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Pick an outcome you really care about at your camp. Anything.

Honesty Responsibility

Where the rubber meets
the road

Detailing the difference;
Beyond the Elevator Speech

Begin the brainstorm of everything that happens that might help foster that result/end. What is in your
staff manual? What is in your staff training? What are leadership staff trained in? What's in your
activity training materials? Don’t use your promotional materials. Think about what observably
happens during the summer that will foster the outcome. What well-known, real policies are in place
that serve the outcome? What is it about the structure of the day, and the physical structure of camp,
that benefits the outcome?
Sweet ©
Now, learn how you can expand, assess, improve, and communicate what you've done.
And, make a bigger impact on what you care about.
Free. See “process maps” at www.visionrealization.com



The Usual Suspects

Quality staff Activities Safe
Camp schedule Child development Food
Leadership Staff ratios Evening programs Fun

Camps say most/many of the above; what really defines you?

Your
Value Proposition

Why you?

I'll visit 100 camp websites. 90% will extol the same benefits and reasons to send a camper to their camp.
Pictures and videos help to distinguish a bit, yet myself and families can rarely tell much of a difference. All
camps claim, for example, to have a “quality staff” with 3-4 reasons why. Camps often sound quite similar.

As with “Where the rubber meets the road,” detail what makes your camp special, interesting, different,
important, and even unique. The “rubber” exercise will give you great detail you can communicate about, for
example, “child development.”

Reverse it. When you're done, the resulting description/lists should only point to your camp. Without pictures,
someone with a list of 1,000 roughly similar camps will definitely, absolutely know when they find you. Take

the spirit of this — no names, location, or obvious giveaways. ©

When you sound a lot like everyone, you’re no one.



“Good is the enemy of great. And that is one of the key reasons why we have so little that becomes great. ... Few
people attain great lives, in large part because it is just so easy to settle for a good life. The vast majority of companies

never become great, precisely because the vast majority become quite good — and that is their main problem.” Page 1:
Collins, J. (2001). Good to great. HarperCollins: New York.

Only .008 companies achieved the “from good to great” designation by his stiff criteria.
Just 11 companies out of 1435 possible ones.

Yeah, be great, got it. Duh. Of course. Tell me how and what | don’t know.

Got Great?

First Who . . . Then What A culture of discipline Confront the brutal facts
UThe gist UFacts are better than dreams
UFocus on quality people QUnwavering faith amid the brutal facts
QPay, humanity, opportunity, and balance ) QThe Stockdale paradox

Level 5 leadership QA climate where the truth is heard

The hedgehog concept The flywheel and the doom loop
UWhere can we be exceptional? Technology accelerators QThe flywheel

LWhere can we also make money? UThe doom loop
UUnderstanding your passion

Read a 14-page summary of all of the above . . . including a camp-specific DIY assessment
tool, and further educational and implementation resources.
All free. www.visionrealization.com



If culture guides the thinking and behavior of people, it is wise to create and foster a culture at camp that best
facilitates the outcomes you care about. Cultural assumptions develop over time and are inextricably intertwined
with mission, strategy, and systems. There is nothing culture doesn’t touch and color. Culture covers all aspects of
reality and human functioning.

If culture is both ubiquitous and powerful, a conscious view of it is essential, but to a large degree, culture is
invisible. It is an often unconscious set of forces that determines both our individual and collective behavior, ways of
perceiving, thought patterns, and values. It is the shared, taken-for-granted assumptions that a group has learned
throughout its history. Because culture is so broad and natural, much of it escapes careful, thorough evaluation.

“The range of what we think and do is limited by what we fail to notice. And because we fail to notice that we fail to
notice there is little we can do to change until we notice how failing to notice shapes our thoughts and deeds.” R.D.

Laing
Your brain on culture

Who are you?

(You is your camp)

If you didn’t know everything, what wouldn’t you know?

Harvard Business School study: organizations with strong cultures averaged 682% revenue gain in 11
years versus 166% for average strength organizational culture.

What you can learn in only 30 pages:

UWhat is culture? From a nebulous idea to concrete understanding.

LThe three levels of culture

QHow can | figure out what my culture is like? Making the invisible visible.

U Strengthening a camp’s culture

UHow does succession work in a strong culture?

UNumerous camp culture examples presented in quick-digest table format

UIn addition to the above 30 pages, there is an extensive section on developing/changing camp
culture, and several useful tools and appendices.

