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Transcript from the Council of Delegates Open Hearing
February 5, 2008, 1:00 p.m. – 2:00 p.m. EST
Speakers: Ann Sheets, Peter Surgenor, and Scott Brody

Ann Sheets : Good afternoon. We're pleased that you have joined the ACA Council of Delegates online hearing. Today, we will discuss the proposed changes to board composition, the proposed changes in the Board Development Committee, and the proposed creation of an Association Leadership Committee. There will also be in-person discussion of these topics on Monday afternoon, February 11, at the Council of Delegates meeting. Following that input, the National Board will consider all comments from that meeting, the previous conference calls, and this online hearing prior to voting on the changes. We welcome your questions and comments. Would anyone like to begin with a question? 

· Has there been any specific feedback from the previous calls? 
· Susan Yoder (Moderator): All the notes from the previous two calls are on line at the Delegate Web Page. http://www.acacamps.org/volunteers/delegates/ 
· I am concerned that most ACA members have no idea about the pending changes in the direction that ACA National is embarking on - And that many local sections and camps will be ill-prepared to handle the changes 
· Ann Sheets: Thanks.  There have been a number of different vehicles used to communicate the proposed changes, including conference calls with section presidents and presidents-elect, conference calls with delegates, articles about the 20/20 vision in Camping Magazine, and this online chat. In addition, we have another opportunity for input on Monday in Nashville. Peg has been briefing section executives, and some presidents have discussed this in great detail within their sections. The initial proposed changes will most likely not have an immediate effect on local sections and camps. 
· Our membership discussed the new board composition at our annual meeting last week, and the concern arose that, like education in New York State, policy for ACA would be directed by "non-camp" people; people who are not in the trenches (sorry, Bob). 
· Peter Surgenor:  Thanks for your question. We are going to be recruiting Board members who are keenly interested in the camp experience and being able to speak with their "home language" to the public about the value of the camp experience. This will give us stronger voices as we share the value of the camp experience to a broader public. 
· If we're starting, perhaps someone can address what this change really looks like - not the changes to the Board, but what it means for the Association - how does it affect marketing and PR, fundraising, member benefits, etc. 
· Ann Sheets:  I see this as a significant change for the association, because with more public leaders as members of the national board, we should have positive movement in marketing and fundraising in particular. Public leaders have access to resources that we as camp directors don't necessarily have. Member benefits should increase over time with the resources that public leaders bring to our association. 
· Also, what does this mean for Council of Delegates? Do we become the new advisory board of camp directors? Do we have input on the decisions the Board makes? What steps will be taken to increase the transparency of what the Board is doing? (I rather trust other camp directors, but I'm less likely to trust people I don't know and who I'm not sure get camp and what I do.) 
· Peter Surgenor:  Thanks for the question. We realize that there are a number of options for the Council of Delegates and it is the responsibility of the Council to discuss, refine and adopt the best role at any given moment. There will be time in Nashville for an initial discussion of ways for the Council to contribute to the 20/20 vision. 
Good afternoon :) Can anyone give an explanation as to why the proposed changes do not call for a liaison ACF and AIC to the board? It seems to me we are moving toward a more connected body, so the linkages still seem important. Thanks. 

· Ann Sheets: The proposed changes call for both the presidents of the Association of Independent Camps and the American Camping Foundation to become members of the Advisory Council, all of whom will have opportunities for input to the board and association through various means. There may be additional linkages that are developed, if the need arises. 
· Thanks, Ann and Peter. I also wanted to say thanks for allowing time to discuss this in Nashville. 
· Do you know what the changes will be over the next year or two? 
· Scott Brody : Some changes will come quickly, particularly if they related to Bylaw changes. For instance, the process for elections and Board Development will change right away. That said, many of the details need to be implemented through the careful development of Board Policies, which will take some time. There is plan for transitioning into this new framework which is posted on the delegates page as "Board Transition Plan". Most importantly, the changes in the composition of the National Board will take place over the next few years, with incremental changes each year. The number of "public" members on the Board will slowly grow so that we can all be comfortable with the shift and our new Board members can become accustomed to our organization. 
· Ultimately, what impact will there be on the sections? 
· Peter Surgenor:  The impact on sections will take two forms. For members and a board there is an illustration for observation. A section board can adapt in ways that it feels will strengthen the section or stay the same. The second impact will be a wider understanding of ACA and the resources available to every camp in a section (print, media, training and PR resources). 
· I am on the New England Board and officially first heard about this about a month ago.... for the past month I have been in contact with dozens of camp directors at camp fairs and no one has a clue about this new direction by ACA - I would hope that there would be unlimited amount of time at the COD to discuss this before board action....... Obviously I have serious concerns with how this is happening.
· Ann Sheets: I understand that meetings have taken place in the New England section about the proposed changes. In addition, several notifications have been sent to the delegates with information, along with requests that delegates access the information on the COD pages. However, there will be time during the Council of Delegates for additional input.  
