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Executive Summary
Studies of this nature are by design, to look at all potential options. In order to get a benchmark, this study started
with a look at the current state of the staffing contingent in each of the three participating municipalities, their roles
and responsibilities, and the current challenges/constraints being experienced by the municipalities.
The majority of the challenges and constraints identified were in two (2) key areas, Governance and Staffing, and
Operations. Additional items were also noted in Financial, Community, and as Future Threats.

Identification of Potential Opportunities
As we worked through the ideas generated, we kept in mind the need to recognize and respect the legitimate
purpose of each municipal corporation and that each municipality has a role in serving the specific needs of their
community.
Recognizing there are limited and/or no additional financial resources available, we focussed primarily on ways to
reassign roles and responsibilities of current staff and making better use of current in-house talent, skills and
training.
Where possible we took into consideration that the costs for any of the new senior positions recommended, could
be offset in other ways (i.e. increasing revenues, eliminating duplication and reducing or eliminating outsourcing
costs in the long-term, etc.)
We were able to identify twelve (12) potential opportunities for shared staffing resources and eleven (11) other
collaboration opportunities to help the three municipalities optimize services with each municipality’s needs in mind.
It is our obligation however to challenge the Townships’ thinking and provide them with a range of options, even
those that may be not be as palatable or popular, such as a look at Amalgamation.
The three new departments and positions suggested were designed with the future in mind as the complexity of
roles and risk management continues to become more and more prevalent with senior municipal roles. Moving
forward, it’s also imperative that there is a continued investment in human resources, technology capability and
building a culture of measuring performance and outcomes, in order to ensure long-term sustainability/viability.

Conclusion
While there’s no denying the Townships of Wollaston, Tudor & Cashel and Limerick are experiencing challenges,
their staff is knowledgeable, dedicated, and committed.
Sharing staff resources will most certainly bring efficiencies and professionalism to the three municipalities but to
succeed there needs to be an adequate number of staff with the right skills and expertise to function in the new
environment - and senior management and the Councils will need to be committed to managing the change.
The consensus is that by sharing people, equipment and services the municipalities would achieve cost savings,
improve processes and efficiency and they would have built a strong staff team for the future.
There is no perfect, single way to deliver municipal services and programs; however, in the end it will be the Councils
who will need to decide on the direction that’s best for their respective municipalities.
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1.0

Introduction

1.1

Background

The lower-tier municipalities of the Township of Wollaston (Wollaston), Township of Tudor & Cashel (Tudor &
Cashel), and Township of Limerick (Limerick) are all independent municipalities sharing municipal boundaries in
northern Hastings County, in eastern Ontario. Tudor & Cashel includes
two geographic townships, while Wollaston and Limerick are single
geographic townships (Figure 1). They have a combined population of
approximately 1,600.
In December 2019, the three, joint municipalities collaborated in an
effort to identify potential opportunities for administrative servicing and
sharing, due to on-going staffing challenges facing each municipality.
As a result of this collaboration, and support from each municipal
Council, an application to Ontario’s Municipal Modernization Program
Intake 1 was prepared and submitted, and funding support was announced in January 2020.
The Township of Wollaston was the lead applicant and spearheaded the collaboration effort. Greenview
Environmental Management Limited (Greenview) was retained as the prime consultant to undertake the study.
Greenview retained a specialist subconsultant, Shaping Organizational Solutions (SOS, all collectively
Greenview), to assist with various aspects of the study.
This report summarizes the study’s third-party review of existing and future municipal administration resource
needs, and opportunities for resource sharing and collaboration for servicing stability and associated cost-related
efficiencies, via a comprehensive and process, identification of findings,
evaluation processes, and recommendations for implementation.

1.2

Study Description & Objectives

Each of the three partner municipalities has experienced on-going and
recurring municipal administration staffing challenges to the extent that
some have (or are considering) jointly contracting resources from other
municipalities in order to meet ratepayer service needs.
The municipalities partnered as a joint municipal group, and made
application early in 2020, to the Municipal Modernization Program, to undertake a Multi-Municipal Administration
Survey Study.
Third-party consultants were engaged to conduct a comprehensive review and consultation effort with each of
the three municipal partners, including each Head of Council and all existing (and possibly former) senior staff
(and staff consultants/contractors). Due to their unique nature and limited
financial resources, emergency and/or fire and rescue services were generally
excluded from any resource review.
The basis for the study’s cost is predominantly associated with comprehensive
review and consultation effort with each of the three municipal partners,
including each head of Council and all existing (and possibly former) senior
staff (and any relevant consultants/contractors). Knowledge and understanding
of existing condition benchmarking are paramount to the success of the project
and ensuring all background data gaps were addressed is vital to the study’s
success.
The study’s primary objectives were to:
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Provide an independent human resource needs assessment for each municipality.



Provide a combined/integrated human resource
needs assessment for the joint group of
municipalities.



Identify key elements for potential resource
sharing/collaboration to improve municipal servicing
and efficiency in all three municipalities, whilst
reducing cost for services overall.



Provide informed planning, resource assessments,
schedule, and budgetary cost estimates for the
future implementation of service improvement measures.

1.3

Study Scope & Milestones

In order to achieve the study’s primary objectives, a comprehensive scope of tasks was developed including, but
not limited to:


Review existing and respective municipal staff contingents, responsibilities, job descriptions, and other
related information.



Review reported and/or documented service shortfalls, frequencies, nature, and anticipated outcomes.
 Consult/interview with members of each municipal
Council and senior staff to document current
challenges/constraints and highlights of each individual
staff resources.
 Identify specific resource needs for key
administrative roles, including any associated
equipment, training, certification, support, etc.
 Consult independently and collectively with partner
municipalities identify needs, opportunities for resource sharing/collaboration.

1.4



As appropriate, develop/revise preliminary/conceptual municipal staff roles, responsibilities, and job
descriptions that best accommodate new/integrated resource needs.



Identify preferred alternatives and provide key recommendations for resource strategy implementation,
complete with schedule and budgetary considerations. Evaluate and document findings.



Summarize study work and findings into a comprehensive study report.



Present study findings/report to each municipal
Council.

Overview of Study Partners

The following provides a brief description of each of the
study’s partner municipalities, noting aspects relevant
to the study.
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1.4.1

Township of Wollaston

Wollaston Township is a small rural community in northern Hastings County and is located approximately 20 kms
south of the regional urban centre of the Town of Bancroft. The main population centre is the Hamlet of Coe Hill
(Figure 1). The lakes and waterways in the area attract a large seasonal population that supports a complement
of basic services in the community, including groceries, refuelling stations, restaurants, etc.
In 2016, the Township had a permanent population of 670. Of the total 791 dwellings, 312 were occupied by
permanent residents and 479 by seasonal residents. (Statistics Canada, Census Profile 2016).
The Township developed a Strategic Plan for the period 2018-2022, which includes:


Vision Statement: Wollaston Township is a growing, affordable, inclusive and welcoming community.



Mission Statement: Wollaston Township’s Mission is to work towards its long-term Vision in a healthy
natural environment by providing transparent leadership, strong communication, quality services and a
welcoming community.



Strategic Plan Highlights:
̶

̶

Key Issues Identified:


Declining population.



Governance.



Downtown issues.



Lack of full-time permanent employment.



Reliable internet/broadband service.



Seasonality of customer base.



Environmental protection concerns.



Seniors being able to stay in the
community.

Identified Opportunities:


Business attraction, retention & expansion.



Residential Attraction.



Tourism Development.



Downtown Revitalization.



Improved Communication.

The Township has maintained its Asset Management planning requirements current to 2019 (Greenview 2019;
with further updates planned in 2021. The scope of the plan included: roads, bridges & large culverts, solid
waste, lands & buildings, and vehicles & equipment. Other core asset groups are to be incorporated in 2021
consistent with provincial regulations.
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1.4.2

Township of Tudor & Cashel

The Township of Tudor & Cashel is a rural municipality located in the northern sector of the County of Hastings.
It is comprised of three designated hamlets, Gilmour, Gunter and Millbridge. Other geographical areas of note
are McRae, The Ridge, and Stoney Settlement. Of note, the highest
point in Hastings County is located en route to Cashel Lake in the
Township.
The Township is enriched with many lakes and scenic landscapes and
is home to a population of 586 permanent residents. The summer
months boast a large population of cottagers and tourists.
Historically, the Township’s economy developed around forestry, waterbased recreational activities, and hunting and trapping. These remain
the significant economies in the Township.
The Township has developed a 5-Year Strategic Plan 2019, “Living Document” (Version 4.2, January 2020),
which includes:


Vision Statement: The Township of Tudor & Cashel is a self-reliant, fiscally sound municipality striving
for a sustainable infrastructure with socially responsible and accessible services that promote a safe,
healthy and family friendly lifestyle.



Mission Statement: The Township of Tudor & Cashel’s Vision will be realized through innovative
leadership by Council, Administration, the County of Hastings (Governing body) and community
stakeholders along with senior levels of government to deliver sustainable municipal services
̶

1.4.3

Key Goals Identified:


Improve Overall Administration.



Increase Economic/Financial Stability.



Continue to Improve the Public Works Department.



Invest in Environmentally Sustainable Infrastructure.



Maintain in Place Protective Services
and Increase Where Required.



Improvement to a Safe, Healthy &
Family-Friendly Lifestyle.



Planning and Development Services.



Forge Partnerships.

Township of Limerick

The Township of Limerick was incorporated in 1887 and is a
lower-tier municipality in the northern portion of Hastings County
(Figure 1). It has a permanent population of 360 and it is 205.68 square kilometres in size. It has approximately
125 lane kilometers of roads to maintain.
The Township has a Strategic Plan 2018-2022 (June 2018; , which includes:
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Vision Statement: Provide strong governance and leadership
to the residents of the Township of limerick to ensure that they
receive fiscally responsible and sustainable services that are
necessary for a healthy and safe quality of life.



Mission Statement: Council and Staff of the Township of
Limerick recognize the following as their principal
responsibilities:

̶

̶



Provide an open and responsive local
government to the needs of the municipality.



Provide an environment of personal and
social well being for security, health and growth.



Provide the municipality with sound financial decisions and direction.



Provide guidance by liaising with all government agencies.



Provide a GHG emissions reduction and climate change prevention strategy.

Key Issues Identified:


Lack of office space and poor work environment for administrative staff.



Need for a succession plan.



Lack of key business services (i.e. no bank, no post office, no public transit) and lack
of available commercially zoned property to attract these businesses.



Aging population causing decrease in volunteerism.



Inability to attract youth to the community due to lack of employment opportunities.



Lack of long-term care facilities what would allow seniors to remain in the community.



Reliance on Provincial and Federal funding is necessary to retain service levels.



Costs outside municipal controls – i.e. increased OPP costs.

Identified Opportunities:


Build/improve partnerships with businesses, community and lake associations.



Consider offering surplus lands to encourage building and development.



Promote Limerick’s abundance of beautiful natural features.
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High speed internet would open doors for home-based businesses.



Available vacant lands could be used for solar panel installations to help reduce GHG
emissions.
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2.0

Methodology (Study Approach)

In order to make informed recommendations, in broad terms, the
methodology we applied to this project is noted generally as follows.
Prior to initiating for the information gathering and assessment aspect of
the study, non-disclosure agreements were signed by all persons of the
study team.

2.1

Study Team

The primary team members for the study are listed as follows:


Township of Wollaston (Lead Municipality): Bernice Crocker
(Administrator/Clerk), Barry Wannamaker (Township Project
Consultant).



Township of Tudor/Cashel: Nancy Carrol (Clerk-Treasurer).



Township of Limerick: From January 2020 to July 2020, Jennifer
Trumble (Clerk/CAO). From September 2020 to present, Victoria
Tisdale (Clerk-Treasurer).



Study Consultants: Tyler Peters (Greenview), Susan Shannon
(Shaping Organizational Solutions). Hereinafter, collectively referred
to as “Greenview”.

During the course of the study, heads of Council and/or senior staff were included in the project, as noted in the
following sections.

2.2

Review Current State

2.2.1

Background Information Collection

As the project initiated, a comprehensive request for information was extended to each municipality, including
but not limited to the following, as available:


Current staff contingent – Names & Titles of all staff.



Organizational Charts.



Job Descriptions for the senior and administrative positions.



Wages & benefits by-law.



Current salary/pay grids.



Contracts of any contracted employees.



Contracts for any employees that are currently shared.



Any proposed staffing changes.



2019 and 2020 Budgets.

We reviewed these documents, each municipality’s website and their Strategic Plans to understand the servicing
wants and needs of Council and the communities. We also reviewed the Asset Management Plans to determine
the current state of infrastructure in each municipality and identify future needs – both immediate and long-term.
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Since the municipalities were at various stages of 2020 budget planning and 2019 Actuals were not reported in
a standard format, we reviewed and relied on the information in each municipality’s 2018 Financial Information
Returns (FIR) which provided a benchmark for us to get a sense of current operating expenditures and revenues
to aid in the identification of any possible anomalies or similarities. From this initial data collection, we were able
to develop interview questions.
Table 1 included with this report summarizes comparative Municipal Characteristics.
Table 2 summarizes each municipality’s Current Staffing Contingents.

2.3

Information Review & Assessment

Upon receipt of available information from each municipality, Greenview reviewed existing municipal
administrative contingents, responsibilities and job descriptions, and used this information to identify current
challenges/obstacles and possible resource sharing and/or collaboration opportunities through various review
methods as described further below.
The goal in this phase of the project was to understand the current
state of:


current staff
descriptions.



current challenges/obstacles.



possible resource
opportunities.



desired outcomes.

contingents,

roles

sharing

and

and/or

current

job

collaboration

Information received was assessed and evaluated through
research and analysis to arrive at possible strategies to address any identified challenges and arrive at preferred
alternatives and implementation strategies to meet the resource sharing and/or collaboration opportunities that
emerged. The feasibility and potential budgetary considerations of each was assessed.
Greenview identified human resource needs for key administrative roles within the municipalities and key
elements for potential resource sharing/collaboration opportunities to meet anticipated outcomes.
With base information gathered and assessed per the above, Greenview identified and recommended
implementation strategies and establish a roadmap for possible future implementation of service improvement
strategies. This roadmap was summarized for ease of reference in moving into future phases of the resource
sharing, if/when decided by respective municipal Councils.
2.3.1

Individual Interviews

To understand the current state and the existing municipal administrative resource needs, individual, confidential
interviews were conducted with the following individuals in each municipality:


Municipal Mayors/Reeve.



