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of Teachers (OCT)
Richard Lewko is the Ontario College of Teachers’
(OCT’s) Director of Corporate and Council
Services, responsible for policy and research,
communications, information technology and
facilities. Under his leadership, a highly trained
team supports the work of the OCT’s Council
as well as the Executive, Accreditation Appeal,
Registration Appeals, Governance, Quality
Assurance, Editorial Board, and Public Interest
Committees. Prior to joining the OCT’s senior
leadership team in 1995, Richard served as Chief
of Staff to Ontario’s Minister of Education (19931995) and Special Assistant to the Government
House Leader in the Ontario Legislature (19911993). Before relocating to Ontario in 1991,
he held several positions with increasing
responsibility in Manitoba including Executive
Assistant to the Minister of Industry and Trade,
and Research Director to the Government Caucus
in the Manitoba Legislative Assembly. He also
owned and operated a commercial printing and
design business in Winnipeg. Richard has been
an active member of the International Youth
Hosteling Federation including service as a
provincial president. He studied at the University
of Winnipeg specializing in Political Science.

Tan Crombie, Policy Analyst, OCT
Tan Crombie is Policy Analyst and the policy
team lead in the Corporate and Council Services
Department of the Ontario College of Teachers
(OCT). In her role, Tan supports the OCT’s Council
and its committees and provides background
research on issues relevant to professional
regulators and the profession of teaching.
During the OCT’s transition period in 2021, Tan
is providing policy and regulatory development
support to the Transition Supervisory Officer to
implement the modernized governance structure
introduced through amendments to the OCT’s
statute. She is leading the cross-departmental
advisory group to support the implementation of
governance-related transition elements such as a
competency-based selection process and separate
memberships for Council and committees. Tan
also has extensive experience with the OCT’s
former Council election process, developing its
orientation programs and the strategic priority
renewal process. Prior to joining the OCT in
February 2007, Tan worked at the Canada
Mortgage and Housing Corporation focusing on
program and policy analysis, development, and
implementation. Her experience in a legislative
environment is rounded out with a BA from McGill
University in Economics and Political Science.
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Services Management from McMaster University.
Daniel spent a large portion of his career with the
College of Physicians and Surgeons of Ontario
where he held several senior leadership roles
including Director of Quality Management, Deputy
Registrar, and Interim CEO & Registrar. Daniel
also founded Lakeview Regulatory Consultants,
advising regulators on a wide variety of complex
governance, strategy, and program-related
challenges. He recently Co-Chaired the Ministry
of Health and Long Term Care’s Working Group
that completed the first Ontario performance
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colleges. As Registrar and CEO of the RCDSO,
Daniel is committed to regulatory excellence that
is informed by data and evidence, proportional to
risk of harm, and accountable and transparent to
the public and stakeholders.
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College of Registered Nurses of
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Katherine Stansfield is the CEO/Registrar of
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(CRNM) since 2015. During her nursing career
she has held roles of Vice President and Chief
Nursing Executive, Director of Professional
Practice, and Clinical Nurse Specialist, as well as
other clinical, education, professional practice,
and administration roles in several provinces
across Canada. Throughout her career, Katherine
has been passionate about continuous learning
and accountability. Katherine graduated from St.
Boniface Diploma School of Nursing in Winnipeg,
Manitoba and received her Bachelor of Science
in Nursing (post basic with distinction) from the
University of Alberta. She completed her Master
of Nursing from the University of Manitoba.

