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Winning Ways of Skilled Supervisors 
Foundations of Success for All Senior Staff 

 

 
Being a great manager and someone who is easy to talk with isn’t always, well, easy.  The best leaders and 
supervisors understand and excel at these five principles: 

1) Accessibility 
2) Approachability 
3) Staying involved 
4) Communicating clearly 
5) Delegating real responsibility 

 
 
Being accessible is about: 

1) Your colleagues know where to find you at different times throughout the day. 
2) When your colleagues do find you, you make time to talk to them.  Or, if you can’t talk then, you set up a 

time to talk soon. 
3) You follow up with them later or follow through with what you said you would do. 
4) You adopt an open-minded attitude about what insight and experiences your staff may have had 

 
Remember, accessibility also looks like something and sounds like something. 

 Open body language 

 Sustained eye-contact 

 Calm and warm responses 
 
 
Being approachable is about how people feel about coming to you for advice, guidance, support, to vent, or 

anything else.  To be approachable, make sure that: 
1) You show with your eye contact and other body language that you are paying attention. 
2) You remain calm.  It’s natural to have an opinion about what you’re hearing, but flying into a rage, no 

matter how unhappy you may feel, scares people off. 
3) You ask open ended questions in order to learn more about that person’s experience 

 

 When the staff you supervise know where to find you and feel good about talking with you, then 
your job as a supervisor is easier. 

 Remember your speed!  Slow down and you’ll be more approachable. 
 
 
Staying involved is about: 

1) Your staff feel that you could be on the ground doing what they are doing. 
2) Your input is helpful. 
3) You role model everything you teach or train and expect of the staff. 

 

 Staying involved makes you feel helpful to them instead of critical of them. 
 
The simplest description of clear communication is: 

1) Express yourself clearly, especially your expectations for your staff 
2) Listen carefully, especially to the concerns your staff have 

 
Finally, delegating real responsibility is more than just handing out menial tasks and busy work, it involves: 

1) Creating an opportunity for growth and development 
2) Making room for creative or different approaches 
3) Developing opportunities for supervision without micro-management 
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Advanced Staff Supervision 
Prepare, Encourage, Evaluate, Participate, and Learn: PEEPL Power 

 
 

Are you up to the challenge?  Supervision of camp staff can be delicate for several reasons.   
• You may be close in age to those you supervise.   
• You may have been colleagues with your supervisees just last year.   
• You may find it hard to give feedback, wondering how your criticism will affect your friendships.   
• You may find rule enforcement an onerous task and find yourself wishing for less responsibility. 

 
Change your mindset; change your life.  When you see yourself in a supportive role, everything changes. 

• Embrace the process of PEEPL Power: Prepare, Encourage, Evaluate, Participate, and Learn. 
• Your primary job as a supervisor is support.  Work hard to help other people do their jobs well. 
• Consider how you want to be remembered by your supervisees and act accordingly.  Will they 

remember you as a slacker, a pushover, or an ogre?  Or will they remember you as diligent, consistent, 
and supportive?  Your attitude, tone, and work ethic largely determine your legacy at camp. 

• Work to train your replacements by sharing what you know and helping others grow. 
 
 
 
 
What is PEEPL Power? 
 PEEPL Power isn’t magic or trendy.  It’s just a simple way to remember the most important elements of 
supportive staff supervision.  Here’s a quick summary, followed by several case studies. 
 

PREPARE 
 Staff often complain: “No one told me I was supposed to do that” or “No one told me I was doing that the 
wrong way.”  To avoid these frustrations, begin by sitting down with your staff to discuss their goals, the 
methods to achieve those goals, their roles and responsibilities at camp, and your role to coach and support. 
 
ENCOURAGE 
 When the front-line counselors and junior staff you supervise see you coming, they should be happy, 
not afraid.  Encourage candid, bidirectional communication by modeling gentle feedback.  Encourage staff to 
work hard to achieve their personal and professional goals.  And point out all the things your staff are doing well. 
 
EVALUATE 
 Some combination of nonverbal, spoken, and written feedback is essential in helping your supervisees 
track their progress in achieving the goals you set together at the Prepare stage.  Balance authentic praise with 
constructive criticism, set appropriate limits, and be sure to set regular (weekly) meeting times with supervisees. 
 
PARTICIPATE 
 Few things sour the leadership dynamic at camp faster than an “us versus them” supervision mentality.  
You should be as involved in camp programs, camp duties, and campers’ lives as those you supervise.  No job 
is too small or insignificant, so get your hands dirty.  Leading by example is your most powerful supervisory skill. 
 
