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BASIC

ADMINISTRATIVE

PLANNING

Regardless of the type of enterprise, the organi-
zational pattern or the size of the staff, there are
certain generic administrative tasks that must
be undertaken prior to leading a group into the
outdoors. Primary administrative functions are
programming, staffing, scheduling, budgeting,
and evaluation. They may be the responsibility
of the leader, the supervisor, the organization’s
directors, or a combination of all three, Ideally,
cach person keeps in close communication with
the others so that there is no misunderstanding
about policies, planning, or implementation.
Ezch of the funclions is related to the others, and
the administrator must develop and modify all
of them concurrently,

Programming

Programming is a widely studied and docu-
mented topic among professionals in the recre-
ation services field. It is discussed in several
books that offer the reader both theoretical and
practical points, The malerial presented here is
based upon current practices and recommenda-
tions for programming in all recreational activi-
tics. Program is defined as the practical imple-
mentation of the sponsoring agency's goals and
objectives. In other words, the program is the
vehicle through which an organization meets its
goals. In reality, the program is everything—
planned and unplanned—that affects the partici-
pants. Unexpected storms, poor tasting meals,
transportation that breaks down, beautiful
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sunsets, and the joy of making new friends are
all part of what the participants perceive to be
portions of the program. Basically, program-
ming entails planning for everything that should
occur as well as the things that might occur.

Programming, the planning of programs,
must begin with 2 well-defined set of goals and
objectives. “Well-defined” means well-thought
out and well-understood, but not fixed or im-
mutable. Planning is a dynamic, interactive
process. Initial targets and directions are es-
sential in any enterprise, bul almaost always must
be modified as one develops a clearer picture
of the actual program. Before a program is
planned, the programmer should understand the
objectives of the organization. If these objec-
lives are in conflict with those of the program
planner, the plans should be aborted immedi-
ately. If the goals of the organization arc related
1o teaching minimum camping skills to begin-
ners and the leader wishes 1o take the group up
a 10,000 foot peak to teach ice climbing tech-
niques, the goals of the leader are in conflict witl
those of the organization. For ethical and legal
reasons, no program should be implemented
unless jt is consistent with the purposes of the
SPONSoring organization,

The goals and objectives of Sponsoring orga-
nizations and, consequently, the outdoor recre-
ation programs themselves vary widely. Some
may focus on environmental awareness or edu-
cation; others will emphasize some aspect of per-
sonal growth, recreation, or skill development,
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Certainly, the objectives of outdoor programs
planned for such diverse groups as a college
recreation program, a college academic program,
a youth ageacy, a communily cenler, a private
enterprise offering vacation trips, or a group of
learning disabled adults will all differ. While
any outing affords many benefits, program goals
determine the area or areas to be emphasized,
and program objectives determine the activities
and methods to be employed. Goals are state-
ments of general direction or purpose. For ex-
ample, a goal of a college outdoor leadership
class might be expressed as “to provide oppor-
tunities for outdoor leadership development,”
or “to develop skilled, ethical, and responsible
outdoor leaders,”

Program objectives should be attainable and
measurable, and it should be possible to verify
that they were met, The following guidelines
may help in writing objectives.

In form, each objective should:

1. Start with the word “to” followed by an
action verb (e.g., to carry a 35-pound
pack 8 miles a day for 5 days).

2. Specify a single result to be accomplished.

3. Specify a target date for the accomplish-
ment (¢.g., upon completion of the
course).

4. Be as specific and quantitative (hence,
measurable and verifiable) as possible.

S. Specify only the “what” and “when.”
Avoid the “why” and “how.”

In content, cach objective should:

1. Relate directly to the goals of the orga-
nization.

2. Be readily understandable by thase who
will be contributing to its attainment.

3. Be realistic and attainable, but represent
a significant challenge.

4. Be consistent with the resources available
or anticipated.

5. Be consistent with the basic policics
and practices of the organization.

6. Be willingly agreed to by all parties
without undue pressure or coercion.

Examples of objectives for an outdoor leader-
ship course could be:

Upon completion of the program parlicipants
will be able:

a. To teach basic canoeing skills to begin-
ning paddlers.

b. To teach group cooperation through a
two-day and one-night canoe trip on @
flatwater lake,

¢. To organize and implement an eight-
week canoeing class for sixteen partici-
pants which develops their ability to
travel safely and responsibly by canoe
on flat water for two days.

Program Contents

Recreational programs are often categorized
according to activity types such as ars and
crafts, music, drama, literature, dance, sports
and games, and outdoor activities. In actuality,
it is possible to incorporate all the other types
of activitics into the outdoors.

Another way of categorizing programs is by
activity format which refers to the form or or-
ganization of the activity. The number of pro-
gram activitics with Jand- and water-based out-
door foci is surprising if one considers the pos-
sibilitics within cach of the formats. The fol-
lowing list describes the formats and includes
some examples of programs that may be devel-
oped around cach of them. The list reflects the
terminology used currently by several authors.
While the major part of this book centers on
land- and water-based activitics carried out in
the matural environment away from the comforts
and security of the urban environment, other
activities may be included as integral parts of
such programs. Such activities may be carried
out during pre-trip training, on the trip, or at
post-trip review sessions. Or they may be used
as programs offered to complement and/or sup-
plement the outdoor-pursuit offering,
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Activity Formats

Competitive events: (These are games and
contests between individuals and groups.)

Orienteering contests
Tent pitching races
Softball on snowshoes
Identification contests
Qutdoor cooking contests
Cross-country ski races

Self-directed activities: (This includes drop-in,
open facility, and special interest activities, No
organization or program structure is needed for
these activities. They are self-interest activities
usually taking place in a reference room, library,
or multipurpose room. The participants “drop-
in” and stay only as long as they wish. Super-
vision is mainly for the purposes of safety; how-
ever, there may be some incidental instruction.)

Map reading practice
Knot-tying boards
Reading reference books
Working on personal equipment

Social activities:

(1) Interest Groups: (These are groups of
people with no common bond other than an
interest in the topic. Interest groups have no
organizational structure and are made up of
individuals who attend as they wish. A great
many outdoor trips, climbs, and other activities
come under this format.)

Lectures, slide shows, and films
Nature walks
Municipal outings
Commercial trips and tours

(2) Clubs: (Clubs are membership groups
with organized operating codes or policies, of-
ficers, and usually a dues structure.)

Hiking clubs
Youth agency troops
Natural history associations

Special events, including performance and
spectator activities: (These arc aclivities that
occur only occasionally, require careful

planning, and usually have no prerequisites or
follow-up programs. They occur on specificd
dates and times.)

Winter camivals
Pot lucks
Progressive cook outs
Award programs
Recognition nights
Litter clean up trips
Trail building trips
Fund raisers (¢.g., sponsoring hikers or boaters
for § 0.50 or $1.00 per mile.)

Self-improvement or educational activities:
(These instructional programs offer specific
knowledge or skills. They mect at specific times
with planned progressions. Participants usually
attend from the first session to the end and usu-
ally pay for the block of lessons. In 4 recre-
ational situation, educational activitics are vol-
untary; nevertheless, the same program formats
and ideas can be incorporated into school and
college classes.)

First aid
Weather
Map and compass
Plant identification
Geology
Outdoor cooking
Swimming
Photography
Astronomy
Animal tracks
Bird watching
Care and repair of equipment
Making and remodeling equipment
Mountaineering

In addition to different formals, programs
can be developed for different age and skill
levels, and can be organized by season, month,
and sometimes week. All outdoor-pursuit lead-
ership does not occur on & trail or river; some
may happen indoors, in town, and in structured
lectures. Working one or more of the activity
formats into the program may help one meet
the interests and needs of many participants.

F—i
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Recreation Programming
Principles

Recreation programs are based upon cerlain
principles generally agreed upon by profession-
als in the recreation field. One may think of a
principle as a “guiding rule 1o action” (c.g..a
rule of conduct), By mcorporating these prin-
ciples into program planning, the programmer
an provide the participant with the same quality
program that he/she expects from other similar
programs. This is tantamount to quality control
used in the manufacturing of market goods, as it
controls the quality of the program. The length,
type. and content of every program should be
based upon the consideration of both the group
itself and individuals within the group,

Group-Centered Principles

The extent to which each principle will be fol-
lowed varies according to the type of group,
Groups consisting of single categories of indi-
viduals (i.c., Boy Scouts) will be less affected
by some guidelines than groups made up of a
wider range of individuals (i.e., participants
from a community center). Accordingly, the
following ten principles do not apply equally to
all groups; however, each should be considered,

1. Planners must consider the needs and
interests of the group, and the available leader-
ship, equipment, finances, and resources (land
or water),

2. The program should be planned for many
age ranges and abilities within the group. For
example, a youth group may range from ages
ten to sixteen, include beginners and experts,
and consist of both able-bodied and disabled
members. A college class may consist of peaple
who range in age from seventeen to over sixty
and who portray # wide range of abilitics, con-
ditions, and interests. A community center
group usually consists of a wide range of ages,
abilitics, socio-cconomic levels, and interests.
Obviously, the municipal outdoor programmer
has a much more diversified clientele than does
the planner of a program for a narrawly-defined
group.

3. The program should offer a majority of
activities within the financial budgets of all
potential participants. If some members of the
larget group cannot afford the program, cither
the program should be altered or expenses
should be somehow defrayed (through scholar-
ships, donations, borrowing, renling, improvis-
ing). (This recreation programming principle
applies largely to tax-supported programs.)

