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Introduction
The American Camp Association is in a time of change. The ACA Board of Directors has described a Preferred Future for ACA and the camp community – the 20/20 Vision. This is an exciting and robust vision critical to the future of the camp community, youth development, and families. 

To meet this vision, ACA is reaching out to new audiences to become a more inclusive organization, and expanding its horizons to include contributions to the camp experience from a broader group of camp and youth development professionals, programs, parents, participants, and campers. 

To embrace this new world and better meet the needs of a broader, diverse audience, the camp community must evolve, ACA must be intimately aware of such evolutions. While the ACA National Board is considering new ways to reach beyond the membership, it has created this Task Force to specifically focus on recommending a more contemporary way to engage a broad cross-section of ACA members in order to inform, and ultimately influence, the direction of the association. 

The Council of Delegates Task Force

In February 2008, the Council of Delegates met in person, and among the agenda items was a discussion of the future possibilities for the Council of Delegates. (Notes from those discussions can be found online at www.acacamps.org/volunteers/delegates/2008_Council of Delegates.php ) At that time, ACA President, Peter Surgenor, was asked to appoint a Task Force to continue that work and to make recommendations to the National Board about the future of the Council of Delegates. The Task Force was appointed and is making the recommendations found in this document. Task Force members are:
· Michael Castulik, President, ACA, St. Louis

· Marah Lyvers, Delegate, ACA, Southern California/Hawaii

· Tom Riddleberger, President, ACA, New Jersey

· Sarah Seaward, Delegate, ACA, New England

· Peter Surgenor, ACA President

· Diane Tyrrell, President, ACA, Virginias and National Board member

BACKGROUND INFORMATION
The Current Model
· Currently, the ACA Council of Delegates is a formal group of members in the Association, and includes: (1) individuals who are chosen (elected or appointed) by the 24 geographic ACA sections; (2) all members of the ACA National Board; and (3) any other individuals who may be specified from time to time by the Board of Directors. The current maximum number of delegates allowed is 140 people. The number of delegates from each section is based on the number of members in that section, utilizing a formula set by the ACA National Board. In accordance with ACA Bylaws, the section president serves as one of the section’s delegates. The selection of the remaining delegates is left to the discretion of the section; that is, each section has the autonomy to determine its own delegate selection process. 

· The job of a delegate is to engage in dialogue, bring forth and exchange ideas on issues of concern that are important for the whole of the Association, to shape the future of the national not-for-profit. Additionally, the ACA Board of Directors includes the Council of Delegates in the discussion of matters that will impact the sections. The intention is that the input of the Council of Delegates, once assimilated, can ultimately help build cogent plans for the future of the Association. 

· The ACA National Board of Directors delegates responsibility for the establishment of the operating procedures for the Council of Delegates meetings to the chief executive officer. ACA’s annual in-person Council of Delegates meeting is the current format where delegates have the opportunity to share content and opinion, face to face. Delegates may also engage in dialogue throughout the year using other formats of communication, including technology. 

· In addition to giving input, per the Bylaws of the Association, the Council of Delegates has been granted the authority by the Board of Directors to act on certain matters of business that come before it, or that may be referred to it by the Board of Directors (Article II, Section 2.1). 

· Presently, the Board of Directors through Policy GP-14, grants authority to the Council of Delegates to approve changes and additions to ACA’s Charter Agreement as well as the ACA’s Code of Ethics Statement. At times, the delegates have been asked to vote on these matters. Votes have been conducted electronically, by paper ballot, and in person, and delegates have voted by properly executed proxies. The National Board would like the COD to be able to function as a body that can influence and shape the direction of the Association, not simply a body that votes “up” or “down” items brought before it.  To this end, in November 2008, the National Board edited GP-14 to reflect the desire for influence being given in the standards program at the very beginning of the process instead of voting at the end.  
Challenges in the Current System
· Exclusion in Information Gathering and Participation
Although intended as a representational system, there are no consistent venues within all sections for the individual member to participate in giving information. This is a critical challenge to the delegates to represent the constituency of his or her section in a manner that is best for the whole of the Association. Information gathering by delegates is often limited to discussion only with those serving on section boards and excludes conversation that engages the much broader cross-section of individual members of the section. Additionally, there is no venue to include information gathering from a broader group of camp and youth development professionals, or end-users, such as parents, all of whom ultimately influence the viability of the Association. 
· Consistency in the Role of Delegate
At present, there is no consistent job description, required skills, body-of-knowledge, or term of office, or specified manner in which a delegate is selected. Although the Council of Delegates is part of the Association’s governance structure and is intended to help shape the future of the national not-for-profit, there is no requirement that a delegate be involved in, or even aware of, ACA governance, or specific issues or activities, even at the section level. Rather, the current system expects a delegate to engage in dialogue and exchange ideas on issues of concern that are important for the whole of the Association without any requirement that he or she be engaged in some intentional manner, for example, such as participating on a section board prior to serving as a delegate, in order to know what these issues are. 

