
Goals & Growth

We want to help you get the most out of your time with us! Our goal for our campers is to
use our program to help them grow and become better people. To do this, we ask:
“What positive differences do we want to see in our campers as a result of their experience
at our program?”

We want to ask the same question about ourselves. Why? There are four big benefits
when we have goals for our own growth:

1. When we get even stronger as leaders, our program becomes an even better place to
work and our campers love being here. Their parents value their investment.

2. It keeps us motivated when we get things of value for ourselves from working here.

3. We prevent burnout if we continue to challenge ourselves by having specific things
that we want to learn from our work in this program.

4. We act as role models for our young people—we expect them to keep learning and
growing, so we should be examples of that ourselves.

We would like every member of our staff and our leadership team to meet with her or his
team leader individually before the campers arrive (or very soon after). You will talk about
how you would like to change this season as a result of your work in our program.

To get ready for this, we’d like you to begin thinking about the following questions by
making some notes on the back of this sheet.

• What kinds of things do you want to know how to do better as a result of your work
here—things that would of value to you in your personal or professional life?

• In what valuable ways would you like to be different at the end of the season?

Here are just a few examples to get you started:

 being creative

 teaching others

 leading others

 listening

 teamwork: being a great team player

 being confident and effective speaking and leading in front of large groups

 organizing and planning

 stepping up, being proactive, initiating

 calm, solid problem-solving

Once we know the areas of G & G that are of interest to you, we can help you get
opportunities to reach your individual goals. Thanks!
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Please print your full name here:
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Michael Brandwein

Excerpted from Super Staff SuperVision
(Brandwein 2002, Chapter 4, Paths to Success, pp. 9-13)

The SuperVision System

We can make dramatic improvements in camp staff supervision, and we
can do it right away. There are two key elements.

1. Responsibility: We need to be more clear about what we expect supervisors to do when
they are walking around camp. (I call these the Six Paths, described in Chapters 5-19.)

The Paths Approach: Effective Supervision Requires Vision

We could make camp supervision much more exciting and fulfilling if we had a crisp vision
of all of the ways in which we can make a positive difference in camp every day.

In my early days as a camp supervisor, I found myself mostly walking around reacting to
problems, questions, and concerns. Of course I smiled and waved to groups of kids and said
hello to staff. I’d jump into a game or join an activity whenever I could. I remember smiling
and saying “Howzitgoin?”a lot, which for at least a week represented the full extent of my
supervisor vocabulary.

Here’s what I was missing. I was spending the majority of my time “weeding and
pruning the camp garden.” If something was there that wasn’t supposed to be there, I
weeded it out. If one bush was getting in the way of another, I pruned away the conflict to
make sure everything remained in its proper place.

What I wasn’t doing was walking around promoting growth. I mean, of course the
weeding and pruning helped things that were already planted to grow, but I wasn’t putting
new or better plants into the ground. I wasn’t looking for great ways to upgrade the overall
landscaping.

A lot of supervisor burnout comes from constantly dealing with problems and other
difficult issues. If you ask most camp supervisors for their daily goals, they’ll say things like
“help the staff” and “make sure everything is going smoothly” and “deal with any problems
that come up.” Supervisor motivation, like staff motivation, greatly increases when there are
specific, positive, and challenging goals to reach.

As we walk around camp using the Paths approach, we will be doing six jobs to help staff
and campers be their best.. Yes, we’ll also pass messages to people from time to time and
handle some administrative details. But our main purpose will be to work on these six
specific responsibilities.

2. Accountability & Communication: We need to set up a simple method to make sure
that these things get done.

Super Staff SuperVision



Accountability & Communication: The Pathways Meeting

Supervisors ordinarily have conversations with their boss (camp director, assistant director,
or other senior camp administrator — I’ll use the word director here to include all of these)
many times during a camp week. Our SuperVision system adds a specially scheduled weekly
conversation which we call the Pathways meeting.

Each supervisor sets up a regular time for this meeting with the director. It’s the same
time each week. While the nature of camp will sometimes require that these meetings be
rescheduled, the key is to set aside a special priority time for them and try our best to work
other things around them. If circumstances in a particular week require that the time or day
of the meeting be changed, that’s OK — but we just have to be sure that the meeting takes
place once per week.

