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Mr. Brad Pickering, Deputy Minister 

Alberta Solicitor General and Public Security 

10th Floor, John E. Brownlee Building 

10365 – 97th Street 

Edmonton, AB   T5J 3W7 

 

Dear Brad: 

 

I am pleased to enclose my Report on Horse Racing Alberta. This Report is provided in 

accordance with the terms of reference provided to me by your Ministry and covers 

those issues as stated in my proposal.  

This has been a very challenging assignment due to the complexity and inter-

relationship of many of the issues. The resolution of a number of the current 

challenges facing Horse Racing Alberta will be a factor of time and economic 

circumstances (i.e. how long will it take the economy to substantially improve and to 

what extent is the Government prepared to make a longer term commitment to the 

viability of this industry?)  

If you have any questions, please contact me. We will be pleased to make a 

presentation if requested. 

 

Yours very truly, 

 

George B. Cuff, FCMC 

President 

Associates: Ken Hoffman, CA 

  Jon Pascoe, MA, CMC 

  Joel DeBlock, MSc 

 58 Winchester Avenue, Spruce Grove, Alberta T7X 1L8  2



George B. Cuff & Associates Ltd. 

Table of Contents 

 
SECTION ONE: Executive Summary 5 
 
SECTION TWO: Terms of Reference 7 
 
SECTION THREE: Outcomes 8 
 
SECTION FOUR: Our Approach 9 
 
SECTION FIVE: Background 10 
 
SECTION SIX: Summary of Inputs and Observations 20 
 
SECTION SEVEN: What Horse Racing Alberta Does 23 
 
SECTION EIGHT: Role of Government 26 

8.1 Legislation 29 
8.2 Involvement of Multiple Government Departments 32 

 
SECTION NINE: What Horse Racing Alberta Does 33 

9.1 The Board of Directors 33 
9.1.1 Board Tenure 34 
9.1.2 Chair of the Board 35 
9.1.2.1 Bylaws Define Role of Chair 36 
9.1.2.2 Contract for Position of Chair 36 
9.1.2.3 Issues Pertaining to Chair 37 
9.2 Chief Executive Officer 38 
9.2.1 Impact of Bylaws on Role of CEO 39 
9.2.2 Critical Nature of CEO Role 41 
9.2.3 Contractual Position 42 
9.2.4 Issues Regarding Role of CEO 43 

 
SECTION TEN: Governance 45 

10.1 History of Governance at HRA 45 
10.2 Model of Governance 47 
10.3 Role of Board Members 49 
10.4 Bylaws of HRA 50 
10.5 Committees of the Board 54 
10.5.1 Issues with Respect to Committee Structure 59 
10.6 Approach to Bylaws, Policies and Procedures 61 

 58 Winchester Avenue, Spruce Grove, Alberta T7X 1L8  3



George B. Cuff & Associates Ltd. 

10.7 Business Planning 63 
10.8 Compatibility of Regulatory and Promotion/Marketing Roles 65 
10.9 Difficulties facing Board Governance 66 

 
SECTION ELEVEN: Challenges Facing HRA and/or Industry 70 

11.1 Racing to Gaming 70 
11.2 Loss of Racing in the Calgary Market 72 
11.3 Stakeholder Relationships 77 
11.4 Challenges of the HRA Model 80 
11.4.1 Results of the Response to the 2002 Report 82 
11.5 Race day Determination 82 
11.6 Purse allocation 85 

 
SECTION TWELVE: What Future Governance Model? 88 
 
SECTION THIRTEEN: Administrative Resources 99 
 
SECTION FOURTEEN: Recommendations 100 
 
APPENDIX A: History of Gaming and Horse Racing in Alberta 105 
 
APPENDIX B: Terms of Reference for a Committee Charter 110 
 
APPENDIX C: Terms of Reference for an Audit Committee 113 
 
APPENDIX D: Request for Decision Format 115 
 
APPENDIX E: Committee Report Format 118 
 
APPENDIX F: Financial Analysis 120 

 58 Winchester Avenue, Spruce Grove, Alberta T7X 1L8  4



George B. Cuff & Associates Ltd. 

 

1.0 Executive Summary 

 
 The horse racing industry is in decline. All major indicators point to an industry 

increasingly reliant on non-live racing gaming revenues (largely through the slot 

machines in the racing entertainment centres and simulcast wagering). Total 

simulcast wagering accounted for 88% of the handle in 2008. Foreign simulcast 

wagering accounted for 83% of the handle in 2008 up from 34% in 1996.  

 Closer to home, the elimination of the only “A” track in southern Alberta (and 

particularly in the Calgary marketplace) has been a major challenge to the current 

leadership of Horse Racing Alberta. The trust placed in the development of a new 

“A” track in the Balzac area has proven at least thus far to be ill-founded. Most of 

those in the industry to whom we spoke hold little optimism that the track will be 

operational in the foreseeable future, if at all. It may become a reality but at the 

moment too much seems founded on hope. The HRA’s Business Plan assumes 

Balzac Race Track opens in 2010 and that an annual operating surplus of $1.0 

million will be realized for 2009 to 2011. Assuming the Balzac Race does not open 

until after 2011, the consultants forecast an annual operating deficit of $1.0 

million for 2009 to 2011 

 The current vision of HRA has not proven to be realistic and may be part of the 

reason that progressive and necessary changes have yet to be made. The industry 

is unlikely to thrive unless more attention and the goodwill of all parties is placed 

on growing the gaming aspects of the industry which may draw along the live horse 

racing product as an ancillary benefit.  

 The notion of having all of the key players at the same Boardroom table has not 

produced the results expected. While there are or should be benefits from this 

model, the fact that most members have seemingly been unable or reluctant to 

separate their role as industry representatives from their role as stewards of the 
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horse racing product has contributed to internal rivalries being placed ahead of 

discussions around the future of the industry. 

 The rightful role of Government in the industry (i.e. regulatory) appears to have 

been shelved and replaced by one of promoting the industry rather than creating 

the circumstances which allows the industry to do that for itself.  

 The Board’s decision-making processes appear to be flawed. Not all members feel 

that they are a part of the decision-making process, and sense that decisions are 

taken before the Board has had a thorough briefing. Emphasis is placed on the 

power of each committee, Chair and CEO instead of power being vested in the 

Board as a whole. 

 HRA has been experiencing serious financial difficulties and appears to be 

struggling to meet its financial obligations. This has been particularly impacted by 

the failure of the United Horsemen of Alberta to repay the Balzac loan in 

accordance to the original terms. Any future or continued failure will place undue 

stress on the HRA to meet its budgeted obligations.  

 In 2001 the industry combined its efforts on a report which was commissioned by 

the Province of Alberta (Horse Racing Industry Review Report). That report, in its 

covering letter to the two Co-Chairs, stated that “This industry is too important to 

each of us, to other stakeholders, to the agricultural sector, and to Alberta’s 

economy to let it fail.” A key question for both Government and the industry is 

this: is that statement valid today? 

 The adversarial nature of the relationship between HRA and Northlands Park 

stands in the way of strengthening the industry and sound business decisions. The 

underlying reason for the difficulty starts with the fact that each organization 

defines the business differently. HRA, due to its fundamental role as set out in the 

Act, defines it in terms that focus on live racing. Northlands’ definition has 

evolved to one of an overall gaming entertainment business in which live racing is 

a smaller part. Clashes arising from these two different views are also significantly 

impacted by “personality clashes”. 
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 The decisions on race dates and purses have become ad hoc. The one clear 

underlying principle is the preservation of the proposed dates enshrined in the 

Review Report of 2001. These proposals are out of date and put the one remaining 

A track in a poor economic position. The purse allocation decisions changed to one 

of “whatever works” due to the current fiscal pressures. It, like race dates, needs 

to be based on agreed principles, a shared long term vision and a consistent 

approach. 

 HRA has emphasized its broader mandate of promoting and developing the 

industry. This includes building new race tracks and/or expanding old ones. To 

achieve this mandate it has exploited its regulatory power (e.g. withdrawing from 

Stampede Park, one year license for Northlands, establishing race days). In doing 

so, it compromises its role as a regulator and undermines industry trust in HRA. 

This has been particularly prevalent in its dealings with changes at the A track 

level. 

 

2.0 Terms of Reference 
 
Purpose 

 To undertake a review of the current governance structure and operating practices 

of Horse Racing Alberta (HRA) to determine if improvements are required to 

enhance efficiency and effectiveness of the Board and its operations. 

We agreed that we would: 

 develop an awareness and familiarity of the background to the issue through a 

review of the available documentation in the files of the Department and that of 

the HRA 

 meet with the Chair of the Board, Executive Committee and President of the HRA 

and develop an understanding of the relevant issues as they see them 

 meet with the members of the Provincial departments involved (including the 

Minister(s) as appropriate) and discuss the review and their observations 
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 meet with the leadership of the Alberta Gaming and Liquor Commission and 

discuss the review and their observations 

 meet with the Executive Director or Chair of the Standardbred and Thoroughbred 

Associations 

 review all relevant documentation connected to the terms of reference 

 request any relevant documentation from the HRA and Alberta Gaming and Liquor 

Commission (as applicable)  

 apply our own understanding to these issues and advise the Government as to a 

reasonable course of action in ensuring that HRA is operating according to 

acceptable standards 

 provide our report and recommendations which are addressed to the terms of 

reference and to be available to present this Report as directed by the Minister. 

 

3.0 Outcomes 
 

Our agreement in taking on this assignment included your request to prepare a final 

report for the Minister of Solicitor General and Public Security. The Report includes 

the following:  

1. An assessment of required competencies, responsibilities and qualifications 

of the Board, and executive positions. 

2. An evaluation of the competencies demonstrated by the Board, and 

executive positions.  

3. Consideration of efficiencies through a closer relationship (including funding 

agreements) with stakeholders. 

4. Any other recommendations that will lead to the increased efficiency and 

effectiveness of HRA including issues associated with the allocation of race 

days and HRA funding. 
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4.0 Our Approach 
 
The approach we took to this engagement included the following steps: 

 Met with the Assistant Deputy Minister to discuss the logistical matters i.e. why 

the Review, who we needed to interview, the membership of the Board, how the 

study would be unveiled to the Board, who would be the best contacts from a 

logistical standpoint, etc. 

 Met with the Minister and his Executive Assistant to review the background to the 

study and the objectives 

 Contacted the key officials of Horse Racing Alberta (HRA) and arranged for 

interviews with their key people 

 Requested a variety of background documents that we felt would be useful to our 

Study 

 Set up an interview schedule to include the following: 

 Chair and Board members of the HRA (interviews were conducted with each 

member and several meetings were held with the chair) 

 President and staff of HRA (including in the Calgary office)(several meetings 

were held with the President) 

 Key stakeholders representing the organizations directly connected to the 

mandate of HRA 

 Senior officials of other Provincial departments  

 Senior officials including the Chair of AGLC 

 Discussed the issues with certain of the key players by telephone because of 

conflicting holiday schedules 

 Conducted an industry and financial analysis of horse racing 

 Held two telephone conference calls with the Board and held one in person 

meeting in order to brief the Board on our progress 

 Prepared this Report and submitted the Report to the Minister. 
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5.0 Background 
 
History of Gaming and Horse Racing in Alberta 

In order to set the stage for our Report, we have outlined some of the key decisions 

and steps relative to the formation of Horse Racing Alberta as well as some of the key 

decisions that have been made since its inception. These dates and events follow. 

Some of this material is excerpted from other reviews and documentation, including 

the November 2003 Alberta Alcohol and Drug Abuse Commission Policy Background 

Paper and Horse Racing Alberta's Chronology of Racing -1988 to the Present. This 

timeline is illustrated in the Appendix to this Report.  

The amount of money bet on horse racing started to decline rapidly in the early 

1990’s as demonstrated by the following quote:  

“Wagering in Alberta, which peaked in 1991 at $230.9 million, declined to 

$135.2 million in 2000. In nominal prices this decline represents 41.4%, 

whereas in constant 1992 dollars wagering declined by 48.2%. If wagering at 

live races were singled out, the decline in this activity would have been more 

pronounced”. (The Economic Impacts of Horse Racing and Breeding in Alberta 

June, 2001) 

“The decline in overall wagering has cost the province $55.4 million annually 

in income, 1276 permanent jobs, more than $6.4 million annually in tax 

revenues for the Provincial government and $2.7 million annually for local 

governments in the Province”. (The Economic Impacts of Horse Racing and 

Breeding in Alberta June, 2001) 

The Government’s decision to implement video lottery terminals and to expand other 

forms of gaming was a major contributing factor to this decline. 

The Government implemented the Alberta Racing Industry Renewal Initiative 

beginning in 1995/96. This was to meet the industries’ need for government 

assistance in order for the horse racing industry to be revitalized. The assistance 
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came in the form of allowing enhanced gaming opportunities for racing through slot 

machines, simulcast and off-track betting. A significant portion of the revenue from 

this expanded gaming was to flow to the industry. 

Also, under the Initiative the Alberta Racing Corporation (ARC) was established. In 

substance, it moved the Alberta Racing Commission out of government and gave it a 

much larger mandate. See the following quote from the Executive Summary of the 

Alberta Horse Racing Industry Review, June 29, 2001:  

“The Alberta Government’s proclamation of the Racing Corporation Act (“the 

Act”) occurred on October 4, 1996. The Act placed the responsibility for 

management and regulation of the horse racing industry in Alberta on the 

Alberta Racing Corporation (“ARC”), in partnership with industry stakeholders. 

The failure of this arrangement to include representatives from all industry 

stakeholders soon created a counterproductive industry, and contributed to 

industry fragmentation. In addition, the confusion surrounding the role of 

government, and the lack of a linkage between racetrack licenses and gaming 

licenses further eroded the potential for industry renewal”. 

Revenue from race slot machines placed at race tracks were paid out under tripartite 

agreements amongst the Alberta Gaming and Liquor Commission, Alberta Racing 

Corporation and each track. The amounts were distributed as follows: 

 1/3 to track 

 1/3 to ARC 

 1/3 to the Lottery Fund 

Monies paid to ARC and tracks were to be used to enhance racing through improved 

facilities, purses and breed enhancement. Amounts paid to ARC and tracks were paid 

out by AGLC as retail commissions and reported with amounts paid to facilities for 

VLT retail commissions. This arrangement was found to be inconsistent with the 

Gaming and Liquor Act in 2000. See the following notes from the ARC and AGLC 

financial statements: 
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CGT Race Track Program: 

“CGT Race Track program revenues are earned in accordance with three-way 

agreements amongst Alberta Racing Corporation, Alberta Gaming and Liquor 

Commission and respective Community racetrack operators (Northlands Park and 

Rocky Mountain Turf Club Inc.). Effective September 11, 2000, the agreements were 

cancelled. They were replaced with new separate agreements dated May 28, 2001 

that covered the periods September 12, 2000 to March 31, 2001 and April 1, 2001 to 

March 31, 2002.” (ARC 2001 Annual Report)  

The note from AGLC Financial Statements: 

“RACING INDUSTRY RENEWAL INITIATIVE  

In May 1996, the Government approved a Racing Industry Renewal Initiative. 

Under this Racing Industry Renewal Initiative, the Government, through the 

Alberta Gaming and Liquor Commission, committed to assisting in the 

development of the horse racing industry by allowing electronic gaming 

activities at racing entertainment centres located at racetracks. The racetrack 

operators and the Alberta Racing Corporation would each receive, through the 

Alberta Gaming and Liquor Commission, 33 1/3 percent of the gaming revenues 

earned at these racing entertainment centres. 

Racing entertainment centres have been approved at Northlands Park in 

Edmonton and Whoop-Up Downs in Lethbridge. 

The first 33 1/3 percent of gaming revenues are to be used to offset the costs 

of operating electronic gaming at the racing entertainment centres, the 

operating costs associated with live horse racing and the capital costs 

associated with live horse racing. These funds are administered by the 

racetrack operators. The second 33 1/3 percent of gaming revenues are to be 

used for the enhancement of race purses. These funds were to be administered 

by the Alberta Racing Corporation. 

On January 1, 1999 the Alberta Gaming and Liquor Commission entered into an 

agreement with the Calgary Exhibition and Stampede to provide them with up 
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to 33 1/3 percent of revenue from the electronic gaming activities conducted 

at the Stampede charitable casino. These funds were paid to the Calgary 

Exhibition and Stampede in return for their commitment to continue live horse 

racing at Stampede Park to December 31, 2000.  

As identified in the Auditor’s Report for the Alberta Gaming and Liquor 

Commission financial statements for the year ended March 31, 2000, the 

payments to the Racing Entertainment Centres and the Alberta Racing 

Corporation did not comply with section 26 of the Gaming and Liquor Act; nor 

with the Appropriation Act, 1999. In response to this finding, on September 12, 

2000 new agreements with the Racing Entertainment Centres and the Calgary 

Exhibition and Stampede were established. 

Under the new agreement, the commission paid to the racetrack operators and 

the Calgary Exhibition and Stampede is set at 15 percent, the same as casino 

operator commissions. The remaining proceeds are deposited to the Alberta 

Lottery Fund. Any additional payments are paid out of the Alberta Lottery 

Fund. 

Gaming proceeds paid to the racetrack operators, the Calgary Exhibition and 

Stampede, and the Alberta Racing Corporation under the Racing Industry 

Renewal Initiative, included in casino gaming and electronic racing terminal 

commissions in Note 10 are as follows: 
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*Payments shown for current year are for period April 1 to September 
11, 2000.” 

 Actual 

2001* 

 

Actual 

2000 

 

Northlands Racing Entertainment Centre 

Northlands Park 

Alberta Racing Corporation 

 

$ 2,667 

   2,667 

 

   5,334 

 

$   4,765 

     4,765 

 

     9,530 

 

Whoop-Up Downs 

Rocky Mountain Turf Club Inc. 

Alberta Racing Corporation 

 

      597 

      590 

 

   1,187 

 

    1,126 

     1,126 

 

     2,252 

 

Calgary Exhibition and Stampede     1,359      2,825 

 

 $ 7,880 $ 14,607 

 

 
Alberta Horse Racing Industry Review – Report, June 29, 2002 

Subsequent to the change in the revenue arrangement, a working committee was 

established to review the horse racing in Alberta. It submitted its report “Alberta 

Horse Racing Industry Review – June 29, 2001”. 

Apart from the change in funding arrangements with respect to slot machines, a 

number of conditions provide a back drop to the desire for a review of the ARC and 

the industry. These are illustrated by: 

 With respect to breed enhancement: 
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“The Breed Improvement Program (formerly called the Development Fund) was 

created in the 1970’s to improve the quantity and quality of horse racing 

bloodstock in the province of Alberta. Improvements in Alberta-bred horses are 

encouraged through the provision by the Alberta Racing Corporation of: bonuses 

to winning Alberta-bred racing horses; supplements to daily racing purses and 

stakes races; grants to Alberta horsemen’s associations; and special programs.” 

(ARC 2001 Annual Report)  

“The horse breeding industry in Alberta provides Alberta bred horses for live 

racing. There has been a severe decline in breeding activity in recent years. In 

fact, the current number of live thoroughbred foals is insufficient to maintain the 

critical number of horses required to ensure a reasonable race meet.” (Alberta 

Horse Racing Industry Review – report June 29, 2001) 

 With respect to industry relationships: 

“The Alberta Racing Industry Renewal Initiative began in 1995/96. The expected 

outcome of the initiative was to empower the horse racing industry to manage its 

own affairs, and affect the renewal that was considered necessary to ensure it 

continued to play a vital role in Alberta’s gaming, entertainment and agricultural 

industries. 

The Alberta Government’s proclamation of the Racing Corporation Act (“the Act”) 

occurred on October 4, 1996. The Act placed the responsibility for management 

and regulation of the horse racing industry in Alberta on the Alberta Racing 

Corporation (“ARC”), in partnership with industry stakeholders. The failure of 

this arrangement to include representatives from all industry stakeholders soon 

created a counterproductive industry, and contributed to industry fragmentation. 

In addition, the confusion surrounding the role of government, and the lack of a 

linkage between racetrack licenses and gaming licenses further eroded the 

potential for industry renewal.” (Alberta Horse Racing Industry Review, June 29, 

2001 Executive Summary) 
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Report of the Auditor General 

Also, in his 1999-2000 Annual Report the Auditor General expressed the following: 

“My concerns with respect to the Racing Industry Renewal Initiative are: 

1. Slot machine revenues paid to date to the Alberta Racing Corporation and 

the racetrack operators have not complied with governing legislation. 

2. The accountability for slot machine revenues paid to date to the Alberta 

Racing Corporation and the racetrack operators has not been adequate. 

3. The accountability of the Ministry for the performance of the Alberta 

Racing Corporation is not adequate.” 

A Working Committee was struck in response to a challenge from the Premier. This 

group included representatives from all segments of the industry. The Committee 

produced the Alberta Horse Racing Industry Review – Report and is one of the most 

significant documents in terms of setting out the direction for the industry and HRA 

for the foreseeable future. The following quote from the Executive Summary 

demonstrates the breadth of the changes proposed. 

“Strategic Initiatives  

In support of the mission and vision for the future, we have developed thirteen 

strategic initiatives. These initiatives address relevant issues, and are 

supported by 40 specific recommendations to be implemented by horse racing 

industry stakeholders, including government. The strategic initiatives are: 

 Initiative #1 – Horse Racing to be Part of an Overall Gaming Strategy for 

Alberta: “The Province of Alberta should recognize the importance of the 

horse racing industry to rural communities and the agricultural sector by 

including horse racing in its overall gaming strategy for the Province.” 

 Initiative #2 – Industry Governance & Re-Organization - One Voice for the 

Alberta Horse Racing Industry: “To ensure that the best interests of all 

Alberta horse racing industry stakeholders and organizations are 

represented through one industry-wide organization – Horse Racing Alberta – 

 58 Winchester Avenue, Spruce Grove, Alberta T7X 1L8  16



George B. Cuff & Associates Ltd. 

and that the government deal with all matters pertaining to racing through 

this organization.” 

 Initiative #3 – Integrity: “To further enhance and foster integrity and 

ethical conduct as a foundation of all aspects of the horse racing industry.” 

 Initiative #4 – Recognition and Support for the Breeding Industry: “To 

grow the breeding industry and enhance the quality of racehorses bred in 

Alberta through increased support and recognition.” 

 Initiative #5 - Increased Purses: “To increase and maintain horse racing 

purses at a level that will provide an appropriate opportunity for horse 

owners to achieve a reasonable return on investment.” 

 Initiative #6 – Reduced Take-Out & Full Horse Fields: “To provide 

enhanced horse racing entertainment to attract more fans to racing.” 

 Initiative #7 – Racetrack Facilities: “To promote the development of high 

quality horse racetracks (i.e., substantially upgraded existing facilities or 

new facilities) for horses, fans, owners and personnel.” 

 Initiative #8 – Off-Track Betting (“OTB”) and Alberta Teletheatre 

Network (“ATN”) Facilities: “To promote the development of high quality 

off-track betting facilities to enhance racing entertainment for existing 

horse racing fans, and to attract new fans to horse racing.” 

 Initiative #9 – Image, Marketing & Promotion: “To enhance the image and 

heighten the profile of the horse racing industry through a co-ordinated 

marketing and promotion program.” 

 Initiative #10 – Support and Development of Horse Racing Personnel: “To 

facilitate the education, training and development of quality horse racing 

personnel.” 

 Initiative #11 – Revenue Generation & Sharing: “To maintain and grow the 

horse racing industry in Alberta by: 

o Increasing revenues through an increased handle; 
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o Increasing the number of slot machines for the horse racing 

industry; 

o Legislating the sharing of slot machine revenues with the horse 

racing industry; and, 

o Other initiatives.” 

