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FOREWORD 

In recent years, the Children's Bureau has received many 
requests for advice on how to plan, construct and administer camps 
for the care and treatment of delinquent youth. 

More than a fifth of our States are already operating such 
camps as part of a diversified program for the treatment of young 
male offenders. To many, these camps, usually created in nature's 
own sGtting, loom as a promising development in a broad attack on 
delinquency. No more, however, than any of the other tools and 
facilities to counter delinquency, should these camps be regarded as a 
cure-all for a vast and complex problem. 

This pamphlet brings together much of the experience~tested 
information now available on the subject of camps for delinquent boys. 
Primarily it is intended as a guide for officials who are surveying the 
possibilities of establishing such camps or seeking to improve their 
operation. It should have collateral interest also for citizen leaders 
who are exploring the values and limitations to be anticipated in such 
facilities. The reader will discover- some of the problems which 
others have encountered in their development. He will find factual 
answers aI)d tested points of view on the setting up and running of a 
camp, staffing, selection of boys and ~he vital elements of program­
group living, work, recreation, education, counseling, spiritual life, 
and so on. 

These camps may show considerable variation in their programs 
but all have certain basic, common elements: an informal, unregi­
mented atmosphere, minimum security measures and a relatively small 
group of resident boys. Most of them put great emphasis on outdoor 
work, usually conservation. They are likely to be located deep in the 
forests or along the banks of lakes and streams. These combined 
factors, the intimate day~by-day contact with nature, and the sim­
plicity, informality and relative freedom of camp life, are beneficial 
for certain kinds of boys. Here, in unspoiled and uninfected sur­
roundings, they can make a fresh start in learning to work, play and 
live with oth~rs. 
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When such a camp is well-planned, well-staffed and well­
directed, it can provide a firm but kindly pathway to early manhood 
for many a disordered boy who has habitually responded to life with 
distrust and ~nger. Other delinquent boys will need assistance in 
many other different ways. Yet for those who can profit from them, 
such camps should in time be available. 

I!!!!~MIIIl_i _= __ --__ _ __ ~ __ ~ 

~- . ~~' ... (a. ~. 

KATHERINE B. OETTINGER, 
Ohie/, OhUdrenJ8 Bureau. 
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chapter 1 

IN T R 0-0 U C'Y ION 

Historical Backgroun d .' ... 

IN RECENT YEARS camps ha-ve become increasingly promiw 

nent as a way of helping delinquent boys who must be removed from 
the community. There are now approximately 50 county, State, a.nd 
Federal. camps providing some measure of training and treatment to 
a considerable number of boys, and several States are planning to 
begin a camp program or increase the number they already have. But 
a clear statement of ,the principles and techniques necessary for the ef­
fective operation of a camp has not yet been developed. Further, the 
place of a camp in a network of services for delinquents is far from ' 
clear. There are even differences of opinion as to the need for such 
camps and as to their cha.racter, if they are to be developed. 

• This pUblication is concerned with the planning and operating 
of camps, and suggests the lines along which camp progra~ might be 
developed and administered~ It does not attempt to measure the effec­
tiveness of current programs, nor offer a critique of their past and 
present operations. Such evaluations are currently being made in 
several States. These will deal with sueh topics as the extent to 
which camp programs have helped the boys who have participated in 
them. Although this ,material touches on such questions, it is not 
primarily concerned with them. 

Camps for delinquent youth have generally been patterned on 
the camps of the Civilian Conserva.tion Corps that were established 
and operated between 1933 and 1943 1 as part of a program to conserve 
natural resources while providing employment and vocational train­
ing. Prior to this, camps had been developed by Los Angeles County, 
Calif., in 1931 and 1932, to take care of transient youth until arrange-

1 For reports of this program see: Holland, Kenneth and HUl, Frank E.: 
Youth in the OWiUan Oon.serootioo Oorps, Washington: American Council on 
Ed~catlon, 1942, 263 pp.; Lorwin, Lewis L.: Youth Work Program8, Washing­
ton: American Council on Education, 1941,195 pp.; and Wirth, Conrad: Civil­
ian Oon.servation Oorps Program of the United, States Department of the Interior, 
March 193'3 to 'June 3Q, 194!J, A Report to Harold L. Ickes, January 1944. 

1 
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mente cOuld be made to send them to their legal residunces.2 In 1935 
the State of California passed legislation establishing forestry camps 
to care for delinquent boys.8 To some extent, the entire movement has 
been influenced by the European work camps for adolescents! 

But organized camping for young people is much older than 
thift. A camp functioning as part of a school program was estab­
lished in 1861,11 This, like other camps in that period, emphasized an 
orderly program of "character building" activities under the super­
vision of model adults. Today, there are countless summer camps that­
offer children enjoyable and healthful surroundings.6 In addition 
there are many specialized camps. Some of these emphasize thera­
peutic camping to help the children improve their emotional health.1 

Others stress an educational program to help children with their 
learning.8 Still other camps offer summer employment to boys.9 
Even some training schools for delinquent youth operate a summer 
c&m.p program to give the boys an outing and constructive employ­
ment.10 

• 0l08e, O. H.: "CaUfornia Camps for Delinquents" in Social Oorrective8 f(1(' 
Del4nquencr/, National Probation and Parole Association Yearbook for 1945, New 
York: National Probation and Parole Association, 328 pp. (pp. 136-147). 11'01" 

other forerunners of tbe CJvllian Conservation Corps, See: The Oivilian Otm-8erva­
tUm 0(1('P8, Washington: American Council on Education, 1940, 23 pp. (pp.3-4). 

• See Close, O. H. : op. cit., p. 136. 
• Several European nations had had experience with labor camps tor youth 

prior to the establishment of the C1vlUan Conservation Corps. Kenneth- Hol­
land studied their programs and reported on this in his Youth in 1JJuropean Labor 
Oamp8, Wnahington: American Council on Education, 1939, 303 pp. 

• Ward, Carlos Edgar: Organized Oam:;ing and Progresdve 1JJducatUm, Copy­
righted 1935 by C. E. Ward, Galax, Va., 180pp. (p.4). 

• For the philosophy and description of these programs, see: Joy, Barbara E.: 
Ji ... nolaled Bibliograph1/ on Oamping, Martinsville, Ind.: The American Camping 
,Association, 1955,84 pp. 

., For a review of t!1e therapeutic camping movement as well as specialized 
articles in t!ilis field, see: McNeil, Elton E. (issue editor) : "Therapeutic Camping 
for Disturbed Youth," Journal of Social IItSUeB, vol. 13, No.1, 1957, 63 pp. 

• For illustrations of these programs, see: "Camping and Outdoor Education 
in California" in Bulletin of the Oalifornia State Department of Ed1J.ootion, 
California State Department of Education, vol. XXI, No.3, March 1952, 49 pp. ; 
Clarke, ,1/ames M.: Public School Oamping, Stanford: Stanford University Press, 
1951, 184 pp.; and Thurston, Lee M.: Oommunity School Oamps, Lansing, Mich. 
Department of Public Instruction, 39 pp. 

• F01t discussions of Bome of these programs see a number of articles in The 
Amerlcan Ohild, vol. 41, No.3, May 1959, 24 pp. ; for example: Clark, Kenneth: 
"Some Questions Concerning Youth Work Camps," pp. 5-7; Fried, Antoinette: 
"Day Camv," pp. 8--12; Gatlin, Curtis: "Youth Work Camps-Opportunities for 
Young Workers," pp. 1-4; and Harris, Virginia B.: "Youth for Service," pp.17-21. 

1. The Utah State Industrial School and the Idaho Industrial Training School 
have such programs. 
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Types of Camps 
Current ~rolnms 

Against this diverse background, two general categories of 
camps for delinquents can be seen-those that are primarily oriented 
toward work and those that have an educational emphasis.ll Many 
camps have programs that are mixed in character and all strive to 
provide a helpful experience for the delinquent children in their care. 

The work programs are largely designed to help the older 
adolescent boys learn how to meet the demands of full-time employ­
ment. In addition, there is usually some off-duty program in education 
and some counseling, and an attempt is made to provide the boys with a 
positive living:experience that includes recreation and religious activi­
ties. These programs view the adolescents as sufficiently stable and 
advanced in their development to face the demands of the world of 
work and society generally. Consequently, the work program is 
gauged to the nonnal pressures and conflicts of life in the world of 
work. The heavy emphasis on work is based to some extent on the 
belief that these boys would gain little from further education, at 
least at this partiCUlar point in their life. Generally, such camps aim 
to teach the boys good work habits and attitudes. Emphasis is placed 
on being able to accept and use supervision and to relate satisfactorily 
to one's peers. 

The camps with an educational orientation usually have broader 
programs that include, in addition to education, some conservation 
work and some counseling and, like the work camps, they provide the 
boys with activities and personal contacts that are supportive and 
helpful to them. The extent of the educational program is largely 
determined by the boy's educational level and the mandatory school 
attendance laws. 

Limitations In current prolrams 
The camps emphasizing work enlist the inter~ts and energies 

of the boys in the conservation of natural resources. This has the 

11 The statement of Harold Butterfield, It18tituti0n8 f(1(' RehabmtatUm and 
T.'eatment of Juvenile Delinquency, Hearing before the Subcommittee to Investi­
gate Juvenile Delinquency of the Committee on the Judiciary, United States 
Senate, 85th Congress, 2d session, Pursuant to S. Res. 237, Washington, Govern­
ment Printing Office, 1958, 78 pp. (p. 11), gives a brief description of both 
types of programs. New York City Youth Board: "Report and Recommenda­
tions of Ad Hoc Committee on Work Camps," 21 pp. (mimeo. c. 1957), re91ews 
a considerable number of the current Sta~ programs. Sherman, B. F. (editor) : 
"Guide for Juvenile Camps, Ranches, or Homes," Sacramento, Calif.: Depart­
ment of youth Authority, 52 pp. (mimeo. c. 1954); and "State of California 
Forestry Honor Camp Program," Sacramento: State' of California, 1956, 26 pp. 
(mimeo.) describes the principles upon which the California camp programs 
are based. 

IABI6 0--80---J-.2 3 
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advantage of cooperating in a long-range conservation program. But 
the tr9..ining which conservation work gives the boys is not extensive 
nor particUlarly varied, and the occupational outlook in the field is nut 
wide. Moreover, the fact that the camp often separates the boys from 
urban associations and opportunities may be detrimental in preparing 
them for private employment in an urban setting. 

These camps hope to help the boys develop good work habits 
through participation in conservation work. But developing positive 
work attitudes and habits is a complex undertaking and depends upon 
the total camp program as much as on the work done. The positive 
relationships between the work supervisors and the boys, and the 
extent to which negative attitudes about work are modified through 
counseling, are as important as the work itself. 

The camps which have a full educational program and combine 
this with a positive work experience, recreational and religious activi­
ties, and soma counseling, usually have boys of mandatory school 
age in their population. These camps, like the camps that emphasize 
a work program, use a planned approach in working with the delin­
quent. They appeal to his sense of wanting to do well. At the same 
time, the camp staff let the boys know that misbeha'vior in the camp 
will not be tolerated. These firm requirements are coupled with 
friendly support and encour,r,-gement. The numerous educational and 

.. , vocational activities generaHy contribute to a full program and it is 
believed that constructive camp experience provides the boy with the 
necessary corrective for his delinquency. 

This essentially environmental approach of the two types of 
camps is limited, because the counseling techniques and other personal 
contacts that accompany it frequently fail to meet the basic problems 
at the root of the delinquency and are usually restricted to surface 
problems that arise in a boy's adjustment to the camp. This is 
true not only of the counseling that is done informally about the camp 
but also in many cases of much of the counseling that is given when 
the boy comes to a counselor to discuss a problem. 

In practice, the camps are often characterized by diverse aims 
and methods. On the one hand, they emphasize conservation work 
and education; on the other hand, they try to be an institution of 
treatment. In some instances counseling is stressed. However, its 
practice is often limited to a type of positive. supervision in which 
the boys are guided in their daily program and given serne help in 
planning for the future. Although there have been ~Jm~ notable 
efforts to resolve this conflict by making work and education an inte­
gral part of a total treatment program, there is a great difference 
between these two orientations. Efforts have also been made to use 
a more thorough counseling approach. However, the gap between 
a deliberate, common sense approach and an approach that attempts 
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to deal with the underlying factors of a delinquent's problems has 
not been bridged. As a result, camp programs have tended to be 
uneven, with celtain aspects being over-emphasized while others are 
de-emphasized or neglected. This is one of the reasons why c~mps 
have appeared to some persons alternately as a panacea for accom­
plishing conservation work and as a facility struggling to assume a 
treatment function. 

This does not mean that work, education, and treatment are 
incompatible. The difficulty is due to a variety of things: failure to 
spell out the various objectives of the camps and develop the relation­
ships among the several goals j failure to specify the appropriate 
means to achieve thflse objectives; inadequate funds to actually de­
velop programs as they have been planned; and poor administrativf; 
direction, coordination and control of the programs. 

Fllture Poll c'J 

In considering the lines along which camps may be developed, 
it is necessary to reconcile the various points of view about the purpose 
of the program. Should the program be considered 6 temporary 
arrangement to cope with the overcrowding in training schools ¥ Or 
should full programs be developed to treat delinquent children ~ 
Should the program emphasize conservation work or vocational edu­
cation 1 Or should it emphasize the treatment of boys who are in 
need of help ~ It would be unrealistic to deny the emergencies created 
by overcrowded training schools or to belittle the attempts being made 
to provide improved care for some of these boys in a camp. It is also 
impossible to ignore the obstacles that stand in the way of developing 
a fuller program in some camps, because of the camp's commitment 
for conservation work. Still other obstacles stand in the way of 
needed improvement, such as difficulties in gaining adequate appro­
priations to increase the size and quality of the camp staff, or the need 
for a larger and more technically effective parent agency or adminis­
trative organization which would give planning and gener,al direct.ion 
to the individual camps. 

These problems notwithstanding, camps for delinquent boys 
have undoubtedly captured the interest and enthusiasm of the people 
who administer tht-Jm or are closely associated with them. Today, a 
discussion of camps for delinquent boys will usuaHy be a c:onsidera­
tion of which needs of delinquent children can be served best by 
which t.ype of camp or, to put it. more broadly, what types of delin­
quents can be served best by what kind of camps.12 

1IInstitU.ti01l,8 Serving Delinquent Ohildren-Guide8 and. Goals. Children's 
Burean Publication No. 360. Washington, D.C.: U.S. Government Printing Office, 
1957, 119 pp. (p,l 10), indicates that the stimulus for a specialized program in 

5 
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A Conception of a Camp 
Considerable diversity is possible among camps. However, 

they usually have a number of characteristic features: location in a 
conservation area such as a forest 01' wildlife reserve; a physical plant 
with minimal security measures; a small number of boys, preferably 
no mora than 50 to 60; an informal and relaxed relationship among 
the staff and boys; and a variety of conservation work projects that 
are an integral part of a broader treatment program. 

'rhe camp program aims to return the delinquent you~h to the 
community sufficiently improved in his social and personal adJustment 
to function in a socially constructive way. Consequently, the program 
must be broad enough to include the services necessary for the treat­
ment of delinquent children. For this the camp must have: 

1. The help of a diagnostic service which screens the boys and sends those 
to camp whose particular needs can best be served in such a facility. 

2. An administrative person or unit to organize, direct, and coordinate the 
camp's activities and to create a generally positive camp routine and 
atmosphere. ' 

3. Health services that include preventive measures, health ma!ntenance, 
and medical care. 

4. A counseling program designed to meet the individual needs of the boys, 
Md arrangements for specialized psychiatric or psychological consulta­
tion on special problems that the boys present. 

S. A recreational program that is geared to meet the delinquents' need for 
group participation and personal expression, and that provides a choice 
of activities that have some carry-over value for the boys after they leave 
the camp. 

6. A work program that interests and challenges the boys but does not 
exploit them, that gives them a fair· remuneration for their work, and 
that has some carry-over value for employment in private life. 

7. Religious activities to serve the spiritual needs of the boys. 
8. An educational program that is appropriate to the age, interests, and 

future needs of the boys and which meets the State educational 
requirem~nts. 

9. Access to an adequate aftercare program for the boys.II, 
10. Casework, clinical, and related services available to the boys' families. 

This service will help the parents with their proDlems so that they can 
provide the boy with a healthier setting in which to live upon his 
returrJ. Gen'erally, these services will not be provided under camp 
auspices. 

11. An evaluation program to dearly delineate the treatment proc;esses and 
assess their effectiveness. 

camping must be supplied by the unique contribution that such a program 
olfers for the treatment of delinquents. The importance of adequate diagnostic 
evaluation of a youth's difficulties prior to placement in a particular institution 
is discussed by Gula, Mi4rtin: Ohild-Oaring In8litutions, Children'S Bureau 
Publication No. 368. Washington, D.C.: U.S. Government Printing Office, 1958, 
27 pp. (liP. 5-7). 

11 For the various arrangements whereby aftereare can be provided, see: Guides 
and.Goal8, op. cit. (pp.115-116). 
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Such a program is designed to help the boy develop socially construc­
tive interests and abilities, to relate himself to others more sincerely 
and responsibly, to view his life situations more openly and less de­
fensively, and to gain a greater measure of self-direclion and se1£-
discipline. . 

