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                                                                        22 October 2003
To:       Area Commissioners 
      Group Committees 
      Deputy Council Commissioners
 
In Central Escarpment Council – Central Canada
 
 
For the past several years, restructuring has been occurring with regularity. Ontario and Quebec were instrumental in leading innovative measures to improve the delivery of the Scouting program in anticipation of our new by-law being passed, and were assured that we were heading in the right direction according to the governing body. It was always anticipated that once By-law 2 was passed there would be some additional changes at the various levels within the Scouting structure, but those would be minimal in nature. 
 
However, at no time was there a timeline or implementation strategy setting out the process by which that would occur following the passing of such a by-law. That has caused some confusion when documents and information is received in various formats. This letter is intended to clarify such strategy including such timelines that are known or expected this coming year. 
 
With the passing of By-law 2 in May 2003, essentially three areas are being developed at the same time.  These areas need some explanation but you need some clear direction in order for you to carry out your role, while also ensuring that you feel you are part of the changes and feeling comfortable within that role. Those three main areas are captured within the Central Canada eight KRE’s (Key Result Expectations) but for other areas of the country these are not as clear. The three main areas are Structure, Procedures, and Program Delivery and Accountability.  
 
The structure includes designing staffing and volunteer roles and responsibilities, centralization or decentralization of functions, decommissioning of provincial councils and the processes by which we achieve each of these. Procedures being designed are in support of the policies set out by the Board of Governors that enable the structure to be efficient and the processes to be clear and easily achieved reducing administrative costs to the lowest possible level. The last area of Program Delivery and Accountability is to be achieved through design, roles, and property needs. The overriding issue is and will remain compliance, membership and cost efficiency. 
 
There are many members that feel they will not, nor have had, any input into the direction or structure of Scouts Canada now or into the future. On the contrary, I would say that many have had a say into the process and outcomes especially within Central Canada given our three-year restructuring and commitment to change that has been occurring. I, along with the Key Three in Central Canada, will simply not let that happen, and in fact we held two large conferences within the past six months to overcome some of that perception and we know that Councils have similarly held processes to mirror that. There has been a conscious attempt to include as many as possible in the process.  The good will of all of our adult members and the work that is being done is not going unnoticed and is being taken into consideration as we move forward.
            
 
I do, however, agree that we can do better with communication and with implementation of whatever program or changes that will or need to take place. That is why this letter is being written.
 
This continues to be and will always be a democratic movement despite structural changes. It is a volunteer led organization from top to bottom with staff supporting every step. In some areas the staff are accountable for the processes, due in part to demands made from outside the organization. Some of these are our membership management system, property administration and compliance, centralized accounting and more. Likewise the volunteer levels led by the commissioner are accountable for program, screening, recruitment and retention, recognition, development and more. Together we are intrinsically connected and dependent upon one another to make it work. No one person or group without working together can achieve our mission’s intent.
 
In April at the Central Canada service team meeting held in Toronto, you were advised that groups were not going to be dramatically changed but that senior levels may face more dramatic changes. Your feedback at the various breakout rooms was recorded by my deputies at the time and have been fed into the process through the Executive Commissioner/CEO Rob Stewart. The process of change was to include the membership’s input followed by additional consultation, ultimately leading to the implementation of the planned changes across the country. 
 
Deputy Executive Commissioner Jeff Smith who chairs the Program and Services Committee was charged with the responsibility of designing the new structure the procedures and to release the information. The process for consultation was designed to be the Commissioners’ Forum at the National Annual General Meeting (AGM) and the various Councils and Area Commissioners’ Forums throughout the country, yet we have not yet achieved that process. 
 
Some of the structure is mandated, having been set out with By-law 2. The document sets out descriptors such as groups, areas, councils and a national/executive level of commissioners. It also sets out the country structure comprised of 20 councils, each having 3 voting representatives at the national meetings. The final part of the by-law sets out the roles and responsibilities of our governing body called the Board of Governors. The operational and procedural guidelines setting out the processes that guide the operation of those councils is being developed with input from the field. They will be released upon further consultation. 
 
The direction set out by the Chief Commissioner Mike Scott is to achieve a single line of accountability throughout the organization, to help eliminate duplication, to improve communication and to deliver the program to more youth consistent with our mission. Part of that development is designing from the ground up what a group and a group committee looks like while ensuring that there is accountability. In addition, he wants to preserve the group committee concept and eliminate that confusing issue of who is accountable for running the group. Some leaders feel it is them, some group by consensus feel it is them as a group and some chairs feel it is them alone. There are others that feel that Group Committees are responsible for the administrative duties and do not have a role with the program nor are they accountable for that function. Some feel the group leaders are the sole persons accountable for program while the Service Scouter is responsible if there is a conflict for the program, while some just do not know. 
 
