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INTRODUCTION

The College and Association of Registered Nurses of All@&RNAS the professional and regulatory

02Re& FT2NJ ! foSNIIQa Y2NB GKFIy oT1Xnnn wbax AyOf dzZRAY
administration as well as nurse practitionets! w b du& @andate cents on serving the public

interest: as a regulator by ensuring ethical, safe, competent care by registered nurses and, as an

association, by supporting the pursuit of excellence in RN practice.

Inlate 2019/ ! wb! Qa t NP @A Yissibried a révidvdnf it olern@r@evfufictioning. The goal

of the review is to identify governance principles and structural and process best practice changes
ySO0SaalNE (2 dzZZRIFIGS YR aidNBy3IldKSy GKS AyoSaNuaGe
ensure the public interest, as well as the association mandate.

Governance Solutions Inc. (GSI) was retained by Provincial Council to conduct the review through a task
force reporting to Provincial Council. The Governance Task Force consists of thi Resiaent and
Presidentelect, the former Alberta Health Advocate, two nursing leaders including a past president of

the Saskatchewan Registered Nurses Association and the past AHS Associate Chief Nursing Officer, the
Registrar of the Ontario College ®eachers, and the CARNA CEO/Registrar. The Task Force started its
work on November 8 and expects to complete its work reporting to Provincial Council with its findings
and recommendations by the end of September 2020.

The objectives of the review include:

9 building awareness and understanding of governance structures of similar organizations,
governance best practices including characteristics of high performing boards and committees,
the external environment including an assessment of current pressuiehforge, and
regulatory oversight mechanisms

1 position the organization to effectively influence and respond to anticipated activity in the
external environment (e.g. development of governance related directives)

9 adopt policies, procedures and processes rdigay a high performing board and governance
structure that can be accomplished within the current legislative framework, and

9 identify recommendations where indicated in support of governance reform

Ths Report begins with an Executive SummiagludingG{ L Qa wS O 2 Yor&yghRlaid A 2 v &
governance choic& he Executive Summaincludes what the College does well and should continue
alongside what it can improve and change. Thiuitableto be read alone by readers less interested in
or time constrainé from delving into the details of the research stream findings.

¢CKS YIFI22NJ LI NI 2F GKAa wSLRNI GKSYy NBLRNIa 2y GKS
¢ on-line surveys, interviews, meeting observations and independent best practidesvrézach
NELRZ2NISR 2y Ay | &aSLINIGS FLIWSYRAEOD® D{LQ& O2yO0f dz
adl1SK2f RSNJ 92A0Sa o0dzi y23 ol asSR 2¥ndiKSYY (K S I
recommendationsThese are based ayur own D years of experiece and expertise in independently

researching and authoritatively writing on regulatory governance in Canada (some of this is summarized

in Appendix 4, but the whole body of our research goes well beyond thistarch, we issued a

Findings Report with Alternatives for the Task Force, Council and others to consider and reflect on prior

to draftingtheseRecommendations.

NEIR &GF]1SK2t RSNJ Sy3r3sySyid 6+a OSy(Nlvieheadd D{LQa
from as many stakeholders as possible on key governance issues (divergent thinking) before moving to
evaluations, conclusions and recommendations (convergent thinking).
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Research Phases

ONLINE SURVEY WITH

STAKEHOLDERS

Appendix 1 contains the survey research findings frortirmquestionnaires conducted among various
a0F1S8SK2ft RSNJ INRdzLJax Ay OfdzZRAy3 /! wb! QF aSYoSNEZ [/ 2
staff, as well as the polls condectduring the public consultation during the Telephone Town Hall

Meeting This researchast a wide net to identify areas of strength and opportunities for improvement.

These include both visual charts and narrative summaries.

Appendix2 containssignificant and extensive diagnostigatheredoy conductingindividual interviews
with all interested members o€ARN&& ProvinciaCounciland senior staff who work with Council and
Committees and with external stakeholderemployers)eaders and representatives of interested
groups outside CARNAhe primary purpose of the interview research wwaprobe the findings from
the survey researchnd initial alternative®n the effectiveness afouncil and Committees, as well as
other relevant aspects CARNQ & 3J2 BSNY I yOS

Appendix 3 containsBAS NY | y OS  {(Rabiddeitl DebyiBrdws@nids@riations of the Council
meeting of dnuary 10 2(20. By observing a meeting, we can gain a much better understanding of the
functioning, information and accountability flow, outworking of roles and responsibilities, as well as
otherwise difficult to evaluatget important aspects of governance such as culture, relationships and
behaviour.

Appendix 4 contains the results of dadependentGovernance Best Practices Revigve reviewed the

Act, relevantRegulations, Bylaws, Policies, as wellaancil and Committemeeting reports, minutes

and agendas, and public disclosures inclu@ARNR & ¢So0aAidS FyR |yydz £ NBLIR2 NI
these to internationally accepted best practices in governance (e@irRBK), Canadian national

governance guidelines (e.g. CSA and OSFI), and then through the lens of regulatory bodies. This included

an explicit comparison to emerging and recent best practices in governance published by leading

comparator regulatory bodein other professions.
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EXECUTIVEBUMMARYANDRECOMMENDATIONS

In this Executive Summary, we summarize the main findings of our research (the four streams from the
appendices) along witRecommendationand rationalefor each main governance chojagpdated

from reflections at and since the March 18 Provincial Cowmal April 16 Governance Task Force

sessios, when GSI presented its major findings and alternatives.