CAO/Clerk-Treasurer.



Treasurer.



Road Superintendent.



Chief Building Official/By-Law Enforcement Officer.
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We wanted the participants to name their own problems and solutions. Our goal was to get ideas out of people’s
heads and into strategy and action with the end goal being together teams pulling in the same direction.
Respondents were asked a series of questions about what they see is their community’s strengths, weaknesses,
opportunities and threats, (now and in the future), to identify any services they should no longer provide or should
provide differently, along with questions pertaining to their specific roles and responsibilities within the three
municipalities.
Limerick interviews were held Tuesday, April 28, 2020. Tudor &
Cashel interviews were conducted Wednesday, April 29, 2020, and
Wollaston interviews were held Thursday, April 30, 2020. While our
preference would have been to conduct face-to-face interviews, due
to the COVID-19 pandemic, all interviews were held via video or
telephone conferencing.
These individual interviews were conducted in a confidential manner.
The respondents were very engaged, open and honest with their
answers. Their openness helped to identify the current challenges/constraints, possible resource sharing and
collaboration opportunities, and desired outcomes with which each opportunity needed to be applied to ensure
its feasibility and that they were going to meet the goals of the project.
2.3.2

Collective Consultation

The next round of data collection was to consult collectively with the municipalities. This was done in a group
session format and involved the three (3) CAO/Clerk-Treasurer’s and Wollaston’s Consultant. Again, these
meetings were performed virtually by teleconference, on May 7, 2020, and further on June 24, 2020.
The purpose of these sessions was to provide a forum for collective review of the findings from the interviews
and to build consensus on the constraints/challenges and the needs and opportunities for resource
sharing/collaboration that were identified. The group was asked to also identify any resources or strategies
needed to implement any of the identified opportunities.
The information received through the research phase identified:
1.

Challenges/Constraints (Shortfalls/Deficiencies).

2.

Preferred Opportunities for Resource Sharing/Collaboration.

3.

Desired Outcomes as follows:

4.



Improve municipal servicing and efficiency.



Reduce costs.



Address recurring and ongoing staffing challenges.



Meet ratepayers service needs.



Ensure long-term sustainability/viability.



Maintain/optimize existing service levels in the face of
competing priorities or decreasing revenues.



Improve revenue opportunities.

Further to study team meeting sessions in June 2020, respective Heads of Council were engaged to
participate in the study in a multi-municipal, collaborative session originally on June 3, 2020 and again
on July 15, 2020. During these sessions, all past study progress and preliminary findings were
discussed, and a preliminary economic assessment was presented.
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2.3.3

Training Session

Based on consultations undertaken in the fall of 2020, and with due account for staff changes that occurred
during the study timeline in 2020, and the impacts of the COVID-19 pandemic on undertaking the study, it was
determined by the study team that it would be beneficial to consult directly on the project with all Council members
and senior staff from each municipality in a joint training session.
The joint training session was undertaken virtually on February 11, 2021, with representatives of Council and
senior staff from each partner municipality. The results of this training session were documented and considered
in the study assessment and findings.
2.3.4

Economic Assessment

The study included an assessment of the potential economic impacts of the study. The approach was costbased utilizing summary/average salary information, and projected salaries for new and/or revised roles/positions
as per the study’s recommendations.
In order to equate the benefits of implementing study recommendations, the percentage of time consumed by
key staff roles in performing duties not typical of a given position was used to determine the resultant benefits
from an economic perspective that could be realized.
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3.0

Assess & Evaluate (Information Review & Assessment)

The thoughtful and focussed feedback we received during the interviews enabled us to then move to the
evaluate/assess phase of the project. We explored each constraint and opportunity in more detail to determine
the value and feasibility of further exploring shared services and collaboration.
Throughout the evaluation phase, we kept in mind two (2) guiding principles:
1.

Are the preferred opportunities feasible/affordable?

2.

Do each of them meet at least one of the desired outcomes?

As we worked through the ideas generated, we also kept in mind the need to recognize and respect the legitimate
purpose of each municipal corporation and that each municipality has a role in serving the specific needs of their
community.

3.1

Overview of the Current Challenges/Constraints (Shortfalls/Deficiencies)

Through the completion of the various study methods, the majority of the challenges and constraints identified
were in two (2) key areas: Governance, and Staffing and Operations. Additional items were also noted in
Financial, Community and as Future Threats.
Each of the noted challenges are evaluated in greater detail in the
associated evaluations appended to this report.
3.1.1

Governance

There were three (3) key Governance challenges identified:
1.

Blurring of Council and Administrative Roles.

2.

Council’s Lack of Understanding Risk Management.

3.

Constant Turnover of Elected Officials.

3.1.2

Staffing and Operational Challenges/Constraints

There were three (3) key Staffing and Operational challenges and constraints identified:
1.

Too Many Roles with No Time or Opportunity to Specialize – Not being able to specialize and focus on
any one aspect of the complex job duties, causes stress and makes it impossible to do well, all the roles
expected.

2.

Difficulty Retaining Employees – people are always leaving so
positions are always in a state of flux and then job descriptions
do not accurately reflect the work being done.

3.

Difficulty Attracting New Employees – the disparity in wages
between municipalities makes it hard to attract new
employees (and keep current ones) because they can easily
go to another municipality and make more money – and have
the opportunity to specialize.

3.1.3

Financial Challenges

The key financial constraints identified were:
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1.

Limited resources of individual municipalities make it impossible to meet citizen demands for any new
services.

2.

Inability to keep up with infrastructure and keep public works costs under control.

3.

Limited opportunities to increase revenues. (taxation/user fees)

3.1.4

Community Challenges

The key community challenges identified were:
1.

Municipal offices are all in need of repair/replacement/
modernization.

2.

Maintaining the value of each municipality separately as
each one operates differently.

3.1.5

Future Threats

The key future threats identified were:
1.

Uncertainty about future funding which is critical to
sustainability.

2.

Aging workers and no succession plan.

3.

Any reduction to assessment values will decrease taxation revenue.

Additional detail can be found in Table 3 – Summary of Existing Challenges & Constraints

3.2

Identify Key Elements for Resource Sharing/Collaboration

The preferred resource sharing and collaboration opportunities were categorized as:
1.

Sharing People – key roles that were felt could be shared to bring efficiencies and cost savings.

2.

Other Collaboration Opportunities – other ways to collaborate that would meet the desired outcomes.

Additional detail can be found in Table 4 – Implementation Plan & Road Map – Shared Staff
Resources/Collaboration Opportunities.

3.3

Economic Assessment

Greenview performed an economic evaluation relative to the resource and collaboration recommendations
developed through the study. The assessment is summarized below and is presented in the attached Table 5.
The approach to the economic assessment was focused on determining the potential value (availability) for a
given role once the recommended measures were employed. The determinations were calculated using existing
total salary values, as at May 2020, for the three municipalities (individual salaries confidential), and comparing
these to proposed shared resource configuration as per the
recommendations of this study.
As shown in Table 5, the existing total cost for the noted staff roles for the
3 municipalities is calculated at $996,128 per year. In the proposed
(recommended) configuration, including the new management roles, and
the inclusion of a human resources consultant to assist with the
implementation of the proposed staffing improvements, the total proposed
staff cost is calculated at $1,286,000 annually.
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However, a calculated average of 42% of available resource time from existing administration and public works
departments from the 3 municipalities, is estimated to be able to be
reserved and applied to specific existing or new responsibilities that
are currently not feasible due to reported staffing shortages.
This 42% “savings” calculates to a value of $308,150 that represents
staff time (salary). In addition, the associated benefits to the 3
municipalities as a result of this resource reassignment is estimated
at an additional/supplemental value of $308,150 (i.e. double the
value). Therefore, the base efficiency in key staff roles being able to
properly perform their duties is value at $308,150, with resultant or
supplemental benefits of an additional $308,150, totalling $616,300 in
overall benefit. This value is presented as a reduction in the base $1,286,000 annual cost.
To clarify, under the existing staffing arrangement, on average, 42% of the time for key staff roles are being
utilized in roles/responsibilities that should be staffed by others. In the proposed staffing arrangement, including
shared staff roles, the noted 42% average resource time would be reapplied to these key roles, that would result
in improved performance and efficiency in performing responsibilities.
Further, the reapplication of these resources to core responsibilities is anticipated to be a tangible supplemental
benefit, that is expressed in a financial value. As an example, if a staff member had the time in their work day to
properly apply for funding for a given municipal need, they would save in costs for outsourcing to consultants to
prepare the application, and the benefits of receiving this funding would be realized. Currently, there is no
available time for current key roles to even apply for funding.
In summary, considering the benefit scenario described above, Table 5 presents a significant overall reduction
in cost (increase in benefit) that translates to 33% less cost (more
benefit) than existing servicing. The calculated values have been
projected over a 5-year planning horizon, with consistent (and
enhanced) overall benefit.
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4.0

Study Recommendations

4.1

Approach

Recognizing there are limited financial resources, we focussed primarily on ways to reassign roles and
responsibilities of current staff and making better use of current in-house talent, skills and training.
Any proposed new contract positions suggested were designed to address
immediate staffing concerns but also with the future in mind as the
complexity of roles and risk management continues to become more
prevalent in senior municipal roles. Where possible we took into
consideration that the costs for any of the proposed new senior positions,
could be offset by achieving other efficiencies in other ways (i.e. increasing
revenues, eliminating duplication and reducing or eliminating outsourcing
costs in the long-term, etc.).
The background and details supporting each recommendation are included
in the separate departmental evaluations appended to this report (Appendix A through E). The departmental
evaluations also provide additional detail and background on the key
recommendations, budgetary considerations, benefits and future
considerations as summarized in the study tables.

4.2

Resource Sharing / Collaboration

A summary of resource sharing and collaboration recommendations from
each evaluation (Appendix A through E), are summarized as follows.
Organizational charts included with this report depict the staffing
relationships.
4.2.1

Administration/Finance Recommendations

1.

Create a shared “Manager of Corporate Services” position and engage a contracted employee for a set
term to provide the ability to monitor performance and assess the effectiveness and efficiencies achieved
with the new position.

2.

Retain one (1) Clerk-Treasurer position in each of the three municipalities as appropriate.

3.

The remaining administrative position(s) in each of the three municipalities will see their roles re-defined
as Tax Collector/Deputy Clerk/Deputy Treasurer.

4.

Determine the number of Administration Assistants required in a shared office scenario and determine
the new roles.

5.

Engage a professional grant-writer or assign one person the responsibility for grant-writing for all three
municipalities.

4.2.2

Public Works / Infrastructure & Facilities Recommendations

1.

Create a “Public Works/Infrastructure & Facilities Department”.

2.

Create a “Manager of Operations” position and engage a
contracted employee for a set term, to provide the ability to monitor
performance and assess the effectiveness and efficiencies
achieved with the new position.
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3.

Current Road Superintendents and other public works, landfill, public areas and facilities positions will
remain fundamentally unchanged.

4.

Share/cross-train Public Works teams to coverage for vacations, extra help on construction, etc.

4.2.3
1.

Building/By-Law & Planning
Create one new department called, “Development Services Department” for Building (CBO), By-Law &
Planning services.

Merge roles to create a new, “Manager of Development Services/CBO” position and engage a contracted
employee for a set term to provide the ability to monitor performance and assess the effectiveness and
efficiencies achieved with the new position.
1.

Reassign one of the current (or yet to be hired) Administration
Assistants to work with this department to assist with
administrative duties as required.

2.

For increased efficiency, investigate further the possibility of
having one Committee of Adjustment to hear the planning matters
of all the municipalities.

3.

Create an inventory of current user fees and determine if there is
an opportunity to increase them to help offset the cost of this new
Manager of Development Services/CBO position.

4.

Review the number of dog tags issued per year and undertake an inventory of current dog licensing fees
to determine if the fees should be increased to offset the cost of animal control.

4.3

Other Coordination Opportunities

The background and details supporting each of the following recommendations are included in Appendix D Evaluation of Other Coordination Opportunities. A summary of these recommendations is as follows:
4.3.1
1.

4.3.2
1.

4.3.3

Municipal Offices in Need of Repair/Replacement/Sharing Office
Space
Undertake a more detailed analysis of the feasibility of
renovating/building a shared municipal office.
Shared Use and Purchase of Technology
Explore in more detail those IT platforms that can be used and/or
consolidated to work for all three municipalities.
Governance

1.

Undertake a more in-depth analysis of current policies and processes to identify any potential risk
vulnerabilities.

2.

Develop a shared, comprehensive Council Orientation program.
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4.3.4

Additional Observations

4.3.4.1 Communications
1.

While the issue of communications did not specifically come up
during the interviews, the need to improve communications is
mentioned in each strategic plan, so we felt it is worth a note. For
example, “Improved communication between Staff, Council and
the Community is key to bringing everyone together”, Wollaston
Strategic Plan.

2.

Regular reports on the work of the municipality and adopting a
variety of methods to communicate with the public were all cited as opportunities to improve
communication.

3.

While it would not be appropriate for citizens to be directly involved in this project because they would
not be familiar with internal municipal operations and therefore would be unable to make informed
suggestions, the study report should be on websites to keep them informed and provide openness and
transparency of the work Council is undertaking.

4.

A communication plan and/or key messages should be developed
to help educate the public on why there was a need to look at
resource sharing and collaboration opportunities. They should
also be made aware that it is being undertaken for their benefit,
(i.e. to find efficiencies that will reduce costs and to make process
improvements to service delivery for them, etc.) It should also be
noted that the Province has provided the Municipal Modernization
funding because it recognizes Ontario municipalities are just not
sustainable and something must change.

5.

Each municipality has someone assigned the duty of maintaining the website, but some reported not
having anyone to take care of social media, which particularly in our current environment, is an integral
part of communicating and engaging citizens to ensure openness and
transparency of municipal operations. Consideration should be given to
finding methods to enhance joint/shared communications:
̶
creating a communications role and designating this role to a current
administrative staff member,
̶

website improvements/co-ordination?

̶

social media,

̶

customer service/citizen engagement software, etc.

