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S ask atchew an Im m igran tIn vesto rFun dIn c.— M eetin g
“HeadS tarto n a Ho m e”Pro gram O bjectives

1 .0 M A IN P O IN TS

Th e S ask atch ew an Im m igran tIn vesto rFun d In c.(S IIF)receives fun din g fro m th e federal
Im m igran t In vesto r Pro gram . S IIF uses th is fun din g to o perate a fin an cin g pro gram
called th e “HeadS tart o n a Ho m e” pro gram (HeadS tart).HeadS tart pro vides lo an s to
h o m ebuilders an d develo pers to co n structen try-level h o usin g in S ask atch ew an .

Fo r th e year en ded Decem ber 31, 2013, S IIF h ad effective pro cesses to o perate
HeadS tart to m eet pro gram o bjectives except th at it n eeds to clearly defin e its
perfo rm an ce m easures an ddo cum en tits m eth o ds o fcalculatin g th ese m easures.

2 .0 IN TR O D U C TIO N

S IIF is a w h o lly-o w n ed subsidiary o fCro w n In vestm en ts C o rpo ratio n o fS ask atch ew an
(CIC).1 S IIF w as establish ed to o perate HeadS tartin acco rdan ce w ith agreem en ts ith as
m ade w ith th e G o vern m en t o fCan ada un der th e federal Immigration and Refugee
Protection Regulations. CIC appo in ts S IIF’s B o ard m em bers w h o are respo n sible fo r
m an agin g S IIF.

Th is ch apterdescribes th e results o fo uraudito fS IIF’s pro cesses to effectively o perate
th e “HeadS tarto n a Ho m e”pro gram to m eetpro gram o bjectives.

3 .0 B A C K GR O UN D – “ HEA D STA R TO N A HO M E” P R O GR A M

S in ce 2010,S ask atch ew an h as participated in th e federal Im m igran tIn vesto r Pro gram
(IIP).Figure 1 pro vides a briefdescriptio n o fth eIIP.

Figure 1— D escriptio n o fFederalIm m igran tIn vesto rPro gram

In 1986,th efederal M in istero fCitizen sh ip an d Im m igratio n establish ed th eIm m igran tIn vesto rPro gram (IIP)
un derth e Immigration and Refugee Protection Act (Can ada)an d regulatio n s,an d revised th epro gram in 1999.
S in ce 1999,IIP h as raisedalm o st$4 billio n in capital fro m m o re th an 9,500 busin ess im m igran ts.In 2012,
Can ada expectedbetw een 5,500 an d 6,500 busin ess im m igran ts (in cludin g depen dan ts)to im m igrateto
Can ada un derIIP.

Th ro ugh IIP,Can ada aim s to attractim m igran ts w h o areexperien ced busin ess peo pleto co n tributeto
Can ada’s gro w th an d lo n g-term pro sperity by m ak in g a sizablein vestm en tin th eCan adian eco n o m y.
Busin ess im m igran ts seek in g perm an en tresiden ce m ust:

S h o w th efederal go vern m en tth atth ey h avebusin ess experien ce

Havea m in im um n etw o rth o f$1,600,000 th atw as o btain ed legally

M ak e an $800,000 in vestm en t

C itizen sh ip an d Im m igratio n C an ada adm in isters th eIIP.Citizen sh ip an dIm m igratio n C an ada allo cates th e
in vestm en tcapital raised th ro ugh IIP to participatin g pro vin ces an d territo ries fo ra five-yearterm .Pro vin ces

1 Cabin etestablish ed S IIF o n O cto ber6,2010 th ro ugh O rderin C o un cil 590/2010 issuedun derThe Crown Corporations Act,
1993.
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an d territo ries can participateby settin g up a federally-appro vedfun d.Citizen sh ip an dIm m igratio n C an ada
m ustappro veeach o fth esefun ds in acco rdan cew ith th efederal Immigration and Refugee Protection
Regulations.Th esefederally-appro vedfun ds m ustuseth e in vestm en tcapital to createem plo ym en tin
Can ada to fo sterth edevelo pm en to fa stro n g an d viableeco n o m y.

Atth een d o ffiveyears fro m th epro vin ce’s receipto fth ean n ual allo catio n ,participatin g pro vin ces an d
territo ries m ustrepay th eprin cipal (i.e.,in itial in vestm en tcapital).Participatin g pro vin ces an d territo ries
guaran teeth e in vestm en ts h eld in th eirfederally-appro vedfun ds.

