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The purpose of the task force

The objective was to examine how the Western Region might achieve some level of consistency or uniformity in its Area Wood Badge course director conferences. Subsequently this was expanded to include attention to the purpose of Wood Badge and Area CDCs; and how the training helps to accomplish the mission of the Boy Scouts of America, primarily through strengthening units.

How the task force conducted its work

The 12 members were divided into assignment groups to study the following:

· The purpose of Wood Badge and the course director conferences

· Core elements that could be presented at all CDCs (involved all 12 members)

· Possible “elective,” non-core CDC topics

· How Wood Badge strengthens units and could improve in this respect

· Preferred CDC operational and presentation methods

Assignment group members exchanged through email, thoughts and language regarding their topics and arrived at consensus regarding the nature of their recommendations. The staff advisor compiled the submissions, returned them for member review, and prepared preliminary and then final reports.

The long term objective

A 2009 task force will be organized with the initial purpose of reviewing this report and related feedback and shaping from it, a standard course director conference outline which the Areas could implement as is or use as a guideline. It will be a flexible outline with room for Area-specific content, and suggested methods for rotating or otherwise changing course content from year to year to maintain relevance for those who attend annually. The outline will include special attention to how courses can maximize results in strengthening units.

Additional feedback and recommendations sought

Wood Badge administrators at any level, as well as course staff or participants, and any other Scouting volunteers, are encouraged to study this report and submit thoughts, suggestions for improvement, or helpful criticism. Please send these to Regional Wood Badge Staff Advisor Chris Hunt, chhunt@netbsa.org, (480) 752-7013, so he can share them with the 2009 task force.

This 2008 task force report is respectfully submitted by its members:

David Rands
Area 1 Wood Badge Coordinator

Tony Wren
Area 3 Wood Badge Coordinator

Tim Malaney
Area 4 Wood Badge Coordinator

Jim Brookie
Area 5 Wood Badge Coordinator

Brent Christensen
Area 7 Wood Badge Coordinator

Rick Cordray
Member at Large

Janet Keene
Member at Large

Lyle Mills
Member at Large

Val Radmall
Member at Large

Paul Redd
Member at Large

George Taylor
Member at Large

John Tucker
Member at Large

Chris Hunt
Task Force Staff Advisor

Term of task force: April through October, 2008
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Considering the purpose of Wood Badge

and Course Director Conferences in the Western Region

A:  The Purpose of Wood Badge
Several statements related to the purpose of Wood Badge can be found in the Administrative and Staff guides. The one that seems to summarize it best appears in the Foreword of the Administration Guide:
Wood Badge training is designed primarily to fulfill the needs of course participants. They learn techniques that make them better leaders, and they learn how to lead groups to achieve objectives. Wood Badge also can present a tremendous opportunity for staff members to expand their own training skills, gain hands-on experience as teachers and motivators, and find new approaches to leading and motivating groups of people within and beyond the Scouting movement.

Then on page iii, iv and 72 of the Staff Guide more can be found:

· Wood Badge has …evolved to give leaders the skills they need to strengthen Scouting in meaningful ways

· Wood Badge… stands ready to provide leadership for Scouting and leadership for America

· [Participants]…learn to apply appropriate leadership strategies that enable teams to reach their highest levels of performance

· …become familiar, both in theory and in practice, with the points of view of Cub Scouting, Boy Scouting, Varsity Scouting, and Venturing

· …use …leadership skills in ways that strengthen Scouting in [their] home units, districts, and councils.
Further research uncovers two other relevant sets of statements found on the “Merits of Marketing” at www.marketing.scouting.org, under Resources/Fact Sheets. The Wood Badge fact sheet is #02-539. One of the statements entitled, “Goals,” appears below:

The primary purpose of the Wood Badge experience is to strengthen Scouting in our units, districts, and local councils. The Wood Badge ticket represents the participant's commitment to complete a set of personal goals relating to that individual's Scouting position. These goals will significantly strengthen the program in which the participant is involved. In addition, the ticket gives participants an opportunity to practice and demonstrate a working knowledge of the leadership skills presented during the course. Participants should complete their Wood Badge ticket no later than 18 months after the course.
The task force has taken these concepts and proposed a concise purpose statement below, along with other pre-existing material that serves as a set of objectives. We in the Western Region hope these 
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will attract interest and commitment, and help staff and participants understand precisely how Wood Badge works to accomplish the mission of Scouting:

The purpose of Wood Badge is to develop skilled leaders who can strengthen Scouting units in achieving the mission of the Boy Scouts of America. 