4.3.4.2 Economic Development
It was noted in at least one of the strategic plans, that there is a lack of investment in growth and currently is no
strategy in place for the promotion or attraction of new residents, new business or tourists to the municipality(ies).
One plan suggested there was a need to streamline and coordinate economic development activities or work
with the County on economic development initiatives.
The same staff member assigned the communications role mentioned above, could also be responsible for
creating marketing brochures for economic development activities and/or work with the County on initiatives.
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5.0

Implementation Plan & Road Map

A summary implementation plan and road map has been developed and is attached as Table 4 to this report.
At the time of the publication of this report, the COVID-19 pandemic has affected the ability to complete this
study, resulting in various delays. Moving forward, the impacts of the pandemic are not currently known, and
therefore, the timelines presented in Table 4 are presumed based on normal (pre-pandemic) conditions and
municipal operations.
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6.0

One Final Word – The “A” Word

During the interviews, the possibility of amalgamation was mentioned numerous times. As a result, we would be
remiss if we did not mention Amalgamation in this report.
Amalgamation was identified by interview participants as being both an opportunity and a threat with the general
consensus being, “amalgamate before it’s done to you”.
Firstly, it is interesting to note that the three municipalities were at one time known as the United Townships of
Tudor, Wollaston, Limerick and Cashel, but on June 12, 1880, the “Junior Township of Wollaston” separated to
form a separate municipal corporation.
There’s no denying, the act of amalgamating/restructuring itself does
cost money upfront, but it does result in immediate efficiencies being
achieved, and in the long term, there will be cost savings too. In the past,
the Province has provided financial support to municipalities to
amalgamate/restructure, however it’s unknown if such funding is
available at this time.
Amalgamation
should
be
considered as an alternative to the
shared resources model for a few
reasons:


Shared resources and collaboration efforts will work for some
things, but maintaining long-term value for each municipality
separately will be a challenge.



Resource sharing and collaboration is extremely vulnerable to
changes on the three Councils. It would be most unfortunate to move to correcting historical challenges
and reorganizing to achieve improved services and efficiencies, only to have the changes reversed
because a future Council decides to no longer participate in this shared resource initiative.



Amalgamation would simplify all municipal operations and eliminate the need to accommodate the work
of the three separate municipalities.

The timing to further consider the amalgamation option is optimal right now too because the work completed in
this study will put the municipalities in the desirable position of already having recommendations on staffing
changes that would still be valid, and in fact work even better in an amalgamation scenario. (i.e. only need one
Clerk position and the talents of the other incumbent Clerks could be further redefined to provide even more
efficiency and specialization)
In addition, giving further consideration to amalgamation, would allow time
to establish a transition committee and have them work through any
remaining transition issues throughout 2021, (including establishing fair
electoral representation, etc.), in order to be prepared for potential
amalgamation after the 2022 municipal election.
The three municipalities are positioned well at this time to determine if
there is interest in giving further consideration to amalgamation, and it is
recommended that this subject be examined further.
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7.0

Summary

As a final comment, while there’s no denying the Townships of Wollaston, Tudor & Cashel, and Limerick are
experiencing challenges, their staff is knowledgeable, dedicated, and committed.
Everyone interviewed seemed genuinely pleased the study was being
undertaken and as previously noted, we were pleased with the level of
openness and honesty we experienced during the project.
The general consensus is that by sharing people, equipment and services
the municipalities would achieve cost savings, improve processes and
efficiency, and they would end up with a stronger and more productive staff
team.
It is natural however, for protectionism of one’s own community to creep in
with such initiatives, but to achieve success with this initiative, it will be imperative for both the Councils and staff
to work together and let go of some protectionism for the overall common good. The end prize is worth it.
Sharing staff resources will most certainly bring efficiencies and professionalism to the three municipalities but
to succeed there needs to be an adequate number of staff with the right skills and expertise to function in the
new environment - and senior management will need to be committed to managing the change.
Once the changes are made, there will be a need to monitor and ensure performance to see what’s working and
what may need adjusting to work better.
Citizens may be the first and best indication of whether or not the changes have been successful. It can be as
simple as developing an online survey to gather the opinions of the community on such things as; the level and
quality of service and whether the new processes or service delivery methods are meeting their needs.
In the end, there is no single, perfect way to deliver municipal services and
programs, but we hope we have provided reasonable options to consider,
and in the end, it will be the Councils who will need to decide on the
direction that’s best for their municipalities.
“.. chart a course for every endeavour that we take the people’s money for;
see how well we are progressing; tell the public how we are doing; improve
or stop the things that don’t work; never stop improving the things that we
think are worth investing in.” The Concept of Planning (author unknown).
Greenview’s consultant team wish to thank the partner municipalities for
the interest and passion in undertaking this study, and for the opportunity to facilitate it.
This report and its findings are governed by the attached statement of service conditions and limitations
(Appendix G).
All respectfully submitted by,
Greenview Environmental Management Limited

Tyler H. Peters, P.Eng.
Project Director

Shaping Organizational Solutions

Susan Shannon, AMCT
Principal
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Table 1

Municipal Characteristics
Multi-Municipal Administration Servicing Study

Demographics

Key Operating Expenditures by Department

Land Area
km of Roads
(m2)

Financial

Total Operating
Expenditures

General
Government
Services

Protective
Services

Transportation
Services

Environmental
Services

Recreation
Services

2019 Budget - Revenue
Operating
From User
Expenditures
Fees

Revenue Licenses,
Permits,
Rents

# Of
Total Value Of
Building
Construction
Permit
Activity
Issued/Yr

Population

Households

Wollaston

670

791

110

227

$2,628,254

$326,358

$445,970

$1,492,308

$202,861

$154,641

$2,404,381

$33,994

$32,702

31

$1,642,480

Tudor & Cashel

586

857

196

446

$2,012,793

$390,866

$404,881

$1,009,145

$122,234

$57,893

$2,509,266

$20,040

$34,668

41

$38,781

Limerick

360

593

125

206

$1,725,348

$369,055

$314,595

$893,948

$80,562

$55,880

$2,015,019

$42,456

$29,763

43

$503,870

Totals

1616

2241

431

878.38

$6,366,395

$1,086,279

$1,165,446

$3,395,401

$405,657

$268,414

$6,928,666

$96,490

$97,133

115

$2,185,131
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Table 2

Current Municipal Staff Contingent as at May 2020
Multi-Municipal Administration Servicing Study

Township of Wollaston

Department

Job Title

Job Descriptions

Key Roles

yes

Administration, Legislated Clerk duties, Treasury/Financial Deputy Treasurer, Planning, Public Relations, Human
Resources, CEMC Alternate, Municipal Elections,
Clerk/Elections

yes

Legislated Treasurer duties, Assist with Human
Resources/Payroll, Finance - Budget, accts payable,
Document preparation, Fill in as Clerk, Reception, Taxation,
Deputy Clerk, Procurement/Contract Management, Assists
Roads & Landfill w Reporting, etc.

yes

General - receptionist, webmaster, Licenses & user fees,
etc., Office Duties, Council Mtg. Preparation, Secretarial
Duties, Taxation Collection, Assist Clerk with Planning applications, etc.

Road Superintendent

Yes but needs updated

Supervise roads staff, Operate equipment,
Roadside and equipment maintenance,
Roads/Infrastructure Management, Project Management,
Roads Purchasing (RFP/RFQ development)

*Roads Lead Hand - Union position

yes

Vehicle & Road Maintenance, Health & Safety & Resolve
operational issues

*Roads Operator - Union position

yes

Operate Equipment,
Vehicle & Road Maintenance

*On Call/Casual Operator - Union
position

yes

Operate Equipment,
Vehicle & Road Maintenance

*On Call/Casual Labourer - Union
position

yes

Road Operations, Flagging, Vehicle & Road Maintenance

Public Areas Manager

Yes – but needs updated

Building Maintenance & Repair
Monitor use of recreation equipment & facilities
Supervise waste site staff

Waste Disposal Site Attendant Union position

Yes – needs revisited

Manage the Landfill Site

Environmental & Safety Services
Manager

No

No one filling this position – was moved to Administrator

CBO/By-Law Enforcement Officer

yes

Head of Building Department, Chief Building Official, ByLaw Enforcement Officer, Building Inspections

Clerk/Administrator

Administration

Treasurer

Administrative Assistant/Tax
Collector

Public Works

Environmental Services

Building/By-Law

Consultant
Needs updated *not part of this
study

*Fire Chief

Emergency Management

CEMC
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Township of Tudor & Cashel

Department

Job Title

Job Descriptions

Key Roles

Clerk-Treasurer/CAO

yes

Clerk/Treasurer, Administrator, Planning/Shore Road
Allowances, Human Resources, Clerk/Elections,
Treasury/Finance, CEMC

Administrative Assistant (Tax
Collection/Deputy Clerk

yes

General - receptionist, phones, mail, purchase office
supplies, etc., Taxation - data entry and maintenance,
Treasury - reconcile monthly bank accounts for auditing
purposes, Administrative assistance to Council, Clerk etc.
Minute taking for Committees, Policy research and
development, Communications - webmaster/Newsletters

Administrative Assistant

yes

General office administration
Vacation and leave coverage

Public Works

Road Superintendent

yes

Oversee Roads and Waste Site staff, Roads/Infrastructure
Management, Vehicle Operator, Roads Purchasing &
Budgeting, Reports for Roads Committee/Council

Recreation

Custodian of Community Centre &
Grounds & municipal office

yes

General property maintenance and cleaning

Building/By-Law

CBO/By-Law Enforcement Officer

Contract

Head of Building Department, Chief Building Official, ByLaw Enforcement Officer, Building Inspections

Administration
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Township of Limerick

Department

Job Title

Job Descriptions

Key Roles

Clerk-Treasurer

Duties set out in by-law

Clerk/Elections, Treasury/Finance, Tax Collector,
Administrator, CEMC, Human Resources, Planning/Shore
Road Allowances

Deputy Clerk/Treasurer

yes

Reception, Taxation (assist CAO), Human Resources supervise work units, Finance - cash management,
accounts payable

Administrative Assistant

yes

N/A

Road Superintendent

yes

Roads Maintenance & Repair, Training, Project
Management, Roads/Infrastructure Management, Vehicle
Operator, Waste Site Management, Minute taking - Roads
Committee meetings, Manage Parks

Roads Lead Hand – Union position

yes

Supervises Operators, Students, labourers Patrols Roads

Roads Operator - Union position

yes

Operating Equipment Roads Maintenance

On Call/Casual Operator - Union
position

yes

Roads Maintenance and repair

Environmental Services

Waste Site Attendant/Custodian

yes

Building/By-Law

CBO/By-Law Enforcement Officer

Contract

Fire

*Fire Chief

Administration

Public Works

Ontario Building Code, By-Law Enforcement, Building
Inspections, Trailers
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Table 3
Summary of Existing Challenges & Constraints
Multi-Municipal Administration Servicing Study
Governance
Turnover of elected officials results in the continual need to get new council members up to speed on the municipality.
Blurring of governance roles and administrative roles. (i.e. council involved in lower level hiring, etc.)
Councils not understanding risk management which can result in unnecessary liability for the municipality.
Councils not acting as a body to set policy.
Staffing & Operations
Disparity in pay between municipalities making it difficult to attract new employees because they can earn more in other jobs/other municipalities.
Staff turnover due to low pay for the complex jobs they’re asked to do.
Inability to entice youth to municipal careers.
Lack of succession planning - some teams nearing retirement and not enough staff to cross-train.
Hard to navigate the constant state of flux - job roles shifting all the time and it’s difficult to keep people trained as responsibilities change.
Staff afraid to offer new innovative ways of doing things for fear of retribution from Council.
Job roles not clearly defined – hard for staff to know what’s expected of them and hard for council to know what their staff does.
Job descriptions do not accurately reflect the work being undertaken.
Not being able to specialize causes a lot of stress and makes it impossible to do well, all the roles expected.
There are new programs and policies that need to be addressed but there’s no one to do them. Processes need to be updated to avoid litigation that results from mistakes being made.
Lack of time to keep up to date with legislation – researching it and ensuring compliance. It’s hard to keep up with new legislation on top of day-to-day work.
More paperwork with the role of Road Superintendent now (i.e. creating policies and procedures, compliance, etc.) and lack of training & interest in that role.
There are operational challenges at landfills/waste sites that need to be addressed.
Poor Communication – not much interaction with office or council and council changing its mind.
Roads recommendations to Council are often challenged or not approved.
Working around vacation times with seasoned employees having many weeks of vacation.
Equipment breakdowns/repairs hampering ability to get work done and causing servicing issues.
Financial
Limited resources makes it impossible to meet citizen demands for any new services.
Can’t keep up with infrastructure without funding - and future funding is uncertain.
Limited opportunity to increase revenues. (taxation, user fees, etc.)
Public works struggling with cost control. (i.e. equipment purchases/repairs)
Community
Shared services will work for some things, but maintaining value of each municipality separately will be a challenge as every municipality operates differently.
Municipal offices in need of repair/replacement, modernization, etc.
Future Threats
Uncertainty with funding – critical to sustainability.
Possible reductions in assessment values due to decreased property values (i.e. COVID-19), will have a negative affect on tax revenues and the ability to provide services.
Aging workers particularly in roads departments.
Major need for gravel in the near future and no money to purchase it.
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Table 4
Implementation Plan & Road Map – Shared Staff Resource / Collaboration Opportunities
Multi-Municipal Administration Servicing Study

Shared Staffing Resource
Opportunities

Implementation Strategies

Budgetary Considerations

Outcomes Achieved

Estimated Timeline for
Implementation

Administration & Finance
#1 - Create a Shared
“Manager of Corporate
Services” position

This Manager of Corporate Services position would be responsible for
Corporate leadership, functional oversight and strategic direction in the
corporate areas of the three municipalities.

A draft job outline with
proposed skills and
competencies has been
developed.
(see Appendix F)

A joint Agreement would need to be developed to share the proposed new
Manager of Corporate Services
To ensure fairness and equity in the selection and assignment process, a
talent review/evaluation process using scientifically-proven assessments
should be used to calculate suitability of candidates for this position.

The position of Manager of Corporate Services is proposed
to be a contracted employee with a set term of employment
to provide the ability to monitor performance and assess the
effectiveness and efficiencies achieved with the new
position.



This provides the relief and expertise required now, but
does not incur long-term employment liabilities for the
municipalities.



