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General Overview

| am excited to share a key development at Recreation NL (RNL) that reflects our ongoing commitment to
better serving our members and driving organizational success. In 2020, Recreation Newfoundland and
Labrador Staff and Board of Directors began a process to create and implement a new strategic plan for
the next three years. After many delays due to COVID-19, RNL’s Board of Directors were finally able to
approve the new plan in 2024, extending its duration to 2027. The results of this Strategic Plan, which
were voiced from the RNL membership and key stakeholders, indicated a number of strategic directions
that require a shift in how RNL operates in the future.

Given the new Strategic Directions and a new incoming Executive Director, the Board of Directors
supported a plan to conduct an organizational reset through a Human Resources (HR) Review. This
review would allow the Board of Directors to align staff resources for the betterment of our members and
the strategic directions created through various engagement sessions.

RNL’s new Executive Director and staff set 2024 to navigate through a process to ensure the organization
is fully aligned beginning April 1, 2025. Now that we have completed several reviews including- the HR
Review, Professional Development Review, Governance Review, and Constitution Review, it’s time for
this information to be presented to our membership in full. RNL’'s membership will have any opportunity
to cast a ballot regarding the changes to our constitution at the AGM and Conference April 29-May 1 in
the Town of Grand Falls-Windsor. We hope to see you there!

The Strategic Plan

As discussed in the General Overview above, RNL’s latest Strategic Plan seen significant delays due to
COVID-19 mainly due to the inability to properly engage our membership. Delays from COVID also
introduced new technologies that changed how we operate, which have influenced our Strategic Plan.
After RNL engaged membership, the following strategic directions were completed:

1- Raise the Awareness of Recreation
a. Articulate the role of recreation in Health and well-being
b. Increase public awareness of the benefits and scope of recreation and well-being
c. Position the field of recreation as a career choice
d. Strengthen existing as well as forge new partnerships
2- Membership Engagement, Growth and Support
a. Work to create and advance efficient means of engagement
b. Grow and diversify the membership base
c. Articulate the value and benefits of RNL membership
3- Professional Development
a. Ensure professional development aligns with member needs
b. Collaborate to deliver professional development opportunities when appropriate
c. Determine the resources required to sustain professional development services
d. Ensure aframework and/or processes are in place to evaluate all professional services



Staff remain focused on this plan, to ensure we deliver on our members requests however, to cover all
directions listed, a change in staff alignment was required.

Staff Alighment

RNL’s Board of Directors engaged HR expert consulting company e-Three to ensure we had the most
knowledgeable people in HR to ensure a process was carefully followed. If the outcomes of the Strategic
Plan recommends various changes to the way we operate, RNL must make a shift in operations to align
its staff for accurate service delivery. Failure to shift would result in a lack of capacity impacting support
and program delivery to several areas identified in the strategic plan.

Please review the following comparisons of RNL operations Model.

Previous Model:
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This two-dimensional flow chart promotes more of an independent means of operations with little
opportunity for team input. It does not give the organization the capacity to fulfill the needs of
Membership Engagement, Growth and Support as it also limits the work of the Executive Director with
five employees reporting directly him.

Following the recommendations from our recent HR review, the new three-dimensional organizational
chart, presented below, promotes significant increases to capacity, teamwork, and provides a more
collaborative approach through two main service streams:

e Programming and Professional Development
e Membership Engagement and Events



RNL’s Board of Directors have approved the below operations model with plans to implement on April 1,
2025.
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The operations model presented above will set the foundation for organizational success as we align staff
to meet the need of our members and their goals within the 2024-2027 Strategic Plan. Members can
expect increased communications around recreation in our province including member showcases,
membership growth, increased diversity, strategic corporate membership engagement, increased
programming, and professional development and networking opportunities that aligns with our sectors
needs. Please see a brief description of each position listed below:

Administrative Coordinator- TBD

RNL’s frontline staff and member support. The administrative coordinator will work directly with the
Executive Director on the day-to-day operations, maintain a new membership database and provide
support to engagement and programs when required.

Communications Specialist- Pamela Sheppard

The Communications Coordinator will be RNL’s guru when it comes to all written correspondence,
website maintenance, social media. This person will assist the Manager of Engagement and Events to
increase connections with our current members while working on member recruitment strategies to
increase and diversify RNL's members.

