GORHAM LONG TERM CAMPS

2022 2023 2024 2025
Weeks of LTC 4 4 4 4
Attendance 360 449 414 178
Revenues $196,404.00 $179,815.00 $172,786.00 $100,328.00
Expenses $ 138,144.00 $ 51,452.00 $ 131,123.00 $ 107,060.00
NET $ 58,260.00 $ 34,610.00 $ 41,663.00 $ (6,732.00)
AVERAGES

GORHAM RESLER FRANCIS CAMPBELL

Revenues $176,021.00 $258.00 $125.00 $0.00
Expenses $ 203,263.00 $ 8,135.00 $ 3,027.00 $ 0.00

NET $ (27,242.00) $ (7,877.00) $ (2,902.00) $ 0.00
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Background

The High Desert Council (HDC) established the Outdoor Success Task Force (OSTF) to
identify what outdoor programming is needed and wanted for our Council to be successful. The
output of the team’s work is the following final report or proposal on what is needed to build
and deliver a program with the goal to attract new members and better serve existing members.

The team started by agreeing on the following objective so the HDC’s board would have the
information needed to “Develop and deliver an outdoor program that supports membership
growth by attracting, recruiting, and retaining youth and families.”

Team Members
e Jim Huff — Co-Chair (Past President Legacy Yucca Council)
® Mike Maurer — Co-Chair (Past President Legacy GSW Council)
e Karen Zenger - VC Membership
® Jack Hess - VC Finance and Administration
® Bob Nash - Northern properties expert
® Jason Ruby -Southern properties expert

® Charles Seibert — Former Real Estate Attorney

The team’s work consisted of the following phases or tasks

Phase 1: Data Gathering and Interpretation

Objective: Understand what members need and want from an outdoor program
Phase 2: Resource Identification

Objective: Determine the outdoor resources required to meet the identified needs and wants



Phase 3: Property Alignment and Planning

Objective: Develop a plan to align our current property holdings with the identified needs and
resources.

Phase 4: Comprehensive Recommendation and Presentation

Objective: Develop a comprehensive recommendation and present it to the board.

Executive Summary

The OSTF was commissioned by the High Desert Council to determine what outdoor
programming is needed to attract, recruit, and retain young people and families across the
council’s vast geographic region. Through extensive surveys, focus groups, data reviews, and
property assessments, the OSTF identified clear trends in member preferences, resource gaps,
and the strategic realities facing the council’s outdoor program.

Across all cohorts—adult members, non-members, Scout leaders, and youth—participants
overwhelmingly indicated strong interest in camping, hiking, water activities, outdoor skills,
and social time. Respondents also expressed a desire for more inter-unit events, more activities
outside the Albuquerque and El Paso metro areas, and events that are fun, social, affordable, and
geographically accessible. Youth in particular emphasized the importance of who is attending an
event, program variety, location variety, and opportunities for free-choice activities within
structured events.

To deliver these activities, the OSTF identified significant resource gaps, including the need for
more trained volunteers, specialized instructors (aquatics, climbing, shooting sports), improved
communication and calendar coordination, and reliable program leadership. The committee
concluded that people—not facilities—represent the council’s largest program barrier.

The Task Force also assessed the council’s four properties—Gorham Scout Ranch, Campbell
Scout Ranch, Camp Tyler Francis, and Camp Dale Resler—and evaluated their alignment with
program needs and financial realities. The analysis found that only Gorham Scout Ranch
possesses the facilities and acreage to support the priority outdoor activities identified in Phase
1. However, Gorham requires roughly $162,000 in immediate maintenance and more than $1.2
million in long-term capital improvements as well as significant ongoing operational costs to
operate safely and effectively as a year-round program venue and summer camp. Additionally,
Gorham’s viability as a summer camp requires at least five full weeks of summer camp
attendance annually to justify operational and staffing investments.

The remaining properties—Campbell, Tyler Francis, and Dale Resler—Ilack the infrastructure,
usage, or strategic value needed to justify continued ownership/lease. Each would require
substantial new investment with limited program benefit. Meanwhile, abundant third-party
options exist across New Mexico and western Texas that can provide water activities, climbing,



shooting sports, winter sports, equestrian programs, and more without the financial burden of
property ownership.

The following sections go into greater detail on each Phase of the Task Force’s work, and
conclude with the Task Force’s final recommendations.



Phase 1: Data Gathering and Interpretation

This objective is to understand members and non-member needs and wants from an outdoor
program. In order to gather this information, the team examined existing data and developed
specific surveys to gather data from four different cohort groups. The cohorts were.

Cohort Number of Survey Responses
Adult Non-members 30
Adult Members (registered Scouters) 45
Adult Scout Leaders (have a position in a Troop or Pack) 70
Youth (all levels) 30
Total 175

The questions for the first two surveys were very similar with slightly different wording for each
survey. They asked, what outdoor activities have people participated in during the last 12 months,
how often, how far do you travel (travel time) for an outdoor activity, how much do you spend,
what are your favorite activities (rank order), what activity would your child invite a friend to,
what is the best time to hold outdoor activities, and what outdoor activity would you help
organize.

The majority of respondents (52%) participate in outdoor activities on a monthly basis, followed
by weekly participation (38%). 58% want to travel less than 2 hours and 82% less than 4. Cost is
also a factor, but it appears to have less impact than travel time. Page 5 and 6 of Appendix 1
shows the breakdown of responses regarding cost and time.

The survey responses from both adult members and non-members were very similar in what
outdoor activities people liked to do outdoors. The responses indicated people like:

°Camping and Hiking were the top two for both cohorts

°Camping and Hiking were also the top two they actually participated in
oWater Activities and Visiting Parks were ranked three and four

°Both cohorts ranked Sports, Biking and Skiing at the bottom

°Adult members would also invite friends to go camping, participate in water activities, and
go hiking (preference order)

For a list of specific activities respondents mentioned see page 7 Appendix 1. As you can see
from the list many of the activities are already conducted by packs, troops or the council. The
team interpreted the data to indicate people would like to see more inter-unit or coordinated
events where multiple units could participate. Also, some new events could be a Council wide



“sports activity” like a kick ball tournament, geocaching or orienteering “race”. Perhaps an
outdoor merit badge university or unit outdoor Olympics. Specific Comments are also on page 8
of Appendix 1. Pages 9 — 11 are detailed activity graphs for specific questions.

Respondents felt the best time to hold outdoor activities are on Saturdays and Sundays, especially
during school breaks. Activities should include summer and winter events. Events should avoid
weekday evenings and holidays. Responses regarding activities on a Friday or Friday evening
were split. We thought it might be the rush to get on the road after work.

The scout leader survey asked similar questions to the other adult surveys but asked for
additional details regarding at what level (i.e. unit, council, national) do you participate in an
outdoor activity. It also asked about the cost and travel time barriers for short term and long-
term activities. The final additional questions were about summer camp attendance.

Seventy Scout leaders responded. The breakdown is as follows:
e 57 % Troop Level (40)
e 31% Pack(22)
e 12% Other (8)

Most leaders responded that their units participate in both unit and Council outdoor activities.
The breakdown is on page 13 of Appendix 1. The types of activities at each level are

Level Activity

Unit Back Packing, Camping, Swimming, Service Projects, Rocket and Balloon
Launches, Water Activities, Shooting Sports, Fire Building

Council  Klondike, Merit Badge University, NYLT, Wood Badge, Summer Camps,
Camporee, OA, Day Camp, Adventure Days, Bike Rodeos, STEM Days, Brownsea

National ~ Philmont, Canoeing, National High Adventure Bases

Comments Unit level only. Council is poorly run, The Council sucks!

We go camping for 10 months out of the year with a week-long campout in July and high
adventures, 50-mile treks or canoe trips. We also participate in the camporee, and we send
scouts to Brownsea.

In general, the types of activities identified by the Scout Leaders were fairly similar to the 2
other adult surveys. Camping, water activities and hiking were mentioned as favorites. It
should be noted that integrating social activity time into an activity was mentioned as being
important. The social part of an activity was also important to the youth respondents in their
surveys. Pages 14 through 19 of Appendix 1 provide the activity response details. The social



activity time could be things like a free swim period or shooting range time. Respondents felt
that social time didn’t mean no activities but perhaps equate it to elective activity time.

There were also a number of comments that the activities needed to be fun, and they needed
help with planning.

69% of the units participate in outdoor activities on a monthly basis, followed by 21% on a
quarterly basis. Pages 21 and 22 of Appendix 1 gives the breakdown of the costs and travel
time to participate in short (2 days or less) and long-term activities. 93% of Scout Leaders said
they travel less than four hours to a short-term activity. The travel time for long term was more
variable. Costs for short-term activities should be kept under $50. Long term can be up to $500
depending on the activity.

Scout Leaders Summer Camp Responses Summery - 87% of the leaders said they
participated in a summer camp.

The following table lists the summer camps attended by the respondents

Camp Location Why Attended Number of Responses

Fiesta Fire Island San Diego, Ca  Aquatics Program 3

Chris Dobbins Elbert, Co Close, Water Program 10

Camp Alexander Lake George, Co Aquatics Merit Badges, not 8
too far, horse program

Gorham Chimayo, NM  Close 24

Emerald Bay Avalon, CA (LA Scuba, High Adventure 5

Area)

Camp Geronimo Payson, AZ Good Overall Program, Water 8
Program

Wehinahpay. Cloudcroft, NM  Nearby and Beautiful

Camp Isabel Rye, Co 1

Camp Meriweather Cloverdale, OR  many neat and unique 1

experiences. It was our
favorite Camp ever.

Guajataka Scout reservation Puerto Rico High Adventure 1
Own (Troop Planned) Colorado, Gila ~ Wanted to plan specific 2
activities

Appendix 1, Pages 25 and 26 have specific comments regarding why a camp was or was not
selected and reason for nor attending a camp. Most of the comments related to Gorham.



Youth Survey Summery (pages 27 -29 of appendix 1)

The youth responses were very similar to the responses submitted by the adults. The youth
commented that they participated (in the last 12 months) in rank order in the following activities

1. Camping/Hiking (both 93% of responses)
2. Visiting Park (64%)
3. Water Activities (61%)
4. Biking (39%)
5. Organized or Team Sports (32%)
6. Skiing (10)
7. Other

Favorite Activities. The rank order was determined by how many of the total responses were
ranked 1, 2 or 3 by the youth.

Rank Activity % Ranked top 3
1 Camping 70
2 Water Activities 68
3 Hiking 60
4 Visiting Parks 55
5 Organized or Team Sports 53
6 Biking and other 52
7 Skiing 52

Page 28 lists activities the youth would like to participate in that are not currently offered. Water
Activities were mentioned the most followed by some type of outdoor merit badge clinic or
mountain man type of events.

The most important factors when deciding whether or not to attend an activity were schedule and
availability, followed by who is attending the event. The types of activity and having free time to
socialize were ranked 3 and 4. See Page 29 of Appendix 1.

Focus Group Summary. (pages 30 -37 of appendix 1)

The team held four focus groups. One in the Four Corners area, one in Santa Fe and one youth and
one adult group in the Las Cruces/El Paso Area. One was planned for the Albuquerque area but was
canceled due to lack of sufficient responses to hold a session.



The activities discussed were very similar to the survey responses. The Focus group attendees
mentioned that social activities/competition and “Free Time” are important during campouts; Not just
down time, but times that have activities available; multi-unit camp outs are desired. Summer camps

increase youth enthusiasm; Interest in Cub Day camps/campouts at Gorham; Fall and spring camp outs
with day hiking. The discussions also brought up the need to get more trained adults to be able to offer
additional activities such as shooting sport weekends, water weekends etc. There was also a
discussion on the need to better communicate planned activities and Council coordination of activities.
Appendix 1 pages 31 through 37 have a number of detailed ideas around the subjects mentioned here.

Phase 2: Resource Identification

The objective of the second phase is to determine the outdoor resources required to meet the identified
needs and wants from phase one. We also looked at the council’s current resources and facilities to
identify gaps in existing resources. Finally, we looked for options to meet the identified wants and

needs.

