Troop 159 Tour Leading 101
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This document, assembled by numerous Troop 159 SMs and ASMs, is meant to convey some of the key essential elements required for successful troop outings.
· What successful tour leading means:
As Tour Leader, you are responsible for the "Outing Program".   Successful outings are critical what the boys get from scouting.
· Your job is to safely execute a given outing.  You are responsible for making sure the scouts and adults are prepared and have the skills to be safe before you allow any of them to set foot beyond the parking lot at the beginning of the outing.

· Gear the outings to give the boys lots of opportunity to learn from both successes and failures that do not compromise safety.  

· Then you must have the ability to stand back and let them pick themselves up on their own (where some of their best lessons are experienced), and not rush in to "fix" things.  But do stand ready to intervene if NECESSARY, if safety may be compromised.

· Learn to watch the boys from a distance, in such a way that they never realize you're watching them.

· It's the boys outing.  While outings cannot occur without adult support, it's a slippery slope from "adults supporting a boys's outing" to "the outing being shaped by the adults".  Your job is to provide the former.  You’ll likely find yourself defending it as well.
· Scoutmaster’s role on an outing:
· There is no exact recipe on an outing for what the scoutmaster is responsible for vs what the tour leader is responsible for.  That depends on many things including: the scoutmaster’s preferences, the tour leader’s skill level or experience with troop outings, the type of outing, the number of older capable scouts, the weather/safety conditions on the outing, etc.    In some cases the scoutmaster may play a large role, in others he’ll take a complete back seat role.
· The important step before the outing, is to talk to the scoutmaster about the division of roles.   That agreed upon understanding will prevent the tour leader and scout master from tripping over each other’s responsibilities.
· Food for thought:

Tour leading requires both the technical skills for an outing as well as the mindset that gives the boys opportunity to make mistakes.  The boys will always do things that will concern you.

When that happens:
· Ask yourself if you can live with the consequences. (Areas where you can't should center around risk of injury, harm to others, etc).

· If you can, then let them be!  This is the most difficult point to learn, but also the most important.   Make certain the other adults “let them be” as well.
· If you can't live with the consequences, the default thinking should first be:

a. How can I help change this activity to make it "safe enough" so that I can live with the consequences?

Note, "safe enough" does not mean "absolutely safe" - but make sure that the risks are well understood, well managed, and well justified for the benefit to be gained from the activity in question.

b. Strive to help set parameters on the activity to help make it "safe enough".

c. If the activity can't be made "safe enough", then either work with the SPL to stop it, or as is sometimes needed, jump in yourself and stop it.
d. You can expect to be pressured from parents questioning your seemingly passive leading.  Resist caving in - but do work to help them to understand the aims of this approach, and to gain skills in helping to do the same.

· Your job is to provide opportunity for the boys to succeed or fail by their own wits and planning.  Then keep yourself and other adults from helping the boys recover, as long as the activity remains "safe enough."  [If this sounds like a broken record, it's because it's so important!]

· If needed, use your energy, via the SPL, to get older boys to help.

· Here are some examples of "letting the boys fail" where you need to be prepared to live with the consequences.  These are to be viewed as "great opportunities" that you must expect, support, and embrace.

a. A scout (even maybe your son) is drying his new $100 boots on the fire.

b. It's a (balmy) 20 degree dry overnight and some of the boys didn't pack enough warm clothing.
c. On the LO of HI/LO backpacking trips, after taking an hour+ to get ready at the trailhead, the pace is only 1 mph due to stuff falling off packs, complaining of heavy packs, resting, continuous snacking, sore feet, untied shoe laces, playing in the mud or with moose turds, etc.

d. On a bike trip, the pace is mindboggling slow due to flats, skinned knees and elbows, breakdowns, stuff falling off bikes, excessive resting, etc.

e. The menu for the weekend is: Coke, chips, cookies, Ramun noodles, and chocolate bars. No one has died from 48 hours of eating junk food.

f. On winter trek, you see some boys left their moist/wet boots outside overnight.  DON'T deprive them of the 'really interesting' Sunday AM they are bound to have.
· Examples where you may not be able to live with consequences.

