Tales from the Jambo
JIS / JCS and “Donations”

For Jamborees through 2005, visitors could come in for free.  This was a really nice deal for anyone within driving distance from the Jamboree!  Through 2001, visiting Scouts could even earn merit badges at the Jamboree.

Sometime, late in the process for the 2010 Jamboree, someone decided that we should collect $10 from each visitor age 6 and up.  This would cover the costs of supplies and services for visitors and provide some funds to help clean up Ft. A. P. Hill to better than it was when the Scouts came in.  This is a reasonable idea – there are portapotty, water, trash and other costs for visitors.

The “donation” would be requested each day each visitor came in!

Unfortunately, the word didn’t get out very widely and the donation collection process wasn’t well thought out.

On Sunday, July 25, the Jamboree Information Services group (read this as Visitor Information Services – the old name for the group) was told about its added assignment – cash collectors!

The group had a large number of returning volunteers who knew the job as working with the public as it came in, handing out maps and providing information.  There were also three satellite locations around the Jamboree that were staffed by this crew – usually two people at each site.
The staffing would have been something like


Team A – 20 people


Team B – 20 people


Team C – 20 people

Team A – 
Day 1 AM – 14 at main tent, 2 each at 3 satellite locations



Day 2 PM – 14 at main tent, 2 each at 3 satellite locations



Day 3 off

Shifts would be something like 7 AM to noon and noon to 5 PM.  Se, folks would work 10 hours every three days.  Pretty light duty.  No wonder folks came back.  Over the 8 days, there would be 1,760 man-hours of work.

The new proposal for Jamboree Collection Services (JCS) as I call it, included 30 people at the “donation” booths from 7 AM to 5 PM in addition!  This would add 2,400 hours of additional work!  So, instead of working 10 hours in each three days, the workload would be 25 hours in three days!
And, the new JCS assignment was “full uniform,” out in the sun!

To further make the situation difficult, the “donation” was “required.”  If there was any hesitation about people making the “donation,” they were to be told, “the donation is to defer the burden of visitor support and services, clean up and restoring AP Hill to better shape than it was prior to the Jamboree.”  If the person still hesitated, the JCS volunteer was to waive a red flag and a paid National BSA staff person would come over an “explain” why the donation should be made.  Only the staff person could decide whether to let a visitor in without paying the “donation.”
There was going to be a strict accountability for monies collected.  This would be done by issuing patches to each JCS member.  Since a patch was to be issued to each person paying the $10, there should be a one-to-one correlation between funds collected and patches issued.  Each volunteer would have to count out his bag on his way out and present a reconciliation.  (Where was “cash handling” in the job requirements for JIS?)
We were to have credit card machines, so keeping track of them and including this in the reconciliations each shift would be challenging.

Each visitor who paid $10 was to receive a special “only at the gate” patch for $10.

The JIS/JCS volunteers let the staff know what this really meant.  
Some of us really suggested that the pressured donation was a bad idea.  This would create ill will with the Scouting community and the public in general.

The National BSA staff spent much of Sunday night reworking the process!

By Monday morning, the hours that the “donation” stations would be staffed were reduced, the number of people staffing the stations was reduced and the high-pressure on the “donations” was eliminated.

Full uniform was still required (no neckerchief or slide), but the hat requirement was reduced:  any non-commercial hat would be OK!

Still, the overall staff schedule was much tougher than originally expected:
Team A --
Day 1 JCS early – two 2-hour shifts (≈ 6 hours including transition time)


Day 2 JCS late – two 2-hour shifts (≈6 hours including transition time)



Day 3 JIS – 8 AM to 5 PM – 14 at main tent, 2 each at satellite locations



Day 4 off

So, in an average 3 days, the work was 15+ hours, way up from the 8 hours expected.  And, much of this was hot, humid, sun-drenched work.

The controls on the cash were quite solid.  Bags were handed out with 204 patches and $500 which was later changed to 300 patches and $200.  We counted out starting values and signed for them.  We walked out to the “donation” booths together and returned together.  Cash went into the aprons and bags – not in our pockets.  Cash was arranged by value and faced in a separate room.  The bags were then turned in and were signed in on a sheet in the JCS trailer room.  I do not know the controls inside the trailer room.
The requirement to close out one’s bag of cash and patches was eliminated.  We were allowed to just turn in our bag and it was processed by the staff.  I didn’t hear of anyone getting a message back about missing cash or patches.

On Tuesday, we discovered that the “only at the gate” patch was being sold in the Trading Posts for $4.00!  We learned to change our pitch so we wouldn’t be making any false claims about the patches.

Collecting the donations didn’t turn out too bad from a volunteer-visitor point of view.  We could say, “Welcome to the Jamboree!  We have a patch for you, and inside the tent, you’ll get a free backpack and information.”  That was a pretty good deal for the visitors.