2.1 Outdoor Resources/Facilities needed for activities identified in Phase 1 with possible
alternative options

Activity
Camping &
Hiking

Water
Activities
(Swimming,
Boating,
Fishing)

Climbing/CO
PE/ATVs/Hig
h Adventure

Shooting
Sports

Resources

Adult Leaders to help
plan and supervise
events

Adult Leaders with
specific training for
the type of water
activity to help plan
and supervise events.
Need Certified
equipment and venue.

Adult Leaders with
specific training for
the type of activity to
help plan and
supervise events.
Need certified
equipment and venue.
Adult Leaders with
specific training for
the type of activity to

Facilities Notes

Council Properties, Camp or Park. Adults need to have minimum

Could be scout camp or State training, YPT, 1% aid etc. It can

parks, national forests, municipal rotate locations to serve different

campgrounds. communities and reduce travel time
for families.

Local lakes, reservoirs, municipal Private providers at a cost can offer

pools, private water sports water activities even in areas where

providers. Private outfitters can  council-owned water access is not

provide equipment (e.g. Kayaks) feasible. Will need to ensure

and certified guides. Gorham does certification is acceptable to

have a limited number of canoes Scouting America (SA)

and access to Santa Cruz Lake

and Nambe Waterfalls and Lake

Recreation Area.

Scout Camps such as Gorham that Private providers can offer at a cost

have a COPE course, Climbing  professional staff, inspected

wall and rock-climbing areas. equipment, and insurance coverage

Other options: Commercial with no capital outlay for towers or

climbing gyms, outdoor guide  ropes courses etc.

services, adventure parks.

Scout Camps such as Gorham that Private providers can offer at a cost
have 4 shooting ranges, other certified range officers, inspected
options: Local archery clubs, equipment, and insurance coverage



help plan and
supervise events.

shooting ranges, hunting clubs.

Scout Camps that have a riding
program. Other options:

Equestrian centers, riding schools.

Episodic programming (e.g.,

annual horse weekends) could be

Camp or park. Could be scout
camp or State parks, national
forests, municipal campgrounds.
Gorham has night-eye courses,
but no documents have been
found for their routes. The camp
also has black powder rifles and

Scout Camp or Office, Other
options: Community centers,
science museums, outdoor

education nonprofits. Universities

Need certified
equipment and venue
Horseback  Adult Leaders with
Riding specific training to
help plan and
supervise events.
Need horses,
equipment and/or and arranged.
venue.
Orienteering Adult Leaders to help
& Survival  plan and supervise
Skills, Mtn  events.
man events
supplies
Merit Badge Adult Leaders to help
Clinic & plan and supervise
STEM events.
Activities
Winter Sports Adult Leaders to help

plan and supervise
events. Equipment
(rental or own)

Organized or Coaches and leagues
Team Sports

Visiting Parks Adult Leaders to help
plan and supervise
events.

Camp or park. Could be scout
camp or State parks, national
forests, municipal campgrounds.
Ski Area (both Nordic and
downbhill).

Could offer outdoor Olympics
weekend or non-traditional
sporting events like disc golf or
kickball event at a park.

with no capital outlay for ranges and
can offer specialized events (e.g.,
range weekends)

Gorham has horse corrals and tack
storage but does not have horses.
Could partner with an equestrian
group if they were willing to
provide horses and
instructors/wranglers

Could Partner with Parks with
established orienteering courses,
outdoor education organizations.
NM has an Orienteering club. Also,
private vendors that teach outdoor
survival skills including 1% Aid.

Access to specialized facilities and
instructors can host clinics in
different locations for broader reach.
We have partnered with UNM, and
local museums

Tubing hill could be created at
Gorham right off the parking area
for times when snow is present

This category might be better
fulfilled by schools or sports clubs.

For a more detailed list of possible venues or partners, See Appendix 2 “Possible Activity Partners”.
The Appendix 2 list isn’t meant to be an exhaustive list but provides ideas on activity locations and
possible partners. It also provides more details on what different age groups like to do outdoors.

Two of the websites listed in appendix 2 have links to a vast variety of potential partners. They are the
NM True and Visit Farmington websites. Other entities may have similar websites.

2.2 Assessment of current outdoor resources

There are significant Council owned and external resources in west Texas, New Mexico and the
surrounding states to conduct the outdoor activities both members and non-members have identified.



These resources offer venues to get kids into the outdoors and expertise to ensure they have a safe, fun
and rewarding experience. The Council should further expand the list of resources we have begun to
identify. The Council should also explore the quality of the external partners to make sure they meet

our needs. We should look at user ratings, BBB rating and other means to qualify possible partners.

The Council owns four camp properties with a variety of activity venues across the four properties.
The most developed is Gorham Scout Ranch. The following table lists the properties

Camp/Property Facilities/Possible uses

Gorham Scout
Ranch

Campbell Scout
Ranch

Camp Tyler
Francis

2,600 acres, good for short or long-term
camping bordering the Pecos Wilderness in
the Santa Fe Nat Forest on the east and BLM
and Pueblo property to the west and south.
Has 4 shooting ranges, pool, dining hall,
climbing and COPE venues archery range,
ATV course, horseback riding facilities and
trail system. Programming supplies are
present as well as program delivery areas.

Comments

Outstanding location with a nice variety of
facilities. Needs significant investment to
work off deferred maintenance. Dining Hall
needs re stuccoing and kitchen equipment
needs maintenance and upgrades. Roads
need work. Tent Platforms need
replacement. Need to continue investment in
replacing tents. Complete list of investment,
maintenance and program needs are listed in

Developed camp sites are in the main portion Appendix 3

of camp with potential for back country
opportunities to camp as well

40 acres of undeveloped land bordering
Cibola Nat Forest just outside of
Albuquerque. No infrastructure on site.
location for Unit Events, Council Events,
such as Day Camps, Urban Camping, Unit,
District and Council Training

Users must bring own water and latrines.
We have $64K we can use towards
infrastructure. Need about $20K more to
build a latrine. Additional $100K to $250K
to improve access road and parking,
construct Shade Pavilion.

Located in Sunland Park, NM, Great location Needs considerable investment and
for Unit Events, Council Events, such as Day maintenance. Quite overgrown and unkept.

Camps, Urban Camping, Unit, District and
Council Training

Camp Dale Resler Camp Dale Resler is a 64-acre property

situated In the Lincoln Nat Forest near

Proximity to city makes it a target for
vandals.

Needs significant investment to work off
maintenance backlog. Current state does not

Cloudcroft, NM. It can be used for short-termmeet requirements for long-term camp and

camping and hiking with access to Lincoln
Nat Forest for extended hikes and
backpacking.

Third Party pros/cons

Strategic Advantages of a Partnership Model

would require significant investment to host
camps.

Cost Control: No ongoing property taxes, repairs, or capital improvements.

Risk Reduction: Liability for injuries, property damage, and insurance could be

potentially shared with the venue owner.



e Program Flexibility: Ability to scale up or down, pilot new activities, and discontinue
underperforming events without sunk costs.

e Member Engagement: Rotating venues and activities keep programming fresh, which
is especially important for youth who value variety and social opportunities.

o Inclusivity: Easier to offer events in multiple regions, making participation more
feasible for families with limited time or resources.

Strategic Disadvantages of a Partnership model

e Potential higher event cost-effectiveness (however long-term overhead property costs
may negate savings to the council; lower overhead could allow the Council to subsidize
higher event costs)

e Potential for Less control of event

e Less opportunity for multi-activity events

34 Party Implementation Recommendations

1. Build a network of partners: Develop MOUs with state parks, municipal recreation
departments, private providers, and clubs for priority activities.

2. Centralize scheduling: Use an online platform to coordinate events, manage
registrations, and communicate with families.

3. Negotiate group rates: Leverage the council’s buying power for discounts and priority
access.

4. Focus on program delivery: Invest in staff/volunteer training, equipment kits
(portable), and marketing rather than property upkeep and management.

5. Monitor satisfaction: Regularly survey members to ensure activities remain relevant
and accessible.

Exclusively using partnerships and third-party properties aligns with the Council’s goals of
accessibility, variety, and cost-effectiveness. It enables the Council to deliver high-quality,
diverse outdoor programming while minimizing financial and operational risks. This approach
is especially well suited to the needs and preferences identified in our member surveys and
leader feedback.

2.3 Gaps in existing Resources

The Council faces gaps with its existing resources to fully meet the outdoor activities wants and
need identified in Phase 1. All the surveys and focus groups identified similar themes and areas
of improvement/expansion of the Outdoor Program they would like offered. The types of
activities are covered in phases 1 and 2.1 sections of this report. In this section we will cover
the Gaps in existing resources to meet those wants and needs



The resources identified include activities, people (volunteers and professional staff) external
partners, facilities, communications (timing, media etc.), marketing, and funding.

Activities
In addition to the types of activities covered above, respondents indicated they would like:
e more activities outside of just the Albuquerque and El Paso metro areas.
e more interaction/activities with other Troops/Packs. A few examples
o Outdoor Olympics or Outdoor Merit Badge University
o Survival Skills/Mountain Man weekends

o Specialized weekends such as climbing, Shooting Sports (BBs and Archery for
Cubs), ATVs, Water Activities etc.

e Activities need to be fun, not always advancement related and include time to
socialize/engage with other scouts.

e Offer adult fun things too, such as, Jungle Golf (two lashed sticks to hit a pinecone
around the course), adult shoot day, knot tying competitions, belly flop competition,
banananonathlon (nine event relay obstacle race).

e Help introduce new parents to other parents, offer adult ice breaker sessions
e Field trips for the younger scouts
People

The OSTF team felt that this is one of the bigger and perhaps most complex gaps we will need
to work on. In order to hold more of the activities identified we will need a large contingent of
trained volunteers and staff to plan, organize and run the events. This is especially true for the
events that require specialized training like the shooting sports, climbing, AT Vs, or aquatics.
We need enough volunteers and staff to not burn out the core group of volunteers we have used
in the past. We should also hire a professional to focus on just program events to help
coordinate and lead the volunteer efforts. We realize this is dependent on having the funds to
pay for this position.

External Partners

The Council hasn’t used external outfitters or companies for events in the past. There are
several specialized entities to help plan or at least run an event such as shooting sports or a
survival mountain man weekend. A team should be set up to find and vet potential partners.

Communications/Marketing/Planning



There were several comments made regarding ways to better communicate events across the
council. It was noted that most participants rely on social media and peer-to-peer
communication to learn about outdoor opportunities. There is a need for more effective
outreach beyond the current audience using multiple channels.

Communication within districts or areas (coordinating joint troop outings/training’s) and within
the bigger Council needs to be improved. Trying to get local events on the Council calendar has
been challenging. Events need to be on the calendar as far in advance as possible. Local troops
are doing joint events with other troops with varying success. Often troops have different
procedures, and it needs to be ironed out. Some troops are better planners. Council
Coordination and info sharing of best practices would help.

Need to have events scheduled well in advance so families can plan; lots of competition for
their time. Need to promote heavily the new programs being offered so the Scouts get excited.
Find a way to attract units from other councils/states

Facilities

Camp/Facility Gaps

Gorham Scout Ranch See Appendix 3. Issues include maintenance backlog, possible capital
improvements, and program/staffing requirements

Campbell Scout Ranch Campbell requires approximately $150K to $250K to make it really
usable. There are a number of 3 party options in the area that we
could partner with to deliver outdoor activities near the Albuquerque
metro area.

Camp Tyler Francis Camp needs significant capital investment to make it usable.

Camp Dale Resler Needs capital investment.

Funding

In order to have additional activities that are of high quality at a reasonable cost the Council
needs to have sufficient funds to plan and run the event whether it’s at a Council facility or in
partnership with a third party. A fund-raising event tied to a specific goal of getting kids off
screens and into the outdoors could be planned. Currently we do not have sufficient funds to
expand the outdoor program. Relying on a small group of volunteers risks negatively impacting
event quality and increased volunteer burnout. Hiring a few staff members to help coordinate
and run program may be more cost effective than managing our own properties.



