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1. EXECUTIVE SUMMARY
Edmonton’s Office of the City Manager engaged Sierra Systems in June 2010 to assist with the
independent review of the Edmonton Combative Sports Commission (ECSC) with respect to five key
questions asked at City Council and outlined below. Sierra Systems has completed its review and presents
the overall findings in the following report.
By way of background, the ECSC was incorporated by the City in 1920 and was previously called the
Boxing and Wrestling Commission. The organization has recently initiated changes to support a more
sound operating position that is more closely aligned with City of Edmonton standards and practices. As
the ECSC is increasingly trying to formalize their business, they are in the process of defining and
separating both operational and governing activities. Many processes have been undertaken such as
policy development and adoption, development and interpretation of rules and regulations, and
formalized hearings processes where ECSC decisions have been challenged. Other aspects of the business
remain to be fully developed, such as the financial reporting process.
Sierra System’s independent review was a comprehensive process consisting of a thorough
documentation review including ECSC policies, processes, practices, Commission minutes, and financial
documentation (a list of the documents reviewed appears in Appendix A). We also carried out one‐on‐one
interviews with appointed Commission Members and the President of the Association of Boxing
Commissions for additional insight and first‐hand feedback to help answer and confirm the five (5)
questions.
Following our review process, and as further elaborated on in the report to follow, we objectively
conclude that, with respect to the five (5) questions being asked of Council, the ECSC and it’s Executive
Director have conducted themselves in a fair manner and in accordance with approval processes and
administrative practices of the Commission. The ECSC continues to move towards a formalized and
accountable business model and states continued intent to incorporate positive changes.

Questions

Answers

1. Whether the rules and regulations approved by the Commission are being enforced as
required

Yes

2. Whether the ECSC Executive Director has the authority, within the bylaw or the rules and
regulations duly approved by the Commission, to alter or revise existing rules and
regulations, or create and implement new rules and regulations, without approval of the
Commission.

*No

3. Whether any rules or bylaws have been added or altered without approval of the
Commission.

*No

4. Whether any administrative practices have been added or altered without approval of the
Commission.

*1No

5. Whether the reputable “Association of Boxing Commissions” threatened to cancel the
Edmonton Commission’s membership for adopting rules or regulations which they consider
to be highly dangerous.

No

1

* While the Commission retains responsibility, it has delegated certain authorities within these areas to
the ECSC’s Executive Director.
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2. BACKGROUND INFORMATION AND METHODOLOGY
On February 17, 2010 Councillor R. Hayter brought a notice of motion, which Council
subsequently discussed with the result that, a motion was passed by City Council to carry out an
independent and transparent review of the current operations of the Edmonton Combative
Sports Commission (ECSC), specifically to answer the following questions:
1.

Whether the rules and regulations approved by the Commission are being enforced as
required.

2.

Whether the ECSC Executive Director has the authority, within the bylaw or the rules and
regulations duly approved by the Commission, to alter or revise existing rules and
regulations, or create and implement new rules and regulations, without approval of the
Commission.

3.

Whether any rules or bylaws have been added or altered without approval of the
Commission.

4.

Whether any administrative practices have been added or altered without approval of the
Commission.

5.

Whether the reputable “Association of Boxing Commissions” threatened to cancel the
Edmonton Commission’s membership for adopting rules or regulations which they consider
to be highly dangerous.

To address the questions pertaining to current operations of the Edmonton Combative Sports
Commission, Sierra Systems was asked to assist the City Administration with the independent
review process.
To address the five (5) specific questions being asked of the Edmonton Combative Sports
Commission, Sierra Systems has undertaken a two‐part review process; the first being a
comprehensive documentation review of all pertinent Commission related information, and the
second being a key stakeholder interview process with related individuals who could provide
feedback relating to the questions being posed by Council (a list of stakeholders engaged in
interviews is listed in Appendix B).
By way of providing a context leading up to this inquiry, we provide our understanding of some
the key dates, decisions, and changes involving the ECSC, as noted in the following chart.
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Dates

Activities

2006

Audit done by the Office of the City Auditor.

2007

Community Services Committee passed a motion that
allowed for a Consulting Report to address the Audit
concerns for bylaw implementation activities, as well as an
appropriate governance model for the Commission.

2008

Sierra Systems Report to City of Edmonton – Edmonton
Combative Sports Commission, Project Management
Support. This report outlined organizational change
recommendations to clearly distinguish ECSC operations
and governance.

2009

The Community Standards Branch of Planning and
Development (Branch Manager: David Aitkin) became
involved in providing City Administration supports to the
Edmonton Combative Sports Commission.