Free resource: www.visionrealization.com



Knowledge is the capacity for effective action.
The systematic process of identifying, capturing, and transferring knowledge people can use to improve.
With good knowledge, people can make better decisions faster and take more intelligent action.

EVERY “Good to Great” organization uses “Knowledge Management (KM).” Every Fortune 1000 company uses it.
IBM, which used to sell laptops, sold that business (now called Lenovo and bought by the Chinese), because they
found out that the KM business & consulting was far more lucrative.

Imagine capturing most of the valuable knowledge your staff (& you) learned.
Every summer. Available to all staff, new and old.

If only we knew
what we know!

Innovation, Motivation, Efficiency, Empowered staff — better meet your mission

What you can learn:

UWhat is “Knowledge Management” and Organized Wisdom & Learning (OWL)

UTake a self-assessment survey to see where you're at

QUnderstand the benefits, like innovation and efficiency, and applications

UDetail on the process: Create, Collect, Identify, Adapt, Organize, and Use

USee how KM can be both fun and powerful

QClarity on how and when to use digital video, digital paper, and physical aides

ULearn from a camp that has advanced knowledge management systems in areas as diverse
as activities, facilities, staff manual, staff training, recruiting and hiring, cabin life, staff
development, meetings, community development, and much more.

Free resource: www.visionrealization.com



Elevator Speech
Where the rubber meets the road
Your value proposition
Motivated, empowered staff
Follow From Good to Great
Know and manage your culture

Deliver on your experience (evaluative attitude)

Spend $120 on marketing a year. That's it, and it is the website server annual fee.

Stop marketing!
Know your Tribes

Not everyone, someone.

Yes, $120 is possible, and is being done with camps. Think about the literally millions of
children who don’t go to camp now, but will in the future. Most will come now if they really
understand, and then get, the value you're offering. Once you speak to your people, they’'ll
speak for you.
Check out Seth Godin’s book — Tribes &
Malcolm Gladwell’s The Tipping Point &
Simon Sinek: How great leaders inspire action

Stand for something, or you'll fall for anything
www.visionrealization.com



Why?

Is it genuine inquiry? Yes/No
Is it inquisition? Is the question negatively rhetorical?
Beyond simply confirmation, is it not okay to
answer the other way? Should

Is there a finger pointed elsewhere or at oneself?
Does it involve a soft tell/request that may fall aside?

“Better Communication” is like saying “World Peace.”
Lovely, yet hard to make it concrete and real

Why Should Yes/No
Matter? ..

From nebulous, to concrete
Improve the emotional air at your camp

What you can concretely learn:

UHow to positively and powerfully use Why, Should, and Yes/No.

UWhat the “6 Faces of Clean Communication” are and how to apply them

U Compassionate communication — understanding, making it concrete, making it real

L Specific praise; what works, and watching out for “Four-ish Letter Words”

QSimple, yet very powerful, apologies

QlIdentify and transform life scripts that don’t serve yourself and others

UMore! . . . more words that lead to powerful and intentional speech, developmental stages,
expressing meaningful gratitude, 5 approaches to counseling, identify and transform verbal
tug-o-wars, defusing anger, understanding gossip and rumor, and more!

Free resource/website www.whyshouldyesnomatter.org



“The fairest thing we can experience is the mysterious. It is the fundamental emotion
which stands at the cradle of true art and true science.” Einstein.

Creators of any ilk entreat Wish, open to Wonder, and are readily tickled by Surprise. Creators are
always in demand — in the workplace, with invention, among friends, and, with all of those, in Play! Itis
impossible for a child to learn language passively; similarly, people need ACTIVE engagement with
Wish, Wonder, and Surprise so they can (a) experience it, (b) learn it, (c) share it. Enter camps.

REAL inspiration and engagement for a digital, channeled child

Do schools kill creativity?

Wish, Wonder, &
Surprise

Creative engagement with the world and oneself

Wish, Wonder, & Surprise (WWS) are already in place at your camp. What is also likely is that, within
existing structures, they can be enhanced. As WWS is shared, focused on, and progressively
experienced (and by human nature then improved), it takes on a synergistic energy. Cool.

And, if so desired, NEW structures can be implemented to enhance WWS. These avenues are as
numerous and varied as camps themselves . . . cabin activities, special wake ups, new activities,
evening embers/vespers, camper-choice activities, “random events” (which become truly random later),
special meals, designed events like auction prizes, what a family experiences once they enroll, how
new arrivals are greeted, rituals and ceremonies, evening programs, . . .

