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Dear YMCA Director,

In September 2001, the National Board of YMCAs accepted recommendations from an Association Resources and YMCA CEOs Task Force to change the name and thoroughly review the Y-Indian Guides Program.  It further recommended that until the review is complete and a new name or theme is chosen, YMCA of the USA and local Ys drop the word “Indian” and use the names “Y Guides,” “Y Princesses,” and so forth in program promotions.  

The recommendations were prompted by a need for YMCA of the USA (Y-USA) to show leadership and integrity by being respectful of, and responsive to, all cultures and by being consistent with the YMCA National Diversity Initiative.

In December 2001, a representative group of YMCA staff and volunteers met to evaluate the current YMCA parent-child program and to make a recommendation to YMCA of the USA for program changes and revisions.  The group identified a program framework that closely resembles the current parent-child program but retires the use of cultural themes and refrains from copying or imitating any other culture.  In March, another team of Y directors met to design the new program.  Over the next 18 months, Y-USA will be developing new resources and materials and will plan a new program launch for the Fall of 2003.
YMCAs across the country are beginning to explore what this national direction means to their local programs.  Preparing for and adapting to change can be a challenge and, in some cases, can be a difficult process for staff and participants who firmly believe that the Native American theme is central to the program.  Planning change takes time, and to be effective, change must be strategic.

To help YMCAs deliver accurate information, process issues and concerns, and develop a transition plan, YMCA of the USA has developed a packet of information including the following:

Local Y Transition Plan

YMCA of the USA Position Statement

Understanding the Change Adoption Curve

Making the Case for Change


Member Involvement Model for Parent-Child Programs


Champion Responsibilities

Sample Presentation


Frequently Asked Questions (and Answers)


Tentative Time Line and Schedule for Program Implementation


Communication Plan


Assorted Documents to Help Understand the Current Context

Within the next six to eight months, YMCA of the USA will produce a smaller packet of information regarding the new program—content, structure, recommendations for communicating the information to your participants, and a specific program-content transition plan.  Next year, a third packet from YMCA of the USA will share testimonials and advice from the pilot programs and suggest ways that Ys might want to promote the new program in spring and summer recruitment efforts.  A final packet will include a preview of new materials, program launch information, and a media release.

Please take time to review the enclosed materials.  If you have questions, please contact me at 800-872-9622, ext. 8407, or by e-mail barbara.taylor@ymca.net
The transition committee of the Y Parent-Child Programs National Advisory Council is developing a national e-mail newsletter to help communicate the Council's activities.  Please send the e-mail addresses of staff and volunteers who are involved in your Y Guides, Y Princesses, and Y Trail programs and whom you think would benefit from receiving this newsletter to Bob Eilenfeldt at bobkyle2@attbi.com or to me at barbara.taylor@ymca.net.    

Sincerely,

Barbara Taylor

Senior Consultant, Program Development


TABLE OF CONTENTS

Local Y Transition Plan





 
 5 

YMCA of the USA Position Statement




 8

Understanding the Change Adoption Curve




10

Making the Case for Change






12

Member Involvement Model for Parent-Child Programs


14

Champion Responsibilities






20

Sample Presentation







23

Frequently Asked Questions (and Answers)




31

Tentative Time Line and Schedule for Program Implementation

35

Communication Plans







36

Assorted Documents to Help Understand the Current Context




Making the Case for Changing the Native American Theme

39


One Native American's Perspective




41


Someday They Will See





42


Y-Guide Program Chronology




44


2001 News Release






47
LOCAL Y TRANSITION PLAN


1.
Local YMCA staff receives this packet from YMCA of the USA regarding program changes.  The information includes:


This Transition Plan

YMCA of the USA Position Statement

Champion Responsibilities

Understanding the Change Adoption Curve

Making the Case for Change

Member Involvement Model for Parent-Child Programs


Sample Presentation


Frequently Asked Questions (and Answers)


Time Line and Schedule for Program Implementation


Communication Plan


Assorted Documents to Help Understand the Current Context

2.
Local Y staff reads, processes, and discusses the information.  Staff takes time to reflect on, and to understand the reasons for, the impending change.  Staff accepts the direction in which the program is headed and assumes leadership for introducing change.  One staff person becomes the champion for change.  The CEO or branch executive supports that staff person and his/her role as champion.

3.
YMCA staff assesses the current status of the Y’s parent-child programs, e.g., how many families are involved, how many program alumni are present in the community, and what impact participants and alumni have on Y fundraising (either as campaigners or donors).  Y staff and key volunteers brainstorm a list of program stakeholders.  This helps to make sure the essential people will be involved in the planning, communication, and implementation phases of the change process.

4.
Local Y staff presents the information (specifically the Y-USA position on parent-child programs) to the program committee and, if applicable, the diversity committee of the Y’s board of directors for support.  Above all, this program remains a program of the YMCA.  As with all Y programs, the staff and a program committee of the board set direction for the program with input from the local Y’s current and potential participants.  Information released from this point forward indicates that the options were reviewed and approved by the Y's program committee.  Share the committee’s thinking and decisions, e.g., “We're confident that the program focus will remain intact”; “Change is the right thing for the right reasons”; “We're willing to follow Y-USA’s lead on this”; “An updated program may have a broader appeal”; “Even though we haven't had local opposition, we feel good about being proactive and not waiting to react”; “We think the program has evolved over the years”; etc.  The program committee shares its perspective and its plans with the entire board of directors.

5.
Create key messages using the information in this paper and other ideas from your own YMCA leaders.  The message points should target the key stakeholders and may be tailored to the different players in the change adoption curve.  Key messages should be shared with the board and relevant committees and with all staff including those who work the courtesy counter.  The entire organization needs to be delivering consistent messages and must be “on the same page” in this change process.  Some key messages are on pages 8, 12, and 39.

6.
Peer influence may be more effective than a perceived staff mandate; therefore, the staff and members of the program committee should begin to recruit supporters from the program.  Ideally, they would be volunteers who already assume a leadership role.  If this isn't possible, look deeper into the participant base to find a small team of supporters who can help convert their peers.  The staff/volunteer role is to champion the cause and the change process.

7.
YMCA staff and volunteer leaders plan a meeting with program participants to introduce the notion of change.  During this meeting, they relay the reasons why the Y-USA and the local Y are making the change, and share the transition plan.  Staff follows the sample outline and message points released from the Y-USA or designs their own presentation.

8.
The first step in the transition plan is to make sure the local YMCA is in full support of the current parent-child program.  Participants need to see the local YMCA as an equal partner in providing leadership and support of this program.  Any change in the program will be very difficult if this relationship is non-existent or forced.  To show support, the Y-Guide/Princess director must:
· Allocate enough time in his/her busy schedule to effectively oversee and provide leadership to the program.

· Work in partnership with program leaders to design the program, develop promotional materials, plan a recruitment strategy, recruit new members, assist in activity planning, attend meetings, communicate, and be available as needed, ensure financial stability and a quick turn around for payment requests, and evaluate the program annually.

· Build relationships (and credibility) with program volunteers and participants by making a presentation at the kick-off meeting, by being available to take phone calls from program participants, and by being present at all events at all levels, e.g., longhouse, federation, and nation meetings and events. 

· Follow the recommendations from the member involvement model for parent-child programs that suggest how to move members from a casual relationship with the Y to a connected and committed relationship.

· Communicate the Y's commitment to parent-child programs.  For example, share the policy changes, upcoming events, Y news, and program news through presentations, phone calls, e-mail, letters, or a column in the program newsletter.


· Attend events including one tribal meeting each year, select nation meetings, and all or most campouts or federation meetings.

· Rally participants around program changes by following (or making improvements to) the plan outlined by the Y-USA.

9.
Additional steps in the transition plan include the following:

a.  Adopting the Y-Princess, Y-Guide program name (dropping the “Indian” name).

b.  Reviewing program practices to immediately eliminate offensive practices or program practices that might be deemed inaccurate or stereotypical.

c.  Begin phasing out the strong emphasis on the Native American theme while still maintaining the basic structure, aims, purpose, pledge, etc.

d.  Begin the transition process; purchase transition patches that celebrate the program legacy but preview the future.  Plan a formal celebration to retire the Indian Guides program, e.g., a name-change ceremony, a formal recognition of tribal/nation/federation officers, a fond farewell to retiring program practices, a transferring of program paraphernalia to the archives, etc.

10.
The final stages of the transition plan, after the release of new material, would include the following:


a.  Finalize the vision, goals, action plan, and budget for the new program.

b.  Plan a program launch (recruitment, kick-off).

c.  Launch the new program.

d.  Implement new program practices as outlined in the new materials.

e.  Provide ongoing support to program participants.

11.
Continue to stay focused on what matters most: strengthening parent-child bonds and building everlasting friendships.


YMCA of the USA Statement on Parent-Child Programs

Board Action

In September 2001, the National Board of YMCAs accepted recommendations from a task force of Association Resources and YMCA CEOs to change the name and thoroughly review the Y-Indian Guides Program.  The board further recommended that, until the review is complete and a new name or theme is chosen, Y-USA and local Ys drop the word “Indian” and use the names “Y Guides,” “Y Princesses,” and so forth in program promotions.

The recommendations were prompted by a need for YMCA of the USA to show leadership and integrity by being respectful of, and responsive to, all cultures and by being consistent with the YMCA National Diversity Initiative.