a. Rain and 50-ish or less degree temps.  You're in the backcountry, away from cars, and an unprepared scout is getting wet.  This can quickly lead to hypothermia and can endanger the scout

b. If it's a "car-camping" outing, more "dry stuff" will be available as a safety net, so let the scout go longer being uncomfortable.

c. Spraying "lit bugspray" from aerosol cans (not allowed anyways)

d. Careless play on the Battenkill or on any river at any time when the water is high and fast.
· Understand that on any outing, some boys (including yours):

a. Will not want to fully engage in the 'theme' activity, or

b. Will not want to be there, or

c. Will only want to sit around the campfire and drink soda, or

d. Will only want to play video games (ski trips), or

e. Will help out a lot or not help at all, or

f. You name it...

Expect it.  You can only provide opportunity for the scouts.  There will be times when you can provide guidance, but guidance can't be forced.

· Realize one of the worst things we as a troop can do is to give the boys the disadvantage of too many advantages.  
· Be available.  Outings provide great opportunities to learn who the boys are.  They benefit tremendously by you talking with them, asking bout their interests, showing them respect, and for accepting them for who they are.

· Here are some traditional T159 "mindsets" for regular outings.  They’re meant to convey some tried-and-tested ways we approach the outings.
· SKI TRIP
a. We let the boys go off on their own for the day.  Let the adults know to keep an open eye as they ski the mtn themselves.
b. Stop by the First Aid area during the day to check for familiar faces.
c. Each scout must already be an experienced skier or snowboarder.  This is not an outing to learn, nor is it setup for a parent to ski with or train his/her son to ski.  There may be other day trips for beginners. 
d. Allowing beginners to participate with their parents ski with them is a lose-lose situation.  Don't be afraid to say NO.
· WINTER TREK
a. The Tour Leader cannot be afraid to tell a scout or his parents they are not prepared for winter trek and cannot participate.   It's your job to make sure everyone is properly prepared (on this and any outing).
b. Work with new parents to set expectations.  It takes scouts 2-3 years before they can tell parents what equipment is needed for an outing.  This is one where new scout parents must be involved.
c. Required training - at least for scouts (and their parents) who have been on 0 or 1 prior winter treks.
d. Get the boys to plan for a -10 to -20 degree outing, because when the weekend arrives, it may be well below zero.  If it's -20 degrees, don't cancel the outing.  There will be scouts who will want to go, see it as a challenge, and will be well prepared.  Maybe you do a last-minute change to a location closer to cars or to cabins as a "safety" fallback.
e. The message to the scouts should be that you will only consider canceling winter trek if the driving conditions to the trailhead are dangerous (icy or snowy).  Then seek a local site if possible.
f. Do comprehensive pack checks:  Though be careful because some of the older scouts aren't great checkers.  This is an outing where you CANNOT accept being unprepared.
g. Adults can have extra 'stove' capacity for hot water bottles for boys, but that's it.  If on Sunday AM, adults have lots of hot water and boys have frozen water bottles, the boys must solve it themselves. Adults can't help them.
h. Go around doing 'tent checks'.  As boys retire for the night, walk around site calling into each tent asking:

· who is in there

· what did you have to eat

· what are you wearing, when did you last change (ie dry clothes)

· what do you have for a sleeping bag

i. Pray for cold snowy weather.  It's a big letdown when temps only fall to the mid teens.

· BACKPACKING
Be sure to plan for HI/LO outings.  The 1st or 2nd year scouts will immediately dislike backpacking if the hike is too difficult.  The older boys (14+) need the challenge of more strenuous outings.  The 13 yr olds are needed on the LO hikes to help the younger boys.
a. Do pack checks for new backpackers

b. Plan for the boys carry their own packs, food, tents, etc.  If they can't, the older boys help them.
c. Adults often worry about the bear bag, though it is a good experience for older scouts.

· CANOEING 

a. For Battenkill, younger scouts in bow, older experienced scouts in stern. 

b. Water outings are fun, but make sure the seriousness of safety has been taught/communicated.

