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FOREWORD        

     “We would not consider letting our school children work without books or teachers, yet in CAP we tend to do just that.     So why do we expect our 12-20 year-old cadets to learn in this fashion?  The skills we teach in Phase One are very much the same as those taught in military basic training under the careful and constant supervision of training instructors.  Here is an opportunity to build your squadron, properly train the new cadets and with the minimum disruption.                           

      Take a chance….” 

LTC A.G. Levesque 

National Cadet Programs (BCTP, A Guide to Building a Stronger Cadet Program)
“A Public Trust in Volunteer Hands”


          It takes courage and commitment to effect positive change and assure successful growth.  The Middle School After-School Program is a fine balance of CAP community involvement and a captive market share of young people who are at a “turning-point” age.  


            CAP’s involvement becomes more meaningful as we begin to see the very enthusiastic younger Cadets who are now responding to our new lower age requirement. These young people are presented choices every day which can define their lives without their possessing the maturity and guidance to understand the long term consequences of their decisions.  The Middle School After-School Program is an opportunity for us to capture and direct this early enthusiasm within a controlled environment. We present, herein, not a solution but viable options which have proven to become a very positive partnership for the Cadet, Squadron, School, Parents and the Community.   Supported and implemented correctly, these partnerships ultimately will positively impact, in countless ways, the direction of each Group, Wing & National, if only in the beginning, through its resulting increase in numbers.   Support must come from within every echelon in order to maximize the opportunity.   

           It is our purpose through this manual to provide the Groups/Squadrons and Schools with a process for planning and a flexible program which may be tailored to each situation and give each new Cadet an initial environment targeted to their general age. This includes materials and consistent classes to guide them through the initial phase of our fine program. It is simply a phase one course, but it becomes much more.  Each school effort is a first impression of CAP at many levels and thus must also include interfacing positive Cadet and Senior role models and approved host squadron activities specifically designed to ground Cadets to the program.   

FOREWoRD Continued

       Grouping each beginning class within about three years in age of each participant allows the Cadet to feel more comfortable (familiar surroundings & peers).  It gives the instructor and host squadron support team a more targeted and level field to present to (a captive audience).  This becomes a perpetual membership source as time goes by.  A school could conceivably produce two graduating Phase One classes per year or potentially 20-60+ Cadets per year.

          This kind of success and growth requires planning, organized preparation and thorough follow through.  Dedication to the core CAP cadet program and to implementing this program with an equipped but more importantly, a motivated staff are essential components.  Planning and committing key squadron members and resources (time, staff, follow-up), including funding efforts, should provide all that is needed for your new group of Cadets.  This preparation combined with the ability to remain at all times flexible to change, and maintaining patience with all entities will foster an atmosphere which is professional and encourages advancement and understanding of the Civil Air Patrol.   

        Although you may want to begin by choosing strong C/NCO’s as your first Cadet Training Instructors because of their level of understanding of the Program, as each subsequent Phase One class is begun, Cadet Training Instructors will emerge from within the classes and it will become a self perpetuating process.   After the first Phase One Class in each school is completed a new process begins.  Along with the next Phase One class, a  second phase one class can begin or, a Phase II class can begin as well within the school, only if viable in your area for your school and unit, or these Cadets can be folded into your host unit for their Phase II. Each scenario will be different based on the situation in the unit, the community and school. The squadron and each school flight will participate in joint activities and training with the host unit. This will ultimately create a very strong deployment source for missions, community service activities and fundraising events. At some point, only when ready and with each entity sufficiently funded and staffed, the numbers may dictate that squadrons may spin off from within the schools.   Only after careful evaluation, you and your staff will decide what is best for your unit, school and community and do what makes sense for the Cadets.   

       This is your manual and your program and it allows for the flexibility required by your squadron’s situation. It is a starting point from which you can expand or present as is.   The progression is upward and results can become very positive, very rapidly.  If you make the commitment to implement this program fully, you will experience quality growth, healthy development and ongoing leadership opportunities your Cadets & Squadron wouldn’t receive in any other situation.   For many more Cadets and their families, your efforts will forever change the course of their lives to a positive direction they would not have otherwise been able to reach on their own.  


      Please feel free to write to (or email) me with any questions, ideas or changes anytime. This is a living document and it will change/rearrange with your successes and challenges.   I look forward to working with you.   In good faith, I remain

Captain Linda J. Rose, Commander, Coral Springs Cadet Squadron (7/96) 

(Prototype Host Unit)    LJRose@Juno.com
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Chapter

1
Introduction

“A Public Trust in Volunteer Hands”

      What is the extent of your unit’s relationship within your community?  Is it very positive?   Does this relationship extend to the law enforcement, fire safety, legislators, parks/recreation, emergency management, and city official’s offices of your community?  Do you have a working relationship with some or all of your local media?    To the extent that these relationships are positive and your unit’s integrity proven through credibility will be your ability to work effectively within your community and implement a successful after-school program.  It is here that all things are possible.  If these relationships need work, now is the time to begin coordinating them in earnest.  It is better to begin with no reputation than a negative one. Wing guidance is available to you for both preparation and implementation.   These can only be grass-roots efforts from within your unit.   If you already have open, positive, cohesive relationships within key offices in your community and related areas you probably have already created an environment of trust and they know they can count on you for certain things.   They know you will follow through on what you say you will do for them every time no matter how much or little it is.   This integrity is critical.

    This manual and its contents are your jump off point from these positive relationships.  You will be able to substantially expand not only these relationships but many others which will be created from participation in this program, and you and your unit will become known not only for the activities and achievements you have accomplished in the past, but for the accountability and commitment which you have elected to take on.  Your visibility will multiply many fold.  Before you begin however, you must understand your community’s needs and the strength’s, weaknesses and needs of your unit and staff.   Having determined this you must then create a new level and definition of commitment within your particular structure in order to effectively implement and maintain a middle school after-school program and succeed in growing it.

Introduction continued
The  Middle School After-School CAP Program

The Mission
     Believing that our Civil Air Patrol efforts are “A Public Trust in Volunteer Hands”, it is the mission of the   Middle School-After School initiative and participating units to extend CAP’s quality programs of leadership, aerospace education, citizenship, team building, emergency services and disaster relief training to targeted middle school populations.  Instilled in our structure are fundamental standards of integrity, respect, discipline and the ongoing development of self-esteem through leadership development, which are the foundations of our programs.

    As participating units, we must extend ourselves as responsible examples of commitment to service and dedication to our communities.  We will make every attempt to assure the availability of this popular, interactive program and its related dynamic activities to all middle schoolers who wish to participate including at-risk & latch-key youth and to others who desire committed participation regardless of ability to pay.  

