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FOREWORD This document presents the principles on which
the World Adult Resources Policy is based. It
was prepared by the World Training Committee
for the 33rd World Scout Conference in Paris
(1990).

Since then, the Policy was adopted (Bangkok
1993) and the World Adult Resources Commitee
replaced the World Training Committee.

With a few minor editorial changes, this docu-
ment is identical to the 1990 original and re-
mains entirely valid.
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1. INTRODUCTION The purpose of this booklet is to explain the
general orientations of the work undertaken by
the World Training Committee and provide the
information that is necessary for associations to
develop their own strategies for Adults in Scout-
ing.

Adults in Scouting is a systematic programme of
adult resources management. It is designed to
improve the effectiveness, commitment and
motivation of the leadership in order to produce
a better youth programme for young people and
a more efficiently managed organization.

Adults in Scouting covers the entire process of
attracting, supporting and developing adult
members of the Scout Movement to provide
competent leadership for the benefit of young
people.

Adults in Scouting includes the selection, re-
cruitment, contracting, training, performance
appraisal, recognition, promotion, reassignment
and retirement of adult members.

Adults in Scouting supports the acquisition, use
and future development of the knowledge, skills
and attitudes required to achieve the goal of the
organization, i.e to contribute to the develop-
ment of young people in achieving their full
physical, intellectual, social and spiritual

potentials as individuals, as responsible citizens
and as members of their local, national and
international communities.

Adults in Scouting also provides for the per-
sonal growth and development of adults in all
positions in the Scout Movement.
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2.  A PRIORITY IN THE
STRATEGY FOR SCOUTING

Scouting exists for the benefit of young people.
It is a youth movement in which adults provide
guidance and support to the youth members.
The development and delivery of the youth
programme require the active involvement of
many competent adults who need to be re-
cruited, equipped with the competencies re-
quired to fulfil their tasks, continuously sup-
ported and assigned to new tasks whenever
appropriate, until their retirement.

In terms of the recruitment of adult leaders,
Scouting depends essentially on volunteers.
People who have grown through the Movement
as members in the various sections or people
who feel attracted by Scouting come forward
and volunteer their time and energy. Only in a
few cases will an association actually go to a
specific person and recruit him or her for a
specific task.

Over the years, Scouting has developed an
effective and well proven system of adult leader
training which, undoubtedly, is one of its
strengths as an educational Movement. This
system has been and continues to be innovative
in the field of adult education. Progressive
decentralization has made it possible for adult
leader training to adjust to local conditions
following the rapid growth and development of
the Movement in entirely new environments,
particularly in the Third World.

The system, however, was originally designed to
provide training to unit leaders in the operation
of the youth programme, often by simulating
the roles of youth members. With very few
exceptions, there has been no integrated system
of approaching adult leadership as a whole.
Furthermore, the training activities offered
generally carry a strong functional emphasis and
do not have enough to offer for the personal
development of the individuals concerned.

In most cases, appointments are made on the
basis of previous experience and training.
Often, the latter merely required attendance at
courses rather than a standard of achievement.
Appointments frequently have no fixed terms
and the incumbent may stay on indefinitely,
until he or she decides to retire.

When a person is reassigned, this is usually to a
“higher” position and is seen as a promotion in
a hierarchy rather than a simple move to a new
job, i.e. a new task to be completed within a
given period of time.

All this, to a large extent, explains the observa-
tions made by the World Committee and the
problems described in the first section of the
document “Towards a Strategy for Scouting”
which was presented to the 31st World Scout
Conference.
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of the 31st World Scout Conference which “...
recommends that the respective levels within
the World Organization work along the direc-
tions indicated in the document...”

Adults in Scouting is therefore part of the over-
all strategy of the Scout Movement for the
1990s. It is a global approach to the question of
adult leadership - which is not limited to train-
ing - in which the World Training Committee
will play its part, together with other bodies, at
all levels in the World Organization.

In that document, the World Committee pointed
out that “There is a lack of effective leadership
in many associations. This applies to both
volunteer and professional leaders across the
whole range of responsibilities from unit to
national levels. It is generally caused by one
 - or a combination - of the following factors:

• Many associations have difficulty recruiting
leaders, commissioners and administrators of
the right calibre, with the appropriate back-
ground, a strong commitment to the task and
the will to develop the skills and attitudes
that their functions require.

• Many associations have difficulty providing
appropriate training for their leaders. This
affects the availability of training for the
various levels of responsibility as well as the
quality and relevance of the training opportu-
nities offered.

• Many associations have difficulties with the
tenure of their leadership. In many cases the
turn-over of leaders is too fast while in other
cases the tenure of some leaders in key
positions is too long.”

