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SHINING WATERS COUNCIL

October 17, 2003

To:  Rob Stewart, Executive Commissioner & CEO

From:  Craig M. Vanni, Council Executive Director

c.c.:  Board of Governors, All Executive Staff, Council Management Committee

Management & Administration Memorandum

Rob, I’m sending this memo after many days of very considered thought and concerns for the organization, the volunteers & the communities we serve and the colleagues I work with.

It has not been easy for me to write this memorandum but I thought it appropriate to provide some feedback relevant to the relatively new council structure and I feel it is important for the councils to advise National of their experiences.  I have been in the organization for most of my life, 7 years as a youth member, 10 years as a volunteer (cub leader, scout leader, venturer adviser, service scouter, trainer, assistant regional commissioner, vice president, provincial jamboree committee and regional commissioner) and 17 years on staff (Regional Field Executive, North Saskatchewan Region 2 ½ years; Provincial Field Executive, Ontario 3 ½ years; Regional Executive Director, Central Alberta Region 5 years; Council Executive Director, Shining Waters Council 6 years and counting).  All of my experiences are field/community based.

Prior to joining staff I was in property management responsible for a large diverse portfolio of properties and staff, where I developed and used skills to manage the business of those properties and to motivate and train the staff to provide the best possible customer care and service.  This level of service was provided to both our clients and to our customers.

During this time the organization has had a tremendous impact and influence on my life and the values I hold so dear.  The organization has been there to support me and my family from the illness and death of my father, to marriage, to starting my “Scouting” career, to the birth of my children, to the advancement of my career.

I feel I could never give to the organization what it has given to me and I will continue to give everything that I can to ensure that Scouting remains strong in the communities we serve.  I have always been very nationalistic in my views, waving the national flag with all our volunteers as I believe in a strong national organization to support our communities.  It may seem that I am running on with who I am, but I feel it is important for you to understand a bit about me, to have some appreciation as to my motivation for this memo.

Most of what I will be writing about concerns the communities we serve (field operations), the activities & management of staff and the values of the organization.

Communities We Serve

When I review the Operations Plan, recent decisions and recent communications, it appears to others and me that there is a misunderstanding of the field and an apparent lack of understanding of the impact of decisions being made in isolation at the National level.

When you look at the Operations Plan, which has some very good elements, it also becomes apparent that there was no consultation with the field and therefore no understanding or appreciation for the impact on our communities.  Any input into the plan appears to be from the staff at the National Office only, and unfortunately those staff have little field experience and virtually no Council Management experience.  There seems to be an attitude developed over the past few years of “we know what’s best for the field” which is reinforced by the lack of consultation with the field and when the field is consulted or when suggestions come from the field, for the most part are ignored.

Your recent comments about our “accounts” (referring to our members), is impersonal and inappropriate.  They are our members and our customers.  We need to foster a customer care attitude and pride in belonging.  The moment we start referring to our members as accounts, we are fostering a negative attitude.

Societal Trends:  It is very evident throughout the operations plan that there has been very little research done with regards to community awareness and societal trends.  Trends such as changing volunteer attitudes and their impact, diversity of our communities and ethno cultural communities, demographics of our councils.  If the research was done, then it has not been incorporated into the plan.  As our society changes (with many new Canadians) Scouting needs to add to our volunteer base.  Many new Canadians do not necessarily comprehend the concept of volunteerism, nor belonging to organizations such as ours.  Yes our membership is down and we must reverse this trend.  Most other organizations, with the probable exception of soccer are experiencing a 5% annual decline in membership due to the many demands on the family.  Demands on families to maintain a quality of life they want, requires long hours, second jobs, commuting and no time to volunteer – resulting in a general decline in volunteers throughout our communities.  Let us not forget about the current “me” generation, who are demonstrating that they don’t want to volunteer.  Shrinking population bases and expanding population bases, with inadequacies in resources to address potentials, as everything we do is based on current status and not being proactive to go after the high potential, “bang for the buck” areas.  Maybe a greater focus nationally on the values of Scouting might just help bring people back and to Scouting.  Yet none of the above is being addressed in the operations plan.  

