CQHA

CANADIAN QUARTER
HORSE ASSOCTATION

CQHA Provincial AQHA Affiliate Engagement & Transition Task Force

Overview & Governance Document

Mandate Start Date: July 15, 2025
Target Completion Date: January 31, 2026

Taskforce Coordinator: Laurie Haughton

1. Purpose / Mandate Statement

The purpose of this national task force is to evaluate and recommend a sustainable, future-facing affiliate
engagement structure for the Canadian Quarter Horse Association, in collaboration with AQHA, its
Canadian provincial affiliates, and other key stakeholders such as AQHA judges, show managers,
secretaries, and discipline-specific associations like reining or cutting. This work supports Canada’s
longstanding and grandfathered multi-affiliate status within the AQHA system and aligns with preparations
for AQHA’s new grant-based funding model launching October 1, 2026. In addition to supporting affiliate
readiness for these structural changes, the task force will explore opportunities for broader national
collaboration between CQHA and the provincial affiliates, including potential value-added programs and
shared services that enhance member engagement, support program sustainability, and reflect the
unique needs of the Canadian Quarter Horse industry.

2. Objectives

e Assess the current affiliate structure and stakeholder roles across Canada.

e Gather input from Canadian Quarter Horse members, provincial affiliates, and partner
organizations.

o |dentify structural or procedural gaps affecting representation, coordination, or funding
access.

e Support readiness for AQHA’s 2026 transition to grant-based Business Plan Funding
(BPF) by facilitating national coordination and affiliate preparedness.

Submit a formal set of recommendations, including best practices for grant success, affiliate relations,
and governance alignment, to CQHA and relevant AQHA committees.

3. Composition / Membership

Stakeholders:
Stakeholders such as provincial affiliates should be engaged throughout the task force's process to
provide input, follow developments, and offer feedback to ensure broad support and understanding.



Representation includes:

e Representatives from Each Canadian provincial AQHA affiliate

e Representatives from the Youth, Amateur, Professionals (trainers / coaches/ show barns) and
Canada AQHA show management (managers & secretaries) & Canadian AQHA judges; as well
as representation from the Canadian branches of AQHA’s Alliance Partners (NRHA, NCHA,
NRCHA, etc.)

e CQHA executive members

e Legal or policy advisor (optional)

Sub-Groups:

To ensure efficiency and allow for targeted focus on key areas, the task force will establish smaller sub-
groups tasked with advancing specific components of the mandate. These groups will be empowered to
consult within their networks, explore pilot models, and bring forward practical, sector-specific
recommendations to the larger task force.

Initial sub-groups include:

1. Canadian AQHA Show Managers, Secretaries, and Judges Subgroup
Facilitator: Larry Clifford

Purpose:

To engage Canadian AQHA show managers, secretaries, judges, and show organizers in a discovery
process that surfaces lived experiences, uncovers regional variations, and identifies shared values in the
delivery of AQHA-sanctioned events across Canada.

Guiding Questions:

o What barriers or friction points exist in planning, managing, or officiating AQHA shows in different
parts of the country?

Where are things working exceptionally well—and why?

How do people feel about the tools, training, communication, and systems currently available?
What support do show personnel wish existed—but currently doesn’t?

How might we co-create more sustainable, inclusive, and successful AQHA show experiences in
Canada?

Approach:

This subgroup will use empathy mapping, interviews, open forums, and story-based feedback to gather
diverse perspectives. The goal is not to prescribe solutions—but to deeply understand the current
landscape and surface the questions that matter most to those delivering shows on the ground.

2. Canadian AQHA Directors Subgroup

Facilitator: Wanda McFadden

Purpose:

To explore how AQHA provincial directors experience their roles, responsibilities, and relationships within

both their provincial structures and the broader national and AQHA context—without assuming the shape
of the ideal system.



Guiding Questions:

e What does success look like for an AQHA provincial director—locally and nationally?

e What challenges, disconnects, or frustrations do directors face in fulfilling their mandate?

e How do directors feel about communication, collaboration, and leadership across provincial and
national levels?

e What inspires continued participation—and what gets in the way?

