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Fiscal Challenges Facing the Alberta Fish and Game Association 

Questions and Answers 

 
 

 
Clubs, Members, and Life Members have been asking questions as information was provided related to the fiscal 
challenges faced by the Alberta Fish and Game Association (AFGA). Many have been answered in the letters and 
resources that have been provided. Others have been answered directly by members of the Executive. To 
answer as many questions as possible, they have been reviewed and condensed to common themes.  Many 
appear to impart blame.  Others go beyond the issues that the AFGA is currently facing. The concern should be 
about understanding the causes and finding proactive solutions for the challenges faced by AFGA.   
 
One thing that is obvious is there is a general lack of understanding of the organizational structure and costs to 
run a provincial organization that does more than just represent its members.  The organization provides direct 
membership benefits, has critical programs such as the Wildlife Trust Fund that benefit all Albertans, along with 
being the advocate for anglers, hunters, and firearm owners on many fronts. There is an unrealistic expectation 
that AFGA can do it all within the resources available to it. 
 
Why were the financial challenges facing AFGA not identified earlier? 
 
In fact, they have been. Every AFGA Executive has recognized that the organization functions on a break-even 
budget. Any significant negative change to the funding base or unforeseen expenses pushes the fiscal limits of 
the organization. In the past, the organization has been able to weather these events. The current issue would 
have surfaced earlier if not for grant and gaming revenue of over $170K that was available to cover membership 
benefits and operation costs late in 2018. 
 
The situation is different this time in scale and complexity. Collectively, the reduction in membership numbers, 
collapse in access to other revenue sources, unforeseen expenses, and downsizing costs have come up at the 
same time.  The COVID-19 pandemic has made the situation even more acute.  
 
Why is the motion structured as a “Special Resolution”? 
 
Historically, such affiliation fee changes have been through the Special Resolution process. The electronic format 
of meeting and voting does not lend itself to amendments from the floor. The financial issues facing the AFGA 
have been extensively modelled, reviewed and options evaluated based on history and projected impacts due to 
the COVID-19 pandemic.  
 
The provisional budget included in this package is the basis for the member fee increases across all classes. The 
budget represents a downsized organization with severe capacity restraints, cost reductions, and little buffer for 
deviation. After all options were reviewed, the fee structure proposed represents the minimum fee increase 
that would provide a sustainable funding base. Core services and the Wildlife Trust Fund would be maintained 
under this provisional budget.  
 
Further restructuring may be possible but cannot occur under the limited timelines the Executive has to act, to 
meet its fiduciary responsibilities. High threshold of support is required as the AFGA Executive will have to make 
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critical risk assessments and decisions to meet its responsibility to manage the affairs of the Association either 
through dissolution or restructuring the organization. 
 
Will the membership fee increase lead to a further reduction in members? 
 
The Executive and Executive Director acted to temporarily downsize the organization and reduce costs to 
manage cash flow when the fiscal situation was identified late in 2019, following a transition of leadership.  The 
Financial Planning Committee was formed to assist in managing the affairs of the Association and provide advice 
to the Executive.  Among many things, a business plan and provisional budget for the Fiscal Year 2020/2021 
were developed. The assumption that there would be a decrease in membership was incorporated. Actual 
numbers show that the pandemic has already caused a major reduction.  The provisional budget contemplates 
more cost reduction and reduced revenue from sources other than membership. The bottom line is that without 
the membership fee increases being adopted, the organization will simply run out of cash soon. A smaller 
membership fee increase, or staged approach is not a solution as at best, would only extend the inevitable.  
 
While there have been membership fee increases in the past, they were never sufficient to cover the costs of 
running the organization at a core service level. Fundraising, grants, and gaming revenue come with restrictions 
on use, and generally cannot be used to fund operations or membership benefits.  There will be limited, if any 
such funds available for the foreseeable future. 
 
The greatest risk factor that the Executive will need to consider is whether the projections in the provisional 
budget on membership numbers are realistic and sufficiently conservative under a restructuring scenario, as 
there are only very limited options to leverage additional funds if cash shortfalls should occur.   
 
Why did the Auditors not identify the issues? 
 
The scope of the audit does not consider the budget. A sustainable budget should be developed and managed 
by the Association and is not the responsibility of the auditors. Among other things, the audit is conducted to 
express an opinion on the annual year-end financials of the Association. It also looks at the accounting 
procedures used within the organization and makes recommendations on how to improve them. The audit is 
designed to verify the income and the expenses of the Association following the guidelines set forth by the 
Canadian Auditing Standards. The auditors review the financial statements with management and the Executive 
and require a management letter expressing reliability of the statements. 
 