Potential Markets:  Approximately 3 years ago I made an approach for support to go after “potential” markets.  Due to the limited resources of a “new” council, but certainly a council with the proactive vision to realize that huge growth can be achieved with the right assistance.  Within our Council we have 5 of the top ten fastest growing communities in Canada, increases in school enrollment of up to 10% per annum in some school boards.  A tentative plan to address this growth was developed.  Due to the ethno diversity facing us, we requested a full time Chinese Field Executive, Muslim Field Executive, Chinese Membership Development Worker, Muslim Membership Development Worker and an Italian Membership Development Worker in addition to the existing staffing compliments of our Council.  To this day I have not heard anything by way of support to develop these incredible growth areas.  Now it appears that the level of support for potential growth areas is lacking in the operations plan, when it states that we are not to devote any efforts into these areas until such time that existing groups have reached 100%.  Such a narrow focus ignores emerging and new communities.  In spite of this direction and the lack of support we have pushed ahead with what limited resources we have and have continued to go after the Chinese market, primarily through the vision of our council and the efforts of Francis Chan and his team of volunteers.  We have taken our Chinese membership of 3 years ago from approximately 400 members to what we expect will be close to 1,400 members this year.  We have similar potentials within the Muslim and Italian communities and to a lesser degree the Hindu and Korean communities.  Cutting back field resources is not the way to grow.  There is a definite need to expand staffing to develop those “POTENTIALS”.

Council Operations:  The operations plan speaks to a new servicing structure.  This was done 1 ½ years ago, with the expectation that with these changes we would begin to see results within 2 to 3 years of implementation.  We are now beginning to see those results with increased volunteers being trained, increase in volunteers being recognized, increased amount of servicing, increased participation at the community level, increased cooperation in growth and servicing, increased advertising at the community level.  All of this in spite of recent decisions by National and poor implementation of those decisions resulting in a de-motivation of our volunteers and staff.  We are analyzing membership, groups and leadership; we are targeting communities to deal with trouble spots, but also targeting potential new communities.

Winter recruitment programs work well and many councils are already engaged in this, with many in a coordinated fashion.  National involvement can be a good thing, but unfortunately the recent track record is that anything involving National or anything taken over by National has resulted in poor implementation and timing, once again minimizing or reducing impact.  Good examples of this are the Popcorn campaign and Hot Chocolate campaigns.  Bring a Friend campaign is scheduled for February, but process and promotion begins 1st of October, yet nothing has been received to date.

Youth Involvement:  The involvement of youth in the decision making process is an honorable direction over the past few years, but one that, if we are to be honest with our selves has not been done very well.  We have existing vehicles by which we can provide reasonable and effective youth input and the opportunity to make appropriate decisions.  Through training programs, courts of honour, sixer/second forums, area wide events, etc..  Although youth are in positions with titles, the reality is that most youth are unable to make the type of commitment we are asking of them.  On paper this has looked great, but the reality is that because of transportation problems, schooling, part time jobs, family, boyfriend/girlfriend, personal time, home group activities and other social activities, it just doesn’t work.  Keep it simple yet effective and keep them engaged as contributing members, not as we have been doing, as token decision makers.

Volunteer Activities

Leadership, Coaching & Mentoring:  Competency based development is good in theory, but is volunteer labour intensive and although it works in some areas, it is not overly practical, efficient or effective, particularly when you consider the declining commitment within volunteerism throughout Canada and throughout Scouting.  We appear to be going in the same direction with volunteer development as we have gone with staff development.  Let us pray we don’t end up with the same results.  Staff not being effectively developed or groomed to obtain the skills necessary to effectively and professionally manage the organization.  We use to have courses specifically to provide us the necessary skills (i.e./Council Management, Finance I & II, etc..) which were Scouting based.  Now of course we have to rely on Community Colleges etc., which is fine to a point, but they don’t necessarily meet the needs of the organization or the staff.  Maybe it’s a coincidence that membership has been declining at a faster rate since the staff development program was dropped…..or not?  For the volunteers, the reality is that courses are still being conducted; we simply have a name change.  Comments have been passed on to us that we shouldn’t be doing courses, but guess what they’re working and our numbers of volunteers being developed is increasing at a remarkable rate over the pass 1 ½ years.

Uniform:  Fashion vs. Program?  Operations plan talks about the new uniform resulting in retention of membership.  I see the new uniform as a positive step as a removal of one possible barrier to those wishing to join, but it has nothing to do with retention.  To think that it has an impact on retention is erroneous.  Retention is all about the quality program being offered within the community based on the program standards.