.The objecti.ves of a camp set the general character of lts pro­
gram. The spe6ific characteristics of the program, however, must v~ry 
with the needs of the particular boys concerned. The first question 
then, in considering what a program should be, is: Who shall par~ 
ticipate in the program, how nl'any and what type of boys Y 

In order to develop and maintain a relaxed setting, with com­
.fortable relations among the staff and the boys, the camp must be kept 
small. Coordinating the program and focusing it on the boys are sim­
plified when the group is small. For this reason camps should be 
limited to 50 or 60 youths. Actual practice generally follows this paL­
tern. Even where this is not the case, administrators and people having 
firsthand experience with camps have recommended tha.t a camp 
accommodate no more than 60 boys. Camps smaller than 50 boys may 
be desirable but they have greater difficulty maintaining thr: various , . 
specialized services that are needed for their operation. 

Deciding what kin.ds of boys can profit most from a cam.p place­
ment and what methods are best suited for selecting such boys is 
difficult. No organized research has yet been done on how different 
kinds of boys respond to various types of camps. The information that 
has been accumulated, however, may yield some guides and provide 
material that can be tested through research. But until more research 
has been done on who beneRts significantly from a camp assignment, 
any criteria must be used tentatively and with care. 

What Group to Ser,e? 
Camps can serve delinquent boys in various phases of adoles­

cence and on various levels of adjustment. However, the boys in a 
given camp should be in about the same phase of development and 
the same level of adjustment or it will be difficult to work out a pro­
gram that will be helpful to al1 of them, or a pattern of leadership 
and counseling to which they will all respond. In a State's diversi­
fied program several kinds of camps are conceivable; for example, 
camps for relatively well adjusted boys in early, middle, or late 
adolescence, or camps for anyone or two of these groups, such as 
middle and late adolescence, etc. 

The ideas of "devilopmental phase" and "adjustment" are 
difficult subjects and will not be discussed at length. It is important 
to note, however, that "developmental phase" includes not only the 
age of the boys, but also their physical and mental maturity as well 
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as their level of emotional and social development, and that "adjust­
ment" includes their degree of disturbance or stability and their 
adaptability. The boys in early adolescence, as a rule, will be con­
siderably less well developed than the more mature boys and will 
have different needs. Similarly the boys who are relatively well 
adjusted will have different needs than those who are seriously 
maladjusted. 

Prolram needs 

Education.-Since the younger children as well as those in 
middle adolescence will require schoolwork, for this age group a bona 
fide education program must be established and boys must be selected 
who are sufficiently intelligent (dull normal and ab~ve) to participate 
in it. Academic work may not be required for the older adolescents 
who are beyond the mandatory school age, particularly if they are not 
interested in formal study and have very little aptitude for it. But the 
older adolescents' needs must not be overlooked; they should have 
some kind of vocational or prevocational training. 

Boys who will attend school and those who will not should be 
placed in separate programs. There is a strong tendency for the 
non school program to detract from the school program and lower the 
boys~ interest in it, and under some circumstances the school program 
may have a similar effect on the nonschool activities. 

Recreation.-Boys in their early adolescence, because of their 
smallness, more childlike interests, and ·tendencies to become frustrated 
easily, should have special recreation outlets. The recreation pro­
grams should provide the activities required for that age group and 
also have sufficient flexibility to take care of fluctuations in the boys' 
behavior. Boys in later adolescence will occasionally slip back to 
early interests and behavior and a recreation program for older adoles­
cents should be prepared to meet this. Given this adaptable type of 
p~gram, a :ew boys who are leSs mature than most of the group can 
stIll be consIdered for placement. However, mixing boys of different 
levels of maturity must be considered carefully because the boys 
t?emselves place a high value on what they consider their sophistica­
tion and may refuse to accept activities that they feel are beneath 
them. ' 

The boys need act.ivities that have carry-over value to the com­
munity-activities that will help integrate them into various desirable 
gr?Ups. Also, the boys need assistance in developing simple hobbies­
~hmgs they can do by themselves. Since some of them will be living 
mdependently after they leave camp, they need to be interested in ac­
tivities that will not make them delinquency prone. 

Work.-Work also must be gauged to the boys' level of matu­
rity. The more mature boys can work the greater part of the day, 
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the younger boys can not. In either case, the work group is especially 
important to all adolescents, though perhaps more so to the older 
adolescents than to those who are just beginning to develop. In select­
ing boys for camp, it is important to know whether a boy is interested 
in affiliating with a group and able to draw some of his feelings of se­
curity from the group, or whether his primary source of security 
comes from dependence on an affectionate adult. In the latter case, a 
boy 16 to 18 years of age might have a difficult time in a camp for 
boys of his age because the group would probably expect him to strive 
for independence. A younger boy with the same characteristics might 
have little difficulty in a camp for younger boys because the younger 
t!'J'oup would be more apt to accept strivings for a dependency relation­
ship. 

It is important that the work in camp be organized in a manner 
to prepare the boys for work outside the camp. Consequently, stress 
should be placed on helping the boys develop constructive work atti­
tudes and habits. Emphasis should be placed on helping them develop 
a positive relationship with people on the job, with the "boss" and the 
peer group. 

Attention must also be given to helping the boy seek employ­
ment: how to read a want ad ; how to make and sustain contact with an 
~mployment office; how to fill out an application form; how to prepare 
for an interview. Once on the job, the boy has to be prepared to get 
to work on time. Perhaps certain camp practices, like rotating who 
gets the boys up in the morning, might prepare them for future respon­
sibilities. Tho boys also need help in budgeting money, and in how 
to use their future salaries to meet their various obligations and 
interests. 

Relationship needs 

The younger children, because they are still close to their 
early childhood, are usually able to accept boys who are even less 
mature. But boys in middle and later adolescence, who are striving 
t.o put their dependency needs behind them and be independent, may 
not respond well to requests for support and help from more imma­
ture boys. The younger boys will also need adult relationships that 
offer personal attention, time, concern, support and encouragement, 
to an extent. that is not true of the older boys. 

Physical condition 

The boys in camp will have health needs, some of which may re­
quire the attention of a physician or a dentist or possibly, even of a ~ 
hospital. Camps located in a conservation area. may be a considerable 
distance from a community having these services and the time required 
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to travel this distance may be dangerous to the health of the boys. For 
this reason boys should not be accepted in such camps unless they are 
in good health and able to participate in the camp's recreation and 
work activities. 

Intelll,tnet I"el 

If the camp operates a school, the boys admitted should have at 
least the minimum intelligence necessary to participate in the pro­
gram. This usually means that boys who are dull normal in intelli­
gence or above can be considered for a camp assignment. If the camp 
does not have a school, boys whose intelligence is borderline may also 
be considered. 

Preference for camp 

Boys being considered for a camp placement should have a 
preference for a camp assignment. If the boys have this interest, they 
will involve themselves in the program and gain the greatest value 
from it. If the number who need this care is greater than the number 
of camp billets available, it may be possible to use the boys' desires to 
go· to a camp as a basis for deciding whether this or some other type of 
placement should be made. 

L"el of IdJustmllit 

It is conceivable that the particular program needs of various 
types of delinquent boys on various levels of adjustment could be 
delineated, and a number of special camps created to treat their 
particular problems. This publication deals primarily with the over­
all problems of camps for delinquent youth, but the section~ on 
counseling and staff refer specifically to camps for delinquents who 
are adaptive 14 and relatively normal, but whose behavior requires 
that they be removed from the community and given some help in 
working out their problems. Such boys need short-term supportive 
treatment that will help them to develop a greater mastery of them­
selves and to establish a more normal pattern of behavior. This group 
of delinquents also needs assistance in meeting the young adult respon­
sibilities the community expects of youth who are interested in em­
'ployment. Their relationships to others, especially to people in 
positions of authority, need improvement as does their ability to 
persevere and see their efforts through to a point of accomplishment. 

U For a fuller discusslon of this concept, see: Jenklns, Richard L.: "Adaptive 
and Maladl'lptl.ve Delinquents," The Nervous Ohild, vol. 11, No.1, October 1955 
(pp. 9-12); and Branaale, Ralph: "Problems of OlllB8ification," NationaZ 

Probation and Parole AS8ociation JournaZ, vol. 1, No.2, October 1955 (pp. 118-
Wi). 
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They also need opportunities to identify themselves with responsible 
adults and "learn by doing." 

Typically, the adaptive delinquents' efforts at adjustment ap­
pear reasonable and plausible in terms of their particular situation 
and the expectations of the community. These efforts are often carried 
out in a manner which shows that the boys are not highly vindictive 
or emotionally disturbed-though their behavior may be aggressive, 
bold, and assertive. However, the boys' reliance on antisocial ways of 
handling whatever prdblems are facing them and the associated 
agitating events indicate their need for help. Also, the degree of 
anxiety present, the emotional lability, and the difficulty these boys 
have in controlling and modifying their ideas and actions are disrup­
tive to their attempts to conform. 

Consequently, the boys' level of adjustment, as well as th~ir 
developmental level, makes particular program demands. Educa­
tional placement, recreational activities, work assignments, and rela­
tionship needs should be considered from the standpoint of the boys' 
adjustment. Negative attitudes, stemming from a disappointing 
school experience, may be expressed by the boys in the camp's educa~ 
tional program. 

Though some may have been participants in organized recrea­
tional activities, most of the boys will need help in adjusting them­
selves to group recreation. Others will need help in developing skills 
in activities that only involve themselves. Work may be a new experi­
ence to many. A low regard for work as well as negative attitudes 
toward it should be anticipated. Many boys will have significant 
problems that are of concern to themselves-problems they will need 
to discuss and work through with someone skilled in such work. Since 
attitudes, feelings, and impulsive modes of adaptation arise in the 
t.reatment of delinquents in a camp, the various program people should 
be sensitive, observant, versati1e, and consistent. The boys may 
be venturesome and press the 1imits of these activities and so need 
effective guidance, counseling, group direction, and control. Yet, they 
will general1y be socially responsive and receptive. 

Boys with severely incapacitat.ing tendencies that make it im­
possible for them to participate in the camp's program should not be 
mixed with adaptive delinquent boys. This includes strongly hostile 
or sadistic boys, boys who are unusually passive and dependent, boYI 
who are pleasure-oriented in the extreme and lacking in controls over 
their impulses, and those who are very withdrawn or highly anxious 
and fearful. It also includes boys who characteristically run from 
situations that make them tense, boys who have tendencies ~o set fires, 
are active homosexuals, or who have strong latent homosexual 
tendencies. 
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The boy being considered for a camp of this type should have 
some. ability ~ get along in a relatively well structured group, and 
a desIre to achIeve some socially approved goals. He should have at 
least a .fair ?apa~ity to f~rm and sustain interpersonal relationships 
and to IdentIfy hImself wIth constructive group and adult leadership. 

The Selection Process 
. T~e selootio~ of boys for the camp should be guided by the 
InfOrmatIon contaIned in the social study, psychological tests and 
psychiatric interviews if such service is available. These tools should 
~ examined to ~etermine how they can make their greatest contribu­
~Ion to the selectIOn process; for example, what psychological test find­
Ings re~ect the ex~ent of a boy's hostility and what findings indicate 
somethmg a?ou~ hIS cont.rols. SUC~l a study should also aim to provide 
~e ca~p WIth mforma,tIOn that wIll be helpful in grouping the boylS 
mto dIfferent l~ving and activity units. Thought must also be given 
to the preparatIOn of reports. These must be written in a manner that 
makes their content most useful to the people in camp. 

Lastly, such studies should be tied into the evaluation program 
of the camp. They can provide data about the youth's background 
and personality prior to a camp placement. Some of these measures 
applied after a camp experience may show changes that have taken 
pla.ce as a result of the camp program. 
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THE CAMP PROGRAM 
A CAMP, as a specialized institution, has soversl resources in 

its program. The first 'is the general environment, sometimes called 
the milieu. This includes the setting (physical plant, grounds, and 
the general geographical location of the camp), the routines of camp 
life and the prevailing emotional atmosphere. The second resource 
covers the activities of the camp, such as recreation, work, and educa­
tion. The third, which is intertwined with the camp's general environ­
ment, is the relationship of the staff members to the boys, individually 
and in groups. These phases of the camp program must funGtion be­
tween selective intake at the beginning of the process and an aftercare 
program at the end, and should be tied in with an evaluation process 
to measure the effootiveness of the total program. 

The GeDeral Environment 
The settlnl of the camp 

Camps located in wooded and hilly areas near a lake or stream 
can use the natural setting for many kinds of recreation. Such a set­
ting gives a camp a rustic and infonnal atmosphere which contributes 
to the unregimented character of its program. 

The architecture of the camp buildings should be in keeping 
with the character of a camp. The buildings should be spread out 
over the grounds to avoid the appearance of a traditional institution. 

The routines of camp life 
Every camp has certain routines that are essential parts of its 

program. Most camps have definite regulations and procedures for 
meals, rest, cabin life, health, and safety, as well as schedules for work, 
cleanup, playtime, and church. These routines are necessary parts of 
a camp program. They should give definiteiless and regularity to 
camp life and contribute to the boys' sense of security, in addition to 
whatever other functions they have for the program. Further, these 
routines should have value for the boys when they return to the 
community. 
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The emotional atmospher1 

The out-of-door setting of a camp contributes to an emotional 
feeling of "at homeness" with nature and to the development of the 
knowledge and skills of outdoor life. The relative simplicity of camp 
life produces an environment that is informal but stimulating, and 
one that can be democratic. This kind of atmosphere encourages the 
socialization of the boys s.:nd fosters cooperation l'~mong them. 

The relationships among the staff should he cooperative, har­
monious, and unified, if they are to create a positiTre atmosphere in 
which the boys can develop. This type of teamwork gives the boys 
definiteness of pur'Pose and a consistent set of ei.{pectations, and is 
generally supporting. Unified and harmonious staff relationships 
also form a structure in which the boys find it difficult to playoff one 
person against another. 

Lastly, the relationships among the boys and their attitudes 
toward the staff are important in the general environmental picture. 
If the relationships and attitudes are genere.lly positive, one can ex­
pect the boys to be interested and involved in the camp program. 
Unless the boys feel that the staff are genuinely interested in them, 
staff members may be unable to make any significall1~ contact with them 
and, consequently, be unable to help them change. If this happens, 
the boys will tend to over-emphasiZ'd their own organizations, cliques 
or groups, reaffirm their antisocial orientation, and sabotage the 
camp program. 

Activities of the Camp Program 15 

Every activity or routine, whether necessary or optional, must 
be planned and carried out in such a way as to involve the boys ip. 
socially constructive experiences, whether in work, education, recre­
ation, or any other activity. These experiences should be ones that 
create a "real," not an artificial, environment. In this environment, 
activities should be what they are represented to be, occur as scheduled, 
and people should do as they say they will. The environment should 
tend to reduce hate, fear, anxiety, and other intense feelings of dis­
comfort, and should help the boys to mobilize their energies on their 
problems and to develop their potentials for becoming productive, 
happy citizens. It should have adults in it who will help the boys to 
participate in the program a.nd aid them in their interpersonal 
relationships. 

18 The necessary diagnostic service to select boys for camp and aftercare 
arrangements to help them after leaving wlll not be dJ.acussed in detail in this 
publication. Neither wlll the services that are required to assist the famil!ee 
of the boys whlIe they are in camp. The administration of a camp, along with 
an evaluation program for a camp, is covered in Chapter 3. 
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The staff conference 

The staff should meet at regularly scheduled times to develop 
the programs for newly admitted boys, review the progress of those 
in camp and plan for their future. Also, the staff should consider 
any special problems of adjustment that some boys may be having. 11 

This group should study the diagnostic findings forwarded to the 
camp from previous institutions or agencies that had contact with the 
boy. They should also review their own observations and experi­
ences-counseling, work, recreational, etc.-with the boy in making 
decisions about him. 

The staff conference means a "team approach." These confer­
ences should be headed by the program director and attended by the 
people having the closest contact with the boy. 

Recrntlon 

Recreation allows hostility and other negative feelings, fears 
and anxieties, to be expressed in socially acceptable ways. It can 
also give the boys opportunities to join with others in a group action. 
If there is team competition, the boys can enjoy the joint effort and 
team spirit of the game. Appreciation of the rules of the game, of 
fair play and good sportsmanship can be another benefit of organized 
recreation. Individual recreational activity should also be provided 
as a means of helping the boys develop and express some of. their 
particular and perhaps unique interests. This type of recreational 
activity gives the boys opportunities to maintain some individuality 
in a group living situation. 

The natural resources of a camp can be utilized for recreation 
and present a new field of experience for the boys. Without outlining 
an exhaustive list, boating, canoeing, swimming, fishing, hiking, camp­
fire programs and, in the northern regions of the United States, 
winter sports, can supplement the camp's usual competitive games and 
activities. For some boys, learning how to live in the out-of-doors 
is a recreational activity. The contact with nature and the adjust­
ments necessary to liv.e under many conditions of weather and cli­
mate are adventurous to some youths. 