YMCA of the USA Position

The YMCA Guides Program is a parent-child program whose primary goal is to develop strong bonds of long-term friendship between parent and child.  The program purpose, pledge, aims, slogan, song, etc. reinforce that goal and they make no mention of the term “Indians,” the Native American culture, or a program that supports a Native American theme.  The Native American theme is incidental; it is not what matters most to the outcome of this program.  Although many YMCAs use the theme in a manner they consider respectful, others unknowingly fall back on cultural and Hollywood stereotypes and misconceptions.  

It's a different world today than it was in 1926, when the program was introduced in the St. Louis YMCA.  A strength of many local Ys (and YMCA of the USA) is that Ys have been able to adapt and respond to societal changes, remain relevant in their communities, and remain true to the YMCA mission, goals, and values.  Character development, cultural sensitivity, a better understanding of Native American history, and changing demographics resulting in diverse communities and diverse family structures have prompted YMCAs across the country to re-evaluate their parent-child programs.  Just as our YMCA health and fitness, child care, aquatics, camping, active older adult, and sports programs have changed to reflect the times, so must our family programs.  As our organization celebrates its 150th anniversary, it is clear that the Y has been around for so many years because the staff and volunteers have been courageous enough to make the changes necessary to stay relevant.  Ys will stay focused on and continue with what matters most: building strong bonds of long-term friendship between parent and child. 

YMCA of the USA is committed to providing ongoing support and materials to parent-child programs and will support the efforts of the development team.

Parent-Child Task Force Recommendations

In December 2001, a representative group of YMCA staff and volunteers met to evaluate the current YMCA parent-child program and to make a recommendation to YMCA of the USA for program changes and revisions.  The meeting focus and outcomes are listed here.

· The task force spent a great deal of time processing what makes the current program effective and stayed focused on what matters most: building bonds of long-term friendship between parent and child.

· The task force charged the development team (a smaller group of individuals responsible for revising the current program) to use the framework and structure from the current program (a parent-child focus with parent-child pairs coming together in small groupings) to make slight revisions in the current aims, while maintaining the program purpose and pledge and celebrating the program's history and legacy.

· The task force participants (having experienced the program as YMCA staff persons or volunteers, as participants with either their own children or parent, or as program administrators) identified what they perceived to be the “magic” in the program.  They will instruct the development team to find ways to retain what is magic, including parent involvement, small group connection, rituals and traditions, neighborhood-based groupings, volunteers’ driving and co-delivering the program with staff, relationship building, parents and children coming together on neutral ground, storytelling, and camping experiences.

· The task force, after much discussion and sharing of differences of opinion, concluded that it was time to retire the use of cultural themes and to refrain from copying or imitating any culture.

· The task force understands the importance of moving quickly to provide new program materials, and challenges YMCA of the USA to work diligently to provide new materials for a program launch in Fall 2003.

The task force sees these improvements as an opportunity for YMCA of the USA and Ys across the country to plan a program launch that will capture new and old audiences alike and reiterate its commitment to children and families.


UNDERSTANDING THE CHANGE ADOPTION CURVE

For many Y-Guides and Princesses participants and staff, this change process might be difficult.  But it can be made easier if one understands the change adoption curve, a model—which is predictable, expected, and grounded in research—–for how change and innovation happen in organizations.  Like a wave, forming and rolling toward the shore, the change will be embraced initially by a small, select group of innovators.  As the new program gains momentum, it will be embraced by a group of change agents who speed up the wave and accelerate its movement.  After a strong case for change has been made and success stories have been shared, more participants (pragmatists) and leaders will come on board.  Eventually the momentum will wear away at the opposition and hostility (skeptics), and most Y staff and participants will adapt to the program changes.  YMCA parent-child staff, leaders, and participants may fall into any of these categories.  The percentage listed represents the number of people who typically fall into each category.





An individual's place on the adoption curve is based on the level of perceived opportunity and risk associated with the program change.  For example, innovators see great opportunity and are eager to move forward.  Change agents are interested in exploring the opportunities and issues; they like to influence implementation and lead change.  Pragmatists are cautious about exploring issues and opportunities; they rely on peer experiences and expert endorsements first—they are followers, not leaders.  Skeptics are closed to exploring new opportunity and are somewhat fearful of change; they are skeptical about new ideas and rely heavily on authority and majority endorsements before they're ready to sign on.  Traditionalists deny the existence of opportunities or issues, and are pessimistic and hostile to change; they'll see any program change as a threat to the status quo.

In the initial stages of change, Y program staff and leaders should appeal to the change agents and pragmatists for support.  Pragmatists will need a strong case for change that spells out the benefits.  They'll be influenced by endorsements from change agents and others who are moving forward successfully.  Skeptics will eventually come around, but they need time.  They're usually the last to come on board and will usually give in once leaders and the rest of the organization are moving forward and they see the outcome as inevitable.  Traditionalists may never overcome their doubts and are sometimes left behind; however, they cannot be totally ignored.  If their doubts and concerns are not addressed, left on their own they may take measures to sabotage the change process.

Understanding and using the adoption curve in the change process will speed up the time it takes to bring people on board.  It allows Y staff and volunteers to be more strategic in determining toward whom to direct their efforts first, what messages to communicate with each group, and what they can expect along the way.  

This information on the change adoption curve has been adapted with permission from material written and copyrighted by Marilyn Loden in her book, Implementing Diversity (McGraw Hill, 1996).  Also, join in the National YMCA Diversity Initiative by calling 800-872-9622 or going to http://www.ymcausa.org/People/diversity.htm (user name ymca, password is 9622). 


MAKING THE CASE FOR CHANGE

The message points listed here can help you make the case to the change agents, pragmatists, and skeptics identified in the change adoption curve.

1.
YMCAs must be true to the mission of putting Christian principles into practice through programs that build healthy spirit, mind, and body for all, and with the values of caring, honesty, respect, and responsibility.  Although many believe that the current program has done that over the years, others have felt excluded, and still others have questioned whether a program can be consistent with the Y’s mission and values if it imitates the people and sacred traditions of another culture (Native Americans) and if the people from that culture tell us that the program is offensive and disrespectful.  To be true to the mission, goals, core values of caring, honesty, respect, and responsibility, and its commitment to cultural diversity, YMCA of the USA is ready to move forward with program changes and encourages local Ys to do the same.

2.
The racial and ethnic demographics of America are changing.  Ten percent of children live in a family where at least one parent is from another country.  In 1999, 65% of U.S. children were white, 16% were Hispanic, 15% were black, 4% were Asian or Pacific Islander, and 1% were American Indian or Alaska Native.  By the year 2025, Hispanics will be the largest minority group in the United States, making up 17.6% of the population.  The number of Asian Americans will also increase from 3.7% to 6.2%.

3.
The traditional family is just one of many family structures.  Single parent families, blended families, and stepfamilies are on the rise.  More grandparents are raising children than ever before.  Different cultural practices and income levels mean several generations of the same family may live together for extended periods.  If the current program appeals only to “traditional” families, it excludes about one-half of all families.

4. 
Although it was never intended to be exclusive, the current program lacks a broad appeal to families of different configurations, income levels, and racial and ethnic backgrounds.  Most Ys will agree that white, middle-class males make up the current program.  Although this constituency is greatly valued, the hope is that a program revision will entice a more diverse group of participants to enjoy the benefits of such a program with worthy goals around parent-child relationships.

5.
Although in some communities, the Y-Guides Programs may be stronger than ever, each year Y-USA sees a decline in the number of Ys that offer this program.  The Y-Indian Guides program has evolved over the years and many Y directors feel hopeful that a program revision can breathe new life into Y parent-child programs.  A Y-USA commitment means that there will be new resources, new videos, new marketing materials, and new program accessories.  It can be an exciting time in new program innovation.

6.
The program has strengthened parent-child ties, has helped Ys meet their goal to serve families, has created a pool of competent and valued Y volunteers and donors, and has helped build important assets in children and families. At the same time, the controversy regarding the program has tarnished the Y's reputation.  If staff and volunteers fail to make the necessary modification, it will continue to tarnish the Y's reputation, making the Y less credible both nationally and locally.  YMCAs place great value on the Y name, logo, and standing in the community.  YMCA leaders have a responsibility to keep the Y's reputation strong and relevant in their communities, to manage risks or threats of legal action, and to discourage negative media coverage.

7.
YMCA of the USA and local Ys are perceived as leaders; therefore, it is imperative that staff and volunteers “walk the talk”—that they behave consistently with their mission, goals, and core values.  Sometimes taking the lead means providing a vision, staying on course, and making decisions that advance the Y and keep it future-focused—even if the decisions are not always popular. 


MEMBER INVOLVEMENT MODEL FOR YMCA PARENT-CHILD PROGRAMS

The YMCA Indian Guides programs were founded on a close working relationship between YMCA staff and volunteer leaders.  In some YMCAs, the balance of responsibilities has shifted over the years and the Y role has declined.  Although Y staff sometimes celebrate when they have strong volunteers who take over the program, this isn't always beneficial.  When this happens, volunteer leaders and participants question the value and, in some cases, the contributions the Y makes to the program.  Consequently, they have developed their own checking accounts and accounting systems, their own newsletters independent of Y input or edits, and their own contracts, independent of Y oversight.  If this is happening in your Y, it is cause for concern and could be a barrier in rolling out program changes.  It's time to rethink program oversight practices and re-establish a partnership.