Operational Activities

Structure:  The operations plan makes reference to a 1973 study and councils being 10,000 members as an ideal.  You may not have noticed but that was 30 years ago and so many things have changed with our society that I can’t believe that you would even lend any sort of credence to that study in relationship to today’s society.  There are many factors that need to be taken into consideration, such as the changes in society, diversity, demographics, potentials vs. actual, geography, volunteerism, etc..

There are lots of discussions regarding the centralizing of all things relating to this organization.  I believe where efficiencies result we should be centralizing and consolidating, but not merely for the sake of doing it.  There are many things that should not be centralized.  We need to take a careful look at these items and the reasons for these changes, organizational needs or personal needs?  Do we sacrifice meeting community needs when there is no real gain organizationally?  We are a community-based organization, or are we?

Fundraising:  Popcorn has been the best fundraiser this organization has ever seen!  I have probably had more hands on involvement with the program than any other Scout Executive in the country with 14 campaigns (12 fall/2 spring) under my belt.  Our communities are where the strength of this fundraiser lies, if we maximize profits for the groups.  I have been criticized for turning all the profits back to the groups, but we have been able to grow the campaign every year, even in spite of National involvement the past 3 years.  To be quite frank, the national materials developed and promoted although of reasonable quality are not all that is needed for success.  Timing has been terrible for distribution – a cost item with minimum impact on the campaign.  In fact one year due to timing, we experienced a negative impact on our campaign.  Although we had an increase that one occasion, it was a fraction of all our projections, and as it turned out we were only one of 3 councils across the country with an increase that year.  35% increase in sales for next year is totally unrealistic, once again without any consultation with the field.  This I believe is tantamount to flying blind.

Hot Chocolate, where does one begin?  December of 2002, as a group of Ontario CED’s we were shown this new fundraiser, asking for our input.  January 2003, all CED’s from across the country were shown this new fundraiser, discussions held and consensus reached on how best to organize and run this fundraiser in each of our councils.  What came out had no resemblance to what was discussed.  Why waste our time if you don’t wish to take or listen to the advice from the field.  It makes us feel or leaves the impression that National knows best and we are but token representation of the communities.  The materials generated, I suspect at a quite a cost, were so screwed up, that the only thing we could do with them is provide extra weight to the recycling bin.  In our case 7,000 – 8,000 forms.  Poor implementation, poor timing, coupons, what could go wrong did go wrong and is still going wrong.  To send a coupon out to every member, which will probably impact on the popcorn campaign because of timing, without advising the field, provided another barrier to success.  The projections for future campaigns are, once again, like popcorn, unrealistic with no consultation from the field.  Orders for this years campaign need to be turned in October 20th, which means we need the support materials to get the necessary orders in and to properly promote amongst our communities, by the end of August.  We have received nothing as of the writing of this memo.  This creates yet another barrier to a successful campaign and damage to all of our credibility with our communities.

Retail Services:  I believe we were long over do for the nationalizing of shops.  Unfortunately, for too long we have been competing with each other rather than promoting the shops closest to our customers.  The implementation of nationalizing shops, thus far has been unsuccessful in meeting appropriate time lines.  

While I am hesitant to be overly critical, a number of Executive Directors questioned the rationale of having all the Scout Shop managers from Ontario traveling to Quebec for a one-day meeting.  When you consider the cost of travel, accommodation, and time away from their respective shops, both the managers and our retail outlets would have been better served with a more cost effective local meeting.  It was suggested that this meeting could have been done within the Greater Toronto Area.  As the shops are under National’s control, the cost of any conference of shop managers should be born by National and not local councils.  Considering all this, no answers have been forthcoming.

