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Youth vs. Adult Role

How to Work with Your Adviser
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Session Length: 50 Minutes
Through this session, you will:

Explain: how understanding the youth and adult roles in order is necessary to achieve the Purpose of the Order and Mission of the Lodge

Demonstrate: the basic skills needed to foster a working relationship between youth 

             and adults
Guide: a discussion on the adviser’s role in the relationship with youth
Enable: learn strategies for effective communication and engagement 
This session will help the with the Journey to Excellence Requirement(s) #16
The theme of NOAC 2015 is “It Starts With Us”. This session will relay this theme in the following ways:

· Developing a great relationship between youth and adult members is built one at a time, and it is up to us to encourage a close team work between our youth and adult members.
INTRODUCTION
                                                                                                       3 – 5 Minutes


The Order of the Arrow is an exciting organization. It’s a great way to have fun, make new friends, trade patches, play games, go camping, and the list goes-on-and-on. But we should take a moment to answer a simple question: “Why are we here?” Or more importantly, “What is it that we are supposed to do?” The answer to these two questions is very simple: To accomplish the Purpose of the Order of the Arrow and fulfill the Mission of the Lodge. Technically, it is that simple. If that’s what we are supposed to do, then let’s take a look at those guiding principles.
The Purpose of the Order of the Arrow:

As Scouting’s National Honor Society, our purpose is to:

· Recognize those who best exemplify the Scout Oath and Law in their daily lives and through that recognition cause others to conduct themselves in a way that warrants similar recognition.
· Promote camping, responsible outdoor adventure and environmental stewardship as essential components of every Scout’s experience, in the unit, year-round, and in summer camp.

· Develop leaders with the willingness, character, spirit, and ability to advance the activities of their unit, our Brotherhood, Scouting and ultimately our nation.

· Crystalize the Scout habit of helpfulness into a life purpose of leadership in cheerful service to others.

The Mission of the Lodge:

     “The mission of the Lodge is to achieve the purpose of the Order of the Arrow as an integral part of the Boy Scouts of America in the council through positive youth leadership under the guidance of selected capable adults.”
I sure hope this is not the first time that you have heard or seen these concepts, and if it is, then great. We hope you have a better understanding of what the Order of the Arrow is all about. These statements create a very clear understanding of what we as an organization are here to do.
Now let’s ask another question. “What are we really here to do?” Or, stated a little differently, “Why do we do what we do?”

There are many possible answers to these questions. But, at the end of the day, the underlying reason why we do what we do is to provide service to the council and community, and provide the young men of our organization with opportunities to develop into leaders of good character.
Now, understanding that this is why we do what we do, what are some of the tools that we can utilizes in order to accomplish this worthy goal?

Some of the ideas should include:

Ceremonies                                                        Event Planning

Lodge and Chapter leadership                         Committee positions
Publications                                                       Community service projects

National Leadership Seminar (NLS)                National Adult Leadership Training Seminar (NLATS)

National Order of the Arrow Conference (NOAC)

The truth is that this list is endless. Essentially, we create leadership opportunities by deciding how to best implement the Order’s mission in our local councils, then simply utilize the “divide and conquer mentality” to share these responsibilities with the young men in the lodge. By utilizing this method, out young men are constantly being charged with accepting responsibility and fulfilling their assigned duties. The whole of these responsibilities are interwoven into the fabric of the lodge. The lodge chief is much like the conductor of an orchestra. The conductor and all of the musicians play an equally important role in the creation of music. All of the musicians are experts in their craft and make their single contribution to the entire musical score. The conductor directs all of the individual musicians to create a single, united piece of music. While his role is critical to the overall success of the music, we can never forget that if any of the musicians fail to do their part, the intention of the composer will not be realized and the sound will be imperfect and incomplete.
In other words, the success of the lodge is only as successful as the sum of its working parts. The question now is: “How do we divide the work between youth and adults, such that all of our aims are best met? Youth and adults both have vital and separate roles in our organization, but they are not black and white as one would suspect. In this session, we will learn the different ways of dividing responsibility and working together to have the best and most efficient working relationship possible.
YOUTH AND ADULT ROLES;                                                                                             10 – 15 minutes
Before we can talk about how to best enable youth and adults to work together in the Lodge, we need to have an understanding on the role that each group has on the Mission of the Lodge and the day-to-day activities of the Lodge.