The lack of an associationwide requirement for a delegate to serve for more than a one-year term, equates to frequent turnover resulting in redundancy of efforts, wasted resources, increased expenses, inefficiency, and ultimately loss of forward momentum. 

· Expense 
Currently, the expense of providing for multiple delegates to attend the in-person Council of Delegates meeting is prohibitive to many sections. Additionally, the financial support provided to delegates by sections to attend the in-person Council of Delegates meeting varies widely (ranging from paying all expenses for travel, meals, and lodging, to providing a small monetary stipend). These factors often result in delegate selection that is based upon who will be attending the national conference, where the Council of Delegates meeting is held, rather than selection based upon the skills, knowledge, and ability of the individual selected to serve in the best interest of the Association. Certainly, there is a risk to the Association when delegates are selected based upon having/securing the financial means to fund their own attendance, as it increases the likelihood of a delegate participating with an agenda based on his or her own interests, the interest of the camp he or she owns/operates, or the interest of the funding source, rather than the best interest of the whole of the Association.

Looking to the Future and a New Model
In order to support the desired future, the Association must find a more contemporary way to engage a broad cross-section of ACA members in order to inform, and ultimately influence, the direction of the association. 
Desired Outcomes 

When this Task Group was charged with looking at the future of the Council of Delegates, the National Board (through the already published 20/20 Vision materials) shared the following outcomes regarding the preferred future of a governance system. They are a governance system that: 

· Facilitates flexible, timely decision making.
· Ensures input from the widest range of members (stakeholders), and that includes avenues for dialogue and feedback.
· Provides better, and multiple, venues for the Association to collect/receive and assimilate feedback from members, including the use of both technology and face-to-face encounters.
· Is relevant to a diverse group of camp and youth development professionals who are implementing delivery of the camp experience in various shapes and forms. 
· Cultivates the camp community and allows for participation by a broader audience.

· Is based upon function and service versus a model of geography-based structure. 

· Is fluid, flexible, adaptable, and nimble.
· Generates new ideas and thinking.
· Recognizes the importance of personal responsibility and accountability and the power of collective action.

· Develops policies that delineate clear authority and responsibility for volunteer governance entities. 

Regarding the Council of Delegates, within any new governance model, delegates will need to understand the demographics of the Association, have a clear understanding of the ACA’s 20/20 Vision, have the ability to listen and summarize, and ability to think about global/national issues,-without wearing one’s own “hat.” Delegates must be flexible and able to adjust to the changing dynamics related to the methods of feedback, including electronic methods. Additionally, the role of the delegate will call for consistency, thoroughness, and a willingness to commit to a high level of discovery and information collection, as well as to offering thorough feedback to the Council.
Recommendations Regarding the Future of the Council of Delegates
How the Council of Delegates Can Support the Mission of ACA
The recommended model should be responsive and nimble, should be a conduit of input from all members, and should have as its primary function to be an effective feedback loop to inform, and ultimately influence, the direction of the association. The delegate is the conduit through which information is passed.
Desired Outcomes for the Council of Delegates Model
The recommendations made by this group are based upon the following assumptions:


Purpose

· To be a conduit of input from all members to the National Board and to have as its primary function an effective feedback loop to inform, and ultimately influence, the direction of the association.

· To provide a way for members to be heard.

· Delegates will participate to represent the section not themselves.

Operation

· Information gathering will utilize the existing section infrastructure, as well as technology and other venues as applicable to include the direct participation of individual members, as well as those from a broader group of camp and youth development professionals, programs, parents, participants, and campers.

· The current voting function, except for the ability to amend the ByLaws, will be eliminated. (Procedures for amending the ByLaws are detailed in Article IX http://www.acacamps.org/volunteers/delegates/documents/ACABylawsAPR2008.pdf)thus allowing for the Council of Delegates to be a creative body for providing feedback, dialogue, and influence to the National Board.
· The new model will provide continuity from meeting to meeting.
· Delegates will be expected to participate for a minimum of three years.