¢ How might we strengthen the role of the Canadian AQHA director in a way that reflects both local
realities and national priorities?

Approach:

This subgroup will use open dialogue, collaborative mapping, and reflective inquiry to better understand
the current experience of Canadian AQHA directors. Rather than defining solutions, this phase will
generate insights and shared understanding to guide the next stage of innovation.

3. Funding Innovation & Transition Subgroup
Facilitator: Laurie Haughton

Purpose:

To explore how AQHA-affiliated programs, events, and projects across Canada could be better
supported—financially and structurally—by reimagining what funding access, education, and national
coordination might look like in the future. This subgroup intentionally sets aside legacy systems to focus
on what’s possible when we centre inclusion, innovation, and sustainability.

Guiding Questions:

e What kinds of support (financial or otherwise) do affiliates and individuals actually need—but
don’t currently have access to?

¢ How do different regions experience the current funding landscape—confident, confused,
excluded, overwhelmed?

e What tools, resources, or training formats would make grant participation easier and more
equitable?

e Where are people already innovating—and what can we learn from those grassroots
approaches?

¢ How might we design a future funding system that is more transparent, empowering, and flexible?

Approach:

This subgroup will use interviews, journey mapping, and co-creation tools to surface experiences from
across the country. The focus is not on evaluating or defending current systems—but on listening,
learning, and imagining how support for AQHA-aligned initiatives in Canada can evolve. All voices are
welcome, and leadership will remain facilitative and insight-driven to ensure openness, trust, and creative
thinking.

Other sub-groups may be formed as needed to explore priority areas such as outreach and marketing,
volunteer recruitment and development, educational programming, or expanded collaboration with AQHA
Alliance Partners including reiners, cutters, and cow horse organizations. These working groups will help
identify emerging opportunities such as the growth of ranch-style classes, multi-breed events, or regional
cooperative programming.

Each sub-group will report regularly to the full task force to ensure alignment and shared progress.



4. Youth & Young Adult Subgroup
Facilitator: Megan Waugh

Purpose:

To authentically engage current and future youth and young adult members of the Canadian Quarter
Horse community, centering their voices, experiences, and ideas as part of shaping a sustainable,
inclusive future for AQHA-affiliated programs in Canada. This subgroup recognizes the unique
perspectives of youth as both beneficiaries and builders of equine programming—and aims to surface
what matters most to them through peer-led dialogue, digital storytelling, and creative collaboration.

Guiding Questions:

¢ What does meaningful youth involvement in AQHA and provincial programs look like today—and
what do youth wish it looked like?

e How do young people want to connect with the Quarter Horse community—Ilocally, nationally, and
online?

o What barriers (logistical, cultural, financial, or relational) are keeping youth and young adults from
deeper participation?

e Where are young people already leading, innovating, or supporting others—and how can that be
acknowledged and expanded?

¢ How might we co-create youth pathways that feel relevant, empowering, and inclusive across
different regions and disciplines?

Approach:

This subgroup will operate primarily through social media—hosted, live virtual sessions designed for
accessibility and authentic engagement. Sessions will begin with a national meet-and-greet hosted by
Megan Waugh, welcoming youth participants and introducing the purpose of the task force. From there,
the group will explore a rotating series of interactive themes such as leadership, mentorship, community
building, show life, horsemanship, and navigating transitions (e.g., youth to amateur, high school to
college/university/apprenticeship.

Format may include:

Peer-led Instagram Live or Zoom discussions

Collaborative Q&A boxes and polls on social media

Creative prompts and digital storytelling (e.g., “What being an AQHA youth means to me”)
Short video interviews with youth from each province

Feedback loops through surveys and DMs

Participants will not only be consulted—they will be co-creators in shaping the subgroup’s direction.
Emphasis will be placed on inclusivity, informal tone, and amplifying voices not often heard in traditional
AQHA structures. Feedback and findings will be summarized and brought forward to the main task force
for consideration in shaping future youth support and engagement models.

4. Governance

The task force will operate as a collaborative, inquiry-driven working group grounded in design
thinking principles. Its governance model emphasizes shared ownership, inclusive participation, and role
rotation to promote deep listening, creativity, and equity across all discussions.



