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DISCLAIMER
This report was prepared by MNP LLP (“MNP”) at the request of the City of Moose Jaw (“City”). Any use that a third party makes of
this report or reliance thereon, or any decision made based on it, is the responsibility of such third party. MNP accepts no
responsibility for damages, if any, suffered by any third party as a result of decisions made or actions taken based on this report.
The material in this report reflects MNP’s best judgement in light of the information available at the time of its preparation. MNP has
relied upon the completeness and accuracy of all the information, data, advice, opinion or representations obtained from stakeholder
interviews, public sources, comparative jurisdictions, plus reports prepared by DFFH management and the City. The findings in the
report are conditional upon such completeness and accuracy of the Information provided. MNP has not verified independently the
completeness and accuracy of the information in all cases.

MNP has presented an evaluation of potential future state options for management to consider and is not responsible for any
decisions made in connection with the implementation or use of this report. It is important to note that the conceptual evaluation of
options is based upon estimates for planning purposes. This document is intended to provide a basis for the City and DFFH Board
of Directors to assess potential alternatives and options related to the long-term sustainability of the facilities.
MNP reserves the right at its discretion to withdraw or make revisions to the report should MNP be made aware of facts existing at
the date of the report which were not known to MNP when it prepared the report. The findings are given as of the date hereof and
MNP is under no obligation to advise any person of any change or matter brought to its attention after such date which might affect
the report’s findings and conclusions.
We understand the results of this study will be shared with key stakeholders and other external stakeholders as appropriate. As well,
results of the study may be made publicly available.

2

TA B L E O F C O N T E N T S
Title

Slide #

Introduction

4

Project Overview & Methodology

6

Background & History

9

Financial Analysis & Benchmarking

14

Governance

22

Management & Operations

27

Alternative Business Models

35

Summary of Recommendations

39

3

I NTRODUCTION
Project Scope
MNP was engaged to assess operations at the Downtown Facility and Fieldhouse in Moose Jaw by focusing on four main
areas:

•
•
•
•

Financial analysis and benchmarking;
Governance;
Management and operations;
Alternative business models;

The intent of the review was to conduct a high level assessment of operations at Mosaic Place and Yara Centre to determine
the current state, ascertain what has lead to financial difficulties and to provide insight into how the DFFH could improve
operations in the future.

The DFFH Facilities – “The Jewel of Moose Jaw” and a Source of Community Pride
“When people walk into Mosaic Place, the commonly remark – I can’t believe I am in Moose Jaw”
This project was an opportunity to consider the current state at DFFH and to identify both areas working well as well as
improvements that could be made. However it is also important to be mindful of the high quality facilities that Moose Jaw has
in Mosaic Place and the Yara Centre.
During the discussion, it was quickly apparent that both Mosaic Place and Yara Centre were well received by stakeholders and
members of the public that use the facilities. Both facilities are a source of pride for Moose Jaw citizens and the individuals,
teams, leagues and organizations that use the facilities generally seem to be very pleased with the quality of both Mosiac
Place and Yara Centre.

In many ways, these facilities are a differentiator for Moose Jaw relative to most other cities with similar populations. We
have heard that during the early days of Mosaic Place, individuals touring the facilities for the first time would frequently
comment that they couldn’t believe they were in Moose Jaw because the modern facilities were of such high calibre.
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I NTRODUCTION
Structure of the Report
This report represents a summary of the findings we encountered during our review of Mosaic Place and the Yara Centre. The
analysis has been separated into four main sections:

1. Financial Analysis and Benchmarking: This section considers how successfully has the Board and CEO managed the
financial operations of the DFFH. It also includes an analysis of the DFFH relative to comparable organizations in Western
Canada.
2. Governance: This section considers the governance structure of the DFFH including the effectiveness of the current
Board of Directors as well appropriateness of the current governance polices, processes and tools.

3. Management and Operations: This section considers the effectiveness of the CEO and management team at the DFFH
and the extent to which the Mosaic Place and Yara Centre are meeting the needs of stakeholders.
4. Alternative Business Models: This section outlines alternative business models for the DFFH and considers what impact
these models may have on the City of Moose Jaw subsidy levels.
Each sections includes a summary of our findings, an assessment of gaps in that particular area, and a series of
recommendations for improvement. The report concludes with a comprehensive list of recommendations from each of
sections within the report.
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Project Overview
&
Methodology
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P R O J E C T O V E RV I E W & M E T H O D O L O G Y
MNP was asked to provide their assessment and advice in
the context of supporting the long-term sustainability and
success of Mosaic Place and Yara Centre for the benefit of
the community.

Moose Jaw City Council engaged MNP to conduct an independent and
direct assessment of the Moose Jaw Downtown Facility and Fieldhouse
(DFFH). The assessment was driven from a “business and
management” perspective. More specifically, the City was looking for
financial analysis of the organization’s financial history to understand
how it reached the financial position in the current state.

Approach

In order for the City to have confidence in the operational management
of the DFFH, an analysis of the current state and the development of
options and recommendations for the future were required.

The assessment of DFFH was divided into three distinct phases of
work preceded by a project planning phase.

MNP conducted an analysis in three specific areas:

Overall Project Objective for MNP
The project focused on
three areas of analysis:
1. Financial Management
2. Management Approach
& Practices
3. Governance Practices

1. Assessment of financial management systems, policies, plans, and
sustainability;
2. Review of Management’s approach and practices for managing the
facilities; and
3. A review of the governance practices of the facility.

Phase 1: Project Initiation
MNP’s core objective was

This review also considered the sustainability of the current operating
model and staffing composition, as well as the current governance
structure. This included developing and describing a future state
operating model, providing a high level estimate of potential cost
savings, and identifying opportunities for chances based on gap
analysis and industry best practices. In order to ensure that the City has
reliable financial information, MNP also assessed the current tools that
are accessible to the Board and Management, including but not limited
to, financial and performance data, internal controls, financial
performance, organizational policies and more.

to support the long-term
Phase 2: Current State
Assessment / Gap Analysis

“sustainability” and
“success” of the facilities
for the community.