    As participating units, we must commit ourselves to serve and honor this public trust to the best of our ability.  We further commit our available volunteer staffs, training, and resources to the participating teachers and schools in concert with available community, state and national public resources and funding to support the effective delivery of this quality program within the middle schools.    We do so freely and responsibly in a spirit of historic CAP volunteerism for the mutual benefit of our communities, our organization today and as an investment for our tomorrows.
Chapter
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Groups & Group Commanders
Group Commander’s Guide


Imagine tripling the size of each of your squadrons fully participating in an initial after school program.  Now imagine doubling this each year, and adding this to your routine recruitment results in each participating unit.  Even considering Florida’s overall fairly consistent (approximate) 25-45% relocation and other sources of attrition, imagine the impact of this at Group activities, Wing activities in the coming year and at National Special Activities one or two years from now.  

Is your Group prepared to provide both the structure and management support that your units will require and to maintain the integrity of the Cadet Program for your Cadets and the communities you serve?   Are you personally motivated to direct and maintain follow-up of this program in support of the units in your group.   Honest self assessment of your group and its strengths will allow you to determine when your units are ready.   The key to success will be in the selection of liaison teams.


Not all squadrons will be immediately prepared to begin an after-school program.  This is not a shortcoming on anyone’s part but simply an opportunity to take stock of staff and resources and a fresh beginning for CAP in your area.    Units not readily prepared to begin a middle school program can be strengthened and trained to do so perhaps next semester or even next year.    You don’t have to begin with a perfect environment (there are none) but it is far better to begin with at least a healthy environment in each area.  This is true both in terms of overall organizational credibility and in effectiveness.   Time and resources expended by you and your commanders, staffs, the schools, the committed funding, outside members of the community and most of all the Cadets deserve a quality best effort.  

The following information is intended to be of assistance to group commanders and staff in preparing host units for targeted middle school initiatives.  Each group, squadron, school, community and the people who will make it happen will bring their own combination of strengths and opportunity.     Each middle school effort will be as unique and individual within our CAP structure as those selected to manage it.  The school environment will dictate changes that will need to be adapted to by those operating the program.  

Groups continued

Suggested timetable

The sequence of events and preparation will depend on what and how much has already been established in your area.  The following is a suggested timetable, however, each Squadron, School and Community will present different scenarios.   Establish your long-term calendar early and update it often.   Flexibility and patience are as critical as the lessons learned with each class.   The following is suggested:

1.  Group Commanders and Cadet Programs Director in conjunction with Wing PAO, their squadron commanders and assigned group and unit PAO’s meet (however often needed) to plan and set an aggressive strategic plan.  This will include developing a calendar to establish and/or enhance very positive local credibility and positive public affairs attention for each targeted community.  This will produce positive results which may be used to promote the group’s/squadron’s position.  (See Public Affairs Support)

2.  Group Commanders will be responsible to identify Commanders and monitor selections of representatives (the unit’s middle school after school initiative liaison team) from each squadron.  The team’s leader, or the unit’s Middle School  liaison contact must be a very flexible support and contact person for each school.   These members should be experienced enough to be able to fill in gaps and identify and correct negative situations as they present themselves, be positive and personable in all situations.  Any Cadet or Senior member participating must be positive, flexible and desire to succeed.  The first school in each city will set the tone for future programs and successes in each community.

3.  Group staff, if viable, will communicate individually with each Squadron Commander and staff in order to identify target schools and teachers  within the Group.

4.  Group Commanders evaluate squadrons for strengths in terms of support of the Middle School(s).  It is important that there is a strong, organized commander who is committed to this initiative and will follow-up personally with each unit and have at least met each school administrator and instructor targeted.  Be sure the host unit commander and his/her designee has the interpersonal skills and the desire to carry the program and the ability to motivate and follow-up with the assigned Senior and Cadet members who will support the middle school teacher and class.    It can not be emphasized enough that this support must be provided every single week that the school is open during the time span of the course.  It will require calls to and from the instructor and school administration whenever questions present themselves.   It must become routine day to day support and the day or time of the weekly class day must not change throughout the course of the program, without overtly impacting the teacher, the integrity of the class and any progress by cadets.   It is better to replace a staff member or obtain a guest speaker for a particular weekly meeting than to cancel for the week or move the day.  

Group Suggested timetable continued

5.  Group Commanders will follow closely (via briefings) with each of the selected commanders and their designees routinely to assure program’s success.  This is particularly important during the first year at each school.  Group commanders should visit school at least twice during each Phase One Training Class or once a month personally to address the class briefly and assist in weeks where activities are planned.    If viable, His/her presence is a positive reinforcement for the school also.

6.  It may be difficult for Group Commanders, Squadron Commanders and teachers to identify time to meet independently from the class.   It is, however, necessary that they maintain consistent communication with each other and stay “on the same page”.  Things move fast.  It is also important to track and report results and actual statistics resulting from each school routinely so that they may address concerns, and challenges as they occur.   These results will be reported to Wing in a format determined by them.      

Chapter
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Squadrons & Squadron Commanders

 Squadron Commander’s Guide

 As you begin preparation for your first middle school after-school program you will see the impact it will have on your unit and your community.  You will make a difference.  The more and earlier you prepare the easier the implementation will be.    There will be guidance available to you through Wing in terms of preparation internally, in coordinating entities within your community, sourcing funding and implementation of the program, if you wish.     No one, however, knows your community better than you do and although guidance and direction are available, you and your team will be leading and following through in your efforts.   If you don’t have contacts within your community yet, you can easily with guidance, effectively institute these relationships in conjunction with the planning & implementation of this program.  It can be a solid and positive first impression of CAP in your area.


You don’t have to begin with a perfect environment (there are none) but it is far better to begin with at least a healthy squadron.  This is true both in terms of overall organizational credibility and in effectiveness of time and efforts expended by you and your staffs, funding, outside members of the community, etc.   Not all squadrons will be immediately prepared to begin an after-school program.  This is not necessarily a shortcoming on anyone’s part but simply an opportunity to take stock of staff and resources, reinforce and strengthen your unit and create a fresh beginning for CAP in your area.    If your unit is not readily prepared to begin a middle school program now, you can begin strengthening it, training members and penetrating your community in order to do so perhaps next semester.   

The following information is intended to be of assistance to squadron commanders and staff in preparing and selecting Squadron Cadet and Senior Project Officers as liaison members (host unit team) for targeted middle school initiatives.  Each group, squadron, school and the people who will make it happen will bring their own combination of strengths and resources.  Each middle school effort will be unique and individual within our structure.  The environment will dictate changes which will need to be adapted to by those operating the program.  It is easier to begin when there is a positive relationship reached within the community before undertaking this program or none at all.

