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1 EXECUTIVE SUMMARY 

 
 
This operational review proposes that the Canadian Association of Social Workers 
(CASW) should become a leaner organization by focusing on core service lines that its 
member organizations need the most. Based on evidence from interviews with CASW 
stakeholders and a survey of member organization Executive Directors, this review 
believes that the core service lines should include helping member organizations to 
address challenges related to the status, morale and influence of social workers, and 
helping to increase the number of social workers who join their provincial/territorial social 
work associations.  
 
The review proposes that CASW negotiate a transfer of its regulatory-related service line 
to the Canadian Council of Social Work Regulators, and that other service lines should 
only be maintained if they operate in support of the core service lines described in the 
previous paragraph. 
 
This narrowed focus, coupled with several approaches to increasing revenue from other 
sources, zero-based budgeting and reducing some current budget lines such as Board 
member travel and (in the longer term) co-location and resource sharing with other 
national social work organizations based in Ottawa, should reduce the level of fees 
CASW charges to its member organizations. The review also proposes an examination 
of a single cost-shared journal among several national social work organizations. 
 
This review recommends that fees paid by member organizations be maintained at their 
current level for one more year to allow CASW to implement the changes necessary to 
make it a leaner, more focused and less costly organization. 
 
This review is aware that representatives of some member organizations believe the 
current fee formula for membership in CASW should be replaced by a fairer formula. 
However, this review concludes that the basic current fee formula (which is based on the 
number of social workers who belong to each member organization) is, essentially, a fair 
one. The review does suggest minor modifications to the formula to better reflect the 
reduced fees that member organizations charge to their members who are not full-time 
social workers. In short, this review concludes that the solution to financial pressures on 
CASW’s member organizations as a result of the fees they pay to CASW does not lie in 
changing the basic fee formula. It lies instead in reducing the cost of operating CASW, 
which would be passed on as a reduction in fees members pay to CASW, through a 
reduction in the “cost per member” component of the fee structure (thereby generating 
larger savings for larger members). 
 
This review proposes that in light of CASW’s changing role and a significant level of 
dissatisfaction with CASW’s current strategic plan, the strategic plan should be revised 
in the near future. Prior to that, CASW should develop a logic model to guide the 
development of its strategic plan and to clarify measurable outcomes of CASW activities. 
 
In terms of CASW’s governance model this review suggests that CASW’s Board incurs 
legal risk if it abandons the adjudicational approach to the role of Board members. 
However, the review proposes changes that would allow CASW to better reflect in a 
timely way on the wishes of its members – including an increase in Board meetings to 
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six meetings per year and a broadening of the membership of CASW’s Executive 
Committee.  
 
The review also proposes that CASW’s Board use a “weighted” method of voting. Under 
this method the vote weights of members would be as follows: 
1. Prince Edward Island and the North would each have a vote with a value of one (1) 
2. Nova Scotia, New Brunswick, Saskatchewan, Newfoundland and Labrador, British 

Columbia and Manitoba would each have a vote with a value of two (2) 
3. Ontario would have a vote with a value of three (3) 
4. Alberta would have a vote with a value of four (4). 
 
The review proposes that CASW adopt the policy governance model (also known as the 
Carver model of governance). 
 
As well, this review suggests that the Executive Director be given an expanded role as 
skilled advisor to CASW’s Board at Board meetings and that she be expected to prepare 
agenda background materials for all substantive issues on CASW’s Board agendas. 
 
The review also recommends that any CASW Executive Director should be expected to 
have – or seek – certification as an Association Executive though the Canadian Society 
of Association Executives. CASW should also support and encourage staff of CASW 
and its member organizations to develop mentoring processes and communities of 
practice among themselves. 
 
If CASW becomes a more focused organization (as this review proposes), CASW staff 
position descriptions should be reviewed and revised to reflect staff competencies and 
responsibilities appropriate for the leaner, more focused organization. CASW should 
also explore whether it should continue to outsource accounting and web site 
maintenance activities, or to carry out these activities using CASW staff with additional 
training that would allow them to perform these activities. 
 
In terms of issues related to value of activities/deliverables for fees paid, CASW 
should establish a methodology and a process to engage its member organizations in 
defining what CASW service quality means. 
 
In terms of issues related to constructive approaches to possible role conflicts, 
CASW and its members should create a small working group to develop a new service 
agreement template between CASW and any of its members. This will likely lead to 
greater accountability and reduced conflict between CASW and its member 
organizations. 
 
A list of the review’s recommendations is included as Section 7 of this review and an 
implementation strategy, schedule and costs is included as Section 8.  
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2 INTRODUCTION 

 
 

2.1 Terms  of Refe rence  of the  Opera tiona l Review 
 

The purpose of the Canadian Association of Social Workers (CASW) Operational 
Review is to provide recommendations to ensure the sustainability of a strong national 
organization for social workers. Its scope includes two dimensions: 
1. To review and provide recommendations on the most effective organizational 

structure for CASW 
2. To review and provide recommendations on a governance structure that supports a 

sustainable CASW. 
 
It identifies the strengths and weaknesses of the current organizational structure that 
considers the following areas:  

• Whether it supports the vision, values and mission of the CASW 

• Whether it effectively deploys human and financial resources  

• Whether it supports constructive approaches to possible role conflicts 

• Whether the activities/deliverables of the CASW are valued for the fees paid by 
member organization. 

 

It also: 

1. Clarifies the organizational function and roles of CASW 

2. Identifies the strengths and weaknesses of the CASW governance model 

3. Provides recommendations that address the findings of the operational review 

4. Provides a strategy for the implementation of all recommendations with a timeline 
and with approximate cost and/or budget implications to CASW.  

 
Stakeholders for this review comprise: 

• Provincial/territorial member organizations  

• CASW’s Board of Directors and staff  

• Relevant social work organizations. 
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2.2 Methodology Us ed  in  th is  Review 

 
The operational review used, as its principal lens, the assumption that to achieve its 
goals within a changing environment, an organization must carry out eight functions: 

1. It must understand its environment 

2. It must specify its goals 

3. It must acquire the resources necessary to achieve its goals 

4. It must support these resources 

5. It must apply or use these resources 

6. It must constantly adapt to its internal and external environments 

7. It must develop organizational cohesion 

8. It must create and maintain external linkages 
 
 
These eight functions are shown graphically below. An expanded version of the graphic 
is included as Appendix One. 
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To examine these organizational functions within CASW, The Agora Group carried out 
the following activities: 

• It held interviews with CASW Board members, all five CASW staff members and one 
former staff member. 

• It interviewed the Presidents and Executive Directors1 of CASW’s ten member 
organizations as well as a representative of l'Ordre professionnel des travailleurs 
sociaux et des thérapeutes conjugaux et familiaux du Québec.2

• It interviewed selected representatives of other national organizations representing 
social work, including the Canadian Association of Social Work Educators, the 
Canadian Council of Social Work Regulators and the Association of Educators in 
Social Service and Social Work Diploma Programs in Canada.2 

  

• It held a mid-project focus group with the Presidents and Executive Directors of 
CASW’s ten member organizations and a focus group with CASW Board members. 

• It distributed a survey to Executive Directors of CASW’s ten member organizations in 
February 2010 that focused on challenges these organizations (and social workers 
within their jurisdictions) face, and ways CASW can help its member organizations 
address these challenges. 

• It reviewed an extensive array of CASW documentation and related documentation  
(including the web sites of member organizations, and documents available through 
these web sites). 

• It reviewed a number or documents related to the more generic field of association 
management and governance. 

• It generated a list of 205 questions to be answered by document review or by 
discussion with the CASW Executive Director. 

 

                                                
1 One CASW member organization does not have an Executive Director. 
2 Because interviews with l'Ordre professionnel des travailleurs sociaux et des thérapeutes 
conjugaux et familiaux du Québec and with representatives of other national organizations 
representing social work were held under the assurance that interviewees could speak frankly 
and confidentially, this review does not present the results of these interviews. However, the 
implications of these interview results are woven throughout the review.  
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3 THE ENVIRONMENT WITHIN WHICH CASW OPERATES 

 
 
CASW operates within the environment of the social work profession in Canada, the 
environment of professional associations and the broader environment of the interaction 
among human service and social justice professions, governments and the public across 
Canada, and the international social work and social justice environments. 
 

3.1 The  Environment of the  Soc ia l Work Profes s ion  in  Canada 
 
Social workers practice their profession in a very broad range of organizational 
environments in Canada, but most often in health, social service or government 
environments. 
 

"93% of those in the social worker occupational category are employed either in 
the health and social services or government industries with 74% in the former 
and 19% in the latter. Relatively few social workers are employed in private 
practice offices but the number almost doubled between 1991 and 1996."3

 
 

Interviews conducted as part of the operational review and the review’s examination of 
several social work quality of working life surveys carried out across Canada, as well as 
the results of the review’s February survey of member association Executive Directors, 
suggest a number of challenges within the environment of the social work profession in 
Canada: 

• An aging social work workforce in Canada, with the likelihood of a significantly high 
number of retirements in the next few years 

• A tendency on the part of many social workers to identify with their service sector or 
their employer organization, rather than with the profession of social work 

• Significant risk of burnout among social workers, largely as a result of high caseloads 
and the administrative and reporting/documentation requirements within their 
agencies and sectors that divert them from their core social work activities 

• Encroachment on the social work field of practice by other professions. 
 

To a large extent, the social work-related workforce is divided into two occupational 
components that go by different names in different Canadian jurisdictions: 

• Social workers, generally defined in terms of attainment of social work education at 
the baccalaureate or masters or doctorate level 

• Social work assistants, generally defined in terms of attainment of social work 
education at the diploma level. 

 
 

 

                                                
3 In Critical Demand: Social Work in Canada, Vol. 1, Final Report, cited on the CASW web site 
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Three kinds of organizations reflecting a social work focus exist across Canada at 
provincial or territorial levels: 
• Professional associations that support, and advocate on behalf of, social workers 

within their jurisdictions 
• Regulatory bodies established under provincial legislation to regulate the 

profession   
• Organizations that have the combined mandates of supporting the profession and 

regulating the profession. These bodies are found in Alberta, Saskatchewan, Nova 
Scotia, Newfoundland and Labrador, and New Brunswick. Some of these bodies 
operate under legislation that requires mandatory registration and some do not. In 
Manitoba, the Manitoba Association of Social Workers and the Manitoba Institute of 
Registered Social Workers operate as separate entities, but under a single 
governance, administration and infrastructure.4

 
 

Descriptions of those organizations that provide the professional support function, or that 
provide this function in tandem with the regulatory function, are contained in Appendix 
Two of this report (based on descriptions from the web sites of these organizations). 
 
Based on the results of project interviews, focus groups and surveys, two clusters of 
problems face social work professional support associations that do not have a 
regulatory function, and organizations that combine the support and regulatory functions: 

• Professional support associations that do not have a regulatory function have a 
market penetration challenge. In such jurisdictions, social workers wishing to practice 
are required to belong and pay fees to their provincial regulatory body but are not 
required to belong to their provincial support association – so successfully 
persuading social workers to pay another annual fee to join the provincial support 
organization is challenging. This limits the revenue these provincial support 
organizations receive, and therefore limits the services they can provide. 

• The membership of some organizations that combine the support and regulatory 
functions generally comprise virtually all social workers in practice in these 
jurisdictions, so market penetration is not a problem. On the other hand, some 
organizations have a regulatory function but there is no mandatory registration in 
their jurisdictions. These organizations do

 

 have a market penetration problem. In 
several instances organizations with regulatory functions are so overwhelmed with 
the regulatory side of their mandate that they have fewer resources to devote to the 
support side than they would like to have. Since the regulatory side of their mandate 
is more specifically legislatively prescribed, the regulatory side wins out when 
resources are scarce.  

At the national level, four organizations focus on people working in the social work field: 
• The Canadian Association of Social Workers 
• The Canadian Association of Social Work Educators, a voluntary, national charitable 

association of university faculties, schools, and departments offering professional 
education in social work at the undergraduate, graduate, and post-graduate levels  

                                                
4 In October 2009 Manitoba’s Bill 9 – The Social Work Profession Act – was granted Royal 
Assent. This legislation will result in the formation of the Manitoba College of Social Workers, 
which will assume responsibilities for regulation of the profession of social work under the Act. 
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• The Canadian Council of Social Work Regulators, a newly created national body 
representing the interests of provincial/territorial social work regulatory bodies  

• The Association of Educators in Social Service and Social Work Diploma Programs 
in Canada (ACESS). 

 
3.2 The  Environment of Profes s iona l and  Service  As s oc ia tions  

 
In addition to the “social workers” component of its name and mandate, CASW has an 
“association” component to both its name and its mandate. CASW is one of hundreds of 
national, provincial and territorial not-for-profit associations representing and supporting 
health, social services or related constituencies. Accordingly, its peer group is not only 
its colleagues in the social work profession – it is also the array of non-profit associations 
from which it can learn and to which it can contribute its own knowledge. Many of these 
associations represent professions and service provider agencies with which CASW has 
negotiated and collaborated in the past (often through coalitions to which CASW 
belongs) and with which it will likely need to build or maintain relationships in the future. 
 
At the national level, management of associations is supported and represented by the  
Canadian Society of Association Executives (CSAE), whose mandate is to: 

• Promote excellence and professionalism among its members  

• Support association executives in their work  

• Provide a bridge for associations to access quality services and products  

• Increase the effectiveness, image, and impact of associations to better serve 
their members and society.  

 
CSAE has over 1,550 executive members, two-thirds of whom are the most senior 
officials in their organizations. 
 

3.3 The  Environment of In te rac tion  among Human Service  Profes s ions , 
Governments  and  the  Public  

 
Both public and government expectations are major drivers of the relationship of human 
service professions to each other, to organizations that employ them and to 
governments that regulate them and fund the work they carry out. These expectations, 
nation-wide and globally, are in increasingly characterized by: 

• An expectation of efficiency 

• An expectation of effectiveness 

• An expectation of evidence-based practices and of evaluation of outcomes 

• An expectation of collaboration 

• An expectation that service that will be client-centred 

• An expectation that population wellbeing will be addressed, as well as the wellbeing 
of individuals. 
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Across Canada, many service delivery systems are being restructured to increase the 
chances that these expectations will be met. 
  
 
When these expectations are unrealistic or at variance with each other, social 
work suffers (witnessed by many of the findings in social work quality of working 
life surveys). However, the social work profession may be in a unique position to 
capitalize on many of these expectations if it makes the case – and markets the 
case – that the skills of social workers are uniquely suited to achieving 
collaborative, client centred, evidence based, effective and efficient service, both 
at the level of individuals and populations.  

  
 

3.4 In te rna tiona l Soc ia l Work and  Soc ia l J us tice  Environments  
  
CASW is an active member of the International Federation of Social Workers (IFSW), a 
global organization striving for social justice, human rights and social development 
through the development of social work, best practices and international cooperation 
between social workers and their professional organizations. Veronica Marsman, Past 
President of CASW, is a member at large for North America on the Executive Committee 
of IFSW for the period 2008-2010. As well, CASW’s Executive Director has served on 
the Elections Committee of IFSW. 
 
CASW also has another “peer group” – national social work associations in developed 
countries, where social workers and their representative bodies face many of the same 
challenges and opportunities as those faced in Canada. CASW can both learn from, and 
contribute knowledge to, these associations. 
 

3.5 Environmenta l Overview 
 
While social work may not be a profession in crisis in Canada, it appears to be a 
profession under considerable stress. In discharging its role to support the profession 
nationally and to support provincial and territorial social work associations, CASW will 
need to work with many of its peer groups to maximize gains for the profession: 

• Provincial and territorial social work associations5

• Other national social work associations 

 

• Other Canadian associations, particularly in the human service field 

• National social work associations in other developed countries. 

However, in light of limited resources, CASW will need to specify what it intends to gain 
from involvement with each of these peer groups, and what price it is willing and able to 
pay to achieve these gains. 

 

                                                
5 It is clear that the ten provincial and territorial associations that are members of CASW are more 
than simply one of CASW’s peer groups. They are its customers (since their membership fees 
comprise the bulk of CASW’s revenues) and they are also part of CASW since CASW’s Board 
membership is determined by its member organizations. 
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4 CLARIFICATION OF ORGANIZATIONAL FUNCTION AND ROLES 

 
We interpret “function” to mean the purpose for which CASW exists. We interpret “roles” 
to mean clusters of activities by which CASW dischargers its function. Neither of these 
terms is commonly used in CASW foundational documents. We interpret “clarification” to 
mean an examination of the internal consistency of CASW’s statements of function and 
roles, and their fit with the environment within which CASW operates, and with member 
aspirations identified during this review. 
 

4.1 Ke y CASW Func tion- and  Role -Re la ted S ta tements  
 
The General Bylaws of CASW ratified at its Annual General Meeting of June 16, 2007 
state that, as per its letter patent, CASW’s purposes and objectives are: 

1. To advance social justice  
2. To strengthen and promote the social work profession  
3. To support the regulatory and non-regulatory work of member 

organizations. 

 
CASW’s web site home page states that: 

“As a federation of nine provincial and one territorial social work organizations, 
the Canadian Association of Social Workers (CASW) provides a national 
leadership role in strengthening and advancing the social work profession in 
Canada. CASW promotes social justice and wellbeing for all Canadian 
residents.” 

 
CASW’s Strategic Plan 2007-2012 (approved November, 2008) reiterates the vision and 
mission of CASW: 

Vision: 
The Canadian Association of Social Workers (CASW) provides national 
leadership to a dynamic social work profession working to create a just society.  

Mission: 
CASW is the voice of social workers in Canada promoting excellence in social 
work practice, education and research and supporting provincial/territorial 
regulation in the interest of a just and sustainable society. 

 
CASW’s Strategic Plan operationalizes the vision and mission through: 
• Three strategic directions  
• Eight goals grouped under these three strategic directions  
• Thirty activities grouped under these eight goals as well as assignments, completion 

dates and indicators/outcomes for each activity.  
 
Strategic directions, goals and activities cited in the Strategic Plan are shown in the table 
on the next page.   
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CASW STRATEGIC PLAN, 2007-2012 

Strategic Direction 1:  The Pursuit of Social Justice 
Goal 1.1: Identify social justice priorities 

Activities: 
1. Survey member organizations and key stakeholders for input  
2. Engage in two consultative processes 

Goal 1.2: Develop social justice plan with national and provincial/territorial responsibilities 
Activities: 
3. Present draft plan to member organizations and (possibly the intersectoral committee) for feedback - based on survey feedback 

and consultations at conference and joint meeting 
4. Approval of 5 year national Strategic Plan 

Goal 1.3: Social policies and tools are developed and circulated to bring awareness to social justice matters 
Activities: 
5. Position statements and social policy documents are developed and distributed to provincial/territorial organizations with a 

request that discussion occur with relevant provincial/territorial groups.  
6. Position statements and social policy documents are circulated to social work schools, policy makers, media and relevant 

organizations for public release.  
7. Individual social workers are aware of the tools and resources available within the profession to assist them in influencing social 

justice and can provide leadership in this area  
8. Engage/participate/partner in events, meetings, coalitions and organizations at the international, national and provincial/territorial 

levels where social justice matters are paramount.  
9. Engage/participate/partner in non-partisan political activities that promote social justice 

Goal 1.4: Identify key outcomes that can be used to evaluate progress in the area of social justice 
Activities: 
10. Document the media, politicians, government official and the public awareness of CASW views on selected social justice issues 
11. Document media requests, invitations to speak, requests for information, meetings with key people, etc.  
12. Participate in coalition work and partnerships  
13. Annual briefs to and from member organizations on social justice actions 

Strategic Direction 2: Strengthening the Social Work Profession:  
Collaboration that engages and unites the profession 

Goal 2.1: Unified social work profession 
Activities: 
14. Enhanced communication internally and externally  
15. Develop, coordinate and disseminate key messages that promote the profession  
16. Board members are actively engaged in their province/territory  
17. Increase use of technology to engage social workers  
18. Encourage and participate in intersectoral activities at the international, national and provincial/territorial levels  
19. Address matters that erode the profession 

Goal 2.2: Members of the profession are skilled and competent at addressing challenges faced in the social 
work profession 

Activities: 
20. Develop and circulate relevant publications, documents, reports etc. 
21. Plan national conference as an avenue for social workers to access opportunities for professional development as well as to 

meet/connect/strengthen professional identity  
22. Promote and provide educational opportunities at the international, national and provincial/territorial levels  
23. Creation of provincial/territorial interest groups that link to national groups with the purpose to advance the profession in specific 

areas of practice. 
Goal 2.3: Promote safe and healthy working conditions for social workers 

Activities: 
24. Research, coordinate, promote and collaborate on dissemination of best practices initiatives 

Strategic Direction 3: To support the regulatory and non-regulatory work of member 
organizations 

Goal 3.1: To do activities that support regulatory and related work that enhances regulation   
Activities: 
25. Support member organizations who are seeking professional regulation  
26. Develop/revise the Code of Ethics and Companion document  
27. Update scope of practice document  
28. Provide assessment of FTSW Degrees  
29. Participate in Canadian Network of National Organization of Regulators Membership  
30. Act as a clearinghouse of information 
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The Strategic Plan is supplemented by an Action Plan approved in April 2009. 
 
Another CASW foundational document is its Values Charter (shown below), which is 
included in its Strategic Plan. 
 

CASW VALUES CHARTER 
 
1. Community: We seek to build the community of practice in professional social work 

through sharing interests and ideas, finding solutions, encouraging 
knowledge and learning, and encouraging practical social innovation and 
policies. We seek to build cohesion in our field. 

2. Openness and 
Transparency: 

We are committed to being open about our information and transparent in 
how we make decisions.  

3. Respect and 
Trust: 

We seek to build trust and respect in our working relationships through 
timely clear communication, willingness to listen, and respect for the legal 
and organizational frameworks of those with whom we engage or interact. 

4. Engagement 
and 
Collaboration: 

We encourage processes and build structures that encourage active 
engagement and collaboration. We ensure that all parties with an interest in 
an issue are included in the process. We respect diverse values, interests, 
and knowledge and accept that different views give strength to the 
development of consensus. We seek points of common interest and seek to 
build the greater whole rather than simply accepting majority interests. 

5. Commitment: We have a commitment to advocacy and a passion for social justice that is 
rooted in compassion and an authentic concern and caring for people. We 
seek to increase social good. We have the courage to face and deal with 
difficult situations instead of withdrawing or taking the easy way out.  

6. Excellence and 
Innovation: 

We are committed to ethical leadership and standards of professional 
excellence, and our work is distinguished by innovation.  

7. Accountability: We are accountable to our membership for a focused and diligent execution 
of our mission. 

 
 
The following page shows the six foundational function- and role-related documents 
examined by this review, and provides an analysis of the frequency of key words, 
phrases and concepts in these documents.
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KEY WORD/PHRASE COUNT 
Social justice/just society  6 of 6 Purposes/objects, vision, mission, website, strategic plan, values 
Regulatory work 3 of 6 Purposes/objectives, mission, strategic plan 
Leadership 3 of 6 Vision, website, values 
Strengthen the profession 2 of 6 Website, strategic plan 
Professional excellence/innovation 2 of 6 Mission, values 
Promote the profession 2 of 6 Purposes/objectives, website 
Support 2 0f 6 Mission, strategic plan (both times in reference to regulation) 
Knowledge/learning/education 2 of 6 Mission, values 
Cohesion/respect/collaboration 1 of 6 Values 
Research 1 of 6 Mission 
Accountability/openness 1 of 6 Values 
Dynamic  s oc ia l work profes s ion 1 of 6 Vision (but “dynamic” is not defined) 

CASW’S PURPOSES AND OBJECTIVES AS PER LETTERS PATENT/BY-LAWS 
1. To advance social justice  
2. To strengthen and promote the social work profession  
3. To support the regulatory and non-regulatory work of member organizations. 

VISION 
The Canadian Association Of Social Workers (CASW) provides 

national leadership to a d yn amic  s oc ia l work profes s ion  working to 
create a just society. 

