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Lenhok’sin Crew on their first Shakedown high in the Shenandoah National Park
Planning, Training, Execution, Lessons Learned
(These links are to bookmarks in this document)

Overview

The Lenhok’sin Trek, as executed in 2006, was an excellent introduction to High Adventure activities for eight young Scouts. None of the scouts had previously participated in any form of high adventure. Seven of the crew members were thirteen years old (and five of them turned thirteen between the first shakedown and the trek). The only “non-thirteen year old” was fourteen.
Although Troop 1853 has a long history of Lenhok’sin participation and enjoys a tremendous amount of resident expertise regarding the program, the non availability of experienced Crew Advisors was a worrisome issue for me throughout the planning phase. However, by the time of execution as a result of expert mentoring by experienced Crew Advisors, all issues were mitigated and Rich Wink (Crew Advisor) and I were confident and able to enjoy the trek.
A special thanks is extended to Rick Coffin, John O’Malley, John Hannon, and Rich Wink.
· Rick Coffin conducted two pre-shakedown training sessions, shopped for all food for each shakedown and served as Crew Advisor for all four shakedowns.

· John O’Malley recruited the crew members, answered many questions, provided an excellent map reconnaissance, and was ready to serve as the second Crew Advisor if another adult could not be recruited.

· John Hannon provided answers and computer files of previous gear lists and other suggestions.

· Rich Wink stepped in after the last shakedown and attended the trek as a Crew Advisor.
Planning

During the annual planning conference for 2006, I signed up to be John Hannon’s assistant crew advisor. In early 2006 John departed the troop to stand up Troop 683 and SM John O’Malley advised me that Rick Coffin had volunteered to assist in the shakedowns and would likely attend the trek. I did not burden Rick with planning for the trek beyond getting a head nod from him that he concurred with and was prepared to present the subject matter for each of the training sessions (to be reinforced by his crew advisor participation on the shakedowns). Rick was exceptionally flexible and backstopped numerous potential oversights.
After reviewing the Troop’s approach to conducting three shakedowns of fifteen miles prior to embarking upon a 50 plus mile trek (historical Lenhok’sin distances), I queried Troopmaster software to determine how many crew members needed the camping and backpacking merit badges. It was determined that only one crew member had camping and none had backpacking. At the first crew meeting it was determined that all members were interested and willing to commit themselves to additional meetings to earn these badges. This proved to be ambitious but manageable and as of this writing eleven of the fifteen merit badges started will be awarded at the January Court of Honor.
If you are planning to earn the 50 Miler Award, don’t bank on the Goshen staff having a ten hour service project. We did not pursue this one. However, the service projects associated with the Trail Blazer Award were pretty lack luster. Plan a good 10 hour project yourself.

February, 2006
Studied Lenhok’sin High Adventure Camp Leader Guide available on line from the NCAC web site. It provided numerous points of contact and provided an excellent orientation.

March 6, 2006
John O’Malley emailed his 2003 files.

March 7, 2006
Jason Hamel, Goshen Reservation Director sent out letters to Lenhok’sin Crew Advisors (by name). Letter contained a package of information containing:
· Schedule for Goshen Scout Reservation Orientation Meetings. Three meetings were scheduled throughout the month of April. I missed all of them.

· A description of the ten Outpost programs

· A Pre-Camp Crew Survey (This form was to be completed four weeks prior to arrival at Goshen)

· The 2006 Goshen Bed Reservation Request

March 21, 2006
Parents Meeting to pass information, answer questions and build rapport.Distributed;

· Copy of planned scheduled meetings, inspections, shakedowns and payments

· Copy of personal gear list – discussed unusual equipment

· Shakedown waiver to parents. From this point on, I will distributed waivers to scouts at Troop meetings and carry extra copies to pack inspection sessions as well as shakedown departures as required.


Invited parents to meet me individually to discuss any personal or health issues.