The Mission of the Boy Scouts of America is to prepare young people to make ethical and moral choices over their lifetimes by instilling in them the values of the Scout Oath and Law.
This represents an adaptation of the “Goals” statement above using the logic that it is in units we actually achieve the mission of Scouting; if units are stronger then so will be districts and councils. The remainder of the Goals statement under “Merits” is of course, appropriate and important, but seems to go more toward the methods Wood Badge uses to accomplish its purpose.

The other material that can be found in “Merits” is a set of bullet points under the title, “Purpose.” The task force however, saw these points more as course objectives, so is listing them as such:

As a result of attending Wood Badge, participants should be able to …

· View Scouting globally, as a family of interrelated values-based programs that provide age-appropriate activities for youth.

· Recognize the contemporary leadership concepts utilized in corporate America and leading government organizations and recognize their relevance to our values-based movement.

· Apply the skills they learn from their participation as a member of a successful working team. 

· Revitalize their commitment by sharing in an overall inspirational experience that helps provide Scouting with the leadership it needs to accomplish its mission on an ongoing basis. 

B:  The Purpose of the Wood Badge Course Director Conference

In providing support to Western Region Course Director Conferences the region is often asked, “What exactly is the purpose of a CDC?” Most understand course directors are required to attend and that it will prepare them for the work they will do. And it seems obvious that a CDC should help assure we are presenting Wood Badge courses that meet the purpose of strengthening units in achieving Scouting’s mission. Clearly though, a more concise statement was needed here as well.

The task force arrived at consensus on the following answer:

The purpose of the Wood Badge Course Director Conference is to prepare course directors and key staff members to recruit, train, and organize a team to conduct a Wood Badge course to the standard of the Staff and Administrative guides.
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The task force then arrived at consensus for a set of objectives for our CDCs:
As a result of attending a Wood Badge CDC, participants should understand…

· The responsibilities of a course director and others on the staff
· The staff development process and course dynamics, and the critical role Wood Badge staff development and administration have on the success of a course
· The importance of the Staff Guide (syllabus) as the source of program elements in Wood Badge

· The effect the leadership development skills taught at Wood Badge can have on participants, and how they translate into strengthening unit performance; thus achieving the mission of the Boy Scouts of America
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Twelve Core Elements Suggested for
Western Region Course Director Conferences

1. Course Integrity & Standards

· Maintaining the integrity and standards of Wood Badge for the 21st Century, from pre-course preparations and staff selection through completion of tickets and submitting reports 

· An examination of how easy it is to drift away from our current program to old traditions or other unauthorized practices, and how this can interfere with the desired outcome

· The importance of following the syllabus and adhering to the curriculum

· Understanding why things are placed in the syllabus where they are; seeing the “connectivity” written into Wood Badge; knowing a change in one place can have an effect somewhere else; and then understanding what sort of adjustments can be made to fit local circumstances

· Review of the key elements in the Administrative Guide in order to support the above

· Review of the Course Director’s Pledge and its serious meaning

2. Administrative Updates & Clarifications

· Review changes to the staff and administrative guides

· Cover “news” from the National Council, the Western Region, or the Area

· Cover aspects which often cause confusion: rules, apparently conflicting information, etc.:

· Maximum course size (It should be 48 so all can serve as patrol leader, although 50 is mentioned as a “large course.” The region recommends absolute maximum of 56.)

· Minimum course size (it is 30; a waiver* is required for anything less)

· Avoiding staff size “creep.” How big is too big, and why? What “extra staffers” can or should be brought onto the course?

· Staff responsibility for their fees and expenses—what can and cannot be passed on to participants

· Any confusion with position descriptions

· Other items as called for

*Only the Regional Wood Badge Staff Advisor (Associate Regional Director/Program) has the authority to grant waivers for course size, staff qualifications variances, and so forth (see page 2, Administrative Guide). In the Western Region, area Wood Badge coordinators and area directors are generally consulted and may recommend, but not grant, waivers.

3. Promotion: Recruiting & Retaining Participants

· Examination of promotional methods used in councils that regularly fill their courses

· General Wood Badge promotional efforts: brochures, newsletter articles, announcements at meetings, and so forth

· Targeted sales efforts: drawing up prospect lists, personal contact with individual prospects, efforts targeting particular Scouting committees or units, etc.