Phase 3: Develop Options
and Recommendations
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P R O J E C T O V E RV I E W & M E T H O D O L O G Y

Input from Diverse
Stakeholders

Project Stakeholders

Organization

Representatives

• Incorporating a diversity of opinions in the
review process is an effective way of ensuring
that issues are explored from multiple
perspectives and that the review team is not
swayed by an individual recountment of events.

DFFH Board

Two conversations with the full Board; focus group
session with four Board members

DFFH Management

One on one discussions with the following:
•
•
•
•
•
•

• In order to ensure a variety of viewpoints during
this review, MNP has placed an emphasis on
conducting a broad range of consultations. This
frequently consisted of one-on-one discussions
in person in Moose Jaw.

Our reporting relies
heavily on input from a
diverse group of

•

stakeholders.

Our project team held discussions with the
following groups:

We sought to corroborate

Moose Jaw Warriors

Alan Miller, General Manager

Moose Jaw City Council

Focus group session with five councillors

City of Moose Jaw

One on one discussions with the following:
• Matt Noble, City Manager
• Myron Gulka-Tiechko, City Clerk and Solicitor
• Bryan Acker and Sandy Campbell, Director,
Finance; City Comptroller
• Jody Hauta, Former Director, Parks and Recreation

Compass Food Group

Bryan Smylski, Manager

comments through

multiple source or verified
through documentation.
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B A C K G R O U N D & H I S TO RY
DFFH Timeline

2006

2006 – 1st multiplex referendum

2009

Feb. 2009 – 2nd multiplex referendum

June 2009 – Construction on multiplex begins

Publicly Debated Topic in Moose Jaw
The decision to build a new sport facility in Moose Jaw has been thoroughly considered and
debated in the public forum for over a decade. Two referendums have been held on the topic
of constructing a multiplex in Moose Jaw with an estimated total cost to construct the facility
ranging from $36 to $61M. In both cases the yes side won (71% in 2006 and 60% in 2009).
The public has been generally supportive of the multiplex, however a portion of City residents
remained opposed to the cost associated with constructing the multiplex and the associated
increase in municipal taxes. This opposition ranges from an unsuccessful lawsuits (dismissed
by the Saskatchewan Court of Appeal in December 2008) to more general criticism on social
media. The total amount invested from the City of Moose Jaw was $36.5M, with $8M coming
from the Federal and provincial governments and community fundraising provided $10M.
Facility
Construction began on the downtown facility in July 2009. The facility had an official grand
opening in 2011. Mosaic place is located in the downtown area with Yara Centre located
approximately two kilometers west. Both facilities are currently perceived as being in good
shape and generally high quality facilities by stakeholders consulted during this project.

2010
Sept. 2010 – CEO Hired

Nov. 2010 – Grand Opening

2011

Jan. 2011 – 1st multiplex budget
Aug. 2011 – Mosaic Company purchases
naming rights for 10 years

2012
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Organization
Mosaic Place and the Yara Centre are operated by the Downtown Facility and Fieldhouse
(DFFH). A non-profit corporation lead by a independent board of directors and executive
team. DFFH staff are not employees of the City of Moose Jaw. The DFFH team had a early
focus on the logistics and operational details of establishing two facilities. The supporting
organizational details were of secondary concern due largely to the hectic pace required to
get the facilities up and running. As a result, orientation and training for the board and
executive members was not a fulsome process and the organizational policies and
procedures were developed on an ad-hoc basis in the early years of the DFFH.
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OVERALL MNP F INDINGS
1.

There was significant initial focus and effort by the Board and Management to get DFFH staffed and
operational. The Board and Management deserve significant praise and appreciation for getting the buildings
operational at the outset.

2.

At the outset the organization rode a wave of enthusiasm from within the community and externally from event
promoter’s which fuelled strong financial results for the first three years.

3.

During this start-up the Board, Management, and to a lesser degree the City, did not invest sufficient
resources towards policy development, role clarity, training and operations to ensure long-term sustainability.

4.

When the Canadian dollar dropped throughout 2014, financial challenges emerged with a drop in revenues
from promoter based shows decreased sharply in 2015. The change in financial conditions highlighted gaps
in financial management, governance, operations, policies, communication and people.

5.

The DFFH has increasingly faced pressures in multiple areas organization’s overall performance and
management has been declining. The current trend line is not sustainable.

6.

The openness and effectiveness of working relationships between DFFH and City Hall have eroded. A new
more constructive relationship needs to be established.

7.

There is a strong level of commitment to the DFFH from key stakeholders. Effective leadership combined with
a clear plan can return the organization to a long-term sustainability and success. Now is a time for renewal.

Enthusiasm.

Foundational Gaps.

Market Changes.

Declining Performance.

A Time for Renewal.
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SPECIFIC MNP F INDINGS BY T HEME
1. Planning & Financial Management

4. Benchmarking

• Absence of Long-Term Strategic Planning as
a Foundation
• Budgets have not been realistic and
spending has exceeded approved levels
• The Board has delegated too much financial
oversight to the CEO
• Financial management has improved
somewhat in the last 6 months

• DFFH has more managers than
comparable organizations
• All comparator organizations – regardless
of business model – require a municipal
subsidy
• Management salaries appear in-line with
other comparators

2. Internal Controls

5. Board Effectiveness

• Generally there appears to be policies and
procedures in place to mitigate risk in each of
the major areas of operations and facilities
• DFFH staff have indicated that polices and
procedures are not always complied with
• Bowl events represent a significant risk factor
for the DFFH
• The financial reporting should be
strengthened to include additional reports and
analysis

• Lack of formal training and oversight
provided for the DFFH Board
• The Board and CEO have not fully
understood their role, relationship, and
accountability to the other.
• Too much empowerment to the CEO

