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Communication and Collaboration Protocol

between the Rotary Community Leaders and
G-Train (District Governor, District Governor Elect and District Governor Nominee) of


District XXXX


2025/26



Purpose 
The purpose of this template is to facilitate a discussion between the Rotary Community Leaders (RCLs) and the G-Train (District Governor, District Governor Elect, and District Governor Nominee*[footnoteRef:1]) of a District, and record their agreements about how they will communicate and collaborate[footnoteRef:2],[footnoteRef:3].  [1: 	Some Districts have different positions in their G-Trains and others do not use this term. For the purpose of this Protocol, the term ‘G-Train’ refers to the District Governor, District Governor Elect and District Governor Nominee, in the year to which the Protocol applies. ]  [2: 	The inclusion of the District Governor Elect and the District Governor Nominee is important to promote continuity, and to ensure that any specific responsibilities within a Rotary year are considered, for example, the District Governor Elect’s responsibility for learning and development of club leaders.]  [3: 	Note that some RCLs will be party to two Protocols, due to clubs coming from two Districts.] 

This document should be reviewed annually and where there are changes, the changes noted.
Context
The Zone 8 Regionalisation Pilot introduces a new role, Rotary Community Leaders, who will facilitate groups of clubs (Rotary Community Groups) to create and implement Growth Plans. They will also provide, or facilitate access to, the support that clubs need. They will focus particularly on the development of club leaders to lead and engage their club members. 
District Governors remain in place for the duration of the pilot. They have important roles and duties to perform. Some of these will be unchanged from their current roles, for example with respect to The Rotary Foundation. 
See appendix 1 for a summary of the key responsibilities of each position. You can also see the Rotary Community Leader Position Description and the Zone 8 Governor Duties over course of the Pilot.
While neither of these positions will report to, or be directed by, the other, a close working relationship will be essential to the smooth running of the Rotary Community Groups (RCGs), and the District as a whole.
With some responsibilities transferring from District Governors to RCLs (eg club plan development), and some responsibilities intersecting (eg Rotary programs until they transfer to the Regional Council), common understanding and interpretation of who is responsible for what will help to prevent gaps or duplication and promote harmony.    
Meeting Setup
Organisation of the Protocol discussion date, time and venue (or online) will be done by the person who is in the Governor role at the time of the protocol discussion.  It is strongly recommended to use a third-party Facilitator, chosen from a list compiled by the Regionalisation Change Management team and agreed by the participants, to facilitate the discussion between the protocol partners.
How to use this template
Use the questions in the template to guide discussion about how you will work together, then record your agreements. Guidance notes are included in italics. This is a dynamic document to generate discussion and does not cover all potential scenarios which may be encountered by RCLs or G-Trains. You are welcome to add other agreements.
The Protocol also identifies and outlines a number of mandatory processes.
Record of Discussion 
	District#
	

	Date
	

	Facilitator
	

	RCLs present
	

	G-train present
	


(A)	Shared Understanding/Agreements
	1
	Whilst there will be no reporting, the RCLs and G-Train will need to communicate effectively with each other to remain mutually informed and supported. How will we do that? 
RCLs are requested to work together on this – it will generally be unworkable for a G-Train to accommodate multiple individual preferences.
Examples
· Club issues (outside of mandatory process issues – these are covered in section B)?
· Projects, cross-RCG collaborations, approaches to District Programme Leads? (now including Membership Chair and Public Image Chair)
· District Leadership Team decisions that impact on the clubs in the District?
· Updates on implementing the RCG Growth Plans?
· Invitations from clubs?
· What communication method/s work best for each of the RCLs and G-Train members? For example: WhatsApp or Text preferred over phone call or email? Other options?
· What existing communications channels do you already have that can be utilised for the RCL to communicate with the broader district and vice-versa.

	[bookmark: _Hlk167781244]
	






	2
	How do we ensure there are clear and effective communications with Clubs, without conflicting or confusing messages from amongst us?
Examples
Event details, cause or project promotion, Regionalisation updates, collaboration requests, Use of existing District Communications such as newsletters, websites. 
This may also entail airtime at Presidents Meetings or other district gatherings where club leaders and presidents, presidents-elect are present.