 Initiative #12 – Fair Tax Treatment for Horse Owners and Breeders: “To 

support the Horse Racing Alliance in its ongoing work to lobby the federal 

government to make appropriate amendments to Section 31 of the federal 

Tax Act, to ensure fair tax treatment for horse owners and breeders.” 

 Initiative #13 – Efficient & Effective Transition: “To ensure that an 

efficient, effective and timely transition occurs from the Alberta Racing 

Corporation to Horse Racing Alberta, and that immediate and ongoing 

progress towards the initiatives and recommendations contained in this 

Alberta Horse Racing Industry Review is achieved.” 

The 40 specific recommendations that support all of these initiatives are described in 

detail in the main body of the report. 

Horse Racing Alberta Act 

In response the government brought in the Horse Racing Alberta Act effective January 

1, 2002. This Act created Horse Racing Alberta (HRA). The Government also altered 

the distribution of funds and changed this to the following: 

 33 1/3% to the government 

 15% to the track 

 51 2/3% to HRA 

The most significant financial change is that there was shift of 18 1/3% of slot revenue 

which used to be paid directly to the track and was now to be paid to HRA. HRA was 

accorded the power to distribute money earned at one track to another track. It also 

gave HRA considerably more leverage when working with tracks. Subsequently, the 

HRA Board used this new authority to change the distribution to tracks by 

implementing the capital fund. The capital fund is to receive 5% of slot revenue. This 
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amount was taken from the transfer to the tracks, thus tracks received 13 1/3% and 

were required to apply for capital fund money. The capital fund money was paid 

when the track submitted evidence of spending. Capital funds could go to any track 

regardless of the source of which REC generated the revenue. This resulted in a 

change in the economics for race track, particularly for Northlands which generated 

most of the revenue. 

With respect to improved facilities, starting in the 1990s a group of investors began to 

plan to develop a new track for Calgary. The first Chair of ARC was involved with the 

group of investors and appropriately chose to resign from the Board. We understand 

that the economics of this development depended on getting a larger (66 2/3%) 

portion of the slot revenue and this needed to be guaranteed for more than one year. 

The opportunity to receive this funding ended when the arrangements referred to on 

the above note to the AGLC financial statement were cancelled. A law suit followed 

which may have finally been settled this year. 

In response to the loss of the proposed track in Calgary, HRA put out a request for 

proposal (RFP) for a new track consistent with the Committee report. The Committee 

stated that “A” tracks should include: 

“Twin thoroughbred and standardbred tracks to eliminate the need to alter 

track surfaces and to facilitate multi-breed race dates. This would involve a 

minimum 6.5 furlong track with chutes, up to one mile track for thoroughbred 

racing, with an internal standardbred racetrack of a minimum of 5/8th mile.” 

We were advised that Stampede Park submitted a proposal, but this did not meet the 

requirements for the track and thus was rejected in the first round. HRA advised 

Stampede Park that they would get a license for a short period of time and no further 

license after that. This position was altered when it was learned that the new track 

would be delayed. Ultimately, Stampede Park delivered racing through to the end of 

the season in 2008. A bid from a group called the United Horseman of Alberta was 

accepted and they started to build the track at Balzac. 
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In 2009 the only “A” track is Northlands Park. The negotiation between HRA and 

Northlands Park for the 2009 racing season was difficult. An agreement was finally 

signed early in 2009. The agreement provided two changes to the financial 

arrangement between HRA and tracks; these were: 

 Guarantee of $2.5 million surplus from gaming and racing operations at 

Northlands. 

 The transfer to Northlands Park changed from 13 1/3% to 18 1/3%, restoring it 

to the original rate. 

As a result of the loss of Calgary racing, there has been a reduction of funds available 

for purses and there is a significant loss in racing opportunities for horse owners. 

Currently there is considerable acrimony between various parts in industry and with 

stakeholders and HRA. As well, HRA is under increased financial pressure.  

  

6.0 Summary of Inputs and Observations 
 

What follows is a summary of the commentary we received from those whom we 

interviewed including members of the Board, administration, industry 

representatives, Government representatives and others: 

 HRA vision of two world class race tracks is not viable; big plans but not fiscally 

sound 

 Pressure is on the tracks to grow their business; horsemen may not understand the 

difficulties being encountered 

 Alberta Gaming and Liquor Commission has a big influence on how well the 

“industry” is doing due to its control of the racing entertainment licenses and 

approval of gaming; it has placed a moratorium on the number of licenses at the 

moment 

 A number of concerns were expressed as to how the HRA governs itself 

 Board members are not fully informed on issues 
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 Orientation process for new members largely uncertain; conducted by 

President 

 No real expectation that any of the members have skills in good governance 

 Key decision are made at committee level 

 Material provided to board is inadequate 

 Issues that affect tracks brought to board without advance notice and when 

tracks are not present 

 No committee charters 

 No governance committee 

 Significant number of board members terms ended concurrently, need staggered 

terms 

 HRA dictates number of racing dates; does not result from a transparent 

bargaining process 

 HRA should not be in the business of loaning money; has overstepped its role 

 Some degree of a disconnect to the Alberta Government; too many departments 

involved; new Chair helpful in keeping connection current 

 Budget process largely a mystery to the members; limited degree of involvement 

 Minister’s input largely through the 10 year agreement and ongoing meetings 

 Industry groups nominate someone from their Board; members expected to swear 

allegiance to HRA  

 Public members advertised but no search firm involved 

 Voting for Chair public; one member voted no and everyone knew who it was; new 

Chair involved in the issues but not perceived as “owning” the problems 

 Standardbreds feeling shortchanged; losing out to thoroughbreds  

 Failure to find a viable southern Alberta track hurting the industry; concern 

expressed that HRA too quick to remove Stampede Park from the equation; pushed 

by Chief Executive Officer 

 No real review of the CEO; no process in place; management processes not 

attended to in the past (CEO feels that these are being addressed now) 
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 Too many agendas at the table; all competing for their share; sometimes a degree 

of animosity or vindictiveness arises 

 Conflicts of interest are a concern 

 Some believe that Board was formerly working together-now internal bickering 

 Government hoped that new body would provide a tent for everyone to work 

together; does not appear to have happened 

 Board meetings held once monthly; about 10 per year; committees meet as 

needed (irregular) 

 No CEO successor in the organization; no succession plan 

 General sense that without policies everything decided on the fly; too many issues 

not viewed in context 

 Need for greater number of “pure” public members (no ties to the industry) 

 HRA needs to function more on a business model; Board needs to have a clear 

picture well in advance in terms of its financial issues; should have had a better 

handle well before now  

 Still need for Calgary to be in the business 

 HRA needs to establish its own stance relative to control over tracks: how much 

control can one business/individual exercise; legal advice required to the Board 

relative to whether or not current members have a conflict of interest in 

discussing/voting on any issues which involves their own business interests 

 Committees very strong; some sense that is where decisions being made; Board 

ratifies 

 HRA active in trying to get the rules and regulations governing the industry to be 

standardized across Canada; federal Government got on board and new regulations 

now in place 

 Concern expressed that Chair and CEO not always briefing the rest of the Board on 

their discussions with others between meetings; B tracks have complained that 

their issues do not seem to be addressed until they raise the flag themselves; are 

commitments being made and not followed up by the Board? 
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 Separation of roles of Chair and CEO relatively new; takes time to sort out who 

does what; level of communication between the two reported as quite good 

 More attention now to relationships in the Board; meetings held with Northlands; 

working through any issues 

 No sense of a strategic plan to identify and work through the issues. 

 Northlands Park does not believe that it can sustain racing for two breeds and 

argues for emphasizing the breed that the betting public prefers based on amount 

bet. 

 A new ways of viewing the industry is needed. This must recognize the changing 

expectations of customers who appear to be moving away from live racing. 

 

7.0 What Horse Racing Alberta Does 
 

The mandate of Horse Racing Alberta is defined by the legislation (The Horse Racing 

Act of Alberta) and by its bylaws/regulations/policies and decisions. Its business plan 

describes these decisions and places the funding requirements for each element. Its 

approved budget provides the Board’s endorsement for the proposed activities. Its 

performance measures determine in the Board’s opinion whether or not it was 

successful in getting the proposed goals and priorities accomplished. 

As a result of our review of the documents we have reviewed, it is our belief that HRA 

has a widespread impact on this industry as a result of its authority and its ability to 

grow into areas of operations which may not have been anticipated. We describe 

these key functions as follows: 

 Advocacy for the horse racing industry and its multitude of component parts 

 Developing policies and positions on the key issues that impact the business 

 Maintain an awareness of the impacts the full sector is experiencing and doing 

all possible to minimize negative impacts 

 Encouraging the growth of the racing industry 
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 Developing what works in the industry; building on the strengths 

 Looking for ways to grow the industry   

 Developing a long term funding strategy that balances the needs of the various 

industry sectors and focuses on developing increased health in its fiscal base 

 Reviewing the funding arrangements and balancing the various needs within the 

industry 

 Assisting tracks in seeking support through gaming centres 

 Acting as a single voice for the horse racing industry; speaking to the key issues; 

ensuring that Government is informed 

 Keeping connected to Government; ensuring that the Minister(s) aware of 

industry issues or other issues which could negatively impact the industry 

 Monitor and/or speak to any legislative changes which may impact the industry 

 Seek Federal and Provincial Government support for a regulatory framework 

that works 

 Building relationships within the horse racing sector 

 Being connected to the various key players in the industry; attending meetings 

of the various associations and tracks 

 Networking with the senior levels of associations and industry spokesmen 

 Marketing horse racing and maximizing purses 

 Raising awareness in the eyes/minds of the general public 

 Targeting the appropriate market segments 

 Monitoring purse distribution and race dates 

 Utilizing current technologies to get the message out 

 Licensing and regulation 

 Assessing if the market can support the licensed facilities 

 Pursuing long term licenses to ensure business stability 

 Allocating and monitoring funding to tracks 

 Enforcing the rules; maintaining penalties 

 Encouraging the development of Canada-wide regulations 
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 Human Resources/Backstretch Programs 

 Assessing the need for various HR programs for the staff at the tracks including 

but not limited to: 

 Certified Groom Training Program 

 Certified Exercise Rider/Jockey Program 

 Start-up of future OC programs (Barn Manager) 

 Backstretch and Equine HRA Scholarships 

 Race Track Backstretch Educational Tours 

 Job experience – groom shadows 

 Language courses (ESL) 

 Computer courses, GED program, equine skills 

 Chaplaincy program; counselling 

 Medical benefits assistance; benevolence 

 Breed improvement and animal welfare 

 Working collegially with others to enhance breed quality 

 Fostering research at academic centres 

 Ensuring that breeders and others properly informed about animal welfare 

issues 

 Enforcing rules and policies 

 Staying alert to any threat of disease 

 Encouraging races that provide a bonus to top horses; encouraging further 

breed development 

All the above points to the fundamental role of HRA as being focused on live racing. 

Its legislatively-stated goals focus on live racing. Much of its activity is in support of 

live racing. A significant portion of the board members are appointed because of their 

involvement in live racing. Its critics point to the fact that it is live racing centric but 

the legislation points to the necessity of the Board focusing on live racing. 
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8.0 Role of Government 
 

Horse Racing Alberta is a private, not-for-profit corporation established in 1996 as the 

Alberta Racing Corporation, and then re-created as Horse Racing Alberta in 2002. It is 

not a Crown corporation and therefore does not function in the same manner as 

crown agencies. At the same time it has a direct relationship to various Government 

departments through various mechanisms, funding arrangements and the requirement 

to report. (We have addressed some of these issues specific to the Government in a 

separate report to the Government).  

HRA was created by Government through the Horse Racing Alberta Act. This Act sets 

out the purpose of the HRA, make up of the Board and powers and duties of the HRA. 

The Act has been assigned to the Solicitor General and Minister of Public Security 

(SG&PS).  

The Solicitor General and Minister of Public Security has the principal role relative to 

Horse Racing Alberta. The Act charges the Minister with ensuring that the board of 

HRA makes appointments to fill vacant positions. Where it does not, the Minister may 

make such appointments. (See Section 2(8)) The Minister, according to the Act, may 

appoint a representative to serve as a non-voting member of the board. The Minister 

is also the person to whom the Board is to provide an annual report as required by the 

Minister. The Minister is also entitled to receive the audited financial statements, the 

multi-year business plan and any performance assessment tools. (See Section 10(1)) 

The minister is then required by the Act to provide the Legislative Assembly a copy of 

the Annual Report as he receives it. In addition the Minister has the authority to 

request other reports on issues that the Minister deems to be relevant. (See Section 

10 (2-3)) 

The HRA Chair is the key contact for the Minister. Where it would seem reasonable to 

the Chair, she could arrange for the full Board to meet with the Minister. The Chair 
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would be expected by both the Minister and Board to act as a courier of the important 

messages that arise between the two or that are deemed to be so significant as to 

affect the work of the organization or ministry.  

The Ministry of Culture and Community Spirit has a role in issuing Lottery Fund grants 

and managing the grant agreement between the Government and HRA. Its primary 

reason for this role lies in the funds voted to be granted to HRA are in the CCS 

appropriation. The Appropriation Act directs the AGLC to transfer the HRA portion of 

money earned on REC slot machines from the Lottery Fund to HRA. CCS is then 

responsible to determine that these funds are spent by HRA in accordance to the 

agreement. 

The Alberta Gaming and Liquor Commission (AGLC) has several roles with respect to 

HRA. It deals with the Ministry of Culture and Community Spirit and provides funds for 

that Ministry to provide to HRA through the lottery program. It also impacts the HRA 

by its power to issue the Racing Entertainment Centre Licenses and regulate the 

delivery of gaming in these centres. It also is responsible for the Lottery Fund and 

determines transfers to the HRA. The actual transfer, as approved under the 

Appropriations Act and related contract are assigned to Culture and Community 

Support (CCS). 

The Ministry of Agriculture and Rural Development (AARD) interest is in context of the 

equine agribusiness. The Minister, according to the Act, may appoint a representative 

to serve as a non-voting member of the board. There is no legislated role for this 

department however the nature of the horse racing business places this department in 

the line of fire because many people still see this as primarily an agricultural 

business. The department is involved substantially when you consider the following: 

 The agricultural portion of the industry is the breeding, raising and marketing of 

horses as well as the maintaining of horses to add value and sustain for 

recreational use (boarding).  

 From an agricultural economic stand point we understand from the department 

that the Farm Cash receipts to Alberta producers is roughly $100 million annually. 
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Alberta produces 35% of the horses in Canada, which is more than twice that of 

any other Province.  

 The AARD argues that it is the breeding farms and the boarding/training stables 

that contribute significantly to the rural economy in the province (approximately 

$900 m). Alberta produces approximately 500 thoroughbred foals per year and 400 

Standardbred foals, with approximately 900 thoroughbred mares bred and 600 

Standardbred. The average stallion service fee is (Thoroughbred) $1500 - $2000 

approximately $1.2 million income; (Standardbred) $1250 -$1750 or approximately 

$900,000.00.  

 Typically these operations purchase the majority of their feed stuffs from local 

farmers and supplies from the local businesses. As one of the Alberta governments 

priorities to maintain "Vibrant Rural Communities" the horse industry and the 

racing industry play a significant role in this.  

 The Department argues that the presence of “A” track racing in Alberta enables 

Standardbred breeding or racing to be “viable”. This breed could possibly 

disappear as Standardbreds are bred solely for racing. The Thoroughbred horse is 

used for activities other than racing, but their values are nowhere near those for 

racing.  

 AARD suggests that if there is high quality racing it pulls the rest of the horse 

industry up to a higher standard (all breeds). It establishes a climate necessary for 

a successful horse industry and therefore fosters growth. If the Province does not 

have high level Thoroughbred and Standardbred racing it is argued that the 

Province will lose all the Standardbred breeding and training farms and at least 

3/4 of the Thoroughbred breeding and training farms.  

 The horse industry buys more hay than any other aspect of agriculture. The hay 

purchased is at a premium price (especially at the race tracks). The horse industry 

is the primary consumer of oats grown in the province.  

 AARD has people that work on animal welfare, including having a presence on the 

Welfare Committee of Horse Racing Alberta This committee has an advisory role 
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on issues related to animal welfare at the race tracts. The committee also 

organizes education programs for the racing industry around the subjects of 

Animal Welfare. The committee as well supports equine research at the Western 

College of Veterinary Medicine. 

 In the bigger picture AARD staff members are involved with the Alberta SPCA and 

Alberta Farm Animal Care groups working towards Animal Welfare issues. The 

department provides funding to both groups in support of their programs. The 

department is also responsible for the legislation as it applies in the province. The 

authority for administering the legislation is through the Alberta SPCA. 

The Government established the Horse Racing Renewal initiative in response to the 

degrading economic condition of horse racing sector of the equine agribusiness and 

the race track industry. These industries were viewed as important to the economic 

health of Albertans. It was also acknowledged that one major reason for the decline 

was the introduction of competitive gaming products by the Government. The total 

handle dropped from a high of $230 million in 1991 to $151 million in 1996. Over the 

past 12 years, from 1996 to 2008, the Total Alberta Handle has 

 In current dollars, increased by $30.8 million (20.3%), which is an annual 

average compounded rate of 1.6%. 

 In constant dollars (2002=100), has decreased by $25.5 million (14.5%), which is 

an annual average compounded rate of -1.3%. 

 In constant per capita dollars, has decreased by $32.61 per person 18 years and 

older (37.7%), which is an annual average compounded rate of –3.9%. 

8.1 Legislation 

The horse racing industry is governed by the Horse Racing Alberta Act. The Act speaks 

to a number of fundamental issues respecting the governance and functioning of the 

horse racing industry. The Act: 

 Establishes a board of directors and determines its make-up (Section 2) 

 Requires the board to establish a selection committee for the purpose of making 

appointments; requires the committee to advertise for appointees; requires the 
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committee to recommend a Board member from among the names submitted; 

establishes the term of appointment as 3 years with eligibility for one additional 

term; declares who is ineligible; fixes the quorum as 7 members (Section 2) 

 Outlines the objects of the Corporation (Section 4)  

 The objects of the Corporation are the following: 

 to govern, direct, control, regulate, manage, market and promote horse 

racing in any or all of its forms;  

 to protect the health, safety and welfare of race horses and, with respect 

to horse racing, the safety and welfare of racing participants and racing 

officials;  

 to safeguard the interests of the general public in horse racing. 

 Describes the Corporation as having natural person powers (Section 5) 

 Outlines the power of the Corporation to make bylaws governing the 

administration and management of its affairs including the establishment and 

payment of remuneration and expenses to the members of the board (See Section 

6) 

 States that the Corporation (i.e. HRA) is not an agent of the crown (Section 8) 

 Provides that all revenue received by the Corporation belongs to the Corporation 

(i.e. the HRA); limits the use of funds to the business of the HRA (Section 9) 

 Describes the reports the Corporation must provide to the Minister (e.g. annual 

report, multi-year business plans, audited statements) (Section 10) 

 Requires the Corporation to operate in accordance with the laws governing gaming 

and the policies and directions of the Government with respect to gaming. 

(Section 11) 

 Provides a shelter from liability for board members, employees and agents of HRA 

who are acting in good faith (Section 12) 

 Requires the licensing of certain individuals (e.g. operators, racing officials, racing 

participants, other license operators (Section 13) 

 Prohibits certain people from carrying out licensed racing activities (Section 14) 
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 Places requirements on the trainer of a horse (Section 15) 

 Empowers racing officials to conduct inspections of individuals, facilities and 

documents (Section 16) 

 Provides the authority to a racing official to conduct a search and/or inspect 

horses, those providing oversight to a horse, facilities housing horses, documents 

 Empowers a racing official to conduct an investigation (Section 18) 

 No one is to hinder an official/agent/employee of the Corporation (Section 19) 

 States that non-compliance with the Act does not constitute an offence (Section 

20) 

 Provides that the Corporation can seek a court order to prevent someone from 

exercising authority or carrying on an activity for which a license is required 

(Section 21)  

 States that the Corporation may make a number of rules to govern the industry 

and its operations as a Board and administration including licensing, setting fees 

and charges, allocating racing days, the conduct of races, the operation of tracks, 

making of rules by breed, substance abuse, devices affixed to a horse, veterinary 

practices, imposition of fines, conducting hearings, maintenance of records, 

nomination and appointment to the board(Section 22) 

 Provides for the establishment of an Appeals Tribunal, right to appeal, 

commencing an appeal, decision of an appeal, appeal of an appeal, procedures 

before an appeal tribunal (Section 23-28)  

Other legislation also has application to Horse Racing Alberta. The Gaming and Liquor 

Act applies in that it: 

 Empowers the Alberta Gaming and Liquor Commission to run lotteries in Alberta 

(section 3) 

 Establishes regulations to govern gaming; this includes regulations for licensing 

Racing Entertainment Centres at race tracks, and placing slot machines in these 

RECs 
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 Administers the Lottery Fund, placing revenue from slot machines in RECs, 

transferring money from Lottery Fund to Department of Culture and Community 

Spirit for delivery of Lottery Funded programs (Section 25 and 26). 

The Appropriation Act applies in that it authorizes the spending on Lottery Funded 

programs set out in the annual Provincial Estimates. The Estimates include the 

program grants to HRA under the estimates for Culture and Community Spirit. The 

amount of the grant is determined as a fixed percentage of revenue raised on slot 

machines placed in RECs. (Section 4) 

HRA is also impacted by the Federal Criminal Code of Canada - Section 204 Part VII: 

Disorderly Houses, Gaming and Betting. Within this section the Federal Minster of 

Agriculture and Agri-Food is empowered to make regulations related to pari-mutuel 

betting. An organization within the ministry (the Canadian Pari-Mutuel Agency) 

manages pari-mutual betting. 

8.2 Involvement of Multiple Government Departments 

There are number of issues that arise because of involvement of multiple government 

bodies. A number of these issues are internal to government or between government, 

HRA and industry. The issues which are internal to government are the subject of a 

separate report. The issues that relate to industry and HRA are: 

 The funding arrangement that transfers REC revenue from AGLC to HRA through 

CCS has caused confusion in the industry and with the public. There does not seem 

to be an adequate appreciation that the money involved is raised at the race 

track. 

 It is not clear to industry or the public which organization to approach on horse 

racing issues. For example, HRA works with CCS with respect to Government 

contract matters, SG&PS with respect to regulatory matters and AGLC with respect 

to REC opportunities. 

HRA is formally connected to three Government Ministries: these are SG&PS, 

Agriculture and Rural Development and CCS. As noted, the Solicitor General and 

Minister of Public Security is assigned responsibility for the Horse Racing Alberta Act, 
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and therefore is the Minister as defined in the Act (e.g. annual report, audited 

reports, business plan, other reports as requested).  

Based on the information we received, it is clear that there has been a relatively 

healthy level of communication between HRA and SG&PS. Requirements of the Act 

are met. We have been told that the new Chair has been instrumental in ensuring that 

the Minister is well-briefed on emerging issues and challenges. SG&PC has placed a 

representative on the Board. The AGLC is part of the Ministry of SG&PS, but it does 

not have any formal relationship with HRA.  

The funding agreement between HRA and the government has been assigned to CCS to 

administer. Like the Act it sets out duties and responsibilities for HRA with respect to 

funding. Again, we have observed that the obligations are met and the relationship is 

positive.  

Both SG&PC and CCS appoint a representative to the Board. This practice has been 

well received and both representatives are respected by other members. 

 

9.0 The Leadership of Horse Racing Alberta 
 

9.1 The Board of Directors 

The Board of Directors of the HRA consists of 12 members as noted in Section 8.1.1. 