LEARN 
 Great supervisors are always willing to admit mistakes, listen to their supervisees’ feedback, and learn 
betters ways of helping their team achieve its goals.  Also, consider reading a book or two on leadership and 
attending some professional development workshops at national or regional camp conferences. 



Case Studies of Staff Supervision 
 

 
Read each case study below and consider how the principles of PEEPL Power supervision could be thoughtfully 
applied (or could have been thoughtfully applied) in order to prevent or remedy the situation. 
 
 
 
Case #1 Tucker is the Group Leader of the Bandits (youngest campers) at Sunny Lake Day Camp.  He’s 

having a tough time with Adam, his Assistant Group Leader.  Although Adam listens attentively 
to Tucker’s requests, such as “Please have the campers lined up and ready for swim at 10:30,” 
Adam rarely follows through.  When Tucker asks him about the group’s constant tardiness, 
Adam replies, “Hey, it’s summer camp.  Don’t worry; be happy.  Hakuna matata.” 
 
 

Case #2 Cecilia is Head Counselor for the girls at Camp Coed.  
At the start of the season, she sat down with each of 
her counselors and set goals, discussed methods, 
and spelled out her role as supportive coach.  Most of 
her staff are doing a great job, but Brenda is 
dragging.  She’s lazy and rarely completes assigned 
tasks.  When Cecilia asks Brenda at lunch, “When 
would be a good time for us to talk today?” Brenda 
replies, “I’m kinda busy all this week.” 
 
 
 

Case #3 Jake is the Waterfront Director at Green Grass Day Camp.  Five times a day, every day, Jake 
diligently supervises his lifeguards to ensure they are watching the water and enforcing the 
safety rules.  Wanting to improve his own skills as a supervisor, Jake gathers his lifeguards after 
the last swim of the day.  “OK, guys.  Give it to me straight.  What can I do to be a better 
supervisor?”  The group is silent.  Then one guard speaks up.  “You’re fine.  Don’t stress.”  The 
rest of the guards chime in with “Yeah.  All good.”  And the group disperses. 
 
 

Case #4 Emilie is an attentive supervisor, always noticing the details her counselors have missed and 
the ways program activities could be improved.  However, she’s afraid to give her counselors 
feedback because several of them have publicly shared a story about Amy, last summer’s 
supervisor.  The story goes something like this: “I’m not surprised Amy isn’t back this year.  She 
was so critical.  I’ve never had a worse supervisor.  You’re doing this wrong; you’re doing that 
wrong.  Nobody liked her, so no wonder they never did what she asked.”  Naturally, Emilie 
doesn’t want to become an Amy-style supervisor. 
 
 

Case #5 Write out your own case study in the space below and prepare to discuss it with the group. 
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Sexual Harassment 
 

 
You as an employee of camp you have certain rights and responsibilities regarding sexual harassment in the 
work place.  Although infrequent, sexual harassment can seriously erode anyone’s experience of day or resident 
camp.  One of your central responsibilities is to ensure that you do not unintentionally harass a colleague. 
 

 
What is sexual harassment? 
 
Sexual harassment is defined as UNWELCOME sexual advances, requests for sexual favors, and other verbal 
or physical conduct of a sexual nature, when: 
 

• Submission to such conduct is made either explicitly or implicitly a term or condition of an individual’s 
employment, or 

 
• Submission to or rejection of such conduct by an individual is used as the basis for employment 

decisions affecting such individual, or 
 
• Such conduct has the purpose or effect of unreasonably interfering with an individual’s work 

performance or creating an intimidating, hostile or offensive working environment. 
 
In summary sexual harassment is sexual conduct by a person (the aggressor) toward or in the presents of 
another person (the target) in the workplace which is unwelcome to the target.  
 
Sexual harassment is illegal. It’s an infringement on other person rights. It’s corrosive of the working 
environment. It can destroy the trust and respect so important to success of the organization. 
 
How does it occur? 

 
Sexual harassment can occur in the workplace in two contexts.  
 

• Sexual harassment can occur as between an employer (a supervisor or other person who controls the 
employment environment) and an employee (a subordinate). The employer premises employment or 
makes employment decisions on acceptance by the employee of sexual advances, acquiescence to 
requests sexual favors or other conduct of a sexual nature that is unwelcome. Notice that the basis this 
kind of sexual harassment is the power the employer has over the employee and the exercise of that 
power in order to cause the employee to comply with the sexual demands or conduct of the employer.  

