
 

 

2019 EC ANNUAL GENERAL MEETING – Q&A TRANSCRIPT 
 
CATEGORY QUESTIONS FROM ALL 3 CATEGORIES 
 
EC President, Meg Krueger: There was one question that was supported by all three 
Categories. In order to not share the same answer numerous times, I will address that question 
first, and then proceed to the Category questions.  In addition, I will answer 2 questions from 
each Category first, and then answer the remaining questions. 
 
Q 1: The questions relate to the fact that Category constituents may likely see a perceived 
conflict of interest that Mr. Hamelin, was appointed as interim CEO while having had a 
lead consulting role in the organizational review. In addition, the Voting Members 
questioned whether the Board is concerned about high staff turnover at the leadership 
level. 
 
A: With respect to staff turnover:  It is one of the Board’s key priorities to ensure the longevity 
and stability of the entire ECE team, not only leadership. Our organizational review has been 
designed to organize the team and departments within ECE’s office to produce a positive 
working environment and culture, and to achieve the goals we’ve set for ourselves in the Strat 
Plan. We do not want to see high turnover in the future, and have prioritized through both the 
Strat Plan and the changes we are undertaking to ensure staff turnover across the organization is 
as low as possible. 
 
With respect to the expressed concern of perceived conflict of interest of Yves Hamelin: 
Following the completion of DSC Consulting’s organizational review on June 30, 2019, the 
Board met in camera on several occasions to evaluate the report in relation to our own internal 
organizational assessments and the feedback collected throughout this process.  
 
In our discussion relating to finding an individual to fill the Interim CEO role, we thoroughly 
assessed a list of potential candidates for the role. We were very much aware and sensitive to the 
fact that a perceived conflict of interest could be felt by our Voting Members and members of the 
community by offering this Interim position to Yves, and this was a very important part of our 
discussion.  
 
We want to make it clear that the Board has satisfied itself that there is no legal or actual conflict 
of interest here – but we understand why the issue might arise. 
 
Given our extensive assessment and in light of all of the points we’d analyzed, we made the 
decision to offer Yves the Interim CEO role. This role is valid for 14 months, while he completes 
the implementation of our organizational restructuring and while the Board begins a public 
recruitment process for a full time CEO in 2020. 



 

 

 
The last point is that we made our decision to offer the position to Yves based on the Board’s 
responsibility to make best efforts to have a seamless leadership transition, ensure daily 
operations continue with minimal delay and provide change management specific leadership 
direction for the duration of the organizational restructuring. 
 
CATEGORY A QUESTIONS 
 
Q 2: Over the past few years Equestrian Canada has experienced a disturbing amount of 
staff turnover, and has enforced significant Terms of Reference changes to volunteer 
committees which prohibit long standing volunteers from continuing to serve on 
Committees. Can the EC Board reassure volunteers that they recognize the historical 
knowledge, experience, stability and significant cost savings that these volunteers bring, 
and renew a commitment to allow disciplines make more decisions at the discipline level, 
where the technical and historical expertise is held? 

 
A: With respect to staff turnover: I have answered that question and repeat that it is a core 
priority of the Board to ensure that staff turnover in the organization is as low as possible. 
 
With respect to volunteer recognition of their contributions and expertise: As we greatly value 
the commitments and contributions of our team, we equally value and rely upon the support, 
guidance and expertise of volunteers. As you know, the Board itself is also composed of 
volunteers. 
 
A few comments on Terms of reference (TORs). TORs exist for the Categories and all 
Equestrian Canada Équestre committees. The role of the TOR is to provide committee members 
and stakeholders with a common understanding of the committee’s scope, objectives, 
composition, chair and membership terms, etc.   
 
Each committee TOR also provides direction on how committee members are appointed and 
factors to be considered in that appointment.   
 
All committees (both governance and operational) are equally required to abide by their TORs, 
and the Board of Directors is also required to abide by the governance manual and organizational 
bylaws.  
 