These members are drawn, for the most part, from the various constituencies of the 

HRA (breed organizations and racetracks) with three additional members who are 

appointed to represent the interests of the public. In addition, two senior 

administrators with the Provincial Government represent the interests of the 

Government but on a non-voting basis.  

The Board is led by a Chair (see section 7.2.2) who though relatively new to the HRA 

has a long and distinguished career with the Government as an elected leader. As a 

result she has an enviable understanding of how Government processes work having 

spent years inside the Legislature helping to set such processes in place. The Chair 
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provides guidance to the Board, advice to the CEO/President and leadership to the 

industry as a whole. She also serves as the principal go-between for any negotiations 

and discussions with Government officials and with industry leaders and Track 

operators.  

Assisting the Board Chair is a variety of Board committees led by an Executive 

Committee. While the committees are to report to the Board in order to have their 

advice acted upon, it is clear that the committees are quite strong and deemed to be 

“working” committees (as opposed to being policy advisory committees).  

Clearly the Board is expected to provide the leadership on behalf of the entire 

organization. It is to rely to a certain extent on the President/CEO to afford the Board 

with his advice on current happenings in the industry and policy advice relative to the 

key decisions/issues facing the Board. (We describe his role in Section 8.2.3) The 

Board has a significant role in reflecting the concerns of the industry and in 

attempting to work in a collaborative fashion with all industry players. This is a 

difficult task as we describe later in the section dealing with Board governance. 

9.1.1 Board Tenure  

Board members are entitled to be appointed to a three year term with a maximum re-

appointment of one additional term (of three years). This term (and two term limit) 

appears to be appropriate in that this provides sufficient time to gain a good 

understanding of the role and history of the organization as well as the time to make 

a positive impact. The HRA Board needs to maintain a constant vigil on the term of 

appointments in order to not have to replace more than 2-3 members at any 

particular time. This was not the case in 2008 wherein eight of the fourteen members 

were up for new appointments. We note that three members’ terms are expiring this 

fall and will need to be replaced, if the size of the Board is to continue as it is.  

While an appeal was made to lengthen the current length of the terms for board 

members, it was not accepted by the Government. 
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9.1.2 Chair of the Board 

The current Chair was appointed in the latter half of 2008. Due to the circumstances 

involving the replacement of the outgoing Chair (and his step into the role of CEO) her 

appointment took place prior to the new members of the Board having an opportunity 

to participate. The individual appointed has a very impressive background with an 

exemplary history of public service through her role as an MLA and as a Minister in 

number of important portfolios. We heard a high level of support for the individual 

from all those we spoke to during this review. Some spoke to their sense that the new 

leadership sparked the hope of renewal of confidence in HRA. During her short term, 

she has already made a significant impact by being instrumental in resolving the 

negotiations with Northlands Park with regard to the 2009 racing season. 

The controversy that arose on her appointment was with respect to one board 

member position’s that, while he (and the organization he represented) had no issue 

with the candidate, it was their opinion that the new board members should 

participate in the decision. That is, it was felt that the Board should wait until the 

new board members took office and therefore they would also have an opportunity to 

contribute their thinking to this very important decision. This was due in some 

measure to the very high number of incumbent members being replaced. As a result, 

one of the members exercised his right to be in opposition to the remainder of the 

Board.  

Unfortunately, and coincidentally, the organization represented by the individual was 

in a difficult negotiation with HRA with several comments being made with respect to 

the belief that HRA was not in step with the needs of the industry. The vote was 

characterized as a vote against the new Chair by others, despite the representations 

of the member. In our interviews we did not obtain any evidence that suggested 

anything more than the person disagreeing with the process. (Unfortunately this 

relatively minor episode points to basic flaws in role clarity and Board member 

expectations).  
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The Act defines the process to be followed in selection and appointment of the Chair. 

It is the same that is used to select and appoint public members. The Act requires the 

use of a selection committee, advertising for the position and the need for the Board 

to make the final decision. A 2/3 majority is required to make the appointment. 

9.1.2.1 Bylaws Define Role of Chair 

The Bylaws set out the roles and responsibilities of the Chair. These bylaws convey 

the following: 

(1) The Chair must be appointed in accordance with section 2(3) of the Act. 

(2) The Chair has full power to act for, and in the name of, the HRA Board in the 

execution, performance and carrying out of any act, matter or thing that is 

within the power of the Board, or decisions given or made by a resolution of 

the Board. 

(3) General matters for which the Chair is responsible include, but are not limited 

to: 

(a) authority to control and superintend the conduct of HRA Board meetings; 

(b) general Board member liaison and communications; 

(c) liaison with the Chair of the Appeal Tribunal; 

(d) federal and provincial government relations and liaison; 

(e) corporate legislation, bylaws and macro-policy development; 

(f) speaking or responding to the media on behalf of the HRA Board or 

directing another person to do so; 

(g) macro-corporate finance, 

(h) act as Chair of the Board's Executive Committee; 

(i) ex-officio member on all other Board Standing Committees; 

(j) horsemen associations and racetrack operators relations and liaison; 

(k) act as Chair for any HRA public hearings. 

9.1.2.2 Contract for Position of Chair 

Similar to the contract for the CEO, that of the Chair is particularly brief. It describes 

the fact that the Corporation shall engage the Chair as the senior member of the 

 58 Winchester Avenue, Spruce Grove, Alberta T7X 1L8  36



George B. Cuff & Associates Ltd. 

Board of Directors of the corporation and who is expected to perform the duties 

described in the contract and as prescribed by the Horse Racing Alberta Act (2000), 

the Corporation’s bylaws and the Board of Directors of the Corporation. The Chair is 

to report to and carry out all lawful instructions given to her by the Board of Directors 

of the Corporation. The “salary” and benefits are typical of an employee, with a 

suggested/expected work schedule of 25 hours per week. The termination benefits 

language is similar, though the term of severance is 6 week pay in first year and 6 

months in second and third year. There is a general conduct clause similar to that of 

the CEO and also a clause on ethical behaviour which prohibits betting on live racing 

and having an interest in a horse which races at a racetrack licensed by the 

Corporation. Other clauses deal with confidentiality, ownership of materials, term, 

and renewal. There is nothing on evaluation or anything on specific tasks.  

9.1.2.3 Issues Pertaining to Chair 

We have identified the following issues with respect to the position of Chair: 

 The criticism of the individual who voted against the appointment of the Chair 

does not lead to a healthy dynamic at the Board table. It is important that it be 

left in the past. The Board response to dissenting voices at the table is discussed 

further under Governance. 

 The Chair is given the same power as the Board and can apparently employ this 

power independent of the Board without consulting the Board. While the role of 

the Chair on a board is the most important of all members, it should not render 

the Board irrelevant. It is contrary to sound governance practice. The following 

extract from the Workers' Compensation Board-Alberta Corporate Governance 

Policy for its Board of Directors: 

“The Chair: 

 allocates responsibility within the Board of Directors 

 provides positive and proactive leadership and direction 

 approves attendance at and remuneration for all activities and events other 

than Board of Directors’ meetings or task force and committee meetings. 

 58 Winchester Avenue, Spruce Grove, Alberta T7X 1L8  37



George B. Cuff & Associates Ltd. 

The authority of the Chair’s decision making falls within the topics 

covered by corporate governance policy, except where the Chair 

specifically delegates portions of this authority to others. The Chair is 

authorized to use any reasonable interpretation of the provisions in 

these policies. 

The Chair: 

 is authorized to establish committees and task force groups, and 

appoint board members to the committees and task force groups 

 calls and conducts meetings of the Board of Directors at any place in 

Alberta the Chair determines, sets the agenda, and ensures business 

transactions are recorded properly and accurately through the 

Secretary of the Board of Directors 

 is not eligible for the position of President while holding the position 

of Chair 

 on the advice of a committee of the Board of Directors and as 

approved by the Board of Directors, has the authority to develop and 

enter into an employment agreement with the President, setting out 

the terms and conditions of employment, salary, and benefits 

 manages the administrative affairs of the President and reports to 

the Board of Directors 

 brings to the attention of individual board members or the Board of 

Directors as a whole, any situation that contravenes the code of 

conduct and ensures the matter is dealt with.” 

The above demonstrates the primacy of the Board while recognizing the importance 

of the Chair’s to ensure effective functioning of the Board. 

9.2 Chief Executive Officer 

The most senior executive in the HRA is the Chief Executive Officer (CEO). The CEO is 

appointed by the Board under its general authority as a natural person. Previously, 

the Chair also carried the title of CEO. At that time the senior administrative 
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executive was the Chief Operating Officer (COO), who as we understand it, worked 

very closely with the then Chair and took considerable direction from the Chair.  As a 

result of the passing of the COO, the organization recognized that changes had to be 

made. Rightly or wrongly, the Board decided to transfer the then Chair, whose term 

was coming to an end, into the vacant position of CEO/President in part due to the 

evolving nature of the new President/CEO role and in part due to the need to bring on 

a new Chair and in part and more latterly, to the economic realities facing the HRA. 

The position of Chief Executive Officer is relatively new although the incumbent has 

previously filled the position of Chair (since 2002). With the significant turnover at 

the Board level, and the significant issues facing the HRA, it was argued that 

continuity was needed. The former chair and now CEO had been intimately involved 

in most if not all the key issues confronting the Board and thus it was felt that he 

would help keep the organization on a sound footing. As a result, the former Chair 

was asked by the Board to continue in the role as CEO.   We were not made aware of 

a position description for this role. The by-law that is in force does not refer to the 

CEO position. Instead it refers to the chief operating officer. It was proposed to 

amend the by-law to address this situation but that was set aside until this report was 

completed. 

9.2.1 Impact of Bylaws on Role of CEO 

The Bylaws do not refer to the position of CEO. Instead they are drafted with 

authorities vested in the COO. A change in the Bylaws to recognize the position of 

CEO has been proposed, but has yet to be passed (pending this Review). The proposed 

changes vest the authorities currently assigned to COO to the CEO. We understand 

that until such time as the Bylaws are changed, it has been accepted that the CEO can 

exercise the authority of the COO.  

The Bylaws illustrate the role of the CEO and authority vested in the position by the 

following: 

 The President is entitled to attend all of the meetings of the Board and participate 

in the discussions (Section 5) 
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 The President is named as an ex officio member of the Executive Committee, 

albeit a non-voting member (Section 7) 

 The Board must appoint a President upon the advice of the Executive Committee 

(Section 30) 

 The President is to:  

 oversee the strategic management of the Corporation's principal corporate 

functions as set out in the bylaws 

 establish and maintain a sound administrative and management structure for 

the operation of the Corporation and its affairs 

 direct, supervise, and evaluate the affairs of the Corporation 

 within the personnel policies and procedures established by the HRA Board, 

employ or engage staff to meet the objectives of the Corporation 

 ensure the preparation and maintenance of proper record keeping, including 

the preparation and maintenance of a manual of policies and procedures, 

copies of which are to be provided to each new Board member appointed to 

the Board 

 ensure the proper recording, distribution and safekeeping of Board meeting 

minutes, agreements and other records of the Corporation, and the corporate 

seal of the Corporation 

 provide administrative support to standing and other committees, and task 

forces, established by the Board 

 publish rules made by the Corporation in the Alberta Gazette in accordance 

with section 22(3) of the Act 

 prepare for review and approval by the HRA Board the annual report to the 

Minister required by section 10(1) of the Act and any special reports required 

by the Minister under section 10(3) of the Act 

 work towards achieving the vision of the Corporation and meeting its objectives 

(Section 31) 
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 has authority to implement any decision of the HRA Board and for that purpose 

may enter into any agreement or contract, make expenditures or otherwise 

commit the Corporation, subject only to any limitation on that authority imposed 

by the Board 

 authorize another person to act on his or her behalf; delegate any authority or 

responsibility. 

9.2.2 Critical Nature of CEO Role 

Fundamental to the long terms success of HRA and the industry, is the role of CEO at 

HRA. The incumbent must enjoy the confidence of significant stakeholders and the 

Board. To the extent that this does not exist it must be restored. The overall 

confidence level of the Board is a direct reflection of its perception of the 

performance of the CEO. Where the latter is not performing to the satisfaction of the 

Board members, the ability of the Board to focus its energies confidently on the 

future is compromised.  

The CEO is the primary custodian of institutional knowledge. As we worked through 

the project, in order to gain insight into the issues we needed to speak to the CEO. It 

was frequently pointed out to us that only the CEO had the background knowledge 

necessary to understand the question or to point us in the right direction for the 

answers. This is not surprising, however it points to the importance of two matters: 

one is that the Board must have a well planned succession process in place which will 

allow for knowledge transfer; and secondly, there is a critical need to achieve the 

capture of institutional knowledge by others in the organization. HRA is at risk 

because of the extensive dependency on this one individual. 

The proposed Bylaws vest the CEO with the authority to determine if he will attend a 

meeting. This is an interesting oversight in our view and reflects a poor understanding 

of good governance. It is not up to the CEO to make such a decision. The Board in its 

wisdom can determine if it should meet in camera (i.e. without any staff member 

present). This reflects healthy board governance and is conducive to the nature of the 

Board as an independent governing authority. (Used in the right circumstances, for 
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example self evaluation of Board members or evaluation of the CEO, the notion of the 

Board meeting on its own can be a very healthy practice).  

9.2.3 Contractual Position 

We attended at the office of HRA and reviewed the contract for the CEO at the office. 

We agreed not to take a copy with us. The contract is brief and reads like a standard 

employee contract. Much of the contract deals with compensation issues such as pay, 

benefits, expenses, vacation, etc. The duties are in essence that HRA shall contract 

with the incumbent as the chief executive officer of the corporation in the Edmonton 

office and the employee shall perform these and other duties from time to time as 

prescribed by the Horse Racing Alberta Act (2000), the Corporation’s bylaws and the 

Board of Directors of the Corporation through the Chair of the Board. The CEO is to 

report to the Board through the Chair and carry out all lawful instructions given to 

him by the Chair of the Board of Directors of the Corporation. The term is 01/08/08 

to 31/07/11, with salary adjustments as stated in the contract and which are 

automatic (i.e. with no board involvement)(a curious provision in that it limits the 

Board’s right to tie performance expectations to salary increases).  

The CEO is required to adhere to the rules, policy directives, code of ethics and by-

laws of the Corporation. The contract provides for termination with cause and 

without cause with a certain notice period and continued salary for a reasonable 

term. Other clauses deal with confidentiality, ownership of materials, term, renewal, 

term of work. There is no discussion of evaluation, no details as to tasks, and thus in 

summary there is very little substance in the contract.  

The decision as to the continuance of the President/CEO is not one to be made 

without much careful thought as to the impact on the organization and on the person. 

It is a fundamental role of the Board and as such should be made by the Board. While 

the review should incorporate a full review of the performance of the incumbent 

based on the expectations of the Board, it often boils down to one very important 

issue: does the Board have sufficient confidence in the CEO to take the organization 

forward over the next several years? While other aspects of the CEO’s performance 
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are also important, this one issue determines in most circumstances in which we have 

been involved the future of the CEO in his present position. This subjective analysis of 

the CEO’s performance would normally include such matters as: ability to effectively 

and promptly brief the Board on all emerging issues; development of senior staff; 

quality of advice on policy issues; development of new policies and monitoring 

process of current policies; approach to performance assessment of his senior staff; 

approach to compensation planning; preparation for Board meetings (ensuring that all 

members are well briefed and with complete access to comprehensive, current 

information); relationships to key external stakeholders; etc. It is these kinds of 

performance indicators that will determine the ongoing satisfaction level of the Board 

in their key employee.  

 On an ongoing basis, the President/CEO should also contribute to the process by 

providing an outline of his performance objectives as part of a performance contract 

with the Board. We have included a performance review policy, process and 

approach. This should be undertaken immediately likely with the assistance of an 

external consultant in terms of getting the process right at the outset and in terms of 

drawing out the full commentary from all members of the Board. If there are serious 

questions regarding his performance, then a tight timeline for improvement should be 

imposed and a subsequent review conducted in a few months.  

9.2.4 Issues Regarding Role of CEO 

 There were a number of issues identified with respect to the CEO: 

 It is critically important that the Bylaws be updated to enshrine the role of CEO as 

the top executive of HRA. This is included in the proposed new Bylaws. However, 

these proposed changes also allow for up to three other positions Again, we 

question the need for this degree of specificity to be brought into the bylaws. 

These should be simply recommended to the Board as positions with prescribed 

duties and a budget to accompany the position. Given the size of HRA as an 

organization and the cost of senior staff, the Board may wish to consider the need 

for these additional positions. 
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 The CEO is generally considered to be the only employee of the Board and is 

accountable to the Board as a whole. Policies related to the CEO must reinforce 

this fundamental governance principle. The proposed changes do not make the 

above concept clear. 

 There is no policy defining the CEO evaluation process, nor is there any policy on 

the approach taken to determine CEO compensation. These policies are important 

governance matters. In absence of them, there is a risk: 

(1) of misunderstanding between the Board and CEO 

(2) that the Board as a whole will not be adequately involved in these processes 

(3) that these processes will unnecessarily vary from year to year. 

 Given the CEO’s history with many of the issues facing the industry and HRA at this 

time, in the eyes of many industry members, he garners considerable blame. We 

heard considerable criticism directed toward him ranging from criticism of his 

salary, to his role in loss of a racing venue in Calgary. At the same time, he 

appears to have the confidence of the relatively new chair and his considerable 

contribution to the HRA over his terms as Chair and CEO cannot be denied. 

 The background and experience of the CEO perhaps better equip him for a role on 

the Board than as a CEO. The view that the CEO needs to be experienced as an 

administrator and a business executive in order to be effective has been voiced 

quite strongly by some who do not believe that the current skill set is appropriate 

to the needs of the industry and the organization. The Board members are 

expected to be the champions of the industry. That is not the fundamental role of 

the CEO. 
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10.0 Governance 
 

10.1 History of Governance at HRA 

Prior to the creation of the Alberta Racing Corporation, the industry was regulated by 

the Alberta Racing Commission. The Commission was a part of the Government and 

focused exclusively on the Government’s regulatory role. The Commissions objective 

was: 

“…to govern, direct, control and regulate horse racing in Alberta in any and all 

of its forms.” (Racing Commission Act) 

With the proclamation in 1996 of the Alberta Racing Corporation Act the Commission 

was transformed into a not-for-profit private corporation. Its role was expanded. The 

Corporate objects were: 

(a) to govern, direct, control, regulate, manage, market and promote horse racing 

in any or all of its forms; 

(b) to protect the health, safety and welfare of race horses and, with respect to 

horse racing, the safety and welfare of racing participants and racing officials; 

(c) to safeguard the interests of the general public in horse racing. (Racing 

Corporation Act) 

The Corporation was governed by a Board: 

 one person appointed by the Horsemen’s Benevolent and Protective 

Association, 

 one person appointed by the Alberta Standardbred Horse Association 

 3 public members selected by a selection committee of the Board 

 2 people, as determined by the selection committee, who represent the 

interest of the race horse breeding industry.  

The Chair of the Board was to be determined by a majority of the Board from among 

the members of the board. The expansion of the Board to 12 members was one of the 
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major changes that arose from the transition to Horse Racing Alberta. The HRA board 

is now constituted as follows: 

 one person appointed as chair; 

 one person appointed by the Alberta Standardbred Horse Association to represent 

the race horse breeders in that Association;  

 one person appointed by the Alberta Standardbred Horse Association to represent 

persons in that Association other than race horse breeders; 

 one person appointed by the Canadian Thoroughbred Horse Society (Alberta 

Division); 

 one person appointed by The Horsemen’s Benevolent and Protective Association of 

Alberta; 

 one person agreed on and appointed by all other racing breed associations in the 

Province recognized by the Corporation, excluding the associations referred to in 

clauses (b), (d) and (e); 

 2 persons agreed on and appointed by the operators of race tracks licensed under 

the rules as “A” level race tracks;  

 one person agreed on and appointed by the operators of race tracks licensed under 

the rules as “B” level race tracks; 

 3 members of the general public. 

In addition, the Government may appoint 2 people as non-voting members of the 

Board. The current practice is one of these people is appointed by SG&PS and the 

other, through agreement with Agriculture and Rural Development is appointed by 

CCS. 

As of this writing, all positions are full. The “A” representative appointed by 

Stampede Park continues to be on the Board even though Stampede Park no longer 

has racing.  The representative will continue until his term ends this fall. At that time 

there will be only one “A” level race track and therefore this track will be eligible, 

subject to the opening of the Balzac track, to make two appointments to the Board. 
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10.2 Model of Governance  

This is essentially a constituency-based governance model. While the Act states that 

appointees “…represent...” their association, the Bylaws in section 16 states that: 

“The role of Board members is to work together to further the interests of the 

Horse racing industry as a whole. Speaking with one voice…” 

While that may appear to be a contradiction between the Act and the Bylaws the HRA 

would argue that one could still represent the interests of the nominating body while 

working supportively to the interests of the HRA. This one contradiction, however, 

underlies one of the key problem points or governance weaknesses of the system. Is it 

reasonable to expect one person to play both roles? It is the expectation of the 

nominating body that “their” representative will carry forward “their” views on how 

the HRA should be performing and the type of decisions it should be making. 

However, when the new member enters the HRA boardroom he/she is immediately 

confronted by a Board code of conduct which makes it very clear that the intent of 

the HRA is to further the interests of horse racing “as a whole” and to speak with 

“one voice”. Given the fact that there is virtually no orientation made available to 

members, it should not be unexpected that members are confused regarding role 

clarity.  

Board members are asked to separate their role to represent their association from 

the duty to work together to “further the interests of the Horse race industry as a 

whole”. This is a very difficult task. On the one hand there is considerable 

expectation from the nominating bodies that the people they place on the HRA Board 

will speak strongly to the issues that will likely affect their “best interests”. Some of 

these issues may well be counter to the general direction of the Board as a whole. On 

the other hand, there is a general sentiment that the major key value of HRA is its 

potential to strengthen the industry as a whole. The only way that will be possible 

will be through the commitment of all the members to set aside individual agendas 

and work for what might be described as “the greater good”.  
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This expectation was one of the driving motivations (as we understand it) in creating 

the HRA. It was felt that by placing all of the key players at the same Boardroom 

table that any disagreements would be ironed out and that the ongoing greater good 

of the industry would be the underlying motivator for all. While there are or should be 

benefits from this model, the fact that most members have seemingly been unable or 

reluctant to separate their role as industry representatives from their role as stewards 

of the horse racing product has contributed to internal rivalries being placed ahead of 

discussions around the future of the industry.  

This latter objective may be possible if: 

 There is a commitment to a common over-arching goal 

 There is a general and genuine recognition that the overall goal will only be 

achieved through cooperation and not competition 

 The degree of maturity evident in Board members is enhanced and individual and 

constituency rivalries are set aside 

 Respect is evident between the leaders of the HRA and their key constituencies 

 An ongoing legitimate effort is made to ensure that the decision-making process is 

open and transparent and the communication of key issues and decisions is an 

every day part of the business of HRA 

 There is respect for the leadership of HRA. 

We do not see much evidence that this is what has been happening. While there have 

been some recent initiatives to accomplish this end there appears to be a 

considerable distance to cover. The failure of the CEO to provide the basic 

mechanisms for a constructive and appropriate boardroom model has limited the 

degree of effectiveness of the HRA. We do not see evidence of: 

 Comprehensive strategic planning process that would focus all members on a the 

development of a common over-arching goal 

 A genuine commitment by all Board members to working cooperatively in pursuit 

of that common goal 
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 A willingness to leave the natural competitiveness of the various factions at the 

door 

 The type of collegiality between the administrative and elected leaders of the 

various sectors/constituencies 

 A board decision-making process that is open, transparent, inclusive and respectful 

of the primacy of the Board table 

 Thorough administrative briefings on all matters of significance and a commitment 

to ensuring that any key issues are brought to the attention of all members in a 

concurrent manner. 