3. Subsidy
• The business model for DFHH was never
designed to be self sustaining – recurring
subsidies were assumed
• The CEO and Board were too optimistic in
setting future revenues based on initial years
• DFFH will require a subsidy in the long-term
to sustain operations and service levels
Introduction
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6. Governance
• The Board placed too much empowerment
and trust in the CEO overall
• The Board has been too reliant on the CEO
for interpreting financial data and
performance results
• The Board lacks a risk management
framework for special events
• Gaps in policies have been exposed when
the organization needed to react to
circumstances
• The volunteer Board needed and still
requires additional support

Financial Analysis &
Benchmarking

Governance

Management &
Operations

7. Assessment of Management and
Leadership
• The CEO appears to have been controlling
data and limiting the flow of information to the
Board; this limited the Board’s ability to fulfill
its role
• The CEO managed the DFFH as a private
enterprise rather than appreciating its public
ownership and accountability to City Hall
• Financial management does not appear to be
a strength of the CEO
• The CEO did not have in place a
comprehensive set of policies including in HR
• Staff do not trust the independence and
objectivity of the HR system
• Confidence in the CEO has been eroding
amongst the staff

8. Assessment of Facility
Operations
• Stakeholders indicate that the facilities are
in good shape and are meeting their needs
• Staffing issues may risk the long term
quality of operations at both facilities
• The third-party food service provider has
had repeated turnover of management at
Mosaic Place
• Stakeholders have complained about food
and beverage quality and service at Mosaic
Place
Alternative Business
Models

Summary of
Recommendations
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S U M M A RY O F R E C O M M E N D AT I O N S
MNP recommends a renewal of the organization using an enhanced non-profit model supported by the following
recommendations:
Financial Analysis and Benchmarking
1. Develop a strategic plan for the DFFH
2. Revised budget development process and operate within approved budgets
3. Develop standardized forecasting and timelines
4. Identify an appropriate and sustainable subsidy level
Governance
5. Develop a terms of reference for the DFFH Board
6. Pursue Board renewal
7. Provide governance training for the Board
8. Develop a risk policy and event acceptance for the DFFH
9. Rebuild relationship between the Board and City Council
10. More formalized reporting to City Council
Management & Operations
11. Strengthened HR role at DFFH
12. Review the vacancy management policy
13. Review the food service contract at Mosaic Place
14. Re-engage with all staff to build trust and support for the future
City Council and the DFFH Board should consider a communications plan to engage with staff, public, donors, sponsors and
other key stakeholders at appropriate stages of implementation to optimize community support and engagement.
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A SSESSMENT OF F INANCIAL MANAGEMENT
Strategic Plan and Performance Indicators

Budget Development & Management

The Board and CEO have not developed a strategic plan for
the organization to outline clear long-term priorities for the
organization. There are also no key performance indicators for
the organization which would be used to measure the overall
success of the DFFH executive in achieving the strategic goals
of the organization.

• City Council has been challenged by the level of detail and realistic nature of
budgets. There have been challenges related to the amount of the budgeted
subsidy, plus adherence to budgets approved by the owner.
• As a result budget approvals processes have become protracted.
• The CEO has controlled the budget development process internally in silos.
• Spending on key line items has exceeded approved budget amounts which has
raised concerns from City Council.
• The CEO’s level of financial acumen does not appear to be at the levels
required to effectively manage the organization’s financial resources in a
publicly transparent manner.
• Advice and direction from the Finance Department was not always shared with
the Board.

Absence of Long-Term
Strategic Planning as a
Foundation

Budgets have not been
realistic and spending has
exceeded approved levels

Financial Monitoring
• There appears to have been a greater degree of reliability to financial reporting
when it was a service provided by the City of Moose Jaw
• The Board has relied too much on the CEO to monitor and provide information
on the DFFH’s performance.
• Board members have not been provided timely information in the past (often
quarterly) with insufficient levels of detail to monitor financial performance
• City Council has asked challenging questions about financial management that
have not always been answered directly.
• It was appropriate for City Council to ask pointed questions about financial
management.
• The Board is more active on financial monitoring in the past 6 months. They
are receiving financial information directly and are involved in approving
individual bowl events.

The Board has delegated
too much financial
oversight to the CEO

Financial management has
improved somewhat in the
last 6 months
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ASSESSMENT OF INTERNAL CONTROLS

Generally there appears to
be policies and
procedures in place to
mitigate risk in each of the
major areas of operations
and facilities

DFFH Staff have indicated
that polices and
procedures are not always
complied with

Nature of the Review

Potential Shortfalls

• This review focused on a high level assessment of
general controls and the control framework which guide
the operating activities of the DFFH. It did not include
a detailed review and assessment of individual or
application level controls.

• DFFH staff have indicated that documented policies and procedures
were not necessarily always complied with. Also, the documented
policies use some general wording such as “properly authorized” and “in
a timely manner” which are subject to interpretation.

• The control framework in place at the DFFH appears to
have been developed by the CEO on a somewhat ad
hoc basis as the operations of the facilities dictated.
•

Generally, there appears to be policies and
procedures in place to control and mitigate risk in each
of the major areas of operations of the facilities. These
policies include detailed procedures with respect to
purchasing and cash controls. The documented
policies in place appear to have given consideration to
the size and nature of the facilities and their operations

• In order to provide effective financial management and oversight, the
monthly financial reporting should include a Balance Sheet, Operating
Statement showing monthly and year to date comparisons to the prior
year and to budget. It should also include a forecast and commentary on
the major budget items, including the expected surplus or deficit, for the
remainder of the year. A monthly cash flow forecast as well as “job
costing” statements for each individual event or show should also form
part of the regular financial reporting information.

The Financial reporting
should be strengthened to
include additional reports
and analysis

Project Overview &
Methodology

• One of the most significant risk factors to the financial operations of the
DFFH is the net revenues from Bowl events. Consequently, there should
be significant policies and procedures in place to control the content and
award of these contracts. Board approval is currently required for each
of these event contracts, however consideration should be given to
additional procedures and controls as well. Scenario analysis that
models out the degree of financial risk on each Bowl event should be
completed.
• Based on information available to date, a sufficient legal review may not
be occurring on all Bowl event contracts before sign off.

