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ORGANIZATIONAL AUDIT OF BC WATER POLO 
PREPARED FOR VIASPORT BRITISH COLUMBIA 

July 2017 
 

1. INTRODUCTION 

This Organizational Audit of BC Water Polo was commissioned in May 2017 by viaSport with the 
agreement and support of the Board of Directors of the BC Water Polo Association. 
 
The project objective is to examine the recent history and current organization status in the areas of: 

 alignment of major foundational statements and the strategic plan with association actions; 
 leadership through governance and functionality; 
 financial management; 
 programming; 
 membership; and 
 organizational culture and reputation. 

 
The Audit examines the way that the organization functions as it relates to alignment of purpose and 
strategic direction with a review of the current oversight and management systems. The report includes 
thirty recommendations to assist the association in addressing concerns and challenges raised by their 
members, and to achieve a positive and productive level of trust and competency. 

2. METHODOLOGY 

The information collection for the Organizational Audit of BC Water Polo had four primary components: 

2.1 Review of Major Documentation and Website 

The following information was reviewed to examine alignment and application between documents,   
 Constitution and Bylaws 
 Vision, Mission and Values 
 Strategic Plan 
 Policy Manual 
 Audited Financial Statements for 2013-14, 2014-15 and 2015-16 
 Board of Director Minutes from 2015 and 2016 
 Current Website 

2.2 Organizational Audit Survey for BC Water Polo Members 

Members of BC Water Polo over the age of 16 and parents of athlete under 20 were given an 
opportunity to respond to an online survey between June 27 and July 11, 2017.  
 
The survey requested basic demographic information such as type of involvement with water polo, age 
range, geographical location of the applicable member club, gender and their number of years of 
membership in BC Water Polo. 
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Opinions were collected about BC Water Polo’s current alignment with their vision, values and mission, 
and the quality of governance, leadership and communication demonstrated. Survey questions also 
asked for input about the current organizational culture and respondents’ suggested association 
priorities for the next few years.  
 
The survey was promoted on the BC Water Polo website. Member clubs were asked to post the survey 
opportunity on the club website, and advise their individual members through other communication 
opportunities.  Sixty-six responses were received by late evening July 11th. The break-down of self-
declared “primary” involvement is: 

 38 parents of athletes under 20 
 11 athletes over 16 years 
 5 Club Executive Members 
 3 coaches 
 3 BCWPA Directors 
 2 former BCWPA Directors 
 1 each Official and club volunteer 
 1 parent volunteer and 1 non-identified 

 
A separate survey report has been submitted with compiled responses. 

2.3 Key Member Interviews 

Eighteen phone interviews were conducted by the project consultant from a list of individuals provided 
by BC Water Polo. The list of potential interviewees was specifically developed to provide a variety of 
opinions and suggestions for change in the association, and to include: 

 Current and former Directors,  
 Club Executive members,  
 Current and former staff members,  
 regional leaders 
 key program influencers.  

 
Individuals contacted were told that they would not be identified in the project report.  The “findings” 
section includes trending information from the interviews. 

2.4 Key External Partner Interviews 

The CEO of Water Polo Canada (WPC) contributed to the Organizational Audit, providing information 
about WPC, its expectations of its member provincial associations and discussion about its relationship 
with BC Water Polo. 

3. FINDINGS 

The findings outline information received through the survey, interviews and documentation review and 
are stated as expectations or direction for change in the future.  
 
This report is not attempting to duplicate work from the 2016 Provincial Sport Organization Review by 
viaSport and is not an assessment of programs. However, programs were often referenced in surveys or 
during interviews, and those opinions about BCWP program quality influenced the respondent’s thinking 
about the “way” the organization functions. 
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3.1 General Comments 

BC Water Polo (BCWP) is factious and dysfunctional. Too little progress has been made in building the 
sport and developing athletes, coaches and officials. Too much dissension is apparent. The membership 
is shrinking. Clubs are not renewing membership. There is no deliberate BCWP programming of note 
outside of the Lower Mainland, Fraser Valley and Victoria area.  The work between clubs and BC Water 
Polo is not coordinated.  There is no shared pathway for moving forward. 
  
Each allied group of individuals believes that their own interests and priorities are the only ones of 
merit. There appears to be little, if any, appreciation or respect for the views of other factions or 
interests. Collectively, the leadership in any recent period has been incapable of creating an objective 
and progressive framework that places the athletes and sport as a central priority.  
 
This is apparently not just a recent phenomenon. Distrust is substantia, and colours many decisions. 
Support or rejection of decisions seems to be tied more strongly to which “side” brought an idea 
forward than the value of the concept itself. 
 
These attitudes permeate the member thinking. Most survey respondents and interviewees made some 
reference to conflict of interest, lack of proper oversight, poor decision-making, financial 
mismanagement, an undefined strategic direction, and a selective approach to sharing information. 
 