In the 2018-2019 year, the Board of Directors tasked the CEO to ensure that all operational 
committees were following their TORs. The Board also ensured that all governance committees 
were following their TORs. No single committee is individually targeted and all committees are 
required to follow the terms as outlined in the TORs. 
 
We very much appreciate and recognize the dedication, expertise and long standing commitment 



 

 

that committee volunteers make. There is an important working balance that must exist between 
volunteers and staff - and collaboration, mutual respect and working towards the goals in the 
Strat Plan are paramount. These working relationships have been greatly considered in our 
organizational review. 
 
Q 3: There have been multiple references to ‘Restricted Funds’ and ‘Reserves’ in recent 
EC Board minutes. Can the EC Board assure committees that their Restricted Funds are 
being held for the purpose for which they were collected, and will not be used for general 
operating expenses in the future? 
 
A: As noted earlier in our earlier audited financial statement session, the current statements show 
the total balance of the reserve funds. The discipline and operating committee restricted funds 
are presently frozen at the amount they were at in 2018. You can be assured that the funds are 
still there. 
 
Yves will begin meetings and dialogue in October with discipline and operating committees to 
begin defining financial policy going forward relating to the reserves and formatting changes to 
the budget based on the new deferral method of accounting. 
 
The purpose of this meeting today is to review the financial statements of the year that has 
passed (2018-2019). The question regarding funds in the future (ie 2019-2020 and onwards) will 
be addressed in the staff discussions with operating and discipline committees in October. All 
information will be clearly presented, and all discipline and operating committees will be part of 
this discussion. 

 
CATEGORY B QUESTIONS 
 
Category Members and the broader PTSO Council have a number of questions that we would 
like to put to the Equestrian Canada Board concerning the reorganization and specifically the 
dismissal of the CEO and the hiring of an interim CEO who was the lead consultant on the 
reorganization project.   
 
Q 4: We have constituents who are going to need assurance that operations on which they 
depend will be carried out. What can we tell them and how do we respond to concern 
around the fact the Equestrian Canada CEO has been replaced several times over the last 
decade?  What do you intend to do differently this time that can make us confident that we 
won’t see a repeat of turnover at these high levels? 
 
A: The Board would like to first express that we feel it is important that everyone understands 
that EC engaged in an external third party review so that we could ensure that our organizational 
restructuring would address the comments and concerns that we have been hearing over the past 
years, and enable us to move forward on the various initiatives in the Strategic Initiatives Plan.   



 

 

 
With respect to staff turnover and what we will do differently: As I mentioned a little earlier, it is 
our priority through this process, to ensure the longevity and stability of the entire team, not only 
leadership.  
 
What is being done differently is that our organizational review will organize our team roles and 
departments to achieve the goals we’ve set for ourselves in the Strat Plan. We have developed a 
structure that is aligned with the achievement of the goals we have set, and an aligned 5 year 
budget. In addition, our focus is to support a healthy workplace culture in order to minimize 
future turnover across the organization. 
 
This review was not change for changes sake nor it is undertaken lightly.  This sort of planned 
restructure, based on the recommendations of experts in the field plus feedback collected from 
our volunteers, community, partners and team has been a core driver in our decisions and our 
completion of the assessment phase of the review. 
 
With respect to needing assurance that regular operations will be carried out: As I mentioned 
earlier, we made our decision to offer the position of Interim CEO to Yves based on the Board’s 
responsibility to have as smooth as possible of a leadership transition and to ensure daily 
operations would continue with minimal delay.  At this moment, we are achieving this 
commitment to successfully in carrying out our daily operations.  

 
 
Q 5: We understand that several reports were provided to the board concerning 
operations, human resources the organization and other matters and that these reports led 
to the changes made. Can you provide us with copies of these reports, or if not, what can 
you tell us about the recommendations contained therein and why you took the action that 
you did? 