Phase 3: Property Alignment and Planning

The objective of Phase 3 is to evaluate the High Desert Council’s property holdings and
determine how well each asset aligns with the outdoor programming needs identified in Phase 1
and the resource realities documented in Phase 2. This assessment draws on financial data from
Appendix 3, OSTF focus group insights, stakeholder discussions, and operational history.
Together, these findings indicate that the Council cannot sustainably maintain four properties,
nor does it require four sites to deliver the outdoor program desired by members and leaders.
As aresult, this phase presents a clear strategic rationale for closing, selling, or returning all
properties except Gorham Scout Ranch, unless the Council determines it cannot raise
sufficient funds to operate Gorham sustainably.

3.1 Evaluate Current Property Holdings and Their Alignment with Program Needs

The Council currently holds four properties: Gorham Scout Ranch, Campbell Scout Ranch,
Camp Tyler Francis, and Camp Dale Resler. All offer unique qualities, but analysis shows
that only Gorham possesses the facilities, acreage, and diversified program venues necessary to
support the key outdoor activities members identified as priorities—camping, aquatics,
climbing/COPE, shooting sports, and multi-unit weekends.

In contrast, the other three properties lack the infrastructure, acreage, or geographic positioning
required for scalable council-wide programming, and all require significant additional
investment despite limited use.

3.2 Suitability of Each Property: Operate, Improve, or Release

Gorham Scout Ranch

Gorham is the property that most closely resembles and would require the least amount of
investment to deliver the breadth of activities families want. Still, this comes with substantial
immediate and long-term cost requirements. A rough order of magnitude estimate for the
immediate repairs total $162,000, and long-term capital investments to existing facilities and
camp upgrades/improvements exceed $1.2 million.

If the Council cannot raise these funds, retaining Gorham may not be financially sustainable.
Additionally, for Gorham to remain viable as a summer camp, the Council would need to fill a
minimum of five weeks of summer camp programming each year to justify the operational and
staffing investment.



Campbell Scout Ranch

Campbell consists of 40 acres of undeveloped land with no infrastructure, requiring an
estimated $150,000-$250,000 to make it desirable for even basic programming. Units can use it
in its current state but at significant planning and expense to the units. For example, they must
bring sufficient water and rent porta-potties for even day events.

Given robust third-party partners in the Albuquerque region, continuing to retain ownership
Campbell offers minimal program value for substantial future cost.

Camp Tyler Francis

Tyler Francis requires significant capital investment and has suffered from vandalism and
neglect.

Its proximity to the city—instead of being an asset—has contributed to security risks and
ongoing maintenance burdens. External partners in the El Paso/Las Cruces area can deliver
outdoor activities more reliably.

Camp Dale Resler

Dale Resler requires major investment to meet long-term camping standards and currently fails
to support sustainable operations. Annual expenses consistently exceed revenue by large
margins across multiple years.

Because it sits within the Lincoln National Forest, similar wilderness experiences are accessible
in the area without the Council maintaining this property. Camp Wehinahpay, in the
Conquistador Council, is about an hour’s drive from Camp Dale Resler.

3.3 Strategic Rationale for Releasing Properties

The assessment identifies several reasons the Council should close, sell, or return Campbell,
Tyler Francis, and Dale Resler (Gorham may also be included, however there is a case to be
made that Gorham could be kept):

A. High Cost and Low Return

Financial data shows persistently negative operating margins for all properties with Gorham
having the highest revenue generation (both real and potential) to offset expenses. Revenues for
the other properties are negligible while expenses recur annually. It should be noted that
Gorham also requires significant recurring investment to maintain the property.

B. Limited Program Capability



None of the three properties can support the core outdoor activities ranked highest across all
OSTF cohorts: camping, hiking, water activities, shooting sports, climbing/COPE, and
multi-unit events without substantial investment.

C. Extensive Capital Investment Required
Each of the three secondary properties requires either:
e major infrastructure installation (Campbell),
o large-scale rehabilitation (Dale Resler), or
e rebuild-level investment to be functional (Tyler Francis).

These costs are substantial and divert funds from program staffing—the council’s largest
capability gap.

D. Strong Third-Party Alternatives Exist

Phase 2 identified abundant partners—state parks, municipal facilities, private outfitters—that
can deliver nearly all activities currently associated with these properties.

These partners require no capital investment, reduce liability, and increase accessibility across a
wide geographic region.

E. Operational Burden Diverts Resources from Programming

Maintaining multiple under-utilized properties overextends the council’s limited financial, staff
and volunteer capacity, contributing to planning challenges and event inconsistency—issues
raised repeatedly in focus groups and surveys.

3.4 Strategic Plan for Property Optimization

Given the costs, usage patterns, and lack of alignment with program needs, the Council should
pursue the following: (note: The following recommendations apply only if the Council determines
that Gorham can be financially sustained. If funding cannot be secured, the board should consider
releasing Gorham as well.)

1. Prioritize investment decisions based on whether Gorham can be financially sustained.
If short-term repairs and long-term operating funds cannot be raised, the Council must
consider releasing Gorham as well.

2. Sell Campbell Scout Ranch, if possible, due to lack of infrastructure and the presence of
strong third-party alternatives.



3. Return Camp Tyler Francis to the Pioneer Association, ideally retaining usage rights for
specific district-level events.

4. Return Camp Dale Resler to the U.S. Forest Service or find an entity to take over the
lease, eliminating ongoing costs and redirecting attention to program delivery.

5. Expand partnerships with state parks, city and county recreation departments, and private
vendors to ensure programming remains geographically broad and accessible.

3.5 Funding Requirements and Implementation Planning

A dedicated task force should be created to:
o Evaluate market value or release processes for the three non-primary properties.
e Build a financial model determining whether Gorham can be sustainably funded.
o Develop a property transition plan, including communications.

e Determine investment prioritization (people, program and property) based on program impact
and community need.

e Present final recommendations to the board for approval

Conclusion of Phase 3

The property analysis clearly shows that maintaining four properties is neither financially sustainable
nor programmatically necessary. The Council should retain only the property capable of delivering the
broadest and most desired programming—Gorham Scout Ranch—if and only if sufficient funds can
be raised to restore and operate it long-term. If not, Gorham itself may not be viable to retain.

All decisions should reflect the council’s core mission: delivering safe, fun, high-quality outdoor
experiences to youth across the region.

Phase 4: Comprehensive Outdoor Program Recommendation

The Outdoor Success Task Force recommends a focused, sustainable, and membership-driven strategy
for transforming the High Desert Council’s outdoor program. This recommendation aligns directly with
the Phase 4 action items, integrating earlier insights from survey data, focus groups, and resource
assessments.

4.1 Prioritize and Invest in Gorham Scout Ranch



The recommendations in this section apply only if the Council determines that Gorham can be
sustainably funded. If the required financial commitments cannot be met, Gorham may need to
be released alongside the other properties.

Gorham Scout Ranch is the council’s only property capable of supporting the full range of
outdoor programming identified through surveys, focus groups, and Phase 1-3 analysis. With its
shooting sports ranges, pool, climbing and COPE facilities, trail system, and direct access to the
Santa Fe National Forest and BLM facilities, Gorham is uniquely positioned to deliver the
camping, aquatics, high-adventure, and multi-unit experiences that members across all cohorts
consistently ranked as top priorities. However, to justify maintaining Gorham as a council-run
summer camp, the program must consistently achieve participation levels equivalent to at least
five full weeks of summer camp attendance.

However, to meet these program needs and deliver a safe, modern, and sustainable outdoor
experience, the property requires significant short-term maintenance, substantial long-term
capital investment, and expanded staffing capacity. The following integrated assessment
outlines the upgrades required to align Gorham with the council’s strategic outdoor program.

4.1.1 Immediate Maintenance Needs (Short-Term) — $162,000 (ROM)

These projects address immediate safety, operational reliability, and critical
infrastructure issues that must be resolved to ensure Gorham remains viable for
year-round use and summer camp. Where bids have been secured, the numbers have not
been escalated

Lodge (Dining Hall & Kitchen)
e Stucco repairs and replacement — $45,000 (2023)
e Gutters to prevent ongoing water damage — $4,000 (2023)
e Epoxy floor — $10,000 (TBD)
e Concrete repairs — $7,000 (TBD)

o Kitchen equipment repairs (dishwashing system, ovens, warmers) — $2,500
(TBD)

o Safety Railings on Stairs and Porch (TBD)
Shower House
e Gutters — $3,000 (2023)
e Epoxy floor materials (volunteer labor assumed) — $1,000 (TBD)

Ranger House



e Completion of remodeling to support recruitment/retention — $18,000 (TBD)
Infrastructure & Equipment

e Pool booster pumps — $1,500 (2023)

e Grading and culvert repair for camp roads — $25,000 (TBD)

e Well switch replacement — $5,000 (2022)

 Picnic tables (approx. 70 at $430 each) — $30,000

e New tents (20 per year) — $10,000

e Tent platforms — TBD (unit cost not defined)
Total Short-Term Maintenance Need: $162,000

4.1.2 Long-Term Infrastructure Improvements — $1,207,000+ (ROM)

These long-term capital projects address structural, program, safety, and operational
deficiencies that prevent Gorham from fully supporting the outdoor program the Council
aims to deliver.

Major Infrastructure

o Water lines to Cowboy Action and shooting ranges — $40,000 (Significant
Ranger labor involved)

e Latrine at Cowboy Action area — $30,000 (dependent upon volunteer labor)
e Shotgun range concrete pad & power — $2,000 (volunteer or ranger labor)
Facilities
e Medical lodge replacement — $750,000+
e Staff cabins (10x10 units @ $10,000 each) — $10,000 each
e Pool plastering (required within 5 years) — TBD
Program & Operational Upgrades

o Kitchen equipment replacement (walk-in refrigerator/freezer, range, etc.) —
$100,000

Energy and Sustainability

e Solar power system (to reduce operating costs and generate offseason revenue)
— $275,000

Estimated Total Long-Term Investment: $1,207,000+



4.1.3 Program Capability Gaps

While Gorham possesses the physical venues needed for high-priority activities, nearly
every category of program delivery is limited by staffing and certification shortages, not
facilities.

Key Program Gaps

e Agquatics: Difficulty hiring a certified Aquatics Director and lifeguards; canoe
trailer needs repairs.

e Climbing/COPE/ATVs: Facilities exist; insufficient trained staff for weekend
events and summer camp expansion.

e Shooting Sports: Ranges are available; need more NRA/SA-certified adults.

o High Adventure: Strong potential due to national forest access and BLM
reservoir access; limited by staffing and seasonal fire restrictions.

o STEM, Skills, Merit Badge Clinics: Facilities adequate; volunteer availability
remains the constraint.

e Horseback Riding: Physical infrastructure exists; requires a third-party provider
to operate safely and reliably.

Conclusion:
Staffing—not property—is the primary barrier to program expansion at Gorham.

4.1.4 Operating Cost Expectations

Gorham requires $100,000-$120,000 annually to operate year-round excluding major
repairs or capital improvements. This does not include Summer Camp operational
expenses. This baseline cost underscores the need for efficient operations, diversified
revenue streams, and investment in sustainable infrastructure such as solar power.

4.1.5 Strategic Conclusion for Gorham

Survey data, financial analysis, and the OSTF evaluation clearly indicate the following:

1. Gorham could remain the council’s flagship property.
It is the only site capable of supporting the programming families value most—
camping, aquatics, climbing/COPE, shooting sports, and multi-activity weekends.



2. Considerable investment is needed for Gorham to meet member expectations.
A combined $162K in immediate repairs and $1.2M+ in long-term upgrades is
needed to stabilize, modernize, and fully leverage Gorham’s potential.

3. Staffing capacity must be treated as a strategic priority.
Without a quality Program Director, expanded Activities Committee, expanded
program area committee support and earlier seasonal hiring, capital improvements
alone will not increase program delivery.

4. Improvements support revenue growth.
Modernized facilities, road improvements, and solar infrastructure strengthen
Gorham’s potential for rentals, film industry use, and other revenue-offsetting
partnerships.

These advantages hold only if the Council can meet both the immediate 162K and the
longer-term $1.2M+ investment requirements

While investing in Gorham could enable the Council to deliver many of the outdoor activities
that families and leaders strongly desire, the board must carefully evaluate whether the Council
can realistically raise the funds required for both the immediate capital needs and the long-term
operational commitments. If the Council cannot secure the necessary resources, it may not be
prudent to retain Gorham, and the board will need to make a difficult decision about whether
continuing to hold the property is in the council’s best long-term interest.