BC Water Polo has been poorly led and managed. The sport is not growing, athletic development is not 
properly supported and the association is floundering. At this point, the difficulties are not irreversible. 
It will require major changes in the way that the organization functions, including new leadership, 
building appropriate management tools and systems, and communicating with and servicing the 
membership. 

3.2 Alignment of the Vision, Mission and Values with Association Delivery 

3.2.1 Vision and Mission 

 The current Vision is not a Vision Statement per se. It doesn’t offer a future destination for the 
association, nor provide an enticing description of what water polo in British Columbia can become. 
The statement is operational and should be discarded and a new Vision developed. 

 The Mission Statement is very detailed. It does include the “how, who and what” of a Mission 
Statement, but is not being fulfilled. Sport development work is weak, the performance program 
delivery is inconsistent and competitions are not managed by BCWP.  

3.2.2 Values 

 Members do not believe that the BCWP values are being “lived” by the association. 

 Concerns have been raised about decisions made, program accessibility and conflicts of interest 

3.3 Governance and Leadership 

3.3.1 Board Oversight and Functionality 

 Directors do not have a shared vision for leadership nor does the Board have mechanisms in place to 
deal with disagreement. In public, they do not demonstrate unity. 

 The membership does not have confidence in the way that the association is being managed. 
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 Members do not have a clear understanding of BCWP’s levels of responsibility and those of clubs 
and leagues. 

 Directors are failing in their fiduciary duty to the association. They are not able to separate their 
loyalty between best interests of BCWP and personal or club interests. 

 Board hasn’t been able to build consensus but instead separates into groups of special interests 
Member perception is that Directors fall back to their “interest groups” on all matters regardless of 
what might be best for BCWP as an organization.  

 Conflicts of interests are declared by Directors under the current Bylaws and Policies, but the 
process and subsequent impact is not well managed. Declaration is not enough as people don’t 
remove themselves from conversations or attempting to influence outcomes. Directors with known 
conflicts are being elected and then members are annoyed when the conflict impacts a Board 
decision. 

 Members do not believe that their concerns are being heard. Information is difficult to get and 
sometimes contradictory. 

 Accountability to the members is not being met. 

 Need some independence and objectivity on the Board. 

 There is a lack of awareness and trust which has led to an assumption by many members of 
incompetency at the Board level. 

 BCWP should consider transitioning to a Policy Board style instead of the Management Board to 
distance Directors from day-to-day programming and operational decisions. 

3.3.2 Strategic Direction and Leadership 

 The current BCWP 2016 – 2021 Strategic Plan was adopted in August 2016, but there is little 
evidence of any of the first-year initiatives (strategic grid) being implemented. 

o Water Polo Canada’s current Strategic Plan covers the same period. Two of the three WPC 
key areas of emphasis directly relate to the work of BC Water Polo - Strengthen our 
Organizations and Grow Participation. In the WPC Plan, PSOs and Clubs are positioned as 
partners with roles and responsibilities highlighted for each proposed strategy. A connection 
to this WPC work and BCWP’s opportunities is not incorporated in the provincial plan. 

o The BCWP Strategic Plan is not user friendly as it requires the reader to link back and forth 
to different parts of the document. This will not encourage close review by members or 
clubs wanting to align their own work to BCWP. 

o The BCWP plan lacks big picture thinking and doesn’t include strategic objectives to achieve 
the goals.  There is a gap between the goals and the “program alternatives” – what are they 
trying to achieve. Initiatives relate to the program alternatives. 

 The current plan does focus on a solid strategic direction. Collective goals and objectives for BCWP 
and clubs and leagues with defined roles for various levels of responsibility could be very beneficial. 

 The membership hasn’t seen enough plan activation regardless of the work and input they provided 
in 2016.   A loss of trust can occur when input is requested but not acted on. 

 The vision needs to look 10 – 12 years ahead with shorter sub-sets for achievement and resource 
development aligning to plan strategies. 

 Additional key performance indicators are needed to provide a clearer picture of the overall impact 
of the plan, not just tracking smaller initiatives with performance measures. 

 An Operational Plan was not developed to drive implementation of the Strategic Plan. 
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3.3.3 Board Structure 

 To encourage a consistent turn-over of fresh ideas and to address conflicts of interest and the 
notion of “factions” on the Board, limits on consecutive terms for Directors and a more specific set 
of criteria for eligibility to be a Director should be considered. 

 BCWP doesn’t encourage the right skill sets to get involved with the Board. 

 The association needs to attract people to the Board from outside the sport to create more 
objectivity and regain trust. 

3.3.4 Constitution & Bylaws, and Policies 

 The Constitution & Bylaws have not yet been transitioned to the new Societies Act of BC and the 
online filing system  

 Conflict of Interest language pertaining to Directors in the Bylaws (6.3, 6.4, 6.5) and the Conflict of 
Interest Policy is not using the same language or references. They are not dissimilar, but are not the 
same, and focus on possible financial gain and transactions. In sport organizations, there are other 
types of conflicts of interest that may affect Board or committee functioning, and should also be 
addressed. 