Facilitation & Chairing Responsibilities

¢ While the overall coordination of the task force will be led by Laurie Haughton, individual meeting
chairs will rotate and be determined based on the agenda’s focus and needs.

e To ensure that subject matter experts (SMEs) can fully participate and contribute their insights
without being positioned as decision-makers, SMEs will not chair meetings where their area of
expertise is the central topic.

e Chairs are responsible for:

o Facilitating dialogue, not directing outcomes

o Ensuring that all voices are heard, especially from underrepresented or quieter
perspectives

o Guiding the group through the design thinking stages: empathy, definition, ideation,
prototyping, and reflection

o Coordinating with Laurie to prepare and distribute agendas and meeting materials

o Supporting a psychologically safe environment for open exploration and discussion

Meeting Cadence

e The task force will meet monthly via Zoom, with additional working sessions or subcommittee
check-ins as needed. Frequency may adjust based on the stage of the project or subgroup
progress.

Decision-Making Process

e The task force will use a consensus-first approach.
o When consensus is not immediately achievable, a majority vote will be used.
o Prototypes and draft recommendations will be stress-tested with broader stakeholder
input before finalization.
o Reflection and iteration are encouraged decisions are not endpoints but waypoints
toward evolving solutions.

Reporting Protocol

e A brief synopsis of activities, themes, and milestone progress will be submitted by Laurie
Haughton to the CQHA Board of Directors at each board meeting.

e Reports will be co-developed with input from subgroups and chairs, ensuring diverse
representation of insights and progress.

5. Methodology: A Design Thinking Approach to Capacity Building and Program
Development

The task force will follow a design thinking approach—a practical, people-centered method that focuses
on listening, problem-solving, and building tailored solutions through collaboration. This
framework will guide how we engage stakeholders, identify needs, and develop programs that are
relevant, sustainable, and grounded in the realities of Quarter Horse activity in Canada.

The task force will also serve as a conduit for transparent communication and collaborative planning
between CQHA and its provincial affiliates, who play an essential role in education, competition, and local
coordination.

The process will involve five key phases:



Empathize: Listen and Learn

We will begin by actively listening to Canadian stakeholders—provincial affiliates, show managers
& secretaries, AQHA judges, alliance partners (Canadian arms of the NRHA, NRCHA, NCHA)
breeders, trainers, coaches, and individual members—to understand their current challenges,
goals, and capacity gaps. This will include surveys, interviews, and open consultations.

Define: Identify Core Needs

The information gathered will help us clearly define the core problems and opportunities within
the current structure. This may include issues related to event sustainability, outreach, volunteer
retention, or program access.

Ideate: Explore Solutions Together

The task force will collaboratively brainstorm and shape practical ideas that can support AQHA-
affiliated activity in Canada. This could include new outreach models, funding readiness tools,
training resources, or national campaign strategies.

Prototype: Develop and Test Draft Solutions

Before finalizing any recommendations, we will develop drafts or pilot models where possible.
Feedback loops will be built in, allowing provincial affiliates and members to provide input and
help refine the ideas.

Implement: Deliver Actionable Tools and Recommendations

Final outputs will include both high-level recommendations and practical, ready-to-use tools
designed to support capacity building, strengthen affiliate programming, and align with AQHA’s
new grant funding model starting in 2026.

This design thinking approach ensures the process remains responsive, inclusive, and grounded
in the real needs of the Canadian Quarter Horse community. It also supports the long-term goal of

building a strong, united, and adaptable affiliate structure across the country.

