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purposes and outComes

The Continuous Camp Improvement Program provides camps with a structured approach to 
identifying areas of strength and areas for improvement, setting measurable goals (success 
criteria) for these areas, and monitoring progress against the success criteria. Because the annual 
assessment and accreditation process reviews only whether councils are participating in the 
continuous camp improvement process, and not the council’s achievement of its success criteria, 
councils are encouraged to set (and meet) challenging success criteria that will significantly improve 
the camp. Covering program and communication, facilities, finances, staff, and attendees and 
participation, when implemented fully, this program will enable councils to deliver a program that is 
exciting, dynamic, and appealing to today’s youth.
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implementation steps

Implementing the Continuous Camp Improvement Program consists of three broad steps:

• Identifying areas of strength and areas for improvement

• Setting measureable success criteria for these areas

• Monitoring progress against the success criteria

identifyinG areas of strenGth and areas for improvement
The first step in identifying areas of strength and areas for improvement is to identify stakeholders for 
each camp. Depending on the camp, stakeholders may include:

• Scouts

• Parents

• Unit leaders

• Council committees (outdoor programs, properties, etc.)

• Council executive board

• Council and seasonal staff (e.g., director of camping, ranger, seasonal camp staff)

The group of stakeholders should be sufficiently broad that feedback from these groups will cover 
program, facilities, finances, staff, and attendees and participation.

Once stakeholders are identified, there are several ways to get their input as to what the camp 
does well and where it could improve. Potential methods include soliciting feedback at meetings 
(particularly effective for standing groups like council committees or the executive board), having 
special sessions at program events (e.g., an optional adult breakout session at a merit badge 
university, a “camp feedback” cracker barrel at a district camporee, a session at a university of 
Scouting), calling individuals (a sampling method—such as calling one out of every five unit leaders 
in camp—is acceptable), or distributing and reviewing surveys (either paper or electronic; this is 
particularly effective if combined with the Customer Survey required in Standard AO-809). Methods 
to gather input are limited only by your creativity and imagination! The key to gathering input is to 
understand what people think the camp does very well and where they think it could most improve.
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Once inputs have been received, in whatever form, the designated member of the council or camp 
staff identifies the top three areas where the camp is strong and the top three areas where the camp 
can improve (please see the “Continuous Camp Improvement and Accreditation With Silver or Gold 
Recognition” section for additional requirements for camps pursuing Silver or Gold Recognition). 
These areas can be broad or specific but must fall into the overall categories of program and 
communication, facilities, finances, staff, or attendees and participation. Examples are:

• Campfire program (program)

• Precamp unit leader contact (program/communication; attendees and participation)

• Camp leaders’ guide (program)

• Shooting sports congestion (program)

• Campsite water pressure (facilities)

• Senior staff retention (staff)

• Honor troop (program)

• Food refuse (facilities)

• Preventive maintenance (facilities)

• First-year camper program (program)

• Food service (program)

• Water carnival (program)

• In-council camp attendance (attendees and participation)

• Net income (finances)

• Community service projects (program)

The list of areas is virtually infinite!

settinG measurable suCCess Criteria for these areas
For each area, the council first determines a quantitative way to measure each area and then sets 
a quantitative success criterion using the area’s measurement method. There are countless ways 
to measure these areas. Some items, such as customer satisfaction with a program element or wait 
time, can be measured on a scale (e.g., on a scale of 1 to 5, or elapsed time). Other items, such as 
timeliness of developing the camp leaders’ guide, can be true/false (e.g., on a specific date, was 
the current camp leaders’ guide available on the council website?). It is critical that the method of 
measurement chosen be easily implemented in the camp environment (be aware of any additional 
effort that will be required to use the measurement system). Several examples are provided in the 
table on the next page. The key is to have quantifiable, objective measures—there should be no 
doubt as to how the camp is performing in these areas.
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area measurement
Campfire program 5.0 scale of satisfaction on end-of-week survey
Precamp unit  
leader contact

Percentage of unit leaders receiving a phone call from camp leadership  
a certain period prior to arrival at camp