 In the policies, it is noted that full member clubs must have a minimum of 5 members to be eligible 
for acceptance, but this is not explained in the Bylaws. As a critical part of membership eligibility, it 
should be in both documents.   

 The written Policy Manual is extensive but intimidating. Policy access in one 300+ page Manual can 
be discouraging to anyone looking for a quick answer or guidance. 

 Some of the policies are no longer valid (eg: BC Summer Games) while other are out of date 
(Harassment, Doping in Sport, Fair Play). Everything should be revised to ensure that the association 
is supporting current best practices and positive management principles. 

 Some of the policies are too lengthy to be useful. A policy standard needs to be used with connected 
procedures. 

 Policies are not being followed by the Board in some recent instances (privacy, discipline, committee 
work)  

 Membership is not educated about key policies and procedures 

3.3.5 Staffing 

 BCWP needs a full-time Executive Director and Program Coordinator / Technical Director who are 
given the authority to do their jobs and provide leadership. 

3.3.6 Committees 

 Committees are currently not functional. The Board should be delegating to committees and then 
receive recommendations without re-visiting each discussion. Directors should trust the process. 

 The Board is not using opportunities of external expertise on committees to augments their skills 
and knowledge base. 

 Sport experts are not in decision-making positions about sport and athlete development 
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3.4 Financial Management 

3.4.1 Reporting and Accountability 

 Financial reporting to the Board has been very inconsistent (and almost non-existent for several 
months) prior to this report. The association needs to be confident and knowledgeable about its 
own financial position and capacity. 

 There was confusion at past AGMs about the year-end Audit. Had the Audits been approved by 
Board before presentation? The term “draft” audited statement was used at AGMs. Members must 
be able to trust the Financial Audit presented at AGMs. 

 There is a difference of opinion about what is most appropriate level of year-end review, not based 
on viaSport requirements but given the state of the association– full financial audit, review 
engagement or peer review? 

 Financial policies are out of date and in some cases, not being followed. 

3.4.2 Budget and Use of Funds 

 A budget was not approved for fiscal year 2016-17 and Board and programming decisions have been 
paralysed because of that. The Board could not find a way to come to an agreement. 

 Questions are being raised about use of funds – are they being directed according to the viaSport 
contract? Are they being targeted to the most appropriate place of need based on the Strategic 
Plan? Are decisions being made free of conflict of interest? 

3.4.3 Grants 

 Poor communication about the availability of grants – Athlete Assistance ands club / league grants. 
How are decisions made, who is sent information, what is the eligibility criteria, when and how are 
announcements made? 

 The purpose and impact of grants need to be communicated. How does it fit into the Strategic Plan 
and goals of the association? 

3.5 Programming 

3.5.1 Roles and Responsibilities 

 Members believe that BCWP should primarily be responsible for: 
o Local tournaments (shared with clubs) 
o Targeted programs for girls and women 
o Regional tournaments 
o Regional leagues 
o Athlete development for identified U14, U16 and U18 (U18 shared with WPC) 
o High performance tournaments (shared with WPC) 
o Provincial championships 
o Coaching development (shared with WPC) 
o Officials development (shared with WPC) 
o Club development (shared with clubs) 
o Development of next generation of national athletes (shared with WPC) 
o Disciplinary and Appeals (appeals shared with WPC) 
o Setting BCWP fees 
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3.5.2 Sport Development 

 Create more modified programming for entry stages to build skills and get all players more engaged. 

 BCWP should considered a leader trusted to advise clubs on development and provide a variety of 
programs adaptable to club situations. 

 University and senior play is struggling. Little support form BCWP. Few opportunities for females 
after university. 

 Sport is getting very expensive. Are funds being targeted to best use? 

 Need better relationship with BC Summer Swimming Association and their member clubs.  There are 
opportunities for targeted growth in some of these communities. 

 Concerns about close relationship between Lower Mainland league and BCWP Board. Need arms-
lengthy relationship.  

 Little has been done to grow the sport throughout the province. 

 Should be supporting programs in high schools. 

 Programming needs to be better aligned to Water Polo Canada and to the published LTAD. Follow 
the coach and officials development pathways. 

 Substantial increase in fees for coach and officials’ courses with no explanation. 

 Coaching courses times were not as advertised on BCWP website. 

3.5.3 Girls Programming 

 Very little programming to get girls involved in the sport. Need a gender-specific league or 
opportunities for at least age 12 and up. 

3.5.4 High Performance 

 Athlete Assistance program has been inconsistent past few years. Criteria for selection and 
activation of program incomplete. 

 No real High Performance pathway directed by BCWP – leaving it up to HP clubs and NCL. Team BC 
program is very small. Need to work together to develop proper pathway and opportunities. 

3.5.5 Competitions 

 There is no provincial championship tournament – BCWP leaves tournament organization up to 
clubs. 

 BCWP has an equipment loan program for clubs to use at tournaments. BCWP does not rent 
equipment. 