 

WEB SITE DESCRIPTION OF CASW 

As a federation of nine provincial and 
one territorial social work 

organizations, the Canadian 
Association of Social Workers (CASW) 
provides a national leadership role in 

strengthening and advancing the social 
work profession in Canada. CASW 

promotes social justice and wellbeing 
for all Canadian residents. 

 
STRATEGIC DIRECTIONS AS PER 2007-2012 STRATEGIC PLAN 

1. The pursuit of social justice 
2. Strengthening the social work profession: collaboration that engages and unites the profession 
3. To support the regulatory and non-regulatory work of member organizations 

CASW VALUES CHARTER 
1. Community:  We seek to build the community of practice in professional social work through sharing interests and 

ideas, finding solutions, encouraging knowledge and learning, and encouraging practical social innovation and 
policies. We seek to build cohesion in our field. 

2. Openness and Transparency:  We are committed to being open about our information and transparent in how we 
make decisions.  

3. Respect and Trust: We seek to build trust and respect in our working relationships through timely clear 
communication, willingness to listen, and respect for the legal and organizational frameworks of those with whom we 
engage or interact. 

4. Engagement and Collaboration: We encourage processes and build structures that encourage active engagement 
and collaboration. We ensure that all parties with an interest in an issue are included in the process. We respect 
diverse values, interests, and knowledge and accept that different views give strength to the development of 
consensus. We seek points of common interest and seek to build the greater whole rather than simply accepting 
majority interests. 

5. Commitment:  We have a commitment to advocacy and a passion for social justice that is rooted in compassion and 
an authentic concern and caring for people. We seek to increase social good. We have the courage to face and deal 
with difficult situations instead of withdrawing or taking the easy way out.  

6. Excellence and Innovation: We are committed to ethical leadership and standards of professional excellence, and 
our work is distinguished by innovation.  

7. Accountability:  We are accountable to our membership for a focused and diligent execution of our mission. 
 

MISSION 
CASW is the voice of social workers in Canada promoting exce llence  

in  s oc ia l work prac tice , education and research and supporting 
provincial/territorial regulation in the interest of a just and 

sustainable society. 
 



 14 

 
4.2 Analys is  of Func tion- and  Role -Re la ted S ta tements  

 
CASW has put in place most of the function- and role-related foundational documents it 
should have. These documents are timely (i.e., they have been revised within the last 
few years). The documents cited above are all available on the publicly accessible 
component of the CASW web site. However, there is a slight difference between the 
third strategic direction cited on the web site and the third strategic direction cited in the 
strategic plan: 
 

third strategic direction as per the web 
site 

third strategic direction as per the 
Strategic Plan 

Enhancing excellence in regulation To support the regulatory and non-regulatory 
work of member organizations 

 
As part of clarifying organizational function and roles, it is important to examine the 
degree to which the foundational documents that embed the function and roles are a 
good match with the environment within which CASW operates, and with internal 
stakeholders’ perceptions of service needs that should be provided by CASW. 
 
In terms of match with CASW’s environment, it is noteworthy that a new national social 
work organization – the Canadian Council of Social Work Regulators, a body 
representing the interests of provincial/territorial social work regulatory bodies – has 
been created. While not yet fully operational, this Council should in the future take on 
those functions related to regulation that are now carried out by CASW in accordance 
with references to regulatory work in CASW’s purposes/objects, mission and strategic 
plan. This proposed transfer of role from CASW to the Canadian Council of Social Work 
Regulators is described later in this review.  
 
If this transfer takes place, references to the regulatory-related role of CASW should be 
removed from CASW’s Foundational documents, or changed to refer to whatever 
residual regulation-related role CASW continues to carry. 
    
In terms of the match between CASW’s foundational documents and internal 
stakeholders’ perceptions of service needs that should be provided by CASW, two sets 
of review results were examined to determine the likely match: 

• The results of individual interviews with internal stakeholders 

• The results of a survey of the Executive Directors of CASW member organizations. 



 15 

 

4.2.1 Interviews with Internal Stakeholders 
 
Agora consultants interviewed thirty-one people (ten member association Presidents, 
nine member association Executive Directors, twelve CASW Board members and three 
others with prior board member experience) using a common question list: 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Respondents generally had difficulty answering question 5, and tended to identify 
questions 2 and 3 as the same, so the question units of analysis we used were: 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
The following page shows the five most frequently cited responses under each question. 
 

1. What does CASW do well? 
2. What can CASW do better, or differently, to serve its member organizations? 
3. Are there any changes to CASW’s processes, structures, policies or procedures 

that you would like to suggest? 
4. What issues, opportunities and threats will CASW’s member organizations and 

CASW jointly face in the future, and how can member organizations and CASW 
work together to address these issues, opportunities and threats? 

5. If CASW was an “organization from heaven” (i.e., a perfect organization serving its 
members), what words or phrases would you use to describe it? 

6. Are there any other things about CASW, its environment, or its Board, that you 
would like to tell us to help us as we carry out this operational review?  

 

1. What does CASW do well? 

2. What can CASW do better, or differently, to serve its member organizations or what 
should it change? 

3. What issues, opportunities and threats will CASW’s member organizations and 
CASW jointly face in the future, and how can member organizations and CASW 
work together to address these issues, opportunities and threats? 

4. Are there any other things about CASW, its environment, or its Board, that you 
would like to tell us to help us as we carry out this operational review?  
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What does CASW do well? 

Produces good policy papers 16 
Carries out social justice activities well 11 
Communicates well with member organizations 9 
Forum for national dialogue in the profession 9 

What can CASW do better, or differently, to serve its member organizations or 
what should it change? 

Improve the web site 19 
More advocacy work/promotion/lobbying for the profession 16 
Improve the quality of writing in their reports 9 
Better relations with the media 8 
Better communication with members 8 

What issues, opportunities and threats will CASW’s member organizations and 
CASW jointly face in the future, and how can member organizations and CASW 

work together to address these issues, opportunities and threats?6

High stress and demoralization in the workforce 
 

20 
Poor public image of the profession 15 
Encroachment from other professions 15 
Reduced employment opportunities for social workers 14 
Splintering of the profession into different national organizations 7 

Are there any other things about CASW, its environment, or its Board, that you 
would like to tell us to help us as we carry out this operational review? 

I think very highly of CASW 12 
CASW and members need to resolve their conflicts 5 
I hope CASW survives 5 
This review should make bold recommendations 5 
 
Results suggest social justice-related activities are seen as something CASW does well: 
• CASW’s social justice activities were cited 11 times as something CASW does well. 
• CASW’s policy papers (most of which are social justice-related) are cited 16 times as 

something CASW does well. 
 
However, when stakeholders were asked to identify issues, opportunities and threats 
CASW’s member organizations and CASW will jointly face in the future, relatively few 
respondents identified issues related to social justice. Instead, stakeholders focused 
much more on issues related to the wellbeing of social workers, and on the visibility and 
influence of social work: 
• High stress and demoralization in the workforce (cited 20 times) 
• Poor public image of the profession (cited 15 times) 
• Encroachment from other professions (cited 15 times) 
• Reduced employment opportunities for social workers (cited 14 times). 
In terms of what CASW should do better or differently, issues related to the wellbeing of 
the profession were the second most frequently cited item: 
• More advocacy work/promotion/lobbying for the profession (cited 16 times).  

                                                
6 Interviewees generally talked about problems rather than solutions. 
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4.2.2 Survey of Executive Directors of Member Organizations 
 
The Agora Group sent a survey to Executive Directors of member organizations in 
February 2010 that asked them to identify challenges facing social workers in their 
jurisdictions, and challenges their organizations face. It also asked them to rate the 
importance of each challenge using a rating scale of 1 to 5 (5 = very important).  EDs 
were than asked to indicate what, if anything, CASW can to do to help them with these 
challenges, and how important it is for CASW to help them with each challenge using a 
rating scale of 1 to 5. The collated responses (stripped of unique identifiers) are found in 
Appendix Three. 
 
The Agora Group then identified those challenges cited by EDs that met two conditions: 
• The ED identifying the challenge gave it the highest rating (5 out of 5) for importance 

to their organization 
• And the ED also gave the highest rating (5 out of 5) for the degree to which CASW 

can help them with the challenge. 
 
This subset of challenges can be considered the most important to emerge from the 
survey because they meet the test of perceived relevance to the member organization’s 
ED, and perceived relevance of CASW’s role in helping to address the challenge.7

• Challenges related to the status, morale and influence of social workers 

 
These important challenges were then clustered into four categories: 

• Challenges related to recruitment of members to provincial/territorial associations 
• Challenges related to regulation 
• Challenges related to social justice 
• Other challenges.  
 
These clusters (shown on the next two pages) suggest that challenges as perceived by 
EDs fall largely into the category of challenges related to the status, morale and 
influence of social workers (18 out of 26 challenge statements fall into this category). 
 
While the Strategic Plan addresses challenges related to the status, morale and 
influence of social workers under strategic direction #2 (“Strengthening the Social Work 
Profession”), the Plan may not give enough weight or specificity to these challenges. 
  
 
 

                                                
7 The methodology to measure “importance” has limitations. Firstly, it relies on EDs’ perceptions, 
which may differ from their boards’ perceptions. Secondly, a CASW activity like social justice may 
not be considered a major challenge to social workers or to CASW member organizations, but 
might still be considered important for CASW to address. The relevance of the limitations should 
be considered by CASW and member organizations when they examine this operation review. 
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HIGHEST PRIORITY CHALLENGES AS PER FEBRUARY 2010 SURVEY  
OF CASW MEMBER ORGANIZATION EXECUTIVE DIRECTORS 

 
The following challenges to social workers in each jurisdiction, and challenges to CASW member organizations, are those challenges 
for which: 
• EDs gave the highest rating (5 out of 5) for importance to their organization 
• And for which EDs also gave the highest rating (5 out of 5) for the degree to which CASW can help them with the challenge. 

 

CHALLENGE WHAT CASW CAN DO TO HELP WITH THIS CHALLENGE 
CHALLENGES RELATED TO THE STATUS, MORALE AND INFLUENCE OF SOCIAL WORKERS 

1. Promoting the role of social work to the public  National promotional strategy that includes assistance with communications, 
materials 

2. Promoting professional pride in social work National promotional strategy that includes assistance with communications, 
materials 

3. Recruitment and retention More promotion of social work in the public, to draw more people to the 
profession and enable it to continue to grow and develop 

4. Recruitment and retention Coordinate a national response, campaign to help provincial organization in this 
struggle. Also represent and lobby at the Federal level when needed 

5. Erosion of the social work profession More promotion of our profession to employers and labour unions, in order to 
educate them as to our professional status, and protect our professional standing 

6. Losing social work positions to social services workers, nurses 
etc. 

Coordinate a national response, campaign to help provincial organization in this 
struggle. Also represent and lobby at the Federal level when needed  

7. Working conditions Coordinate a national response, campaign to help provincial organization in this 
struggle. Also represent and lobby at the Federal level when needed  

8. Impingement on scope of practice by other professions Development of a high level national strategy 
9. Underfunding of social work services Coordinate a national response, campaign to help provincial organization in this 

struggle. Also represent and lobby at the Federal level when needed 
10. Lack of recognition or value of human service programs and 

services 
Monitor national trends.  Promote the value of social work.  

11. Increased workload amidst budget restraints Monitor national trends.  Promote the value of social work. 
12. Lack of recognition; respect, understanding of the social work  

role 
Should have a national campaign to inform, educate, promote SW role – one that 
is done skilfully and properly – including new website 
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CHALLENGE WHAT CASW CAN DO TO HELP WITH THIS CHALLENGE 
13. Difficulty for newer social workers to find employment; 

Cutbacks = unemployment or reduced workdays for even 
seasoned social workers 

By increasing profile of social work profession and articulating our role more 
powerfully, perhaps there would be fewer cuts or social work expertise would be 
used more effectively – nurses often usurp the social work role, for example 

14. Service cuts by government Since all provinces are experiencing cuts, could create statements that argue for 
maintaining service levels in poor economy – things we could adapt to our 
provincial situation – e.g., social determinants of health and value of SW services 

15. Engaging social workers to actively participate in furthering the 
profession and addressing the identified challenges 

This is related to the professional pride and perceived lack of promotion by social 
workers.  Interventions listed above under these challenges would be helpful. 

16. Need to purchase high level skills in order to communicate the 
value and contribution of the profession.  Unless we have 
success in creating a profile for the profession, social workers 
will not join 

Highly targeted professional advocacy; state-of-the art website   

17. Resources/knowledge for PR campaigns CASW already helps in this regard, and we welcome more help 
18. Potential impact of impending baby boomer resignations. Project the impact of boomer resignations and effect on the profession. 

RECRUITMENT OF MEMBERS TO PROVINCIAL/TERRITORIAL ASSOCIATIONS 
19. Getting more members  
20. Aging membership Dramatic change in image and behaviour will be required to appeal to more 

technology savvy social workers who have high expectations for services and 
responsiveness  

REGULATION 
21. Regulation of profession outside of health  Development of a high level national strategy 
22. AIT Disseminate information they become aware of on this file and when needed, to 

advocate/lobby in partnership with the National Regulatory Council   
23. National regulatory council Meet with this new body and find ways to utilize each other’s strength and find 

ways to help each other (asset building). This would reduce some of the financial 
burdens on the provinces.   

SOCIAL JUSTICE 
24. Resources/knowledge to carry out social justice activities CASW already helps in this regard, and we welcome more help 
25. Provincial political mindset that does not value human 

services. 
Continue to advocate for social justice at the national level so that more 
progressive social policies may be adopted. 

OTHER 
26. Financing the staff resources to meet member expectations Production of resources at the national level that can be accessed provincially 

would assist with the human and financial resource challenge. 
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4.2.3 The Mismatch between Stakeholder Expectations and CASW’s Function/Role-Related 
Documents  

 
CASW’s function/role-related documents give greatest prominence to social justice. This 
is cited in all six CASW foundational function/role-related documents. In the Strategic 
Plan, the strategic direction related to social justice is given the greatest attention. Issues 
related to promoting the profession and addressing the status, morale and influence of 
social workers are less prominent: 
• Promoting the profession is cited in only two of the six function/role-related 

documents (the purposes/objectives and the website). 
• Strengthening the profession (but with no definition of “strengthening”) is cited in two 

of the six function/role-related documents (the website and the strategic plan). 
However, the goal related to strengthening the profession cited in the Strategic Plan 
focuses largely on professional cohesion and competence, not on the status and 
influence of the profession, although two of the eleven activities listed under this goal 
do relate to status and influence: 

• Develop, coordinate and disseminate key messages that promote the 
profession 

• Address matters that erode the profession. 
 
On the other hand, interviews with stakeholders and the survey of EDs of member 
organizations suggest priorities that are not prominently or frequently cited in the 
foundational function/role-related documents: 
• Addressing high stress and demoralization in the workforce (frequently mentioned in 

interviews) 
• Addressing the poor public image of the profession (frequently mentioned in 

interviews) 
• Addressing encroachment from other professions (frequently mentioned in 

interviews) 
• Addressing reduced employment opportunities for social workers (frequently 

mentioned in interviews) 
• More advocacy work/promotion/lobbying for the profession (frequently mentioned in 

interviews) 
• Addressing challenges related to the status, morale and influence of social workers 

(a common theme that emerged from the ED survey) 
 
Later, this review makes the case for CASW to reduce and focus its service lines so that 
it concentrates on the kinds of issues outlined above. If it takes on issues with renewed 
focus, CASW will likely engage in enhanced marketing and media activity, implying 
another enhanced set of links. Appendix Four contains some thoughts from one of our 
Agora Team members on some dimensions of enhanced marketing and media relations 
and some of the linkages this might involve. 
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4.3 CASW’s  S tra teg ic  P lan  
 
One of the foundational documents – the Strategic Plan – has a credibility problem even 
though the Plan is timely and visible. Interviews with representatives of member 
organizations held during this project showed that a number of these stakeholders have 
concerns about the quality of the Strategic Plan, about the process by which it was 
developed and approved, and about the process whereby members’ concerns about the 
plan were handled by CASW. It is also true to say that a number of interviewees 
expressed no concerns about the Plan. 
 
The Agora Group’s review of the Strategic Plan suggests several limitations to the Plan: 
1. The Plan does not clearly draw the link between its strategic directions and the vision 

and mission of CASW. Citing the vision and mission in the Plan is not sufficient to 
establish their link to strategic directions. 

2. The Plan contains no discussion of environments within which member organizations 
operate or what members need so they can better operate within these 
environments. It is therefore not clear whether the Plan took into account the 
challenges facing CASW’s member organizations. 

3. The Plan does not indicate whether its three strategic directions are equal in value or 
are listed in priority order. Goals and activities within each strategic direction are not 
prioritized, nor is there evidence that the activities are linked in a cause-and-effect 
way. They can therefore be interpreted as a basket of unrelated or weakly linked 
activities rather than strategically linked activities. 

4. The items listed under “Indicators/Outcomes” in the Plan are not clearly specified, 
nor are they generally linked into an indicator-output-outcome chain for each activity. 
For most activities, targets are not set, making evaluation of success difficult. 

5. The strategic direction related to pursuit of social justice (strategic direction #1) 
seems to be the most comprehensive strategic direction because it posits the need  
for a five year national strategic social justice plan and for identification of key social 
justice outcomes to be used in evaluation. The other two strategic directions do not 
call for a five year plan or for identification of key outcomes. The Plan does not make 
it clear why one strategic direction warrants a five year plan and a set of outcomes 
while the other strategic directions do not. 

6. The details of the Strategic Plan are not always clearly linked to the details in the 
Action Plan. Although the Action Plan cites the same strategic directions as the 
Strategic Plan, the Action Plan lists a different set of goals under these strategic 
directions, as well as activities under the goals that do not correspond to actions 
cited in the Strategic Plan. It is unclear whether the Action Plan is a true Action Plan, 
or is a revision of the Strategic Plan.  

 
In light of the concerns that were expressed, it would be prudent for CASW to conduct a 
strategic plan revision process earlier than 2012, for three reasons: 
1. Because of concerns expressed by some stakeholders about the last planning 

process and outcome 
2. Because of methodological shortcomings in the current plan 
3. Because the recommendations of this operational review, if adopted, will necessitate 

revision of the Strategic Plan. 
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It should do so after consulting its member organizations about how they want the plan 
to be developed, reviewed and approved. As well, the revised plan should conform to 
basic principles of planning that are developed and shared with members in advance of 
the revision process – including a principle (accompanied by operational details) 
concerning CASW member involvement in the planning process. The revision should 
also be informed by CASW’s decisions flowing from its analysis of this operational 
review. 
 
 
RECOMMENDATION 1: 

CASW should conduct a strategic plan revision process earlier than 2012. It should do 
so after consulting its member organizations about how they want the plan to be 
developed, reviewed and approved. As well, the revised plan should conform to basic 
principles of planning that are developed and shared with members in advance of the 
revision process – including a principle (accompanied by operational details) concerning 
CASW member involvement in the planning process. The revision should also be 
informed by CASW’s decisions flowing from its analysis of this operational review. 

 
RECOMMENDATION 2: 

Before initiating its next strategic planning process, CASW and its members should 
examine and debate the proposition that assisting with challenges related to the status, 
morale and influence of social workers should be the highest priority and most important 
strategic direction for CASW. 

 
RECOMMENDATION 3: 

If CASW and its members agree that assisting with challenges related to the status, 
morale and influence of social workers should be CASW’s highest priority and most 
important strategic direction, CASW should review its foundational function/role-related 
documents to determine how they can be revised to reflect this priority. 

 
 

4.4 A Logic  Mode l for CASW 
 
One foundational function/role-related document that is missing is a logic model for 
CASW. It would help guide both strategic planning and evaluation based on the strategic 
plan.  
 
A logic model is an effective tool for bringing an organized and systematic approach to 
planning, managing, and evaluating a service, program or organization. It describes the 
chain of relationships among activities, the outputs of those activities and the outcomes 
that are expected to result from them. It forms the base for evaluation. 
 
• Outputs (or process objectives) are the products

• Outcomes are the 

 of activities – reports, conferences, 
position papers and education sessions for instance. 

changes that are expected to occur as a consequence of the 
activities and outputs. 
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• Indicators are the evaluative measures

Planning efforts and subsequent evaluation frequently confuse outputs, outcomes and 
indicators. They produce activity plans but with no clear sense of what changes will 
result from them and, therefore do not have the capacity to demonstrate to funders 
whether they have made a difference. 

 used to demonstrate whether the program 
has carried out the activities planned (process evaluation) and achieved the 
expected outcomes (outcome evaluation). 

 
Although the logic model should be developed by a group of CASW stakeholders in one 
or more facilitated sessions, it is helpful to illustrate what a logic model would look like 
using the information at hand. As it stands, the Strategic Plan/Action Plan foresees high 
levels of activity and a significant volume of outputs, but lacks clarity about the outcomes 
that will result from those activities. 
 
Based on information derived from CASW’s current Strategic Plan and Action Plan, The 
Agora Group has prepared a sample logic model that is shown on the next page. It 
translates the Strategic Plan/Action Plan into activities, outputs, outcomes and 
indicators. The “up-arrows” attached to the outcomes indicate the desire for increase or 
improvement. Blank cells in this sample model signify that information cannot be derived 
from the current Strategic Plan or Action Plan to fill these cells. 
 
The sample logic model is presented to demonstrate a tool CASW can use to set the 
stage for ongoing outcome-based planning, evaluation and management. The process 
of developing a logic model offers an opportunity for member organizations to achieve 
both consensus and clarity about: 

• What they can expect from CASW 

• The services CASW will provide to social workers 

• How CASW’s success will be evaluated. 
 
   
RECOMMENDATION 4: 

Through a representative group of stakeholders working together in one or more 
facilitated sessions, CASW should develop a logic model to guide its strategic planning 
and evaluation activities. 
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↑ communication & engagement with members IMMEDIATE 
OUTCOMES: 

 Sample CASW Logic Model 
 

↑ social justice 

↑ SW influence on government anti-
poverty policies 

 

↑ government anti-poverty policies 

↑ public perception of SW 

 position papers, policy documents & media 
releases on poverty issues 
 CASW Social Policy Interest Group 
 National Social Policy Network 
 presentations to Parliament & Senate 

Committees 
 meetings with government 
 on-line lobbying 
 advocacy tool kit 
 engagement with members & national-level anti-

poverty partners 

 on-line access to & electronic distribution of 
documents 
 board reports 
 reports to CASW on member activities 
 local meetings 
 national conferences 
 National Social Work Month 
 publication of SW success stories 
 interest groups 
 on-line education programs 
 Intersectoral Collaboration Initiative 
 bilingual website 

 descriptions of traditional & non-traditional SW 
roles 
 post accurate information on CASW & member 

websites 
 news media articles, interviews, letters to editor, 

etc. 

 guidelines for regulation 
 code of ethics 
 scope of practice statement 
 information for regulatory bodies 
 assessment of FTSW degrees 

↑ awareness of CASW position/messages ↑ community understanding of SW 

↑ communication & engagement within 
SW profession 

Pursuit of Social Justice Support Regulatory & Non-regulatory 
Functions of Members 

Strengthening the Social Work Profession 

• distribute CASW documents, Journal & Bulletin 
to individual SWs & members 

• board members exchange information with their 
territorial/provincial associations, participate in 
local activities 

• board hosts local meetings 
• promote the profession 
• provide opportunities for members to meet 

around common interests 
• provide professional development opportunities 
• participate with other SW sectors 
   

• respond to poverty issues via position papers, 
policy documents & media releases 

• distribute to members organizations for release 
to relevant organizations & public 

• develop CASW Social Policy Interest Group 
• develop network of provincial/territorial Social 

Policy Interest Groups/Committees 
• advocacy campaigns 
• develop advocacy tools for use by members 
• participate with anti-poverty partners 

• develop tools to convey accurate image of SW & 
its role 

• media releases on CASW activities 
• scan media for articles about SW & its role 
• respond to negative portrayals of SW 

DIRECTIONS: 

ACTIVITIES: 

OUTPUTS: 

INTERMEDIATE 
OUTCOMES: 

LONG-TERM 
OUTCOMES: 

ULTIMATE 
OUTCOMES: 

− # requests for information by source 
− # invitations to speak by source 
− # meetings with decision makers 
− level of SWs use of CASW anti-poverty 

materials & advocacy tools 
− level of SWs involvement in CASW anti-poverty 

campaign 
− level of CASW influence/leadership with 

national anti-poverty partners 

• develop guidelines to support provinces/ 
territories seeking regulation 

• revise/develop national code of ethics 
• develop scope of practice statement 
• function as clearinghouse for information having 

to do with regulation 
• provide assessment of FTSW degrees, as 

requested 

− # media articles about SW 
− # positive media reports 
− # negative media reports 

− # document downloads by members 
− # & nature of contacts/discussion between 

board member & member associations 
− level of individual member participation in 

conferences/meetings, education, interest 
groups 

− level of individual member satisfaction with 
information-sharing, conferences/meetings 

−  level of interest group activity 

 
 

 

↑ social work profession 
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5 STRENGTHS AND WEAKNESSES OF CASW’s GOVERNANCE 

MODEL 
 
In addressing CASW’s governance model, we examine seven dimensions: 
1. The representational and adjudicational components of CASW governance 
2. Voting rights on CASW’s Board  
3. Frequency of Board meetings 
4. CASW’s Executive Committee 
5. The adoption of a formal governance model 
6. Other CASW Board characteristics 
7. Issues related to the Canadian Social Work Foundation (which is closely intertwined 

with CASW governance). 
 