Deb Elias, Chief of Quality Practice,
CRNM
Deb Elias is the Chief of Quality Practice at the
College of Registered Nurses of Manitoba (CRNM).
She has practiced as a registered nurse for over
30 years and has worked in regulation with CRNM
for more than 20 years. Deb oversees the areas
of registered nursing scope of practice, standards
of practice, education programs, continuing
competence, and interprofessional collaboration.
Deb has completed baccalaureate and master
degrees in nursing at the University of Manitoba.
More recently she completed a Fellowship in
Regulatory Excellence through the National
Council State Board of Nursing with a focus
on competence.
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Mara Berger, Associate Registrar,
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Association (HRPA)
Born and raised in Berlin, Germany, Mara moved
to Toronto in 2003 to attend the University of
Toronto. She graduated with an Honours Bachelor
of Arts in 2007 and subsequently completed
a Juris Doctor at the University of Toronto,
Faculty of Law. After being called to the bar
in the fall of 2011, Mara decided to switch her
focus to professional regulation and joined the
Office of the Registrar at the Human Resources
Professionals Association (HRPA) in April 2012.
She has been with HRPA for more than eight
years, taking on the role of Associate Registrar
in 2015.

Emily Sully, Policy Analyst, HRPA
Emily Sully has worked in policy and research
for over five years in various sectors, including
in health, government, and her current sector,
professional regulation. One of her key priorities
as a Policy Analyst with the Human Resources
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the shift to risk-based regulation. Emily has a B.A.
(Hons) in sociology and gerontology, as well as a
M.A. degree in Health & Aging from
McMaster University.

Presenters’ biographies at the time of the CNAR 2021 Annual Conference.
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Introduction
Regulatory bodies exist to serve and protect the public interest. The
nature of this work remains central and significant yet efforts in
upholding this mandate cannot be as static as the intent. Regulatory
bodies work in dynamic contexts and are continually challenged to
evolve and adapt to continue to uphold fulfilling their mandate. As Daniel
Faulkner, Registrar and CEO of the Royal College of Dental Surgeons
(RCDSO) offers, it is not necessarily a regulatory body’s job to save a
process should it become clear that a new one will lead to
better outcomes.1
This eBook shares the efforts of four regulatory bodies to push forward
and shift traditional processes in how they govern and carry out their
public protection responsibilities. The experiences of the Ontario College
of Teachers (OCT) and Royal College of Dental Surgeons of Ontario
(RCDSO) provide insights on modernizing governance structures and
processes. The experiences of the College of Registered Nurses of
Manitoba (CRNM) and Human Resources Professionals Association (HRPA)
provide insights on how regulatory bodies can identify areas of strategic
focus and measure the impact of what they do for the public benefit.
Each of the journeys presented provide valuable lessons about how
regulatory bodies can continue to be open to change, innovate,
collaborate, demonstrate impact, and ultimately remain accountable to
fulfilling their public protection mandate in dynamic contexts.

1

Can a Competency Requirement for Eligibility Save the Election Process? (41:30)
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Modernizing Governance Structures and Processes
In recent years there has been particular attention to shifts and
pressures on regulatory bodies’ governance structures. Regulatory bodies
have been challenged to reflect on what effective governance involves
and rethink traditional structures and processes. For example: What
is the optimum size of Council? Who sits on Council, what voices are
represented and engaged, and what is the balance between professional
members and the public? What qualifications and competencies are
needed on Council to carry out strategic oversight duties? How are the
roles of Council and committee members focused on governance rather
than operations? Are there external influences on decision-making that
may not be in the public interest? If so, how are they being addressed?
The experiences of OCT offer an example of wide sweeping reform to a
regulatory body’s governance structure. In its case, action for change
was initiated from both inside and outside the organization. The OCT’s
Governance Committee, supported by an external consultant, undertook
a governance review, critically reflecting on what was and was not
working in its governance structure, processes, and practices. At the
same time, the provincial government also sought changes. Ultimately,
reforms included, but were not limited to, reducing the size of Council
from 37 to 18 individuals;2 having equal representation of teachers and
the public on Council and committees; limiting the maximum number of
consecutive years served by a Council member to six years; and focusing
the work of Council on governance matters through
select subcommittees.