 Suggestion to expand programming scope and sport profile by hosting an annual or bi-annual 
international tournament 

3.6 Membership 

 Animosity between clubs makes it difficult to meet everyone’s needs. Opinions given that Fraser 
Valley and Pacific Storm clubs do not want to work together. 

 Membership retention should be a priority. Lost 4 clubs this year through disagreement. No focus on 
working with clubs to retain individual members. 

 Membership fees are discouraging growth in communities where there is some activity but no 
formal clubs or ties to BCWP (Merritt, Fort St John, Prince Rupert, Sunshine Coast) 
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 There is a lack of understanding in the membership about BCWP’s roles and responsibilities. This can 
lead to apathy and / or distrust. Role boundaries between BCWP and clubs need to be defined. 

 Consider reviewing the membership fee structure to better reflect level of athletes. 

3.7 Communication 

 Communication should to be more direct to members. Examples provided of programming or grant 
information not being passed onto the members by either Directors or club executives. 

 Develop and publish an 18 to 24-month calendar with all events, tournaments, program dates, 
deadlines and other information and keep it up to date. 

 Members depend on the website to provide information but it is not thorough and not kept up to 
date. 

 Must protect members’ private information.  

 Have been mixed messages to membership about insurance, grant opportunities and programming. 

 Need to improve presence and visibility on social media. 

 Need to use the website to tell athlete news – what are the successes? What are the opportunities? 

 The sport is not well promoted. Little effort to create a public profile. 

3.7 Organizational Culture and Reputation 

 Very closed culture – association does not seem to be welcoming or open. 

 BCWP’s reputation is affected by its actual or perceived poor management. This affects likelihood of 
members wanting to get involved with the Board or programs. 

 Appears to be lots of secrecy and isolation between the leadership and the members. 

 Values not reflected in the culture. 

 Offer made by Water Polo Canada to held educate through best practices and provincial liaison. 

 Need more collaboration between BCWP and clubs. 

4. RECOMMENDATIONS 

BC Water Polo is on distress. The cycle of distrust, suspicion and paralysis must be broken to find an 
environment more palatable to members and enabling the association to move forward in a productive 
way. The recommendations address the most critical areas of immediate concern and provide some 
longer-term direction for the future Board of Directors and staff to consider. The immediacy of the work 
is apparent in the timelines suggested. The association must be turned around quickly to not lose more 
members and more trust. Faith through change will be the mantra. 
 
Ultimately, the intent is to build an organizational and sport culture of respect and trust, with strong and 
progressive programs in key areas throughout the province, with equitable access for both genders and 
offering a broader scope of opportunities across all age groups. 
 
The thirty recommendations represent a blueprint for suggested activity in the immediate weeks and 
months, with some guidance for future years. Most recommendations, if implemented, will be in place 
within the next 12 months. A handful are suggested for 2018-2019 and beyond. As presented, 
immediate activation of 4.1.2 below will impact staff hiring and the structure of the Board in preparation 
for the 2017 fall Annual General Meeting.  
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4.1 Short-Term Recommendations (immediate to the Annual General Meeting) 

4.1.1 Communication with Members about the Organizational Audit 

Members who responded to the survey and interview requests, as well as others who are aware of the 
Organizational Audit project, are hoping for communication from either viaSport or BC Water Polo in 
short order. They want to know that they have been heard and that appropriate steps will be taken to 
address their concerns and revitalize their provincial sport organization. 
 
 
RECOMMENDATION #1 – COMMUNICATION WITH MEMBERSHIP 
A communiqué should be distributed to clubs and posted on the website as soon as possible, publicizing 
the BCWP response to the Organizational Audit. Key messages should include information on the 
Organizational Audit Report, immediate steps being taken and presumed impact on the upcoming 
membership year. This is an important step in building a culture of openness, trust and accountability. 
 
 
RECOMMENDATION #2 – PRESENTATION AT THE ANNUAL GENERAL MEETING 
A presentation on the Organizational Audit report should be made to the membership at the fall Annual 
General Meeting, with timelines for known future decisions and timelines.  The presentation should be 
available live through an interactive online meeting service.  
 

4.1.2 Immediate Steps to Initiate Transformation 

The following recommendations should be activated as soon as possible. Quick action will immediately 
separate what is “current” from the new future for the association. These are bold steps and require a 
commitment to invest both financially and supportively in designing a different way of doing business 
for BC Water Polo. 
 
With the start of a new membership and playing season, and a new fiscal year a month away, there is a 
small window of opportunity for immediate, decisive and powerful change to occur so that members 
enter the year with encouragement. 
 