4. The program must be operated in a man-
ner that serves as 2 model for participants. Pro-
&ram standards for safety and environmental
responsibility will be reflected in the behavior
of participants when they conduct personal
ventures. (It is better to turn back in an emer-
gency and refund some money than to endanger
the lives of the participants.)

5. When paossible, programs should offer
the continuity of year-round operation. Courses
about care and repair of cquipmeat, first aid,
meteorology, geology, map and com pass, ete.,
all contribute to the overall outdoor program
and can be offered during what is often called
the “off-scason.”

6. The program should provide activitics
that are varied and progressive (new places, new
activitics, new levels).

7. The program should be 2 supplement, or
complement, to what is already offered and
available within the community.

8. Planning should be long-range, (o ensure
future leadership, finances, facilities, and
equipment.

9. The program should be based upon the
standards developed by national agencies or
rescarch studics, (Ratios of leaders to partici-
pants, leader competencics, progressions,
cquipment, eic.)

10. The program should follow the best cur-
rent practices in the field.
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Individual-Centered Principles

Planners also need to consider cach individual
by keeping the following principles in mind:

1. The program should provide the indi-
vidual with an outlet for expressing skills and
interests.

2. The individual should be provided with
the widest possible range of individual choices
in a variety of activities. This will vary with
~ different groups. A prescribed outdoor course
or a college class will have fewer choices than
one sponsored by a municipal recreation depart-
ment or one offered to private individuals seek-
ing lcisure experiences outdoors.

3. Individual differences should be recog-
nized and accommodated when possible.

4. Every program should provide the oppor-
tunity for social interaction and fellowship.

5. Every program should create and develop
an interest in self-leadership, self-sufficiency,
and self-reliance. The program that makes
groups and individuals reliant oa the leader may
be missing a primary potential purpose of out-
door pursuits—that of developing self-reliance.
“Full-service™ guiding may or may not move
clients toward self-sufficiency. In order to avoid
overconfidence, clients in “full-service™ pro-
grams must be made to understand their own
capabilitics and limitations. They must under-
stand that they are not investing in a program
that automatically gives them the ability to du-
plicate the same trip without the service of the
guide.

6. The program should involve the partici-
pant in the planning process and, insofar as
possible, in the decision-making process.

7. The program should provide the oppor-
tunity for creative expression. Singing, storytel-
ling, menu-making, cooking, and joking are all
forms of self-expression.

8. The program should provide the oppor-
tunity for adventure and new experience. Even
though the leader has been there and done some-
thing a hundred times, it must be treated as a
new and wondrous adventure to the beginner.
Instead of belittling a climb with “Oh, I've done
that route lots of times,” a leader could say,
“Isn’t the view from the ridge spectacular?” or
“What did you think of the steep pitch just be-
fore the summit?”

When trying to follow the principles, one
might consider inserting some of the program
formats mentioned above into the program.
Some of the formats can help the programmer
mect specific principles better than others, and
by using several formats, there is a better chance
of implementing all the principles.

Staffing

Staffing is perhaps the greatest single challenge
for administrators of outdoor programs. Safec,
high-quality experiences for clientele, and, ulti-
mately, the suceess of the program depend upon
the abilities of field staff working in potentially
hazardous remote ficld locations. The adminis-
trator faces the formidable task of determining
the size and qualifications of staff members,
locating and assessing potential employees, and
hiring, training, and supervising the staff. The
casicst way to attack this complex problem may
be to divide it into manageable parts, as in the
following maternal.

Many of the decisions that must be made
with regard to staffing require a sound, current,
working knowledge of the realities of field
leadership of the activity in question. More
often than not, the administrator faced with the
responsibility for staffing decisions is not a par-
ticipant in the activity, much less an expenienced,
active Jeader or instructor in the activity. Given
the importance of making good decisions in
terms of both program quality and personal and
program liability, and given the Jarge amounts
of time and expense involved in the staffing
process, the administrator is strongly advised to
seek assistance from those who have the neees-
sary background and up-to-date expertise.
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Identification of Needs

While identification of staffing needs is clearly
prerequisite to initiation of a search for staff,
one should be prepared to rethink the proposed
program in light of the qualifications of the
potential personnel identificd in the scarch pro-
cess. Often, some modifications in the proposed
programs are needed to accommodate limitations
in the abilities of the available staff or to take
advantage of greater than anticipated staff capa-
bilities. Nevertheless, probable needs must be
identified to provide a starting point. The num-
ber of personnel required to operate a program
is, 10 a large exteat, dependent upon the abilitics
and workloads of cach staff member. 1t is often
casier to begin by listing the particular activities
and/or outings that must be staffed, grouping
similar elements together. For example, one
might group hiking- and backpacking-related
aspects of the program together, since these
activilies require similar skills. Activities, such
as rock climbing and mountaineering, might be
grouped together as they require expertise in
rope handling and climbing skills.

While it may be possible to locate individu-
als capable of leading a wide-range of activilics,
itis most likely that & search will yield individu-
als with relatively narrow ficlds of expertise.

It is relatively casy, for example, to locate indi-
viduals who have extensive backpacking exper-
tise and adequate leadership potential. It is
considerably more difficult to find experienced
mountaineers, much less mountaineers who have
the additional safety and rescue training neces-
sary to conduct activitics safely. Too often,
ardent outdoor enthusiasts focus almost exclu-
sively on one aspect of land or water activity,
and have, at most, a passing familiarity with ac-
tivities outside of their special arca of interest.

As a result, it is often necessary to define
staffing needs on the assumplion that several
specialists must be hired. While cumbersome,
this often results in superior initial program qual-
ity, and may provide flexibility and improved
continuity if, through in-house apprenticeships
and training, staff can be encouraged 1o broaden
their horizons.

Assume that you are faced with the relatively
simple task of staffing a weekend backpacking
program. Where do you begin? First, it is im-
portant to know as much as possible about the
proposed program. How many outings are
planned? Whal is the expected group size?
Who will participate, and what is the nature of
the group? Where and during what scason will
the outings take place? Many factors must be
considered before determining the number of
leaders needed. In a few cases, it may be suffi-
cient to provide a single leader. More often, and
certainly in the case of maost multi-day back-
country outings, at least two leaders will be
nceded. (For suggestions on leadership ratios
and qualifications for various activities, refer to
Chapters Sixteen and Seventeen.) Typically,
such cutings are staffed by a fully-qualified
leader and a competent but less experienced
assistant,

The specific minimum qualifications of each
depend upon the nature and purpose of the out-
ing. The staff must be capable of safely facili-
tating achievement of the program objectives,
While basic safety and group management skills
are needed by leaders of any backpacking out-
ing, program objectives often define additional
leadership requirements. Basic leadership skills
may suffice for the leaders of beginning level
summer day hikes: however, considerable ad-
ditional experience and skill may be required
foe off-scason travel, longer outings, or programs
designed to accomplish specific objectives such
as enhancement of sclf-confidence, develop-
ment of advanced skills, or learning about the
environment.

Each situation is unique, and the program -
administrator may lack the experience necessary
to define the number and qualifications of staff
needed for a particular outing.  Advice and as-
sistance can often be obtained from administra-
tors or leaders of highly regarded programs with
similar content. Contacls with providers of such
programs can provide valuable insights and ad-
vice, and an awareness of what comparable insti-
tutions regard as minimal staff qualifications and
participant/stafl ratios. In this critical realm, the
administrator cannot afford, from a legal per-
spective, 10 set standards less stringent than those
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of other institutions or organizations offering
similar programs. As a caveat, one must be sure
that the persons from whom advice is sought are
highly regarded as leaders in the ficld. Request-
ing advice from someone just because histher
program has been in business for several years is
risky, as the enterprise may be operating below
the standard recognized as acceptable.

Job Announcements,
Descriptions, and
Analyses

Job announcements are brief notices of position
openings with broadly stated duties and general
as well as specific qualifications. Job descrip-
tions are lists of the general and specific duties
expected of the employee. Job analyses arc
descriptions of what the employee actually docs,
often accompanied with notations on the length
of time needed to accomplish cach task.

Once needs are identified, gencral and spe-
cific duties and responsibilitics can be described
for each proposed position—the job description.
These “in-house™ descriptions may then be sum-
marized to create announcements of openings
suitable for posting or publication. The final
job analysis often cannot be developed until the
staff member is identified and actually performs
the assigned dutics. Employees have the right
to expect their duties to be spelled oul on their
job descriptions. When the job analysis is not
consistent with the job description, one or both
should be modified.

Created prior to the search for a new staff
member, the initial job description is relatively
easy to generate. While the modification of
this teatative deseription into a form suitable
for use in a job announcement appears 1o be a
simple process, it in fact deserves careful con-
sideration and often requires the involvement
of personnel managers or institutional commit-
tees. Hiring processes are often subject to spe-
cial protocols, conventions, and rules. A small
private guide service may be free to describe a
position and define criteria and qualifications
for employment in whatever manner deemed
most likely to achieve results in the particular

advertising medium. At the opposite extreme,
a publicly-funded educational institution may
have to comply with a complex and frequently
changing array of local, state, and federal regu-
Jations as well as established institutional poli-
cics. Fortunately for the program administrator,
most instilutions have one of more individuals
on staff to assist in this process. The operator
of a small private business can often obtain ad-
vice or assistance from local government agen-
cies. Contact with an established reputable
service-oriented business in the area may be
uscful as a means of identifying which govern-
mental agencies need to be contacted.