Please refer to the document: “Management’s, Auditor’s and Executive’s Responsibilities” related to the AFGA 

annual audit. 

Why do other organizations have lower membership fees? 
 
This is a kettle of fish question. Like apples and oranges, no direct comparison is possible other than to say they 
are “fruit”.  Even direct comparisons between the various affiliate organizations of the Canadian Wildlife 
Federation are difficult.  There are essentially three ways to increase revenue, have more members, increase the 
cost of membership, or have alternate stable revenue sources.  
 
While AFGA is proud to have almost 20,000 members, it is considerably less than our neighbours.  Saskatchewan 
Wildlife Federation has over 34 thousand members, the British Columbia Wildlife Federation has over 43 
thousand members, and the Ontario Federation of Anglers and Hunters has over 100,000 members. There is 
also a different mix of membership classes with each organization.  The Ontario Federation of Hunters and 
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Anglers has far more direct members. Revenue streams are completely different amongst different 
organizations. For example, the Saskatchewan Wildlife Federation also manages many programs for the 
Saskatchewan government, like what the Alberta Conservation Association does in Alberta. When you review 
the membership fees for British Columbia and Ontario, they are not substantially different to those proposed 
through the Special Resolution. 
 
Our club can find the same benefits in the private sector for less cost 
 
Products such as personal excess, range, commercial, management and corporation liability, as well as death 
and dismemberment, and search and rescue insurances are available from the private sector, however, our 
insurance coverage and associated costs are significantly less expensive than what is available elsewhere. If 
the belief is that these insurance coverages are the only products of value that a club receives through its AFGA 
affiliation, it discounts all the other benefits and work done by the organization collectively on behalf of anglers, 
hunters, and firearm owners. There is, as there should be, a sense of pride and belonging to this organization. 
 
If the resolution passes, does this imply the organization will restructure? 
 
For restructuring to be considered by the Executive, the resolution needs to pass. The Executive will have to 
decide based on further risk assessment that the support is strong enough that the budgetary projections will be 
met. Many other factors come into play as part of this risk assessment process, among those is what is 
happening in terms of the COVID-19 pandemic, that will need to be taken into consideration.  The Executive has 
a fiduciary responsibility to make decisions that would not lead to the uncontrolled and unstructured collapse of 
the organization. The Executive will need to make a decision by early November 2020 to provide the necessary 
advance notice so clubs can plan for the upcoming year. 
 
Does the organization have a business plan in place? 
 
One of the first tasks of the Financial Planning Committee was to develop a business plan to manage the crisis.  
The plan had to be adaptive and evolve as issues were identified. Strategically, the plan is laid out with four 
phases.  Phase 1 ends on September 30, 2020 (Fiscal Year End 2019/2020). All objectives under Phase One were 
met and executed successfully.  Phase 2 takes us to December 31, 2020 and is dependant on the outcome of the 
vote on the Special Resolution.  There are two distinct paths, restructuring or dissolution. Processes and 
required support are in place to manage the affairs of the Association through this period regardless of the 
results of the vote.  Phase 3 deals with either the dissolution process or restructuring. Phase 4 will primarily 
involve increasing capacity.   
 
If restructuring is the accepted path, then focus during Phase 3 will be centered on five critical areas: 
 

• Updating Objects, Bylaws, and Policies 

• Implementation of a modern governance structure with implications on size of Executive 

• Further development of a sustainable funding model; it could take up to a year to implement a 
different restructuring model, so strict adherence to the provisional budget is critical throughout 
Phase 3 

• Membership benefit review and enhancements/upgrades 

• Priorities and focus of the organization 
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What happens to the Wildlife Trust Fund with restructuring or dissolution? 
 
The Wildlife Trust Fund remains an integral component within a restructured AFGA. Under dissolution, a cascade 
of processes would be required that would see the land eventually transferred to another charity.  Who that 
charity would be has not yet been determined, as many issues would have to be resolved first.  The process 
would likely take up to two years to complete. 
 
Why is borrowing required? 
 
The Association has been able to manage cash flow to this date, and as such there has been no need to borrow.  
The organization will have reconciled all accounts, and payables are current prior to year-end of 2019/2020. 
Whether the path is to restructure or dissolve, we will need to borrow funds. The revenue stream in the October 
to February time frame is minimal from a membership revenue perspective, and insufficient to cover either the 
cost to operate the Association or dissolution.  No unrestricted revenue is expected from grants or gaming 
proceeds for the foreseeable future.  
 