Program Specialist- Eat Great and Participate- Marissa Park

RNL’s Eat Great and Participate Program continues to promote healthy eating and provide nutrition-based
resources to our members. This person will work towards progressing EGAP’s strategic plan, while
helping other RNL programs under the Manager of Programs.

Program Specialist- Parasport and Recreation for Person’s with a Disability- TBD

RNL continues to manage the Parasport and Recreation for Person’s with a Disability Initiative. The
Specialist will lead both the parasport and recreation working groups to bring regular updates to the
initiatives steering committee. As well, this program specialist will join a team of 3 (EGAP and Manager) to
progress RNL’s professional development and programs with our membership.



Program Manager- Pam Mills

A newly formed position within RNL, the Program Manager will lead both program specialists to create
and deliver all Rec NL programs to our membership. The manager will also strategically seek and fulfil
professional development requests ensuring it aligns with the sector’s needs.

Engagement & Events Manager- Megan Dagg

A newly formed position within RNL, the Engagement and Events manager will work with
communications to assist members with our current service delivery, however also work to ensure the
organization is efficient in both retaining current members and recruiting new members and. This
position is responsible for leading the planning with RNL’s AGM and Conference and providing our
members with increased professional development around events.

Professional Development Alighment

Through the new operations model, RNL staff and Board of Directors have prioritized quality professional
development opportunities for members. To provide consistency and ensure all opportunities align with
current trends, RNL has completed a three-year Professional Development Calendar. This Calendar
provides a balance of opportunities for Practitioners and Volunteers alike. The calendar will bring
increased engagement through by increased webinars, a provincial conference (every 2 years), in-person
RNL Connects Regional Showcase (every 2 years), Atlantic Recreation and Facilities Conference (every 2
years), by Practitioner’s Fall Forum (every 2 years) and an annual volunteer day of learning set to launch
this coming fall. RNL will always be seeking top trends in the country to deliver various webinars
throughout the calendar year. We are currently working with Government to bring increased supports for
our members to attend the Atlantic Recreation Conference to have the opportunity to network with
recreation professionals from the Atlantic Region.

We understand due to time and budget restraints; many may not have the ability to attend scheduled in-
person and virtual professional development opportunities. We’re getting ready to launch something big!
Staff are currently working with DC Design and Training Works to expand The Rec Zone by creating RNL
On-Demand. The On-Demand platform will essentially be the new face and contents page of The Rec
Zone creating a more user-friendly experience with new professional development opportunities at our
members fingertips. As this is currently in development, RNL will be showcasing the new tool in a
webinar coming soon.

Changes to RNL’s Professional Development schedule can pose challenges in the planning and running
of our associations Annual General Meeting (AGM). While conferences will happen every second year,
RNL is legally responsible to host an AGM for its membership every year. Aligning with trends of other non
for profits in Newfoundland and Labrador, RNL will host an in-person AGM in the conference years (even
years) and a virtual AGM (odd years) in the non-conference years.

RNL’s is committed to delivering increased engagement opportunities for our members. Through the
creation of the PD calendar, our Board of Directors are ensuring all professional development
opportunities align with member’s needs, schedules, and budget.



Governance and Constitution Alighment

We understand that implementing a by-annual conference may cause a disruption to the association’s
annual AGM and the election of our Board of Directors. To ensure the governance aligns with RNL’s new
operations model, the Board of Directors established a committee of current and previous staff and
board members to ensure the following:

1- RNL’s internal committee structure aligned with the strategic plan and new operations model.
2- The Association’s Board of Directors alighed with the strategic plan and committee structure.
3- Alignment of positions, election dates and AGM during implementation.

4- The Association’s Constitution was updated to reflect the new board structure and most up to

date with the corporations act.

RNL Board and Staff are committed to representing our membership and ensure we utilize your skills and
expertise in the work we set to accomplish. Our new committee structure will ensure a balanced
approach to all portfolios within the organization with increased engagement from our Board of Directors.

Our new committee structure is as follows:
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*DEIB- Diversity, Equity, Inclusion and Belonging

As our organization introduces a new committee structure, the Board of Directors felt it was important to
introduce a new board structure to align with the new staff and committee structure mentioned above.



The new board structure is as follows:

Recreation NL New Board Structure
President
Vice-President of Engagement & Finance
Vice President of Programs
Director at Large- Eastern
Director at Large- Central
Director at Large- Western
Director at Large- Labrador
Director at Large
Director at Large

There are several strategic changes in the new structure pictured above.