 
A: The DSC Communications Restructuring Plan contains 16 operational and strategic 
recommendations and extensive HR information. The report is not currently publicly available 
due to the confidential human resources information.  
 
Based on your question, I will be asking the new Board’s HR Committee to write an abstract or 
white paper about the Restructuring Plan to share with the community starting in October. This 
will provide you with the information that you are requesting. 
 
Now one important point: All details relating to HR matters, organizational charts, staff salaries, 
employment benefits, and employment reviews will not be included, because they confidential 
under Canadian law. Members of the HR Committee, the Board of Directors, ECE’s human 
resources team and employees themselves are the only individuals with access to their own 
confidential employee information, staff conversations and employment decisions. 



 

 

 
CATEGORY C QUESTIONS 
 
Q 6: Category C wishes to know if the Board of Directors was looking at or reviewing the 
current organizational-governance structure? More specifically, is having twenty-seven 
(27) voting members working? And are they considering any other options? 
 
A: The Board’s primary focus in the 2018-2019 Board year was to center the organizational 
restructure exercise on operational  structures and processes, and their alignment with the Strat 
Plan.. The reason for this is that after completing the Strat Plan (ie - the where are we going), our 
next step was to turn to assessing our operational structures (ie - are we set up for success to 
achieve our goals).  
 
To address your question, the logical follow up step to this process would be to now review the 
organization’s governance structure. To date, we have not made plans to begin a more detailed 
governance assessment. 
 
That said, we will be meeting with the Voting Members in person in November at Convention. 
There are several items relating to bylaws and organizational governance that we would like to 
discuss with the Voting Members at the Group Cat Meeting, including the format of this meeting 
and to assess the feasibility (both financial and logistically) of having this annual meeting take 
place in person and not as a conference call. 
 
I will put this topic on the agenda of the first meeting of the New Board in October, and we will 
be able to report in more detail to the Voting Members at the Group Cat Meeting in November. 
 
Q 7: Where are the funds for this restructuring coming from? Can we afford to do this 
(another restructuring)?  
 
A: We assessed the costs related to the restructuring in depth throughout our deliberation and 
review process of the organizational review to ensure that yes, we would be able to manage the 
costs of this process. The funds for the restructuring are coming from the annual operating 
budgets, not the reserves. 
 
REMAINDER OF CATEGORY QUESTIONS 
 
Q 8 (CAT A): With the elimination of Jon Garner’s position, what is the plan for accomplishing 
the work he was responsible for, including acting as discipline manager for the non-Olympic 
Disciplines (especially with respect to reconciling their budgets), planning and managing Major 
Games, and hopefully strategic planning with regards to athlete development? 
 
A: As you have pointed out, the position of Director of Sport has actually been removed from the 



 

 

organization, as the position will change in the new org structure, which will be implemented 
over the next 3 months. In addition, a specific staff resource will be put in place to specifically 
work with and develop the Non-Olympic Disciplines, which we did not have before. 
 
In the immediate future, Olympic Discipline Committees will continue to work with their 
Discipline Managers, and the NOSD Committees will work with Anna temporarily. She will 
reach out to you in the next few days. 
 
To address the work Jon was doing to support athlete development, high performance Major 
Games management, etc. - these areas of focus are well covered in the new org structure.  Yves 
will first meet with ECE staff starting October 1 to commence the new org structure 
implementation. Following meetings with the internal team, Discipline Committees will receive 
communications about structural changes to the organizational chart. Again, the areas you have 
outlined are all covered within this new structure. 
 
Q 9 (CAT A): Is the EC Board concerned that it has been a revolving door at both CEO and 
CFO positions, and is there any concern that Mr. Hamelin, as interim CEO, could be perceived 
as being in a conflict of Interest?  
 
A: See Q 1 above. 
 
Q 10 (CAT A): Aside that an outline has been written by EC, it would be appreciated and 
clearer if the following points could be responded to:  
 
a) What is coach licensing program?  
 