Regardless of the extent of regulation and
constraint, it is often best to avoid being overly
specific when advertising the position. Mini-
murm requirements should be stated clearly;
however, care must be taken nol 10 turn away
qualificd individuals. Before stating minimum
requirements as a fixed number of years of a
specified kind of employment, or as a require-
ment for a specific academic degree or certifi-
cate, consider whether a person might be ac-
ceptable given some alternative combination of
experience. The most common way of accom-
plishing this is to append “or equivalent”™ to the
specific, preferred conditions, When stating
salarics or wages, it is often best to state the
range and to append with the words “commen-
surate with experience” (or equivalent wording)
if flexibility is possible.

Figure 11.1 (page 222) illustrates an outline
for a basic job description. Figure 11.2 (page
223) shows an example of a job description
maodificd from one used by the Northwest Youth
Corporation.

In most cases, the final working job descrip-
tion cannot be written until the new employee
has been identified. Even in the case of a new
“single-purposc” part-lime employee, it is of-
ten necessary 10 make some adjustment in the
initial job description to reflect the individual’s
strengths, limitations, interests and time con-
straints. Failure to adjust is unfair to both the
new employee and the enterprise, and it could
be a contributing factor to legal action in an
ensuing case of negligence.
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FIGURE 11.1 A Generic OQutline for |
a Job Description

Position Title

Dates of Employment

. Program Description

. General Description of Job
Specific Job Responsbilities
Work Conditions and Hours
Pay

. Qualifications

. How to Apply

CENOM AN

Locating Potential Staff

Mast positions require highly skilled individuals
who can work cftectively in unsupervised field
settings. The work schedules are often irregular,
the hours are long, and the pay is often marginal.
Even in a large metropolitan area, there may be
only a few potential employees. Fortunately,
however, there are reasonably efficient ways of
gaining the attention of these individuals. One
of the ¢asiest and most productive approaches
is to spread the word within the community of
participants in the activity in question. For ex-
ample, a search for a backpacking instructor
might be initiated by a few phone ¢alls to one
or more backpacking instructors or hiking club
leaders in the area. They may offer suggestions
and help spread the word throughout the regions.
Inform as many dedicated participants as pos-
sible. Some may be potential leaders or know
of passible candidates. Try posting notices in
the clubhouses and newsletters of local hiking
or climbing clubs, and in stores that sell hiking
cquipment. Colleges and universities sometimes
have outing clubs or outdoor pursuits courses,
and a few offer outdoor leadership training. All
are potential sources of staff.

Assessment of Candidates

How can the best candidate be selected from 2
pool of applicants? The goal is to select the

candidate who will be the greatest asset to the
program. The person or persons charged with

selecting the new employee thus need to be
thoroughly familiar with the program as a whole
as well as with the specific job description.

Initial screening of applicants is usually ac-
complished through a review of written appli-
cations and references. The efficiency of the
screening process depends in large part upon
the quality and quantity of information provided
by each candidate. The application form and
other materials sent to applicants need to be
carefully constructed to ensure that the review-
ers will have adequate information upon which
1o base their decisions. If a standard institutional
application form must be used, it may be nec-
essary to request specific kinds of additional
information in a cover letter or supplemental
application form.

Most application forms include spaces for:

Date

Applicant’s name

Street address

City

State

Zip code

Work and home telephone numbers

Social Security number (This may not be
required until after the hiring process is
finished, or it may be required in order to
reimburse travel expenses, It depends
upon the agency.)

Position applied for

Education (date, institutions, and degrees)

Employment history (dates, employer, po-
sition, bricf job description, wage or sal-
ary may be optional)

Other relevant experience and training
(special skills, training or certification,
familiarity with outdoor resources in the
arca; hobbies and interests, elc.)

In some cases, it may also be useful to know
the applicant’s age, gender, marital status, num-
ber of dependents, medical history and physical
limitations, driving record, military service and
discharge record, and police record. Before re-
questing any of the above information, it’s best
1o review institutional policies and governmen-
tal regulations applicable 10 the search, There
are situations, especially in the United States,



FIGURE 11.2 An Example of a Job Description
NORTHWEST YOUTH CORPS

POSITION: Crow leader
DATES: Summer: June-September Fall: September-Octobar

PROGRAM BACKGROUND
Northwest Youth Corps (NYC) is & summer education and job raining program for high school
youth, aged 16-19. Youth crews work on peojects for goverament and mdustry in a format
strassing job skills and environmental educaton. During the week, crews camp near the job sites,
live n tents, and cook thew own meals over a campfwe or Coleman stove. Weekends are devoted
10 recreational ouwlings and educational actvities.

JOB DESCRIFTION
Crawleaders live and work with their craw in a full-time capacity. They suporvise work
projects, implement a daily environmental education program, coordinate maal preparation, and
transport their crew in a 15-passanger van. They are also required to leam the skills necessary to
operate a chainsaw in a safe, efficient manner.

DUTIES AND RESPONSIBILITIES
Corpsmember Supervision:
Crewleaders are responsible for coordinating all the daily operations of a tan (10) member
teanage work crew. They delegate responsibilities ta crewmambers, maintain crew descplne, and
astablish crew morale
Work Project Supervision:
Crawlaaders are responsibla for the sake completion of assigned work projects and direct
corpsmambers with spedclic atlention 1o sale work praclices, proper use of 100ls, work quality, and
afficiency of production.
Recordkeeping:
Crewleaders are responsible for maintaming dally work reports, corpsmembaer time shaats, written
corpsmamber evaluations, and a variaty of other paperwork.
Education:
Crawmambaors are responsible for integrating NYC's envwonmental education program into each
day's work schadule and for assisting in the coordination ol an ongoing recreation program.

DESIRED QUALIFICATIONS
Education:
Minimum cne year college education in outdoor recreation, forestry, environmental education,
resource management, landscape archatecture, or a ralated fiald.
Experience:
Applications will be reviewod considening all revelant experience relating to youth leadership,
outdeor racreation, environmental education, or lorestry background. Previous expenence
oparating chansaws is desimbla.
Certilication:
A current first aid card and CPR certlication i requered. Lite-gaving cartification is desirable.
Applicants must be able to demonstrate an accoplable driving record during the last three years.

HOURS
NYC is a rasidantial program requicing long days, high energy, and love of challenge. There
will be a five-day braak between sessions; additional unpaid days off will also be scheduled.

PAY SCALE

In 1991 first.year Crawleaders eamed a minimum ol $50/day plus meals and potential bonuses.

Staff Parformance Bonuses ranged Irom 398 10 $165, and Productivity Bonuses ranged from zero
to $232,

TO APPLY
Application requirements include a completed application, resume, and references. Interisws
will be scheduled as applications are recaived.
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wherein employers are prohibited from request-
ing certain kinds of information about prospec-
tive employees. Where it can be shown that the
position demands a specific age, gender, or
marital status and is not discriminatory against
any individual, it may be possible to require
such information. Driving and police records
are standard requests in cases where the pro-
spective employee will work with youth, and/or
funds, and will be involved in vehicular trans-
portation. Requesting information that does not,
or should not, affect the carrying out of the job
responsibilitics serves no purpose.

The nature and specificity of additional infor-
mation needed to make a hiring decision varics
widely from case to case. In a relatively simple
case, when selecting a “single-purpose™ part-
time employee, all that may be needed is infor-
mation specific to the particular job. For ex-
ample, when selecting a backpacking leader who
will have no other function in the program, it is
often sufficient to have the candidate detail
(1) personal experience in backpacking, (2) any
courses or training in related skills, and (3) any
leadership or teaching experience in backpack-
ing or related activities.

Remember that the written application is only
a screening process. Final decisions will be
made only afler the interview process is com-
pleted. When the new employee may be ex-
pected to perform a varicty of functions, more
information is needed about the breadth of a
candidate’s experience. Figure 11.3 might be
uscd as an aid in screening candidates for a po-
sition in a program that includes hiking, back-
packing, rock climbing, mountaineering, and
rafting. Using such a form can facilitate com-
parisons and is especially useful when there are
many applicants for a position.

Al some point in the scelection process, it will
be necessary to conduct a more thoroug as-
sessment of a candidate’s knowledge of, and
ability to teach each activity. Usually, this more
detailed assessment will apply only to those
candidates who have met initial criteria and have
survived an initial screening of applications and
references. There are several possible ways of
determining specific abilities, The best method
or methods will vary depending upon the nature
of the position, the expertise of those conducting

the search process, the extent to which it is pos-
sible to communicate with the candidates, and
the nature and reliability of references. Assess-
ment of a prospective outdoor leader is not an
casy lask, even for experienced professionals
well-versed in the specific activitics in question.
One of the first things most experienced admin-
istrators do is call for help!

Given the impaortance of making a good deci-
sion, and the difficulty of assessing a candidate,
relerences can be extremely important. Nothing
is more useful than being able 1o discuss the
prospective employee with an experienced and
reputable colleague who has had an opportunity
10 gain firsthand knowledge of the candidate.
A few minutes on the telephone cin sometimes
tliminate the need for hours of interviews. If
the applicant lists an organization as a former
employer, it is wise to inquire exactly why the
person left the organization, Sometimes it was
because of poor job performance!

If references cannot provide enough informa-
tion, the importance of the interview and alter-
native assessment techniques is increased. It is
often worthwhile to use a written ¢xam and/or
a preestablished series of questions in an oral
exam or inlerview format. A writlen or oral
examination is useful if, and only if, the ques-
tions are appropriate and if, and only if, the
responses can be evaluated by people experi-
enced in activity leadership 1o which the candi-
date may be assigned.