In view of these remarks and at the request of
the World Committee, the World Training Com-
mittee has started acting upon Resolution 2/88
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TENURE

• recognition of achievements
and experience

• acceptability of personal
needs, assistance and support
in meeting them

• opportunities for personal
growth and development

• opportunities for job devel-
opment, reassignment

PERFORMANCEJOB SATIS-
FACTION

• selection for the right job at
the right level

• provision of relevant informa-
tion, introduction to task

• development of knowledge,
skills and attitudes relevant to
task

• provision of material support -
ongoing support, clear goals/
criteria

EFFECTIVE PERFORMANCE SELF-FULFILMENT
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3. AN EXPANSION OF WHAT
ALREADY EXISTS

Building on what exists in all associations
- a system of training unit leaders - Adults in
Scouting expands into a global system of adult
leadership development. It includes all the
functions held by adults in an association, and
all the areas of competency necessary to fulfil
these functions. It is a continuous process that
starts when an adult is recruited into the Move-
ment and ends when he or she retires, including
all the intermediate steps.

Adults in Scouting is a strategic approach which
ensures better use of all human and material
resources and offers greater challenges to all
those involved.

Adults in Scouting provides for the establish-
ment of a contract at the time of recruitment or
reassignment. The establishment of this contract
includes:

• the formulation of mutually agreed
objectives;

• the clarification of expectations both on the
part of the individual leader and of the
association;

• the need for and provision of training;

• the conditions and timing of performance
appraisal; and

• a specified term of office.

Adults in Scouting takes into account the variety
of situations amongst associations. Some asso-
ciations are at a very basic stage with systems
that only provide basic Scouting skills to their
leaders. Other associations are at much more
advanced stages with systems that cater for a
variety of functions and a large spectrum of
competencies.

Whatever the situation of an association, Adults
in Scouting provides both an opportunity and
an orientation to review the way in which their
adult resources are managed and to continue to
develop from there.

Adults in Scouting clearly reaches far beyond
the traditional boundaries of Adult Leader
Training and therefore calls for close coopera-
tion and shared responsibility between all those
- trainers and others - concerned by the effec-
tive management of adult resources in order to
serve young people better.
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... ALL FUNCTIONAL
COMPETENCIES

...ALL FUNCTIONS IN
THE ASSOCIATION

...THE PERSONAL
DEVELOPMENT
OF ADULTS

TO EXPAND WHAT
ALREADY EXISTS AND

INCLUDE...

A NEED: A CORPORATE RESPONSIBILITY

...THE ENTIRE LIFE
CYCLE OF AN
ADULT IN THE
MOVEMENT

THE SOLUTION: “ADULTS IN SCOUTING”



Adults in Scouting – Page 9

4. A VARIETY OF FUNCTIONS For a global youth membership of around 16
million, Scouting can count on the services of
almost 1.5 million adults working in many
different fields.

The majority of them run the day-to-day, week-
to-week operation of a Cub pack or Scout
troop, or advise and support a Venture Scout
unit. These men and women are unit leaders
and advisers. They are the ones through whom
Scouting reaches young people. To a very large
extent, the quality of the programme offered to
young people depends on them.

Others are in charge of a local group, coordi-
nating the activities of the various units within
the group and providing support to their lead-
ers. They are not in direct contact with the
youth members, or only on special occasions.
They are mainly in contact with adults. Al-
though carried out on a smaller scale, their role
does not differ much from that of a Commis-
sioner who will have to administer, coordinate
and lead other adults over a geographical area
or within a given section.

There are also a number of adults in adminis-
trative and managerial positions. These peo-
ple are members of groups and committees or
councils, or they may work at headquarters and
provide support to the organization at various
levels, area or state, regional or national. They
may be volunteers or professionals.

Within all these groups, there will be some
who also act as trainers. They provide both
formal and informal training opportunities to
help other adults develop the knowledge, skills
and attitudes required to carry out their func-
tion to the best of their ability and at an optimal
level of performance.

Such a list only gives a very broad idea of the
variety of roles and functions involved. Reality
is always more complex - and certainly differ-
ent from one association to the next, from one
part of the world to another. Nonetheless, the
conditions for success are not subject to very
wide variations, at least if we focus on general
common needs.

Adults in Scouting embraces all these functions.
It is not limited to unit leaders and to those
who, in turn, train them. Commissioners, ad-
ministrators, all adults - whatever their tasks,
functions and levels of operation may be - are
part of it. Adult resources need to be managed
as a whole in a consistent and coordinated
way, beyond the traditional boundaries and
across the entire spectrum of functions or tasks.
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5. A VARIETY OF COMPETENCIES Adults have needs as human beings that are
quite separate from the needs that are related to
their function. They need:

• satisfaction from doing a job well;

• satisfaction from believing that what they are
doing is worthwhile;

• satisfaction in relationships;

• satisfaction from feeling that the job they do
in Scouting also contributes to their personal
growth.