Squadron’s continued

Key actions to take now are:

1.  Squadron Commanders who are participating in a middle school after-school program begin by honestly evaluating their squadron’s current strengths and relationships within their community, with their city, police and fire departments, parks and recreation departments, chambers of commerce, Red Cross, Air Force Association, various veterans’ organizations such as the American Legion. VFW,  Jewish War Veterans, Veterans of Pearl Harbor, etc. and their auxiliary & women’s extension groups, the local corporate/business community and other entities with whom the squadron may have visibility and activity with.   Honest evaluation should be done in areas of if and how successfully the unit has interacted with these organizations in the past.  Goals to reach out and present CAP’s services to those not aware of you can be set and implemented.     These efforts, if not previously implemented can be worked on in conjunction with implementation of your Middle School After School Program.     

2.  Squadron Commanders then identify strengths & challenges within the unit and viability of Senior and Cadet Staff to successfully incorporate the volume of new members which will most certainly be generated from this program.    The more preparation put into the pre-implementation process the smoother the integration and implementation into the Middle Schools will be for your unit as a whole.  ALL discussions with unit members regarding the Middle School flights should stress that they are simply a flight off of your fine unit.    These young people are all members of your squadron, a part of your team.  This first class structure will seem different to members due to the school environment and, as in all other things, your attitude will impact your units effectiveness.  “We/they conversations are counterproductive.  Do not allow alienation of the flight from the unit or the unit from the flight, by anyone.     Flexibility with all entities is necessary by all.   This will be a new environment for many CAP units and each school will present new challenges.   Remember the Cadets will seem very young to members used to a mixed or older environment.  You will find that consistency is easier to reach here and the Cadets and the Parents involvement to be generally more positive.  You will likely see a higher percentage of new parent memberships or at least help for the squadron whenever needed and requested.  Try to assign a solid parent to be a liaison between parents and your unit as soon as one emerges but remain in contact with everyone yourself.  This will vary from place to place but overall parents are intrigued by the transformation of their Cadet and really want to help you.   

3.  Be sure you are prepared within your unit to support the entire effort., start to graduation then integration into the unit.   Establish your longer term calendar early and update it often. Confirm that the squadron will support this school’s environment,  this instructor (sponsor his/her membership, Level I/CPPT/HR Training, uniforms etc.) and follow it throughout the school year.  You will likely be processing at one or more Phase One Classes each school year.   In some cases there may be one and in others three, depending on your teacher, your unit strength and how much additional training you want to give through the course (e.g., General ES 101, CPR, DDR, Missing Child line search training, police,/fire other demos, encampment prep., orientation flights, tours etc.).    You will better be able to determine this after the first completed class.  Each course will give you added opportunity for the next.

Squadron’s continued 

Key actions continued:

4.  Once you have determined that you are committed to proceed, you begin planning the external, school, and funding efforts at the same time as you are preparing your unit for the impact of the increased membership.  There is simply more paperwork and it will take some more time, but it is routine administration.    You will likely need another file cabinet and related supplies.    Community affairs and Fund raising guidance will be offered to support you by the Wing Public Affairs Office for training and orientation should you desire it.  

5.  Identify your target middle schools which are accessible to your unit.   Identify the school principals and related personnel.    Identify a teacher in the school who can commit to instructing the class one day a week throughout the school year.    Sponsor the teacher’s membership and provide them with a positive unit welcome, their Level I, CPPT, HR training and a uniform before the first class begins.  Give them positive time with your unit.   Remember in many cases this is their first impression of CAP too.  Often they will only participate at the school level and thus may not desire to integrate into the unit as we expect other members to.  For some teachers this may be their only role in your unit and this is OK,  others may want to take a further active role between phase one courses.   This is OK also.   Teachers will be different members and will require flexibility and a different and greater level of support.  

6.  Identify the Superintendent of Schools, police/sheriff’s offices, drop-out prevention coordinator, city manager offices with phone numbers so that you (with upper level support if needed) can schedule visits and coordinate meetings with community officials, funding sources and you to support your efforts.    This may sound difficult but it is not.   You know what you do, now is the time to promote your successes.  There are proven methods which work well to make your first implementation (impression) easier and lay the foundations for you for future efforts.  This simple gathering of contacts will make your progress more effective and productive.

7.  Once the classes have begun be sure to follow-up with your team on status and debrief them on activities and participation.   DO NOT change the day of the week throughout the span of the course once you have selected and promoted it.    Encourage from the beginning that the schools not change it. It is also important to track reporting for the Wing from the beginning.    This helps other units in the future in all areas and helps support in identify funding sources.  Each Wing will have different needs relative to required information.

Chapter
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Unit/Middle School Team

Unit/School Interface

Support Squadron’s Middle School Team Guide

First, the atmosphere of a middle school must be understood before entering and functioning within it.   In most public schools there is not the structure or discipline most of us remember when we attended.  If you haven’t spent any time in one recently this may be very surprising.   “Shocking” has been mentioned by some.   Once you spend some time during the planning process in your school you will immediately understand why schools and parents are welcoming us so readily when some of us may have received a less than hospitable reception for our ad hoc recruitment in the past.  You will also see very quickly why CAP will work well here and why you will receive a good deal of assistance from school officials, in-school police resource officers, teachers and from many parents.   Remember that each effort in each school will be different and is a “grass-roots effort”.  You will clearly make a visible difference in the lives of these new Cadets before the end of their Phase One Course.   There will be some Cadets you have to follow-up on routinely due to their young age and/or  life circumstance and the school will help you if you ask.   Many will make a life choice, right here with you, which may ultimately save it for them.   They will not understand right away why this is so important for them.  They will ultimately, and you should know now that without you and your staff it wouldn’t happen for them.  Do not ever discount your valuable efforts.   Every single effort makes a difference. 

Once you have determined your squadron/ school liaison person, your C/Training Instructors, selected and oriented your teacher (your squadron’s team), cleared it with your own higher echelons & school board; established your contacts within the school and community, obtained initial funding and established a “GO” for the program you can begin implementation.  The recruitment and implementation phase takes about three or four weeks.     It is important that you plan as well in advance as possible and that both the school and the squadron are prepared to begin.  This makes things easier for you in all areas.   It is critical in your first effort to follow the entire suggested recruitment process in order to maximize your resources.

Support must become routine and the day or time of the weekly class should not change without overtly impacting the integrity of the class and any progress by cadets.  This is a vulnerable balance.  The school environment is a very structured one and things are timed precisely.   Cadets and their parents will initially “sign-up” (join) for purposes of  attendance on a particular day of the week which the course is offered. (They cannot comprehend the depth and breadth of our program at this point).   This usually means that other days are occupied by other things.  If you change the day during the Basic Phase One period these Cadets will be unable to attend meetings and you will have to finish them at the unit or loose them.   You will save yourself untold aggravation by holding to your promised day of the week.