 
The following is a summary of the strengths and weaknesses of CASW governance. 
 

STRENGTHS 
1. Governance is well supported by the governance sections of CASW’s by-laws. 
2. The presence of the Past-President on the Board supports continuity and creates an 

“elder statesperson” position on the Board.  
3. Board agendas are aligned with CASW strategic directions. 
4. The term limit for Board membership (three terms of two years each) is an 

appropriate balance between terms long enough to allow Board members to 
develop knowledge and expertise, but short enough to prevent the board from 
becoming self-perpetuating. 

5. Provisions for qualifications for President give CASW some flexibility since its 
President can be either a current Board member or a Board member in the recent 
past. 

6. Limitations on the President’s voting rights make it easier for her to act as conciliator. 
7. The Board member Code of Conduct (including procedures for instances of violation 

of the Code) is a useful tool to guide Board deliberations. 
8. The ability of the Board to add new Officers provides CASW with useful flexibility.  

WEAKNESSES 
1. There is no agreement on whether governance is representational or adjudicational. 
2. Voting rights do not make provision for differences in size of member organizations. 
3. The Board meets too infrequently. 
4. The Executive Committee membership is too limited. 
5. CASW has not adopted a formal governance model. 
6. The Executive Director is not expected to act as a skilled advisor and technical 

support to the Board. 
7. The Governance Manual addresses issues of role definition and procedural 

processes, but it is not a manual: it is a collection of documents with no central 
narrative linking the documents together. 

8. Limiting the term of the Past-President to one year is too restrictive.  
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5.1 Repres enta tional and Ad judica tiona l Gove rnance  

 
Controversy has arisen within CASW and its member organizations over the last few 
years over the role of Board members. This controversy has widened because 
representatives of some member organizations (as expressed during their interviews 
with Agora Group consultants) are also concerned about how CASW has handled 
debate over the role of members of the Board. 
 
Unless this controversy is resolved, CASW’s Board will continue to operate in a 
weakened way, since the validity of its decisions will be questioned. 
 
The issue seems to centre around the degree to which members of the Board should act 
representationally at Board meetings (i.e., acting and voting in accordance with the 
wishes of their member organizations) or adjudicationally (i.e., acting and voting in 
accordance with what they take to be best for CASW as a whole, even when that action 
or vote is not in accordance with the wishes of the Board member’s provincial/territorial 
organization). 
 
 According to some interviewees, when this issue was raised within CASW, it responded 
not by fostering a dialogue on the representational/adjudicational nature of Board 
member performance, but rather by commissioning and distributing a legal opinion on 
the role of Board members. This seems to have heightened the controversy and led 
some interviewees to perceive CASW’s response as defensive rather than collegial. 
 
The legal opinion obtained by CASW clearly comes down on the side of CASW Board 
members behaving adjudicationally rather than representationally. The legal opinion 
includes a quote from a previous court case:  

“It may well be that the corporate life of a nominee director who votes against the 
interest of his ‘appointing’ shareholder may be neither happy nor long. However, the 
role that any director must play… is that he must act in the best interests of the 
corporation… [T]he nominee director’s obligation to his ‘appointing’ shareholder 
would seem to me to include the duty to tell the appointer that his requested course of 
action is wrong if the director in fact feels that way… The nominee director cannot be 
a ‘yes man’; he must be an analytical person who can say ‘yes’ or ‘no’ as the 
occasion requires (or to put it another way, as the corporation requires).” 

 
One way – in theory at east – to bridge the gap between CASW Board member 
perspectives and the perspectives of member organizations would be to change the 
composition of the Board of CASW so it comprises the Presidents or other board 
members of member organizations. However, the legal opinion provides a warning 
against this approach: 

“If a Director sits on the Association’s board of directors and is also a director of their 
Membership Organization, which may carry with it the same fiduciary duty to act in its 
best interest, it will be impossible for such individual to promote the best interests of 
both entities and may require resignation from one of said boards.” 

 
So from a legal perspective it is desirable that CASW Board members not serve on the 
boards of member organizations unless they do so in an ex officio (non-voting) capacity. 
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RECOMMENDATION 5: 

CASW Board members should not serve on the boards of member organizations unless 
they do so in an ex officio (non-voting) capacity. 

 
One component of the legal opinion may, if carried to its ultimate conclusion, paralyze 
the CASW Board. This section of the legal opinion states that: 

“I am of the opinion that if a Director of the Association finds him or herself in a 
position where he or she cannot fully discharge his or her obligation to the 
Association, that being to promote the best interests of the Association at all times, 
without acting against the wellbeing of their Membership Organization, that Director 
should err on the side of caution by declaring this interest and abstain from voting on 
matters that directly affect his or her Membership Organization. The Directors must 
always be mindful that their legal responsibility to the Association takes precedence.” 

 
In practical terms, it may be useful to further define the conditions under which a CASW 
Board member would declare this conflict of interest. We suggest that one the following 
conditions would need to be met to require this kind of declaration of conflict: 

• The Board member’s personal opinion differs from the known opinion of her/his 
member organization 

• The member organization has not formulated an opinion on the issue, but the CASW 
Board member has reasonable cause to believe that a vote on an issue would not be 
in the best interest of the member organization 

• The member organization has conveyed its opinion in writing to the CASW Board 
member chosen or elected by that member organization, and has specifically 
requested that CASW Board member abstain from voting on the issue if the Board 
member is in disagreement with the member organization’s opinion. 

 
CASW’s Governance Manual contains a section related to conflict of interest. This 
section of the manual does not cite the desirability of declaring a conflict of interest 
under the conditions described above. 
 
RECOMMENDATION 6: 

CASW’s Governance Manual’s section on conflict of interest should be revised to state 
that a CASW Board member should declare a conflict of interest and abstain from voting 
when any of the following conditions are met: 

• The Board member’s personal opinion differs from the known opinion of her/his 
member organization 

• The member organization has not formulated an opinion on the issue, but the CASW 
Board member has reasonable cause to believe that a vote on an issue would not be 
in the best interest of the member organization 

• The member organization has conveyed its opinion in writing to the CASW Board 
member chosen or elected by that member organization, and has specifically 
requested that CASW Board member abstain from voting on the issue if the Board 
member is in disagreement with the member organization’s opinion. 
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This procedure will only be useful if all parties abide by four “good faith” operating 
practices: 

• CASW should agree to provide its members with reasonable opportunity to examine 
and comment on major issues slated for consideration by the CASW Board – 
particularly (but not exclusively) issues related to CASW fee levels and types, 
strategic directions, and important long-term or expensive CASW commitments. 

• Member organizations should agree that situations may arise in which CASW may 
have to make a decision without providing its member organizations with sufficient 
time to formulate a position on the issue. 

• CASW should agree that even when it cannot fully consult with a member 
organization, it should at least alert and consult with the leadership of the member 
organization through that organization’s President. 

• Member organizations should keep in mind that there are times when the member 
organization may want to give its CASW Board member full leeway to vote on an 
issue as she/her thinks best after hearing and reflecting on all points of view, not just 
the point of view of the member organization.  

If the member organization invokes a right to require abstention on all

 

 issues (big 
and small, very important and less important) unless the member votes in 
accordance with a predetermined position developed by the member organization, 
the member organization stifles reflection, debate, creativity and compromise at the 
CASW Board table.  

RECOMMENDATION 7: 

CASW and its member organizations should agree to four “good faith” operating 
practices concerning the relationship between CASW governance and the perspectives 
of CASW’s member organizations: 
• CASW should agree to provide its members with reasonable opportunity to examine 

and comment on major issues slated for consideration by the CASW Board – 
particularly (but not exclusively) issues related to CASW fee levels and types, 
strategic directions, and important long-term or expensive CASW commitments. 

• Member organizations should agree that situations may arise in which CASW may 
have to make a decision without providing its member organizations with sufficient 
time to formulate a position on the issue. 

• CASW should agree that even when it cannot fully consult with a member 
organization, it should at least alert and consult with the leadership of the member 
organization through that organization’s President. 

• Member organizations should keep in mind that there are times when the member 
organization may want to give the CASW Board member from that jurisdiction full 
leeway to vote as she/he thinks best after hearing and reflecting on all points of view 
on the issue, not just the point of view of the member organization. If the member 
organization invokes a right to require abstention on all

 

 issues unless the CASW 
Board member votes in accordance with a position developed by the member 
organization, the member organization stifles reflection, debate, creativity and 
compromise at the CASW Board table. 

 



 29 

5.2 Voting  Rights  on  CASW’s  Board  and  Re la ted  S truc tures  
 

5.2.1 Voting Rights on CASW’s Board 
 
As per CASW’s bylaws, each Board member casts one vote. However, during 
interviews, some stakeholders expressed concern about this process: since some votes 
reflect large constituencies (measured as number of social workers who are members of 
their provincial or territorial social work association) and others reflect smaller ones, the 
larger constituencies are disadvantaged by having only one Board member or only one 
vote (an inequity that is compounded in some interviewee’s opinions by the fact that 
large jurisdictions also pay a larger share of the costs of CASW through the fees they 
pay). On the other hand, some interviewees favour the one-vote-per-member approach. 
One interviewee, for instance, feels the current allocation of votes best reflects the 
nature of Canada as a confederation of equal provinces. 
 
There appears to be some validity to the concern of those who would like to see a more 
nuanced allocation of voting power. The discrepancy in size among member 
organizations is substantial. Alberta8

 

, for instance, has 73 times the number of members 
than Prince Edward Island, yet both have a single vote on the CASW Board. 

The table below shows the discrepancy in size among CASW member organizations.9

 
 

members           
6,001-6,500           
5,501-6,000           
5,001-5,500           
4,501-5,000           
4,001-4,500           
3,501-4,000           
3,001-3,500           
2,501-3,000           
2,001-2,500           
1,501-2,000           
1,001-1.500           
501-1000           
1-500           

 
jurisdictions 

 
Alta 

6,173 

 
Ont 

3,900 

 
NS 

1,600 

 
NB 

1,599 

 
Sask 
1,413 

 
Nfld 
1,214 

 
BC 

1,080 

 
Man 
812 

 
North 
104 

 
PEI 
84 

 
There are two ways to correct the imbalance: 
1. By adding more than one CASW Board member from larger member organizations 
2. By establishing a weighted vote system whereby the votes of larger members would 

be worth more than the votes of smaller members. 

                                                
8 Citing Alberta in this example should not be construed to mean that Alberta necessarily 
supports the weighted voting system described later in this section. We suggest weighted voting 
not because any one member organization demands it, but rather because we believe it helps 
stabilize an organization whose members are of vastly different sizes.  
9 The membership figures used in this table were supplied as part of the Agora Group’s survey of 
CASW member organizations in February 2010. They are similar to, but not identical to, figures 
CASW uses to calculate estimated member organization fees. 
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Adding more Board members (by giving more membership positions to larger member 
organizations) would add to Board costs without a commensurate gain in output. 
 
Establishing a weighted vote system, on the other hand, would create greater 
proportional fairness without increasing costs. 
 
While weighted voting is not the norm for national associations, it is found in other 
environments – often in municipal association settings. The American Association of 
Metropolitan Planning Organizations (AMPO), the Greater Vancouver Transportation 
Authority Board and the Cowichan Valley Regional District Board, for instance, all use 
weighted voting systems. Similarly, HathiTrust (a consortium of U.S. university libraries) 
uses weighted voting on its board.10

 
 

If the “weight” of a vote was strictly related to a member’s size measured as percentage 
of total CASW size, the results would likely be destabilizing. Alberta’s vote under this 
scenario would be worth 73 times more than Prince Edward Island’s vote. This would 
render PEI insignificant within CASW. And under this scenario, two provinces – Alberta 
and Ontario – would be enough to decide any issue if they vote on the same side 
because they constitute more than 50% of the total size of CASW. 
 
Many jurisdictions that use weighted votes have addressed this problem by creating vote 
weights that control for the issues of domination/insignificance. They adjust the weights 
so that larger members have increased weight, but not fully proportional to their size, 
and smaller members, while having lower vote weight than larger members, 
nevertheless have vote weights higher than their absolute size alone would dictate.  
 
While it is possible to use complex mathematical processes to calculate and adjust vote 
weight, we suggest a simpler weighting system that should meet CASW’s needs, based 
on four clusters of members derived from the table on the previous page: 

1. Prince Edward Island and the North would each have a vote with a value of one (1) 

2. Nova Scotia, New Brunswick, Saskatchewan, Newfoundland and Labrador, British 
Columbia and Manitoba would each have a vote with a value of two (2) 

3. Ontario would have a vote with a value of three (3) 

4. Alberta would have a vote with a value of four (4). 
 
We suggest that the span between the lower weighted vote and the highest weighted 
vote should be no more than one to four because any greater span would render the 
votes of smaller member organizations increasingly inconsequential in votes at the 
CASW Board table.  
 
The table on the next page shows the relationship between vote weights and sizes of 
member organizations. 

                                                
10 A good conceptual paper prepared for HathiTrust on weighted voting can be found at 
http://www.hathitrust.org/documents/VotingModels.pdf. 

http://www.hathitrust.org/documents/VotingModels.pdf�
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JURISDICTION % of total Canadian membership votes % of votes 

1. Alberta 34.3% 4 19.1% 
2. Ontario 21.7% 3 14.3% 
3. Nova Scotia 8.9% 2 9.5% 
4. New Brunswick 8.9% 2 9.5% 
5. Saskatchewan 7.9% 2 9.5% 
6. Newfoundland 6.8% 2 9.5% 
7. British Columbia 6.0% 2 9.5% 
8. Manitoba 4.5% 2 9.5% 
9. PEI 0.5% 1 4.8% 
10. North 0.6% 1 4.8% 
TOTAL VOTES  21 100% 
 
 
It is worth examining how this set of proposed weights would work itself out within 
CASW. 
 
Based on a total of 21 votes11

 

, no motion would carry unless it receives more than half of 
the votes (i.e., 11 votes or more). 

Based on the suggested number of votes per member, nothing could be passed unless 
at least four

1. Alberta: 

 members out of ten voted in favour of it (if Alberta is one of the members 
voting in favour of the motion). For instance: 

4 votes 
2. Ontario: 3 votes 
3. Nova Scotia: 2 votes 
4. Saskatchewan: 2 votes 
Total: 11 votes (more than half the total of 21 votes) 
 
 
However, if Alberta did not vote in favour of a motion, it would take at least five

1. Ontario: 

 member 
organizations out of ten to accrue enough votes to pass a motion. For instance: 

3 votes 
2. Nova Scotia: 2 votes 
3. British Columbia: 2 votes 
4. Newfoundland: 2 votes 
5. Manitoba:  2 votes 
Total: 11 votes (more than half the total of 21 votes) 
 

                                                
11 These scenarios assume: 
• All members cast their votes, directly or by proxy, on each issue 
• The President and Past-President are non-voting members of the Board (see section 5.2.2 of 

this report). 
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If neither Alberta nor Ontario voted for a motion, it would take at least six

 

 member 
organizations to vote affirmative before a motion could be passed. For example: 

1. Nova Scotia: 2 votes 
2. Saskatchewan: 2 votes 
3. Newfoundland: 2 votes 
4. Manitoba:  2 votes 
5. New Brunswick: 2 votes 
6. Northern: 1 vote 
Total: 11 votes (more than half the total of 21 votes) 
 
Under the first scenario cited above (i.e., Alberta and Ontario vote on the same side of 
an issue), it is possible that a vote could pass even though fewer than one half (i.e., four 
members) of the Board members drawn from member organizations vote for it. If this is 
unacceptable to CASW, it could adopt a variation on the “double majority” approach 
used by some organizations that use weighted voting. No vote passes unless: 

• It wins a majority of the weighted votes, and 

• At least one half of the CASW Board members or proxies drawn from member 
organizations who are in attendance at the meeting vote in favour of the motion. 

 
RECOMMENDATION 8: 

CASW should adopt a weighted voting system for its Board, with these voting weights: 
• Prince Edward Island and the North would each have a vote with a value of one (1) 
• Nova Scotia, New Brunswick, Saskatchewan, Newfoundland and Labrador, British 

Columbia and Manitoba would each have a vote with a value of two (2) 
• Ontario would have a vote with a value of three (3) 
• Alberta would have a vote with a value of four (4). 

 

RECOMMENDATION 9: 
CASW should consider a variant on double majority to guide Board voting, i.e., no vote 
passes unless: 
• It wins a majority of the weighted votes, and 
• At least one half of the CASW Board members or proxies drawn from member 

organizations who are in attendance at the meeting vote in favour of the motion. 
 
The vote weights should be reviewed over time, as the sizes of member organizations 
change. It would be prudent to review the weight assignments at least every two years. 
 
Our suggested “trigger” for a change in vote weight is the following: when the gap 
between the number of members in a member organization at the time the vote weights 
were last calculated, and the number of members in the next highest peer group (or the 
average number of members in the next highest peer group) is narrowed by more than 
half, then the member organization would considered for one additional vote weight. 
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RECOMMENDATION 10: 

Weight assignments should be reviewed every two years and should be adjusted by 
vote at an annual general meeting if numbers warrant the adjustment.  

 

5.2.2 Voting Rights of CASW President and Past-President 
 
CASW’s bylaws state that “the Chairperson of a meeting shall usually not vote, but that 
in the case of an equality of votes, the Chairperson shall cast the deciding vote”. This 
provision is found in the bylaws of many organizations to ensure the impartiality of the 
Chair. This advantage is particularly important for CASW, given the tensions and 
controversies the organization has faced in the last few years. 
 
However, the Past-President should also abstain from voting at Board and Executive 
Committee meetings, making it easier for her/him to serve as elder statesperson within 
CASW. As well, the President and Past-President are the only two Board members who 
are not selected by a specific constituency to serve on the Board. If they abstain from 
voting, then the voting component of the Board is clearly that part of the Board that has a 
mandate from a provincial/territorial association to serve on the Board. 
 
In the case of an equal vote after weighted votes are cast at a Board meeting, the Past-
President should cast the deciding vote (thereby helping preserve the impartiality of the 
President). The President would only vote to break a tie when the Past-President is 
absent. In the weighted voting system, the vote of the Past-President and President 
should have a weight of one.  
  
RECOMMENDATION 11: 

The President and Past-President should abstain from voting at Board meetings and 
Executive Committee meetings, unless on any vote the total of weighted votes on each 
side of an issue is equal. In such circumstance the Past-President should cast the 
deciding vote. The President would only vote to break a tie when the Past-President is 
absent. In either case, the vote of the Past-President and President should have a 
weight of one. 

 

5.2.3 Voting at the CASW Annual Meeting 
 
Section 17.3 of CASW’s by-laws provides for voting at Annual Meetings: 

“In addition to the Directors and Officers (except for the Executive Director) for the 
year just ended, voting privileges at the Annual Meeting shall be extended to a 
representative from each Member Organization, one vote to each Member.” 

 
For the sake of consistency, we suggest that the President’s and Past President’s voting 
authority should be the same at Annual Meetings as they are at Board meetings: 

• The President and Past-President should abstain from voting at the Annual Meeting, 
unless on any vote the total of weighted votes on each side of an issue is equal. In 
such circumstance the Past-President should cast the deciding vote. The President 
would only vote to break a tie when the Past-President is absent. In either case, the 
vote of the Past-President and President should have a weight of one. 
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If weighted voting makes sense at CASW Board meetings, it also makes sense at 
Annual Meetings, when members of the CASW Corporation (i.e., its ten member 
organizations) make major decisions affecting the future of the organization. 
 
These changes would necessitate a change in Section 17.3 of the by-laws. This change 
is outlined in the recommendation below. 
 
RECOMMENDATION 12: 

CASW by-law 17.3 should be changed to read: 

“In addition to the Directors (except for the President, Past President and Executive 
Director) for the year just ended, voting privileges at the Annual Meeting shall be 
extended to a representative from each Member. Notwithstanding this, the Past-
President shall cast the deciding vote if the total of weighted votes on each side of an 
issue is equal. If the Past-President is absent, the President shall cast the deciding vote. 

The vote weight of each Director shall be the current vote weight approved for each 
Director when voting at Board meetings. The vote weight for the representative of each 
Member shall be the same vote weight that is held by the Director representing that 
Member. The vote of the Past-President and President when casting a vote to break a 
tie shall have a weight of one (1).” 

 
5.3 Frequenc y of Board  Mee tings  

 
Board effectiveness is reduced if it meets so seldom that its Executive Committee must 
act in place of the Board on more than a few occasions. At present the CASW Board 
meets only three times per year, for extended periods each time. 
 
To avoid reduced Board effectiveness, the CASW Board should meet at least six times a 
year – by teleconference whenever possible, and for about three hours each time. This 
would minimize the need for Executive Committee meetings to act in place of the Board. 
 
RECOMMENDATION 13: 

To minimize the need for Executive Committee meetings to act in place of the Board, the 
CASW Board should meet a minimum of six times a year, by teleconference whenever 
possible, and for a meeting length of about three hours each time. 

 
 

5.4 CASW’s  Executive  Committee  
 
CASW’s bylaws specify that the Board’s Executive Committee comprises the officers 
and any other Board member appointed by the Board, plus the Executive Director (ex-
officio). 
 
The bylaws also specify that the Executive Committee is responsible for governance of 
CASW between Board meetings. 
 
To reduce the likelihood of ”gaming” the membership on the Executive Committee, its 
members should not use weighted votes when voting at Executive Committee meetings. 
Each Executive Committee member should have one un-weighted vote.  
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RECOMMENDATION 14: 

Members of CASW’s Executive Committee should not have weighted votes when voting 
at Executive Committee meetings. Each Executive Committee member should have one 
un-weighted vote.   

 
As well, the membership of the Executive Committee should be broadened to help 
ensure that when the Committee deliberates, it has a representative range of members 
to take part in deliberations. The Executive Committee – if it comprises only the officers 
– could be unintentionally skewed toward one or two parts of the country or toward one 
size of member organization. Adding more members to correct for these skews, or to 
bring into the Committee additional necessary Board talents, will likely enhance 
confidence in the Executive Committee on those few occasions when it acts on behalf of 
the Board on significant issues. For example, the International Certification and 
Reciprocity Consortium Executive Committee is comprised of its officers and the chairs 
of the standing committees of the board (Business and Operations, Finance, Products, 
Marketing, and International and Cultural Affairs) plus a representative from the 
Administrators (EDs) Group.  
 
Adding members would also provide a larger pool of voting members to ensure 
decisions are not made by two or three people (a possibility if the President and Vice-
President abstain from voting). This should be coupled with a bylaw change to specify 
that the quorum for Executive Committee meetings is a majority of voting members (the 
current quorum is two members). 
  