If your YMCA and staff relationships with the program leaders are strong, and the Y continues to provide substantial support, the roll out process should be much easier.  Regardless of the current relations, Ys in both categories (strong or weak connections to the program) can benefit from a focused effort to build relationships with volunteers and participants and to help them better understand the Y and its values.

In the late 1990s, YMCA of the USA introduced a member involvement strategy to strengthen the involvement of various constituents as members, donors, volunteers, and advocates for the YMCA.  YMCA parent-child programs are one of the Y's best examples for how YMCAs can get families connected to one another and to the Y.  The sense of support and community that families receive from the small cluster of other families enrolled in a family program serves the same functions as neighborhoods of the past.  How can Y staff create and nurture these relationships?  YMCAs have a plan.

YMCAs are membership organizations with a common goal: to provide experiences and opportunities that help individuals deepen their relationship with their YMCA.  Although a family may enter the Y with a single focus—joining a parent-child program—the Y objective is to move families from this very casual and limited relationship with the Y to a stronger, committed relationship.  Ys want the parents, children, and families in a parent-child program to be a part of something more.  To help understand the involvement at each of these three levels, refer to these examples.

Casual Relationship 

· Children take home a program flyer or observe a recruitment presentation and encourage parents to get involved.

· Parents talk to volunteer recruiter or staff member on the telephone or in person (inquiry).

· Parents attend kick-off event and register for the parent-child program.

· Families learn about their YMCA when events are held at the Y or through bulletin boards, flyers, family night handouts, activities, and discussions with staff.

· Parent-child pairs join a small group and meet other families.

· Parent-child pairs learn about the program aims and YMCA values and see them in action though written materials, activities, events, and staff and key leaders' behavior.

Connected Relationship 

· Parent-child pairs attend regular semi-monthly meetings.

· Parent-child groups meet monthly (or periodically) with other parent-child groups for expanded events.

· All program participants come together throughout the year for Y sponsored events and campouts.

· Participants engage in discussions or activities that are grounded in YMCA values.

· Families contribute to their YMCA annual support campaign.

· Families appreciate and model YMCA values and program aims.

· Participants are involved in planning meetings and family events.

· Some families purchase family memberships.

Committed Relationship 

· Families make new friends.

· Parents emerge as leaders at local, regional, and national levels.

· Families attend other YMCA events and programs  (e.g., Healthy Kids Day, Family Nights, Family Camp, etc.).

· Parents enroll children in other Y programs (sports, day and residence camp, school-age care, aquatics, etc.).

· Families discuss YMCA values with one another.

· Families participate with other Y families in events not sponsored by the Y.

· Families feel a sense of belonging and say things such as, "in my Y."

· Families recruit others into the parent-child program.

· Key leaders assume additional Y volunteer roles such as annual campaign workers and Y committee and board members.

Six Steps to Member Involvement: YMCA Family Strategies for Staff

These are the strategies Y staff should adopt to help move families from a casual to a committed relationship with their YMCA.

Enrollment
· Understand who the YMCA is serving and not serving.

· Conduct formal and informal research about the intended (target) group for this program.

· Evaluate the intended (target) group for potential enrollment.

· Create programs and services valuable to the target group and matched to that group’s needs, and promote them to the target group.

· Work closely with volunteer recruiters to plan materials and recruitment activities.

· Participate in recruitment efforts.

· Attend the kick-off session, visibly project a Y presence (banners, logos, Y staff faces, etc.).

· Answer questions regarding the program: share testimonials from former participants. 

· Enroll the member into the parent-child YMCA program.

Satisfaction

· Follow the uniform guidelines.

· Attend meetings at various levels, e.g., locally, regionally, etc.

· Attend nation and federation events (including campouts).

· Greet children and parents.

· Introduce yourself and show interest and concern.

· Learn children’s and parents’ names and use them often.

· Ask “satisfaction questions” about activities, events, environment, and service.

· Listen to families’ suggestions and respond promptly.

· Take care of families’ complaints or concerns immediately.

· Anticipate families’ needs and offer information and options.

· Be alert to safety issues, and to preventing accidents and risks.

· Always look for ways to improve performance.

· Emphasize fun, making the Y a happy place.

· Work with volunteer leaders to define duties and then follow through, e.g., expeditiously completing contracts, securing insurance certificates, processing check requests, replenishing petty cash, etc.

· Deliver as promised: ensure that participants feel they get a good value for what they pay the Y in enrollment and event fees.

Relationship Building
· Make family members feel comfortable and at ease.

· Be open, friendly, and approachable to both children and parents.

· Initiate interaction with and among families and help facilitate interactions between families.

· Be available—in and out of the office.

· Frequently ask family members and volunteer leaders if there is any way you can help.

· Ask families about their interests, hobbies, family activities, and business—get to know them personally.

· Ask families about the activities offered.  Are activities helping the family communicate and share?  Are they meeting the families’ expectations?

· Offer assistance and suggest different approaches to family interactions and problem solving.

· Learn about the families’ history with their YMCA and its family programs.

· Invite families to participate in other programs and events.

· Match families with others who have similar interests.

· Communicate progress and achievements to family members, in person or through notes.

· Develop and maintain a member file for planned involvement.

· Encourage parents and children to involve their friends in the program.

· Create relationship opportunities (e.g., social events and group activities). 

· Be a friend and take personal care of family members.

· Congratulate family members on their accomplishments and on reaching goals.

· Design, purchase, distribute, and display patches and other paraphernalia that make participants feel connected to the Y, the parent-child program, and other families.

Education and Conversion
· Cultivate knowledge of parent-child/family issues and share that knowledge.

· Learn all about the YMCA and its programs and policies.

· Encourage participation in facility and family program orientations.

· Keep up-to-date on the latest information regarding families.

· Acquaint family members with other YMCA programs and benefits.

· Recommend participation in a variety of Y programs for children and adults.

· Be able to articulate the YMCA’s mission, values, and benefits.

· Be able to articulate the case/need for financial support.

· Create opportunities to talk about financial needs.

· Ask families to contribute to the annual campaign.

· Be able to articulate the role and importance of volunteers.

· Be informed about volunteer activities.

· Introduce family members to others who volunteer.

Volunteering and Leadership

· Create numerous volunteer opportunities (leaders, officers, event planners, service-learning projects in the Y and outside, etc).

· Ask family members to volunteer in their areas of interest (minor roles first).

· Provide chances to welcome new families, mentor new groups, plan events, etc.

· Encourage successful volunteers to “step-up” their role.

· Identify and recruit campaigners and committee and board members.

· Find new ways to recognize and thank volunteers.

· Involve families in planning and decision making.

Ownership

· Use words like “we,” “us,” and “our” when referring to the YMCA.

· Contribute to the annual support campaign.

· Find ways to put volunteers in leadership positions.

· Encourage those involved to recruit others as volunteers.

· Promote long-term involvement with the YMCA.

· Consider nurturing families’ “ownership” of the YMCA to be a major part of your job.

Promoting Volunteering through Small Communities

The YMCA Guides Programs are a classic example of how participants in a Y program feel connected to a small community, i.e., other parents and children in their small group.  In Y-Guides, staff plays a role in the program design, implementation, and support, but the strength of the program comes from the roles the volunteers and participants assume.  For example, volunteer roles might be local, regional, and national leaders; program promoter; events planner; recruiter, etc.  Some examples of volunteer roles are listed here:

Program Planner

Selected to provide leadership, and to see that there is continuity in meetings, to conduct portions of the meetings, and to lead the group.  He or she presides at parents' meetings, delegates assignments, and checks to see that things are being done.  He or she is the contact person for their YMCA and represents his or her small group at larger program meetings.  Regional and national leaders assume the same role only on a larger scale.

Treasurer or Money Collector

Responsible for the collection and safekeeping of group dues and has responsibility for collecting (and forwarding to their YMCA) monies for membership, campouts, etc.

Secretary or Notetaker

Takes care of attendance and minutes at meetings.  He or she is responsible for sending information on group activities to the YMCA.  He or she also sends birthday cards to the guides and princesses.

Program Mentor

Visits, supports, coaches, and mentors new groups using the best practices outlined in Friends Always.
Event Planner

Participates in planning events to create a more effective program by sharing the “child and parent perspective” and planning events around real families’ needs and interests.

Recruiter

Helps design recruitment materials and works with staff to recruit new participants in schools, Y events/programs, community fairs, and community events.  He or she may also be responsible for recruiting outside resources, entertainers, guest speakers, and people to donate food and supplies.

Promoter

Promotes YMCA parent-child programs and activities in other Y programs, in his or her own circle of friends, and in the community.

Event Host

Greets families as they enter the YMCA/event/campout.  Pays special attention to new groups and introduces them to the “regulars” to make them feel welcome.

Decorator

Designs the environment or campfire circle, decorates, or sets up for an event.

Activities Facilitator

Assumes responsibility for facilitating any of the following activities: opening ceremonies, field trips, events, campouts, skits, arts and crafts, campfire sing-a-longs, sports and games, volunteer or service opportunities, discussion questions, refreshments (prepare and serve), or take-home activities.

Event Entertainer/Speaker

Uses his or her own talents, interests, and areas of expertise to perform or present to the parent-child program participants.

Event Photographer

Takes pictures of families engaged in parent-child activities, outings, and campouts.  Presents developed pictures to members as a reminder of the fun they had.  Also presents the film to Y employees to use in brochures, bulletin boards, or other publications to encourage other families to get involved in the Y and Y programs.

Event Clean-Up Person

Serves on the clean-up committee to make sure the camp/community building/YMCA building is back in order.