2

A common challenge for any organization is distinguishing and balancing
the role of the board with that of the staff team and mitigating scope
creep. Governance structures can help or hinder the board in keeping
this particular focus. In OCT’s experience, structural changes were
implemented so that Council could focus more on governance and
strategic oversight. Previously, Council members filled many roles and
positions, wearing a variety of hats, with some reaching full-time service
to the organization. In the new structure, Council members’ service is
limited to governance on Council and on three select subcommittees
focused on governance and strategic oversight (i.e., Audit and Finance,
Human Resources, and Selection and Nominating Subcommittees).
Committee structures also changed to differentiate between policy and
adjudicative functions. Committees as a whole focus on policy-making
recommendations to Council, while adjudicative panels are constituted to
decide on matters (e.g., discipline cases). This structure standardizes and
defines the duties of Council and committee members, distinguishing the
various roles to be fulfilled.

At the time of the presentation, legislative amendments had been introduced to further reduce the size of Council to 12.
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Breaking the Mold: Competency-based
Frameworks for Council

provincial government. Both competency-based models involve eligibility
criteria5 and the establishment of a committee for the specific purpose of
reviewing and assessing candidates against set competencies.
A key driving factor for these changes is to enhance the competency
and qualifications of Councils and committees to support effective
governance in the public interest. Traditional election processes are
criticized for being popularity contests; they can be at risk of influence
by external pressures that favour professional and other interests over
public interest. Adopting a competency-based model is one way to
help mitigate these risks. Focus is placed on ensuring that Council and
committee positions are filled by individuals who bring the knowledge,
skills, and values needed for effective governance
in the public interest. Shifting to a competencybased process is not necessarily to limit or expand a
Shifting to a
candidate pool, but rather more about setting a bar
competency-based
to serve on Council and committees.

Effective governance is also influenced by the composition of Council
and committees in terms of size and representation, as well as how
individuals come to sit on them. Traditionally, regulatory bodies have
large Councils with a greater proportion of members of the profession
relative to the public. Members of the profession take positions
through election processes while public members are appointed by the
government. Both the OCT and RCDSO implemented competency-based
frameworks for how their Council is constituted. The OCT did so through
legislative amendments, while RCDSO implemented
changes through by-law amendments.

At the OCT, the election process was eliminated
altogether. Instead, to sit on Council and
committees, members of the profession and
process is not necessarily
public apply to the Selection and Nominating
to limit or expand a
Subcommittee. Individuals are nominated by
candidate pool, but
the subcommittee based on competencies and a
nominee list is prepared for Council decision. (The
rather more about setting
provincial government still retains decision-making
a bar to serve on Council
for appointments of the public on Council). RCDSO,
however, integrated a competency-based process
and committees.
into the elections process for Council. To be eligible
to run in elections, interested members of the
profession must meet an expanded set of eligibility
criteria, complete a candidate eligibility course,3 and
meet competencies as determined by an Eligibility Review Committee
(ERC).4 Members of the public continue to be appointed by the

3

In RCDSO’s model, core competencies for Council
members are organized into three categories:
values and behaviour; relevant knowledge; and
skills and abilities. Below are some examples of
competencies RCDSO shared under each.6

The candidate eligibility course was launched in 2018 and provides interested candidates with information about the regulatory framework and what is involved in serving on Council so they are better prepared for and
understand the Council’s governance oversight role.

4

The ERC is established as an independent committee (the inaugural committee had 10 current and former registrars of regulatory bodies).

5

For example, both OCT and RCDSO have eligibility criteria that include a ‘cooling off’ period, whereby individuals have to wait a specified number of years (three and two years, respectively) after engaging in professional
associations or similar activity.

6

Can a Competency Requirement for Eligibility Save the Election Process? (18:00)
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● Values and behaviour: Ability to place the interests of the public
over oneself in all matters; and demonstrating social and cultural
awareness and a commitment to diversity and inclusion.
● Relevant knowledge: Understanding the role of the regulator,
regulation, and legislation; and working within the RCDSO’s
strategic objectives and plans.
● Skills and abilities: The ability to gather, analyze, use, and share
data to appreciate risk assessment and decide accordingly.
From its initial experience, RCDSO shared several lessons to consider
going forward with a competency-based model. For example, there is a
consideration about distinguishing and balancing between individuals’
competencies versus the collective competencies of the Council

and committees as a whole; further, one must consider whether all
competencies need to be held by all individuals to the same degree.
There is also a consideration about making competencies more objective
and measurable, rather than self-report. As well, developing a skills
inventory/matrix and evaluating the skills of current Council and
committee members can help identify existing strengths and gaps,
understand development opportunities for candidates, and support
performance evaluation of Council and committees in general. Thus,
efforts for better and more effective governance are an ongoing
process even when substantive changes – such as competency-based
frameworks – are implemented. When new structures, processes, and
committees are established, learnings emerge from the execution
process which can be applied in the future.