RECOMMENDATION 15: 

The membership of the Executive Committee should be broadened to help ensure that 
when the Committee deliberates, it has a representative range of members to take part 
in deliberations; and/or to bring into the Executive Committee additional Board talents 
that should be present when the Executive Committee deliberates.  

 
RECOMMENDATION 16: 

The quorum for the Executive Committee should be a majority of voting members of the 
Committee.  

 
As per CASW bylaws, the Board already has the power to add Executive Committee 
members drawn from the Board member complement, so the change proposed above 
would require a procedural change rather than a bylaw change.  
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5.5 The  Adoption  o f a  Formal Governance  Mode l 

 
CASW has not adopted a formal governance model. In the absence of a governance 
model, there is a risk that board members will come to the table with radically different 
assumptions about what the job of the Board is. 
 
We suggest that CASW adopt the policy governance model, also known as the Carver 
model, because it does a good job of allowing a board to determine the scope of 
independent action and the scope of dependent action on the part of both the board and 
the executive director in an organization. 
 
In a nutshell the Carver model says it is the job of the board to determine the ends of an 
organization, and it is the job of the executive director to determine the means by which 
those ends will be achieved. However, the board has the ability to create executive 
limitations (statements of things the executive director must do or must not do) in the 
course of developing and executing the means. 
 
A good overview description of the policy governance model can be assessed at 
http://www.carvergovernance.com/model.htm. 
 
RECOMMENDATION 17: 

CASW should adopt the policy governance model, also known as the Carver model, as 
its governance model. 

 
RECOMMENDATION 18: 

When CASW has adopted the governance model it should revise the governance 
manual to include a central narrative linking parts of the manual together around the 
central theme of the Board’s role as described in the governance model.  

 
5.6 Other CASW Board  Charac te ris tics  

 
CASW is governed by a Board of Directors whose members are selected through its 
member organizations. In some instances its member organizations appoint their 
member on the CASW Board and in other instances the CASW Board member is 
elected by members of the provincial/territorial member organization. CASW has one 
Board member for each member organization. The Executive Director is a member of 
the Board in an ex-officio capacity. 
 
Members of the Board may serve for up to six years (three terms of two years each). 
 

5.6.1 Officers 
 
As per CASW bylaws, the officers of the Board are the President, the immediate Past-
President, the Vice-President, the Secretary/Treasurer and the Executive Director. The 
bylaws specify that the duties and responsibilities of the Secretary are performed by the 
Executive Director. The Board may create other officer positions and may establish the 
rights, privileges, duties and responsibilities attached to such positions.  

http://www.carvergovernance.com/model.htm�


 37 

 
The President of the CASW Board is elected by secret ballot at CASW’s Annual 
Meeting, after a process by which CASW member organizations nominate individuals to 
serve as CASW President. As per CASW’s by-laws, candidates for CASW president 
must be people who: 

• Are members in good standing of their Member Organizations, and,  

• Are presently Board members of the Canadian Association of Social Workers who 
have attended at least two Board meetings, or 

• Have been CASW Board members in the past three years (from the date of the 
AGM) who attended at least two Board meetings.  

 
These provisions for qualifications for President give CASW some flexibility since its 
President can be either a current Board member or a Board member in the recent past. 
 
The immediate Past-President serves for a one year term. All other officers (with the 
exception of the President, Past-President and Executive Director) are elected by the 
Board by secret ballot at the Board meeting immediately preceding the Annual General 
Meeting. The term of office for officers is two years except for the Past-President and the 
Executive Director. The by-laws do not specify a maximum number of consecutive terms 
for Officers.  
 
It is not clear why the term of Immediate Past-President is one year. If (as we anticipate) 
the Past-President takes on an “elder statesperson” role in CASW, then allowing the 
Past-President to serve in that capacity until the next Past-President can fill the role 
makes sense.   
 
RECOMMENDATION 19: 

CASW by-laws should be changed to allow the Past-President to serve until the next 
Past-President can fill the role. 

 
At Board meetings, a proxy may participate in deliberations and vote in place of an 
absent member, under conditions specified by the bylaws. 
 
The Agora Group’s review of CASW bylaws indicate that the bylaws cover the major 
governance components that should be found in a set of association bylaws. 
 
Governance support within CASW is provided through orientation processes and 
materials that are used whenever a new Board is elected. 
 
The involvement of the Past-President on the Board is also a form of resource support to 
a new President – but also to the Board as a whole, since the Past-President, according 
to several interviewees, provides a memory bridge between past officer and Board 
activities, and current (and anticipated future) officer and Board activities. 
 
Board roles, processes, and expectations are described both in CASW’s bylaws and in 
its Governance Manual. This manual addresses issues of role definition and procedural 
processes, but it is not a manual: it is a collection of documents with no central narrative 
linking the documents together. It includes an excellent Code of Conduct with a 
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concluding clause that indicates what should happen at a Board meeting if a member is 
alleged to be in breach of the Code.   
 

5.6.2 Board and Executive Committee Agenda Support Material 
 
Governance support is also provided to the Board through agendas and document 
packages that accompany the agendas. Board agenda items are coded to let Board 
members know if an item is on the agenda for information, discussion or decision. As 
well, Board agendas are generally structured so they reflect discussion under headings 
that match CASW’s strategic directions (an excellent practice, and one that in our 
experience is used by a minority of boards). 
 
What seems missing, however, is a written analytical “bridge” between the background 
material and the agenda item.  
 
A number of boards create this bridge by requiring that any substantive (as opposed to 
merely procedural) item involving discussion or decision should be accompanied by a 
summary sheet that provides a summary or description of the background to the issue, 
the reason why it is on the agenda, and a proposed motion that can form the focal point 
for debate. Sometimes summary sheets also contain a brief risk assessment of the issue 
(e.g., pros and cons of options related to action on the issue). These summary sheets 
are generally prepared by the Executive Director and are reviewed by the President 
before they are included in an agenda package. 
 
RECOMMENDATION 20: 

For Board and Executive Committee meetings, any substantive (as opposed to merely 
procedural) agenda item involving discussion or decision should be accompanied by a 
summary sheet that provides a summary or description of the background to the issue, 
the reason why it is on the agenda, a proposed motion that can form the focal point for 
debate, and a brief risk assessment related to the issue. These summary sheets should 
be prepared by the Executive Director and reviewed by the President before they are 
included in an agenda package. 

 

5.6.3 Executive Director Support to the Board 
 
The CASW Executive Director is seldom asked to state her opinion or offer her advice at 
Board meetings. This is consistent with her position description, which makes no 
mention of a role as advisor to the Board. It would be advantageous, however, if the ED 
was expected to have an advisory role and to execute the role. Since the ED is often the 
most knowledgeable person in the organization on an issue, her opinion and advice can 
enrich Board deliberation without challenging the Board’s right and obligation to make 
the decision. 
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RECOMMENDATION 21: 

CASW should revise the Executive Director’s position description to state that one of her 
specific responsibilities is to advise the Board. The Board should then seek her advice at 
meetings of the Board and Executive Committee. 
 
RECOMMENDATION 22: 

When CASW has adopted the governance model it should revise the Executive 
Director’s position description to reflect the role of the Executive Director within the 
context of the governance model. 

 
 

5.7 The  Board  of the  Canadian  Soc ia l Work Founda tion  
 
The Canadian Social Work Foundation (governed by its bylaws dated May 31, 2001) 
has, as its objects, “to promote, and to encourage the advancement of knowledge in the 
field of social work through such activities as organizing lectures, creating scholarship 
programs, providing assistance for special studies and research; facilitating professional 
exchanges.”  
   
The Foundation’s corporation has two categories of members: 

• Honorary members (who are non-voting members) 

• Ordinary members (who are voting members). 
 
Ordinary members are the members of the Board of Directors of CASW. Members of 
CASW’s Board of Directors also constitute the Board of Directors of the Foundation. 
 
For the sake of consistency – and in light of a possible future enhanced role for the 
Foundation in raising funds and allocating these funds to CASW-sponsored projects – it 
would be prudent to use the same weighted votes and voting procedures for the 
Corporation and Board of Directors of CASW and

 

 for the Corporation and Board of 
Directors of the Foundation. 

RECOMMENDATION 23: 

The Corporation and Board of Directors of the Canadian Social Work Foundation should 
use the same weighted votes and voting procedures that the Corporation and Board of 
Directors of CASW use. 
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6 STRENGTHS AND WEAKNESSES OF THE CURRENT 

ORGANIZATIONAL STRUCTURE 
 
We define “organizational structure” as the processes and structures that are meant to 
allow CASW to do its work. We define processes and structures in this way: 

• A process is a set of coordinated actions aimed at achieving goals.  

• A structure is a formal way to channel processes. There are two kinds of structures: 

• “People structures”. Committees and working groups are examples of 
people structures. 

• “Paper structures”. These are written statements of what should be done, 
or will be done, or can be done, or has been done.  

 
6.1 Strengths  and  Weaknes s es  Rela ted  to  Supporting  the  Vis ion , Mis s ion  and  

Va lues  
 

VISION 
The Canadian Association Of Social Workers (CASW) provides national leadership 

to a dynamic social work profession working to create a just society. 
 

MISSION 
CASW is the voice of social workers in Canada promoting excellence in s oc ial 

work prac tice , education and research and supporting provincial/territorial 
regulation in the interest of a just and sustainable society. 

 
Strengths 
 
One strength of CASW’s structure in supporting the vision and mission is its structures 
related to the “just society” and “just and sustainable society” components of its vision 
and mission respectively: 
• The ”paper structures” represented by CASW’s Strategic Plan and Action Plan give 

great attention to social justice. 
• CASW’s interest groups are “people structures” that seem to pay particular attention 

to social justice. 
• CASW’s involvement in coalitions reflects its commitment to social justice. 
• CASW’s policy paper development activities support social justice (although some 

stakeholders have questioned the quality of this work).  

Another advantage is its primary structure that promotes excellence in social work 
practice, education and research and strengthening the social work profession – the 
journal Canadian Social Work, which is CASW’s official journal. It is published, in 
electronic format only, in October of each year. Articles of 2,500 to 5,000 words in length 
submitted for publication in the journal are anonymously peer reviewed by Editorial 
Board members and other selected reviewers. Articles can be submitted in either French 
or English and will be published in the language in which the article is received.  



 41 

 
The goals of the journal are: 

1. To provide a national forum in which Canadian social workers can share practice 
knowledge, research and skills, and debate contemporary social work concerns 

2. To stimulate discussion of national and regional social policy issues 

3. To promote exchange between social workers in different regions and language 
groups in Canada, the CASW and its member organizations, and Canadian and 
international social work communities 

4. To share information about social work educational resources – books, films, videos, 
conferences, and workshops. 

The six volumes of Canadian Social Work published during the 2004-2009 period and 
posted on the CASW website were reviewed. They show consistent adherence to the 
journal’s goals. The articles reflect two of the three CASW strategic directions – pursuit 
of social justice and strengthening the social work profession. 
 
All articles are either drawn from or have a direct application to Canadian experience. 
Reviews of books and journal articles published elsewhere point readers to additional 
learning resources. 
 
Canadian Social Work places little emphasis on the celebration of social work, although 
interviews with practitioners of note or archival materials do appear from time to time. 
 
Two other communication processes/structures are strengths that help CASW to be ”the 
voice of social workers in Canada” as required by CASW’s mission: 

• The Reporter is a short newsletter published monthly and circulated to over 12,000 
social workers on the last working day of each month. It provides a snapshot of 
CASW activities over the previous month, highlights news and resources relevant to 
social workers, and provides information on upcoming events and activities. 
Response to the Reporter has been positive. 

 
• The CASW Bulletin is published electronically in April and August each year and is 

made available on the Members section of the CASW website. It has been 
transformed from a tool largely devoted to straightforward reporting of CASW 
activities to one with an emphasis on celebrating the profession, its contributions and 
social work leaders, as well as keeping members current on CASW activities. 

 
Both the Reporter and the Bulletin include a “resources” section reviewing and 
highlighting books that will be of interest to social workers. 
 
There are few revenue-generating advertisements in either the Bulletin or Canadian 
Social Work. 
 
As well, one of CASW’s strengths is meeting the mission’s requirement for supporting 
provincial/territorial regulation though its evaluation of foreign social work credentials. 
CASW’s assessments are accepted in all provinces/territories except British Columbia 
and Quebec. At one time CASW decided to discontinue this activity, but in June 2009 
CASW’s Board passed a motion reversing its decision to discontinue providing 
assessments. 
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Weaknesses 
One weakness in CASW’s ability to act as ”the voice of social workers in Canada”, as 
required by CASW’s mission, is its web site. The greatest level of agreement among 
stakeholders during this project is that the CASW web site needs to be revamped. 
CASW should do this in early summer 2010, using funds from the restricted fund. 
 
CASW should create a small group of individuals from its member agencies to provide 
advice to CASW on the format, tone and content of the new web site. Since many of 
them have newer web sites and since they are knowledgeable about the use of web 
sites by social work-related users, their advice would be very helpful. However, since the 
group’s members will be people who have extensive experience communicating with 
CASW, this group should also suggest any other changes they deem appropriate in the 
way CASW routinely communicates via e-mail, phone or other means. 
 
RECOMMENDATION 24: 

CASW should revamp its web site in early summer 2010, using funds from the restricted 
fund. It should create a small group of individuals from its member agencies to provide 
advice to CASW on the format, tone and content of the new web site, since many of 
them have newer web sites and they are knowledgeable about the use of web sites by 
social work-related users. This group should also suggest any other changes they deem 
appropriate in the way CASW routinely communicates via e-mail, phone or other means. 

 
In terms of structures and processes for joint activity, three in particular have been 
relevant to CASW in the present and recent past: 

• Its involvement in Canadian coalitions focused on social justice issues 

• Its involvement with international social work and social justice issues though the 
International Federation of Social Workers 

• Its involvement in the Intersectoral Working Group which brings CASW together with 
national social work organizations in the education and regulation areas. 

 
If CASW narrows its focus to core service lines that are of most value to its members, it 
may need to make difficult decisions to withdraw some or all of its resources from some 
groups with which it is linked, so it can invest those resources in linkages most 
appropriate to its core service lines. This will involve a very clear understanding of: 

• What level of resources are already invested in various linkages 

• What the costs would be to build or enhance linkages that are most relevant to its 
core service lines. 

 
RECOMMENDATION 25: 

In reorienting its activities toward core service lines, CASW should develop a strategy to 
realign its external linkages so they reflect the importance of core service lines. This 
strategy should include an assessment of resources to be saved by eliminating or 
downsizing some linkages, and resources needed to create or enhance linkages related 
to core service lines. 



 43 

 
  
Supporting CASW’s Values   
 
CASW’s values are expressed in its Values Charter. 
 
1. Community: We seek to build the community of practice in professional social work 

through sharing interests and ideas, finding solutions, encouraging 
knowledge and learning, and encouraging practical social innovation and 
policies. We seek to build cohesion in our field. 

2. Openness and 
Transparency: 

We are committed to being open about our information and transparent in 
how we make decisions.  

3. Respect and 
Trust: 

We seek to build trust and respect in our working relationships through 
timely clear communication, willingness to listen, and respect for the legal 
and organizational frameworks of those with whom we engage or interact. 

4. Engagement 
and 
Collaboration: 

We encourage processes and build structures that encourage active 
engagement and collaboration. We ensure that all parties with an interest in 
an issue are included in the process. We respect diverse values, interests, 
and knowledge and accept that different views give strength to the 
development of consensus. We seek points of common interest and seek to 
build the greater whole rather than simply accepting majority interests. 

5. Commitment: We have a commitment to advocacy and a passion for social justice that is 
rooted in compassion and an authentic concern and caring for people. We 
seek to increase social good. We have the courage to face and deal with 
difficult situations instead of withdrawing or taking the easy way out.  

6. Excellence and 
Innovation: 

We are committed to ethical leadership and standards of professional 
excellence, and our work is distinguished by innovation.  

7. Accountability: We are accountable to our membership for a focused and diligent execution 
of our mission. 

 
CASW’s formal communications structures and processes are meant to support many of 
these values – in particular the values of openness and transparency, respect and trust, 
engagement and collaboration, and accountability. And on the face of it, these formal 
communications structures and processes seem to do a good job supporting these 
values. Yet a significant number of stakeholders express concern about how CASW 
communicates.  
 
Sometimes these concerns are about the technical or content quality of these formal 
communications. One stakeholder, for instance, expressed strong concern over the 
quality of minutes produced by CASW and distributed to its member organizations. 
 
But other concerns seem to centre not on the formal communication structure and 
processes, but rather on the tone of some of CASW’s communications to its members 
on specific issues of concern to some member organizations. In several instances this 
communication tone was described by stakeholders as defensive or dismissive. On the 
other hand, some stakeholders seem happy with the tone of communication from 
CASW, but express concerns about the tone of communication from some member 
organizations.   
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6.2 Strengths  and  Weaknes s es  Rela ted  to  Deploying  CASW’s  Financ ia l 
Res ources  

 
We define “deploying” broadly in this section, since many stakeholder concerns centre 
on how CASW acquires the financial resources that it deploys. 
 
CASW funding can currently come from six sources: 
1. Membership fees from member organizations. This is by far the largest source of 

CASW funding. 
2. Funds from CASW’s restricted fund. This fund holds unexpended dollars from 

projects CASW carried out in the past, largely for the federal government (which no 
longer commissions such projects). In the past few years, dollars from the restricted 
fund have been used to subsidize CASW’s core operations. This fund will eventually 
dry up. 

3. Subscription fees and advertising from the CSW Journal 
4. Funds from the Canadian Social Work Foundation. This source at present 

generates practically no funds for purposes of importance to CASW. 
5. A modest revenue line from assessing the credentials of foreign-trained social 

workers 
6. A revenue line comprising interest. 
 

6.3 Members h ip  Fees  
 
One weakness of CASW’s structures related to deployment of financial resources is a 
lack of agreement on how membership fees are levied. In fact, the fee formula is one of 
CASW’s major “paper structures”. Issues around membership fees were one of the 
prime reasons CASW commissioned an operational review.  
 
Three dimensions of the fees were raised repeatedly by CASW stakeholders interviewed 
as part of the operational review: 
• Concerns about the fee formula through which CASW levies fees on its members 
• Concerns about the actual levels of funding CASW members provide to CASW 
• Concerns about return on investment related to fees paid to CASW.  
 
These dimensions are discussed later in this section, but we start with a description of 
the assumptions that underlie the CASW model for securing funding from its members. 
 

6.3.1 Assumptions Underlying Fees 
 
CASW does not use a market model for pricing its products. 
 
There are two dimensions to a pricing model: 
• The base costs of providing a service 
• The incremental costs of providing a service. 
 
As an example of a base cost, assume that CASW writes a promotional document 
indicating why the social work profession should take a lead in creating integrated 
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service systems. It writes this document on behalf of its “customers” (its ten member 
organizations). The cost of writing this document is not related to the size of each 
customer, nor to the number of customers: it costs just as much money to write the 
paper for use by ten customers as for fifteen customers. This cost is a base cost. In a 
pure market model (but assuming a not-for-profit approach), the cost of writing the paper 
is divided by the number of customers and each customer is charged the same amount 
to cover the costs of the paper. One might also add a base cost component related to 
the organization’s overall overhead – those parts of the overhead that are not related to 
volume of members belonging to the customer.  
 
But there may also be incremental costs associated with the paper that are

 

 related to 
size of customer or number of customers. If CASW sends the paper to every social 
worker belonging to every one of its members, it costs more to send the paper to Alberta 
social workers, for instance, than to Prince Edward Island social workers (even if this 
cost only involves managing the e-mail lists of the members belonging to each 
customer). 

The market model for pricing this paper, then, would be: 
 
1.  Base costs: Divided equally among ten customers 
2.  Plus base overhead costs: Divided equally among ten customers 
3.  Plus incremental costs: Higher for customers who have more members or 

who otherwise require more service related to the 
product 

 
CASW does not currently keep or analyze statistics that would show what the proportion 
or levels of these three types of cost are for each of its service lines, or for all of its 
service lines combined. However, our experience with similar organizations would 
suggest that base costs for service lines are a relatively big proportion of service line 
costs, and incremental costs are a relatively small proportion. 
 
Since the market pricing model would likely price smaller customers out of the market, 
customers like Prince Edward Island would simply not be able to afford the base cost 
component of each product and would simply cease to be a customer. 
 
So as an alternate to the pure market model, CASW operates on an “assumed capacity 
to pay” model for its services, based on this logic chain:  
 
1.  Some customers have higher revenues than other customers. 
2.  Therefore customers with higher revenues should pay, and can afford to pay, a 

higher share of the base cost of a product from which all customers benefit.  
3.  Therefore customers with lower revenues should pay a lower share of the base cost 

of a product. 
4.  Therefore customers with lower revenues can still afford to buy the product. 
 
But since it is crucial to find a way to calculate the higher cost that the customer with 
higher revenue will pay, and the lower cost that the customer with lower revenue will 
pay, a funding formula is needed. 
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There are a number of ways the formula could be calculated: 
• As a percentage of total revenue of the member organization 
• As a percentage of membership revenue of the member organization 
• On the basis of a fee for each member of the member organization (the core of the 

kind of formula CASW currently uses). 
 
The “assumed capacity to pay” assumes that if a customer has higher revenue, it has a 
higher capacity than lower-revenue customers to pay more for a product delivered to 
several customers. This model does not take into account customers’ other spending 
requirements, anticipated and unanticipated. Taking into account customers’ other 
spending requirements would generate an “actual capacity to pay” model. 
 
This is an area where proposed CASW fee structures have run into problems in the past, 
since some members say their “actual capacity to pay” is less than their “assumed 
capacity to pay”.  Most notably this has occurred when a CASW customer stated that 
spending requirements related to its regulatory role means that its actual capacity to pay 
is less than its assumed capacity to pay. 
 
Creating an “actual capacity to pay” model is difficult, since it requires judgment calls 
about the importance and appropriate levels of other spending commitments that 
customers have. The supplier of a service is not in a good position to make this 
judgment, and if it tries to do so by analyzing the expenditure patterns and priorities of its 
customers, it will be seen as both intrusive and judgmental.  
 
Another approach to assessing actual capacity to pay is to leave this up to each 
customer to assess. This is a “pay what you think you can afford to pay” approach. But 
unless there is substantial goodwill among members of a customer pool and unless all 
customers play by the rules, self-assessment of actual capacity to pay leaves itself open 
to suspicions that some customers will “game” the payment structure by claiming to have 
lower actual capacity to pay, simply to get a good deal at the expense of others in the 
customer pool.   
 
None of these models directly takes into account another important factor to consider – 
the customer’s perceived value of a product. If a customer values a product highly, it is 
generally willing to pay more for the product, or it is willing to give purchase of that 
product a higher priority within its overall ranking of possible expenditures. 
 
This factor is indirectly taken into account in the “pay what you think you can afford to 
pay” approach, since a customer’s assessment of what it can afford to pay is usually 
based on both its assessment of available funds and
  

 the value it assigns to the product.  

In short, the “actual capacity to pay” model may be too complex and destabilizing to be 
used by CASW and its members\customers as the basis for a fee structure that will pay 
for the total package of products CASW offers. However, there are things CASW can do 
to mitigate against the limitations of the prevailing “assumed capacity to pay” model: 

• It can limit the products in its product line to only those products that its 
customers value highly. This reduces the cost to customers because they are only 
paying for the products they want. This is only feasible, however, if there is 
agreement within the customer pool in terms of what are the most valued products. 
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• It can find ways to reduce the base, incremental and overhead costs of 
producing its products, without sacrificing product quality. While CASW does 
not currently have in place an information system allowing it to track the various 
kinds of costs that go into its products, such a system could be developed. 

• It can increase the quality of its products to make them more desirable and of 
greater value to its customers. This is a promising area for CASW. During the 
interview component of this project, representatives of some of its members/ 
customers said that some of CASW’s products (its social justice policy papers for 
example) are desirable in theory, but in practice the products do not achieve the 
quality levels that members desire.  