1) Why do we have Advisers in the Lodge? We all agree that the Order of the Arrow is a youth-led organization. So, why do we need all of these adults hanging around making a mess of things? In other words, what is the role of the adult in the OA?

2) What are the jobs of youth leadership in the Lodge?  If the OA is a youth-led organization. What exactly do they do? So, simply stated, What is the role of the youth in the OA? 
The Role of the Adviser:
We have a tendency to view our adult brothers as merely s source of transportation for the youth, and while it is absolutely necessary to have adult assistance to get our youth where they need to go, we need to be careful not to overlook the other, less obvious benefits of our adult brothers. For example, one of the most critical functions provided by the adults in our organization is program buy-in. In other words, our unit leaders must have a complete understanding of what we do and why the program is beneficial to their units and the council. Once we achieve buy-in from a Scoutmaster for our program, then he becomes instrumental in motivating the youth (and adult) members of his unit to participate in our program. More importantly, when properly trained and directed, our adult brothers transform into vital coaches and mentors to our young Arrowmen. Finally, our adult brothers, when properly directed and motivated provide a needed level of stability and continuity in what is a very dynamic program in terms of youth turnover. The following is a list of the high-level contributions that our advisers can make to the program.
· Serve as Positive Role Models: The Mission of the Order of the Arrow directs that we become an integral part of our councils by creating leadership opportunities for our youth >>>” under the guidance of selected capable adults.” Young people need positive adult role models. Properly selected advisers can give wise counsel and offer perspective as someone who had “been there.”

· Set the Example of Core Values: Advisers offer an opportunity to set the example of the core values that make Scouting what it is. These opportunities allow youth to see that it is important to think beyond one’s own self-interest and seek to serve others. This unique opportunity provides young people the chance to see how the values learned in Scouting can make a difference in their lives as they move into college, a career field, and family life.

· Teach Effective Communication: Advisers offer an opportunity to help youth develop and improve their communication skills. One of the basic tenants of leadership is the ability to communicate with others, in an effort to motivate others to help achieve the objective. 

· Mentor through Example: Advisers should mentor youth, and inspire them to mentor peers. The close relationship that can develop between an adviser and a youth leader presents a prime opportunity to demonstrate the proper way to inspire others and develop leadership qualities in the people they are leading. 

· Help Set Expectations: The adviser helps to set and temper the expectation of youth leaders. An adult, through experience, offers the youth the ability to learn from the mistakes of others and adapt future plans to avoid potential pitfalls.
· Provide Perspective: The adviser has the opportunity to help the youth leader understand the big picture of the Order and Scouting. This relationship is key to developing potential future advisers, Scouting volunteers and community leaders by showing motivated young people that they can make a difference in charting the direction of what is happening around them.

Role of Youth Leadership

Now that we have discussed the role of Adult leadership in the Order of the Arrow, we need to talk about the role of the youth in the lodge. We often think of the youth leadership as simply the planners and executors of the Lodge program. While this is certainly their most important function there are other important contributions from the youth leadership side.

· Serve as Positive Role Models: Wait, isn’t this the first contribution under the adult category? You bet it is. The youth leadership of the Lodge must set an example for all of the other Arrowmen of the Lodge. Whether it be work ethic, uniforming, or other responsibilities, the other Lodge members are looking to your for leadership.
· Execute the Lodge Agenda: What is the agenda of the Lodge? It is to fulfill the mission of the Order of the Arrow and support the local council. However, in the process of fulfilling the mission, there are many other jobs that need done along the way. The basic logistics of inducting new members, feeding members at weekends, and send out Lodge communications all needs to happen regularly, and it is the youth leadership of the Lodge that needs to see these task through.
· Communicate with Advisers: The youth leadership of the Lodge is the link between all youth Lodge members and the adult advisers. Youth leaders need to be responsive and in active communication with their respective adult leaders. Only in this way can their plans to relayed to the adults, who can then do their jobs by setting expectations and such. Additionally, this is the only way for advisers to communicate pressing issues to the youth leaders.