10.3 Role of Board Members 

With the exception of public members, Board members are nominated to the Board by 

their respective industry sectors. These names are solicited from the respective 

organizations and a name is provided for ratification to the Board of HRA.  

A notice for the appointment of public members is advertised by the HRA in the 

media. According to the latest advertisement, a Board member’s responsibilities 

include: 

 Establishing policies 

 Developing strategies and effective implementation of plans 

 Decision-making in respect to licenses and regulations 

 Providing leadership on all related matters.  

Members are expected to have “a solid understanding of business, governance and the 

ability to evaluate complex information and make difficult decisions…supplemented 

with a proven ability to work effectively with other Board members and diverse 

stakeholders.” 

Given the evolving nature of the horse racing business it is clear that the members of 

the future will have to be focused on the broader entertainment framework rather 

than more exclusively on purses, race days, breeding dollars, animal welfare, etc. The 

“new” and more likely public member should be chosen based on: 

 Experience in and/or exposure to the entertainment business 
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 Recognition of the issues guiding customer satisfaction and retention  

 Connecting to an audience: how to bring a product to a larger audience 

 Understanding of the communications sector: how to reach out; how to display 

a product; how to make use of communications technologies 

 Business development: seeing the horse racing industry as a valuable sector in a 

competitive environment; being able to make tough business decisions 

 Experience in the legal or business administration sectors with a clear-headed 

focus on bottom-line accountability. 

10.4 Bylaws of HRA 

The Bylaws of HRA are effective August 7th 2003. We are aware that there has been 

some effort of more recent times to update these and a decision was made by the 

Board to hold off completing that process pending this review. Our comments should 

thus be considered in light of the fact that the Board has expressed interest in 

updating their governance framework. (We will make reference to the current bylaws 

unless otherwise stated).  

The Bylaws, amongst a number of matters set out the vision, objects, mission, goals 

of the HRA; the composition of the Board, its committees, its powers; the handling of 

Board meetings, matters of procedure; corporate functions, indemnity, 

confidentiality, role of committees; role of President/CEO, authority, managerial 

matters e.g. budget, business plan, borrowing, investments, auditors; other 

administrative matters. 

We make the following observations relative to the Bylaws: 

 The vision, mission and principles that serve as major guiding influences on the 

functioning of the HRA are (or should be) subject to regular review and possible 

change. These should be addressed in a separate strategic planning or business 

planning document and referred to in the annual report. Placing these in the 

bylaws restricts a board from regularly re-visiting these to determine if they 

are still consistent with the evolving changes being faced by the Board. 

(Section 1) 
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 The bylaws should cite the objects of the HRA as contained in the legislation. It 

is unlikely that those will be subject to the potential of frequent change. 

(Section 2) 

 The principles are seemingly quite useful but do not seem to reflect or 

underline the commitments of all members of the Board. These should also be 

re-visited in an annual Board retreat and altered as necessary. While they 

sound inspiring they may not be practiced. The Chair should encourage a 

process of continual re-thinking the functioning of the Board in light of the 

principles that supposedly under gird how the organization is to operate. 

(Section 2) 

 The composition of the Board should be limited to Board members. Reference 

to the role and participation of management should be in a section dealing with 

management. With respect to the latter, the President/CEO should be 

expected to attend all regular and special meetings of the Board unless 

otherwise excluded (i.e. to deal with an in camera issue affecting the 

President/CEO). The responsibility to determine which other staff members are 

expected to attend meetings of the Board should be delegated to the 

President/CEO with the Chair having the authority to invite the Chief Financial 

Officer at any time. (Section 5) 

 The bylaws are more useful as a governing document if they outline 

requirements as opposed to actual functions. Thus, the fact that a selection 

committee is a needed component of the HRA’s governance structure should be 

noted. Its actual functions should be defined in a document “Committee 

Charters” and be considered as a policy of the Board, subject to annual review. 

Further, the procedures of the selection committee (i.e. how it functions) 

should be outlined in the Charters as procedural statements. (Section 6) 

 Similarly, the Executive Committee need not be referenced in the bylaws but 

rather in the Committee Charter. The current reference to who is considered a 

member may for example change if the Board decides to replace the Finance 
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and Legal Committee with a different governance structure (e.g. a Governance 

and Finance Committee). (Section 7) 

 The section dealing with the chair and vice-chair are well-written and 

appropriately described in the bylaws except the power given to the Chair may 

be excessive. (Section 8) 

 The quorum is appropriate and logically listed herein although it is also 

referred to in the Act. (Section 9) 

 The section pertaining to voting contains an inappropriate reference to the 

following “a resolution signed or approved by all voting Board members need 

not be put to a vote and is effective as if it had been approved at a meeting of 

the Board”. This statement is not needed in today’s highly connected world 

and in some respects detracts from good governance. The nature of good 

governance relies upon the interchange of ideas at a board table between 

people who may have very different views of the world but in the debate can 

add tremendously to the overall solution. Further, it is much more difficult for 

anyone to be manipulated into a particular decision if all members are present 

for the discussion. (Section 10) 

 While the current statements are likely reflective of many organizations, rules 

of procedure are best determined by the organization itself. These tend to be 

simpler, more useful to the needs of the organization and understandable to 

more people. The current statement (i.e. reliance on Robert’s Rules of Order) 

is useful as a fall-back position. (Section 11) 

 The section dealing with the authority of the Board and Executive Committee 

or a person causes considerable concern. The primacy of the Board table must 

be respected and this clause waters that down substantially. The Board may 

authorize the Executive Committee to act if need be but that should not be a 

standing commitment but rather something that is done or a case by case basis. 

This clause (12,1) should be rescinded. (Section 12) 
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 Delegation of powers is far too sweeping in tone and places the rights of the 

Corporation at stake. Again, there is an adage that anything detracting from 

the primacy of the decision-making body is the wrong thing. The current clause 

wrongly suggests that the Board can delegate any and all of its powers. 

(Section 13) 

 The section pertaining to the general role of Board members is sound, but 

contains in it the one phrase which underlies the challenge that this model of 

governance faces; namely, the notion that the Board members will be speaking 

“with one voice”. It may be useful for the Board to obtain legal counsel as to 

the applicability of that statement as a means of reinforcing the concept with 

new and ongoing members of the Board. (Section 16) 

 We are uncertain as to why/where a Board member would have to report to 

the Board on a question that would require the member to utilize the power of 

the Board to gain access to the required information. This appears to be an 

overlap of the authority that a member of the HRA administration would have 

(i.e. the President/CEO). (Section 17) 

 The bylaws should simply authorize the Board members to receive 

compensation for their services. As such clauses 2,3,4,5 are appropriate. 

Specifying the amount per diem in clause 1 makes this a target for bylaw 

change on annual basis. Again, this should be “as per the Board policies”. 

(Section 18) 

 The “principle” corporate functions referred to in various sections of the 

bylaws (including section 26) should be “principal” functions.  

 Reference to President AND Chief Operating Officer should be changed and 

reference should be to President and Chief Executive Officer. (Section 30 and 

ongoing) 

 In order to ensure that there is no overlap in roles in the future or any role 

confusion, any vacancy in the office of President/CEO should be filled (at least 

on a temporary basis) by appointment of another staff member of the HRA 
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administration. This points to the need to have such a person designated as the 

acting CEO in the latter’s absence. (Section 33) 

 Section 38 speaks to an issue that has been expressed as a concern by the 

Board. The President is required to immediately report to the Board as soon as 

he becomes aware of any anticipated revenues not likely to materialize. 

(Section 38) 

Each Board member is required to agree to the Code of Ethical Conduct. They 

demonstrate this agreement by signing a copy of the Code. The existence of the Code 

and discussion in the Bylaw are important attributes of good governance. However, it 

is also important for these to be reviewed periodically updated from time to time. As 

noted, the Code has been in place unchanged since 2002 and the Bylaw since 2004.  

When reviewing these documents the Board should consider appropriateness of 

introducing governance practices which have emerged since 2002 such as: 

 Annual declaration of conflict disclosure 

 Including the declaration of conflict with any agenda item at the start of 

meeting 

 Setting out the need and process for board evaluation 

 Set out the beliefs and values of board members 

 A commitment to board planning on at least an annual basis in order to 

appropriately describe the key short and long term priorities 

 Board member development led by a board “governance” committee 

 Effective policy development led administratively by the CEO and from a 

governance perspective by the Chair and a governance committee of the board 

 Effective use of board committees through clearly described charters 

 Comprehensive and concurrent information to all members in advance of all 

committee and board meetings. 

10.5 Committees of the Board 

The Board has established a number of committees to conduct their business.  These 

are: 
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 Executive  

 Finance & Legal  

 Government & Industry Relations 

 Industry relations sub committee 

 Daycare sub committee 

 Computer literacy task force 

 Industry manpower task force 

 Government relations strategies sub committee 

 Industry information task force 

 Breeding Improvement 

 Marketing Committee 

 Technical sub committee 

 Racetrack Licensing 

 Regulatory 

 Animal welfare sub committee 

 Integrity & pari-mutuel wagering 

The Board is also responsible according to the Act, to establish a selection committee 

responsible for proposing new members to the Board. 

The Bylaws explicitly deal with the Executive Committee and the Selection 

Committee. They state: 

6   Selection Committee 

(1) In accordance with section 2(3Xa) of the Act, whenever a selection 

committee is required, the Board must form a selection committee of 3 

from among its members. 

(2) When an advertisement for nominations is required, the selection 

committee must, at least 14 days before considering the name of a 

candidate for submission to the Board, 

(a) advertise for nominations to fill the vacancy in one or more 

publications or media the committee consider appropriate, and 
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(b) in the advertisement 

(i) describe the vacancy to be filled; 

(ii) state any criteria to be met by candidates; 

(iii) include any other information the committee considers 

appropriate 

7   Executive Committee 

(1) There is established an Executive Committee of the HRA Board composed of 

(a) the chair; 

(b) the vice-chair; 

(c) the Finance and Legal Committee chair, and 

(d) one member of the HRA Board who shall be elected at a HRA Board 

Meeting who shall serve a term of one year. At the end of the one 

year, a new HRA Board Member shall be elected for a term of one 

year. 

(e) the President and Chief Operating Officer, as ex officio non-voting 

member. 

(2) The Executive Committee must report to the Board on its activities. 

Under section 29 of the Bylaws the Board may “…appoint a finance and legal 

committee, and such other standing and other committees, and task forces composed 

of its Board members, of Board Members and others, or of persons other than Board 

Members, as it considers necessary for each period of time  and with such functions as 

it considers appropriate.” 

The Committee structure finds its root in the report of the Alberta Horse Racing 

Industry Review Working Committee wherein it states: 

 Horse Racing Alberta to be supported by Committees, as determined by the 

Board, that may include: 

 Finance 

 Marketing 

 Regulatory & Licensing 
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 Racetrack Licensing 

 Government Industry Relations 

 Other committees or sub-committees as deemed necessary and appropriate, 

such as a Technology Sub-Committee of the Marketing Committee. 

 Horse Racing Alberta Committees to be chaired by a member of the Board, who 

would report to the Board after each meeting. 

 Committee members are to be selected by the Committee Chairs and approved 

by the Board. Members may include a combination of appropriately skilled 

volunteers (who may be industry representatives), Horse Racing Alberta staff, 

government representatives and paid professionals. The President and COO 

would be ex-officio on all committees. 

One challenge facing the Board in assignment of members to Committees is the 

consideration of risk of conflict of interest of members given the subject/topic area 

assigned to the committee. For example, placing a representative from Race Tracks 

on the Licensing Committee has been identified to us as inappropriate. The Board 

members who are representatives of tracks are seen as competitors. As well, HRA is 

concerned that proprietary information filed by a respondent to a request for 

proposal should not be available to other track operators. In the example given the 

unwillingness to include current Track representatives on the Committee, restricts 

the ability of the Board to take full advantage of the knowledge of Board members. 

The predominance of board members being constituent representatives is discussed 

further under our Board Governance Issues section. 

We have been advised as to the role and reason for membership of each committee. 

We understand that these reflect the well established practices of the HRA Board. 

However, we were not provided with any approved terms-of-reference or charter for 

any of the committees. Good governance practices include establishing committees 

under a Board approved Charter. These charters should include: 

 Membership:  

 who is eligible to be appointed  
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 number of members 

 tenure/rotation of members 

 Process for establishing chair  

 Appointed by Board chair or by members of the committee 

 Role of staff support 

 Should be identified as staff support to the committee 

 CEO or designate as policy advisor 

 Committee members do not have authority to direct administration to tasks 

(that is delegated to CEO) 

 Accountability to Board 

 All committee reports and recommendations go to Board; full Board to 

receive the minutes of all committees meetings at the next Board meeting 

following the committee meeting 

 No authority for the committee to act 

 Rules of conduct 

 Simple rules of proceedings should be developed and applied to all 

committees 

 Frequency of meeting 

 Specific meeting dates should be established largely to ensure committees 

meet; otherwise strike as ad hoc committees and retain until their job is 

complete 

 Authority and scope of responsibility 

 Ensure that every committee has terms of reference established before 

committee members appointed 

 The committee members do not have authority to commit funds on behalf 

of the HRA 

 Confidentiality 

 All meetings are deemed to be in camera unless otherwise specified by the 

committee or by the HRA Board 
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 Contact with media 

 The committee does not have the authority to approach the media or 

respond to questions from the media unless specifically pre-authorized to 

do that by the Board 

As can be seen from the list of Committees, most are working committees focusing on 

the business of HRA.  There is an absence of typical Board committees that focus on 

governance issues. For example, the Alberta Governments Public Agencies 

Governance Framework states: 

“13.1 Government Policy 

Agencies should use committee structures appropriate to their 

organizational needs.  

13.2 Rationale 

The research has shown that committees are a necessary governance 

tool for agencies. However, the number and type of committees need to 

reflect the circumstances of the individual agency. For example, only 

those agencies with direct budgetary responsibilities need an audit 

committee. The objective is for agencies to have systems in place to 

ensure that key board responsibilities are executed in a consistent, 

diligent and timely manner. Due to the particular need for diligence 

regarding finances, human resources and governance, all agencies that 

have related functions should give consideration to using audit, human 

resources and governance committees.” (Emphasis added) 

10.5.1 Issues with Respect to Committee Structure 

 The operation of the current committees are a function of historical practice and 

the personality of the committee members and chair. 

 The committees are used by the President/CEO to be his eyes and ears and to act 

as the go-between with the Board. 
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 The committees are expected to make “decisions” which may be presented to the 

Board as recommendations but which largely serve as an arm of the administration 

as much as they act on behalf of the Board. 

 The key committees are recommended by the President/CEO who is able to use 

the power to advance issues with the rest of the Board. 

 The committee reports have been presented (in the main) on a verbal basis by the 

committee chair; questions from other board members are answered by the chair 

of the committee 

 The Board is not provided with a copy of the committee minutes and 

recommendations prior to the Board meeting wherein the committee reports are 

to be discussed. These committees deal with at times very significant issues. This 

does not contribute to thoughtful discussion of the issues, thereby greatly reducing 

the value of committees as advisory bodies and increasing the dependence of the 

full Board on the verbal assurances made by committee chairs. Such a model 

enhances the power of committees and similarly reduces the primacy of the 

Board. 

 Governance level committees should be influential in developing and proposing 

new policies for the consideration of the Board. We did not find evidence that the 

committees of the HRA understood that this was a part of their mandate.  

 Committee terms of reference (i.e. their mandate and the establishment of what 

they are supposed to be doing) had not been established. This matter has only 

recently been discussed as though it were a new approach to governance. It would 

have been impossible to evaluate the committees before this point in time as 

whatever they were discussing and doing was a matter left to the committees. 

This laissez-faire approach to governance undermines the effectiveness of any 

governing body. 

 Committee reporting suffers from the absence of a standardized reporting 

mechanism. Such a mechanism, as described and provided in the Appendix to this 

 58 Winchester Avenue, Spruce Grove, Alberta T7X 1L8  60



George B. Cuff & Associates Ltd. 

Report, would greatly enhance the quality of committee reporting and cause the 

Board to be focused on the significant issues. 

 The absence of a standardized administrative “Request for Decision” format also 

detracts from the potential effectiveness of committees and thereby detracts from 

the potential effectiveness of the Board as the governing entity. We have also 

provided such a format which should be utilized by the CEO and all administrative 

staff on each and every report to the Board and a committee of the Board. 

 The minutes of the Board read like a Hansard recording. Generally speaking 

minutes are to reflect the motion and the decision. These minutes reflect an 

attempt to capture everything that was said at the meetings. As a result they are 

both very lengthy and subject to the understanding of the recording secretary.  

Given the need to improve overall governance, to update Bylaws and to develop 

Board governance policies, establishing a Governance Committee is of particular 

importance. We note that this has been discussed by the Board recently (see Minutes, 

April 17th 2009) (See also section on Recommendations) 

That same meeting resulted in a discussion relative to the merits of an “Industry 

Working Committee”. This was proposed by the Chair and appeared to gain the 

support of the Board members. Again, no reference to specific terms of reference was 

made. 

We are aware that the Board is now (June 2009) being advised to establish terms of 

reference for the committees. While we appreciate that work has been undertaken to 

have these drafted, this step is long overdue. Without proper “charters” or at least 

terms of reference, the committees are too open to abuse or to the interpretation of 

either the CEO or the Chair.  

10.6 Approach to Bylaws, Policies and Procedures 

The Board is empowered to create both bylaws and policies for regulating the industry 

and the conduct of horse races and to govern conduct of the Board and HRA. Section 

6(1) of the Act states: 
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“The board may make bylaws governing the administration and management 

of the business and affairs of the Corporation, including the establishment and 

payment of remuneration and expenses to the members of the board.” 

During the review we identified a number of opportunities to improve the Bylaws by 

bringing in broadly accepted good governance practices. In addition, the Board should 

establish policies to underpin the implementation of the Bylaws. We discuss these 

bylaw improvement and opportunities to improve governance through polices 

throughout the report.  

The Bylaws are dated August 7, 2003 and were effective June 16, 2002. The former 

Chair suggested revisions to the Bylaws in mid 2008. These revisions were to deal with 

defining the role and authority of the CEO. In that a significant number of board 

members were new, the decision was taken to delay approval of the amendments. 

While the delay in approving changes in the Bylaws is understandable, it is critical 

that the Board give this a priority. However, any change should follow a 

comprehensive review of the Bylaws. 

With regard to the approach to policy-making of the Board we note the following: 

 The Policy and Procedure Manual was approved July 11th 2005. This gives it the 

appearance of being a static document that once approved, can now be set 

aside. Policy-making is an organic, dynamic process.  

 The Manual places the responsibility on the Manager, Finance and Business 

Operations to be responsible for “creation and maintenance of HRA policies and 

procedures.” This gives the impression that someone other than the 

CEO/President is expected to lead the charge in this important governance 

activity. (The Manager may be one of several contributing to the process but 

should not be accorded this role of being responsible. We understood that to be 

the mandate of a President/CEO). 

 The Standards of Conduct and General Rules policy “is to provide a general 

statement regarding the Corporation’s expectations as to the legal and ethical 

nature of conduct of the Corporation’s Directors, Employees and Agents…” This 

 58 Winchester Avenue, Spruce Grove, Alberta T7X 1L8  62



George B. Cuff & Associates Ltd. 

policy covers a wide range of conduct and should be verified by the HRA’s 

auditors through specific audits from time to time (e.g. expense accounts, 

investment practices, etc). 

 Other policies appear to be basic to an organization such as the HRA e.g. non-

harassment, employee classification, recruitment, performance management, 

staff development, travel expense, etc. These appear to be stagnant however 

and need to be reviewed and updated regularly. 

10.7 Business Planning 

The stated Vision of HRA is as follows: 

“Alberta will be recognized internationally for premier horse racing, breeding 

and quality entertainment.”  

Its Mission is  

“To be a governing body whose role is to promote and facilitate the growth, 

integrity and economic contribution of the Alberta horse racing and breeding 

industry. This shall be done by providing quality entertainment, employment, 

economic and value-added agricultural opportunities within a unified, viable, 

progressive, accountable and self-regulated environment.” 

The Business Plan also states that its core business is 

“To stabilize, enhance and ensure the growth and integrity of the Alberta 

horse racing and breeding industry.”   

The 2009-11 Business Plan for the period commencing January 1st 2009 was prepared 

under the guidance of the current board. It takes into account the changes in the 

industry including the overall downturn as well as the challenges impacting HRA due 

to the delay in opening the Balzac track. According to the Plan, it “aggressively 

pursues the objectives laid out by Alberta Strategic Horse Racing and Breeding 

Industry Plan(2001) which was endorsed at an industry retreat in 2006.  

The Business Plan (2009-11) identifies eight key strategic areas as follows: 

Industry and Government Relations 

 Marketing 
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 Racetrack Licensing 

 Breeding Improvement  

 Regulatory 

 Human Resource Development  

 Animal Welfare 

 Purses. 

These priorities are prefaced by one significant factor that over-rides virtually all 

other priorities. “It is critical to address the delay in the Calgary area track, which 

has generated fear, uncertainty and loss of opportunity for horsemen. This delay has 

resulted in a further unanticipated transition year. This is being addressed through 

other racing facilities offering racing opportunities and by re-allocation of funds 

within the budget…This Business Plan anticipates a phased-in opening of the Calgary 

area track, starting in August 2009 and a completed project by 2011…” 

Our assessment of the Business Plan 2009-11 is as follows: 

 The Plan is very optimistic and hinges to a large extent on one principal factor, 

the opening of a second A track in the Calgary area 

 The Vision of HRA contributes to what may be an impossible target and thus 

may be irrelevant to what the Board of the HRA is trying to achieve 

 The Plan does not place sufficient emphasis on a “what if” scenario which 

would see the Calgary track not proceed for the foreseeable future; the Plan 

lacks adequate back-up strategies that will guide the industry through what 

may well be a very difficult period 

 One of the critical strategic priorities has to be the construction of tracks and 

the licensing of them; this is not adequately addressed and is not reflected in 

the eight strategic priorities 

 We are advised that “Business plan targets are reported to both board and 

committees; there is no regular scheduled reporting because information on 

progress is dependent on availability; the Chair of standing committees relating 

to the strategic areas report at each board meeting. 
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 The Plan outlines 43 key strategies and 46 operational activities; this would 

appear to be overly demanding on an organization with few administrative 

resources, and very few senior management positions (these need to be 

focused and forceful rather than overwhelming by their sheer numbers).   

10.8 Compatibility of Regulatory and Promotion/Marketing Roles 

In Section 4 of the Horse Racing Alberta Act states: 

The objects of the Corporation are the following: 

(a) to govern, direct, control, regulate, manage, market and promote horse 

racing in any or all of its forms; 

(b) to protect the health, safety and welfare of race horses and, with 

respect to horse racing, the safety and welfare of racing participants 

and racing officials; 

(c) to safeguard the interests of the general public in horse racing. 

(d) HRA has a broad responsibility with respect to horse racing. These 

include regulating racing, marketing, providing leadership, representing 

the industry with government, seeking expansion of race tracks, 

providing funding and incentive programs. 

Of the many responsibilities the need to provide a strong regulatory environment is 

critical. The central business of racing is gambling and thus needs strong, objective 

regulatory enforcement, anything less risk a loss of integrating in horse racing. 

Regulation includes establishing the rules of racing, enforcement at the track and 

licensing tracks and others. Unlike other provincial regulatory bodies, HRA does not 

have any responsibility for hearing appeals to its decisions. This is given a separate 

body, the Appeal Tribunal. 

