Troop 159 Guidelines for Eagle Scout Advisors
September 12, 2009
1) Introduction

Congratulations on being asked to be an Eagle scout advisor.  
These guidelines are intended to help you understand the troop’s processes and expectations for working with a scout pursuing Eagle.  It is not a description of the BSA Eagle requirements, as it assumes you will learn those from BSA official documentation.
All advisors, new and experienced alike, should read these guidelines.  
This is a troop committee document.  Feedback and comments are encouraged.  Please send them to Joe Mario, who will act as the editor. 
2) Role of the Advisor
Simply put, your role is to help the scout discover he is capable of the skills required to plan, coordinate, and lead an Eagle project. 
The scout will stumble along the way – all the boys do and it’s expected.  The real value is when a boy learns how to pick himself up and go forward again.
Some additional thoughts on an advisor’s role include:
a) Learn the BSA’s Eagle requirements, along with the troop’s expectations of those requirements.
b) Help the scout avoid unforeseen pitfalls.  (For example - when a project is prohibitively large or costly in scope, too small in scope, or carries unreasonable dependencies).  Your job is not to tell him he can’t do it, but rather to help him understand the consequences of pursuing such paths.  
c) Help the scout to “carry the project” himself. 
3) Expectations, Expectations, Expectations

Per the BSA, the requirements a scout must meet are simply stated: “All the scout is expected to do is plan, develop, and give leadership to others in a service project. “

While those words seem simple, there are numerous expectations that come from BSA, council and the troop.  Here are some thoughts on such expectations (in no particular order):
a) The project must be of significant value to the community outside of Scouting (town, church, school, etc.).

b) The scout must provide leadership to others during the project.  The project idea does not have to be original, but the scout must be in charge.  Two scouts cannot lead the same project.

c) The project plan must pass the troop’s “Hit by a truck” test.   That phrase means the project plan must be complete enough so that, if the scout gets hit by a truck, there is enough information in the plan for another scout to read it and fully implement the project.  This “hit by a truck” criteria can be extremely valuable to you as an advisor to use as a threshold during iterative reviews with the scout as he develops his plan.
d) The project plan must be made available to the troop committee for review before the committee chair can sign it.  The committee chair’s signature is on behalf of the committee.  Note, there is no requirement that the scout personally presents the project, but it is recommended that you encourage the scout to present the project in person.  
Make sure the project plan the committee reviews is complete.  Committee review of an incomplete plan naturally produces critical review comments, which no scout needs.  Review of a complete plan brings out positive supporting comments
e) The troop expects the scout to carry the project.  There is no single guideline to differentiate between adults helping too much and adults supporting the scout’s efforts.  Use your judgment.  If there is any doubt, please ask for input from the scoutmaster.  You never want to be in a position where too much help was given to a scout such that his demonstration of leadership becomes a concern.  Many advisors have had to be stern at times to prevent others from helping too much.  Similar to the boy-led troop policy, the troop feels very strongly about boy-led Eagle projects. 
f) Expectations for adult presence during a project’s implementation:

i) Adults should be present for enough of the project to see evidence of scout leadership.  Adults are also required to use any power tools.
ii) Whenever an adult is present, always remember the “two-deep” rule.
4) You have just been asked to be an advisor – now what?

There is no exact set of steps to follow as you begin advising.  However, here are some useful guidelines.
a) Meet with the scout to:

i) Discuss what he wants to do, his timeline, constraints, etc.  This is an important time for you and the scout to understand each other and to start building a relationship.  Remember – positive encouragement is key.
ii) Set any expectations that you have for the scout.  For example:

iii) Let him know what “advising” means to you.  Some advisors are completely “hands off”, while others will check in periodically to see how the scout is proceeding.

iv) It’s OK for you to have certain requirements.  For example, you could say to him: “There is no requirement for you to present your project to the committee in person, but if you want me to be your advisor, I will insist on it.”
v) You are his advisor.  Advise him you never want to be in the position where he has gone around you to get something done.

vi) Discuss ideas for how he will find a project and the legwork he’ll be doing.
vii) Let him know that finding a project can be time consuming, and many scouts thought they had the ideal project –only to later find out hidden dependencies or issues forced them to give it up.  Some scouts have pursued up to five projects before they ended up with the one they went forward with.

b) Some advisors insist that the scout’s parents be present at the first meeting.  This allows them to understand their role and to respect the relationship you will have with their son during this process.
c) Some scouts find themselves simply “handed a project” from someone.  While this isn’t against any regulation, it does have some implications:

i) The scout may miss out on the growth that occurs when “finding a project”.  This includes meeting and working with adults in the community as he investigates finding a match.  Success in this phase really adds a boost to the scout’s self-confidence (not to mention it’s a good opportunity for him to demonstrate leadership).
ii) You miss the opportunity to work with the scout on what he’s thinking, his skills, his constraints, and helping him layout a plan for researching a project.  That early time together is valuable for helping the scout become invested and feel he owns the project.
d) Once the scout has settled on an idea, it’s critical for him to have a 5-minute informal high-level scope discussion with the scoutmaster to review his idea.   It may be helpful for you, the advisor, to listen in.
e) Walk through the Eagle workbook, discussing with the scout how he might fill in and obtain the necessary information.
f) Discuss fundraising.  There is no requirement for the scout to do any fundraising.  The troop cannot insist on it happening.  However, many scouts have raised lots of money in their fundraising (sometimes many thousands of dollars).  Encourage the scout to do some fundraising.  It’s also another good way to demonstrate leadership.
Note too, if project funds are a concern with the scout, it’s up to you to help guide the scout to keep the scope of the project within a realistic financial range.
g) Understand the BSA has no requirement for how many hours a project should take.  However, any project must be sufficiently large such that it gives the scout opportunity to demonstrate leadership.  Informal discussion from troop and council members have tossed “100 hours” around as a minimum threshold to aim for in order to sufficiently demonstrate leadership.   This is why it’s important for the scout to have the 5-minute discussion with the scoutmaster about the project, as the scoutmaster will be looking to see if the scope is sufficient enough.
h) When a scout reaches Life, the committee tracks his progress.  Keep the troop committee informed of procedural things like when a scout has selected you as an advisor, or what project milestones the scout has completed, or high level merit badge completion status.
5) General comments on timeline for project signoff
When the scout is ready for the troop committee to review the project:

a) The scout should have you review the project plan before he proceeds.  It’s up to you to make sure it passes the “hit by a truck” test.  That will often take several iterations, but it’s better than getting an incomplete plan reviewed.  (Note: it’s OK for a plan at this stage to have some unanswered pieces of information – but the scout should state where those holes exist and his plans and timeline for getting the information.)

b) Have the scout contact the troop scoutmaster and committee chair at least two weeks in advance of a proposed committee review.  With a large troop like T159, trying to do this in less than two weeks can create problems.
c) Encourage the scout to present the project himself to the troop committee.  It’s not a BSA requirement that he do it in person, but there are many benefits.  Not only is the committee a supportive and receptive audience, but any scout who has made the personal investment in a project plan will come out of such a presentation with a valuable boost in confidence.  
6) Final thoughts.
The Advisor must not take on Eagle project completion as his/her responsibility.  It’s common for advisors to find themselves tempted to do so, but that is a line that cannot be crossed.  If a scout does not take the initiative to plan, coordinate, and lead the project,  aside from encouragement and mentoring, there is nothing an advisor can or should do.
It is important for the advisor to be enthusiastic, encouraging and supportive of the Scout seeking to earn the Eagle rank.   That’s the best way to help the scout learn and grow through the process.   Advising is often a very rewarding experience – especially to see the scout get so much out of it.
There is a lot of great reading material to help advisors understand the Road to Eagle.  A good starting place is www.eaglescout.org.
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	Initial draft based on collective input from various T159 SMs & Committee members

	Aug 27, 2009
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	Removed bullet about scouts being able to work on project without adult supervision – based on input from Mary L, Jim L, Dan B. 

	
	

	
	


Review Comments Received [to be incorporated]
	Jim Ray’s input on 9/10/09
	· I would say the role of the advisor is broader than just the Eagle Service Project.  The advisor is there to assist with the entire Life to Eagle transition.  Some boys struggle with getting MBs.  I have had guys write a plan of attack for the needed MBs - which ones they'll get at camp, which ones the troop will likely provide during meetings and which ones they will be on their own to pursue.  I have also had more than one chat with a Life Scout I was advising about what it means to participate in troop meetings/outings and show Scout spirit.  I have also advised boys on how to proceed on getting the required leadership position.  It is true that the advisor's role is mostly around the project, but I'd mention this broader role in "2) Role of the Advisor" section.
· You didn't mention anywhere the "rules" around selecting advisors.  Here's my understanding which may be out-dated.  At the Life Board of Review, the Scout is told to think about who he'd like to have as his advisor.  Generally, this is an adult already registered in an adult leadership role with the troop who is not a family member.  The goal is to provide a non-family influence that the boy has self-selected.  The SM (or Assistant SM assigned the role) should follow up periodically with Life Scouts that have not selected an advisor.

· Advisors should periodically provide updates to the Committee person who is the keeper of the Eagle tracking spreadsheet.  This is especially true for advisors that do not attend Troop Committee meetings where the spreadsheet is discussed.


	Jim Leighton’s input.  Sept 3,2009
	"The Scout must secure the prior approval of his unit leader, his unit committee, and the benefactor of the project. The project must also be reviewed and approved by the district or council advancement committee or their designee to make sure that it meets the stated standards for Eagle Scout service projects before the project is started. This preapproval of the project does not mean that the board of review will approve the way the project was carried out."
Note the last sentence is very important “This preapproval of the project does not mean that the board of review will approve the way the project was carried out."  I know of preapproved Projects that have resulted in a failed BOR.
District representatives are available and encourage early dialog to discuss candidate projects with Advisors.  It is very unfortunate when a District Committee member rejects a project that has already been approved by the Scoutmaster & Committee – it happens (
Scouts must use this Eagle Scout Leadership Service Project Workbook (No. 512-927 or its online equivalent on the National Eagle Scout Association’s Web site, http://www.NESA.org) in meeting this requirement   (This is a BSA requirement)

There is significant literature available to assist Advisors at:  http://meritbadge.org/wiki/index.php/Eagle_Scout_Rank  
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