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Background 

Late last year, the Chief and Council of the Horse Lake First Nation (HLFN) asked Four Winds 
& Associates to assist the Nation’s government to streamline it governance and administrative 
practices, with a focus on three areas: 
 

1. The HLFN Administration’s organizational structure and responsibilities. 
2. The HLFN Consultation process and its relationship with the HLFN Administration. 
3. The Investment Management Board (IMB) and its relationship with the HLFN Council 

and Administration.  
 
Four Winds & Associates is taking an ‘organizational development’ approach to assisting the 
HLFN Chief and Council. We are attempting to understand the current structure and 
responsibilities of the various parts of the HLFN government, including departments and entities. 
Our information-gathering included meetings with current HLFN staff, leadership and contract 
advisors, as well as a search for foundational documents. These are documents that outline 
important parameters such as organizational structures (reporting relationships), responsibilities 
of leadership and administration, and departmental roles. These foundational documents could be 
used to develop a more efficient structure for the HLFN government as an organization. 
 
The HLFN Government includes the Chief & Council, the Administration, and arms-length 
entities such as the Industry Relations Corporation (IRC) and the Investment Management 
Board. This Discussion paper deals with Chief & Council and Administration only; the 
consultation and IMB processes are discussed in separate documents. 
 
 
Findings to Date 

Meetings and discussions focussed on the need to realign the HLFN Administration, including 
clarifying relationships between Chief & Council, the Nation Administrator (Senior person in the 
administration), and departments within the HLFN Administration. Consensus was reached 
around bringing the consultation process (currently run by a third party through the IRC) into the 
HLFN Administration. 
 
Four Winds’ search for foundational documents resulted in only one document being retrieved –
an old “Duties of Council” document with no date or indication of whether it was ever approved. 
We found no evidence of an organizational chart showing reporting relationships between Chief 
Council, the Nation Administrator, Departments or Entities. There was no written record of the 
responsibilities of Council or Administration, or clarification of authorities in areas such as 
financial management or personnel. The existing “Duties of Council” document gives the Chief 
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the power to suspend individual employees “if an emergency exists until such time as the 
suspension is reviewed by Council” (p. 2, item 4). Neither Chief nor Council should be involved 
in the direct supervision of employees:   this is the job of the Nation Administrator and 
management in the Nation administration. Clarification of the responsibilities and roles of the 
HLFN Council and Administration would be a major step forward in developing a more efficient 
and effective organization.  
 
On June 16, 2015, seven members of the HLFN met to discuss wellness and community change. 
They identified a “lack of direction and strategy evident in almost all organizational and service 
delivery functions”. At this point there seems to be consensus developing among leadership, staff 
and some members of the community that it is time for change in the way that the HLFN 
government is conducting its operations. 
 
This change will be difficult, as the HLFN government has been living beyond its means for 
many years (see chart comments:  Investment Management Board). This situation has resulted in 
a lack of structure, budgeting and consistency in program delivery across the organization. 
Without organizational change, the HLFN will have withdrawn almost all of its original 
investment funding in a few years, leaving no funding for either operations or investment to 
support future operations. 
 
Organizational Structure and Roles 

Establishing an organizational structure and clarifying roles and responsibilities – between 
Leadership and Administration and for Departments within the Administration – would be a 
major step forward in improving governance and administration on a day-to-day basis. It will 
also support a budget process for departments within the administration, and help the HLFN to 
move toward a more sustainable budget for its operations. 
 
Some preliminary discussions have taken place around roles/responsibilities and organizational 
structure. The idea of introducing a Code of Ethics for Council caused some upheaval; this 
document may be necessary at some point but is not required in order to move forward with 
organizational realignment. 
 
A preliminary organizational structure (“org chart”) for the HLFN administration, incorporating 
a Consultation function, is shown in a separate document (potential HLFN org chart Aug 10 
2015).  It includes the following structure:  
 

• The Nation Administrator, reporting to the Chief & Council.  