As has been indicate~, the use of the outdoors and the groups 
in camp provide a great potential for recreation. However, along 
with learning to use natural resources and groups for recreation, it 
is also important that opportunities be given the boy.to develop skills 
he can use to entertain himself in the city or as an isolated individual. 
The use of hobbies, arts or crafts, and an interest and ability to read 
are impoftant, as well as the abilities to reach out and make friends, 
become a member of a group, etc. 

18 GuUlea and Goals, op. cit. (pp. 92-98). 
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Work 

The necessity of work is a reality that the boys must meet and 
accept. 'Vork gives people self-respect and position in the com­
munity. The organization of work and the setting in which it occurs 
usually provide people with groups to which they can belong. Along 
wit? its economic and social necessity, work can be an activity through 
whIch people sublimate their hostile tendencies and from which they 
gain feelings of satisfaction, security, and personal worth. 

Work programs in camps should be planned with these contrI­
butio~s in mind. As with recreation, it is well if the boys can partici­
pate m the planning of their work projects. The boys should be 
given an opportunity to express their preferenCe for whatever choice 
in work t~ere may be. If this is not possible within the scope of the 
wor~ proJects, the boys must be helped to understand and appreciate 
the Importance of what they are doing. The boys should be paid an 
adequate, rather than a token, wage for their work. Every effort 
should be made to develop a positive attitude toward work but since 
this attitude is closely related to the boys' total adjustment it may take 
considerable time to develop. 

Along with developing proper work attitudes, the camp may be 
able to teach some of the boys trade skills that have application beyond 
the camp. Machinery maintenance and auto repair, and truck driving 
~or older adolescents, represent skills that are directly convertible to 
JObs ~he boys may find in their communities. Opportunities to work 
both m groups and alone should be provided. 

The work in camp should include whatever physical labor is 
nec~~ for the benefit of the group, sueh as working in the kitchen, 
mamtammg the camp grounds and buildings, working in the laun­
dry, etc. The o~her work activities are frequently tied to improving 
the naturn:l enVIronment. These include forestry operations, land 
~urveys~,soll conservation ac~ivities, game and fish management, build­
~ng proJects, and many others. Improvements of the land and work 
m. ot~er conservation activities may give the boys a sense of con­
trIbutmg to a worthwhile effort and a sense of civic pride. 

Education 

Formal educational programs will vary from camp to camp. 
Camps for the younger boys should have a program that meets the 
standards of the State department of education. Boys beyond manda­
~ory school age, of COU'l'Se, are not required to attend and may not be 
mterested in pursuing their formal education, but they usually are in­
terested in vocational training. Some vocational training should be 
offer~, although th~ amount that can be given is limited by the com­
paratIvely short perIod of time they stay in the camp. Shop courses 
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in auto mechanics, electrical repair, woodworking can be set up in the . ' camp wIthout any elaborate equipment or shops. 
Experience has shown that many of the older boys in camp are 

apt to be seriously retarded in spelling, arithmetic, and reading, and 
need remedial teaching. The boys are aware of these handicaps but 
are likely to be defensive about them. However, remedial work or­
ganized around such practical matters as letter writing or preparing a 
E:imple estimate of the number of seedlings needed to plant a certain 
acreage can accomplish a great deal. 

Schools in camps have many opportunities for relating subject 
matter to the environment. Some of these must be specifically 
planned, while others occur in connection with work projects and 
other camp activities. For example, science study could be related 
to understanding the forests, soils, and water, and include visits to 
points of special interest. Field experiences can also contribute to 
the boys' work in science: development of nature trails, observing 
weather station activities, and testing water in !mrrounding la.kes. 
Social science could tie land use problems and reasons for shifting 
populations in the area of the camp into broader problems by means 
of charts, maps, and visits in the area. The problems of stream pol­
lution and care of public property can also be used in teaching social 
science. Similar use of the setting can be made for mathematics, shop 
instruction, and language and communication. 

The essentials of health and safety should be stressed through­
out a youth's stay in camp, whether this is handled as a matter of in­
struction in the various camp activities or is formalized into a class 
as wen. The necessity for proper rest, clothing, protection from sun­
burn and fatigue, and safety precautions with respect to fires, the use 
of axes and other tools, swimming, etc., must be emphasized. Personal 
hygiene should also be encouraged. 

A library can make a contribution to the education of the boys 
as well as help them develop a constructive and pleasurable leisure 
time activity. A collection of well chosen books and periodicals can 
be circulated from a central point in camp. Also, a portion of the 
co"Bection can be divided into different sets and rotated as a group 
from cabin to cabin. It is important that the camp have a wide 
variety of materials which do not require h.igh reading skills. Many 
States have library personnel available for consultation to local com­
munities. Such personnel can be of help to a camp in its library 
program. 

Cabin life 

Among the various program groups in a camp, such as the 
work groups and school groups, the cabin group is the most. impor­
tant, if for no other reason than that it is the group in which the 
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campns are most intimately associa.ted with one another. The cabin 
group carries on the activities that are ordinarily carried on in the 
family. Eating, sleeping, d.ressing and undressing, personal hygiene, 
and housekeeping duties are a part of the life of every cabin. In 
addition, much of the recreation takes place in cabin groups: they all 
go together, or in pairs or threes, to the lake to swim; they compete 
against another cabin group in some activities; or they hike together. 
It is true that activity organiz~d around the cabins must be kept in 
balance with activity that involves the total camp, but nevertheless 
one will observe that many of the!' :relationships in the total camp are 
heavily influenced by the cabin organization. 

The group supervisors should use the group experience for its 
unusual education and socialization value. The boys will change in 
their ability to get along with others as they interact with each other. 
By association with persons of a different racial or cultural back­
ground, the boys may come to like groups of people that they formerly 
disliked. Tolerance will develop. The boys will also learn something 
about why other campers like or dislike them. Skill in creating 
friendly feelings can be acquired. The group supervisors should be 
a ble to guide the group process for the best social development of each 
member of the group. 

When there are some individual rooms in the cabins the boys 
have opportunities to be alone and enjoy the privacy needed to offset 
the constant stimulation of the group. Furthermore, the privacy pro­
vides an opportunity to learn how to use time by themselves con­
structively. Along with the cabins' physical arrangements, some of 
the camp's program should be directed toward meeting this need. 

M oral and sphltual values 
An awareness of moral and spiritual values can help in the 

rehabilitation of the boys. The camp should provide the opportunity 
for each boy's religious education, and for voluntary participation 
in religious services of his or his parents' choice. Along with the usual 
church services and religious instruction that can help the boys 
acquire these values, the camp setting offers other opportunities that 
can be utilized for religious purposes. For example, some camps have 
found it advantageous to hold some of their services in an outdoor 
place where the beauty of the spot helps inspire It reverent attitude 
in those participating. Camps can take advantage of community 
resources and have part-time chaplains come into the camp, as well 
as have the boys attend church in the community. 

80,S' participation In community affairs 

Opportunities for the boys to participate in community activ'­
ities should be sought. When these activities are carefully planned, 
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with both the boys and the people in the local community, the boys 
receive much benefit and the camp's relations with the community are 
improved and strengthened.17 

H nUh and m8dlca~ aenlces 18 

In . order. that the health of all boys be promoted as well as 
protected during their stay in camp, a health pro,gram which includes 
preventive measures, health maintenance, and medical care for camp­
ers and staff should be developed. Preferably, this should be planned. 
jointly by representatives of (1) the camp (this should include tho 
camp nurse if the camp employs one), (2) the local or State health 
department, (3) the physician (or physicians) responsible for medicul 
care of the campers, (4) the local hospital where the boys will be sent 
in the event of illness or accident. 

Elements of a health program which should be included are: 

1. The requirement of preadmission physical and dental exami­
nation and appropriate immunizations 
a. Each boy should have a preadmission medical examination and each 

new staff member a preemployment examination. A record of each 
boy's health status should be available to the camp physician and tr> 
other staff members concerned. 

b. Immuru.tions against diphtheria, tetanus, whooping cough, small: 
pox, and poliomyelitis (and against typhoid fever, if recommended 
by health authorities) should be Biven prior to the admission of the 
campers • 

2. Continuous health supervision 
There should be a plan for regular health supervision of the boys with 
medical examinations annually and booster immunizations at appro­
priate intervals. It is desirable to have a physician and a registered 
nurse on the camp staff, even if they are not in residence. In any case 
there should be an arrangement whereby medical and nursing service 
is provided when needt!d. Besides providing direct clinical services, 
the physician and nurse will assist in planning and carrying out the 
health programs. 

3. First aid 
Provision of first aid will be necessary. Usually one or several of the 
counselors should be trained to give first aid. If there is a camp nurse, 
first aid may be chiefly her responsibility. 

4. Safety 
Safety is basic to a camp program. Hazards of various kinds must be 
identified and eliminated or !:ontrolled. This will include regulatioln of 
activities in relation to natural hazards such as cliffs, swamps, and rivers, 
and regulation of programs of swimming and boating_ Proper instruc­
tion and supervision should be given in the use of tools and work should 
be restricted to the level of each boy's development and competence. The 

11 For turther discussion of this, see: Guides an.d Goals, op. cit. (pp. 77-·78). 
II>! See also Guides and Goal8, op, cit. (pp. 59-61) ; and American Camping As­

sociation: Re8ident (Jamp Stand.ards. Martinsville, Ind.: American Camping 
Association, 1956, 11 pp. (pp. 6-9). 
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camp itself and 1Uft'0unding areas need an adequp,te fire prevention and 
protection program. The camp should be constructed in accordance with 
principles and codes that foster safety. 

5. The Infirmary 
The camp should have an infirmary with a well qualified person re­
sponsible for care, even though hospital cttre will be arranged for in a 
nearby community except for minor illnesses or accidents. Transporta­
tion and telephones must be ava,11able for emergency use in case of 
sudden illness Of" ~cldent. 

6. Sanitation 
The sanitation of the camp should meet the standards of the hedth 
department. Water should be safe and adequate in quantity. Water 
dispensers, such as fountains, should be of an approved type and should 
be maintained properly. The water used for swimming should be 
tested regularly to determine its fitness for bathing. Only properly 
pasteurized milk should be' used. Proper refrigeration and storage of 
foods is important. The method of "'Yaste disposal should be approved 
by the health department. There should be an effective plan for con­
trolling insects, rodents and weeds and for keeping the camp clean. 

The Staff's Relationship with the Boys 
The kind of relationship that should exist between the staff and 

• the boys has been discussed earlier in this section under Emotional 
Atmosphere of the Camp, but its value cannot be overemphasized. 
This section will attempt to deal with the process of developing good 
staff relationships. 

Each staff member will have his own or individual way of 
establishing friendly relations with the boys. Generally, showing a 
sincere interest in the boy, in his activities and interests,his future and 
his problems, will help achieve this. The interest of the staff member 
should be genuine, friendly, without stinging criticism or heart-rend­
ing sympathy. If the staff member is a good listener, uses questions 
to stimulate the boys to think, and offers encouragement and praIse, 
he will go far in establishing a lasting and genuinely friendly relation­
ship with the boys. 

Friendliness at Inta ke 
The effort to establish friendly relationships with the boys 

should begin as soon as they are brought to camp. In order to avoid 
confusion and to set the desired emotional u,tmosphere for the camp, 
the greeting of new boys should be well organized. 

Upon arrival, the person receiving the boy should attempt to 
make him feel welcome and at ease. It is important to remember that, 
many times, a boy's admission to the camp is the 'culmination of many 
painful incidents that were involved in his becoming delinquent. 
Sometimes admission represents a less critical situation for the boy but 
even if he acts confident, aggressivl~, or nonchalant, the person receiv-
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ing him should act on the theory that he is a somewhat annous, be­
wildered, and perha.ps discouraged person. 

T~~ boys in c~mp might be asked to help in creating a friendly 
camp SpIrIt by showmg the new boy around and introducing him to 
others. Such a procedure will tend to make the new boy accepted and 
weaken the cliques among boys who have been in camp longer. 

Staff judlment In cabin assllnmuts 
The staff must also help the boys establish good relations with 

?ach ot~er. ~he grouping of boys, particularly in their living units, 
IS espeCI.ally Important in achieving this. Similarity in maturity, 
personalIty n~eds, an~ program interl~t should determine. the place­
men~ ?f b?ys ~ a cabm. ~. ~ood placement will facilitate the boy's 
partICIpatIOn ill gr'iOup actIVItIes and conversation. Some preknowl­
edge of a boy's group relationships is necessary to facilitate this type 
of placement. Further, such advance information reduces the trans­
fers that may have to be made to place a boy in his most appropriate 
group. 

There are several things which must always be taken into con­
sideration in making a cabin assignment. The boy's ability to stand 
~OI~e aggressive "razzing" or mild hazing, and the pressure the group 
IS h.kely to put on new members to learn whether or not they can stand 
theIr ground, must be evaluated. It is important to know whether the 
boy has a tendency to provoke this kind of behavior toward himself. 
The boy's predominant ways of seeking security should be observed 
an~ any problems in this area must be kept In mind in making an 
aSSIgnment. For example, will the boy require considerable adult 
atte.nti~n and support ¥ Is he apt to lean heavily on an aggressive, 
antIsoCIallea~er~ ~oes the group currently have such leadership, or 
have a potentIal for It that would be reinforced by the support of the 
new member ~ Might the new boy be so highly dependent on the 
group's approval that he would be easily manipUlated and become a 
pawn for the group's antisocial activities, a butt of their jokes and 
aggressive behavior¥ Or, on the other hand, is the boy so aggressive 
and antisocial that he might tip the socially constru.ctive orientation 
of a. cabin into H:ntisocial activities ¥ The latter possibility can pose a 
speCIal problem If several aggressive and antisocial boys are admitted 
into camp at one time and are assigned to a unit that is not able to 
absorb them. 

The initial assignment of a boy to a group shouM be made on 
t.he basis of information contained in the social history and other study 
dat.s that precede him to camp, and_the observations of the staff dur­
ing the time he is being admitted and shown the program .. After a boy 
has been in .camp for a whiJe, he may be changed to another group 
because of hIS own preference, or because his degree of sodld maturity 
requires a different placement. -
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The contribution of plannlnl 

Planning with the boys about their individual programs soon 
afte:r: they come to camp gives the staff members an opportunity to 
build good relationships with the boys and to involve them in camp 
activities. The boys sh')i..dd also be included in planning some aspects 
of the general camp program. The. broad aspects of the program, 
of course, are planned by the staff; the planning done by the boys takes 
place within this structure. When a number of individuals from 
varying backgrounds share a common goal and talk and plan together, 
they become sensitive to each other's needs and differences, and learn 
to cooperate even though they have some differences. In this process 
each member has a voice, assumes his share of the responsibility in 
making decisions about socially constructive activities, and has oppor­
tunities both to lead and to follow. 

As the boys find themselves in an accepting and consistent en­
vironment, they will begin to mature and to pattern themselves upon 
the staff of the camp. They will also begin to show the impulses and 
tendencies that played an important part in their delinquency. 
Occasionally, the boys will become aware of these impulses and 
tendencies by themselves and sometimes they will learn about them 
from their peers. However, they will usually need help from the 
staff in seeing any need to change. A boy may have to make some 
mistakes in camp in order to recognize this need. By giving the boys 
some responsibility for planning the general program and their own 
schedule and for carrying out then: own decisions, the staff is placing 
themselves in a strategic position to intervene when significant prob­
lems arise. That is, after the boys have participated in the planning, 
have been given opportunity for determining their own course, and 
have received staff help in achieving their goals, a process has been 
put in motion which permits the staff to confront the boys when 
trouble is eJ?countered. A staff member can then ask, "How did this 
come about~" Such a question must be asked carefully, in a way to 
get the boy to reflect; an aggressive manner might arouee the boy's 
defensiveness and so lose the opportunity to work the problem through 
with him. 

H andllnl efforts of the boys to chanle 

During their stay in camp most boys make some efforts to 
change. At first these may be tentative and require encouragement, 
support and. reward. They are likely to be characterized by trial and 
error, and the sympat.hy, guidance, and correction of the staff is 
especially needed in time of failure. The camp program, with its 
various activities, should provide the boys with opportunit.ies to work 
on their problems of .change. They should be given suitable outlets 

for the feelings expressed in the trial behavior as well as a guideline 
for the appropriate handling of these feelings. 

A combination of friendliness, acceptance, and matter-of-fact­
ness on the part of the staff will predispose the boys to a positive re­
lationship with each other and the staff, and minimize rivalry and 
feelings of animosity. However, the staff cannot expect amiability to 
prevail steadily, and a certain amount of hostility will be expressed by 
the boys toward each other and, very likely, toward the staff as well. 
Recognizing this, the staff can prepare themselves to meet problems 
charged with emotion without being overwhelmed by them or reacting 
to them in kind. Instead, they can attempt to talk them through with 
the boys. This does not mean that staff members will encourage or 
permit expressions of hostility thai would be harmful to anyone. Nor 
does it mean that the hoys are given unlimited freedom of individual 
expression or license. If it is not possible to work out a serious prob­
lem in the group in which it occurs, th~ boy or boys will have to be 
removed from the group. The problem often can be dealt with more 
simply when the pressure to continue the conflict, which is provided by 
the rest of the group, is reduced. It is important for staff members to 
recognize that these disturbances are opportunities for work on prob­
lems that are often significantly related to the boys' delinquencies. 