· Training for “salespeople” (staff and others): phrases to use in describing Wood Badge to those who don’t know what it is, promoting the benefits, handling objections, etc.
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· The importance of staff members recruiting at least two participants each. A staff of 15 that does not reach the minimum of 30 participants has not done its job
· Sharing and review of participants’ council promotion and recruiting plans
· Retaining recruits after they have signed on: timely distribution of confirmation material and excellent communications: plenty of emails, phone calls, other contact as appropriate

4. Recruiting & Retaining Staff

Since by the time Area CDCs are held, most staff have already been recruited, this is an overview element with special attention to recruiting back-up staff and caring for those recruited to date

Overview Subject Matter:

· How to “go prospecting” for excellent staff members (think old-time seeker of gold!)

· How to recruit them

· Achieving optimal staff composition in terms of qualifications and skill sets; and in diversity of program background, location (district), gender, other demographic considerations, etc.
· Managing expectations of those not selected for staff
Special Attention Subject Matter:

· Importance of recruiting back-up staff members, where to find them, how to involve them, and managing expectations for those who aren’t needed on course

· Caring for staff once they’re recruited: plenty of communication, timely materials distribution, and respecting their time with a minimum of meetings and staff development sessions

· Building teamwork throughout the process of building, orienting, and developing the staff

· Adjusting staff size and releasing staff if course turns out smaller than projected

5. Developing a Course Staff

· Review of the staff development process; four-stage team development methods

· How to create a staff development plan

· Respecting staff members’ time by not overdeveloping; focus on essentials instead of getting caught up in details; avoid “down time” and make every minute count at staff development
· Conducting an “inventory” or otherwise determining needs of a course staff:  Where are they coming from? What are their experience levels and skill sets? Teach to these identified needs.
· Review methods for building a team (as opposed to just a staff of great Scouters with a QM and a Scribe); help them learn to develop “high performance” teams

· Review staff positions (job descriptions) to the level necessary

· Review to the level necessary, pre-course responsibilities of staff

· Unless there is a new session or substantial revision, or an outstanding new approach, sample presentations should be unnecessary at CDC. Most attendees are experienced presenters.
· How to effectively critique a presentation at course staff development
· Review TDC concepts: not all PowerPoint presentations, don’t read slides, have plan B, etc.
· Talk about a staff that sets an example in every way: not just in behavior, but also in what is done on course. For example, the Gilwell Gazette should not be so complicated or require such software that a participant wouldn’t think about using something like it in his or her unit.

6.
Developing the Course Director

The following topics submitted by the task force seemed more directed toward development and growth in course planning and preparation skills, and in personal approach and example
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· Setting the stage through covering the mission of BSA and the purpose of Wood Badge

· Importance of focusing on the BSA mission, and of keeping Values, Mission, and Vision in mind throughout preparations and during the course

· Bringing to life the performance and leadership standards that mirror our values & mission. The course director’s knowledge, skills, and attitude are reflected in the course he conducts. Have fun! Be purposeful! Set the example!
· Applying strong leadership, management, counseling, and motivational skills in working with staff; respecting their time, talent, and willingness; learning their strengths and weaknesses; managing their learning

· Fine points in planning, preparing, and conducting the course

· On being prepared

· How to release or dismiss staff members

· Course Major Themes:  Living the Values, Bringing the Vision to Life, Models for Success, Tools of the Trade, Leading to Make a Difference 
· Leading EDGE, Teaching EDGE

· Course director’s “laundry list”

7.
Tickets

· The history/reasons/purpose/philosophy regarding tickets
· Where and how is the ticket introduced and developed
· Looking for consistency and quality while being sensitive to participant ability

· Who approves tickets

· Meaning of “how verified”

· Managing ticket counselors

· Who can serve as a counselor, and when the troop guide might not be the counselor
· Assigning counselors

· Their duties

· Course director’s role in following up on participants, monitoring progress

· Submitting the final report

· Presentation of recognition (choosing an appropriate forum, not interfering with important roundtable programs, etc.)

8.
Games

· Role and purpose of the games used in Wood Badge

· Connectivity of games within the course

· How to make them successful: best methods of presentation and debriefing

· Pitfalls; what to avoid

· Who should serve as facilitators

· Minimizing risk in the Game of Life
9.
Health & Safety

· Developing and following emergency and contingency plans

· Importance of recruiting some staff with health- and safety-related skills (EMT, MD, RN, firefighter, police officer, loss control specialist, etc.)
· Requirements for staff and participant health forms and physicals
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· Review of health and safety policies and guidelines found in Administrative Guide
· Proper food service operations

· Proper sanitation practices

· What to watch out for on course

10.
Budget Management

Since by the time Area CDCs are held the course budget has probably already been prepared, this is an overview course element with special attention to budget management
Overview Subject Matter:

· Working with staff advisor and Scout executive in preparing a budget that will end in the black

· Estimating revenue and expenses based on Plan A, B, C course participation levels

· How to handle scholarships for staff/participants who should be involved but cannot afford it

Special Attention Subject Matter:

· Losing money on a Wood Badge course is unacceptable; we must all take on the responsibility for the budget, expenditures, and reports.

