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Lessons Learned

The following is a summary of notes from 8/28/08 Meeting at Spaghetti House.  The Scoutmaster, the Outdoor Committee and the PLC, as well as all the participants will receive a copy of this, to do with whatever they decide – and hopefully put it all up on the web site so that it can be captured and remain in the 'institutional memory of the troop.

Meeting Notes:

1. 44 was too many – but care should be taken in cutting down the size of the group.  Several ideas for methods for keeping group size down are listed below, all should be considered.  Size limitations are more in keeping with "Leave No Trace" camping and protecting the environments we go into.  Hikes are less of a problem because they are less popular, but we took 28 to the Bowron Lakes and around 30 on a couple of Lake Roosevelt outings and the last Desolation Sound outing.  Outings need enough adults to drive the cars safely.  If groups are limited to 14, then 4 adults and 10 boys in 2 7-passenger cars that can pull trailers will work well.  Two groups of 14 – camping at different locations during the same time period works.  Another idea was to stagger the start dates so that the returning group turns over canoes, etc. to the following group.  Many ideas worth of further discussion.

2. In the sanitation 'kits' – include more than just Purel – include bar soap for washing hands, wipes so there is something to scrub off the dirt with.

3. During the pre-outing training, make sure the patrols equip themselves with pots and pans large enough to easily handle the numbers in their eating groups – for 9 you need bigger pots and pans than you do for 4 or 5.  On a canoe trip or a car camp, double burner stoves work better then lightweight back packing stoves.

4. Prior to a long term outing the SPL and PLC should schedule training sessions to make sure that boys are thinking about and are prepared for what they will need to do.  The troop prepared for Camporee, and that worked very well.  In much the same way, the Troop meetings and the June outing could be used to prepare for both Camp Parsons and for the Long Term outing.  Review of basic Scout skills such as knots, hygiene, water purification, camp site selection, tarp camping, equipment lists, inclement weather preparation, meal preparation and clean up, and general Patrol Method management training would help the group function more efficiently.

5. The older boy patrol is a part of Troop 166 – and breaking it up would be a poorly received idea.  The older scouts could, however, work with the PLC and SPL to 'mentor' the younger patrol leaders so that the patrols function more effectively.  Historically, (particularly if the group size is limited) the patrols will be able to function very effectively – more training will only help.

6. Including more cooking or preparation instructions directly in the bags of broken down food would help.  Powdered eggs get mixed 2 Tbs of Water to 1 Tbs of egg powder; TVP 1:1, freezed dried corn and peas 1:1, etc.  The canned has can be sliced and dipped in seasoned flour and fried in patties instead of just heated up.  There were menus given to all the drivers and adult leaders of patrols, but it would work better to include more copies – and more detail in the food buckets – maybe the condiment bucket. 

7. Cover the coolers and keep them out of the sun and use large BLOCKS (less surface area to melt) of ice not ice cubes, and the ice will last 4-5 days.

8. Generally, treat the canoe outing more like a back-pack hike in terms of food planning, etc. and the overall 'load' in the canoes will be reduced.

9. Many smaller comments repeated ideas listed below.
10.  Enforce better shoes – too many flip flops.  This is a safety issue and one where Adults are permitted to make requirements and advise.  One scout wearing flip flops cut his foot on this outing.  It was not severe enough to require stitches but had it been, two adults and this scout would have ended their trip early.  This impacts adults and other scouts on the trip not just the one wearing banned foot ware.  The bulletin stated no flip flops.  This must be enforced.  It should also state if someone is seen wearing flip flops, they will be confiscated.  If that’s the scouts only foot wear, they will be sent home.  This policy needs to be draconian.
Here are all the e-mailed comments from participants that I got prior to the meeting, plus a few more e-mails that I got after the meeting.

1. Right off the bat, I'd say that our chances of so many getting sick could have been lowered if we'd done what you now see everywhere in health care facilities, a bottle of anti-bacterial soap sitting on every counter.  If each patrol had one of those available at each of their gatherings, perhaps we could have cut down on the illness.   One scout arrived with a stomach flue, thus others got sick during the outing.
2. Plus, I noticed way too much sharing of utensils and food with dirty hands.  Obviously this would apply to any outing, not just a canoeing one.