Thus far attention has been focused on the aggressive or hos­
tile relationships among the boys. Boys who have difficulty in estab­
lishing relationships with others or who tend to remain socially isolated 
and appear lacking in energy and absorbed in their own thoughts 
also need help. Usually these boys want to be included in the group 
activities and will participate if given sufficient encouragement. 
1"'\4-1... __ __ 4-____ : __ 4-1... ______ 1... 1... • 1... 1... • 1... 4-' 
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this is a clumsy attempt at group participation. Recognizing such 
conduct for what it is, the staff member can work with the individual 
to help him make a more appropriate and effective contribution and to 
become an accepted member of the group. 

Counseling 
The term counseling is used to describe a variety of treat­

ment approaches involving various techniques. It is often used to 
refer to the work of the activity 'people who provide the leadership in 
recreation and leisure time programs. Or it may refer to t.he super­
vision of the youngsters. At other times the word is used to describe 
a casework or group work process or even psychotherapy. 

In this document, counseling means a guidanco process in which 
the counselor aims to help the boy in a rational way to focus on the 
immediate aspects of a problem or situation that must be worked out. 
Day-to-day problems and plans for the future should be its concern. 
Past experiences, particularly those occurring during t.he boy's forma-
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tive years, should be considered as important, as .should unconscious 
conflicts. They must be appreciated; but coun~lmg does not atte.nd 
to them, at least not directly. Rather, counselmg should deal wIth 
the here and now the immediate past and the future. Consequently, 
counseling is ori~nted to "reality" and the techniques are relatively 
direct.19 

To be sure a supportive attitude toward the boys is helpful, 
whether it is sho~n in the general camp setting or in a closer inter­
personal relationship such as casework or counseling. The amount 
of specialized services required in a camp depends upon the degree of 
maladjustment in the boys. Intensive casework or psychotherapy are 
certainly needed with emotionally disturbed delinquents and those 
with serious personality problems, and camps that J?la~ to ~erve s;tch 
boys must be staffed accordingly. So long as camps lImIt theI~ serVIces 
to the less disturbed delinquent boys, elementary supportIve help 
without highly specialized casework and psychotherapy may be suffi­
cient. But such camps should only deal with boys who are amenable 
to and can profit from this type of experience. 

In any event, the leaders of the camp, especially th~ ~uper~n­
tendent and program director, must be people who are famIlIa.r WIth 
the procedures and techniques of treatment: Such l~adership can 
insure the incorporation of a treatment phIlosophy mt~ the to~al 
program and guide members of the staff who have not haa. extenSIve 
training in this. 

Factors Influe nclnl counsellnl 

Apropos of the camp's aim to help the delinquent iden~ify .a~d 
clarify the difficulties he is having, as well as explore the advumhlbty 
of pu~uing various courses of action, it seems worthwhile to indicate 
that the extent to which these aims can be achieved are limited by the 
nature of the boy's problem, the skill of the counselor, and the boy's 
preparation for counseling. Also, the environment~l situ~tion has an 
effect on counseling and a reasonable degree of prIvacy IS necessary. 
It is a very difficult task to do an effective job of counseling in a 
situation where some immediate behavior problem must be managed. 
Yet even in such conflict situations, counseling can take place wpen 
the ~oy's emotional discomfort and concern are used as footholds. in 
working with him.20 Such a situation may actually be an asset WIth 

U For further discussion of this concept of counseling, see: Hamilton, Gordon: 
Theory a,nd Practice oj Social Oase Work. 2d revised edition, New York: 
Columbia University Press, 1951, 328 pp. (pp. 250-252). 

1IO This has been recognized and {>racticed intuitively by training school per­
sonnel for years. More recently. its potential has received broader recognjtion 
and efforts have been made to make this technique more explicit. See Am.erican 
Journal of Orthopsychiatry, vol. XXIX, No. I, 1959: Redl, Fritz: "Strategy and 
Techniques of the Life Space Interview," pp. 1-18; Dittmann, Allen T., and 
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those boys who characteristically deny that they have any problems 
and yet are loaded with them. The counselor must be aware of the 
objectives of counseling in such complex situations and have the 
necessary skills to work toward them. 

_ Essential. couu~IQL attlt udes 
The attitude of the counselor toward the boys is very important, 

whether he is working with the boy in a private situation or in one of 
stress in one of the camp's activities. He must respect the boys and 

. appreciate their problems. The dounselor must be sufficiently secure 
to give them a feeling of confidence, and to listen and help them with 
their troubles without becoming overly involved himself. He should 
be able to restrain himself from giving "ready" advice. Though the 
counselor must be accepting of the boys and have a high degree of toler­
ance for unacceptable behavior, he cannot condone all of their actions, 
such as flagrant aggressive behavior or complete unoooperativeness. 
His function, however, is not to censure. Rather, it is to help the boy 
take a responsible look at his behavior, with a minimum of "guilty or 
innocent" shadowboxing. If the counselor believes he should express 
his disapproval of what happened, he should do so in a matter-of-fact 
or finn manner and be careful not to condemn or chastise. It is well 
for the counselor to remember that in almost every instance the boy 
will already know that his antisocial behavior, whether in camp or 
prior to coming to camp, is unacceptable. So further censure is 
neither necessary nor desirable. Such behavior, however, is apt to be 

-related to the boy's problems. Consequently, the counselor must work 
with it as he attempts 'to help the boy. 

The counselor must be versatile in his use of attitudes. Inter-
-. est, acceptance and empathy will generally facilitate the counselor's 

work. If the boy's conversation is anxious the counselor should affirm 
his strengths and potentials. Feelings of guilt indicate the need for 
support. However, since the boy may feel worthless and unacceptable, 
the counselor must not shower him with attention as this may make 
him feel increasingly unworthy. 

A pOint of departure for counsellnl 
What has been said indicates that anyone aspiring to do counsel­

ing should have some knowledge of deviant as well as normal behavior. 
He should also have a unified set of concepts that will provide him 

Kitchener, Howard L.: "Life Space Interviewing and Individual Play Therapy: 
A Compar.ison of Techniques," pp. 19-26; and Morse, William C., and Small, 
Edna R.: "Group Life Space Interviewing in a Therapeutic Camp," pp. 27-44. 
Also, see: County of Los Angeles Probation Office: Oamps Oase Work Fun'ctiottal 
Manual (mimeograph), 1960,132 pp., which describes casework and group work 
philosophy and techniques as used in the Los Angeles County camps. 
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with an understanding of the boy's behavior and suggest approachetS 
to be used in working with such behavior. Some experience in in­
terpreting what the boys do 9,nd say in terms of these concepts is 
also desirable. The counselor must have sufficient sensitivity to grasp 
what a boy means or feels beyond what he says or does. He must also 
be aware of himself as a person-his needs, feelings, and rela.tionships 
with people-and of how these may influence his work with the boys.21 
It is important that the counselor be able to deal with a boy who is 
expressing some overt behavior disturbance in some camp activity as 
well as with problems in a more private situation. 

No a.ttempt will be made here to present the body of knowledge 
and theory upon which counseling is based,22 but some general coun­
seling techniques will be discussed. 

M aklnK t he practical arranloments 

As with the other aspects of the program, counseling should 
be described to the newly admitted boys during orientation. The 
description must be adapted to each boy, especially since many will 
know about counseling from their probation experience or from some 
other service. The available background and psychological informa­
tion about the boy will provide clues as to the intensity of counseling 
that the individual will require. It is important that the counselor 
help the boy to bring out and talk about some of his problems during 

11 The counselor must be a thoughtful and well trained person to understand 
his own feelings and the complexitie3 of his relationship with the boys. This 
insight, of course, is relative. A high degree of it is a goal that counselors shO'uld 
set for themselves. An article by Lippman, Hyman S.: "Understanding th~ 
Offender Through Understanding Ourselves," Federal Probation, vol. IV, NO'. 8, 
August-October 1940 (pp. 14-17), makes thia point alO'ng with several others 
related to' it. 

n Several bibliographies list much of the significant literature in the field: 
A Selected Bibliography on Juvenile Delinquency (mimeograph). Washing­

ton, D.C. : Children's Bureau, 1958. 44 pp. 
Joy, Barbara E.: Annotated Bibliography on. Oamping. O'P. cit. 
Menninger, Karl A. (editor) : A Guide to Psychiatric Books. New York: Grune 

& StrattO'n, 1956, 157 pp. 
Several basic works representing several different disciplines may be helpful in 

gaining a point O'f vi1ew about personality dynamiCS : 
Bloch, Herbert A., and Flynn, Frank T.: DeUnque1wy: Tke Juvenile Ofltmder 

in America Today. New York: Random House, 1956, 612 pp. 
Friedlander, Kate: The PSllcho-Arwlytioa.1 Approach to Juvenile Delinquency. 

New YO'rk: International UniverSity Press, 1947, 296 pp. 
Kluckhohn, Clyde; Murray, Henry A.; Schneider, David M. (editors): Per­

sonality in Nature, Society and Oulture. 2d edition. New York: Knopf, 1953, 701 
pp. 

Stein, Herman D., and Cloward, Richard A. (edltors) : Social Perspective3 on. 
Behavior: A Reader in Social Science for Social Work and Related Prote88Wns. 
Glencoe: Free Press, 1958, 666 pp. 
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orientation. Material obtained at this time can contribute to an under­
standing of the boy and serve as a frame of reference for future 
counseling. 

Decisions about counseling, like decisions about other aspects of 
a boy's program, should be made at the staff conference. Various 
alternatives are possible. Plans may' be de<Veloped for a boy to see a 
counselor on a regularly scheduled basis, or the counseling may be 
left on the basis that the boy is welcome to come to the counselor 
whenever he feels the need for help. In any event, the counselor should 
always be on call to assist in periods of stress as well as to help the boy 
to plan for his future. 

The boys will be aware that the staff conference has discussed 
their programs. They will anticipate talking with the counselor about 
some of the things that took place at the meeting. The counselor must 
be skilled in interpreting the staff's decisions to them. In speaking 
of counseling to a particular boy, he may want to refer to some of the 
problems the boy brought up during orientation, and indicate the 
staff's belief that he might gain some help through counseling. He 
can then proceed to discuss when they should get together and related 
matters. 

Some counsellnl techniques 

Skill as a counselor is highly dependent on the ability to estab­
lish the kind of relationship with the boys that will be helpful to 
them.23 Along with assuming a friendly, interested, and objective 
attitude, certain specific measures may be ~mployed to increase the 
counsel~r's skill. Several of these will be discussed, although an 
exhaustIve treatment of the subject is beyond the scope of this 
pamphlet. -

Observing.24-Careful and sensitive observation of a boy's be­
havior and·general manner can tell the counselor a great deal about 
the boy as an individual as well as about how he relates to others. 
Although a counselor should observe the boys he must make his 
observations and evaluations casually, so as n~t to give them the 
impression of being "watched." Since the boys reflect many aspects 
of themselves in their behavior, whether in an interview situation or 
in some other camp activity, the counselor can gain important clues 
about their problems and assets by observing them. How the boys 
walk, their posture and their facial expressions, gestures, and general 
manner as well as how they approach others and get along with them 

• FO'r further discusslon of this PO'int, see Lippman, op. cit. (p. 16). . 
II For detailed descriptions O'f observing· people, see: Garrett, Annette: OOUft­

sel£ng Method8 tor Per80nnel Worker8. New York: Family Service Association 
of America, 1945,187 pp. (pp. 50-52) ; and Menninger, Karl A.: A Manual for Psy­
chiatric Oase Study. New York: Grune & StrattO'n, 1952, 355 pp. (pp. 71-77). 
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are important. Is his walk overly casual and aimless, or goal directed, 
or cautious ~ Is his posture stooped or "drawn over" ~ Are his facial 
expressions, gestures, and general manner tense ~ Does he defend 
himself in his relations with people ~ Does he put on a front-if so, 
what kind ~ It will be helpful if the counselor can determine whether 
what he is observing is a boy's characteristic way of reacting to a 
situation or people or whether it reflects some unique response to 
something specific, and if so, whether that situation or person may 
have particular meaning to the 1:>0Y because of his past experience­
and what type of past experience. 

The counselor should also observe the boy's interests and abili­
ties, and the non-sensitive and conflict-free areas of his personality,.so 
that he can encourage the boy to develop them. He should note these 
points also in order to have some areas around which to develop his 
relationship with the boy. 

Listening.211-In most instances the counselor should encourage 
the boy to talk about his interests and problems or whatever seems 
to be important or of concern to him. In so doing, he will give the 
boyan opportunity to express himself, explore his problems, and 
seek ways to solve them. The counselor will understand the boy more 
clearly when all of this information has been laid out before him and 
consequently will be in a better position to help him. The counselor 
will need tolerance and restraint in order to avoid interrupting the 
boy or directing his talk along a particular line before the boy has 
had a full opportunity to communicate what he has in mind. 

Waiting for a boy to talk.-In order to give a boy full oppor­
tunity to express himself the counselor many times must wait for the 
boy to talk. This applies to the beginning of a contact as well as 
during a conversation. Letting the boy bring up and talk about what­
ever he has in mind insures that the ideas and feelings expressed by 
the boy will have a minimum of influence and coloring from the coun­
selor. The counselor should also wait after the boy's initial presenta­
tion of a problem or idea. The ideas and feelings that will undoubt­
edly follow will contribute substantially to what he has already said. 
An unhurried approach and waiting gives the boy's problems, which 
may be underlying ones, an opportunity to come to the surface and 
possibly be expressed. The pause gives him an opportunity to reflect 
critically on what he has been saying and generally suggests to the 
boy his responsibility for himself and his part in the counseling. 
Furthermore, this delay may save the counselor from giving a too 
ready solution to a boy's problems. 

Asking direct questions.-The counselor will often simply wait 
for the boy to continue his discussion. He may restate something the 

• Garrett, Annette: Ooun-seUng Methods few Personnel Wewkers, op. cit., and 
Perlman, Helen Harris: Social Oasework: A Problem Solvino Process. Chicago: 
University of Chicago Press, 1957, 268 pp. (pp. 141-142). 
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boy has said in essentially the same words the boy used, or he may com­
ment on something he has said. However, there are occasions when 
direct questions are needed: when boys are inarticulate, mentally 
blocked, restive, or recalcitrant. The counselor m9,y direct carefully 
timed and couched questions to important and perhaps neglected as­
pects of a problem. If feelings seem to be interfering with the boy's 
talking, the counselor may ask about them. 

Giving information.-In the course of the counseling, the coun­
selor will also be giving information to the boy; some of this informa­
tion will be routine, and some will have a bearing on some individual 
disturbance. The information should be correct and should be given 
in a clear, simple, and assured manner. Thus, the counselor may fre­
quently have to answer oft-occurring questions about the camp rules, 
policies, and routines along with qu~tions about release and aftercare 
procedures. In the counseling process, the delinquents will not ask 
the counselor direct questions about themselves and their problems as 
frequently as they ask about rules and procedures. Questions about 
others that are really asked because of their bearing on the boy himself 
may precede more specific questions about himself. Tentative feelers 
or vague inquiries may be asked about problems in their homes and 
with their parents. Discussions about their girl friends, along with 
their problems and interest in sex will also come up, if given an 
opportunity. The counselor's degree of comfort in discussfug such 
material will be sensed by the boys and, consequently, will influence 
the boy's readiness to work on problems in these areas. Particularly 
in the areas where the boy is highly sensitive, the counselor must 
assess the situation and his own capabilities. A safe rule of thumb 
is to give information that seems helpful in a matter-of-fact mp,nner 
and avoid dwelling on this kind of material. If the boy has serious 
sexual or other deep emotional problems, he should be referred to n. 
facility more adequately staffed to help him. 

Giving .reassurance and support.26-Reassurance and support 
given to anxious, restless, or discouraged boys may alleviate these 
feelings, particularly if the disturbances are fairly mild and have not 
been associated with intense problems. 

In using this technique, the counselor must feel with the indi­
vidual and give realistic encouragement. As the boy feels the sus­
taining influence of the counselor, he will feel stronger and also strive 
to pattern himself after the counselor. 

Releasing emotions.-As the boy talks, he has the opportumty 
to release pent-up feelings. Venting his fears, angers, and frustra­
tions, and also his hopes, gives the boy relief, particularly when what 

• See Hollis, Florence: "The Techniques of Casework" in Kasius, Cora: 
Principles and Techniques in Social Oasc1cewk. New York: Family Service 
Association of America, 1950, 433 pp. (pp. 415-418) . 

29 

IN 

, 
, 
} I 



I' o' 

i" 

r: 

he has to say is received by the counselor in an uncritical and sytnpa­
t.hetic way. Perhaps, up to this point, the boy has kept his problems 
and feelings to himself, believing he could not express them to a~y­
one, or sometimes not even admitting them to himself. Releas~~g 
these ideas and feelings lessens the terrifying hold they have on hIm, 
gives him a chance to "look at them" and, in discussion with the 
counselor, to correct some of the mistaken ideas that he may be har­
boring. Moreover, the boy may become less sensitiv? to problems th~t 
have disturbed him when he has had an opportumty to express hIS 
feelings about them. ' . 