Much of the time of the HRA Board and leadership has focused on building new race 

tracks. HRA chose to seek a new track in Calgary rather than continuing the license 

with Stampede Park. It has supported the new track at Lacombe and is seeking one in 

Medicine Hat. In support of the Balzac track the CEO of HRA has attended a number of 
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meetings between with AGLC and the developer. The CEO made a significant 

contribution at these meetings. 

The idea that a regulatory agency has other responsibilities is not unique to HRA. For 

example, AGLC regulates gaming and operates a gaming business. The challenge 

facing HRA is to deliver on its broad responsibilities without compromising its 

regulatory role. Some have called this into question as it relates to track licensing. As 

noted the Board agenda is dominated by the building of new tracks. Little time is 

spent on regulatory matters. We are told that the licensing committee in substance 

makes the decision and the Board is marginalized. 

Given the intimate involvement of HRA in the development of new tracks, it may well 

have compromised its position to ensure that these facilities comply with license 

conditions, and risks interfering with the AGLC regulatory role to license racing 

entertainment centres. 

10.9 Difficulties facing Board Governance 

There are a number of issues pertaining to Board governance which pose obstacles to 

the Board’s ability to make good governance decisions or to decide governance issues 

with assurance. While it is not expected that every Board will meet all of the criteria 

of “good governance” it is anticipated that the key aspects of governing effectively 

will be met.  

An effective governance system could be said to exist if: 

 The Board was fully briefed at the outset of any new term as to its powers and 

expectations; a first rate orientation process was undertaken involving an 

administrative overview together with an overview of Board governance principles 

and practices 

 The respective roles of the Chair, Board members, the CEO and senior managers 

were fully explained at the outset of a new term of office for Board members 

 The Chair was effective at guiding discussions, keeping issues on track and 

defusing potentially difficult issues and people; the Chair was respected by her 

colleagues and by the CEO (and administration) 
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 The procedural bylaw was adapted to the preferred governance style of this Board 

 The Board took the time to establish its goals at the outset of every term (i.e. to 

develop the framework for its strategic plan/priorities) 

 The Board was effectively connected to its stakeholders through a planned process 

of meetings, attendance at annual conventions and social opportunities 

 The terms of reference of all committees and their relationship to the Board were 

fully explained and understood by all parties 

 The advisory role of the CEO and his administration was clear, comprehensive and 

fully respected 

 The accountability of the CEO was outlined at the outset and respected by all 

parties 

 Accessibility to the administration was clearly outlined and respected 

 The Board had a suitable opportunity to reflect on the policy options facing it on 

key matters and access to alternate views where appropriate 

 The Board had a high tolerance level for dissenting opinions providing that the 

dissent was focused on the issues and not on the personalities 

 The key matters of HRA business consistently faced a rigorous review by the CEO, 

Chair and administration before presentation of new or revised policies for the 

Board’s (or committees of the Board) consideration. 

A significant governance issue facing the Board arises from the inherent nature of the 

Board as a constituency Board. All but the Chair and three public members of the 12 

person Board are appointed by stakeholders. The Board does not have control over 

which individual is appointed as only one name is presented. Each member so named 

by their stakeholder/industry organization is charged by (or expected by) their 

appointing body to represent its interests. This gives rise to differing points of view at 

the outset, some in direct disagreement with initiatives of HRA. One example is the 

current emphasis by Northlands Park on rationalizing their business by focusing on 

thoroughbred racing. HRA supports both standardbred racing and thoroughbred 

racing. Another is the disagreement over revenue sharing arrangements between the 
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associations representing the two main breeds. It is clear from the Code that all Board 

members are expected or committed to make decisions with the best interest of the 

HRA in mind. This may be an intractable problem, unless both the member and the 

appointing body are able to take a broad view of their mandate and recognize that 

what is in the best interests of the industry as a whole should also be in their best 

interests albeit perhaps not immediately. This single issue has served to divide the 

Board on a number of discussions and continues to cause members to question 

whether or not the current governance model can work.  

The issue of dissenting views and their place around a Board table has also been 

raised with us. From a general governance perspective, healthy dissent is far 

preferable to lamb-like compliance. Decisions are not improved when everyone sets 

aside their views and simply agrees to play nice. Committee reports go unchallenged 

and the views of the Chair are never questioned. Major failures in decision-making 

inside the organization escape the scrutiny of Board members because being 

supportive is more important than being truthful. These are not the attributes of good 

governance. The latter is marked by governance questions which focus on process and 

outcome and are posed in an even-handed, often friendly manner even when the 

issues sharply divide people. Committee reports (which are always available in 

written form before the meeting) are challenged when the issues being discussed by 

the committee are polarizing and ought to be questioned. We have been advised that 

the Board has shown intolerance to contrary points of view being presented at the 

table. Also, some members have treated others in an abusive and disrespectful 

manner.  

Many of the issues discussed with us were described as being the result of a 

personality conflict between members or members and stakeholders. Fundamental to 

any interaction between people is the need for respect. It seems that this is lacking at 

the Board table. In order to make sound and balanced decisions, all points of view 

must be welcomed and considered. Members must be able to vote, without 

recrimination, using their best judgment as to what is, in their opinion, the best 
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interest of HRA. It has been explained that these challenges arise because of the 

current struggle of stakeholders to survive. While this may be a reason for the 

differences, it is not an excuse nor is it justification for allowing it to occur. In fact, 

given the challenges facing the industry, there is a greater need for collaboration, 

listening and tolerance at the Board table. 

Board members have also observed that Board meeting packages do not contain all 

information to be presented at an upcoming meeting. There is too often dependency 

on verbal presentations. Also, significant items may be brought to the table without 

prior knowledge. These items may be very important to some members and if it is 

known that the key players will not be able to attend such issues should be laid over 

out of respect for one’s fellow members. A similar courtesy would be expected in a 

similar set of circumstances. An example cited is the decision to introduce the Capital 

Fund. Provision of timely, comprehensive and complete information packages at a 

reasonable time prior to a Board meeting is a must to ensure efficient and balanced 

decision-making. Issues that are introduced at the time of a meeting should be tabled 

to the next meeting unless cause can be shown as: to a) why the item was not made 

available on time to be circulated or, b) there is so much urgency that the best 

interests of the organization are potentially harmed by not considering the issue now.  

It has been suggested that one way to deal with problems at the Board table is to give 

more authority to the Board in selecting all members. This is often expressed by those 

who are challenged in getting agreement on initiatives. While, this may ultimately 

viewed as necessary, such a change risks the loss of one of the key reasons for 

constructing the Board with stakeholder’s members and that is getting industry 

consensus on solutions. Therefore, this solution calls into question the fundamental 

premise of the current make-up of the Board. While having each stakeholder submit 

several names as candidates to the Board may permit greater latitude by the Board of 

HRA to pick “good” members, one would need to ask how “good” is defined. If that is 

based on a compliant attitude then the issue of good decision-making will be ignored. 

If stakeholder groups defiantly recommend the member who is most likely to be 
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discontent with the Board from the first meeting on then the Chair of HRA would need 

to make representation to that group and request reconsideration of their selection, 

or else a frank discussion on how to represent without being hurtful and disrespectful.  

It is clear, that at this time there is considerable dependence on the former Chair, 

now CEO by the Board. One can understand this given the turnover at the Board table 

and the previous position of the CEO as Chair. However, this dependence can also be 

dysfunctional in the longer term. As mentioned before, it is critical that the Board 

feel empowered to exercise their authority and set clear expectations of the CEO.  

The Board, under the leadership of the new Chair, must make it clear that the CEO is 

accountable to the Board as a whole. Also, Board members must behave in manner 

consistent with their role as members and not be allowed to defer to the CEO. If this 

cannot be effectively addressed, then it may be necessary to change the CEO. 

 

11.0 Challenges Facing HRA and/or Industry 
 

The changes in the gaming industry are well documented in the material provided by 

HRA. Regardless of the impetus for the changes, their overall impact seems to have 

resulted in a major disadvantage in terms of the sustainability of live racing in 

Alberta.  

11.1 Racing to Gaming 

The most significant change is the shift from live racing as one of the primary venues 

for the betting public to other gaming opportunities, such as VLT, casino, internet 

gaming, simulcast, etc. This change has occurred throughout other North America 

jurisdictions as well as in Alberta. The effect of this is a collapse in the live racing 

handle as a source of revenue for the industry. 

Starting in 2008, the Alberta economy experienced an economic down turn which has 

further exacerbated the effect of industry-based challenges of both a general and 

local nature. 
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The solution to this problem in Alberta is to make revenue from alternative gaming 

product available to horse racing. It is argued that the handle from live racing is now 

only 12% of the total industry revenue. This fundamental change has altered the face 

of the horse racing industry from one where most people would have described it as 

an equine agribusiness to where it is now spoken of in the context of its place in the 

gaming industry.  

Also, race tracks are facing the reality that gaming products such as slot machines and 

international simulcast are becoming their customers’ primary gaming product of 

interest. It has been argued that from a “business perspective” that live racing and in 

particular, standardbred racing is no longer economically viable as a stand alone 

industry. (While this may be true, it also brings the role of the Government into 

question relative to its support for a “business sector” that appears to be, from the 

perspective of AARD, a substantive player in its world).  

This has led to various challenges faced by the current business module at Northlands 

Park, which is the only remaining “A” track. The challenges faced by Northlands and 

the problems that it has with the model of governance and decision-making exercised 

by HRA have led to some of the tension in the racing community, and as manifested at 

the boardroom table. This is discussed further under “Northlands Park”. 

The business questions which ought to be happening around the board table should 

highlight such questions as:  

 What are our other gaming competitors doing that may serve as a model for our 

slice of this business? 

 What aspects of this business around the world seems to be garnering a larger 

share of market of a broader demographic group?  

 What inhibits us in our marketplaces from expanding the revenue stream? 

 How do we encourage our primary businesses to deliver a more appealing 

product? 

How do we work together to stimulate interest in our part of the gaming world? 
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11.2 Loss of Racing in the Calgary Market 

As we mentioned, HRA decided based on its understanding of the needs of the 

industry and on the input received from various interest groups that the future of 

horse racing was dependent on the Province developing first class race tracks which 

met the gold standard of a mile track. The impact of this determination was the need 

to have the race track in Calgary either replaced or upgraded. To achieve this HRA 

decided to issue a “request for proposal” for expressions of interest from those who 

would be prepared to build and operate a new track which met the specifications of 

HRA. As a result of the deliberations by HRA a decision was reached to stop using the 

Stampede Park race track and select the proposal to use a track to be built at Balzac 

Alberta (referred to as Balzac in this report) by a group of investors called the United 

Horsemen of Alberta (UHA). HRA approved the move to Balzac in 2004 with the 

anticipation of starting racing in 2007 (as per the HRA 2004 Annual Report). As of the 

writing of this report, there is no racing at Balzac and we have heard considerable 

doubt if there will be racing in 2010 (or beyond that date). 

The delay in bringing live racing at Balzac has had a considerable impact on the 

financial health of HRA and its ability to support the industry. We have been advised 

that delays arose because of difficulty in obtaining a water license and in establishing 

long term financing (UHA’s problem in arranging long term financing remains). 

The accrual budget for 2009 shows a surplus of almost $1 million. HRA experienced an 

unaudited excess of expenses over revenue of $ 4.9 million in 2008 and $5.1 million in 

2007. Given that the budget is met and no unplanned costs arise, the unrestricted net 

asset position at the end of 2009 could be approximately $1.9 million, as compared to 

unrestricted net assets of $997 thousand for 2008, $5.9M for 2007 and $11.4M for 

2006. 

The ground work for these cash shortages and reduction in the unrestricted net assets 

was laid over the last few years. The possibility of experiencing excess of expenses 

over revenue was anticipated by HRA and it deliberately chose to build up 

unrestricted net assets and then draw it down. This was done to sustain the industry 
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during the transition from racing at Stampede Park to racing at the Balzac. The plan, 

as explained to us, was for a one year transition period which was to be 2007. This 

transition has now moved into its third year. 

The two primary factors which contributed to this situation are the delay in opening 

of the Balzac facility and more recently the downturn in the economy. As a result of 

the delay in opening Balzac: 

 Racing Entertainment Centre revenue has been reduced by the loss of the 

Calgary centre for the last 9 months of 2009. The overall reduction in REC 

revenue is expected to be $5.8 million. We were advised that this includes the 

affect of a 5% reduction mentioned below. 

 Increased transfer payment to Stampede Park in 2008 of about $2.3 million as a 

result to the need to continue racing at Stampede Park for one extra year in 

2008. 

 Balzac developer defaulting on debt to HRA of $2.5 million. 

The downturn in the economy has resulted in a reduction in revenue from all sources. 

People are more hesitant to bet. In the 2009 budget HRA has estimated that REC 

revenue will experience a reduction of 5% in addition to the loss of Calgary revenue. 

We are advised that the economic downturn will likely make it more difficult for UHA 

to secure long term financing and thus there may be a further delay in Balzac. 

An additional factor which represents an area of risk is the net revenue guarantee 

given to Northlands Park. The HRA has given a guarantee of $2.5 million net revenue 

from horse racing and gaming at Northlands. The 2008 financial statements for 

Northlands showed net earnings of $1 million. Similar net earnings in 2009 would 

result in a payment of about $1.5 million. A loss in 2009 will require a payment from 

HRA of greater than the $2.5 million.  

As noted, the receivable from UHA was not repaid on time. Discussions between UHA 

and HRA have occurred over the last several months to resolve this issue. The latest 

information we have is that it is to be repaid at the rate of $250,000 a month for 10 
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months. We have been told that accrued interest will be paid out of funds earned on 

off track betting in Calgary. The default is significant to cash flow. 

The business plan assumes that Balzac will be open to standardbred racing in the fall 

of 2009 and to a full racing program in 2010. We heard considerable skepticism as to 

the reasonableness of these projections. We have also heard that a good number of 

industry people doubt if it will ever open. This is significant, since the racing industry 

needs the REC revenue and simulcast from Balzac to restore payments to the industry 

or even to maintain them at current levels. Without this revenue, there will be less 

money available in 2010 than 2009. Also, there will not be the cash flow from the $2.5 

million receivable, since it would be fully repaid in 2009. 

Assuming the Balzac Race Track opens in 2010, the HRA’s Business Plan projects an 

annual operating surplus of $1.0 million for 2009 to 2011. However, using the cash 

flow details received from the HRA and assuming that the Balzac Race Track opens 

after 2011, the consultants are forecasting an annual operating deficit of $1.0 million 

for 2009 to 2011. 

We understand that the Board has been informed that HRA may need to abandon the 

long standing business practice of paying tracks in advance of the month’s racing. This 

may change to paying tracks when funds are available and thus after a month. The 

delay may be up to 90 days. This is a significant change since HRA will now be asking 

tracks to finance the operation on behalf of HRA. 

To compensate for reduced cash and revenue, HRA will need to reduce expenses such 

as breed and purse enhancements and/or borrow money. We have been told that 

some stakeholders do not believe that HRA will survive. It seems reasonable that it 

cannot sustain spending at historic levels and survive.  This is significant in that less 

money will be available to breeders. Some argue that the industry is already on life 

support and that any further reductions will potentially drive it under. 

The reduction in revenue has put stress on all aspect of the industry. The impact on 

the racing has been two fold. First there is a reduction in race days at premier racing 

facilities. All “A” track racing must now take place at Northlands Park. The second is 
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a loss in revenue. Many we spoke to in the sector do not have confidence that Balzac 

will open or open for 2010. Given the uncertainty people in the industry are making a 

personal decision to reduce, stop or move their operations out of the Province. The 

following illustrates the affect on the industry. In its Annual Report for 2008 HRA 

states: 

“In 2008 the Alberta Select Sales were clearly affected by the uncertainties 

that surrounded 2009 race dates. In 2008, the Thoroughbred Select Sales were 

down 15% to $9,336, while the Standardbred Sale averaged $7,527, exceeding 

the target average price of $7,000.The Quarter Horse sale only averaged a 

price of $3,314, below the target sale price of $4,000. 

While HRA is not satisfied with these numbers, the reasons for decline are 

multifaceted. The sales prices should be considered within the perspective of 

the North American data for 2008. Traditionally strong and prestigious sales in 

Kentucky (-16.8%), Florida (-11.2%) and Maryland (-13.7%) all experienced 

decreases in sale prices. 

The overall breeding statistics are based on historical data of mares bred, live 

foals and number of breeders. The pressures of a stressed economy are seen in 

other areas of the breeding industry. The 2008 Jockey Club Report documents 

a 5.9% decline in stallion numbers and a 7.7% fall in mares bred. Further, it is 

anticipated there will be a 10-15% decline in the number of foals registered.” 

We have been informed by Agriculture and Rural Development that Alberta produced 

35% of the horses in Canada. Horses contribute in excess of $900 million to the 

Alberta economy. In their opinion “Alberta incentives for racing in support of 

breeders and owners are considered leading and forward thinking. Other jurisdictions 

are copying. Many new horses have come to Alberta to take advantage of the 

programs.” Further that “If we have high quality racing it pulls the rest of the horse 

industry up to a higher standard (all breeds). It establishes a climate of successful 

horse industry and therefore fosters growth.” With the start of the Balzac track they 

also saw major investments by Albertans in the purchase of horses. People were 
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moving to Alberta to establish breeding farms, Albertans were also expanding or 

building new breeding farms and training stables. 

The growing financial challenges will likely put more strain on the Board and 

management. At this point, based on the information received the Board does not 

want to or is not allowed to exercise its governance role with respect to these 

challenges. Yet they are very significant governance issues and the Board must play a 

significant role. From a governance perspective, the real issue here is the quality of 

Board oversight. Has the Board been able to play its governance and accountability 

role or has it been impacted by its “promote the industry” role? The oversight role 

and its accountability role would have necessitated much stricter monitoring and a 

more aggressive stance in demanding adherence to terms regarding the schedule for 

paying back the loaned funds. The minutes of the Board meeting in Lacombe on 

February 26th 2009 is instructive in that they tell the story of how close HRA is to the 

problem of Balzac’s success or failure.  

“Dr. Reid and Shirley McClellan attended the meeting on behalf of Horse 

Racing Alberta. The meeting began with Shirley McClellan and Dr. Reid 

assuring UHA that Horse Racing Alberta is their biggest supporter and fan and 

that anything said to the contrary is a rumour.” 

The foregoing statement perhaps illustrates the difficulty in balancing the demands of 

HRA’s regulatory role with its promotion and marketing role. On the one hand the 

Board is responsible for providing sound fiscal leadership to the horse racing industry 

as a whole. Any examples of poor judgment on fiscal issues are absorbed by other 

components of the industry. Purses are reduced; tracks are paid after the fact 

whereas before they were paid before the events were held; the marketing budget is 

reduced; etc. On the other hand, it appears clear to most that HRA needs two A 

tracks for the industry to thrive rather than struggle to survive. It is not a matter of 

which role is the more important: they both are. The challenge remains: how does 

one governing body slip from one cloak to another and remain balanced and fair-

minded to all.  
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11.3 Stakeholder Relationships 

A positive working relationship with key stakeholders is fundamental to the success of 

any organization. This does not mean that HRA needs to defer to stakeholders; what it 

does mean is that the relationship must be based on respect.  

A key stakeholder is Northlands Park. It has been the largest source of funds for the 

industry and has consistently provided racing opportunities for horse owners. At the 

same time, Northlands has received economic benefit from the racing and gaming 

businesses. Given the loss of racing in Calgary, the racing community must now rely 

exclusively on Northlands for provision of “A” track racing. 

The relationship between Northlands and HRA has been difficult. We have heard that 

this has been the situation for a number of years although these differences have 

gained greater prominence of late. Given the economic realities this is not surprising. 

What is surprising is the acrimony we heard as we asked about the relationship. It 

seems that neither party trusts the other and that the relationship has been tarnished 

by poor personal relationships. We have heard that from some that “Northlands Park 

wants to get out of racing”. We did not get that sense from Northlands but did 

perceive a strong need to rectify the issues between the two bodies.  

The following quote is from the Northlands Park 2008 annual report: 

“Although these are challenging times for the horse racing industry in Alberta, 

Northlands is committed to working with Horse Racing Alberta (HRA) to deliver 

their vision for the industry. 2009 will see all ‘A’ circuit racing in Alberta take 

place at Northlands Park due to the permanent closure of racing facilities at 

Stampede Park in Calgary and the new southern Alberta facility in Balzac is 

not set to open until 2010. While Northlands’ agreement with the HRA does 

provide a short-term remedy for horse racing in Alberta, the industry cannot 

be sustained by one ‘A’ track in the province. A longer term, financially 

sustainable vision for the industry is needed, and Northlands is committed to 

doing our part to achieve this vision. Northlands has maintained a leadership 

role in the horse racing industry in our province for over 100 years, and we 
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will continue to be a strong partner for the industry.” (Northlands 2008 Annual 

Report) 

The relationship is clearly strained. Partly that is due to the lack of concern which 

Northlands feels the HRA has shown it relative to its own challenges. Over the course 

of its 129 year history, Northlands has committed considerable financial resources to 

support horse racing. In 1994, Northlands committed over $20 million to upgrade the 

Spectrum transforming it to become a modern racetrack facility. However, it is 

increasingly difficult to earn any return on investment let alone cover the cash costs 

of operations. The live entity “horse racing” requires an entire industry: breeders; 

trainers; and very expensive facilities to race and train. All of this must be factored 

into the business model of any track, particularly one as complex as Northlands Park.  

From what we learned there is clearly a difference of opinion on the direction of the 

industry and in particular what makes “business” sense for racing at Northlands Park. 

Currently, the license granted to Northlands Park by HRA is for only one year. The 

short term nature of this license is considered by Northlands in any of its plans and as 

a result, this works counter to the long term needs of the industry. In fact, we get the 

impression that Northlands Park has historically been viewed as a cash cow rather 

than a business partner. 

An underlying reality is that the current racing facility at Northlands Park does not 

meet the standards suggested in the 2002 Working Group report. It is only a 5/8 of a 

mile track and is not twinned. We learned that the cost to make the physical changes 

have been pegged at up to $40 million and given the economics such an investment is 

viewed as questionable. 

The issues between HRA and Northlands Park have lead to, in substance, a one year 

licensing arrangement. Horse racing at a high level is a capital intensive business with 

tracks, stands, barns, etc. Also, as noted HRA wishes Northlands to make a significant 

investment to upgrade its track. The one year license has worked counter to making 

any significant capital investment. Northlands Park has expressed reluctance to 

consider capital investment. Also, given HRA’s commitment to underwrite Northlands’ 
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financial results, it has expressed a need for Northlands to constrain costs. All of this 

works against a sustainable industry. 

It is critical for the current and future health of the industry that the relationship 

between Northlands Park and HRA be improved. Given the vision of HRA of a world 

class race track in Edmonton and the expressed desire of Northlands Park to change 

the business model for racing and gaming at their facility, the future discussions will 

be challenging. The health of racing in both the near and long terms is dependent on 

addressing these differences. This is unlikely to happen if the relationship is not 

restored to one based on respect and trust.  

HRA’s relations with Northlands are strained for many reasons due in part to the 

impact of strong personalities each of whom is committed to seeing the best result for 

their organization. Unfortunately, there does not seem to be much common 

understanding or acceptance relative to the advantages of working as partners with 

mutually aligned interests. Having a healthy A track is critical to HRA’s ability to 

move forward. That is given lip service but does not always seem to be on the front 

burner in terms of this at times prickly relationship. One of the key underlying issues, 

we believe, has been a failure on the part of HRA to recognize that its health is based 

on the health of its partners. This issue should be viewed by HRA as a relationship-

building challenge not a “build a new track and they will come” challenge. HRA’s has 

been so focused on the latter that they missed the obvious: it needs team members to 

be successful. HRA can not be successful on its own. It is not a stand alone 

organization. It does not have race tracks, barns, horses, betters, RECs. The tracks 

do. Unless HRA recognizes this fact the relationships it has with the industry will 

continue to be plagued with uncertainty and uneasiness.  

