers”.  They clearly have no authority or excuse for this behavior.  No one respects him and the only inspiration they offer their subordinates is to run away!

“The Appeaser”


Probably the reverse of “The Boss” is “The Appeaser”.  He wants everyone to like him.  He has trouble directing and delegating to others.  His other difficulties include:

· overly considerate of everyone’s opinion about what should be done

· unable to set meaningful priorities or to plan
· always seeks approval from superiors and subordinates
· can never be objective about what is to be accomplished seldom 

· might be likable but is more likely pitied
“Mr. Fix-It”


Mr. Fix-It is a cousin of Mr. Do-It-All and Mr. Appeaser.  While he doesn’t do everything that Mr. Do-It-All does, he tries to fix problems by stepping in and doing whatever needs to be done to hide the problem.  He doesn’t make things work better, he simply covers up problems in the system in hopes they’ll go away.  


For example, an SPL who is a Mr. Fix-It will complete a PL’s task rather than tell him what he’s doing wrong.  The result is the PL never learns how to improve and the chain of command is broken by covering up the problem and doing the work the PL was supposed to do.  His desire is to appease the Troop or Scoutmaster staff by making everything appears to be operating as it should, when it really isn’t. 

“Mr. Uncertainty”


Mr. Uncertainty is just that, uncertain.  He doesn’t know what to do and is characterized by being:

· afraid to take a chance.  

· overly cautious and often overly prepares for events.  

· without self-confidence and worried about what others might think of his actions.  

· completely afraid of taking any risk.  

· concerned about his position almost like he wants it but he’s afraid of having it.  

· uninspiring to his fellow Scouts or the adult leadership.

· needy of continual reassurance that he is doing well 

· unrecognizing of his successes.  

“The Firestarter”


This “leader” is trouble.  He leads by starting fires, not literally, but by creating controversy and conflict among his sub-ordinates and leaving them with a mess to clean up.  For example, he might get everyone all excited about going on a hike, have meetings to plan it, give out the assignments to make it happen  and then not show up the day of the event.  That leaves everyone else to decide if they will go without him on not.


You can readily recognize him by his traits:

· often flamboyant and animated personality

· always the center of the discussion or meeting

· never really completes anything but starts everything

· “I’ve got a GREAT idea!”

· confusing in his directions to subordinates

· seldom shows appreciation of others’ initiatives or ideas.

“The Puppeteer” 


Some so-called “leaders” are really just puppeteers.  They don’t lead, they manipulate.  They like the feeling of “power” making people do what they want them to do.  Like the puppeteers they pull all the strings and watch people dance.  But theirs is a short-lived leadership because:

· people don’t like to be manipulated and disrespected

· they aren’t team players, they are team manipulators

· they don’t develop subordinates and help them be leaders

· they plan by themselves and don’t often include others or reveal their plans

· they don’t reward successful performance.

Leadership Lesson No. 4 – A Scout Is Trustworthy
The first Scout Law comprises much of the essence of leadership.  A leader must inspire trust from those he leads.  Always be trustworthy and your leadership will be recognized and you will contribute to all the groups you are associated with throughout your life.

Consider this:
A leader cannot be a leader if he isn’t trusted.  It’s plane and simple.  People won’t follow people they don’t respect and respect comes from trust and establishing a track record of reliability and responsibility.  

It is no mystery why the first Scout Law is to be trustworthy.  Without it, all other points of the Law cannot truly become reality.  

B-P Quote:
Trust should be the basis of all our moral training.

Try this simple test. Consider all the other points of the Scout Law in comparison with trustworthy and see if you don’t see how important trustworthy is:

Can a Scout be loyal and not trustworthy?  No!  How can you be loyal if you are not trustworthy? How can your “loyalty” be considered real?

Can a Scout be helpful and not trustworthy?  No!  You might do nice things for people but if you are not trustworthy you are probably helping them for some selfish reason.

Can a Scout be courteous without being trustworthy? Like being helpful, you can be courteous but is you heart in it?

Now try this with the other nine laws and see if they react in the same way to the concept of trustworthy.

Leadership Lesson No. 5 – The Primary Product of Leadership Is 

                               Direction 

Leaders see the horizon and give direction to others in getting there.  They help identify what is to be accomplished and provide the guidance for doing so.  

Consider this:

The Troop must have direction.  That’s the job of the PLC, working with the Scoutmaster.  It is needed to ensure that the annual pro-gram is carried out, Scouts advance and leadership is taught for the next generation of PLC members.

But how do you provide direction?

There are many ways:

You can “order” it – but who likes that?

You can rely on others to provide it – but that’s your job!

You can “copy” it from other troops – but that may not fit your troop needs.

The best way to establish direction is in developing a consensus of the PLC members.  See what the PLs, ASPLs and SPL think is important for the coming year.  Usually this is not too difficult because most Scouts enjoy the same activities.  

Write down a list of these activities. 