S o urce:w w w .cic.gc.ca/en glish /departm en t/m edia/back gro un ders/2012/2012-07-31a.asp;
w w w .cic.gc.ca/en glish /im m igrate/busin ess/in vesto rs/in dex.asp (2 April 2014)

S in ce 2010, S IIF h as been S ask atch ew an ’s federally-appro ved fun d un der IIP. It
receives S ask atch ew an ’s an n ual sh are (pro vin cial allo catio n ) o fIIP. By Decem ber 31,
2013,pro vin cial allo catio n s w ere abo ut$176 m illio n .As sh o w n in Figure 2,S IIF m ust
begin to repay pro vin cial allo catio n s in 2015.IfS IIF is un able to repay th ese am o un ts,
th e G o vern m en t o fS ask atch ew an h as guaran teed th at it w ill repay all o fS IIF’s IIP
fun din g th ro ugh th e G en eral R even ueFun d.2

Figure 2— E xpectedR epaym en ts by S IIF o fIIP Pro vin cialAllo catio n s atD ecem ber31,2013
byYear

Yearo fR epaym en t A m o un to fIIP Pro vin cialAllo catio n to be R epaid
(in m illio n s)

2015 $7.0

2016 52.0

2017 43.5

2018 74.0

To tal $176.5

S o urce:S IIF auditedfin an cial statem en ts fo rth e yearen ded Decem ber31,2013 an d S IIF acco un tin g reco rds

U n derth e agreem en tw ith th e federal go vern m en t,S IIF m ustuse im m igran ts’fun ds to
create em plo ym en t.Th e G o vern m en t o fS ask atch ew an decided to create em plo ym en t
by fin an cin g residen tial co n structio n th ro ugh co n structio n lo an s to builders an d
develo pers. It called th is fin an cin g pro gram “HeadS tart”. S IIF uses th e IIP pro vin cial
allo catio n to fun d HeadS tart.In August 2011,th e G o vern m en t laun ch ed HeadS tartas
parto fits o verall Ho usin g S trategy.HeadS tart’s o bjectives3 areto :

S tim ulate th e co n structio n o fa m in im um o f1,500 en try-level h o m es4 by Decem ber
31,2016 to en co urageren ters in S ask atch ew an co m m un ities to buy,th ereby freein g
up ren tal h o usin g sto ck 5

Create o rco n tin ueem plo ym en tto fo sterth edevelo pm en to fa stro n g an d viable
eco n o m y

Pruden tly m an agecash flo w s to en sureth e tim ely repaym en to fIIP fun ds

U n der HeadS tart, builders an d develo pers receive residen tial co n structio n lo an s fo r
en try-level h o usin g co verin g up to 90% o fth eirco n structio n co st(in cludin g lan d co sts).

2 Cabin etappro ved th is guaran teeth ro ugh O rderin C o un cil 193/2011 issued un derThe Financial Administration Act, 1993.
3 HeadS tarto bjectives areseto utin an agreem en tbetw een S IIF an d W estcap M gt.L td.fo rth e adm in istratio n o fHeadS tart.
4 E n try-level h o m es are th o se valued in th e ran ge o f$180,000 to $300,000 depen din g upo n th e m un icipality in w h ich th e h o m e
is lo cated(targetprices m ustbebelo w m ultiple listin g serviceaveragefo rth e related m un icipality).E n try-level h o m es are to be
built,w h ile n o tdecreasin g ren tal supply (i.e.,n o co n versio n o fapartm en ts to co n do m in ium s).Th e h o m eo w n erw ill besubject
to pro visio n s to deter“flippin g.”Th e o rigin al targetw as to co n structa m in im um o f1,000 h o m es,w h ich w as updated to 1,500
in O cto ber2013.
5 w w w .so cialservices.go v.sk .ca/Headstart-factsh eet.pdf(14 N o vem ber2013).
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S IIF pro vides th ese lo an s ata 4% in terestrate,w h ich m ay be adjusted o vertim e based
o n m ark etco n ditio n s.6

