June 15, 2001

To:  
Group Committee Chairs & Members of Council

From:
Jeff Smith, Provincial Commissioner


Richard Morris, President


Richard F. Tracy, Executive Director

Re:
IMPORTANT ISSUES FACING COUNCIL
Dear Scouters,

Your Key Three have been applying their efforts to the three Council priorities shared with you at the Annual Meeting last December.  Our singular desire is to permit this organization to focus on the development of youth.  There are a number of issues, opportunities and important decisions that we all need to grapple with in order to ensure the continued healthy operation of your organization.  

As part of our commitment to you to open communication, we would like to take this opportunity to outline where we are and to invite your understanding, participation and help.  We apologize in advance for the length of this letter, but feel it is important that you be fully informed.

If you will recall, the three priorities we have identified are:

1.  Membership Growth: more members, in more groups, in more communities.
2.  Communication: building the relationship with all those providing service to local Scouters and to increase awareness of Scouting – telling the good story.
3.  Sound Financial Management and Camps: building towards a sustainable financial future and resolving the camps issues.
Membership

Unfortunately as we look at this year, we once again see an important decline in membership despite our best intentions.  Recently, your Council, Board and District Commissioners and Presidents have reviewed a demographic outlook presentation.  This essentially shows that the overall population of 5-15 year olds (our principal target youth market) has declined in the last 20 years as children of “baby boomers” become older.  However, Scouting membership has in fact declined far faster and hence the penetration of the market is significantly less than before.  Declining membership therefore is only partially related to declining population.  The opportunity is there to harvest the youth market better than we have recently.

The impact of the declining membership has affected our finances through reduced membership revenues.  This includes the unfortunate effect of paying National for members we do not have due to the freezing of the national fee at the membership level of last year.  Had we been able to increase members, this would have worked in our favour.

Currently under development is a package that looks at membership and development activities, which can be conducted throughout the year.  Many people have been asked for their ideas and input on this comprehensive initiative, which will be commissioned before the end of the summer.  We believe that this, together with your commitment to a structured membership development plan where responsibilities, targets and reporting are identified with individual volunteers, will help change this organization’s current direction.

Communication

At the March Council meeting, an area concept paper was tabled with members to explain the importance of changing the structure of our provincial organization.  Simply put, we have dropped from 24,000 members in 33 districts in 1980 to 7,500 members in 25 districts in 2001.  This together with leader demographics (fewer leaders stay longer than 4 years) means that there are not enough skilled resources to fill all the roles outside of the sections.  The overall goal of the change is to improve service delivery to youth by providing better support to, and communication with, groups and sections.  In short, to focus directly where adults and youth meet to “scout”.  

A regrouping of districts into areas and reallocating of provincial/district human resources is envisaged in order to become more effective.  Aside from ensuring continued importance of program delivery to our youth, these changes will also have significant implications for membership development, improved communications and sound financial operations.  Many meetings have already taken place throughout the organization to explore, create ideas and explain this development.  A more formal and consultative process has been adopted to review the many implications and to structure the implementation. This process is currently underway, and a master-programming group has met twice and will be overseeing the work of five functional programming groups.  Participation from all levels is invited and meetings will take place over the summer with implementation plans being prepared in early fall.

Sound Financial Future

The Provincial Treasurer has delayed presenting the 2001-2002 budget, preferring instead to review the available options and important decisions with the membership before recommending a plan to the Council for approval at a special meeting in August.  It is likely that recommendations, which accompany the budget, may have far reaching implications.  Some of the more important ones are referred to below.

In recent presentations to the Council, the Board, District Commissioners and Presidents, the Treasurer clearly outlined the financial challenges facing the organization.  The Treasurer was at great pains to point out that despite the fee increase raising the annual membership fee for the 2001/2002 year from $40 to $44, approved at the March 2001 Council meeting, current budget projections showed a loss in excess of this year’s forecast loss of $120,000+, – clearly an unacceptable position.  He clarified that as in the past, losses are funded from the QPC Inc. body out of investment returns and that this level of loss is too high and would, if permitted to continue, seriously deplete those funds to a point where they will very soon disappear.  He is therefore advocating a return to at least a break-even position for the organization’s annual operations.  To accomplish this, some important decisions are required.