As techniques, simply listening to, or encouraging the expres­
sion of, feelings should be used with an awareness of thei~ limitati~ns 
and possible dangers. They may be merely a source of mformatIOn 
to the counselor and a temporary relief for the boy, whose emotional 
disturbances are really related to earlier, more damaging, experiences 
and not to the present situational problem. If the boy becomes fright­
ened and stimulated by the eruption of his feelings, the counselor may 
find it difficult to manage the accompanying feelings of terror, panic 
and hostility. For these reasons the release of feelings should be 
encouraged with discretion and in combination with other techniques. 

To avoid precipitating a panic reaction the counselor should be 
sensitive to changes in the boy's mood in a given counseling situation 
as well as over a period of time. Anything in the boy's mood suggest­
ing a progressive and marked increase in anxiety, fear, tension, or 
general uneasiness, calls for caution. Sometimes these reactions will 
be in response to a particular problem. At other times they may be 
manifest in relation to the counselor himself, and have their meaning 
largely in the boy's personality make-up. Having recognized this in. 
the boy, the counselor should consult with the program director. ~ey, 
together with the staff committee and, if available, after psycho~oglC~1 
conSUltation, should determine how the counselor should modIfy hIS 
approach to t1)e boy. Or it might be decided that the boy's problems 
are more appropriate for another type of treatment, perhaps psycho­
therapy in another setting. 

Giving suggestions and advice.-Positive suggestions and advice, 
given discriminately, may be used to assist delinquents to modify their 
behavior or achieve certain recreation or work aims. These techniques 
work best if the counselor has a friendly relationship with the delin­
quent, if the suggestion or advice is directed at areas of the delinquent's 
personality that are relatively free of conflict, and if the delinquent 
believes the suggestion or advice is in accordance with his general wel­
fare. The frequency of the suggestions or advice, their timing, tone, 
and inclusiveness, are additional factors the counselor must consider 
in the use of these techniques. 
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Confrontation.IT-As the boy's confidence in the counselor de­
velops and he ceases to feel challenged or threatened by the counselor's 
ideas the counselor may confront him with questions about his 00-
havi~r and the realities of his situation. The counselor might say, 
"You say this, but I recall earlier that you mentioned this." ''This 
isn't quite clear. to. me .•. let's go over it again." "~ere did yo.u 
say you were when this was going on~" ''Tell me agam about how It 
was at home." Implicit in this type of questioning is the idea that 
what the boy has reported may be more complex, or in some instances 
simpler, than he has' indicated. " . 

The manner in which the boy is r..onfronted is very important. 
Well directed, simple, casual inquiries or considerate, direct ques­
tions coupled with some comparisons indicating incongruities in the 
boy's behavior or his description of it are helpful. But the confronta­
tions must be made in a non aggressive and nonaccusing manner. 

Planning.-As the boy starts to think in terms of leaving camp, 
he will begin making inquiries and discussing his plans for return to 
the community. Often, this may be the point where the problems~­
sociated with home or community reemerge. He may speak of hIB 
home or community in glowing terms ·because he has over-idealized 
them during his camp stay. A positive concept of the future is com­
mendable; however, it should be realistic. Consequently, the coun­
selor should encourage the boy to explore his picture of the future 
more thoroughly, so that more adequate planning can be done with 
respect to it. For instance, has the situation really changed Y If not, 
is it the place to go ~ If so, how can the situation be managed Y What 
about school, work, etc. ~ The parole officer's role in the boy's future 
must also be understood. 

Guiding the interview 01' exchange.28-. Observing, listening, 
questioning, and so on, are used by the counselor to learn the nature of 
a boy's problem, to give the boy a chance to tell his own story and to 
express his feelings about it. These techniques also let the counselor 
learn what it is that the boy thinks and feels. Thus, the counselor 
asks for clarification at points, raises questions at others, waits for the 
boy to continue talking, urges him to consider the possible consequences 
of his behavior, or to explore the various courses of action open to him. 
The counselor must be aware of the implications of the camp's struc­
ture, in terms of do's and do not's, for the boy, as well as the restrictions 
imposed by the community. However, the counselor knows that the boy 
makes the final decision to act and, consequently, his communications 

, bo ' with the boy must revolve around the boy's problems and the y s 
search for a way out of them. The counselor allows rambling and 

zr See Gardner, George E.: "The Institution as Therapist," The Ohild, vol. 
16, No.5, January 1952 (pp. 70-72). 

• Garrett, Annette: Oounseling Methods for Persottll1.eZ, op. cit. (pp. 57-59). 
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"incoherence" because he knows it has special meaning. Often it is the 
boy's only way of telling his story and getting to the sources of his 
trouble. If the rambling appears to be a defense rather than a route 
to a problem or its solution, the counselor should bring the boy back 
to relevant material. He may do this by a carefully chosen question 
or by repeating and calling attention to important material that the 
boy has already introd uced. 

Consultation IUld rcferral.-'Even though boys a.re carefully se­
lected before being sent to camp, problems may emerge that were not 
ant.icipated. For example, one boy may begin behaving aggressively 
without apparent provocation, another fuay refuse to work, or a rash 
of runaways may occur. To be prepared for problems of this kind, 
and others, the counselor must have his work carefully supervised by 
the program director. Also, in the staff conference committee, the 
boy's progress in counseling should be evaluated periodically, as well 
as other aspects of his program. To strengthen their approach to these 
problems, the camp personnel should have psychiatric, or psychologi­
cal1 consultation available to them. Through this help the sources of 
the boy's trouble may be determined more clearly and the necessary 
modification made in his program so that he can continue in camp. 
Or, occasionally, as the result of their rovi'3w of the situation, it may 
be necessary to transfer a boy to a service better able to help him with 
his problems. 

In using consultation, it is important for the camp staff to or­
ganize their material about the boy carefully and to be prepared to 
discuss the case openly so that the consultant' can be of optimum help 
in the matter. 

If a referral is made and a boy is transferred to another facility, 
the cc:mnselor j:I'hould help him accept the move as something that is 
being done for his benefit. The boy may not see it this way, at least 
initially, so the counselor must be prepared to help him express his 
negative feelings. If the transfer is prepared for in this manner, 
the boy may become more receptive and better able to accept and profit 
from the move. 

Termination.-A boy is apt to develop some deep attachments 
to the camp. This may be the case even with boys who complain about 
the qamp, accuse it of unfairness, etc. The program and, particu­
larly, the personnel have contributed to his well-being and he may 
have become dependent on'them, most likely without his being fully 
aware of it. This, associated with the prospect of returning to some 
of his previous problems and to freedom and greater responsibility, 
may be frightening to him. If these feelings are apparent or are 
suggested by the boy's discussion or behavior, the counselor should 
give him a chance to express his thoughts and attitudes. If these 

32 

• 

h.esitancies are brought out in the open and talked over, the ooy is 
less apt to be crippled by them when he leaves the camp. 

Group counsellnl 
Counseling carried on with groups is a treatment method that 

can contribute to a camp program. This approach will not be dis­
cussed here in detail.29 However, it can be said that group counseling 
usually takes the form of a small discussion group, made up of boys 
with similar problems, and skillfully guided by an adult leader. Daily 
problems in the camp are discussed as are personal problems of adjust­
ment. The effectiveness of the procedure rests heavily on skilled adult 
leadership and a generally positive camp milieu. 

• For details about the techniques of group psychotherapy, see: Peck. Harris 
B., and BeUsmlth, Virginia: Tr.eatment 01 the Delinquent Adole,cem. New York: 
Family Service Association of America, 147 pp. (pp. 63-89); Slavson, S. R.: 
An Introduction to Group Therapy. New York: Commonwealth Fund, 1943, 
852 pp.; and Slavson, S. R. (editor): The Practice of Group Therapy. New 
York: The International University Press, 1947, 271 pp, 
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chipter 3 

THE 0 RGANllATION AND ADMINISTRATION OF A CAMP 
The Organization of a Camp 

THE ADMINISTRATIVE ORGANIZATION of a camp 
should be such as to make possible the direction, coordination, and in­
tegration of all the parts of the program. The parent agency, whether 
it be a State welfare depa,rtment or another agency, must fit the camp 
into its program for delinquent children, set the camp's purposes and 
the general methods to be used in meeting these ends. In addition to 
policy setting and planning, the parent agency can also provide certain 
administrative services for the camp more efficiently and economically 
than can 'the individual camp.so 

CItIZfH!S' advisory committee 

A citizens' committee should be appointed by the head of the 
parent agency, in collaboration with the superintendent, to facilitate 
the acceptance of the camp by the community in which it is located.s1 
The superintendent should give such assista1,lce to the chairman of 
the committee as he, the chairman, may desire in organizing the com-

. ". h l' h . h 'h • 4-" t' 't' mlttee ana In .. ~e ... plng t£ ... em Wlt ... £ t.u.81r COnulnUJng ac IVl lea. 
The committee should meet at regularly stated times, preferably 

at the camp, to learn about the camp's program and problems. With 
this knowledge, the co~mittee members can inform the community 
about the camp and its functions more accurately than they otherwise 
could and, if necessary, can correct misconceptions that may have 
developed. 

At these meetings, the committ.ee should advise the superin­
tendent of the community's attitudes toward the camp and, if some of 
these are negative, offer suggestions on how the superintendent can 
bring about more favorable community feeling. The committee can 
also correct misconceptions that the camp superintendent or staff may 
have about the community. 

" For a fuller description and Illustration of the functions of It parent agency, 
see Guides and Goals, op. cit, (pp. 11-12). 

11 G1tides and GOUl8, op. cit. (pp. 14-15), also gives Borne description of the 
functions of an advisory committee. 
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Along with this public relations function, the committee can 
help the camp aITange some community activities for the boys and per­
haps act in an advisory-consulting capacity in ;regard t~ cert~in as­
pects of the camp program. Citizens engaged In educatIon, bbrary, 
church, county welfare, business, or constru?ti~n work could ?e ~­
pecially helpful in this respect. The supenntendent should InVIte 
the members of the committee to the camp, make them feel they belong 
and have something to contribute to the grou.p, give them an oppor­
tunity to observe and discuss the camp program, and make use of 
their ideas and suggestions wherever possible. 

The camp 

Usually the parent agency, together with the superinte~dent, 
determines the general organization of the camp and its ~latIon to 
other agencies with which it has dealings. The. more specIfic aSJ?e?ts 
of the camp's organization are usually determmed by the. supenn­
tendent and his staff.. Although a camp may be small and Its opera­
tion quite informal a definite philosophy with definite policies and 
rules must be devel~ped, the work of the camp must be divided, "de-
Partmentalized" and assigned to individuals, and plans made for the , . 
coordination of these different tasks. A means of systematIc commu-
nication and supervision must be provided and a system' of graduated 
authority must be established, linking the superi~tenden~ to ~he super­
visors and the supervisors to the workers. ThIS organIZatIOn struc­
ture must also encompass the activities of the boys and include any 
groups that have .been developed for them, such as a camp counsel, 
defined cabin groups, work or recreational groups. 

Furmal iHiiiiluHoii 

The camp's organization must provide for an administrative 
unit responsible' for the overall direction, coordination, co~t;rol, a.nd 
evaluation of the camp. This is not an elaborate admInIstrative 
organization, but it is the localization of administrative resJ?o~sibil!ty. 
Since most of the staff members have duties other than admInIstration, 
it is important that administrative responsibilities be clearly di~tin­
guished. These include fiscal and business managemen~, food serVIces, 
maintenance and repair, and clerical help. The s."perlI~tendent, p~o­
gram director and account. clerk have the key pOSItIons In the admIn­
istrative unit' which is the "top" of the camp's organizational struc­
iure. If the ~amp has a school, the principal should also be included. 
Also, the camp's physician has an important part in the camp's health 
and safety program. 

This structure is linked to functional areas, such as work, r~­
.realtion, counseling, cabin life, and education, by lines of authorIty 
and responsibility. Perhaps these areas could be called departments, 
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but the concept of departments must be used carefully so that artificial 
boundaries will not be set up among the various closely related fields. 
These assigned areas of responsibility, such as counseling and recrea­
tion, give the vertical dimensions to the formal staff design, as they 
come under the supervision and authority of the superintendent. and 
program director. They also give a horizontal dimension because the 
various areas are alined on the same plane. However, this vertical 
and horizontal spread is small because these camps are not large and 
the number of staff members is small. 

The boys, too, can contribute to the formal structure of the 
camp. AU tt~ often programs for delinquents do not utilize the 
boys' interest in organization. As a result, strong informal organi­
zations are developed by the boys themselves and are often directed 
against the program. In an effort to bring some of this activity into 
the treatment process and directly under staff influence, a council of 
boys should be set up. Such a council should be made up of members 

. elected by and representing all the boys in the various cabins in the 
camp. It should give the boys an opportunity to work through some 
vital problems with the staff, and should serve as a forum or clearing­
house for all. This council should not be permitted to operate as a 
"self-government" device for the boys, nor as a tool by means of which 
the boys put pressure on the staff. Nor should it be a mechanism 
which the administration exploits to accomplish some of its choms. 

Informal orllnlzatlon 

Along with the formal organization, set up by the administra­
tion of the camp, the staff and the boys will spontaneously develop 
organizations of their own in the form of groups and cliques based 
upon similarity of interests and attitudes. These groups do not have 
the thought-out character of the formal organization. Rather, they 
are the "human side" of the camp that comes into being as the staff 
and boys live in constant contact with each other. This informal struc­
ture serves to keep the staff and the boys better informed about the 
happenings in the camp and allows them to discuss some of their daily 
problems and gain each other's support. The superintendent should 
be aware of the informal groups in his camp. He should know some­
thi~~ about their doings and take account of them in making his 
deCISIOns and, to some extent, work with them through the regular 
channels. Work with the informal organizations requires skill if it 
is not to circumvent and weaken the regular organization.82 

• The phenomenon of formal and In!ormal organizations Is not unique to 
forestry camps. The same thing has been Identified and described In other 
institutions, including offices, industrial plants, and prisons. For a theor1etical 
discussion of these points, see Bernard, Chester I.: The FunctiOns of the Ea:ecu­
tive. Cambridge: Harvard University Press, 1948,334 pp. 
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The informal arrangement of the staff will most likely be deter­
mined by the similarity of work, such as counseling, work supervision, 
night security, and the like; by outside influences such as memberships 
in civic organizations, location of residence; by age and particular 
interests such as sports, business, education. The camp staff may be 
organized into several informal groups which will be related to each 

~ other and to the'formal organization in a vague way. . 
These staff groups frequently have subtle relationships not per­

ceptible to the outsider. The longer the members associate together, 
the more complete·their understanding becomes and, perhaps, the more 
pronounced their likes and dislikes .. These relationships may become 
so strong that communication takes place ~ven when no word is spoken. 
In this manner, tacit agreements are reached. This loyalty factor, 
this sense of identity, this feeling of camaraderie, is of great impor­
tance to the real organization of a camp. 

The informal organization of the boys provides still another 
element in the organization of a camp. This, like the informal organ­
ization of the staff, is unofficial and is worked out by the boys them­
selves and facilitates the~r relationships with the staff and each other. 
Common interests and a~ltitudes form the basis of many of the cliques 
in this organization. These groups will be particularly active in the 
cabin life, and in recreational and work activities. Precautions must 
be taken by the administrator to keep these organi:zatiolls generally 
friendly in their point of view. Otherwise, they are likely to build 
up an antiadministration system of attitudes, values, and behavior, all 
of which hamper the treatment process. 

Tbe Administration of a Camp 
The formal and informal organizations of the camp are the 

means which the superintendent uses to facilitate the treatment 
process. The formal organization is the approved medium, the ap­
propriate structure, through which he can work out plans and policies 
with hi:' ilff and boys, marshal the necessary resources, and put them 
into practice. It is also through the formal organization that the 
superintendent checks and controls the various aspects of the program 
and modifies them as indicated. 'York 'through the informal organi­
zation of the camp is less definite than work through the formal organ­
ization. But the superintendent should know what the informal 
organization of his camp is and utilize it as far as possible. 

Admlnlstratlun by mlln s of the fermal orllnlutlon 
The superintendent occupies the central position in the organi­

zation of the camp. More than anyone else he is responsible for the 
operation of the entire undertaking. In carrying out the responsibili-
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ties of his position, he employs a number of administrative methods; 
decision making, planning and organizing, communicating, directing 
and coordinating, and evaluating. 

Decision making.-Decision making is the very heart of the 
administrative process and covers all aspects of camp life, including 
questions about the camp's purposes, program, and personnel-deci­
sions that the superintendent shares with the parent agency-and 
questions about the camp's daily operations-decisions that the super­
intendent should share with his staff. Where possible, the superin­
tendent should involve his staff in his deliberations before making his 
decisions; on matters of less importance he should delegate the de­
cision-making responsibility. 

Planning and organbing.-Long-range planning is the basis of 
effective administration and is the administrative responsibility of the 
superintendent in conjunction with the parent agency. The general 
program of a camp will usually be planned for a particular budget 
period, annual or biennial. The plan for such a period calls for a de­
tailed statement of the aims of the camp and specific information on 
the needs of the program and the cost of the necessary services. Such 
a plan should be embodied in a longer-term plan, which sets various 
program and building developments into perspective. Planning for 
the daily activities should be specific and should 'be made with the long­
term goals in mind. 