· A section delegation will be made up of two delegates.
This Task Force now understands that the 20/20 Task Force is currently working on considering the future delivery systems of the association. Their work may have impact on the sections. For the purpose of this document and our recommendations, “sections” can mean the “future delivery system structures.” This Task Force will be coordinating closely with the 20/20 Task Force to ensure that our work is closely synchronized.
Make-Up and Term of the Council of Delegates Recommendation
· The Council of Delegates will consist of two delegates per section – chosen from and by each section.
· These two delegates will be either
· the section president and another delegate selected by the section in which he or she is a member, or 
· two delegates selected by the section. 
· Employees of the Association (at the national or section level) may not serve as delegates to the Council. 
· The term of each delegate would be three years. Sections would determine if the terms of their delegates are staggered or the same. 
· The Bylaws provides for the use of proxies should a delegate be unable to participate in any particular meeting (electronic or in-person) of the Council of Delegates.
· Since the purpose of the Council of Delegates will be to provide input to the National Board, this recommendation specifically eliminates the National Board as members of the Council. Bylaws changes will be required.
Function of the Council of Delegates Recommendation

The function of the Council of Delegates is to collect feedback from the membership on issues and questions charged to the Council by the Association Board of Directors. Delegates will be a primary collection point of this information.  The Council of Delegates may also bring to the Board of Directors issues that are deemed important to the section members or have specific relevance to the decisions that the Board of Directors is tasked with making.
Information collection mechanisms utilized by delegates will include but not be limited to 
· in-person meetings,
· open meetings and forums based at section events, such as educational events, section board meetings, and regional conferences,
· online surveys,
· Web conferences, and 

· any other technology mechanisms the delegation has at its disposal. 
Section delegates would assemble their section membership in a fashion that will maximize the involvement of the membership and collect any information requested and any information the section members wish to bring forward. The delegates would then report in the appropriate manner the information via the Council meeting and possibly to an ACA liaison, so that the information is presented to the Board of Directors.
Specifically, the feedback process at the section level must consider and make every effort to be inclusive of all voices within each section. The delegate’s primary responsibility is to bring to the Council and ultimately to the Board the information collected and the broad views and opinions of the membership. 
The Board of Directors may call for specific information to be collected based on a current issue or topic. The Council of Delegates may also bring to the Board of Directors issues that are deemed important to the section members or have specific relevance to the decisions that the Board of Directors is tasked with making. The Board of Directors is bound to receive the feedback and openly share the processes that lead them to make their decision relevant to the specific issue or topic in question.
Although the delegates and the Council will be key to funneling information to the Board of Directors, ACA will utilize information gathering opportunities such as technology (e.g., blogs, surveys, internet forums, chat rooms) and other venues as applicable in order to facilitate the inclusion of and direct participation of individual members, as well as those from a broader group of camp and youth development professionals, programs, parents, participants, and campers. The delegate is to encourage and stimulate the membership and all other stakeholders to actively participate in the feedback process by accessing the helpful mechanisms that ACA provides to hear feedback from the public.

Delegate Duties Recommendation — What Is a Delegate? 
The job of the delegate, chosen by his or her section, will be to bring forth ideas and issues of concern that are important for the Association to hear as ACA considers its future. A delegate is to bring to his or her section membership the issues and topics determined by the National Board of Directors that warrant broader input, discussion, and deliberation. The delegate is to then listen to the membership and relay that information to the Association leadership. The delegate is the conduit through which information is passed.
Some of the competencies that would be useful for a delegate to possess include:

· Broad understanding of camps and youth programs in the section.
· Understanding of the demographics of the section (e.g., camps and youth programs; camps and youth program users; community growth areas; economic and other trends and opportunities; educational institutions).
· Clear understanding of the ACA’s 20/20 Vision.
· Ability to think about global/national issues that affect the camp community.
· Ability to speak in public / ability to listen and summarize.
· Ability to participate in section events to collect information.
· Access to electronic modes of communication (a computer with high-speed Internet connection).
· Ability to share information and opinions that may not be their own.
As ACA moves forward, the charge to the delegate is:

· Flexibility—An ACA delegate should be flexible and able to adjust to the changing dynamics related to the methods of feedback, including electronic methods. Feedback mechanisms may include but will not be limited to online surveys, conference calls, and web-based communications. Additionally, an ACA delegate will commit to meeting with his or her section members regularly, and commit to meeting with the Council of Delegates as meetings are called on a quarterly basis. Meetings may be virtual and in-person.
· Consistency and Availability—An ACA delegate should be willing to commit to participating in multiple meetings each year. A section delegate will participate as needed to represent the members of his or her section at the quarterly Council of Delegates meetings. The method of the section meetings is at the discretion of the section and its delegates. However, it is imperative that each delegate acts with due diligence to collect the breadth of feedback and needed information to accurately represent the views of the section membership. These collection points may include educational events, general meetings, section board meetings, virtual meetings, and work group meetings.