This position will see immediate cost implications in 2021
and for the term of the contract.
A Human Resources professional may initially be required
to assist with getting the right people in the right newly
designed jobs.
Costs of an HR consultant are unknown at this time but
generally, the consultant would be engaged to;
 Create an inventory of all current roles and
responsibilities.
 Work with administrative staff to re-define new
roles.
 Develop new job descriptions and get the right
people in the right positions.
 Assist with the selection and engagement process.









Improved municipal servicing
and efficiency.
Addresses recurring and
ongoing staffing challenges.
Ensures long-term
sustainability/viability.
Eliminates duplication of
corporate management
activities.
Risk Management & Mitigation –
right people doing the right work
to ensure legislative compliance.
Improves customer service to
ratepayers and exhibits the
professionalism they expect in
municipal operations.

0 – 6 months

positions the three municipalities
well moving forward.

Future Considerations: Year 2 and 3 - see notes below.
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Shared Staffing Resource
Opportunities
#2 – Other Administrative
Positions
Retain one (1) ClerkTreasurer and one (1) Tax
Collector/Deputy
Clerk/Treasurer, in each
municipality and determine
new roles.

Implementation Strategies

Budgetary Considerations

Outcomes Achieved

In this scenario, each municipal council will still retain their
own Clerk and Treasurer to comply with statutory
requirements of the Municipal Act–



No additional labour costs are anticipated because the
Clerk & Treasurer roles will remain fundamentally
unchanged but will see some shifting of responsibilities to
the Manager of Corporate Services



This could be done in-house but may be better accomplished by a third-party
consultant given current workloads and to eliminate any perception of bias.

As above, a Human Resources professional may initially be
required to assist with getting the right people in the right
newly designed jobs.



Once these newly redesigned positions are filled, an assessment of any
training gaps should be undertaken.

Costs of an HR consultant are unknown at this time but
generally, the consultant would be engaged to;



All administrative duties/functions will have to interact with each other for
continuity in the delivery of the services to be provided for the municipalities.
A full list of services provided in the Administration/Finance to be developed
and through consultation and cooperation interests would be assessed and
the remaining duties would be re-assigned to these re-aligned roles.
Some additional new job descriptions with these new clearly defined roles
and responsibilities will need to be developed.










Improved municipal servicing
and efficiency.
Addresses recurring and
ongoing staffing challenges.
Ensures long-term
sustainability/viability.
Eliminates duplication of
corporate management
activities.
Improves customer service to
ratepayers and exhibits the
professionalism they expect in
municipal operations.
Enables specialization and
improved focus.

Estimated Timeline for
Implementation
0 – 6 months

Create an inventory of all current roles and
responsibilities.
Work with administrative staff to re-define new
roles.
Develop new job descriptions and get the right
people in the right positions.
Assist with the selection and engagement process.

Future Considerations: Year 2 and 3 - see notes below.
#3 - Determine the number of
Administrative Assistants
required in a shared office
scenario and determine the
new roles. One will be
assigned to help the
Development Services Dept
(see below)

New job descriptions to re-assign roles and responsibilities will need to be
developed.

Initially - no additional labour costs are anticipated as
these positions will be created by shifting roles.

Again, this could be done in-house but may be better accomplished by a
third-party consultant given current workloads and to eliminate any
perception of bias.

Costs of an HR consultant as above.

#4 - Engage a professional
grant-writer or assign one
person the responsibility for
grant-writing for all three
municipalities.

Consult with other municipalities on successful funding approaches and
strategies.

Possible cost to engage a grant-writer but no additional cost
if a current staff member has the training.

Determine if this should be a function best to be done in-house or contracted
out.

If staff require training, some training costs can be
expected. The costs are unknown at this time.

0 – 6 months

Future Considerations: Year 2 and 3 - see notes below.

Once these newly redesigned positions are filled, an assessment of any
training gaps should be undertaken.
0 – 6 months

Depending on the project, consider retaining consultants to assist with
application preparation, especially in preparing realistic cost estimates.

Public Works & Infrastructure
#5 - Create a Public
Works/Infrastructure &
Facilities Department

This department would be responsible for the management of landfill
sites/depots and all public areas.

Office space and equipment and equipment storage will be
required.





Centralization of services
Shared labour and equipment,
increased utilization
Reduced facility/equipment costs

0 – 6 months
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Shared Staffing Resource
Opportunities

Implementation Strategies

#6 - Create a Manager of
Operations position

A joint Agreement would need to be developed to share the proposed new
Manager.

A draft job outline with
proposed skills and
competencies has been
developed.
(see Appendix F)

Once this new position is filled, an assessment of any training gaps should
be undertaken.

Budgetary Considerations

Outcomes Achieved

The position is proposed to be a contracted employee with
a set term of employment to provide the ability to monitor
performance and assess the effectiveness and efficiencies
achieved with the new position.



This provides the relief and expertise required now, but
does not incur long-term employment liabilities for the
municipalities.



This position will see immediate cost implications in 2021
and for the term of the contract.
However, such a contracted employee would position the
municipalities for the future and address the serious issue
of succession planning in the public works departments.
An estimated cost of this position is approximately $90,000
but more investigation into the costs is required.
Efficiencies will be achieved however, by having additional
operators available which may reduce the reliance on part
time operators.









Estimated Timeline for
Implementation

Improves efficiency through
greater coordination of current
workforce.
Reduces the need for some
contractors/consulting fees.
Ensures proper processes and
protocols are in place to protect
the municipalities from liability.
Enables cross-training and
addresses succession planning.
Allows for more coordination of
project management efforts on
large capital projects.
Improved municipal servicing
and efficiency.
Ensures long-term
sustainability/viability.
Reduces overtime costs with
improved organization of work
plans.

0 – 6 months

Addresses recurring and
ongoing staffing challenges
Improved municipal servicing
and efficiency
Ensures long-term
sustainability/viability
Improves efficiency through
greater coordination of current
workforce

0 – 6 months

Enables cross-training and
succession planning
Improves efficiency through
greater coordination of current
workforce

0 – 6 months

A Human Resources professional may initially be required
to assist with the selection and engagement processes.
Future Considerations: Year 2 and 3 - see notes below.
#7 - Current Road
Superintendents and other
public works, landfill, public
areas and facilities positions
would remain fundamentally
unchanged.

#8 - Share/Cross-Train
Public Works teams to
coverage for vacations, extra
help on construction, etc.

Road Superintendents positions remain unchanged, including operating
equipment.
Some reassignments of the duties of the Lead Hands may be in order (i.e.
one of these Lead Hands could be assigned responsibility for the 4 landfill
sites (perhaps with the title of Environmental Supervisor), and one could be
assigned the responsibility to manage the public areas in all municipalities
(perhaps with the title of Public Areas Supervisor). The union should be
notified of the changed roles of any unionized Road Superintendents.
New job descriptions will have to be created to reflect any changed roles.
The Manager of Operations would manage this cross-training with workplans
and workforce assignments
The union would likely need to be informed of any such internal departmental
changes. All three (3) municipalities are covered by the same union.

No additional labour costs are anticipated because the
Public Works, Landfill, Public Areas & Facilities roles will
remain fundamentally unchanged.



A Human Resources professional may initially be required
to assist with the selection and engagement processes



Future Considerations: Year 2 and 3 - see notes below

No additional costs anticipated.
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Shared Staffing Resource
Opportunities

Implementation Strategies

Budgetary Considerations

Outcomes Achieved

Estimated Timeline for
Implementation

Building/By-Law & Planning
#9 – Create one new
department called,
“Development Services
Department”

The Development Services Department will be responsible for development,
Building (CBO), By-Law Enforcement, Planning, Shore Road Allowances and
Animal Control.

Office space and office equipment.

#10 - Merge roles to create a
new, “Manager of
Development
Services/CBO”, position

A joint Agreement would need to be developed to share the proposed new
Manager.

Initially – annual costs proposed to be less than the current
$103,000 spent annually by all three municipalities for CBO
services.

A draft job outline with
proposed skills and
competencies has been
developed.
(see Appendix F)

The position is proposed to be a contracted employee with a set term of
employment to provide the ability to monitor performance and assess the
effectiveness and efficiencies achieved with the new position.
This provides the relief and expertise required now, but does not incur longterm employment liabilities for the municipalities.
To ensure fairness and equity in the selection and assignment process, a
talent review/evaluation process (i.e. use of scientifically proven
assessments), should be used to evaluate which incumbent is the best
candidate for which position.
Create an inventory of current user fees and review the number of dog tags
issued per year to determine any opportunities for increase revenue.

Municipalities would save on employer costs and benefits
experience cost savings on benefits, etc. Split evenly three
ways though, the Township of Limerick would see their
costs for CBO be increased. So, to ensure costs are
apportioned fairly and equitably, alternatively a formula
could be developed instead.
Costs of an HR consultant for any assistance needed with
the selection and engagement process.









Costs may be able to be offset with increased revenue from
user fees.
Future Considerations: Year 2 and 3 - see notes below.




#11 - Reassign one of the
current (or yet to be hired)
Administration Assistants to
work with this department to
assist with administrative
duties as required

Assess skills and interests of the current Administration Assistants in
assisting this department

Initially - no additional labour costs are anticipated as this
position will be created by shifting roles.

If more than one incumbent is interested, then the job would be posted
internally.

The consultant would be engaged to;
 Create an inventory of all current roles and
responsibilities
 Work with administrative staff to re-define new roles
 Develop new job descriptions and get the right
people in the right positions
 Assist with the selection and engagement process

To ensure fairness and equity in the selection and assignment process, a
talent review/evaluation process (i.e. use of scientifically proven
assessments), should be used to evaluate which incumbent is the best
candidate for which position.
Once this new position is filled, an assessment of any training gaps should
be undertaken.

Improved municipal servicing
and efficiency.
Reduces the need for some
contractors/consulting fees.
Improved risk management
Enables cross-training and
addresses succession planning.
Ensures long-term
sustainability/viability.
Professional staff to ensure
compliance with legislation.
Efficiency with the use and
application of
policies/procedures,
standardized reporting, etc.
Eliminate duplication in
corporate building &
development activities in the
three municipalities.
Ability to streamline processes.

0 – 6 months

0 – 3 months

Future Considerations: Year 2 and 3 - see notes below

New job description would need to be developed.
#12 - For increased
efficiency, investigate further
the possibility of having one
Committee of Adjustment to
hear the planning matters of
all the municipalities

A review of the Planning Act would need to be undertaken for authority for a
COA to hear the planning matters of more than one municipality.

No costs implications unless a legal opinion is necessary

0 – 3 months
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* Future Consideration Notes Re: Shared Staffing Resources:






Year 2 - To address the wage disparity issue, once the positions are filled, a Compensation Survey should be undertaken to prove or disprove any reported disparity.
Year 2 - Job Evaluations should also be undertaken once the new roles have been proven to be working well and then a shared new/updated Salary Grid should be developed to ensure fair pay for the work
undertaken.
Year 2 - Identify any training gaps that emerge with the new roles and develop a Learning and Development program to ensure any gaps are addressed.
Year 3 - Pay Equity Plans may need to be re-visited in the future due to the shifting of roles and responsibilities
Year 3 - Pending retirements should be tracked and a Succession Plan should be developed.
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Collaboration Opportunities

Implementation Strategies

Budgetary Considerations

Outcomes Achieved

Estimated Timeline for
Implementation

Repair/Replace Municipal Offices and/or Share Office Space
#14 - Undertake a more
detailed analysis of the
feasibility of renovating
shared office space and/or
building a shared municipal
office.

A study of the current conditions of the three municipal offices should be
undertaken (i.e. which ones are in the worst condition/best condition).
Take an inventory of all available buildings that could potentially be
renovated to work as shared office space or municipal office.
Determine if a municipal office or a joint municipal office / community hub is
desired. Services could include libraries, shared community space, park
lands, etc.
Determine if any of the current buildings and/or surplus lands could be sold
and proceeds used to offset the cost of an establishing shared municipal
office.
Investigate the feasibility/legality of having one Council Chamber for all
three municipalities to hold their meetings.
Shared Use Agreements would need to be developed for sharing a building.

There will be a significant cost to build a new municipal
office/hub or renovating one building to create one shared
municipal office, but the capital costs would be shared
Savings will be experienced on annual maintenance costs of
poorly-functioning buildings and these savings can be applied
towards the cost of setting up a shared office.







Reserves should be set aside if not already set aside for new
construction/renovations



If possible, consider selling any current buildings or surplus
lands to offset costs



Funding opportunities may exist for joint projects



Future Considerations:
Would position the three (3) municipalities well for any
possible future amalgamation.

Administrative efficiency
Addresses poor working
conditions and health and safety
concerns in some of the current
offices
Consistent facility management
Easier to share management
services if all are under one roof
Cost savings on office expenses
(i.e. internet, phone systems,
office equipment, insurance, etc.)
Improved service to citizens that
enhances professionalism in
municipal operations.
In the case of new construction a community hub to which all
communities can be proud

3 – 15 months

Cost savings on the purchase of
new technology that individually,
municipalities could not afford
Improve efficiency by using new
technology and consolidating
municipal platforms
Provide better, more efficient
service to citizens, in modern
formats to which they are
accustomed and expect.

3 – 6 months

Improved municipal servicing and
efficiency
Enables cross-training and
addresses succession planning
Reduces costs

0 – 6 months

Shared Use & Purchase of Technology
#15 - Explore in more detail
those IT platforms that can
be used and/or consolidated
to work for all three
municipalities.

Inventory the current technology being used in the three (3) municipalities
Determine any new technology needed to bring more efficiency and any
technology platforms that can be shared. (i.e. MUNISOFT, TOMRMS, etc.)
An investigation of other innovative online platforms that offer cost savings
and efficiencies, particularly for seasonal residents should be undertaken to
modernize municipal administration.

Initially: Municipalities will continue to operate with their own
technology



Once new platforms are identified, they will be included in the
2021 budget.



There are some free opportunities to pilot technology that can
save costs, that should be investigated.



No additional cost – Manager of Operations to undertake



Shared Use of Roads Equipment
#16 - Inventory the types of
equipment that could be
shared and develop a formal
agreement for sharing it

A committee made up of representatives from the 3 roads departments
should be established to work with the Manager of Operations to develop a
formal agreement to document the types of equipment that could be shared,
who purchases it, how is it shared, who operates it, who pays for
breakdowns/damage, etc.
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Collaboration Opportunities

Implementation Strategies

Budgetary Considerations

Outcomes Achieved

Estimated Timeline for
Implementation

Roads Agreements
#17 - Develop mutual aid
type agreements to capture
current roads maintenance
collaborations

Develop Mutual Aid type agreements for roads maintenance, (i.e. you
maintain it this year, we maintain it next year, etc.)