Bowl events represent a
significant risk factor for
the DFFH

Introduction

• Recently, the DFFH has taken over its own accounting and reporting.
Since that time, the quality and frequency of financial reporting to the
Board has deteriorated.
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THE REQUIRED SUBSIDY
The Nature of DFFH Operations are Linked to the Subsidy Levels
• The need to incur an operating deficit at the DFFH is primarily due to the nature of the facilities.
• The large facilities currently have a significant number of staff to operate ($1.7 million in salaries in 2015). The size also means high utilities costs
($640,000 in 2015) and a significant maintenance cost ($320,000 in 2015). These three operating expenses alone are nearly $650,000 higher
than operating revenue.
• The operating revenue is mainly comprised of facility rentals, the Warriors agreement as well as food and beverage. Rental rates for the
community are not set at full cost recovery. If the Yara Center and Mosaic place were to charge market rates the additional revenue generated
would have been $100,000 in 2015, excluding any revenue lost due to the increase in rates.

The business model for
DFHH was never designed
to be self sustaining –
subsidies were assumed

How did the deficit occur?

DFFH was too optimistic in
predicting future revenues
base on initial years

DFHH will require a
subsidy in the long-term to
sustain operations and
service levels

Introduction

DFFH Audited Financial Statement
Statement of Operations

• The Yara Centre is running about a $250,000 to $300,000
operating deficit annually based on recent years.

• The DFFH has had operating deficits each year beginning in
2012. These deficits have been decreased through special
event revenue which averages approximately $326,000 per
year over the three year period.
• The DFFH has not been able to generate sufficient special
event revenue to balance the operating deficit.
• 2012 and 2014 were both years that exceed expectations for
the DFFH with high event revenue which decreased the
deficit and reduced the amount of subsidy required from the
City. The results from these two years created an expectation
that special event revenue would continue to be strong and
that that the subsidy could continue to be reduced. However
This was not the case in 2015 and special event revenue
decreased significantly.
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2015

2014

2013

2012

Operating Revenue

$2,368,845

$2,285,688

$1,969,324

$2,035,335

Operating Expenses

$3,681,313

$3,331,806

$3,234,960

$2,799,575

Operating Deficit

-$1,312,468

-$1,046,118

-$1,265,636

-$764,240

Event Revenue

$1,582,074

$3,412,468

$2,103,923

$1,847,797

Event Costs

$1,386,784

$2,965,590

$1,745,091

$1,542,461

Event Profit

$195,290

$446,878

$358,832

$305,336

Pre-subsidy profit or
loss

-$1,117,178

-$599,240

-$906,804

-$458,904

Subsidy

$300,096

$296,245

$666,489

$976,267

Net Position

-$817,082

-$302,995

-$240,315

$517,363
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THE REQUIRED SUBSIDY
The Role of Special Events in Reducing the Subsidy
Two Key Pieces Drive the Required Subsidy
1. The operating deficit which is the deficit incurred as part of the normal daily
operations of the DFFH facilities.
2. The net revenue from events reduces the deficit from normal operations and
minimizes the amount of subsidy required.
Business Model Design: the DFFH business model is designed to provide an
incentive to hold profitable events in order to keep user fees at affordable levels and
to reduce the amount of City subsidy.

Special event revenue can
decrease the subsidy level
required from the City

• Initial operating and event success led to overly optimistic assumptions of the
future financial performance of the DFFH.

• City Council through the DFFH Board aggressively reduced the subsidy amounts
each year beginning in 2013. Over the same time period net revenue from events
has had greater variation year to year due to changing market conditions (e.g.
currency rates)

Special event revenues will
vary and present
additional financial risk
that can be managed

• Net revenue from shows has ranged from a high of $446,878 in 2014 to a low of
$195,290 in 2015 (a 56% drop). The margin generated by events has also been
subject to significant swings from a high of 17% in 2013 to a low of 12% in 2015.
• The DFFH has had an average total deficit of $900,000 a year between 2013 and
2015. The lowest deficit occurred in 2014 ($600,000).
Changes to the mandate and/or the business model can affect the amount of subsidy
that the DFFH would require in order to operate sustainably.
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B E N C H M A R K S TO C O M PA R ATO R S
Salary Levels

Overview
MNP selected four facilities to be used as comparators for this assessment.
MNP held discussions via conference call and covered topics such as
organizational structure, governance, level of risk, and operating costs.

One comparator (third party management) provided salary
range information for their facility. The ranges for the
positions of CEO, Director and Manager levels are within
range of those of the DFFH.

DFHH has more
managers than
comparable
organizations

All comparator
organizations –
regardless of business
model – require a
municipal subsidy

Organizational Structure
DFFH has a comparable size of management team and staff based on current
staffing levels however two positions are currently vacant.

Management salaries
appear in-line with
other comparators
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B E N C H M A R K S TO C O M PA R ATO R S
BC

AB

Governance

Key Performance Indicators

Only one of the three organizations contacted by MNP has a Board.
The SOEC, managed by Spectra, utilizes an Advisory Board that has
three voting-members that are members of the general public. A
member of City Council also is apart of this Board as a non-voting
member and acts as a liaison between the SOEC and the City of
Penticton.

The key performance indicators (KPIs) of the DFFH closely compare
to those of the comparator organizations. However, the three
comparators also closely track number of events.

DFHH is unique
amongst comparators
with its inclusion of
elected officials

Comparators have
better documented
KPIs to measure
success

There are additional KPIs that DFHH should track including:
• Number of events per year
• Economic impact on the community
• Gross revenue targets, net operating targets
• Number of events, mix of events, revenue by market
• Guest experience ratings > online surveys and direct feedback
• Gross revenue and margin per guest, per visit, per show type
• Social media and web based tracking statistics; sales conversion
ratios for online ticketing
• Revenues from sponsorships and fundraising

DFFH needs a broader
set of KPIs than just
performance to budget
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R E C O M M E N D AT I ON S F O R I M P R O V E M E N T S
Develop a Strategic Plan
1. Develop a strategic plan for the DFFH: The DFFH should have a documented plan on how it will achieve the four priority actions listed in City
of Moose Jaw’s 2013 DFFH Bylaw (#5425). The strategic plan should outline the mission, vision and values for the DFFH as well as include the
strategic goals for the short and medium term and the strategies it will implement to achieve those goals. Finally the strategic plan should
include a implementation plan that provides accountability between the Board and management, including a basis for the a CEO performance
plan.