Should the Board decide to move forward with Gorham, it is recommended that a task force be
created to put together a fundraising and implementation plan.

4.2 Hire a Full-Time Program Director

The report identifies people—trained staff and volunteers—as the largest and most complex
resource gap limiting outdoor program growth. A dedicated program director is essential to
coordinating events, developing volunteers, managing partners, maintaining program quality,
and preventing burnout of the current small core team.

Recommendation:

o Hire a professional Program Director responsible for all Council activities and
partnerships.

This position will enable consistent event planning, calendar coordination, volunteer training,
and integration of third-party partners. This position is important whether the Council keeps
Gorham or not.



4.3 Expand and Strengthen the Activities/Program Committee

Members across all surveys expressed interest in more varied, fun, inter-unit activities—
including Outdoor Olympics, water weekends, survival skills, climbing events, and regional
offerings beyond Albuquerque and El Paso.

Recommendation:

e Grow the Activities Committee to include more trained, skilled volunteers who can plan,
staff, and execute the expanded program.

An expanded committee, supported by a program director, will provide sufficient capacity to
deliver increased programming without overburdening a few individuals.

4.4 Use Gorham to Generate External Revenue

The following recommendations presume Gorham is retained. If the Council elects not to
maintain Gorham, program strategy will instead rely fully on the third-party partnership model
described earlier.

Given funding constraints and the growing cost of maintaining and improving outdoor assets,
should the Council hang on to Gorham, strategic use of the camp for third-party rentals can
offset expenses.

Recommendation:

e Market Gorham regionally, including the film industry and other user groups, to increase
revenue and visibility. This includes developing marketing materials, third party user
agreements covering use expectations, liability concerns, insurance requirements, etc.

This aligns with member-identified needs for affordable outdoor programming and the council’s
need to strengthen financial sustainability.

4.5 Transition Away from Under-Utilized Properties

The Council does not have the membership or financial resources to sustainably operate four
properties. Multiple properties have significant capital needs or limited usability without



substantial investment.

Recommendations:

e Sell Campbell Scout Ranch, if possible, due to lack of infrastructure and high
improvement costs; regional alternatives exist.

e Return Camp Tyler Francis to the Pioneer Association, ideally retaining usage rights for
limited activities.

e Return Camp Dale Resler to the U.S. Forest Service, allowing the Council to redirect
attention toward Gorham and its partnership model.

These steps will allow the Council to focus strategically on programming rather than property
maintenance.

4.6 Fully embrace a third-party partnership model

The surveys, focus groups, and resource analysis all point to the need for activities across the
council’s vast geography, with many requiring specialized facilities or certified staff.
Third-party partners can deliver variety, safety, and geographic accessibility without the Council
needing to own or maintain additional infrastructure. Whether the Council decides to hang on
to Gorham or not, embracing and expanding third-party partnerships will be critical in
delivering outdoor activity across the large geographical area of the council.

Recommendation:

e Continue building formal partnerships with state parks, private providers, recreation
departments, and specialty vendors.

o Leverage partners for aquatics, climbing, water sports, winter sports, shooting sports,
and high-adventure activities.

e Use partnerships to offer regional, diverse programming that matches member
expectations for more accessible and varied outdoor opportunities.

This hybrid model—Gorham as a flagship property plus partnerships for regional breadth—best
aligns with the priorities expressed by members and leaders across all cohorts.

Summary of the Strategic Direction
Together, these steps form a coherent, sustainable strategy:

1. Focus the council's capital and volunteer support on Gorham, the only property with the
facilities needed to support a full program.



Professionalize program delivery through hiring a program director and expanding
volunteer leadership.

Increase revenue through third-party use of Gorham.
Simplify property obligations by selling or returning underutilized properties.

Expand programming regionally and increase activity variety through strong third-party
partnerships.

This approach enables the Council to deliver high-quality, fun, accessible outdoor programming
aligned with the needs and wants identified throughout the entire OSTF process.

Recommendations

Based on the analysis set out above, the OSTF recommends that the Council:

1.

Prioritize investment in Gorham Scout Ranch only if the Council can secure funding for
short-term repairs, long-term capital needs, and the staffing required for program
delivery.

Transition away from the other three properties by selling or returning them to reduce
financial strain and refocus resources on programming.

Fully embrace a third-party partnership model to expand program variety, geographic
reach, and flexibility while reducing liability and capital expenses.

Hire a full-time Program Director and expand a trained Activities/Program Committee to
ensure consistent, high-quality program delivery.

If Gorham is retained, develop new revenue streams, including third-party rentals and
external partnerships, to offset operating costs and increase sustainability.

Collectively, these recommendations provide a clear, sustainable pathway to delivering the

high-quality outdoor programming desired by families, youth, and leaders. By focusing on
program delivery, volunteer development, and partnerships the Council can deliver an engaging,
modern, and financially responsible outdoor experience aligned with the needs and expectations
of the communities it serves without the need for Council owned and run properties.

Appendices
1. Appendix 1: OSTF Survey Response Summary
2. Appendix 2: Potential Outdoor Activity Partners
3. Appendix 3: High Desert Council Property Cost Analysis
4. Appendix 4: Termination Provisions for Camp Properties
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Outdoor Success Task Force (OSTF)

Survey Response Summery



Outdoor Success Task Force (OSTF)

Objective: Develop and deliver an outdoor program that supports
membership growth by attracting, recruiting, and retaining youth and families.

Team Members
. Jim Huff — Co-Chair (Past President Legacy Yucca Council)

« Mike Maurer — Co-Chair (Past President Legacy GSW Council)
. Karen Zenger - VC Membership

. Jack Hess - VC Finance

« Bob Nash - Northern properties expert

. Jason Ruby -Southern properties expert

. Charles Seibert — Former Real Estate Attorney



OSTF Phases (Tasks)

Phase 0: Develop Project Objective, Scope, Tasks, and Activities

Phase 1: Data Gathering and Interpretation

Objective: Understand what members need and want from an outdoor program

Phase 2: Resource Identification

Objective: Determine the outdoor resources required to meet the identified needs and wants

Phase 3: Property Alignment and Planning

Objective: Develop a plan to align our current property holdings with the identified needs and resources.

Phase 4: Comprehensive Recommendation and Presentation

Objective: Develop a comprehensive recommendation and present it to the board.



Data Gathering Summary

« Developed and conducted four surveys

Survey Responses
1) Adult non-members -30
2) Adult members - 45
3) Adult Scout Leaders -70
4) Youth ( All Levels) - 30
5) Total -175

. Collected a numbers of reports on Outdoor Activities from a variety of Organizations

« National
. Nat Geo

. Chat GPT



Survey Summary for Adults

How often do you participate in those outdoor activities?

29 responses

A

@ Weekly

@ Monthly

@ Quarterly
@ Semi-annual
@ Annual

® Daily



Survey Summary for Adults

How far do you travel - time or distance- to participate in those outdoor activities?
29 responses

@ Less than 1 hour

@ 1-2 hours

@ 2-4 hours

@ 4-6 hours

@ Greater than 6 hours

How much do you spend per person each year to participate in outdoor activities?
29 responses

@ Less than $50

@ $50 to 1008

@ $100 to $200

@ $200 to $500

@ Greater than $500




Survey Summary for Adults

Favorite Activity
(both member and non-members)
Didn’t find a lot of variance in what they like to do in the outdoors

- Camping and Hiking were the top two for both cohorts

- Camping and Hiking were also the top two they actually participated in

- Water Activities and Visiting Parks were ranked three and four
(note: the two cohorts did flip the order of their preference)

Both cohorts ranked Sports, Biking and Sking at the bottom

Adult members would also invite friends to go camping, participate in
water activities and go hiking (preference order)



Survey Summary for Adults

(both member and non-members)

. Other activities mentioned or they would like to see in Scouting
Fishing, Biking, Archery, Rock Climbing, Wildlife knowledge, First Aid, Local and State Jamborees, Annual
Kickball troop Tournaments, cooking, Disc Golf, Hunting, Shooting, Orienteering, Bike rodeo, Water sports

(swimming, boating, paddle board, canoeing, kayaking) basic construction, Winter sports (ice skating,
sledding, snowshoeing, cross-country, skiing), visiting more state parks , geocaching

« Maybe an outdoor Merit Badge University,
. Range and targeting weekend at Gorham or Tinnin Hunt club

« Troop Outdoor Olympics

« Comments

More outdoor activities for Las Cruces area.
Everything that is posted is for Abq or El Paso areas.
More interaction/activities with other Troops.

More activities, such as camping, family friendly, merit badge earning opportunities



Survey Summary for Adults

What outdoor activities have your scout(s) participated in during the last 12 months? (Mark all that

apply)

44 responses

Sports

Camping

Hiking

Water Activities

Biking

Skiing

Visiting Parks (State or Natio...
Fishing

Prattle boarding rafting kaya...
Disc golf

White Sands, Fishing

Canoe base

Klondike

0

3 (6.8%)

1 (2.3%)
1 (2.3%)
1(2.3%)
1 (2.3%)
1(2.3%)
1(2.3%)

10

17 (38.6%)

20

42 (95.5%)
40 (90.9%)
32 (72.7%)

28 (63.6%)

30 40 50



Survey Summary for Adults

What outdoor activities would your child be most likely to invite a friend to participate in? (Mark all
that apply)

44 responses

Sports 9 (20.5%)
Camping 31 (70.5%)
Hiking 29 (65.9%)
Water Activities 32 (72.7%)
Biking 9 (20.5%)
Skiing 7 (15.9%)
Visiting Parks (State or National) 22 (50%)
> 1(2.3%)
Shooting 2 (4.5%)
Skating, climbing, geocaching,... 1 (2.3%)
0 10 20 30 40
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Survey Summary for Adults

What outdoor activities would you help organize so your scout could participate? (Mark all that

apply)

36 responses

Sports

Camping

Hiking

Water Activities

Biking

Skiing

Visiting Parks (State or National)

Fishing

11 (30.6%)

17 (47.2%)

29 (80.6%)
27 (75%)

22 (61.1%)

30

11



Non-Leader Parents felt that

. Best time to hold outdoor activities

- Saturdays and Sundays
-~ School Breaks
- Summer and Winter

. Avoid

- Weekday evenings
- Holidays

. Fridays the results were split
- We thought it might be the rush to get on the road after work
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Scout Leader Survey Summary

« Who Responded (70 Responses)

What Level of outdoor Activities does your Troop/Pack Participate in?

57 % Troop Level (40)
31% Pack (22)
12% Other (8)

Level No. of Responses
Unit 8 (11%)
Unit and Council 32 (46%)
Unit, Council, National 9 (13%)
None 1(1%)
Couldn’t tell 20 (29%)
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Scout Leader Survey Summary
Types of Activity

Level Activity

Unit Back Packing, Camping, Swimming, Service Projects, Rocket and Balloon Launches,
Water Activities, Shooting Sports, Fire Building

Council Klondike, Merit Badge University, NYLT, WoodBadge, Summer Camps, Camporee,OA,
Day Camp, Adventure Days, Bike Rodeos, STEM Days, Brownsea

National Philmont, Canoeing, National High Adventure Bases

Comments |Unit level. Council is poorly run, The council sucks!

We go camping 10 months out of the year with a week-long camp out in July and high
adventures 50 mi trecks or canoe trips. We also participate in the camporee and we send
scouts to Brown sea.
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Scout Leader Survey Summary

Favorite and Least Activities for Scouts

Activity Favorite Responses Least Favorite
Camping 38 (28%)
Water Activities (Swimming, Fishing, Kayaking, Boating) 26 (19%) 2
Hiking 15 (11%) 7 (Long Hikes, Hot Weather)
Social activities/Outdoor events (games, play etc.) 11 (8%)
Shooting sports (archery, sling shots, BBs, Guns) 10 (75)
Cooking 6 (4.5%) 3 (Mainly Cleanup)
Climbing 6 (4.5%) 1
Biking 5 (3.7%) 4
Backpacking 4 (3%) 6
Winter Activities (Skiing, Winter sports) 3 (2%)
Horses 3 (2%)
Service Projects 2 (1.5%)
Rain Gutter Regatta 2 (1.5%)
Nature/Building/ATV 1 each
Physical fithess/Advancement/Boring Lectures/Crafts 1 each
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Scout Leader Survey Summary

What outdoor activities would you like to be available in scouting that are not available at present?