We recognize that the current chair is making progress in building a much different 

relationship. This initiative needs to be sustained.  
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11.4 Challenges of the HRA Model 

The 2002 Report from the working group set out as a key initiative to improve industry 

governance and to re-organize ARC. The following quote describes the initiative and 

identified the issue it was to address.  

"To ensure that the best interests of all Alberta horse racing industry 

stakeholders and organizations are represented through one industry-wide 

organization Horse Racing Alberta and that the government deal with all 

matters pertaining to racing through this organization." 

That Report cited the following points related to industry organization and 

governance as major issues: 

“Many industry stakeholders believe that the ARC has not been effective. The 

image of the ARC has been tarnished. Different stakeholder groups lobby 

various government departments in an uncooperative and uncoordinated 

manner. The lack of one voice for the horse racing industry makes it difficult 

for government to deal with all stakeholder groups. There is need to improve 

inter-group relationships in the horse racing industry. Horse racing is an 

agricultural based industry, but also involves wagering/gaming. There is an 

unclear line of communication with departments of the provincial 

government. Wider representation by industry in the governing structure is 

required. Input from stakeholders must be gathered and recognized. Strong 

leadership for the industry is necessary. Independence (under the Racing 

Corporation Act) is essential though some amendments to the Act may be 

necessary. A formal process is required for timely communications and 

revenue sharing where the horse racing industry controls the flow of revenues. 

The industry should partner with government, with strong financial support, 

minimal government interference and faster responsiveness. A separate 

regulatory function is preferred. It is essential to enhance the industry’s 

image and to maintain/enhance the industry's integrity. The development and 
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implementation of a long-term strategy to provide stability and certainty is 

essential”. 

The following quote demonstrates that there were some early successes for HRA.  

“In 2004, the decline in racehorse breeding industry in Alberta was reversed. 

Every breeding program saw improvement. This was largely attributed to two 

main factors – the awarding of a long-term racetrack license in the Calgary 

area for construction of a new facility, and the breed improvement funds 

made available through increased bonuses and other new innovative 

programs.” (HRA 2004 Annual Report) 

From our review, we see many of these issues exist today. For example we have 

repeatedly heard that confidence in HRA and its leadership has eroded. It is 

characterized as being secretive and controlling. HRA is viewed as not being 

successful with respect to building the industry. We have not heard any substantive 

criticism of its execution of its work in its regulatory function.  Much of the criticism 

centers on the loss of racing in the Calgary market and the perceived distance that 

the Board and CEO appear to be from the realities faced by their industry partners. 

We are also advised that stakeholders, including those who are represented on the 

Board, have approached government leaders. Where that is the case, one of the 

founding principles of HRA being the voice of the industry is not being respected. One 

of the most consistent messages we heard is the in-fighting between groups in the 

industry, and between industry members and HRA. While differences are inevitable, 

particularly in challenging times, and healthy to some degree, these differences have 

been characterized as disrespectful, acrimonious and based on personality conflict. 

Evidence suggests that the HRA leadership, rather than working to moderate the 

rhetoric, is an active participant in this behavior. This is, in our opinion, a matter 

which must be addressed by the Board. What do we want our stance to be vis-à-vis 

our industry partners?  

With the continuing growth of non-live race gaming as the dominant revenue source, 

we heard from several quarters that HRA needs to re-examine the business model to 
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recognize that this is fundamentally a gaming industry. This is in contrast to the view 

held by those we spoke to with roots in the equine agribusiness who see it as an 

agriculture-based industry.  

11.4.1 Results of the Response to the 2002 Report 

A number of items that were issues have been addressed under HRA; these include: 

 Representation of the industry in the governance structure has expanded. 

 Lines of communication within government has improved,  

 The committee structure has allowed more input from stakeholders. (We have 

also heard that HRA is viewed as making decisions without giving affected 

sector members a chance to comment). 

 Leadership is stronger 

 HRA remains independent 

 We have not heard any substantive allegation that suggests that the racing 

lacks integrity.  

We have been told that the many issues that have re-emerged recently are due 

exclusively to the economic times. However, in our view it is evident that many of 

these issues have been present since the creation of the HRA. Frustration with the 

effect on industry due to the economic conditions simply made the issues more 

apparent. The strength of the HRA structure is either proven or negated during this 

time of crisis.  Given the re-emergence of the issues HRA was designed to eliminate, 

there is compelling evidence that it either has not worked or that there are many 

more miles to go. 

11.5 Race day Determination 

The terms of reference for the review states: 

Provide an analysis of the current relationship with stakeholders including how 

race days are negotiated… 

The final authority for race days has been vested in the regulator going back to the 

Alberta Racing Commission. The number of days assigned to a track for racing has a 

significant implication to a license requirements, requirements of the CPMA and the 
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number of slot machines that can be available to the REC. Also, they drive the live 

racing economics of the industry. 

 Regardless of the approach taken to or other factors considered in the determination 

of race days, in the last two years the most significant factor has been the reduced 

racing in Calgary in 2008 and the absence of racing in 2009. In 2008 Stampede Park 

agreed to allow racing for one more year, however they only agreed to allow 

thoroughbred racing. As a result, Northlands was required to provide all the available 

“A” track race days for standardbred racing. Until this issue is resolved negotiations 

for race days will continue to be difficult. The solution will vary depending on the 

resolution of Calgary racing. 

 A number of factors affect the determination of the number of race days, these 

include: 

 Horse population 

 Desires of horsemen 

 Contract between horsemen and track 

 Funds available for purses 

 Movement of horses through province 

 Availability of horses for a number of days of racing  

 Economics of the tracks. 

The agreement with the Province requires that an “A” track have at least 100 race 

days and a “B” track have between 15 and 60 days. Also, the Alberta Horse Racing 

Industry Review recommended the following days for the province as a whole: 

"A" racetrack thoroughbred: 120 race days @ $150,000 purses= $18.0 million; 

"A" racetrack standardbred: 140 race days @ $100,000 purses= $14.0 million; 

and 

"B" racetrack: 100 race days @ $50,000 purses = $5.0 million. 

The race track licensing regulations include a reference to the number of days similar 

to the Industry Review report by track type in the introductory text. However, the 
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actual regulations do not include specific information on race days or need to provide 

race days for each breed at either track type. 

The area of controversy is at the “A” track level. 

Leading up to the 2008 season the process followed to determine the number of days 

was as follows: 

 In the mid year, HRA requested that all stakeholders (tracks and breed 

association) submit a suggested race track calendar 

 These are reviewed by HRA and a proposed calendar is prepared and sent out in 

advance of a meeting 

 HRA chairs a meeting with stakeholders to discuss proposed calendar 

 They then proceed to negotiations with groups which may take several weeks 

to months. This process results in a calendar being finalized by HRA later in the 

year. 

The track then applies to CPMA for race days. HRA sends a letter stating that it agrees 

to the application and the race day schedule is complete. 

In 2008, negotiations with “A” tracks became more challenging. For that year the 

challenge arose because the Balzac track was delayed. HRA approached the Stampede 

Park for one more year. As noted, they agreed to 50 days of thoroughbred racing. This 

left Northlands with a predominance of standard bred race days, since it was the only 

remaining A track which could meet the need of owners. 

For 2009, Northlands decided that it would agree to provide just thoroughbred racing 

days. It signed an agreement with thoroughbred associations for 100 days of racing. 

This caused considerable controversy, particularly with standardbred owners. The 

Northlands Park decision created a very difficult negotiating environment. Also, the 

breed association began going directly to political leaders rather than work through 

HRA. 

HRA stated that they are required by law to support both standardbred and 

thoroughbred racing. Therefore, they could not agree to this arrangement. As a 
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result, they compelled Northlands Park to deliver both forms of racing. This 

contributed to the fracturing relationship between HRA and Northlands Park 

We have been advised that thoroughbred racing has better attendance and higher 

handle. Also, since standardbred horses can run at any time of the year, their meets 

tend to be in the fall and winter. Meets in the winter cost the track more because for 

example they need to heat barns, and remove snow. 

Both HRA and Northlands have stated that the successful tracks in North America are 

those that run fewer race days. The representation is that the total handle is not 

reduced, costs are reduced, attendance per race day is improved and purses are 

larger. The larger purses attract better horses and contribute to greater bettor 

interest. It also reduces costs for horse owners since they reduce the number of days 

a horse is at a track. 

The process for 2007 and prior seems plausible. The process for 2008 and 2009 clearly 

disadvantaged Northlands, though HRA would argue that it had no choice. The 

challenge with race days starts with the expectation set in 2001. The economics of 

the industry has moved on and the idea that each “A” track should deliver in excess 

of 150 days of racing seems outdated. Given that HRA must work with stakeholders to 

redefine the expected number of days to be more consistent with the current 

economic conditions. Also, HRA must work with Northlands Park to normalize the 

negotiations from year to year. 

11.6 Purse allocation 

Purse allocation is a key governance consideration by HRA. It is the means by which 

funds are transferred to horse owners. The determination of purse for each race held 

during the year is an involved process that is essentially carried out by breed 

associations and tracks. 

Funding for purses come from a number of sources. These are: 

 HRA Purse grant  

 HRA gets the money for this grant from essentially two sources, its portion 

of slot revenue and the general fee (5.6% of the handle). 
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 Horsemen’s money (their portion of the handle) 

 Nominations (added money) 

 This is essential fees paid by owners to allow horses to compete in special 

races, such as stake races. 

 Breakage; this is a small amount of money that arises from rounding bets to the 

lowest $0.50. The sum that arises from this source is split 50/50 between 

tracks and horsemen. The horsemen’s portion goes to the purse pool. 

In general, slots contribute 70% of to the purses and the handle contributes 30%. 

Given this ratio, the industry would not likely survive without slot revenue. 

The HRA grant is normally about 40% of its total revenue. The Board makes a decision 

on the amount to be given to “B” tracks and “A” tracks. The split is based on the 

amount of revenue generated from slots at the track.  

With respect to B tracks they provide direction as to amount to go to breeds. This 

ensures that quarter horses are fairly treated. Within these parameters the tracks 

decide on the allocation of the funds. 

With the portion of grant for “A” tracks, HRA determines the amount that will be 

assigned to each of the two breeds. This has approximated a 50/50 split over last 

several years. Very minor variations may arise in year. This decision is made by the 

Board as part of the budget. HRA will then advise each breed association of their 

allotment for “A” tracks. A breed association then is empowered to work with tracks 

determine the purse allocations. The amount is given to purse pool. 

The purse pool also receives the horsemen’s money. As noted, horsemen’s money 

arises from their portion of the handle. In 2008 the total handle was $182.5 million. 

The handle is split as follows: 

 79% to bettor 

 0.8% to CPMA 

 5.6% to HRA (General fee) 

 14.6% split between owners and tracks 
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In general, the split between track and owners is about 49% to tracks and 51% to the 

owners and horsemen’s money. There is a variation since the amount of split varies 

depending on whether the handle is from live racing or type of simulcast. 

A contract between tracks and breed associations govern the split of simulcast 

handle.  

HRA has an oversight role with respect to the allocation. Issues have arisen with 

respect to money from one “A” track being shifted to the other “A” track. This year 

controversy arose as to the allocation of simulcast revenue between breeds. 

Thoroughbred association demanded that all simulcast money, particularly if 

thoroughbreds are racing be given to its pool. This was tied to the agreement with 

Northlands Park referred to above as being unacceptable to HRA. For several years, 

foreign simulcast handle was split between breeds on a 60/40 basis, the 60% going to 

thoroughbreds. For 2009, an agreement has been negotiated under the direction of 

HRA. The split now (2009) reflects 100% of the Alberta based live races simulcast 

being disbursed to the breed that is racing. Foreign simulcasts, however, are to be 

split 65/35, with 65% going to thoroughbreds. 

As with many of the issues facing the industry, the issues that arise with regard to 

purses relate to the loss of the Calgary market and the general downturn in the 

economy. The central question given a more normal environment is this: does the 

process make sense? From our perspective, and while it has issues the process does 

seem to work. It is clear given the process for 2009, that the HRA does have a role to 

get a resolution and have it make sense for all stakeholders. Also, as noted without 

slot revenue and with the current economics, the industry would be unsustainable. 

HRA should work with stakeholders to develop a long terms solution to the purse 

allocation process. This process should be followed consistently over years. Industry 

participants must have sufficient certainty to allow longer term business decisions. 

 58 Winchester Avenue, Spruce Grove, Alberta T7X 1L8  87



George B. Cuff & Associates Ltd. 

 

12.0 What Future Governance Model? 
 

The model establishing Horse Racing Alberta was purposeful and took into account the 

prevailing circumstances of the day. It was believed that having all of the key players 

and industry sectors at the table would facilitate enhanced dialogue and some 

understanding of the issues from a broader, industry-wide perspective. Did this 

happen?  

Our first inclination is to respond “no”. It is evident that the many voices at the table 

have often collided and disagree on a number of key issues. The standardbreds resent 

the thoroughbreds getting all the attention. The latter resent the fact that the 

standardbreds get such consideration when it is apparent that the public would prefer 

to watch and bet on the thoroughbreds. The only functioning A track feels somewhat 

set upon by HRA which takes their hard-earned cash and distributes some of it to 

others and an insufficient amount back to the A track. The other A track 

representative feels that the HRA moved precipitously in awarding the other A track 

license to an unproven entity and did not afford their proposal much consideration. 

The public members are viewed as in one camp or another and as biased because of 

either current or past involvements in the race horse industry. The CEO is seen as a 

hardworking person who is a champion of the sport but not necessarily a seasoned 

association executive. The Chair is appreciated for her commitment and efforts while 

questioning how she would feel if major changes are made to an organization she 

helped to create. 

But, is it working? Dialogue is happening at the table as well as in the committee 

rooms, despite what we view as a poor governance model. Discussions are being held 

about some of the key issues albeit with much less advance notice in some instances 

and no advance notice in others (which militates against good decision-making). 

Points of view from the various parties are reportedly happening at the board table 
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(we were not able to sit in on a full board meeting so this relies on the input we 

received).  

Could improvements be made that do not require dispensing with the current 

governance model? We believe that is imperative as we believe that the current 

failings of the model could have been greatly lessened had someone taken the time to 

familiarize the full board and staff with good governance principles.  

Will such changes eliminate the criticisms of the full Board? We do not think so. 

Unfortunately, some of the disagreements with the Board and the HRA strike at its 

very core and will not be ameliorated without dramatic change to the governance 

model, which will in turn require considerable changes to the legislation.  

One of those criticisms speaks to the impact of the public members on the Board’s 

decision-making processes. Such members ought to be viewed as the balancing factor 

that the Board lacks. They ought to be accorded a higher profile including being 

placed as chairs of each of the committees. In order to increase the impact of the 

public members and still retain the composite structure as outlined in the current 

Act, we see the need for adding three more public members to the Board. Such 

members will not have any current connection to the race horse industry other than 

that of a layperson (i.e. casual interest) but will be expected to bring a strong public 

perspective to the Board.  

With respect to the Government representatives there is value in having 

representation from both the Solicitor General’s ministry and that of Agriculture and 

Rural Development. Both departments/Ministries have ongoing interests in horse 

racing and their presence adds value to the Board vis-à-vis: 

 enabling the HRA Board to better understand the perspective of Government on 

key policy issues 

 serving as an ongoing pipeline to their respective Ministers 

 providing the necessary accountability.  

This is a delicate role in that the Government’s representatives on the Board should 

be treated with the same courtesies and privileges as all other Board members (with 
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the exception of not having a vote on the issues) and yet being there as the eyes and 

ears of Government such that the legislated relationship is preserved. 

With respect to the lack of an “A” track in southern Alberta, we believe that there is 

an advantage for continued representation from Edmonton and Calgary (i.e. 

Northlands and Stampede Park) as two of the oldest (1879 and 1884 respectively) 

agricultural societies on Alberta. If the Stampede Board decides not to continue its 

representation then their seat could be extended to Northlands until such time as 

Southern Alberta has an officially confirmed “A” track.  

With respect to the distinction between the regulatory and marketing components of 

the HRA mandate it is evident that the majority of the focus has been on the latter 

(i.e. the marketing and promotional aspects along with the fundamental business 

questions). There are 31 sections in the Horse Racing Alberta Act; 3 deal (at least in 

part) with the promotion and marketing of the business. The vast majority of the 

other sections deal with regulating it. Based on the feedback we received from the 

members and a reading of the minutes, Board meetings focus on the promotion and 

marketing of the business.  

The overall impact of one body playing this dualistic role is two-fold: 

 the imbalance of attention to the intent of the Act 

 the inadequate focus on sustaining the business.  

The latter ironically is not horse racing. It has become much larger than that and is 

part of a broad, highly volatile and competitive entertainment industry. Thus, while 

the horses are a vehicle for placing this form of entertainment before the public, the 

actual focus of the public based on where dollars are spent and gained lies in gaming. 

In order for “the industry” to be maximized and for it to regain its health, the 

attention of the Board has to be placed on making this entertainment package more 

attractive and with a broader and more sustainable economic base. If that is 

successful, then the monies available for breed development will increase. If more 

dollars flow to breed improvement, there will be a higher quality of horses available 

in Alberta for the race tracks. The caliber of the races here will increase. The focus of 
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the gaming public will increasingly be placed on the Alberta product. All of the 

businesses ancillary to the horses in Alberta should therefore also benefit. This 

begins, however, with the leaders placing their best and collaborative efforts on the 

broader picture.  

A performance review of the Board would need to include: 

 Are the key components of the industry healthy? 

 Are our relationships with each other healthy, respectful and in general 

agreement on the ultimate goal? 

 Have we agreed on a broad framework of priorities? 

 Are we treating our key delivery vehicles (i.e. the “A” tracks) with respect? 

 Are we ensuring that the regulatory framework is current, respected and 

enforced? 

 Do we have the right venues and mechanisms to hear the full range of voices in 

our industry? 

 Is our governance model reviewed regularly so as to ensure that it is 

functioning as a helpful process or is it the reason for any misunderstandings 

and failures?  

The Model 

Can the focus of the Board be directed to its core businesses within the current 

legislative framework? Are there sufficient reasons, despite its flaws, to keep the 

structure essentially as it is? Should the Board simply step out of the business 

development side and move that to the tracks? Would the industry be any better off 

or would the divisions evidenced in the past simply be resurrected?  

We believe that the model has not achieved its objectives to date due to the 

inadequacies which have not been properly addressed and which we have cited in our 

Report. These inadequacies are largely the result of misplaced energies, poor 

understanding of governance, interpersonal power struggles and a Board and 

executive which has believed that it alone can make the industry healthy. We 

conclude that the governance model is not the central issue nor is changing it likely to 
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dramatically improve the business of horse racing. We believe that the 

implementation of the following recommendations will help. We also believe that the 

addition of the proposed new members together with the proposed legislative and 

governance changes should help in instilling a greater sense of confidence.  

With respect, however, to the model of governance we recommend that a revised 

approach be undertaken that will ensure the focus of the Board is placed on its two 

key themes: regulatory and business development. To that end, we have 

recommended a model which separates the Board meetings into two distinct 

components: 

 Board Meeting: Section A: Regulatory and Oversight 

 Regulatory and Licensing Committee, Governance & Corporate Services 

Committee, Breed Improvement Committee 

 Review of regulations 

 Review of license applications and relevant issues 

 Breed development 

 Animal welfare 

 Board development 

 Audit 

 Legal issues 

 Government accountability/reporting 

 Board Meeting: Section B: Business Development 

 Sustainable Business Committee 

 Growing the business 

 Marketing 

 Communications 

 Business planning 

All Board members will be expected to participate in both components of the Board 

meeting as is the case now. In the revised model, Section A may be scheduled for say 

9-10 am and any Board committees, administrative reports or presentations by 
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outside others dealing with the regulatory aspects would be heard. The meeting 

would then recess for a brief period and the second phase would commence. This 

would deal with all business development, marketing and communication issues with 

any Board committees focused on such aspects providing their reports, along with any 

additional administrative reports and presentations/discussions with external parties 

dealing with the terms of reference of this portion of the meeting. To some extent it 

is hoped that the development of this “Chinese wall” will cause the Board to ensure 

that it separates and thinks through the fundamental aspects of its business in a more 

focused and unbiased manner.  

 Board Committees 

We spoke to this matter earlier in this Report (see Section 10.5). It is critical that the 

governance model employed by the Board be one wherein the review of present 

challenges and the development of new initiatives/policies is encouraged and 

facilitated. Further, the philosophy underlying the creation of committees needs to 

reflect the need for the Board of Directors to receive policy advice from these 

committees. The administrative focus ought to reside with the HRA’s administration 

and any technical committees that the HRA administration believes are required. The 

current operational focus of the committees is not conducive to good governance and 

places an inordinate reliance by the HRA administration and Board on the 

administrative skills and acumen of the Board members rather than relying on the 

Board as a policy governance institution. There needs to be a much more clear 

separation of policy and administrative responsibilities and this will only come about 

if the Board committees stay clear of day-to-day “administrivia”.  

The new committees are recommended as follows: Sustainable Business Committee, 

Regulatory and Licensing Committee, Governance & Corporate Services Committee, 

Breed Improvement Committee. As a starting point, their terms of reference ought to 

incorporate: 
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 Sustainable Business Committee 

This standing committee of the Board will be responsible for providing policy advice 

to the Board and: 

 Recommending those steps which will promote the sustainability of the horse 

racing industry 

 Ensuring that the Board is advised as to the proposed marketing plan and 

strategies 

 Reflecting the input of the various stakeholders 

 Raising awareness of the horse racing industry 

 Ensuring that the staff are maintaining the HRA website 

 Proposing ways by which HRA can maintain a constructive and healthy 

relationship with the tracks 

 Proposing new forms of marketing, promotional services and industry 

awareness 

 Advising on key strategic initiatives relative to the business plan, marketing 

and industry relationships 

 Ensuring that AGLC is made aware of all matters pertaining to the operation, 

growth, and permitting of Racing Entertainment Centres 

 Making sure that the Board is represented at all industry-related functions 

wherein the presence of the Board is expected 

 Ensuring that all industry partners and prospective track owners are aware of 

HRA expectations and policies regarding the establishment of new tracks and 

related entertainment centres 

 Assisting the Canadian Pari-Mutuel Agency (CPMA) in developing and 

implementing strategies at the federal level which will facilitate growth of the 

industry and combat challenges of modern technology which are used to sell or 

pirate the live racing signal 
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 Making the Board aware of any industry issues which may inhibit growth or the 

health of the industry 

 Ensuring that the focus of HRA is placed on those aspects which ensure industry 

growth 

 Coordinating the evaluation of the economic impact of horse racing in the 

province 

 Ensuring that the administration is conducting research into methods to 

increase the financial resources arising from live racing, gaming activities and 

any other related initiatives 

 Reviewing the development of new partnerships and non-traditional ways of 

strengthening the industry 

 Assisting the Board in identifying ways of positively impacting any 

licensing/sanctioning decisions and/or the development of new games by AGLC 

 Advising the Board on any other related issue relative to the parameters of this 

committee. 