First, a few definitions for claritt D2 S NY I y OS¢ Aa adKS &AM @3 ¥ NER NR XSS (
I2PSNYIFyO0OSé Aa (GKS 2FSNINOKAy3d aeadsSy 2F RANBOGA?Z
such as strategic direction; performance and risk oversight; Registrar/CEQO direction, monitoring and
evaluation; Council and Committetructure, selection and evaluation; and financial resourcing.

GwS3AdzA F G2NE I20SNYFyOS¢é¢ Aa (GKS aeaidSYy 2F RANBOGAZ
statutory mandate and object® regulate the profession and protect the publiy applyinghe Act,

Regulations and Bylaws, and revising or recommending revisions to these processes (rules, procedures).
G{BBHdzf | GA2yEé Aa | F2N¥Y 2F NB3IdzZA FG2NE I23SNY I yOS
the people being regulated: the predsion.

/' wb! Qa / 2dzyOAf A& NBalLRyaArofS T2 RReguatolg O2 N1J2 NI (S
Committees (largely) deal with regulatory governance; StandingCumtmitteeso p ¢ D2 SNy I y OS

I 2 YY A ( liel Sdudcibto deal with corporate governance.

If regulated professions, includit@ARNAseek to preserve a sekgulatory governance model, they
will need to demonstrate its effectiveness in protecting the public interest: in the catbe ofursing
professionthis primarily means protectingatients in Alberta

Summary of Recommendations

Chalr and Vice Chalr

Transzition from Carver Allgn reew Strategic Adopt a competency- appointed by and from
Policy Gowernance to Plan, Right Touch Risk- based approach to Council on verting and
reform governance based Regulationand selecting Councl qualificationof a
model Performance Oversight mermbers Nominating Cammittee
Move to a single mandare Implement changes to Change mix of Counil Adopt acompetancy- Adopt a staged
with commitment to Governance members based approach to orientationand
development & growth of Committess selacting members and onboarding process
the association Chairs of Regulatary
Committeas
& & & & @
#1 #2 #3 #4 #5 #6 #7 #8 #9

GOVERNANCE ORIENTATION &
EFFECTIVENESS DEVELOPMENT

1 For more, see the outline beginning Appendix 4; for the definition, Ke8t / | Ro dzNE / 2 YYAGGSS wSLxk
CAYLl YyORALI ¢ 1 aLISOGa ZAdnddn:2A98PAg NI wivG.icaR . @18/ Nagaly/yub &€
gateways/corporategovernance/codesindreports/cadburyreport
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DUAL VENGLEMANDATE

Recommendation #1: CARNA will move to a single mandate but with a commitment to the
development and growth of the association

Alternatives considered but not recommended

1 Move toasingle mandate: be theegulator and not the association
1 Retain dual mandate: regulatory and association
1 A hybrid solution: primarily the regulator but some association activities only when consistent
with protecting the public interesb WA'Y / I 8S& Q& FAf G SND
By far the most fundaental governance choice facing CARNA is its mandate.
¢KS o02G02Y tAYS 2F D{LQa NBOASY Aa GKIG om0 GKS y
strong association, but (2) one entity cannot succeed at being both.
This decisiono I YRIF S | FFSOla SOSNRBGKAY3 StasS Ay
YIa@SNE2 /! wb! Qa I20SNYIFyOS OkKk2A0Sa gAfft o
i A single mandate regulator would
o have a competencieBased Council compogin and selection approach,
o T20dza / 2dzy OAf Qa | ASYyRI FyR YSSGAy3da 2y NB3Io
effective corporate governance essential to deliver good regulatory governance
o0 have +£49 per cent of Council members drawn from outside thef@ssion,i.e. public
members
0 Regulatory Committees would be composed of qualified candidates, vetted by a robust
selection process
0 orientation and ongoing professional development would focus on (1) regulatory
governance skills and (2) corporate governaresponsibilities (to protect the public).
91 A dual mandate CARNA would
o have a majority of members of the profession on Council,
0 be less concerned with specific competencies,
o O2yGAydzS G2 fS@OSNI3IS GKS SEAAGAYHdaLIS2LI S (
holding meetings
0 The President and PresideBtect could continue to be elected from and by the
membership directly.

2OSNY Iy
NRA @Sy

pu

Canada has a rich history and tradition of setfulation. Long before governments thought about
regulating professions, the professmthemselves stood up and introduced professional standards,
education, certification and conduct expectations, and provisions to enforce these. Today, Canada is the
one country where selfegulation is still viewed with favour, consistent with our culture

Having said that,@vernments around the world, including provincial governments across Canada, are
scrutinizing selfegulated professions to ensure they are putting the public interest first. There is a
definite trend away from dual mandate organizatg) governments are asking how organizations can
effectively protect the public interest by regulating a profession while at the same time advocating for
0KS LINE T Saanigoffedt todyhidts WaViihileZBKtish Columbia has taken the |gaete,

the Province of Alberta has made it clear that it expectsreglfilated professions to put the public

2Quote is from GSI, Dr. Debra Brown.
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interest mandate first and foremost. TlEnsuring Fiscal Sustainability fobclaimed in late 2019
makes that very clear.