No additional cost – Manager of Operations to undertake





Improved municipal servicing and
efficiency
Enables cross-training and
addresses succession planning
Reduces costs

0 – 6 months

Standardizing Roads Maintenance
#18 - Investigate the
possibility of standardizing
roads maintenance across
all three municipalities

Undertake an assessment of the current levels of road maintenance in each
municipality and determine if it’s feasible to standardize road maintenance
levels across all three municipalities.

No additional cost – Manager of Operations to undertake



Improved municipal servicing and
efficiency for citizens

0 – 6 months

No additional cost – Manager of Operations to undertake



Cost savings & efficiencies

0 – 6 months

Manager of Corporate Services would undertake this
assessment, so no additional cost.




Risk management & mitigation
Efficiency in corporate
management

6 – 18 months

Manager of Corporate Services would undertake this
assessment, so no additional cost




Risk management & mitigation
Clarified council roles and
responsibilities to improve
corporate management

6 – 18 months



Improved openness and
transparency with citizens
Improved citizen engagement
opportunities

0 – 6 months

Bulk Purchasing of Roads Goods & Services
#19 - Investigate bulk
purchasing and purchasing
cooperatives to get pricing
on roads supplies for all
three municipalities.

An inventory of the types of goods, services and supplies public
works/roads requires and the quantities of supplies (gravel, dust
suppressant, winter sand, etc.) should be developed.
Bulk purchasing and purchasing cooperatives should be investigated.
Joint Procurement/Purchasing
An inventory should be undertaken of what is purchased and the quantities
needed by the municipalities, and working with public works, determine how
many and what type of RFPs are posted each year, so the Manager can
start to organize and coordinate the procurement function.
Investigate using purchasing cooperatives that act as a back office for
municipalities.

Governance
#20 - Investigate Risk
Identification and Mitigation

Undertake a more in-depth analysis of current policies and processes to
identify any potential risk vulnerabilities in the current operations of the
municipalities.
Update any out-of-date policies to ensure compliance with current
legislation.

#21 - Address Turnover of
Elected Officials

Develop a shared comprehensive Council Orientation program to use at the
start of the term of each new council

A line item for any external council training should be added
to the 2022 budget

Communications
#22 - Enhance
Communications with the
Public

Develop a communications plan and/or key messages to help
educate/inform the public on why there was a need to look at resource
sharing and collaboration opportunities

Developing the plan and/or messages would be undertaken
by the Manager of Corporate Services.
The responsibility for administering the plan would be
assigned to one of the Administrative Assistants.
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Collaboration Opportunities

Implementation Strategies

Budgetary Considerations

Consideration should be given to finding methods to enhance
communications;
 creating a communications role and designating this role to a
current administrative staff member
 website improvements/collaboration
 social media
 customer service/citizen engagement software, etc.

No additional costs anticipated unless outside assistance is
deemed necessary.

The same staff member assigned the communications role mentioned
above, could also be responsible for creating marketing brochures for
economic development activities or work with the County on initiatives.

Same as above – no additional costs anticipated

Outcomes Achieved

Estimated Timeline for
Implementation

Economic Development
#23 - Streamline and
coordinate economic
development activities or
work with County on
economic development
initiatives



6 – 12 months



Enhances the promotion or
attraction of new residents, new
business, or tourists to the
municipality(ies)
Builds pride in communities




Risk management & mitigation
Staff privacy and confidence

Immediate

Non-Disclosure / Confidentiality Agreements
#24 - Develop NonDisclosure and/or
Confidentiality Agreements

Non-disclosure and/or Confidentiality Agreement to be developed.
This/these should be developed and in place before confidential financial
and salaries information is shared.

The Manager of Corporate Services may be able to develop
this/these, but legal assistance will most likely be required.
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Table 5

Economic Assessment
Multi-Municipal Administration Servicing Study
Existing / Base

Projections

2020
Existing

2021

2022

2023

2024

2025

Totals (All 3 Mun's)

Totals (All 3 Mun's)

%

Year 1

Year 2

Year 3

Year 4

Year 5

5 - Year

Clerk/Treasurer

$245,000

25%

$248,675

$252,405

$256,191

$260,034

$263,935

$1,281,240

Deputy Clerk/Treasurer

$168,000

17%

$170,520

$173,078

$175,674

$178,309

$180,984

$878,565

Administrative Assistant

$74,000

7%

$75,110

$76,237

$77,380

$78,541

$79,719

$386,987

Administrative Consultant(s)

$88,320

9%

$89,645

$90,989

$92,354

$93,740

$95,146

$461,874

Administration Department

Public Works Department

$0
PW Supervisor

$206,000

21%

$209,090

$212,226

$215,410

$218,641

$221,921

$1,077,287

PW Lead Hand

$112,000

11%

$113,680

$115,385

$117,116

$118,873

$120,656

$585,710

$102,808

10%

$104,350

$105,915

$107,504

$109,117

$110,753

$537,640

$996,128

100%

$1,011,070

$1,026,236

$1,041,630

$1,057,254

$1,073,113

$5,209,302

Totals (All 3 Mun's)

%

$110,000

9%

$111,650

$113,325

$115,025

$116,750

$118,501

$575,251

Clerk-Treasurer

$245,000

19%

$248,675

$252,405

$256,191

$260,034

$263,935

$1,281,240

Tax Collector/Deputy Clerk-Treasurer

$168,000

13%

$170,520

$173,078

$175,674

$178,309

$180,984

$878,565

Assistant

$41,000

3%

$41,615

$42,239

$42,873

$43,516

$44,169

$214,412

Administrative Consultant(s)

$50,000

4%

$50,750

$51,511

$52,284

$53,068

$53,864

$261,478

Manager of Operations

$90,000

7%

$91,350

$92,720

$94,111

$95,523

$96,956

$470,660

Assistant

$37,000

3%

$37,555

$38,118

$38,690

$39,270

$39,860

$193,493

PW Supervisor

$206,000

16%

$209,090

$212,226

$215,410

$218,641

$221,921

$1,077,287

PW Lead Hand

$112,000

9%

$113,680

$115,385

$117,116

$118,873

$120,656

$585,710

Manager of Development Services/CBO/BLEO/Planning

$90,000

7%

$91,350

$92,720

$94,111

$95,523

$96,956

$470,660

Assistant

$37,000

3%

$37,555

$38,118

$38,690

$39,270

$39,860

$193,493

$100,000

8%

$101,500

$0

$0

$0

$0

$101,500

$1,286,000

100%

$1,305,290

$1,221,847

$1,240,175

$1,258,777

$1,277,659

$6,303,747

-42%

AVG

Building/By-Law/CBO

Sub-total - Existing
Proposed
Manager of Corporate Services

Totals

Administration Department

Public Works Department

Development Services/Building/By-Law Enforcement Department

Consultants/Specialists (Assumed Unfunded - Independent)
Sub-total - Proposed
Benefit Analysis
Efficiencies in Reassigned Tasks to New Roles (%)
Efficiencies in Base Responsibilities per Reassigned Tasks to New Roles ($)

-$308,150

-$312,772

-$317,464

-$322,226

-$327,059

-$331,965

-$1,611,486

Estimated Supplemental Benefits to Municipality with Improved Efficiencies

-$308,150

-$312,772

-$317,464

-$322,226

-$327,059

-$331,965

-$1,611,486

Total

$669,700

$1,985,036

$1,808,766

$1,835,898

$1,863,436

$1,891,388

$9,384,523

Difference

-$326,428

$973,966

$782,530

$794,268

$806,182

$818,275

$4,175,220

-33%

96%

76%

76%

76%

76%

80%

Assumptions/Notes:
Population Proratings of Shared Staff Personnel

Limerick
Tudor & Cashel
Wollaston
Total

Annual Cost of Living Adjustment (All Municipalities, All Positions)
Estimated "Multiplier" on Efficiencies in Admin Staff Roles (Refer to Memo)

2016 Census Values Proportion
346
22%
586
37%
670
42%
1,602
100%
1.50%
100%
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Organizational Charts

Chart # 1 – Existing Staff Contingent (Wollaston)
Multi-Municipal Administration Servicing Study
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Chart # 2 – Existing Staff Contingent (Tudor & Cashel)
Multi-Municipal Administration Servicing Study
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Chart # 3 – Existing Staff Contingent (Limerick)
Multi-Municipal Administration Servicing Study
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Chart # 4 – Administration Department (Proposed)
Multi-Municipal Administration Servicing Study

Wollaston
Council

Tudor & Cashel
Council

Limerick
Council

Manager of
Corporate Services

Wollaston
Clerk/Treasurer

Tudor & Cashel
Clerk/Treasurer

Limerick
Clerk/Treasurer

Tax Collector/Deputy
Clerk/Deputy
Treasurer

Tax Collector/Deputy
Clerk/Deputy
Treasurer

Tax Collector/Deputy
Clerk/Deputy
Treasurer

Assistant

Assistant

On Call
Assistants

Chart # 5 – Public Works Department (Proposed)
Multi-Municipal Administration Servicing Study
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Chart # 6 – Development Services Department (Proposed)
Multi-Municipal Administration Servicing Study

Chart # 7 – Shared Staff Arrangement - All Departments (Proposed)
Multi-Municipal Administration Servicing Study

Appendix A

Appendix A – Evaluation of Administration & Financial Services

1.1

Overview of Current State – Titles & Key Responsibilities

Refer to Table 2.

1.2

Overview of Current State – Challenges / Constraints (Shortfalls/Deficiencies)

Municipal legislation applies to all municipalities – large or small, and as such, municipalities are
expected/mandated to deliver many of the same services as large municipalities. Of course, where the difficulty
lies is that small municipalities simply do not have the tax base to offset the cost of implementing new legislated,
mandatory policies and programs so these new roles and responsibilities just keep being added to current
administrative roles and current staff contingents.
Four main staffing challenges were identified, with detailed explanations provided in the sections below:
1.

Too Many Roles with No Time or Opportunity to Specialize.

2.

Difficulty Retaining Employees.

3.

Difficulty Attracting New Employees.

4.

Culture of Retribution.

1.2.1

Too Many Roles with No Time or Opportunity to Specialize

We heard very clearly that the inability to specialize and focus on any one aspect of the numerous duties that
have been rolled into the CAO positions is causing stress, because with so many complex duties to fill, it’s
impossible to do all them well. The danger with this is that the lack of time to keep up to date with ever-changing
legislation (i.e. researching/training and ensuring compliance), on top of the heavy day-to-day workload could
potentially put the municipality(ies) at risk.
1.2.2

Difficulty Retaining Employees

Each municipality is experiencing constant and recurring vacancies and compounding this is that training and
hiring has been delayed due to COVID-19. As a result, the municipalities reported being in a constant state of
flux from the continuous turnover of staff.
The reasons cited for the turnover of staff were:
1.

staff can go to other municipalities where they can specialize and their roles are not as complex (less
stress); and,

2.

they can make more money elsewhere because there’s disparity in wages between municipalities.

This constant state of flux also results in job roles shifting all the time so it’s difficult to ensure staff are properly
trained in their new roles and that their job roles are clearly defined in job descriptions to accurately reflect the
work being undertaken.
Employee churn makes it impossible to cross-training to ensure there is back up to cover for vacations, illness,
etc. Again, this leaves the municipality(ies) vulnerable should one of these key positions be vacated
unexpectedly.
In addition, it was reported that some teams are nearing retirement and concern was also expressed about the
need for a succession planning, but there is simply a lack of time to plan for succession.
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1.2.3

Difficulty Attracting New Employees

The disparity in pay rates between municipalities was cited as the main reason for staff turnover and the difficulty
municipalities are having attracting new employees, because they can easily go to another municipality or the
private sector and earn more with less workload.
Finding ways to entice youth and prepare for attrition is becoming critical for the municipalities.
Ensuring staff in the three municipalities have a modern, clean and safe workplace along with empowering them
with career advancement opportunities is going to be key to attracting and recruiting them.
1.2.4

Culture of Retribution

Staff reported they are often afraid to introduce new innovative ways of doing things for fear of retribution from
Council. This culture is unsettling.
Many things about municipal operations can only be learned by doing the work and gaining first-hand experience.
Enlightened trial and error should be rewarded and encouraged - and councils and staff must work together to
build a culture of action.
A culture of fear stifles creativity and will also not be conducive to enticing youth to work in municipalities. For a
full Summary of Current Constraints and Challenges, see Table 3.
Good employees are the backbone of any organization. Our initial observation was that all three municipalities
have very dedicated staff whose talents are quite simply being under-utilized.
Each senior staff member functions as a “jack-of-all trades” though, with no time to be the master of any. This is
not a desirable state for the many reasons set out above.
This is not a cost-effective state either because these positions (particularly the CAO/Clerk positions) are typically
the highest paid positions in the municipality and they are often saddled with completing more routine,
administrative functions that could and should be completed by lower-level positions at much lower rates of pay.
The talents of the higher-level positions should be re-assigned to more corporate-level duties.
Recognizing that there are limited and/or no additional financial resources, our primary focus was on finding ways
to separate, redesign and reassign the roles and responsibilities of current staff to make more effective use of
current in-house skills and to ensure cross-training.
1.2.5

Joint Procurement Officer/Joint Purchasing

It is recognized that procurement processes have become more regulated over time and are now one of the key
sources of liability for a municipality when not administered correctly. At present this function is being undertaken
by administration and roads departments and it’s uncertain if anyone has been specifically trained in supply chain
or procurement management. It is believed there are procurement by-laws in place, but it is unknown if they are
up to date.
It is also recognized that bulk purchasing saves money but with each of the municipalities purchasing separately
they do not qualify for bulk purchasing discounts.
Recommendation – Create a Shared “Manager of Corporate Services” position and engage a contracted
employee for a set term to provide the ability to monitor performance and assess the effectiveness and
efficiencies achieved with the new position.
Proposed Position Role: This Manager of Corporate Services position would be responsible for Corporate
leadership, functional oversite and strategic direction in the corporate areas of the three municipalities.
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The Manager of Corporate Services would be responsible for leading and facilitating the development of
corporate policies with a commitment to ensuring the mission, vision and values and Council priorities of each of
the 3 municipalities are incorporated into municipal activities and services.
With a focus on service excellence, the Manager of Corporate Services will work with the three Councils and
lead programs to achieve service modernization in the three municipalities.
This position is proposed to be a contract position. A Job Outline with the proposed necessary Skill
Sets/Competencies has been developed and is attached as Appendix F.
1.2.6

Other Administration Positions

All administrative duties/functions will have to interact with each other for continuity in the delivery of the services
to be provided for the municipalities.
There are a total of nine (9) positions in all the municipalities; however, some of the positions are vacant at this
time. This provides an opportunity to make any changes now either before they are posted or to limit disruption.
However, it’s imperative given the volume of work that needs to be done, that these positions are filled as soon
as possible.
Recommendation: Retain one (1) Clerk-Treasurer position in each of the three municipalities.
There may be some re-alignment of roles and responsibilities for the Clerk-Treasurers by shifting some of their
current duties to the Manager of Corporate Services (i.e., policy development, etc.), but generally, the current
role of Clerk-Treasurer will not change.
The remaining administrative position in each of the three municipalities will see their roles re-defined as follows:
•

Tax Collector/Deputy Clerk-Treasurer with other administrative functions to be assigned as
appropriate.