Advisory Committee Member

Serves on a committee to review the parent-child programs.  Reviews satisfaction surveys and generates reports.  Gives feedback for program adjustment or new program development.  Interviews families in order to learn about their interests and to gather new program ideas.  (Committee meets quarterly.)


CHAMPION RESPONSIBILITIES

For a smooth and easy transition, it is helpful to have one individual who passionately believes in the direction the Y is headed with its parent-child programs, and who is willing to champion the change process.  Becoming a champion for the parent-child change process includes three levels of preparation: personal, facilitation, and systemic (or organizational) change.

Personal Preparation

Personal preparation is easy to overlook, but it is extremely important.  This involves the champion’s learning about and understanding the reasons for the change so he or she is grounded and able to facilitate others through the change process.  When the champion meets with program participants resistant to change, he or she can get “knocked off their feet” if he or she hasn't worked through his or her own biases, issues, concerns, and reservations

Compassion—balanced with a willingness to confront—are two of the most crucial skills a champion can develop.  He or she must be deeply committed to understanding where people are in their relationship to the change process, while firmly guiding them to a new level.  Champions must be respectful even of people who are intolerant or hostile to change, no matter how frustrating this may be.  Modeling respect for all people is critical when our message is that we're changing the current parent-child program out of respect for individuals of different cultures.

In personal preparation for this new role, the champion should:

· Read the packet of materials developed by the YMCA of the USA.

· Take time to research the program history (see attachments).

· The paper “Responsible Use of the Native American Theme” is recommended for historical background; many parts of it do not reflect the current YMCA of the USA position, which is to eliminate use of the Indian name and theme (available on the YMCA Intranet, http://www.ymcausa.org/).

· Take time to converse with Y-USA staff, the CEO task force members, local Y staff in the transition process, or volunteer champions who served on the parent-child task force and the development team to understand their way of thinking and commitment to moving forward.

· Have conversations with Native Americans or Native American advocates who oppose the program to gain a new perspective.  Be open to their perspective.

· Conduct a Web search on Native Americans regarding how they feel they're depicted in today's society.  For example, the Teaching Tolerance Web site offers a helpful perspective on the use of Native American themes and symbols (go to http://www.tolerance.org/teach/expand/act/activity.jsp?cid=46).

· Become familiar with the National YMCA Cultural Diversity Initiative, staying focused on cultural sensitivity.  (Check out the YMCA Intranet)

· Tell yourself repeatedly, “Even if the change is not popular with all, it really is the right thing to do for the right reasons.”

· Be a good role model.  Walk the talk.  Emulate the YMCA core values: caring, honesty, respect, and responsibility.

Facilitation Preparation

The best champions are those who have proven facilitation skills.  They emulate the YMCA four character values: They are caring in their demeanor, honest in their approach, respectful in their interactions with others, and take full responsibility for the tasks and objectives at hand.  They must be persuasive without being overbearing.  It's about influencing—not forcing—change.  Champions should be relatively close to the current parent-child program.  When they “know” the program, they can easily build relationships with participants and share experiences so their credibility is unquestionable.  To prepare for facilitation, the champion should:

· Understand that the role of a facilitator is about learning and communicating new information to participants and helping them in the decision-making or problem-solving process.

· Conduct learning-focused meetings or discussions to give people the opportunity to gain knowledge, adopt attitudes, develop self-awareness, enhance skills, and modify behaviors.

· Follow the recommendations on page 23, Sample Meeting Presentation.

· Treat people as responsible adults who are capable of using new information to make their own decisions.

· Help people understand the concepts discussed:  how they feel about them and what they will do.

· Help participants find their own answers to questions or issues.

· Keep the group focused on relevant issues and program outcomes: strengthening the bonds between a parent and a child.

· Use simple adult-learning principles when meeting with groups: acknowledge people's experiences as valuable, make it realistic, make it interactive, be a role model, understand that sometimes less is more, and let people progress at their own pace and make mistakes.

· Be passionate and enthusiastic.  Don't waiver.  It's the right decision.  Believe that this is the right thing for the right reason.

· Build credibility.  Help participants identify with you.  Share with them how your attitude or position has changed over time.  Come across as nonthreatening and nonjudgmental.  Carefully select your words and responses.  Speak from experience.  Project that they represent legitimate power—they hold a valuable and influential position in the Y.

Systemic-Change Preparation

The champion's role is to foresee the steps needed to bring about change and to guide participants through the process.  Again, he or she must be extremely competent in order to be seen as a credible change agent.  In preparing for systemic change, consider these steps:

· Secure support and approval from the CEO, branch executive, board, and program committee.  Make sure they are on board and ready to initiate change.  They should work with the champion to:

· Clarify the messages.

· Define key roles.

· Create a chart of work.

· Select a launch team.

· Assess the current situation.  Before the Y can move forward, take time to find out:

· What current members already know.

· How happy they are with the current program.

· What their attitude is:  open and trusting or closed and skeptical?

· What the relationship is between Y staff and program participants.

· How attached the members are to the Native American theme.

· How willing they are to change if you introduce something new and exciting.

· Create a vision, goals, plan, and budget:

· Create, articulate, and inspire a compelling vision (find comfort in the fact that the program vision, mission, aims, purpose, and pledge remain the same).

· Set goals (new launch, recruitment of new families, new strategies, etc.)

· Develop an action plan and implementation timeline (who, when, what, why).

· Develop a budget (new materials, supplies, banners, promotion, etc.)

· Design the program change process.

· Customize the program for your Y (structure, adaptations, events, and materials).

· Gather feedback and modify the plan as necessary.

· Design, produce, and purchase the required materials.

· Communicate the vision, goals, and plan.

· Determine how you will obtain information.

· Determine how you will communicate information.

· Design brochures, write letters, create media releases, host meetings, etc.

· Launch the program.

· Secure and develop recruitment materials.

· Plan a kick-off event.

· Assign leadership.

· Monitor initial meetings, gatherings, and events.

· Celebrate best practices and success stories.

· Share testimonials.

· Celebrate your successes and learn from your mistakes.

In the early stages of the transition process, the champion should focus on the first three bullets.  As the development team crafts the new program and the changes are put in motion, the champions will be given the information they need to proceed with the last four bullets.

The information in this section has been adapted with permission from material presented in the YMCA Cultural Competence Resource Guide, by Tina M. Rasmussen, Ph.D.  The guide is part of the training associated with the National YMCA Diversity Initiative.  For more information, go to www.ymcausa.org/people/diversity.htm. 

SAMPLE PRESENTATION
As often happens in response to change, rumors might begin to fly and participants express anxiety about the possible changes. It's important to take time to communicate regularly and to meet with program leaders and/or participants.  Based on an assessment of its particular programs and its members' attitudes, each may proceed differently.  However, if Y directors are not sure how to present the change and transition to their members, they may want to consider this sample presentation outline.

I.
Welcome
Take time to welcome members and put them at ease.  It's always a good idea to start with an opening thought such as the one suggested here and to provide refreshments.

The Serenity Prayer


God, grant me the serenity to accept the things I cannot change,


The courage to change the things I can,


And the wisdom to know the difference.

Connect the opening thought to what will happen in today's meeting.  YMCA of the USA and many Ys across the country are moving forward in making some changes to our parent-child programs.  The decision has been made based on input and long and careful discussions, including those of a task force of several Ys and Y leaders.  It was a difficult decision and one that evolved over time.  The board of directors has approved the direction.  This is unchangeable.  Although each local Y is autonomous and we can design program practices and activities to meet our needs, we rely heavily on the materials, training, and resources provided by Y-USA and it is in our best interest to implement a program that resembles in name and structure the one that YMCA of the USA is presenting.  However, we have a lot of flexibility in how much of the program we adopt, the activities we engage in, the awards we present, etc.  We can change these things.  Our objective tonight is to begin to discuss and determine what we can easily embrace, what we will accept, and what we can change.

II.
Introductions
If participants don't know one another well, it might be helpful to do an icebreaker.  Use the icebreaker suggested here or design your own.

Ask participants to think of at least one way they know the program has helped strengthen their relationship with their son or daughter.  It might be something their child said, wrote, or did, or it might be just one overwhelming feeling that they've experienced.

Ask participants to pair up and share.

Next, ask participants to think about a change they have made in their personal, family, or work life.  Encourage them to come up with a change that was particularly hard for them at first, but, in looking back, they realized it was the right thing to do for all the right reasons.  

Ask participants to find a new partner and explain the change.

Acknowledge the relevancy of this opening given the focus on the parent-child program and receptivity to the change process.

III.
Presentation
The meeting is part presentation and part discussion.  Before discussion can begin, ask participants to allow you to explain the situation, as you best understand it.

A.  Making the Case for Change
YMCA Position Statement.  Read the highlights or share a copy.  Pay special attention to the overarching goal: strengthening bonds, and being respectful to all cultures.

You can share the Y-Indian Guides Programs Chronology and Making the Case statement from the attachments.  If it helps, share the letter from the Native American in Chicago.  Although these examples may feel irrelevant from your participants' points of reference, it's important to note that they are real to some and, to those who have voiced concern, perception is reality.

History (how this change has evolved over the years):  Reassure participants that this decision was not made lightly.  The program has been evolving over the years.  Discussions have taken place at the Y-USA level for at least two decades.  Local Ys have debated the issue for years.  For example, in the mid-1980s, the YMCAs of Minneapolis, St. Paul, and Palo Alto, California realized they could no longer offer an Indian-themed program and established alternative-themed programs.  Each of these associations is still offering alternative-themed programs today.