Communicating.-Communication muet be clear and unimpeded 
to and from the superintendent's office and throughout the camp. in 
order to implement the program and facilitate its operation. Infor­
mation must be transmitted at the appropriate time and place. 
Blockages, distortions, and misunderstandings must be recognized and 
worked out. How and when the superintendent talks and writes to 
his people, the opportunities he gives them for being hea.rd, what he 
talks ahout and permits them to talk about, and the means that he 
chooses to accomplish this are all important. 

A written communication is most valuable in setting forth an 
inst,ruction, policy, or duty and making it a matter of record. An in­
struction reduced to writing is probably more difficult to circumvent 
than an oral communication. Written materials should be kept to a 
minimum and employed only in those areas wllere they are the most 
appropriate means for securing a desired result. Even in these in­
stances, almost every written communication must be reinforced and 
implemented by an oral communication, which should precede, ac­
company, or follow it. 

Face-to-face communication is most desirable when there is a 
complicated problem requiring a give-and~take discus8ion, when it is 
desirable to bring out the attitudes and difficulties involved) or the 
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superintendent needs to check directly on what has occurred in ord.er 
to handle the problem most effectively. • . 

The superintendent must make the best pOSSIble uee of all ava~l­
able communication devices, combining them in a manner that wIll 
secure the information he needs and wield the most effective i~fluen~e 
with the least expenditure of time and energy. To accompbsh thIS, 
he will need to evaluate carefully the kind of information he ~ants ~o 
communicate, the individuals to whom he wishes to commumcate It, 
and how he wants it to be received. 

It is necessary that each employee be fully informe? regarding 
his duties and responsibilities, the regulations under ,:h~ch he s~all 
work, and the policies and practices of the camp. ~hIS mforma~lOn 
should be given in a simple, direct manner and by a umform, a?thonta­
tive, yet relatively inexpensive means. It should convey the I~form~­
tion quickly and accurately. One of the best means for gettmg thIS 
kind of information to the worker is an employees' manual. 

The manual should provide historical information about the 
camp; state camp policies and overall aims; infor~ the workers of 
established methods, procedures, standards; prescrIbe ways. o~ per­
forming work; and give concise information on ~enefits, I?rlV1le~, 
and operating rules. Such a manual is a source of mformatlon whIch 
is essential to the best performance of the job, a device to orient new 
workers and help them throughout their employmen~. . . 

A boy, when he first comes into camp, n~ds ~elp I~ copmg WIth 
his feelings about coming to camp and m orIentmg hImself to the 
new setting. Coupled with other intake procedures, a hand~o~ c~n 
help to meet this need. A handbook for boys should be optimIstIC, 
"welcoming," and concrete. It should tell the boys about the camp, 
its physical facilities, its staff and its program. The boys should be 
encouraged to use the handbook and to consider it an object of value. 

The memorandum is a type of informal letter. It can be used 
in a variety of ways and in relation to many subjects. For example, 
the superintendent may take notes on a sta.ff conference. La~r, he 
may issue a memorandum stating the decisions reached at thIS con­
ference and outlining the responsibilities of the various staff .~embers 
in connection with it. Or, he may issue a memorandum glv~ng the 
result of a meeting or contact with the parent agency, or WIth the 
conservation unit, on a particular issue. 

The superintendent should also have reports coming to him 
from the staff in the form of memorandums on general camp prob­
lems, special incidents, or special projects. 

Much of the official communication in a camp is purely 'Verbal. 
The superintendent should schedule regular staff meetings, ~s dis­
tinguished from case conferences. He should use these to give the 
staff a sense of unity and of the interrelatedness of their work. The 
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meetings should consider the problems that the staff and th~ super­
intendent meet in operating the camp program and which involve the 
whole camp. Acting on such problems usually means clarifying and 
interpreting camp policy, applying this policy to specific situations, 
modifying present policy or developing a new one. If the camp 
policies are fairly well developed, attention may be focused on the 
techniques to be used in getting these accomplished. 

The superintendent will see supervisory personnel and other 
members of the staff individually on matters that pertain to their 
work. At times a staff member may come to him and discuss work or 
personal matters. While conveying ideas to the worker and listening 
to what he has to say, the superintendent should also be alert to what 
the worker is probably feeling and not saying. . 

Directing and coordinating.-In directing, coordinating, and 
controlling the work of the camp, the superintendent must lead, per­
suade, and educate the staff. He must encourage them to contribute 
to the development of the policies and plans of the camp and to 
solving its opera t.ional problems, especially those that impinge on 
the worker's areas Qf responsibility. The superintendent must help 
the workers to make their best contribution to the work of the organ­
ization, and must combine these into a unified and coherent pattern. 

It is the task of the superintendent to see that the various func­
tions of the organization contribute to the treatment of the delinquent 
boys. He must conciliate differences before and after they become 
issues, must anticipate and avoid situations that would result in 
friction j and must try to sensitize his personnel to the importance of 
working out problems and individual differences, so tLat congenial 
working groups can be maintained in each type of service. He lrtust 
buIld morale in the entire staff of the camp. He must recognize, and 
help his staff to recognize, the importance of common understanding 
and a common purpose, and a willingness to serve cooperatively in a 
joint enterprise. 

Evaluating.-For the most part evaluations will be self-ap­
praisals on the part of the camp.S8 The superintendent and his staff 
will concern themselves mainly with appraising the camp to insure 
that it is making the best use of information available on camps for 
delinquent boys. The superintendent is responsible for the effective­
ness of the program to the parent agency and the State legislature. 
These appraisals, particularly the self-appraisals, are difficult. This 
is due partly to the elusive nature of the changes that take place in 
the boys' adjustment and other aspects of the camp program relevant 
to an assessment, and partly to the "blind spots" of the "self-ap­
praisers." Any evaluation should be related directly to the purposes 

a The parent agency shquld be of particular assistance to the camp in Its 
evaluation efforts as well as in Its research generally. 
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or ends of the camp program. It is important to know to what extent 
the goals are being achieved. It is also important to assess the con­
tribution, or lack of contribution, that the various resources are mak­
ing. The specific aspects of the camp to be evaluated must be clearly 
defined. The criteria by which the people making the appraisal decide 
whether a goal has been achieved or a resource properly employed must 
be set forth.s4 

By means of the Informal orlanlzatlon 
The superintendent should administer the camp through the 

formal organization. But the presence of informal groups among the 
staff can provide him with an additional resource. Through these he 
can learn what people are thinking and feeling and incorporate this 
information in his planning as well as in the operational aspects of 
the program. For example, he should devise ways of transferring 
some of the loyalty that the staff members have to their informal 
groups to the program itself, and he can use the informal organiza­
tion's channels of communication. 

Loyalties.-The superintendent must work to &ttach the per­
sonal loyalties of his staff to the camp. If he is to help the staff 
accept and work toward the goals of the camp and adopt its methods 
for achieving these goals, the superintendent must be sure the staff 
clearly understands them. The staff should have ample opportunity 
to express any negative feelings the:y may have about camp practices 
and to work them through with the superintendent to a clearer level 
of understanding and acceptance. The staff also needs opportunities 
to contribute to the camp planning and to participate in the solution 
of daily problems. Such activity will help them to identify them­
selves with the camp &nd become more thoroughly involved in its 
efforts. 

In working on such problems the superintendent must be sure 
t.hat salaries and other personnel policies are fair and that working 
conditions are good. His dealings with the staff must always be sin­
cere, and he must give everyone an opportunity to know about any­
thing that is of importance to his work. 

Communication.-The informal communication is a swift one, 
and most employees are reached by it. The messages move up, down, 
and sidewise in the organization with incredible speed. These chan­
nels gain considerable importance from the fact that many people 
hesitate to commit their ideas to the formal channels because of the 
time required, or because they are afraid, or for some other reason. 

1& For a technical discussion of evaluation, see: Herzog, EUzabeth : Some Guide 
Lines For EvaZuative Resecwch: AsseSSing Psycho-SociaJ, Ohange in In.dwld"al •• 
Children'S Bureau PubUcation No. 375, Washington, D.C.: U.S. Government 
Printing Office, 1959. 117 pp. 
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. Th~ superintendent can gain information from this SOUl'ce by 
sImply beIng about. However, he would be ill advised to depend upon 
the Informal channels of communication for dissemination of informa­
tion. Rather, he should use it in testing out or "planting" ideas. In so 
doing, the superintendent must be careful to present the same ideas in 
the appropriate places in the formal structure or he may confuse his 
ndministrative assistants, as well as total staff. 

The superintendent should be on friendly terms with the per­
sonnel of the camp. On the basis of personal friendship, mutual 
r.on~~ence, and o~-the-job associations, he will have many oppor­
tumtIes to talk wIth the staff about the camp, their work problems, 
how they feel about things that bother them, how previous adminis­
trative actions affected them or the boys. He can meet and answer 
queries on this level and forestall rumors which might create suspicion 
or worry. 
. The cas~al remark can have great significance for t.he super­
mtendent. A lIght comment may reflect the underlying, true feelings 
of the staff about an issue in the camp. Or the superintendent himself 
m~y use the .casual remark, at the proper time, to convey an idea or 
raIse a questIOn. The staff may not respond to this immediately but 
they may be stimulated in their later thinking and subsequent action. 

. By bein¥ able and willing to be of help to his staff, by being 
accessIble and Interested, the superintendent can create an image of 
himself that will facilitate his dealings with his staff. But he should 
not carry the spirit of helpfulness to the point where he is doing the 
work of the staff, or the spirit of comradeship to the point where his 
fltatus and authority is undermined. 
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chapter 4 

PLANNING FOR A CAMP 
Estimating tha Naad for a Camp 

Camps have sometimes come into existence and. been allowed 
to grow without much deliberate planning. But with the need to 
provide for large numbers of delinquents and to meet the requirements 
of health and fire protection and the objectives of a treatment program, 
camp personnel and building problems have become more complex 
and their satisfactory solution calls for considerable thought. 

All permanent camps should have thorough planning before 
any construction or extensive revision is undertaken. Such planning 
would begin with a review of the total delinquency problem, its inci­
dence, the services available to cope with it, and the probable future 
d.evelopments. If the State decides that it needs a camp, it should 
slIrvey its entire system of institutions and establish an overall plan 
for future camp and institutional development, including arrange­
ments for some type of reorganization, where'tppropriate. 

Considerable uncertainty is inevitable in any estimate of future 
commitments, since no one can foresee the many factors which will 
affect the number of children who may become delinquent. Even in 
a community of relatively stable economy and population, there are 
the effects of such unpredictable factors as depressions, wars, indus­
trial growth and decline, changes in the birth rates, changes in the 
laws regarding age of commitments, and the growth or decline of 
community resources to cope with the problems of delinquency. These, 
in turn, are dependent upon many forces which cannot be fully 
anticipated. 

Howev.er, careful studies can produce useful forecasts, and., 
in most, cases, considerable accuracy can be achieved for the years 
immediately ahead. Even with aU the possibilities of error, the use 
of a carefully developed forecast, based upon the best available data 
and techniques, is superior to an alternative such as unsupported 
or rule-of-thumb estimating or guessing, the assumption of a static 
commitment rate, or the belief that recent trends will continue 
indefinitely. 

It would seem advisable in most Stat.es for the authorities to 
keep an up-to-date file of basic information and to make annual 
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estimates of their own covering the next 5 or 10 years. The informa­
tion obtained would be useful in anticipating problems early enough 
to allow for adequate camp and other planning. 

No one method of estimating is equally appropriate in all 
surveys.55 Each statistical technique involves different assumptions 
regarding trends and some of these assumptions will not be defensible 
in certain communities. The planners must be fully aware of the 
assumptions underlying the techniques they use and must constantly 
check their appropriateness for the situation under study. The tech­
niques should be chosen on the basis of the degree of refinement re­
quired for the particular survey in question, but unfortunately the 
methods used must often be selected on the basis of the data available 
t.o the planners. 

A prediction of the number of delinquent boys who would be 
committed to institutions (the number to be sent to camp mignt be 
determined once this figure was established by using the criteria 
denoted by the category of adaptive delinquents set forth in the first 
chapter) must be based on three sets of factors: (1) changes in the 
popUlation under the maximum commitment age of the boys and the 
proportion expected to become delinquent; (2) changes ill commit­
ment policy and the availability and use of probation and parole 
services; and (3) prevention program changes in the community. 

The first factor to be considered is the future population of 
juveniles at risk; Le., the number of juveniles in the popUlation who 
will be in the age range when delinquency most frequently occurs. 
To adequately consider this factor, appropriate data must be avail­
able on birth rates (past and present), mortality rates, and in-and-out 
migration. For example, the high birth rates that occurred during 
and after World War II and that have continued for the past decade 
are now creating heavy burdens for all child and youth caring insti­
tutions. There are many technical difficulties involved in obtaining 
the appropriate birth rate, mortality and migration data, and in using 
them when they are available. Perhaps the assistance of agencies 
t.hat already have such data or that can help provide the projections 
of future popUlations might be enlisted. 

Having estimated the future child population of the State, the 
proportion of it that will become delinquent must also be determined. 
Here, the planners must review recent delinquency trends. What 
constitutes "recent" is a matter of arbitrary definition-5 or 10 years 

.. For a discussion of the principles underlying this point, as well as various 
methods used in computing estimates, see, for examplf:, Rosander, Arlyn C.: 
Jillemen.tarv Principle8 ot Statistics, (New York: Van Nostrand, 1951, 693 pp.), 
particularly Chapter VIII, "BasIc Principles of ProbablUty," Chapter XV, "The 
Characteristics of Estimates," and Chapter XX "The Principle of Least Squares." 
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seems reasonable. To a certain extent, the greater the number of 
years from which data are drawn, the more stable the predictions 
become, because extremes are tempered by wider experience. But if 
too many years are included, some of the data may reflect a time 
when administrative practices and other conditions were quite dif­
ferent. For this reason, data from the past must be carefully evalu­
ated. The use of data on arrests and court referrals as well as data 
on commitments to juvenile institutions for boys will give more reliable 
predictions than the use of data on commitments alone. 

Estimating the State's future child popUlation of the camp 
a.ge and the proportion becoming delinquent is not simple. But it is 
still more difficult to anticipate the various administrative changes in 
the courts, such as changes in policies governing the commitment of 
boys and the granting of probation, the development of preventive 
community services and their probable effects on the incidence of 
delinquency. However, some estimate has to be made of these matters. 
This should be made explicit and not remain a set of hidden assump­
tioml. Perhaps certain community services will be seen as becoming 
available and developing an effGctiveness over 8 period of years. If 
so, this anticipated effectiveness has to be taken into account at the 
appropriate future time. Once the number of boys to be committed 
for institutional care has been estimated, the parent agency will hays 
to determine what number will be placed in camps and what number 
in training schools or other facilities. 

If a camp is decided upon, a good plan will not only provide 
for present needs but will also take into consideration the foreseeable 
future. The plan will guide developments so that growth will be or­
derly and all structures and facilities will be placed in their proper 
relation to one another. Such a long-term plan is generally known as 
a "master plan" and its development calls for a great variety of skills. 

Exploratory Planning 
A good program, with its many activities, requires the sarvices 

of a number of technical experts and the synthesizing of their special 
knowledge and skills into a well integrated whole. Skillful directing 
of the work is needed to be sure that all specialized functions are 
given adequate consideration and to blend them into an overall plan. 
Many steps are necessary, and sometimes the same steps must be 
retraced as additional information is brought to light. Some of the 
IiIteps that should be followed in planning a camp are suggested here . 

The parent agency staff must provide leadership and assume 
responsibility for planning the camp as a treatment facility. They 
must gather the necessary facts, consult the appropriate people, and 
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visit camps similar to the type under consideration. The parent 
agency staff should devote special effort to analyzing the activities 
to be housed in each building, the way these activities are related to 
one another, the approximate amount of space required for each 
and .the ways in which the building can be designed to meet th~ 
reqUIrements most effectively. The question of the most desirable 
10cati~n fo~ a camp must also' be worked out and perhaps reformu­
lated as varIOUS prospective camp sites are visited. 

~pecial.ists ca~ help in planning those aspects of the camp that 
neal WIth theIr partlCular field of wotk and in relating these parts 
to the whole: They. can als? be helpful in reacting to the total camp 
pl~n~locatIOn, deSIgn, eqUIpment, and furnishings-stimulating the 
t.lunkmg of the planners and questioning their various ideas. 