How long should the meeting be? At least 15 or 20 minutes should be blocked out, and
then if further discussion is desired or necessary, it can continue or be set for a later time.

What happens at the meeting? We’ll provide more details later in Chapter 22, but
basically the supervisor and director talk about specific things the supervisor has done
during the past week on each of the six Paths. The supervisor can also use the director as a
resource during these meetings to help plan and support future work on the Paths.

Four Big Benefits from the Pathways Meetings

There are four benefits provided by these weekly Pathways meetings:

1. What makes the SuperVision system work is that every supervisor knows that once a
week they will be expected to speak in these special meetings about what they
have done in six specific Paths of responsibilities. This provides a big motivation to
supervisors to make sure that they are working regularly in each of these areas.

2. These meetings are terrific opportunities for directors and senior administrators to
share their expertise. Supervisors can ask questions and benefit from the directors’
experience.

3. The Pathways meetings provide a specific and regularly scheduled way for
supervisors to get feedback and recognition for their work. Supervising can be very
lonely and this is a chief cause of supervisor burnout. It is very important for the
directors and senior administrators to get regular information about how supervisors are
using their time and skills. These meetings also provide supervisors a chance to share
their successes.

4. The meetings help directors evaluate the performance of supervisors.

Evaluating the work of supervisors can be hard. If the part of camp for which a
supervisor is responsible is going well and doesn’t have any major problems, then we
tend to believe that the supervisor is doing a good job. But if we really probed more
deeply, we’d ask, “To what extent is this success due to specific things done by the
supervisor? What exactly has the supervisor contributed to make things go so well?”
The Pathways meetings provide specific answers to these two questions because
supervisors will have a regular opportunity to talk about their contributions and provide
examples of what they have done.
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Nine Fine Ones for Camp Staff Support
 Credible Actions to Motivate and Increase Trust 

Michael Brandwein

1) Get back to them

a) staff often have a common concern and fear: if we haven’t responded to their
inquiry, should they ask us again? – if so, when, and how often?

b) two things are very important to remember here:

(1) speed of response

(2) disclose what you’re doing before you are done

(a) why we don’t do this: we’re afraid to say “I don’t know”

(b) what we should do is to provide more frequent status reports

2) Set deadlines by mutual construction

a) when possible, decide with them, not for them, so that they provide input

b) anticipate deadline problems by speaking in advance about how these will be
handled

c) ask, “What should we do if it turns out that we’re not going to make the deadline?
When do you think you can let me know?”

3) Provide more specific help in prioritizing tasks

a) powerful secret: when you give someone more to do, they are going to put some of
the work they already have to do on the “back burner” and not get to it; figure out
what those things are and tell them to not do them!

b) since they are not going to do them anyway, you might as well get credit for telling
them not to do it

c) people appreciate it when they feel we really understand how busy they are; talking
to them about the order in which things should be done shows this understanding

4) Give them more work to do! — of a type that is motivating and satisfying to them

a) discover which of the types of tasks and activities that the person does are most
motivating and satisfying to that individual and then make efforts to assign more of
that type of work whenever possible

b) all good supervisors know what makes each of those persons “tick” and “ticked off”
– this requires “interviewing” people to stay current

c) if you can’t find anything that they like best, that’s a warning sign

d) when possible, use your authority to facilitate switching and trading types of tasks
and activities between people

e) when you have identified what are highly motivating types of tasks and activities, you
can use these as a form of reward



(1) when people work hard to complete something they don’t particularly enjoy
doing, assign more satisfying and motivating tasks to be done next

5) Identify the tasks individuals least like or enjoy and use this knowledge
whenever possible

a) make specific appreciative comments out loud to show that you understand that
they are doing these things even though they don’t like to do so

b) when possible and appropriate it is effective for us to be seen doing some of these
types of task ourselves, especially to relieve the burden on others

6) Assign tasks from a higher level

a) give them something to do that would ordinarily be done by someone who has
greater responsibilities

7) Ask for their opinion

a) good: ask about something that directly relates to their responsibilities

b) superb: ask about something that does NOT so relate -- about something that you
would have no obligation or particular reason to ask them about

(1) e.g. show them something you or someone else has written (about things on
which they don’t directly work) and ask if they think it is clear, etc.