1- The reduction of board members from 12 to 9.

a. The Governance Committee performed an environmental scan of like organizations and
found the most boards have reduced to 7-9 members to be more cost efficient.

2- The removal of the Treasurer position and the addition of VP of Engagement and Finance and
VP of Programs to the Executive Committee.

a. While the organization requires a member of the Executive Committee to be a signing
authority for payables, the bulk of the financial work will be done through the Executive
Committee.

3- The change to Directors at Large versus speciality positions

a. Through a nationwide scan, majority of our provincial and territorial partners have Directors

at Large to assign duties depending on the skill set of the incoming board members.
4- The combination of the Avalon and Eastern region

a. To be more fiscally responsible with our Board of Directors and to resolve the ongoing issue
of vacancy within the Eastern Region, the Governance Committee has recommended to
combine the Eastern and Avalon regions into one. With today’s video conferencing
technologies, we feel there will be no issue in engaging all members within this region.

b. While there will be vast differences in community size and to align with member needs- our
virtual regional meeting will be brought into separate urban and rural breakout rooms.

5- Election Structure

a. Thereis no change in how members elect their board. All Executive Committee Members
and 2 Non-Regional Directors at Large will be elected in the conference year, while all
Regional Directors at Large will be elected during their in-person regional meetings in the
non-conference year.




b. To align the new election schedule, the RNL Board of Directors will pass a special
resolution at its next Board Meeting to extend the following positions for one additional

year.
i. President (2027)

ii. Vice President (Position will move to VP of Programming in 2027)
iii. Treasurer (Position will move to VP of Engagement & Finance in 2027)
iv. Labrador Regional Director (Will be elected at a regional meeting in 2026)
v. Rec Practitioners/Facilities Rep (Changed to Director at Large in 2027)
vi. Inclusion Rep (Changed to Director at Large in 2027)

vii. Physical Activity Rep (Changed to Director at Large in 2027)

viii. Small Towns Rep (Changed to Director at Large in 2027)

Membership Voting Required

The association has gone through significant organizational and constitutional change to improve our
service delivery to our members. While Staff Alignment and RNL’s 3 year PD calendar has been approved
by our Board of Directors, our members will be required to vote to approve the changes within the
Constitution, including our new regional and governance structure as presented in this report.

Our President, Jerry Knee and his fellow Board Member Colleagues want to ensure these constitutional
changes been communicated efficiently to our members and you have the opportunity to ask questions
prior to voting at Business Meeting Part Two at the AAGM and Conference in the Town of Grand Falls-
Windsor April 29-May 1. Outside of this report RNL will communicate these changes through the
following means:

1- 5 Regional Meetings

2- 1 Webinar

3- Multiple Membership Notices

4- A Presentation and question period at Business Meeting Part 1 of the RNL's AGM and

Conference

Here are the items required to be approved by 2/3 of those in attendance at the AGM and Conference
Business Meeting Part 2 on May 1. While it’s important to read through all the changes, we have
highlighted the two most important: 1- RNL Regions 2- RNL Board Structure

The below are all changes made to the current Constitution:

Membership

Implementation of a register of members in good standing.
Modifications to membership structure.

Sustaining Members — voting rights.

Non-Sustaining Members — non-voting rights.

Role of Honorary President removed.



Annual General Meeting/Special Meetings

e Provision added for meetings to be held in person, by telephone, electronically, or by any other method
of communication approved by the Board of Directors.
e Provision added regarding business to be conducted at all AGMs:
o Presentation of the financial reports;
o Election of the directors;
e Appointment of accountants or auditors and fixing or authorizing the board to fix the
remuneration of the accountants or auditors;
e Presentation of the next year’s budget;
e Any other business that may be properly brought before the meeting and specified in the notice
of meeting.
e “General meetings” now referred to as “Special meetings”
e Special meetings to be called following receipt of requisition of not less than 5% of membership.

Notice

e Provisions added for notice of the time and place of an Annual General Meeting or Special Meeting.
¢ Notice to be provided personally, via mail, or via email to each member, director, and the auditor
not less than 21 days before the meeting.
e Notice deemed to have been sufficiently provided if it is:
Delivered personally;
Delivered to the person’s mailing address as recorded in Recreation NL’s records;
Emailed to the person’s email address as recorded in Recreation NL’s records;
Mailed to the person’s address as recorded in Recreation NL's records by prepaid ordinary mail;
or
Mailed to the person’s address as recorded in Recreation NL's records by any means of prepaid
transmittal, delivery, or recorded communication.
¢ Requirements of the Notice:

o State the nature of any special business to be transacted in sufficient detail to permit members
to form a reasonable judgment on it and the text of any special resolution to be submitted to the
meeting; and

e Specify the business to be attended to at the meeting.

e The accidental omission to give such notice to any of the members or the failure of any member to
receive such notice shall not invalidate any resolution passed at any such meeting.