Testimonials: What might also be helpful is if you have any comments from local Native Americans, Native American advocates, or potential participants of other cultures.  For example, share this story:  A YMCA staff member who is also a faculty trainer and past Y-Guides director is married to an Asian-American.  When she suggested to her husband that he join the Y-Indian Program with their children, he responded, “Why would I want to do that?  Why would I want to imitate another culture?”  Testimonials or examples that you can share to highlight concerns over the current program might be helpful in balancing the strong testimonials from participants who firmly believe in the Indian theme and find it difficult to believe that any opposition is relevant.

YMCA Mission and Core Values: Emphasize the Christian principles and practices, the inclusiveness of the mission statement, the need to be caring and respectful when others raise concerns regarding the use of the Indian theme, and the need to be a responsible organization that is willing to change to stay relevant.

Cultural Sensitivity and Diversity:  One of the main components of the YMCA National Cultural Diversity Initiative is a belief in what the Y calls the platinum rule:  treat others as they want to be treated.  This is a little different from the golden rule which states, “Do unto others as you would have them do onto you.”   For years, many in the movement have been operating under the golden rule.  They may have believed they were honoring Native Americans by emulating their culture.  Perhaps they thought it was a good thing and assumed Native Americans would too.  The platinum rule suggests that if Native Americans say, “Thank you but no thank you. We would rather you didn't,” we need to honor that request.
Remaining Relevant:  Although the program is very strong in some communities, each year local YMCAs drop the program, from 33% of YMCAs offering the program in 1990 to 24.5% of Ys in 2000.  YMCA of the USA would like to reverse this trend.  To be relevant, it suggests that we may need to change.  Many YMCAs admit that the current Y-Indian Guides program appeals only to white middle-class people.  Although this is a significant and valued constituency, Ys are hoping to reach out and serve more families.  Families are changing, our country is more diverse, ethnically and racially, and communities look very different from the way they did in 1926 when the program was first introduced in the St. Louis YMCA.  Some YMCA leaders believe that we might be able to expand our reach and interest in the program if we design a one that is more inclusive.

Preventing Tarnish to a YMCA's Reputation and Remaining Effective as Community Leaders and Professionals:  The YMCA of the USA and local Ys across the country have been the recipients of negative press and negative attitudes regarding the way Native Americans are depicted in the Y-Indian Guides programs.  The Civil Rights Commission issued a statement in 2001 regarding use of Native American names and mascots (see page 46).  In some areas, funders or potential funders have expressed concern regarding the Indian component of the program.  Finally, there has been some discussion regarding infringement rights when using Native American tribal names that may be trademarked.

As a leading organization that accomplishes great things in communities across the United States, it is important that our members, potential members, community leaders, and donors see the YMCA in a favorable light and feel confident that the movement acts consistently with its mission, goals, and values.  One way we can continue to be seen as such is by being responsive to issues and concerns.  It's also better to be proactive than to wait for the opposition and then react.

B.  What our Association Would Like to See

Note to trainer:  Up to this point, you have shared a combination of why Y-USA is planning a change with a few editorials and testimonials from your local association.  It's time now for you to bring this change home and to make it real.  Why is your association willing to embrace this change?  Hopefully you, your CEO, your program committee, and maybe even your board have processed this decision and have equipped you to handle this part of the presentation.  Share your own thoughts and plans, which may or may not include some of the following.

· The program has/has not been controversial.  We're excited about embracing a new program minus the controversy.

· We've had a hard time making this program grow/although we haven't had a hard time making this program grow, we have high hopes that new materials from YMCA of the USA, combined with a major program launch, can strengthen this program.

· We’ve been looking for ways to refresh the program for years.  This might be it.

· The board, CEO, and staff have committed to this change.  We vow to give more support to our program leadership and participants.

· We hope that the program will have a greater appeal to families with diverse structures, families of various income levels, and families that are ethnically and racially diverse.

C.  What We Can Expect

At this time, there is no clear vision of the final program.  The good news is that we've been assured that the aims, mission, pledge, purpose, and basic program structure will pretty much remain the same.  This has always been the foundation of the program and I'm confident that we can continue to offer strong parent-child programs even in the absence of a cultural theme.

This is what we know about the new programs.

	WHAT TO KEEP
	WHAT MUST GO
	WHAT CAN WE MODIFY

	· Legacy

· History

· Aims, goals, pledge, purpose

· Small groups

· “Magic” pieces

· Spirit, mind, body:  educational opportunities, spiritual component, social time, physical activity, e.g., nature hiking, rock climbing, prayer to open and close, values, program emphasis…parent and child

· Storytelling

· Campfire

· Community service

· Imaginative and inspiring “place” for parents and children to come together

· Commitment to parent and child attending together

· Group Work principles

· Core competencies of staff


	· Gender-specific brand names (although Ys may still design programs for father-son and father-daughter
)

· Program name (Y-Indian Guides)

· Speaking for, imitating, or copying another culture

(Adopting Indian names; use of Indian tribal names; wearing Indian costumes, e.g., feathers, headdresses, face paint; using Indian paraphernalia, e.g., totem poles; officer names such as chief and wampum bearer; and Indian style ceremonies.)

· Traditional Y-Guides program practices which claimed ownership of what isn't ours
	· “Great Spirit…Our Creator”

· Teaching and celebrating the history and legacy

· Defining our own ceremonies and traditions

· Joe Friday, Harold Keltner Awards

· Nicknames

· Group names

· Vest/patches

· Rituals and traditions




IV.
Discussion/Group Work

Note to trainer: Instead of focusing on the outcome, take time to deal directly with the sense of loss people might experience with the transition.  Many of your members will feel strongly about the change, either positively or negatively.  They need to be heard and valued.  It has been said that it isn't the changes themselves that people resist, it is the losses and endings that they experience and the transition that is hard.  

Ask participants to brainstorm either as a whole group or in small groups their concerns and issues.

Use these probing questions:

· Why did you join this program?

· What is the most important outcome to you—your relationship with your children or using the Indian name and theme?

· If we make this transition, what is over for us?  What changes?

· What are you personally losing if we make a change?

· What specifically do you feel the program will lose?

· What is missing from our own culture or in alternative themes that make it seem as though we must have this Native American connection?

· Knowing the opposition to the current use of the theme, and the direction Y-USA is headed, why is it so hard to let go?

· Knowing there is opposition to the program, am I willing to honor their requests and let go?  If not, why?

· What connections to Native Americans will we strive to keep in our revised program?

· What is the magic of the program?  What can we modify while still retaining the magic?

Acknowledge the losses openly and sympathetically acknowledge people's feelings, e.g., 

“John, I know it's hard for you to support these changes.  You've been such a proponent of the program for so long.”  “Kevin, I know how hard you've worked to do your research and to make sure that what you're presented was sensitive and authentic.  It must feel like all of your efforts have been devalued.”  “You're right, we never meant to offend anyone, but in spite of our best intentions, it appears that we have.”

If this is what you are feeling, it's OK to say, 

“I'm sorry that we will no longer be able to_____ (e.g., use feathers in award ceremonies).  I feel bad about it, too.  It's hard for me to move ahead knowing I don’t have your full support, but we must.  I'm a little apprehensive too, but I do believe it's the right thing to do.”

Don’t be surprised if people overreact.  Change is hard.  You might even expect people to go through the typical stages of grieving:  

· Denial (“We will not change.  We don't have to.  We're autonomous and Y-USA can't make us do this.”)  

· Anger (“How dare they?  This is ridiculous.  This is only Y-USA caving in to be politically correct.”)  

· Bargaining (“How about if we offer two programs:  tribes that continue with our current structure, at least until they graduate, and participants who enroll in the new program.  Or, we'll still do some of the same things, we just won't call any attention to it.”)  

· Sadness (“This program is 75 years old.  How can we turn our back on it?  What would Joe Friday and Harold Keltner say if they knew?”)  

· Depression (“Fine, make the changes.  I don't like it and I'm not sure I'll be able to continue.  The new program is doomed from the beginning.”) 

· Acceptance (“I'm on board.  Tell me what I need to do to keep parent-child programs strong in our Y.”)

Acknowledge people's feelings and concerns but stay focused on the task at hand:  a smooth transition to a new program.  Determine if there is any way that you can compensate for their losses.  What substitutions will make it right again?

Break:

At this point, it might be a good idea to take a break.

V.  Discussion/Group Work (continued)

When participants return, do a quick energizer to mix up the group and move people around a bit.  Next, begin focusing on the positive or potential outcomes of the program change.  In a large group discussion or in small groups, ask participants to process these questions:

· Knowing what we know, what will remain the same in this program, despite the changes?  (mission, goals, aims, etc.)

· How much comfort do I take in that?

· What new opportunities might unveil themselves to us if we make this change?

· In what ways can this be a win-win situation?

· What are the new opportunities of which we can take advantage?

· What can the Y (or I) do or say to bring you on board and to enlist your support?



VI.
Question and Answer Session
In true YMCA spirit, it is caring and respectful to allow participants to ask questions and to give them as much information as possible.  Engage participants in a question and answer session.  Use the Frequently Asked Questions in this packet to supply answers to what may be your participants’ concerns.  If you cannot answer a question, promise to look into it.  Y-USA may be able to help, or it may take time in your association for the changes to unfold and for the results to become clear.