 
RECOMMENDATION #3 – HIRING A FULL-TIME EXECUTIVE DIRECTOR 
Immediately start a hiring process for a full-time Executive Director who can provide leadership, 
structure and discipline to the association. viaSport should be a partner at the hiring table and approve 
the selection.  Candidates should be able to start by the end of August. This is a more senior role with 
increased authority and responsibility to align with the new recommended “policy” Board. (see 

recommendation #7)  

 
The hiring opportunity must be circulated throughout the membership and posted on the BCWP (new 
“opportunities” tab) and WPC websites, and other sport management job sites.  A club representative 
could be invited to sit on the Hiring Committee to provide member input. 
 
The Executive Director must be given the authority to drive change and clean the slate for the 
association.  They will be responsible for getting selected objectives and tactics from the Strategic Plan 
underway quickly. They will be responsible for program management under Board oversight. 
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The Executive Director will work out of the BCWP office at Fortius, and try to be visible at club meetings 
at the beginning of the new programming year. The Executive Director will be made a signing authority 
when hired. 
 
 
RECOMMENDATION #4 – INTERIM EXECUTIVE DIRECTOR 
That the current Interim Executive Director remain on the job until either confirmed as the on-going 
Executive Director or a new Executive Director is hired.  
 
If applicable, a minimum one-week transition period should be arranged between the current and new 
ED. 
 
The priority tasks of the Executive Director (Interim or permanent) in the next few weeks are: 

 complete basic Constitution & Bylaws transition steps (online filing) 
 produce Financial Statements to July 31, 2017 and August 31, 2017 
 close the books for 2016-2017 to August 31st and prepare for the Financial Audit  
 add “membership benefits and services”, “calendar of events”, “opportunities” and “grants” 

pages to the website asap 
 work with the new Board and BCWP lawyer to revise the Constitution and Bylaws in preparation 

for the Fall AGM 
 activate membership registration and respond to club inquiries for the new membership year 

o with the new President, liaise with the 4 clubs that did not join BCWP in 2016-17 and 
discuss the Organizational Audit report, and their concerns from last year - member 
insurance, financial management and programming opportunities 

 prepare for the Fall AGM 
 ensure delivery of scheduled coach and officials training clinics 

 
 
RECOMMENDATION #5 – APPOINTMENT OF INDEPENDENT DIRECTORS 
Call for candidates and make appointments (with viaSport approval) of 3 independent persons to the 
Board of Directors, with their terms running to the fall Annual General Meeting (Bylaw 5.6), and with the 
intention that they run for ONE-year terms at that time (to re-activate the regular term of office cycle) 
under the new proposed format (see recommendation #7). 
 
These independent Directors will meet the following profile: 

 no current water polo club affiliation or immediate family involved with water polo for at least 
last 2 years 

 may be affiliated with a different sport or water polo alumni 
 prior experience as a Director or staff member of a Provincial Sport Organization preferred 
 not former Directors or staff of BCWP 

 
The appointments will fill the current three vacancies on the Board and provides the minimum number 
of Directors required under the Societies Act of BC. Upon implementation of Recommendation #6, these 
appointees will assume the offices of President, Director Finance (Treasurer) and Secretary.  
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RECOMMENDATION #6 – RESIGNATION OF CURRENT DIRECTORS 
Upon the appointment and orientation of the 3 newly appointed Directors, the 5 current BCWP Directors 
will submit their resignations, effective at that time.  
 
All BCWP Board materials and equipment will be returned by resigning officers right away. A change in 
Directors will be filed with the Corporate Registry office. A transfer of signing authority to the new 
Directors should be made immediately upon these resignations. To comply with current policies, the 
signing authorities will be the President, Director Finance and Secretary.  
 
It is critical that the membership see important steps being taken in response to member concerns 
about trust, conflict of interest, lack of accountability and poor leadership.  The directors are not 
resigning in response to their understanding of a need for new leadership and direction. 
 
 
RECOMMENDATION #7 – TRANSITION TO A FUNCTIONING POLICY BOARD  
In response to membership concerns about conflict of interest and wish to move the Board to be more 
arms-length from day to day operations and programming management, it is recommended that the 
Board transition to function as a “Policy Board”. It is further recommended that the sport portfolios be 
removed from Director roles, and that appropriate changes be made in the level of authority, autonomy 
and accountability of the Executive Director for program management and implementation 
responsibility. Finally, the number of Directors should be reduced to six in total - President, Vice 
President, Director Finance and 3 Directors at Large.  
 
Election Logistics: 

 All nominees for the 2017-2018 election must be eligible to become a Director under the 
proposed new Director Eligibility rules (see Recommendation #8) 

 President, Vice President and Director Finance are elected in individual votes by the members 
 3 Directors at Large – all nominated and eligible people run on one ballot and top 3 vote 

recipients become Directors at Large 
 President, Director Finance and 1 Director at Large will serve a one-year term to re-introduce a 

rotating cycle for Directors. The Vice President and 2 Directors at Large will serve two-year 
terms. 