Activity Responses |Comments

Water activities, 15 rafting, boating, water play, more opportunities to be close to lakes,
rivers, ponds, hot springs any body of water, a kayak/canoe
opportunity in the spring/summer

Climbing/repeling/COPE 14 More climbing opportunities. We don't have many nearby

Shooting Sports weekends/Range Days |15

horseback riding, Riding lessons 6

Survival 5

Orienteering An orienteering course would also be useful and night reflector
orienteering

Gorham MB/Activity 5 ATV, Pioneering, Sports (relays or Marathons), Zip Lines, Saturday

Weekends/Camporees Merit Badge universities at Gorham. They were available pre-covid
and | haven’t seen them since. Mtn Man Weekend at Gorham

Cub Scout Activities 4 At CDR, More District and Council level weekend activities for

Cubs, Packs get together more, not where we always have to
travel just in in El Paso or Las Cruces.

16



Scout Leader Survey Summary

What outdoor activities would you like to be available in scouting that are not available at present?
General Comments

« None- my troop has our own solid program.
« STEM-focused activities/bike rodeo.
« Probably anything at Campbell Scout Ranch

. Campbell Scout Ranch. Close to ABQ. No water and no bathrooms limit utilization. Would use it more if those facilities
are available!

« Non coed camp weeks at summer camp per our boys, unit level high adventure, go back to district structure and
district activities and camporees

. Maybe just helping activities be more accessible now. And possibly doing more group team centered things that are
coordinated by someone other than the den leaders

o Besides summer camp and leadership camps, I'm not sure
« More council camping and cross pack interactions.

. | absolutely think the council should utilize Goram Scout ranch more.
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Scout Leader Survey Summary

Is there anything else that you would like to share about what your scouts would desire from an outdoor activity?

. Activities

. Council

Organization, adults teaching and supervising the scouts, the scouts working on merit badges and learning things,

Activities that challenge them and test their skills such as the Mountain Man program camp use to do, the banana race,

Our Scouts have also repeatedly discussed having camp weeks just for males rather than coed.

Being able to learn BB guns, sling shot and archery beyond camp here in Deming. | would like to see maybe more field trips and learn more skills for the kids.
More scout participation in activities, more friends

They would like a variety of activities, also some down time to engage with their fellow scouts

fun activities that aren't necessarily advancement related
Has to be fun with some challenges.

Fun with some amount of adventure.

More easily accessible activities for new scouts to help with recruiting that are fun and don't require a lot of equipment

This council needs an overhaul!!!
A new council volunteer corp at the top. They all need to go

. Planning

far in advance is a challenge

events are coordinated in a way that they do not interfere with other activities in the council (especially OA and youth-oriented trainings)
Should be well structured and offer variety for different personalities

More hands on activities do more hands on stuff than just hiking.

Anything involving more creative art

Time to develop excellence

18

Close to ABQ, so time is not wasted by travelling. Our scouts have all the equipment to do any activity outdoors. What limits us is time and distance.

. New requirements make it hard to do water sports. The adult certifications are difficult to obtain and not offered enough. Like kayaking



Scout Leader Survey Summary

Favorite and Least Activities for Scouts Comments

my scouts like everything that take them away from the classrooms and outdoors
Different scouts dislike different things, don't know if there is a consensus least favorite.
our pack is small and he would like more activities with other cubbies

| don’t think he has any? We like being outside!

Service projects that are just picking up trash

Summer camp, the last time we went we felt left out so we didn't go this year. | would also say physical fithess
was probably least liked by the kids but you can see why.

This one is not applicable | asked this question in my scout master conferences and | always get no answer
anything this council plans

Hot hiking or activities with less engaging fun aspect

19



Scout Leader Survey Summary

How often does your troop/pack participate in outdoor activities?

70 responses

@ Weekly

@ Monthly

@ Quarterly

@ Semi-annual

@ Annual

@ They do an outdoor game at every

meeting, camp monthly, and do other...
@ Most months, spring, summer and fall.
@ More in summer like once a month. B...
@ Depends on weather and what we are...
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Scout Leader Survey Summary

How far is a reasonable distance to travel for an outdoor troop/pack activity of 2 days or less?
70 responses

@ Less than 1 hour

® 1-2 hours

@ 2-4 hours

@ 4-6 hours

@ Greater than 6 hours

How far is a reasonable distance to travel for an outdoor troop/pack activity longer than 2 days?
70 responses

@ Less than 1 hour

@® 1-2 hours

@ 2-4 hours

@ 4-6 hours

@ Greater than 6 hours
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Scout Leader Survey Summary

How much is a reasonable cost for an outdoor activity of 2 days or less (per participant)?

69 responses

@ Less than $50
@ 350 to 100%
@ $100 to $200

@ $200 to $500
= — @ Greater than $500

How much is a reasonable cost for an outdoor activity longer than 2 days (per participant)?
68 responses

@ Less than $50

@ $50 to 100$

@ $100 to $200

@ $200 to $500

@ Greater than $500

|
‘
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Scout Leader Survey Summary

Has your Troop/Pack attended summer camp?

- 87% Said Yes (61)
- 13% Said No (9)
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Scout Leader Survey Summary
Camps Attended

Camp Location Why Number
Fiesta Fire Island San Diego, Ca Aquatics Program 3
Chris Dobbins Elbert, Co Close, water program 10
Camp Alexander Lake George, Co Aquatics Merit Badges, not to far, horse program 8
Gorham Chimayo, NM Close 24
Emerald Bay Avalon, Ca (LA Area) |Scuba, High Adventure 5
Camp Geranimo Payson, AZ good program, water program 8
Wehinahpay. Cloudcroft, NM Nearby and beautiful 7
Camp Isabel Rye, Co Close 1
Camp Meriweather Cloverdale, OR g:rr:]);neevitr.and unique experiences. It was our favorite 1
Guajataka Scout reservation |Puerto Rico High Adventure 1

Own

Colorado, Gila
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Scout Leader Survey Summary
Camp Comments

Want to try different places keep costs down.

Gorham. A new camp in our rotation, but not a good camp.

Choosing where is usually due to badges/programs offered, camp experience and cost.
Gorham is a poorly managed camp

Gorham Scout Ranch - great camp, Council Camp, close in and boys enjoy it.

Camp Cris Dobbin because Gorham is a horribly run camp.
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Scout Leader Survey Summary

If you didn’t attend a summer camp, what did you do instead?

Crew camp outs

Pack day camp

Group activities with the pack

Due to low possible attendance and price. Otherwise developed our own program for them

Had to do day camp as a pack and didn't have enough clear information to organize things in time. We
did Hikes, Park days, Camp outs over the summer.

It's cost prohibitive for some families and our pack didn’'t have enough money to sponsor any of our
scouts to go.

We did a 2 night camp. Lack of understanding of the camp. We do a
July hike

Unsure. Pack/troop lead camp out.
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31 responses

Organized or Team Sports

Youth Survey

What outdoor activities have you participated in during the last 12 months? (Mark all that apply)

10 (32.3%)

Camping 29 (93.5%)
Hiking 29 (93.5%)
Water Activities 19 (61.3%)
Biking 12 (38.7%)
Skiing 3 (9.7%)
Visiting Parks (State or National)
Backpacking 1(3.2%)
Summer camp at gorham 1 (3.2%)
Shooting Sports 1 (3.2%)
Fishing 1(3.2%)
0 10 20 30
Favorite Activities
Rank |Activity % Ranked top 3
Camping 70
Water Activities 68

Hiking

60

Visiting Parks

95

Organized Or Team Sports

53

Biking and Other

52

oo |~ WIN|~

Skiing

32
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Youth Survey

What outdoor activities would you like to be available for you to participate in that are not available?

19 Responses

Activities Responses [Comments

Water Activities 5 jet-skiing, boating, kayaking, canoeing, fishing, Water activities are great, but
not easily accessible in our area

Winter Sports 1 Skiing, Snow Boarding

Biking 2 Dirt Biking, Biking

Rock Climbing 1

Merit Badge Clinics |4 Outdoor MB clinics like orienteering, climbing, canoeing, fishing, geocaching

Range Sports

Viists To Parks

Nature talks or
wildlife learning
Reservation and
restoration projects

| enjoy all the choices we have, but maybe some arts related activity or
community services would be fun
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Youth Survey

Rank what's important when deciding to attend an Activity

Activity Rank |Responses
Schedule and availability 1 31
Who's attending the activity (i.e. friends) 2 30
The type of activity 3 32
Free time to socialize 4 31
Who's running the activity(i.e. leaders) 5 31
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Focus Group Summary

« Three Focus Groups were held

Location Adult Attendees Youth Attendees
El Paso/Las Cruces 8 0
San Juan Mtns 8 0
Santa Fe 5 2

« One was planned for the Albuguerque area but didn’t get sufficient responses to
hold the session



Popular Activities Mentioned in the Focus Groups

« Activities discussed were very similar to the survey responses

Activity (notin Rank Order)

Comments

Camping Social activities/competition and “Free Time” are important during campouts; Not just
down time but have activities available; multi-unit camp outs are desired. Summer camps
increase youth enthusiasm; Interest in Cub Day camps/campouts at Gorham; Fall and
spring campouts with day hiking

Hiking Back packing trips (out of Gorham) - can go all the way to Pecos

Day hikes & backpacking trips

Two-day smaller campouts (Hyde Park, etc. emphasis on hiking, etc.)

Water Activities/Sports
Fishing, Boating, Kayaking

Water activities are a challenge Understanding and implementing all the rules for safety
and supervision. Trained adults are important

Shooting Sports Shooting Sport weekends

BikingDirt and Mountain

Horseback Riding Horsemanship. Treks into Pecos for older youth. This can be with horses and can be on
foot.

ATV Need more trained adults to offer program on weekends or at summer camp

Climbing Keep climbing more consistent. Scouts were crushed when afternoon climbing sessions 3

were cancelled. Suggest recruiting trained climbers from Climbing Gyms.




Focus Group Thresholds/Barriers to Participation

Cost Costs: $500 - $1,000 for summer camp, $50 for weekend events, max $100, $150 registration, $50 uniform,
camporees ~$40;

Sometimes costs can be reduced by service hours.

Camperships are needed for some youth to go to summer camp or high adventure activities

Distance Travel beyond 90 minutes to 4 hours one way may reduce willingness to invite others.
A few hours for weekend activities, longer for summer camps
San Juan - Most people consider 1-2 hours to be an easy drive, 4-6 hours common.

Time Weekend trips are preferred, with a need to return early for school and other commitments.

Frequency | 6-10 Outings/year. big impediment weekend sports and other activities.

Other « Modern youth are more engaged with video games and technology, leading to less interest in outdoor activities.

Comments Barriers include cost, location, and registration difficulties.

« Participants emphasized the importance of social aspects in outdoor activities, suggesting that 75% of activities
should be social to foster engagement and retention. Overly structured events can be a turn-off.

« Declining Participation in Scouting: The group discussed ongoing challenges with declining numbers in scouting,
including fewer youth attending camps and outdoor activities.

o Changing Family Dynamics: Dual-income households and busy schedules make it harder for families to
participate in volunteer-led outdoor programs.

« Needs appropriately trained instructors for specialty weekends or high adventure activities.
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Focus Group Communication Challenges and
Recommendations

Most participants rely on social media and peer-to-peer communication to learn about outdoor opportunities. There is a need for more
effective outreach beyond the current audience.

For adults at summer camp - needing space for internet to be able to communicate with work via email, etc.; this seems to be achieved with
staft/adult lounge

Communication within San Juan (coordinating joint troop outings/training’s) and within the bigger Council needs to improve. Trying to get
local events on the Council calendar has been challenging

Can the camp or Council play a bigger role in coordinating rides or sharing campsite

Local troops are doing joint events with other troops with varying success. Often troops have different procedures and it needs to be ironed
out. Some troops are better planners. Council Coordination and info sharing of best practices would help.