Registrations:  Throughout the operations plan there is constant referral to reduction of administration within the organization, yet there are constant examples of the expansion of the administrative staff at the national level, particularly when you look at the area of registration.  The intent to “Nationalize” the registration function in the fall of 2004 was announced at a presentation on the MMS on August 13th.  Not involving the field in this decision, once again demonstrates the lack of understanding of the field. As you know, field representatives take a hands on approach, working closely with the communities to facilitate a smooth operation of the screening process into the registration process.  In spite of this, we seem to be encountering numerous problems in this regard.  I expect the National Office has also had some difficulty in dealing with the complaints, presumably due to partial implementation of the process and the short time lines that were implemented.  It is my respectful suggestion that in order to avoid a multiplicity of problems with registration for the 2004, there ought to be some consultation between field representatives and the National Office by way of identifying the problems we have recently encountered and implementing corrective measures (based on that consultation) so that we are ready for the following year in a timely fashion.  Certainly while centralizing all registrations may be a desirable objective, the local communities and councils will need some lead-time to properly manage the PRC process.  Moreover, it is our current experience that the implementation of the registration system has not worked well in spite of the view of the National Office to the contrary.

When you look at the MMS and the implementation of this system, in theory, once again sounds great, but the implementation was terrible.  Huge amount of problems were encountered with most documented and forwarded on to the National Office.  General and consistent response from Ottawa was that the system is great and working well at all levels and areas of the country.  Guess what, it wasn’t and isn’t.  When you talk about credibility within the organization, the management of this has done more damage to us at the community level than probably anything else.  The most recent issue compounding our lack of credibility is the whole issue of community support through on line training with “Essential Talk”.  We were advised that this was going to happen, in June we were advised that it is ready to go but it needs to be translated into French and this will be done by August 1st.  We had been promoting this amongst our communities to expect this additional support and assistance to help them understand comprehend and use the MMS.  On August 13th, we were also advised that the “Essential Talk” material was just going to production on that day (never mind being translated) and that it would be available for registrars on September 1st.  As of the writing of this memo, it is still not up and running.  Credibility?

Our feedback from the group level demonstrates a lack of understanding of the system and that it is not user friendly unless there is access to highspeed internet.  Unfortunately, in a large number of rural communities there is no highspeed internet service available.  It is therefore recommended that planning and implementation recognize local conditions and adjust accordingly.

Insurance:  The recent September 30th deadline for on-line and the issue of insurance has caused some concern with our council.  We basically received one week’s notice, which was handed onto the membership and this created considerable difficulty giving rise to numerous inquiries from the group level.  More particularly, when we were informed that groups had to register electronically and if such registrations were not done by September 30th there would be no insurance coverage.  You can imagine the consternation that this caused when members were told that they would be at personal risk if electronic registrations were not completed by the deadline.  It is also noted that some groups are notoriously late in filing registrations which no doubt creates difficulty at the National Office and possibly with the insurers.  Nevertheless, we have a significant concern that when registration monies are received at the group level, the membership assumes, having paid the premium for insurance, that coverage is bound.  It is certainly a tenable argument that when a member pays the insurance fee (as part of the registration fee) and delivers it to the agent for Scouts Canada, i.e., the group committee, then they are entitled to assume that coverage is bound as the premium has been paid.  There is nothing on our registration forms, which indicates that as condition precedent to membership electronic registration is necessary. 

May I respectfully suggest that a simple solution would be to negotiate a different policy period with the insurer, i.e., from December 1 of one year to November 30 the next, which would then avoid any critical overlap with the registration period.  We could then devote more time to assisting with electronic registration and avoid explanation as to why coverage may or may not be bound.

There has been some discussion about a primary registration program in the spring; however, this may be more problematic that valuable.  No doubt re-registrations would work well in the spring for existing members.  This is an approach we continue to promote with our groups, but not all existing members are prepared to commit in the spring for the fall and certainly not many “new” individuals are prepared to commit for the fall in the spring.

You are therefore respectfully urged to consult with the insurer or the broker representing the insurer to implement the suggestions above.  Surely our goal is to make it simple and easy for members to register thereby not discouraging them from joining our organization.

Human Resources:  Throughout the operations plan we are increasing the amount of administrative staff at the National level, yet we are to reduce our administration to 15%.  This seems to be a contradiction in what is being said.  If we are to reduce “substantially” the amount of payroll it becomes very apparent that support to our communities (the field) will be “drastically” reduced in order to achieve National’s goal.  It also creates the very real perception of building up the national operation to protect and justify National’s existence while severely curtailing community support through the grass roots reduction of staff.