Read more about WWS at www.visionrealization.com & www.greatcampprograms.com



Exemplify the vision, mission, and values — consistent and strong / Sees the forest for the trees / Big Picture

Challenges to “camp” are heard empathetically and implemented (if so deemed) without
changing one’s buy in, enthusiasm; no “if | get this, only then | can give my 100%”"

Balanced emotional state / mood stability / challenges are gifts/opportunities — embraced and welcomed.
Can give and receive a “cut-to-the-chase” communication without loosing one’s balance or perspective.

Need literacy -- understand the difference between a personal need and a community need / can distinguish a want or strategy
opposed to a need / consensus processing / can separate regret from guilt, shame, anger, and they are wrong

No favorites / no personality issues — type regardless

Leadership
Benchmarks

Beyond the task/technical skills of a given leadership position,
these are fundamental capacities

1

Clean communication maven / does not shy away, or take more than a day to get back to someone on significant concerns / Fluent in use,
has moved past “training wheel” formulas. / Direct with other camp leaders — garden path is not necessary on either end

Execution — gets things done! / excuses and reasons are not your companions. Similarly, you think
and act beyond to-do list items to the spirit and intention below and beyond them.

Flexibility — different shoes, shift on a dime, and remain balanced, open, and positive! High-stakes changes
where the change is drastic and sudden and still roll forward remaining balanced, open, and positive!

Ability to write / grammar / written communication. At the same time, does not use the written word (e.g., e-mails, letters) to
discuss or present feelings, complaints, or a presentation of one’s experience of something. Those are all done in person.

Recognizes failure of oneself and others / responds with a humorous and compassionate heart / fails
forward / criticism, even dirtily communicated, is embraced in a productive, upbeat way.



Debriefing/reviewing skills / group meeting and management skills — ability to prepare, move through, and follow up with agendas
Group work skills — works fluidly and effectively with others / actively removes friction through communication and process

Teacher doesn’t matter — it is the lesson you’re paying attention to. Take in the tea, even if the taste is not pleasing, and
keep what nourishes, passing through the rest with a very open mind. You remain an open receptacle.

Self-care / independence — proactively manages one’s health so can remain fully present

Compassionate insight into others — can see areas for growth in others, not for shill or advantage or Jackal, but rather to see where
one may contribute and to identify others who are ready/more ready to contribute to collective goals / Mentor to others

Leadership
Benchmarks

Beyond the task/technical skills of a given leadership position,
these are fundamental capacities

2

A force in the world. Uses one’s time to make a difference, at camp, and outside of it. Impact on a higher plane.

Emotional Intelligence skills
Intelligent behavior is the efficient use of words and tools in changing circumstances.

Emotional self-awareness Independence Reality testing
Assertiveness Empathy Flexibility
Self-regard Interpersonal relationship Stress tolerance
Self-actualization Social responsibility Impulse control
Problem solving Happiness

Optimism



Why your return
rates don’'t matter

Of course, they do, yet they don't tell
you what you likely care about MOST

1

Most certainly, camps do make a difference in people’s lives.
More than likely, you're doing an excellent job on some
outcomes, and could stand some improvement on others.
The guestions camps need to be asking for their key
outcomes, using an evaluation method that is reliable and

valid, are:

How many campers are impacted?

What is the magnitude of the impact (effect size)?
How long does that impact last?

How many weeks/sessions/summers are necessary?

What are the characteristics of campers who do well, stay the
same, and do poorly?

NN N NI )



Why your return
rates don’t matter

Why satisfaction surveys don'’t tell you what you need to know

2

Most surveys essentially ask for people’s opinion about how satisfied they are about various elements of the camp. Satisfaction surveys are fuzzy for three very
closely related reasons.

One, they usually aren’t objective.

Two, expectations vary.

Three, the range of expectations varies, so averages are less meaningful

It is for these reasons that satisfaction measures should never (with the exception of things like fun, a self-esteem scale, and individual satisfaction to some degree) be
confused with outcome measures. Satisfaction does not mean learning, attitude change, or behavior change most of the time. For example, college students
frequently report being dissatisfied with challenging professors, but those same professors are also often the ones where the students learn the most. Let's look
at another example in the opposite direction. In one study | conducted, campers who rated the camp as at least very fun and “definitely want to come back” were
no more likely to change on numerous outcomes than campers who rated the camp as so-so or not very good. So, you might be a legend in the mind of your
campers, staff, parents, and board, but that doesn’t mean that you are actually effective at achieving your outcomes.