Getting a troop to Summer Camp requires having the whole leaders guide available well over a year ahead.
Need to have events scheduled well in advance so families can plan; lots of competition for their time.

Need to promote heavily the new programs being offered so the Scouts get excited. Promote ZIA Scout program if the whole troop isn’t up
for it

Find a way to attract units from other councils/states
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Focus Group Program Improvement ldeas

Incorporating more hands-on, social, and low-barrier activities, such as Dutch oven cook-offs and skill-based challenges, was recommended to increase
participation and enjoyment.

Youth would like more inter-unit activities/competition - meeting Scouts from other units builds Scout spirit
Topic/Activity/Theme (e.g. Halloween, Christmas) weekends, weeks or adventures

Mountain Man weekends, include Black Powder shooting.

Hikes with different focus like ID plants and animals

Survival Saturdays to teach outdoor skills to younger Scouts)

More water activities. Use Santa Cruz Reservoir.

On the Road’ or “‘Wheels’ (ATV, mountain biking) weekend

Outdoor Merit Badge universities (e.g. Orienteering Env Sci, Sustainability etc)

Cub Scout’s outdoor day (Archery, BB guns, Estes rockets, model building etc) Bomb Squad Dog demo
Climbing

Keep climbing more consistent.
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We have a climbing tower and a natural rock climbing area. Suggest recruiting trained climbers from Climbing Gyms.



Focus Group Improvement Ideas

e Training Ideas

Encourage adults to take every class available at the camps they attend

Council will pay for technical schools oft high risk activities (e.g. climbing; RATA etc) if the participant agrees to
sign up for our Summer Camp

Offer training on weekends and/or at summer camp.

Train youth on how to teach the MB, how to interact with camp visitors, camp comradery, pride in who they are
and what they are doing.

Hire staff early for stability and training the other staff well before summer camp. Train MBs in 2026 to engage
youth in earning MB

Use colleges or schools within our Council area; Examples

« San Juan College Outdoor Recreation Program was enthusiastic about opportunities for students to fill our
programs, but the expense and time to prepare puts them off. Perhaps running a weekend rather than being
a Camp Director for weeks.

« Highland Univ offers a outdoor Rec Degree 35

. Presbyterian Health education center in Albg.



Focus Group Improvement Ideas

Parent, Family and Friend Involvement:

« Many families invite friends or other families to outdoor activities, but comfort with the activity and trust
in other parents are important factors.

. Parental involvement is key to youth participation. Activities that include both parents and youth are more
successful, and units should foster a family-like environment rather than a drop-off culture.

« Offer training on weekends and/or at summer camp. Online trainings are OK, but live training is usually
more fun and there is a lot of learning during interaction with the other adult participants and the training
staff.

« Offer adult fun things, too. Jungle Golf (two lashed sticks to hit a pine cone around the course), Adult
shoot day, Knot tying competitions, Belly Flop competition, Banana Athlon, adult stands in a boat for Scouts
to tip him out.

« Help introduce new parents to other parents, offer adult ice breaker sessions

« Recruitment and Retention Strategies: Suggestions included leveraging veterans and former scouts for
volunteer support, and organizing council-wide events like camporees to boost engagement.



Focus Group Improvement Ideas

Activity Scheduling ideas

For Electronic Registrations, state why check in times are needed on a Friday PM; Perhaps note an a.m. check-in time
as well. Can late arrivals be in contact with event registrar, so we know they are late and they know where to camp?
Maybe a lockbox near the gate that contains the padlock key or have two adult night owls parked near the gate to greet
late comers.

OA ordeal has specific times for the candidate ceremonies and units often share early drivers to have candidates there
early enough. Is there an easier way to connect drivers and Scouts? We need to be ultra-sensitive to people’s distance.

SPL/Leader meetings at 8 pm are difficult to make the might of arrival. Perhaps try 10 pm or 7:30 am meetings.
Other useful info - Are walk-ins allowed? How do we safely process them? What paperwork is required?
Other ideas

Look at camps across America - Camps have been compared.

There is an interview and onboarding training. Hiring needs to be done by someone who has hired people. KZ offered
to do this.
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possible activity partners

Activity  Partner/Location Resource Information

Camping
& Hiking

Water
Activities
(Swimmi
ng,
Boating,
Fishing)

State parks,
national forests,
municipal
campgrounds,
Private
Campgrounds

Visit Farmington
Web Page

State Parks,

National Park
Service in NM
Bureau of Land
Mgmt

National Forests

Private
Campgrounds

Local lakes,
reservoirs,
municipal pools,
private water
sports providers.

New Mexico True Website Camping and hiking information by region.
https://www.newmexico.org/things-to- . . .
doloutdoor-adventures/camping-hiking/ 1nformation on private outfitters. Link for

Gorham that doesn’t work

https://farmingtonnm.org/ Web site has lots of options for outdoor
activities

https://www.emnrd.nm.gov/spd/about-
spd/
1-888-667-2757

https://www.nps.gov/state/nm/index.htm T ists 19 site administered by the Park
(505) 988-6011 .
Service

n/recreation-activities/new-mexico

(505) 438-7542 kayaking, Mountain biking, ATV riding,
caving

Carson National Forest
https://www.fs.usda.gov/rO3/carson/recr
eation

Cibola National Forest
https://www.fs.usda.gov/r03/cibola/recre
ation

Santa Fe National Forest
https://www.fs.usda.gov/r03/santafe/recr
eation

Gila National Forest
https://www.fs.usda.gov/r03/gila

Lincoln National Forest
https://www.fs.usda.gov/r03/lincoln

KOA — Grants, Las Vegas, Carlsbad,  Hipcamp lists top rated Private
Silver City, Lordsburg, Raton,

Alamagordo Campgrounds
https://koa.com/search/?txtLocation=ne

w+mexico

Hipcamp https://www.hipcamp.com/en-
US/d/united-states/new-

mexico/camping/private

New Mexico True Website information on fishing and boating
https://www.newmexico.org/things-to-

do/outdoor-adventures/camping-hiking/ OUtﬁtterS/guldeS
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https://www.newmexico.org/things-to-do/outdoor-adventures/camping-hiking/
https://www.newmexico.org/things-to-do/outdoor-adventures/camping-hiking/
https://www.newmexico.org/things-to-do/outdoor-adventures/camping-hiking/
https://www.emnrd.nm.gov/spd/about-spd/
https://www.emnrd.nm.gov/spd/about-spd/
https://www.emnrd.nm.gov/spd/about-spd/
https://www.nps.gov/state/nm/index.htm
https://www.nps.gov/state/nm/index.htm
https://www.blm.gov/programs/recreation/recreation-activities/new-mexico
https://www.blm.gov/programs/recreation/recreation-activities/new-mexico
https://www.blm.gov/programs/recreation/recreation-activities/new-mexico
https://www.newmexico.org/things-to-do/outdoor-adventures/camping-hiking/
https://www.newmexico.org/things-to-do/outdoor-adventures/camping-hiking/
https://www.newmexico.org/things-to-do/outdoor-adventures/camping-hiking/

Bureau of Land
Mgmt

NM Department
of Game and
Fish

US Fish and
Wildife Service,

State Parks,

City/County
Pools

Climbing/ Commercial
COPE/Hi climbing gym:s,

gh
Adventur
e

Shooting
Sports

outdoor guide
services,
adventure parks.

City of Albq
Climbing Wall
Stone Age
Climbing Gym
(Albq)
Gorham Scout
Ranch

Santa Fe

Climbing Center

Sessions
Climbing and
Fitness

San Juan
College
Gravity Lab
Local archery
clubs, shooting
ranges, hunting
clubs.

Calibers

possible activity partners

https://www.blm.gov/programs/recreatio [nformation on boating, kayaking
n/recreation-activities/new-mexico

(505) 438-7542
https://wildlife.dgf.nm.gov/fishing/

(505 8277011 Information on Fishing

https://www.fws.gov/locations?state_na nformation on National Wildlife Refuges,
me=%5B%22New%20Mexico%22%5D .
Mostly in eastern NM

httg/SZ//WWW-em”rd-”m-QOV/SPd/abOUt' NM parks that have swimming and boating
sp

1-888-667-2757 opportunities;
https://www.cabg.gov/parksandrecreatio Albq City site for pools, spray pads, lessons

n/recreation/swimming . .
https://www.elpasotexas.gov/parks/aqua El Paso Clty Site for pOOlS
Las Cruces City Site

aquatic-center/
_ . NM True under Outdoor Rec has links to
https://www.newmexico.org/things-to-

tics/aquatic-centers/
https://lascruces.gov/facility/regional- . . .

Farmington City site for pools
httna/Asnana fmtn ara/104/Panle-Qnlach- Dniranca Clitv qite for noals
New Mexico True Website
doloutdoor-adventures/camping-hiking/ limbing areas. Sandia Mtns and Gila near
Datil

https://www.cabg.gov/parksandrecreatio
n/recreation/climbing-wall

https://climbstoneage.com/

Climbing Wall and natural rock climbing

area
https://climbsantafe.com/

https://www.sessionsclimbing.com/

El Paso Climbing Gym

https://www.sanjuancollege.edu/student- Farmington Climbing
life/fitness-recreation/climbing-wall/

https://www.gravitylabclimbing.com/

Durango Climbing
Gorham Scout Ranch

https://calibersusa.com/

Indoor shooting Range in Albq. Also teach
shooting classes
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https://www.blm.gov/programs/recreation/recreation-activities/new-mexico
https://www.blm.gov/programs/recreation/recreation-activities/new-mexico
https://www.blm.gov/programs/recreation/recreation-activities/new-mexico
https://wildlife.dgf.nm.gov/fishing/
https://wildlife.dgf.nm.gov/fishing/
https://www.emnrd.nm.gov/spd/about-spd/
https://www.emnrd.nm.gov/spd/about-spd/
https://www.emnrd.nm.gov/spd/about-spd/
https://www.newmexico.org/things-to-do/outdoor-adventures/camping-hiking/
https://www.newmexico.org/things-to-do/outdoor-adventures/camping-hiking/
https://www.newmexico.org/things-to-do/outdoor-adventures/camping-hiking/

Horsebac
k Riding

Shooting Range
Park

Zia Rifle and
Pistol Club

Del Norte Gun
Club

El Paso Gun and
Marksmanship

Ft Bliss Rod and
Gun Club

El Paso Skeet
and Trap Club
Tinnin Hunt
Club

Northern Rio
Grande Sporting
Club

San Juan
Wildlife
Federation
Durango Gun
Club

Equestrian
centers, riding
schools.

Cedar Crest
Riding Stables
Red Horse
Riding Company

Enhancement
Euitreks
Miller Horse
Farm

El Paso Trail
Rides

possible activity partners

https://www.cabg.gov/parksandrecreatio
n/open-space/facilities/shooting-range-
park
https://www.ziarifleandpistolclub.com/

https://www.dngcnm.com/
(505) 933-0775

https://www.elpgm.org/

https://bliss.armymwr.com/programs/rod-
and-gun-club

https://elpasoskeetandtrap.com/about-
us
915-859-7325

Northern Rio Grande Sporting Club -

https://www.sjwf.org/content.aspx?page

_id=0&club_id=769532

https://www.thedurangogunclub.com/

https://lwww.cedarcreststables.com/
(505)281-5197

https://redhorseridingco.com/

https://www.enchantmentequitreks.com/

https://millerhorsefarms.com/

https://www.elpasotrailride.com/
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City of Albq Shooting Range

Private Shooting Range in Albq. Must be a
member or guest to use the range. Pat
Mileshowsky is President. He was an active
Scouter. Still is supportive if asked.

Private Range in Rio Rancho. Also has
Archery Ranges
Private Club in El Paso. Need be member or

guest.

Has Archery Range. Skeet and Trap Range.
Teach youth classes
Members and guests

Near Belen, NM has sporting clays course.

They did teach Mbs in the past.
Private club in Espanola, NM

Private Club in Farmington

Private Club in Durango, They have an
indoor and outdoor range.