When discussing the amount of administrative staff, this depends on how it is defined and I would certainly challenge the 30% figure.  There are many people in our council offices who perform administrative functions, but only as part of their duties.  Much of their time is also spent in customer service, programming, recognition, problem solving, and community relations to name a few.  Our council administrative costs are 6.79%, which would suggest that the bulk of the 30% would come from the national operation, yet the administrative staff is being expanded nationally which to achieve this and at the same time reduce over all payroll would translate into severe slashing of field support.

Approximately 4 ½ years ago I made an offer of assistance due to some contacts I have in the federal government to attempt to make some political contacts for the purpose of lobbying for support in a variety of areas.  Recommended at the time that we should be going after funds for translation, so glad to see this happening, just wonder why only $45,000 is being sought, potential for additional funds to assist with actual production costs may also be available.  I made you aware that I have a potential contact into the minister responsible for this type of activity.  For whatever reason my offer was initially ignored and then when work in this area was determined to be beneficial to the organization, someone has been tasked to look after this and I have been kept out of the loop.  I can only presume that it is because I’m not from “National” and that I would have nothing to contribute.

Management:  You mention in recent communications about the need to (at your level) to contribute more to the strategic management of the organization, yet there appears to be a shift to micro managing the organization vs. macro management.  A prime example of this would be the Appendix D of the operations plan, which is the weekly status report.  Many of us are doing various formats of this with our volunteers and staff in a way that is comfortable and productive for our members.  To have us complete another form (more administration) for you to read (micro management) and file away is beneficial to whom?  We already have a process in place nationally to manage this sort of thing in macro management style.  This is called establishing of, mutual agreement to, regular monitoring of and being held accountable for objectives set by both staff and volunteers alike.  So let us be objective based and hold us reasonably accountable for our actions but not through an administrative exercise.

Finance/Administration:  There are many functions in this area, which could be better served through centralization, but many would not.  We need to look at efficiencies already in place vs. centralizing for the sake of centralizing. It appears that every time we centralize something, it has resulted in additional staff at the national level and increased paperwork (administration) at the council level.  One example of this is the centralization of the shops, has resulted in an increased workload for the shop managers due to additional paperwork and processes that they now have to go through resulting in less productivity and no increase in sales.  Another example is payroll, although this was originally presented to us as a more efficient way of doing business and to become a “national” staff, yet our costs to administer have gone up significantly due to fees for services and payroll “tax” that we have to now pay.

When you look at the discussions to centralize accounting, I know our costs will go up significantly, and I also realize that we must consolidate statements, but this can be done without centralizing.  I say all this knowing that we are able to do our accounting by contracting out for less than a day a week, versus some who have 1 or 2 full time accountants to do the work.  You indicate that it costs $34,000 to issue invoices to councils, that’s $17.00 an invoice, yet I can generate invoices at a cost of less than $1.00 per invoice.  Maybe its efficiencies we need to look at not control issues.  Centralizing is not necessarily good or cheaper.  This needs to be carefully looked at with consultation from the field, particularly when you consider community support through donations for some administrative services or rates at cost or just above cost due to community contacts.

Consolidated purchases for supplies and services can be more expensive due to administration of these purchases, shipping and handling.  Negotiating with one supplier with local contacts, but allow flexibility to go with a more competitive local price if available due to local contacts and relationships would be more prudent for the organization.

The recent directive to have American Express, from what I can see, is purely an issue of control and lack of trust in the employees of the organization.  The only thing that this directive does is to increase the amount of administration at the national level, as we still have to administer it at our level and pay the bill.  I cannot rationalize in my mind nor have we been provided any rationalization for this.  Just one more example of directives/controls handed down without any consultation or consideration for the impact that they have at the council level.

You mention the need to have only one GST/Charitable #’s at the council level. I am not sure why this is in the operations plan, as it is my understanding that this is already being done.  You also mention about the need to efficiently issue tax receipts, we are already there with the elimination of districts and closing down of those tax numbers and having one administrative body at the council level issuing tax receipts.

National spent $25,000 in interest on borrowing from the bank.  I cannot understand why National wouldn’t borrow from within if it needed funds to operate and at least keep that $25,000 within Scouting.  Especially when it is my understanding that at least one council offered to assist with the cash flow of National, but this seems to have been ignored. 

Consolidated reporting is most desirable and I understand this is being worked on.  To assist with this, we need a common chart of accounts, which I also understand, is being worked on.  We were promised this about 4 years ago and we are still waiting.  Maybe I’m a little naïve but I’m not sure why it is taking so long to proceed with this.