/1 wb! Qa / 2SdWBGA2EINSg Adtlfy (0 Ki2 NBTFE SOG 2y GKS t NPBAYyOSC
alternatives. An additional factdo consider ighe constraintof retaining a dual mandate amne of
/ 1 w b KeyXxs#ategic goatto influence public policy regarding health policy

Thereisawidel)K St R LISNOSLIiA2Y Y2y3a (KS aSYOoSNR 2F GKS L.
responsibility is to protect the profession and its members, i.e. its association role. Because of this, many
negfe& StSOGSR /2dzyOAff2NE R2y Qi S@Sy NBELEATS GKSAN
There is a wide split among Members of the profession as to whether CARNA should continue with its

dual mandate or not (see Chart Three), and this split Ilsectfd among Council members too (interview

findings). Staff, on the other hand, and Regulatory Committees, are much more focused on the primacy

of the regulatory mandate, and of protecting the public interest.

How might we reconcile this gap, between mesnbof the profession on the one hand, and virtually
everyone else on the other?

A thirdalternative was considered I a K@ 0 NARé | LILINBI OKX GKSNB | OGA DA
the extent to which they protect the public and can be classifiedkgalatory Thiswasincluded here

because it was specifically proposed by one advisor (Jim Casey), but has been opposed by other external
advisors (Steineke, Cayton, and ourselves at GSIl) as being inconsistent with the simple acceptance that a
regulator nmust exclusively regulate and not pretend to do other things under the guise of regulation.

This alternative too would continue the role confusion among Members, and likely Council too, and not

be consistent with the direction that the government and otlgnisdictions are taking.

To summarize this dilemma and its underlying drivers, while the legislative mandate is clear, there is a
long-standing tradition of CARNA also being the professional association for Registered Nurses in
Alberta, and both MembersyaR / 2 dzy OAf t 2NB RSaANB GKA& NBfS G2 0S5
to be CARNA. The public perceptph Yy R £ A { St & Icdidiad\Ngren Snintednad, isi 2 2

troublesome since a setégulated health profession must be perceived to (and adbtuze) acting to

protect the public interest.

Since there is so much passion to protect the professiad,since CARNA has been faithfully fulfilling

this mandate for many yearsur view is that there ia compelling case to make sure that the

AssociaB Y aGf | yRa¢ adz00SaatdAZte FyR KFa | 322R OKIFyOS
This alternative addresses the dilemma of needing both a regulator and an association, but a single

entity not being able to succeed at both.

This would leave CARNA with an implementathbaoice, of what form its commitment to the

1 3a20A1 A2y Qa RSOSt 2 LIOE ¢hbicewlyicR weFdv@ud S K (@2 defa R I §IR] §z2bJ¢
Alberta Nurses Associatiin O2 Y LINA & A y 3 whAnather isto stedvard-ayfransitfort td tkea

Canadian Nuess Association or other body already in existence (Saskatchewan?). A third choice is to

leave it to the members to take stewardship of the association role.

From the perspective of what could be done to help a professional nurses associakitwetita to

thrive as a standlone entity several alternatives were identified. The overall concern was that nurses
may not financially support an association that would have voluntary membership fees. Most
respondentdold usthat if there were a split,iat CARNA would have to be careful to take their time in
developing plans, ensure there was a clear value proposition for the association, and seed money to get
it started off on the right foot. Perhaps using the association to provide nurses with tialityi
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insurance, or partnering with CNA, other western provinces or the unimnd be alternative®n how a
separate association coutdistainablyprovide advocacy for members going forward.

COUNCIANDGOVERNANMEFECTIVENESS

Recommendation #Zoverrance Model CARNA will adopt the reform model of governance to
replace Carver Policy governance, and adopt an integrated set of charters and policies to enalile this

Recommendation #&overnance Structuré / ! wb! Qa D2 @S NKahggsDS / 2YYAGGSS

a) the NominationsCommitteeand Appointments Committeavill be merged into a new
Nominating Committee responsible to oversee tipeocess forselection of both Council and
Regulatory Committee members

b) anew Governance Committewill be created to take over the BxOdzii A @S / 2 YYAG(1SSQa
conduct oversight, the €adership Review Committe@d NRt S Ay [/ 2dzy OAf LISNJF 2
and new responsibilities to implement this governance review,

c) the Leadership Review Committee will continue with its remaining CEO dgltsnandate,
and the Finance & Audit Committee will continue with its mandatnd

d) the Executive Committeavill be disbanded

Recommendation # Governance Proces€ARNAwill take the necessary process steps to adopt
reform governance and its single mandain place of Carver and a dual mandate, including:

a) hone its strategic plarand resources (including budgetd address its regulatory mandate,
along with a commitment to the development of an Association
b) NI AOdz I S 6 KIG oNX3K@xplicidy dizRifgimedsiBes dithé riskoe y f 221 &
harm to patients to the levels of regulatory intervention prioritized in the strategic plarf)
c) develop a reportingand performance managemerftamework from management and
Regulatory Committees to Coundihcluding formal evaluation®f Council, Committees,
Chairs and CBQand
d) organize Council agendas and meetings around this set of priorities, protecting the public

Three themes emerged fromdzNJ NBE @A Sg 2F [/ 2dzy OAf Qa STHEUOIA SISy Saa
Council and staff not respecting the strategyLJS NI G A2y a Gt Ay S£€X | yiRRall/ 2d A
three aspects, Council can tageacticalsteps to embrace best practices in gavance.