· Thoroughness—An ACA delegate should be willing to commit to a high level of discovery and information collection from his or her own section as well as to offering thorough feedback to the Council. The delegate will ensure that as many voices are heard from his or her section as possible. The delegate will strive to synthesize the information to provide a complete representation of his or her section.

· Connectedness—An ACA delegate will be able to go to his or her section and collect information and feedback. The delegate would be a member active in his or her own section, capable of listening to peers and synthesizing information. The delegate would act as a facilitator to generate discussion and discourse, setting up opportunities to express opinions and generate creative thinking. The delegate would strive to hear the variance in opinions within his or her own section, bringing forward a whole picture of their section to the Association.

· Longevity—An ACA delegate should be willing to commit to three years or more of service in this role. An ACA delegate will be willing to participate in trainings by ACA to become better skilled in seeking and collecting information from his or her section, on behalf of the section’s membership. The delegate’s role as a representative of the section will be taken seriously, and if unable to fulfill the duties and functions of the delegate role, he or she will seek to offer suggestions of a successor, in addition to training and transferring information and knowledge whenever possible.

Frequency of Council Meetings Recommendation
Frequency of Council of Delegate meetings will be increased from one in-person meeting per year to four meetings per year. A suggested schedule would include meetings in September, December, and April via online/phone conferences, and an in-person meeting at the February national conference.  The quarterly meetings will be scheduled on a regular day such as the Second Thursday of those months (Delegates will assist in selecting these dates.) The in-person session can probably take place in just one time slot rather than in the traditional two-day format because of the ongoing, year-round work being done of the Council on the quarterly meeting schedule.

Increased frequency of meetings will fundamentally change the nature of the Council because:

1. Discussions of issues will have more continuity.

2. Feedback from the field will be gathered and incorporated into the discussions on a more regular and responsive timetable.

3. The possible perception of secrecy or gaps in communications will be lessened.

Delegates will be expected to participate in all four meetings, which should not create an undue burden because travel will be required for only one of the meetings. And in the case of that one in-person meeting, a delegate who cannot be physically present can still participate via online/phone if necessary or he or she can send a proxy. Proxies may also be used for the virtual meetings as described in the Bylaws; however, to be effective, the delegate should personally participate the vast majority of the time.
Virtual meetings (such as webinars) have the advantage of enabling the Council to meet more frequently. However, it is the feeling of this Task Force that the annual in-person meeting is still important because the face-to-face interactions of the delegates enhance their working relationship and facilitate more effective listening and greater willingness to focus on common goals. 

In order to participate effectively in Council meetings each delegate must have access to appropriate technology and, of course, provide an e-mail address to the association. Also, it is essential that each delegate participate in section and regional events in order to gather input and share information. 

Meeting Agenda Recommendation
The development of an agenda for each Council meeting will be collaborative, shared between the Board of Directors, who might request discussion of a particular subject, and the Council, who will bring input requested from previous meetings and new information from the members. Current Bylaws are appropriately flexible regarding adding items to agenda for discussion, especially in regards to information sharing as opposed to voting as agenda items.
Next steps and Timeline
1. Recommendations provided to the Council of Delegates (January 2009). The Council of Delegates is requested to provide: 

· Honest assessment of the direction that we propose

· Thoughts on what additional questions need to be answered

· Suggestions for refining the model
2. Council of Delegates Bulletin Board opens and Council of Delegates Task Force fields questions regarding the draft document (January – February 2009, launch date TBD.)

3. Online “open hearing” available to all delegates and any other interested individuals (Date TBD – late Jan, early Feb 2009).
4. In-person discussion of the draft (Orlando, February 16-17, 2009)

5. Council of Delegates Task Force prepares new draft for submission to the Board for its April 2009 meeting. (The Task Force may use additional input gathering from February – April utilizing technology.)

6. Board of Directors Meeting (April 2009). If the final recommendation requires amendments to the current ACA Bylaws, then delegates will be asked to vote electronically on the changes (per Article IX of the Bylaws) in May of 2009.
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