August 4, 2009

The City hires a new Executive Director for the Edmonton
Combative Sports Commission.

November, 2009

Bylaw 14308, Boxing, Wrestling and other Combative
Sports is Consolidated

November 2009 to April 2010

Sierra Systems engaged to develop draft policies for the
ECSC on behalf of the Executive Director, for approval by
the Commission

Documentation Review
The documentation review of the ECSC includes documentation that existed prior to August 9,
2009 where relevant, to mark the new Executive Director position having been implemented.
This date is important, as many changes have occurred within the ECSC in terms of governance
and operations since. Documents dating from August 4, 2009 forward to Sept 21, 2010 (and
some prior documents) have been reviewed and cross referenced to ensure accuracy of both
documented governance and operations. How the decisions for governance were made and
how these decisions have been put into practice and reinforced have been examined, compared
and contrasted within this review.
A comprehensive review was completed of all pertinent and relevant documentation related to
current and past rules, regulations, bylaws, meeting minutes and administration. Appendix A
holds a listing of the documents that were reviewed with considerations for content, timing,
correspondence to decisions and documentation of those decisions and their relevance to the
five questions asked by City Council.
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Stakeholder Engagement
As part of the review process key stakeholders were engaged to inform the review process and
fully explore the five questions of City council. All of the current 6 Council appointed
Commission Members were interviewed using the Interview Protocol (Appendix C). The
interviews were conducted with a defined protocol in order to: uncover any discrepancies; and
find any variation between documentation and experiences, or between interviewee’s
experiences. As with the documentation review, the engagement process was looking to
compare and contrast information from key members of the ECSC.
Consistent feedback was heard from each of the Commission Members with respect to their
understanding of operational and governance roles. More importantly, their understanding of
the division of these roles, responsibilities and duties between the Commission Members
themselves and the Executive Director were also consistent. The interviews supported the
documentation review when compared and examined for contrast.
A member of the Association of Boxing Commissions (ABC) was contacted and interviewed via
email to ensure clarity in regard to the concerns identified in the five questions and to verify the
outcome of the documentation and interview process relevant to the ABC and its relationship to
the ECSC. The ECSC Commission Member understanding of the relationship between the ECSC
and the ABC was further supported by an interview with the President of the ABC. As each
interview was cross referenced by the documentation review, there were no discrepancies
found to report.

City of Edmonton

Page 4

Edmonton Combative Sports Commission

3. KEY FINDINGS ‐ RESPONSES TO COUNCIL’S QUESTIONS
“Unless we change our direction, we are likely to end up where we are headed. “
- Old Chinese Proverb.

Throughout the review process, we have worked to obtain the full range of information required
to provide the most objective and accurate responses to Council’s questions. Sierra Systems has
outlined the key activities and findings for both the Documentation Review and Stakeholder
Engagement Feedback in the following sections. This review process was conducted by a Senior
Consultant with Sierra Systems who had no prior history with the Edmonton Combative Sports
Commission.

Historical Overview
While the ECSC and its predecessor Commission has been in place for some time the
organization recently developed more formal governance and operational controls.
Implementation of recommendations from the 2008 Sierra Systems Governance Report and the
development of bylaw 14308 have added significant positive structure to the ECSC in the past
two years. The ECSC is an organization undergoing significant continuing change: including the
development of formally approved rules, policies, bylaws, staff, governance and operational
procedures, financial reporting, industry alliances and more.
Prior to August of 2009, there was a loosely documented framework in place; the majority of
transactions would occur without foundational procedures to support them. This historic lack of
accountability, transparency and active controls within the ECSC with respect to governance and
operations created vulnerabilities for the then Executive Director and Commission members to
be challenged and questioned on many occasions.
The ECSC has traditionally maintained a range of formal and informal relationships within the
industry. The ECSC currently has one such formal relationship as an “Associate” member of the
Association of Boxing Commissions (ABC). The ECSC also engages in other informal affiliations
with organizations such as the Ontario and Manitoba Commissions. These organizational
connections are built upon collaborative relationships. The ECSC does not require any affiliation
with such organizations to operate successfully. The ABC provides supports and services to the
ECSC and vice versa, where an exchange of information and best practices occur. The ECSC /
ABC relationship while it is mutually beneficial, it is directed by both parties independently.