Financial procedures for groups are already in place through various resources such as training, group committee handbook, treasurer’s handbook and council operations manual – it’s happening.  Do we really need to redo these procedures or simply update?

Management Activities
A Scout is Helpful & Trustworthy

Kind & Cheerful

Considerate & Clean

Wise in the Use of All Resources.

The Scout Law has been a focus of many of your talks, yet when I look at the various components of the Scout Law, I sincerely believe that it is not being followed when it comes to the management of staff.

A Scout is Helpful & Trustworthy:  For the past year myself and other colleagues have been asking for help in a number of areas and have received very little or no support.  In the past year it has come to my attention of derogatory things being said behind my back and what I will call ½ truths being told.

An example of asking for help was when I approached you last April on behalf of a number of Council Executive Directors seeking your help, guidance and the opportunity to sit down with you to share some concerns.  You chose to ignore this request and instead proceeded without regard for what our concerns might have been.  Council Executive Directors’ can provide valuable assistance based on their local knowledge and general experience.  There are also many examples of staff needing ongoing support in the field with very little support and certainly in Central Canada there is a high turnover rate of staff, i.e., CED’s, CFE’s, MDW’s.

Examples of a breech of trust include the following:

· National Fee increase and a hastily called meeting last December to deal with shared services, national increase, no council increase – only to find out that we were able to manage budgets for increase at the council level.

· Hot Chocolate and 1300 cases to be received and sold – only to find out that these were projections only, which was known, but we were not told this.

· Advising of things done only to find out they haven’t  (i.e./ unified fee).

· Being approached by a colleague asking why I was doing certain things, only to respond “what are you talking about”, as I was not doing the things I was being accused of.  If my supervisor has problems with me should he not be dealing with me directly and not others.  To discuss with others and painting a picture of untruths does not foster an atmosphere of trust.

A Scout is Kind & Cheerful:  I understand that there are going to be changes in the organization and its staffing, this has been happening since I joined the organization, but of late the management of these changes has been anything but kind.  When I look at how the closing down of the provincial office was handled and long time employees were dealt with to the point that one was in tears because of how they were treated, does not strike me as being kind.

In the past 3 years we have been threatened with job loss so many times I have lost count.  We know what our jobs are; we don’t need to be threatened.

When I look at the handling of Doug Campbell and the removal of his services after 33 years of loyal and dedicated service, is this kind?  I know you will argue that it was his choice, but you really didn’t give him a choice.  Considering his record of having a greater positive impact on membership, finances and programs than any other individual in the history of this organization – yet we get rid of him, why?  His creativity, enthusiasm, ability to motivate others (to do better) is second to none – yet we get rid of him, why?  I acknowledge and respect that it is your right as CEO to terminate the employment of anyone of us, but my concern is (shared by others) the method of termination.  To terminate by a phone call and by someone other than you, was this kind?  At the bare minimum Doug deserved and should have been granted a face-to-face meeting by you to advise him that his incredible contributions to this organization are no longer required.

Not sure how you can be cheerful when an atmosphere of constant threats has been created.  I have never seen the staff so de-motivated and demoralized as they are today.  I pride myself on always having a positive attitude on everything and to take a positive spin even on the negative in everything I do or present.  A cheerful approach at all levels is both basic and beneficial to our continued success and advancement.

A Scout is Considerate & Clean:  In the many examples already shared throughout this paper it is clear that very little consideration for the staff and the communities we serve is happening.  Other examples of consideration would be demonstrated by the management style of micro management vs. macro management.  The total disregard for the roles we have as Council Executive Directors by the tone of memos & meetings, very little or no consultation with CED’s & key volunteers (i.e./ unified fee), decisions being made in isolation but coming across as “National” decisions, inappropriateness of some communications, bad mouthing other parts of the country and talking behind our backs with our staff about what they will be doing now and in the future.

How can there be consideration for others, when there is blatant favoritism?  Certain assignments being given, ignoring failure to complete tasks while chastising others who have failed to complete, allowing favors for certain staff while denying others, salary increases for some while others denied, development of shared services model and council groupings based on individual vs. majority input.  Considerate & Clean?