<
O«

Moving away from a Carver policy governance model is supported by everyone we engaged in the
consultations. This should be replaced by a strategy riskdriven reform governance modébest
articulated by theCorporate GovernanceCodein the UK?) The right hand column of the detailed

3 CARNA follows the Carver Policy Governance model including Governance Policies dEexisg @tive

Limitatons/ I NSNRa t 2f AO&8 D2@SNYIyOS Aa | 3I2F8SNYlyOS Y2RSt |
Ga! {1 ¢ aSOU2NI OYdzyAOALI tAGASAST dzyAOSNRAGASA FyR O2ffS3:
boards (Council)ayerning through policies, and staying out of operations. Reform governance, articulated by

people such as Cadbury (UK, 1992), Dey (Canada, 1994), Sarbanes and Oxley (US, 2002), émphasidat

boards (Council) governing through strategic and risk directiofgiwtfien drive people, policies and resources.

4 An integral part of this Recommendation is for CARNA to continue to implement all 14 Recommendations of the
Hamep /Fedz2y wSLRNI 2y /! wb! QA&https2/ivutskslathcg/doas/defaNe OSaaSa | yR
source/latestnews/caytorreport.pdf?sfvrsn=2df588fc_6

5 Seehttps://www.frc.org.uk/getattachment/88bd8c4%0ea4841-95b0-d2f4f48069a2/2018JK-Corporate
GovernanceCodeFINAL.pdf
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findings table in Appendix 4 lists charters, policies and other specific structural and process areas where
CARNA should adopt this governance model; these are summarized in Recommendations #2 to #4.

Once the mand& choice is made, CARNAlweedto hone its strategic plan to address its regulatory
YEYRFGST G2 FNIAOdzZ S 6KIFIG aNRIKG G2dzOKE NBIdzA | G
management framework from management and Regulatory Commite€ouncil, and then to

organize Council agendas and meetings around this set of priorities, protecting the QURBIA is

doing better in the governance of resources (especially financial), but needs significant improvement in
performance and risk direin and oversight, and in policy direction and oversight (see Chart Seven).

2S 20aSNBSR GKFG adlFF Aa LXlFeAay3d G22 €1 NAS | NRf
and its leadership. While this is benevolent, a virttnded effort to makesure corporate governance

Ga3SGa R2ySés [/ 2dzyOAf |yR AlGa fSIRSNBRKAMAMJI R2 ySSR
meetings, a lot of Councillor questions and discussion are operational or tactical, rather than strategic or
high-level, and cent on items of member interest, rather than the public interest.

A clearer line between Council and staff, and each respecting that line, will help both be more effective.

¢tKS ljdzSaitaArz2y 2F o2 NR OdzZ (dzNB A JCowhéillihas2ay@ninanF & NA I K
cultured & LIS 2IikefCARNW, it should be aware thagpriobably has blind spots in its tendency to

downplay the other three aspects of how power candpplied evidencebased (how others do it),

L12f A O& 0 K 2ipbefér®,uli$he podvef & personality or persuasion. Each of these has a

LX F OSS FYyR /! wb! Q& t NBaA RSdfalvindoyf iResé tremysOAtf ATt gl Yy

To the extent that CARNA adopts a single regulatory mandate, it would make sehsk farb ! Q a
leadershipto adopt more evidencdased and policy aspeab$ culture while not losing the cohesion,
inclusion and positivity of its people culture.

GCOUNCIICOMPOSITIOANDSELECTION

Recommendation 8: CARNA will retain the current Council si@b) but change the mix to an equal
number of members of the profession (8educed from 1), and individuals who are not members of
the profession (8)including3 new at large andb current public members

Recommendation 8: CARNA will adopt a more compenciesbased approach to selecting Council
members LINR OS&da 0 dR Z0z6eNGminhtB@Commitiz&vetdlahd qualifies]
candidates then (2) the final selectionof the 8 profession members madefrom this slateby
members of the professiothrough election of the 3 new at large members from this slate by Council
itself, and of the5 public members by the Provincial government

Alternatives considered but not recommended:

1 Reduce size to a smaller Couiftbm current size of 16 tapprox. 1)

1 Retainthe current mix of profession and public membéesrrentlyl1l members of the
profession and public member}

T wSGOGFAY I GNBLINBASYGFdGABSE | LILINE | Qdirventlgdh G K 3 S2 AN
members selected by distrigbjus the Preiglent and PresidenElectelected; plus 5 public
members appointedby Governmenit

9 Adopt a process to appoint Council members

1 Retain the process of electing Council members

Our conclusion is thatiere is no compelling reason to change the size of Council, but there are
compelling reasons to change its mix and criteria for selection.
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There are two broad schools of thought with regard to the composition of &NsBIF dzf | 1 2 NB 02 R& Q2
governing Council, and its regulatorynomittees.