• It can pursue other sources of revenue that subsidize (and therefore reduce) 
the product costs borne by its members. 

 

6.3.2 The Fee Formula 
 
The current fee structure includes a combined flat fee and a per capita levy. The current 
formula is as follows: 
 

FLAT FEE 

fewer than 100 members No fee  
100 - 1,000 members $500  
1,001 - 2,000 members   $1,000  
2,000 members or more $1,500  

PER CAPITA FEE 

First 1,000 members members $37 X number of members 
student members $27 X number of student members 

next 1,000 members members $36 X number of members 
student members $26 X number of student members 

Each additional member 
above 2,000 

members $35 X number of members 
student members $25 X number of student members 

 
The reduction in fees for the second 1,000 members is only a 2.7% fee reduction per 
member. Total savings for those thousand members is $1,000. This saving would be 
relevant to seven of CASW’s ten member organizations, but would only be significantly 
relevant to the four that have over 1,500 members (Alberta, Ontario, Nova Scotia and 
New Brunswick). Savings on members over the 2,000 member mark are relevant only to 
Alberta and Ontario. In Alberta’s case, savings on the third, fourth, fifth and sixth 
thousands combined are $8,000 = a total saving of $9,000 (only a 4% reduction on its 
estimated 2010-11 fee flow to CASW). 
 
The last fee increase for the CASW was in 2001. In 2004 the CASW Board conducted a 
review and recommended that the status quo be maintained until March 2008, so 
member organizations could grow without the burden of an increased financial 
contribution to CASW. This continued fee freeze was made feasible by CASW’s ability to 
use funds from its restricted fund to subsidize its core activities. 
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In June 2007 the CASW Board authorized the Executive Committee to explore a new 
fee structure/formula. In November 2007 the Executive Committee presented options for 
a new membership fee to the CASW Board. At that Board meeting the Board agreed to 
strike a Fee Working Group to develop a fee formula that could be used into the future to 
address questions about inequities in the current formula. The motion to increase fees 
was presented at the 2008 AGM, and was defeated.  
 
The Fee Working Group could not reach a consensus. The 2008 Annual General 
Meeting agreed to revise the membership of the Fee Working Group. The Working 
Group then generated five options: 

1. Option 1: An organizational fee that is based on the total number of social workers in 
a province. 

2. Option 2: Fees reduced by the proportion of a member organization’s budget 
allocated to regulatory functions. 

3. Option 3: A differential fee based on the highest level of a member’s education, e.g., 
PhD, MSW, BSW and Diploma. 

4. Option 4: An annual maximum amount any organization would be expected to 
contribute. 

5. Option 5: Fee structure based on status of members. 
 
The Fee Working Group could not reach consensus on a preferred specific fee formula 
or structure. 
 
The previous section of this Agora Group report suggested that an “assumed capacity to 
pay” model would make most sense for CASW, but that such a fee structure alone would 
be insufficient to address key fee issues within CASW. The fee structure would have to 
be linked with cost efficiencies, quality improvement, a focus on core products valued by 
members, and alternate funding sources. 
 
There are three leading options for implementing the “assumed capacity to pay” model: 

• A percentage of total revenue of each member organization 

• A percentage of membership revenue of each member organization 

• On the basis of a fee for each member of each member organization (the core of the 
kind of formula CASW currently uses). 

 
The first option – a percentage of total revenue of the member organization – is easy to 
calculate but may not be sensitive to special-purpose revenues some members may 
generate, and they may not believe CASW has a right to a share of these revenues. 
 
The second option – a percentage of membership revenue of each member organization 
– is also easy to calculate. However, CASW member organizations themselves have 
different fees levels they charge their members. The “percentage of membership 
revenue” approach would likely lead to increased fees for those organizations that have 
higher membership fees. Using only full-time membership fees as the indicator, the 
following table shows the fees charged annually by CASW members. 
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FEES CHARGED BY CASW MEMBER ORGANIZATIONS FOR FULL-TIME SOCIAL 
WORKER MEMBERS, 2010 

(highest to lowest)* 
 

ORGANIZATIONS FEES, FULL TIME 
SWs, 2010 COMMENTS 

Nova Scotia Association of Social 
Workers 

$344  

Ontario Association of Social Workers $342  
New Brunswick Association of Social 
Workers 

$330  

Saskatchewan Association of Social 
Workers 

$328  

Manitoba (joint membership, MASW and 
MIRSW) 

$310  

Newfoundland and Labrador 
Association of Social Workers 

$300 fee will be $350 in 2011/2012 and 
$400 in 2012/2013 

Alberta College of Social Workers $300 $350 as of July 2010 
British Columbia Association of Social 
Workers 

$288  

Manitoba (Manitoba Association of Social 
Workers) 

$275  

Manitoba (Manitoba Institute of Registered  
Social Workers) 

$275  

Association of Social Workers in 
Northern Canada 

$175  

Prince Edward Island Association of 
Social Workers 

$90  

 
* Shaded rows show organizations that have both professional support and regulatory functions. 
 

CASW member organizations that provide both the professional support and regulatory 
functions are clustered near the top of this table. These are the organizations that would 
pay more under the “percentage of total membership revenue” model than they would 
under the current CASW membership model. And many of these are organizations that, 
because of the demands of their regulatory functions, may have a reduced capacity to 
pay CASW membership fees. 
 
The third option – a fee for each member of each member organization – is the core of 
the fee structure CASW currently uses. It is based largely on the same fee per member 
(with adjustment for student members) for all social workers, although there are modest 
adjustments for member organizations with more than 1,000 members. 
 
The following shows the impact of the current model on member organizations, if the 
fees now charged by CASW are expressed as a percentage of full-time social worker 
fees for CASW’s member organizations. 
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CASW FEES AS PERCENTAGE OF MEMBER ASSOCIATION FEES FOR FULL TIME 
SOCIAL WORKERS 

ORGANIZATIONS 
FULL YEAR 
FEES, FULL 

TIME SWs, 2010 
FULL YEAR 
CASW FEE 

CASW FEE AS % OF 
MEMBER 

ASSOCIATION FEE 
Nova Scotia Association of Social Work 
(first 1,000 members) 

$344 $37 10.8% 

Nova Scotia Association of Social Workers 
(second 1,000 members) 

$344 $36 10.5% 

Ontario Association of Social Workers 
(first 1,000 members) 

$342 $37 10.8% 

Ontario Association of Social Workers 
(second 1,000 members) 

$342 $36 10.5% 

Ontario Association of Social Workers 
(members above 2,000) 

$342 $35 10.2% 

New Brunswick Association of Social 
Workers (first 1,000 members) 

$330 $37 11.2% 

New Brunswick Association of Social 
Workers (second 1,000 members) 

$330 $36 10.9% 

Saskatchewan Association of Social 
Workers (first 1,000 members) 

$328 $37 11.3% 

Saskatchewan Association of Social Workers 
(second 1,000 members) 

$328 $36 11.0% 

Manitoba (joint membership, MASW and 
MIRSW) 

$310 $37 11.9% 

Newfoundland and Labrador Association of 
Social Workers (first 1,000 members) 

$300 $37 12.3% 

Newfoundland and Labrador Association of 
Social Workers (second 1,000 members) 

$300 $36 12.0% 

Alberta College of Social Workers 
(first 1,000 members) 

$300 $37 12.3% 

Alberta College of Social Workers  
(second 1,000 members) 

$300 $36 12.0% 

Alberta College of Social Workers  
(members above 2,000) 

$300 $35 11.7% 

British Columbia Association of Social 
Workers (first 1,000 members) 

$288 $37 12.8% 

British Columbia Association of Social 
Workers (second 1,000 members) 

$288 $36 12.5% 

Manitoba (Manitoba Association of Social 
Workers) 

$275 $37 13.5% 

Association of Social Workers in Northern 
Canada 

$175 $37 21.1% 

Prince Edward Island Association of Social 
Workers 

$90 $37 41.1% 

 
* Shaded rows show organizations that have both professional support and regulatory functions 
 
The current funding formula, then, gives a slight break to member organizations with 
high membership fees. A high percentage of the Prince Edward Island Association of 
Social Workers’ fees are sent to CASW. However, this association has no staff, so it 
may rely more on CASW services than other member associations do, thereby justifying 
the fees remitted to CASW. 
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But in two aspects of membership, the CASW fee formal seems inequitable. 
 
The first of these relates to student fees. CASW provides a reduction of 27% for student 
members in its fee calculations. However, the reduced fee levels for students in most 
member organizations are much more than 27% lower than the fees for full-time social 
workers. 
 

 
ORGANIZATIONS FULL YEAR FULL 

TIME SOCIAL 
WORKER FEE 

FULL YEAR 
STUDENT FEE 

STUDENT FEE AS 
% OF FULL TIME 
SOCIAL WORKER 

FEE 
Newfoundland and Labrador 
Association of Social Workers  

$300 $45 15% 

New Brunswick Association of 
Social Workers 

$330 $25 7.6% 

Ontario Association of Social 
Workers 

$342 $99 30% 

Saskatchewan Association of 
Social Workers 

$328 $54 16.5% 

Alberta College of Social Workers $300 $65 21.7% 
British Columbia Association of 
Social Workers 

$288 $66 22.9% 

Association of Social Workers in 
Northern Canada 

$175 $50 28.6% 

 
As well, most member organizations have a much broader range of membership 
categories than the two categories (members and student members) used in the CASW 
fee structure. Many of these categories have fee levels substantially lower than the level 
for full time social workers. The CASW’s funding formula’s fee categories do not seem to 
reflect the reduced-fee categories used by its members. 
 

 
FEE CATEGORIES AND LEVELS USED BY CASW MEMBER ORGANIZATIONS 

 Not 
employed 

Part time Full time Non-degree 
social 

workers 

student New/ 
recent 
grads 

New grad 
1st year 

New grad 
2nd  year 

Retired Inactive Associate Corporate/ 
friend 

Nfld  $300 $300  $45    $100    
PEI  $90 $90          
NS  $344 $344       $172   
NB  $330 $330  $25    $98    
Ont $103 $217 $342  $99  $161 $217 $103    
Man             
Sask  $202 $328  $54     $8 $70  
Alta  $300 $300  $65 $200   $65 $150   
BC $114 $150 $288 $114 $66 $90 –  

$160 – 
reduced rate 
for former 
student 
members 

  $114  
or $66 if 
member
s 
 for  
30+ yrs. 

   

North  $175 $175  $50    $50  $150 
(no 
degree or 
diploma 
but  
working 
as a  
SW) 
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CASW can correct for inequities by recognizing the unique fee categories and fee 
structures of its members. In applying its fee formula, CASW should reduce fees for 
special categories in each jurisdiction by using the percent reduction from the full time 
social worker fee used by the member association in that jurisdiction for each 
membership category. 
 
For example, the New Brunswick Association of Social Workers has an annual fee of 
$330 for full time social workers. It also has two special categories of members: 
• Students, who pay an annual fee of $25, which is 7.6% of the feel paid by full-time 

social workers. 
• Retired social workers, who pay $98, which is 29.7% of the fee paid by full-time 

social workers. 
 
The CASW fee for a full-time member is $37. In calculating fees to be paid to CASW by 
New Brunswick, CASW and New Brunswick would use the following formulae for fees 
related to students and retired social workers in New Brunswick: 
 
Each student member in New Brunswick: $37 x 7.6% = $2.82 
Each retired social worker member in New Brunswick: $37 x 29.7% = $10.99 
 
This is a more cumbersome fee calculation process than the one currently in use, and 
the number of members in some membership categories is rather small, so the financial 
impact of the proposed revised method of calculating fees may not be great. However, 
the revised process is a signal from CASW to its members that it understands and 
accounts for the mix of member categories and discounts they use in their jurisdictions. 
 
CASW’s fee structure also includes a flat fee formula with four variants: 
• Flat fee for member organizations with fewer than 100 members: no fee 
• Flat fee for member organizations with 100-1,000 members: $500 
• Flat fee for member organizations with 1,001-2,000 members: $1,000 
• Flat fee for member organizations with 2,000 members of more: $1,500. 
 
It is not clear what advantage this additional fee feature provides for CASW, other than a 
revenue line of $8,500. It makes more sense to incorporate this revenue amount within 
the member-based formula, rather than maintaining the additional flat fee formula. 
 
RECOMMENDATION 26: 

CASW should maintain its current basic fee structure, but with several changes:  

• The flat fee formula should be eliminated. 

• Fees based on the types and numbers of members in each jurisdiction should be 
adjusted to better reflect the fee categories and fee discounting for special 
membership categories that are in use by CASW member organizations. 

• Cost reduction/adjustment initiatives proposed elsewhere in this report should, within 
a year, lead to a reduction in fees to be paid by members when the formula is 
applied.  
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6.3.3 Levels of Funding CASW Members Provide to CASW 
 
The fee structure for membership in CASW should not be seen in isolation from other 
issues that affect fee levels and the willingness of member organizations to accept those 
fee levels. Put another way, it is not feasible to discuss financial deployment without also 
discussing the basic nature of services CASW provides to its member organizations. 
 
There are four strategies that would help CASW to operate at lower cost (and therefore 
charge lower fees) or to improve its service lines.  
 
CASW should limit the products in its product line to only those products that its 
member organizations value highly.  
 
This reduces the cost to CASW member organizations because they are only paying for 
the products they want. This is only feasible, however, if there is agreement within the 
customer pool in terms of what are the most valued products. If no such agreement 
existed, CASW would find itself in the position of trying to meet divergent interests, 
running the risk of meeting none of them well. 
 
The results of the survey of member organization EDs conducted by The Agora Group in 
February 2010 (described earlier in this report) suggest that there is some convergence 
at the ED level about where CASW can best make a difference. This is in the area of 
helping member organizations, and the social workers they serve, to meet challenges 
related to the status, morale and influence of social workers. Closely related to this is the 
challenge of recruitment of members to provincial/territorial associations. 
 
However, it is essential to determine whether the boards of CASW’s member 
organizations see these issues as the key issues on which CASW should concentrate. 
 
RECOMMENDATION 27: 

Boards of directors of CASW’s member organizations should be asked if they agree that 
CASW’s core activity areas should be: 

• Helping to meet challenges related to the status, morale and influence of social 
workers 

• Helping to meet challenges of recruitment of members to provincial/territorial 
associations. 

 
Some Executive Directors say their organizations continue to be highly challenged by 
regulatory issues affecting the profession. However, there also seems to be recognition 
that while CASW should keep a watchful eye on regulatory matters, activities currently 
carried out by CASW related to regulation should migrate to another organization – the 
Canadian Council of Social Work Regulators. CASW’s Action Plan stemming from its 
Strategic Plan supports this migration, at least in terms of one function, since the Action 
Plan’s Strategic Direction 3 (To support the regulatory and non-regulatory work of 
member organizations) is to “transfer FTSW new assessment responsibilities to 
appropriate organization”.  
 



 54 

We suggest the following as a “straw dog” list of CASW activities to be transferred to the 
Canadian Council of Social Work Regulators, via negotiation with this Council: 
• Internationally trained social worker assessment 
• Scope of practice definition 
• National code of ethics for social workers 
• Issues that arise related to the Agreement on Internal Trade. 
 
RECOMMENDATION 28: 

CASW should continue its negotiations with the Canadian Council of Social Work 
Regulators concerning the transfer of assessment of internationally trained social worker 
assessment from CASW to the Council. It should also explore transfer of CASW’s 
activities related to scope of practice definition, a national code of ethics for social 
workers and issues related to the Agreement on Internal Trade. 
 
These issues are being raised under the heading “Levels of Funding CASW Members 
Provide to CASW” because any strategy to concentrate on CASW core functions should 
result in a reduction of expenditures CASW now makes on non-core functions. Most or 
all of these savings should be passed on to member organizations via a reduction in 
membership fees. 
 
However, the transfer of regulatory functions from CASW to the Canadian Council of 
Social Work Regulators may not save money for many of CASW’s member 
organizations. The Council will need funds to carry out these functions and it may need 
to find these funds via fees for organizational membership in the Council. Under this 
scenario, some CASW members now paying CASW for regulatory-related functions 
would simply pay the Council instead. However, CASW member organizations that 
provide only the professional support function – but not the regulatory function – in their 
jurisdictions may save money, since they may not join the Council as members and 
would therefore not pay fees to the Council. In short they would pay neither CASW nor 
the Council for regulatory-related services. 
 
Savings from the transfer of regulatory-related functions from CASW would be limited as 
well because one of CASW’s regulatory functions – assessment of internationally trained 
social workers – is both a cost centre and

 

 a revenue centre for CASW. Its 2010-11 
budget projects revenue of $13,500 from assessment of internationally trained social 
workers. 

A number of CASW activities may not fall directly within the ambit of the proposed core 
activity areas, but may support these core areas. Accordingly, for all its activities, CASW 
should determine: 
• Which ones do not support core activities and should be eliminated 
• Which ones support core activities, but not to the degree that they warrant 

continuation at their current levels of resource use 
• Which ones support core activities so crucially that they should continue at their 

current levels of resource use.12

                                                
12 However, the act of reviewing these functions may generate ideas about how they can be 
carried out equally well but at lower cost. 
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Even if a non-core function is maintained, in truncated or full form, it may need to be 
refocused so it more effectively serves the core functions. For instance, within CASW’s 
social justice functions, priority may need to be given to those social justice activities that 
also help to meet challenges related to the status, morale and influence of social 
workers or help meet challenges of recruitment of members to provincial/territorial 
associations. 

RECOMMENDATION 29: 

For all its activities, CASW should determine: 

• Which ones do not support core activities and should be eliminated 

• Which ones support core activities, but not to the degree that they warrant 
continuation at their current levels of resource use 

• Which ones support core activities so crucially that they should continue at their 
current levels of resource use. 

 
This recommendation, if implemented, would help move CASW towards zero-based 
budgeting. Under this way of budgeting, expenditure items would not simply be carried 
over from a previous year. CASW would determine what it needs to do and how much 
money it needs so it can do these things. Its budget would then be the sum of these 
costs. 
 
RECOMMENDATION 30: 

CASW should make the transition to a zero-based budgeting model. 

 
CASW should find ways to reduce the base, incremental and overhead costs of 
producing its products, without sacrificing product quality.  
There are several promising ways to achieve these cost savings. 

First of all, CASW allocates a significant amount in its budget to Board of Directors/joint 
meetings and to officers’ travel (for Executive Committee meetings). These categories, 
combined, amount to $75,000 in CASW’s 2010-11 budget (almost 11% of CASW’s total 
projected expenditures). While in the past such travel was a necessary part of operating 
a national board, today’s teleconferencing and videoconferencing technologies allow 
many face-to-face meetings to be replaced by much lower cost electronic meetings.  

As well, four national organizations in the social work field operate (or will operate) 
offices in Ottawa. The potential for cost savings through co-location (including shared 
space) and sharing of support resources, could potentially save money for all these 
national organizations.  

The Agora Group believes that ideally, there should only be one national social work 
organization with three units (professional support, regulation and education) and with 
procedural firewalls between the units to protect each unit’s integrity. If this were to 
occur, co-location would be a way-station on the road to integration. But even if full 
integration does not take place, co-location makes sense as a way to stretch the limited 
dollars available for nation-level social work activity. 

Thirdly, we recommend exploration of the idea of a single national journal, cost shared 
among CASW, the Canadian Association of Social Work Educators, the Canadian 
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Council of Social Work Regulators and the Association of Educators in Social Service 
and Social Work Diploma Programs in Canada. This would likely be cheaper in terms of 
CASW’s dollars than the stand-alone journal now published by CASW. 

However, there may be a down side (in a revenue/cost sense) of creating a single 
journal. Just as costs of producing the journal would be shared, so the revenues 
generated by advertisement and subscriptions for those who do not receive the journal 
free as a benefit of their membership in a national social work association, would also 
have to be shared. On the other hand, a co-published journal might produce greater 
market penetration for advertisers, allowing higher advertising rates to be charged. 
 

RECOMMENDATION 31: 

CASW should reduce travel costs and associated costs for Board and Executive 
Committee meetings by replacing as many face-to-face meetings as possible with 
teleconferenced or videoconferenced meetings. 
 

RECOMMENDATION 32: 

CASW should negotiate co-location of its office, and sharing of support resources, with 
the Canadian Association of Social Work Educators, the Canadian Association of Social 
Work Regulators and the Association of Educators in Social Service and Social Work 
Diploma Programs in Canada. 
 

RECOMMENDATION 33: 

CASW should explore the idea of a joint cost-shared national social work journal to be 
published by the Canadian Association of Social Work Educators, the Canadian 
Association of Social Work Regulators and the Association of Educators in Social 
Service and Social Work Diploma Programs in Canada. 

 
CASW should pursue other sources of revenue that subsidize (and therefore 
reduce) the product costs borne by its members. 
 
CASW has a history of finding and using other sources of revenue to subsidize its core 
operations. It was CASW’s role in conducting several major projects for government, for 
instance, that allowed CASW to accumulate funds in its Restricted Fund coffer – funds 
that served as a financial lifeline for the past few years. 
 
One possible source of revenue for which the infrastructure already exists is the 
Canadian Social Work Foundation, whose Board is identical to the Board of CASW. The 
Foundation’s objects are “to promote, and to encourage the advancement of knowledge 
in the field of social work through such activities as organizing lectures, creating 
scholarship programs, providing assistance for special studies and research; facilitating 
professional exchanges.”  
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There is no evidence that over the past few years, CASW/the Foundation has developed 
a strategy to attract donations to the Foundation. Unlike many hospitals for instance, and 
unlike the Canadian Nurses Association and the Canadian Psychological Association, 
which prominently display a link to their Foundation on their home page, CASW’s home 
page makes no mention of the Foundation and provides no link to it. 
 
A page on the Foundation can be accessed through two intermediary links on the CASW 
web site. This page’s text is shown below. 
 
 
 
 
 
 
 
 
 
 

The Foundation  

The Canadian Social Work Foundation was established in 1987 with the primary 
goal of promoting and enhancing the study and practice of social work. Second to this 
goal is the commitment to increase public awareness of the vast contributions made 
by social workers to both individual and societal well-being.  

Foundations exist to improve circumstances. The Canadian Social Work Foundation 
recognizes the needs of a diverse profession working in a vast country. 
Communication among individual social workers through professional meetings, 
educational programs, published writings and scholarships underscores the goals of 
the Foundation.  

These goals can be met with the financial support of like-minded people who believe 
in the practice and profession of social work. 

Donations can be made in a number of ways. Individual gifts or those made in 
memory of a loved one are invaluable. Larger sponsorship from corporations, 
community or service groups allows the Foundation to establish awards and 
scholarships. Other donations, made through a planned giving program enable the 
Foundation to develop long-term goals and strategies. These are gifts left to the 
Foundation through wills, life insurance policies or estates. 

All gifts are needed to bring to fruition the programs outlined. The accomplishments of 
social workers touch all our lives, yet seldom is the general public aware of their 
successes. In a changing time, with social problems growing, the profession is more 
vital than ever. Please consider the Canadian Social Work Foundation a charitable 
organization worthy of your support. 
 
The Foundation is currently on hold and if donations are received its status will be 
revisited. 
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CASW (perhaps in partnership with its member organizations) may be able to develop a 
revenue-generating service that matches social workers with specific skills to 
organizations that want to hire such a social worker as a consultant or on a contract 
basis (with CASW and its member organizations charging a “connecting fee”). 
 
Thirdly, CASW might further develop and market its line of products that advertise or 
celebrate the social work profession. CASW offers 13 items that are viewable though its 
web site, but none can be ordered via credit card and the link to the merchandise is not 
prominently featured on CASW’s home page. By comparison the US-based National 
Association of Social Workers features a link on its home page to the “NASW Store” 
where a number of social work-related items can be purchased using credit cards or gift 
certificates (http://www.mylogogear.com/shop/20090717074/c-5301.htm).13

 

 While this 
may not be a major fund-raiser, it meets the goals of both revenue generation and 
marketing for the profession. 