Camp leaders’ guide Date camp leaders’ guide is posted
Shooting sports congestion Period of time a Scout waits before being able to shoot
Campsite water pressure Number of complaints received, as measured on the end-of-week survey
Senior staff retention Percentage of senior staff from previous summer returning
Honor troop Percentage of units in camp receiving award
Food refuse Weight of refuse generated per camper per day
Preventive maintenance Amount of money spent as a proportion of aggregate facility value
First-year camper program 5.0 scale of satisfaction on end-of-week survey
Food service 5.0 scale of satisfaction on end-of-week survey
Water carnival Attendance as a proportion of Scouts (or units) in camp
In-council camp 
attendance

Percentage of council units attending camp

Net income Net income as a percentage of annual camp revenue
Community service 
projects

Percentage of units attending camp that participate in a community service project 
while at camp

Once the form of measurement is determined, a success criterion within that measurement system 
can be determined. Success criteria should reflect what the camp could achieve if it stretches itself. 
The following table presents an example of potential success criteria for a given area.
area success Criteria
Campfire program 4.0 rating out of a possible 5.0 in the end-of-week survey
Precamp unit  
leader contact

100% of unit leaders receive a phone call from camp leadership at least two weeks 
prior to arriving at camp.

Camp leaders’ guide Guide posted on website by Nov. 1
Shooting sports congestion No Scout waits more than 10 minutes before being able to shoot.
Campsite water pressure No complaints about water pressure in the upper campsites, as measured on the 

end-of-week survey
Senior staff retention 80% of senior staff from previous summer return.
Honor troop 90% of units at camp earn the honor troop award.
Food refuse Garbage generated by the dining hall does not exceed two pounds/camper/day.
Preventive maintenance Funds spent on preventive maintenance are at least 10% of the as-built value of  

the facilities.
Family camping 350 families attend family camping programs.
First-year camper program 4.7 rating out of a possible 5.0 on the end-of-week survey
Food service 4.8 rating out of a possible 5.0 on the end-of-week survey
Water carnival 50% of camp attends water carnival.
In-council camp 
attendance

60% of council troops attend summer camp.

Net income Net income is equal to or greater than 20% of revenues.
Community service 
projects

75% of units attending camp participate in a community service project while  
at camp.
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These areas and success criteria, along with performance in the previous season and a list of the 
stakeholders that provided input, are reported on the Declaration of Readiness.

As you develop the success criteria, you should concurrently develop a plan that ensures you will 
meet these success criteria. For example, if one of your areas for improvement is the campfire 
program, you will likely want to hold several meetings with selected camp staff members prior to 
staff week to ensure an exciting, well-planned campfire experience. If one of your strength areas is 
in-council camp attendance, you will want to ensure that your plan builds on the success of what 
you did last year to make this an area of strength. Simply setting success criteria will not ensure 
success—an action plan must be developed and implemented!

monitorinG proGress aGainst the suCCess Criteria
Once the measurement method and success criteria are set, the council begins to measure its 
progress. Progress should be measured at intervals that make sense to the given area. For example, 
in-council camp attendance might be measured weekly during the peak camp signup period and 
then monthly afterward (or quarterly); areas that rely on end-of-week surveys should be measured 
weekly while the camp is operational but likely do not need to (or cannot) be measured when the 
camp is not open; areas whose success criteria is a hard-and-fast due date should be measured 
periodically prior to the due date but do not need to be measured after the due date. Some areas, 
such as precamp unit leader contact or shooting sports congestion, might need to be monitored on a 
daily basis. The monitoring frequency, while up to the camp, should allow the camp to identify how it 
is performing and enable it to take corrective action, if necessary, to correct performance that does 
not meet the success criteria.

Some measurement methods might require that support materials—such as a survey—are created 
to accurately measure against the success criteria.

Progress against the success criteria is reported in the following year’s Declaration of Readiness, as 
shown in the below example.

top 5 item success Criteria actual performance

First-year camper program 4.7 rating out of a possible 5.0 on the end-of-week 
survey

4.8 rating

Food service 4.8 rating out of a possible 5.0 on the end-of-week 
survey

4.9 rating

Waterfront 50% of camp attends water carnival. 45% attended

In-council camp attendance 60% of council troops attend summer camp. 50% attended

Net income Net income is equal to or greater than 20% of 
revenues.