It is often best to utilize various types of
questions, 1o assess both objective skill and the
candidate’s judgement. For example, a candi-
date for a position as a mountaineering instruc-
tor might be asked to draw or construct a 3:1
pulley system suitable for use on a glacier, us-
ing standard mountaineering devices and knots.
The candidate might then be asked to describe
what actions he/she might take in response to a
specified set of circumstances. A set of a dozen
questions could include one or more dealing
with first aid, environmental hazards, clothing
and equipment needs, climbing and rescue skills,
environmental ethics, group control, and teach-
ing methods, as well as various open-ended
questions to shed light on the candidate’s abil-
ity 1o use good judgment in resolving complex
dilemmas.
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Applicant’s Name:

FIGURE 11.3  OQutdoor Skills and Teaching Experlence Summary

Position Applied For:

For each of the activities listed below

0.

please indicate the extent of your
experience and skills, Use the fallowing codes:

0. No experionce

1. Beginning or novice lavel
2. Intermediate level

3. Advanced or expert lovel

Alzo indicate your ability to teach each aclivity at the beginning, intermediate
and advanced levels. Use the following codes:

Not qualified to teach at this level
1. Could teach, but no teaching experionce
at this level

2. Have some teaching experience at this
3. :3;5:) extensive teaching experience
at this level
Personal Ability to Teach
Activities E:,’;S';Sﬁ" lovels:
in Activity Baginning | Intermediate | Advanced
Hiking
Backpacking
Rock climbing
Rafling

In some cases, it is necessary 10 observe the
candidate in the field. For example, in the ab-
sence of reputable certification or references, a
potential ski instructor should be observed while
skiing and while teaching this activity. Although
the candidate’s talents might be conveyed in a
videotape, direct observation is generally more
revealing. While there is always much to be
gained from direct observation in the field, cir-
cumstances and budgetary constraints may make
it difficult or impossible to arrange, For ex-
ample, it may be possible to arrange a two-hour
session in which to assess a candidate’s ability
to teach skiing, but it may be difficult to assess
the ability of a mountaineering instructor unless
several full days can be scheduled,

In practice, decisions are usually based upon
information derived from the written applica-
tion, letters of recommendation and telephone
conversations with references, interviews with
the candidate, and written or verbal examina-
tion, supplemented, where passible, with direct
ficld observations,

It is common to identify more than one in-
dividual who meets all the performance criteria
of the job in question. Unless one PErIsSon seems
clearly more qualified than the others, vis--vis
the specific job description, the decisions may
be based in part upon the possibility of ancillary
contributions 10 the program. For example, in
the case of the search for a backpacking instruc-
tor, an individual who can also teach kayaking
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might be selected from a set of otherwise equally
qualified individuals if the program happens to
nced additional help in kavaking.

Staff Orientation and
Training

For most administrators, a new or reassigned
employee is both a blessing and a burden. The
relief felt at finally identifying and hiring the
new staff member is followed immediately by
a new set of challenges. Even when a long-time
employec is reassigned, it is neoessary to com-
mit time and energy 10 orient the person o a
new role in the organization. Inevitably, there
is a period of inefficiency during which the new
staff member is Ieaming how to accomplish the
necessary tasks. A new employee must be made
familiar with the general structure, policies, and
procedures of the organization or institution in
addition to the job orientation itself. In some
large operations there may be established indoc-
trination processes and materials. More often,
the entire task falls on the shoulder of the
individual’s immediate supervisor.

Consideration of oricntation and training
should be part of the initial decision to fill the
position. Funding and allocations of supervisory
time need to be considered as part of the essen-
tial costs associated with the position, When
several staff members are hired simultancously,
time and energy can be saved by conducting
general orientation sessions for all new employ-
¢es and volunteers, so that the time required for
individual sessions is minimized.

Orientation sessions for new staff generally
include detailed surveys of relevant policies and
procedures, including payroll issues, employee
work rules and benefits, and safety policies and
procedures. All of these areas should also be
explained clearly in up-to-date documents. Very
often, such documents are not kept up-to-date.
The need to orient new employees oflen pro-
vides the incentive to review and update written
policy statements, Involving the new employee
in this process can be worthwhile for everyone.
The organization gains from having fresh in-
sight, and the new employee gains a sense of

involvement and respect, as well as a better
understanding of the rationales supporting poli-
cies and regulations,

The amount of specific training that is nec-
essary depends upon the circumstances. If there
are other employees doing similar work, it may
be sufficient 1o have the new staff member work
with an experienced employee as an assistanl
or ¢co-leader. When there is no possibility of an
“apprenticeship,” it is usually best to assign the
new leader to tasks that are relatively casy. A
new backpacking leader might be assigned to a
few small, beginning level weekend group out-
ings before being assigned to a more challenging
experience. Even if the new employee has con-
siderable experience as a leader, it takes time (o
adjust to a new job and to become familiar with
new terrain.

Specific skill deficits may be dealt with by
providing in-house training sessions if expertise
is available. However, it is often more efficient
1o “farm out" the training, especially if the skills
are reasonably standardized. Using outside
Sources may not cost much more than using in-
house personnel, unless the in-house experts
have nothing else to do with their time. When
employees attend “outside™ clinics or when oul-
side experts are brought in to conduct training
sessions, new ideas and techniques are made
available. In the case of first-aid and CPR
training and other safety-related skills, it is of-
ten best to defer to the American Red Cross or
to other sources of nationally recognized stan-
dardized training and certification. In some
larger communitics, especially in the western
states, there are specially designed first-aid
courses available for outdoor leaders, ski patrol
and mountain rescue personnel. These courses
include material relevant to the special needs of
people who work in backcountry areas, and may
offer Emergency Medical Technician, First
Responder, Red Cross Advanced First Aid, or
other nationally recognized certificates.

Staff training is an on-going process, and
must be considered as an inherent cost of opera-
tion of the program. In some cases, all of the
costs of staff training, including the costs of
maintaining first aid, CPR and other certifica-
tion are born by the employer. More often, the
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employer supports a portion of the expense,
Typically, training that is specific 1o the Job and
not of general value outside of the organization
is fully funded by the employer, while the costs
of maintaining first aid, CPR and other required
certificates are shared or considered to be the
employee’s responsibility.

Compensation

There is always a need to compensate leaders
for the time they spend working with programs,
While money is the most widespread form of
compensation, it is by no means the only option,
The following summary includes some of the
mast common forms of employee compensation.

Money. 1t sounds simple cnough, doesn’t
it? In many if not most cases, it’s the most of-
ficient and effective form of compensation, and
it’s the primary form of compensation for most
workers. However, as any experienced admin-
istrator knows, the actual process of providing
monctary compensation is anything but simple.
To begin with, how much should the PCrson re-
ceive? Should the pay be hourly, daily, weekly,
monthly, by salary, or by the job? What is the
actual cost of a given rate of pay, given the
various taxes, payments to local, state, and fed-
eral programs, employee insurance and other
benefit costs?

Establishment of a pay scale is a complex
process. It’s important (o consider the pay rates
for similar work as comparable organizations
in the region, the cost of employee benefits, and
the costs of the various governmental taxes and
fees that must be paid in proportion o employee
wages. The scale needs to allow for reasonable
raises over time, as well as for overtime compen-
sation and raises for outstanding performance.
Establishing a fair pay scale is difficult, even in
the case of an office worker assigned to regular
working hours. The process is far more complex
in the case of most outdoor leaders, due to the
irregular work patterns and long bours. The na-
ture, intensity, and risk levels of the work also
vary markedly within the course of a typical
assignment.

In some cases, pay is determined in part on
the basis of the difficulty and risk level which
adds yet another dimension 10 the puzzie. The

following table shows the major tasks associated -
with operation of a typical basic weekend back-
packing course. In the example, it is assumed
that the leader is responsible for cach of the
listed responsibilities. Note that programming,
budgeting, scheduling, marketing, registration
of participants, and other critical tasks arc not
included here as they are normally considered
to be the responsibility of the program adminis-
tratoes. While some planning and scouting time
may be saved by operating multiple similar
trips in the same location, the total amount of
staff time required is still remarkably large. Sce
Table 11.1 (page 228).

Given the amount of time required to staff
even a simple weekend backpacking course, it
isn’t surprising that many organizations rely
heavily on volunteers, at least as assistant lead-
ers. Itis also not surprising that in the private
sector such courses are expensive for partici-
pants. Even at only $10.00 per hour, the costs
of dircct leadership for a two-day field outing
may approach $1,000.00. Administrative
costs, insurance, general overhead, ransporta-
tion costs, and other expenscs may well add
another $800.00 or more so that each partici-
pant must pay $50.00-$70.00 per day just to
cover expenses, It is no wonder, then, that many
private outfitters, puide services, and schools
must charge $100 per day or more (in 1993
dollars) to make a reasonable profit,

Fortunately for the gencral public, many
tax-supported institutions can offer outdoor
activities at more affordable rates because of
lower overhead and insurance costs. Unfortu-
nately for leaders, many private and public op-
erators keep their costs down by paying very low
wages or by paying for only part of the time
invested by the leader. Sometimes it is possible
to hire capable leaders for evening or weekend
outings on a part-time per day or per outing
basis for as little as $50.00 per day or $100.00
per weekend (in 1993 dollars). This may be a
satisfactory arrangement when the individual is
a full-time student or otherwise fully employed,
Teachers, for example, may make good reliable
part-time employces. If the individual is totally
reliant upon income from leadership, however,
it is unlikely that he/she can afford to accept
the position. Full-time, well-paid employces

_
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TABLE 11.1  Hours to be Considered for Compensation for a
Typical Weekend Backpacking Outing
LEADER | ASSISTANT
HOURS LEADER HOURS
Pro-trip planning 4 0
Pre-trip scouting 12 12
Pre- and post-lrip meetings® 6 “
Group gear preparation® 1.5 0
Personal gear packing 2 2
Conduct of outing ® 24 24
Group gear cleaning, ropair and storage 1 1
Follow up evaluations and reports 1 05
Personal gear cleaning, repair and storage 2 2
TOTAL 535 45.5

and set-up and follow-up time.