Th e n eed fo r en try-level h o usin g is eviden ced th ro ugh statistics o n o verall apartm en t
vacan cy rates an d in creases in ren tal rates, as reflected in ren tal surveys o fCan ada
M o rtgage an d Ho usin g C o rpo ratio n (C M HC).In O cto ber 2013,S ask atch ew an ’s o verall
apartm en tvacan cy rate in urban cen tres w as 3% ,w ith an average m o n th ly ren to f$917
(up fro m 2.2% w ith a m o n th ly ren t o f$880 in O cto ber 2012). Th ese vacan cy rates
ran ged fro m 1.5% w ith a m o n th ly ren t o f$806 (W eyburn )to 10.3% w ith a m o n th ly ren t
o f $825 (Prin ce Albert).7 R egin a an d S ask ato o n are in th e m iddle w ith apartm en t
vacan cy rates o f1.8% an d 2.7% ,respectively.HeadS tartis in ten ded to h elp address
th is n eedfo ren try-level h o usin g.

C itizen sh ip an d Im m igratio n C an ada n o tes:

Given the need to repay the principal to investors at the end of five years, many
PTs [provinces/territories] take a low-risk approach that sees most capital in
no/low risk investments, such as bonds and cash deposits, with only a portion
actively invested in higher value-added areas of the economy such as
infrastructure investments, loans to small and medium-sized businesses, and
venture capital.8

S ask atch ew an h as o ptedfo ra h igh er-risk o ptio n th ro ugh its decisio n to use th e fun ds to
fin an ce residen tial co n structio n lo an s un derHeadS tart.

As Figure 3 sh o w s,S IIF:

R eceives pro vin cial allo catio n s fro m th e federal go vern m en t un der IIP based o n
im m igran t in vesto r fun ds received by th e federal go vern m en t (less federal
co m m issio n s)

L o an s th ese fun ds to appro ved builders an d develo pers un derHeadS tartto fin an ce
buildin g o fen try-level h o m es (co n structio n lo an s)

R eceives repaym en ts o fth e co n structio n lo an s fro m th e appro ved builders an d
develo pers

Pays th e federal M in ister respo n sible fo r IIP th e full am o un t o fan n ual pro vin cial
allo catio n w ith in five years o fits receipt(fo rexam ple,pro vin cial allo catio n s received
in 2010 w o uld berepaid in 2015)

6 w w w .h eadstarto n ah o m e.ca/in dex (14 N o vem ber2013).
7 CMHC Rental Market Report – Saskatchewan Highlights – Fall 2013.
8 w w w .cic.gc.ca/en glish /departm en t/m edia/back gro un ders/2012/2012-07-31a.asp (6 August2013).
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Figure 3— Flo w o fIm m igran tIn vesto rFun ds Adm in isteredby S IIF

Fro m th e in ceptio n o fHeadS tart in 2011 to Decem ber 31, 2013, S IIF h ad disbursed
$116.3 m illio n in co n structio n lo an s,o fw h ich builders an d develo pers h ave repaid $72.5
m illio n .9 By Jan uary 31,2014,S IIF h ad appro ved co n structio n lo an s fo r23 builders an d
develo pers to tallin g $225.9 m illio n fo r36 pro jects,co n tain in g 1,339 h o usin g un its in 13
differen tlo catio n s (see Figure 4 fo rdetails).AtJan uary 31,2014,14 o fth e 36 appro ved
pro jects w ere co m pletely built.Tw o o fth e 14 pro jects w ere aw aitin g sale.Fo r12 o fth e
14 pro jects,th e related builder/develo per h ad so ld th e un its built an d fully repaid th e
related co n structio n lo an s.

Figure 4— HeadS tarto n a Ho m e Pro jectS tatistics by L o catio n atJan uary 31,2014

L o catio n
Num bero f
Appro ved
Pro jects

Num bero f
Appro vedU n its

Num bero f
C o m pletedU n its

Num bero f
U n its S o ld

S ask ato o n 15 823 410 539

R egin a 5 288 33 148

Yo rk to n 4 29 19 18

M o o seJaw 2 27 15 8

W arm an 2 9 9 5

M aidsto n e 1 4 - -

N o rth Battlefo rd 1 21 21 15

Pilo tButte 1 9 - 1

Prin ce Albert 1 63 - -

M eado w L ak e 1 11 - -

S w iftCurren t 1 16 16 7

W atro us 1 24 6 -

W eyburn 1 15 - 4

To tal 36 1,339 529 745
S o urce:HeadStart on a Home January 31, 2014 Dashboard Report