(2) this doesn’t have to be a “big” thing — if it were, it might make them nervous

(3) critical technique tip: never show something to someone for their review if it is
in a pristine condition; make sure it is already marked up

8) Expedite important communication: provide the equivalent of a “hot line”

a) consider how we can streamline the problem-solving communication process by
making it easier for people on the team to reach us or some other assigned person
regarding certain types of high-priority matters

b) provide a certain color of Post-It’s® or file cards and agree that if they write us a note
on that kind of paper and leave it in a previously agreed upon place then we will do
our best to respond to these first whenever possible (with the understanding, of
course, that if people use this system for things that are actually not urgent, their
credibility will suffer...)

9) Provide evidence of listening

a) summarize what has been said to confirm that you understood it

b) ask follow-up questions — this demonstrates interest and attention in what is
being said

c) show evidence of action in response to what is said

d) to encourage input, show people how we changed or otherwise used information
from prior communication to encourage future
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Our “climate” at work means how it feels to work here and
how engaged we feel to our job and camp. We have
opportunities every day to affect our own environment. To
do this, we have to listen to each other about how we
make this a place where we support each other, build
strong working relationships, stay motivated, keep
growing, and feel great about ourselves, our work, and
our service to campers and families.

This survey sheet will help us begin that conversation by
reflecting on how we’re doing.

All of us want to feel we have a voice and that our opinion counts on how to make this
the most satisfying place to work and grow. But if we don’t tell the truth when we are
asked about this, then we can’t really complain that our expectations are not being
met. So please be truthful in your responses here. Tell us what you really think. You’re
not being asked about these things because we want to feel good. We know we’re not
perfect and that we do some things better than others. Your honest responses will help
us find out where to best focus our energy to improve.

1 = Strongly Disagree / 5 = Strongly Agree

After responding to all of the statements, please use the  to check off at least three of
the items (or more if you’d like) that are of particular importance to you personally.

1. I get helpful, honest, useful, timely feedback about how
I’m doing—often enough to help me do my best work.

1 2 3 4 5 

2. I get active, individual coaching and mentoring from one
or more knowledgeable people who guide me.

1 2 3 4 5 

3. The training I get helps me to do my best work and is very
useful in doing my job.

1 2 3 4 5 

4. I get meaningful praise and recognition for my work. 1 2 3 4 5 

5. I feel I am appreciated by the people here. 1 2 3 4 5 

6. There is clear, timely communication with me about what’s
going on; I feel “in the loop.”

1 2 3 4 5 

7. I am given authority and independence to make
important decisions.

1 2 3 4 5 

8. I get opportunities to “own” important parts of how we do
things here.

1 2 3 4 5 

Climate Control: Our Work Environment at Camp



9. I get challenged here with progressive (more challenging,
as I earn it) responsibilities and opportunities.

1 2 3 4 5 

10. This is a safe place with freedom to be creative, try things
even if I may fail, and take responsible risks.

1 2 3 4 5 

11. The specific mission/vision (why we’re here and what kind
of difference we want to make in the world) is clearly
communicated, is exciting to me, and is something of
which I can be proud.

1 2 3 4 5 

12. Those who lead me demonstrate trust and confidence
in me.

1 2 3 4 5 

13. I am treated with respect by the people who lead me. 1 2 3 4 5 

14. My ideas really count—my leaders ask what I think about
important things, listen, and take what I say seriously.

1 2 3 4 5 

15. I am supported in my work with the tools, people, and
other resources I need to do my best job.

1 2 3 4 5 

16. Although I know we are constantly busy, I am given
adequate time for planning and for reflection on how to do
the best possible work.

1 2 3 4 5 

17. I am asked to provide constructive feedback about those
who lead me and our camp, to help create the best
possible work place and service.