CASW might also wish to maximize its advertising revenue by reviewing its policies and 
practices on acceptance of ads, to remove any impediments. For instance, it is not 
possible to pay for ads in CASW publications and on its web site by credit card, and 
payment must be received before an ad will be published.  
 
To explore such revenue generating options and, when warranted, to help plan and 
organize them, CASW should create a Board-level structure to take the lead.   
 
RECOMMENDATION 34: 

The Board of CASW should create a Revenue Committee to assist CASW in identifying, 
planning and implementing revenue generation options. This should be considered a 
joint committee of CASW and the Canadian Social Work Foundation, and should contain 
within its membership individuals with past revenue generation experience (even if these 
individuals have had no prior involvement with CASW). One of its priorities should be 
improving the operations of the Canadian Social Work Foundation. 

 
This section has suggested ways CASW can address its service lines and costs that 
should result in a reduction of CASW’s costs. However, it cannot explore and implement 
these changes overnight. CASW’s member organizations should be asked to maintain 
their current funding levels of CASW for one more year, to allow CASW to transition to a 
leaner more focused organization that relies less on membership fees for its revenue. 
 
RECOMMENDATION 35: 

CASW’s member organizations should be asked to maintain their current funding levels 
of CASW for one more year, to allow CASW to transition to a leaner more focused 
organization that relies less on membership fees for its revenue.  

                                                
13 CASW’s member organizations may also have experience with similar initiatives. As of the 
date of this report, for instance, the Alberta College of Social Workers advertises, on its home 
page, micro-fleece jackets with the ACSW logo embroidered on them. 
 

http://www.mylogogear.com/shop/20090717074/c-5301.htm�
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The following schematic illustrates a possible four-year future under this scenario. 
 
 

YEAR FUNDING COMPOSITION STAGE 
DESCRIPTION 

The coming 
year/current 
state 

  
Transition year while 
CASW reconfigures itself 

Year 2 
 
 

 “Lean year”: reduced fee 
income before other 
sources of revenue have 
grown significantly 

Year 3 
 
 

  
Growth of other revenues 

Year 4 
 
 

  
Further growth of other 
revenues 

 
   

6.4 Strengths  and  Weaknes s es  Rela ted  to  Deployment o f Human Res ources  
 
CASW has five full time staff positions, all of which are filled: 
• The Secretary/Receptionist 
• The Secretary (Communications) 
• The Administrative Assistant 
• The Social Worker 
• The Executive Director. 
 
Strengths 
 
Four of the positions require the incumbent to be fluent in both official languages. This 
fluency is not required for the fifth position (Social Worker) but is considered an asset. 
  
Position descriptions are in place for all CASW staff. Most were updated within the last 
year, but the Executive Director’s position description has not been updated since 2006. 
 
A set of personnel policies is in place (last reviewed in full in 2006). The policies list all 
components normally expected in a set of personnel policies. 
 
These policies require most staff to take part in performance evaluations annually. 
 
CASW has a budget line of $5,000 for staff education. While this is not a large amount in 
light of today’s training costs, it is at least a signal that CASW has due regard for the 
need for continuing staff education. 
 
 
 
 
 

Current fee levels 

Fee revenue for core activities Modest revenue from other sources 

Fee revenue for core activities Increased revenue from other sources 

Increased revenue from other sources Fee revenue for core activities 
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Weaknesses 
 
The Principles Guiding Performance Appraisal of Executive Director, contained in the 
Governance Manual, require performance appraisal of the ED only every two years. The 
logic of these different terms for appraisals is not presented. 
 
In light of the need for CASW to be seen to be accountable for excellence in its 
leadership, the Executive Director should take part in a performance review every year. 
 
RECOMMENDATION 36: 

CASW should review the performance of its Executive Director on an annual basis. 

 

6.4.1 Staff Leadership 
 
Executive Director performance review process: 
 
The tool we suggest is 360 degree performance appraisal, since it engages a broad 
range of stakeholders in the performance review process. It assesses individual 
employee behaviour to improve and align it with an organization’s goals and values. It is 
particularly suited for assessing managers’ leadership and management styles. While 
this tool should be used first as a performance support tool for the Executive Director, it 
should subsequently be used for performance support processes for all staff. 
 
360 degree appraisal provides performance assessment data from all the sources that 
come in contact with the employee in her/his job. It offers the opportunity to know how 
the employee, and the employee’s skills and style, are seen by others who are affected 
by his/her performance.  
 
A 360 degree performance appraisal of the CASW’s Executive Director should include: 
• Self appraisal – a chance for the employee to look at his/her strengths and 

weaknesses, his/her achievements, and judge his/her own performance; 
• Board appraisal – the Board’s assessment of the employees’ strengths, 

weaknesses, achievements and actual performance of responsibilities; 
• Subordinate appraisal – feedback from subordinates on key performance 

parameters such as communication and motivating abilities, ability to delegate work 
and leadership abilities; 

• Stakeholder appraisal – feedback from customers (member organizations), peers 
(external organizations) and other interested stakeholders on parameters related to 
responsiveness, cooperation and teamwork. 

 
360 degree feedback brings out aspects of an employee’s performance – such as 
cooperation with external partners and helpfulness to customers – that may not be 
recognized in a traditional top-down performance review. It offers the opportunity to 
improve communication and increase commitment to shared goals among those 
involved. 360 degree appraisal provides an all-round perspective on employee strengths 
and areas for growth. When conducted at regular intervals, it helps track changes in 
others’ perceptions about the employee and adjustments required to respond to them. 
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360 degree performance appraisal is more time consuming than traditional performance 
review methods. It requires that resources be dedicated to the process, that employees 
be informed and involved early, and that confidentiality be assured. 
 
Using this tool is consistent with CASW’s document Principles Guiding Performance 
Appraisal of Executive Director, which states that such an appraisal is “a structured 
opportunity to receive feedback from major stakeholders”. 
 
RECOMMENDATION 37: 

CASW should use a 360 degree performance appraisal tool and process to evaluate the 
performance of the Executive Director. To ensure impartiality and credibility, CASW 
should engage a performance support specialist to assist CASW with administration of 
the tool the first time it is used with the Executive Director. 

The 360 degree performance appraisal tool and process should subsequently be used 
by the Executive Director in performance support processes with all other CASW staff.  

 
If 360 degree evaluation is appropriate for CAW staff, it should also be considered 
appropriate as a way for CASW’s Board to evaluate itself, for the sake of organizational 
consistency.  
 
RECOMMENDATION 38: 

For the sake of organizational consistency, credibility and accountability, CASW should 
use a 360 degree performance appraisal tool and process to evaluate CASW Board 
performance.  

 
 

6.4.2 Staff Skills 
 
Since this operational review suggests that CASW concentrate on core service lines that 
are of high value to CASW’s member organizations, the position descriptions of CASW 
staff should be revised to reflect the skills and responsibilities necessary to help provide 
these core service lines. Since CASW is already engaged in providing services related 
to these product lines, the revisions may not be major and may involve putting relatively 
greater emphasis on the growth and development of skills already found within the staff 
complement – skills such as marketing and media relations. Greater emphasis on these 
skills may require advanced staff training in the use of these skills. 
 
 
 

RECOMMENDATION 39: 

If CASW confirms the core service lines proposed for it in this operational review, CASW 
should review all CASW staff position descriptions to ensure that staff are expected to 
have the range and depth of skills (marketing and media relations for instance) that are 
necessary to deliver these services with a high degree of quality. If staff upgrading is 
needed to develop or augment these skills, CASW should pay the cost, if necessary, of 
upgrading these staff skills. 
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Selected staff skills can be augmented in several ways: 
• Through courses (free, or fee-based) necessary to upgrade skills 
• Through identifying and receiving assistance from mentors within CASW member 

organizations. It is likely that within the staff complements of these ten organizations, 
there are staff who already possess skills that exceed some of the skills found within 
CASW’s staff complement. 

• Through developing ”communities of practice” of staff from CASW and its member 
organizations who form joint learning groups so they all

 

 hone their skills and jointly 
contribute to continuous quality improvement. CASW staff may not lead  
communities of practice but they might foster their creation and be members of them.   

RECOMMENDATION 40: 

To augment staff skills across the staff complements of CASW and its member 
organizations, CASW should support and encourage: 
• Mentoring processes within the group of eleven organizations 
• Communities of practice within the group of organizations. 

 
Earlier, this report suggested that one of CASW’s peer groups is the field of 
associations, and that association management is an important management discipline 
that has evolved over the past five decades in the association field. It is reasonable, 
then, to expect that the Executive Director of CASW would be well versed in the 
principles and practices of this discipline. One way for an association executive to 
develop and attest to the skills necessary to manage an association is to seek 
education, and eventually certification, as an association executive, through the 
Canadian Society of Association Executives (CSAE). And it is in the interest of CASW to 
ensure demonstrable quality at the level of association management by supporting its 
Executive Director in pursuing training and certification as an Association Executive – 
and by going a step further by expecting

From “ground zero” to the attainment of certification is a process that costs 
approximately $5,000, mostly for completion of five courses: 

 that its Executive Director will achieve 
certification. CASW can support this expectation through financial support for its 
Executive Director to achieve certification.  

• Association Leadership, Strategy and Structure 
• Association Membership Services 
• Association Operations (Operation Support) 
• Association Operations (Products and Services) 
• Development in Association Management. 
 
 RECOMMENDATION 41: 

CASW should expect that its current Executive Director and any future Executive 
Director will have achieved, or will pursue, certification as an Association Executive 
through the Canadian Society of Association Executives. CASW should support this by 
paying all or part of the cost of achieving certification if the Executive Director is not 
already certified. 
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Two other areas may be candidates for augmentation of staff skills, in part to produce 
longer-term cost savings for CASW. 
 
CASW expends considerable sums each year to engage an accountant to perform 
certain financial functions that could be performed by a CASW staff member if she were 
trained to perform them. CASW also allocates $18,000 per year for a computer 
consultant, much of whose time is spent managing CASW’s web site – a function that 
could also likely be carried out if a CASW staff member were trained to do so. 
 
Balancing the cost reduction by training staff to carry out two presently costly outsourced 
activities, however, is the likelihood that staff with special training would be diverted from 
their present job responsibilities to perform them. 
 
RECOMMENDATION 42: 

CASW should further explore whether it is more cost-effective to continue to outsource 
accounting and web site maintenance activities, or to carry out these activities using 
CASW staff with additional training that would allow them to perform these activities. 
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6.5 Strengths  and  Weaknes s es  Rela ted  to  Va lue  of Ac tivitie s /De live rables  for the  

Fees  Pa id 
 
Strength 
 
CASW has in place a broad array of processes and structures (usually paper structures 
such as guidelines and policies) that are meant to guide its work from a procedural 
perspective.  
 
Weakness 
 
Most of the procedures and structures, while valid in terms of describing the procedures 
necessary to produce products, do not focus on enhancing the quality of products. 
 
CASW should increase the quality of its services to make them more desirable 
and of greater value to its customers.  
 
This is a promising area for CASW. During the interview component of this project, 
representatives of some of CASW’s member organizations said that some of CASW’s 
services (its social justice policy papers for example) are desirable in theory, but in 
practice the services do not achieve the quality levels that members desire. On the other 
hand, a number of interviewees gave CASW high marks for the quality of its work – 
particularly its social justice and advocacy documents. Nevertheless, the number of 
criticisms of CASW product quality suggests that CASW should take action to improve 
the quality of its services, and to be seen

RECOMMENDATION 43: 

 to improve the quality of its services. As a 
starting point, CASW should engage its member organizations in a dialogue to 
determine what “quality“ means to them.  

As a first step toward service quality improvement, CASW should establish a 
methodology and a process to engage its member organizations in defining what CASW 
service quality means. 

 

6.6 Strengths  and  Weaknes s es  Rela ted  to  Cons truc tive  Approaches  to  Pos s ib le  
Role  Conflic ts  

 
We interpret “role conflicts” to mean any conflicts that are rooted in the different 
perspectives that CASW stakeholders bring to the table because of their differing formal 
roles in CASW or their formal roles in CASW’s member organizations. 
 
Strengths 
 
Clear accountabilities can prevent conflict. CASW has a number of standard structures 
in place to foster accountability, including its annual meeting, its strategic plan, the action 
plan flowing from the strategic plan, Board agendas that focus on the organization’s 
strategic directions and regularly scheduled meetings with the leaders of its member 
organizations. 
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The non-voting role of CASW’s President and Past-President mean these officers can 
concentrate on cohesion-building and conflict resolution roles at the Board level, 
unencumbered by their position-of-record on key issues on which the board votes. 
 
Weaknesses 
 
Significant rifts exist in the organization and in its relationship with its members, driven in 
part by accountability considerations and shortfalls. 
 
The first of these is a lack of measures and targets for CASW’s performance. An 
organization cannot demonstrate accountability if it cannot measure and demonstrate 
what it has done to meet the expectations of those to whom it is accountable. When 
accountability cannot be demonstrated through targets and measurement, conflict is 
more likely because the organization has no hard evidence that can act as arbiter when 
there are different perspectives on what the organization’s value is. 
 
Earlier, this report suggested a process to revise CASW’s strategic plan, based on up-
front collaboration with member organizations to determine what would constitute a good 
plan. Coupled with this is a proposed logic model exercise for CASW that would identify 
both outputs as well as immediate, intermediate, long-term and ultimate outcomes, all of 
which must be measurable and measured. 
 
But one issue of accountability remains unresolved. There is currently no agreement 
between CASW and its members on what each one’s reasonable obligations and 
expectations are in relation to the other party. CASW does have membership 
agreements with its members, and each party has specified obligations within the 
agreement, from very broad (“To discuss issues of mutual interest”) to very specific (“to 
endorse upon its individual membership card or certificate to be distributed to the 
Member's individual membership the words affiliated with The Canadian Association of 
Social Workers").  
 
What is missing in these agreements is specification of the “middle area” between the 
broad platitudes of cooperation on the one hand, and on the other hand the elements 
that are so specific that they can be construed as minor examples of mere surface 
accountability. In the middle lie unanswered questions: 
• What good things will you agree to do for me, and will I agree to do for you? 
• What bad things will you agree not to do to me, and will I agree not to do to you? 
• How will we measure what we do for each other? 
• In a joint activity between us, what competencies of mine are greater than yours, and 

what competencies of yours are greater than mine? 
• Under what circumstances in the relationship between us do you act as the boss, 

and when do I act as the boss?  
• How will we determine the line between an honest mistake between us, and an act in 

bad faith between us? 
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• How forgiving will each of us be if the other messes up? 
• How do we make sure that a benign suggestion from one of us to the other is not 

construed as unwarranted criticism? 
• When will we need an umpire if we disagree? 

• How will each of us react, and how will we develop “Plan B”, if one of us simply 
cannot deliver on a promise made to the other? 

 
 
RECOMMENDATION 44: 

CASW and its members should create a small working group to develop a new service 
agreement template between CASW and any of its members. This will likely lead to 
greater accountability and reduced conflict between CASW and its member 
organizations. 
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7 RECOMMENDATIONS RESULTING FROM THE FINDINGS 

 
 
CLARIFICATION OF ORGANIZATIONAL FUNCTION AND ROLES 
 
 
RECOMMENDATION 1: (please see page 22) 

CASW should conduct a strategic plan revision process earlier than 2012. It should do 
so after consulting its member organizations about how they want the plan to be 
developed, reviewed and approved. As well, the revised plan should conform to basic 
principles of planning that are developed and shared with members in advance of the 
revision process – including a principle (accompanied by operational details) concerning 
CASW member involvement in the planning process. The revision should also be 
informed by CASW’s decisions flowing from its analysis of this operational review. 

 
RECOMMENDATION 2: (please see page 22) 

Before initiating its next strategic planning process, CASW and its members should 
examine and debate the proposition that assisting with challenges related to the status, 
morale and influence of social workers should be the highest priority and most important 
strategic direction for CASW. 

 
RECOMMENDATION 3: (please see page 22) 

If CASW and its members agree that assisting with challenges related to the status, 
morale and influence of social workers should be CASW’s highest priority and most 
important strategic direction, CASW should review its foundational function/role-related 
documents to determine how they can be revised to reflect this priority. 

 
RECOMMENDATION 4: (please see page 23) 

Through a representative group of stakeholders working together in one or more 
facilitated sessions, CASW should develop a logic model to guide its strategic planning 
and evaluation activities. 

 
 
STRENGTHS AND WEAKNESSES OF CASW’s GOVERNANCE MODEL 
 
RECOMMENDATION 5: (please see page 27) 

CASW Board members should not serve on the boards of member organizations unless 
they do so in an ex officio (non-voting) capacity. 
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RECOMMENDATION 6: (please see page 27) 

CASW’s Governance Manual’s section on conflict of interest should be revised to state 
that a CASW Board member should declare a conflict of interest and abstain from voting 
when any of the following conditions are met: 

• The Board member’s personal opinion differs from the known opinion of her/his 
member organization 

• The member organization has not formulated an opinion on the issue, but the CASW 
Board member has reasonable cause to believe that a vote on an issue would not be 
in the best interest of the member organization 

• The member organization has conveyed its opinion in writing to the CASW Board 
member chosen or elected by that member organization, and has specifically 
requested that CASW Board member abstain from voting on the issue if the Board 
member is in disagreement with the member organization’s opinion. 

 
RECOMMENDATION 7: (please see page 28) 

CASW and its member organizations should agree to four “good faith” operating 
practices concerning the relationship between CASW governance and the perspectives 
of CASW’s member organizations: 
• CASW should agree to provide its members with reasonable opportunity to examine 

and comment on major issues slated for consideration by the CASW Board – 
particularly (but not exclusively) issues related to CASW fee levels and types, 
strategic directions, and important long-term or expensive CASW commitments. 

• Member organizations should agree that situations may arise in which CASW may 
have to make a decision without providing its member organizations with sufficient 
time to formulate a position on the issue. 

• CASW should agree that even when it cannot fully consult with a member 
organization, it should at least alert and consult with the leadership of the member 
organization through that organization’s President. 

• Member organizations should keep in mind that there are times when the member 
organization may want to give the CASW Board member from that jurisdiction full 
leeway to vote as she/he thinks best after hearing and reflecting on all points of view 
on the issue, not just the point of view of the member organization. If the member 
organization invokes a right to require abstention on all

 

 issues unless the CASW 
Board member votes in accordance with a position developed by the member 
organization, the member organization stifles reflection, debate, creativity and 
compromise at the CASW Board table. 
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RECOMMENDATION 8: (please see page 32) 

CASW should adopt a weighted voting system for its Board, with these voting weights: 
• Prince Edward Island and the North would each have a vote with a value of one (1) 
• Nova Scotia, New Brunswick, Saskatchewan, Newfoundland and Labrador, British 

Columbia and Manitoba would each have a vote with a value of two (2) 
• Ontario would have a vote with a value of three (3) 
• Alberta would have a vote with a value of four (4). 

 
RECOMMENDATION 9: (please see page 32) 
CASW should consider a variant on double majority to guide Board voting, i.e., no vote 
passes unless: 
• It wins a majority of the weighted votes, and 
• At least one half of the CASW Board members or proxies drawn from member 

organizations who are in attendance at the meeting vote in favour of the motion. 

 
RECOMMENDATION 10: (please see page 33) 

Weight assignments should be reviewed every two years and should be adjusted by 
vote at an annual general meeting if numbers warrant the adjustment.  

 
RECOMMENDATION 11: (please see page 33) 

The President and Past-President should abstain from voting at Board meetings and 
Executive Committee meetings, unless on any vote the total of weighted votes on each 
side of an issue is equal. In such circumstance the Past-President should cast the 
deciding vote. The President would only vote to break a tie when the Past-President is 
absent. In either case, the vote of the Past-President and President should have a 
weight of one. 

 
RECOMMENDATION 12: (please see page 34) 

CASW by-law 17.3 should be changed to read: 

“In addition to the Directors (except for the President, Past President and Executive 
Director) for the year just ended, voting privileges at the Annual Meeting shall be 
extended to a representative from each Member. Notwithstanding this, the Past-
President shall cast the deciding vote if the total of weighted votes on each side of an 
issue is equal. If the Past-President is absent, the President shall cast the deciding vote. 

The vote weight of each Director shall be the current vote weight approved for each 
Director when voting at Board meetings. The vote weight for the representative of each 
Member shall be the same vote weight that is held by the Director representing that 
Member. The vote weight of the Past-President and President when casting a vote to 
break a tie shall have a weight of one (1).” 
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RECOMMENDATION 13: (please see page 34) 

To minimize the need for Executive Committee meetings to act in place of the Board, the 
CASW Board should meet a minimum of six times a year, by teleconference whenever 
possible, and for a meeting length of about three hours each time. 

 
RECOMMENDATION 14: (please see page 35) 

Members of CASW’s Executive Committee should not have weighted votes when voting 
at Executive Committee meetings. Each Executive Committee member should have one 
un-weighted vote.   

 
RECOMMENDATION 15: (please see page 35) 

The membership of the Executive Committee should be broadened to help ensure that 
when the Committee deliberates, it has a representative range of members to take part 
in deliberations; and/or to bring into the Executive Committee additional Board talents 
that should be present when the Executive Committee deliberates.  

 
RECOMMENDATION 16: (please see page 35) 

The quorum for the Executive Committee should be a majority of voting members of the 
Committee.  

 
RECOMMENDATION 17: (please see page 36) 

CASW should adopt the policy governance model, also known as the Carver model, as 
its governance model. 

 
RECOMMENDATION 18: (please see page 36) 

When CASW has adopted the governance model it should revise the governance 
manual to include a central narrative linking parts of the manual together around the 
central theme of the Board’s role as described in the governance model.  

 
RECOMMENDATION 19: (please see page 37) 

CASW by-laws should be changed to allow the Past-President to serve until the next 
Past-President can fill the role. 

 
RECOMMENDATION 20: (please see page 38) 

For Board and Executive Committee meetings, any substantive (as opposed to merely 
procedural) agenda item involving discussion or decision should be accompanied by a 
summary sheet that provides a summary or description of the background to the issue, 
the reason why it is on the agenda, a proposed motion that can form the focal point for 
debate, and a brief risk assessment related to the issue. These summary sheets should 
be prepared by the Executive Director and reviewed by the President before they are 
included in an agenda package. 
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RECOMMENDATION 21: (please see page 39) 

CASW should revise the Executive Director’s position description to state that one of her 
specific responsibilities is to advise the Board. The Board should then seek her advice at 
meetings of the Board and Executive Committee. 

 
RECOMMENDATION 22: (please see page 39) 

When CASW has adopted the governance model it should revise the Executive 
Director’s position description to reflect the role of the Executive Director within the 
context of the governance model. 

 
RECOMMENDATION 23: (please see page 39) 

The Corporation and Board of Directors of the Canadian Social Work Foundation should 
use the same weighted votes and voting procedures that the Corporation and Board of 
Directors of CASW use. 

 
 
STRENGTHS AND WEAKNESSES OF THE CURRENT ORGANIZATIONAL 
STRUCTURE 
 
Strengths and Weaknesses Related to Supporting the Vision, Mission and Values 
 
RECOMMENDATION 24: (please see page 42) 

CASW should revamp its web site in early summer 2010, using funds from the restricted 
fund. It should create a small group of individuals from its member agencies to provide 
advice to CASW on the format, tone and content of the new web site, since many of 
them have newer web sites and they are knowledgeable about the use of web sites by 
social work-related users. This group should also suggest any other changes they deem 
appropriate in the way CASW routinely communicates via e-mail, phone or other means. 

 
RECOMMENDATION 25: (please see page 42) 

In reorienting its activities toward core service lines, CASW should develop a strategy to 
realign its external linkages so they reflect the importance of core service lines. This 
strategy should include an assessment of resources to be saved by eliminating or 
downsizing some linkages, and resources needed to create or enhance linkages related 
to core service lines. 
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Strengths and Weaknesses Related to Deploying CASW’s Financial Resources 
 
RECOMMENDATION 26: (please see page 52) 

CASW should maintain its current basic fee structure, but with several changes:  
• The flat fee formula should be eliminated. 
• Fees based on the types and numbers of members in each jurisdiction should be 

adjusted to better reflect the fee categories and fee discounting for special 
membership categories that are in use by CASW member organizations. 

