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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. 
As part of our information-gathering, we tried to locate foundational documents for current 
mandates and reporting relationships.. Foundational documents that outline important parameters 
such as structures, roles and objectives could include Terms of Reference, Band Council 
Resolutions (BCRs), contracts, and reports to/from the HLFN Council. Some information on the 
history of the IMB was provided in emails from two current IMB members. 
 
Findings to Date 

Findings are grouped into three main areas for discussion purposes:  
 
 

1. Mandate of the Investment Management Board and its Members 
 
The Mandate of the IMB is outlined in the “Banking Agreement Dated for Reference November 
23rd 2000” between the HLFN Chief and Council and the Canadian Imperial Bank of Commerce. 
Schedule “B” of the agreement is a Band Council Resolution (BCR) that outlines the 
membership, qualifications, quorum, conflict of interest provisions, duties, and reporting 
responsibilities of the IMB. The IMB has 6 (six) members. This includes three (3) professional 
advisors and two (2) HLFN members elected by the membership. The Chief or another member 
of Council acts as Chair, depending on the nature of the business. Pages (iv) and (v) of Schedule 
“B” outline chairmanship for matters relating to investments, land purchases, project proposals 
and budget proposals.  
 
The duties of the three “professional advisor” members of the IMB are outlined in contracts 
between the HLFN and the advisors. These contracts are for an annual amount of $180,000 
($15,000 per month), with one year’s remuneration in the event of termination for “any reason 
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other than a material breach by the Contractor”. The termination provisions were put in place by 
the HLFN Chief and Council in 2013. They were intended to prevent subsequent Chiefs and 
Councils from terminating the appointed representatives without cause and assure continuity of 
the Board. They were also intended to minimize future political influence on the Board’s 
appointed members.  
 
No paperwork could be found outlining the qualifications, duties, responsibilities or 
remuneration for the two Elected (HLFN) members of the IMB. Numerous references, both 
written and verbal, were made to “BCRs” but none could be found other than the original BCR 
that is a schedule to the banking agreement. The two Elected members of the IMB have an 
important role in the financial affairs of the Nation, and also make up part of the Quorum for 
appointing the professional advisors on the Board.  
 
Given that the current HLFN members were Elected to the IMB in June of this year, we expected 
to find a paper trail about their qualifications or roles. A written record of the qualifications, 
duties, responsibilities and remuneration for the Elected members of the IMB would be very 
helpful in clarifying roles, responsibilities and reporting relationships moving forward. This 
document should be available to the members of the HLFN Council as well as to interested 
members of the HLFN.  
 
 

2. Reporting from the IMB to the HLFN Council 

According to the original terms of reference (p. iv) the IMB makes its decisions in private but is 
obliged to share its decisions with the HLFN Council within two weeks of the date of decisions. 
We found no records of any IMB board meetings or decisions since 2008 and there does not 
appear to be a consistent process in place for information-sharing between the IMB and the 
HLFN Council. 
 
In a letter to IMB members in April, 2015, the Chief of the HLFN asked for information about 
advice provided to the IMB with regard to investments, processes to ensure that investments will 
provide an economic benefit to the Nation, and a list of current investments. Examples were 
provided in response to the Chief’s questions, including reference to ‘monthly updates’ from 
‘investment advisors’. No list of current investments was provided. 
 
According to the original terms of reference in the schedule to the banking agreement, the IMB 
is “acting as an agent of the Chief and Council” (p. iv). The current Council needs to become 
better informed about the IMB’s activities and results. A process needs to be put in place to 
ensure that the HLFN Council is informed about current investments and business proposals. 
Despite numerous references to “monthly reports”, no paper trail could be found to substantiate 
regular reporting from the IMB to the Council. A more formal process (e.g., monthly written 
updates or verbal reports to Council) would ensure that there is better communication between 
the Council and the IMB, its agent. A better understanding of current investments, decision-
making processes and and proposed projects would help the Council in its decision-making with 
regard to current and future economic ventures. It would also help the HLFN leadership to 
address or respond to concerns and questions from HLFN members. 
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3. HLFN Budget Sustainability Issues  

The rates of expenditure from the HLFN Settlement Account are a major concern shared by both 
the current leadership and the IMB members. There appears to be consensus that the current rates 
of withdrawal to support the Nation’s operations are not sustainable.  
 
Based on a review of written information provided by the HLFN leadership and current members 
of the IMB, there seems to be longstanding concern about unrestrained (“free for all”) spending 
by the Council and the lack of a budget process for the HLFN administration. Current spending 
practices are clearly unsustainable. IMB funds are being used to support the day-to-day 
operations of the HLFN administration, which was not the intention of the investment funding.  
 
Since the Settlement Agreement was signed (15 years), the HLFN has not developed a realistic 
operational budget that is not reliant on IMB funds. One IMB member commented that the 
termination provisions for IMB members, which some view as ‘one-sided’ (overly generous) 
were intended as a “deterrent for monthly firings when the C&C didn’t get their own way”. This 
clearly applies to the contracts for the professional advisors on the IMB and it may apply to the 
Elected members as well (although there is no paper trail available to confirm this). 
 
One member of the IMB suggested that the HLFN Council should “implement a budget which is 
not dependent on Board funds and develop processes to ensure that their budget is followed”. 
This will be a difficult task after 15 years of unrestrained spending; however, it is clearly 
necessary if any of any of the Nation’s original investment funding is to be retained and grown to 
support future generations. 
 
Members of the IMB have asked for a meeting with Council to share information and clarify 
expectations around the organizational review. To date, the organizational review has found that 
roles of the Elected IMB members need to be formalized along with regular reporting from the 
IMB to the HLFN Leadership. Formalizing and clarifying roles will be helpful, but the main 
issue that needs to be discussed is development of a realistic operating budget as well as a 
budgeting process.  
 
A new operating budget and budgeting process will need to be part of HLFN’s organizational 
restructuring. Current operations need to be more efficient and cost-effective in order to be 
sustainable without withdrawing funds from investment accounts. There will be political fall-out 
as the current Council will need to make hard decisions and stop paying for things that the 
Nation cannot afford. However, the Council and IMB have common goals. If they can work 
together to achieve these goals, the end result will include a more efficient and cost-effective 
administration as well as maintenance of an investment fund. This fund could clearly grow to 
support future generations if the Nation no longer used it to sustain day-to-day operations. 
 
 
 