The following is a suggested sequence, which has worked well in the past and is with in most school guidelines thus far.
Support Team Guide continued

Suggested Time Table

1.  Set a firm schedule with your unit and the school and stick with it.   Allow for the unknown and remain flexible and positive.  In the school arena consistency speaks louder than words and if you can be as, or more consistent than the school (but remain flexible) you will not only be a hit immediately but you will have established trust quickly.  Attitude, as in all things is very important here.  You can’t go in with an attitude that you are doing the school a favor.    Stay positive.  You are and must remain a partner with them in accomplishing a service which will benefit your Cadets, unit, CAP and your community.  It takes good positive planning and follow through and you will need to make program adjustments for them as you merge the two environments 

2.  Post a number of CAP posters (national and your own if you have them) throughout the school and as approved by the school administration prior to beginning your announcement phase of the recruitment process.  Be prepared to replace them as needed - you will likely have to, so order plenty from Cadet Programs in advance.         

3.  Set a kick-off date for the first announcements agreeable with the school, teacher & administration.  Identify who will make them and follow-up that it has been accomplished and if there is any feedback from kids, parents or teachers. This will be about three weeks from the start date of the first class. All announcements should  state a date for all potential Cadets within the school to meet with CAP Members for a short presentation during a free period during the day.  This will be scheduled by the school during the week following the announcements.   Due to the numbers in the school this is usually done in groups over a five day period a half hour at a time.     Do not miss this step- it is critical.

4.  Begin implementing the announcements twice a day (am & pm) for at least 5 days.   This is important because the announcement period is very short and in order to cover as many aspects of our program as possible it  will require at least five days (twice a day) for positive reinforcement and best results.   See sample announcements or some schools allow for approved video commercials you can create yourself.  This also gets the students used to listening for CAP announcements via this medium as you will want to disseminate information this way throughout the year.   It also is a consistent marketing venue and positive reinforcement for the program in general. Announcements must be approved by the school’s and the Unit Liaison Officer before they are made.

5.  The school should at this point  send home from school your first parent introduction handout  (generated by the host unit) distributed for all students within our target group (grades) on the last day of the first set of announcements.  (See sample)  Get approval from the school administration office to keep extras in the guidance office for the kids to pick up as needed.   Announce where they may be found as many may lose the first one. This way if some are not received at classroom level they can be requested by the students. Remember, at this point, timing is everything.

Support  Team Guide continued

6.  You may begin receiving calls directly from students or parents asking questions and trying to join throughout this process.   When this occurs, answer with information relative to your school schedule and gently redirect them into the school process.    Avoid making exceptions by bringing students attracted through the school into the host unit HQ flight.  This will be tempting because you are used to pulling in as many as possible as they present themselves, but it can become unmanageable, lessen the strength of the middle school flight & confuse the unit.  Try at this point to avoid talking more about the squadron than the overall CAP Program.  Remember you are still at the first impression stage.  Advise them that they will soon receive information on a Parent’s Open House Night which they should try to attend.   Tell them the date of the open house and always leave your number available for questions (or if they do not get further information from their potential Cadet).  Be sure to take their personal information for later follow-up, but advise that the information will be forthcoming from the school. There will always be parents who don’t receive notes from school or can’t or won’t respond for some reason.   If you leave yourself flexible and develop contingencies for follow-up of all interested Cadets you will capture most of those interested.

7.  The school day immediately following the last announcement (usually a Monday) will begin the first of the on-site short  presentations by the squadron directly to the students.  These meetings will pre-qualify student interest for your program and save enormous amounts of time later.   Depending on the size and structure of your school you may meet over several consecutive days (five works well).  Try to keep the size of each meeting reasonable to the school’s structure, and your staff available for the meetings (there is guidance available).   You should plan an honest and fast moving presentation with Cadets in various uniforms who have experienced positive activities and can tell about them.   If you don’t have many Cadets for this, borrow some from another unit.   Take names and phone numbers of all in attendance and be sure you can read them.  Use portions of video but don’t use the time up with them.  These kids want to see/hear real people in various uniforms.   This will be your first experience with the shortened attention span of the younger Cadet.  Have Q & A time at the end each day.   There will be many non-relevant questions and you will have to keep it on track.  Remember it is here that you will sell the program to the kids and set the tone for their participation.  Hand-outs are good if you can afford them but remember the handouts sent home say most of it and establish the parents interest.   By the time you reach the second day of presentations word will have spread throughout the school and the meetings may grow.  In some schools the students are broken up into teams based on various grade and ability criteria determined by the school.  It is beneficial to meet with each of these teams individually because they are already regimented and working together.   Be sure to announce at each of these presentations the Parent Informational Meeting date and time which should be held in the middle of the following week, and ask them to write it down.

8.  Begin implementing the Parent Information Meeting Night announcements,  twice a day, up to and including the day of the meeting.  This is important.

Support  Team Guide continued

9.  The school should send home the Parent Information Night flyer (see sample) two days prior to the meeting night with all students within your target group.  Have extras available at the office & keep up the announcements.

10.  Hold your Parent Information night at the school.   Have as many members in varied appropriate uniforms as possible.   You will need to present to this group from the point of people who don’t know who you are.    Most, with the exception of the students who brought them there, won’t.    Be prepared with all paperwork necessary to enroll the group right there and enough staff to complete it quickly.  Develop an agenda and be flexible to the timing.  Begin with a sign-in to identify the Cadets, Parents (both) and addresses and phone numbers (for both). This will become the beginning of your new database.  This sign-in period  will allow for people who are late
, but don’t wait too long to begin. Station members around the room to support the presentation.   You will find this to be a good format for a few short videos or parts of videos injected within your presentation.  Strut your host unit’s stuff.    Lay out all the positive accomplishments and pride you can muster.    Tape (even sections of rough tape) of your own unit is what the kids want to see and a few sections of the National videos will establish credibility with the parents.  The combination is powerful.  The school representative will help you to reinforce this with a short speech/presentation in support of  CAP on behalf of the school.  Try to have an agenda with information and brochures to hand out.   After you have presented your information allow for questions and answers.  Keep it brief and not too detailed.  It is easy to digress.   If they get long, defer them for either after the meeting or via a phone call to you.   The very inquisitive parents often become members and it is a good time to give them a good first impression too.   Hand out membership forms (Cadet & Senior) and discuss the completion line by line.   Staff should assist in the completion of the forms.  This will be a good time for the Cadets to speak and answer questions the students may have.   Once the forms are completed have several senior members ready to collect and review that they are complete and collect membership checks (if viable for your area).   Identify a  way to secure uniform sizes in case you are able to identify donated uniforms for the Cadets.  Although it may seem cumbersome,  It is imperative that you collect all of the information and data listed herein at this meeting.   You will need all of it as time goes by for your database and it is harder to chase it later.     Be sure to announce the start day and date of the first class and stress attendance each week. 