Improve Financial Management Practices

MNP recommends that
basic fundamentals
for financial
management are put
in place and followed

2. Revised budget development process and operate within approved budgets: The DFFH management should revise their budget
development process to include a formalized communication process between the CEO and management. Budget managers should also have
the ability to assign reductions within their budget area on a line by line basis. DFFH needs to be accountable for developing realistic budgets
for City Council and for then managing spending accordingly. Quarterly variance reports and projections should be provided to City Council.
3. Standardized forecasting and timelines: The DFFH Board and management should develop a standardized financial reporting and
forecasting process on a monthly basis to ensure that management is monitoring and reporting data and providing easily understood analysis
on the right financial metrics in a transparent and predictable manner. This should include:
•
Operating Statement showing monthly and year to date comparisons to the prior year and to budget.
•

Forecast and commentary on the major budget items, including the expected surplus or deficit, for the remainder of the year.

•

Monthly cash flow forecast as well as “job costing” statements for each individual event or show should also form part of the regular financial
reporting information

Subsidy Levels
4.

Introduction

Identify an appropriate and sustainable subsidy level: The DFFH needs to work in an open and constructive manner together with City Hall
to agree upon a realistic subsidy level that will ensure sustainability based on the chosen business model for the future.
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Governance

22

ASSESSMENT OF EFFECTIVENESS AND BOARD ROLE
Board Structure

City
Councilor
City of MJ
(Exofficio)

City
Councilor

The DFFH is governed by a skills-based board. The board consists of a blend of
community representatives, City Councilors as voting members and a City Official
serving as an ex-official member. It is also important to note that no compensation
is provided for board members and that volunteers serve purely due to enthusiasm
and altruism. This is particularly notable given that the organization and the board
in particular have served as a lightening rod for criticism in the Moose Jaw press
and social media.

Governance Board
Lack of formal training
and oversight
provided by the DFFH
Board

The Board and CEO
have not fully
understood their role,
relationship, and
accountability to the
other or with City
Council.

Introduction

DFFH
Board

Public
Citizen

Public
Citizen

City
Councilor

Public
Citizen
Public
Citizen

The Board has operated as a skills-based governance board and has focused on
reviewing financial information provided by the CEO on a quarterly basis. However,
there does not appear to be the typical documents associated with a governance
board such as a strategic vision for the organization, future goals or organizational
level key performance indicators. The Board has also placed a high level of trust
and autonomy to the CEO in early years of the DFFH due in large part to success in
getting operations established, plus bringing in high profile special events and
associated revenue. As a result there does not appear to have been an annual
systematic approach to performance monitoring of the CEO by the Board.

Onboarding for the Board and CEO
As the Board and CEO were both put in place in the very early stages of the DFFH,
neither group received a formal orientation, training process or a clear terms of
reference document that delineated the authority, responsibility and obligation of
both parties. This appears to have continued over time at the DFFH and resulted in
a situation where neither group can fully articulate their reporting relationship to the
other. The CEO identified a lack of understanding for how the relationship and
accountability for DFFH needed to work relative to City Council.
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COMMENTS ON G OVERNANCE POLICES, PROCESSES, TOOLS
Governance Framework
There are three relevant governance documents for the DFFH: The City of Moose Jaw
Bylaw 4831 (1986), Bylaw 5425 (2013) and the DFFH governance bylaw created in 2015.
The bylaws establish the DFFH as a non-profit corporation describe the basic structure
and function of the organization (e.g. key activities, membership and composition, etc.).

Governance Processes
Beyond the bylaws outlined above and the financial services that were provided by the
City of Moose Jaw’s finance group, there do not appear to be additional governance
framework provided to the Board at its inception. The Board has relied on financial
information provided by the CEO however, there appears to have not been a clear
highlighting of “red flag” data or additional analysis of potential issues provided for the
Board. Additionally the Board appears to have sufficient involvement and processes in
place to monitor the organization during times of economic prosperity. However, when
financial circumstances within the DFFH turned for the worse, gaps in the governance
model were exposed. This includes situations such as the board not being fully aware of
new staff being hired in advance. Currently, the Board is generally aware of operational
and financial issues but not moving quickly enough to resolve issues.

The Board has been
too reliant on the CEO
for interpreting
financial data and
performance results

Risk Management

The Board lacks a risk
management
framework for special
events

Introduction

The Board has not developed an overarching risk policy or framework for the DFFH to
guide the special event solicitation process. The DFFH has three options for special
events at Mosaic Place, rental only, co-promotion, and self-promotion. Each of which
includes increasing levels of revenue potential as well as exposure to risk. In comparable
organizations, this policy may outline the types of events the organization should consider,
the level of risk that the organization is comfortable with, as well as outline the level of
involvement the board should have in assessing the risk and deciding to proceed.
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G A P A N A LY S I S

The following list outlines gaps related to the DFFH Board relative to comparable
organizations:
• Board Orientation and Training: a process for ensuring that directors understand the
role of a non-profit Board, and are familiar with the people and facilities within the
organization.
• Board Terms of Reference: a document that outlines the role, authority and
obligations that the Board has within the organization.
• Risk Management Framework: a document that identifies types of risks, outlines the
level of risk exposure that the Board is comfortable with, and describes the process for
keeping the Board apprised of risk mitigation activities.
• Oversight Role: in general the Board appears to have delegated to much authority to
the CEO and did not adequately hold the CEO accountable by asking the necessary
questions extending back over the past 3 to 4 years. In the last 9 months the Board
has been improving in this area.
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R E C O M M E N D AT I ON S F O R I M P R O V E M E N T S
The Board may consider the following recommendations in order to ensure that they are able to effectively serve as the governing body
for the DFFH.