! Includes planning, vehicle reservations, generation of course descriptions, agendas
and other handouts, etc. Repeated trigs on the same basic plan require less time.

? Assumes ability to scout a two-day beginning trip in a single day by a fass, fit pair of
leaders. Repeated trips 1o the same site usually 8o not require scouting.

* Assuming two pre-Irip meetings at 1.5 hours each, one post-trip mesting at 1 hour,

* Ascumes a nesd 1o organize a moderate amount of group gear, Itis assumed here
that personal gear is provided by individual participants.

% Leaders are responsible for the group from time of assembly until return to town. In
addition, leaders must usually arrive at least 30 minutes earty to prepare vehicles
and gear, and after the outing they must return vehicles and, in some cases,
transpor participants home. Therefore, the 12 hours per day assumed here are
minimal. Some organizations pay for an additional 12 hours of evening and night

are generally the most committed and reliable
personnel. The next best alternative is a part-
time employee who has a secure full-time paid
position in the community, When students or
other members of transicnt populations are
hired on a part-time basis, frequent changes of
staff can be expected, with the resultant costs
of training and lack of continuity.

Obviously, all of the above issues must be
viewed with one eye on the budget. In most
cases, all costs of operation must be borne by
the participants, at least in the private sector.
Unless some other source of income is available,

market forces often lead to an uneasy compro-
mise wherein participant fees are uncomfortably
high, and staff wages arc uncomfortably low.
Sometimes there is an advantage to contracl-
ing or subcontracting for the needed services.
As a contractor, the leader receives no direct
benefits other than a fee, which is often greater
than the wage that would have been received as
an employee, and the fee seems larger still since
no taxes are withheld. The employer enjoys
lower costs and may be afforded some degree
of protection from liability for the actions of
the contractor, especially if the contractor is
insured. While such an arrangement may not be
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in the best long-term interests of the conlractor,
it may provide considerable short-lerm advan-
tage. The primary stumbling block may be li-
ability insurance. Unless the program’s liability
coverage automaltically extends to contractors,
the contractor may have to obtain his/her own
insurance. In many cases, the costs of obtaining,
adequate coverage exceed any monetary advan-
tage gained by contracting,

Health Insurance and
Retirement Benefits

Health insurance and retirement programs ire
valuable benefits, especially in the United States.
Even in the majority of developed nations, which
have national health-care plans, there are usually
a variety of supplemental health and retirement
programs that can be peovided for full-time, and
in some cases for part-time employees. The
typical full coverage group health plan in the
U.S. is very costly; however, it is a benefit
needed and appreciated by employees. In many
cases, employers are required by law lo offer
certain health insurance andfor retirement ben-
efits. Employers should consult with the appro-
priate local and state agencies o determine
what rules apply given the size and nature of
the organization.

Training Opportunities

As discussed earlier, some or all of the staff
training sessions may be paid for by the em-
ployer. Whether or not training is viewed as a
benefit depends upon the cmployee’s attitude,
company policy, and the quality and scheduling
of the sessions. Well-run, valuable sessions
may be appreciated by employees even if they
have to pay part or al] of the costs. They may
consider being allowed to participate as a ben-
efit of employment. On the other hand, less
exciting sessions may be viewed as unplcasant
additional burdens.

The activitics themselves are ongoing “train-
ing sessions™ for the leaders. For many, the
opportunity to improve activity and leadership
skills is a prime motivator and benefit of em-
ployment. By providing an occasional training

session, clinic or seminar, the employer can help .
maintain enthusiasm for learning. It is a good
idea to encourage post-trip meetings of groups
and leaders, wherein the leaders can solicit feed-
back from the participants. It is especially use-
ful to follow the full group post-trip mectings
with a leaders-only meeting, 10 allow uninhib-
iled exchange of ideas and constructive criticism,
Such meetings can be of great value in upgrad-
ing program quality, leadership ability, esprit de
corp and job satisfaction.

Equipment, Food, and
Transportation

Most outdoor pursuits are highly gear intensive,
and mast take place at some distance from town.
Gear, food, and transportation are all potential
employee benefits. There is great variation in
the way these items are dealt with in different
programs. Transportation 1o and from the out-
ing sitc is almost always provided at no cost 1o
the leader. When carpools are used, the leader
is compensated fully for use of histher vehicle,
or rides in someone clse’s vehicle at no cost,
with expenses picked up by the program or by
the pool of participants. Gear is sometimes
provided. For example, ropes, carabiners, hel-
mets, and other specialized gear are almost al-
ways provided for rock climbing and moun-
taincering participants and leaders. Backpack-
ing leaders may be offered a backpack, tent,
sleeping bag, and stove. Equipment is usually
provided when it is clearly needed by the
leader in order to conduct the course, or when
the leader will be working enough to incur sig-
nificant weas and tear on personal cquipment.
Such equipment usually is not considered em-
ployee property, and remains with the company
on lermination of the employee. Sometimes,
when it is not needed by the program, gear be-
longing to the organization may be borrowed
by employees. While appreciated by employ-
ees, this can be a costly “can of worms” for the
employers. The practice is not recommended
unless strict guidelines are applicd.

Clothing is rarely provided. Even when uni-
forms are required, as is commeon in ski schools,
for example, special group or even wholesale

h
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prices may be arranged, but the costs are paid
by the employee. The clothing is maintained
by the employee and is retained as personal
property once employment has ended. There
are exceptions to the rule, especially when a uni-
form is distinctly marked and cannot be modi-
fied for “civilian™ use. Such clothing may be
paid fully or in part by the employer and is kept
by the employer for reuse by new employees.

Some programs provide the leaders’ food.
As a general rule, if the program provides the
food for the participants, the Jeaders are provided
with food as well. In such cases, Ieader food is
a benefit paid for out of the program budget.
When food is not provided for participants, it is
not usually provided for leaders. Compensation
may be provided in the form of a “per diem™
allotment to cover food costs, or no compensa-
tion may be provided based upon the rationale
that the leader would have to provide his/her
own food in town anyway.

Recognition and Praise

Everyone appreciates a pat on the back. Recog-
nition of work well-done can take many forms,
from informal comments to formal presentation
of awards. Exceptional or newsworthy accom-
plishments by staff may be showcased on bulle-
tin beards, in newsletters, in local newspapers,
or, in some cases, on television. Many outdoor
pursuits activitics have exciting visual potential.
Often a local TV station can be enticed into
doing a human interest or sport story featuring
an outstanding employee or program.

Other Compensation

Some of the most obvious employee benefits are
often forgotten. It might be worthwhile to re-
view the section on the values of outdoor pur-
suits, in Chapter One. The physical, philosoph-
ical and aesthetic benefits that attract partici-
pants to outdoor pursuits are no less attractive 1o
leaders, At least when the weather is good and
all is going well, many an cutdoor leader has
secretly chuckled at the thought that he/she is
being paid to do what others must pay to do!

Volunteer Benefits

Essentially all of the benefits available to paid
cmployees are available 10 volunteers, except,
of course, money. In many cases, volunteers can
claim a “benefit” not available 1o paid personnel.
Many extremely valuable programs and services
simply could not exist without volunteers. In
such cases, volunteers can rightfully feel proud,
as they are unselfishly helping others by pro-
viding services and skills that would otherwise
be unavailable.

Tt is important to appreciate volunteers as
individuals, and to understand their particular
needs and motives for wanting o serve. Itis
also important to maintain a clear focus on the
needs of the program, in particular vis-a-vis
program safety and quality. It may be tempting
to try to accommodate an enthusiastic volunteer
when in fact there is no real need for that indiv-
idual’s particular set of talents. In the long run,
it is always best to maintain high standards and
expectations for performance. Whether paid or
not, staff morale is very much determined by the
extent to which there is a real basis for pride in
the quality of the program. Like paid personnel,
volunteers appreciate clear definitions of re-
sponsibility, ongoing feedback, and recognition
for their accomplishments.

Supervision of Staff

Leadership is probably the single most impor-
tant factor in the success of an outdoor recre-
ation program. For this reason, an outdoor-
recreation administrator should spend the ma-
jority of his‘her time working with, and for, the
leaders of the program.

Leaders are a resource, and what a program
receives from this resource may depend entirely,
on the administration and the supervisor.

The key is good supervision. Many limes,
il seems that a supervisor in actuality becomes
a “snoopervisor,” which in general fouls com-
munications and inadvertently has a bad effect
on the program. Among all personncl, rapport
should be such that there is little change in
the program (or the leader’s feelings) when
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supervisory/administrative persons are at the
site. Too often, supervisors are looking only
for what is wrong rather than what is right.

In an age when there is the perception of
“administration pollution,” there are always per-
sons who appear (in an effort 10 show their im-
portance) to question each small facet of a pro-
gram. This action, commonly called “nitpick-
ing," is one of the best ways of robbing leader-
ship of the enthusiasm and resourcefulness
which are so necessary to outdoor programming,

By nature, outdoor leaders are individualists.
‘This is good. In the outdoors, these leaders
have learned to be self-reliant; they have tasted
the freedom and naturalness of the nonsynthetic
world, When a leader is confronted by an ad-
ministrator who appears 1o speak only from
books, the leader may lose his/her drive and
enthusiasm about the program very quickly.
When people are hired to do jobs, they should
be allowed to perform them. They need admin-
istrative support and supervision but, assuming
that qualified leaders were hired in the first
place, they should need little or no administra-
tive interference.