The new structure at OCT greatly expanded
opportunities for members of the profession and
the public to sit on Council and committees; greater
attention is also paid to diversity in representation.
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Expansion of member and public engagement in governance is also a
key benefit of changing how Councils and committees are constituted.
The new structure at OCT greatly expanded opportunities for members of
the profession and the public to sit on Council and committees; greater
attention is also paid to diversity in representation. In the case of OCT,
Indigenous and linguistic representation is guaranteed in the Council’s
new governance structure. With increased opportunities to participate,
the work is shared more widely, enabling individuals to focus on specific
governance roles on Council or committees, rather than having fewer
individuals fulfil multiple positions and roles.
Changing governance structures and
processes is not without challenges, however.
There can be apprehension from existing
Council and committee members as they are
confronted with changes to their roles, and
even tenure, during periods of transition.
Where legislative amendments are involved,
government activity and timing can influence
when the process unfolds. Nevertheless,
a key factor for meaningful change is
support and commitment from within the
organization. At RCDSO, a commitment to a
competency-based approach was supported
in its strategic plan. The OCT had an engaged
Governance Committee that became a strong
advocate for the recommendations from the
governance review.

7

As regulatory bodies contemplate and take action to review their
governance structures and processes, it is important to be grounded in
the larger picture intent of effective governance in the public interest. For
example: Have the changes generated better dialogue on governance?
Are Councils and committees more effective in fulfilling the public
protection mandate? Have changes encouraged Council and committee
members to engage with meeting materials and resources? Are they
better supported in their governance role?

Effective governance in the public interest includes, but is not limited
to, looking at structures and processes, such as how Councils and
committees are constituted. Changing to a
competency-based approach to Councils and
committees is not the only piece in making
Have the changes generated
strides for better governance. Effective,
better dialogue on governance?
competent governance involves a myriad
of elements that work together in concert,
Are Councils and committees
such as skills matrices, orientation, ongoing
more effective in fulfilling the
board development, and evaluation processes
public protection mandate? Have
(both evaluation of Council and committee
members as well as evaluation of meetings).7
changes encouraged Council and
Council and committee members need to
committee members to engage with
be equipped with the structures, tools, and
resources for quality, efficient, and effective
meeting materials and resources?
work. Then they can bring their voices and
Are they better supported in their
meaningfully contribute to the work
governance role?
of governance.

Can a Competency Requirement for Eligibility Save the Election Process? (37:32)
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Defining and Measuring Impact to Inform Priorities
Accountability and effectiveness in governance is not only achieved
through structures and processes. A critical part of governing is also
defining and measuring impact and using the information to guide
strategic decision-making going forward. It is an ongoing challenge
for regulatory bodies to translate what they do and their impact into
measures that can be assessed, reported on, and used in decisionmaking. The journeys of CRNM and HRPA, while quite different, offer
examples of how regulatory bodies may define, measure, understand,
and demonstrate outcomes in more meaningful ways.
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The CRNM: Public Benefit Policy
The CRNM’s journey involved a new approach to its strategic plan. Its
approach stemmed from a commitment to create a paradigm shift to
focus on real impact, value add to the public, and how regulation should
be involved in the future of care. The CRNM developed a Public Benefit
Policy with a focus on outcome-based policies that commit to making
a difference in regulation practices and collaboration.8 The policy is
grounded in the vision that the public can expect safe, high quality
registered nursing practice. This ultimate public benefit is represented by
three overarching outcome statements of benefits the public can – and
should – expect of the regulatory body and nursing profession, which are
as follows:
● Public confidence in excellent regulation;
● Accountable, quality professional practice; and
● Collaboration for health system impact.
For each of these outcomes “wildly important goals”
(i.e., goals essential for the organization to meet
and fulfil its mandate) were identified. From these
goals, areas of focus and operational projects and
deliverables were identified in order to measure and
demonstrate achievement of impact under each
public benefit outcome.