Introduction

•

Board terms of reference: Develop a terms of reference for the board based on the governance bylaw, that clearly describes the
role of the board within the DFFH, the responsibilities of each member as a director, and the legal and compliance responsibilities of
the Board as a whole. These responsibilities should also include effective performance management of the CEO.

•

Pursue Board renewal: as the owner of the facilities, City Council should acknowledge and appreciate the time and effort of the
current Board. Council should then initiate a renewal of the Board in collaboration with DFFH that includes:
o Support the selection of a new Chair with the drive and commitment to deliver change.
o Asking two existing public citizen members to resign to maintain continuity, but also provide for renewal.
o From a structure perspective we recommend reducing the number of Councilors from 3 to 2 members, increasing the number
of skill based public citizen members from 4 to 5, and maintaining an ex-officio from City Administration.
o It is also recommended to remove the residency requirement and allow for Board members from outside Moose Jaw in order
to ensure that the Board is staffed with subject matter expects in accordance with the skills matrix.
The effectiveness of the Board should be internally reviewed with City Hall in two years time to assess progress and next steps.

•

Board governance training: Provide a curriculum based training for the board in order to educate members of the fundamentals of
governance including budgeting for non-profit boards, strategic planning, developing effective policies, and monitoring and evaluating
executive performance.

•

Risk policy and event acceptance: Develop a risk policy within the DFFH that clearly outlines the level of acceptable risk for special
events. The policy should also describe the level of involvement that the Board will have for reviewing and approving special events.

•

Rebuild relationships and trust with City Council: the new Board and City Council will need to spend time together to build
personal and working relationships founded on trust, an understanding of mutual roles and common set of strategic priorities. This can
be reinforced via a formalized reporting process from the Board to City Council.

•

More formalized reporting to City Council: the Board should provide at minimum semi-annual reporting to City Council based on
financials and key performance indicators. An June update would be ideal to provide a financial projection to year end.
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Operations
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ASSESSMENT OF MANAGEMENT AND LEADERSHIP
CEO
Director, Facilities
Operation - VACANT

Establishing the DFFH
• The CEO was hired in September, 2010 while the DFFH was still in the midst of
the construction process. The executive team had a tight timeline between the
completion of the construction process and the first Moose Jaw Warriors game to
ensure that the facility was ready for the public.

Manager, Finance

Manager, Programming

DFFH management
team will be larger
than comparable
organizations once the
vacant positions are
filled.

Manager, Personnel &
Projects, EA

Manager, Yara - VACANT

Director, Business
Development

Event Manager

• By all accounts the executive team were successful at ensuring that the basic
operational and logistical details were implemented for the DFFH to begin
operations. They were able to hold numerous public tours and build support from
the community as well as hold 5 special events in the first year of operations.
Management Structure
• The CEO has had the ability to establish the organization structure of both facilities
at the DFFH and there are eight managers and directors outlined in the current
organizational chart.
• Despite two vacancies at the management level, the DFFH still contains a large
number of managers and directors at five which is consistent with the average size
management group among comparable organizations in Western Canada.
• The DFFH should maintain a compliment of five management positions while also
being able to fill the two important management roles that are currently vacant.

Curling Manager
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ASSESSMENT OF MANAGEMENT AND LEADERSHIP
Relationship between Management and City

Human Resources Issues

• The CEO is highly experienced in the industry and brought a promoter
style and personality to the organization.

• By providing the CEO and management with the ability to establish
policies and procedures on an ad-hoc basis, there appears to have
been the assumption made by the Board that the CEO and
management had the competencies and experience to develop the
necessary policies and processes within the DFFH in a wide range
of areas (e.g. budget development, human resources, etc.).

• The relationship between the DFFH Management, Board and City
Council appears to have been negatively impacted during the 2015
budget development process and the decreased financial
performance at the DFFH.
•

The CEO appears to
have been controlling
data and limiting the
flow of information to
the Board

A key component of the strained relationship is the CEO’s approach
to communicating data to the Board and Council. Stakeholders have
indicated that the CEO took steps to control data and to limit the flow
of information to the Board. The CEO does not appear to have an
appropriate understanding of the role of the Board and City Council
within the budget development process at DFFH.

Internal Communications
• Staff have indicated that the DFFH management group and CEO
have generally had good communications throughout the history of
the DFFH. This included regular team meetings to discuss
operational and financial issues and to keep the management team
informed of upcoming items.

CEO may have been
given too much
responsibility for
developing the full
suite of policies and
processes at DFFH

Introduction

• The area of human resources continues to lag behind what would
typically be expected in an organization of this size. As an example,
there does not appear to be job descriptions or performance metrics
within the organization as well as salary and wage levels vary
significantly across the organization.

• The frequency and caliber of the discussions appear to have
decreased drastically in the past year as the DFFH began to
experience financial difficulties. Management have indicated that
morale within the organization has decreased significantly during
this timeframe and that the lack of communication from the CEO
has been a contributing factor.
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S U M M A RY O F E M P L O Y E E S U RV E Y
100% Employee
Participation – CEO
championed the survey
with staff

Survey Results

Overall Survey Summary
Employees of Mosaic Place and the Yara Centre were invited to complete
an employee survey that addressed five areas of review for the
assessment: Vision and Leadership, Operations, Role and Responsibility,
Organization and Culture, and Community Relations. Employee
participation and completion of the survey was a very impressive 100%.
The full participation of all employees was made possible with the support
of the CEO who championed the survey with managers and staff.
The table and chart on the left highlight survey questions two through six.
Theses scores reflect the average of the combined aggregate data within
their respective demographics. These questions used a five-point rating
scale.

Demographics of
Participants Reflected
the Employee Base

Quality of Operations
Survey participants where asked how has the quality of operations
changed? (Increased, decreased, stayed the same) The visual below
depicts the survey results.
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A S S E S S M E N T O F F A C I L I T Y O P E R AT I O N S
Overall
• The DFFH is responsible for two locations and three main
facilities, the fieldhouse at Yara Centre, and the curling
and hockey rinks at Mosaic Place. The DFFH also
oversees room rentals at both locations.