Tijeras NM offer rides into the Cibola
National Forest. Min age is 8
Tijeras NM

Edgewood NM

Anthony, NM

Anthony, NM. Group Rides and lessons;
also have a summer camp and overnight
camping trips


https://www.dngcnm.com/
https://www.dngcnm.com/
https://elpasoskeetandtrap.com/about-us
https://elpasoskeetandtrap.com/about-us
https://elpasoskeetandtrap.com/about-us
https://nrgsc.org/
https://www.cedarcreststables.com/
https://www.cedarcreststables.com/

Orienteeri
ng &
Survival
Skills

Merit
Badge
Clinics &
STEM
Activities

Broken Saddle
Riding Company

Vision Quest

Mullens
Equestrian
Services

Visit Farmington
Web Page

Parks with
established
orienteering
courses, outdoor
education
organizations.

Cottonwood
Gulch
Expeditions

New Mexico
True

Community
centers, science
museums,
outdoor
education
nonprofits.

UNM College of
Engineering

Central New
Mexico
Explora Science

Center and
National

Museum of
Nuclear Science

possible activity partners

https://brokensaddle.com/ Cerrillos. NM
b
https://www.visionquesthorsebackrides. Santa Fe, NM. They have pony rides for
com/ .
younger kids
https://mullensequestrian.com/ Farminton. NM
9

https://farmingtonnm.org/listings/equestr Hag list of horse trails
ian-trails

https://www.nm-orienteers.org/ NM Orienteering club website. Northern
NM focused. Website has other links and
resources for interested parties

https://cottonwoodgulch.org/programs/o Non-proﬁt, Rio Rancho, NM, They also
utdoor-training-center/#
have a camp near Thoreau (Grants) NM.
They also do a number of treks, youngest in
9.

New Mexico True Website Outdoor Activities information by region.
https://www.newmexico.org/things-to- . . .
doloutdoor-adventures/camping-hiking/ 1nformation on private outfitters. Link for

Gorham that doesn’t work

Have conducted two MB universities
partnering with the UNM College of
Engineering

https://www.explora.us/

https://www.nuclearmuseum.or
g/
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https://www.newmexico.org/things-to-do/outdoor-adventures/camping-hiking/
https://www.newmexico.org/things-to-do/outdoor-adventures/camping-hiking/

New Mexico
Museum of

Natural History
Bradbury
Science Museum

STEM Santa FE https://www.stemsantafe.org/

R4Creating

possible activity partners

https://www.rdcreating.org/

Page 5

Santa Fe, NM. They have pony rides for
younger kids

Los Alamos

STEM Santa Fe advocates for, develops and
provides STEM programming, mentoring
and resources for all youth, especially

underrepresented groups in STEM
Rio Rancho; Provide New Mexico students

with access to STEM education, resources,
and opportunities giving them a competitive
advantage for economic and life success.
Have a new resource center in Rio Rancho.
The STEAM Center of Excellence for
Community Outreach is a space designed to



High Desert Council's Camps Financial Analysisi

GORHAM YEAR ROUND
Year
Fund 1

Ranger

Health and Safety Supplies
Program Supplies
Camp Equipment
Janitorial Supplies
Office Supplies
Other Supplies
Telephone & Internet
Mobile Phone
Electricity

Gas

Building Supplies
Occupancy Supplies
Equipment Rental
Equipment Service
Contract Fire

New Equipment
Vehicle Repair
Mileage

Insurance

Car Insurance
Permits

Other

Total Expenses

Total Revenue

Net

Notes:

Current Grants

Mason Pool Grant (Spent)
Campbell Trails Grant

Rotary Fund

Total

Needed Capital Short Term Maintenance

Draft 1/23/2026

Budget
2021 2022 2023 2024 2025 2026
$37,988 $42,533 $40,209 No Ranger $32,000 $0
$162
$295
$1,000
$137
$235
$79 $235 $500
$750 $1,149 $1,633 $1,691 $852 $500
$520 $490
$6,416 $8,276 $8,038 $8,146  $13,252 $8,000
$823 $4,204 $3,156 $1,169 $1,651 $1,000
$4,534 $8,195 $8,306 $1,169 $3,919
$555 $150 $200
$5,716 $3,545 $4,203
$4,432
$2,173 $1,199 $2,577 $1,654 $2,425 $2,500
$268
$247
$1,840
$22,559 $37,511 $25,399 $49,081 $37,520 $35,000
$2,017 $2,074 $1,442 $3,077 $1,730 $2,000
$150
$150 $160 $178 $188 $298 $500
$89,633 $108,846 $96,296 $66,560 $96,395 $50,200
$2,481 $16,940 $4,508  $50,427
-$106,365  -$79,356  -$62,052  -$45,968  -$50,200

Salary and Taxes Only

Includes 30,000 fom ACF

The team estimates it $100K to $120K to operate Gorham year round with a summer camp program. Summer camp spending is in addition to this number

Summer Camp should be 5 weeks to be successful.

$54,000 This Grant has been spent but is not reflected in the number above. Time to approach Mason's about 2026 grant process
$64,750 Grant is to build latrine, shade structure and improve parking lot. With inflation not enough to complete any of the items.

$142,750

$24,000 Grant was for improvements to welcome shelter. Not enough funds for complete project



Lodge Stucco

Lodge gutters

Lodge Epoxy Floor

Lodge Concrete Repairs
Lodge Kitchen Equipment Repairs
Shower House gutters
Shower House Epoxy Floor
Ranger House

New Tent Platforms

Pool booster Pumps
Roads

Well switch

Picnic Tables

New Tents

Total

Future Infrastructure Improvements
Roads

Water lines to Cowboy and shooting ranges
Latrine at Cowboy

Pad at shot gun range

Med Lodge Replacement

Staff Cabins

Campsite/program area Shelters

RV Sites w/ water & electrical

Pool Plaster

Lodge Kitchen Equipment

Solar Power System

Total

$45,000 Stucco starting to decay primarily near roof drains, tops of walls. Entire Lodge should be redone in next year
$4,000 Install gutters to prevent water from running down walls and damaging the stucco
$10,000
$7,000
$2,500 Dish washing system, ovens and warming ovens
$3,000 Install gutters to prevent water from running down walls
$1,000 This is for materials, work could be done by volunteers
$18,000 Need to finish remodeling to make house a desirable place for a new ranger
each
$1,500
$25,000 Need to be graded and some culverts repaired or replaced
$5,000
$30,000 $430 each

$10,000 1/10 per year (20)

$162,000

These are really just ROM guesses
Improve drainage, upgrade and replace culverts
$40,000
$30,000
$2,000 concrete pad for clay thrower and run power line to it.
$750,000

$10,000 each Small 10x10 "Tuff Shed" type cabins. would have electricity

w/5yrs
$100,000 Upgrade and replace aging equipment including walk in freezer and refrigerator.

$275,000 Power for summer camp and sell power during off season

$1,207,000

Program Improvements to meet Improved/Additional Outdoor Activities

Water Activities
Swimming (Pool)
Staffing
Volunteers
Boating

Climbing/COPE

Climbing Tower/COPE/ Rock Climbing/ATVs

High Adventure

ATVs

Finding Qualified Aquatics Director and Lifeguards Has been a challenge for Camp

Will need to train additional Volunteers if we want to offer Water Activity Weekends at Gorham or hire 3rd party to be lifeguards

Gorham has 8 canoes and 1 Kayak. Santa Cruz Lake is about 5 miles from Gorham. It has a Group campsite.

Santa Cruz could be a site for Boating activities. Biggest problem is Volunteers or staff to run program
Canoe trailer will need new tires and bearings work.

If we want to offer river rafting this would be better done by contracting with a 3rd party.

Gorham has all 3 sites. Staffing is the big problem if we want to expand this activity. Both

weekends and at summer camp.

If we had staff could connect to the Santa Fe national Forest for backpacking adventures
Besides staffing, the ssue in the past has been fire restrictions closing down the forests during the summer

Gorham has ATVs and ATV course and trails.



Staffing is the issue if we want to expand this activity
Shooting Sports
Gorham has 3 shooting ranges and 1 Archery range.
Staffing will be the problem if we want to conduct/expand this activity
Horseback Riding
Gorham has horse corrals and tack storage. If we want to use Gorham for this Activity
recommend finding a 3rd party to operate a horse program and have it available to
others
Orienteering & Survival Skills, Mtn man events
Gorham has the facilities and space for this type of activity.
Gorham has night eye courses but havent' been able to find any documentation of the course details
Gorham has black powder rifles etc
Staffing will be the issue
Merit Badge Clinic & STEM Activities
Gorham has the facilities and space for this type of activity.
Staffing will be the issue
Winter Sports
Gorham has the facilities and space for this type of activity.
Staffing and dependability of snow (given gorhams elevation and chaning storm patterns) will be the issue
Biking
Gorham has multiple mountain bikes and supplies and has offered biking merit badge in the past

CAMP DALE RESLER

Budget

2022 2023 2024 2025 2026
Expenses
Professional fees 1389 156 $1,300 $0 $0
Supplies $0 $61 $0 $0 $0
Health and Safety Supplies $0 $0 $0 $1,300 $0
Electricty $1,975 $2,279 $1,959 $3,405 $0
Water & Sewer $1,394 $1,104 $1,367 $1,115 $0
Occupancy Permits $0 $225 $732 $732 $0
Other Occupancy Expenses $0 $8,755 $0 $0 $0
Permits $0 $0 $200 $3,061 $3,061
Total Fund 1 Expenses $4,758 $12,580 $5,558 $9,613 $3,061
Revenue -$1,300 $0 $233 $905 $0
Net -$6,058 -$12,580 -$5,325 -$8,708 -$3,061

CAMP TYLER FRANCIS



Expenses

Professional fees
Janitorial Supplies
Electricty

Water & Sewer
Occupancy Permits
Total Fund 1 Expenses

Revenue

Net

Campbell Scout Ranch

Expenses

Permits

Other

Total Fund 1 Expenses

Revenue

Net

Budget

2022 2023 2024 2025 2026
$138 $0
$606 $0

$945 $673 $359 $365 $0

$1,188 $3,023 $2,800 $0
$1,000 $1,000 $0
$0 $2,133 $5,440 $4,159 $365 $0
$0 $0 $0 $0 $0
-$2,133 -$5,440 -$4,159 -$365 $0
Budget
2022 2023 2024 2025 2026
$75
$273
$0 $348 $0 $0 $0
$7,975 $105 $75 $50 $0
$7,975 -$243 $75 $50 $0



CONFIDENTIAL — ONLY FOR INTERNAL USE OF HIGH DESERT COUNCIL LEADERSHIP

Termination Provisions in Camp Properties Documents
High Desert Council, Boy Scouts of America, Inc.
February, 2026

Compiled by Charles Seibert (Retired NM lawyer, no longer licensed; not offering legal advice or
opinions)

| understand the Council has rights to use four properties for camp purposes. They are:

Gorham Scout Ranch, Santa Fe County, NM
Campbell Scout Ranch, Bernalillo County, NM
Camp Tyler Francis, El Paso, TX

Camp Dale Resler, Cloudcroft, NM

Sl A

(There is a fifth property, the Texas Department of Transportation (“TXDOT”) property, in El Paso, but |
understand the Council has already made the decision to negotiate a mutual release of the parties’
rights and liabilities, and return the property to TXDOT.)

The Council’s Board created an Outdoor Success Task Force with the purpose of studying the future of
outdoor activities in the Council, reviewing the camp properties and making recommendations to the
Board about future utility of the various properties. The Task Force is recommending that the Council
seriously consider eliminating one or more of the camp properties. | was asked to review the available
agreements pertaining to the properties and highlight the provisions most relevant to use of the
properties and termination of the agreements.

Certain highlights of the relevant documents for each camp property are discussed in the foregoing
order on the following pages. Note that the discussion below does not cover all provisions of the
documents, some of which are quite long and detailed. The documents themselves must be reviewed
for a complete understanding.