 
Board Functionality 

 The new “Policy Board” will be responsible for strategic direction, financial oversight, policy 
review and development, Executive Director oversight and evaluation  

 Must have a thorough Board Orientation 
 Chair does not vote at general or Board meetings 
 Establish meeting calendar for year (meet at least 4 times) 

o Agenda, financial report and update on programming and strategic plan monitoring is pre-
circulated at least 1 week ahead 

 Hiring of fulltime Technical Director (reports to ED) 
 Annual Director evaluation – both self-assessed and peer assessed 

 
 
RECOMMENDATION #8 – DIRECTOR ELIGIBILITY 
In response to the membership concerns about conflict of interest, and to encourage better governance 
practices for BCWP, it is recommended that more specific and restrictive Director Eligibility requirements 
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be developed for circulation as special resolutions, with discussion and decision at the upcoming Annual 
General Meeting. 
 
Director Eligibility 

 To address any one club being able to or being perceived to unduly influence decisions of the 
Board  
o No more than 2 Directors can be affiliated with a Full Member Club (affiliation is defined as a 

direct member of a club, a volunteer club coach at any level and for any number of hours per week, or member 

of the Director’s immediate family* registered with a club). This is in effect for the duration of the 
Director’s term of office 

o A Director or nominee may declare an affiliation with more than one Full Member Club 
based on the affiliation definition, but those multiple affiliations are counted for each club  

o A Director cannot be a full or part-time employee or contractor with any Full Member club 
o A Director cannot be a full or part-time employee or contractor with BC Water Polo 
o Only one member of an immediate family* may serve as a Director at any one time  
(* “Immediate family” is defined as child, brother, sister, parent, step-parent, legal guardian, wife, husband, common-law partner.) 

o A Director cannot serve on the Board of any Full Member club while a Director of BCWP 
 

Director Nomination Declaration 
 As part of their nomination submission, candidates must declare in writing any real or potential 

Conflict of Interest that may affect or be perceived to affect their ability to fulfill their fiduciary 
duty to BCWP and its membership. This declaration must be renewed and reviewed annually.  

 

Director Terms of Office and Consecutive Term Limits 
 A Director serves a two-year Term of Office, but a Director may serve no more than two 

consecutive terms on the Board.  A “consecutive term” includes a term of office for which an 
individual was elected or appointed but subsequently did not serve the full 2-year term due to 
resignation or removal from the Board. 

 A former Director is not eligible to run for the Board for at least 4 years after completing their 
most recent term on the Board.   

 
Director Membership 

 “Director” should be added to Bylaw 2.2 c) as an example of a non-voting member. This 
supports Directors who are not affiliated with a club, or be otherwise involved with water polo 
activities. 
 

Director Nominations and Elections for the Fall AGM 
 BCWP should announce the intended revisions to the Board structure and eligibility for the 

2017-2018 election, including the assumption of 6 vacancies on the upcoming Board (based on 
reduction to 6 Directors total). At the AGM, the special resolutions are dealt with prior to the 
election. 

 3 new independent Directors are committed to run for 1-year terms to 2017-18 AGM but must 
go through an election process. 

 Open positions for 2018-2020 (2-year terms) will be Vice President and 2 Directors at Large. 
 In adopting the intent of the proposed Bylaw revision, nominees cannot have been a Director 

during the 2013 – 2017 period and must declare all club affiliations based on the proposed 
definition. 

 Nominations forms will include a “Conflict of Interest” declaration section. 



               ORGANIZATIONAL AUDIT 

  
   

      13 
PREPARED FOR VIASPORT BY                – JULY 2017 

 All nominations must be received in writing at least 3 weeks prior to the AGM. No Nominations 
will be accepted from the floor. All nominations will be vetted for eligibility under the proposed 
Director Eligibility rules, with the results of the vetting announced to members prior to the 
election.  

 Nomination forms for candidates will be pre-circulated to the membership at least 1 week prior 
to the AGM.  

 
 
RECOMMENDATION #9 – INTERIM BUDGET 
That an interim budget be prepared by the Executive Director and the Director Finance for the 2017-2018 
fiscal year by September 15, 2017, based on known revenue and expenses, and for review and revision by 
the newly elected Board post-AGM. 
 
 
RECOMMENDATION #10 – DISCUSSION WITH FORMER MEMBER CLUBS 
That the new Directors meet as soon as possible with representatives from the clubs that have left BC 
Water Polo membership in the past year to 2 years to discuss their return to the association. 
 
Several recreational clubs left the association in recent years due to disputes. The clubs still exist and 
have been playing locally. BC Water Polo provides services and opportunities beneficial to these clubs 
and their coaches and athletes.  Discussions must address the issues at hand and find a resolution to 
bring the clubs back under the BC Water Polo banner. With the new season starting shortly, it is 
important that these discussions take place in September. 
 

4.2 Medium-Term Recommendations (post AGM to the end of 2017-2018) 

RECOMMENDATION #11 - BOARD DEVELOPMENT 
That BCWP create and support an ongoing education and development program for Directors, including 
information on governance, duties of Directors, leadership, conflict of interest, confidentiality, strategic 
planning, communication and policy development. 
 