1 2 3 4 5 

18. I feel this is a place where I can grow and can keep
adding to my skills.

1 2 3 4 5 

19. I am asked about my personal and professional goals and
the people who lead me discuss with me how these goals
can be met.

1 2 3 4 5 

20. I feel there are good opportunities here to celebrate the
successes and accomplishments that we make as a
camp team.

1 2 3 4 5 
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• Featuring Michael Brandwein 
• Webinar will begin at 1:00 p.m. EST 
• Audio will play through your computer speakers 
• Problems with audio? Please use the Chat feature to 

contact the host 
• Questions during the presentation? Use the Chat  

feature under the top drop-down menu 

2017 Markel Safety 1st webinar series                                
Webinar #3: Leading the leaders: How to motivate and develop leadership 
team members to boost excellence and responsibility 

Please be sure to print the four handouts to use during the 
presentation. 

https://www.markelinsurance.com/camp/safety-webinars-2017 



Please be sure that you download and print the four 
handouts for this Webinar now. (The link is below.) You 
will need them in front of you at this time. Thanks! 



Leading the Leaders 
How to Motivate & Develop 
Leadership Team Members to Boost 
Excellence & Responsibility 
 

Michael Brandwein 
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Most 
organizations 
wait for a storm  



What can I 
offer you 
to stay? 



1. Credibility 

Problems with 
this approach… 



1. Credibility 
2. Stressful time to talk 

and listen 

Problems with 
this approach… 



1. Credibility 
2. Stressful time to talk 

and listen 
3. Higher defensiveness 

Problems with 
this approach 







1. Not understanding it’s 
important 
 
 

Barriers 



1. Not understanding it’s 
important 

2. Time management 
 
 

Barriers 





1. Not understanding it’s 
important 

2. Time management 
3. Don’t know how 

 
 

Barriers 



4. Worried about 
“confrontation” or 
disappointment if 
people talk about how 
they really feel 

Barriers 





We have to invest more 
time now in skillfully 
speaking with the 
LEADERSHIP TEAM 
about keeping them 
engaged and delighted 





Team 
Terminology 



The 
Really 
Big 
Question 





The 
Really 
Big 
Question 











Help them reach their 
personal goals 



Help them reach their 
personal goals 

Support their best work 
& professional 
development 



Help them reach their 
personal goals 

Support their best work 
& professional 
development 

Build a “positive 
process” environment 
so they feel great about 
coming to work here 





Help them reach their 
personal goals 





What 
does a 
car 
need? 







What 
does a 
car 
need? 



What 
does a 
plant 
need? 





What 
does a 
plant 
need? 





What 
we 
learn: 



What 
we 
learn: 

Each LT 
member 
may have 
different 
needs and 
goals  



We must remember: 
We have to interview  
each Leadership Team 
member  
one on one to discover 
this information 





What would you like to 
get out of this season 
for yourself? What 
would you like to add to 
your set of skills? 



What would you like to 
get out of this season 
for yourself? What 
would you like to add to 
your set of skills? 

















Action 





Help them reach their 
personal goals 



Support their best work 
& professional 
development 





How can I 
support you doing 
your best work? 



You are going to be the 
best expert on what we 
can do to support you 
doing your best work… 



Idunno 



Most Leadership Team 
members are going to need 
guidance from us on how we 
can best support them.  
In part, this is because 
they’ve never been asked to 
think about this before!  





1. Add creative twists to program 
2. Praise positive staff behavior 
3. Support staff and help  

them grow 
4. Manage undesired staff 

behavior in positive ways 
5. Help campers who need  

extra support 
6. Keep camp safe 



Pathways 
Meeting 







I am  
valued here. 







Practice! 