· Controlling spending: pre-approval of purchases, handling purchase orders, preventing requests for expense reimbursements that were not approved, etc.

· How to save money, but maintain course quality
· Accounting for donations

· Course-specific trading post materials
· All revenue is processed through the council

· Keeping records of revenue and expenses
11.
Course Reports

· What reports are required

· Who handles them

· What information is required in order to properly complete them

· When are they due

· What happens when they are late—who is inconvenienced and how

12.
Relationships

· How keeping Wood Badge “in perspective,” with attention to its purpose of strengthening units in achieving the BSA mission, can help build positive relationships with council leaders

· Truly understanding the perspective of a council Scout executive, the course staff advisor, and other related professionals

· Role of the staff advisor and how to win his attention and support

· Role of the Scout executive and how to earn his approval and support 

· How to relate to council volunteer leaders: council officers, executive board, key decision makers; discovering how Wood Badge fits in their “big picture”

· Role of council and area Wood Badge coordinators and related volunteers; how they can help, and how to engage them

· Role of the regional staff advisor (and his assistant); how to prepare a request for a waiver and what he will probably say if you ask for one
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Non-Core “Electives” Topics

The task force was asked to develop a set of core elements that every course director conference should cover every year. These appear in Part 2 of this report. Listed below are a number of other, perhaps less critical topics that could be offered in stand-alone fashion or blended with others depending on the target audiences. There are enough subjects that a CDC could offer different elective sessions each year in order to add variety for those who attend for several years running.

Note that several topics appearing below may seem too important to be left out of the core elements content. These are shown here in more detail for two reasons. One, by the time most CDCs are held, work in the important subject area has already been nearly completed; and two, the task force thought it important to include material that would be helpful to those who may become course directors in the future.

Topics related to staff recruiting, orientation and retention

· Staff size issues, required positions, goals

· Staff qualifications and composition; desired diversities and skill sets

· Staff organization and position descriptions
· Youth participation (Venturers)
· Recruiting to cover staff attrition and providing for back-ups 

· Sources of cooks and similar helpers

Topics related more to “program”
· What we do to make courses fun

· The songs of Wood Badge and how music supports the course

· Skits and run ons

· Understanding the Interfaith Worship Service

· Staff and participant exhibits—reflections

· Gilwell Gazette

· Campfires

· High tech/low tech considerations and electronic support

· Uniforms of staff and participants

· About Baden Powell

· Youth participation (Venturers)

· Beading ceremonies

Staff Development (beyond the core elements)

· Teamwork

· Communications

· Keeping Values, Mission, and Vision in mind throughout preparations and course

· Leading EDGE, Teaching EDGE

· Conducting presentations

· Course Major Themes
· Dealing with “staff versus participants” or “staff is special”
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Additional Participant Recruiting or Marketing Topics

· Developing promotions and recruiting plans
· Creating participant prospect lists

· Developing marketing and descriptive slogans

· What goes into a good brochure and how to use it
· How to involve LDS Scouting participants (and staff)

Various Breakouts and Discussion Groups

· “Job Alike” break-outs

· ASM Troop Guides & Troop Guides

· ASM Program
· SPL

· ASM Facilities & QM
· Scribes
· Idea-sharing sessions involving past course directors

· Best practices discussion groups

· Council time to trade ideas, get organized, discuss what has been learned
Administrative Topics

· Use of Admin guide and disc

· “Test” on admin guide

· Budget preparation, setting the fee, controlling spending, general budget management

· Course and related BSA policies and guidelines

· Trading post/QM’s store issues

· Equipment issues

· Food issues

· Third bead requirements

Other functions, logistics, mechanics, and more
· Set-up & logistics

· Registration

· Gathering game or activity

· Opening ceremony and prayer
· Rules of conference property

· Staff introductions

· “The” Song

· Staff and participant exhibits

· Overview from area Wood Badge coordinators

· Area director remarks, regional staff advisor remarks

· Various open forums, Q&As, CDC vision/expectation discussions, council experiences

· Cracker barrels, song fests, etc

· Graduation and thanks; closing remarks, closing ceremony, etc

· Evaluations (participant and staff)

· Take down, clean up
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On Strengthening Units…

What in Wood Badge already promotes strong units?