VII.
Next Steps

Tell participants, “YMCA of the USA hosted a development team meeting in March.  Once they have a clear vision of what a new program may look like, they've promised to communicate that information to local Ys.  I will get this information to you as soon as I know something.”

Even if the details are not completely worked out, it is important to put some closure on the meeting and get participants focused on what will happen next.  Share with participants your plans regarding the following:

· Name change from Y-Indian Guides to Y-Guides.

· Review of the current program practices—do we need to make any changes before Fall 2002 or 2003?

· Final decision-making process.

· Final decision.

· Communicating the decision.

· Transition plan.

· Communication plan.

· Program implementation.

Promise participants that you will involve them in planning the transition and planning for the new program and that once you have more information from Y-USA, you'll be in touch.

VIII.
Closing

Tell participants that they should beware of the rumor mill: There is information floating around on e-mail and through some networks that misrepresents the changes and decisions that were made.  If they have questions or hear things that concern them, they should contact you at the Y.  Tell them you'll be in touch with Y-USA via the Intranet, publications, or staff with the latest information.

The Transition Committee of the Y Parent-Child Programs National Advisory Council is developing a national e-mail newsletter to help communicate the Council's activities. Please send to Bob Eilenfeldt at bobkyle2@attbi.com the e-mail addresses of staff and volunteers involved in your Y Guides, Y Princesses, and Y Trail programs whom you think would benefit from receiving this newsletter.
Thank participants for their time, their openness, and their respect for the change process.  Close with this thought or share one of your own.  Before we can reach new horizons, we have to be willing to lose sight of the shore.  If we are committed to strong parent-child relationships, to a YMCA that supports an inclusive approach to building strong families, and to a fun and engaging program centered in what we appreciate and believe in most (the aims and purpose of the program), then we must be willing to let go of some of our current practices, stay focused on what matters most, and embrace the change.



FREQUENTLY ASKED QUESTIONS

It feels like this change came unexpectedly.  We're not having any problems locally.  Why would we want to change our successful program?  

Discussions regarding use of the Native American theme have taken place at Y-USA and in local Ys for more than two decades.  Many Ys have adapted their programs to a point where the theme is either secondary or relatively non-existent.  Y-USA has received opposition to the program for years, so much so that in 1992 it asked the Program Committee of the National Board to evaluate support of the program.  Although you may not have experienced opposition locally, there is still opposition to the program.  Some say this is about making changes for the right reasons (to be more responsive and inclusive) and it's better to be proactive than reactive.  Yes, it is sometimes hard to embrace change when you feel that “nothing is broken.”  If your program has been successful, you might want to consider what new opportunities a change in the program might present to your YMCA.

What does our longhouse become?  

We will continue to structure our program in the same way, with small groups coming together to form larger groups led by volunteers in the organization.  A new name will be given to each level: “tribe,” “nation,” “federation,” and “longhouse.”


What do I tell my girls or boys?  

Until the revised program is introduced, it's best to continue as is, with added sensitivity to being respectful of Native American traditions.  When a change actually takes place, Y-USA will offer suggestions on how to introduce this to staff, program leaders, and program participants.

What did we do that was so bad?  

We didn't do anything bad.  However, despite our best intentions, there are many people of all races, including Native Americans, who feel that it's not right for us to imitate a culture that doesn't belong to us.  They have helped us understand that we weren't being fair to Native Americans when we took on their names, dressed like they dressed years ago, and used their religion in our ceremonies.  We thought we were honoring them, but not all Native Americans felt that way.  Many were hurt or offended and asked the Y-USA to stop.

Should we tell families that Native Americans caused this and they are the “problem” or “bad guys”?  

Native Americans did not cause this and they are certainly not the ”problem” or the “bad guy.”  There are no “bad guys” or “problems” here.  Our parent-child program will continue and it will look a lot like our current program.  We'll have new names and do some different activities, but we'll still wear vests, we'll still meet with other parent-child teams, and we'll still have meetings with routines and rituals (opening, crafts, stories, songs, closing).  We’ll just do it a little differently.

Who forced this change?  

Nobody forced the change.  Y-USA has taken leadership but many Ys across the country either have already dropped the program or were already going through changes.  YMCA of the USA hopes that they can provide a good explanation for the changes and a fun and interesting alternative so that local Ys will want to make the change.


What do we tell younger brothers and sisters who looked forward to being guides and princesses?  

Tell them they'll get to participate in the same kind of program with their dad or mom, they'll just have a different name.

What about our names?  Do we get new names?  

Yes, we will probably select new names.  The people who are designing the program understand the importance of names and will probably give us some ideas.


Can we keep and use beads for awards? 

If we want to use beads, we can; however, we might want to see what new ideas come with the new awards program.

What about our YMCA membership?  

The program will continue, therefore, local Ys will probably maintain the same membership policies.


What happens to all of our tribal things, like our banners, our drums, and our totems?  

In our Y, we will need to make a decision about these things.

What about all of our memories?  

We'll continue to have all of our memories and we'll talk about them.  We'll also create new memories.


What do we do about 2003 camp reservations?  

It's business as usual.  There will be a parent-child program in 2003.

What are we going to have to commemorate our experiences together with our kids, such as our patches, necklaces and walking sticks?  

We'll still have vests and patches.  The people who are working on the new program also proposed new ideas like pins, hats, t-shirts, graduation awards, etc.
How are other people going to know who we are when they see us (shirts, vests, and banners)?  

We will still have shirts, vests, and banners; they just won't have Indians or Indian Guides on them.


What if we don't comply, since we are an independent YMCA?  

It's up to the staff and key volunteers in our YMCA to take the lead on this.  They will encourage us to comply and will provide support and materials.

Is YMCA if the USA willing to let the Indian Guides Program be taken over by another organization?  

YMCA of the USA owns the trademark for the Indian Guides program.  The history of the program is embedded in the YMCA.  The support of the program comes from local YMCAs.  Members have come and gone over the past 75 years;  the Y movement has been the stable force.  It's in the program's best interest to stay connected to the Y.  The Y movement will continue to offer a parent-child program and many believe it will be a good one that captures all that is good in our current program.


What do we tell the new recruits in the Fall of 2002 concerning their being guides for only one year?  

Perhaps by the Fall of 2002, Y-USA will have a better sense of what the revised program will look like.  The national development team will meet in the Spring; Y-USA will keep local Ys informed.

What replaces the vests, headbands, patches, and our identity?  

It's uncertain at this time, but the plan is to continue with vests and patches.  There was some talk of baseball hats replacing headbands.  We will have an identity, a logo, and a look.

Why don't they just start another program and let ours continue?  

YMCA of the USA will offer one parent-child program and allow local Ys flexibility in the way the program is carried out.  YMCA of the USA feels strongly that the current program needs a change in name and theme to respond to changing times, to show cultural sensitivity, to appeal to more families, to be respectful of Native Americans and other cultures, and to remain true to our mission, goals, and values.  If the Y kept the program, its actions would be inconsistent with its philosophy and initiatives.  Y-USA is taking a leadership role and hopes to work with local Y staff and volunteers to invest in the revised program.

Is it true that there is no longer a national advisory group for Y-Indian Guides programs?  

With a change in the program name and direction, it was inevitable that we would also see a change in the volunteer group that provided leadership to the program.  The National Advisory Committee for Y-Indian Guides Programs will be replaced with a National Advisory Council for YMCA Parent-Child programs.  It is possible that some of the members who served on the former committee will serve on this new committee.

Through some of our informal networks, there is a lot of information floating around.  How do we find out what is true and what is not?  

That's a great question.  The most accurate information regarding change comes best when it is delivered straight from the source.  If you have questions regarding what your YMCA plans for program changes, it is best to contact your local Y.  If you have questions regarding decisions made by Y-USA or the national development team, it's best to watch for news on the YMCA Intranet, or in YMCA HotFax.  Your YMCA parent-child program director can also call Y-USA directly.
TENTATIVE YMCA OF THE USA TIME LINE AND SCHEDULE FOR PROGRAM IMPLEMENTATION

December 2001: 
Distribute message points




Consultants’ briefing




Post information on the YMCA Intranet




Association Resources Committee briefing

Begin gathering e-mail addresses for Y-USA updates




Select Development Team

Develop packet for local YMCAs (communication plan, transition process, FAQs, etc.)




Consider transition patch (an ending to current name)




Draft communication plan (Y-USA)




Appeal to local Ys for best ideas to feed to development team




Development Team meeting

Solicit support from Urban Group, Metro 30, APD, and other large specialty networks

Meet with vendors: program support options

Send initial draft to review team




Consider a series of articles in Perspective 

Why now?

A local volunteer perspective

What the new program might look like

Why a local Y should offer the program

How to provide support for the program to make it a success

Prepare regular transition briefings for HotFax, Intranet, consultant briefings, National Advisory Committee, etc., with the message: “Stay focused on what matters most.”

Begin development process

Pilot the proposed program in select YMCAs in 2002

Draft materials




Send materials to the review team




Begin writing new training




Shoot recruitment video




Key Leaders/network/local Y presentations and workshops




Begin spring 2003 recruitment




Faculty Academy new training

Fall 2003

Program launch local and national



COMMUNICATION PLANS
From YMCA of the USA to Local YMCAs

	When
	Communication Vehicles
	Information/Messages

	September 2001
	· HotFax

· Intranet

· Membership and Program Notes
	· Board Action Update

	December 2001
	· HotFax

· Intranet

· Membership and Program Notes
	· YMCA of the USA Position Statement on Parent-Child Programs

· Update from Parent-Child Task Force

	Late Winter 2002
	· HotFax notice

· Intranet

· E-Mail Group List

· Membership and Program Notes

· YMCA News
	· Packet of Information:  Transition Plan, Communication Plan, Sample Presentation, etc.