21% net income
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Continuous Camp improvement  
and aCCreditation With silver  

or Gold reCoGnition
For camps pursuing the Silver or Gold Recognition, additional areas of improvement need to be 
identified, as demonstrated in the table below:

Category accredited silver Gold
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Program/Communication

At least three (in 
any combination of 

categories)

At least six (in any 
combination of 

categories)

At least nine (at least 
one area in each 
category plus four 
additional in any 

combination  
of categories)

Facilities

Finances

Staff

Attendees and 
Participation

a
re

as
 fo

r i
m

pr
ov

em
en

t

Program/Communication

At least three (in 
any combination of 

categories)

At least six (at least 
four categories 

covered)

At least nine (at least 
one area in each 
category plus four 
additional in any 

combination  
of categories)

Facilities

Finances

Staff

Attendees and 
Participation

For accreditation, it does not matter which categories the selected areas fall in (e.g., the three areas 
for improvement could entirely focus on one category, a subset of categories, or all categories). For 
Silver Recognition, it does not matter which categories the selected areas of strength fall in, but for 
the areas for improvement, four categories must have at least one area, plus two additional areas in 
any category (for a total of six required areas for improvement). Gold Recognition requires at least 
nine areas of strength (one area per category plus four areas in any combination of categories) and 
nine areas for improvement (one area per category plus four areas in any combination of categories).
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While it may sound challenging for a camp to identify and track 12 or 18 separate areas for 
accreditation with Silver or Gold Recognition respectively, please keep in mind the following:

• The Silver and Gold levels of accreditation are meant to challenge and stretch camps.

• Each area of strength or area for improvement need not be equivalent in effort required to 
achieve. Areas of strength are things your camp does well. Areas for improvement are things 
that, if improved, will enhance the experience of the youth at camp. These could range from 
updating the camp map to developing a new instructional area or program.

• Camps do not need to meet all of their success criteria in order to be accredited. Authorization 
and assessment teams use the below guidelines in conveying recognitions:

 — An accredited camp (no Silver or Gold Recognition) is expected to fully participate in the 
program, but is not required to meet a set number of goals over the term of the authorization.

 — An accredited with Silver Recognition camp is expected to achieve 33 percent or more of its 
success criteria over the term of the authorization. Assuming a three-year period, the camp 
should achieve 12 of its 36 success criteria, or roughly four of 12 each year. Camps must 
achieve success criteria in both areas of strength and areas for improvement.

 — An accredited with Gold Recognition camp is expected to achieve 66 percent or more of its 
success criteria over the term of the authorization. Assuming a three-year period, the camp 
should achieve 36 of its 54 success criteria, or roughly eight of 12 each year. Camps must 
achieve success criteria in both areas of strength and areas for improvement.

evaluation of CounCil implementation durinG aCCreditation 
and authorization CyCles
The council’s implementation of the Continuous Camp Improvement Program is evaluated during 
both the multiyear authorization and the annual assessment and accreditation cycles, though the 
emphasis of each evaluation is on separate parts of the continuous camp improvement process.

During the authorization process, the authorization team reviews the Declarations of Readiness 
submitted since the previous authorization to assess whether the success criteria are consistently 
met, what type of areas are chosen, and other indicators that speak more to the underlying ability of 
the council to operate a continuous camp improvement program and the robustness of the selected 
goals. This review takes a broader look at the areas and success criteria, taking into account the 
level of difficulty of the success criteria.
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During the annual assessment and accreditation process, the assessment team verifies that the 
camp is adequately implementing the processes surrounding the continuous camp improvement 
program (e.g., efforts to collect stakeholder input incorporate a broad range of participants, the 
success criteria are reasonable compared with the previous year’s success criteria [e.g., in an area 
for improvement, the success criteria should be better than the previous year’s actual performance], 
and the camp has the systems in place to accurately measure progress/status [e.g., if a camp is 
measuring wait time, the camp has a defined process for measuring wait time; has identified a 
staff member(s) who makes the measurements; the staff member(s) understand how and when 
they are to make the measurements; the frequency with which the measurements are made 
provides reasonable data for management action; the camp, as required, takes action based on 
measurements that are not meeting its success criteria; etc.]).

Using the data provided in the Declaration of Readiness for that camp season, the accreditation 
team verifies that the camp’s achievement of success criteria meets the threshold for the recognition 
level being pursued (if applicable).



notes
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