The group committee by design posed issues within councils about who was actually in charge. Some committees became quite dysfunctional yet others were very functional. Across the country the feedback supports that where groups are growing there is generally a functional group committee supported by a good service team. Conversely, the declining adult volunteer enrollment has led to less servicing being conducted. In many cases, less functional group committees lead to declining youth and adult involvement, in addition to not operating functionally.
 
The essence of the changes described in the Group Committee Handbook recently released as a draft is to eliminate that confusion and design what is working throughout the country, including various models, and combine them into a model of best practices. Through this model we collectively can achieve the single point of accountability, maintain a group committee and maintain a program focus. That being said, there will be members who feel that they have been betrayed because they operate an excellent committee and do not understand why the change is occurring. I can only say that with the new model there should be minimal changes to the operation, so continue to do an outstanding job by combining both roles.  
 
The design that has been released would see that one individual accountable to the Area Commissioner would lead a group and that person would employ the administrative roles that are already in place accountable to that single person. That person previously seen as the Group Scouter, the Service Scouter or whatever name was identified would do the servicing side. The additional responsibility is merely coordinating the two and ensuring that they both get priority. This slight change can be seen as a major or minor issue depending on who you ask but the outcome is significantly different. This single role would eliminate that confusion and would combine servicing and accountability into one role. Presently that person is being proposed as the Group Commissioner. 
 
That name invoked great discussion at the April meetings, despite not having the complete job descriptions or the supporting description set out within the new document on group committee’s. The name is still being discussed but for the purpose of release and the need to be set out in some fashion or another. The term is being used and has been used in other councils across the country. The issue is being brought forward at the National AGM in November as one of the agenda items.  
 
The three things being carried out at the same time need to be explained and I intend setting out a timeline and direction for all the groups, areas and councils to follow in Central Canada, so that you have clear direction on the two documents presently released on the National web site. I assure you that each of your concerns is real and is being heard. Issues are being noted and will be addressed including providing you with feedback. Your commitment to providing excellent programs should be foremost in your mind while ensuring membership trends are reversed and our mission is delivered to more youth. 
 
Structure
 
The documents outlining Group Committee have been released in a council pak in addition to being posted to the web site. Feedback is expected and is welcome and will be discussed at the National Commissioners Forum being held in November 2003. The timeline for implementation of this model can be started as we speak, yet I caution you with the process. The actual roles are described within the job descriptions. The names and roles can be adjusted or renamed but the model is the desired outcome. Feedback on what will work, what can be achieved with realistic outcomes, and suggestions on how to fix any areas of concern are welcome. No one model is going to be perfect as expressed in our Key Three document of February 16, 2003. 
 
The implementation plan never set out what can be achieved with the following timelines. During September to December 2003, implement the model where feasible and explain the model with the documents set out on the national web site. During this timeline obtain feedback on the model from those who have implemented the model with solutions on how to improve or implement such a model. Some groups will achieve this model simply by changing the role of the chair since there is no Service Scouter or Group Scouter available. Some groups may not want to change at this time and that is fine. 
 
During the November 28, 2003 weekend, the feedback will be brought to the table of the Commissioners’ Forum to be discussed with suggestions going to the Program and Service Committee for revision. Beginning in January 2004 the implementation of the revised Group Committee Handbook and Model will be released to the Council Commissioners and their counterparts in areas and groups who can begin to implement the model across the country. This model can fit with the various structures in both rural and urban environments. 
 
While that is being done, the task team recently struck in each province is looking at the decommissioning of the Provincial Council and the structure that should support the group concept. Those structures will once again go to the Program and Services Committee to be combined into a document that will be released to the Council Commissioners in the late spring. The model will then be reviewed with expectation of implementation over the following year. Those models will be achieved within the volunteer and staff structures, followed by the revised procedures document being developed along side the various revisions. 
 
By September 2004 the new group model should be in place to start the new year. The supporting area and council models will be known and implemented in part or in whole with feedback on those changes, including the procedures that flow from the models at the 2004 Commissioners Forum. I will be issuing communications on the process as it moves along the year. The April 2004 Central Canada Scouters Conference is designed to provide an opportunity for all Scouters who attend to have input into the process. Once completed in November 2004 the revised procedures, structures and roles and responsibilities documents will be released on the web site for implementation beginning in January 2005. I expect that the final structures and various processes will be fully implemented by September 2005. 
 