Scheduling

Scheduling refers here to the process of setting
dates and times for activities and events. Agen-
das, as specific plans for the content and timin g
of meetings, outings and events, are discussed
in the section on tactical planning in Chapter
Fifteen. Scheduling is critically important to
the success of any program. Qutdoor pursuits
are, in general, very time intensive. Participants
must find room in their personal schedules for
pre-trip meetings, acquisition and preparation
of clothing and equipment, outings, post-outing
repairs, cleaning, and storage. Planners must
be highly sensitive to the lifestyle and prefer-
ences of potential participants. Vacation pat-
terns, school calendars, work schedules, and
potentially competitive, or conflicting, events
have 1o be assessed and considered. The situa-
tion is compounded by resource access. River
levels, snow levels, road conditions, weather
conditions, usage levels, management controls,
and permit stipulations are only some of the
considerations surrounding access to resource

lands and waters. As if this isn’t enough con-
fusion, there must be enough qualificd staff
available, and facilitics, transportation, and
lodging must be available. The scheduler must
often juggle half a dozen variables when seck-
ing, the best possible time for a given event or
activity.

Most outdoor pursuits, as leisure activitics,
must be scheduled at times that do not conflict
with, or interfere least with, those activities and
responsibilitics that a given participant sees as
obligations. For this reason, unless the prospec-
tive clients are retired, longer events or activitics
must be scheduled during vacation periods,
Short excursions may be scheduled on week-
ends, or during the summer, for students and
many teachers and faculty. Meelings or other
in-town events arc generally held on week
nights, as staff are often busy leading field ex-
cursions on weekends. There is no one best
evening. Monday through Thursday evenings
are the most frequently used for classes and
meetings, with Friday and Saturday cvenings
customarily committed to social events, Thus,
i purely social, recreational event usually has a
better chance of success on a Friday or Saturday
cvening than on an carlier night, while a clinic,
course or business meeting is not likely to go
over well on cither Friday or Saturday evening.
For various reasons (such as religious obser-
vances, family activities, school work, and re-
laxation), Sunday evening is rarely used for any
kind of meeting. There is a general reluctance
to commit the last evening of the weekend to
any structured event,

If participants may have a need for, or inter-
est in, more than one activity, this must be con-
sidered when setting the order in which events
will occur. Failure to do so inhibits the partici-
pant’s ability to enroll in multiple events, and so
reduces enrollment potentials for the sponsor,
For example, in a large program with multiple
offerings, 2 beginning backpacking outing,
should be scheduled before an intermediate
backpacking meeting, and ideally before any
other outings for which the beginning back-
packing outing is a prerequisite. The timing is
important, as well 43 the sequence, 1t is best, for
cxample, 10 Jeave at least one or two weekends
between two outings in a sequence, since few
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people can schedule two weekends “back-to-
back.” Especially when the activity is physi-
cally or psychologically demanding, it is im-
portant ta give the participant a chance (o rest,
recover, reorganize gear, get ciaught up on
chores, and become mentally ready for a new
adventure.

Evening preparatory sessions should be
scheduled far enough in advance of an event so
that everyone has an opportunity to do whatever
is necessary prior to the event, be it studying,
exercising, skill practice, gear acquisition, or
breaking in a new pair of boots. Meeting times
set too carly interfere with evening meals, but
meetings set too late may be unproductive, be-
cause retention diminishes as people tire. Most
cvening meetings are scheduled to start between
6:30 and 7:30 p.m., and usually last no longer
than two hours. It is often best to limit the total
number of sessions by extending them as much
as possible. For example, it is usually casicr and
more cfficient for both the instructor and the
participants to schedule two long cvenings than
four short evenings. Beginning instructors are
invariably amazed by how long it takes 1o cover
what may seem like a short list of topics. Even
experienced and efficient instructors usually
prefer having several hours with a group before
heading for the field. Nevertheless, keep the
attention spans and personal time constraints of
participants in mind. If 2 meeting is scheduled
for two hours or more, it is likely that some
people will avoid it altogether, and it takes a par-
ticularly adept instructor to maintain the interest
and attention of any audience for that long.

Registration

Registration, the enrollment or “signing up” of
clients, is an integral part of any program. It is
important from a business and clerical perspec-
tive; it influences client attitudes towards the
program; and it can represent a major cost in
both time and money. From a business perspec-
tive, registration is generally the point at which
fees are paid or at least committed to by the
clients. Tt is at this point, if not before, that
clients need to be made aware of any and all
terms and conditions related to payment, In

essence, this is the point at which a contractual
agreement is being struck between the sponsor
and client. As in any contract, it is wise 10 have
the particulars reduced to wriling. Figure 11.4
illustrates a typical registration form.

Registration is usually accomplished, by tele-
phone, by mail, or in person. Each has its ad-
vantages, and, in some cases, it may be best
to use 4 combination of approaches, Normally,
the choice is based upon a desire to maximize
the number of clients given the resources avail-
able. Many small businesses utilize a1l three
methods, allowing clients to enter the program
by whatever means is most convenient for them.
Usually at least some exchange of paperwork is
necessary, by mail or personal contact. Large
institutions, such as colleges and community
recreation departments that provide multiple
offerings to people living in a limited geographic
area, may conduct a well-advertised “arena”
registration at a centrally located facility.

The following suggestions may help. Re-
member that whichever techniques are used, a
friendly and professional approach, well-
designed forms, and carefully written documents
pay dividends in efficient and, most importantly,
in client perceptions of the program.

Telephone registration is becoming increas-
ingly popular, due to improved technology.
Incoming WATS, “8007 service, FAX machines,
and a host of computerized telephone enhance-
ments and services have increased the efficicncy
and, at least for clients, made telephone use more
attractive. Many large institutions employ so-
phisticated interactive systems that allow the
caller to “punch in" codes on a touch-tone tele-
phone, and even to pay using varions credit
cards. Such systems can often keep track of
group sizes, limit enrollments, and convey pre-
recorded messages in response to preestablished
caller input. While highly efficient for some
applications, these “high tech” systems lack the
important element of real-human intervention.
In normal telephone registration, the caller can
speak to someone who can, ideally, answer
questions and perhaps allay some anxicty, A
goed “fit” hetween clients and programs is es-
sential, and there is no good substitute for con-
versation with a knowledgeable person. Usually,
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FIGURE 11.4 An Example of a Registration Form
Name: Age: Gender:
Address:
£ street city stale zip code
Phone (home): Phone (work):
Class Name Dates Times Place Instructor Class Fee
Total Due: Amount Paid: (cash, check, or charga):
Balance Due:
SIGNATURE: DATE:
SIGNATURE:
(parent or guardian if under 18)

a phone call only serves to reserve a place in an
activity, and it must be followed by an exchange
of paperwork in the mail unless the person can
come 1o the office within a day or two. Even
when the call taker is highly knowledgeable
and able to answer the caller’s questions [ully,
it is important to provide the vital information
in written form.

Registration by mail may be initiated by the
client, for example, by sending registration
forms clipped from a local newspaper, along
with payment. More often than not, it is initi-
ated by the sponsor in response to the client’s
telephone call or letter of inquiry. Mail-in reg-
istrations can be costly if not arranged carcfully,
in part because of the delay inherent in mailings.
Hopefully, bulk mailing rates can help keep
costs down in large programs.

Registration in person, whether one at a time
or in an arena with several hundred people, of-
fers the best chance 10 ensure that the client

knows exactly for what he/she is signing up. It
also gives the staff a chance to assess the client
more effectively, and saves postage and tele-
phone costs. One-to-one contracts are ideal
from a communication standpoint, if the spon-
sor’s representative is thoroughly knowledge-
able, On the other hand, such contacts are very
incfficient for other than very small programs,
as similar messages and processes must be re-
peated at considerable expense in time. At the
opposite extreme, mass registration is very effi-
cient in terms of time spent per client, at the
expense of disallowing relaxed and thorough
discussion of issues. If the large group regis-
tration session is for closely related activities, it
may be possible to begin the session with pro-
gram descriptions and a question and answer
period. In a diverse program, any discussion
would have 1o be limited to common issues and
registration procedures. The components of a
successful arena registration are (1) adequate

—
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numbers of registrars, (2) availability of infor-
mation (it must be possible 1o answer all im-
portant questions quickly), and (3) simplicity.

One tempting way to avoid long lines is to
provide a form for each potential client, on
which they can record their name, address,
phone number, and any other necessary infor-
mation, and list the courses, activilies, or events
in which they wish to register. The problem
with this system involves the inadequacy to
monitor enrollments; some people would leave
thinking they are enrolled, when in fact the of-
fering was full. Having people sign up for spe-
cific activities takes somewhat more time, but
it allows those who are unable to enroll in a
given activity the chance to select an alternative
activity in which space is still available.

In this process, time can be saved by using
the form mentioned above sa that the client
doesn’t need to record the data repeatedly should
he/she enroll in more than one activity. Regis-
trars for cach activity can initial the form and
note the activity and fee, for assessment and pay-
ment or billing at a separate desk. Statements
of terms and conditions, activity descriptions,
schedules of events, agendas, health forms, re-
leases and acknowledgements of risks, parent/
guardian release forms, and a clear statement of
refund policies should be provided to cach par-
ticipant at this point.