3. The Scouts may have learned things in the past, but many of them demonstrated a level of cluelessness about how to pitch a tarp (so they could stay dry), tie knots, operate stoves, cook, CLEAN UP!, and other basic skills that was notable.  The Patrol Leaders did not seem to spend much time teaching or supervising to make sure things were done properly.

4. Leave the loud-mouthed; old fart parents home (wait… I am a loud-mouthed, old fart parent!)

5. Daily schedule clarification; in particular I’m thinking about hygiene here.  If we could schedule our stops so we would cook meals by a specific time allowing for cleaning before dark, then we might be able to prevent germs spreading the way they did. 

6. Add cleaning supplies to list of meals.  I made a cleaning kit made for (my son), but (it was) packed into our dry-bags till packing up for take-off in the morning. 

7. Maybe pack one of those Solar Shower bag things.  I noticed a lot of kids not wanting to shower to get the salt water off because the water was too cold!

8. Limit the number of participants allowed to go on any one event, or break up into smaller groups.  I think having 2 groups of 14 on the Bowron Lake trip worked out great.  It’s a lot easier to please 14 people than 44 people!

9. Less perishable foods

10. We need to really document the shopping methods and locations used for this trip.  I can’t believe I got to eat the amount of food I did for the cost.  This needs to be done for future long term outings.

11. Who ever did the shopping should be commended for the amount of work, but needs to think more about how much people can eat.  Throwing away that much food is a crime.

12. The group was too large and had an adverse impact on camping areas and other people in the area.

13. It would have been better to split the group into two sections.  The second section could meet the first on the last day, rearrange food, and take over the canoes , paddles, pfd's etc. for a second week.

14. The food was varied and good,but a lot more than needed.  I believe it could be slimmed down to save money and space.
15. Enforce better shoes – too many flip flops.
16. LESS is more – fewer people, less food, less rich food, less bulky & heavy food, less expensive food – make it more like a back-packing trip so that each Scout's share of gear and food can fit in a pack – like it does on a hike.
17. More complete pre-trip check lists of equipment.  Everything was mentioned, but it came in several messages instead of one.  Publish a complete packet at sign up.
18. Limit the trip to 20 or less participants – or split the groups so we don't overwhelm the camp grounds and other campers
19. Fewer parents – just required drivers
20. No moms
21. Boy Scouts is about boys – not parents.  Parents tend to take over and run things – lessening the value for the boys.
22. More cheese

23. Get the passports and notarized permission slips done in December.  There was way too much frantic last minute (expensive) action, and too many requests for 'special deals'.  None were granted, and none can be.  Recommend getting it done right off the bat and make it part of the registration process
24. Canoe trip sign up deadlines need to be moved back to December (like we did with Desolation Sound) so we have a better chance of managing the numbers of participants fairly. 

25. All communication about the canoe trip was sent via e-mail, but an astounding number of people came in long after the deadline(s) and wanted to come – and (because we had no limit on numbers) we accepted them.  I'd recommend that we set maximum numbers, and a firm calendar, and announce it in September – 11 months before the trip, and then stick with it.  It should be the responsibility of parents and scouts to read their e-mails and be on time with registrations, payments, and meeting attendance.  "I didn't read my e-mail" is a pathetic excuse, particularly when it comes from an adult.
26. Replace/Add 2-3 Igloo 6 gal water containers. http://www.amazon.com/gp/product/B000K6HM6Y  several listings on-line.
27. Consider buying a bigger, better trailer.  As tough as ours but as big as football trailer.  Needs a spare, needs tougher plywood interior, needs tougher fenders.  Needs more tie down rings inside.  Maybe wider.
28. Consider buying/building a canoe trailer
29. Consider buying/soliciting donations of canoes
30. Consider buying/soliciting donations of temp 'garage' tent that could be placed over canoes

31. Overall, this was one of our best planned and executed canoe trips.  Kudos to Bill Pickard as trip leader and to Michael Steckler as menu planner.  Being able to use existing patrols as cooking groups was particularly satisfying to me.

32. FOOD:  Woodchuck Patrol was continually short on oatmeal and cocoa.  One packet each per meal was not enough for this group.  [It is exceptionally aggravating to learn that there were 58 packets of oatmeal and 125 packet of Swiss Miss left over at the end of the trip.  Where was this stuff?] They ate little of the powdered milk.  Most of their apples rotted before they were used.  The dried fruit was not well eaten and most was wasted (except for the Mangoes which were highly prized and quickly consumed).  Even the gorp was not used up.  They really liked the block of cheese, but there was way too much. Cream cheese was excellent. Thick-sliced pork chops was an unfortunate menu choice for inexperienced chefs.  Watermelon should not be carried past the put-in point because of the excessive garbage of the rinds.  Menus were excellent—tasty and more than sufficient in quantity on most items. Ham was good, but way too much.