1. Please consider either a 
program director or  
staff leader 

2. Please write down a few 
answers 

Please try this now… 









1. Coach / mentor to staff 
2. Our face to parents 
3. Team support for peers 



4. Guardian of the mission:  
“How does doing this 
activity support our 
mission?” 

5. Our principal tool for 
continuous development, 
improvement and growth 

 





1. It helps them 
understand their role 

2. It helps them see the  
big picture and not just 
terms of their  
specific job 



3. It helps us see the 
above things, too! 

4. (Tricky & cool!) It 
identifies our 
expectations 



5. It makes them feel that 
they have value and 
shows that we know this 

6. It models how and why 
they should do this with 
the staff 





Full communication & participation 

Development of skills 



Full communication & participation 

Development of skills 





Full communication & participation 

Development of skills 



To get the 
Leadership 
Team to 
flourish, we 
want them to be 
nourished. 







The  
Eight 
Major 
F.O.O.D. 
Groups 



The following are what the 
people I’ve surveyed and 
trained and worked with over 
several decades say that they 
want and need. We can call 
these things… 



Vision 



Here’s what they 
say they want 
and need… 



1. A specific sense of purpose 
2. Clear statement of mission 
3. It’s exciting, motivating, and 

worth our effort 
4. Not fungible 
5. Goals of Leadership Team?! 

Key Ingredients 



Involve the Leadership Team in 
presenting the mission to the 
whole staff during the first 
moments of staff training  



Communication 



1. Clear job description 
2. Regular check-in’s 
3. Up-to-date info; in “loop” 
4. Don’t put off difficult 

conversations 

Key Ingredients 



Have Leadership Team 
members edit (or create) 
their own job descriptions 



Give them a role in 
leading segments of 
every staff meeting 



Put a stack of red file cards on 
your desk. If they have an 
urgent concern, they can write 
it on these cards. You pledge, 
when possible, to focus on 
these matters first. 



Responsibility 



1. Authority to make decisions 
2. Empowerment 
3. Ownership of an important 

part of camp 
4. Challenges (progressive) 
5. Accountability 

 
 

Key Ingredients 



Please remember the 
weekly  
Pathways Meetings 
(see above) 



Have a sheet, shared with each 
member of the Leadership 
Team, on which we keep a 
checklist of the things she or 
he “owns” or for which she or 
he has a key responsibility 



Recognition 



1. Thank you & appreciation 
2. Praise (authentic) 
3. Visibility 
4. Promotions 
5. Celebration of successes 

Key Ingredients 



Increase visibility by 
having Leadership Team 
members give 
announcements, whether 
it’s for their area or not.  



“Today’s lunch 
announcements are brought 
to you by the fantastic folks 
at the sports field…” 



Please remember that 
they can “brag” at the 
Pathways Meetings… 
 
 



Freedom 



1. Independence 
2. Opportunity & authority to be 

creative 
3. Safe place to try, fail, learn 

Key Ingredients 



Every member of any management 
team should have a list of a “bold” 
thing on which they are working 
for the week or month…  
 
E.g. a “program goal” or a “training goal” 



Coaching 



1. Encouragement 
2. Honest, timely, constructive 

feedback & evaluation 
3. Training / continued educ 
4. Mentoring & guidance 

Key Ingredients 



This is a great one to which 
to apply our Goals & Growth 
knowledge about this 
Leadership Team member.  



For each member, 
can we say one thing 
we are working on 
with them? 



Time 



1. To reflect, regroup 
2. To plan 
3. For R & R – a break, fun 
4. For connection with campers 
5. For just Leadership Team 

 

Key Ingredients 



Plan a party. Plan play time. 
Plan thinking time. And 
remember that it’s good to give 
them responsibility to do the 
planning, but… 



Take over for 
them! 





1. Tools, materials, supplies to 
do job 

2. People 
3. Know will be backed up by 

director 

Key Ingredients 







Help them reach their 
personal goals 

Support their best work 
& professional 
development 



Build a “positive 
process” environment 
so they feel great about 
coming to work here 



P1 = 
the work 
product 

P2 = 
the way 
we get 
the work 
done 



P2 = 
Process  



P2 = Not 
what we do, 
but how we 
do it  



Why is 
P2 so 
important 
at a 
camp? 



We teach this stuff to 
our campers, so the 
Leadership Team 
should be experts at 
P2 - process  



Invaluable: Initiate frequent, 
“non-crisis” conversation 
about P2 Process—about 
how we are working with 
each other and what we can 
do to make it better 



Remember 
this? 