A: The coach licensing program is vehicle through which Equestrian Canada will coordinate and 
manage the credentialing of instructors and coaches within the industry by issuing licences to 
coaches.   
 
The process of licensing will allow EC to implement policies and procedures which will allow 
EC to meet it legislative requirements, such as those presented under Rowan’s Law in Ontario, 
funding requirements identified by Sport Canada, as well as fulfilling the organization’s 
commitment to the Responsible Coaching Movement (pledged July 2018), to PTSOs in 
implementing mandatory coach certification as identified in the agreement signed with PTSO 
members in April 2018 and manage disciplinary issues are required.  The creation of the program 
also aligns with obligations that EC expects will be introduced under the Universal Code of 
Conduct being developed for sport by Sport Canada.   
 
Key requirements of obtaining a license will include (as listed on EC website): 
 

● ensuring that all coaches and instructors are appropriately screened 

https://www.ontario.ca/page/rowans-law-concussion-safety?gclid=Cj0KCQjwoKzsBRC5ARIsAITcwXG9BPpCsha7tmENDtTL_IpCH9h9sOPDESXOGOFOnSPXsdVejKqWMEAaAodnEALw_wcB
https://www.canada.ca/en/canadian-heritage/news/2019/03/safe-sport-for-all.html
https://sirc.ca/news/equestrian-canada-takes-responsible-coaching-movement-pledge-part-ongoing-commitment-respect
https://www.equestrian.ca/programs-services/coaches/coach-licensing


 

 

● competition of mandatory online training (Harassment and Abuse; Concussion) 
● valid first aid 
● confirmation of appropriate coaching experience and/or being enrolled in coach training 

and certification process 
 
Benefits of coach licensing will include benefits such as (as listed on EC website): 
 

● Peace of mind for parents and athletes that minimum safety and ethical standards for 
coaches are being met. 

● Industry-leading insurance program. 
● Access to independent third-party complaint management. 
● Preferred rates for certified coaches and coaches enrolled in the certification process. 
● Access to educational materials and coaching resources. 

 
b) Is coach licensing different to coach certification? If so please clarify and explain why it 
is being implemented?  
 
A: Coach licensing is being introduced to formally separate the process of training and 
certification, from the process of licensing someone to practice as a coach.  This is consistent 
with the practice in many other professions including sport, medical and legal professions. 
 
Coach licensing is fundamentally different than certification as it focuses on the verification of 
basic requirements (such as first aid, background check, etc.) to ensure the delivery of quality 
programs. It must be renewed on annual basis.  Licensing takes a broad approach which is being 
applied to all disciplines. 
 
EC’s current National Coach Certification Programs (NCCP) and other training and certification 
programs that exist within the sector each focus on specific skills and competencies 
demonstrated by coaches in each discipline.   
 
Most coach certification programs are designed to provide coaches with training and in some 
instances (like NCCP) also include formal assessment.  While the NCCP and some other 
programs include coaches to participate in continuing education to maintain status, none of the 
programs are flexible enough to be able to adjust to requirements over time and are poorly suited 
to ensuring coaches are signing off on revised policies, codes of conduct, etc... It is also 
extremely difficult to take someone’s certification away in the event of poor conduct, just as it is 
very difficult to remove someone’s University degree. 
 
c) How does coach licensing affect current certified coaches?  
 
A: The impact on coaches who are currently certified will be minimal.  Certified coaches will 
also receive a reduced rate for their annual coach license.  Certified coaches will still need to 

https://www.equestrian.ca/programs-services/coaches/coach-licensing


 

 

apply and may need to complete additional screening depending on their province, as part of the 
licensing process involves the harmonization of screening requirements.   
 
Coaches who have not previously completed the Respect in Sport Activity Leader Training and 
Making Headway Concussion training will be required to complete these courses or EC new 
online courses addressing these topics.  Certified coaches may also need to update their first aid 
if it is set to expire this year or does not meet the minimum requirement of Standard First Aid.   
 
d) Will there now be two fees, certification and licensing or a combined fee?  What will the 
fees be?  
 