Concerning this last point, the role of adults in
the Movement is to support the development of
young people - directly or indirectly. Adults in
Scouting does not imply that the Movement is
for adults and therefore has to provide a pro-
gramme for them. However, those who volun-
teer their time to the Movement - and very often
much more than their time - also have their own
expectations which need to be acknowledged
and met. This calls for the further expansion of
new areas of knowledge, skills and attitudes
and the provision of opportunities for training
activities that will enhance the personal devel-
opment of adults.

In the world today, the idea that individuals
contribute to the achievement of a mission with
what they are, not just with what they know or
with the skills they have, has become more
important than ever before. Scouting will attract

In order to fulfil specific functions adequately,
people need to have and develop specific
competencies. The variety of functions within
Adults in Scouting requires providing training
opportunities in a variety of fields. The level to
which the necessary competencies need to be
developed will depend on the specific skills
required to fulfil any given function as well as
on the previous experience and training of the
individuals concerned.

To accommodate such a variety - different
competencies at different levels - the existing
system of training needs to be reviewed, ex-
panded and made highly flexible. A structured
system of formal training experiences, i.e.
courses and seminars, will not meet the needs.

In addition, the range of competencies required
cuts across the range of functions. In other
words, different functions at different levels may
require the same competencies while other
competencies may be specific to one function or
level only.

Furthermore, the whole range of competencies
to be developed is not limited to those areas of
knowledge, skills and attitudes related to the
functional aspects of a job. It should also ex-
pand into the personal development of the
individual concerned.
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adults who can relate to young people, and
provide young people with the kind of support
they need, only if the adults feel that they
themselves are accepted as persons and sup-
ported in their own development. All adults in
Scouting should be given opportunities for
continuous development. This, too, calls for
great flexibility in the provision of training,
perhaps in the form of a credit-based system.

The Movement has considerable experience in
providing Scouting skills training, leadership
training, and training of trainers. However, its
experience and expertise in providing training
in administration or human relations is much
more limited.

Some associations do not hesitate to invite
outside trainers to introduce new sessions in
Scout courses on subjects that they themselves
cannot provide from internal resources. One
could also think of having adult leaders from
the Scout Movement use training opportunities
provided outside of Scouting and have their
training accredited by the association.
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6. TO ACCOMMODATE
EMERGING NEEDS

For a young person, growing up means making
choices and decisions, developing the ability to
cope, finding a meaning to life, getting prepared
to face challenges and accept change. This has
always been true, but doing so has become
more difficult as young people endure greater
pressure at an earlier age and receive less
support from traditional social structures.

Indeed, situations vary from one part of the
world to another but a trend exists that affects
all young people, wherever they may live. In
the industrialised world, the pressure may be at
school level, e.g. through having to make early
decisions concerning future career options. It
may come from peers on questions such as
health or drugs. It may be in the family through
broken marriages or the fact that most women
are working away from home. In developing
countries, pressure may come from the struggle
to survive, getting an education and a job,
conflict between the tradition of the elders and
attraction to other models.

In one form or another, pressure is everywhere. It
triggers fear and, as a result, destructive behav-
ioural models. At the same time, structures pro-
vided from outside are less effective - and less
accepted. A possible answer may lie in strength-
ening each person’s inner self so that he or she
can be more assertive, make decisions and accept
the consequences, and be active in developing
adequate responses to existential challenges.

Scouting can (and should) help its young mem-
bers to achieve this. It is, after all, nothing but
the full implementation of B-P’s principle of
“education from within”.

All this requires adults who can provide the
right kind of support and really trust that the
“5% good can grow and develop”.

At the same time, adults themselves have very
similar difficulties to overcome and challenges
to meet. The vast majority of adults have not
been prepared to cope with the pace of change.
They may, in many cases, feel just as insecure
as young people do, which makes it very diffi-
cult - sometimes impossible - for them to be of
help to young people. They will either hide
their doubts and feelings of insecurity behind a
façade of principles or appear weak and incon-
sistent. In either case, most young people will
soon find out and realize that no real support
can be forthcoming from them.

This means, therefore, that adults too need to
build their strengths and resources, and their
ability to adapt. Adults also need to strengthen
their inner selves, accept their limitations and
those of other people. They, too, need to de-
velop a sense of empathy and an ability to listen
actively. They, too, need to build on their
strengths and to help other people build on
their own strengths, to see and accept others as
capable and equal.
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All this corresponds to a long series of needs
which may not have been perceived before.
They cannot be met through the usual, tradi-
tional and limited pattern of adult leader train-
ing. On the one hand, meeting these needs calls
for the introduction or development of new
training experiences in the fields of personal
development, human relations and lifeskills
(also for adults). On the other hand, it also
means establishing a supporting environment
for adults in the Movement.