 Regulatory and Licensing Committee 

This standing committee of the Board will be responsible for providing policy advice 

to the Board and: 

 Recommending those measures which will encourage or enhance the integrity 

of the industry 

 Advising on key strategic initiatives relative to the business plan  

 Ensuring that HRA has in place those mechanisms necessary to the effective 

monitoring of HRA judges, stewards and security personnel 

 Maintaining an awareness of new industry standards and rule changes 

 Ensuring Federal-Provincial regulatory rules and regulations are adhered to 

 Ensuring appropriate communication with the Appeals Tribunal 

 Working with the Board and any other regulatory body to establish a working 

Federal-Provincial dialogue to deal with changes and technology 
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 Working towards the development of a sound regulatory framework including 

the review of HRA policies as they relate to licensing and regulation 

 Enhancing the policy of stiff penalties for drug infractions through meaningful 

fines and suspensions 

 Working closely with the Canadian Pari-Mutuel Association on all Federal 

matters pertaining to Horse Racing and Criminal Code compliance 

 Recommending the Regulatory budget and allocations 

 Advising the Board on any other related issue relative to the parameters of this 

committee. 

 Governance, Corporate Services and Audit Committee 

This standing committee of the Board will be responsible for providing policy advice 

to the Board and: 

 Advising on key strategic initiatives relative to the business plan 

 Ensuring that the Board is made aware of the timing of budget presentations 

and business plan submissions 

 Reviewing all aspects of the board’s governance framework to ensure that the 

board functions in an effective and efficient manner that successfully supports 

the operations of Horse Racing Alberta 

 Advising the Board as to how it can play a leadership role to maintain an 

effective governance framework consisting of principles, policies, and bylaws 

that reflect current “best practices” in governance 

 Overseeing all financial and legal issues of Horse Racing Alberta 

 Advising the Board with respect to its relationship to the CEO; providing 

guidance to the Board on issues regarding performance assessment, 

compensation and succession planning 

 Reviewing all audit processes and meeting with the external auditors on an 

annual basis (see Audit Committee terms of reference in the Appendix) 

 Advising the Board relative to any legal issues that are impending, ongoing, or 

resolved 
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 Identifying and coordinating “risk management” 

 Recommending to the Board those steps necessary to ensure that all Board 

members are aware of and taking steps to avoid any appearance of a conflict of 

interest 

 Ensuring that the Board is made aware of any steps needed to ensure that the 

appropriate Minister(s) are made aware of emerging issues 

 Ensuring that the budget and business plan and the annual report are delivered 

to the Minister according to the Horse Racing Alberta grant agreement 

 Continuing to identify industry-wide issues, provincially and nationally; or other 

issues of importance to the industry on which HRA should either take the lead 

or act as arbitrator or facilitator  

 Developing an annual work plan for the board as a whole in terms of its 

governance functions that identifies priorities and objectives 

 Overseeing a program and orientation for newly-appointed board members, as 

well as ongoing development programs for serving members  

 Coordinating the formal bi-annual evaluation process of the board, board Chair, 

board members, and committees, and report as required 

 Reviewing the Terms of Reference for Board committees, and any amendments 

proposed by the committees, and recommend for approval any amendments to 

the board 

 Annually review Horse Racing Alberta’s bylaws and the board’s policy and 

procedure manual, and recommend changes to the board as appropriate 

 Reviewing and recommending the Director’s compensation plan to the board 

 Reviewing the Chief Executive Officer’s mandate as required, or at least every 

three years, and recommend for approval any amendments to the board 

 Reviewing and recommending how the Board should address the human 

resource needs and quality of life of its employees (e.g. expanding the role of 

the on-site addictions counselor by offering such services at other tracks (if so 

desired); continuing the “English as a second language” program for 

 58 Winchester Avenue, Spruce Grove, Alberta T7X 1L8  97



George B. Cuff & Associates Ltd. 

 Liaising with racetrack operators and other partners to improve 

accommodations on the backstretch 

 Creating a wellness program and promote health and wellness on-site 

 Strengthening the services/programs offered through the Learning Centre on 

the backstretch at Northlands 

 Advising the Board on any other related issue relative to the parameters of this 

committee.  

 Breed Improvement Committee 

This standing committee of the Board will be responsible for providing policy advice 

to the Board and: 

 Ensuring that the respective organizations are consulted on any policy issues 

which are proposed to go to the Board 

 Advising on key strategic initiatives relative to the business plan  

 Reviewing with these organizations the challenges which they face in 

maintaining the health of their breed 

 Ensuring an equitable distribution of the available funds for worthwhile 

programs that are in concert with the objectives of HRA 

 Providing advice and feedback relative to the business plan and budget as 

prepared by the administration 

 Working with any academic institution responsible for research into equine 

health and breed development; ensuring that HRA programs regarding breed 

improvement, safety, disease control, etc are being effectively reviewed and 

maintained 

 Reviewing any suggested improvements to this service/program of HRA and the 

responsiveness of HRA staff 

 Reviewing related reports from HRA administration and ensuring that the Board 

is apprised on any key issues affecting breed improvement; any recommended 
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funding or budget allocation will be forwarded to the Board with the 

recommendation of the Committee 

Advising the Board on any other related issue relative to the parameters of this 

committee. 

The Selection Committee will be considered an ad hoc committee under the 

Governance and Corporate Services Committee and will be appointed from time to 

time, and on the recommendation of the Governance and Corporate Services 

Committee to the Board. 

13.0 Administrative Resources 
 

Horse Racing Alberta is not over-staffed in terms of its mandate. It carries out its 

work with relatively few staff resources and what we would consider as a bare 

minimum of leadership personnel. The latter is an issue. One of the significant issues 

in our review is obviously the capability of the current senior leadership to carry out 

the duties expected of them in a competent and proactive manner.  

The organization is far too reliant on the knowledge of one individual: the Chief 

Executive Officer. He is the “walking almanac” of the organization as he understands 

the historical picture (having been the chair through some of that period) and the 

administrative/professional issues having held the position of CEO since 2006 (and, 

one could argue, earlier) as well as his experience in other aspects of the business 

(i.e. being a race horse owner). The other senior staff in the organization are much 

less “schooled” in the business and would find it very difficult in carrying on the 

business in the absence of the CEO.  

HRA has no succession plan. There has been no “hit by the bus” planning and the 

“what ifs?” are still on the table or in people’s minds but have not been translated 

into a policy and plan. The Board needs to view this as a priority and complete these 

governance documents over the ensuing 60 days.  
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Further, and while we are very cognizant of the pressing fiscal needs of HRA, the 

Board needs to re-fill the position of Chief Operating Officer. While the Board has 

been well-served by its Chief Financial Officer, the demands of HRA on a “go forward” 

basis will not be satisfied without someone in a leadership capacity (as COO) who has 

a very strong grasp of the business development, Government relations, stakeholder 

relations, horse ownership, gaming and marketing aspects of the business.  Further, 

the Board has to prepare for the retirement of the incumbent CEO who has two years 

left on his contract. Not to be prepared for that eventuality would be remiss of the 

Board. 

 

14.0 Recommendations 
 

14.1. We recommend that the Government of Alberta review the current 

legislation (the Horse Racing Act Chapter H-11.3) and that: 

14.1.1. The current public policy goal of ensuring the independence of 

this body be preserved 

14.1.2. Section 1 (I) Amend to reflect 6 members of the general public 

(i.e. without any business or personal ties to the racing industry)  

14.1.3. Section 3 (c) to amend to have Selection committee recommend 

to the full Board not less than 2 names for consideration for any 

vacant position. 

14.2. We recommend that a new process of Board member orientation be 

developed and implemented effective with the introduction of any new 

members to this Board and no later than 60 days from the adoption of 

this report. 

14.3. We recommend that Board member skill sets be given increased 

consideration such that the Board is strengthened in its ability to 

understand the issues from a business and non-biased perspective.  
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14.4. We recommend that the public members chair each of the standing 

committees and that these appointments be rotated every two years. 

14.5. We recommend that the Board adopt a performance assessment system 

for the CEO which enables the Board as a whole to provide candid 

feedback to the CEO on his strengths, weaknesses and areas for 

improvement. (We will provide a template for this review process).  

14.5.1. We recommend that the Board carry out an independently-

facilitated performance assessment of the CEO by September 

30th 2009 and, at a minimum, annually thereafter.  

14.6. We recommend that the Board adopt the “request for decision” “RFD” 

format as attached as Appendix D and that this format be used on all 

recommendations being presented to the Board or to a committee of the 

Board. 

14.7. We recommend that the Board adopt the Committee recommendation 

format as attached as Appendix E.  

14.7.1. We further recommend that all committees be required to 

utilize this format for reporting together with the RFD.   

14.8. We recommend that the Board eliminate the Executive Committee and 

adopt a streamlined system of four standing committees: namely, 

Sustainable Business Committee, Regulatory and Licensing Committee, 

Governance & Corporate Services Committee, Breed Improvement 

Committee.  

14.8.1. We recommend that committee charters be developed for each 

of these committees in accordance with the template provided 

herein. 

14.8.2. We recommend that the draft terms of reference for these 

committees as outlined in this Report be incorporated into the 

committee charters. 
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14.9. We recommend that the Board members host a “get to know your 

Board” social with all of the employees with a brief program of updating 

everyone on current issues and a thank you for all the seen and unseen 

efforts expended on the Board’s behalf by a broad cross-section of 

people.  

14.10. We recommend that the Board be prohibited from interfering in the 

business decisions of the tracks, including being involved in any way in 

the promotion of one track over another, the building of tracks, the 

capital projects of tracks. These types of decisions are best left to the 

tracks. Issues that impact the safety of the horses and the staff working 

with them should be discussed on a regular basis with the tracks.  

14.11. We recommend that the Board undertake a review of current Board 

policies, participate in a policy development training session focused on 

their role as Board members, and identify new policy topics which the 

CEO and his staff should be drafting for the consideration of the relevant 

committee. 

14.12. We recommend that the CEO in consultation with the Chair and the 

Governance and Corporate Services Committee review the current 

staffing plan of the HRA; develop a CEO recruitment policy and plan; 

develop a CEO succession policy and plan.  

14.13. We recommend that the CEO undertake the following management 

activities: 

 Regular meetings with the senior staff on a weekly basis 

 Performance reviews of all direct reports on at least an annual basis 

(preceded by the development of a thoughtful assessment format) 

 Policy development training session for all applicable staff 

 Staff development program for all staff 

 Regular meetings with other relevant industry association executives 
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 Board meeting preparation itinerary for all impacted staff (i.e. 

importance of deadlines, use of the RFD, development of issue 

reports for the Board, committee meeting preparation, Board 

meeting package development, minute taking, etc) 

14.14. We recommend that the motion to establish a capital fund be rescinded. 

14.15. We recommend that HRA work with stakeholders to establish underlying 

principles and an acceptable process for long term stability in 

establishing race days and purse allocation. These principles must take 

into consideration the current economic realities facing each part of the 

sector. 

14.16. We recommend that HRA work with Northlands Park to reestablish a 

relationship based on mutual trust and respect. Further that HRA and 

Northlands work to allow longer term licenses which will facilitate 

longer term business decisions that will benefit all aspects of the 

industry. 

14.17. We recommend that HRA work with the Government to establish a range 

for race dates for A tracks (i.e. between 50-120 days) and a realistic 

minimum number of dates to be made available for standardbreds. 

14.18. We recommend that HRA establish a policy and/or bylaw to prevent the 

concentration of power in any one person or corporation. Further, the 

HRA needs to establish controls to mitigate the risks associated with any 

existing concentration of power. 

14.19. We recommend that HRA, working with its industry partners, redefine a 

strategic plan that is more consistent with the economic and business 

realities of today. 

14.20. We recommend that HRA develop a contingency plan that considers a 

change in direction if the new Calgary-area race track continues to be 

delayed. 
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14.21. We recommend that the Bylaws be reviewed and modified to incorporate 

our recommended and needed changes including a proper focus and 

respect for the primacy of the Board as a whole, delineated powers of 

the chair, defining the role of CEO and other changes. 

14.22. We recommend that the Board enhance the members “code of conduct” 

to reinforce the need to respect differences of opinion, the right of 

members to reflect disagreement in their vote on issues and a duty to 

not personalize these differences. 

14.23. We recommend that the policies of the HRA be updated to capture the 

applicable comments in this report. 

14.24. We recommend that Board polices be reviewed to include pre-defined 

time frames for review. 

14.25. We recommend that the position of Chief Operating Officer be re-filled 

by October 1st 2009. 
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APPENDIX A 

History of Gaming and Horse Racing in Alberta 
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History of Gaming and Horse Racing in Alberta 

 
(excerpted from the November 2003 Alberta Alcohol and Drug Abuse Commission Policy 

Background Paper - November 2003 and Horse Racing Alberta's Chronology of Racing -

1988 to the Present) 

 

1892 The Criminal Code of Canada is amended to allow gambling under 

certain conditions. 

1910 An amendment to the Criminal Code of Canada allows pari-mutuel 

betting and participation in games of chance where profits are used for 

charitable or religious purposes.  Some gaming is allowed at agricultural 

fairs and exhibitions. 

1920s  Bingo is played in community halls and church basements. 

1950s  Illegal sales of Lucky 7 jar tickets (pull tickets) occurs until the 1970s, 

when sales are legalized. 

1967  Alberta's first charitable casino opens at Edmonton's annual fair. 

1969 Amendments to the Criminal Code of Canada authorized lotteries and 

sweepstakes.  Provinces are authorized to license and operate lotteries 

and casinos. 

1970s Edmonton's Northlands Park and the Calgary Exhibition and Stampede 

start holding sweepstakes. 

1975 An Edmonton Kinsman Club establishes Alberta's first not-for-profit 

casino. 

1979 Lotteries are now exclusively under provincial authority. 

1980 Alberta's first permanent, privately operated charitable casino opens in 

Calgary. 

1981 Alberta's second permanent, privately operated charitable casino opens 

in Edmonton. 
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1982 Lotto 6/49 is launched. 

1985 A government lottery review gathers Albertans' views on the 

disbursement of unused lottery revenues.  An amendment to the 

Criminal Code of Canada allows provinces to operate mechanical gaming 

devices. 

1987 Revenue pooling is an option for casinos and bingo associations. 

1988 Live wagering is allowed, on track only. 

1989 Bill 10 establishes the Alberta Lottery Fund.  The first horse racing 

simulcast is run at Calgary's Trout Springs. 

1990 Teletheatre/off-track betting is introduced. 

1991 Video lottery terminals (VLT's) are tested at summer fairs in Edmonton 

and Calgary. VLT's and horse racing comprise 20% of the Alberta gaming 

market. 

1992 The VLT program is officially introduced. 

1993 Foreign simulcasts are introduced. 

1995 The Lotteries Review Committee releases "New Directions for Lotteries 

and Gaming: Report and Recommendations of the Lotteries Review 

Committee," following public consultations.  Government establishes 

new policies for gaming in Alberta after adopting several 

recommendations from the report. 

 The Provincial Government adopts "The Alberta Horse Racing Renewal 

Plan" that did not envisage funding by slot machines. 

1996 The MLA Committee on Native Gaming releases its report and 

recommendations. 

Slot machines are introduced into Alberta's charitable casinos. 

 Satellite bingo is introduced. 

The Alberta Gaming and Liquor Commission (AGLC) is created by 

combining the Alberta Liquor Control Board, Alberta Lotteries and the 

Alberta Gaming Commission. 
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The Racing Corporation Act is proclaimed, establishing the Alberta 

Racing Commission. 

The "Racing Industry Renewal Initiative" is submitted to the Alberta 

Gaming and Liquor Commission, proposing electronic gaming devices for 

the racing industry.  The recommendation is that one third of the 

proceeds be provided to the Alberta Gaming and Liquor Commission, one 

third to race tracks for facility capital and operating costs, and one third 

to the Alberta Racing Commission. 

1998 Community Lottery Boards are established by the Alberta government to 

oversee distribution of an additional $50 million in lottery funds. 

 The Alberta Racing Commission passed a resolution to utilize 20% of 

gaming proceeds to grow and market the industry. 

1999 The Ministry of Gaming is created, including the Department of Gaming, 

the Alberta Gaming and Liquor Commission, the Community Lottery 

Program Secretariat, the Alberta Gaming Research Council, and 

administering the Horse Racing Alberta Act. 

 AGLC launches a Bingo Industry Review to examine the bingo industry 

and charities that take part in bingo activities. 

2001  There is a 48% decline in wagering on horse racing over a 10 year period. 

 Premier Klein directs Minister Shirley McClellan, Minister of Agriculture, 

to undertake "The Horse Racing Industry Review." 

 The Provincial Government responds to 40 specific recommendations, 

ensuring gaming at racetracks will be considered as part of the overall 

gaming policy for the province. 

2002 Alberta Gaming initiates a review of gaming licensing policies and 

processes.  While the review is underway, consideration of requests to 

license or approve new casinos, casino expansions and relocations, new 

games and gaming environments are suspended. 
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 Government announces implementation of the majority of 

recommendations from the Bingo Review Committee. 

 The Alberta government introduces a new First Nations Gaming Policy.  

First Nations casinos will be located on reserve land, will be regulated by 

the AGLC, and operate under the same terms and conditions as off-

reserve casinos. 

 The government releases the Gaming Licensing Policy Review, which 

includes 61 recommendations developed during a comprehensive 20 

month review of gaming policies. 

 Bill 16, the Racing Corporation Amendments Act, comes into effect in 

May.  The Bill is intended as a major step in revitalizing the province's 

horse racing industry.  All funding will be through grants from the 

Lottery Fund. 

 The Community Initiatives Program is introduced (replacing the 

Community Lottery Board Program). 

2002 Horse racing gains its first three year grant agreement with the Alberta 

Gaming and Liquor Commission. 

 Up to 100 slot machines are allowed at community tracks, and up to 500 

slot machines are allowed at "A" tracks - limited to live days of racing. 

2003 Horseracing accounts for 0.5% of money wagered, while VLT's and 

lotteries generate $16.9 billion. 

2006 A 10 year extension of the agreement is negotiated between Horse 

Racing Alberta and the Minister of Gaming.  It provides for increased 

allocation of slot machines - up to 150 for community tracks and up to 

700 at "A" tracks. 

 Ministry of Gaming is disbanded and AGLC and Lottery Fund become the 

responsibility of the Solicitor General and Minister of Public Security  

2008 An agreement is amended to allow continuation of revenue from 

Stampede Park to March 31, 2009. 
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Terms of Reference for a Committee Charter 

_____________________________________________________ 

Name of Committee:  XYZ Standing Committee 

_____________________________________________________ 

Mission: The XYZ is a committee that will … 

Authority: The XYZ Committee serves as an advisory body to the Board. 

Terms of Reference: The XYZ Committee will have the authority to: 

 Provide advice to the Board on matters pertaining to its mandate 

 

Membership: The XYZ Committee is chaired by … and, in the chair’s absence, the 

vice-chair. 

 Members: 

  

Chairmanship: The Chair of the HRA Board will name the chair of any and all 

committees.  

Membership and Rotation: All committee members will be appointed for a 1 year term. 

Member terms can be extended on an annual basis. 

 Resources: The CEO will determine and assign a staff member as the primary 

advisor to the Committee. If necessary, a recording secretary may also 

be appointed. The committee will also be accorded a budget to cover 

meeting expenses, meals/coffee, photocopying and other related 

activities. 

Timeframe: The XYZ Committee is a standing committee.  The Committee will meet 

at the call of the chair of the committee not less frequently than once 

every two months and may meet according to a set schedule approved 

by its members. Such a schedule will be registered with the Executive 

Assistant to the CEO. 

Tenure: This committee is a standing committee and as such will be deemed to 

be continuous subject having its terms of reference and membership 
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reviewed and renewed by the Board (on the recommendation of the 

Board Chair) every year. 

Reporting: The XYZ Committee will provide its minutes to the Executive Assistant 

to the CEO within 48 hours of any committee meeting. The Committee 

will be expected to brief the Board on a regular basis at the meetings of 

the Board. This briefing will include the minutes of the most recent 

meeting of the committee and a verbal update presented by the 

committee chair. The recording secretary to the committee will ensure 

that all minutes are lodged with the Executive Assistant to the CEO as 

soon as they are produced. The Chair of a committee may ask another 

committee member to make the presentation verbally to the Board at 

its regular meetings.  

Budget: The XYZ Committee will have a budget assigned to it on an annual basis. 

The budget shall be an amount deemed necessary by the Board to cover 

the expenses of the committee. Committee members will not have the 

authority to commit the HRA to the expenditure of any funds except 

that which is accorded to the committee for administrative purposes. 

Contact with the Media: Any contact with the media shall be handled by the committee 

chair or shall be referred by the chair of the committee to the Chair of 

the Board. If the matter under questioning by the media deals with 

Board policy, the matter shall be referred to the Chair of the Board. 

Public Meetings: Unless otherwise provided for in the Procedural Bylaw of the Board, the 

meetings of the committee shall be deemed to be open to other Board 

members, who may attend and ask questions but may not vote. Where 

the matter deals with an issue which is deemed to be confidential, the 

committee may move to go “in camera” to discuss that matter. An in 

camera session of the committee will be restricted by the committee to 

only members of the committee. The only motions permitted as a 

consequence at that time, shall be the motion to go in camera and the 

motion to revert back to a public meeting. Any motion dealing with the 

matter dealt with in camera will be made in a committee meeting. 
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Terms of Reference for an Audit Committee 

 
1. Ensure that the organizational and financial integrity of HRA is maintained. 
 
2. Identify to the Board and management any potential landmines or deficiencies 

that might impair its financial integrity. 
 
3. Assess the effectiveness of organizational controls and performance indicators 

such that the HRA receives “value for money” in terms of the results of its 
expenditures. 

 
4. Ensure that the Board receives a clear picture as to the acceptability of its 

processes, controls and reporting based on input received from the external 
auditor. 

 
5. Assess the responsiveness of the CEO in responding to the reports and 

recommendations of the external auditor. 
 
6. Review the presentation of the financial, legislative and organizational 

information and ensure that it is clear to Board members. 
 
7. Recommend to the Board any policy changes necessary to enhance the fiscal and 

operational effectiveness of the organization. 
 
8. Report to the Board whether or not the approved Business Plan of the HRA is 

effective in guiding the delivery of services of management and administration. 
 
9. Identify areas of concern that need to be pursued by the CEO and management 

over the next year in strengthening internal processes and controls. 
 
10. Take on any other related matters referred to the Audit Committee by the 

Council. 
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Horse Racing Alberta 

 
Request for Decision (RFD) 

 
Meeting:   
Meeting Date:   
Originated By:   
 
Title: 
 
Agenda Item No:   
 
 

THE PROPOSAL:  
 

What is the essence of what is being proposed? Why is this important for the 
Board? What would justify this being beyond the authority of the CEO to respond? 

 
 

GOVERNANCE IMPLICATIONS: 
 

What are the policy consequences or impacts of this decision? What new policy is 
being recommended? What current policy is being set aside if we go in this 
direction? 

 
 

BACKGROUND TO THE PROPOSAL: 
 

What are the key preceding events? Have we seen the issue previously? What gives 
rise to this being placed before the Board? 