33. More training should be done during the off-season so that all patrols can prepare meals and clean up in a reasonable time frame.  Skill level in Woodchuck Patrol was not sufficient.  Bulldog Patrol was unacceptably messy.  Hellbender Patrol did not eat “family style.”

34. Garbage bags should be a menu item and not supplied at the whim of the patrol.  Garbage liners in each garbage bucket would better contain the smell and make cleaning the buckets easier.

35. Some group toilet paper should be added to menu so that we can fully supply empty containers in outhouses that are not maintained with a group of 44 in mind.

36. Continue specifying and requiring patrol equipment for cooking.  Coffee pot for heating water was a good item.

37. Better provision should be made for hand washing.

38. The large size of our group was a problem in finding campsites, especially at Galley Bay.

39. The troop should consider the advisability of an age/size requirement for canoe trips to cut overall group size and eliminate the need for extra adults to “ride” smaller Scouts.

40. Training should be added on how to anchor the canoes at stops enroute to protect them against surf.

41. All Scouts should be made to understand at the outset that they are committed to the full float plan and will not be leaving early for anything less than a dire emergency.  The “tradition” in recent years of leaving a day early should be ended.  If Scouts want a shorter trip, they should plan it that way.

42. Suggestions for disposition of remaining food:

a. Try to sell it all immediately for ½ the normal retail price and use the proceeds to pay down the budget.  Letting the patrols use it for free usually doesn’t get rid of it and doesn’t help the budget.  Encourage patrols to bid on food to lower their food costs on the next few outings.

b. Have a reunion dinner cooked by Scouts for all participants and their families to show the slides and pictures and use up the food.

43. Things that went right

a. Overall Coordination

b. Partner assignments

i. Participants submit choices

ii. Committee assigns

c. Trailers

i. Navy canoe trailer

1. More capacity

2. Easier tie-down

ii. Football (Aluminum) Trailer

1. More capacity

2. Easier loading

d. Ratchet straps easy to use

e. Buckets

i. Square buckets

1. Fit well in canoes

ii. Marking buckets with contents

iii. Re-marking buckets as contents changed

44. Potential improvements to make

f. Issue maps to each Patrol leader

g. Canoes leave as soon as Patrol is ready

h. Even out patrol gear considering:

i. Paddling ability

ii. Canoe size

i. Put individual menus in with each meal (especially breakfast/dinner)

i. Some breakfasts/dinners had planned items or preparations in condiments bucket and/or cooler that patrols were unaware of

j. Items to add:

i. Purel

ii. Soft Soap

iii. Dish soap (Camp Suds)

iv. Scrubbie

v. Extra garbage bags

vi. Bucket liners

vii. Stray trash

viii. Color code bucket be patrol

1. Piece of colored tape

2. Visual recognition

3. Not all duct tape only

k. Lunch
i. Rather than discrete days, have boxes for: Bagels, Peanut Butter, Jelly, Implements, Drinks/Trail Mix/Dried Fruit, other lunch related items – treat as available all week
45. Personal Hygiene

a. Put a mom in every patrol (only half-kidding).  Laura was a “clean-freak” with the kids making sure hygiene was adhered to and Da Moose suffered no sick members on the trip (although two were sick prior to starting the canoeing).

b. Put a small bottle of waterless hand sanitizer in every breakfast bucket for use throughout the day (or see “sanitation bucket” below).

c. Emphasize the use of the “Three Pot System” of washing dishes (this is what I found on the net).

i. Scrape dishes into a waste container (we used empty food buckets in our patrol).

ii. Wash the dishes with hot, soapy (detergent) water by using a scrub pad, or cloth.

iii. Rinse the dishes in hot water containing bleach, at a ratio of two teaspoons to every 4.5L of water.

iv. Rinse the dishes again in clean, hot water.

v. Air-dry the dishes.  Do not use a dishtowel.  

vi. The best way to use this system is to have the three wash-tubs spaced out on the seat of a picnic table, with sufficient room for people to work at each wash tub. The tabletop should have been wiped off clean to start with, and the cleaned goods laid out on the table to dry. In warm weather, with flies around, they should be covered with a cheese cloth, mosquito netting, etc.