Each of these “Clerk-Treasurer” positions would be cross-trained to fill in for the Manager and/or each other’s
positions when/if necessary.
In this scenario, each municipal council will still retain their own Clerk and Treasurer to comply with statutory
requirements of the Municipal Act, but each municipality would have the advantage of sharing the Manager
position which will ensure the standardization in the development of policies, by-laws, etc. to save administrative
time, avoid duplication, and ensure compliance with legislation and financial stability for all three.
Recommendation: Determine the number of Administrative Assistants required in a shared office scenario and
determine the new roles.
The current roles for each current or soon to be hired Administrative Assistant will be reviewed and a
determination made on how best to create revised job descriptions to fit into the final approved resource sharing
positions.
When the interests and specialities of employees is nurtured, the strength of the overall organization is improved
and ensuring staff is fairly compensated for the work they do, is fundamental to being able to address the staffing
turnover issues the three municipalities face today.
1.2.7

Joint Grant Writing

It was noted that the art of grant writing has become quite complex and there needs to be a lead person to
manage them.
The municipalities that only apply for grants once in a while are typically not as successful as those municipalities
who have a dedicated grant-writer or who have engaged a consultant to undertake this role. It was noted that in
some cases, municipalities are able to include the fees charged by the consultant, but this is not always the case.
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Some of the municipalities reported they have hired a consultant to write their grant applications and they have
been more successful since doing so.
A noted potential downside to coordinating the grant-writing function is that the three (3) municipalities could
potentially become competitors for the same money. However, generally it was deemed to offer efficiencies,
particularly when applying for grants for bridges and roads projects.
Recommendation – Engage a professional grant-writer or assign one person the responsibility for grant-writing
for all three municipalities.

1.3

Implementation Strategies

1.3.1

Staffing

1.

A joint Agreement would need to be developed to share the proposed new Manager and other
administrative staff.

2.

A full list of services provided in the Administration/Finance should be developed and through
consultation and cooperation interests would be assessed and the remaining duties would be reassigned to these newly re-aligned jobs. New job descriptions with these new clearly defined roles and
responsibilities will need to be developed.

3.

This could be done in-house but may be better accomplished by a third-party consultant given current
workloads and to eliminate any perception of bias.

4.

All newly developed/realigned positions will be posted internally so that all those interested have the
same and equal opportunity to apply. Any positions not filled will be advertised externally.

5.

To ensure fairness and equity in the selection and assignment process, a talent review/evaluation
process (i.e., use of scientifically proven assessments), should be used to evaluate which incumbent is
the best candidate for which position. Again, this could possibly be done in-house, but a third-party is
recommended to ensure fairness and eliminate any perceived bias.

6.

Once the newly redesigned positions are filled, an assessment of any training gaps should be
undertaken. Some gaps may be identified during the assessments above, but generally administrative
staff are able to identify where they need more training.

7.

Develop appropriate learning and development programs to address any skills deficiencies for all – not
just high potentials. Such programs will address the issue of employee churn and attraction of new
employees because each will have a personalized plan for their career development moving forward.

1.3.2

Joint Procurement/Purchasing

1.

An inventory should be undertaken of what is purchased and the quantities needed by the municipalities,
and working with public works, determine how many and what type of RFPs are posted each year, so
the Manager can start to organize and coordinate the procurement function.

2.

The Manager of Corporate Services would be responsible to design RFPs and investigate coordination
of some purchases with the County of Hastings and investigate purchasing cooperatives. There are also
municipal purchasing bureaus that act as a back office for municipalities. They will undertake free
assessments of the goods required and the current costs to determine if bulk purchasing is right for the
municipality. Such purchasing bureaus merit further investigation for possible additional cost savings.
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1.3.3

Budgetary Considerations

The position of Manager of Corporate Services is proposed to be a contracted employee with a set term of
employment. This provides the relief and expertise required now, but does not incur long-term employment
liabilities for the municipalities.
The key downside to this option is that it has immediate cost implications for 2021 but the benefits are:
•

Eliminates duplication of corporate management activities.

•

Addresses current and ongoing staffing challenges.

•

Risk Management & Mitigation – right people doing the right work to ensure legislative compliance.

•

Improves municipal servicing efficiency in the delivery of the corporate/administration services.

•

Improves customer service to citizens and portrays the professionalism they expect in municipal
operations.

•

positions the three municipalities well moving forward.

There is no anticipated reduction to current administrative staffing levels because in this scenario, all current
Clerk-Treasurers and administrative staff would remain in their positions but some shifting and re-defining of
roles and responsibilities would be required to make the best use of administrative resources.
It is recommended a trained Human Resources professional may be required to assist to manage all reorganization activities. It’s anticipated such a contract would most likely need a term of at least a year.
Costs of an HR consultant are unknown at this time but generally, the consultant would be engaged to;
•

Create an inventory of all current roles and responsibilities.

•

Work with administrative staff to re-define new roles.

•

Develop new job descriptions and get the right people in the right positions.

•

Assist with the selection and engagement process.

Cost savings and other efficiencies noted in the other areas of this study can be used to offset any possible
upward shift in wages.

1.4

Future Considerations
1.

To address the wage disparity issue, once the positions are filled, a Compensation Survey should be
undertaken to prove or disprove any reported disparity.

2.

Job Evaluations should also be undertaken once the new roles have been proven to be working well
and then a shared new/updated Pay Grid should be developed to ensure fair pay for the work
undertaken.

3.

Pay Equity Plans may need to be re-visited in the future due to the shifting of roles and responsibilities.

4.

Identify any training gaps that emerge with the new roles and develop a Learning and Development
program to ensure any gaps are addressed.

5.

Pending retirements should be tracked and a Succession Plan should be developed.
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Appendix B

Appendix B – Evaluation of Key Administrative Roles – Public Works,
Infrastructure & Facilities

1.1

Overview of Current Key Titles & Responsibilities

Refer to Table 2.

1.2

Summary of Current State – Challenges/Constraints (Shortfalls/Deficiencies)

We heard the position of Road Superintendent has changed over time. There is more paperwork with the role
now (i.e. creating policies and procedures, compliance, etc.)
Most of the current Road Superintendents were engaged before the role changed and the incumbents reported
they prefer to be working out on than the roads rather than being in the office doing paperwork. Since the Road
Superintendent position has really morphed into much more of an management position now, the individuals
filling this role should not be in a union.
1.

Public works reported it is struggling with cost control. They reported constant breakdowns (even with
new equipment), which is;

2.

hampering their ability to get the work done and,

3.

causing servicing issues for citizens. They reported their concerns with not being able to keep up with
infrastructure without funding and future funding is uncertain.

There does not appear to be an issue with the turnover of roads employees. In fact, there are a number of longterm road employees resulting in a shortage of available staff to cover vacations, due to them having accumulated
so much vacation time due to their long service. It’s also important to note that there are a number of these
seasoned employees who will be retiring over the next three (3) years, so the absence of any succession plan to
replace them is a concern.
A lack of communication with both the offices and/or Council was also cited as an area of frustration. Often their
reports to Council are challenged and/or their recommendations are not approved.
It was also noted that there appears to be operational challenges at the landfill and/or waste depot sites and that
managing these challenges consumes too much of the Road Superintendents’ time. This indicates there is a
need to improve the management and operations of these sites. The issues should be reviewed and evaluated
to address the issues and ensure there are safeguards in place to preserve the life of them by applying good
management practices.
Lastly, we received feedback that, while the roads employees in the three (3) municipalities do already coordinate
some joint roads maintenance and share equipment and operators, it was felt that more coordination would
provide even more efficiency;
1.

they could cover each other off during peak vacation times.

2.

they could coordinate road maintenance and construction projects. This would help with succession
planning because they would be cross-trained.

3.

The three municipalities could advertise and purchase some pieces of equipment together instead of
each having to purchase the same equipment.

Having one shared Public Works/Infrastructure & Facilities Department with a Manager of Operations would
enable more coordination, resulting in cost savings and process improvements that will achieve greater efficiency
for all three municipalities

Page 1
February 2021

Recommendation #1: Create a “Public Works/Infrastructure & Facilities” Department.
This department would be under the direction of the new Manager of Corporate Services and would be
responsible for the overall operational management, administration, operation and maintenance of the public
works/infrastructure, landfills and public areas (parks, recreation, etc.).
Recommendation #2: Create a Manager of Operations position and engage a contracted employee for a set
term, to provide the ability to monitor performance and assess the effectiveness and efficiencies achieved with
the new position.
Providing leadership to the Public Works/Infrastructure & Facilities Department, the Manager of Operations
provides stratetic and operational leaders and general oversightof Public Works, Landfills, Public Areas and
Buildings/Facilities.
Recommendation #3 – Retain current Road Superintendents as is, but roles such as paperwork, procurement,
etc. will be reassigned to the Manager of Operations.
The Road Superintendents will report to the Manager of Operations.
Recommendation #4 – Share/cross train public works teams to cover for vacations, extra help on construction
projects, etc.
1.2.1

Implementation Strategies

A new job description would be need to be created for the Manager of Operations. A Manager of Operations Job
Outline with proposed necessary Skill Sets/Competencies has been created and is attached as Appendix F.
All newly developed/realigned positions will be posted internally so that all those interested have the same and
equal opportunity to apply. Any positions not filled will be advertised externally.
An assessment will need to be undertaken to see how these changes may affect any currently unionized Road
Superintendents.
1.2.2

Lead Hand/Operators

One of these Lead Hands could be assigned responsibility for the 4 landfill sites (perhaps with the title of
Environmental Supervisor) and one could be assigned the responsibility to manage the public areas in all
municipalities (perhaps with the title of Public Areas Supervisor). These new job descriptions would also need to
be developed to accurately reflect their new roles.
1.2.3

Roads Operators

The duties of the remaining Operator positions under this department would generally not change. Current
operators would be asked to cover off vacation periods, help on construction projects in the other municipalities,
etc. This would be coordinated and determined by the Manager of Operations.
However, the union would likely need to be informed of any such internal departmental changes. All three (3)
municipalities are covered by the same union so it is hoped that no issues would be experiences.
1.2.4

Sharing Equipment

A committee should be established to work with the Manager of Operations to develop a formal agreement to
document the types of equipment that could be shared, who purchases it, how is it shared, who operates it, who
pays for breakdowns/damage, etc.
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1.2.5

Maintenance Agreements

Current collaboration efforts being undertaken on an “open” agreement basis should be captured and formalized
in an agreement.
Mutual Aid type agreements should also be established for roads maintenance, (i.e. you maintain it this year, we
maintain it next year, etc.)
1.2.6

Roads Maintenance Standards

It is recognized there are minimum standards set out by the Province, but some of the municipalities exceed the
minimum standards and some just meet them.
If possible, it would be desirable to standardize the road maintenance levels across all three municipalities. There
would be a need to assess the standards currently provided in each to determine the level their ratepayers are
accustomed to and then set the standard that’s most affordable.
If however this is not possible/feasible, the Manager of Operations would still be able to ensure the standards
were met regardless of who was maintaining the road.
1.2.7

Bulk Purchasing

The Manager of Operations would be responsible for the bulk purchasing/competitive sourcing of roads supplies,
joint RFP/Tenders for gravel, etc. (in consultation with the Manager of Corporate Services)
An inventory of the types of goods, services and supplies this department requires and the quantities of supplies
(gravel, dust suppressant, winter sand, etc.) should be developed. Bulk purchasing cooperatives and suppliers
can then be sourced to get better pricing for all three (3) municipalities. There may also be an opportunity to work
with the County to get even better pricing.

1.3

Budgetary Considerations

This would be a new position so this will be a new cost to the municipalities however, such an employee would
position the municipalities for the future and address the serious issue of succession planning. The position will
be filled by a employment contract. Based on the average wages of the current Road Superintendent positions,
it appears the average salary for this position might be in the range of $90,000/yr. plus benefits. The cost of this
position could be divided equally three ways or a formula could be developed to ensure sharing costs are
apportioned appropriately. The formula used for sharing costs does not mirror the percentage of time the
Manager will spend in each municipality.
1.3.1

Cost Savings:

This position will save contracting costs, any consulting fees paid for RFP and grant-writing services, etc. that
are currently experienced by the municipalities. These savings can be applied to offset the cost of this new
position.
To determine actual savings, more detailed analysis would be necessary to determine the types and numbers of
contractors currently being engaged as we did not have current costs available to us.
The cost savings that will be achieved by having dedicated staff to ensure the municipalities are getting the best
pricing by managing bulk purchasing opportunities, can also be used to offset the cost of this new position.
The need to bring in part time staff may also be able to be reduced as there will be more operators available
once the current Road Superintendents will be functioning as Operators also while leading their teams. Again,
more detailed analysis is needed to determine if this is feasible and exactly how much could be saved that would
be available to offset the cost of this new position.
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Benefits:

1.4

4.

Improves efficiency through greater coordination.

5.

Saves money on contractors and consulting fees.

6.

Ensures proper processes and protocols are in place to protect the municipalities from liability.

7.

Improved services for citizens.

8.

Enables cross-training and succession planning.