Whatever technique is used for registration,
it is important to gather enough information to
serve the needs of the client and of the program.
In addition 10 the obvious information (name,
address, and home and work telephone num-
bers), it may also be useful 1o record the client’s
date of birth, social security and driver’s license
numbers. Parent or guardian and/or emergency
contact information is handy 1o have in the reg-
istration files, even if it is also included on the
health form.

For most organizations, the greatest chal-
lenge is that of drawing in enough clientele. For
this reason, it is very helpful to know how the
client initially learned of the program and 1o
know as much as possible about what inspired
participation. Such information is invaluable
in planning future marketing schemes. Knowing

the person’s age and specific interests can help
when planning programs and in targeting mail-
ings or other marketing schemes,

Registration does not guarantee that the en-
rollec will participate. As anyone who has ever
arranged group events is all too aware, it is com-
mon for people to sign up and then not partici-
pate. The range of reasons runs from illness or
accident 1o unpredictable time conflicts to loss
of interest, excess anxiety, or forgetfulness, to
name just a few possibilitics, The result can be
unnccessarily costly and frustrating unless care
is luken to establish fair policies and convey
them in writing to clients in advance of registra-
tion. There are two principal areas of concern,
The issue of most immediate interest 10 the non-
participant, and to the organization as well, is
the fee. There are many possible schemes for
determining what portion of the fee, if any, will
be refunded. Most organizations establish a
schedule of refunds based upon the time of
leaving the program and the reasons for leaving.
Whatever schedule is applied, it is far easier
and more comfortable for the organization 1o
hold a deposit or part of a fee if the client was
warned, in writing, at registration.

The secomd arca of concern is the possibility
of potential client loss in the program, activity,
or event. Although little can be done about this
at the last moment before an outing or once well
into a progression, it may be possible to enroll
someone else to fill the vacant place if the ab-
sence oceurs very early in the program. Care
must be taken, however, to avoid adding some-
one who will be handicapped or less safe due to
having missed onc or more meetings, lessons,
or training sessions. One way 1o avoid wasting
a space is to maintain a “waiting list” of potential
alternative participants. When the first meeting
of a program is mandatory or very important,
those on the waiting list may be required to
attend. Absentees may then be replaced imme-
diately from among the alternates in attendance.
This is an especially useful tactic in the realm
of outdoor pursuits, wherein the material ad-
dressed in pre-outing sessions is important to
safety, and being part of the program from the
beginning helps the participant develop a sense
of full membership in the group enterprise. This,
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of course, is not feasible in the program where
clients come from many widely separated geo-
graphical arcas.

Budgeting

Needless to say, every agency, organization, or
business is different in regards to the structure
and dimensions of its budget. Furthermore,
while the owner/operator of a small guide ser-
vice must, of necessity, be in complete control
of hisfher budget, a leader (or even administra-
tor) of programs imbedded in Jarge institutional
structures may have little knowledge, much less
control, of the budget. The small business op-
erator would probably like to spend less energy
dealing with finances and more time doing other
more appealing tasks, while those at the other
extreme may be frustrated by the lack of uader-
standing and control. At least a partial solution
for both sets of people may be to conduct a care-
ful review of the existing budget, using as many
sources of information as possible, while being
as objective as possible.

Budget planning is usually too complex to
do strictly in one’s bead. It is not unusual 10 see
budgets for modest programs that occupy sev-
cral pages. Having a written budget is very use-
ful from a planning perspective, and a post-event
budget summary is an invaluable aid in account-
ing for expenses, tax form preparation, and in
planning similar future events. When construct-
ing a budget form, consider the varions end uses
of the information, including the requirements
of accountants, the IRS and other taxing entities,
and utility for future planning. Especially for
the small business, a well-constructed form can
save precious time. Many computer software
manufacturers make programs that are specially
designed for these purposes, and most good
spreadsheet programs can be used to create
budget plans that are easy 1o use. Such programs
are especially handy for planning, as predictions
can be entered easily, with almost instantancous
display of “bottom lines.” All such programs
also allow quick and casy gencration of hard
copies, and many have interactive word process-
ing capability so that the budget may be modi-
fied and included directly in reports.

Data base programs are particularly useful
for keeping track of purchases and expenses,
especially when there are many expenditures
over the fiscal or tax year. Data bases allow
cach entry to be described, dated, and coded so
that each category of expense can be scparated,
totalled, and printed out in a few minutes.

There are many expenses that might be in-
curred in operating an outdoor recreation busi-
ness. The following list is not all inclusive, and,
for any given business, some items may not
apply. Small business operators especially may
find it convenient to list or group the various
items in a way that is compatible with the re-
quircments and forms of the IRS or other taxing
entities. Note that in some cases (such as for a
facility), the expense listed for a particular pro-
gram may represent only a portion of the actual
facility's expenses, or none at all, depending
upon the extent to which the peogram is expected
to share the burden of those expenses.

A Sample of Possible Business Expenses

1. Salaries
Administrative
Staff
Full-time
Part-time
Secretarial
Contracted
Other (Jawyers, CPAs)
2. Taxes
. Withholding
Federal
State
Local
FICA (social security)
4. Insurance
Workman's Compensation
State Accident
Business liability, property
Employee lLability, accident
Volunteer liability, accident
Participant, accident
5. Facilities
Buildings and offices
Pools and recreational facilities
Maintenance and supplies
6. Utilities

W

—_—
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7. Office Expenses
Telephone
Postage
Printing
Supplies
Equipment
8. Marketing and Promotion
Advertisements
Materials
9. Equipment
Purchase
Rental
Maintenance and repair
Replacement
10. Publications
Trade journals and magazines
Books and reference materials
Maps
11. Transportation
Licenses
Purchase of vehicles
Rental of vehicles
Tickets and fares
Safety cquipment
Maintenance and repairs
Vehicle replacement
Gas and oil, etc.
Tolls and farcs
12. Accommodations or Resources
Lodging and campsite
User and access fees
13. Food
Staff
Participant
14. Miscellaneous expenses
Incidental costs
First aid materials
Refunds

Other possible expense categories include live-
stock, capital improvement, and investments.

Income may come from a number of sources.
In a small business, the situation is often very
simple in that income may come only from cli-
ent fees, In larger private organizations and in
public institutions, income may also be derived
from several sources. The income side of the
ledger may be quite simple or may be set up as
follows:

1. Investment

2. Fees

3. Sales

4. Refunds or rebates from manufacturers
5. Gifts

6. Grants

7. Donations

In the most simplistic sense, the “bottom
line” can be calculated by subtracting the sum
of all expenses from the total revenue, taking
care to account for any refunds or other hidden
variances. In practice, however, it is not always
easy to interpret the “bottom line™ in a budget,
especially when its scope includes overhead
costs and other expenses not directly incurred
in carrying out the event or program. In setting
up the initial budget, it is recommended that
both small and large organizations seck the aid
of qualified tax consultants. Even if the taxes
are subsequently calculated by the program
administrator, advice is usually necessary to
determine deductions, expenses, “costs of do-
ing business,” overhead, and other items that
may vary from case to case. Then the real situ-
ation can be grasped, and the true effects of
changes in fees, income, or expenses can be
comprehended. As a final thought, remember
that a budget is 2 plan that may need to be modi-
fied. Anyone who has ever planned as simple
a venture as a weekend at the beach (or even a
trip 1o the market!) knows that it is wise to plan
for contingencies.

Evaluation

Every program has goals or objectives, whether
or not they are formally documented. Evaluation

is the process of assessing the extent to which
objectives were achieved and goals were ap-
proached. Evaluation may be formal or infor-
mal. Informal evaluation occurs throughout
the program, as leaders and staff interact with
the participants and observe their responses to
cach activily, event, or experience. Discussions
of these observations at staff meetings can gen-
crate ideas for program improvement and rein-
force effective elements of the program. Formal
cvaluation processes include the use of evalua-
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tion forms and structured discussions. See
Figures 11.5, 11.6 (page 238), and 11.7 (page
239). In every case, it is important to solicit the
views of the leaders, staff, administrators as well
as the views of the participants,

Few programs are driven solely by partici-
pant interests. While participant satisfaction is
almost always an important consideration, in
many cases there are program goals, objectives,
policies, and philosophical directives that must
also be weighed heavily even though they may
be at odds with attainment of maximal immedi-
ate enjoyment by participants. This is common
in programs that have educational or therapeutic
objectives, wherein the success of a program

may be measured in terms of institutional per-
ceptions of what best serves the long-term in-
terests of the participants. If the participant is
unaware of or unable o recognize and appreciate
the long-term benefits of an experience, he/she
may be less satisfied with the program. Thus,
an administrator o leader might evaluate a pro-
gram as having been highly successful, while 2
participant might express serious reservations.
For example, an overnight camping trip with a
high school biology class might be judged wildly
successful by the faculty if all of the teaching
objectives seemed to have been met, and the
students learned basic camping skills, Some of
the students, however, might regard the outing

ACTIVITY:

FIGURE 11.5 Outdoor Recreation Program Evaluation Form

DATE:

improvements in our program.

Comments:

We appraciate your comments. With your help and input, we can make

1. Did you enjoy the program? yes ___ no

Comments:

2. Did the program fuffill your expectations? yes ___no ____

3. Please indicate your response below:
Leader’s knowledge of the material

EXCELLENT

GOOD FAIR

Leader’s skill in activity

Leader’s teaching ability

Location of activity
Pace or speed of activity

Length of program

Comments:

4. How did you hear about this program?

Because:

5. Would you recommend this program to a friend? yes ___ no ___

6. Other comments:

7. Ideas for luture trips?
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OUTING/CLINIC TITLE:

FIGURE 11.6  Outing/Clinic Evaluation Form

DATE:

Instructors:
Knowledge and skill level

SEXS ME - F-—

Please help to improve the quality of our program by filling out the evaluation form
and turning it in to a staff member. Thank you.