· Provide Ideas and Feedback: If the role of the adult is to support the program decided upon by the youth, then the youth need to be active in developing and proposing a program for the Lodge. While many Lodges may have a cyclical series of events, there are always one-time events and opportunities to try new things. The youth leaders have a responsibility to collect ideas from members and make them happen. In addition, the youth leaders need to provide feedback to the adult leadership about the quality of the program support. Without constant feedback from the youth members, the adult corps can only do as good as they think they are doing.
· Enthusiasm and Image: The youth leadership and members of the Lodge are the face of the scouting program in your local council. External and other Scouting organizations look to the youth leaders of the Lodge to set the example for enthusiasm, leadership, and character. The adults are in the background; the youth leaders are front and center. Finally, with all of the talk of work – we can’t forget the fellowship! The youth leaders of the Lodge provide the enthusiasm for service and participation in Lodge and other OA events.


In summary, we can say that the role of the youth leadership to plan and execute the Lodge program, while effectively communicating with their advisers. The role of the adviser, on the other hand, is to temper and enable the plans of the youth leader, while ensuring that critical Lodge functions are performed. Now that we know what each group needs to do, let’s examine some ways for them to work together effectively.

THE YOUTH – ADULT PARTNERSHIP                                                                              30 – 35 minutes

It is this partnership our young men and our selected, capable adult leaders that is the very cornerstone of the OA’s program. When all parties fulfill their end of the bargain, this relationship provides a tremendous mentoring experience for the youth, lifelong friendships, and a rewarding experience for all. The nature of this relationship is a powerful one; it forms the very foundation of the success of the Order and sets the Order apart from all other youth leadership organizations.

Let’s brainstorm the question, what are the most important aspects of this youth – adult partnership? Or in other words, What qualities do you think a good youth leader or adult adviser should possess?


There maybe many responses to this question, including:

Let’s discuss some of these in detail.
Communication is Key:

Advisers must be responsive and accessible to the youth and youth must be responsive to questions and requests from their advisers. We are no good to each other if we can never get in touch or if we fail to return calls or respond to e-mails. As Advisers, if we fail to respond, we place the youth in a position you fail or make decisions without the opportunity to discuss their ideas and gain perspective. We must be timely in out respond to whatever is asked of us and provide guidance and encouragement to keep the youth on task. We should encourage the youth leaders to maximize their verbal and written communication skills, as well as, listening skills. We also have to listen first and talk second. We need to ask thought provoking questions to allow the youth to examine what they are doing and hopefully arrive at the correct answer on their own. As youth leaders, we need to be responsive to requests from our advisers, as they may need information from you in order to properly enable the program. Additionally, if you are not responsive to communication from your adviser, they have no way of knowing what your current level of involvement in the Order is. Together, through close and constant communication, youth leaders and advisers can work together to accomplish their tasks. It is important to find a method that works for each pair – be its e-mail, weekly phone calls, or something else.
Ensure Proper Recognition: 

