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The “programme cycle” is a method developed by the
Interamerican Scout Office. It was presented for the first time
in the International Handbook for Cub Scout Leaders1. In
this handout, the programme cycle has been adapted for the
Scout age section2. The programme cycle is a framework for
activities. It is a tool for participatory planning. It is a way of
organising young people’s participation in all of the decisions
concerning group life. It is also a means of focusing and
evaluating personal and collective progression.

A four-stroke engine
Life in the Scout unit is a succession of programme cycles.
Each cycle involves 4 successive phases (see Fig. 1):

1. Evaluating personal progress, assessing the unit.
Preparing activity theme proposals based on the unit
assessment.

2. Deciding on team (patrol) and unit activities

3. Organising and planning the activities

4. Developing and evaluating the activities

The duration of a programme cycle is variable. It is shorter
in the Cub Scout section and somewhat longer in the
Rover section. In the Scout section (11-15 years), it can
last 3-4 months. The first 3 phases of the cycle each last
around a week. The 4th phase lasts the rest of the cycle.
This does not mean that the first 3 weeks only involve
council meetings and discussions. Activities can also take
place during this time. It is important that the council
meetings are made dynamic and interesting through games
and varied forms of expression.

A tool to ensure participation
The programme cycle is an educational tool to enable
young people to:

- Learn to form an opinion, express it and make deci-
sions that are coherent with this opinion;

- Practise the basic principle of participation which is to
defend one’s opinion while respecting and valuing
other people’s opinions;

- Learn to develop a project, present and defend it;

- Gain negotiation and organisational skills.

The various phases of the programme cycle - and
particularly the first 3 - enable young people to become
familiar with life in a democracy. This corresponds to the
view of our Founder who recommended consulting the
“highest authority” - i.e. the young people themselves -

before making important decisions such as selecting
activities.

The programme cycle is an appropriate tool for this
consultation process. Using it involves making full use of
the 3 bodies that enable young people to take part in
decision-making and evaluating processes in the unit: the
team (or patrol) council, the unit council (also called the
patrol leaders’ council) and the unit assembly (see handout
LGS001 “Understanding the team system”).

Phase 1
The first phase in the cycle has 4 objectives: 1. To evaluate
personal progress; 2. To recognise personal progress; 3. To
assess the unit; 4. To develop activity proposals.

Evaluating personal progress
Evaluating personal progress involves determining whether
each young person has achieved the personal development
objectives that he/she established at the beginning of the
previous cycle (see handout LGS006 “How to observe
young people and identify their needs” and LGS007
“How to help young people set their personal objectives”).

Who does the evaluating? Firstly, each young person
evaluates him/herself, with help from the rest of the team3.
This is why the first body involved in the evaluation
process is the team council (see Fig. 2).

Each team or patrol meets to share opinions about each
person’s progress. Each member presents his/her self-
evaluation to the others, and the others comment. It is the
role of the team (patrol) leader to  ensure a constructive

Fig. 1 - The 4 phases of the programme cycle
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attitude, to encourage the shy members to express
themselves and to calm down the more enthusiastic
members. Each young person keeps a record of his/her
evaluation results and notes the feedback. The feedback
serves to reassess the original self-evaluation.

Recognising personal progress
Then, the unit council meets. It is composed of the team
leaders and their assistants as well as the adult leaders.
Each team leader presents his/her team members’ self-
evaluation. Each case is discussed. The adult leaders have
to agree with proposals to recognise personal progress.
Recognition takes the form of a merit or award
advancement badge. The badges are distributed during the
party at the end of the cycle (see Fig. 2).

The unit assessment
The unit assessment involves a general evaluation of how
each team and the unit as a whole function. Do not
confuse this assessment with the evaluation of personal
progress. The assessment concerns the group, not the
individuals.

First, each team meets and assesses the team. Then, each
team sends its representatives (the team leader and
assistant) to the unit council. Each team’s assessments are
shared, then the unit is assessed as a whole.

• At team level
Examples of questions for the teams to consider:

- Are the team activities interesting?

- Have they enabled you to learn new things, new skills?

- How do you find the team spirit?

- How do team members get on with each other?

- How well are the roles being carried out?

- Etc.

• At unit level
The unit council tries to identify what progress has been
made during the cycle that just ended and what progress
should be made during the new cycle. Questions to
consider include group life and the general atmosphere;
the balance between fixed and variable activities; the
young people’s level of interest and participation in the
activities; how educational the activities are; how much
attention has been paid to each young person’s
development, etc.

Simple and concise notes are made to record the
assessment. Next, priorities are written down for the new
cycle in response to the assessment (so as to reinforce the
positive aspects and eliminate the negative ones).

An example of a unit assessment:
- The Scouts took part in the activities with enthusiasm.

- There was a good balance between fixed and variable
activities.

- We haven’t done enough activities in nature and the
Scouts lack practice in this area.