11.  How many should you include in the class?  There will likely be several that want to join after this evening and you will have to determine which week you will cut it off.  You will likely be beginning a new (2nd) class in about 12 -19 weeks or so or you may wish to create a new class to run simultaneously at your HQ for the overflow.  You should also have in mind a cut off number of Cadets for the class.  Remember the attrition and relocation rate of your area
.  You can get a fair indication by asking the school about it.  They will likely know how many start at the school each year and then relocate or leave for other reasons.  This will be a good indicator.  From this you can determine how many will stay through Phase One Graduation and adjust your class accordingly.    Remember the school will usually know why a Cadet leaves.   Retain close communication with the school and teacher.   From this you can determine how many you elect to accept into the class.  

Support Team Guide continued

12.  You may want to accept all who desire to join right away to see what the resulting threshold
 is for your initial class.  If you elect to do this, be sure that your squadron is prepared to accept the resulting numbers.  Be sure that your existing Cadet population understands that the flight is theirs and fully a part of their unit and will be ultimately folding into it.   Keep them involved. In it  If it is all presented well and accepted you will be affording them leadership opportunities they would never have otherwise experienced
.    The numbers make the burden easier in areas such as supporting ES missions, fund-raising activities and justifying other activities.    You should begin to see new seniors from the parent ranks and in some cases other teachers at the school may want to join as well.    

13.  This first class in each school will set the tone for all classes that follow.   You will be setting your own precedents in each school where you grow an after-school program.  Each subsequent class will be easier in terms of implementation and time required.   Even though the Cadets are very young, each class will produce at least a few outstanding cadets who are willing and capable to lead subsequent classes with the teacher and their enthusiasm is contagious.  Other teachers may likely become interested.

14.  Implementation for the agendas will become a routine on the same day each week.  Everyone will know what to count on.    Once you have stabilized you teacher(s) so that they have a basic comfort level with the program and integrated your cadet training instructors into the routine of attending weekly after school and presenting parts of the class.   Your job will be to maintain the routine, see that the agendas are presented and be sure to stay in close (weekly or more) communication with the school & administration.  Also you should be creating positive public relations opportunities.   You will likely begin developing a relationship with the guidance counselors who are good resources for consistent ‘real-time’ feedback.  You may need to fill in for one or another of the team from time to time.     After the first rotation of phase one you will have established your CAP, in your school, the school and students will know what to expect from the program.  Each of the subsequent classes may or may not be smaller but they will all be easier to manage and follow-through on.  After each phase one, debrief and regroup your unit, evaluate your progress and adjust accordingly.    You will succeed if you follow through.

Sample Initial Announcements:

Announcements may vary based on the rules of the school and the structure of the classes.  The following are general sample announcements which have worked in the past.  They should be presented over consecutive days preferably Monday through Friday each morning and just prior to dismissal each day to maximize the effort.  Some schools will allow for daily video presentation announcements which are great.

Sample daily Announcements to [School Name] Middle School population (twice daily-am & pm) over the intercom system for 5 consecutive school days just prior to week long (daily), target student team assemblies.  

Monday Announcement

“Do you want to fly, learn survival, search and rescue skills, and camp out on weekends?  These are some of the activities offered by the Civil Air Patrol program being introduced to the after-school program.   Join a great team with the Civil Air Patrol!    The CAP introduction assembly will be held for [e.g., Team “A next Monday [date], Team B next Tuesday [date], Team C  next Wednesday [date], Thursday, Friday, etc.]”
Tuesday Announcement

“Do you know that when a plane is missing, trained cadets from the Civil Air Patrol can do a large part of the search and rescue work?   They marshal search planes, operate the radios, talk to and direct pilots and ground teams, and go into the field as ground teams using electronic tracking equipment.     Join a great team with the Civil Air Patrol!      The CAP introduction assembly will be held for [e.g., Team “A next Monday [date], Team B next Tuesday [date], Team C  next Wednesday [date], Thursday, Friday, etc., etc.]”
Wednesday Announcement

Throughout Hurricane Season, Civil Air patrol Cadets work with the Red Cross to evaluate shelters and prepare themselves for possible assistance in times of need.  When a Hurricane strikes, cadets assist in shelters, work radio communications, and later join search and rescue teams and assist in delivering food, water and other vital supplies to victims.        Join a great team with the Civil Air Patrol!    The CAP introduction assembly will be held for [e.g., Team “A next Monday [date], Team B next Tuesday [date], Team C  next Wednesday [date], Thursday, Friday, etc., etc.

Sample Announcements continued:

Thursday Announcement

Civil Air patrol Cadets perform color guards for Veteran’s Day, Memorial Day, and other patriotic and community functions.  They also have drill teams which compete with other teams across the country in areas of drill and ceremonies, aerospace and leadership knowledge and physical fitness.    Join a great team with the Civil Air Patrol!     The CAP introduction assembly will be held for [e.g., Team “A next Monday [date], Team B next Tuesday [date], Team C  next Wednesday [date], Thursday, Friday, etc., etc.

Friday Announcement

The Civil Air Patrol has a program for cadets that offers fun and excitement as you learn and work together as a team.  Cadets attend summer camps on Air Force Bases throughout the State and Country.  Be sure to come to your class ‘team assembly’ to find out about the Cadet program and how to join Civil Air Patrol!    Join a great team with the Civil Air Patrol!      The CAP introduction assembly will be held for [e.g., Team “A next Monday [date], Team B next Tuesday [date], Team C  next Wednesday [date], Thursday, Friday, etc., etc.
SAMPLE LETTER



                                                                [HEADQUARTERS]

[Squadron Name]

United States Air Force Auxiliary

                  

 [Squadron Commander]
[phone]  [pager]

Dear Parent,

Your son or daughter has an opportunity to join a wonderful program that builds confidence, teaches leadership skills and respect, and fosters self discipline and values.  The best part of this program is that they will have fun doing it.

The CIVIL AIR PATROL will offer its Cadet Program into the [Name of Middle School] within the after-school program beginning in [Kick-off Month].   Now designated the “[NAME OF MIDDLE SCHOOL] “[SCHOOL MASCOT] FLIGHT”, the program is open to all students in the school who wish to participate during the enrollment period. 

With all of the challenges that teens face, there is a need for a positive program to occupy their time and allow them to grow within a developmental environment of learning and service.

The attached sheet shows some of the additional benefits of the program in conjunction with the host squadron,  the [NAME OF HOST SQUADRON].

We encourage parental input and participation.  Please be sure to attend the information and enrollment meeting with your potential cadet on [Date and time] for an overview of the program, answers to questions and a memorable demonstration presented by your host squadron!