Regulatory bodies are often challenged by the fact that impact is often
measured or reported by way of outputs (e.g., number of applications
and registrants, dispositions of applications and complaints). While
measurement of activity has its role and place in regulation operations
and is informative for stakeholders, “activity does not equal impact.” 9
This output-focused approach measures busyness rather than whether a
regulatory body is “actually doing a good job and effectively protecting
the public.” 10 To tackle this challenge, CRNM closely and critically
examined what truly keeps it busy in fulfilling its public protection
mandate and shifted focus on outcomes.

For example, under the outcome of public confidence in professional
regulation, what really required CRNM’s expertise was identifying,
assessing, and managing applicant and registrant matters where
requirements for obtaining or retaining registration are not met.
To translate this work into impact focused on
outcomes, the CRNM identified four categories of
risk11 it manages when an applicant or registrant
CRNM closely and
does not meet requirements and a policy or process
critically examined
is initiated. The CRNM now counts the number of
what truly keeps it busy
times a policy is implemented in relation to one of
the four categories of risk. In this example, impact
in fulfilling its public
is not looked at as outputs of processes alone, but
protection mandate
rather in terms of what and how the regulatory
body mitigates risks to the public in applicant and
and shifted focus on
registrant matters.

outcomes.

8

Regulating in the Public Interest: Measuring the Impact of Regulation (4:45)

9

Katherine Stansfield, CEO/Registrar, CRNM. Regulating in the Public Interest: Measuring the Impact of Regulation (27:00)

10

Suzanne Wowchuk, Chief of Regulatory Practices, CRNM. Regulating in the Public Interest: Measuring the Impact of Regulation (14:45)

11

The four categories of risk are registration eligibility, fitness to practice, professional incompetence, and professional misconduct.
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To better measure and understand regulatory outcomes and impact, it is
critical to define terms and concepts so there is shared understanding.
CRNM’s public benefit outcome statements are quite broad and terms
and concepts quite general; they may be interpreted differently and,
therefore, need to be supported by clear, operational definitions.
Common definitions are needed so staff, Council, and the general public
can know and understand what the goals are.12 For example, under
the outcome of collaboration for health system impact, CRNM had to
define what it meant by collaboration and collaborative projects, as
well as the particular intended outcomes of each collaborative initiative.
Such specificity supports accountability in measuring, reporting, and
demonstrating impact and value added by the regulatory body in the
public interest.

Specificity in measures can be quite difficult to achieve. This is especially
considering that the outcomes of regulation are not always tangible, and
the full impact of regulation is experienced through registrants’ practice
in systems beyond the purview of the regulatory body (e.g., more
broadly in the health care sector). One approach to identifying more
tangible measures of regulatory programs and initiatives is developing a
logic model. For example, CRNM developed a logic model to look at what
it does in its professional practice programs (e.g., continuing competence
program) and what it expects to happen in nursing practice from these
programs. CRNM used this methodical theory of change model to inform
the design of initiatives to achieve public benefit outcomes in higher risk
areas of nursing practice.

To better measure and understand regulatory
outcomes and impact, it is critical to define terms and
concepts so there is shared understanding.

12

Regulating in the Public Interest: Measuring the Impact of Regulation (11:47)
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The HRPA: Risk-Based Regulation

to mitigate such risks, thus ensuring their practice is safe for the public.
Awareness by the public the profession is regulated and the regulatory
body exists is also important; the public will then know to engage with
the regulatory body about their experiences as well as the risks of harm
there may be in professional practice.