- Not enough has been done in two personal develop-
ment areas: social and spiritual development.

- There has been a lack of thoughtfulness towards others
and there are have often been conflicts in the teams.

- The unit council and the team councils are not
working efficiently. They need to be prepared better.

- Not all of the Scouts are using the progressive scheme.

A proposal to submit to the teams
Once the assessment has been made and the priorities
established, the unit council then develops a written
proposal to submit to the teams. The proposal involves:

- The priorities;

- Themes for activities related to the priorities.

The themes only relate to the variable activities. They need
to be coherent with the priorities and varied enough in
nature to permit a choice. They should not be activities
that have already been undertaken recently.

The proposal needs to be presented in an exciting way.

An example of a proposal:

• The priorities
- During the last cycle, we spent too much time indoors.

It’s time to get out and do more activities in nature.

- We need to learn how to work better with and for
others and discover a Spiritual Reality in our lives.

- The team and unit council meetings need to be
prepared and led with more care in order to be more
efficient.

- Every Scout will be helped to formulate his/her
personal development objectives and to use the
progressive scheme.

• Themes
Spring is coming - and so is better weather! Why don’t we
take advantage of this and learn more about discovering
and protecting nature?

1. Handbook for Cub Scout Leaders, a method of non-formal education for boys and girls from 7 to
11. Interamerican Scout Office, 1988. (A Spanish version also exists.)
2. Guía para dirigentes de la rama Scout, un método de educación no formal para jóvenes de 11 a
15 años. Oficina Scout Interamericana, 2001. (An English version is being prepared.)
3. For Cub Scouts, it is recommended that this process take place in a one-to-one meeting with an
adult leader.
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• 50 kms from our town, there is a nature reserve with a
huge forest. What do you think about going there to
discover what forest rangers do?

• There is also a lake in the forest. Imagine everything we
could do with canoes: go bird watching? Make a video?

• The forest rangers probably have nature protection
projects for us: building bird houses, cleaning up the
banks of the lake, preparing a nature-discovery path,
etc.

• There is a small island on the lake where we could
organise a “Robinson Crusoe” adventure: each patrol
would need to make use of available natural resources
to build a hut and find food - through fishing, finding
edible wild berries...

There are tons of things we could do in that forest! It is a
great place to discover the marvels of Creation, learn to get
on better together and to help each other. What do you
think?  You’ve probably got lots of ideas. Discuss them in

your teams and present them at the next unit assemby -
maybe everyone will think your idea is brilliant!

Phase 2
The team councils analyse the proposal
Each team meets to discuss and analyse the unit council’s
proposal. The team leader and his/her assistant present the
priorities and explain the reasoning. Then, they present
the themes of activities proposed and open the discussion.
Based on their discussion, the teams prepare a project to
submit to the unit assembly. This involves:

- A central theme for activities during the new cycle;

- A motto that summarises the values on which the unit
should concentrate during the cycle;

- Activity ideas for the unit as a whole;

- Activity ideas for the team;

Fig. 2
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- Proposals of new knowledge or skills that could be
gained during these activities.

The unit assembly decides upon the Unit activities
At the unit assembly, each team presents the team
activities that it has decided to carry out as well as its ideas
on unit activities. A democratic game enables the Scouts
to express their opinions and to make a collective decision
(see handout LGS018 “How to develop a  project”).

Phase 3
The unit council organises and plans its activities
Once the unit assembly has chosen its activities for the
programme cycle, the unit council organises and plans
them.

The unit council, which is the unit’s executive body,
organises and plans the project of activities approved by
the unit assembly. The objectives and outlines of the
activities are clarified; the material, human and financial
resources are identified; and, finally, a general timetable is
established that includes both the unit and team activities.

The unit assembly approves the timetable
The unit council’s decisions are presented to all the Scouts
during a unit assembly meeting. The objectives and the
timetable are approved.

Phase 4
Developing and evaluating the activities
In accordance with the established timetable, each team
carries out its own activities as well as specific tasks needed
to achieve the common project. Inter-team task forces can
be constituted temporarily, if needed, to manage aspects of
the common project.

The team activities and the unit activities are coordinated
by the unit council which, if needed, may decide to
modify the plan of action and the timetable.

The team leaders need to take special care that each Scout
has a role to play in every activity in which he/she is
involved. A clearly defined role is an opportunity for each
person to gain new knowledge and skills.

A team evaluation session is held after each activity to see
if the objectives have been met.

Keeping an eye on personal progress
Once the activities have been decided upon, each Scout is
invited to determine his/her personal development
objectives for the cycle. This is done with the help of an
adult leader who will continue to follow the Scout’s
progress. Each person’s personal objectives are shared
during a team council meeting. Personal objectives are
evaluated throughout the activities.

Each adult leader should follow the progress of a
maximum of 8 young people throughout the year. This
involves helping the young person to establish, evaluate,
review his/her personal objectives and to identify how to
achieve them through the activities and roles.
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