d. Perhaps we should have a “sanitation bucket” prepared for each patrol.  The bucket could contain quantities of hand sanitizer, scrub pads (in ziplock bags), environmentally sound dishwashing detergent, bleach, and laminated “Three Pot System” instructions.  Probably would have fit into one of the Paper Towel buckets.

e. Garbage:  Da Moose placed their garbage in the empty food buckets and had enough to accommodate the garbage.  Some patrols used large garbage sacks that appeared to be both unwieldy and unsightly in the canoes.  It might have been better to get some smaller garbage sacks to line the buckets.

46. Water:  Although I didn’t confirm it, I believe that most patrols relied only on the troop-issued 6 gallon jerry cans and personal water bottles for their water supply.  This required frequent refills and water purification.  While perhaps not an issue in itself, I believe that the more times you have to fill a water container from an impure source, the more opportunity to get sick.  Salty Dogs seemed to be constantly mixing iodine and as far as I know didn’t get sick.  Boy lead patrols, however, I think are more prone to cut corners and not follow proper purification methods.  Da Moose left on the trip with the 6 gallon jerry can, two five gallon water jugs, and several 2.5 gallon jugs filled with fresh water.  We did not need to replenish until the second day at Tenedos Bay.  When we did replenish, we used pumps.  It took about 30-40 minutes to pump 6 gallons of water.  Boys can work in shifts. (Editor's note: partially because they (and others) were coming over and getting water from Salty Dogs)
47. Backpacking Saw:  Many people used and seemed to like my backpacking saw.  Whenever I leave it at home I wish I had it.  Here is a place you can purchase one if you are interested:  http://www.nwbackpack.com/products/sven_saw.php .  Not sure if mine is 15” or 21”.

48. Footwear:  I’m sure many will hit on this.  Slip-on or flip-flop sandals should not be allowed for any canoe-associated activities (in my mind defined as moving the canoes to the water, working with the canoes in the water, and removing the canoes from the water).  They are fine for moving around the campsite but are dangerous in other situations, particularly in the saltwater environment.  Way too much bare feet.  Even around the campsites there is an extreme risks of the scouts getting a serious injury.  Good are sandals that strap to the foot (Teva style).  Better are sandals with closed toes (Keen style).  Best are water shoes or boat shoes designed to get wet and that enclose the entire foot.

49. Food:  Everyone is going to complain to some extent about the food.  Too much of this, not enough of that.  Shouldn’t have had this, should have had that.  This may be the hardest part of the trip to plan and I thought the planners did an excellent job.  My only comment would be to make the lunches more “snack oriented” vice a meal requiring jars to open (peanut butter), big blocks of cheese etc.  Maybe go more along the lines of granola bars and fruit.  I realize the paddlers are burning calories but we always had hearty breakfasts and dinners that could pack the calories in.  Lunchtime varied depending on the canoe schedule and sometimes we didn’t eat until late afternoon and then turn around and have a big dinner.  Bagels are great but take up a lot of space and I heard that some turned bad.

50. Leadership:  The long-term canoe trip may be the ultimate leadership challenge for the patrol and troop leaders.  Physical demands will bring out the best and worst attributes in the scouts.  You quickly find out who the scouts are that are willing to go the extra mile to help as well as who the malingerers are (a harsh word, I know, but one that I think accurately describes the actions of a few of our scouts).  Scouts want to play and have fun, and obviously the focus of the trip should be to have fun, however, the patrol leaders need to remember there is a time for work and a time for fun—and the fun doesn’t happen until the work is finished.  A few specific points:

a. Two patrols (one consisting of senior boys) were consistently ready to go on time in the morning.  This was not accomplished through any extraordinary actions but by merely having members who were not involved with cooking or cleaning getting up out of their sleeping bags and packing their personal equipment.  Once the personal equipment was packed, canoes were brought to the water and loaded.  After canoes were loaded, patrol sites were inspected and members went to their canoes.  It was at this point in the day, that I think we faced our greatest leadership challenge:  should we allow the scouts who got up on time, packed their gear, ate breakfast, cleaned up, got their canoes in the water and loaded to wait off the beach in the bay or require them to help the other patrols who, for whatever reason(s) consistently failed to get ready on time?  While acknowledging that a scout is always “Helpful”, I would submit that yelling at the scouts who had their act together to get out of their canoes and help the patrols/scouts who chose not to get loaded on time is counterproductive.  The message we are sending is “why should I bother to make the effort to get going when I’m only going to have to work more to help the others?”  We aren’t talking about scouts helping other scouts who are somehow disadvantaged, we’re talking about not holding patrols accountable for their own failures.  Instead of yelling at the scouts who were performing to standard, maybe we should have figured out how to motivate the other scouts.  For example, the patrol leaders could have been told by the SPL that their patrols would be wakened 30 minutes earlier the next day, and another 30 minutes earlier for each day they failed to meet the scheduled departure time.  Or those patrols could have been assigned canoe and bucket cleaning duties.  In any case, there was rarely enough space to accommodate all the canoes, and it made more sense for the canoes that were packed to sit off the beach in order to expedite the loading of the other canoes.  I should note that I have witnessed this behavior before.  At Camporee this year, the same two patrols were packed and their campsites policed prior to the closing ceremonies.  The other two patrols were not and so after the closing ceremonies, the patrols that were packed and ready were tasked with helping the other patrols clean their sites as well as cleaning the outhouse area.  A clear message was sent:  don’t be the first to be ready because you’ll get stuck with the dirty jobs.  If we want scouts to be “Helpful” and “Cheerful” we need to make sure that they do not believe that every time they display those qualities that they are punished for it.

b. I’ve struggled with the concept of the senior boy patrol (Hellbenders).  I recognize that by having a senior boy patrol that we are probably holding on to older boys longer than if they were integrated into the other patrols.  On the other hand, I don’t think that we are receiving the full benefits of having senior boys in the troop.  We’ve removed them from being in a position to mentor the younger boys.  The “regular” patrols (Da Moose & Bulldogs) are really patrols made up of peers.  It is difficult to be put in a leadership position over your peers, especially when some of those just left the leadership position you now fill.  Perhaps we should look into some sort of mentoring relationship  in which we can assign a Hellbender to mentor one of the other patrol leaders/patrols.  For the canoe trip, I think it might have been helpful for a Hellbender/mentor to wander over to his mentee patrol after reveille to see how well the boys were moving, during meal preparation and clean-up and during pack up.  Each trip might have taken no more than 5 minutes and I think that Hellbender members could have done this easily and would have yielded positive results.

c. Use of scout leadership chain of command.  Many of the adults, and I may have been the prime culprit, were giving instructions to individual scouts.  Certainly, if safety issues arise or if behavior that requires immediate attention justifies an adult stepping in, adults should speak up, but in most cases we should utilize the scout leadership.  If we have an issue with an individual scout, we should address the patrol leader and give him the opportunity to address the issue (it gives him the opportunity to exercise his leadership and makes him aware that there even is a problem).  If we have an issue with a patrol or patrol leader we should take it up with the SPL or ASPL.  I saw a lot of cases of the senior boys giving directions to the scouts also.  While they are more experienced, if the senior boys are not holding a leadership position that places them in the chain of command for the scouts, they should refrain from giving orders.  They can pull the scout or patrol leader aside and make some friendly suggestions as a senior scout but otherwise we end up with too many chiefs and not enough Indians.

d. “Praise in public, rebuke in private”.  Nuf said.

51. Inclement Weather Preparedness:  Although we never really found out if the scouts were prepared for bad weather, we shouldn’t let this fall through the cracks.  I had some concerns about restricting scouts to tarps.  Blue Tarp Camping is an honored and respected method of backpacking in the Northwest but we should recognize the limitations.  If you get soaked during an overnight, you can probably survive having a wet sleeping bag.  If you get soaked the first night of a weeklong trip I’m not sure it’s something we can recover from, especially if it rains for the entire week.  I’m not sure how the use of tents (or at least had some that we could squeeze scouts into) would have affected the boat loads.  We also never had the opportunity to see how the scouts were prepared with individual foul weather equipment since some scouts were able to go the entire trip wearing just a single pair of boxer shorts!