• Cost reduction/adjustment initiatives proposed elsewhere in this report should, within 
a year, lead to a reduction in fees to be paid by members when the formula is 
applied.  

 
RECOMMENDATION 27: (please see page 53) 

Boards of directors of CASW’s member organizations should be asked if they agree that 
CASW’s core activity areas should be: 

• Helping to meet challenges related to the status, morale and influence of social 
workers 

• Helping to meet challenges of recruitment of members to provincial/territorial 
associations. 

 
RECOMMENDATION 28: (please see page 54) 

CASW should continue its negotiations with the Canadian Council of Social Work 
Regulators concerning the transfer of assessment of internationally trained social worker 
assessment from CASW to the Council. It should also explore transfer of CASW’s 
activities related to scope of practice definition, a national code of ethics for social 
workers and issues related to the Agreement on Internal Trade. 

 
RECOMMENDATION 29: (please see page 55) 

For all its activities, CASW should determine: 
• Which ones do not support core activities and should be eliminated 
• Which ones support core activities, but not to the degree that they warrant 

continuation at their current levels of resource use 
• Which ones support core activities so crucially that they should continue at their 

current levels of resource use. 

 
RECOMMENDATION 30: (please see page 55) 

CASW should make the transition to a zero-based budgeting model. 
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RECOMMENDATION 31: (please see page 56) 

CASW should reduce travel costs and associated costs for Board and Executive 
Committee meetings by replacing as many face-to-face meetings as possible with 
teleconferenced or videoconferenced meetings. 
 

RECOMMENDATION 32: (please see page 56) 

CASW should negotiate co-location of its office, and sharing of support resources, with 
the Canadian Association of Social Work Educators, the Canadian Association of Social 
Work Regulators and the Association of Educators in Social Service and Social Work 
Diploma Programs in Canada. 
 

RECOMMENDATION 33: (please see page 56) 

CASW should explore the idea of a joint cost-shared national social work journal to be 
published by the Canadian Association of Social Work Educators, the Canadian Council 
of Social Work Regulators and the Association of Educators in Social Service and Social 
Work Diploma Programs in Canada. 

 
RECOMMENDATION 34: (please see page 58) 

The Board of CASW should create a Revenue Committee to assist CASW in identifying, 
planning and implementing revenue generation options. This should be considered a 
joint committee of CASW and the Canadian Social Work Foundation, and should contain 
within its membership individuals with past revenue generation experience (even if these 
individuals have had no prior involvement with CASW). One of its priorities should be 
improving the operations of the Canadian Social Work Foundation 
 
RECOMMENDATION 35: (please see page 58) 

CASW’s member organizations should be asked to maintain their current funding levels 
of CASW for one more year, to allow CASW to transition to a leaner more focused 
organization that relies less on membership fees for its revenue.  

 



 74 

Strengths and Weaknesses Related to Deployment of Human Resources 
 
RECOMMENDATION 36: (please see page 60) 

CASW should review the performance of its Executive Director on an annual basis. 
 
RECOMMENDATION 37: (please see page 61) 

CASW should use a 360 degree performance appraisal tool and process to evaluate the 
performance of the Executive Director. To ensure impartiality and credibility, CASW 
should engage a performance support specialist to assist CASW with administration of 
the tool the first time it is used with the Executive Director. 

The 360 degree performance appraisal tool and process should subsequently be used 
by the Executive Director in performance support processes with all other CASW staff.  
 
RECOMMENDATION 38: (please see page 61) 

For the sake of organizational consistency, credibility and accountability, CASW should 
use a 360 degree performance appraisal tool and process to evaluate CASW Board 
performance.  
 
RECOMMENDATION 39: (please see page 62) 

If CASW confirms the core service lines proposed for it in this operational review, CASW 
should review all CASW staff position descriptions to ensure that staff are expected to 
have the range and depth of skills (marketing and media relations for instance) that are 
necessary to deliver these services with a high degree of quality. If staff upgrading is 
needed to develop or augment these skills, CASW should pay the cost, if necessary, of 
upgrading these staff skills. 
 
RECOMMENDATION 40: (please see page 62) 

To augment staff skills across the staff complements of CASW and its member 
organizations, CASW should support and encourage: 
• Mentoring processes within the group of eleven organizations 
• Communities of practice within the group of organizations. 
 
RECOMMENDATION 41: (please see page 63) 

CASW should expect that its current Executive Director and any future Executive 
Director will have achieved, or will pursue, certification as an Association Executive 
through the Canadian Society of Association Executives. CASW should support this by 
paying all or part of the cost of achieving certification if the Executive Director is not 
already certified. 

 
RECOMMENDATION 42: (please see page 63) 

CASW should further explore whether it is more cost-effective to continue to outsource 
accounting and web site maintenance activities, or to carry out these activities using 
CASW staff with additional training that would allow them to perform these activities. 
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Strengths and Weaknesses Related to Value of Activities/Deliverables for the Fees 
Paid 
 
RECOMMENDATION 43: (please see page 64) 

As a first step toward service quality improvement, CASW should establish a 
methodology and a process to engage its member organizations in defining what CASW 
service quality means. 

 
Strengths and Weaknesses Related to Constructive Approaches to Possible Role 
Conflicts 
 
RECOMMENDATION 44: (please see page 66) 

CASW and its members should create a small working group to develop a new service 
agreement template between CASW and any of its members. This will likely lead to 
greater accountability and reduced conflict between CASW and its member 
organizations. 
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8 IMPLEMENTATION STRATEGY, SCHEDULE AND COSTS 

 
 
 
The strategy for implementing the findings of this review comprises four components: 
 
1. A timeframe component. CASW should attempt to implement as many changes as 

possible within a one year time frame. This is likely the maximum period of grace that 
CASW’s member organizations will provide. Within that year they will likely expect to 
begin to see concrete changes in what CASW does and how it does it. 

 
2. An engagement component. As part of a prudent change management strategy, 

CASW should engage its members in planning and implementing the changes. 
 
3. A leadership component. CASW should identify a small group responsible for 

monthly or even weekly activity focused on planning and monitoring change. This 
may be the Executive Committee or another group expressly created for this 
purpose. 

 
4. An outreach component. Much of CASW’s success in implementing a number of 

the review’s recommendations relies on the cooperation of other national social work 
organizations. 

 
The schedule on the next page is based on the one year time frame. Any changes and 
costs beyond the first year (e.g., co-location timing and costs) cannot yet be predicted 
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 IMPLEMENTATION SCHEDULE, 2010 COST 
 May  • Board approves the operational review 

• Board approves bylaw & procedural changes proposed 
by the review 

• Board designates/creates a body to plan and oversee 
change 

  

 June  • CASW members agree on the core CASW service lines 
• CASW engages specialist to help with ED performance 

review 
• CASW initiates 3600 ED and Board performance reviews 

(canvasses stakeholders)  
• CASW creates working group re web site re-design 
• CASW intensifies discussion with CASWR re transfer of 

regulatory functions to CASWR 
• CASW reviews outsourcing of web maintenance & 

accounting functions 
• CASW creates Revenue Committee 

Rec 2 & 27 
 
Rec 37 
 
Rec 37, 38 
Rec 24 
 
Rec 28 
Rec 42 
 
Rec 34 

 
 

$5,000 

 July • CASW redevelops its website Rec 24 $20,000 
 August 

 
• CASW governance manual is revised 
• CASW sets up small group to develop new membership 

agreement 
• CASW identifies participants in logic model development 

process 
• CASW broadens membership of Executive Committee 

Rec 18 
Rec 44 
 
Rec 4 
 
Rec 15 

 

 September • CASW consults with members re strategic plan 
requirements 

• CASW develops implementation plan for allocating 
resources under new core service line approach 

Rec 1 
 
Rec 29 
 

 

 October • CASW develops logic model (can be done via 
teleconference or on line) 

• Boards Educational session re: Carver model 
• Revenue Committee submits ideas for new revenue 

Rec 4 
 
Rec 17 
Rec 34 
 

$3,000 (facilitator) 
 
$3,000 (facilitator) 

 November • CASW completes ED & Board 3600 performance reviews 
• New membership agreement completed 
• CASW initiates strategy to get new revenue 

Rec 37, 38 
Rec 44 
Rec 34 

 

 December • CASW/CASWR agreement re transfer of regulatory 
functions to CASWR 

• Intersectoral Group starts exploring association co-
location  

• Intersectoral Group starts exploring joint journal concept 
(info gathering phase) 

• Intersectoral Group finishes exploring association co-
location idea 

Rec 28 
 
Rec 32 
 
Rec 33 
 
 
Rec 32 

 

 
 

 2011   
 January • CASW strategic planning process starts/ends Rec 1  
 February • CASW reviews job description changes/educational 

needs associated with operational review changes 
• CASW develops linkage realignment strategy to conform 

to new service lines 

Rec 39 
 
Rec 25 

 

 March • CASW ED starts Association Management certification 
course 

Rec 41  

 April    
 May • At General Meeting, CASW Board reports on status of 

all operational review-driven changes 
All recs $2,000 

 ESTIMATED COSTS $33,000 
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9 SUMMARY AND CONCLUSIONS 

 
CASW exhibits a number of shortcomings in its governance, funding  areas in particular – 
although in some instances, shortcomings is a misnomer: some problems are rooted in 
disagreements about which of several courses of action CASW should take. 
 
Despite these shortcomings, CASW has the capacity to transform itself into a leaner more 
focused association by shedding some of its less relevant service lines, and concentrating on 
service lines that are of highest importance to its members. This chance, coupled with 
successful pursuit of new revenue sources as well as organizational efficiencies, will lower the 
fees paid by CASW member organizations. 
 
However, CASW needs a year’s grace to put these changes into effect. 
 
The good news is that – despite ongoing disagreements about what course CASW should 
pursue – there is a substantial body of agreement on what the issues are. And CASW Board 
members, as well as Presidents and EDs of member organizations, made in clear in focus 
groups during this review that they understood there are some tensions in CASW that will never 
be resolved and will always have to be managed. Renewed and more relevant membership 
agreements between CASW and its members will help with tension management as well as with 
conflict prevention, resolution and management. 
 
To summarize the feasibility dimension of the changes proposed in this review, the changes will 
only be sustainable under the following conditions: 
1. CASW member organizations agree on the core service lines that they value the most 
2. CASW reorders its resources to concentrate on these core service lines 
3. CASW member organizations accept that CASW cannot be all things to all members and 

that CASW will give up things that would be nice to do so it can concentrate on the things it 
must

4. The changes result in a reduction in CASW membership fees within one year 
 do to meet its members’ needs 

5. For the coming year, CASW fee revenue remains essentially the same so it has the funds to 
underwrite the changes proposed in this review 

6. A successful transfer of regulatory functions from CASW to the Canadian Council of Social 
Work Regulators takes place 

7. CASW is forgiven for making small mistakes along the path to change 
8. CASW and its member organizations agree on, and implement, a much improved 

accountability agreement between/among them, reflecting both rights and responsibilities 
9. Measures can be developed and used to measure whether CASW achieves the goals it sets 

out to achieve 
10. There is credible evidence that the goals are being achieved 
11. CASW develops a sufficiently robust entrepreneurial culture (rather than a procedural 

culture) to allow it to exploit emerging opportunities to support social workers, promote the 
profession, promote the helping sectors within which the profession operates, and help the 
profession to help people living in an imperfect world.
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10 APPENDIX ONE: THE ORGANIZATIONAL HEXAGON 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

2. resource support: 
• corporation/membership 
• governance 
• management 
• programmatic and support staff 
• volunteers 
• funding 
• other resources (e.g. knowledge, space) 

  resource rewards 
  resource evaluation 
  knowledge acquisition 
   and utilization 
 

   1. resource acquisition: 
                  corporation/membership 
               governance 
             management 
           programmatic  
        & support staff 
       volunteers 
     funding 
   other resources 
          

  opportunistic 
  comprehensive 
  inclusive 
  balanced 
 
 

   3. resource utilization: 
   corporation/membership 
     governance 
        management 
           programmatic  
          & support staff 
                   volunteers 
                       funding 
                          other resources 

   aligned with goals 
   sized for goals 
   risk-managed 

      4.  cohesion 
   accountability 
     quality assurance 
       consensus building 
         conflict resolution 
           governance model/structure 
          management structure 

            5. adaptation 
                  environmental scanning 
              strategic planning 
          tactical planning 
       monitoring 
   evaluation 

  timely 
  visible 
  credible 

            timely 
       visible 
  credible 

  timely 
  visible 
  credible 

  timely 
  visible 
  credible 

  timely 
  visible 
  credible 

6. external linkages 
 
 
    clients 
    governments 
    public 
   others 

    communication 
    negotiation 
    transaction 
   partnership 
   advocacy 
    competition/ 
     opposition 
 

  timely 
  visible 
  credible 

 
GOALS 

 
 

within the environment of values and unarticulated assumptions: 

 timely 
 visible 
 credible 

  
THE CANADIAN 

ASSOCIATION OF 
SOCIAL WORKERS 
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11 APPENDIX TWO: PROVINCIAL/TERRITORIAL ORGANIZATIONS 

PROVIDING THE SOCIAL WORK PROFESSIONAL SUPPORT 
FUNCTION   

 
With the exception of Prince Edward Island, these descriptions are taken from the 
organizations’ websites. 
 
1.  Association of Social Workers in Northern Canada  
 
The Association of Social Workers in Northern Canada (ASWNC) represents social 
workers practicing in Nunavut, the Northwest Territories, and the Yukon Territory. Due to 
the fact that Social Work Legislation does not exist in any of the three Territories, 
ASWNC remains a membership association at this time. However, its continues to work 
towards some form of regulation of social work practice.  
 
Approximately 104 members strong, ASWNC continues to strive to build a solid 
membership base; to provide opportunities for communication amongst social workers 
across Northern Canada; to advocate for improved working conditions for Northern 
social workers; to advocate for the protection of the public and a guaranteed level of 
social work professionalism; and to develop strong working relationships with the 
Departments of Health and Social Services of each of the three Northern Territories. 
 
2.  Newfoundland and Labrador Association of Social Workers 
 
The Newfoundland and Labrador Association of Social Workers (NLASW) is the 
regulatory body and professional association for social work in Newfoundland and 
Labrador.  NLASW is responsible for regulating the practice of social work under 
provincial legislation titled the Social Workers Association Act.  The NLASW mission is 
Excellence in Social Work. 

Registration with NLASW grants the Registered Social Worker (RSW) designation which 
is required to use the title “social worker” or to practice within the scope of the social 
work profession in this province. NLASW is a member of the Canadian Association of 
Social Workers (CASW), the Association of Social Work Boards (ASWB) and the 
Canadian Council of Social Work Regulators. 

The goals of NLASW are: 

1. To regulate the profession of social work in Newfoundland and Labrador 

2. To promote the continuing professional education of social workers 

3. To promote awareness of the social work profession 

4. To engage in social policy analysis and advocacy 

5. To be responsive to the profession of social work in all regions of Newfoundland 
and Labrador. 

Activities supporting these goals include registering social workers and ensuring that 
Registered Social Workers (R.S.W.'s) continue to adhere to the Canadian Association of 
Social Workers (CASW) Code of Ethics and established professional standards and by 
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providing continuing professional education, consultation regarding ethical dilemmas, 
public education regarding social and health issues and social policy analysis. 
 
3.  Prince Edward Island Association of Social Workers 
 
The purposes of the Association are 

a) to promote the professional interests of members and activities appropriate to 
strengthening and unifying the social work profession; 

b) to foster public awareness of the profession; 

c) to represent the members in relations with other agencies; 

d) to encourage and assist in developing high standards of practice, proficiency and 
continuing professional education; 

e) to take action on issues with regard to social welfare.14

 

 

4.  Nova Scotia Association of Social Workers  
 
The Nova Scotia Association of Social Workers is the only professional association of 
social workers in the province. It represents over 1,600 social workers working in very 
diverse settings most in institutional and others engaged in private practice. Some are 
working in direct practice settings in government agencies such as children’s 
services, income assistance, corrections, medical settings, education and justice. Others 
are in community-based settings and not-for-profit organizations. 

The Association provides membership services to social workers such as professional 
development, a code of ethics, standards of practice, and legislation under which social 
workers practice in the province. The Association also provides a base for members to 
work on social issues and advocate for changes in social policy. 

5.  New Brunswick Association of Social Workers 
 
The New Brunswick Association of Social Workers is the professional association and 
regulatory body for social workers in this province. The practice of social work in New 
Brunswick is regulated by The Act to Incorporate the New Brunswick Association of 
Social Workers (1988). As a result, anyone who:  

• practices as a social worker,  

• uses the title of social worker or registered social worker, or makes use of any 
abbreviation of such title, or any name, title or designation which may lead to the 
belief that the person is a social worker,  

• advertises or in any way or by any means holds himself out as a social worker , 
or  

• acts or holds himself out in such manner as to lead to the belief that he is 
authorized to fill the office of or to act as a social worker must be a member in 
good standing of the New Brunswick Association of Social Workers. 

                                                
14 Excerpted from the Province of Prince Edward Island’s Social Work Act. 
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6.  Ordre des travailleurs sociaux et des thérapeutes conjugaux et familiaux du 
Québec 
 
As part of its mandate to protect the public, the College of Social Workers and Marriage 
and Family Therapists of Quebec (l'Ordre des travailleurs sociaux et des thérapeutes 
conjugaux et familiaux du Québec) mission is: 

• To ensure the quality of professional activities of its members and promote the 
maintenance and development of their skills 

• To promote the establishment and maintenance of policies and services that 
promote the development of social justice 

• To defend the rights of individuals, including individuals and groups most at risk. 

 
7.  Ontario Association of Social Workers 

 
The Ontario Association of Social Workers (OASW) is the voice of social workers in 
Ontario. OASW is a voluntary, provincial, non-profit bilingual association for social 
workers. All practising members have a university degree in social work at the 
bachelor's, master's or doctoral level. 
 
Incorporated in 1964, OASW has over 3,600 members and 15 branches across the 
province. Furthermore, it is one of the 10 provincial/territorial associations of social 
workers belonging to the Canadian Association of Social Workers which is, in turn, a 
member of the 78-nation International Federation of Social Workers.  
 
OASW speaks on behalf of the interests and concerns of social workers. OASW 
advocates for the improvement of social policies and programs directly affecting social 
work clients and social work practice, develops guidelines for professional practice, 
publishes a provincial newsmagazine and numerous branch newsletters, and provides 
direct services to its members. 
 
OASW members practise in accordance with the profession's code of ethics. 
 
8.  Manitoba Association of Social Workers 
 
The Manitoba Association of Social Workers (MASW) is the voice of the social work 
profession, providing peer support, and connecting you with social workers across 
Canada. It educates members, as well as the public, and is in the forefront of the 
profession through advocacy and social action. MASW is a member of the Canadian 
Association of Social Workers (CASW).  

The Manitoba Institute of Registered Social Workers (MIRSW) is the regulatory arm of 
the profession, responsible for regulating members and protecting the public through 
recognized, ethical standards of practice. It requires registrants to maintain current 
knowledge through education. It is a disciplinary body to investigate public complaints.  

MIRSW issues a Certificate of Registration to signify that a registrant of the Institute 
meets recognized standards of practice established by the Institute, and is committed to 
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adhering to prescribed ethical standards. This entitles a member to practice as a 
Registered Social Worker (Travailleur Social Enregistre) and to use the initials RSW or 
TSE after one's name.  

The two organizations work closely together, sharing a volunteer board of directors 
elected by members. This board sets policies, responds to social issues, and conducts 
the business of the organizations. Much of the work of the Institute and the Association 
is carried out by committees of which members serve. 

9.  Saskatchewan Association of Social Workers 
 
As an association, the Saskatchewan Association of Social Workers is the voice of 
social workers in Saskatchewan. SASW is a professional association with members in 
many fields of practice across the province. 

As a regulatory body, it is SASW’s role to establish, maintain, & develop standards of 
ethical practice as well as develop skills and competency among its members for the 
purpose of serving and protecting the public. It is the Association’s purpose to assert the 
role of professional social workers, advance their interests and enhance their 
contribution to social justice. 

More specifically, SASW advocates for improvement for social policies and programs 
directly affecting social work clients, publishes a provincial newsletter, and provides 
tangible benefits and services to its members and the public.  

10.  Alberta College of Social Workers 

Alberta College of Social Workers (ACSW) serves as the regulatory body for the 
profession of social work in Alberta. Its regulatory obligations are legislated by under the 
Health Professions Act (HPA) that came into force for social work on April 1, 2003. The 
HPA has requirements for mandatory registration, continuing competency activities, the 
practice of restricted activities and a specialty register for clinical social workers. It 
provides control of title and a broadly defined scope of practice. The HPA applies to 30 
professions and comes into force in stages as the schedules and regulations for each 
respective profession are approved. 

Under the HPA mandated objectives of the ACSW are: 

• to serve and protect the public interest  

• to provide direction and to regulate the profession  

• to establish, maintain and enforce standards for registration, continuing 
competence and standards of practice  

• to establish, maintain and enforce a code of ethics  

• to approve educational programs for registration purposes  

The ACSW also represents the social work profession in Alberta. It supports 
membership activities that promote skilled and ethical social work practice such as 
annual conferences and regional events. Under its auspices, ACSW members are able 

http://www.acsw.ab.ca/who_we_are/legislation�
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to meet around areas of interest such as children’s issues, gerontology, health and 
private practice. 

To complement its legislated obligations, the ACSW advocates for policies, programs 
and services that serve the public interest. Over the years, ACSW has established 
relationships with numerous external organizations involved in advancing social justice 
initiatives. 

11. British Columbia Association of Social Workers 

BCASW is a voluntary, not-for-profit membership association that supports and 
promotes the profession of social work and advocates for social justice. BCASW is one 
of ten provincial/territorial social work associations belonging to the Canadian 
Association of Social Workers (CASW). Through CASW we support the work of the 78-
nation International Federation of Social Workers. BCASW was incorporated in 1956 
and has branches and members (including students) throughout BC.  

Membership in BCASW creates a synergy that strengthens your voice, supports your 
practice and builds a solid foundation for advocacy and social action. We provide 
information and support to social workers, leadership in professional and social 
advocacy and outstanding professional development opportunities. Ours is a strong 
collective voice that advances the interests of social work, communicates the vital 
contribution of social workers to their communities, and enhances the contribution of 
social work to social justice.  

As a professional membership organization, BCASW is distinct from the regulatory body 
for social workers in British Columbia, the BC College of Social Workers, whose role is 
to protect the public. Though they share common interests and work collaboratively, 
BCASW and BCCSW are separate and distinct organizations with different yet 
complementary mandates. 

 

http://www.casw-acts.ca/�
http://www.casw-acts.ca/�
http://www.ifsw.org/�
http://www.bccollegeofsocialworkers.ca/�
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12 APPENDIX THREE: CHALLENGES FACED BY CASW’s MEMBER ORGANIZATIONS 
 

 (based on a survey of the Executive Directors of member organizations, February 2010) 
 

The following challenges faced by social workers in jurisdictions covered by CASW’s member organizations were identified. 
Number of member organizations that responded = nine. 

 
Challenges faced by social 
workers in your jurisdiction 

How important is 
each challenge? 

1 = not very 
important, 

5 = very important  

How should your organization help social 
workers meet this challenge? (including 

things you already do and should continue 
to do) 

How should CASW assist you in helping 
social workers meet this challenge?15

(please enter “not applicable” if CASW should 
have no role in meeting this challenge) 

 
How important is it 
that CASW help you 
with the challenge? 
1 = not very important 

5 = very important  
Recruitment/retention 1   2   3   4   5 Advocacy/working with employers, 

participation in research and working groups 
to generate solutions. 

Acting as source of information on status of 
this issue throughout the country.  