Lesson No. 6 – Plan!  Plan!  Plan!  And then Plan Some More!
Before anything can be done leaders must provide the plan for doing it.  Leadership cannot be exercised wisely without a plan to act from and planning must take place at all levels within the Troop.

Consider this:
So the guys in your Troop want to go on a 20-mile hike and overnight camp.  Super!  But where?  When?  Who?  Got transportation?  Food?  

When you go on a hike you usually know where you’re going, right?  You have a map and a compass to work with.  They tell you where the trail lies, what physical barriers exist and how long a hike you have.  Without them you’d just wander around, right?

Just like on a hike, you need a map for the Troop’s annual program.  You can call it lots of things – a Troop plan, PLC annual agenda, plan of action, whatever you like.  But you need one.  To set the Troop’s direction you simply figure out:

· what you want to do

· what it takes to do it

· when you want to do it

· who will do what and by when

The Troop Monthly Planner on the following page will help you.  It ought to be completed by the PLC in consultation with the Scout-master staff for each month of the Troop program year at least on a quarterly basis if not for the whole year.  

Remember, many activities are established by your local Scout Council and District and should be entered on the Planner before you begin.  These include events such as Camporees in the spring and fall and The National Good Turn in November.  Also note all the holidays and other competing activities.

Here’s how you use the Planner:

· fill in the name of the month

· identify the theme for your program that month

· list the dates and activities that will support your theme (be sure to include Troop and Patrol meetings and their themes, special training, preparation activities leading to the event, etc.)

· identify which Patrol will be responsible for which activities.

Take each month’s planner and put them in a notebook and you have your annual (or semi-annual or quarterly) plan!  

Now return to the Patrol Activity Planner and have the PLs working with their Patrols complete that for each activity they are responsible for.

Do not underestimate the importance of careful planning.  In professional management circles it is stressed at all levels.  If you do a good turn and go to the store to get something for your busy mother, you know exactly what you will do, right?  You know the location of the store, when it’s open, how much money you will need, what you’ll buy and how to get it home again.  You have thoroughly planned your activity.  Doing it is simple.

The most productive organizations spend 85% of the time of a specific activity planning it and then they only need 15% of the time to implement it.  Careful planning will reduce errors and the need to correct them.  Well you don’t have to be so strict in running the Troop, but it shows you how important planning can be.

The PLC should also carefully plan the individual Troop meetings.  This is the duty of the SPL working with the PLs.  You can use the suggested Troop Meeting Planner
Troop Monthly Planner

Month: ________
Theme: ___________________________

Date/Activity




Responsible Patrol
___________________________________
________________

___________________________________
________________

___________________________________
________________

___________________________________
________________

___________________________________
________________

___________________________________
________________

___________________________________
________________

___________________________________
________________

___________________________________
________________

___________________________________
________________

___________________________________
________________

___________________________________
________________

___________________________________
________________

___________________________________
________________

___________________________________
________________

___________________________________
________________

___________________________________
________________

Troop Meeting Planner

Meeting Date: ________________  Theme: _________________

       Opening Ceremony:

___________________________________ Patrol: ____________

       Skill Lessons:

___________________________________ Patrol: ____________

___________________________________ Patrol: ____________

___________________________________ Patrol: ____________

       Game:

___________________________________ Patrol: ____________

                               Scoutmaster’s Minute:

___________________________________ SM/ASM: _________

                               Closing Ceremony:

___________________________________ Patrol: ____________

                               Notes:

Next Meeting’s Theme: _________________________________

Leadership Lesson No. 7 – Decisions Are Best Made at the Lowest Level
Decisions should be made by the people who are most directly effected by them.  In Scouting that is usually at the Patrol level first and the PLC level second.
Consider this:
Few leaders have all of the answers.  You are probably no exception!  You need input from others – those you lead and the adult staff as well.  Don’t be resistant to getting their input.

Continuing with the 20-mile hike and over night camping example, some of the types of decisions that must be made are:

How many Scouts are going?

When will you leave?

Where will you leave from?

What food do you need?

Which adults will drive?

Who will carry the tents?

Who will bring the map and compass?

The Patrols should make most of these decisions.  Perhaps the transportation decisions should be made by the Troop adults, but the Patrols can suggest how many vehicles will be needed.  

All decisions should be discussed by the PLs at the PLC meeting.  Likewise, decisions that cannot be made at the Patrol level should be referred to the proper higher level – the PLC, SM or Troop Committee.

Leadership Lesson No. 8 – Decide What’s Most Important and Act On It 

Everything can’t be done at once nor should it be.  Leaders need to set priorities and follow them until situations change and require the priorities be changed.

Consider this:
You are beginning your new Troop year and you need a plan.  How do you set priorities?

Some will be set for you such as when the Camporees, National Good Turn, Troop Anniversary Gala and summer camp will take place.  Others will need some work – how do you set the agenda for the other months?