May 12, 2006
Paid $2,680 for Lenhok’sin crew via personal credit card. Faxed this payment information with completed Goshen Bed Reservation Request.
Recruiting

On Tuesday February 21, 2006, SM John O’Malley canvassed the Troop for participation with email and an Eagle article. I did little else to aid the recruiting effort than reinforce John’s announcements and take names. Note: a Philmont Crew was also being recruited.
Training
Animated Maps

Shakedown #1, Shakedown #2, Shakedown #3, Shakedown #4 (Part 1), Shakedown #4 (Part 2)
February 17, 2006
Phil Clark, General Chairman, NCAC High Adventure Committee ((703) 250-8241) sent out letter announcing High Adventure Advisor Training in March. Deadline for registration was March 11, 2006. The Training Coordinator was Art Jordan (703) 368-4975 and his email is jordana3@verizon.net  I registered for this training shortly thereafter.
March 10, 2006
Scheduled use of CCC lower level with church secretary, Kathy Knowles, 703-455-4150 communitycovenant@verizon.net. (Schedule times and dates for all three training sessions and pack inspections at this time if you can)

March 15, 2006
Submitted request for Shakedown #1 Tour Permit.
March 16, 2006
Training Session #1 (CCC lower level) NOTE THIS WAS A LATE START TO TRAINING SESSIONS AND ONLY PROVIDED ENOUGH TIME FOR TWO TRAINING SESSIONS INSTEAD OF THREE BEFORE THE FIRST SCHEDULED SHAKEDOWN. Rick merged information from Training Session #3 into session #2 with any overflow going into the first pack inspection period.

Elected Crew Chief – note who is second in the election as the crew chief may miss a shakedown and you do not want to have another election. Announce that he is the assistant crew chief.



Voted on favorite program stations (Results of the vote)

Distributed a Crew Survey form (just to collect personal info on the crew)
March 17, 2006
Attended High Adventure Advisor Training at Camp Snyder. This was a good course in that it permitted questions to be answered by NCAC instructors. I can’t say that I learned a great deal. However, I was exposed to several other methods of doing things and could give them consideration. I would recommend it.
March 23, 2006
Training Session #2 Take parents aside, if they are available and review the status of their payments, remind them to get Class III physicals etc.
March 30, 2006
Pack Inspection #1, Crew Gear Issue, Food break out, and stage packs.

· Used this personal gear list.
· Weighed each crew member. Later I weighed each pack and discovered how overweight we were. More on this in the recommendations section.

Emailed trip plan to SM for his info

March 31, 2006
Shakedown #1 Shakedown #1. Issued Crew Chief written instructions

All eight scouts and two adults attended 

Distributed trip plan and recall roster to parents of crew members

April 3, 2006
Email Librarian, and Troop Master data entry POC (Mrs. Miller) with nights camping, and backpacking mileage. If you call the Librarian you will be able to give beads to the Crew Chief at the next Troop meeting.

April 15, 2006
Submitted request for Shakedown #2 Tour Permit.
April 24, 2006
Registered on line for Wilderness Survival Training. I elected to take the course offered by WFA as all BSA sponsored courses had either been conducted or were filled up.
· Some extracted info on this course
· Ideas for a Wilderness First Aid Kit
April 25, 2006
Swim Qual conducted by Troop at Lee District Park (collected swim qual records for crew members). Follow up troop training was good enough to get everyone swim qualified. The Kayaking instructor accepted our record of swim qual and saved us time at that station.
May 2, 2006
Distributed shakedown waiver to scouts at Troop meeting

May 4, 2006
Pack Inspection #2, Crew Gear Issue, Food break out, and stage packs

Emailed trip plan to SM for his info.
May 5, 2006
Shakedown #2 – Crew Chief absent; Assistant Crew Chief placed in charge.

Distributed trip plan with comments to adults as they dropped off crew members.


Six scouts and two adults attended 
May 7, 2006
Email Librarian, and Troop Master data entry POC (Mrs. Miller) with nights camping, and backpacking mileage. If you call the Librarian you will be able to give beads to the Crew Chief at the next Troop meeting.

May 13-14, 2006
Attended Wilderness First Aid Training in Charlottesville, VA
May 15, 2006
Submitted CD with photos to web master


Submit request for Shakedown #3 Tour Permit.