9 S IIF auditedfin an cial statem en ts fo rth eyearen ded Decem ber31,2013.

Im m igran tIn vesto r
un derIIP

Federal M in ister(IIP)

S IIF

Builder/Develo perun derHeadS tart
(sells h o usin g un its to repay lo an s)

Federal M in ister
(IIP)

S II
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HeadS tartis design ed w ith th e expectatio n th atbuilders an d develo pers w ill repay th e
co n structio n lo an s by sellin g th een try-level h o m es builtw ith th e lo an pro ceeds.Th e sale
o fth ese n ew h o m es depen ds o n th e ability an d w illin gn ess o fin dividuals to secure
m o rtgages. Th is, in turn , is co n tin gen t upo n a n um ber o feco n o m ic facto rs, such as
em plo ym en tan d m o rtgage in terestrates.High erin terestrates fo rm o rtgages m ay result
in few erin dividuals bein g able to affo rd m o rtgages,th us decreasin g th e sale prices o f
en try-level h o m es built un der th is pro gram . As such , S IIF m ust balan ce th e n eed fo r
fin an cin g en try-level h o usin g w ith th e risk o fbuilders an d develo pers defaultin g o n
co n structio n lo an s.Itm usttak e appro priate steps to m itigate th e risk th atbuilders an d
develo pers m ay default o n lo an s payable to S IIF w h ile w o rk in g to ach ieve HeadS tart’s
o bjectives.

Furth erm o re,S IIF m ustm atch cash flo w s fro m repaym en to fco n structio n lo an s w ith th e
IIP am o un ts it o w es to th e federal go vern m en t.Th is m atch in g is critical to avo id S IIF
defaultin g o n its IIP o bligatio n to th e federal go vern m en t an d triggerin g th e n eed fo r
S ask atch ew an taxpayers (by virtue o fth e G en eral R even ue Fun d’s guaran tee)to repay
an y sh o rtfall.

4 .0 A U D ITO B JEC TIVE, S C O P E, C R ITER IA , A N D C O N C LUSIO N

Th e o bjective o fth is auditw as to assess w h eth erth e S ask atch ew an Im m igran tIn vesto r
Fun d In c. (S IIF) h ad pro cesses to effectively o perate th e “HeadS tart o n a Ho m e”
pro gram to m eetpro gram o bjectives fo rth e yearen ded Decem ber31,2013.

W e exam in ed S IIF’s pro cesses fo r establish in g pro gram o bjectives, m o n ito rin g its
perfo rm an ce in m eetin g th o se o bjectives,an d m ak in g ch an ges w h ere required.W e also
assessed th e adequacy o fS IIF’s o peratio n al po licies an d pro cedures fo r HeadS tart,
in cludin g po licies fo rappro vin g an d m o n ito rin g lo an s.W e tested a sam ple o fpro jects to
determ in e w h eth erS IIF’s pro cesses w ere o peratin g as in ten ded.

Because S IIF en gaged W estcap M gt. L td. (W estcap) o n July 15, 2011 to adm in ister
HeadS tart,10 w e assessed th e sufficien cy o f its agreem en t w ith W estcap an d its
m o n ito rin g o fW estcap’s perfo rm an ce. W e did n o t assess th e request fo r pro po sal
pro cess S IIF used to selectW estcap to adm in isterth is pro gram .

To co n ductth is audit,w e fo llo w ed th e stan dards fo rassuran ce en gagem en ts publish ed
in th e CPA Canada Handbook – Assurance. To evaluate S IIF’s pro cesses, w e used
criteria based o n related w o rk an d review s o f literature in cludin g repo rts o f o th er
audito rs.S IIF agreed w ith th e criteria (seeFigure 5).