Most everything in the syllabus aims directly at helping participants strengthen their units. For example, all the team development and similar elements aim at that, at least in part. The patrol exhibits also tend to promote teamwork and thus help strengthen units.

Some things help units only indirectly. The Game of Life, for example, aims at integrity. To the extent participants see the need to think always about integrity, this will strengthen units indirectly. To the extent the Wood Badge Game Show and the patrol exhibits help participants know more about Scouting, then that too serves to strengthen units indirectly. Leaving a Legacy may strengthen units by enhancing the participants’ dedication and their perspective on why their work matters.

Wood Badge sends participants back to their units excited about Scouting and about their tickets.  

The ticket can promote strong units. Participants think about what their units need (vision) and what they can do to help the units get there (ticket items). 
How could Wood Badge improve in strengthening units?

Perhaps presenters and others should point out to participants how points covered could apply to their units. This kind of conversation can help maintain a focus on the lessons at hand and why we teach them.

Also, in presentations we could ask participants: Do you see this in your units? How could this apply in your units? How can you use this to strengthen your units? We might even ask people to “Write down two ways you could use this to help your unit.” 

In some situations, we might strengthen units by encouraging leaders to look at the bigger picture. Instead of looking inward at their own units, they might look at how their units fit in the district and council and how they relate to other units. If it will not hurt their own units, they might help with training or directly help leaders in some other unit. When they help other units in this way, their own units can be strengthened at the same time. If participants take on ticket items to teach or coach, they will improve their own grasp of the subject matter, and that will help their units too.

How can we maximize the number of units whose strength Wood Badge can affect? We could identify units that haven’t sent anyone to WB in the last few years, and focus some of our recruiting on them. We could emphasize in recruiting that having someone attend WB will strengthen their unit. Also, perhaps having ticket items aimed at strengthening other units, not just the participants’ own, would increase the number of units benefiting, and would help the participants’ units too, as noted above. 
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Service to units other than one’s own
Can participants properly have ticket items related to matters outside their own units? For example, could a unit Scouter have a ticket item to become a unit commissioner or a district trainer? The answer to that is, “Maybe.” Here’s why:

· The syllabus seems to contemplate that, out of all the things that could benefit Scouting, participants should focus on just one area: their own units. It refers to one vision that is supported by all the ticket items.

· There is a value in concentrating force. If we have participants work on other units or on units in general, as commissioners or in other district-level work, we can dilute their effort. Their tickets can make enormous differences in their own units, but perhaps less so if spread over other units.  

· Wood Badge should not be the cause for a leader to leave his unit, unless perhaps, it is time for him to do so. It was a common observation with Wood Badge for the “Last Century” that when someone went to a course, his unit lost him, and we don’t want that now. On the other hand, if a good unit person were to spend part of his time as a commissioner or trainer, or on the roundtable staff, the benefit to others may outweigh the loss of any time devoted to his unit. Similar benefit might be derived if a participant volunteered to help a leader in another unit – help him get started, or assist with a particular project, say. It may be tricky to write ticket items for this sort of work, and it may be tricky to fit them into a participant’s “vision,” but these are sort of mechanical problems that can be solved.

The circumstances then, when it would be appropriate for a unit volunteer to serve as a commissioner or district trainer might be as follows:
First, if the participant is already serving at the district or council level.

Second, if the home unit is strong and the participant’s moving-on to devote a lot of time to serving other units would not harm his or her own unit.

Third, if a participant leaving a unit might open a position that should and could be filled by a new parent, the resulting “volunteer recycling” could have a positive effect.

Fourth, if a participant has served in a unit for a very long time it may simply be time for him or her to move on. It would be important however, that this is the participant’s own decision.

Summary:  Increasing the ability of Wood Badge to strengthen units
1. In presentations on course, at least mention how things can help units.

2. After presentations on course, invite participants to consider how they could improve their units using the knowledge, skills, and insights they just got.

3. Help participants develop visions and ticket items that really do strengthen their units, not just give themselves an activity.