May 29, 2006
Distributed shakedown waiver to scouts at Troop meeting

June 1, 2006
Pack Inspection, Crew Gear Issue, Food break out, and stage packs  #3 (Crew assembled on this date to consider alternative dates for shakedown #3 (Jefferson had had an emergency appendectomy one week earlier and David’s foot was in a walking cast. It was determined to delay this pack inspection to July 6)

At the beginning of this meeting issued Crew Chief written instructions 

Issued a slightly updated schedule and gear list
Emailed trip plan to SM for his info

June 2, 2006
Shakedown #3 (Delayed to July 7) Despite scheduling effort to keep attendance numbers up, two scouts were unavailable due to family scheduling conflicts – six scouts and two adults attended. Started Early in the afternoon and were on the trail by 1:00 p.m.

Distributed trip plan with notes regarding status of physicals and payment made to date to parents of crew members
June 4, 2006
Became July 9 due to delay of shakedown. Email Librarian, and Troop Master data entry POC (Mrs. Miller) with nights camping, and backpacking mileage. If you call the Librarian you will be able to give beads to the Crew Chief at the next Troop meeting.

June 13, 2006
Ordered t shirts from Varsity Graphics.

July 12, 2006
Faxed Tour Permit Application to Council for actual trek.

July 13, 2006
Final Crew Meeting

July 16, 2006
Lenhok’sin Trek

November 2, 2006
Pack Inspection#4, Crew Gear Issue, Food break out, and stage packs
November 3, 2006
Shakedown #4
November 5, 2006
Email Librarian, and Troop Master data entry POC (Mrs. Miller) with nights camping, and backpacking mileage. If you call the Librarian you will be able to give beads to the Crew Chief at the next Troop meeting.

Execution (a few tips and tricks that I would repeat)
Regarding the Shakedown hikes;
Packs were collected up at the end of the pack inspections and staged in my covered and lockable F150 pickup truck. Rick Coffin and I were able to transport crew and gear for all shakedowns in two vehicles. It was very important that the crew depart as early as possible on Friday evening as the first leg of the shakedown was in the dark and it was slow going to the first camp sight.
Unwritten Troop Tradition #1 – Be prepared (pass word to parents through scouts to bring a few dollars) to stop for a meal on the way home Sunday.
If you attempt to earn merit badges To effectively achieve the merit badge requirements, stop along the trail occasionally to test skills and/or plan to conduct concurrent training over the trail lunch to police up requirements. One of the Camping merit badge optional requirement needs an elevation change of 2,000 feet. Plan a shakedown that insures this! Keep a log (blue card style check off in your notebook) to capture by scout by requirement. Before long the occasionally missing scout will cause this to get ahead of you. Carry this record keeping system with you on the trek and continue to record accomplishments.
 Navigation Tip. During the first shakedown I realized that the crew was willing to follow blindly along as the navigator made some pretty tough decisions. From the second shakedown on, I provided each crew member with a b&w copy of a map cut and folded to pocket size and required them to be viewable on short notice. On each water break two or three scouts were required to show me where they were and what the next trail intersection or noticeable terrain feature would be. As a result, the navigator had plenty of advice whenever he got stuck. Note; this does not preclude the crews getting lost!
Make sure scouts maintain a journal. I found it beneficial to use the dinner break to review how many miles we traveled each day and encourage the crew to record this and any favorite stories about the trail. Merit badges will require such a write up and you can use their work to publish Eagle Newsletter stories. This gave us a chance to conduct a brief Roses and Thorns review to see how morale was doing. Our crew was very young and without keeping them on task things would quickly move to the grabassing and giggle mode! Escaping to and enjoying the wilderness is a new experience for scouts this age and I learned that most of these young men want to huddle together and talk about themselves and what they left at home!
Care of feet. Rick started the practice of having everyone remove their boots at lunch, remove the inserts from the boots, dry their feet and apply foot powder. Not only did this keep us from having blister number one, but it kept them from wandering around when they should be resting and maintaining.

Watch for snakes. As the weather warms up, use the first equipment check to remind the scouts that snakes will be sunning themselves on rocks along the trail. Stress not to disturb them. They are out there but we had no incidents.

Same for bears. Conduct a similar review of immediate action drill for bears during a first equipment check (don’t turn your back, bunch up to look bigger, be prepared to make a plan if charged, and look for cubs/mother combinations). I was amazed at the calmness displayed by the crew on their first bear citing.
Trail etiquette and Leave No Trace. Despite classroom training, it was necessary to review right of way and don’t cut the switchbacks on the trail. There are plenty of shortcuts at the switch backs and many other hikers along the way. 