Figure 5— AuditC riteria

To effectively o perateth eHeadS tarto n a Ho m e Pro gram to m eetpro gram o bjectives,S IIF sh o uld:

1. E stablish pro gram o bjectives an dtargetedo utco m es
1.1 Align pro gram o bjectives w ith requirem en ts o fk ey stak eh o lders
1.2 Assess risk s to ach ievem en to fo bjectives
1.3 Determ in e k ey strategies to ach ieve o bjectives
1.4 E stablish perfo rm an ce m easures
1.5 S etrealistic an d ach ievabletargets

10 S IIF pays W estcap m an agem en tfees to adm in isterHeadS tart.S IIF’s 2013 auditedfin an cial statem en ts repo rtm an agem en t
fees o f$922,000 (2012 -$759,000).S IIF plan s to reco verth esefees an d o th eradm in istrative co sts th ro ugh th e in terestearn ed
o n co n structio n lo an s.
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2. M o n ito rpro gram o peratio n
2.1 E stablish po licies an d pro cedures fo ro peratio n o fth epro gram co n sisten tw ith pro gram o bjectives
2.2 Assign qualifiedstaffto o verseepro gram o peratio n
2.3 M itigaterisk s to ach ievem en to fo bjectives

3. Perio dically evaluate pro gram effectiven ess
3.1 E stablish pro cesses to evaluatepro gram effectiven ess
3.2 Track k ey in fo rm atio n fo rperfo rm an ce m easures
3.3 An alyzean d co n clude o n pro gram effectiven ess

4. Im plem en tlesso n s learn ed
4.1 Createactio n plan
4.2 Iden tify respo n sibleperso n an d tim efram efo rim plem en tatio n
4.3 Tak e actio n

W e co n cluded that, fo r the year en ded Decem ber 31, 2013, S ask atchew an
Im m igran tIn vesto rFun dIn c.hadeffective pro cesses to o perate the “HeadS tarto n
a Ho m e”pro gram to m eetpro gram o bjectives exceptthatitn eeds to clearlydefin e
its perfo rm an ce m easures an d do cum en t its m eth o ds fo r calculatin g these
m easures.

5 .0 K EYFIN D IN GS A N D R EC O M M EN D A TIO N S

In th is sectio n ,w e seto utth e criteria (expectatio n s)in italics an d o ur k ey fin din gs alo n g
w ith th e related reco m m en datio n s.

5 .1 Pr o gr am O bjectives, S tr ategies, an d T argets
Establish ed

We expected that in designing the HeadStart program, SIIF would obtain an
understanding of key stakeholders’ needs and consider those needs when setting the
program’s objectives. We expected that SIIF would identify, assess, and prioritize
potential risks it may face in achieving the program’s objectives. We expected that SIIF
would determine strategies to achieve those objectives and establish processes to
measure its progress towards achieving those objectives.

S IIF used a service pro viderto o btain stak eh o lderview s an d pro po se a design fo r th e
HeadS tart pro gram . View s o f n um ero us stak eh o lders in cludin g m un icipalities, h o m e
builders an d develo pers,fin an cial in stitutio n s,an d o th ergo vern m en to rgan izatio n s (e.g.,
S ask atch ew an Ho usin g C o rpo ratio n )w ere o btain ed an d co n sidered in develo pin g th e
o bjectives fo r HeadS tart. Th e o bjectives fo r HeadS tart w ere also align ed w ith th e
S ask atch ew an Ho usin g S trategy (S trategy).11 Fo r exam ple, HeadS tart’s o bjective to
create 1,500 en try-level h o usin g un its is co n sisten tw ith th e S trategy’s go al to develo p
n ew h o usin g th atis attain ablefo rfirst-tim e h o m e o w n ers.

W h en S IIF en gaged W estcap to adm in ister th e HeadS tart pro gram o n its beh alf, it
in cluded th eHeadS tartpro gram o bjectives in its agreem en tw ith W estcap.

Alth o ugh S IIF did n o t h ave a fo rm al risk m itigatio n plan , it establish ed o peratio n al
po licies an d pro cedures design ed to m itigate k ey risk s to th e pro gram . Fo r exam ple,
S IIF’s agreem en tw ith W estcap in cluded specific in vestm en tpo licies an d due diligen ce

11 h ttp://so cialservices.go v.sk .ca/h o usin g (21 M arch 2014).
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guidelin es fo r W estcap to fo llo w (furth erdescribed in S ectio n 5.2).Th ese po licies h elp
to m itigate th e risk o flo an defaults by in dividual builders an d develo pers.In o urtestin g
o f pro jects, w e fo un d W estcap regularly co n sidered an d do cum en ted risk s at th e
in dividual pro jectlevel in co n jun ctio n w ith its appro val o fin dividual co n structio n lo an s.

S IIF used a balan ced sco recard12 fram ew o rk to m o n ito r its perfo rm an ce in ach ievin g
HeadS tart’s o bjectives. It required W estcap to prepare an d co llect k ey plan n in g an d
perfo rm an ce in fo rm atio n .