This does not imply the development of a
specific Scouting programme for adults but the
clear acknowledgement that adults have needs -
beyond and outside of their leadership role -
and that Scouting can and does accommodate
those needs.
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I can’t cope by myself
• I depend on my parents

- for food
- for clothing
- for shelter
- to nurse me

I can’t decide by myself
• I am too small
• I don’t have any money
• I don’t have the right

I don’t dare to assert myself
• Others are better than I am
• They know better than I do
• They won’t love me any more
• I will upset them

I don’t understand the meaning of life
or the world
I am told

- what I must think
- what is good
- what is wrong, permitted, forbidden
- what is right

DEPENDENCE

I stand on my own two feet
• I earn my own living
• I have an occupation
• I am responsible
• I have a home
• I belong to a community
• I am involved in my community

I decide what is good for me
• I make up my own mind
• I accept the risks involved
• I am prepared
• I take up challenges
• I accept change
• I accept the consequences

I can be assertive
• I can give, receive, ask, refuse
• I accept my own and others’ limitations
• I accept other people the way they are

and ask them to accept me the way I am
• I have my own space

I develop and clarify my own values
• I take into account the possible consequences
• I live in accordance with my values
• I assert my values

AUTONOMY

• Personal development is a continuous process throughout life
• In this respect, there is no difference between young people and adults - as both are in the process of developing.
• To be able to guide and support someone, I must accept that I, too, am still developing as a person.

LIFE SPAN
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7. THROUGH A CONTINUOUS
PROCESS

Managing the life cycle requires a consistent
approach to each individual step as part of the
continuous process.

Consequently, the need for coordination be-
tween all those involved at the different steps
becomes greater. Those providing training will
need to work closely with those who recruit,
support, appraise, reassign. Together, commis-
sioners and trainers will need to be “managers
of human resources”, and look beyond the
boundaries of their traditional areas of responsi-
bilities. There will need to be a “team approach”
to the management of human resources, and no
individual or group will be able to work in
isolation, within their own “domain”.

At the same time, the fact of using a team
approach will strengthen the necessary func-
tional link that exists (or should exist) between
training and youth programme. This is because
youth programme commissioners will become
naturally involved in the continuous process of
managing adult resources in support of the
provision of the youth programme.

The goal of making the best possible adult
resources available to the Movement and keep-
ing these resources effective and actively in-
volved for an optimal period of time can only
be achieved through a continuous process.

Thus, the entire life cycle of an adult in the
Movement, from recruitment to retirement,
needs to be managed in a systematic and com-
prehensive way.

This life cycle includes a number of steps, such
as:

• recruitment, on the basis of the needs of the
association and the aspirations of those who
are prepared to give their time;

• contracting, on the basis of a clarification of
mutual expectations;

• the setting of clear objectives and time limits;

• training to acquire or develop the necessary
competencies;

• performance appraisal, on the basis of pre-
set objectives;

• renewal in the job; assignment to a new job;
or

• retirement, at the end of a term of office.
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8.  CONCLUSIONS AND
PERSPECTIVES

Adults in Scouting is a general orientation for
the management of adult resources. It is based
on several ideas:

• Adult resources need to be managed;

• Managing adult resources is a corporate
responsibility;

• Training is only one element in the
process;

• Training should be on-going;

• Principles of management by objectives also
apply to human resources:

-  people are recruited for a task
-  appraised on their performance
-  assigned to a new task

As the management of adult resources in many
associations has been confined to the provision
of training and has been perceived as a training
responsibility, applying Adults in Scouting
requires a review of national training policies
and practices. As it implies role changes and
responsibility shifts, some people may feel
threatened.

Adults in Scouting is not an extension (or inva-
sion) of training (and trainers) into other areas
of responsibility. Nor is it the dilution of train-
ing, as a function and status, into other areas of
responsibility.

It should be seen and implemented as a dy-
namic move towards better quality Scouting for
young people and a greater likelihood for adults
to gain job satisfaction and personal growth
through serving the Movement.

The principles are few and simple. Implement-
ing them is more complex and, again, will
require great flexibility in time and structures.
As the Movement embarks in this direction,
associations should also feel that they can move
at their own pace and that they will be sup-
ported on the always enthusiastic but somewhat
threatening path of change - change for the
better.
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THE MANAGEMENT OF ADULT RESOURCES: A SYSTEM

INPUT
• Mission of the association
• Strategy of the association
• Objectives of the association
• Techniques
• Resources
• Expectations and needs of

individuals (volunteers,
professionals)

• Expectations and needs of
teams or units

• Tasks to be implemented
• Applications from adults

offering their services to the
association

• Other management systems
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• Satisfaction of other manage-

ment systemsManage &
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