• Sexual harassment can also occur between two persons in the work place without one person having 
employment power over the other. In this situation the sexual harassment conduct by one employee or 
other non-supervisory person (the aggressor)  interferes with an employee’s (the target’s) work 
performance or creates an intimidating, hostile or offensive working environment by subjecting the target 
to sexual advances, requests sexual favors or other conduct of a sexual nature that are unwelcome.   
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What conduct can be sexual harassment?  

These kinds of conduct can be sexual harassment: 

 Leering or whistling 

 Unwanted physical contact 

 Jokes of a sexual nature 

 Sexually explicit pictures or cartoons 

 Demands or repeated requests for sexual favors 

 Obscene gestures 

 Suggestive or insulting comments 

Sexual harassment does not occur when the conduct of two or more persons is not unwelcome as between 
them. But it can occur when such conduct between those persons occurs in a place where one or more other 
employees are present and find such conduct offensive.  

Sexual harassment can occur between persons of the same gender as well as between persons of different 
genders.  

What is your role regarding sexual harassment as an employee at camp? 

 Understand that sexual harassment is not acceptable behavior in camp 

 Conduct yourself in a manner so that you do not intentionally or even inadvertently sexual harass 
another person in the work place.  

 Immediate stop an observed incident and make it clear to the aggressor that sexual harassment is not 
acceptable behavior. 

 Assist the target, if requested to report the incident. 

What is your role if you are the target of sexual harassment?  

 Communicate to the aggressor that his/her conduct is unwelcome and offensive to you.  

 Report sexual harassment to your employer.  

 If you are unable to stop the sexual harassment by reporting it to your employer, or feel that you are 
not able to report it to your employer, report it to the State agency in your location responsible for 
enforcing the sexual harassment law. In many States employers are required to post a sign in the 
workplace spelling out your rights under this law and giving a telephone number for reporting 
purposes. 
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Providing Feedback 
 

 
Camp Is Also for You 
The mantra “camp is for the campers” is often repeated in training workshops to emphasize the fact 
that campers are our clients.  However, working at camp is also about your own professional 
development.  Some of the camp experience is for you.  How will you grow this summer, as a leader, 
a manager, a coach, and a mentor? 
 
Key Growth Factors 
Your professional growth, and that of your colleagues at camp, depends on: (1) Adopting a mindset 
that you want to learn; (2) Setting aside your pride and honestly looking at your strengths and 
weaknesses; (3) Listening with an open mind to the feedback others give you. 
 
What’s At Stake? 
Professional growth also depends on your giving others feedback, especially if you are in a 
supervisory position.  However, feedback is notoriously difficult to provide because you may fear that 
others’ reactions will be negative.  Simply put, there is a relationship at stake. 
 
You Choose: Stagnate or Grow? 
This summer, when you see that a fellow leader is performing some aspect of their job poorly, you 
may hesitate to offer them feedback because they might get annoyed, criticize you, or act insulted.  
Such reactions are evidence of a fragile culture at camp…one in which the skills of the staff are likely 
to stagnate or regress, rather than blossom and grow. 
 
 

Steps to Providing Good Feedback 
 

Preparation 
 

 

Preparation starts before the campers arrive.  Conduct group and individual 
staff meetings to establish expectations for everyone’s performance and 
the expectation that feedback will be shared generously, in the spirit of 
professional growth and development. 
 

Timing 
 

 

Timing of feedback should be both frequent and discrete, meaning out of 
the earshot of campers.  Offer your colleagues feedback soon enough for 
them to have a chance to improve, but not directly in front of children. 

Delivery 
 

 

Delivery of feedback should be respectful, balanced, specific, and 
solicitous.  Use a kind tone, recognize your colleagues’ strengths as well as 
their weaknesses, cite specific examples, and—to keep the feedback 
flowing in both directions—ask your colleagues what they suggest you 
might do to improve. 
  

Follow-Up 
 

 

Following-up with your colleagues means checking back with them to see 
how a suggestion you’ve made has been implemented (“How is it going 
with the _________?”)  Praise improvements.  Follow-up may also mean 
telling them how you have implemented a suggestion that they made. 
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Feedback Case Studies 
 

 
1. You see a fellow counselor lose his/her temper with a camper.  “Stop asking me what’s for 

lunch!” screams your colleague at one of his/her 8-year-old campers.  “You’re so annoying!” 
 

 Describe how adequate preparation might have prevented this hostile interaction in the 
first place.   

 Now describe how you might use appropriate timing and delivery to provide good 
feedback.  Then describe what specifically you might suggest for improvement. 