 
RECOMMENDATION #12 – STRATEGIC PLAN 
That the current Strategic Plan be re-visited under the oversight of the new Board of Directors, and 
revised as necessary for implementation starting during the 2017-18 membership year.  
 
Initiate preliminary work in November and hold the planning meeting in January 

 A new Vision should be developed as part of the initial work for a New Strategic Plan. 

 Review the current Mission Statement and Values  
o add a Value to provide focus to girls and women’s water polo development 

 Conduct an Environmental Scan to establish the baseline for membership, program activity, and 
human and financial capacity 

 Conduct a member survey on programming and services 

 Interview each club president and club coach – what are the club and technical needs to develop 
the sport and athletes 
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 Explore alignment with the Water Polo Canada Strategic Plan and make necessary adjustments 
accordingly 

 Develop strategic objectives to tie together the goals with the program alternatives and 
initiatives 

 After approval by the Board of the revised Strategic Plan, an Operational Plan should be 
developed to activate the work 

 The Strategic Plan should be available to the members through the website. 

 Member Clubs should be encouraged to align their work with the BCWP Plan. 
 
 
RECOMMENDATION #13 - CONFLICT OF INTEREST 
That a new Conflict of Interest Bylaw and aligned Policy be developed that will include an annual written 
declaration of any Conflict of Interest by Directors and Committee members. These are kept on file at the 
office and are available at all Board and applicable Committee meetings. 
 
Revise current Bylaw language to include more general conflicts (not just “transaction and contracts”) 
that are applicable to small member-based organizations 
 
 
RECOMMENDATION #14 – STANDING COMMITTEES 
Review and revise the current Standing Committee policies and structure to re-establish Committees of 
the Board, create new Programming and Operational Committees and provide the opportunity for Ad 
Hoc Committees. 

 
 Each committee must have a Terms of Reference approved by the Board (Committees of the 

Board) or the Executive Director (Programming and Operational Committees) prior to activation 
o Committees of the Board 

 Committees increase the functionality of the Board through concentrated time 
on key subject matters 

 Primarily or wholly comprised of Directors 
 Make recommendations to the Board 
 Proposed Committees: Finance, Governance, Human Resources 

o Programming or Operational Committees 
 Technical or business committees tasked with specific areas of responsibility 
 Authority provided within the approved budget and strategic plan 
 Report to the Executive Director  
 Help implement the Operational Plan 
 Appointments made after an open call for interested candidates (info to all 

member clubs and in the new “opportunities” tab on the website) 
 Looking for expertise and skill in topic area 
 Proposed Committees: Coach Development, Officials Technical Group, Sport 

Development, High Performance, Competitions, Promotions & Communication, 
Marketing 

 Sub-committees may be struck for time-specific tasks (eg: Athlete Assistance) 

o Ad Hoc Committees 
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 Struck by the Board as required to fulfill specific tasks or projects. Usually time 
limited. Reporting and authority as determined by their Terms of Reference 

 Proposed: Nominations Committee 
 
 
RECOMMENDATION #15 – COACHING AND OFFICIALS COMMITTEES 
That the Officials Technical Group be re-established and a new Coach Development Committee be struck 
to continue the important development of technical expertise, assignment of officials and 
communication with the constituent groups. 
 
 
RECOMMENDATION #16 – HIGH PERFORMANCE COMMITTEE 
That a new High Performance Committee be struck to include program experts and coaches, with the 
task of developing an appropriate HP pathway and program for implementation in the spring of 2018. 
 
 
RECOMMENDATION #17 – 2017-2018 BUDGET 
That a 2017-2018 budget be developed as soon as possible after the AGM by the Director Finance with 
assistance from the Executive Director and input from committee chairs and program leads as 
applicable. 
 
 
RECOMMENDATION #18 – FINANCIAL REPORTING TO THE BOARD 
That monthly financial statements be produced for review by the Director Finance and Executive 
Director, and that quarterly financial statements be presented by the Director Finance to the Board. 
Financial statements will include variance against budget. 
 
 
RECOMMENDATION #19 – FINANCIAL REPORTING TO THE MEMBERSHIP 
That an annual Financial Audit be conducted for 2017-2018 and each year to 2020-2021, after which the 
policy will be reviewed with the possibility of a less costly Audit Review after that time. 
 
 
RECOMMENDATION # 20 – FINANCIAL CONTROLS 
That a purchasing and contract policy be added to the current Financial Controls policy with the effect 
that all purchases of equipment or supplies over $2,000, or contracts over $2,000 must be tendered to at 
least 3 potential vendors or use a Request for Proposal process managed by the Executive Director. 
 
 
RECOMMENDATION #21 – ACCOUNTABILITY FOR FINANCIAL GRANTS  
That all BCWP grants and external grants administered by BCWP will be promoted in the BCWP website 
under a “grants” tab, and that grant criteria, eligibility, timelines and selection process will be clearly 
described. A list of successful candidates will be posted. 
 