The HRPA shared its journey of impact through risk-based regulation.
Rules-based regulation focuses on compliance and enforcement of
standards and rules of conduct and practice. Risk-based regulation
focuses on proactively identifying actual and potential risks of harm to
The experiences shared by HRPA also highlight the value of drawing
the public in professional practice and implementing regulatory efforts
on information from a diverse range of sources. To determine which
to mitigate and prevent harm from occurring in the first place. In its
risks are of the highest combined likelihood of occurring and resulting
journey so far, the HRPA developed a risk roster, which is a repository
impact, a deep understanding of existing
of risks posed to the public in human resources
harms to the public in professional practice is
professionals practice (each risk is also scored
required. Information about risks can be drawn
for likelihood of occurrence and impact). The
Partnership with registrants
from internal sources such as complaints data.
consolidated scores help to identify which risks
and
engagement
with
However, with a relatively newer regulatory body
to focus on through proactive, preventive efforts
such as the HRPA, very few complaints have
the public is important
by HRPA. From the risk roster results, the HRPA
been filed; therefore, such data is not the only
has taken many early efforts such as developing
for identifying risks in
source of information about risks in practice.
professional guidance on high-risk topic areas,
To identify risks, the HRPA drew from several
professional practice
and is looking to redesign its continuing
different sources with different methods, such
professional development program to align with
and potential mitigation
as interviews and focus groups with registrants,
a more risk-based approach.
strategies.
employment lawyers, employers and employees;
surveys of registrants; a review of tribunal cases
A key learning from the HRPA’s journey to
and media stories related to human resources;
date is the important – and valuable – role of
review of complaints and discipline data from
stakeholder engagement in defining, measuring,
HRPA and other regulatory bodies; and a
and understanding risks in professional practice
review of research articles and presentations.
and impact. Partnership with registrants and
By drawing on a wide range of sources, issues
engagement with the public is important
and risks in professional practice are better understood and strategic
for identifying risks in professional practice and potential mitigation
decisions about priority actions by the regulatory body are
strategies. Partnership is also critical, as it is ultimately registrants who
better informed.
need to know and understand risks in their practice and how
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The experiences of CRNM and HRPA underscore how identifying and
measuring impact creates an environment for greater accountability and
better regulating in the public interest. Efforts to focus on outcomes of
regulation ensure more effective use of resources and dedication towards
fulfilling the public protection mandate. Yet, to be successful and realize
meaningful impact, regulatory bodies need to be prepared for an ongoing
journey. Developing measures and understanding impact takes time,
patience, and focus. 13 As illustrated by the experiences of CRNM and
HRPA the journeys are always evolving with incremental progress and
learning made year-over-year.

The experiences of CRNM and HRPA underscore
how identifying and measuring impact creates an
environment for greater accountability and better
regulating in the public interest.

13

Regulating in the Public Interest: Measuring the Impact of Regulation (28:30)
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Conclusion
The role of regulatory bodies in the public interest is crucial and efforts
to protect the public should not be static. This eBook highlights the
experiences of four regulatory bodies in how to push forward in more
effective, accountable, and impactful governance in the public interest.
● The OCT provides an example of wide-sweeping reform to
modernize governance structures and processes in the public
interest. Changes include reducing the size of Council with equal
representation of professional members and the public; replacing
elections to Council with a competency-based application process;
better focusing the roles of Council members on strategic oversight;
and expanding opportunities for members of the profession and
public to engage in governing on committees.
● The RCDSO offers a model for how to integrate a competency-based
framework into the elections process for professional members to
serve on Council. Emphasis is placed on ensuring that Council and
committees have the balance of qualifications and competencies
needed to govern in the public interest.
● The CRNM shares its journey to develop a Public Benefit Policy and
critically examine the actual impact of regulation. The CRNM shifts
from traditional measures of regulatory outputs to defining and
measuring public benefit outcomes.
● The HRPA shares its experiences with implementing risk-based
regulation. Emphasis is placed on identifying and assessing risks
of harm in professional practice and using the information to guide
decision-making about priorities in the public interest.
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