4. In appropriate cases, encourage participants to consider ticket items that to some degree help other units.
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Preferred Operational and Instructional Methods for CDC

Operations
1. The key mission of the course director conference is to prepare course directors.
2. The conference should include “job alike” sessions for staff in addition to the upcoming course directors. These other staff could include assistant Scoutmasters, senior patrol leaders, quartermasters, scribes, and perhaps troop guides. They should get training, insights, and networking mainly to help them do their course jobs better, but also to help them be prepared if they become course directors. That is because there are some things a course director must do soon after being designated, but before the next conference. A special targeted effort should be made to encourage professional staff advisors to attend. Council Wood Badge coordinators or Training Chairs may also benefit from participation.
3. Though the length of a conference is flexible from Area to Area, normally about 12 hours of instruction should take place. This can be done in one long day, or in a day and a half. It is recommended however, that conferences not last more than one and a half days. Out of respect for participants’ and staff members’ time, course content should be lean and focused, containing very little that is not essential. Participant travel-time should be taken into consideration when establishing beginning and ending times.
4. The fee for the conference should be the lowest practical amount considering the costs of the facility and other necessary expenses. If possible, the course fee should be comparable to training of similar length that is held in Area councils.
5. Areas may combine the Wood Badge CDC with conferences for others like NYLT and Powder Horn leaders, if the combining does not reduce the effectiveness for Wood Badge.
6. Each Area should offer essentially the same “core” elements in sessions primarily designed to prepare current or future course directors. Guidelines on what these core elements might include are covered elsewhere in this report. “Elective,” and staff position breakouts or “job alike” sessions, should be offered to supplement the core subject matter. In order to provide variety, non-core material should change somewhat from year to year.

7. Planning for a CDC should begin even before the current year’s conference has been held, with the area Wood Badge coordinator’s selection of the next chair. Either the coordinator or the incoming chair should make a brief presentation at this year’s event outlining any changes in emphasis that might add variety for next year. This can help alleviate concerns that returnees must sit through an identical weekend. A suggested advance planning timeline is included below.
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8. Though staff size is not specified for Western Region course director conferences, the group must be large enough to assure adequate preparation for all presentations, but small enough that communications and coordination are not overly complicated. Baden-Powell’s “patrol size” of five to eight may be a good guideline—more as necessary to staff any breakout sessions. Most of these should be experienced “top notch” trainers, and a few of them should be recruited early enough to assist with planning and selection of remaining staff. In order to constantly “refresh” the conference, it may be beneficial to seek out up to one-third new CDC staff members each year. 

Suggested Timeline for Course Director Conference

Set date: 12-15 months ahead—certainly before the current conference, so the date can be announced. This kind of lead time is important as well, from a regional calendar planning perspective.

Select chair: 12-15 months before the current conference. He or she may not need that long, but should be involved in setting the date and maybe in setting the place.

Reserve site: 12-15 months ahead (before the current conference, so date & place can be announced).

Recruit key staff: 8 to 12 months ahead.

Outline the agenda: six months ahead.

Establish budget: six months ahead or sooner depending on when the fee is to be announced.

Promotion to councils, course directors, and others should begin in the summer after the region’s June 30 deadline for course authorizations. The CDC date however, should be released to councils as soon as it is set, so councils can place it on their calendars. The price and location also should be revealed as soon as known.

All presenters and other staff locked in: at least three months ahead. This is mainly to give them plenty of time to plan their presentations.
Presentation methods
A. Every session at a CDC must model excellence and set an example. When council Wood Badge staff members stage their courses, they should be striving to meet the high standards of presentation they observed at the conference.

B. Every presenter at the conference should be reminded of the basics of presentations. No CDC, for example, should ever have a presentation where PowerPoint slides are read aloud verbatim, or are poorly prepared. Presenters, or “facilitators of learning” as they might be called, should be given materials, and instructed at a planning session, not only about the best techniques for presentations, but also about the absence of any rule requiring the use of PowerPoint at all. Remember, the participants are experienced trainers and don’t need or want lectures. Facilitating open sharing and discussions will be more beneficial and better received. An interesting and informative piece on instructional methods for CDCs is included elsewhere in this report.
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C. Presentations should be screened in advance to be sure they focus on essentials, are unified in message, minimize un-productive repetition, and fit within the allowed time. If the staff can gather for sufficient time before the conference begins, new members might be asked to rehearse their sessions before the rest of the staff. This should serve to develop the team and help generate best-methods discussions that may benefit all.

D. Conference sessions should model the EDGE approach—four steps in facilitating learning that demand interaction and thus increase retention: Explain, Demonstrate, Guide, Enable.
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Wood Badge Course Director Conference
Methods of Instruction

By Tony Wren, WR Area III Wood Badge Coordinator 2008, drawing from: 
Bloom B. S. (1956). Taxonomy of Educational Objectives, Handbook I: The Cognitive Domain. New York: David McKay Co Inc.