Pointers for the Trek Itself

Base Camp. You will be escorted to an admin bivouac site for the first night. Your neighbors may or may not be self contained and/or courteous. Keep the crew focused.

Trek Plan. The first night gives the crew chief the chance to make several decisions and to file a trip plan with the staff at Camp Baird. There are several rules about time to hit the trail and time to arrive at outposts. Be sure you and he understand all of these.

Awards. Several awards are offered by the camp. Five Peaks, Trailblazer etc. Each of these has rules associated with it. Above applies here too.
Mileage. Although we departed for Lenhok’sin with the intent to earn the Five Peaks Award and rack up more mileage than we did, neither Rich nor I felt bound to this tradition. This was particularly true once we saw the layout of our stations and watched the crew chief attempt to plan a route that would accomplish the peaks and make it to outposts on time. It became apparent that several outposts would be cut short if our short legged and very young crew were pressed to accomplish all of these. (Side note: The crew chief was given a map with Forge Rock plotted in the wrong location. As Crew Advisor be comfortable with where everything is before you leave. – This point is worthy of a long cup of coffee with someone who has been there!) Had our crew found Jump Rock they would have climbed four peaks and had one more than any other crew the week we were at Lenhok’sin. We got plenty of exercise, enjoyed the full extend of all outposts (maintaining a terrific rapport with all staff members) and logged 38 miles (more than required for the Backpacking merit badge). I truly believe that the crew has a healthy enjoyment for the wilderness and are likely to go for another trek to earn the 50-Miler.
Bugs on the Knob. Don’t pooh pooh my putting this here or you will be sorry. In my brief 58 years on the planet, I had not visited a spot as infested with mosquitoes as the face of the Knob. Make sure they are Deeted up for all legs but that one in particular.
Skit Planning along the way. The crew will be asked to plan a skit for the final campfire. Our crew was well prepared as they; decided early on to write a song to recognize each outpost staff, and made up lyrics immediately after leaving each location. This gave them a chance to rehearse (or be reminded to rehearse) along the trail and each evening. In the end they walked away with the best presentation.

Logistics

Medical Kit. John and/or Rick will be able to augment your good common sense on this one. Below is a list of repairs we made along the way either on shakedowns or the trek.

Chaffing of private parts – remedy a good supply of Vasoline and encouragement to cover all the parts real good!

Tick bites – We probably removed a half dozen throughout the whole ordeal. A good pair of tweezers and alcohol swabs will get a workout.

Abrasions – And well placed ones on hard to patch areas. Mostly minor and easy to clean. However, we had one fall from a mountain bike at speed which required irrigation to get gravel and crud out before it would be clean and close properly. I needed my irrigation syringe and some tincture of benzoin (because the bandage would not adhere well to the palm of the hand).
Headaches – Despite efforts to keep hydrated, there will likely be a headache described as severe to you along the way. Tylenol or the equivalent will work fine.

Snake bite kit – Never used it but had great piece of mind with a Sawyer Extractor within arm’s reach. We saw two Copperheads in the Blue Ridge and heard of a Rattle snake on Jump Rock.

Blisters – Did I say we didn’t have any? Well I lied. We had a couple before instituting the foot check routine. And a couple of hot spots thereafter. Remedy, moleskin and foot powder.

Meal Preparation – I’m going to be a maverick on this one! Rick is an excellent chef and knows how to shop for shakedowns. His meals are nutritional and well suited for the task. However, when you get to Lenhok’sin you will be preparing Richmoor (Brand Name) meals. If the boys do not practice with these on the shakedowns, it will be a new experience for them on the trek. Richmoor meals are dehydrated for the most part and use a surprisingly large amount of water. They are also very easy to prepare using a method that almost eliminates pot washing. However, if you are not versed on the use of boiling bags and if you rely upon the packages the meals come in you will end up working too hard. I would get a couple of these meals for the boys to prepare on the shakedowns and use a boiling bag (not provided by Richmoor) to rehydrate and cook the meal. Plenty of backpackers use this method and never have to scrub the cooking pot. A source of cheap Richmoor meals is www.campsaver.com. These meals can be expensive but they are included in the price of the Trek at Lenhok’sin. I suggest experimenting with a few of these meals to get the boys used to the real deal. RichMoor offers a 25% discount for scout troops. (Call Mitzi at 916-624-6056x18 or mitzi@tyry.com)
For the Record…All of the Outpost Staff members were very impressed with Troop 1853 Scouts ability to cook! Some staff members even learned a thing or two.