Sincerely,

[Squadron Support Team Leader]

Title

Please Turn Over

Civil Air Patrol Drug Demand Reduction Programs

 Working for a Drug Free Universe
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Attachment
Beyond membership & the classroom program, additional training and CAP activities may include:

1. Orientation flights

2. Aerospace education

3. Model rocketry

4. Leadership and management skills

5. Drill and ceremonies

6. Cadet competition drill team competition

7. Color/honor guard

8. Customs and courtesies

9. Moral leadership

10. Self esteem and personal development

11. Study and testing habits

12. Search and rescue training

13. Survival training

14. Radio operator training

15. Disaster relief

16. Emergency services

17. First aid/CPR

18. Weekend bivouacs and mission skills training

19. Field trips

20. State and national summer activities

 Civil Air Patrol Drug Demand Reduction Programs

 Working for a Drug Free Universe
SAMPLE FLYER

[Squadron Letterhead]

CIVIL AIR PATROL

United States Air Force Auxiliary

[address]

[image: image2.wmf]  
[Unit Middle School Contact]
PH.xxxxxxxxxxxxx 

Pager.xxxxxxxxxxxxx

[day], [date] at [time] P.M.!

The [Squadron Name], Civil Air Patrol proudly presents:

Civil Air Patrol Middle School Program Information Night

for Parents and Students

Your son or daughter has expressed an interest in the [squadron] Civil Air Patrol Program which will be offered to all students during the after-school program on [day of week] from [time] p.m., starting on [date], 199X.

This unique opportunity to introduce a Cadet Program into [community name] Middle School is a chance for your child to participate in a positive program which will be fun.  We will be enrolling Cadets for the program and adults interested in supporting the Cadet Program as Senior Members.

The Cadet Program is an excellent developmental experience for young men and women from those attending the 6th grade through age 18.   They will have fun in an environment that offers leadership, responsibility, respect, discipline and self-esteem.

The experiences and skills gained will benefit them as they apply for colleges, military academies and employment.  It is a self-motivated program which offers both personal development and team building skills.

We invite you to attend an information meeting at [school name] Middle School Cafeteria on [day] evening, [date] at [time] p.m.   At that time we will present the program information, answer questions and accept Cadet sign-ups and dues.   

Thank you for your interest and we look forward to meeting you on [day] evening!

P.S.
Please try to attend, but if you are unable to attend please contact [contact name(s)]at [phone numbers] or as listed above to schedule an (appointment) meeting.

      [SQUADRON

    [NAME of FLIGHT]

         Cadet  Uniform Sizes List

CADET
Serial #
  T-shirt

 s, m, l, xl
Blues Shirt
Blues

Pants/L
Svc.

Shoes/W
BDU

Jacket
BDU

Pants
BOOTS

N, R, W
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 Wing Assistance & Public Affairs

Wing Assistance

- Structuring your Public Affairs effort

- Strengthening your unit

- Gaining full support from you School Boards & Schools

- Acceptance within school structure and support

- Developing community support

- Identifying and securing funding sources

- Maintaining Funding in subsequent years.

- Membership Development & Retention

- Working with Cadet Programs,  Your PA, Your School 

 Public Affairs Solutions

- Creating events which will serve as training activities and positive public affairs attractors

- Identifying and maintaining Public Affairs contacts and understanding when to use them

- Creating a CAP Public Affairs & Mission Public Information Programs within your group or unit

- Developing and maintaining credibility within your community  

- Reporting activities & results to upper echelons 

- Recognition of members and units 

- Recognition of outside individuals or entities

- Working with other units to create Public Affairs activities
Chapter
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Middle School/CAP 

Training Instructor Leader’s Guides Including Handouts

The Leaders Guides which follow this chapter are developed to allow you to create a routine weekly structure for your class.    The suggested agendas and handouts should be the minimum program that you teach in each Phase One Course.    You can of course broaden them if you wish and include more.  You will set the timing of the presentation based on the duration of the after school class each week.  Many factors should be considered which will impact it.   In some areas the school day lets out at 4 PM thus allowing for an after school program from 4-6.  In others students are released for the day at 2 or 2:30 and the duration of the class will go through 6 PM.  You will want to plan ahead and administer the agendas based on your school’s available time.  You should consider that those who are picked up and taken home by school bus will need to sign out of the class 5-10 minutes early.  The guides are flexible to this and the model is based on the shortest time frame.  If you have more time each week it will be better for review, drill and PT.   It will also allow you to repeat information that is important.  You will however, have to keep the longer classes moving rapidly to avoid boredom.

Unit/flight Activities and Special Classes 

As part of your planning, include squadron activities and special classes onsite (school) at least three (or more) additional weeks interspersed throughout duration of the Phase One Course. The first non-curriculum activity shouldn’t occur much sooner or later than at about the third or fourth week.    Some special or unusual activities may be available for some classes and not others because they become available but the core training efforts should be consistent.   These opportunities should be part of the schedule so that the Cadets and school can look forward to them and can tell their friends.  Everything you do within the class will be a departure from the school routine and will be a subject discussed within the school throughout the week among Cadets, students, admin. and the faculty.  It is important that the teacher and school administration know what will occur every week in advance.   If you are doing anything which will require you to take Cadets outside or to a nearby area off site you must be sure the teacher has gained approvals from the school so you are not precluded from doing them.  Most events will be fine as long as the school has notice and an insurance certificate on file.  Often, as long as the activity is within the after-school time period the school can sometimes help with bus transportation so long as it ends back at the school.  You WILL have to obtain permission first before proceeding
.  

Training Instructor’s Guide continued
Joint Unit Activities and Special School Classes continued 

 
It is best to gain pre-approvals during the planning and scheduling process for added activities.  Each school board will have their own set of rules and we must be flexible to them all and remain within our own.   Apart from field exercises and PT, most activities can be held inside including weekly Drill which may be held in the gym.  In some schools it may be safer to implement the entire program indoors.

You may find that some of these added activities may present themselves easily through your contacts with you police department and require little effort on the teacher or the units part.  By using guest speakers,   e.g., CPR, Drug Prevention, fire prevention, Swat Team demo,  etc. you will keep the Cadets interest between routine course work.  Others will require greater planning but will be instrumental in keeping the group interested.  Activities may include:  missing child search drill at a park within walking distance of the school,   General Emergency Services class, Drug Demand Reduction Programs, fund raising activities,  live demonstrations, sample missions in cooperation with the police department or just a table-top exercise, a bivouac preparation and orientation, etc.  Let your unit plan some.

In addition to this you should plan at least two weekend activities which will be held with the rest of the squadron in order to bring them together.  e.g., a bivouac and/or a drill and ceremonies day or even a first orientation flight.  There should also be an open house about 1/3 to ½ way through with parents who bring covered dish for all families to get to know each other better.  This is where you may begin to see more parents joining.   You have to remind them that you want them.  Invite speakers who have been supporters and set up some fun activities too.