Stakeholders indicate
that the facilities are in
good shape and are
meeting their needs

Staffing issues may
risk the long term
quality of operations
at both facilities

Introduction

• All three facilities have been positively reviewed by
stakeholders during this process with a consensus that
they are still new facilities that are in good shape and
continue to meet the needs of stakeholders from a
structural and usability perspective.
• It has become apparent that there are unique challenges
beginning to emerge at both locations related to staffing
and vacancy management. These issues run the risk of
negatively impacting the long term quality of operations at
both facilities if the current state continues. The second
factor affecting the long-term sustainability of the
infrastructure is the DFFH capital reserve which has been
drawn down between 2011 and 2015.
• The DFFH does not currently have an asset management
plan that outlines a long-term approach to maintenance
and capital asset upgrades or renewal. This should be a
priority to put in place in the next two to three years.
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Mosaic Place
• Mosaic Place is a 210,000 square foot facility with an 8-sheet
curling rink, 8 conference banquet rooms, as well as an
entertainment sports bowl with 21 private suites, 132 club seats
and seating for 4,465 spectators and over 5,000 spectators for
events and concerts. The primary tenant at Mosaic Place is the
Moose Jaw Warriors.
• The facility is intended to be overseen by the Director of Facility
Operations, however that position has been vacant since spring
2016.
The position has not been filled due to vacancy
management efforts by the Board. During discussions with
stakeholders and staff one common theme that began to emerge
was early signs of operational challenges relating to a lack of senior
staff with facility operation experience. It was difficult to verify this
through direct examples which may be attributable to fact that the
facilities are slower during the summer months.
• Some staff and stakeholders expressed concerns that the DFFH
would begin to experience difficulty operating Mosaic Place in the
fall once the facilities became busy through hockey and curling
bookings.
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A S S E S S M E N T O F F A C I L I T Y O P E R AT I O N S
Yara Centre
• Yara Centre is a 120,000 square foot facility with a
national size soccer turf surface, a 365 meter track,
and a fitness centre.
• The facility is home to a variety of sports
organizations such as the Moose Jaw Soccer
Association and provides a wide array of programs
and activities to patrons of all ages.

The third-party food
service provider has
had repeated turnover
of management at
Mosaic Place
Stakeholders have
complained about the
timeliness of food and
beverage service at
Mosaic Place

Introduction

• The Yara Centre is intended to be lead by a
dedicated manager position. However, this position
is currently being filled in part by the Manager of
Personnel and Projects who has been seconded to
the Yara Centre on an interim basis in addition to
their current duties.
• This is not a sustainable solution to the vacancy at
Yara Centre both in terms of the amount of available
time that the manager can dedicate to both roles as
well as the lack of experience in managing a facility
that provides such a wide array of programing and
services.
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Food and Beverage
• The DFFH has contracted the food and beverage service provision to a third party
provider, Compass Group Canada which is one of the largest provider of food
service and support services in the country.
• Stakeholders have consistently described the quality of the food and beverage
service provision at Mosaic Place as unsatisfactory. This primarily due to long wait
times for service during events such as Warriors hockey games.
• A secondary concern has been the price of food and beverages as well as the
overall quality.
• Key factors related to the criticism of Compass Group may relate to the turnover at
the Compass’ manager position within the building (as well as insufficient training
provided to compass staff within Mosaic Place. This continues to be an issue of
concern for the Moose Jaw Warriors who have indicated that suite holders have
reported that they prefer to dine outside of the facility rather than rely on Compass
wait staff, and that they are less likely to renew their suites as a result.
• The Board was aware of quality concerns but did not appear to be fully aware of the
contract with Compass or specifics related to the ability to cancel or review the
contract (e.g. timelines for cancelling for contract in general, cancelling for cause,
etc.).
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G A P A N A LY S I S TO B E S T P R A C T I C E
The following list outlines gaps related to the DFFH Board relative to comparable organizations:
• Human Resources: A systematic approach to ensuring that qualified candidates are hired and that they maintain
meaningful and engaging employment within the organization. This may include the following:
o Employee orientation: A process for successfully incorporating a newly hired staff member into the organization.
The orientation process should provide the staff member with an understanding of mission and mandate of the
organization, its core business areas, as well as all applicable policies that the staff member will need to adhere to.
o Detailed job descriptions: A document that outlines the duties and responsibilities of a particular position and
that provides a clear understanding of the skills, training and competencies required for the position.
o Performance management system: establishing annual performance goals for each employee and completing
an annual performance review.
• Food and Beverage Metrics: A set of performance metrics for food and beverage service provision that management
can use to measure the performance of the 3rd party service provider (e.g. customer satisfaction, timeliness of service,
etc.).
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R E C O M M E N D AT I ON S F O R I M P R O V E M E N T
The Board may consider the following recommendations in order to ensure that the management team and facility is
positioned to meet the needs of the community over the long term:
• Strengthened HR Role: The DFFH should ensure that it has the appropriate staff and skillsets required to provide
the sufficient level of HR services required by an organization with 19 full-time equivalent positions and multiple
business lines. This may be provided by additional HR expertise at the Board level, a dedicated HR position at the
management level, or some combination thereof. Having a strengthened HR role will help to ensure that DFFH has
the following:
o Employee orientation process;

o Employee policy and procedure refresher process for existing staff;
o Detailed job descriptions for all positions; and
o Annual performance plans and reviews for all staff.
• Review the vacancy management policy and organizational design: The DFFH Board and CEO should
consider the long-term staffing requirements of the DFFH management team to ensure that its current vacancy
management is the most effective means of reducing the operating expenses while still maintaining quality of
operations at Mosaic Place and the Yara Centre.
• Review the food service contract: The DFFH Board should review the food service contract with the assistance of
the City of Moose Jaw Solicitor or other third party legal advisor to ensure it fully understands the nature of the
contract and specific powers with respect to amending, renegotiating and/or cancelling the contract. The Board
should also consult with the CEO and Moose Jaw Warriors to ensure that the current service provider is providing
and held accountable for defined service standards and quality of service to Mosaic Place.
• Re-engage with all staff to build trust and support for the future: it will be important for staff communication and
dialogue to improve in order to build support for the future direction of the DFFH.
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Alternative
Business Models
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A LT E R N AT I V E O P T I O N S

Option A:
Enhanced
Non-Profit
Model

Overview of Option

Financial Implications

Under this option the City would chose to keep the existing model of a
non-profit organization for DFFH. However the organization would
commit to enhancing the current model in order to better service longterm sustainability and achieve success outcomes.