For example, a regular 
component of every 
Leadership Team meeting 
should be asking P2 
questions… 



How are we doing in our 
work with each other? 
What’s working? What’s not 
working? What can we do to 
make it better? 



How can we cut out some 
unnecessary stress? How 
can we reduce the number 
of hoops through which 
we’re jumping?  







All images in this presentation were 
purchased and are used with a license 
from thinkstockphotos.com 
 





ACA Illinois is Excited to Present a Unique, In-Depth, 
Hands-On Learning Experience 

The Intentional Camp 
How to Do Programming, Training, & Supervision to  
Make Sure We Are Really Building Outstanding  
Life Skills in Campers Every Day 

Presented by Michael Brandwein 
November 6-8, 2017 / At Camp Henry Horner Retreat Center, Ingleside, IL (near Chicago) 

For camp leadership team members of all Resident and Day Camps (Nonprofit & Independent) including 
directors, assistant directors, site directors, supervisors, program directors, unit and area leaders, senior staff, and 
others interested in practical, highly effective ways to make camp about real youth development. 

• Be a truly mission-driven camp that produces real youth development and builds great young people 
• Go beyond just “fun activities” to use the fun to put Muscle in our Mission 
• Master the Target: Identify what qualities and character traits we want to develop as a result of our camp and 

how to build them during our camp activities 
• Terrific Training: Use original, exciting activities to get staff to build these best behaviors every hour 
• Learn specific program pieces, plus games and other activities, that all staff should know and use to teach 

campers skills for life  
• Select, supervise, coach, and evaluate staff to support daily youth development in a fun camp environment 
• Distinctive Marketing: Learn how to more powerfully promote and explain (to parents, funders, boards, and 

others) what we do at camp, why it’s essential, and what makes our program different from competing ones 
• Take home specific, practical, and immediate action plans to make your next camp season the best ever! 

To Register and for more information, please contact Colette Marquardt, Executive Director, ACA Illinois, 
colette@acail.org, 312-332-0833 ext. 24 





Further steps or questions?  
Call me. I’m lonely… 847-940-9820 
Or write me: mail@michaelbrandwein.com 
Free Resources (handouts and video) at 
www.michaelbrandwein.com 
Please make my kids think I’m cool by liking 
my Facebook Business Page at  
“Michael Brandwein Speaker” 



You will receive a follow-up email within 24 hours. It will contain 
the following:  
 
• Contact information for Michael Brandwein   
    (www.michaelbrandwein.com/847-940-9820) 
 

• A link to our full 2017 Safety 1st webinar series recordings 

Thank you for participating in today’s webinar 

We appreciate your thoughts on this and any other Markel webinars you attend. We also 
welcome suggestions for future safety education. Please email your feedback, thoughts, 
and suggestions to Ian Garner at igarner@markelcorp.com. 
 
Visit our website at campinsurance.com to explore the additional safety resources available 
to you as a Markel customer. 

Markel Corporation Disclaimer 
 
Third Party risk management or loss control webinars are made available to you by Markel Service Incorporated (“MSI”) and are intended for informational purposes 
only. The webinar should not be considered as all encompassing, or suitable for all situations, conditions, and environments. These webinars are not intended to sell 
products, solicit business or to provide legal advice. The content of the webinars are made available by the third party under agreement with MSI. Content may be 
subject to copyright. MSI is not responsible for the webinar content and assumes no liability arising out of injury or loss to any person by use of the information 
presented. Please contact us or your attorney if you have any questions. 
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campers skills for life  
• Select, supervise, coach, and evaluate staff to support daily youth development in a fun camp environment 
• Distinctive Marketing: Learn how to more powerfully promote and explain (to parents, funders, boards, and 

others) what we do at camp, why it’s essential, and what makes our program different from competing ones 
• Take home specific, practical, and immediate action plans to make your next camp season the best ever! 

To Register and for more information, please contact Colette Marquardt, Executive Director, ACA Illinois, 
colette@acail.org, 312-332-0833 ext. 24 
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