A: Final pricing will be announced when the program is officially introduced at convention this 
November but there will be a fee for licensing and a different fee for certification.  There will be 
two levels of the license, a basic and a professional license which will both include a list of 
benefits and provide coaches with discounts on the coach training and certification activities. 
 
e) When will this licensing be implemented?  
 
A: The Coach Licence will be introduced for the 2020 season.   
 
f) Will there be a dedicated, qualified in coaching matters, staff member for coaching?  
 
A: Yes. EC already has a dedicated coaching staff person, Helen Richardson, who is qualified in 
all matters associated with coaching.   
 
g) Will there be an EC committee to oversee the Coaching certification and licensing 
programs? If yes, how will the members be selected? 
 
A: Yes. EC currently has two committees which oversee coaching activities. National Coaching 
Technical Committee comprised of representatives from each discipline and the National 
Coaching Operations Committee which is comprised of a coaching representative from each 
PTSO. 
 
As coach licensing is implemented the mandate of these committees will be reviewed to align 
with the needs of the programs.   
 
Q 11 (CAT B): There are some members, and likely several of our constituents, who will 
see a conflict of interest in the fact that the lead consultant in the review has been hired as 
Interim CEO.  What can you tell us to assuage these concerns? 
 
A: See Q 1 above. 
 



 

 

Q 12 (CAT B): While negotiations and contracts with employees are obviously confidential, 
we are concerned about the costs associated with the terminations.  What assurances can 
you give us that these financial matters are in hand and that they will not affect operations 
that we depend on, or obligations that Equestrian Canada has in moving ahead with 
current and future plans governed by the Memorandum of Agreement between Equestrian 
Canada and the PTSOs? 
 
A: The financial health of the organization is paramount and fundamental to the achievement of 
projects such as those outlined in the MOA and SIP. As mentioned earlier, we have developed a 
5 year budget that aligns with the organizational structure and 2018-2022 Strategic Initiatives 
Plan in the core effort to maintain responsible financial foresight over the coming years.  
 
The financial commitments to projects that we have made with the Memorandum of Agreement 
between EC and the PTSOs will not be impacted and our obligations (both financial and resource 
based) to our mutual projects will continue as planned. 
 
Q 13 (CAT B): Looking forward, what can you tell us about any roll out plans and what 
should we expect to see in the months ahead? 
 
A: The overall timeline continuum specifically relating to the organizational restructuring: 
 

May 2018 Organizational review begins at Board/Senior Leadership level. 
 
September 2018 Strategic Initiatives Plan completed and presented to Voting 

Members. 
 
January 2019 External third party organizational review begins. 
 
March 2019 Completion of the Strat Plan presentations and discussions with 

Operational Committees. 
 
June 2019 Public survey on Strat Plan progress completed and External third 

party organizational review completed. 
 
September 2019 Implementation of new organizational structure begins. 
 
December 2019 Implementation of new organizational structure completed. 
 
May 2020 Recruitment for CEO begins. 
 
July-August 2020 Tokyo Summer Olympics.  
 



 

 

Sept-Oct 2020 Permanent CEO in office. Organizational review completed. 
 
On a closing note, there were additional questions submitted, however in the effort of time and 
an efficient meeting, I will respond to those questions directly to the groups that have submitted 
them. 
 
I would like to make one comment - a few people asked where financial information could be 
found and where the Strategic Initiatives Plan could be found. Go to 
www.equestrian.ca/about/governance. As you scroll down, you will find everything from our 
bylaws, to TORs to prior year financial statements and the Strategic Initiatives Plan. 
 
In addition, if any new questions arise please send them to myself (president@equestrian.ca) and 
Marilyn Korim (mkorim@equestrian.ca). Every question will be answered. 
 

http://www.equestrian.ca/about/governance
mailto:president@equestrian.ca
mailto:mkorim@equestrian.ca
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