Summary of Document Review & Stakeholder Engagement Interviews
The ECSC is an organization in transition. The ECSC is governed by Edmonton Bylaw 14308, holds
authority only within Edmonton, and is accountable to Edmonton City Council. No other body
including the ABC has the authority to direct ECSC decisions. However, the ECSC may choose to
establish relationships with other bodies that can assist with the ECSC’s own organizational
activities.
ECSC is undergoing a fundamental change process to a business model where the Executive
Director is accountable for sound financial and operational practices (including dealing with
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promoters and fighters, staff for events, working with affiliated memberships, and other
administrative duties) and the Commission is responsible for all governance decisions (including
decision making, policy making, strategic planning, and direction to the Executive Director). The
Executive Director and Commission Members continue to work together towards this new
model of effective governance and operational effectiveness.
The Executive Director and the Commission with the support of City Council and the City
Administration have made significant headway in establishing the new governance and
operating model. It is clear through both the documentation review and supportive interview
comments by Commission Members that ECSC process and policies have improved significantly.
The ECSC is continuing to update its policies, rules and regulations to support consistent and
effective governance of the Combative Sports industry within its jurisdiction, in turn supporting
the interests of the City of Edmonton.

Responses to Questions asked by City Council
1. Whether the rules and regulations approved by the Commission are being enforced as required.
For the time period under consideration from August 4, 2009, the Rules and Regulations of the
ECSC have been evolving and are being enforced as required. In 2010, there have been several
occasions where the rules and regulations have been challenged by external parties to the ECSC
and we can objectively conclude that they have been upheld accordingly by both the
Commission and the Executive Director.
The following example demonstrates how the Commission has taken on a challenging
enforcement situation:
In March 2010, the Commission Members moved, seconded and carried a motion concerning a
breach of the Code of Conduct by an existing Commission Member. The Commission then
moved, seconded and carried a motion to suspend this person from all business of the ECSC
until such time as Council has ruled on Section 5.2(J)(v) of the Code of Conduct. Full disclosure of
this occasion can be found, well documented, in the ECSC meeting minutes dated, March 8,
2010.
2. Whether the ECSC Executive Director has the authority, within the bylaw or the rules and
regulations duly approved by the Commission, to alter or revise existing rules and regulations, or
create and implement new rules and regulations, without approval of the Commission.
As per the bylaw and rules and regulations, the Executive Director does not have the authority
within the bylaw or the rules and regulations to revise existing or create new rules or regulations
without the approval of the Commission Members. We can objectively conclude that proper
authorities and approvals between the Executive Director and the Commission have taken place.
In March 2010 the record shows that, the Commission passed a resolution to delegate authority
to the Executive Director: to establish rules and regulations for specific respects; provide for a
system of licensing; establish forms for the purpose of rules and regulations; conduct hearings
for specific respects; and establish requirements for a performance bond participation fee.
In our review there has been no evidence of changes being made without Commission approval.
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3. Whether any rules or bylaws have been added or altered without approval of the Commission.
We can objectively conclude that no rules or bylaws have been added or altered without the
approval of the Commission. Specifically, many policies have been developed, reviewed, and
approved by the Commission. The Commission will typically discuss a topic for consideration to
add to the current rules or policy repertoire. The Executive Director will create an original draft
of the policy; the Commission Members will then comment on, revise and improve it
accordingly. The policy comes into effect once the Commission Members formally approve it in
final form during a Commission meeting.
4. Whether any administrative practices have been added or altered without approval of the
Commission.
We can objectively conclude that no administrative practices have been added or altered
without the approval of the Commission
Specifically, administrative practices fall under the day to day operational activities and
responsibilities of the Executive Director with support provided by the Community Standards
Branch. The ECSC holds a unique technical mandate which influences the administrative
practices. Typical administrative responsibilities include: training and support for Commission
Members, hiring and training of staff to attend to various roles at events, record keeping
processes (fight records, medical records, financial records, meeting minutes, etc), providing
support to the Commission for Bylaw changes and facilitating licensing for promoters, officials
and participants.
Commission Members are responsible for strategic planning, policy making, approval and
oversight of the organization.
Two significant administrative practices have been adopted with the onset of the new Executive
Director role and with the approval of the Commission. They are: the use of traceable cheques
for financial transactions; and the conduct and recording of Commission Meeting minutes by
Community Standards Branch staff according to Roberts Rules of Order
5. Whether the reputable “Association of Boxing Commissions” threatened to cancel the Edmonton
Commission’s membership for adopting rules or regulations which they consider to be highly
dangerous.
The ECSC continues to be an associate member in good standing with the Association of Boxing
Commissions. In January 2010, the President of the ABC, Mr. Tim Lueckenhoff, raised written
concerns about alleged rule deviations with respect to fight rules for scheduled ECSC matches to
occur in 2010. The ABC outlined the anticipated changes they had expected to be utilized which
would have created a compliance concern for the ABC. The ABC provided the ECSC with an
opportunity to address this concern in person at their annual conference held in New Orleans,
Louisiana, USA, July 17‐22, 2010, which they have done. Attached is a signed certificate of the
ECSC’s membership in good standing with the ABC as of July 21, 2010 (Appendix E). Also
attached are copy of the original letter of concern dated January 20, 2010 (Appendix D) and
corresponding minutes from an ABC closed meeting (dated July 17‐22, 2010) at which the ABC
addressed and dismissed the said concerns (Appendix F).
In the case of the ABC concerns: the concern noted in the question is invalid as the relationship
between ECSC and the ABC is robust and strong. Any concerns regarding this relationship that
may have existed were based on miscommunications between many parties. The ECSC has
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developed a supportive partnership with ABC. The ECSC has looked to the ABC for guidance
and support. In turn, the ECSC has provided the ABC with reciprocal support and guidance. Both
parties have demonstrated this mutual respect through a sharing of practices, policies, and
rules, knowledge and understanding at both the Executive and the membership levels.
During interviews with ECS Commission Members, the relationship between the ECSC and the
ABC was described positively, including comments describing the relationship as: “functional,
cooperative and collaborative”, “good and productive relationship with no concerns”,
“incredible”.
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4. CONCLUSION & GENERAL OBSERVATIONS
Conclusion
Following our review process, and as further elaborated below, we objectively conclude that,
with respect to the five (5) questions being asked of Council, the ECSC and its Executive Director
have conducted themselves in a fair manner and in accordance with approval processes and
administrative practices of the Commission.
The ECSC continues to evolve and move towards a much more formalized and accountable
governance and operating model, and states a continued intent to incorporate further
constructive changes.