This option provides the opportunity to stick with the original business
model for the facilities and to see if it can be viable.

Areas for Improvement
• Financial Management: strategic plan; financial management and
reporting; financial projections; HR support; staff communication;
realistic subsidy level and relationships with City Council

• Governance: Board renewal; terms of reference; policy refinement;
risk acceptance process; Board training

Maintains DFFH as a
community led
non-profit entity

• Management & Operations: strengthened HR processes; review
vacancy management policy; and review the Compass contract

Top 3 Strengths
• Provides the opportunity to earn event revenue to drop the level of
taxpayer subsidy
• Supports local economic impact benefits for tourism and hospitality
sectors
• Provides a fair balance between community led and City Council
supported from a governance perspective

Top 3 Weaknesses

Facilities remain
City owned

Introduction

Financially this will require maintaining positions related to event
promotion which are estimated at $175,000. It would also provide the
option for net revenue which ranged between 2013 and 2015 netted to
a low of $195,000 and a high $450,000. The organization will continue
to be exposed to the volatility and risk associated with promoter based
events.

• Taxpayers will assume a managed degree of risk each year
• Will require time and investment to fix existing challenges
• Less degree of direct control than City Hall may want
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A LT E R N AT I V E O P T I O N S

Option B:
City Operated
Facilities

City assumes
operational control
and accountability
for DFFH

Overview of Option

Financial Implications

The City could choose to bring the operations and governance of the
Yara Center and Mosaic Place internal, likely as part of the Parks and
Recreation Department. This would mean no longer being involved in
event promotion and instead renting out the facility.

Financially this options has both positive and negative elements. If
Mosaic place was no longer to be involved in event promotion there
are several positions that would no longer be required resulting in
savings of a $175,000. It would also mean foregoing revenue from
show promotion which between 2013 and 2015 netted to a low of
$195,000 and a high $450,000. Revenue from rentals would make up
for some of the lost revenue but is unlikely to cover it all. Severance
would need to be paid for eliminated positions.

Areas for Improvement
• Financial Management: strategic plan; financial management and
reporting; financial projections; HR support; staff communication;
realistic subsidy level and relationships with City Council
• Governance: renewal items would not be required because the
Board would likely be dissolved (unless an advisory Board was
maintained)
• Management & Operations: strengthened HR processes; review
vacancy management policy; and review the Compass contract

Top 3 Strengths
• Increased direct control of the facilities and less financial volatility
risk for the City
• Primary focus is on serving the community
• Likely the most time efficient way to chart a new course

Top 3 Weaknesses
• Higher subsidy levels for taxpayers; sole accountability to City Hall
• Lower economic impact benefits for tourism and hospitality
• City does not have access to diversity of experience from a skills
based Board
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A LT E R N AT I V E O P T I O N S

Option C:

Overview of Option

Financial Implications

The City could also choose to outsource the operations of the Yara
Center and Mosaic Place to a third party venue management firm.
This option would eliminate the risk of event promotion without
significantly impacting the number of events at Mosaic Place.

This option provides financial stability. There would still be a subsidy
(management fee) that the City would be required to pay but it would be
negotiated in advance. This option would also transfer some of the risks
from the City to the management firm. The City would retain oversight of
the facilities by continuing to have a Board.

The potential key benefit of this option is being able to transfer or
share risk with a third party. The key question is what will the third
party charge for management services in addition to assuming specific
risks from the City?

Outsource
Operations to
a Third Party

Areas for Improvement

City would hire a private
sector company to
operate the facilities
under contract

Facilities continue to
be owned by
the City

A venue management firm would bring turn-key solutions to address
issues in the following areas based on the contracted terms:
• Financial Management: supplied by third party

Similar to bringing the facilities internal there are cost considerations
regarding severance costs of current staff. You may also need to cancel
the Compass agreement early.
The City would likely tender out for third party services. Proposals
received by proponents and subsequent negotiations would define the
sharing of risk and the financial terms including the management fee.

Top 3 Strengths

• Management & Operations: supplied by third party
• Governance: the City would need to provide a contract oversight
function.

• Ability to access turn-key solutions based on best practice
• City’s role is to manage a contract vs. managing the facilities =
simplicity
• Greater predictability in cost management through risk sharing

Top Weaknesses
• Potentially the higher cost option based on negotiated terms
• Risk that the you do not receive a high quality ‘on site’ manager

Introduction

Project Overview &
Methodology

Background &
History

Financial Analysis &
Benchmarking

Governance

Management &
Operations

Alternative Business
Models

Summary of
Recommendations

38

S U M M A RY O F R E C O M M E N D AT I O N S
MNP recommends a renewal of the organization using an enhanced non-profit model supported by the following
recommendations:
Financial Analysis and Benchmarking
1. Develop a strategic plan for the DFFH
2. Revised budget development process and operate within approved budgets
3. Develop standardized forecasting and timelines
4. Identify an appropriate and sustainable subsidy level
Governance
5. Develop a terms of reference for the DFFH Board
6. Pursue Board renewal
7. Provide governance training for the Board
8. Develop a risk policy and event acceptance for the DFFH
9. Rebuild relationship between the Board and City Council
10. More formalized reporting to City Council
Management & Operations
11. Strengthened HR role at DFFH
12. Review the vacancy management policy
13. Review the food service contract at Mosaic Place
14. Re-engage with all staff to build trust and support for the future
City Council and the DFFH Board should consider a communications plan to engage with staff, public, donors, sponsors and
other key stakeholders at appropriate stages of implementation to optimize community support and engagement.
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