E ach year, S IIF’s B o ard appro ves th e an n ual o peratio n al plan th at W estcap prepares.
Th e an n ual o peratio n al plan s in clude th e strategies an d specific actio n s W estcap plan s
to use to m eet HeadS tart o bjectives (set o ut in S ectio n 3.0). It also in cludes
perfo rm an ce m easures an d targets.Fo rexam ple,th e 2013 o peratio n al plan in cluded:

Th efo llo w in g strategies:

- E n gage m un icipalities, builders, develo pers, in dustry asso ciatio n s (such as
C M HC ),an dfin an cial in stitutio n s (such as creditun io n s)

- M an agerelatio n sh ips w ith o th erstak eh o ldergo vern m en to rgan izatio n s

- C o n tin ue to build aw aren ess o f th e HeadS tart pro gram alo n g w ith o th er
pro gram s th ath elp first-tim e h o m ebuyers ach ieve o w n ersh ip o fth eirh o m e

Th e fo llo w in g specific actio n : pro m o tin g HeadS tart to builders an d develo pers by
co n ductin g HeadS tartfo rum s.

Th e fo llo w in g perfo rm an ce m easures: do llars repaid to th e HeadS tart pro gram ,
n um ber o fen try-level h o usin g un its co n structed, em plo ym en t im pact o fpro jects
(jo bs),n um bero fh o usin g un its so ld to buyers,etc.

W e fo un d th e iden tified perfo rm an ce m easures an d targets pro vide S IIF w ith sufficien t
in fo rm atio n to m o n ito r its pro gress in ach ievin g HeadS tart’s o bjectives.Ho w ever,see
S ectio n 5.3 fo r im pro vem en ts n eeded in defin in g perfo rm an ce m easures an d
do cum en tin g m eth o ds fo rcalculatin g th ese m easures.

5 .2 O p er atio n o f H eadS tar tEffectively M o n ito r ed

Because SIIF engaged Westcap to administer HeadStart, we expected it to enter into a
management agreement with Westcap and establish processes for monitoring
Westcap’s performance under the agreement. We expected Westcap to establish written
policies and procedures for the day-to-day operation of HeadStart consistent with the
program objectives. We expected that Westcap would assign qualified staff to oversee
the operation of HeadStart. Also, we expected that SIIF and Westcap would have
processes for mitigating key risks.

In July 2011, S IIF en tered in to an agreem en t w ith W estcap fo r th e adm in istratio n o f
HeadS tart.Th e agreem en tclearly sets o utth e respo n sibilities o feach party to suppo rt
th e ach ievem en t o f th e pro gram o bjectives an d th e requirem en ts o f bo th parties.

12 A balan ced sco recardis a plan n in g an d m o n ito rin g to o l used by m an agem en tto co m m un icateits perfo rm an ce o bjectives,
specific targets,an d pro gress to w ard ach ievin g perfo rm an ce o bjectives in a ran ge o fareas.
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R equirem en ts in cluded in vestm en tguidelin es an d duediligen ce guidelin es th atW estcap
m ustfo llo w .

Th e in vestm en t guidelin es o utlin ed types o fpro jects eligible un der HeadS tart an d th e
param eters o f th e pro gram . Fo r exam ple, th e in vestm en t guidelin es pro vided th e
pro gram defin itio n o fen try-level h o usin g un it, th e pro gram lo an in terest rate,an d th e
pro gram lo an lim ito fth e to tal pro ject.

Th e due diligen ce guidelin es described,in detail,pro cedures W estcap m ust co m plete
durin g its evaluatio n o flo an applicatio n s.

W estcap establish ed a po licy an d pro cedures m an ual fo r o th er k ey o peratio n al
requirem en ts n o tspecifically in cluded in th e agreem en t.Fo rexam ple:

L o an m o n ito rin g is co m pleted th ro ugh en gagem en t o fin depen den tco n sultan ts w h o
assist w ith lo an an d co n structio n site m o n ito rin g, as th is requires specialist
k n o w ledgean d expertise

L o an advan ces are based o n certified pro gress repo rts by in depen den tco n sultan ts
(e.g.,an en gin eer,arch itect,o rqualifiedappraiser)

L o an repaym en ts are directed th ro ugh S IIF’s legal co un sel, w h o assist in th e
n ecessary paperw o rk to relin quish partial o rfin al disch arge o fth e lo an security

W estcap h ad appro priate pro cesses fo r h irin g an d assign in g experien ced staffto th e
HeadS tartpro gram ,an d fo rm o n ito rin g an d assessin g th eirperfo rm an ce.Itgaveth e S IIF
B o ard an n ual w ritten repo rts o n HeadS tart’s staffin g (i.e., k ey staffin vo lved,estim ated
h o urs spen to n HeadS tart).