General Observations
Throughout the independent review process we acknowledge the degree of work that has taken
place to get the ECSC to where it is today ‐ to a place that demonstrates more formalized and
accountable business practices. While much has been done it is understood that there is still
more work to come. As is Sierra Systems practice on many projects, we have gathered some
general observations along the way that we provide to the City and the ECSC for future
consideration
Based on our general observations we have identified the following areas where further
enhancement and improvement should be pursued.
1. Financial Policies & Procedures
Historically the ECSC utilized undocumented cash transactions. The Commission transactions
are now planned and purposeful. With the onset of the new operational roles of the
Executive Director and Commission procedures, cheques are now being used for financial
transactions to help track expenditures and collect information that will help to create a
budget. The goal is to align the ECSC financial processes with those of the City, although the
“after hours” nature of events and the limited ECSC staff complement create challenges. A
budget has now been developed and will soon be presented to City Council. While there is
currently no specific ECSC financial policy in place, the ECSC is trying to align ECSC practices
with those of the City of Edmonton. There is an inherent challenge in that the ECSC is a
“round the clock” business that frequently deals with on‐site financial transactions.
The Finance and Treasury Department of the City of Edmonton and the Community
Standards Branch have been working on developing and establishing effective and
appropriate financial processes and controls for the Combative Sports Commission. The
implementation of these changes is a joint effort involving the Executive Director of the
ECSC and the Manager and staff of the Community Standards Branch of the Planning and
Development Department. This work started in 2009 and the objective is to create adequate
controls and processes that ensure proper separation of duties exists. This work is ongoing.
Council may wish to consider recommending further City Administration support to ECSC in
order to support their efforts in creating well defined financial processes.
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2. Administrative Policy
The ECSC should consider development of an “Administrative Policy” for tasks that include
the processes required to administer or manage: medical records, fight records, financial
records, documentation storage, etc. so that the responsibilities of the various parties
involved are specifically described.
3. Internal Communications Policy
The ECSC should consider development of formal processes to monitor and manage the
Executive Director’s performance of his duties. The ECSC should also develop a formal
mechanism whereby individual Commission members can raise (and have addressed in a
timely fashion) concerns about operational matters that they may observe. The ECSC may
also wish to consider a process to drive continuous improvement such as a formalized
“lessons learned” process.
4. Jurisdictional Policy
There is a requirement for clarity and formal definition by the ECSC of which parties (i.e.
Executive Director, Commission Members, ECSC Event Staff, City of Edmonton, and
contractual resources) are responsible in which geographic jurisdictions.
An example of where this could apply might involve a request from another municipality for
services from Edmonton’s Commission that would provide for the requesting community to
host a combative sports event. While the ECSC members, the Executive Director and the
Community Standards Branch are clear about their own responsibilities and authority (in
Edmonton alone) – many other parties involved do not appear to have similar clarity of
understanding
5. New Commission Member Orientation Policy
A complete orientation manual is required and should outline what information and
experiences are required of a new Commission Member in order that he/she could perform
his/her duties as expected.
6. Meeting Minutes
A process of status reporting on follow up action items within the meeting and minute
taking process should be adopted. The follow up mechanism should indicate what task has
been assigned, to whom and an expected completion date. The follow up mechanism
would allow for regular status review during subsequent Commission meetings to highlight
progress as well as outstanding items.
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Closing Remarks
It has been a pleasure to work with the ECSC and the City of Edmonton Administration in
carrying out the independent review of the Edmonton Combative Sports Commission. We trust
our processes, findings, and conclusions provide the City with a meaningful resolution to this
inquiry. Sierra Systems would be happy to discuss our findings or answer any questions you may
have.
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Appendix A.