Make sure that youth and adults get the credit they deserve, inspiring them to a deeper commitment going forward. This goes for all levels of recognition – from simple recognition of a job well done in public, to awards at the Lodge and National level – for youth and adults. On the other end of the spectrum, it is always good practice to address concerns in private. If you have an issue with the way your adviser/youth leader is performing, it is best to call in the Lodge adviser and/or chief and have a private discussion (no one on one) about the issue, and how to correct it. Public criticism can lead to unwarranted problems down the road.
Provide Enthusiasm and Exude a Positive Attitude:
Our attitude is contagious. If we are negative or critical about what we have to do, then our counterpart will likely develop that mindset as well. As advisers, we need to be excited about what we are doing and create a fun environment that will encourage the youth to want to be involved. As youth leaders, we need to be interested in our positions and follow through with our commitments. Being negative is the easy way out. It sends the message that sitting back and complaining is better than rolling up your sleeves and working to change something or accomplish the task in spite of challenges. On the other hand, if you don’t like the position you are currently holding in the Lodge, you should talk to your Lodge Chief about taking on a different challenge.
Encourage Future Involvement:

Bothe youth leaders and advisers should encourage other members to seek opportunities to expand their involvement and seek growth, while continuing to be committed to his unit. Additionally, both youth and adults need to strive for continual improvement in their job functions. By striving to get better, you will encourage others to do the same, and generate more interest and participation in the program. Take ceremonial teams as an example. Getting better means more practicing, which helps the team bond more, and encourage more team members to attend weekends. We can also improve by attending training, like the type offered at LLD, Conclave, NLS, NLATS and NOAC.
Mutual Respect:

A good working relationship between a youth leader and their adviser is built on having a mutual respect for each other. This means listening to each other’s ideas, and respecting each other’s roles. Adults need to be mindful of the youth-led nature of the program, and strive to temper their plans only when necessary. The saying “we’ve always done it this way.” Is not a reason to quash the plans of the youth. Additionally, a good adviser will keep troublesome adults from exerting undue pressure or influence over the plans of a youth leader. Likewise, the youth leadership needs to recognize when their advisers are drawing on experience when they make a suggestion. There is a fine line between guidance and directing, and it is up to both sides to listen carefully to each other and make sure that the program is being youth-led while drawing on the experience of adults.
Put Yourself in Their Shoes:

As your are going about your duties as a youth leader or adviser, put yourself in your counterpart’s shoes. If you are an adviser, think about the amount of guidance or criticism you are sending to your youth? Would you appreciate your own advice? As a youth, consider your level of responsiveness to your adviser’s requests. Would you be satisfied with your response time? This is a critical exercise in the youth-adult partnership, and helps individuals gain an enormous understanding of how their actions are perceived.
Take an Interest in Each Other:

Learn what each of you does outside of Scouting and the OA. Forge a personal relationship with your youth leader/adviser by taking an interest in their life and success. After all, we are a Brotherhood, and are expected to be a closely-knit group of people. This is how we build trust in each other, and know that each is working to better the overall situation, and not just themselves. Sometimes people don’t always want to share every detail of their life, but try to find common ground to talk about, just as past events, rank progress, or other Scouting topics.

DEALING WITH PROBLEMS:                                                                                8 – 10 minutes

Let’s face it, people are not perfect, and problems will arise in the youth-adult partnership. As a group, let’s review some common complaints of youth about advisers, and common complaints that advisers have about youth. As we discuss these two issues, remember two important points:

1) “Think like a youth”.

2) We’ve all been youth before, but youth have not had that opportunity as of yet to be an adult. So, thinking like an adult can’t be expected.
Some issues that may come up are:

· It’s difficult to communicate with my youth officer/adviser

· My youth/adviser doesn’t have enough time for the job.

· The youth/adviser I advise isn’t punctual to meetings/returning phone calls/e-mails/etc.

· My youth/adviser has low or variable commitment to the job.
· My youth/adviser is not setting a good example to other members.

· The youth officer I advise doesn’t speak up or offer opinions at meetings.

· The youth officer I advise waits for the adviser to take initiative.

· My adviser is always overriding my plans/decisions.

· M<y adviser seems to be running the program.

· There is too much of “kicking stones” after meetings.