· RANDOM TOUR LEADER TASKS:

· Prior to an outing, work with the scout 'instructors' on their presentations.  Make sure it covers key details you want to see covered.  This may be very challenging as we tend to get "Charmin paper" quality presentations.

· You need to make sure that the skills preparation is very solid on the essentials - not necessarily flashy or polished - but solid.
· For the essentials, the information should be complete, accurate, and adequate.   Be prepared to "add a couple of points" during the training as necessary.  This is a safety intervention.

· Note, the above bullet relates to the essentials.  For example, you will never train enough to be able to get a "LO" backpacking trip to execute anywhere as smoothly as a "HI" trip (like leaving the trailhead quickly or to go faster than 1 mph).  That will come as the boys gain experience.  BUT, the prep/training must ensure that what they carry in their packs will keep them safe and that they have some sense for how to use it.

· Hold a hard line on essentials required for safety, but don't try to enforce this for all the growth areas beyond the essentials where the boys benefit from learning on their own.
· Keep the adults away from "fixing" problems for the boys, especially their own sons.  We have to provide an environment where the boys learn to fix their problems themselves.

· OUTING DETAILS THE TOUR LEADER WORRIES ABOUT:

Coordinate very closely with outing coordinator, who is responsible for planning the outing logistics.   It is important to work together to make sure the logistics and the program fit together well.
· Worry about stoves, lanterns, propane or coleman fuel, patrol boxes, lanterns, shovels, tarps.

· Will there be water availability, what do you have to treat it with?
· Does everyone have tents (via the SPL), remember the 3 max/tent rule.

· Define the outing start and end times, (i.e. from library)

· Materials to support theme of outing (like rope for pioneering), 

· Working with the SPL to get the troop ready and off at library, then working with SPL to put troop gear away at end of the outing, 

· Decide if and where the cars will stop for gas/donuts/Tilton diner.

· Count heads at each stop.
· Carrying medical forms and first aid kit.  Get them from scoutmaster.
· Ensure the "prerequisite skills", which are listed on the back of the outing calendar, are met. 

· Define the "pack check" list used by checkers for a given outing.

· Ensure the adults are trained sufficiently enough to be "safe" as well.  Encouraging supplement training like 'safe swim defense' or 'safety afloat' may be well advised.

· OUTING DETAILS THE OUTING COORDINATOR WORRIES ABOUT:

· Coordinate very closely with tour leader.

· Make all reservations (site, ferry,...)

· Arrange transportation (drivers, sufficient vehicles).

· Work with tour leader on special driving needs.

· Getting a tour permit filled out and signed by council.

· Getting a signed tour permit to tour leader to carry on outing.

· Get roster, driving directions to tour leader.

· Listing any outing-specific prerequisite skills on permission slip.

· Review permission slip with tour leader.

· Making the payments for site costs, and working with treasurer to get money to grubmasters

· Either pay drivers directly or get info to toop treasurer.

· Verifies that all adults are registered (Linda B), and have medical forms (Pretti W).

· Select adult grubmaster.  SPL will select scout grubmasters.

· Get 'grubmaster money' envelopes to grubmasters (with money).

· Communicate food allergies to grubmasters.

· Get receipts in to the treasurer quickly - preferably within 1-2 weeks.
· Don’t accept late signups.

· Refunds for scouts canceling from an outing go back to the troop’s general fund.
· FINAL THOUGHTS: 
· There will be times when you must directly help.  Do what you need to do based on your reading of "the situation and the terrain".
· You will make mistakes.  Don't worry, we all have.

· The more you experience "seeing the boys stumble and then picking themselves up on their own", the more you'll internalize how valuable it is for them.
· Before signing up to tour lead, ask yourself:

1. if you have the technical knowledge needed for a safe trip and 
2. if you have the mindset to let the boys fail.  
Many (most?) parents come into this troop without these skills, and then acquire them after experiencing various outings for a few years.   All of us have had to go through this learning process.

· Remember to have fun!    If you’re having fun, the boys likely will too.