 
 

DISCUSSION / OPTIONS / BENEFITS / DISADVANTAGES:   
 

What are the key options in terms of Board action? The Board can stay with the 
status quo (option a) which is…? The Board can proceed with option b, c, d…which 
are and which result in… 
The advantages and disadvantages from the perspective of management are: ??? 
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COSTS / SOURCE OF FUNDING (if applicable):   

 
 
 

IMPACT ON APPROVED BUSINESS PLAN OR PROPOSED BUSINESS PLAN: 
 
 
 

RECOMMENDED ACTION:  
 

That the Board accept the proposal of the administration as approved for 
submission by the CEO. This proposed course of action has been identified as 
Option A which succinctly stated is as follows: 

 
 

ADDITIONAL BACKGROUND INFORMATION: 
 

There is a file of background information which Board members have access to 
relative to this report. The executive summary of that information is attached 
hereto. Additional information can be accessed by following this link:  

 
 

ADDED COMMENTS BY CEO: 
 
 
 
Initials show support -    
       
Approved by: Manager: _________________________________                   
  
 President/CEO: ________________________________ 
 
 Date: _________________________________________ 
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COMMITTEE REPORT FORMAT 
 
 
Name of Committee:                                                      
 
Date and Location:                                                                              
 
Attendance:                                                                                       
 
Description of Issue #1: 
 

 Background to the Proposal:  
 

 Policy/Governance Implications: 
 

 Alternative Options/Implications: 
 

 Impacts on Policy/Budget: 
 

 Recommended Position (Administration):                                                            
                                                                                                                  
                                                                                                                  
COMMITTEE RECOMMENDATION:  
 

 ACTION REQUIRED:  (Adopt for Information/Adopt for Action/Refer to) 
                                                                                                                                                                                             
 
 
____________________    __________________ 
Recording Secretary    Chair of Committee 
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Executive Summary (1 of 2)

2008 Assets
44% are Cash & Gov’t Receivables
33% are Loans receivable account
22% are Acc’ts receivable, prepaid exp. & deposits
Capital Assets account for only 0.7%

2008 Liabilities & Net Assets
11% are Unrestricted Net-Assets
64% are Racetrack grants payable

Operating Statement
76% of 2008 revenues are Racing Industry Renewal 
Initiative (RIRI). 
83% of 2008 expenses are Grants and Breed 
Improvement Programs
2008 to 2009: Due to the closure of racing at 
Stampede Park

revenues are budgeted to decrease by 16%, and
expenses are budgeted to decrease by 25%

2008 to 2011
revenues are projected to increase by 15% due to the 
opening of the new racetrack in Balzac in 2010, and
expenses are projected to increase by 3% from 2008 to 
2011
The HRA’s Business Plan assumes Balzac Race Track 
opens in 2010 and that the HRA w ill achieve an annual 
operating surplus of $1.0 million for 2009 to 2011.
Assuming the Balzac Race does not open until after 
2011, the consultants forecast an annual operating deficit 
of $1.0 million for 2009 to 2011
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Executive Summary (2 of 2)

Total Purses Paid Out in Alberta from 1997 to 2008 
increased by $11.0 million (60.9%), which is an 
annual average compounded rate of 4.4%.

Total Race Days from 1988 to 2008 decreased by 87 days 
(22%), which is an annual average compounded rate of -
1.2%.

Attendance from 2003 to 2008 (estimated) increased by 
373 thousand (34%), which is an annual average 
compounded rate of +6.0%.

Over the past 12 years, from 1996 to 2008, the Total 
Alberta Handle has

In current dollars, increased by $30.8 million (20.3%), 
which is an annual average compounded rate of 1.6%.

In constant dollars (2002=100), has decreased by 
$25.5 million (14.5%), which is an annual average 
compounded rate of -1.3%.

In constant per capita dollars, has decreased by 
$32.61 per person 18 years and older (37.7%), which 
is an annual average compounded rate of –3.9%.
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Assets

In 2008 Cash & Government Receivables accounted for $4.1 million
or 44% of assets.

Contributions receivable from Government of Alberta consist of 
51.67% of all slot revenue generated on the race tracks. This 
revenue began in 2002, a new 10 year agreement was signed on 
April 1st 2006.

Loans receivable account for $3.1 million or 33% of assets and consist 
of the following two loans

$602 thousand to the Grande Prairie Regional Agricultural & 
Exhibition Society for renovations to their grandstand & race track. 
The original loan amount was $900,000. It is non-interest bearing 
and thus from an accounting perspective discounted at 8% to get to 
the balance sheet amount. Payments are $50,000 per year and are 
current.
$2.5 million to the United Horseman of Alberta for the development 
of the new race track in Balzac.

Accounts receivable, prepaid expenses & deposits account for $2.0 
million or 22% of assets.
Capital Assets account for only 0.7% of assets and consists of office 
equipment, computers and leasehold improvements.
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Liabilities & Net-Assets

On December 31, 2008
Unrestricted Net-Assets totalled $1.0 million (11%) of Liabilities & Net-Assets.
Racetrack grants payable account for $6.0 million (64%) of Liabilities & Net-
Assets. Racetrack funding grants consists of Pari-Mutuel Grants and additional 
general revenues as following;

0.95% of the Pari-Mutuel Handle that is earned at each racetrack is 
returned to the racetrack.
Racetrack grants also include revenues received from the Race Industry 
Renewal Initiative (RIRI), which comes from the Slot revenue from each 
racetrack. Each racetrack receives the following shares of the Slot revenue 
(RIRI grants) that is generated at their racetrack:

13.33% of all Slot  revenue that is generated at each racetrack is retur ned to the 
racetr ack for oper ating pur poses .
5% of slot  revenue is allocated from HRA unrestric ted funds  to the Alberta R acetrack 
Capital F und to meet current and future capital req uirements  at Al ber ta's r acetracks 
as deter mined by HRA. 5% of all Slot revenue that is generated at each racetr ack is 
retur ned to the racetr ack for appr oved HR A capi tal proj ects .

– Exception: Northlands racetrack automatically receives one grant of approximatel y 
18.33% (= 13.33% + 5%) for operating and capital purposes.

Purse and Breed Impr ovement grants are also pai d fr om Slot revenue.
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HRA Revenues & Expenses
Actuals, Budget & Projections 2009 to 2011

The HRA is projecting a surplus of one million dollars per year 
for 2009 to 2011. This assumes that the Balzac Race Track 
opens in 2010.

The Budget and Projections identif ied above are from the 
HRA’s 2009-2011 Financial Business Plan.

Using historical monthly cash f lows and the 2009 monthly cash 
f low projection received from the HRA, the consultants are 
forecasting an operating deficit of $1.00 million for 2009.

The Business Plan indicates the following changes from 2008 
Audited Actuals to 2011 Projection

A increase of  $7.2 million in total rev enues, which includes a $10 
million increase Racing Industry Renewal Initiativ e rev enues.
A increase of  $1.3 million in total expenditures, which includes a

$1.7 million increase in Purse Support Grants
$1.0 million increase in Breed Improv ement Program
$1.5 million decrease in Race Track Grants

The net result of which is a $5.9 million improvement in 
revenues over expenditures
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Consultant’s Forecasted
Revenues & Expenses 2009 to 2011

Using historical monthly cash flows, the 2009 monthly 
cash flow projection received from the HRA, and assuming 
that the Balzac Race Track does not open in 2010 or 
2011, the consultants are forecasting an annual operating 
deficit of $1.00 million for 2009 to 2011.

This forecast is based on the HRA’s monthly cash flow 
forecast for 2009.

The forecast indicates the following changes over 2008 
Unaudited Actuals;

A reduction of almost $10 million in total revenues, of which 
$8 million is from decreased Racing Industry Renewal 
Init iative revenues.
A reduction of almost $14 million in total expenditures, of 
which

$4.2 million is due to Purse Support Grants
$1.9 million is due to Breed Improv ement Program
$4.5 million is due to Race Track Grants
$2.4 million is due to Marketing & Promotion
$0.9 million is due to Other expenditures
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The Effect of Loans
on the Cash and Investments

The bars in the above graph illustrate the monthly cash & 
short-term investments from December 2005 to 
December 2009.
The blue line in the above graph illustrates what the cash 
flow would have been without the loans to UHA and the 
Grande Prairie Regional Agriculture & Exhibition Society.
Loans receivable consist of the following two loans

$602 thousand to the Grande Prairie Regional Agricultural 
& Exhibition Society for renovations to their grandstand & 
race track. The original loan amount, and hence the effect 
on cash f low, was $900,000. It is non-interest bearing and 
thus from an accounting perspective discounted at 8% to 
get to the balance sheet amount. Payments are $50,000 
per year and are current.
$2.5 million to the United Horseman of Alberta for the 
development of the new race track in Balzac. Monthly 
payments of principal and interest are expected to total 
$2,355,000 by December 31, 2009.
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Revenues

Total revenues ar e budgeted to decrease by $7.4 million (16%) from 2008 to 2009 
due to the closure of racing at Stampede Park and the del ay in the cons truction of 
the new racetrack in Balzac.

RIRI or Slot  revenues  are projected to decrease in 2009 due to the cl osure 
of the racetrack at Stampede Park; i.e.  revenues  from Stampede Par k are 
budgeted for onl y January to March in 2009.

Total revenues ar e projec ted to increase by $7.2 million (15%) from 2008 to 2011 
due to i ncreased RIRI or Slot revenues with the opening of the new racetrack in 
Balzac in 2010.
Racing Industry Renewal Initiati ve (RIRI) revenues accounted for $30.6 million or 
76% of 2008 revenues.

These contributions represent unspent resources  recei ved and r ecei vable 
from the Government of Alberta which are externall y restricted.
The Corporation has a Grant Agreement with the Government of Alberta to 
assist in long-term industr y renewal which expires March 31, 2016.

Other revenues in 2006 & 2007 consist of si mulcast revenues  ear ned by ASHA at 
Stampede Par k; $976,787 and $863,950, respecti vel y.  

The HRA receives these funds  in absence of a racing agreement between 
ASHA and Stampede Par k. HRA provides these funds to ASHA primarily 
for purses.
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Expenses

Total expenses are budgeted to decrease by  $13.3 million (25%) f rom 
2008 to 2009 due to the closure of  racing at Stampede Park and the 
delay  in the construction of the new racetrack in Balzac.
Total expenditures are projected to increase by $1.3 million (3%) f rom 
2008 to 2011, off -setting the 2009 decrease, due to the opening of  the 
new racetrack in Balzac in 2010.
2008 Grants and Breed Improv ement Programs accounted for $44 
million or 83% of expenditures.

$18.3 million (35%) Purse Support Grants
$6.5 million (12%) Breed Improv ement Program
$18.8 million (36%) Racetrack Grants

2008 Racetrack Grants includes transitional f unding to Northlands 
Park of $1,078,410 with additional $600,000 av ailable. $2,500,000 has 
been set aside in 2009 f or transitional assistance.
Breeding support f or 2009 transition y ear decreased by  20% ov er 
2008 budget with f urther increases of  26% and 7% respectively  f or 
2010 and 2011.
In 2009 Marketing support decreased by  60% ov er 2008 budget and 
will rise to $3,500,000 by  2011.
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Expenses – Racetrack Grants

In 2008 Northl ands  Par k recei ved $9.3 million or 50% of total racetrack grants.
Calgary Exhi bition and Stampede recei ved $6.8 million or 36% of total grants  in 
2008.
Racetrack grants  include revenues received from the Race Indus try R enewal 
Initiati ve (RIRI), which comes  from the Slot revenue. Each racetrack receives the 
followi ng shares of the Slot revenue (RIRI grants) that is generated at their 
racetrack:

13.33% of all Slot revenue that is generated at each racetrack is 
returned to the racetrack for operating purposes.
5% of slot revenue is allocated f rom HRA unrestricted funds to the 
Alberta Racetrack Capital Fund to meet current and future capital 
requirements at Alberta's racetracks as determined by HRA.

Excepti on: Northlands racetrack automaticall y receives one grant of 
approxi matel y 18.33% (= 13.33% + 5%) for operati ng and capital 
purposes.

Purse and Breed Impr ovement grants are also paid fr om Slot r evenue. Licensed 
Alberta breeders/owners who win, place or show recei ve a breeders/owners 
bonus as  part  of  the purse.
Purse Support Grant goes to the track for purses ; it is a function of the number of 
race days, number of races per day and the HRA budget.
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Expenses – Regulatory & 
Administration 

Total Regulatory  & Administrativ e expenses hav e increased by
$229 thousand (6%) f rom 2008 to 2009,
$562 thousand (7% annually ) f rom 2008 to 2011, and
an av erage annual compounded rate of  2.2% ov er the past 10 
y ears.

In 2008 Salaries & Benef its (i.e. compensation) accounted f or $2
million or 51% of administrativ e expenditures, and hav e increased by 
$1.1 million (1.5% annual compounded rate) ov er the past 10 y ears.
Legal, consulting and audit f ees hav e totalled ov er $1.5 million ov er 
the past sev eral y ears due to a lawsuit with a company that was going 
to build a track. HRA was named in the law suit because HRA is the  
regulated body . Legal cost in 2009 f or this law suit should be 
signif icantly  less, and nil in 2010.
Trav el costs hav e increased by  $256 thousand (6.4% av erage annual 
compounded rate) ov er the past 10 y ears from 1998 to 2008.
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Total Purses Paid Out in Alberta
Thoroughbred vs Standardbred

Over the past 11 years, from 1997 to 2008, the Total Purses 
Paid Out in Alberta has increased by $11.0 million (60.9%), 
which is an annual average compounded rate of 4.4%.

The HRA Purse Grant has increase by $14.5 million, or an 
average annual compounded rate of +15.3%.
Purses from wagering, bonuses & other sources has decreased 
by $3.5 million, or an average annual compounded rate of -
2.5%.

Purse budget for 2009 is $5 million (17%) less than 2008 
actuals based on fewer racing days and revenues available 
for 2009. 
The above information for Total Purses Paid Out in Alberta 
comes from several different sources and therefore is subject 
to comparability error.

The source of the above information are; Purse Statistics, the 
2009-11 Business Plan, and the Audited Financial Statements
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Race Days
Thoroughbred vs Standardbred

Over the past 20 years, from 1988 to 2008, Total Race Days 
has decreased by 87 days (22%), from 398 days in 1988 to 
311 days in 2008, which is an annual average compounded 
rate of -1.2%.

Thoroughbred race days have decreased by 39 days 
(26.7%), or an average annual compounded rate of -1.5%.
Standardbred race days have decreased by 103 days 
(51.0%), or an average annual compounded rate of -3.5%.
Community race days have increased by 61 days (122%), 
or an average annual compounded rate of 4.1%
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Race Days (%)
Thoroughbred vs Standardbred

Over the past 20 years, from 1988 to 2008, The 
percentage of race days for;

Thoroughbreds has decreased from 36.7% to 33.8%.
Standardbreds has decreased from 50.8% to 31.2%.
Community races has increased from 12.6% to 35.0%.
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Race Days
by Community

Over the past 20 years, from 1988 to 2008, Total Race Days 
has decreased by 87 days (22%), which is an annual 
average compounded rate of -1.2%.

Edmonton race days have decreased by 13 days (7.5%), or 
an average annual compounded rate of –0.4%.
Calgary race days have decreased by 129 days (73.7%), or 
an average annual compounded rate of -6.5%.
Community race days have increased by 61 days (122%), 
or an average annual compounded rate of 4.1%

Notes:
There was no live racing in Calgary from July to December 
2008.
There is no live racing in Calgary in 2009.
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Race Days
by Percent

The percentage of race days for;
Edmonton has increased from 43.5% to 51.4%, or 
+13 days.
Calgary has decreased from 44.0% to 14.8%, or -
129 days.
Community races has increased from 12.6% to 
35.0%, or +61 days.

 58 Winchester Avenue, Spruce Grove, Alberta T7X 1L8  137



George B. Cuff & Associates Ltd. 

 
 
 

18

Race Days
by Breed & Community

Over the past 20 years, from 1988 to 2008, Total Race Days 
have decreased by 87 days, (21.9%), or an average annual 
compounded rate of –1.2%.
Over the same 20 years  the change in race days for each 
racetrack are as follows;

Grande Prairie increased by 40 days (235%), or +6.2% 
annually.
Lethbridge increased by 16 days (52%), or +2.1% annually.
Millarville decreased by 1 day (50%), or 3.4% annually.
Northlands decreased by 13 days (7.5%), or –0.4% 
annually.
Stampede Park decreased by 129 days (74%), or –6.5% 
annually.
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Attendance 

In 2007 Northlands accounted for 84% of all attendance; 
which is an increase of 227 thousand people (or 27%) over 
the 4 years from 2003 to 2007.

2008 attendance numbers are not yet available.
The 2009-2011 Business Plan projects attendance to 
increase to 3.2 million fans in 2011 due to the new racetrack 
in Balzac.

Notes:
Counters were not used until 2003, as a consequence 
attendance numbers are not available for previous years.
Calgary announced it’s plan to exit horse racing in 2006, 
this may be why there was an increase in attendance and 
revenues from 2005 to 2006 (i.e. fans anticipate closure 
therefore increased their attendance 2006). Calgary finally 
exited horse racing on June 30, 2008.
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Pari-Mutuel Handle

Current Dollar

Analysis
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Pari-Mutuel Handle
by Wager

Over the past 12 years, from 1996 to 2008, the Total Handle 
has increased by $30.8 million (20.3%), which is an annual 
average compounded rate of 1.6%.

Alberta Live has decreased by $32.9 million, or an average 
annual compounded rate of -7.5%.
Alberta Simulcast has decreased by $36.7 million, or -
12.2% annually, and
Foreign Simulcast has increased by $100.5 million, or 
+9.5% annually.

The Total Handle is budgeted to decrease by $12 million 
(6.5%) from 2008 to 2009 due to the closure of racing at 
Stampede Park and the delay in the construction of the new 
racetrack in Balzac.
The Total Handle is projected to increase by $22 million 
(12%) from 2008 to 2011 due to the opening of the new 
racetrack in Balzac in 2010, which off-sets the 2009 
decrease.
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Pari-Mutuel Handle
Thoroughbred vs Standardbred

Over the past 12 years, from 1996 to 2008, the 
Total Handle has increased from $151.6 million 
to $182.4 million, which is an annual average 
compounded rate of 1.6%.

Thoroughbred handle revenues have 
increased by $40.0 million, or an average 
annual compounded rate of +3.1%.
Standardbred handle revenues have 
decreased by $9.1 million, or an average 
annual compounded rate of -1.3%.
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Pari-Mutuel Handle
by Community

Over the past 12 years, from 1996 to 2008, the Total 
Handle has increased by an annual average 
compounded rate of 1.6%.

Edmonton handle increased by $30.8 million, or an 
average annual compounded rate of +2.5%
Lethbridge handle increased by $2.6 million, or an 
average annual compounded rate of +14.1%
Calgary handle decreased by $3.3 million, or an 
average annual compounded rate of -0.5%

There was no live racing in Calgary from July to 
December 2008.
There is no live racing in Calgary in 2009.
The handle is projected to increase in 2010 with 
opening of UHA track in Balzac.
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Constant Dollars: Pari-Mutuel Handle
by Wager

In constant dollars, over the past 12 years, from 1996 to 2008, the 
Total Handle has decreased by $25.5 million (14.5%), which is an
annual average compounded rate of -1.3%.

Alberta Live has decreased by $45.3 million, or an average 
annual compounded rate of –10.1%.
Alberta Simulcast has decreased by $45.8 million, or –14.7% 
annually, and
Foreign Simulcast has increased by $65.6 million, or 6.4% 
annually.

In constant dollars, the Total Handle is budgeted to decrease by $12.6 
million (8.4%) from 2008 to 2009 due to the closure of racing at
Stampede Park and the delay in the construction of the new racetrack 
in Balzac.
In constant dollars, the Total Handle is projected to increase by $8.4 
million (5.6%) from 2008 to 2011 due to the opening of the new 
racetrack in Balzac in 2010, which off-sets the 2009 decrease.

Note: An inflation rate of 2% per year is assumed for 2009 to 2011.
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Constant Dollars: Pari-Mutuel Handle
Thoroughbred vs Standardbred

In constant dollars, over the past 12 years, from 
1996 to 2008, the Total Handle has decreased 
from $175.5 million to $150.0 million, which is an 
annual average compounded rate of -1.3%.

Thoroughbred handle revenues have 
increased by $2.7 million, or an average 
annual compounded rate of +0.2%.
Standardbred handle revenues have 
decreased by $28.1 million, or an average 
annual compounded rate of –4.1%.

Note: An inflation rate of 2% per year is assumed for 2009 to 2011.
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Constant Dollars: Pari-Mutuel Handle
by Community

In constant dollars, over the past 12 years, from 1996 
to 2008, the Total Handle has decreased by an annual 
average compounded rate of -1.3%.

Edmonton handle decreased by $4.8 million, or an 
average annual compounded rate of –0.4%
Lethbridge handle increased by $1.9 million, or an 
average annual compounded rate of +10.9%
Calgary handle decreased by $23.0 million, or an 
average annual compounded rate of –3.3%

There was no live racing in Calgary from July to 
December 2008.
There is no live racing in Calgary in 2009.
The handle is projected to increase in 2010 with 
opening of UHA track in Balzac.

Note: An inflation rate of 2% per year is assumed for 2009 to 2011.

 58 Winchester Avenue, Spruce Grove, Alberta T7X 1L8  147



George B. Cuff & Associates Ltd. 

 
 
 

28

Pari-Mutuel Handle 

Constant Dollar

per Capita

Analysis

 58 Winchester Avenue, Spruce Grove, Alberta T7X 1L8  148



George B. Cuff & Associates Ltd. 

 
 
 

 58 Winchester Avenue, Spruce Grove, Alberta T7X 1L8  149 29

Constant Dollars per Capita
Pari-Mutuel Handle by Wager

In constant per capita dollars, over the past 12 years, from 1996 to 
2008, the Total Handle has decreased by $32.61 per person 18 years 
and older (37.7%), which is an annual average compounded rate of –
3.9%.

Alberta Live has decreased by $24.64 per person 18 years & 
older, or an average annual compounded rate of –12.4%.
Alberta Simulcast has decreased by $23.64 per person 18 years 
& older, or –16.9% annually, and
Foreign Simulcast has increased by $15.67 per person 18 years 
& older, or 3.7% annually.

In constant per capita dollars, the Total Handle is budgeted to 
decrease by $5.47 per person 18 years & older (10.2%) from 2008 to 
2009 due to the closure of racing at Stampede Park and the delay in 
the construction of the new racetrack in Balzac.
In constant per capita dollars, the Total Handle is projected to
decrease by $0.26 per person 18 years & older (0.5%) from 2008 to 
2011.

Note: An inflation rate of 2% per year and a population growth rate of 2% 
per year is assumed for 2009 to 2011.
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Constant Dollars per Capita
Pari-Mutuel Handle Thoroughbred vs Standardbred

In constant per capita dollars, over the past 12 years, 
from 1996 to 2008, the Total Handle has decreased 
from $86.47 to $53.86 per person 18 years & older, 
which is an annual average compounded rate of –
3.9%.

Thoroughbred handle revenues have decreased 
by $12.97 per person 18 years & older, or an 
average annual compounded rate of –2.4%.
Standardbred handle revenues have decreased 
by $19.64 per person 18 years & older, or an 
average annual compounded rate of –6.6%.

Note: An inflation rate of 2% per year and a population growth rate of 2% 
per year is assumed for 2009 to 2011.
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Constant Dollars per Capita
Pari-Mutuel Handle by Community

In constant per capita dollars, over the past 12 years, from 
1996 to 2008, the Total Handle has decreased by an annual 
average compounded rate of –3.9%.

Edmonton handle decreased by $15.66 per person 18 years & 
older, or an average annual compounded rate of –3.0%
Lethbridge handle increased by $0.58 per person 18 years & 
older, or an average annual compounded rate of +8.0%
Calgary handle decreased by $17.65 per person 18 years & 
older, or an average annual compounded rate of –5.8%

There was no live racing in Calgary from July to December 
2008.
There is no live racing in Calgary in 2009.
The handle is projected to increase in 2010 with opening of 
UHA track in Balzac.

Note: An inflation rate of 2% per year and a population growth rate of 2% 
per year is assumed for 2009 to 2011.
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