6. Deliverables

Outline the key documents or outputs the task force is expected to produce.

e Stakeholder input summary (including survey results and affiliate interviews)

e Interim findings report & Supporting documentation (e.g., survey results, stakeholder
feedback summaries)

e Draft recommendations

e Grant-preparedness toolkit and optional proposal templates

o Draft affiliate model evaluation

e Final report with recommendations

e Presentation to CQHA Board and AQHA International Committee

7. Timeline / Milestones — Revised

Date Milestone
June 12 to 20, 2025 Taskforce framework comment period for the CQHA BoD
June 25, 2025 Taskforce framework revision circulation
June 30, 2025 Motion by email to approve finale version of the taskforce framework
July 15, 2025 Taskforce affiliate member participant identification deadline
August 5, 2025 Public Announcement and launch of National survey

August to October 2025 Stakeholder consultations (surveys, interviews, affiliate calls)
November 15, 2025 Draft recommendations circulated for feedback



Date Milestone

December 15, 2025 Development of grant-readiness toolkit and pilot resources
January 15, 2026 Final report completed and reviewed by task force
January 31, 2026 Presentation to CQHA Board of the Final report

Presentation to AQHA executive committee and AQHA International staff

March 2026 . .
as information

8. Communication Plan

Effective, transparent communication is essential to the success of this task force and to building trust,
momentum, and alignment among all stakeholders. In keeping with a design thinking approach,
communication will be iterative, user-informed, and co-created, rather than top-down or static.

Rather than prescribing fixed channels and cadence at the outset, the scope, rhythm, and methods of
communication will be collaboratively determined by the task force members, based on what is most
useful, inclusive, and effective for each audience.

Why Communication Matters

This plan is not simply about information sharing—it’s about building engagement and moving
stakeholders along a journey, from awareness to shared ownership of outcomes. Throughout the
Stakeholder Communication and Engagement Journey, communication efforts will support progress
through the following stages:

1. General Awareness and Understanding
— e.g., early updates to board members, website information, initial survey framing
2. Support and Contribution
— e.g., affiliate feedback sessions, mid-point consultations, member input
3. Co-creation and Participation in Future State
— e.g., shaping solutions, reviewing prototypes, sharing best practices
4. Sustainable Adoption and Knowledge Transfer
— e.g., final presentation to AQHA, published learnings, future-facing tools

Proposed Channels and Milestones
Internal (CQHA Board, Executive, Affiliate Liaisons):

e Email updates
e Briefings at CQHA board meetings
e Mid-point consultation to review insights and validate emerging directions

External (Provincial Affiliates, Members, Partners):

Stakeholder survey launched in July

o Affiliate Zoom feedback sessions: August to October

e Public updates via CQHA website and e-blasts: September/ October / November / December /
January

CQHA / Canadian AQHA Membership:

¢ National Membership surveys



e Virtual Townhalls
¢ Final recommendations and presentation shared: January 2026

Key Principle:

Communication will not be about broadcasting conclusions—it will be used as a tool to listen, test ideas,
and invite participation. All outputs will be shaped by the people who engage with them, ensuring
relevance, clarity, and shared ownership of both process and outcome.

9. Measures of Success

Given our goal of positioning Canada for long-term success under the evolving AQHA funding framework,
success must be measured not only by the quality of final outputs, but by how inclusive, practical,
and future-ready the process and deliverables are.

This task force is grounded in design thinking: the process of learning, iterating, and co-creating will
be just as important as the final recommendations. Our success will be reflected in how well we've
engaged, explored, and laid the groundwork for lasting impact.

Success Indicators:

e Clear, Feasible, and Forward-Thinking Recommendations
A set of affiliate structure and support system recommendations that reflect regional realities,
stakeholder input, and future-oriented thinking—designed to be practical and adaptable.

e Broad-Based Engagement
Demonstrated participation from at least 80% of affiliates and key stakeholder groups, across
diverse regions and roles, through surveys, interviews, or feedback sessions.

o Accessible Grant-Preparedness Toolkit
Delivery of a user-informed toolkit or resource package that helps affiliates and individuals
confidently prepare for and navigate funding opportunities.

e Constructive Feedback from AQHA
Evidence that the final deliverables align with AQHA's strategic direction and values, and that
Canadian perspectives are clearly articulated and respected.

e CQHA Board Endorsement & Action
Adoption of recommendations (in whole or in part) by the CQHA Board of Directors, and
commitment to ongoing review and refinement as needs evolve.

e Sustainability Plan for Beyond 2025
Identification of next steps—whether that’s a follow-up working group, a permanent innovation
committee, or new leadership pathways—to ensure momentum continues beyond the initial task
force mandate.