W e fo un d W estcap co m pleted a sign ifican tam o un t o fdo cum en tatio n fo r each pro ject
applicatio n .Itk eptdetailed do cum en tatio n to suppo rtits decisio n s,an d used ch eck lists
to track co m pletio n o fk ey stages in th e pro cess fo r each pro ject.Fo r th e sam ple o f
HeadS tart pro jects w e selected, w e fo un d th at W estcap fo llo w ed its establish ed
pro cesses an d S IIF’s in vestm en tpo licy an d duediligen ce guidelin es.

W estcap iden tified pro ject-specific risk s by co m pletin g a detailed risk an alysis o feach
pro ject.It w o rk ed to m itigate pro ject risk s th ro ugh th e design o feach in dividual lo an
agreem en t.Also ,to address HeadS tart’s o bjective “to pruden tly m an age cash flo w s to
reduce th e risk o f S IIF defaultin g o n its o bligatio n to repay IIP fun ds”, W estcap
im plem en ted detailed,lo n g-term cash flo w m o n ito rin g o fexpected cash flo w s up un til
th e estim ated w in dup o fth e pro gram in 2020.Durin g o uraudit,w e o bserved eviden ce
o fW estcap actively m o n ito rin g expected cash flo w s.

Also , w e fo un d S IIF h ad adequate pro cesses fo r m o n ito rin g W estcap’s perfo rm an ce
un der th e agreem en t.Th is in cluded requirin g atten dan ce o fk ey W estcap perso n n el at
S IIF B o ard m eetin gs an d requirin g perio dic repo rts fro m W estcap fo rth e B o ard’s review .
S ectio n 5.3 pro vides furth erdetails o n S IIF’s m o n ito rin g pro cedures.
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5 .3 Pr o gr am Effectiven ess R egular ly Evaluated

We expected SIIF to establish processes to periodically (at least annually) evaluate the
effectiveness of HeadStart. We expected Westcap to have documented processes for
collecting and reporting data to SIIF’s Board related to HeadStart’s performance
measures. We expected that SIIF would receive key information and analysis from
Westcap comparing planned and actual performance using established performance
measures.

Durin g th e audit perio d, S IIF used th e fo llo w in g m ain m eth o ds to m o n ito r th e
effectiven ess o fHeadS tartas w ell as W estcap’s adm in istratio n activities:

R egularS IIF B o ard m eetin gs:

- Th e S IIF B o ard m et appro xim ately o n ce every tw o m o n th s. W estcap sen io r
m an agem en tan d staffrespo n sible fo r adm in isterin g HeadS tartatten ded th ese
m eetin gs to pro vide updates an d respo n d to questio n s abo ut curren t
o peratio n s.

R eview an d appro val o fperio dic repo rts fro m W estcap:

- W estcap prepared perio dic repo rts fo r S IIF’s B o ard review an d appro val.
Perio dic repo rts in cluded th e an n ual o peratio n s plan , quarterly status repo rts,
year-en d an n ual repo rtin g,an d th e results o ffeedback fro m h o m e buyers an d
credit un io n s. Q uarterly an d an n ual repo rts in cluded an update o n appro ved
pro jects, curren t lo an balan ces, k ey in fo rm atio n fo r each pro ject, sign ifican t
even ts th ato ccurred in th e quarter,an d W estcap’s certificatio n th atitco m plied
w ith th e adm in istratio n agreem en t.

Also , each m o n th W estcap pro vided S IIF w ith a “dash bo ard repo rt”. Th e
dash bo ard repo rt in cluded vario us HeadS tartstatistics such as th e n um ber o f
un its appro ved,un its co n structed,un its un derco n structio n ,un its so ld,an d lo an
balan ces o utstan din g.