1   2   3   4   5 

Access to quality supervision 1   2   3   4   5 Currently revising existing best practice 
standards and meeting with major employers; 
developing partnerships re:  education for 
supervisors 

Consider the development of national best 
practice guidelines and position on optimal 
ratios for various areas of social work 
practice 

1   2   3   4   5 

Accessing continuing education 1   2   3   4   5 Offering conferences and workshops through 
various mediums (in-person, video and audio-
conferencing).  Working with the Memorial 
School of Social Work re:  development of a 
continuing education program for social 
workers. 

Consider organizing more national webinars, 
revisit the national conference model 

1   2   3   4   5 

 Workload 1   2   3   4   5 Conducted research, meetings with all levels 
of government and employers. Highlighting 
issue for the public through the media 
focusing upon the impact on quality of 
service. 

Acting as source of information on status of 
this issue throughout the country. 

1   2   3   4   5 

Promoting the role of social 
work to the public  

1   2   3   4   5 Public advocacy, developing promotional 
materials, Social Work Month events. 

National promotional strategy that includes 
assistance with communications, materials 

1   2   3   4   5 

Promoting professional pride in 
social work 

1   2   3   4   5 Resources allocated to materials related to 
professional pride (e.g.) RSW pins sent to 
each social workers with card.  Organizing 
provincial conference and gatherings of social 
workers.   

National promotional strategy that includes 
assistance with communications, materials 

1   2   3   4   5 

                                                
15 Please answer this without reference to any current resource, mandate or competency limitations CASW may face. In other words, in an ideal world, how should 
CASW assist you in helping social workers to meet their challenges? Note that your answers may include things CASW is already doing to support you in helping 
to meet the challenges that social workers face. 
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Challenges faced by social 
workers in your jurisdiction 

How important is 
each challenge? 

  

How should your organization help social 
workers meet this challenge? (including 

things you already do & should continue to do) 

How should CASW assist you in helping 
social workers meet this challenge? 

 

How important is it 
that CASW help you 
with the challenge?  

Recruitment and 
Retention 

1   2   3   4   5 More promotion of social work in the public, to 
draw more people to the profession and 
enable it to continue to grow and develop 

More promotion of social work in the public, 
to draw more people to the profession and 
enable it to continue to grow and develop 

1   2   3   4   5 

Erosion of our Profession 1   2   3   4   5 More promotion of our profession to 
employers and labour unions, in order to 
educate them as to our Professional status, 
and protect our professional standing. 

More promotion of our profession to 
employers and labour unions, in order to 
educate them as to our Professional status, 
and protect our professional standing 

1   2   3   4   5 

Rural Isolation 1   2   3   4   5 Increased use of technology for 
communication 
Getting staff out to rural areas 
Strengthen Regional groupings 

 
I don’t think CASW can help 

1   2   3   4   5 

Majority of our members are 
employed by government 
agencies 

1   2   3   4   5 Better communication 
Support for interest groups—keep 
professional issues up front 

 
Again, I don’t think CASW can help 
 

1   2   3   4   5 

Losing SW positions to Social 
Services workers, Nurses etc. 

1   2   3   4   5 Raising awareness of SW, Advocacy, 
lobbying, public relations,  

Coordinate a national response, campaign to 
help provincial organization in this struggle. 
Also represent and lobby at the Federal level 
when needed  

1   2   3   4   5 

Recruitment and retention 1   2   3   4   5 Research, public relations, addressing 
working conditions 

Same as above 1   2   3   4   5 

Working conditions 5 Research, public relations, advocacy, 
lobbying etc.  

Same as above.  1   2   3   4   5 

Regulation of profession 
outside of health  

1   2   3   4   5 Direct advocacy to lobby [health and social 
service Departments]  to remove barriers in 
legislation, regulations and policies  

Development of a high level national strategy  1   2   3   4   5 

Impingement on scope of 
practice by other professions 

1   2   3   4   5 Promotion of SW roles; articulating value 
added and links to social determinants of 

Development of high level national strategy 1   2   3   4   5 

Underfunding of social work 
services 

1   2   3   4   5 Advocacy with funders and employers to 
promote value and cost benefits  

Same as above  1   2   3   4   5 

Lack of supports within the 
work place  

1   2   3   4   5  Advocacy with government to include social 
workers in health care in funds for continuing 
education; promoting research on value of 
supervision/consultation; offering virtual 
groups; advocacy with educators to offer 
more skilled-based courses 

Work with schools of social work to better 
prepare students for realities of workforce 

 1   2   3   4   5 
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Challenges faced by social 
workers in your jurisdiction 

How important is 
each challenge? 

  

How should your organization help social 
workers meet this challenge? (including 

things you already do & should continue to do) 

How should CASW assist you in helping 
social workers meet this challenge? 

 

How important is it 
that CASW help you 
with the challenge?  

Lack of coverage under private 
group benefits plans  

  1   2   3   4   5     “Business case” re: covering SWers; waiting 
room flyers; sample letter for public to self 
advocate with employers; advocacy with 
major unions   

Not sure of role n/a  

Loss of professional identity  1   2   3   4   5  By providing tools and training 1   2   3   4   5 
Limited resources and high 
casework size 

 1   2   3   4   5  By providing tools and training 1   2   3   4   5 

Lack of recognition or value of 
human service programs & 
services. 

1   2   3   4   5 We are mounting a disparity campaign. Monitor national trends.  Promote the value 
of social work.  

1   2   3   4   5 

Increased workload amidst 
budget restraints. 

1   2   3   4   5 Meetings with government officials, and 
disparity campaign. 

Monitor national trends.  Promote the value 
of social work. 

1   2   3   4   5 

Lack of recognition; respect, 
understanding of SW role 

1   2   3   4   5 We have created brochures and other 
promotional materials for healthcare SW, 
produce media releases for SW Week, etc.  

Should have a national campaign to inform, 
educate, promote SW role – one that is done 
skilfully and properly – including new website 

1   2   3   4   5 

Difficulty for newer SWs to find 
employment; Cutbacks = 
unemployment or reduced 
workdays for even seasoned 
SWs 

1   2   3   4   5  By increasing profile of social work 
profession and articulating our role more 
powerfully, perhaps there would be fewer 
cuts or social work expertise would be used 
more effectively – nurses often usurp the SW 
role, for example 

1   2   3   4   5 

Service cuts by government 1   2   3   4   5  Since all provinces are experiencing cuts, 
could create statements that argue for 
maintaining service levels in poor economy – 
things we could adapt to our provincial 
situation – e.g. social determinants of health 
and value of SW services 

1   2   3   4   5 

 Inclusion of RSWs in 
workplace health benefit plans 

1   2   3   4   5        Should have a national campaign to support 
RSWs in private practice 

1   2   3   4   5       

Huge cutbacks to services = 
increased workloads, poor 
working conditions, job stress 

1   2   3   4   5  At the national level should be advocating for 
reasonable caseloads, etc.  

1   2   3   4   5    

 



 88 

 
Challenges faced by social 
workers in your jurisdiction 

How important is 
each challenge? 

  

How should your organization help social 
workers meet this challenge? (including 

things you already do & should continue to do) 

How should CASW assist you in helping 
social workers meet this challenge? 

 

How important is it 
that CASW help you 
with the challenge?  

Voice on social policy 1   2   3   4   5 We attempt to insert the SW voice in policy 
issues but often it is lost or what we say is too 
vague and ‘motherhoody’ and therefore 
overlooked in media 

CASW has put money into policy analysis 
but policy statements are too cerebral & do 
not connect to the SW role. CASW should  
speak out in a passionate and thoughtful way 
about issues offering constructive 
suggestions for change and connecting the 
issues to SW’s role in dealing with issues.   

 

 
Additional comments made re: challenges faced by social workers: 
 
• Working conditions: [In our jurisdiction] the large majority of Social Workers are employed by the Provincial Government.   In the past five 

years alone, Government Departments have been re-structured/re-organized multiple times.  This has left Social Workers (as well as other 
Government employees) spending a lot of time adapting to all the on-going changes (Department and/or Agency names, reporting hierarchies, 
job roles, resources, etc) and contributes to a general feeling of instability within the workplace.   I hope to meet with our Premier and the 
Ministers responsible for Health, and Social Services, in the near future, and share this with them.   This is also clearly something that the 
relevant Labour Union(s) could and should be addressing (on behalf of all Government employees). 

 
• As baby boomers leave the work force, it is unclear what impact this will have on the profession, particularly related to support for professional 

bodies.  It is widely believed that more recent graduates are less likely to affiliate with professional bodes than was the case with previous 
generations.  This is a major concern for provinces…  where membership in the professional associations is voluntary.   

 
• A significant challenge relates to an erosion in identification with the profession.  While there are many causes over the past two decades this 

concern is often linked to restructuring of organizations i.e., flattening of structures and dismantling of discipline-specific departments; as well 
as increasingly autonomous and private provider models of care which afford limited contact with other social workers and little if any access 
to profession-specific supervision or consultation.  Program management in hospital settings has not been helpful. 

 
• Organizational restructuring and downsizing has also diminished leadership opportunities for social workers.  This has posed a two pronged 

challenge for professional associations – it is more difficult to identify, engage and mobilize the profession to take action when they are 
scattered throughout organizations and fewer opportunities for the development of leadership decreases the pool of talent professional bodies 
have to draw upon to fill leadership roles on Boards and committees.  
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• The direction of education within schools of social work poses a significant challenge to the profession.  The curriculum focuses heavily on 
anti-racism and anti-oppression and these courses frequently squeeze out skill-related courses.  Additionally, courses in health and 
gerontology are optional.  The result is that graduates are entering the work force ill-prepared to fill clinical positions and with few supports and 
resources to develop skill provided by employers.   Equally of concern is the lack of preparation by schools and interest by new graduates to 
work with the burgeoning aging population.  Without the skills and interest to work with older adults, other professions will assume the jobs 
within this sector.   

 
• Many social work workplaces have been affected by provincial government actions.  The major re-organization of the Health Services 

Department has raised many concerns within the workforce.   
 
• Cuts to the budget for children and youth services and other programs for vulnerable people in my jurisdiction have increased the disparity gap 

making it more difficult for social workers to practice effectively.   
 
• Budget restrictions and hiring freezes have resulted in increased workloads, diminished supervision and professional development 

opportunities and increasing challenges in delivering programs and services which is affecting staff morale. 
 
• Government continues to exempt most social workers from mandatory registration. CASW could play a role in promoting the value of all 

professionals being regulated. I don’t believe this would be seen as ‘interference’ in regulatory issues locally.  
 
• We continue to be a profession that is poorly understood by the public, media, even our professional colleagues. 
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The following challenges faced by CASW’s member organizations were identified.  

Number of member organizations that responded = eight. 
 

Challenges faced by your 
organization 

How important is 
each challenge? 

1 = not very 
important, 

5 = very important 

How should your organization help meet 
this challenge? (including things you 
already do and should continue to do) 

How should CASW assist your 
organization to meet this challenge?16

(please enter “not applicable” if CASW should 
have no role in meeting this challenge) 

 
How important is it 
that CASW help you 
with the challenge? 
1 = not very important 

5 = very important 
Engaging social workers to 
actively participate in furthering 
the profession and addressing 
the identified challenges 

1   2   3   4   5 focused on member engagement, developed 
a communications plan and have allocated 
resources to implementing the plan 

This is related to the professional pride and 
perceived lack of promotion by social 
workers.  Interventions listed above under 
these challenges would be helpful. 

1   2   3   4   5 

Acquiring the financial 
resources to meet the 
challenges 

1   2   3   4   5 A substantial increase to the registration fee. 
Examining other sources of obtaining 
revenue. 

Production of resources at the national level 
that can be accessed provincially would 
assist with the human and financial resource 
challenge. 

1   2   3   4   5 

Financing the staff resources 
to meet member expectations 

1   2   3   4   5 Adding to our staffing complement.  
Contracting out projects to maximize 
efficiency.  Ensuring that work plans are 
aligned with strategic goals and directions 

See above 1   2   3   4   5 

Getting more members 1   2   3   4   5   1   2   3   4   5 
Historical rifts between the 
regulatory side and 
professional support side 

1   2   3   4   5 Executive Director has become more 
knowledgeable and involved with both “sides” 
of the Association 

 
I doubt that CASW can help 

1   2   3   4   5 

We are in a major governance 
transition 

1   2   3   4   5 Our governance body is working hard on this.  
Lots of staff effort here.   

 
Again, I doubt that CASW can help 

1   2   3   4   5 

Our Act is under review and 
changes are being proposed 

1   2   3   4   5 We have the resources to make this work, but 
lots of time needs to be invested 

 
I doubt that CASW can help 

1   2   3   4   5 

I’m uncertain about how much 
of a challenge the AIT will be in 
the future 

1   2   3   4   5 Staff time and resources will need to be 
invested here 

 
Again, I doubt that CASW can help 

1   2   3   4   5 

 

                                                
16 Please answer this without reference to any current resource, mandate or competency limitations CASW may face. In other words, in an ideal 
world, how should CASW assist you in helping to meet your challenges? Note that your answers may include things CASW is already doing to 
support your organization. 
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Challenges faced by your 

organization 
How important is 
each challenge? 

 

How should your organization help meet 
this challenge? (including things you 
already do and should continue to do) 

How should CASW assist your 
organization to meet this challenge? 

 

How important is it 
that CASW help you 
with the challenge? 

Our membership is alienated 
from our association and 
disengaged 

1   2   3   4   5 A new staff person will bring new energy to 
member service 
Change in staffing roles will help, but will take 
time to bridge the gap 

 
I doubt that CASW can help. 

1   2   3   4   5 

National regulatory 
council 

1   2   3   4   5 Continue to sit at the table. Meet with this new body and find ways to 
utilize each others strength and find ways to 
help each other (asset building). This would 
reduce some of the financial burdens on the 
provinces.   

1   2   3   4   5 

AIT 1   2   3   4   5 Continue working on this ongoing project Disseminate information they become aware 
of on this file and when needed, to 
advocate/lobby in partnership with the 
National Regulatory council   

1   2   3   4   5 

Need to purchase high levels 
skills in order to communicate 
the value and contribution of 
profession.  Unless we have 
success in creating a profile for 
the profession, SWers will not 
join 

1   2   3   4   5 Contracting out for Government Relations, 
communication and technology skills as 
needed.  

Highly targeted professional advocacy; state-
of-the art website   

1   2   3   4   5 

Aging membership 1   2   3   4   5 Promoting the value of affiliation with new 
graduates and those in mid-career; signaling 
continued value of contribution of late career 
stage and retired members.  

Dramatic change in image and behaviour will 
be required to appeal to more technology 
savvy social workers who have high 
expectations for services and 
responsiveness  

 1   2   3   4   5 

Resources/knowledge to 
carry out social justice 
activities 

1   2   3   4   5  CASW already helps in this regard, and we 
welcome more help 

1   2   3   4   5 

Resources/knowledge for 
PR campaigns 

1   2   3   4   5  CASW already helps in this regard, and we 
welcome more help 

1   2   3   4   5 

Combining regulatory 
and association roles. 

1   2   3   4   5 Enhance governance, strategic planning and 
communication activities.   

Develop full awareness of the tensions 
arising from combined roles. 

1   2   3   4   5 

Increasing regulatory 
activity. 

1   2   3   4   5 Keep abreast of labour mobility, international 
assessments and evolving stakeholders.  

Monitor the impact of regulatory activities on 
the social work profession. 

1   2   3   4   5 
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Challenges faced by your 
organization 

How important is 
each challenge? 

 

How should your organization help meet 
this challenge? (including things you 
already do and should continue to do) 

How should CASW assist your 
organization to meet this challenge? 

 

How important is it 
that CASW help you 
with the challenge? 

Potential impact of 
impending baby boomer 
resignations. 

1   2   3   4   5 Monitor demographic trends and plan for 
potential reduction in both membership and 
revenue.   

Project the impact of boomer resignations 
and effect on the profession. 

1   2   3   4   5 

Provincial political 
mindset that does not 
value human services. 

1   2   3   4   5 We are mounting a campaign to reduce the 
disparity gap. 

Continue to advocate for social justice at the 
national level so that more progressive social 
policies may be adopted. 

1   2   3   4   5 

 
Additional comments made re: challenges faced by CASW member organizations: 
 
• [Our] Association of Social Workers is a separate entity from the [regulatory body] .  While Registration is mandatory, membership in the 

Association is not.  We have a small membership and are an organization of volunteers, with no paid staff.  It is very challenging for us to 
provide services and/or “perks” that may entice more Social Workers to join the Association.  We rely heavily on the work of the CASW in 
trying to show our fellow Social Workers the value of being members of their Professional Association.  This is the major reason why  {our 
association] views it as so important that the CASW focus more on promoting of Social Work, rather than practicing Social Work. 

 
• One of the main challenges regarding the national regulatory body is that although a very positive step, we do not know how much this will 

impact our budget in the future. I would like to see the CASW and the Council work together and implement a strategy of a few years for fee 
restructuring. For example, if the CASW must lower their dues, this should not be done in one setting, but gradually. The same aspect for the 
National Regulatory body, the fees need to be adjusted and implemented gradually. For example, The National Regulatory Body should not 
expect in one or two years a fee level that is comparable to what we submit to the CASW. These two bodies should be working together, not 
against each other. To strive as a strong and viable profession, we need two strong bodies that work together.  

 
• With increasing pressures on [my association] to respond quickly to issues; to compete to retain and attract members; to look at the provision 

of services through entrepreneurship; and to require accountability at all levels of the organization – these  have contributed to growing 
dissatisfaction and support for membership in a national federation that is ineffectual and unaccountable.  CASW has three major goals – 
social advocacy, professional advocacy and an interest in regulatory issues.  Only two of these goals are relevant to [my association].  CASW 
currently provides little meaningful professional advocacy and their social advocacy is framed in such a way that it frequently fails to articulate 
the uniqueness of the social work perspective – in other words, the policy positions are indistinguishable from those written by any number of 
other professions or social advocacy groups.   

 
• My sense on this one is that we’re challenged always to keep our four purposes in some kind of balance – we need to be firing on all four at 

some level all of the time. Within that priorities are established through an ongoing strategic planning and action-planning cycle. 
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• CASW could be very helpful on the promotional front (as stated above), and by a more focussed and strategic approach to social justice 
advocacy. CASW already does some good things on the professional practice front (we need to run this more ourselves locally, but the stage 
needs to be set nationally) and they have made good efforts to try and pull together the other parts of the profession nationally (the regulators 
and the educators). 

• Operating as both a regulatory and a membership association has many challenges.  Tensions can arise between the regulatory obligations 
required in legislation and the expectations of members and stakeholders.  Most CASW members have combined regulatory and association 
roles; those with mandatory registration requirements face the full depth of regulatory/association tensions and challenges.   

• Promoting progressive national social policies (affordable housing, affordable and accessible child-care; poverty-reduction strategies, national 
pharma-care, etc) can help to influence progressive policy development at the provincial level.   

One respondent also referred the consulting team to a quality of social work working life survey in the respondent’s jurisdiction. The main findings 
of this survey were: 
• The majority of respondents report being satisfied with their career and would recommend social work as a profession to others they know.   
• 63% of respondents report they are feeling stressed.   
• Respondents report a number of key factors that contribute to feeling stress.   
• Respondents feel there are several important factors that can help alleviate stress.   
• Respondents say they are busier than a year ago as a result of being asked to do more at work and to work at a faster pace.      
• The majority of respondents report that their feeling rushed at work is associated with several factors including staff shortages,  volume & 

overall complexity of work, taking on new duties, the fast pace of work, the need for increased documentation, covering for other staff, and 
new changes in policies.    

• Respondents feel underpaid for the work they do.  They perceive social work salaries/benefits to be lower than those for nurses and 
psychologists, and they do not find that higher academic qualifications in social work lead to higher salaries and improved benefits.  

• Respondents see administrative (clerical) work to be a major concern.  Many stated that administrative work interferes with their ability to 
provide direct service to clients.   

• Half the respondents reported they are juggling work and care-giving responsibilities including caring for children, parents, and other relatives. 
• 40% of respondents claim to be victims of workplace intimidation in the form of unwanted, unsolicited or intimidating attention, comments or 

behaviours.  In 94% of these cases the source of intimidation was a client or the family/friend of a client. 

• Several other provincial and territorial member organizations of the Canadian Association of Social Workers have already done or 
are planning to conduct similar surveys with the overall goal of establishing a national data bank to facilitate regional and national 
comparisons.  Findings and conclusions from these surveys can be used in advocating for improved salaries, benefits and 
working conditions for members of the profession. 
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13 APPENDIX FOUR: THOUGHTS ON A MARKETING/MEDIA 
STRATEGY 

 
Jeff Wilbee, The Agora Group 

 
 
The Two Aspects of a Marketing and Media Strategy 
 
Two aspects are essential to a marketing/branding approach. One is the message(s). 
The other is how that message is delivered and to whom. There are also two other 
considerations that need to be planned:   

• Continued and regular messages going out to the profession itself, allied disciplines, 
policy makers and the general public 

• Messages meant to manage crises. 
 
The Prime Message 
 
The prime message is that social work is of significant value. Social workers make a 
positive difference in people’s lives and Canadian society is enriched and enhanced 
because of the profession. Social work is a noble “licensed profession” based on a body 
of knowledge and experience, with standards, ethics and an identified scope of practice. 
 
CASW needs to come up with its “elevator talk” – a brief statement that answers the 
question, “what do you do”.  Perhaps something like: “I am a social worker, I help people 
stabilize their lives and advocate for social justice.”  In short, social workers are a part of 
making society a kinder, gentler place to live. 
 
The Delivery 
 
There are many ways that a comprehensive marketing/media strategic plan can help 
CASW to get its message(s) out. Central to that plan should be a renewed, public 
friendly, appealing web page. That renewal should include appropriate links to other 
sites and a strategy to maximise the number of hits. In this day and age web users are 
becoming used to seeing videos. It is not an expensive proposition to video a president’s 
message and upload it.  
 
Other standard mediums such as brochures, press releases and distribution of policy 
papers need not only to be produced: there also needs to be an outcome evaluation 
component to all aspects of the plan. 
 
Specific Target Audiences 
 
There are two audiences that should be specifically planned for: 

• The policy makers, legislators and senior bureaucrats.   

• The media.  
 
Through its policy papers CASW has had some success with getting its voice heard 
around a number of political tables. To enhance this effort, consideration should be 
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given to appointing a task force to create a manual of effective tactics in gaining 
acceptance for CASW’s position on any issue. This resource should be used not only by 
CASW, but also by its member associations. 
 
CASW distributes press releases, but just sending them out is not good enough. Media 
relations are like any relations: they have to be personal.  The CASW spokespersons 
need to nurture their relationship with the media.  One of the things Agora heard during 
our interviews was: “the only time we are in the press is when there is a crises and we 
come off looking bad”.  That can be changed, and a challenge turned into an 
opportunity.  But that takes knowledge and skill.  If strong media competency does not 
exist within CASW, then CASW should invest in media training. 
 
The Value of Immediacy 
  
CASW should have it as a priority to attempt to balance any media coverage that reflects 
on social work and workers. CASW needs to be prepared and be able to act quickly. 
News dies very rapidly.  One of the ways to respond is letters to the editor. What is 
needed is an immediate awareness of a story already printed and an immediate reaction 
to it.   

Subject Matter Experts 

CASW should create an inventory of subject matter experts who could be called upon to 
be a spokesperson for their area of expertise – for example, a social worker in a child 
welfare service doing damage control in a case of a public concern.  The Executive 
Director or President does not have to be the spokesperson if there is someone with 
more expertise willing to perform the task. 

The Facts 

The media is not only interested in intriguing stories. They are also interested in facts. 
Therefore CASW should have a list of quantitative and qualitative facts readily available 
and kept up to date by ensuring that the latest research is included. 

Before the Crisis Happens 

In preparation for media crisis management, a think tank be conducted to identify the 
worst scenarios that could come before the media, and CASW’s appropriate responses 
– not to give pat answers, but simply to be prepared. 
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