One is arepresentativé approach

T
1

The fundamental precept in this model is that members of the profession are;lmshaps
uniquelyc suited to regulating their profession.

This encompasses accreditation and standards setting, as wellestigations and hearings on
reported breachesnursesare best suited to understand both the professional expectations and
the job context of situations.

This extends to the composition of the Council (governing body) and Committees (which
convene paneland committee meetings to hear cases and render decisions).
Nursesshouldmake up at least the majority of each of these, at all levels of governance, to
SyadaNB (KFdG GKS LINRPFSaaazyQa SELISOGIGA2Ya | YR
a peer review to potential breaches.

Perhaps more subtly, thmandate and strategic priorities of the regulatory body extend to

and mayevenfocus primarily org the protection and advancement of the profession itself.

If CARNA retains its dual mandategha larger proportion of nurses would be expected on
Council than a single mandate regulator.

The seconds adregulatory approach

T

¢t KS

The fundamental precept in this model is that the protection of the public intergsriamount

inthe mandate ofthebod = ' yR (2 G(GKS SEGSYyd GKIFG GKA& A& A
LINEPFS&adaA2yQa AyiSNBaGar GKS LdzoftAO AyidSNBadG GN
The greater the proportion of members of the profession on Council and Committees, the
IANBFGSNI §KS NALAUZINBE S MEBNSI GXKSE A SNBSada 2F (K
unconsciously, favoured by Council and Committee members drawn from the profession, while

the interests of the public are paramount in the minds of members drawn from the public.

The Council and Canittees are composed of at least an equal number of individuals who are
independent from the profession and its membership, some would say a majority.

Council and Committee membership is not determined by election from and by the

membership, but based on competencies and attributes needed to best populate each.

These competencies and attributes could differ from the Council to Committees, and from

Commitee to Committee, so there is no requirement that Committees be populated by Council
membersc each has a unigue role, best accomplished by people equipped to fulfill that.

Under this approach, nursese better equipped to set some standards, but pedpden

outside the profession better to set othend/hile accreditation and professional standards do

call for input by members of the profession, ethical standardsarahgingculturalframeworks

(e.g. clarity on sexual abusegn better be brought to bear by outside members. While panels

and committee hearingsmay Sy ST A i T N2 Yhede ndeiSndtNaRdishodi@ rotOb® the

majority voice or vote in the adjudication process. Due procesjaadijudicial quality of

decisionmaking are the primary criteria for the effectiveness of thEegulatoryCommittees,

and soought to drivethe selection of their members.

If CARNA adopts a single mandate, then a more competebag=d selection prass would be

A 2 4 oA ~

SELISOGSR F2NJ 620K /2dzyOAf FyR /2YYAGGSSaQ 0O02YL

aSt SOGA2y 2F /! wb! Qa /2dzyOAt YSY0OSNHR ol AaSR 2y

groups, even including the members of the profession (see Chart Seventeen; ChaerEgiiues
which competencies are considered the most important to consider).
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Members would prefer to see the selection process include a form of election, while other stakeholder
are more comfortable with an appointments process.

The ideaof ahybrid sol@iy ¥ | &G R2dz0f S 1S@¢ | LILINRPIF OKEZ ¢KSNB OF yF

against a competencies matrix, and then final choafehie 8 remaining members of the profession
(reduced from 1 currently)are made by election, is our viewthe optimalk.  &wink gpproachlt has
the benefit of a robust vetting process of relevant competencies and attributes by a Nominating
Committee, while retaining the democratic mandate of the membership, sustaining-eegalfatory
model.

Non-professionrmembers would not, ofourse, be elected by the membership, but could and should still
be passed through a competencikased selection process, by being vettedhrsyNominating

Committee in parallel with candidates from the profession. The final selectitre@new at large
memberswould be made by Council, from the qualified slate from the Nominating Committee, while
the 5 public members would be selectéy the Provincial Governmengho may choose to use the
gualifiedslate toa

In our view, this ist#l selfregulation. Members eled of 16 ©uncil members, and 3 more are chosen
by Council from alarge candidates, while Government selects only thef1l6.The Regulatory
Committees anather aspects of the Colle@efunctioningwill continue to rélect governance of the
profession largely by the profession, supplementdgth externalexpertise where beneficial.

In terms of the size of Council, research tellshad the average size of a board in Canada is 11, with a

G NMEAKIGSRE NI y3IS 2F ¢ G2 mMpd ¢KS OdzNNByYy G [/ 2dzy OAf
slightly larger number makes it easier to end up with a more diverse group. When we talk about

diversity here, this encompasses gender and heritage, as well as geographic and lines of practice across
the province Further,we are recommending four standing committees (Governance Committees) of
Council, so 16 is a mmmanageable number to poputathese, with most Councillsserving on only

one standing committee.

We therefore recommend a Council size of 16 to provide for opportunities to plan diversity while
keeping the leadership teart a manageableohesive number.