The parent agency might well consult persons outside the 
agency who are experienced in camps for delinquent boys about the 
phYSical. plant as well as about the general program. Such a person, 
along.wlth casew?r~ers ~nd a business manager, would be helpful in 
plannmg the ~dmlmstratlve and counseling space of the camp. Medi­
cal and nursmg personnel should advise on the overall health and 
safe~y req~irements of ~ c~~p as well as help plan for the infirmary 
~nd Its eqUIpment. A dIetItian and someone experienced in food serv­
Ice should be asked to help with the food service department and the 
selection and placement of its equipment. Social group workers and 
r~creationa~ and occupational therapy people should provide informa­
tIOn regardmg the necessary space and equipment for the cabins and 
activities building. They should also give attention to the outdoor play 
areas. Educators should be asked for help on the camp's school facili­
ties. An engineer and a maintenance man with institutional experi­
ence are essential sources of information about the location of the 
camp and the operation and maintenance of the plant and should be 
nble to advise on space, equipment, and utilities. ' 

. ~he function of t~e architect during the exploratory and survey 
~rlOd IS. that of an adVIser and consultant. In this capacity, he can 
glve adVIce ~b~ut the pr~s and cons of various kinds of camp design, 
nlternate buIldmg materIals, different sites various equipment and . " the .hke. He can be especially helpful in estimating costs and pro-
tectmg the planners from serious oversights. After a decision to 
build a camp has been reached and the camp's program specifications 
have been completed, the architect takes primary responsibility until 
t he completion of the project.86 

• For details on the various methods of selecting the architect for a particular 
project, see: Parker, WIlliam S. (editor) : Handbook 01 ArchitecturaZ Practice. 
7th ed. Washington, D.C. : American Institute of Architects, 1953, 225 pp. 
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Actual Plannlnl 
Stltemlnt of thl ,rOlum 

During the early exploratory work, the parent agency, the 
advisers on special aspects of the program, and the architect will 
examine the requirements for the camp. When the number of boys 
is determined and the services to be offered have been agreed upon, a 
written program should be developed. This statement should show 
with reasonable completeness the requirements of the different func­
tions, for example, living units, food service, education, recreation, 
etc.; the approximate area that each function will have; the relation 
of each to the other and to the total camp and its probable physical 
surroundings; and the major equipment necessary for each area. 

Great care should be given to this phase of the work because it is 
the basis for what is to follow. A good job at this point will sho~..,. 
in a well planned camp with a minimum loss of time and energy. 

Sllection of I sUe 
Many things must be considered in selecting a site, such as-

(1) the probability of attracting and holding competent personnel 
(2) proximity to- ... 

(a) the boys' homes 
(b) related delinquency institutions such as diagnostic center 

or training school 
( c ) specialized services such as medical, dental, and hospital 

servlces 
(d) food and other supplies 
( e ) lines of electric power 
(f) telephone and other forms of communication 
(g) natural recreational areas for the boys, such as lakes and 

streams 
(h) a local community to provide some staff housing and keep 

the boys in touch with community life 
(i) parent agency supervision 

(3) work and training potentials of the conservation area 
(a) proximity of the work areas to camp 
(b) variety of work to be done 
( c) its real training potential 
( d) its value for conservation 
( e) its size and the period of time it can gainfully employ the 

working force of the camp 

Since it is highly probable that the camp will be located on 
conservation property, e.g., State forest or game reserve, the parent 
agency of the camp should make arrangements for the use of the 
grounds before proceeding in the planning. Either the property 

47 



--------------------------'------~.---------------------------------

should be transferred to the camp's parent agency or a written agree­
ment should be developed between the two agencies for the use of 
the property in accordance with the appropriate State laws and 
procedures. 

S mali-scale schematic drawlnl of the cam~87 

When a program statement has been completed and a site 
selected, the architect will undoubtedly proceed with the next step of 
planning, which is developing a small-scale schematic drawing of the 
camp. This drawing translates the program of the camp into build­
ings and layout and allows the planners to study the relationship of 
t.he various areas and buildings and the flow of traffic between them. 
Experimentation with various overall camp designs and the functional 
relationships between the areas of operation are easier at this point 
because- "th{J layout is on paper." The final schematic drawing is a 
fairly accurate representation of what the camp will actually be. The 
plan should be studied by all concerned and any changes to be made 
Rhould be incorporated at this time. 

After the schematic drawings have been a.greed upon, the archi­
t.ect should be able to make a fairly accurate estimate of the funds 
required, including the cost of the construction of the buildings, the 
fixed and movable equipment, the architects' fees (including inspec­
tion and supervision), grading walks, roads and landscaping, and 
contingencies. 

Preliminary drawln, 
After the schematic drawings and cost estimates have been ap­

proved, the architect will develop the plan on a large scale showing 
t.he major items of equipment. During this time, the architect will 
consult structural, mechanical, a.nd electrical engineers to determine 
the most economical and practical system of foundations, structural 
framing, plumbing, heating, electrical wiring, ventilation, and other 
engineering matters. They will determine what fuel is most eco­
nomical in the particular area, what construction materials are most 
functional and economical initially and for long-range maintenance. 
These questions must be decided before the working drawings are 
made. 

Some changes may have to be made as a result of the more de­
tailed study. If so, the architect will make reestimates of costs and 
advise the parent agency. 

If The material for the sections on the schematic, preliminary, and working 
drawings, the awarding of the contract, and the camp under construction was 
adapted from. DIvisIon of Hospital Facilities, U.S. Public Health Service: 
"Programing, Planning, Construction of a Hospital," Modern Hospital, vol. 70, 
No.3, March 1948 (pp. 61-63) . 
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During this phase of the planning, the architect should give 
those concerned ample time to study the drawings and suggest neces­
saryehanges. After the preliminary drawings have been approved, 
no major changes should be asked for. Following ag~ncy approval, 
the architect should be able to proceed confidently with the working 

~ drawings.and sp~cifications. 

Work Inl drawlnl complete the plans 
These drawings must be developed to the point where they 

- can be used by the contractor and his workmen in considering all the 
details pertinent to the construction of the camp. They are drawn 
to scale and include all information that-can be comprehensively pre­
sented by drawings rather than by the specifications. A complete set 
of working drawings will be divided into architectural, structural, 
mechanical, and electrical sections. Specifications supplement the 
drawings and prescribe qualities of materials and workmanship to be 
furnished by the contractor. The specifications furnish all the infor­
mation not shown in the working drawings and define the work re­
quired under the contract. Anythil!1g omitted from the drawings and 
specifications cannot be required of the contractor. 

In addition to covering the requirements for building materials, 
workmanship, and scope of contract, the specifications should include 
or describe the legal forms which are to become pa.rt of the contract. 
The contract should stipUlate the method of its administration, the 
responsibilities of the agency and the contractor regarding such items 
as time of payments to contractor, bonds to be furnished by the con­
tractor, insurance to be carried and by whom, protection of owner 
against liens if contractor fails to pay his bills, and similar provisions. 

The working drawings, specifications, and legal forms pre­
pared for the camp project represent the final decisions regarding the 
design of the project and the methods of administering the contract. 
They are prepared by the architect to provide a detailed statement of 
all the work to be done, methods to be used, equipment to be furnished, 
and responsibilities to be assumed in order to complete the project. 
It is from these documents that the contractor prepares his proposal 
for erecting the camp. 

Awardlnl of the contract to a builder 
Although the procedures for awarding a contract will be gov­

erned by the laws ani* policies of the individual State, requests for 
bids on the buildings are usually advertised and sets of the plans and 
specifications are distributed or made available to all contractors who 
are interested in bidding. It is customary for competitive bids to be 
sealed when submitted and opened publicly at a stated place, date, 
and hour. All bidders are usually invited to be present, and the con-
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tract is generally awarded to the lowest responsible bidder. The con~ 
tract is awarded upon the contractor's bid price for doing the work 
included in the contract documents within a stipulated time. 

The camp under construction 

After the contract has been awarded, the builder begins work 
on the project. He usually subGvntracts some of this, but the overall 
responsibility rests with the original contractor. The architect should 
supervise the construction work for the parent agency to see that all 
work is done according to the contract, that the specified materials 
are used, and that the work is done in a proper manner. Since he 
·has prepared the plans and specifications, he is thoroughly familiar 
with the work to be done and in the most advantageous position to 
supervise the construction. 

Should unforeseen and unpredictable circumstances arise dur~ 
ing the construction of the project, changes and contract modifications 
will be necessary. If any major changes from the original plan are 
needed, care must be taken to work out the most expeditious and ap­
propriate alternative through the various people involved. When 
all work required by the contract is completed to the satisfaction of the 
architect~ he certifies to the parent agency that final payment is due 
to the contractor. 

Ellul,ment 
It is customary for all items of equipment that are attached to 

the building to be included in the contract and installed by the con~ 
b·aetor. Movable and special equipment are not usually included in 
the contract. Since these items must be supplied by the parent agency, 
adequate funds should be appropriated for this purpose. 

Plthll. 

A suggestion designed to keep costs down and provide training 
opportunities for the boys, that the planners will undoubtedly have 
to consider, is that the agency itself should build the camp with the 
boys' labor. It must be recognized that a camp is not a hastily con­
structed, improvised shelter which boys can build; rather, it is a plant 
that requires competence to construct. The planners must give this 
matter careful thought: How much will be saved in a build-it-yourself 
project? How much training opportunity will there be for the boys W 
How much of the construction can the boys do ~ What will their 
contribution be ~ How much technic.n.l help will be needed to super­
vise the boys and do the skilled work~ Can the project be completed 
by the time it is needed for service, on a build-it-yourself basis9 Is 
the agency set up administratively to carry out such a project ~ What 
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type of housing and program will be provided for the boys while they 
are helping with the construction ~ If it is decided to build the camp 
in this way, the labor unions must be contacted and the labor that is 
planned for the boys must be worked out with them, especially if the 
boys are to work at the same time that union men are working. Unless 
n.n agency has considerable time in which to complete a camp, and con­
siderable staff and other resources, it may experience serious difficulty 
in carrying out a building project that utilizes boys' labor. 

The possibility of developing a mobile camp-a camp composed 
of trailers or collapsible buildings that can be moved from one con­
servation area to another-may come to the attention of the planners. 
This type of program for boys is unsound ior a number of reasons. 
As 8, "physical plant and camp location," this type of operation pro-

. vides an indefinite and shifting setting for boys 'who, in most cases, 
have experienced a trem~ndous amount of uncertainty and instability. 
It cannot provide a satisfactory environment or program for the boys. 
Under such circumstances, it is usually difficult to recruit and retain 
desirable personnel, because few capable people are interested in pur­
suing such a schedule. 

The Physical Plant 
The total size of a camp should be limited to a. maximum of 60 

boys, and fewer are desirable. The placement of the buildings on the 
grounds should be functional, but a straight-line placement should be 
avoided. The buildings should be placed on the site 80 as to take full 
advantage of the terrain to enhance the camp's esthetic quality. 

Most camps are planned for year-round use. Consequently, in 
most States, they will have to be built and equipped for inclement 
weather. Decentralization is highly desirable in a camp because it 
facilitates a relaxed atmosphere and in this way helps the treatment 
program, though several additional supervisors will be needed to cover 
the separated areas. Various buildings serving the same general 
functions should be located in the same area of the camp. For exam­
ple, the cabins, the administrative services, and the service and storage 
buildings should each be located in their respective areas. The build­
ings that provide basic services for the whole camp, such as the dining 
room, educational building, and activity building, should be located 
near the cabins. 

The administrative area should be easily reached by vehicles 
[rom the camp entrance. The road should end at a parking lot. A 
service drive should extend from this point to the rear: of the kitchen 
and the service building. Roads to the cabins, play area, and other 
buildings should be trails and not open to the public. 
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The Idmlnlstratlon bulldlnl 
The administration building must be designed to carry on the 

administrative work of the camp and to receive the public. This 
means that individual offices that insure privacy must be planned for 
the superintendent, the program director, the account clerk, and the 
counselors. Areas should be allotted for waiting space secretary and 
l'ece~tionist office, conference room, general storage a~d filing space, 
a mamtenance closet, and toilets for both men and women. To accom­
modate visiting when guests come to the camp, the waiting space and 
conference room might be designed in such a manner that they can be 
eombined for this special purpose. 

The ublns 

The cabins should be built to accommodate a maximum of 20 
boys; 12 to 15 is more desirable.s8 Keeping the cabins small increases 
t.he probability that the boys will be placed in groups of the same age 
ph~sical ability, interests and experience, and that they will be give~ 
a hIgh degree of personal attention. Such cabins are also less exhaust­
ing for the supervisors. The sleeping space of tile cabin should be 
divided between small dormitories and individual sleeping rooms. 
This allows greater flexibility in accommodating the boys on the basis 
of t~eir needs, interests, and problems. The space should ~ designed 
for smgle bunks. Two-tier bunks are not desirable. They tEmd to give 
a room a military appearance, pose supervisory problems and do not 
give the individual boy enough space to call his own. S~ace must be 
arranged to provide the boys individual storage units for the care of 
personal items, such as extra clothing, photos, books, radios, and there 
must be some device for hanging jackets, coats, and so on.39 

Dayroom space should be allowed for each cabin. This room 
should be sufficiently large to accommodate quiet games, reading, 

• Camp populations range anywbere from 15 to 100 boys. For a description 
of tbe rationale underlying small living units, see: Guides and. Goals, op. cit. 
(pp. 83-35 and 43) . 

It Tbe space requirements wlll be infiuence<l by tbe design of tbe living unit. 
No specific standards are available for camps. However, in planning tbis space, 
It may be well to consult : 

Public Health Service Regulations-Part 53, Pertaining to tbe Hospital Survey 
and Construction Act, as amended, Revised August 13, 1958, Publlc Healtb 
Service, Department of Healtb, Education, and Welfare, Wasbington, D.C. 
(Sec. 53.137, p. 2, states tbat for psycbiatrir. patients, 80 square feet per bed 
In alcoves and four-bed rooms, and 100 square feet in Single rooms, are 
required.) 

Standards and. Guides for the Detention of Ohildren and Yottth, National 
Probation and Parole Association, New York, 19ri8, 142 pp. (Indicates, p. 111'i, 
tbat rooms for detention purposes must be IndividlUll and provide approximately 
80 square feet wben equIpped witb toilet and wasbbasin, and 63 wben not so 
equipped.) 
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letter writing, visiting, and crafts, w:ithout interference between the 
groups.4° 

Toilet and shower rooms should be provided for each cabin. A 
central toilet, shower and washhouses, though economical, are un­
desirable because they are almost impossible to supervise and art' 
generally inconvenient. The toilet and shower rooms should have an 
appropriate boy-fixture ratio. The State health department should 
be consulted concerning this matter. A number of publications discuss 
this problem. In general, it is felt that there should be one washbasin 
to every 7 to 10 boys; one toilet, each in a partial enclosure, for every 
10 boys, together with '8. 2-place urinal trough for each cabin; 1, shower 
head for every 7 to 10 boys. It would seem reasonable that no living 
unit, even with as few as 12 boys in it, should have less than 2 of any 
of the above fixtures.401 

.A:. small toweling space should be provided next to the shower 
room. Several mirrors should be appropriately placed in the toilet 
room. The toilet and shower rooms should be easily accessible from 
t.he sleeping quarters. Some visual control should be possible from a 
central activity point-the point around which the supervisol' will 
8pend much of his time. 

The staff need a room in which they can keep schedules and 
appropriate cabin records, keep incidental equipment, and rest during 
the night hours they are on duty. However, the staff should have 
quarters elsewhere than in a cabin, either in camp or preferably in 
the community. 

The Infirmary ud dlspenSiry 
Boys who are seriously ill should be taken to a community fa­

cility for treatment and, if necessary, confinement. As a result, the 

.., In planning tbls space, it may be important to note tbat-
Publw Health Service RegulatiotM-Part 5~, op. cit. (p. 2), indicates that a 

minimum of 40-50 square feet per patient is required for dayroom space; and 
Standa,ras and. Guides for the Detenticm of Children and. Youth, op. cit. (p. 115), 

I!Itates tbat a minimum of 100 square feet per cblld is needed for tbe recreational 
and llving area In a detention faclllty If tbe cbildren are out of tbeir unlts for 
scbool and otber activities; and tbat if tbey are not, additioual space must be 
allowed. 

a Tile number of toilet fixtures to be provided In relation to tbe number of 
boys in a camp, as in institutions generally, is not a settled Issue. Any ratio 
of fixtures to boys may be somewbat ofa compromise. Tbe following sources 
may be belpful to planners: 

Boy Scouts of America: Camp Sites a·nd. FaciUtW3. New York, 1950, 00 pp. 
(p. 29); National Councll on Scboolbouse Construction: Guide for PltmtUng 
SchooZ Plants. Nasbvllle: Peabody College, 1958, 254 pp. (pp. 182-186) j 

Public Heazth Servioo Regulations-Part 53, op. cit., sec. 53.146 (p. 2); 
Engelbardt, N. L., Engelbardt, N. L., Jr., and Leggett, Stanton: Planfl.ing Sea­
onda11l School BuUdings. New York: Reinbold, 1949, 252 pp. (pp. 197-199). 
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camp will not peed an extensive infirmary. Instead, the infirmary 
should be a small ward and perhaps include an isolation room. A toilet 
containing a stool, washbasin, and shower should be provided for the 
ward and isolation room. This space should fill the need of the camp 
for a facility in which to care for campers who become mildly ill or 
who are injured or who may need isolation and rest. The size of the 
infirmary depends greatly on the availability of community health 
fiervices. Space to accommodate three to five beds in an infirmary and 
isolation room lmit should be adequate in most circumstances. 

The infirmary should also have a room that can be used as a dis­
pensary where first-aid supplies are kept and minor injuries cared for. 
It should contain a sink for use in the first-aid work. 

Since this space is small, it hardly warrants a separate building, 
though this might be desirable from the standpoint of quietness and 
isolation. Such a unit might be joined to one of the living units. 
Such a combined unit should be so designed as to provide the infirmary 

. privacy from the regular unit. Yet it should be so arranged that the 
same supervisor can cover both the regular cabin and the infirmary. 
Such an arrangement would ease the problems of supervision and care, 
at least during the night. 