9.

Allows for more coordination of project management efforts on large capital projects.

Future Considerations

Once the positions are in place, the new job(s) will need to be evaluated and pay equity may need to be updated.
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Appendix C

Appendix C – Evaluation of Building, By-Law Enforcement & Planning

Overview of Current State – Titles & Key Responsibilities
Refer to Table 2.

Summary of Current State – Challenges/Constraints (Shortfalls/Deficiencies)
Under the Building Code Act (BCA), municipalities are required to have a Chief Building Official (CBO). Therefore,
whether or not municipalities issue enough building permits each year to cover the CBO labour costs, is irrelevant
and full cost recovery is not necessarily possible.
Two (2) of the municipalities (Tudor and Cashel and Wollaston), are currently sharing the services of Head of
Building Department (CBO/By-Law Enforcement Officer) by contract. The individual is an employee of the
Township of Faraday and his annual wages and benefits apportioned to each of the three (3) parties to the
agreement. The agreement was set to expire on December 31, 2020.
The Township of Limerick has their own CBO/By-Law Enforcement Officer who is not an employee of the
Township but is engaged by contract. The combined annual cost for CBO services for all three in 2019 was
approximately $103,000.
Briefly, the CBO/By-Law Officer is responsible for ensuring compliance with provisions of the Ontario Building
Code and all other relevant legislation, other applicable laws (i.e., Comprehensive Zoning By-laws as they apply
to buildings & structure), and regulations while performing all aspects of the Building Department including
efficient delivery of building inspections, examination of drawings and issuance of permits, through to compliance
inspections and record keeping.
1.2.1

Planning Function

None of the municipalities has a dedicated planner and the responsibility for processing planning applications
lies with the CAOs with some administrative assistance.
Processing zoning by-law amendments and minor variances, etc. requires tracking the application process from
start to finish and includes a number of notice and circulation requirements.
We heard that the administrative aspect of planning consumes a great deal of administrative time and it was
identified as a role that could and should be filled by someone with the appropriate training and dedicated time
to ensure the requirements of the Planning Act are being followed and notice requirements are being met.
The risk with the planning function being another one of the CAO’s roles is that, since it’s not their primary role
and they don’t work with it every day, it takes them longer to fill this role than a dedicated planner, due to the
need to continually research next steps in each planning application. It’s not that processing planning
applications is a difficult role, but there are a number of steps to the process that are both time-consuming and if
dates are missed, etc., it can result in liability for the municipality. It’s important that this role be undertaken by
trained individuals who can focus on this as their primary role.
Acting as the Secretary for the Committees of Adjustment in each municipality and preparing the minutes also
consumes time of the CAO when this function could easily be filled by a lower level employee at a lower rate of
pay.
Further efficiencies may be found if it’s possible to establish and share a Joint Committee of Adjustment with
representation from each municipality, to process all planning applications. More research would be needed to
determine if this is desirable or possible for three separate municipalities.
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It was agreed that sharing one CBO is required for consistent application of the Building Code Act and the bylaws of the three municipalities would be desirable.
It was also agreed there would be efficiencies achieved with having one planner who could administer the
planning services for all three municipalities. It was noted that all three Comprehensive Zoning By-laws are in
need of updating.
Recommendation #1 - Create one new department called, “Development Services Department”
This new department will be responsible for Building, By-Law and Planning activities for all three municipalities.
It is intended to increase coordination efforts. A number of municipalities now have this new department to
streamline development processes and operations.
Recommendation #2 - Merge roles to create a new, “Manager of Development Services/CBO” The position is
proposed to be a contracted employee with a set term of employment to provide the ability to monitor performance
and assess the effectiveness and efficiencies achieved with the new position.
Reporting to the Manager of Corporate Services and the three Councils the Manager of Development
Services/CBO is responsible for the management and overall operations of the Building, By-Law Enforcement
and Planning functions in the three municipalities.

Administrative Assistance for the Development Services Department
It was felt the position of Manager of Development Services would be a robust position so to function efficiently,
it will need to be supported by some administrative assistance. One of the current, or soon to be hired,
Administrative Assistants could be assigned to assist this new department.
This position would provide customer service as the initial contact and administration support for the Development
Services Department. Generally, this position will;
•

Respond to email, telephone enquiries/complaints,

•

Provide community information and provide advice and assistance to the public,

•

Ensure building permit, Ontario Building Code, zoning, civic addressing, and related inquires are dealt
with or referred to the appropriate party,

•

Provide cursory review of permit submittals for completeness and follow up on missing information,

•

Prepare and distribute statistical reports,

•

Maintain records and file them in the property management system,

•

Assist with required Planning Act application circulations,

•

Carry out the administrative functions of the Committee of the Committee(s) of Adjustment, including
minute-taking, agenda preparation/distribution, etc.

Recommendation #3 - Reassign one of the current (or yet to be hired) Administration Assistants to work with
this department to assist with administrative duties as required.
Recommendation #4 - For increased efficiency, investigate further the possibility of having one Committee of
Adjustment to hear the planning matters of all the municipalities.

Current User Fees
We have noted that the current fees for building permits, planning fees and other user fees in the municipalities
appear to be lower than other rural/seasonal municipal comparators we researched, so if these fees are
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increased the increased revenues will help offset the wages of this new Manager of Development Services CBO
position.
Recommendation #5 - Create an inventory of current user fees and determine if there is an opportunity to
increase them to help offset the cost of this new Manager of Development Services/CBO position.
Recommendation #6 - Review the number of dog tags issued per year and undertake an inventory of current
dog licensing fees to determine if the fees should be increased to offset the cost of animal control.

Implementation Strategies
A job outline with proposed skills and competencies for the Manager of Development Services/CBO, has been
created and is attached as Appendix F.
A joint agreement between the three (3) municipalities will need to be developed to share the Manager of
Development Services/CBO.
Determine if this position will be an employee a contracted employee or an external contract position.
Incumbents in the current agreements should be asked if they are interested in this new role. If more than one
incumbent is interested, a proper hiring process would be implemented (internal posting, interviewing, employee
assessments, etc.).
If incumbents are not interested the position should be advertised.

Budgetary Considerations
As mentioned, municipalities must have a CBO so cost recovery should not the only consideration when deciding
whether or not to create a new department and a combined role. The risks of non-compliance with building and
planning legislation can be far more costly from a financial perspective and result in a lack of confidence in
Council and administration.
According to Neuvoo.ca, the average Chief Building Official salary in Canada is $85,500 per year (+ benefits),
which is lower than the amount paid by the three municipalities separately in 2019.
As mentioned above, the combined expenditure of the three municipalities for CBO services for 2019 was approx.
$103,000 and at this time, it’s anticipated this would be a similar amount they could expect to pay for this new
Manager of Development Services/CBO position.
Split evenly three ways though, the Township of Limerick would see their costs for CBO be increased. So to
ensure costs are apportioned fairly and equitably, alternatively a formula could be developed instead.
Even if some increase is experienced in CBO services the municipalities need to keep in mind, they will also see
improved servicing for their citizens with better enforcement, which in turn will see an increase in building permit
revenues.
Additionally, it was reported that there has already been an increase in building permits issued in the
municipalities, so all indications are the building permit revenue will increase.
Benefits:
•

Properly trained staff to ensure compliance with legislation.

•

Risk management - properly trained to protect the municipalities from liability.

•

Efficiency with the use of the same policies/procedures, forms, etc. and standardized reporting.

•

Consistent application of the applicable Acts across all three municipalities.

•

Ability to streamline processes instead of each processing their own applications.
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•

Improved services to citizens.

•

Consistent enforcement across all three municipalities.

•

Consistent fees.

Future Considerations
Once the positions are in place, the new job(s) will need to be evaluated for inclusion in the pay grid.
It was noted that the Province may be looking at a proposal that would see CBOs working for a Provincial
Authority not a municipality. It is unknown at this time if this change will happen and/or when it might happen but
if it does, it may result in cost savings to municipalities.
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Appendix D

Appendix D – Evaluation of Other Coordination Opportunities

1.1

Municipal Offices in Need to Repair/Replacement/Shared Office Space

We understand the municipal offices are all in need of repair or replacement and one is scheduled for
replacement within the near future.
The working conditions in the municipal offices is not ideal with respect to dust, fumes, rodents etc. Employee
health and welfare is a concern and needs to be a top priority.
Most offices have no room for proper or secure records retention and a great deal of time is spent trying to
retrieve documents due to past records retention practices.
Records in a municipality are often difficult to find because they are managed departmentally. They tend to be
kept for too long because staff may not be aware of the legal or functional retention periods of their records.
Retention By-laws also tend to be outdated and incomplete causing legal risk.
Some offices have no areas in which to meet with citizens privately and confidentiality is a major concern. In
addition there is a need for the Mayors/Reeve to have an office where they can meet privately and confidentially
with ratepayers.
There are no formal council chambers in the municipal offices for Limerick, and marginal space for Wollaston.
Without a formal council chambers, there is often no decorum at meetings because citizens and visitors do not
consider or respect the legislative importance of the work Council is undertaking at a council meeting.
Some municipal buildings are not deemed accessible or barrier-free, and it is understandable that any
renovations to municipal building would be postponed until a clear repair/replacement strategy is confirmed.
It was felt since renovations and even new construction of a municipal office is currently underway, there is merit
at looking at opportunities to share office space and for administration to work under one roof.

1.2

Study Findings & Preferred Alternatives

While citizens often have an aversion to spending taxpayer money on municipal offices, the reality is municipal
offices are the core of municipal operations and there is a demonstrated need to doing something about them
soon.
What citizens need to be aware of, is that a single health or injury claim could cost a municipality far more than
a one-third contribution of capital funds towards providing a safe and secure shared municipal office – be it a
renovated space, a new building or perhaps even a rental space.
In the end, experience has proven that eventually a municipal hub will become a source of pride for municipalities
and their citizens and it will portray the professionalism citizens expect from municipal operations.
Sharing office space and having one municipal office would enable more coordination of the administration and
finance functions and support the proposed new positions in working together for a common end.
In addition, sharing office space will reduce costs for the municipalities because there will be the need for only
one internet service, one phone system, shared office equipment and shared technology software/platforms.
Municipalities will experience a reduction in insurance costs, hydro costs and maintenance and repair costs for
the buildings.
Some possible buildings that could work were suggested along with the suggestion that if new construction is
preferred, possibly tying the construction of a new firehall in with the municipal office to create a community hub.
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While sharing office space is most likely possible legislatively, sharing one Council Chamber may not be possible
because it would result in municipal Councils meeting outside their municipal borders, which would contravene
the Municipal Act. However, with COVID-19 there have been legislative changes made to permit virtual meetings
so this merits further investigation.
Another issue with sharing a Council Chamber could be that more than one meeting may be needed to be held
on the same day. Scheduling would be imperative.
While there will be upfront capital costs, there are efficiencies and operational costs savings to be achieved in
both the short and long term. However, we do not have enough information to make a recommendation at this
time.
Recommendation: Undertake a more detailed analysis of the feasibility of renovating/building a shared
municipal office.
1.2.1

Implementation Strategies

A study of the current conditions of the three municipal offices should be undertaken. (i.e. which ones are in the
worst condition/best condition). Some are addressed in Asset Management plans.
Take an inventory of all available buildings that could be renovated to work as shared office space/a shared
municipal office.
Determine if a municipal office is desired or a joint firehall/municipal office community hub is desired.
Shared Use Agreements would need to be developed for sharing a building.

1.3

Budgetary Considerations

There will be a cost to build a new municipal office/hub or renovating one building to create one shared municipal
office, but split three ways will reduce the capital expenditure for a municipal office for each.
Savings will be experienced on annual maintenance costs of poor-functioning buildings and these savings can
be applied towards the cost of setting up a shared office.
Reserves should be set aside if not already for new construction.
Determine if any of the current buildings and/or surplus lands could be sold and proceeds used to offset the cost
of establishing shared municipal office.
Benefits:


Consistent facility management services across all 3 municipalities.



Easier to share management services if all are under one roof.



Efficiencies in the delivery of the administration and finance functions.



Cost savings on office expenses (i.e. internet, phone systems, office equipment, insurance, etc.)



Improved service to citizens that enhances the professionalism the municipalities want to exhibit to build
confidence in municipal operations.



In the case of new construction - a community hub to which all communities can be proud.

1.3.1

Future Considerations

Would position the three (3) municipalities well for any possible future amalgamation, should the Province direct
municipalities to amalgamate.
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1.3.2

Shared Use and Purchase of Technology

It was noted there are a number of suppliers of software who provide software platforms that result in cost and
time savings, process improvements, service improvements for citizens and efficiencies and they merit further
investigation.
For instance all municipalities are using MUNISOFT, but are there ways to coordinate its use to bring efficiency.
There is a need to explore in more detail, the common IT systems being used in the three municipalities (i.e.
MUNISOFT, iCompass, GoEvo, etc.), to determine how Information Technology can be better used to enhance
program delivery (quicker communications & information, better case management, cost savings in staff time,
etc.), to stretch the limited resources and provide better more efficient service to citizens.
Modernizing the municipality may also help attract and retain youth who are accustomed to new technology.
Recommendation: Explore in more detail those IT platforms that can be used and/or consolidated to work for
all three municipalities.
1.3.3

Implementation Strategy

Inventory the current technology being used in the three (3) municipalities
Determine any new technology needed to bring more efficiency – undertake a technology needs assessment
A determination would then be made on which technology platforms could be shared.
An investigation would be undertaken with suppliers to provide shared technology software/platforms (i.e.
MUNISOFT for finance, TOMRMS for filing & record-keeping, etc.)
Benefits:

1.4



Cost savings on the purchase of new technology that individually, municipalities could not afford.



Improve efficiency by using new technology and consolidating municipal platforms.



Provide better, more efficient service to citizens, in modern formats to which they are accustomed and
expect.

Future Considerations

An investigation of other innovative online platforms that offer cost savings and efficiencies, particularly for
seasonal residents should be undertaken to modernize municipal administration.
For instance technology is available that simplifies tax and invoice payment, eliminating the need to physically
attend the municipal office or customer service/citizen complaint & engagement software that eliminates the time
it takes to handle and track the status of complaints and requests, while at the same time providing citizens with
the opportunity to track the status of their complaint online.