REGULATOFRSOMMITTEEEZOMPOSITION ANEELECTION

Recommendation # CARNA Wl adopt a more explicit competenciebasedselection of members
and Chairof Regulatory Committeeswith a Nominating Committee vetting and recommending
gualified candidates for appointment by Council

Alternatives considered but not recommended:

1 Retaincurrentapproach:Provincial Council appoints interested nurses (and public members) to
serve on six of the seven Regulatory Committees (Appeals Committee is comprised of Provincial
Council membershote: this process is largely retained but competenaiese explicitly drive
these choices, vetted by a Nominating Committee

9 Adopt a process where a Nominating Committee vets but Members elect Regulatory Committee
members

CARNA uses seven Regulatory Committees to undertake the regulatory governance ofabsiqmd(t
uses five Governance Committees to assist Council with its corporate governance responsitiiisies
section deals with the Regulatory Committamsy.
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G! LJAGNBIFYéEé RSaONRoSa Fff adsSLla Ay NBJdeathior NB 32 3S
potential breach) occurs. Resources are allocated to upstream regulatory governance largely to reduce

the risk of breaches occurringhis includes accreditation, standards setting, qualifications and all

aspects of regulatory governance that sirection for the members and the profession.
G526yaidNBFYéd RSAONAROGSaE ff adSLla Ay NBIdAFG2NE 32
potential breach) occurs. Downstream regulatory governance focuses on the reporting of breaches,

their adjudication and disposition, and then pestljudication steps of disclosure and refinement of

rules that close the circle back to upstream governance. Downstream process includes investigation,
discipline, fitness to practise and all aspects of regulagowernance that monitor, evaluate and hold

accountable members of the profession.

The/ @2y wSLERNI 2y /! wb! Q& / 2récedflylcdmplated (Septienbe 34 Sa |
2019), provides an excellent evaluation of this area, including how theseecemproved in terms of

accessibility, independence, robustness and transparency. GSI supports these conclusions and
recommendations, and there is no need for us to duplicate this work here.

Our conclusion is that CARNA has the rigggulatory Committeeim place and has already taken the
positive step of separatinipe composition of mosfsix of sevendf its Regulatory Committees from
Council This is generally an area of strength, with improvements already being made to regulatory
governance as a rekwf/ | & ( 2 y RECABNAN]

What should happen next is adopting a more robust process to vet and qualify applicants to serve on
and to Chaithe Regulatory Committees, to encourage the appointment of qualified individuals in all
cases, especially the @bs(who need not be members of the professipn

The Nominating Committee has a key role to play in independently recruiting, vetting and
recommending nominees to the Regulatory Committees, driven by needed competencies and
attributes. Especially in thease of downstream regulatory committees, these competencies may focus
on due process, evidendmsed decisiommaking, and quadiibunal experience and skills.

OFFICERSELECTION

Recommendation 8: CARNA will dopt a process where interestedandidatesfor Chair(or President)
and ViceChair among incumbent Council members (profession and pulglie)vetted and qualified by
a Nominating Committee, then elected by Council

Alternative considered but not recommended:

1 Retain the process dafirect election of the President and Presiddziect by the membership at
large

¢CKS dzaS 2F (KS (G-BKNANB/ KEANBKEF§FR BEIXDOOSNE ¢2dAZ R N
chosen byand fromCouncil and their primary roles are to lead CouncilivihS dt NSaA RSy ¢ | yR
t NSBaARSYy(Gé AYLIX @& fSIRSNAKAL 2F GKS 2NEBFYATFGAZ2Y |
choice here, therefore, is not just about how these are chosen, but the scope of their terms of
reference.Since theHPAexplicitlycalls for an office of President, CARNA may need to keep this office,
but the intention is for this individual primarily to chair Council and head up the governance function,
while the CEO & Registrar would be the primary spokesperson for the organiaat@éoregulatory body.

6 https://nurses.ab.ca/docs/defaulsource/latestnews/caytosreport.pdf?sfvrsn=2df588fc_6
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To some extent, th officer selection process at CARINA vestige of a unioor member association
governance model, where officers are directly elected by and from the membeTfahihe extent that
CARNA moves to a single mandeaggulator, this practice would no longer be consistent, and@heair
would be selected from and by Council itself.

It may seem selévident, but any Council member would be eligible to stand for Chair aneCViak,

both public members and members of tpeofession. Currently, only members of the profession are

eligible, but that again is a vestige of the dual mandate. In a single mandate regulator, what signal would

Al aASYyR G2 LlzotAO YSYOSNR 27F / 2dzy OAf réspohsibilii KS& I N
committee service, accountability and even liability, but not to serve as the leaders of Council? We

therefore rejected this option.

The candidates fo€hair and Vic€hairwould be vetted through a Nominating Committee first. A

vetting pracess has the advantage of weeding out less qualified candidates, but it does introduce the
risk of bias or a small subset of Council effectively controlling this chiicgs an argument used

against Nominating Committees vetting and qualifying CoamcllCommittee members too, to be fair

the selection and robust transparent process followed by the Nominating Committee are central to the
reformed governance of CARNA being successful, accepted and sustained.

Two year terms of office probably make the sheense for these Officers: one year terms are too short
for leaders to make a sustainable difference, but three year testat to stretch the length of
commitment to be asking individuals to make, and if the \dbaiir is even just perceived as a sscoe

for Chairnot justa deputy,six years is much too long to be identifying fresh leadership (adding the two
terms together).