The Treasurer clarified the reasons for the financial difficulties as follows:

· Declining membership and fee revenues – As discussed above, this organization has to stop declining and preferably grow to have any chance of an assured future.  The essence of the Treasurer’s message is “we have to live within the means of our current membership”.  Given the financial circumstances we find ourselves in, increasing fees again is something that has to be considered.  A decision on this matter will be made at the special Council meeting, likely to occur in August.

· Lack of alternate fundraising sources of revenues – Currently, there are few sources of revenue apart from occasional donations.  As an organization, we are dependent upon performing activities that continue to support Centraide’s objectives to a level consistent with the amount of funding they provide.  Currently the grant is higher than our membership fee revenue.
· Fundraising options.  We need to find some activities that must become a success and synonymous with Scouting.  Those being actively considered, with strong recommendations from the national body, include Popcorn which is now being piloted, and calendars, which National will be invoicing us for (a new cost) at two per member starting next season (see June 2001 Leader magazine).  Currently, very little is budgeted for these and your participation is required.  The newly formed Revenue Development committee is coming up with more local initiatives; however, already in the budget estimate is a significant amount - a commitment that may already be challenging to achieve.  

· Organization costs as made aware to us by the National body – following the approval of our fee in early March, we became aware of the equivalent of more than $7 per member of additional costs which will be flowed down to us by our national body next year.  The effective increase in expenses paid to the National body per member is a startling 70%.  These include a 100% increase in insurance premiums to cover the increasing legal costs the organization is facing (up to now, this cost has been treated as a provincial expense and not a separate part of the fee).  Additionally, a new expense is required by the Canadian accounting standards body (CICA) and applicable to most organizations, relates to the costs of retirement benefits for Scouts Canada employees.  
· Costs of operating units – QPC has four operating units – the Scout Centre, the Scout Shop and the two camps.  
· The increase in fuel prices, particularly natural gas, will double the costs of heating the Scout Centre in future.  We may expect a similar concern to eventually affect the camps operating costs.  Revenues from leases to other organizations who share the Dorval facility are likely to reduce at least in the short term.

· The Scout Shop is profitable, but very dependent upon membership numbers and location.

· The camps – as has been discussed at previous meetings, have operated at significant losses.  Although valiant inroads have and are being made, only 11% of a declining membership attends these facilities and we already do not have adequate financial resources to properly maintain these properties.
With regards to the premises and camps QPC operates, and the declining membership, recent Board discussion has been focusing on the question “what business are we in?”  Essentially, this question asks us to evaluate where we are and to make choices as to whether our main purpose is to provide programs to youth or whether it is just as important to own and run large properties.  The Board recognizes that there is a huge emotional attachment by our members to our building and the camps in particular.  However, as membership and resources get fewer and fewer, we need to identify whether we could manage just as well operating our outdoor youth programs in any of the many camping/park facilities close to their geographic locations.  A task group is currently evaluating options on the Scout Centre and task groups will consider the other properties.

In conclusion, this is an important time in the evolution of our organization.  We encourage you to talk to your Council, Board, or District representatives in order to understand these issues and explain your point of view.  If you can see any other realistic and important solutions to the issues above, now is the time to bring them forward.

On the bright side, the results of a recently announced survey by Statistics Canada confirms that children who actively participate in organized activities outside of school tend to have higher self-esteem, interact better with friends and perform somewhat better at school.  These children would appear to have a more balanced approach to their lives.  These findings come at a point when many schools have also reduced extracurricular activities, thereby limiting opportunities for our youth.  This provides encouragement indeed for all of us as a leading youth organization with lots of fun ideas and activities for the youth of today.  As the opportunity is clearly there, perhaps we should all see this chance to step up to the plate and seize the moment.

You may also direct your comments and thoughts to the Key 3 via voice mail or at pc@qc.scouts.ca, pres@qc.scouts.ca, or rtracy@qc.scouts.ca.  We will be posting some information documents on the www.qc.scouts.ca website shortly for review and consideration and will be distributing same via our e-newsletter over the summer.  Alternatively, you can call Penny Byram at 514-683-3004 (ext. 19) to be faxed or mailed any material.  We ask that you share this communication as soon as possible with those members around you who may not have received it and review/discuss it in any of your regular meetings.  We look forward to hearing from you.

Yours in Scouting,

Jeff Smith

Provincial Commissioner

Richard Morris

President

Richard F. Tracy

Executive Director