Food unlce 
During adolescence, because of the rapid growth and increased 

activity in these years, nutritional needs are higher than at any other 
period of life. The purpose of the food service department is to select, 
prepare, and serve foods to meet these nutritional needs of active 
adolescent boys. 

The amount of space allotted this department will be.influenced 
by such. factors as: the number of children and staff to be fed, the type 
of menu, the type of service, methods of purchasing, and the budget. 

The layout, selection, and arrangement of equipment for this 
department has a great influence on the efficiency and economy of its 
operation. The sequence of tasks and activities must be considered 
in the layr.~.!t-from receiving the groceries to serving the meal, from 
cleaning the tables to the disposal of wastes.42 

• For food service Information, the planners may want to consult: Engelhardt, 
N. L., Englehardt, N. L., .Tr., and Leggett, stanton, op cit. (pp. 135-142) ; 

Robinson, Wilma D. : "Dietary Consultation-A Service for Small Institutions. 
VI. Planning Layout and Equipment," Journal of the Amerioan Dietetio ABBOoi­
atlon, vol. 27,1951 (pp. 16-24) ; 

Department of Agriculture: Food Storage Guide for SohoolB and InBtituti0n.9. 
Washington, D.C. : Government Printing Office, 1959, 42 pp ; 

Walsh, Margaret M.: Food. and Nutritian Manual tor InBtitutionB. Cleveland: 
The Welfare Federation of Cleveland, 1001 Huron Road, 1950, 100 pp. (pp. 
161)...181) . 

54 

Dlnlnl SPICI and unlnl facilities 

The atmosphere of the dining room should 00 conducive to lei­
surely eating without excessive noise or distraction. The seating 
capacity must be adequate for the planned number of boys, plus a 
certain number of staff and guests. The amount of space required for 
dining room purpoSes will, of course, depend on the number 6f people 
eating at one time and the size of the dining tables. The smaller tables 
require the greatest amount of room. Tables seating four, six, or 
eight boys have been found to, be practical. Chairs and detached 
tables are preferable to tables with benches attached. The detached 
equipment is more comfortable, makes a better appearance, and is 
easier to move and store. Furthermore, the detached chairs can also 
be used to seat boys for various activities, whereas the combination 
table and bench is generally unsuitable outside the dining room. The 
normal space allotment is usually 10 to 12 square feet per person . 

There is no agreement as to whether meals should be served 
cafeteria or family style. However, there is much to recommend the 
cafeteria style of feeding: the food is more apt to be hot when the 
boy receives it; food is less apt to be wasted; the mechanics of serving 
are simpler; and it is easier to make sure each boy is getting his fair 
Rhare. 

Kitchen 

The kitchen must provide areas for preparing the food, serving 
it, and washing dishes. The dish-washing area should be isolated. from 
the other two areas and be especially well lighted and ventilated. 
Space must be allowed for the kitchen equipment and serving counter. 
A toilet ·and hand-washing bowl should be provided for the kitchen 
staff. Precautions must be taken against rodents, flies, etc., and against 
fire and accidents. For this purpose, the type of construction material, 
the garbage disposal, the water supply, the lighting and ventilation 
must be given careful consideration. 

StoralCJ and refrlloratlon 

There must be a rodent-proof, well lighted, well ventilated, and 
cool storeroom for the staples and foodstuffs. This room should be 
protected by locked doors and located adjacent to the kitchen. 

Refrigeration for the perishables-fruits, vegetables, meat and 
dairy products-is necessary. The size and number of refrigerators 
and units for frozen-food storage will depend on the number to be fed, 
the type of menu, the type of service, the me.thods of purchasing and 
frequency of deliveries. 
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Th. Ictlvltles bulldln, 

. Diffe~ent climatic conditions in various parts of the country 
WIll determme the type of central activities building that is needed.4s 

In those sections of the country that have severe winters and consid­
erable inclement weather, a small gymnasium that can also serve as 
an auditorium and chapel is necessary. There should be space for 
table tennis and similar games, as well as a room for quiet activities. 
A craftshop should also be incorporated in this unit. In milder 
climates, a central recreational lodge will suffice because of the boys' 
greater opportunity to play outdoors. The recreational lodge like 
h 

. , 
t . e gymnaSIUm, could serve as It central recreational and rallying point 
for the camp. It should contain writing tables and an alcove or sepa­
rate room for reading, as weU as space for crafts and table games. 

Canteen or camp store 

This small facility may provide ice cream and sundries for sale 
t.o the boys. Providing fruits, fruit juices, and milk encourages the 
use of foods which contribute to good nutrition. Refrigeration space 
to accommodate the above items is necessary. The canteen should 
I\lso have a counter. Provisions should be made to lock the canteen 
securely when it is not in use. It would seem 10girlllJ to incorporate 
the canteen in the activities building or recreational lodge. The camp 
barbershop might also be located in this building. 

Shops 

Shops adequately planned, equipped, staffed, and scheduled can 
contribute to the maintenance of the camp as well as to the education 
of the boys. Tho areas ullotted to the shop should be planned in ac­
cordance with the standards established for secondary schools 44 and 
should meet the needs of maintenance and education. Consequently, 
a camp might include a shop to repair small tools as well as automotive 
I 

. , 
e ectrlcal, plumbing, and. woodworking shops. It is conceivable that 

.. In planning the recreational unit, see : 
Herrick, John H., McLeary, Ralph D., Clapp, Wilfred F., and Bogner, Walter 

F.: From School PrQgram to SchooZ Plaint. New York: Holt, 1956, 482 pp. 
(pp. 357-365) ; 

National Council on School House Construction: Guide for Planning SchooZ 
Plants, op. cit. (pp.136-140) ; 

Office of Education, U.S. Department of Health, Education, Ilnd Welfare: 
Planning and De8igning the M1tltiptlrp08e Room in Elementary School8. Special 
PubUcation No.3, with bibliography. Washington, D.C., GO'f/ermnent Printing 
Office, 1954, 48 pp. ; 

Taylor, James L.: "Planning the High School Gymnasium," SohooZ Board 
Journal, vol. 137, (October) 1958 (pp. 44-!il). 

"See, for example, Engelhardt, N. 1.-., Engelhardt, N. L., Jr. I' and Leggett, 
Stanton, op. cit. (pp. 80-83, 86,93, and 160-161). 
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the automotive shop could be designed to provide shelter for several 
vehicles. These shops offer training opportunities, irrespective of the 
formal educational program. 

Automotive equipment 
The camp's location, the type and conditions of the roads, as 

. well as the equipment of the conservation unit, will influence the type 
and number of vehicles required in the camp. Under most conditions 
a carryall and a staff car are necessary. Other trucks and, perhaps, 
n bus will be required. 

Service rac IIIties 
Service facilities such as heating, ventilation, electric service, 

plumbing and sanitation, fire alarm and communication, and parking, 
will need thorough consideration, planning, and development, in ac­
cordance with the standards and codes of the locale in which the camp 
is located. 

Storale bulldlnl 
Space requirements for storage will have to be determined by 

the type and amount of equipment that the camp has. The climate of 
the area will also playa part in this. 

Laundry I nd clothln, storale 
A laundry building should provide space for an institutiollal 

type of washer, tumbler-dryer, electric mangle, and ironers. They.'6 
should be space for a table on which to fold clothes as well as sprA.ce 
for storing portable hampers. A small closet for storage of laundry 
supplies and cleaning equipment is required, as is space for hot wllter 
t.anks, water softener, if necessary, and other equipment. 

The laundry should be located close to the sleeping units, thongh 
not under the same roof. The building should contain a clothfng 
storage and repair room. This room should serve as the storage aJld 
issue point for all items of camp clothes. Adequate shelving and racks 
must be provided. Separate locked storage space for out-of-season 
clothing and stock not in immediate use should also be included. 

If the laundry is cared for at some other institution or at a 
commercial laundry, space for soiled linen and clothing, and a sewing 
room must be provided. 

Educational facilities 
If the camp plans an educatiQnal program, its building should 

be developed in consultation with the State department of education.45 

"The following sources will be helpful in studying the building requirements 
of an educlltional facility even though the material was not developed specifically 
for camps: 
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s tl" haustn. 
If the camp is located within commuting distance of a com­

munity, only those employees who must absolutely be on call 24 hours 
It day should be housed in the camp. This would mean housing for 
the superintendent and perhaps the program director. The other 
employees should live off the grounds and be regular members of the 
community. This arrangement presupposes that the camp is ade­
quately staffed for the various activities of a good program.' If the 
camp is isolated, considerable staff housing will be required. This 
should be located some distance from the camp so that the work and 
home life of the staff can be kept separate, and should contain com­
fortable and attractive quarters for both married and unmarried staff 
Inembers. n 

The Staff 
A camp must have a staff adequate to carry out its responsi­

bilities. A standard table of organization showing the appropriate 
type and number of staff members has not yet been developed. Con­
sequently, each camp will have to develop its own pattern of personnel 
in light of the services to be provided and the number of boys to be 
served. 

The responsibility of providing general administrative, pro­
gram, and housekeeping services makes it necessary that a camp have 
a superintendent, a program director, an account clerk, secretarial 
help, cooks, a general utility man, and personnel to provide night 
supervision. But the number and kind of workers needed for coun­
seling, the general supervision of the boys, and recreational activity is 
less clear. There is some difference of opinion among camp people as 
to how important highly specialized skills of this kind are in a camp. 
Two general positions about program personnel can be identified. One 
calls for a group of "generalists" to carry the program responsibilities 
for the camp. These staff members are called counselors, but their 
duties involve m.uch more than counseling the boys. In fact, t.he people 
filling these jobs have to have all~round ability, because they work as 

(1) Office ot Education, U.S. Department ot Health, Education, and Weltare, 
publications available trom the U.S. Government Printing Office, Washington, 
D.O.: Deaigning Elementartl Olaaaro&ma. Special Publication No.1, with 
bibliography, 1953, 55 pp.; School Sitea-Selectfm1~ Development, and. Utiliza­
tion. Special Publication No.7, 1958, 91 pp.; The Secondary School Plant-An 
Approach for Planning Functional Facilitiea. Special Publication No.5, 1006, 
60 pp.; Good and Bad School, Planta. Special Publication No.2, 1954, 77 pp.; 
and 

(2) National Council on School House Construction, Guide for Pla-nnlng 
8011,001 Planta, op. cit.; Engelhardt, N. L., Engelhardt, N. L.,Jr., and Leggett, 
Stanton, op. cit. 
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recreation leaders, cabin and grounds supervisors, counselors and, in 
some instances, work supervisors. According to another point of view, 
t.he counselors working as "generalists" should have their duties lim­
ited and only provide recreational and general program leadership 
and cabin supervision. In this setup they give the boys encouragement 
and support on day-to-day problems, but the more intensive coun­
seling that deals with personal problems is handled by social workers. 

A camp, organized to give encouragement, emotional support, 
and a fair measure of control to a group of delinquents who are not 
8eriously maladjusted, may be able to function without specialized 
social workers on the counseling staff. However, these "all-round" 
counselors should be men who have graduated from an accredited 
c~lIege, with a sequence in the social sciences. Furthermore, they 
should work under the supervision of a program director who is 
trained in treatment procedures and in a position to supervise their 
work. The ratio of counselors to boys needed in this type of program 
depends to a great extent on the manner in which the work. is dis­
tributed among the counselors. If a counselor spends approXImately 
one-half to two-thirds of his time on recreational leadership, super­
vision of cabin life, and related matters, he should not be responsible 
for counseling more than 10 boys on an interpersonal basis-that is, 
talking over their personal problems, planning with them for the 
future, corresponding with their families, and the like.'6 If, on ~he 
other hand, a camp is designed to reach a more thorough understandi~g 
of the boy's personality make-up and living f\tua~ion, and, on the ba~s 
of this knowledge, help him to resolve some of hIS problems and ~1ll 
some insight into himself, social workers are necess~ry for the reqUl~d 
counseling. Not more than 30 boys should be aSSIgned to one SOCIal 
worker. This more intensive approach will usually be aimed at boys 
who are more seriously maladjusted. 

As has been indicated, a detailed job analysis of the various 
positions in a. camp is necessary to determine the personnel pattern 
of the camp. Ordinarily, the job analysis includes a statement of the 
position; the name of the position to which ~h~.~ I?osition or gro~p of 
positions is responsible; the specific responsIbIhtIes of the posItl?n; 
and the qualifications looked for in the worker, such as personalIty, 
education, experience and skill. 

A superintendent is required to head the camp, take. care of 
interdepartmental relations, relate the camp to the commumty, and 
work with the parent agency on planning and administrative .p~oble~s. 
He should have excellent administrative skills and be famlhar WIth 
institutional or camp treatment of delinquent children. He should 

.. This nrrangement would provide approximately the same amount ot time 
tor working with boys' personnl problems as outlined in Gfl.idcl'J a.n.d Goals, op. cit. 
(p. 52). 
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have completed graduate training in social work; psychology, educa­
tion, or some related field in child development. He should also have 
a record of successful work with children, some of which should have 
occurred in an institutional or camp setting. n 

A program director is needed to assist the superintendent in 
administrative matters and to act on his behalf when the superintend­
ent is not. in camp. This person should also provide leadership in 
planning and carrying out the camp program. In accomplishing this, 
he must de'velop and schedule activities and assign leadership for them. 
He must coordinate a.nd evaluate various aspects of the program. 
Much of his time should be spent with the counselors, helping them do 
more effective work. Assuming the program director is chosen on the 
basis of potentialities which might eventually qualify him for a super­
intendency, the basic requirements for this position should be the same 
as for the superintendent, with the exception of the years of experience. 

An account clerk qualified in business administration is needed 
to develop budget requests, work out spending plans, handle the details 
of purchasing, keep the accounts, and be in charge of camp mainte­
nap.ce. In some instances, these fiscal functions are carried mainly 
by the parent agency. This may be more economical, but to remove 
this function from the camp gives the camp administrators less 
responsibility and perhaps less understanding of program resources 
that are based on finances. Moreover, without such a person, the 
superintendent will probably have to devote a considerable amount of 
his time to this type of work. 

One secretary; perhaps with the help of a clerk typist, is needed 
to take care of the clerical work. The number of clerical workers that 
are needed depends on the extent to which records, particularly on the 
boys, are maintained. If the counselors make progress reports on 
the boys, summarize the course of a boy's stay, carryon correspondence 
with his family and the aftercare workers, it is very likely that two 
workers will be needed to take care of this as well as the other 
clerical work of the camp. 

The recreation and leisure time program of the camp must be 
carried out in a well planned manner.'8 It may be developed by hav­
ing different counselors responsible for various activities. Another 
approach is to have the program carried mainly by one trained 
recre!1tion person, with a few activities delegated to the counselors on 
the basis of their particular skills. Recreational personnel are often 
trained in first aid and could, depending on the camp's total staff 
pattern, also cover that duty in camp. 

(1 See G-uides and Goal8, op. cit. (pp. 17-18) for turt)1er description ot a super~ 
intendent's qualifications. 
~ Guide8 an.a (Ma18, op. cit. (p. 77). 
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In regard to coDSe"ation work supervisors, the number of boys 
llSSigned to each supervisor should be governed by what he is expected 
to accomplish. If he is expected to provide the boys with the individ­
ual attention that they need for training, supervision, and a close 
working re1ationship with an adult, the number of boys assigned to 
one supervisor must be small. Although the size of the group will 
vary, because different work activities require different types'of super­
vision, most work groups should not have more than 8 to 15 boys 
per supervisor. It is preferable to have the work supervisors under 
the camp's administration. Technical direction and consultation 
can be arranged with the appropriate conservation personnel. This 
arrangement facilitates the coordination and direction of the total 
program and the maintenance of a treatment emphasis. When there 
is a division of responsibility for the "camp program" and the "work 
program," different points of view about the purposes of the camp 
and how they are to be achieved are apt to occur. Many negative 
consequences will follow, not the least of which is damage to the 
program for the boys. 

A general utility and maintenance man is necessary for generAl 
camp repair. He can also be expected to do some of the driving 
and perhaps to operate the laundry. All of these jobs provide a 
service to the camp, but are not apt to be full time in themselves. 

Each meal's preparation and service should be under the direc­
tion of a cook. During meal periods when the regular cook is oft duty, 
a relief cook should be scheduled. These people may need consultation 
from a nutritionist on menu planning, the nutritional value of food, 
and. related matters. 
-. The camp should make arrangements with a physician, per­
haps a nurse, and a hospital in·a. nearby community to provide the 
necessary medical care for the boys. Health considerations involved 
in the food service and garbage disposal may be inspected by. the 
physician as well as by sanitary inspectors from the State department 
of health. First aid may be provided by one or several of the counse­
lors. The county health officer should be consulted about all health 
and medical care arrangements. 

If the camp has an educational program, its teachers should 
be certified by the State and qualified to teach the particular subject 
they are teaching in the camp.n 

Psychiatric or psychological consultation should be arranged 
to help the camp on special problems. 

"Guides atUlGoall, QP. cit. (pp.63-73). 
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