	EXPO 2002
	· Presentation:  Family Category

· Group Session
	· Latest Update:

· Results of Development Team

	Summer 2002
	· HotFax

· Intranet

· E-Mail Group List
	· Latest Update from Development Team

· Suggestions for Fall Recruitment

	Spring 2003
	· HotFax

· Intranet

· Membership and Program Notes

· E-Mail Group List

· Neighborhood, State Alliance, and Key Leaders Meeting


	· Latest Update:

· Suggestions for Spring/Summer Recruitment

· Advice and Testimonials from the 

Pilot Programs

	Summer 2003
	· HotFax

· Intranet

· E-mail Group List

· Membership and Program Notes

· YMCA News

· Other possibilities: to be explored
	· Program Information

· Launch Information and Materials

	Late 2003 through 2004
	· Y-USA Certification Training

· HotFax

· Intranet

· Membership and Program Notes

· Other means:  to be determined
	· Updates

· Advice from Y-USA

· Information

· Success Stories

· Solutions

· Best Practices

	Other dates to be determined
	· Possible submissions to Perspective and Discovery Magazines
	· Issues and Opportunities

· Program Plans

· Testimonials




Suggested Local Y Communication Plan

(This is an abbreviated plan; each local Y will need to determine other relevant information and messages that must be communicated to program participants, Y members, potential funders, and the community at large)

	When
	Communication Vehicles
	Information/Messages

	
	· Meeting

· Discussion
	· Suggested Name Change 

	
	· Memo/Letter

· Newsletter
	· Decision to Change Name to Y-Guides, Y-Princess as Suggested by Y-USA



	
	· Meeting

· Discussion
	· Direction YMCA of the USA is Moving in (Key Messages from the Sample Presentation)

	
	· Memo/Letter

· Newsletter
	· Decisions and Immediate Program Implications

	
	· Meeting

· Discussion
	· Unveiling of the Proposed Program and Discussion on Local Implications and Opportunities

	
	· Memo/Letter

· Newsletter
	· Vision and Goals for New Program and Plan for Implementation

	
	· Media Release
	· Plans for Fall 2003 Program

	
	· YMCA Newsletter or Program Guide

· Program Brochure

· Recruitment Video

· Bulletin Boards

· Memo/Letter

· Word of mouth
	· Program Launch 2003




MAKING THE CASE FOR CHANGING THE NATIVE AMERICAN THEME IN YMCA INDIAN GUIDES PROGRAMS

In determining the fate of the current program theme in Y-Indian Guides Programs, program committee members may want to consider the following.

1.
The YMCA of the USA has received numerous calls, letters, and e-mails over the years from Native Americans, Indian activists, advocates, and other individuals expressing their concerns regarding YMCAs engaged in what they deem “inappropriate or stereotypical” displays and activities—the activities that are a part of the Y- Indian Guides (YIG) program.  The program has been called racist and YMCA of the USA has been threatened with lawsuits.

2.
There is not perfect agreement among YMCA staff regarding use of the theme.  Although a quarter of all Ys offer the program, many YMCAs do not, because of the theme.  Some refuse because of personal convictions; others because they don’t want controversy and criticism in the community.  For many, the use of the theme in its traditional sense is difficult to justify today.

3.
Over the years, YMCA of the USA has been told repeatedly that this program is offensive to Native Americans.  The YMCA is embarking on the National Diversity Initiative that touts the platinum rule: “Treat others as they want to be treated.”  This is different from the golden rule, which states, “Do onto others as you would have them do onto you.”  For years, many in the movement have been operating under the golden rule.  They may have believed they were honoring Native Americans by emulating their culture.  They may have believed it was a good thing and assumed Native Americans would, too.  The platinum rule suggests that if Native American's say “Thank you, but no thank you, we would rather you didn't,” we would honor their request.

4. Supporting a National Diversity Initiative at the same time that we're supporting the controversial Y-Indian Guides program is inconsistent for the YMCA of the USA.  As an organization that many look to for leadership, we must “walk the talk.”

5.
YMCA of the USA has institutionalized the four core values and strives to make sure that our practices, programs, and beliefs emulate them.  When Native Americans tell us the Y-Indian Guides Program is disrespectful, or when they tell us we're not being responsible when we teach and perpetuate stereotypes to young impressionable children (children in the program are 5-9 years old), we must respond honorably.  When participants inaccurately teach and explain Native American history, culture, sacred beliefs, and religion, they appear to be uncaring— again signaling that it is time to change.

6.
When YMCA of the USA asked Native Americans what it could do to make the program more authentic, sensitive, and acceptable, staff were discouraged from continuing the theme.  Instead, Native Americans said, “Change the name,” “Eliminate the theme,” “Get rid of the program.”  Despite the fact that some local Ys have found support for the program from select Native Americans or groups, YMCA of the USA—based on discussions among staff, volunteers, and participants of all races—has decided that there is no respectful way to continue the Indian theme.

7.
The program was created in 1926 by a YMCA executive and a Native American, but it's a different world today.  Minorities are freer to state their opinions, as they may not have been in 1926.  What may have been acceptable then is not necessarily acceptable now.  As a nation, we've developed a greater understanding of Native Americans and all minorities confronting racism (defined as a belief that race is the primary determinant of human traits and capacities and that racial differences produce an inherent superiority of a particular race), and prejudice (injury or damage resulting from some judgment or action of another in disregard to one's rights).

8.
The Y-Indian Guides program is a parent-child program with the first objective being to strengthen the relationship between one adult and one child.  Regardless of how much one likes a theme or believes it adds “magic” to a program, it is not (and should not be) the focus of the program.  YMCA of the USA intended above all to develop and support a parent-child program, not an “Indian” program.


ONE NATIVE AMERICAN'S PERSPECTIVE

YMCA of the USA was unable to contact the author of this letter.  He was on faculty at the Native American Education Studies College, Chicago Campus.  This is printed without his permission, therefore his identity is not included here.

Hello,

    I apologize that I am not able to attend the Saturday meeting.  However, I am asking that you consider these thoughts as you consider the value and appropriateness of the Y “Indian Guide and Princess” Program.

    I do not mean to imply that I speak for all Native people, however, as an Indian person, a member of the Pokagon Band of Potawatomi, and having been invited to give you my opinion of the program from the materials I have received, I can tell you of my feelings.  No matter how honorable or well intentioned, Indian people are NEVER honored by non-Indians pretending to be Indian.  By continuing such a program, you are teaching your children to objectify us.  You are borrowing our culture without asking, in the proper way.  It makes me feel like you have stolen from me and all my relations.  I realize you can do whatever you want, you are a private organization.  But I believe you are a good organization too, that has done great things, and that you want to do the right thing.  So if your decision is to continue the program, the answer is, “Yes, it offends Indian people.”  If your decision will be based on other things, such as enrollment factors, or “This is our tradition,” or it is convenient, you have the right to continue your program the way you propose.  But please understand that if you do so, you continue the Indian Guide program despite its offensiveness to Indian people.

    I reviewed the suggested proposal for modifying the program and it is equally or more offensive.  The bottom line is that Indian people are generally offended when you pretend to be them.  They are offended by non-Indians playing Indian.  It makes no difference whether you try to make the program more “authentic.”  There is no way to make it palatable.  It is racist and demeaning.  I choose such harsh words very carefully, because I know you are not a racist organization.  But this program is, and will always 

be, a cancer that eats at the very integrity of every thing else good you seek to do.

    Lest my view be taken as just the opinion of one Indian, I have used the last week as an opportunity to talk with other Indians in the Chicago community, students, staff and teachers at NAES College, people that I saw this week at the Chicago American Indian Center, members of the Illinois Native American Bar Association, teachers and students that I saw at a Chicago Public School training today.  EVERYONE that I spoke with was in agreement.  The Y Indian Guide Program is offensive, and the proposal for its 

modification does not cure it.    

    So I hope that you will take this criticism in a spirit of reconciliation.  Many of the goals of the program are most laudable.  A program that promotes bonding between parent and child is noble.  But I hope you will consider your meeting as an opportunity to explore some other more appropriate parent-child programs as a replacement.  Thank you.


“SOMEDAY THEY WILL SEE”

Dr. Steve Long-Nguyen Robbins
Imagine you live in a community in which a small percentage of the population adheres to the Christian faith.  You are “one of those Christians.”  Your forefathers founded this

community many generations ago, but over the course of time, Christians took over and became the majority group.

Many years ago, the non-Christians started a school, and to honor those who first settled the community, they decided to have as their mascot, the “Christians.”  Now, they never

consulted Christians in the community about naming their mascot the Christians.  They didn't even talk with anyone about how to best honor the community's founding fathers.

These non-Christians don't know much about the Christian thing called Communion.  The non-Christians observe this Communion process, eating bread and drinking wine, and quickly recognize it is something that nearly all Christians take part in.

They decide that since the school's mascot is the Christians, they should have their mascot do something Christian-like at school assemblies and athletic competitions.  The non-Christians see this as a way to build pride and community within the school.  They choose this “Communion thing” as the perfect ritual to utilize at school functions.  Not only will it build school pride, they reason it will also show that while they are non-Christians, they value the Christians in the community.