 What kind of follow-up might you offer if you see that same counselor keep his cool the 
next time a camper exhibits annoying behavior? 

 
 

2. During an archery instruction period, you observe the Archery Program Head teaching an 
incorrect bow hold.  Even though you are not the Archery Program Head, you know the proper 
way to hold a bow and knock an arrow. 
 

 Describe how adequate preparation might have prevented this incorrect instruction in 
the first place.   

 Now describe how you might use appropriate timing and delivery to provide good 
feedback.  What if the Archery Program Head gets offended by your feedback? 

 What kind of follow-up might you offer if you see that same counselor continue to 
instruct the campers incorrectly? 

 
 

3. As your unit gathers for evening activity, one of the junior leaders under your supervision 
keeps talking and fooling around with another junior leader while you’re trying to explain the 
rules to the activity. 
 

 Describe how adequate preparation might have prevented this kind of poor leadership 
in the first place.   

 Now describe how you might use appropriate timing and delivery to provide good 
feedback.  How might you refer to the standards you explained before opening day? 

 What kind of follow-up might you offer if you observe that junior leader show up late to 
the next evening activity? 

 
 

4. Make up your own tricky feedback scenario, or recount one from past experience.  Describe 
how you can skillfully integrate proper preparation, timing, delivery, and follow-up. 
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Providing Effective Feedback, Part 2  
Using Appreciative Inquiry to Motivate Groups 

 

 
Appreciative Inquiry is a radically affirmative approach to change.  It lets go of traditional problem-based management.  It is 
a process that recognizes the best in people and the world around us.  By openly exploring what works, rather than what’s 
broken, AI can transform an organization.  The focus is on the Positive Core.  The main method is the Appreciative Interview. 

 

 
Problem Solving vs. Appreciative Inquiry 

 
The Positive Core: An organization’s set of strengths (wisdom, assets, capital, values, resources). 
 

 
Problem Solving 

 

 
Appreciative Inquiry 

 
Felt need or 

Identification of Problem 
 
 

Analysis of causes 
 
 

Analysis of possible solutions 
 
 

Action planning (treatment) 
 
 

Basic Assumption: An organization is 
a problem to be solved. 

 

 
Appreciating and valuing the best of what is 

(Discover / Appreciating) 
 
 

Envisioning what might be 
(Dream / Envisioning Results) 

 
 

Dialoguing what should be 
(Design / Co-constructing) 

 
 

Focus on the positive core 
(Destiny / Sustaining) 

 
 

Basic Assumption: An organization is 
a working solution to what was once a problem. 

 

 
Group Feedback Based on AI Concepts: 

 

 I appreciate ___________ and was glad to see ____________. How can we get more of that? 

 Describe a time in this organization that you consider a highpoint experience, a time when you 
were most engaged and felt alive and vibrant. What was going on? 

 Without being modest, describe what it is that you most value about yourself, your work, and 
this organization. How might you nurture that side of yourself? 

 What are the core factors that give life to this organization when it is at its best? 

 Imagine this organization ten years from now, when everything is just as you always wished it 
could be.  What is different?  How have you contributed to this dream organization? What is 
the very next step you could take to promote positive change? 

 
Source: Appreciative Inquiry (2005) by David Cooperrider & Diane Whitney, available at bkconnection.com or amazon.com. 



 

 
      Christopher Thurber         You may use this handout 
         CampSpirit.com                        with your valid subscription 
           @DrChrisThurber           to Leadership Essentials. 

 ExpertOnlineTraining.com          Online Learning for Youth Development Professionals.®     Copy only with permission. © 2015 

Expanded Appreciative Interview 
 

 
Appreciative Interviewing is one powerful way professional coaches create conversations of significance.  These coaching 
sessions move clients forward by capitalizing on their strengths and positive vision for the future.  Rather than being dreamy 
fantasy sessions, these are honest, concrete, specific plans for creating the outcomes people desire.  The sample questions 
below are excellent starter questions to exchange with your conversational partner today.  Feel free to pose your own. 

 

 
Opening 

 What is something memorable about you, that I can remember you by? 

 What do you hope to gain from this trip / conference / experience / session? 

  
 
Significance 

 What is the best thing about your life right now? 

 What is the growing edge for you as a leader these days? 

  
 
Identity 

 Tell me a story from your life that would give me a picture of who you really are. 

 Name two or three of your best strengths.  What are you really good at? 

  
 
Desires 

 What is your dream?  If you could do anything with your life, what would you do? 