Introduction

How many times have you been in a classroom or lecture and been absolutely bored by the presentation? Now, think about the times a presentation has kept your interest to the end. Why was one better at keeping your attention than the other? Suppose you know you will be tested on the material at a later date, so retention is important. Does the method of instruction matter? Of course it does.
Basic Steps of Course Development

Whenever professionals develop a course, they first define the goals they hope to achieve. In other words, what are students expected to do at the end of the course? What do they need to know in order to achieve this result?

Once goals are defined, the available resources need to be identified. This can include room restrictions, available equipment, time restraints, and safety issues.

Only then can possible methods of instruction be considered.

For example, if you are to give a presentation in a large lecture hall seating 500 people, and if there is projection capability in the hall, it is likely that PowerPoint will be used. Why? Because a ‘presentation’ implies little interaction between the presenter and the observers, and there is an assumption that there will be little retention of the material, at least in its details. So not much real learning will be taking place.
What do we want to accomplish?

Teaching and presenting are different. They have different goals. If the goal is to have the observer retain (‘learn’) information, then they must be actively engaged in the process. Otherwise, retention will fall to near zero very quickly after the presentation.

So if your goal is to have students learn something, a PowerPoint presentation in a large lecture hall is probably not the best approach – although it may be the only practical one. In such a situation, the presentation needs to be enhanced to improve learning opportunities.
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How can we best achieve our instructional or training goals?

Before anyone can rationally answer this question, we need to provide a little background. We need to examine our tools and resources.

Learning, like team development and team leadership, has been studied extensively over the years. In Wood Badge, we teach a simple but effective version of team development and leadership based on models developed by Blanchard et al. 

There is a similar model that can help anyone learn more efficiently. It’s called “Bloom’s Taxonomy.” While not as sophisticated as some other models of learning, Bloom’s Taxonomy has proven to be an effective tool to help many people improve their teaching and learning skills.
Bloom’s Taxonomy: What and why we learn

In the 1950’s, a group led by Benjamin Bloom released the results of research into learning. The short version: Education of an individual involves three ‘domains.’ 

Cognitive: mental skills (Knowledge)

Psychomotor: manual or physical skills (Skills)

Affective: growth in feelings or emotional areas (Attitude)

The more you involve these domains, the better your success at learning something.

Does this look familiar? It should. It’s how we teach youth in Scouting, it’s integrated into the courses Scouting offers to trainers, and “K.S.A.s” were a part of earlier Wood Badge courses. 

We know that youth, and adults, learn by doing. That’s why the heart of any successful Scouting experience is built around an outdoor program. The preparation and execution of an outing should involve all three domains of learning.

Within the cognitive domain, Bloom’s group identified a hierarchy of mastery. Going from the lowest level to the highest, these are:

•
Knowledge:  The memorization of basic facts and relationships. 

In Scouting, this might be the memorization of the Scout Law, or learning how to tie basic knots.

•
Comprehension:  Writing something in your own words, or the ability to do a specific task on your own. 

Using the above examples, we ask a Scout to explain what the points of the Scout Law mean, in their own words. Or we may do a ‘knots relay’ where patrol members race other patrols to successfully tie a series of knots.
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•
Application:  Using a concept in a new situation. 

For example, using knowledge of knots and lashings to set up a signaling tower or rope bridge.

•
Analysis:  The ability to separate and compartmentalize the parts of a concept, and to understand how the parts are related to each other. 

You want to build that tower, but before you can build it, what do you need? How will you obtain the materials? How will you organize your unit to accomplish the task?

•
Synthesis:  The ability to build a structure or pattern from diverse or separated parts, especially when, in doing this, you create a new understanding or structure. 

For example, can you create a rope bridge with a signaling tower at one end?

•
Evaluation:  You are able to select the best solution from a range of options. 

So, you come to a stream. What is the best way to cross it? Can you ford the stream? Do you need a boat? Can you build a rope bridge?

What does this have to do with the suggested methods used at a Course Directors’ Conference? Well, if the goal is to have participants learn new material, such as “what are the key reports you need to complete, and when are they due?” – some methods work better than others. On the other hand, if we are interested in higher levels of understanding – for example, what to do in case of problems – other approaches are much more successful.
It should come as no surprise that most Course Director candidates rate accurate information (knowledge and comprehension) highly. But they also really want to know the pitfalls and hidden challenges of running a course, and these tend to be higher-level tasks.
Learning Styles: How we learn

Most people who are involved in training are also aware of learning styles. People learn through visual, auditory and kinesthetic stimuli. 