As you and others hear about what the non-Christians are going to do, you quickly suggest to the non-Christians that what they are about to do is not honoring the 

Christian faith, but actually dishonoring it.  You tell them that taking Communion is a sacred act that has meaningful significance to Christians.  Taking Communion lightly, as 

something one does for fun and show, is blasphemous to many Christians.

As you tell the non-Christians all your objections, many become defensive.  In fact, they take offense to your objections and argue that they are trying to honor Christians.  They insist that you should be thankful for what they are doing, for bringing attention to a wonderful ritual you have.

Over and over you state your objections.  The more you object the more they dig into their position.  Indeed, the more you object, the more they believe what they are doing

is an honoring gesture.  They vehemently insist that their intentions are good and that you are taking this “Communion thing” way too seriously.  They tell you to lighten up.

By this time, the re-enactment of Communion has become a regular part of half-time activities at basketball and football games.  They've even added a life-sized cross 

with a real student on it for “effect.”  People in the stands create motions around it.  When their team needs support they put their hands to their mouth twice, once

to signify the eating of the bread and the other to show the drinking of wine.  Non-Christians in the community love it.  They identify with it.  They are full of school 

and community pride when they see it.

You and others in the Christian community continue to object.  But since there aren't many of you and you are thought of as the “minority,” no one listens.  They tell 

you that you are wrong to take offense to such a wonderful display of pride.  Community and school leaders tell you to “Get over it!”  They continue their insistence that there's nothing wrong with what they are doing.  They tell you they won't be bullied by what 

they call “political correctness.”

The hearts of your people sink.  Your defense of what holds great faith significance to you has now been deemed an act of political correctness.  Though what they do inflicts

pain on you and other Christians, you know that they don't know what they are doing.

Your forgive them in the midst of your pain, suffering and humiliation.  You go on.  You learn to survive.  Your prayers go up, “Someday they will see.”

Reprinted with permission Do Diversity Right! February 6, 2002. Volume 2, Issue 7

Official Weekly Newsletter of the Woodrick Institute for the Study of Racism and Diversity, Aquinas College, Grand Rapids, Michigan



Y-GUIDES CHRONOLOGY

	Year
	Milestone/Event/Activity

	1926
	Harold Keltner, St. Louis YMCA director, with the help of his friend Joe Friday, an Ojibway Indian, developed the Y-Indian Guides program to support the father's role as teacher, counselor, and friend to his son.

	1951
	The mother-daughter program, now called Y-Indian Maidens, was established in South Bend, Indiana.

	1954
	The father-daughter program, now called Y-Indian Princesses, emerged in Fresno, California.

	1969
	Y-Trail programs (for sons 9-11 years old and their fathers) was recognized by the National Longhouse Executive Committee.

	1980
	YMCA of the USA recognized the Y-Indian Braves program for mothers and sons.

	1980s
	YMCAs in Minneapolis and St Paul, Minnesota, and the Palo Alto, California, developed non-Indian themed parent-child programs.  The programs Y-Voyagers, Y-Guides, and Y-Westerners still exist today.  Some Ys followed suit.

	1988
	YMCA of the USA published Friends Always, The New Y-Indian Guide Participant's Manual.  Sections of the book suggested appropriate use of the theme and discouraged practices that perpetuate Hollywood stereotypes from the 1950s.  The YMCA encourages programs to ban the use of broken English, “How, How,” face painting, etc.

	1992
	The Program Committee of the YMCA National Board of Directors affirmed its commitment to the Y-Indian Guide program but encouraged program leaders to be sensitive and authentic in their use of the Native American theme.  YMCAs are encouraged to meet with local Native Americans and ask for a review of the program.  In areas where the Native American theme is not acceptable, Ys are encouraged to offer alternative programs.

	1996
	In response to reports of inappropriate practices related to the Native American theme, YMCA of the USA released a technical assistance paper titled "Responsible Use of the Native American Theme."  The paper was made available to all Ys and was later posted on the YMCA Intranet site.

	1997
	YMCA of the USA revised Friends Always, The Y-Indian Guide Participant's Manual.  Several stereotypical pictures, drawings, and concepts such as Native American dance steps were removed.

	May 2000
	YMCA of the USA Research Department shared these statistics, derived from the 1999 annual report.

· 550 Ys reported offering Y-Indian Guides in 1999.  YMCA of the USA estimates that about 180,000 members are enrolled in this program nationwide.

· About 120 of those were independent.  Many of those independent Ys were in the East and Midwest.  Illinois had the most corporate Ys offering the program, followed by New Jersey, California, and Ohio.

The remaining Ys offering the program were branches of metro offices—Dallas: 17 branches; Los Angeles: 13; Orlando: 11; San Diego: 10; Detroit: 11; Cleveland: 10; Houston: 11; Pittsburgh: 9; Seattle:  8; Chicago:  8. Raleigh (N.C.) has always been considered to have the largest Indian Guides program. 

	October 2000
	The National Advisory Committee for Y-Indian Guide Programs met in Chicago to discuss critical issues for the future of parent-child programs.  On the agenda:  possible elimination of the term “Indian” in the program name and changes in program content to become more sensitive and authentic. 

Norris Lineweaver, a member (representing local YMCAs) of the Program Committee of the National Board, asked in light of Y-USA’s cultural diversity initiative, “What level of confidence do national leaders have to continue the current name brand in promoting Y-Indian Guides?”

	2000/01
	YMCA of the USA received a flood of telephone calls, letters, and e-mails in support of and in opposition to the use of the Native American theme.  Some in opposition threatened lawsuits.

	January 2001
	Noreen Schumann, chair of the Program Committee of the National Board, appointed Norris Lineweaver to chair a task force to address the issue.

	2001
	Norris Lineweaver began building consensus regarding possible changes in the program name and content.

	April 2001
	The U.S. Commission on Civil Rights called for an end to the use of Native American images and team names by non-native schools.  Some YMCA leaders saw parallels to Y-Indian Guide programs.

	May 2001
	The LA Times wrote an article on the program titled “Y-Indian Guide Program:  Recreation or Racism.”  The Associated Press also ran the article.  YMCAs across the country are asked to respond by local media.

	May 2001
	Norris Lineweaver and members of the National Advisory Committee for Y-Indian Guide Programs met in Chicago to discuss possible changes to the program name and content.

	May 2001
	Norris Lineweaver appointed a task force of YMCA CEOs that approved resolutions to drop “Indian” from program promotions and to appoint a parent-child programs task force to review the program.

	June 2001
	The Program Committee of the National Board approved the recommendations of the CEO task force.

	Summer 2001
	YMCA of the USA communicated with local Ys, encouraging them to drop “Indian” from Fall program promotions and to begin or continue reviewing all program practices using the technical assistance paper “Responsible Use of the Native American Theme” as a guide.

	September 2001
	The National Board of the YMCA of the USA accepted the recommendations from the Association Resources Committee (formally known as the Program Committee):  The term Indian will not be used in promoting the YMCA parent-child program and a task force will meet to begin review of the program.

	December 2001
	A representative group of YMCA staff and volunteers met to evaluate 

the current YMCA parent-child program and to make recommendations to YMCA to YMCA of the USA for program changes or revisions.  They 

recommended the following:

· The task force charged the national development team (a smaller group of individuals responsible for revising the current program) to use the framework and structure from the current program (a parent-child focus with parent-child pairs coming together in small groupings) to make slight revisions in the current aims while maintaining the program purpose and pledge and celebrating the program’s history and legacy.

· The task force, after much discussion and sharing of differences of opinion, concluded that it was time to retire the use of cultural themes and to refrain from copying or imitating any culture.

· The task force asked the national development team to stay focused on what matters most: a parent child program that promotes a strong bond and lifelong friendship between parents and children.

The task force understands the importance of moving quickly to provide new program materials and challenges YMCA of the USA to work diligently to provide new materials for a fall 2003 program launch.

	December 2001
	YMCA of the USA released a position statement on YMCA 
parent-child programs.

	January 2002
	YMCA staff began work to appoint a development team, develop 
a communication plan, and design a transition packet for local YMCAs.

	March 2002
	Development team met to discuss ideas for the new Y-Guides Program.

	April 2002
	YMCA Parent-Child Programs Transition Plan: Initial Packet released.



2001 NEWS RELEASES, PRESS ADVISORIES AND PUBLIC AFFAIRS
U.S. COMMISSION ON CIVIL RIGHTS CONDEMNS THE USE OF NATIVE AMERICAN IMAGES AND NICKNAMES AS SPORTS SYMBOLS

The U.S. Commission on Civil Rights has issued a statement that calls for an end to the use of Native American images and team names by non-Native schools.  In recognition of the First Amendment right to freedom of expression, the Commission's statement does not attempt to prescribe how people can express themselves.  However, the Commission believes that the use of Native American mascots and their performances, logos, images, and nicknames by schools are both disrespectful and insensitive to American Indians and others who object to such stereotyping.

“The stereotyping of any racial, ethnic, religious or other groups, when promoted by our public educational institutions, teaches all students that stereotyping of minority groups is acceptable - a dangerous lesson in a diverse society.  Schools have a responsibility to educate their students; they should not use their influence to perpetuate misrepresentations of any culture or people,” the statement reads. 

Copies of the statement are available free of charge to the public.  Please contact the Publications Office, USCCR, 624 9th Street, NW, Washington, D.C. 20425 or call 202- 376-8110. 
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