Information on grants directed to athletes (such as Athlete Assistance) will also be made available 
directly from BCWP to those athletes in the identified athlete pool.  
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RECOMMENDATION #22 – WEBSITE AND SOCIAL MEDIA 
That the website be expanded to include the following new information, and that keeping the website 
and social media up to date be a priority of the Executive Director and any appointed communication 
volunteer 
 
New Pages for “membership benefits and services”, “calendar of events”, “opportunities” and “grants”. 
 
 
RECOMMENDATION #23 - TRANSPARENCY 
To address member concerns about transparency and communication from the Board of Directors, the 
following should be implemented in 2017-2018: 

 publish the calendar of Board of Director meetings 
 post Minutes of Board meetings or discussion notes from Board Meetings on the website 
 hold two information sessions per year for members (January, May) as well as the required fall 

AGM 
o offer interactive accessibility using an online meeting service  
o the information sessions are for association updates and input from members. These are not 

formal general meetings and business is not conducted. 
 
 
RECOMMENDATION #24 – LOWER MAINLAND LEAGUE 
That the role of BCWP in the over-sight and support for the Lower Mainland league be re-visited to 
encourage management of the league at the behest of the involved clubs, not BCWP.  The League should 
consider appointing a commissioner as an ongoing position instead of rotating management between 
clubs. The League should become a registered Society to protect the league leaders and participants. 
 

4.3 Longer-Term Recommendations (2018 - 2021) 

RECOMMENDATION #25 – MEMBERSHIP VOTING 
That a new sliding scale voting system be investigated, and if feasible, presentation to the membership 
as a special resolution at the 2018 AGM, as follows: 

 A sliding scale voting system whereby every Full Member Club has a minimum of 1 vote and 1 
additional vote for each XX* registered members, to a maximum of 10 votes.  Larger clubs have 
influence through numbers but the number of votes is controlled. 
*Adjust the number of registered members per vote to achieve the optimal point of fairness to all, and appropriate 
levels of influence by larger clubs. (eg: 10 members per additional vote, or 12 members per additional vote etc) 

 
 
RECOMMENDATION #26 – MEMBERSHIP COMMUNICATION 
That the communication from BCWP to the membership be expanded to include direct links to individual 
members as may be appropriate (quarterly newsletter, program-specific opportunities, upcoming events) 

 
 
RECOMMENDATION #27 – CLUB PROGRAMMING AND DEVELOPMENT 
That BCWP work with member clubs to build a functional participation structure that services multiple 
tiers or levels of athlete, including university and adults. Provide incentives to establish and maintain 
female-specific programs. Create a club development program to help improve club management and 
knowledge of volunteer leaders. 
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RECOMMENDATION #28 – POLICY REVIEW AND ALIGNMENT 
That the current Policy Manual be revised and up-dated as necessary, and that all policies be individually 
made available on the website for easy reference and access by members. 
 
That Member Clubs be encouraged to align their own policies as appropriate with those of BCWP. 
 
 
RECOMMENDATION #29 – MEMBER SATISFACTION SURVEY 
That a Member Satisfaction Survey be initiated and offered annually, with a focus on programs, services 
and membership value. A professional evaluator should be involved with the design to ensure questions 
will secure useful information and can be tracked for trends over time. 
 
 
RECOMMENDATION #30 – SENIOR WATER POLO 
Create and launch an alumni program and develop appropriate competitive strategies to accelerate 
growth opportunities for senior water polo. 
 
 
RECOMMENDATION #31 – STRATEGIC PLAN UPDATES 
Post semi-annual reports on the website of the activities and progress stemming from the Strategic Plan.  
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5. SUMMARY 

The Board of BC Water Polo agreed to support the invasiveness and challenges of this Organizational Audit 
exercise as they are aware of the fragmentation and unhappiness within the membership. They have heard 
complaints and the concerns raised and know that the association must do better and be better to properly 
service the sport and provide quality programming to members.   
 
The commitment and passion of current or former Directors and club leaders is not being questioned. But, 
over time, the association has become ineffective. It is not functioning properly and does not serve the 
membership well.  Its challenge is to create a platform for change that will address the issues raised, provide 
the programs needed for ongoing development and competitions and offer a sport environment of trust, 
respect and openness. 
 

Concern was brought forward in both the survey and interviews that the recommendations in this 
report will not be revealed to the members.  That fear must be dealt with through quick communication 
and information about the blueprint for change.   
 
The thirty recommendations in the report will be a challenge to implement. Speedy changes are 
requested and required.  New leadership must be quickly put into place with tangible accomplishments 
through September and October. The 2017 fall Annual General Meeting is an opportunity to 
demonstrate to the members that the association can be revitalized and convince them that concrete 
steps will be taken to set the stage for a positive future. 
 
If the recommendations are successfully followed, within 12 months, the association will be much more 
responsive to the membership, and better positioned to grow and develop the sport and athletes 
through a shared vision with member clubs. 
  
 
 