ORIENTATION ANDEVELOPMENT

Recommendation §: CARNA will adopt a staged onboarding program beginning with informing the
membership as a whole, and prospective Council and Committee candidates, about their mandate,
responsibilities, expectations, qualifications and competencieascadhginto an orientation and
ongoingprofessional development process which would focus on (@yulatory governance skills and
(2) corporate governance sufficient to effectively regulate, and protect the public interest.

The prior choices, especially around mandate, will drive Member education to reduce misconceptions
FNRdzy R /! wb! I yhen thiskhaite)dndl @nir cibels &round effectiveness and

composition, will drive Counaind Committeey SY0 SNBE Q 2y 62+ NRAYy3 | yR 2y32Ay
programs.

The main issue here is the misperception among new Councillors about their regulatorgidole a
fiduciary duty to protect the public interest. Since this begins at the Membership at large, then arguably
the onboarding process needs to begin there: before candidates are even nominated or express an
interest in serving on Council or Regulatory Cottaes, the membership should be engaged and
educated in the mandate of CARNA and therefore the expectations of Councillors and Committee
members.

This then would cascade into an orientation and professional development process which would focus
on (1) reglatory governance skills and (2) corporate governance sufficient to effectively regulate, and
protect the public interest.
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TRANSITION ANEIPLEMENTATION

In addition to our recommendations in these specific governance areas, there are otheastéps
choiesthat CARNA will need to take to transition to and implement its newly reformed governance
model Timing of the transition and implementation will be affected by whether reforms require
statutory and/or regulatory change Council composition ansklection, for example and how long

that will take. CARNA should move forward with the reforms that it can implement without government
approval while waiting for thesét could take a year plus or minus to complete the full governance
transition.

V CARNAR A yitseN il need to change, along with its branding, as it would no longer be the
OAssociation. Rebranding involves time, expense and effort, sorttag need tdbe spaced over
a couple of years through the transition, rather than all at once.criwéce of a new name and
brand will be important in terms of the signal and message this sends, to the profession, to the
government and to the publi@heAlberta Registered Nurses Regulatory Authasityne
possibility to begin the conversation.

V Theb 2 YAY | Ay 3 madddty, koinfoSith@electionand support as mentioned, this
is a critical element in the reformed selection process for Council and Committees being
accepted, sustained and therefore successig stopped short of recommendingé final
composition of this Committee, bgupportthis being a committee composed of Council
members, like the other governance committeeber® are alternatives: th€ollege of Nurses
of Ontariohas set um Nominating Committee with members, 2 fronthe Board/Council (1
nurse, 1 public member) and 3 not from Board/Council, no more than 50% from the profession
Their rationale for this is to create a degree of independence from Council since Members
expressed a concern over losing their voice, butwisld not be the case with CARNA since

GSQONBE NBO2YYSYRAYy3I | R2dzofS 1Se aStSOlAizy o6KSN

0KS StSOGA2Y 2F YSYOSNB 2F (GUKS LINRPFTSaaiazy G2
qualifying. The Ontario College Béachers, faced with the same dilemma, chose to adopt a
GazNIAGAZ2YE YSUK2R 6KSNB [/ 2dzy OAf OF YRARI GSa
GKAE AayQli ySOSaalNeB F2NJ/!wb! F2NJ iKS &l YS
composed, we woudl supportits Chair selected by and from the Committéermsof three

years, staggered, with a maximum of two ter(nse. you would have to step off the committee

after six years.)

V Competencies Profilewill need to be developed for Council and Regulatooynmittees, to be
used by the Nominating Committee to recruit, vet and nominate candidates. These should be
aligned with the new Strategic Plan for the single mandate regulator, along with its strategic
priorities.L Y F RRAGA2Y (2 &l thes&Rprofilé BredBd\abporiudity tb ifeRtifyd | A f
aspirations for diversity, including gender, geographic, heritagedanthinof practice.
Different Regulatory Committees may have different profiles, for example if they are dealing
with upstream or downseam regulatory governance (downstream profiles may concentrate on
quastjudicial process and expertis&)learly, the new Nominating Committee will require
significant support, both through staff and external expertise, especially in this development
phase.

V Terms and transition of Counciind Committee membersthree year staggered terms, with a
maximum of two terms, is a good practice to balance institutional memory, cohesion and
momentum with renewal, fresh ideas and independence. A decision will elkd made as to
whether, and how many, current Council members are eligjlde preferred, everg to serve on
the new Council, and then which terms they would serve.
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APPENDIA: SIMMARY OHPOLIS
This appendix contains the survey research faorline questionnaires conducted amaong

234 Members of the profession responded to the Member Poll
Up to100members of the Public responded to the Telephone Town Hall Meeting Poll
Hc YSYOSNB 2F wS3dzZA Fd2NE /2YYAGGHGSSAE NBalLRyRSR
10mero SNB 2F (GKS t NRPGAYOALft [/ 2dzyOAf FyR n ASyA?2
Poll

f Mmn 2GKSNJ &G+ 1SK2f RSNAE NI @otrafeivRERiond, this gréuBis { G I

flroStfSR a¢KS tdzofAOéY gKSY (&KSYXOIENBRARIZE S &

These include both visual charts and narrative summafieme questions were asked across
NEBALRYRSY(G 3INRBdzZIAS I YR a2by%dd ddmpaiBohJuids@®Re (G K SA NJ NB
cautionary note: since the number of Members of fhefession dwarves the other participant
ydzYo SNARZ (GKS a2@SNItf | @SNFraIS¢ F2NJ SIOK LRt ljdsSa
The first question gives us a broad sense of the extent to which CARNA is perceived as protecting the
public interest, ad protecting their members:

=a =4 -8 =N

SK?2
N

Chart One: Protection by Regulatory Colleges of Alberta

To what extent do regulatory colleges in Alberta
protect their members and the public?