The first  combined activity with the HQ Cadets and the flight will be a momentous occasion for the new flight.  They will anticipate it and prepare for it but their entire knowledge of it is what has been presented through you and the C/TI’s.    Parents should be encouraged to attend because their knowledge of CAP is pretty much what these very young Cadets bring or fail to bring home from meetings.   The HQ cadets should be permitted to create a meeting for the flight and incorporate a positive welcome of their own.   Remember this will set the tone of the future structure at the unit.                                                                                                                                                                                               Seniors should plan a simultaneous presentation for the parents which can include the National and your local videos, a tour of your HQ, discussion with the teacher and perhaps a representative from the school to discuss school issues.    Any progression will be brought out here.  Parents will have seen a difference in their Cadets by now and will begin looking for ways to help.  Be prepared to seize & utilize this resource.  Assign an enthusiastic but stable parent(s) to be a parent liaison.  Develop what your needs are for this in advance.   e.g., One is usually that the Cadets are so young that they forget to bring information home.  It may be viable for you to have a parent or two to keep other parents updated on activities and progress of the group.   This will also give you a heads-up for concerns as they arise and before they become problems and surprises.   Others range from resources to transportation.  All parents will say they are busy because they are not comfortable.  Make them part of the family from the beginning and you will have assistance at many levels.  Some will join and others will stand ready to help you.   It is a very valuable resource and because the new Cadets are so young, they don’t know to resist it.  It also develops in them an appreciation for adult guidance and support early on.

INSERT LEADERS GUIDES (IN ORDER 1-8, INCLUDING HANDOUTS) INTO MANUAL AFTER THIS PAGE!  (from disk 2)
Cadet Agenda & Handouts

The agenda and handouts for the Cadets each week are the same as those for the Teacher without the Leader’s Guides included.     Cadets are required to maintain these each week in a binder.  The Cadets  will find it easy to follow and at the bottom of each is a review of what is to be done with the paperwork.   If there is something that needs to be kept or taken home for signature or completed and brought back the following week it will be indicated each week in this box.

It should be mentioned that several additional sets of each week’s agenda should be maintained for those who misplace them (this WILL happen) or for use by the school if needed.    Maintaining a master set on site each week will be convenient if even more are needed.  Remember patience is required for the shortened attention span and the less matured organization skills.  The unit or the school depending on your arrangement and funding can make copies.   This should be discussed and determined and communicated to all parties before any classes begin so that there are no misunderstandings on the day of the class.   Schools may have budgets for these things and if they are able to do it for you at all will be decided before you begin.   There will not be time to make copies the day of the class and so preparations will have to be made in advance of each week’s class.  You may not want to copy too many weeks in advance because the numbers in the class will change or you may want to add items to the class.

On weeks that you have a special class which is not part of the agenda schedule either on site at the school during the class time or independently at the host unit  (CPR, search exercise, bivouac, DDR class, even PT) you should prepare a separate agenda outlining the activity and then creating a participation letter from it afterward for the 201 files and for Wing Reporting.  Your group may require a copy of this also or have other reporting requirements.       

INSERT AGENDAS (IN ORDER 1-8), INCLUDING HANDOUTS INTO MANUAL AFTER THIS PAGE (from disk 2).
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The Lock-In/Bivouac 

This is a most important part of the course.  When you are training so many very young Cadets at one time it is easy not to notice if some are having a hard time with the material.   There may be cases where a few Cadets have missed several classes for legitimate reasons and therefore have missed components of the program.    It is important that a “wrap-up and review” activity be afforded the class.  This can be done in a bivouac format or as a lock-in weekend as long as it is a departure from the routine classroom setting.  You will be the best judge of where this may be accomplished in your area. Either choice allows time for remedial assistance for those who may be lagging behind in one or more areas.

The purpose of this is to give the class an intensive crunch review of all components of the Phase One Course and to accomplish the Curry testing, Physical Training, Promotion Review Boards, Drill & Customs & Courtesies requirements. It also prepares them for what will be expected of them as they integrate into the host unit.   It can and has also been used to prepare Cadets for their first encampment as a refresher. 

One of the best benefits is that it gives your existing C/NCO’s and C/Officers some heavy leadership experience and a review of their own and allows them to feel the full weight of their new flights within a controlled environment.   The weekend should be as formal as possible for evaluation purposes.    You will adapt it to the strengths and challenges of each class.  All Cadet Staff members should be present but just be sure that you staff it well enough to support the group.   If you feel you want assistance structuring the weekend you can get assistance from your Group/Wing Cadet Programs or the Middle School Program support staff.  Your training instructors will know where the strengths and weaknesses of the particular class are and will be helpful in the planning.   You can structure it however is best for your situation but allow ample one-on-one time for those who have difficulty with a specific area.   If some finish rapidly and it is appropriate in your situation you may want to put them to work with tutoring others.   Remember, this may be the Cadets first time away from home if you haven’t yet had a bivouac as an activity.  

Once all of the Cadets have completed the weekend and accomplished the Curry requirements in the course a graduation date can be announced to parents.  
Chapter
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Graduation   

 Make it an event

Graduation of your first Middle School After-school class lends itself to a Public Affairs event.  Invite the press.   Invite all members, parents (to pin on the new stripe), school officials, funding sources and community officials, police resource officer and anyone else who touched the class in a positive way.   Plan in advance to recognize your host liaison team including Senior & Cadet Project Officer & TI(s) and key (or even all) senior members within your unit who have successfully supported the effort either through direct assistance or simply accommodating the added volume of work generated by the higher numbers.  These people deserve formal recognition.  The new Cadets and their parents will see your recognition and understand what goes into the support of their class.   Although it should not be the first time the new Cadets meet the existing Cadets in the unit, it will be a good time for them to be formally welcomed into the unit.   Be creative.

Recognition of Cadet and R/U of the Class, Cadets of each Element, Most Improved Cadet, Most Supportive Cadet, Fleetfoot etc. should be planned in advance.
   The more recognition the better.    Prepare and deliver individually a graduation certificate to each graduating Cadet as their parent or a unit member pins on their new grade.  Take pictures.  Ask a parent to videotape it to share with others later.

You will likely have experienced a restructuring of unit positions sometime during the process of the first class but after this you will have established a new routine for your unit.  No one should ever be bored.   These members should be recognized as well as all who have helped you.  The Teacher will appreciate recognition as well particularly if their administration is there to see it.   If you are extending Commander’s Commendations for your staff/team plan this in advance to be ready in time.   They will deserve them.
Chapter
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 Unit Experiences

The following page(s) include experiences with the middle school age cadet which may assist you in avoiding pitfalls during your implementation and more importantly the follow-up after Phase One Graduation.     More will be included as time passes and experiences are gained and shared with us.   Please remember to send us updates on your progress, how you were able to use the program, your success and challenges and how we may assist you in the future.