• A Director of Operations, reporting to the Administrator and managing four Departments:  
o Administration; 
o  Consultation (IRC);  
o Economic Development; and  
o Community Services. 
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This preliminary organizational chart was developed with HLFN staff and is intended for 
discussion purposes. While an organizational chart shows reporting relationships; the HLFN also 
needs to clarify basic roles and responsibilities within these reporting relationships.  
 
Next Steps:  Work Plan for Organizational Development 

The meeting notes from the “Community Change Committee” meeting clearly show a need for 
better communication and “public awareness”. There is misunderstanding around recent 
initiatives to improve governance; however, current unease may be due to lack of 
communication and “...may not necessarily indicate opposition” (p. 2, item 4).  
 
It has taken some time to build consensus among leadership and staff to initiate organizational 
change; the process also need to include community awareness and support. Establishment of the 
Community Change Committee could indicate that there is ‘critical mass’ for effecting change. 
The HLFN leadership will need to support and build this critical mass if organizational 
realignment is to be successful, because it will need buy-in from community members. 
 
The following work plan outlines steps to develop and implement an effective organizational 
structure for the HLFN Administration and to clarify roles within that organizational structure. 
This project could have long-term benefits for both the Nation as a whole and for individual 
members. Clarity around structures and roles will enable the HLFN to move forward with other 
elements of establishing a professional organization, ranging from administration and personnel 
matters to policies for the consistent delivery of programs and services to HLFN members. 
 
 

 
Project Step 

 

Timeline 
(# of days) 

 
Activities, Deliverables, and Outcomes 

1. Communication / 
Public Awareness  

 
 

Sept. – 
Nov. 2015 

 
 

 Support HLFN Chief & Council and HLFN 
Administrator to build support for organizational 
realignment. 

 Attend meetings with HLFN leadership, staff, 
professional advisors, Community Change Committee 
and community members. 

 Deliverables will include briefings, meeting notes and 
input into organizational design (steps 2-4).  

 Outcomes will include better awareness of current 
issues and initiatives to address them; building of 
common understandings around limitations (e.g., 
budget issues) and solutions; and recommendations for 
organizational design. 

 
2. Develop and 

Approve 
Organizational 
Structure 

 
 

Oct. – Dec. 
2015 

 

 Work with HLFN leadership, staff, professional 
advisors, Community Change Committee and 
community members to develop a chart showing all 
parts of the HLFN government and reporting 
relationships between them. 
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Project Step 

 

Timeline 
(# of days) 

 
Activities, Deliverables, and Outcomes 

  Deliverables will include an Organizational Chart for 
the HLFN Administration. 

 Outcomes will include common understandings of and 
clarity around the structure of and authorities within the 
HLFN Government.  

 
3. Clarify Roles and 

Responsibilities 
between HLFN 
Council and 
Administration 

 
Nov. 2015 
– March 

2016 
 
 

 This overlaps with Step 2 and involves defining the 
roles, responsibilities and major duties/functions of 
Chief and Council versus the Administration. 

 Deliverables could include a “Roles and 
Responsibilities” document and/or other documents 
such as Codes of Conduct for Council and/or Staff. 

 Outcomes will include improved understandings of 
roles and responsibilities among leadership, staff and 
community members. 
 

4. Outline Roles and 
Responsibilities for 
Departments within 
the Administration 

 
Jan. – Mar. 

2016 
 
 

 This overlaps with Step 2 and involves defining the 
roles, responsibilities and major duties of Departments 
within the Administration. 

 Deliverables could include a “Roles and 
Responsibilities” document for Departments. This could 
form the basis for developing departmental budgets and 
work plans. 

 Outcomes will include common understandings of 
departmental roles and responsibilities among 
leadership, staff and community members. 

 Outcomes will also include improved public awareness 
of the role of the HLFN government and its programs 
and services. 

 Outcomes could also include increased efficiency, 
improved internal processes and better working 
relationships with government and industry partners.   

 
 