•
Visual stimuli include reading, pictures and diagrams, and animation. 

•
Auditory stimuli include listening to stories, or associating music with information. 

•
Kinesthetic stimuli involve some action or activity while learning, such as writing, working with your hands on a project, or even walking while you read or talk.

Everyone learns using all three styles: by visualizing, by hearing and by doing. However, we all have a preferred way of learning. 

If you prefer to receive instructions for complex tasks in writing, you are more visual. If you prefer to listen to the instructions, you are more auditory. And if you would rather sit down and figure it out yourself, hands on, without any help, you are more kinesthetic. 
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The learning styles of our audience should influence how we present information. Do we expect the audience members to read information on a screen? Or do we see ourselves standing in front of a group, delivering most of the information by talking? Do we expect the audience to take notes?

Most people identify themselves as visual learners, so if someone is standing and talking to a group, retention tends to be low unless other stimuli are used in concert. Sometimes we, as trainers, forget this fact.

The following table demonstrates how some commonly used teaching approaches often break down in terms of learning styles.
	Method
	Primary Learning Style
	Improve by:

	PowerPoint presentation
	Auditory
	Simplify slides (large fonts, two or three lines)

Handouts, including an outline


	PowerPoint lecture; traditional lecture
	Auditory
	Write outline on board, to encourage note-taking.

Provide note-taking materials.

Use PowerPoint to supplement key ideas

Simplify slides (large fonts, two or three lines).

Employ handouts.

Ask questions and wait for answers.


	Guided discussion
	Auditory, kinesthetic
	Use flipchart or board to record ideas and comments. Leader acts as recorder.

Use handouts with lines or blanks to fill in.


	Facilitated discussion; breakout groups
	Auditory, kinesthetic
	Use flipchart or board to record ideas and comments. A participant acts as recorder.

Encourage note taking.


	Hands-on activities and exercises
	Kinesthetic
	Follow-up discussions using discussion and flipchart to reinforce key ideas and experiences.


	Reading the material
	Visual
	Read aloud (auditory)

Read while walking (kinesthetic)



So we return to the original question: How can we best achieve our instructional or training goals? But now we have some research to support our choice of methods. The table that follows offers some suggestions for appropriate methods that can be used to help achieve training goals more effectively.
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Goals and Methods

	Instructional or Training Goal
	Example
	Suggested Method

	Overview of the material; introduction of concepts (knowledge).
	Changes to the Admin Guide.

BSA policy changes.

How do Wood Badge and NYLT relate to each other?

Guidelines for interfaith services.
	Setting: Large group.

Presentation or traditional lecture. 

Presentation with handouts. PowerPoint is commonly used here.

Opportunities for taking notes.

	Retention of material (knowledge and comprehension).
	What you need to know about the NYLT syllabus changes.

“Dos and don’ts” for interfaith services.

Requirements for reporting.

Staffing requirements.
	Setting: Medium or small group.

Traditional lecture or guided discussion. Use of a presenter.

Use of outlines to establish relationships between ideas or topics.

PowerPoint can be used, but as a supplement.

Opportunities for discussion; presenter ask questions often but generally answers them during presentation.

Formal Q & A period.

	Application of knowledge (application). 
	Writing a good ticket.

What is an acceptable uniform?

Is this a good ticket?

Who can serve in this staff position, and why?
	Setting: Small group.

Guided discussion. Exercises can also work.

Narrow focus.

Use of examples, sometimes posed as problems.

Opportunities for discussion; presenter asks questions and waits for or solicits answers.

 Q & A throughout session.

	Problem-solving (analysis).
	Common staff problems, and how to deal with them.

Increasing recruitment success.

Improving course registration.

Problems with facilities.
	Setting: Small group.

Facilitated discussion rather than a guided discussion; exercises commonly used.

Use of scenarios.

Breakout groups, discussions, what-ifs.

	New approaches (synthesis).
	Advertising courses.

Ways to improve ticket completion rates.

Accommodating religious, cultural or other needs.
	Setting: Small group.

Use of facilitator.

Define the problem, and ask for solutions.

Breakout groups, discussions

Report back. Record results.

	Assessment of materials and approaches (evaluation).
	Developing new materials for the Staff Guide.

Revision of reporting forms.

Changes to reporting methods.
	Setting: Small group.

Use of facilitator.

Define the problem, and ask for solutions.

Breakout groups, discussions.

Survey results and other data available.

Report back. Record results.

Written report is expected as a result.
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