To gath erin fo rm atio n an d feedback fro m in dividuals th atpurch ased th e h o usin g
un its, W estcap atten ded cerem o n ies w h ere fam ilies received th e k ey to th eir
n ew h o m e an d co llected th e results o fsurveys th atcreditun io n s adm in istered
durin g th eir m o rtgage appro val pro cess.To o btain feedback fro m creditun io n s
th at pro vided m o rtgages to h o m e buyers, it used a steerin g co m m ittee. Th is
co m m ittee, co n sistin g o fW estcap an d credit un io n sen io r m an agem en t, m et
tw icein 2013 to discuss HeadS tart.

U se o fa balan ced sco recardfram ew o rk as a m ain pro gram evaluatio n to o l:

- E ach quarter, W estcap gave S IIF’s B o ard a balan ced sco recard repo rt. Th e
balan ced sco recard repo rt pro vided in fo rm atio n o n th e perfo rm an ce o f
HeadS tart usin g establish ed perfo rm an ce m easures (as described in S ectio n
5.1)fo r th e curren t perio d as w ell as cum ulatively sin ce th e begin n in g o fth e
pro gram . Th e actual results w ere co m pared to an n ual targets. R easo n s fo r
sign ifican t differen ces resultin g fro m th is co m pariso n w ere explicitly
do cum en ted in th e 2013 year-en d an n ual repo rt.
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W e fo un d th at,in 2013,w h en W estcap ch an ged th e tim in g o fits repo rtin g to quarterly
in stead o fan n ually, it adjusted h o w it calculated results o fo n e o fth e perfo rm an ce
m easures.W e also fo un d so m e m easures w ere n o tclearly defin ed.Fo rexam ple,fo rth e
perfo rm an ce m easure o f “th e n um ber o f m un icipalities en gaged”, differen t
in terpretatio n s o fw h at co n stitutes an “en gaged” m un icipality m ay exist. W h ile S IIF
expected W estcap staffto use co n sisten t m eth o ds to co llect an d repo rt data o n
HeadS tart’s perfo rm an ce m easures, n eith er S IIF n o r W estcap h ad do cum en ted
defin itio n s o fk ey perfo rm an ce m easures,seto utw h ich specific data to co llect,o r h o w
to use th atdata (calculatio n m eth o d).

W ith o ut clearly defin ed m easures an d calculatio n m eth o ds, so m e o fth e perfo rm an ce
m easures m ay beevaluated in co n sisten tly o rsubjectto varied in terpretatio n s.

5 .4 Chan ges to Pr o gr am Im p lem en ted Effectively

We expected that, as SIIF and Westcap gained experience operating the program,
additional opportunities and challenges would arise requiring changes to the program.
We expected SIIF to have processes to effectively make changes to the program as
required, including creating an action plan, communicating who is responsible, and
setting timelines. We expected SIIF to complete action plans.

2013 w as th e seco n d full fiscal year o fo peratio n s fo r HeadS tart.Durin g 2013, S IIF’s
B o ard appro ved th e fo llo w in g tw o m ajo r ch an ges to HeadS tart based o n sufficien t
do cum en ted an alysis suppo rtin g th e ch an ges. It also h ad actio n plan s to im plem en t
th esech an ges:

R evised in vestm en tpo licy guidelin es to allo w th e sale o fup to 25% o fh o usin g un its
in each pro jectto o w n ers w ith th e in ten tio n th atth e un its w o uld be ren tal pro perties.
Prio r to O cto ber 2013,th e guidelin es required builders an d develo pers to sell un its
fo rth e so le purpo se o fun its bein g o w n er-o ccupied.

In creased th e n um ber o fh o usin g un its to co n structto 1,500 un its fro m th e o rigin al
pro gram o bjective o f1,000 h o usin g un its.Durin g 2013, S IIF h ad appro ved pro ject
applicatio n s co n sistin g o fo ver1,000 h o usin g un its.

W e fo un d th atitw as clearw h o w as respo n sible fo r plan n ed actio n s to im plem en t th e
ch an ges,an d th e ch an ges w ere im plem en ted as plan n ed.S IIF in dicated itis w o rk in g o n
am en din g its m an agem en tagreem en tw ith W estcap fo r th e pro gram ch an ges m ade in
2013.

1. W e reco m m en d that the S ask atchew an Im m igran t In vesto r Fun d In c.
clearly defin e its perfo rm an ce m easures an d do cum en t its m eth o ds fo r
calculatin g these m easures.
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