Backpacks lasted into Sunday, August 1.

We got through it, but it was tough!  Very tough!  A couple of people were medically excused from JCS duty, so we covered for each other.
It turns out approx. 10% (or less) of “donations” were by credit card – the vast majority were cash.

The team did a great job truly welcoming visitors and taking any visitor negatives and turning them into positives.  For those who declined to pay, we waived them in, “have a great Jamboree!  If you choose to make a donation on your way out, please see the people in the tent.”  Many of those declining to pay were those returning for multiple days and those who were volunteering at the Jamboree.
Lessons for the future:

1. Publicize the donation thoroughly in advance.  If it’s a required fee, just make sure everyone knows about it.  (Since 2010 was on a US Army base, there couldn’t be any required fees.)
2. Create a JCS group and staff it!  Write a job description that works for this assignment – don’t take folks with one set of skills and expectations and have them do something different!

3. Consider adding cameras to the JCS trailer room and room where cash was handled.
4. Develop a more-finely-tuned staffing plan.  Everyone should have been on duty on the Saturday of the Jamboree Area Show.  Schedule a staff for after the Saturday Arena Show.  Fewer people were needed for the typical afternoon visitor arrivals.  Have an early-morning staff every day (which we did the last couple of days).  Note that this would give staff more afternoons off, but more mornings worked.
5. Provide good shade to the folks collecting “donations.”

6. Make JIS / JCS patches available to volunteers on a reasonable basis – allow pre-purchases.  Nobody in JIS / JCS could trade staff patches because we each only got one to start and one extra at the end of the Jamboree.  Many staff members would have happily bought 10 or 20 at $2 each to have for trading!  (The cost is probably 60¢ each!)
7. The Team C casual meetings each night were great!  These could be expanded to an all-team session or multiple individual team sessions.

8. Get the story on the patches right from the beginning.

9. Rename the group Visitor Information Services – JIS is confusing and there is another Information Services related to computer systems on site.

Typical staffing needs for a 10 AM visitor opening
	
	“donation” stations
	Main tent
	Satellite stations
	Total

	7 A – 8 A
	4
	2
	0
	6

	8 A – 9 A
	8
	8
	6
	22

	9 A – 10 A
	16
	16
	6
	38

	10 A – 11 A
	16
	16
	6
	38

	11 A – 12 N
	16
	16
	6
	38

	12 N – 1 P
	8
	8
	6
	22

	1 P – 2 P
	4
	4
	6
	14

	2 P – 3 P
	4
	4
	6
	14

	3 P – 4 P
	4
	4
	6
	14

	4 P - 5 P
	0
	4
	6
	10


This requires 216 man-hours per day:  80 hours for JCS and 136 hours for JIS.  This does not include prep and close-out work for JCS.
For JCS, four on-duty hours per day on a 2-on, 1-off rotation is appropriate.  48 people would be needed for JCS.  (Two teams of 16 on duty each day.)
For JIS, six on-duty hours per day on a 2-on, 1-off rotation is appropriate.  66 people would be needed for JCS.  (Two teams of 22 on duty each day.)

Note that the total is 114 people vs. a team of approx. 70 at the 2010 Jamboree.  Also note that this more-precise scheduling reduces total work hours:  at the 2010 Jamboree, staff was often on duty in the sun when the full staff was not needed and extra hours were obtained by a 3-on, 1-off schedule rather than a 2-on, 1-off schedule..

JIS Backpack Stuffing and Training

In 2005, the JIS team had more-extensive training and had a couple of day to hike the location to get to know “the lay of the land.”
In 2010, the JIS team spent two full days stuffing backpacks.  50,000 backpacks were to be issued to visitors and they needed to have the Boys Life supplement and several other items put in them.  While I wasn’t there, this was a tedious task that prevented much training.
Recommendation for 2013:

Allow for true training of the JIS team.

Arriving in the East

I flew into Baltimore-Washington International (BWI).  I arrived around 6 PM.  When I stepped out of the airport to the shuttle-van curb, it was, “Oh, my gosh!  What have I gotten myself into?”  The temperature must have been mid-80s, but the humidity in the 90s.  Wow, could I survive 11 days of this?

Well, I did survive, but it wasn’t easy.  Staying cool often meant multiple showers each day.  In the staff tent, fans blew directly over us.  The sound of camp was the hum of fans.

There’s no doubt why we like Sonoma County, CA and why a mid-summer Virginia trip isn’t on the planning board!

Favorite Sight
Tens of thousands of US flags waiving at the Evening Arena Show.

Most Typical Sight

Thousands of Scouts along Thomas Drive

Most Notable Smell

A score of portapotties stinking in the sun.  (Yes, Don’s Johns did a good job of keeping them cleaned, but the sweet stench was certainly notable!)

Michael Von der Porten

mikevdpca@aim.com
(707)545-7520
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