5.00
400
300 —
2.00
1.00
0.00
COLLEGE OF ALBERTA COLLEGE OF COLLEGE AND ALBERTA COLLEGEOF ALBERTA COLLEGE OF
PHYSICIANS AND PHARMACY ASSOCIATION OF SOCIAL WORKERS OPTOMETRISTS
SURGEONS OF REGISTERED NURSES
ALBERTA OF ALBERTA
M Members B Public
¢KSNBE Aa | KA3IKSNJ LJSNﬁSLJﬁ)\EY Y2y 3 adal 1 SK2f RSNA 2

CARNA, and a sense that CARNA is not very effective in protettieigtiee public or its members.

| SNB Aada K2g RAFFSNBY(H NBalLRyRSydG 3INRdzLJA S@IFfdzZ 4GS
members:
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Chart Two: Dual Mandate Fulfillment

To what extent does CARNA fulfill its dual
mandate to protect their members and protect the
public?

5.00

MEMBERS PUBLIC

I Overall Average M Council B Executives M Stakeholders M Committees

Next, we asked the central question of whether CARNA should retalnatsnandate or focus on a
single regulatory mandate:

Chart Three: Single or Dual Mandate?
Prefered Governance Model

E CARNA should split into
two organizations, one
responsible for regulating
the profession and the
other being the
professional association,
to ensure each focuses or
a single mandate

E CARNA should continue tc
0S | aRdzZlf Y
organization, this is
working well, and | would
not change it
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This split is reflected among both Members of the Profession and Council members, and will be
fundamental to resolve.

We asked members of the profession whetheeyhvoted in the most recent Council election, and if not,
why not:

Chart Four: Member Election Participation

Election Participation

0%

M | voted

M | did not vote because | did not have a
chance to familiarize myself with the
candidates

M | did not vote for other reasons

M| did not vote because | did not think my
vote would make a difference

M | meant to vote but didn’t have time

M | did not vote because | did not like any of
the candidates

The nextthree charts reflects responses to the Council governance effectiveness poll que3ticese

reflect mean averages of saf/aluationquestions asked of Council and senior staff, compared with

mean averages from other organizations where GSI has asked the same questions. These comparator
organizations are also mixed or hybrid governance models (usbhefg arenot-for-profit corporations

with both commercial objectives and a public interest mandate, and board members drawn from a
diverse range of stakeholders with often diverging interests), including regulatory authorities and
delegated agencies.

Boards (Council here) are responsifiliethe governance of an entity; governance being setting
RANBOUOUAZ2Y YR ILAYyAy3a NBFaA2YyLl o
 LIWSYRAE n F2NJ I Y2NB RSGFAf SR
each.

P

ELX F Y A 2lsof 2
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Chart Five: Average Ratings

Your Overall Average Rating
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Overall, CARNA does not rate well in the effectiveness of governahiseseHevaluationresult affirms
| 2dzy OAf Qa GKAY1AYy3 Ay AYAUGAFGAY3 GKAA NBOASs 27F [/

Chart Six: Direction and Control

Direction and Control Average Ratings
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Chart Seven: Scorecard

Board Evaluation Scorecard

Legend: 1-Your Average Rating; 2-Council; 3-Executive Staff; 4-Comparator Organizations
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From this more detailed Scorecande see that CARNA is doing better in the governance of resources
(especially financial), but needs significant improvement in performance and risk direction and
2OSNREAIKGZ YR Ay LRtAOE RANBOGAZ2Y | WwRoverAaSeB A AKG @
as amodel;this should be replaced by a strategnd riskdriven reform governance model (see

Appendix Four for a description of this).

The nexeightlj dz=SaGA2ya F20dza 2y /! wb! Qa STFFSOUGAGSySaa i
objectives for each area, we asked (1) how important is this, and (2) how satisfied are you with how
CARNA is doing, on the same five point scale:

Chart Eight: Qualifications

Setting the qualifications for
entering the profession
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Chart Nine: Nursing Education Programs

Approving nursing education programs in the
province that prepare individuals to
enter the profession
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Chart Ten: Practice Permits

Issuing practice permits only to those who meet the
legislated and regulatory requirements
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Chart Eleven: Ethical Standards

Developing and enforcing professional and ethical
standards for the desired and achievable level of
performance against which nursing practice can be
measured
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Chart Twelve: Continuing Competence Program

Developing and enforcing a continuing competence
program to ensure that practicing members are
maintaining competence in their practice
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Chart Thirteen: Taking Action on Complaints

Chart Fourteen: High Quality, Cost Efficient Health C are System
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