Please rate the Outing/Clinic from EXCELLENT (5) to POOR (1)

5 < 3 2 1

Teaching ability

Organization and efficiency

Attitude towards participants

Ovarall rating

Comments:

Overali Program:
Pre-trip information

Travel arrangements

Accommodations (if applicable)

Overall rating

Comments:

as a total failure, having had no chance to swim,
little free time, and not enough bug repellant.
Both viewpoints are important and should be
taken seriously. This situation is not unusual,
and it points to a need for better communication
between, in this case, the faculty and students.
Poor ¢valuations by participants result when
the experience did not meet their expectations.
Poor evaluations by representatives of the or-
ganization result when objectives, which repre-
sent the expectation of the organization, are not
achieved. When the perceptions of participants
vary markedly from the perceptions of admin-
istrators, leaders, and staff, the usual cause is
poor communication in the initial phases of the
program. Good, early exchange of ideas can
create realistic expectations by cither changing
participant preconceptions or by inspiring more
realistic goals and objectives. Careful analysis

of input from all sources may identify ways in
which the objectives may be modified without
diminishing their value, or ways of achieving
exciling objectives, so that participant satisfac-
tion is increased without reducing the overall
value of the program.

Open evaluation processes lead to betler
programs, and, perhaps even more important,
to a sensc of involvement, personal respect,
power, and control by all who contribute. Too f
often, administrators, leaders, and staff all dread
the evaluation process, Having invested time
and energy in designing and carrying out a pro-
gram, it is only natural for the planners to wish
for total success and, at the same time, to fear
failure. Negative evaluations imply failure—
and that hurts. Most people thrive on praise and
dislike criticism in any form. Administrators
don’t like to hear that the goals and objectives
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FIGURE 11.7  Class Evaluation Form
NAME OF CLASS
INSTRUCTOR DATE
Put a circle around the word that represents your objective judgment of the course or
the instructor. Your response is confidential. A summary of all student evaluations in this
class will be provided to the instructor.
1. Instructor’s interest and enthusiasm for teaching the course
poor fair good very good axcellen
saems porsonaly moderaloly intarastad and has sustained infevest &
uninlerestod; doas husigstic; not aspecialy onthusiasm far 1he course
N0 inspire Jarming stmudating
2. Preparation for class periods
poor fair good very good axcellent
vaparanon usvaly wel prapared always well praparad ]
wsualy haphazard
3. Organization of the course
poor fair good very good excellent
fimle o no evidont  wal organized but very woll arganized
arganization raom for improvement from starf o finish
4. Presentation of subject matter
poor fair good very good excellent
snadents bovad; haphazard Keaps sludents intorostod;
use of LRSS ime; waice voke claar and axpression
and expressian are insdeguate dsancr; dass nme wel used
5. Attitude toward students
poor fair good very good axcellent
Shows 0o parsonal trivedly, cowrleous and I
inlevest in students; indifloront cons\daran
6. Course objective: What to learn was clear
poor fair good vary good axcellant
nO attomp! wirs made obechives wore cloar ]
[0 dofine course abjectivas from the beginning
7. General ratings of the course
poor Tair good very good excellent
| Iearnad vory Witle oo sold course; [ earmed much |
8. General rating of the instructor
peor fair good vary good excollent
| not bad, bur an excophionaly
2ol be botlor goad leacher
9. Facilities
poor fair good very good axcellent
faclines were no! adaguate faclilios ware swtad
AppYopriare for this parlicutar class
Comments: {On the back please comment on significant strengths and weaknesses
of the course. How can this course be improved?)
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they established were not appropriate, or that
their planning was inadequate. Leaders and
staff don’t like to learn that certain activitics
were not successful, or that their leadership was
flawed. It is well to remember, however, that
(1) it is simply not possible to please everyone
cqually in any group situation, and (2) criticism
is free advice. The advice may or may not be
good advice, but the price is right!

Whether or not a program is successful in
the long run is usually dependant upon the qual-
ity and value of the services that are delivered.
Definitions and perceptions of quality and worth
change constantly, so the successful program
must be continually assessed and adjusted. A
team approach can help administrators, leaders,
and stafl maximize program potential and mini-
mize unnecessary anxicty. The keys to success
are mutual respect and understanding and a
sense of common purpose. Mutual respect and
understanding are grounded in good communi-
cations, and one of the best ways to facilitate
communication is for a key member of the
lcam to take the lead.

For example, an administrator might begin
a post-trip evaluation session by saying, “Lel’s
sce what we can do 10 improve next month’s
program. It scems from the evaluations that
some of the objectives I sct need to be changed
or tossed out altogether. Can you help me?”
This sets a tone that is conducive to construc-
tive action. In such an atmaosphere, the leader
whase teaching style has been criticized may
feel comfortable asking for advice. In a post-trip
session with participants, informal group evalua-
tion can be instigated by the leader, who might
say to the group, “Let’s talk about how the trip
wenl for you, We want to do a better job for the
next group, so you can do us, and the next par-
licipants, a big favor by giving us your honest
appraisal of your experience.”

It is often useful 0 focus discussions first on
general issues, such as the location and agenda,
then on the leadership. It is particularly valu-
able, if time allows, to focus one by one on the
leaders in order to extract as much feedback as
possible. By making it clear that every staff
* member, including the leader, is still learning,
more direct and honest feedback is encouraged.
To facilitate free exchange of ideas, the listeners

should take care to avoid defensive responses,
but rather to express appreciation for the advice
or idea. Later, after all of the group members
have had a chance to speak freely, the staff may
wish to explain why a particular action was
taken, but this should be done only when nec-
¢ssary to correct serious misunderstandings on
the part of the group. The post activity evalua-
tion process is invaluable o the leader as well
as to the organization, which benefits from the
development of leader competence. Written
cvaluations can be used and are especially
valuable when employed in conjunction with
the verbal evaluations of the post-trip meeting
process,

Ideally, the evaluation process should include
post-trip verbal discussion by the group, written
evaluations by group members, verbal discus-
sion in a leaders-only post-trip meeting, and
written evaluations of cach leader, By “leader”
we refer here 10 anyone who participated in a
leadership capacity, including leaders, assistant
leaders, drivers, and any other involved staff,
For example, leaders and assistant leaders in a
program may participate in group post-trip
evaluations, meet in a leaders-only session to
provide intensive feedback for every leader, and
then receive a writien evaluation from each head
leader. Figure 11.8 is an example of a form for
leader “peer evaluation” that includes both
structured and open-ended clements,

The leaders are asked to arrive at the leader
meeting with written evaluations of every
leader with whom they worked. Distributing
these evaluations after, rather than before or
during, the meeting, facilitates communication
by avoiding the tendency of leaders 1o become
fixated on topics and issues in the written
evaluation.

Post-trip leader mectings are discussed in
greater detail under the section on bringing clo-
sure in Chapter Sixteen, “Leadership in the
Field”

Program and leader evaluation reguires a
significant commitment of time and energy at a
point when it is tempting to put the past behind
and to focus upon immediate and future needs.
Experienced administrators and leaders know,
however, that the rewards of regular, thorough
evaluation far outweigh the costs,
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Activity:
Date of Evaluation:

FIGURE 11.8  Post-Activity Leadership Evaluation Form

.. Date of Activity:

Evaluator:
Subject:

OBJECTIVE EVALUATION:

Subject’s:
. Skill level in the activity,

Evaluator's Position:
Subject's Position:

POINTS

. Physical condition/ fitness

. Experience/general knowledge of aclivity

Appropriateness of, and use of clothing and equipment

Performance of assigned tasks
Teaching and communication skills

Apparent judgment and maturity

. Initiative and energy level

Performance under stress

SCEBNDNE QN -

—a

. Quality of summary write-up

Rating System:

SUBJECTIVE EVALUATION:

1 = Inadequate for leadership of this activity

2 = Adequate for leadership of this activity at assistant leader level

3 = Adequate for leadership of this activity at leader level

4 = Excellent and consistent with highest professional standards
NA = Insullicient basis for estimating competence or performance

Note:

yourself!

The purpose of this evaluation is to provide any and all insights that could be of value 1o
the leader. Please be as direct and honest as you would appreciate in an evaluation of

Summary

Basic administrative functions include program-
ming, stalfing, scheduling, registration, budget-
ing, and evaluation. Those considering admin-
istralive aspects of the outdoor pursuits field
will be called upon to be familiar with the details
of ¢ach of these topics and 10 be able to plan
and modify them concurrently. Programming
functions include developing various goals and
abjectives, incorporating various program

formats, and following both individual-centered
and group-centered principles. Stalfing includes
developing job descriptions and announcements,
and locating, assessing, training, supervising,
and compensating staff. The processes of
scheduling and registration include many ac-
tivities designed for the convenience of poten-
tial participants as they make arrangements 1o
enroll in the outdoor pursuits program. Bud-
geting is a plan for income and expenses de-
signed to result in an even financial balance or

|ll.l.....l-IIIIIIIIIIIIII-IIII-------
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a nct gain for the organization. Evaluation of
the program from the point of view of both the
participant and the organization is a process of
documenting the extent to which the objectives
were achieved and the goals approached. These
administrative functions are basic 1o the opera-
tion of any outdoor enterprise.
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