Resupply Planning. We were afforded one resupply during the week. They used a new concept for this. Instead of our having to move to a designated supply point mid week, the staff would deliver to our Wednesday outpost any resupply we provided to them. The resupply consists of meals for the second half of the week (drawn from the quartermaster during check in), fuel, and anything you bring along (such as fresh clothes, etc.). Knowing that we would not be able to leave behind anything that we soiled (clothes) or broke (equipment) we chose to resupply very light. We left our fresh clothes in my truck and did not weight down the resupply with very much of the overly generous gifts of jerky and gorp that parents showered us with upon our departure. This was a good call. Plan your fuel accordingly (don’t have a gas can sent to you/stage a couple of full fuel bottles with the food if you think you need them).

BakePacker. Rick was not able to go on the trek. He had done all of the goody cooking on the shakedowns and neither Rich nor I was experienced in using the BakePacker. Rick loaned me his bake-packer and gave me ten minutes of instruction as he handed it to me. I then purchased ginger bread, and cake mixes for the first time and looked forward to producing under pressure on the trek. Bottom-line; the BakePacker is a great piece of gear. The crew loves what it makes but your guests (staff members) at meals like it even more. Word travels fast from outpost to outpost. If you require payment of a cup of coffee from the first outpost for a piece of gingerbread, you may have coffee waiting for you at each outpost along the trail!

Crew T shirts – Although I have a good rapport with the Troop’s usual provider of shirts, they could not provide a good price for wicking t shirts. They specialize in cotton. I went to Varsity Graphics in Woodbridge (where I know the owner from the days I worked in the printing industry). I provided him with camera ready art for the front and back of the shirts so he only charged me a set up of $25 to shoot a picture and burn the silk screen. He provided a good price ($11) on a wicking tee, printed on both sides in low quantity (26) and has our art work on file if we want to use him again. I notified the parents that they would be charged the cost of the trek and a fee for t shirts and incidentals (which turned out to be $30). Contact information for Varsity Graphics:

Varsity Graphics

1312 Horner Road

Woodbridge, VA 22191

Phone: (703) 494-5317

Fax: (703) 497-6879

A copy of the Commonwealth of Virginia Sales and Use Tax Certificate of Exemption maybe found in the Troop Library section of the web site. The applicable paragraph for scouting is block 19 on page 2. The Troop Tax ID number is 54-6133886. Jack at Varsity Graphics doesn’t need a copy of the form and I have given him our number.
Trek Awards – Charge scouts/parents for the maps you will need if you plan to present them at the next Court of Honor. I broke the mold on this and did not mount them on foamcore with printed pictures. What does anyone do with a map once it is mounted on foamcore anyway? Rather I made a collage of pictures, printed it out on my color printer and glue sticked one on each map. Then I took them to Nationwide Laminating in Engleside and had an old Scoutmaster laminate them for half price. This provided each crew member with a map that he could use for return trips to Lenhok’sin or just to teach map and compass to junior scouts.
Lessons Learned

Topic: Weight and Bulkiness of Backpacks
Discussion:
· Lenhok’sin crews are typically younger and more inexperienced “Venture” scouts.
· They are likely short and light weight.

· They usually come equipped with relatively heavy versions of the big three;

· Pack

· Shelter

· Sleeping bag

· Shakedowns are strung out over several months and seasons requiring cold weather gear for at least the first one or two outings (see next topic)
· All of the above combine to make for a potentially discouraging initial experience
Recommendation:
· Emphasize the ability to cut weight by focusing on the big three (above) and potential weight savings available in this area.

· Encourage the purchase of a light weight pack if the scout thinks he will pursue venture type activities.

· Prohibit any type of shelters short of backpacking tents. Encourage borrowing if necessary.