A Scout is Wise in the Use of All Resources:  Our greatest resource is the communities we serve.

In our past experience we have encountered some very unproductive approaches.  From the near bankruptcy of two councils, huge financial losses from the management of CJ 97 and Scoutworks, the Hot Chocolate fiasco, Membership Management System implementation, insurance issues, Scout Custom Factory & National Retail Services, nationalizing of registration, etc..  Wise Use of All Resources?

The cancellation of Professional Development Week next year, with the excuse that the volunteer perception of our junket would not go over well, I feel was an inappropriate decision.  Most volunteers that I know appreciate the time we give and the time to go to PDW for development is important to the future success of the organization.  No volunteer that I have ever dealt with has seen this as a paid holiday as you would lead us to believe.  All this has done has continued the deterioration of the staff development program and the potential impact we could have on our communities.  If you want to look at perceptions in tight economic times, the recent memo by Barry around his new role and traveling coast to coast to support each Council Executive Director, which could be good, but then why is one of his first trips to an area where there is no CED (Nunavut)?  I suspect there are not many groups in this part of the country, so is this wise use of his time and the organization’s dollars.  If it is important to send someone up there to do some service, would it not make more sense to send a Council Field Executive.  Is this (and I quote Barry’s September 18th memo) being “economical, wise in the use of what resources we have and use our time wisely” or is this a perk?

In Summary
As stated at the outset, this memorandum was somewhat difficult for me to write, but I felt that some issues should be addressed.  Hopefully this is received in the spirit in which it is given, i.e./ for the betterment of Scouting.  My motivation is out of concern for the values I hold dear and for an organization, which has been part of my life from boyhood.  I observe some demoralized colleagues voice some health concerns over the distress they experience in the workplace.  It is in all our interests to act in accordance with the basic principles of Scouting that we all subscribe to … fairness, dignity and integrity.  I firmly believe in a strong national organization, but like any other organization it is only as strong as the sum of its parts.

When we spoke in April, you expressed a concern that I (we) was attempting an “end run”.  Nothing could be further from reality; however, the field wants and should be entitled to be part of the solution to problems facing our organization in an ever-changing society.  My intent was in April and still is to express what I believe to be some general concerns in the field and with my colleagues, based on comments expressed to me by volunteers and staff alike over the past couple of years.  I have tried to be direct, but in no way offensive in setting forth these concerns above.  It is my fondest hope that they will be considered in the spirit intended and directed to a common goal of advancing Scouting in our communities.

May I suggest that we consider the following as a mutual approach to this end:

1. The creation of a CED’s forum wherein we dialogue three times per year, which can be done at local CED meetings occurring now three times per year.  This could be done by telephone conference call or in person if National’s budget permits.  This forum might last 60 to 90 minutes wherein CEDs as a group share concerns and issues surrounding the operations plan, membership management system or other current topics of the day.  Success of this forum would also rely on the implementation of suggestions or materials developed by this forum.

2. Where administrative policy changes are anticipated at the national level, provision of as much advance notice of changes as can be provided, along with a concise implementation plan, thereby enabling CEDs to inform groups of a need for change in administrative procedures.  Consultation with CEDs and councils to secure feedback on activities which impact on our communities.  Local successes may be feasible at the national level and therefore worthy of discussion.

3. Retail service managers’ meetings to be held by way of a combination of central meeting location within geographically specific locations and hookup by conference call for more remote areas.

4. Amendment of the insurance policy period to reflect a more appropriate time for administering, i.e., December 1 through November 30 of each registration year.

5. Consultation with CEDs to arrive at a user friendly and efficient registration system, bearing in mind that highspeed internet may not be available in some locales.  Where highspeed internet in not available, then development and implementation of an alternate method of registration.

6. To conduct Professional Development Week, as those funds have been set aside from monies paid by councils, and considering the operations plan and changes being planned, would provide an ideal opportunity to receive feedback from the field and to develop common strategies for implementation of new directions.

7. Identify potential markets based on demographic studies and develop strategies to develop those markets and grow Scouting in those new communities.

These are some suggestions and there may be others, but all are subject to us all working together to listen, develop and implement based on the needs of our communities, our members and our staff.

I look forward to the growing of our organization for the betterment of the communities we serve.

Scouting ~ Growth Through Fun & Adventure!