Notes regarding next steps:

To the extent the Council elects to drop any camp property, in general, the Task Force recommends that
the Council engage the landlord or other counterparty in a conversation to explain the Council’s
financial situation, its resulting difficulties with caring for the property and performing its other
obligations, and its desire to release all rights under the existing documents and exchange mutual
releases of all claims with the counterparty.
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Gorham Scout Ranch, Santa Fe County, NM

Between 1966 and 1970, the Gorham property was granted to the Council in four separate parcels
under Patents from the United States of America acting through the Bureau of Land
Management/Secretary of the Interior (“BLM”). These Patents are grants of ownership, subject to
specified requirements and conditions, including:

- The property may be used “for recreational and educational purposes only”;

- Certain approved plans of development and management of the property must be complied
with;

- Various laws must be complied with;

- Transfer of title or control of the property is prohibited.

If conditions are breached, the Council may forfeit all rights to the land. In some cases, that forfeiture is
an automatic consequence of the breach. In others, BLM has the option to forfeit the Council’s interest
in the property, or to require payment of a portion of the value of the property, plus interest from the
date of the original grant.

| have not reviewed the approved plans of development and management, but | understand that copies
are in the Council’s files.
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Campbell Scout Ranch, Bernalillo County, NM

The primary document pertaining to Campbell Scout Ranch is a quitclaim deed dated 12/31/2003, from
the Thomas Campbell Corporation (Grantor) to Great Southwest Council (Grantee), subject to various
reservations and conditions, including:

Reserved easements and mineral rights;

A fifty-year use restriction permitting use of the property only for scouting purposes AND
prohibiting use in any manner which competes with the real estate development business of the
Grantor

A fifty-year restriction requiring “all development of the property” be for the purpose of
effecting the development shown on and contemplated by certain “Approved Drawings” dated
in 2002, and prohibiting any development or improvement that substantially deviates from the
Approved Drawings. | have not reviewed these Approved Drawings, but | believe the Council’s
files contain copies.

The property is to be named and publicly identified as “Campbell Scout Ranch.”

Breach of the terms permits the Grantor to sue for specific performance of the terms, or if specific
performance is not practical, then the Grantor can sue for reversion (forfeiture) of all of the
Council’s right, title and interest in the Property and any improvements.

| am aware of certain other pertinent documents recorded in the Bernalillo County records. | don’t have
access to them at present, but my recollection is that they imposed various additional obligations on the
Council, including an obligation to obtain water rights for use on the Campbell property, with a deadline
that would have passed several years ago. | expect that obligation would be quite difficult to fulfill in
any event, given the general scarcity of unclaimed water in the area.
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Camp Tyler Francis, El Paso, TX

Lease dated 10/26/18 between The Pioneer Association of El Paso County, Texas, a Texas nonprofit
(“Landlord”), and Yucca Council #573 (“Tenant”)

Definitions — Permitted Uses — means the operation of (i) a recreation camp and park for youth,
primarily for the scouting program; (ii) for other primarily youth related activities and programs similar
to BSA,; (iii) for Tenant’s administrative offices; (iv) fundraising activities; (v) ancillary uses associated
with the foregoing, only.

2.3 Term — 50 years (expires 2068).

3.1 Rent - $1,500 per year, each 10/26.

3.4 Net Return — Tenant pays all expenses and charges in addition to specified rent
4.1 Impositions - Tenant pays any Impositions (taxes, utilities, etc.) for the Premises
Art. 5 — Improvements, Alterations . . .

5.4 Improvements become property of Landlord upon expiration / termination.

10.1 — Tenant Default -Most defaults require 30 days’ notice from the Landlord and opportunity for the
Tenant to cure. One default is failure to use the Premises for more than 150 days in any Lease Year, if it

continues 30 days after notice. However, note that failure to pay rent for 30 days after the due date is a
default without any need for notice from the Landlord.

10.2 — Remedies — Termination, injunction, and such other relief as Landlord may be entitled to.

11.2 — Assignment — Tenant may not assign or transfer without the prior written consent of Landlord,
not to be unreasonably withheld. If Tenant merges with . . any other council chartered by the BSA, this
Lease is automatically assigned to the new council if that council provides written notice of its intent to
assume within a reasonable time.
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Camp Dale Resler, Cloudcroft, NM

Governed by two separate documents:

A. Village of Cloudcroft License Agreement Dated 9/1/24

(A 130’ x 300’ parcel in the NW 1/4 of Lot 17,S. 5, T. 16 S., R. 15 E., NMPM, with improvements thereon;
plus right of passage over a 20’ strip containing a water pipeline)

Section 1 — License revocable at will

Section 2 — use only for licensee’s tax-exempt purposes, not for retail, wholesale, or commercial
ventures.

Section 8 — Term: from date until terminated as herein provided.* (But see Section 17 below)

Section 9 — Consideration: $25 per year, payable in advance (apparently) on each anniversary of the first
day (9/1)

*Section 17 — License Agreement terminates on 8/1/25 and is renewable for one (1) year periods
thereafter at Licensee’s option with consent of Licensor’s Governing Body at the time of “such option.”

B. U.S. Forest Service Special Use Permit
NOTE: the pages of this document in the copy provided to me are not in correct order. Take
care when reviewing this document.

Dated May 1, 2009. Issued to “Boy Scouts of America of 7601 Lockheed, El Paso, TX” (“Holder”). Covers
79.05 acres (S4,T16S, R. 12 E, NMPM) . . . for the purpose of “Operating and maintaining Camp Dale
Resler Boy Scout Camp. Facilities include a caretaker’s residence, a lodge, latrine and shower buildings,
archery and rifle ranges, 8 activity areas, 17 dispersed campsites , and temporary horse corrals.

Section I. . Nothing in this permit allows Council to build or maintain any structure or facility, or to
conduct any activity unless specifically provided for in this permit. Any other use must be approved by
the authorized officer in the form of a new permit or amendment.

Section Il. A. — Expires 12/31/29.

Section Il. B. — Requires use or occupancy of the land 365 days per year unless otherwise authorized in
writing.

Section Ill. C. — Holder must maintain the improvements and permit area to acceptable standards of
repair, orderliness, sanitation and safety.

Section Ill. F. — Change in Ownership: Permit not assignable, terminates upon change of ownership of
the improvements or control of the business entity. Holder must give notice of pending change by use of
Form SF-299 Application for Transportation and Utility Systems and Facilities of Federal Lands, or Form
FS-2700-3a, Holder Initiated Revocation of Existing Authorization, request for a Special Use Permit. Govt
may then issue a permit to the new party.

Camp Dale Resler, Cloudcroft, NM (continued)
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Section IV. D. — In the event of any breach of the Permit, the Forest Service may give reasonable notice
and then cure the breach at the Holder’s expense, and recover expenses and damages by legal action.

Section V. B. Revocation or Suspension — Forest Service suspend or revoke the permit for
noncompliance with laws or the terms and conditions of the permit, reasons in the public interest, or
abandonment or other failure of the holder to exercise the privileges granted.

Section V. D. Removal of Improvements — Prior to abandonment of the improvements or within a
reasonable time following revocation or termination, Holder must prepare and submit for approval an
abandonment plan for the permit area, addressing removal of improvements and restoration of the
permit area. Failure to remove the improvements or restore the site as per the approved plan results in
forfeiture of the improvements, but the Holder remains liable for all costs associated with the removal
of improvements and restoration, cleanup of the site.

Section VI. A. Termination for Nonpayment — terminates automatically without notice when land use
rental fees are 90 calendar days in arrears.

Section VI. B - $300 due annually on January 31 (or on the next business day — VI. C) for the year from
1/1 to 12/31.* (But See Section VIl G. below)

Section VI. D — If fees are delinquent, account subject to charges for interest, administrative costs, and
penalties. Permit will terminate. If terminated, the holder will be responsible for delinquent fees as well
as any other costs of restoring the site to its original condition including hazardous waste cleanup.

* Section VII G. — Fees for Organizational Camps are calculated under a formula set out in this provision.
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Texas Department of Transportation (“DOT”) property, El Paso, TX

As mentioned above, | understand the TXDOT property is slated for return to its owner in the near
future. In the interest of completeness, my notes on the highlights of the TXDOT lease are as follows:

Lease dated 7/1/15 between State of Texas through TXDOT (“Lessor”) and Yucca Council (“Lessee”)
Section 1.01 - 25-year term through 6/30/2040. Extension if mutually agreed.

1.02 - Termination — permitted by either party on 24 months’ notice to the other.

2.01 - Rent - $1,000 per year, each July 1.

2.03 - Late charge — 5% if more than 15 days late

3.01 / 3.02 - Taxes, utility charges etc. to be paid by Lessee.

4.01 - Lessee may construct hiking trails, recreation facilities, and fences and gates, needed for an urban
camp in compliance with plans approved by Lessor. All improvements become Lessor’s property on
expiration/termination, unless Lessor requires removal. Detailed requirements for plans and
construction in 4.02, 4.03, 4.04, 4.05.

5.02 - Use - Lessee shall continuously use and occupy the premises solely for the purpose of an urban
recreation camp. No firearms, no use of or contact with Cement Lake.

5.03 - Lessee shall maintain improvements and premises, and return in good condition.

5.04 - Environmental Testing — requires annual collection of soil samples and submission for testing;
quarterly testing of water from Cement Lake.

5.06 - Lessee’s Removal of Improvements. Lessee may not remove improvements without plans and
Lessor’s prior consent. If required by Lessor at expiration, Lessee will remove improvements Lessee
installed.

8.04 - If Lessee defaults under the Lease, the State has a lien on all goods etc. of Lessee that are placed
in or become part of the premises as security for rent due and to become due for the remainder of the
term.

10.01 - Transfers of Interest. Lessee shall not transfer, assign, sublease or convey . . . without prior
written approval of the District Engineer. Lessor may terminate if transfer made without approval.

11.01, 11.02 — Default determined by the District Engineer in his/her sole discretion. Then, all remedies
are available, whether or not specified in the Lease. Remedies include required removal of
improvements if requested.

12.06 - Terms and covenants apply to Lessee’s successors in interest etc.



Last Summer, the Council’s Executive Board empaneled the Outdoor Success
Task Force, made up of seven volunteers and co-chaired by Jim Huff (past
President of Yucca Council) and Mike Maurer (Past President of Great
Southwest Council). That Task Force was charged with helping the Council
develop and deliver an outdoor program that supports membership growth by
attracting, recruiting, and retaining youth and families.

The Task Force was asked to:

* create and/or collect meaningful, up-to-date research on what we need for
outdoor programming which will attract and retain current and new youth
and families, with particular focus on Cub growth for the next five years;

* ascertain what sorts of outdoor resources/facilities will be needed over the
next 10 years to deliver the types of programming which that research tells
us to implement;

* make a thorough review of our current properties to determine what changes
will be required to existing or new Council resources/facilities so as to have
the ability to deliver that essential programming; and,

* attach dollar values to the needed resources/facilities to make the necessary
changes.

The Task Force has completed its work and submitted a final Report. That
Report explains how the Task Force developed an understanding of what
members need and want from an outdoor program, determined the outdoor
resources required to meet the identified needs and wants, developed a plan to
align the Council’s current property holdings with the identified needs and
resources, and developed comprehensive recommendations for the Board.

There will be a Special Meeting of the Executive Board on July 15, 2026. The
purposes of that Special Meeting will be (1) to receive the final Report of the
Task Force, and (2) to vote on resolutions arising from the recommendations of
that task Force.

The Report, along with the extensive Appendices to the Report, is now available
at:
https://www.dropbox.com/scl/fo/62jfbebac4jgmOem1g25t/AEoMBIJOQV2Jc
HbKylbN8z0?rlkey=wl41pOpd0ojbSdhkz8wiljv97&st=n6ukS5fu&dl=0

The scope and depth of the Task Force’s work is remarkable, and demonstrates
the deep commitment to Scouting and the High Desert Council by all the Task
Force members.

All Scouters registered with the Council are invited to download the Report and
its supporting Appendices, to read and analyze the Report’s recommendations,
and to provide their thoughts on the actions the Board should take based upon
the Report.



Information for the Board can be sent to stephanie.balmer@scouting.org. To be
available for the Board’s use on the 15th, please send such information by July
10, 2026.
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