52. Issue copies of maps of the route – like the maps issued prior to a hike – to every participant, and have a session on the beach – after clean-up is done and the canoes are all loaded – so that everyone is reminded of the destination and the route before starting – and has a map in a plastic bag to refer to.
A few comments of lessons learned from past trips:

1. Start early in the year.  Over communicate.  Too many e-mails is better than too few.

2. Avoid a big committee, and delegate things to people who will get them done, but follow up, and if they aren't getting done, as diplomatically as possible un-delegate them.  Some people are good at some things, but not good at others.  Sometimes you need to make decisions and just issue them as edicts (but check with Bill Montgomery first).  (The Seattle City Council is not a good example of a decision process model.)  Some things get done simply because they work, and have been proven over time.  The Sponsor and the Scoutmaster are responsible for the success of the trip and safety of the participants.  They'll be open to new ideas that make sense, but ultimately they need to simply decide things and move on.  

3. If you decide to limit the size of the group, publish a process and a timeline, and stick to it.  

a. The Bowron Lakes process worked very well.  We believed we didn't need to use it on this trip because there was no limit imposed by the Park.  We should probably impose one of our own to keep it a more Scout Centric and less intrusive experience.  

b. The 1st class and Canoe MB criteria may need tightening up.  No one wants to be the person to tell a young Scout they can't go – but an additional restriction that requires a single scout to paddle a fully loaded canoe over a measured distance within a time limitation might serve to reduce the number of Scouts that are too small to go on the trip.  This is an issue for the Troop Committee and the Scoutmaster to decide.

i. On hikes we have recommend against Scouts who weigh less than 100 lbs – most don't sign up – but we've had small Scouts who do just fine.  Other bigger Scouts suffer – so there is no magic formula.  

ii. We have also imposed rules requiring a parent or other designated adult to accompany Scouts who present behavioral or safety challenges.  The same might be required for Scouts who may qualify (1st class and CMB), but are not strong enough to pass an objective test (loaded canoe over fixed distance under a time limit).  

iii. Every canoe trip I have been on has had slow boats and faster boats.  Once the trip is underway – no whining – just get it done, and enjoy it.  We don't paddle more than 2-4 hours in a day anyway so how far behind can you be?

4. The SPL is free to change pairings at any time, and individuals can change them with mutual agreement as well.  We had no adverse weather conditions on this trip, so practically speaking there was no need to change pairings until the last day when several boys were not feeling well.  Adults paddling with smaller Scouts will be at the tail of the group in terms of speed – nothing new there, that's a reason why we need the buddy groups to stay together.

5. Boys are boys – not adults – so some 'ugly' processes don't look very adult – but in fact, they actually work reasonably well in the Patrol context.  The Patrol Method is one of the basic principals underlying successful scouting.  More adult intervention into the running of patrols on outings is probably not a good thing.  The patrol leaders need to be trained in leadership.  Sometimes you need to see the failures to identify the fixes.  Senior Scout mentors would be a good idea – but not if the Senior Scouts are simply expected to act like adults, supplant the Patrol Leaders and run things.  I'd rather see a slow patrol run by a younger Scout struggle – and learn – than have an older Scout or an adult step in and 'improve' management by taking it over.

6. Having said that, some things – like getting canoe commitments and transportation logistics and budgeting taken care of will probably work better if they are retained by the adults.  Adults are better at making phone calls.  Patrol plans, equipment checks, pre-outing preparation, & menu planning should be left up to the boys – but an adult volunteer who is good with a spreadsheet should probably be heavily involved in putting together the 'exploded' bill of materials and the shopping list for the purchases – and should probably go along on the shopping expeditions – but take the Scouts with you so they can learn the process.  Separating out food from other logistics will keep the burden of last minute work on the Sponsor to a more manageable level.  The parents of the appointed Scout Leadership need to be aware of the schedule – and while not being expected to do the Scout's work – should check periodically to be sure they are hitting their commitments.

7. There were several comments on the faster boats leaving early, and presumably leaving the slower patrols who pack less efficiently behind to finish loading, police the beach, etc.  An alternative to that is to reward the faster patrols in some other way (TBD) for a) getting done faster, and b) for helping teach the younger – less organized, less focused, and less efficient patrols how to break down a campsite and load their canoes.  Younger Scouts will never be as efficient as older Scouts.  Older Scouts are quite good at helping younger Scouts if it is part of what is expected of them – not doing their work for them but helping them do it faster.  That way, the Troop will be done - as a group - more quickly, and can attend to the things like the final garbage sweep and inspection, and the group photo – which can't be done until everything is loaded anyway.  The comment above about providing maps for everyone and having a meeting prior to the start each day would be another way to increase the incentive to get loaded, cleaned up, and organized before leaving.