	[bookmark: _Hlk167781253]
	






	3
	How will the RCLs and G-Train collaborate effectively regarding club challenges, to ensure clubs and members are supported and there is no confusion of roles or messages from amongst us?
Examples
Clubs considering closing (not yet decided); areas identified for new clubs; lack of club officers for the coming year, internal club tension/disputes; inter-club tension/disputes (outside of mandatory process issues – these are covered in section B)

	
	






	4
	How will club, RCG and District events, fundraisers and programs continue to be communicated to members and clubs? 
Note this is a non-mandatory District role. If/how the District intends to communicate such items does not require agreement by RCLs. However, it is important for the RCLs to understand and support District communication of this nature. 
Examples
Application dates for RYE, RYLA and RYPEN etc; award events, Family and Domestic Violence awareness or support programs etc

	
	



	

	5
	What type of RCG activities would include an invitation to the G-Train? What District activities would include an invitation to the RCL(s)?
The RCGs and RCLs are not part of the District management structure, but RCLs and G-trains and District teams are to work together to ensure that through their combined efforts  that they  collaborate to deliver against the following 3 critical outcomes:
· Growing Membership 
Cultivating vibrant clubs, introducing innovative models, and launching new clubs to thrive in an evolving world 
· Creating Lasting Impact 
Making a profound difference in communities locally, regionally, and globally. 
· Enhancing Rotary’s Brand and Legacy
Establishing Rotary in Zone 8 as a globally recognized and trusted service organisation and partner of choice
Examples
Presentations at District L&D events, RCG community promotions or project launches, etc
Examples
Presentations at District L&D events, RCG community promotions or project launches, etc

	
	






	6
	How best to promote Learning Events before, during and after their transition to the Region? 
Example
Promotion of learning for club leaders and members
PELS – what role with the RCLs play in delivering the program to district leaders?

	
	






	7
	How will we ensure the RCG Growth Plans are easily viewed by all Rotarians/Rotaractors in the District?


	
	Each RCL will have access to a Rotary South Pacific Teams environment to store their Growth Plans, and share the document (with version control) to the G-train. This could also be the repository for this document)
By doing this, new or replacement RCLs, incoming presidents and DGNs will have access to the same/latest version of information outside of emails.






	8
	How will we deal with any conflict that arises amongst us in the term of this Protocol promptly and with goodwill?
Examples
Either the G-Train or RCLs are concerned that the other party is not sharing information as per the Protocol 

	
	







	9
	How and when will we maintain and review the Protocol?
Examples
Meet again together for a half year check-in?
Set date for establishing the new Protocol towards the end of this Rotary year? 

	
	
Pulse check recommended each 6-months
Re-introduction whenever there is a role change to any of RCL, president elect, president, or G-train member






	10
	RCL on and off boarding, and changes to the composition of an RCG


	
	In the case of a departing or incoming RCL
· Advise the RCN and G-train of the update
· The RCN has a Well-being support role that will activate to coordinate the process of seeking a new candidate, installing or offboarding an RCL
· This also includes changes to RCL access to the RSP Teams environment, and their “AG” access point via club runner for club data on their RCG

Changes to the composition of an RCG
· Should either the RCL or G-train consider the need to adjust a RCG, please contact the RCN in the first instance to evaluate and discuss the situation
· Examples may be, to few or too many clubs now in a RCG due to clubs opening/closing
· Distance
· Theme or type of clubs within the RCG have changed so that a re-alignment is required
· Please do not make changes with first starting the consulative process with the RC





(B)	Mandatory Processes
	1
	A Rotarian or Rotaractor makes a complaint about a G-Train member

	
	Steps:
i. Encourage the complainant to discuss the matter with the relevant person, if they have not done so already
ii. If that has been unsuccessfully attempted or is not possible for some reason, refer the complaint, where the Governor is not the object of the complaint, to the Governor.  Otherwise refer the matter to the immediate past District Governor or a recent past Governor.
Refer to Rotary International Code of Policies (April 2023), Article 26.120

	2
	A Rotarian or Rotaractor makes a complaint about a Rotary Community Leader
Note that only the Rotary Communities Nominee is authorised to deal with a complaint regarding a Rotary Community Leader

	
	Steps:
i. Encourage the complainant to discuss the matter with the relevant person, if they have not done so already
ii. if that has been unsuccessfully attempted or is not possible for some reason, refer complaint to the Rotary Communities Nominee.

	[bookmark: _Hlk167976211]3
	It becomes known there is a conflict situation in a club which is impacting negatively on the members and the club’s operation.

	
	Steps:
i. Governor and RCL should be advised of the situation;
ii. RCL and Governor collaborate to agree response and plan of support;
Refer to:
· Rotary International Code of Policies (April 2023), Article 26.120;
· Rotary International Standard Rotary Club Constitution, Article 17, and
· District Bylaws.
If the Conflict Management Officer is in place in the RC Corp and Admin team, they can provide guidance.