Satisfaction on anything equals one’s reality minus one’s expectations (S=R-E). While knowing whether or not people are satisfied is interesting and useful (you want
to know where people stand and if you met their expectations), it is almost never measured against any kind of objective standard. For return rates, satisfaction
measures are vital, but to assess whether or not you are impacting campers to the degree desired, simple satisfaction measures lack validity.

Staff at one camp were quite satisfied with one hour off during the day and two hours off at night until they found out that another camp gave two hours during the day
and three at night. The relative deprivation caused the staff to become unsatisfied. Take another example. | had the opportunity to know a child at two different
camps | attended for the whole summer. When | asked David at the end of the second summer how much fun he had on a scale from 1 — 10, he said it was a 9.
| then asked him to rate the previous camp again in light of the current experience, and he gave it a 5. At the end of the previous summer, he had given the first
camp a 9. Expectations vary, so satisfaction changes depending on circumstance and the person. Providing a full range in the response set with appropriate
anchors along the continuum can help mitigate this limitation, but it won'’t eliminate it.

Certainly, memory does not always play tricks on us, but it does so often enough that one should question the validity of such data. If the parents or participants paid a
lot of money, expected a benefit, and freely chose the program, they are likely to look for information that confirms their desires and expectations — dissonance.

Often, because of the problems with satisfaction surveys noted above, it is difficult to know what important elements a specific camp needs to focus on. The survey
may produce false positives, false negatives, or an accurate picture, but opinions of satisfaction won't tell you which is the case. The hope is that the average or
trend will give you an answer close to the truth.

Again, it is important to note that satisfaction measures are important for things like return rates and marketing. Satisfaction can help in the prediction of return rates.
But, beyond satisfaction, return rates should not be confused with achieving outcomes.



Why your return
rates don’t matter

Looking carefully at return rates

3 3

Qualitative observations by parents are often suspect
For one, parents are not logical, bean counting psychometricians capable of accurately assessing all outcomes. Two, parents might send their children back to
a camp for numerous reasons. Let’s look at the first point now, and cover the second next.

d IQ is the most frequent assessment in the country, but teachers are poor predictors of it. They've had these children for nine months in a focused
learning environment where they should have the time and expertise to judge IQ accurately. The truth is that they are not good predictors of children’s
actual 1Q. Itis for that reason that we must assess cognitive intelligence in a valid and reliable manner.

a Self-esteem is most accurately assessed by the person, not others. Let me offer some specific camp examples to illustrate this point. | had counselors
and directors at two different summer camps try and predict children’s self-esteem levels and change. At the first camp, the counselors had over three
weeks exposure to the children in a residential setting. At the second residential camp, the counselors were with the children for one week. The campers
were given one of the most reliable and valid self-esteem measure available, which has been proven over decades. It turns out that at both camps, the
counselors (and supervisors and director) were unable to predict the children’s rough level of self-esteem any better than you would have expected by
ﬁbsolutﬁ chaﬁce. Furthermore, they were unable to even grossly predict whether the children’s self-esteem went up, stayed the same, or went down any

etter than chance.

Assume parents are very accurate
Even if parents were accurate predictors of outcomes, the model would be complex and different for every parent and child.

(A) return decision = .43 fun, .12 self-esteem, .27 safety, .18 liked director

(B) return decision = .21 fun, .24 extroversion, .55 friends returning

© return decision = .36 environmental attitudes, .41 social skills, .23 creativity

(D) return decision = .36 fun, .22 liked director, .42 don’t want to pick another camp
(E) return decision = .75 fun, .15 safe place, .10 liked feeling of camp and director

The items in the equation and their accuracy would vary widely. As a result, there is no way to use return rates as outcomes measures, except for gross assessments
of things like relative fun and satisfaction. There are more reasons than addressed here for using valid and reliable means of assessing outcomes, such as “the sins of
memory” and “socially desirable responding.” See: www.visionrealization.com

What is valid and reliable data anyway?
So, after these sections and the next, you might be throwing your hands up and saying what is the best way to assess outcomes. There are good (reliable and valid)
means of finding out how you are doing. They are described in detail in the evaluation resource trilogy (www.visionrealization.com). Briefly, let me generally define
what valid and reliable mean.
Valid
What you are attempting to measure is what is actually being measured
The assessment can discriminate between groups and predict future outcomes and behaviors
Reliable
When the outcome is assessed again in a short period of time, stable outcomes should remain largely the same (height, locus of control), and unstable
outcomes should vary (mood).
Independent raters should consistently come up with the same conclusion