· Who else will be on the Advisory council and how are they selected? Will this council have regular meetings like a board? Seems we have talked about an advisory council before and it has not been formalized. Will AIC and ACF Chairs be on the board for three more years? 
· Ann Sheets: For the next three years, the AIC and ACF presidents will continue to be members of the national board. Following that, those presidents will shift to the Advisory Council, which will include all past national presidents. The board, by policy, may expand that membership if desired. 
· Is that all national ACA presidents or all AIC and all ACA national presidents? In a few cases they are one in the same. 
· Ann Sheets : For now, it's all national ACA presidents. 
· Am I wrong in assuming that the decision has been made and that delegate input next week is more of a formality? 
· Ann Sheets: The decision has NOT been made. The national board is very interested in delegate input and will consider all suggestions and comments. 
· I am very pleased to hear that Ann - thanks 
· Also, if someone could re-address - in more detail - how the new Board will interact with the Advisory Council and the membership... 
· Ann Sheets: The board will develop policies on how it will interact with the Advisory Council. By its very nature, the Advisory Council will be called upon for advice when needed.  
· What skill sets/experience/resources will be identified for "public" board members? How will they be educated about ACA (not about camp)? 
· Peter Surgenor:  As we begin this process we imagine that we will be recruiting public board members to join our Board who will understand the camp experience but bring expertise and influence from one of a number of areas. For example, a University educator who can share the value of camp experiences with that language, or a public education official who can speak of our value to public officials across the country or a person of financial influence who can tell our story to those who will be willing to invest in sharing the value of the camp experience. We will be doing orientation for prospective candidates as they are courted and then the usual orientation as they join the board. 
· What ideas or plans have been considered to identify possible best "public" members of the Board? 
· Ann Sheets :Thanks for the questions.  First, we'll ask our own members to identify public leaders. Former campers and staff who are now public leaders would be welcomed as potential board members. I anticipate that the Board Development committee will ask the membership, the section leadership, and committees for their recommendations.  
· Will the Association Leadership committee be available to assist individual section in their quest to adapt to the new board model? 
· Peter Surgenor: We are in discussion with the Field Service Committee and others to develop the exact charge for this Association Leadership Development Committee. It will include broader leadership training opportunities and leadership training that could be delivered in sections has been mentioned a number of times. We are seeking to grow strong leaders for sections, regional conferences, national committees and other groups we have not imagined yet. 
· Truly I say this with no offense intended, however it feels like this is a very covert movement. I am a HUGE fan of increasing outsider participation in our Board, assuming they truly understand the value of camp. Can you talk a little bit about how the Board came to this decision and what the specific pros that are expected? 
· Scott Brody : I'm certainly not offended by your question, though I am a little disheartened. The impetus for these changes came from Section leadership, and the Board has tried to be as transparent as possible throughout this process. It appointed a taskforce to do the work of gathering information from the field and doing the research into possible models. Conference calls were held with section execs, presidents and president-elects before that taskforce began to formulate a proposal, and at every point, information has been shared with the COD as it has been developed, and their input has been gained through two conference calls with the COD and through this forum. There will be another chance for the COD to give input into the plan and share reactions at the COD meeting at the National Conference. The Board will be voting on this proposal after that meeting. As for the pros, we are hoping to be able to actually live the dream that we've been dreaming together for so long. We are hoping to live the 20/20 vision...20 million campers and 20,000 ACA members by 2020. We are hoping to overcome the issues that have plagued us for so long...a lackluster growth record as an organization and the prospect of irrelevancy if we don't address these issues. This is about engaging the public and speaking with a stronger voice as a profession. It is about seeking to bridge the gap that exists in public understanding by inviting the public into our organization. It is about getting a "place at the table" by inviting the public to ours. Those are the "pros" that are driving this process. 
· Who or what committee will be charged with recruiting the public board members? 
· Ann Sheets: the Board Development committee will be responsible for recruiting all board members, both from the public and from the camp community. 
· Ann & Peter, What aspects of the proposed plan do you feel we need the most help from the COD in "polishing the rough edges" and "avoiding pitfalls"...? 
· Peter Surgenor: We are taking a number of types of opportunities to hear new questions around this opportunity. The Board will act on changes to the Board after the COD conversation. We will be engaging the COD and others in the Association to discover the best role for the Council of Delegates, Leadership Development and new projects we will discover on the way. 
· Has there been any thought given to having campers (youth) and parents on the national board? 
· Peter Surgenor: We have thought of lots of options for these public members on the board. We imagine that there are many parents who fit into the descriptions I posted a few moments ago and the Board Development committee would always be looking for the best candidates to share the message. There would not be designated parent or camper positions, but the option will always be considered. 
· They will still be a part of the Council of Delegates? 