	4
	An allegation of abuse is made by a participant in a Rotary Youth programme

	
	Steps:
i. All allegations of abuse or harassment involving youth shall be reported to RISPPO within 72 hours of learning of the incident.
Contact Andrew Best +61 2 8894 9820, andrew.best@rotary.org;
ii. Any allegation of abuse must be immediately reported to the appropriate law enforcement agency;
iii. The Governor should be advised of the allegation, unless they are the object of the complaint, in which case RISPPO, Andrew Best +61 2 8894 9820, andrew.best@rotary.org should be advised;
iv. If there is likely to be media interest contact Communications and Public Relations at RISPPO for guidance, Juliet Potter: Juliet.potter@rotary.org 
v. An independent and thorough investigation must be made by the club and district into any claims of abuse or harassment
Refer to Rotary International Code of Policies (April 2023), Article 2.120.2 and Article 41.050

	5
	A Rotary Club’s major sponsor has been accused of embezzlement and misuse of funds. Major media outlets are covering the news and Rotary is mentioned as an entity who has close ties with the organisation.

	
	Steps:
i. Inform the Governor of the situation;
ii. Governor to contact Communications and Public Relations at RISPPO for guidance, Juliet Potter: Juliet.potter@rotary.org
iii. Governor keeps relevant stakeholders, including G-Train and RCL, informed;
iv. Governor is point of contact for the media






Appendix
Summary of DG responsibilities
	2024/25
	2025/26
	2026/27

	· Support our Regionalisation Pilot; 
· Achieve the RI President’s annual goals in co-ordination with Regional Council (RC) Portfolio teams; 
· Promote the Rotary Action Plan in collaboration with RCLs and RC; 
· Supervisory and management aspects of The Rotary Foundation in the district;
· Supervise district management, meet fiduciary requirements and report as required to RI and local authorities
· Remain the officer of RI in the district;
· Organise new clubs, promote membership retention and growth in collaboration with the RC and RCLs – in conjunction with the district membership chair
· Advise and assist on adverse Public Relations Issues.  Work with the relevant club(s), RCL(s) and RC Public Image team on the PR response; - in conjunction with the district PI chair
· Appoint a mediator with appropriate mediation skills and experience if asked by a club;
· Club suspension or termination;
· Risk Management – District Insurance and Youth Protection
· Resolve matters not solved at club/RCG level (excludes matters involving the RCL);
· Investigate disputes over Rotary-related elections
· Address allegations of harassment as required;
· Manage District specific projects which have not been transferred to a club, RCG, or the RC;
· Liaise collaboratively with the RC and RCL;
· Be a point of contact for the media

	· As DGE - deliver learning and development for Presidents Elects and clubs
	· Collaborate with the RC on voting processes to seek club preferences for continuation of piloted processes.
· Collaborate with the RC on Pilot reports as required by RI.
· Continue the agreed approach with RCLs on collaboration and communication
· As DGE - collaborate with the L&D portfolio to deliver learning and development for Presidents Elects and clubs
	· Collaborate with the RC on voting processes to seek club preferences for continuation of piloted processes.
· Collaborate with the RC on Pilot reports as required by RI.
· Continue the agreed approach with RCLs on collaboration and communication
· As DGE - collaborate with the L&D portfolio to deliver learning and development for Presidents Elects and clubs





Summary of Rotary Community Leader responsibilities
	2024/25 – 2026/27

	
·  Facilitate collaboration amongst Clubs in the Rotary Community Group (RCG), and across other RCGs as appropriate, to set and achieve the RCG’s goals. 
· Inspire and mentor Clubs within the RCG. The RCL will use their experience and skills to guide the Clubs to achieve their goals, including their contribution to the Community Group’s goals. Community impact (including through bigger scale partnerships), public image, member experience, and membership growth (through Club growth and new Clubs) are priorities.
· Provide advice and guidance when Clubs seek it, and connect Clubs to the most appropriate specialists as required in the Regional Council Portfolios, Rotary Specialist Network, Rotary International, or external partners.
· Liaise collaboratively with the relevant District Governor/s to enable a smooth transition to the Regionalisation model being piloted, with a focus on unified support for Clubs and members.
NOTE ONLY – This should now include the triumvirate of G-train, District membership and PI chairs and the RCLs
· Work collaboratively with other Rotary Community Leaders to ensure effective leadership across the Oceania Region. Be aware of the issues and challenges likely to be faced by Rotary across Zone 8, including the many cultural and linguistic communities in the Zone 8 Region. 
· Develop suggestions for the Rotary Communities Nominee on the Regional Council on any support to Clubs, process improvements or knowledge enhancement opportunities for Club members.
· Contribute as required to the monitoring and evaluation of the Regionalisation Pilot, with respect to the RCGs and RCLs.
· Honour any Financial Policies that are issued and updated from time to time (?) Including the requirement to not incur any costs until forward expenditure has been approved by the RCN and the Regional Council Treasurer






Document Version History:

	Date
	Version
	Summary of changes
	Approved by

	Prior to September 30, 2025
	V15
	Initial document and first circulation of the document
	

	October 10 2025
	V16
2025/26?
	Updates and changes throughout the document to reflect the practice of the roles of Governor and Rotary Community Leader and incorporate the positions of membership and public image in a District Team
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