5/96

Comments regarding experience with younger cadet recruitment & results

From: Casey 

To: CAP 

Date: Fri, 31 May 1996 09:09:46 +0000

Priority: normal

Sender: CAP-Cadet 

After starting our unit four years ago with mostly 10th through 12th grade cadets, we changed directions a couple of years ago when everybody started graduating.

Although we will take any interested young person, our recruiting emphasis only is on 6th, 7th and 8th graders, with aerospace education programs in (even) lower grades to acquaint them with CAP prior to eligibility.

This does the following:

     1.  More cadets have the opportunity to go farther in the program because they have the time to do it and have real time leading others (although I have had three military academy appointees in three years, they never had the time to take advantage of some of the major benefits of the cadet program).

     2.  Starting them young gives them natural progression and leadership skill building opportunities.  CAP can help mold those skills.

     3.  By getting them younger (going back to #1 and #2), they have greater opportunity to absorb and work with what they learn and to pass it on to others.  It's practicing what you learn that makes you good at it.

     4.  Younger ages are not as committed to sports, extracurricular school activities, and girls/boys yet.  So we get a chance to do some work and show them our program benefits before we become a secondary (or even farther back in the pack) contender.

     5.  Promotions more in line with age progression work out better than having older cadets being "bossed" by younger cadets who have been in longer and have the grade.  Of course, on the flip side, if an older cadet does join, he or she has to learn that you still  take orders from the younger cadets who have the grade (that's the real world).  At the same time, because we've had the younger cadets longer, they have the leadership skills; therefore, the older cadets have more respect for those who know versus those who are younger and also are learning.

     6.  By starting younger, the ranks are fleshed out more.  Until later this year, we will not have had a cadet who achieved more than C/CPT because they didn't have time before graduating.  For the first two years, we didn't have a cadet officer.  I have found it tough to demonstrate and to have cadets learn about a semi-military structure when the structure doesn't exist because slots are not filled.  A SGT who is cadet commander just doesn't ring true.

     7.  By having older cadets in officer capacities, they obtain good training in how to work with younger people and also how to develop better skills  in the new cadets.  If there are some older cadets who join and are at the bottom, the cadet leadership also obtains training in regard to integrating different ages into programs.

     8.  By having a full age range of cadets, it provides a full structure which allows greater use of the "train the trainer" concept 

yin which those with more grade teach those with less grade.  It's a lot easier than when one graduates a "class" and starts over with another crop, all of the same general age and experience.

More will be added with your input as time goes by.  Please send me your thoughts , successes and challenges as you go to :  LJRose@Juno.com
The evolution of the prototype
The prototype came together as a direct result of a host unit with a “Can Do” attitude and a community’s need for the program.    

Included herein are samples of many letters received from various individuals and agencies who either witnessed or directly supported their efforts.   The process is not complex, it is simply the Cadet Program.  

This is what is now being implemented in units and schools all across the nation.   It is a “Can Do” Program.

The following pages give you a snapshot of the evolution of the first class through the eyes of the press coverage throughout.    In the last few pages you will find an example of a Press Release prepared and disseminated widely and the resulting ground-swell coverage across the state.    The possibilities are endless.
Insert Press coverage pages.

“One of the greatest resources and invaluable benefits of the middle school program for the civil air patrol is the routine, structure and consistency which already exists within the public school environment.  This includes the resource of greater positive parental involvement”
� At the very first Parent Meeting for the prototype Stallions Flight, no parents or kids arrived until the very last minute on the night of the meeting.  There was a collective sigh of relief from the fifteen CAP members and the school assistant principal when 35 kids and over 40 parents poured into the meeting over the next 20 minutes.  All kids attending but one, joined because they were well prepared.  Parking congestion around the school seemed to be the cause of delay for most,  for others it was work delays.    Allow flexibility and patience for floating schedules.


�  Attrition and relocation rates vary.  e.g., in some school areas of Palm Beach it nears 45+% whereas in Broward it can run about 25-30%.    Florida is a high transient state.   From this you can determine how many Cadets you may want to limit your classes to and how many you can expect to stay in the program through graduation.    This will always be a floating number.


� In determining the initial prototype target number for the first class, the supporting city evaluated studies for grant funding, combined with the school’s input and the host units information on attrition and the magic number of  14 new Cadets was not so scientifically discovered, funded for and agreed upon by all.  It was also decided that in order to identify what could be accomplished the threshold of membership would remain wide open to all who desired to join.   34 Cadets joined the first evening and the number ballooned to 50 within three weeks with the overflow going to the host unit in a separate Phase One class.  So much for studies and projections.  Each area will have different scenarios for numbers of  Cadets joining and those who remain.  After your initial Phase One Middle School After-school class you will know your market.


� In the prototype unit, there were a couple of existing Cadets who subtly but continually resisted the flights implementation to the point of divisiveness.   After evaluation and discussion it was determined that they were feeling  (and in fact were)  inadequate in their personal progression of their individual programs & fearing a wave of  enthusiastic “newbees” overtaking them.   This would have occurred had astute Senior Members not identified it and intervened for them.  They were given direction and individual guidance in their personal progression and subsequently pulled themselves out of it.  Overall members felt pride in the new leadership opportunities available to them and were far better equipped to take advantage of them.  It is not always the very young members who have underdeveloped levels of maturity.   Take stock in your unit on an ongoing basis and remember to support the individual as part of your team.  However, in doing so, don’t compromise your structure of discipline.


� In several schools the Middle School teachers have elected to present the class in pairs in a job-share situation splitting up the agendas or rotating the weeks.   In one school a husband and wife share it.   This works well and gives you more resources.   Many scenarios are possible.


� There was an opportunity for the prototype unit’s 6th class to have a sheriff’s helicopter presentation and missing child search drill  at a park immediately across the street from the school.    This worked out very well.  50 Cadets signed into the activity, and more than a few parents & spectators showed for it.  The staff led a missing child search drill with the entire squadron.  This gained great positive visibility including 3 TV stations and 2 newspapers.   The local police dog team & fire dept. involved themselves in the training effort for their people with the Cadets.   It was a good drill.    The only problem was that the school off campus activity scheduler was not notified and first saw it on the News.  She was not informed primarily because the teacher felt that it was an after-school program and likely didn’t apply and the CAP people didn’t know there was such a person.   The oversight afforded all an opportunity to review logistics and lay out our policies together.   11 new recruits resulted from it and the CC was able to work out an approval procedure with the school.  Prior clearances from all entities is required to do anything which takes the Cadets off campus during the after-school period if an only CAP activity.  Each school will have varied policies regarding this issue which CAP must be flexible to and comply with as long as they fall within our regulations as well.   It is much easier to be sure this is done in advance of the planned activity.


� Some units prepare plaques or trophies for this purpose however a simple certificate with the winner’s name in each category will be a fine keepsake which is announced and presented .  You will likely be guided by your budget.
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