Voting

e Voting method changed from voting cards to show of hands, telephone, electronic means, or another
form of communication.
e Sustaining members shall only have voting rights

Board of Directors
¢ The Board of Directors shall consist of:

o President
o Vice-President of Programming (previously Vice-President)
o Vice-President of Engagement and Finance (previously Treasurer)
o Four Regional Directors:
= Director at Large (Western Region)
= Director at Large (Central Region)
= Director at Large (Labrador Region)



= Director at Large (Eastern Region)
o Two Directors at Large
e All Regional Directors must reside in the region they represent.
e Regional Directors at Large shall be elected during regional meetings.
e The Executive Committee shall consist of:

o President

o Vice-President of Programming

o Vice-President of Engagement and Finance

e Powers of directors include but are not limited to:

o Entering into contracts or agreements;

o Making banking and financing arrangements;

o Executing documents;

o Directing the manner in which any other person or persons may enter into contracts or
agreements on behalf of Recreation NL

o Purchase, lease, or other wise acquire, sell, exchange, or otherwise dispose of real or personal
property, securities or any rights or interests for such consideration and upon such terms and
conditions as the directors may consider advisable;

o Borrow on the credit of Recreation NL for the purposes of operating expenses, or on the security of
Recreation NL'’s real or personal property; and

o To purchase insurance to protect the property, rights, and interests of Recreation NL.

e New provisions regarding Board meetings:
o Meetings of the Board of Directors to be held 4 times each year(quarterly), 2 virtual and 2 in-person;
o One meeting will occur a minimum of two days prior to the AGM,;
o Notice of a meeting shall be given to every director at least 5 days prior to the meeting (where required);
o The directors shall vote on any resolution arising at any meeting of the board. A majority of votes shall
decide the resolution. In case of a tie vote, the chair of the meeting shall have a casting vote in addition to
his or her original vote;
o A declaration by the President that a resolution has been carried and an entry to that effect in the
minutes shall be admissible in evidence as prima facie proof of the fact without proof of the number of
proportion of the votes recorded in favour or against any resolution;
o Where the Association’s technology allows, a Director may participate in any meeting of Directors by
means of telephone or other digital communication facilities which will permit all persons participating in the
meeting to communicate adequately with each other, and a Director participating in such meeting by such
means is deemed to be present at that meeting;

o Where a written resolution or emailed motion is signed by all the directors entitled to vote on that
resolution or emailed motion at a meeting of the Board, the resolution or emailed motion is as valid
as if it had been passed at a meeting of the Board and the resolution or emailed motion satisfies all
the requirements of the Corporations Act and these By-Laws relating to meetings of directors.

Board of Directors Voting Procedures and Quorum

e Proxy voting now allowed.
e Provision added for voting by telephone, electronic means, or other form of communication.

Duties and Responsibilities of the Directors

e Vice-President Engagement and Finance (formerly Vice-President) to preside over meetings in
President’s absence.

e Vice-President Engagement and Finance (formerly Vice-President) shall, in the absence of the
President, have all the powers and perform all the duties of the President.

e Regional Directors and Directors at Large to be delegated portfolios by the Executive Committee.



Regional Boundaries
« Avalon and Eastern to be combined into one region (Eastern Avalon Region).
Other New Provisions

e Indemnification provision added.

o Disputes: Any dispute concerning contractual rights of Recreation NL, the interpretation of the
application of these By-laws, and any dispute concerning the rights of Members or the powers of a
Director shall be submitted to and decided by the Board of Directors.

Memorandum of Association
Any reference to the Memorandum of Association has been removed.

Corporate Seal

Corporate Seal Provision removed

Conclusion

As | stated, RNL is realigning to better serve our members. We understand there is a lot of changes but we
are looking forward to April 1** to start implementation. Thank you for taking the time to read through this
important update on Recreation Newfoundland and Labrador. If you have any questions, please do not
hesitate to contact us at the office anytime as we’d be happy to connect and learn what you’re doing in
your community!
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Steve Martin
Executive Director
Recreation NL