Documents Reviewed

A. The City of Edmonton Bylaw 14308, Boxing, Wrestling and other Combative Sports Bylaw.,
Consolidated on November 24, 2009
B. ECSC Policies on:
a. Drug Testing (April 2010),
b. Event License Issuance Criteria (March 2010),
c. Approval Dates From Multiple Event Requests on the Same Date (March 2010),
d. Medical (March 2010),
e. Code of Conduct and Policy on Conflicts of Interest (Policy 1‐1, October 19, 2007) and
f.

Approving New MMA Rules or Modification of Accepted Rules for Combative Events (January
31, 2010).

C. The City of Edmonton Combative Sports Commission Rules, Regulations, and Operating Procedures,
dated February 2009, March 22, 2010 & June 2010).
D. Correspondence between Pat Reid (ECSC Executive Director) and the Association of Boxing
Commissions from September 2009 through to June 29, 2010.
E. Association of Boxing Commissions findings
a. Attachment of letter from the ABC dated January 20, 2010 indicating the ABC’s concerns with
the ECSC.
b. Valid ABC Certificate of Associate membership for the ESCS showing that the ECSC is a member
in good standing ( July 21, 2010).
c. Copies of the ABC Meeting Minutes as they relate to the ECSC and the corresponding review,
dated July 17‐22, 2010.
F. Listing of Technical Advisors to the Executive Director for 2010.
G. Statutory Declarations for Commission members of 2009 and 2010
H. Job Description for the ECSC Executive Director as provided by the City of Edmonton, August 19,
2010.
I.

ECSC Meeting Minutes for the following dates:
2009 – August 17, September 14, September 28, November 2, November 9, November 30 and
December 14
2010 – January 11, January 31, February 8, March 8, April 12, April 28, and May 10.

J.

Financial Documentation titled: ECSC Master Data 2010.xls, September 21, 2010.

K. ECSC Document titled “RESOLUTION” for delegation of authority resolution March 2010
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Appendix B.

Key Stakeholders

The following individuals were interviewed with the Interview Protocol (Appendix C).
A. Commission Members:
a) Mr. Sid Bennett
b) Mr. Owen Dawkins
c) Mr. Ron Goltz
d) Mr. Mark Grotski
e) Dr. Bryan Hogeveen
f)

Mr. Vang Ioannides

B. Mr. Tim Lueckenhoff; President of the Association of Boxing Commissions.
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Appendix C.
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Appendix D.

City of Edmonton

Letter from the Association of Boxing
Commissions, January 2010
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Appendix E.

City of Edmonton

Association of Boxing Commissions Certificate of
ECSC Membership (July, 2010)
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Appendix F.

City of Edmonton

Association of Boxing Commissions, Minutes of a
Closed Meeting held July 2010
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Appendix G.

Relationships and Responsibilities

Sierra Systems has developed the graphic below to provide a simple illustration of the roles and
relationship of the City of Edmonton and the Edmonton Combative Sports Commission (ECSC).
The ECSC is a creation of City Council, is governed by City Bylaw and has jurisdiction only within
City boundaries. The creation of the Commission allows for combative sport “prize fighting” to
be conducted within Edmonton, as regulated by the Commission. Without such a Commission
in place a combative sports “prize fight” would be in conflict with the Criminal Code of Canada.
City Administration and the Community Standards Branch provide capacity for Council to
facilitate and support the ECSC, its Executive Director and the Commission Members.
The ECSC Executive Director reports to the Commission and is a paid employee of the City of
Edmonton (Community Standards Branch). The Executive Director manages daily operations of
the ECSC and its corresponding events, as well as supporting the governance processes of the
Commission. ECSC Members are volunteers who have applied to and been appointed by City
Council to govern the Commission and oversee the Executive Director’s management of ECSC
operations.
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