 If one burden could be removed from you today, what would that be? 

  
 
The Gap 

 What is missing from your life right now? 

 What percentage of the time do you feel like you are living in alignment with your calling right 
now?  What would you like that percentage to be? 

  
 

The  G.R.O.W.  Model 
Goal 

 What do you most want to work on changing? 
Reality 

 What have you tried already? 

 What is the next realistic starting point for change? 
Options 

 What are five other potential courses of action you could take? 

 What have you seen others do that might work for you? 
Will 

 What will you commit to doing? 

 What obstacles do we need to address to make sure this step gets done? 
 
Source: Coaching Questions by Tony Stoltzfus, available on www.Coach22.com or amazon.com. 
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Difficult Management Conversations 
How Great Leaders Make it Look Easy 

 

 
 
Prepare for any difficult conversation – think about questions such as: 

1) What does the troublesome counselor understand or expect about this part of his job?   
2) Does she think her role is to be a team player, support other staff, or change their behavior? 
3) Has this troublesome counselor received critical feedback before?  If so, what worked well?  What 

didn’t?   
4) What does he need to be successful? 

 
Always remember to have any critical discussion away from others, especially campers.  
 
Keys to a successful conversation: 

1. Calmly state the facts 
2. Listen carefully 
3. Ask open-ended question 

 
This approach can help counselors feel empowered and motivated to resolve the conflict by changing their own 
behavior.   
 
Follow-up & after the conversation: 

 Create and agree to a specific timeline 

 Create an action plan with behavioral goals 

 Provide needed support 

 Give the staff member a reasonable opportunity to change their behavior 
 
Now is the time for the supervisor to notice and praise other behaviors of this counselor.   
 
 
 
 
The four stages of every difficult conversation are: 
 
Prepare  

(1) Reflect, calmly, on what the problem is (Describe how your expectations do not match the counselor’s 
performance) 
  
Review Facts 

(2) State, at the start, what you know about what happened 
(3) Ask, at the start, for the counselor’s version of the facts 
  
Set Goals and Methods 

(4) State your goal for a specific behavior change 
(5) Ask what methods the person plans to use to achieve those goals and what supports the person needs to 
make this change 
  
Plan and Verify 
(6) State what the consequences of continued underperformance are 
(7) Ask whether the person has any questions or ask them to summarize to verify they understand ("Just so I'm 
clear that you understand, can you tell me in your own words, what the plan is?") 
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Case Studies 
of Difficult Management Conversations 

 

 
 
Case Study #1 
David, a 20 year old Senior Staff member is constantly in a bad mood.  He is never really excited or enthusiastic 
about any activities.  He is generally on time to things and responsible, just wears his negativity on his sleeve.  
When you approach him to talk about it, he doesn't have any idea what you are talking about. 
 

 Think about his expectations.  What would you want to prepare for this conversation? 

 What are some goals you might have for this conversation? 
 
 
Case Study #2 

Marcus approaches you and says that Alisha, one of the female unit leaders, is making people uncomfortable.  
At first it is a very general complaint, but after you probe a bit you find out that it is because she is an awkward 
hugger.  She is a very touchy-feely kind of person and has a bubbly personality, but she often forces hugs on 
others.  To top it off, she seems to be more physical with the boys in her Unit, which is sending a weird 
message.  When you approach her about this she is shocked, a bit confrontational, and doesn't really believe 
that others feel that way. 
 

 What are some questions you could ask to get Alisha’s perspective? 

 If she is defensive and doesn’t believe you, what would be some strategies for creating a plan to change 
her behavior? 

 
 
Case Study #3 

Courtney has developed a relationship with Will.  She is letting get in the way of her job.  She seeks him out at 
meals, she disappears from rest hour, she has even been late to several activities.  Will, on the other hand, has 
NOT let it affect his job.  According to his Unit Leader he is the best counselor in the Unit and he hasn't noticed 
any of this kind of behavior. 
 

 How will you approach Courtney about her job performance without letting the conversation turn to Will’s 
job performance? 

 What are some other considerations you should make about this conversation? 
 
 
Case Study #4 

Jason, a staff member in your Unit, is very well meaning, but is just not that good with kids.  He isn’t unsafe or 
mean, but he doesn’t really understand how to talk to kids or how to play with them.  Because he is so well 
meaning, he takes all of your suggestions to heart and tries them, but again just doesn’t seem to get it when he 
does. 
 

 What are some ways to initiate this conversation? 

 What are a few specific behavioral changes you can explain to Jason? 
 
 
Notes: 