Restructuring or dissolution are not cost neutral, there are statutory labour requirements that downsizing 
invokes, plus the need for some operational adjustments to systems to create needed efficiencies.  These will 
largely be dealt with during Phase 1 of the business plan.  The result is unbudgeted expenses, and a fiscal loss 
during the 2019/2020 fiscal year to cover such costs.   
 
Under restructuring, to deal with these expenses and to bridge through to the next pulse in membership 
revenue, secured financing has been arranged.  Such financing is enabled through the Societies Act and Bylaw 
3.2 of the Association.   While $440K has been made available through the Bank of Montreal, it is projected that 
approximately $330K will be needed. This also includes the remaining balance on the mortgage of $50K. The 
borrowing costs have been factored into the provisional budget.  
 
Dissolution brings additional costs. If this scenario is followed, it will likely mean the borrowing limits of the 
Association will reach its limit.   Part of dissolution process involves the disbursement of assets such as the 
building. As part of securing the required borrowing capacity, a bank appraisal shows that the building, despite 
the pandemic maintains its value at over $700K. This means that the costs of dissolution should be covered 
through the sale of assets of the Association. 
 
Can the provisional budget be made leaner? 
 
At this point in time, this is as bare bones as can be envisioned within the timelines available to make changes.  
It is structured to provide the minimum capacity to allow the organization to deal with the issues it faces, and 
the necessary service provision to members.  Phase 3 of the business plan does contemplate the potential for 
additional restructuring to further reduce costs.  
 
Why is the AFGA facing litigation? 
 
In today’s world, individuals, businesses, or associations can find themselves facing litigation for a variety of 
reasons and from variable sources at any time. While the AFGA is facing two potential litigation issues currently, 
this does not imply that the Association did anything wrong. The Association cannot ignore these actions and 
must defend itself, which comes with costs. How such actions will eventually resolve, is uncertain.  
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Why is the AFGA not running raffles and other fundraisers like other organizations to offset its financial 

obligations? 

The AFGA just completed a quad raffle as well wrapping up the Minister’s Special Licence (MSL) Raffle and 

Program. As noted in the background documents, there is only limited use of funds permitted from such 

endeavors, for AFGA operations or membership support. As per Alberta Gaming Liquor and Cannabis 

Commission (AGLC), all raffle proceeds must be spent on only approved Use of Proceeds, which does not include 

operations or membership. The administrative fee from the recent MSL program only cover the costs incurred 

by the Association.  It is unknown as to what direction the Government of Alberta may move in relation to the 

MSL program as they deal with restructuring themselves.  Fundraising also involves costs, creates capacity 

concerns, and requires volunteer commitment as society grapples with the COVID-19 pandemic and resulting 

logistical constraints. Any restructuring plan will need to look at how fundraising should be utilized to fund 

programs and priorities for the Association.  This is contemplated to occur once the immediate crisis is resolved 

and as part of Phase 3 of the business plan.  

How could an organization with cash and investments as of September 30, 2019 of more than $1.6 million find 

itself short of funds? 

AFGA financial statements have historically been presented in a consolidated manner which has made 

understanding them difficult.  As per the September 30, 2019 audited financial statements, the cash balance was 

$883,632, of which only $113,273 was available for AFGA operations. The remaining balance for both cash and 

investments was restricted to either MSL, the Wildlife Trust Fund, or the AGLC Use of Proceeds.  One of the first 

tasks of the Executive and Financial Planning Committee was to reconcile the accounts of the AFGA and adopt 

professional, appropriate accounting.  The outcome will be readable financial statements and reports in the 

future. The provisional budget presented, and actions taken to date by the Executive and Executive Director 

have taken these accepted principles into account. The provisional budget presented, is another deliverable of 

Phase 1. 

Why were clubs and members not advised earlier of the financial situation facing the AFGA? 

Regardless of the path taken by the Executive or Executive Director, there will be criticism. The path chosen was 

to unravel and understand the financial situation facing the Association, begin addressing the causes through 

actions such as reconciling the financial accounting system, tighten financial controls to manage limited cash, 

and reductions in costs in the short-term. Options to resolve the issues in the long-term were explored. This led 

to the development of a business plan, which recognized there are only two possible options, restructuring 

through downsizing or dissolution. At this point it was felt that the Executive would go to the membership with a 

well organized and comprehensive report outlining the causes and options, rather than just subjective 

assessments that would have been available earlier.  

Restructuring is only possible by adopting a sustainable funding model that covers the costs of running core 

services and membership benefits. In the immediate term, only a membership fee increase could achieve this 

objective.  Even if an unknown ‘funding” source should suddenly materialize, borrowing and restructuring would 

still be required if the Association is to move forward as the voice for anglers, hunters, and firearm owners in the 

province, in the coming decades. 

 