Let’s discuss our experiences and styles of advising that may help to resolve these issues. Let me point out a fact that we have already mentioned briefly. When a youth has a problem, they should go to the Lodge Chief (or other available officers) and jointly approach the Lodge Adviser (or Staff/Associate Adviser) about the issue. Adult should follow the same protocol as well. At no time should a youth leader and their adviser be arguing or having an uncomfortable conversation about job performance in a one-on-one setting, as that violates the BSA Youth Protection policies.
Now that you have identified a problem and let someone know about, what comes next? First, it needs to be determined if the person wants to continue in their position. If so, a plan of action needs to be put in place, with timely checks to make sure things are going better.

CONCLUSION:                                                                                                                     3 – 5 minutes

Measuring Success:

As a final thought, it is critical that we review our youth-adviser partnership, periodically to determine whether or not the adviser is effective, and the youth is benefiting. Simply, plugging a hole with a name and moving ahead is contradictory to the mission of the OA and is nothing short of gambling with the future success of our youth leaders. It is critical at the highest levels that we review our adviser appointments and youth chairmen, and meet with them frequently to discuss progress and effectiveness, identify challenges and successes, and to other suggestions on how to improve their partnership strategy.

One of the best measures of the effectiveness of the youth-adviser partnership can be found in the answer to this simple question is the youth fulfilling his responsibilities successfully? A simple way to try to prevent a shortfall is to make the expectations of the youth very clear up front (before he accepts his new responsibilities), and then adequately prepare him for his duties (before he undertakes them) by providing him with the tools that he will need to be successful (i.e. planning, training, etc.) We must always remember that effective communication is a two-way street. If the youth/adviser doesn’t call, then you call. If he fails to return e-mails then call him or go see him and remind him what is expected of him. In order to be effective leaders, we must make every effort to be proactive.
Finally, while the “Purpose and the Mission of the Order of the Arrow states very clearly what it is that we are supposed to do, it is the underlying purpose of service and the development of youth leaders that gets to the heart of “why” we do what we do. Our real purpose is to provide leadership opportunities to our youth Arrowmen, and through selected, capable adults, provide them with the training, the resources, and the guidance, that they need to be successful. The youth-adult partnership is at the core of this process, and by effectively working together, we will position our young men for success, and help to create meaningful relations between our youth and adult brothers.

The trainer for this session should be either an older youth or an adult. The Arrowman should be experienced with lodge leadership (former lodge officer recommended).  
Appendix Resources:

· Flipchart or whiteboard

· Markers (different colors)

· Masking Tape

· LCD projector

· PowerPoint presentation for this cell

Source Material & Resources
· Order of the Arrow Strategic Plan
· Order of the Arrow Field Operations Guide
· OA Training Central at http://training.oa-bsa.org/
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Trainer Instructions:  Take a moment to introduce yourself, and give a brief statement of his OA background. This will allow the participants to get to know the trainer, and will help establish the trainer as an authority on the topic at hand.








SESSION NARRATIVE





Trainer Instructions:  Take a minute or two to let the participants to brainstorm ideas about why we do what we do in the OA. The purpose of this discussion is to help everyone get a chance to understand that we do all of things we do in the OA to provide opportunities for our young member to develop into leaders of character, and to provide service to the council and community.








Trainer Instructions:  Once again take a few minutes to brainstorm this your participants and list them on a flipchart.





Trainer Instructions:  Divide your group into adults and youth; have them consider the following two questions. Let this run for about 5 to 7 minutes and record their answer on a flipchart. There will be many answers to these questions. Encourage participation and the sharing of answers.





Trainer Instructions:  After reviewing the contributions and responsibilities of both youth and adult leaders in the Lodge, take a few minutes to tie up any loose ends that were mentioned during the brainstorming session earlier.





Trainer Instructions:  Divide your group into adults and youth; have them consider the following two questions. Let this run for about 5 to 7 minutes and record their answer on a flipchart. There will be many answers to these questions. Encourage participation and the sharing of answers.





Effective communications


Are available


Encourage lofty goals


Attend most events


Set the example





Trained and knowledgeable


Good listener


Recognize accomplishments


Strive for continuous improvement


Works towards relationship based on trust


Advisers that are “pro youth”
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