· Focus on balancing out the crew gear and issue it with the relative combined weight of a scout and his personal gear in mind. Strive for a controlled approach to ensure scouts are carrying no more than 20-25% of their body weight.
· Make time to conduct a final inspection (After the personal gear inspection and breaking out of crew gear) to inspect how the gear is lashed down and stored. Yes, this is a Crew Chief responsibility. However, if he is inexperienced, this is not something he is accustomed to look for. Too many items tend to be hastily tucked in or essential gear made inaccessible. 

Topic: Scheduling of Shakedowns
Discussion:

· The first shakedown is typically scheduled in late March or early April with the second a month later and the third in early June

· Certainly the first and possibly the second shakedown is prone to inclement weather requiring cold/wet weather gear

· March, April and May shakedowns which depart the church building at 5:00 p.m. find the crew hiking their first leg in the dark. Training becomes rushed.
· Our third shakedown was postponed until mid July because of injured crew members resulting in the ability to leave at noon (scouts were out of school). This resulted in being able to get in miles and set up camp before it was completely dark and increased the available training time.
· Shakedowns spaced a month apart may deter application of lessons learned and cause “relearning”

Recommendation:

· Delay the first shakedown until early May (soonest) or late May (latest) and schedule subsequent shakedowns no more than two or three weeks apart. I would have enjoyed having all three shakedowns later and closer in time to the trek.
· Consider scheduling the trek later to promote the above.

Topic: Cooking (Previously addressed in the logistics section)
Discussion:

Recommendation:

Topic: Text Book for Training Sessions

Discussion:

· Allen and Mike’s Really Cool Backpackin’ Book by Allen O’Bannon and Mike Clelland. Didn’t know about this funny and informative book until I returned from Lenhok’sin. It would be a great reinforcement of the information in the training sessions and is geared to the boy’s level.

Recommendation:

· Purchase ten copies for the Troop Library for issue during the train up period

· Or purchase at least two copies for the instructor’s reference. Using the pictures to illustrate points would jazz up or instruction.

Topic: Changes to the Lenhok’sin Program for 2007
Discussion:
· During the hot wash of our trek, I complemented Manny Pablo for running a great program and stated that I only wished the scouts knew in advance the name and order of the outposts they would visit. Learning this information upon arrival at Lenhok’sin precluded scouts seeking the Backpacking merit badge from planning the 30 plus mile/5 day trek. At this point he stated the Lenhok’sin program would more closely resemble the Philmont program starting in 2007. He stated that the treks would be predefined and offered as packages at the time crews registered for the summer.
· Here is a program description for 2007 as it currently appears on the NCAC web.

· Here is the unit application reinforcing the new format for the program.

Recommendation:

· That recruiting for Lenhok’sin be conducted as usual. The pool of applicants do not have a thorough enough background in the Lenhok’sin program to be distracted by explaining program changes before they express interest.
· That the initial training session focus on program offerings and that commitment to program be made at this session. Same as program selection under the old program.

· That, once program is decided upon, coordination to ensure location of outpost sites is made with Lenhok’sin staff to permit Backpacking merit badge trip planning. Detailed planning of the trek in advance would be a change to Troop Lenhok’sin planning and should be budgeted for accordingly.

· I would not recommend mentioning or promising to the scouts a custom program unless extensive coordination with and buy in by Lenhok’sin decision makers can be made well in advance of the first training session.

Topic: Backpacking Merit Badge
Discussion: 
· As mentioned early in the report, the crew wanted an opportunity to earn this merit badge. Although the shakedowns and trek provided a method to knock out the rigorous physical requirements, not knowing in advance the trek route (Outposts and the order in which we would visit them) interfered with the scouts ability to plan the trek. I created multi page Excel workbook, printed it out and instructed them to use their souvenir maps to complete it. The reverse engineering of the trek (once turned in!) allowed me to evaluate their ability to plan. The reports I received were used to provide the scout evaluations you may have read earlier.
· Require journals to be maintained on the trek. They won’t remember everything. (Mileage, trail names, etc.)
· Be prepared to conduct make up treks. As you know we used the Hike-O-Ree and hiked route #15 (Sugarloaf Trail) on Saturday and the Dickey Ridge Trail on Sunday.
· You will likely have to conduct three instructional periods dedicated to the merit badge. (Demonstration of multiple stoves, First Aid, Leave No Trace and other odds and ends)

Recommendation:

· None. If it’s of any value you’re free to use it.