· Peter Surgenor: The role of the Board in the Council of Delegates is one great question that needs to be considered as the Council talks next week. We are not assuming that the Board will continue to participate in the old ways. We will need to discuss connection between the board and the Council, but there is no firm position right now. 
· What are our first predicted markers that will let us know our 20/20 vision is being fulfilled? I'd like to see a 3-5 year plan of markers such as more members, more kids in camp, more media, etc. 
· Ann Sheets: The governance piece is just the beginning. The overall objective is two-fold: increasing to 20 million the number of children and youth who attend camp and increasing participation in ACA to 20,000. We have such a wonderful experience for all children and youth - we must modify our internal structure so that we can better develop resources to provide the public with awareness of the value of the camp experience. The board and staff will develop appropriate milestones to measure how well we're doing. 
· I feel there are some mixed messages here - until a week ago the board was planning on voting before the COD sessions - it's nice the change was made but - it also begs the question to the lack of import for the CODs input ...... 
· Ann Sheets: We've always valued the input from the Council of Delegates - that's why there have been so many opportunities for comments. When a request was made to have additional dialogue during the Council of Delegates, we were pleased to adjust the COD agenda to accommodate the request. 
· Where do you think the association will be in 2020 if we don't make these changes? 
· Ann Sheets:  I appreciate your question. If we don't make these changes, I believe that ACA will be a small, insular association with little support from the public and most probably, not a very relevant group. I believe these changes are vital to our very existence - especially if we truly are a youth development organization that wants to make an impact on the lives of children. 
· Thanks, the light of the camp experience will keep shining and we will continue to invent an organization that will turn up the volume of that voice. 
· How will this be communicated with the full membership? 
· Peter Surgenor: We will be using all sorts of communication techniques to share the progress toward the 20/20 vision in the coming months. There will be interpretation in Camping Magazine, Council of Delegates members will be returning to sections with news of their learning, email blasts will occur, Campline will share the news and many more media will be employed to share this message. 
· Has there been much opposition from the camp community-at-large to the initial proposals that have been made?  
· Scott Brody: The short answer to your question is "no", but there have been some concerns shared about elements of the proposal. I think most of it has related to the issue of "control". Will a public board mean that our traditional camp members have less control over the organizations? What are the checks and balances? Those are fair questions, and the taskforce has worked hard to provide answers and address the concerns, and has reshaped the proposal over time to reflect the input it has received from the camp community at large. In terms of the 20-20 vision that lies at the heart of these changes, the response has been almost uniformly positive. Change is hard and makes people nervous. That is human nature. But a vision as inspiring as our 20/20 vision deserves our support. 
· Thank you Scott, I am behind the 20/20 vision and the proposed changes. 
· Susan Yoder: From the moderator. We are keeping the Hearing to one hour. Are there any new lines of questions/comments? 
· Would it seriously affect the 20/20 vision if the board waited another year to make its initial decision 
· Ann Sheets:  I believe we're already behind. As it stands now, the Transition Plan calls for the board to change over a three year period. We've called the board a "leadership" board. To me, this is leadership at its best.......recommendations for changes that will enable our association to become a more vibrant and vital organization, an association that puts the needs of children and youth first. 
· Ann, Thanks for the response. I support the direction and the urgency to get started. I don't want to see ACA become insular or irrelevant. Please call on me for assistance. 
· Is it possible that the opposition from the camp community is limited since most ACA members are unaware of these proposals? 
· Scott Brody : There have been many conversations involving the wider camp community at the section level, in addition to the multiple engagements that have taken place with the COD and section leadership. All told, more than 500 members have had the opportunity to strongly consider this through direct conversation and support is very strong. It is hard to imagine that with such a broad sampling of our members, there is a strong opposition that has yet to surface. The reasons to change are compelling, and once most of our members hear about this, they seem to come around very quickly. 
· My last question is - would there be the possibility of extending the COD discussion beyond Monday and into Tuesday next week 
· Ann Sheets:  Thanks for the question, but I don't believe we will extend the discussion beyond Monday.  
· Thanks again for the opportunity for this conversation. I think the hardest thing for me to remember is that ACA isn't just for me - the camp professional; it's for all the campers, parents, staff, and potential camp families and employees. I guess that's what this is really about. 
Peter Surgenor:  Well said, we look forward to a stronger Association. We are about more than just camps, but we strengthen our service to campers and the public. Thanks for your great questions about this exciting process for ACA. Your questions have fine tuned our design and we have a richer vision of the challenge ahead of us. We will continue to listen as decisions are made (including the Council of Delegates next week) and will engage our membership and interested public in movement toward the future. The more we all ask questions and give suggestions, the sooner we will realize our 20/20 vision. 
Susan Yoder (Moderator) Thank you. This ends the Open Hearing. The transcript will be posted tomorrow. 
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