During the process the eight KRE’s designed by the councils, areas and groups will continue to be assessed and reported on quarterly (November 15th, February 28th, May 31st, and August 31st). These dates are designed to assess our effectiveness in the eight key areas with each council reporting their progress and actual positions. By focusing on the areas’ consistency can be achieved with a single focus and energy being directed in one direction. The implementation of the various models does not affect those directions.    
 
Procedures
 
The procedures and policies will continue to evolve and be released. Feedback and solutions to those areas that expose us to risk are certainly welcomed. The procedures will likely mimic the structural changes so there will be revisions from time to time. Financial, risk and screening processes are being revised to achieve our overall goal and compliance with legal and insurance industries. Some of the processes will be achieved with technical improvements while others with compliance and audits that are also being developed. The processes are being developed with your input so continue to provide that feedback. Once again implementation should be known and understood by all of you in the field. 
 
The recently released screening guidelines have provided updated guidance to the process now in place. This document seeks to clarify the many changes that have occurred within the past few years. There are, however, questions that present themselves within the document along with process steps that are in need of clarification and revision. Once again the document was released to attempt to answer the many questions asked recently since many of the processes are changed or are being changed. The feedback received indicates that the document is not in its final form so caution is expressed to you in using all the stated questions. Areas of concern surround questions around the issue of exposure to abuse. 
 
When conducting interviews exclude those questions since disclosure of abuse requires volunteers to report this disclosure to the appropriate authorities. This does not affect the interview or mitigate any risk factors. Use the document as a guide when probing a candidate for past history and answers, as there are many good guiding questions that can be employed. 
 
The proposed changes that have been received surround such questions and sequence of events. I propose to have the Police Record Check (PRC) production set at the beginning of the process since many area and council volunteers, and staff time is negatively impacted by the processes set in place to monitor, wait and follow-up on PRC production or non-production. Simply said, apply to be a member, obtain a letter from council advising that the member requires a vulnerable sector check, and until such PRC is produced no such screening process be initiated until that is carried out. That will ensure that 100% compliance is achieved in the screening process versus the constant guessing of how many PRC’s are outstanding. This process will impact in some way the processes, but will achieve efficiency by this simple change. Other changes will be tabled at the Commissioners Forum in November. Development and training is constantly being revised and processes for such changes are being delivered upon completion. 
 
Program Delivery and Accountability
 
Quality, program standards, development, customer service and consistency are contained within this area. In addition property ownership falls to the commissioner specifically in the area that encompasses program within the 7 program areas, delivery of the program, servicing and program expectations in relation to why do we have property. 
 
Accountability is achieved through the KRE’s, single line of accountability, and other mentoring and development opportunities. Procedures, structure and processes will ensure that input is achieved at all levels of the movement to ensure accountability is achieved. Fairness and accountability must be seen and be measured in order to achieve acceptance from the membership. Timelines on reporting the KRE’s has been set above. Accountability is being designed with the structure in mind while the procedures must set out the accountability in the clearest terms. 
 
Property use is a recent process that I have asked the Council Commissioners to review and provide guidance. With a further demand of fiscal responsibility, compliance by insurers and government agencies comes the need to conduct a real assessment of our needs to own and operate all of the properties within Canada. Specifically in Central Canada, the question arises as to what is the expected philosophy that Scouting has in relation to the use of property for Beavers, Cubs, Scouts, Venturers and Rovers. That philosophy may specify a time commitment that should be experienced by each section youth, followed by what programs should be provided at the various camp levels for each section. Armed with that direction decisions can be made by all levels as to the ownership and use of all of our properties. 
 
This issue is not without contention yet we must ensure that we are conscientious in our deliberations. The future of the Scouting program depends on the outcome of this issue. We are not nor should we be property landlords, but program deliverers using the program to drive the needs in property ownership. The tool being designed will examine the many questions that our legal officials require in addition to the program needs. That tool will be presented to all councils over the next month with the results expected before year-end. The reasons for such a shortened timeline is the continuous demand made on volunteers and staff regarding compliance issues, resourcing needs, financial commitments, and program requirements. Future decisions made at the corporation will require this information to ensure that proper decisions are made to the investments required of the various properties. 
 
I hope that this letter, although lengthy, clarifies the recent concern of communication, input, apparent rushed decision making and documents appearing unannounced, and confusion over implementation and process clarity. I can say that with your feedback comes change and with change comes concern and confusion in some cases. We must all work together to ensure that communication is clear and timely. The measurement of the communication component of the KRE’s is less than desirable but we are working towards improvements.       
 
 
Sincerely,
 
Kim Derry
Deputy Executive Commissioner
Central Canada
 
Yours in Scouting,
 
 
Bruce Wannamaker
Council Commissioner
Central Escarpment
 
 