Sometimes you can rely on the weather – seriously!  Winter survival camp won’t happen in June but it might in February or March. 

Another way to do it is to know what your Troop needs for advancement.  If there are a lot of young/new Scouts, you can design your program around the lower four ranks.  If you have many Scouts interested in pursuing the Citizenship Merit Badges you can schedule those.  Your Troop meetings should follow the monthly themes.


It is always wise to have back-up plans because priorities and situations change.  A canceled camping trip might be an excellent opportunity to work on First Aid Merit Badge or go to a local museum or public office for a tour – or maybe even just have fun at the movies, video arcade or bowling alley.  

Leadership Lesson No. 9 -- Be Logical and Consistent   

Trust is built when leaders demonstrate their leadership is predictable, measured, logical and consistent.

Consider this:
When you lead people you want them to be comfortable with how you make your decisions.  Their trust of you increases if they feel you are being logical.  That means making a decision based on facts or experience rather than the whims of the moment.

For example, on a hike it is logical to follow the trail or the map of a predetermined course, unless there is an intervening problem like a land-slide or the trail is washed out.  If you simply decide half way through the hike to go off in another direction without such a reason, that isn’t logical.

Consistency is just as important.  It means that you can be counted on to make decisions and lead in a manner that minimizes surprises and uncertainty.  For example, if you always follow through with outing plans and go on the activity, you are consistent and the Scouts can believe that when they arrive at the appointed time they will actually go to the event.

Learning Lesson No. 10 – Own Your Leadership
Credible leaders “own” their leadership.  They have a responsibility and they decisively exercise it.  They take their work seriously and they stand behind their decisions.   

Consider this:
You are at your Council’s Camporee.  You arrive on Friday and are scheduled to leave after breakfast on Sunday.  

Due to a flu epidemic, several of the Council staff were not all able to be present to judge the Saturday activities.  Your SPL is asked to serve as a judge which means someone in your PLC must replace him.

He decides that it is you.  He communicates that to the SM (who approves or disapproves it) and the PLC, which in term tells the Patrols.  He made a decision and you by accepting made a deci-sion.  You communicate it thereby telling everyone you own it.

If a PL reviews a Second Class Scout on a First Class requirement and decides he doesn’t know it well enough to pass, he has to say so.  He owns it.  But the PL needs to communicate the reason for his decision and how the Scout can improve to where he can eventually pass the requirement.

Leadership Lesson No. 11 – Praise Accomplishment and Success  

One way to begin teaching leadership is to praise good examples of it from other Scouts in the Troop.  Encouragement can go a long way to building the next generation of leaders.

Consider this:
Everyone responds well to praise.  People want to be successful and real leaders do their best to make that happen.  But it cannot be false praise or too freely given – it must be earned.

One way we do this in Scouting is through advancement.  Scouts learn and succeed and are advanced in rank and office.  Another form of recognition is when a Scout demonstrates he is doing those things we normally associate with being a “Good Scout”.  

Some troops use a special award for this.  It is awarded after the Troop votes for one or two or maybe even three Scouts who have demonstrated they are Good Scouts.  It can be  a difficult decision because, unlike advancement, there are no specific steps to achieve.  Rather it is a general understanding that the selected Scouts live by the Scout Oath, Law, Motto and Slogan. 

Learning Lesson No. 12 – Celebrate All Victories – Large or Small
Victories are important both at the individual and group levels.  Leaders recognize this and make every effort to celebrate them.

Consider this:
Remember how it felt when you first mastered the square knot as a Scout?  Bet you wanted to show everyone you could do it, right? Well it’s the same for all new Scouts.  It may seem like a little victory to you, but for them it’s BIG!  And it is the “first aid knot”.  So celebrate it!

How about the first time you got a fire lit, remember that?  

Or, the time you didn’t burn the eggs on the camping trip!  

What about the satisfaction of being in a troop that participates in The National Good Turn each year collecting food for the needy?

Just wait until you sit before the National Board of Review and learn they are going to recommend your promotion to Eagle Scout!  Now that’s a victory!

All of these should be celebrated in a manner appropriate to their significance, either with a loud “attaboy!” during your Troop meeting or a big celebration like the National Court of Honor for Eagles.  

By encouraging success, you build your Troop’s strength and the leadership potential of those that follow you.

Learning Lesson No. 13 – Leave a Legacy of Leadership
The legacy of leadership is the leadership that is developed and left behind.  Older Scouts teach younger Scouts to be leaders so they in turn can teach still younger Scouts.  Without this legacy, leadership fails.

Consider this:
We all know that the PLC leads the Troop.  We also know that the Troop elects different officers each year or so, including PLs and the ASPLs and SPL.

If each PLC doesn’t train its successors, who will run the Troop in years to come?

If the PLC isn’t active in years to come, how will the Troop develop its program and train new leaders?

It’s a circle and with a little luck there’ll often be a campfire in the middle of it.

Happy Scouting!  