Page 3
February 2021

Appendix E

Appendix E – Evaluation of Governance

While governance challenges are not part of the scope of this project since they were mentioned a number of
times during the interviews, we felt it was important to note them and offer some recommendations.

1.1

Council vs. Administrative Roles

There appears to be a blurring of roles and responsibilities making it difficult for staff to carry out their assigned
and legislated duties. This blurring of lines impedes a municipality’s ability to function properly and makes it
vulnerable to legal and other risks.
The following is simply provided to help illustrate how the three key roles within a municipality are designed to
function and work together. It depicts the healthy division of responsibility and authority within a municipality.

Governance/Council

Administration

Citizens/Community

The appropriate convergence of the
three roles for optimal shared municipal collaboration and efficiency.

Where all three components merge in the middle there is collaboration and an even and healthy distribution of
responsibility and authority.
If one circle larger than the other, the balance is thrown off and the municipality is not as healthy as it should be
to operate correctly.
For instance, if the Administration circle of responsibility is larger and encroaches on the Council circle, it would
mean it was taking on too strong a role which would erode Council’s authority to govern.
Likewise, if Council’s circle of responsibility encroaches on Administration, it erodes the authority and the ability
for Administration to function properly and often results in putting the municipality at risk.
Finally, the Community/Citizen’s circle would expand if you have a vocal group of citizens who want to take on
part of the council or administration roles. This can sometimes be an indication that a municipality is not
communicating enough, or not communicating effectively, with their citizens.
None of these three (3) scenarios is a desired state.

1.2

Risk Management

Council is a body and it functions much like a Board of Directors in the private sector. As a body it makes
informed decisions together on the policies and by-laws that are in the best interests of the municipality and its
citizens.
The role of the CAO is somewhat like that of a CEO in the private sector. It is the role of the CAO provide
information to Council so they can make informed decisions and then to implement or ensure the direction of
Council is implemented.
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As in the private sector, no one Director would direct the work of the CEO or any staff below the CEO, and the
same is true in municipalities. Doing so could place both the municipality at risk (if an employee carries out a
function that was not approved by the whole of Council), and the individual councillor at risk for personal liability.
(i.e. if the thing they directed the staff member to do, caused harm to the staff member or another person)
It was also noted that Councils are often directly involved in the hiring and negotiation processes. While it may
be appropriate for them to have some involvement in the hiring of a CAO, being directly involved in Human
Resources creates risk for the municipality (unless the council member is a trained HR professional). Human
Resources activities are one of the key sources of litigation if inappropriate questions are asked during an
interview or if an unsuccessful candidate felt proper hiring protocols were not in place and/or followed.
Due to the concerns expressed with governance as they relate to risk management, there may be merit in
conducting a more in depth analysis of the current policies and processes, to identify any existing vulnerabilities
that could be putting the municipality(ies) at unintentional financial or legal risk.
Recommendation: Undertake a more in depth analysis of current policies and processes to identify any potential
risk vulnerabilities.

1.3

Turnover of Elected Officials

The constant turnover of elected officials was identified as another challenge because it results in the continual
need to get new council members up to speed on the operations of the municipality.
There is a need to get a clearer understanding of why it is that council members want to leave after a single term
and then see if there are ways to address those issues.
A comprehensive Council Orientation program could be developed for all to use at the start of the term of each
new council, including training on the demographics of the municipality, their roles and responsibilities and the
roles of staff, along with risk management training.
Recommendation: Develop a shared comprehensive Council Orientation program.
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Appendix F

Job Outline

Role:

Manager of Corporate Services

Reports To: The Councils of Wollaston, Tudor & Cashel, Limerick
Summary
Responsible for providing Corporate leadership, functional oversight and strategic direction in the corporate areas
of the three municipalities.
The Manager of Corporate Services is responsible for leading and facilitating the development of corporate policies
with a commitment to ensuring the mission, vision and values and Council priorities of each of the 3 municipalities
are incorporated into municipal activities and services.
With a focus on service excellence, the Manager of Corporate Services will work with the three Councils and lead
programs to achieve service modernization in the three municipalities, either separately or as shared-servicing.
The Manager of Corporate Services ensures that Departmental programs have the appropriate environment and
resources to respond to the priorities, objectives, and initiatives of the three municipalities, to meet the needs of
internal and external clients, both on a short and long-term basis.
Main Responsibilities
•

Lead the implementation of the directions of the three Councils.

•

Develop a constructive and trusting partnership with the Councils by providing guidance, communications,
advice and decision support on the delivery of corporate initiatives.

•

Provide strategic advice to the three (3) Councils and the senior management teams on matters affecting
municipal programs.

•

Ensures the functions and programs of the three municipalities meet legislative and regulatory
requirements and the municipalities’ individual policies, procedures and Corporate Strategic Plans.

•

Provide visible and positive collaboration with staff to develop and nurture a work environment that is
inclusive, respectful and motivating for staff.

•

Promote employee engagement through effective communications, coaching and mentoring.

•

Support the delegation of decision-making and ensure staff development/training and performance
management activities occur throughout the service area and each municipality.

•

Deliver corporate services by identifying and implementing continuous improvement and innovative
practices which embrace diversity and position the service area at the leading edge of service delivery,
value and quality customer service.

•

Recommend corporate policies, develop and assess management operating policies, procedures, work
systems, methods and standards and report on performance taking corrective action where necessary.

•

Develop and maintain effective and positive working relationships with a variety of stakeholders including
members of council, staff, consultants, external agencies and businesses, other levels of government and
the public.
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Education
A related post-secondary education or university degree/college diploma in Business or Public administration, or
equivalent experience. A Certified Municipal Officer (CMO) or A.M.C.T. designation is an asset; executive
leadership training from a recognized institution is preferred.
Experience
5-7 years relevant and progressive work experience in a leadership role in the municipal environment; an
understanding of municipal finance and municipal operations and services; demonstrated experience in managing
relationships with elected official at various levels (municipal, provincial and federal); experience in modernizing
and implementing initiatives; experience leading organizational change initiatives and known for building
relationships with broad stakeholder groups.

Job Outline

Role:

Manager of Operations

Reports To: The Councils of Wollaston, Tudor & Cashel, Limerick
Department: Public Works/Infrastructure & Facilities
Summary
Reporting to the Manager of Corporate Services, and working with the three councils, the Manager of Operations
provides strategic and operational leadership and general oversight of Public Works, Landfills, Parks & Recreation
and Buildings/Facilities Management services.
The Manager of Operations oversees the design and construction of roads and infrastructure projects in the three
municipalities, ensuring the costing and programming of projects is carried out in an efficient and timely manner;
in accordance with legislative requirements; with sound engineering practice and consistent with the budgetary
guidelines of each municipality.
Main Responsibilities
•

Plan, direct and organize daily operations including but not limited to: the development of high-level
infrastructure management priorities, monitor overall project progress, provide quality assurance reviews
on projects, providing technical direction to ensure work is completed in accordance with the policies and
procedures of the three municipalities.

•

Coordinate the sharing/use of equipment amongst the three municipalities.

•

Develop and administer long and short-term maintenance programs and schedules for municipal
infrastructure and equipment Provide strategic advice to the three (3) Councils and the senior
management teams on matters affecting municipal programs.

•

Responsible for investigating and responding to complaints or work requests in each municipality and
monitoring the progress of any ensuing work necessary to resolve.

•

Prepare technical reports, logs, specifications, requests and other documentation as required.

•

Develop public works policies, business cases and reports for the Manager of Corporate Services and
the individual Councils.

•

Responsible for the organization and acquisition of supplies, parts and equipment as needed, develops
appropriate bid documents and works with the Manager of Corporate Services to ensure procurement
policies are in place and followed.

•

Work with the Manager of Corporate Services to fill out project funding applications.

•

Plan and develop the annual operating and capital plans and budgets in coordination with the Manager
of Corporate Services and/or Clerk/Treasurers.

•

Responsible for the development of departmental standards, asset management plans, needs
assessments and the policies and procedures for these services, for each municipality.
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•

Act as project manager on construction projects and liaises with engineers, contractors, and other
stakeholders.

•

Ensure the municipalities are in compliance with all necessary Provincial policies and regulations.

Education
A related post-secondary education or community college diploma such as Business/Public Administration, or
Public Works Management, or related discipline, or an equivalent mix of education and related experience in public
works and parks and recreation services; college diploma in Civil Engineering Technology or registration with
OACETT as a CET is preferred; a degree in Civil Engineering and P. Eng designation is an asset.
Experience
5-7 years relevant and progressive management experience in a related or municipal operations environment;
understanding of municipal/public sector operations and services; experience in modernizing and implementing
initiatives; working knowledge of legislation and policies that affect municipal operations governance in Ontario.

Job Outline

Role:

Manager of Development Services/CBO

Reports To: The Councils of Wollaston, Tudor & Cashel, Limerick
Summary
Reporting to the Manager of Corporate Services and the three Councils the Manager of Development
Services/CBO is responsible for the management and overall operations of the Building, By-Law Enforcement and
Planning functions in the three municipalities.
The Manager of Development Services/CBO administers the processes required by the Building Code Act and
enforces the regulations set out in the Building Code and other applicable law such as zoning by-laws, etc. and
assists the public in the three municipalities with development initiatives (building and planning)
This position also administers, or ensures the administration of all planning matters within the three municipalities
and co-ordinates with external agencies and other levels of government to ensure all legislated planning
requirements are met.
Main Responsibilities
CBO/Building:
•

Ensures that all development or improvements of property within the three Townships are in compliance
with the Building Code, Official Plan and Zoning By-laws and other legislation.

•

Requires that all applications for building permit contain proper drawings, specifications and other
information necessary for the issue of a permit.

•

Examines applications for building permits to ensure compliance with Official Plan, Zoning, Subdivision
Agreement and Site Plan agreements to ensure proper location of buildings on the lot.

•

Examines all drawings and specifications for proposed buildings to ensure compliance with the Building
Code and to assist the applicant to ensure compliance by pointing out any deficiencies.

•

Issues building permits if all aspects of the application meet the necessary requirements and by-laws.

•

Maintains records of permits issued, inspection reports, deficiency lists and occupancy permits for all
properties in a suitable computer system and provides reports to each Council on the same.

By-Law Enforcement:
•

Enforces the by-laws of the three municipalities regarding Official Plan, zoning, building and property
standards.

•

Enforces, issues citations, supports hearings.

Planning:
•

Develops policies and procedures to the Manager of Corporate Services as required by legislation and in
accordance with good legal practice.
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•

Advises all planning applicants of any requirements to be met in the Official Plans and Zoning by-laws of
the three municipalities.

•

Ensures planning notices are sent and procedures set out in the Planning Act are followed in accordance
with the Act.

Education
A post secondary diploma or degree in a related field such as architecture, construction or engineering program;
must possess a Certified Building Code Official (CBCO) designation from the Ontario Building Officials
Association; certification as an Inspector Part 8 – On Site Sewage Systems and Plumbing - The House, HVAC
House and Small Buildings is considered an asset, municipal By-Law certification.
Experience
Minimum of 5 years’ management experience in building inspection, construction and planning in the municipal
environment in a similar capacity; wide-ranging knowledge of the Ontario Building Code (OBC), the Building Code
Act, building construction and other relevant regulations and legislation; familiarity with municipal planning and in
serving the public directly; good understanding of municipal by-laws, the Provincial Offenses Act and other
applicable legislation.

Appendix G

Statement of Service Conditions & Limitations
The following conditions and limitations shall form an integral part of any agreement between Greenview and the Client. In the event
of duplication or conflict, the most stringent shall supercede the other.
Provision of Services and Payment
Upon documented acceptance of Greenview’s proposed services
and conditions in written form by the Client, Greenview may
commence work on the proposed services directly.
Greenview’s offers for services in the form of proposals, quotations,
bids, tenders, or other like an offering to a Client are formulated
upon available information at the time of the offer submission. In
the event of discovery of unknown conditions, or any other unknown
circumstance that may arise following the presentation of
Greenview’s offer to the Client, Greenview reserves the right to
negotiate terms with the Client with respect to changes in scope,
fees, disbursements, or the like as may be fair and reasonable
considering the discovery.
Upon retention of Greenview’s services related to any commission,
the Client agrees to remit payment for the services rendered for the
specified period within (30) days of the invoice date as invoiced by
Greenview on a typical monthly basis, unless otherwise arranged
between the Client and Greenview. In the event of non-payment by
the Client, Greenview reserves the right, without external influence
or expense, to discontinue services and retain any documentation,
data, reports, or other project information until such time as payment
is received by Greenview. Interest on any overdue accounts may
be applied accordingly.
Warranty, Limitations, and Reliance
Greenview relies on background and historical information from the
Client to determine the appropriate scope of services to meet the
Client’s objectives, in accordance with applicable legislation,
guidelines, industry practices, and accepted methodologies.
Greenview provides its services under the specific terms and
conditions of a specific proposal (and where necessary formal
contract), in accordance with the above requirements and the
Limitations Act 2002, as amended, only.
The hypotheses, results, conclusions, and recommendations
presented in documentation authored by Greenview are founded on
the information provided by the Client to Greenview in preparation
for the work. Facts, conditions, and circumstances discovered by
Greenview during the performance of the work requested by the
Client are assumed by Greenview to be part of preparatory
information provided by the Client as part of the proposal stage of
the project. Greenview assumes that, until notified or discovered
otherwise, that the information provided by, or obtained by
Greenview from, the Client is factual, accurate, and represents a
true depiction of the circumstances that exist related to the time of
the work.
Greenview relies on its Clients to inform Greenview if there are
changes to any related information to the work. Greenview does
not review, analyze, or attempt to verify the accuracy or
completeness of the information or materials provided, or
circumstances encountered, other than in accordance with
applicable accepted industry practice. Greenview will not be
responsible for matters arising from incomplete, incorrect, or
misleading information or from facts or circumstances that are not
fully disclosed to, or that are concealed from Greenview during the
period that proposals, services, work, or documentation preparation
was performed by Greenview.
Facts, conditions, information, and circumstances may vary with
time and locations and Greenview’s services are based on a review
of such matters as they existed at the time and location indicated in
its documentation. No assurance is made by Greenview that the
facts, conditions, information, circumstances or any underlying
assumptions made by Greenview in connection with the work
performed will not change after the work is completed and
documentation is submitted. If any such changes occur or additional
information is obtained, Greenview should be advised and
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requested to consider if the changes or additional information affect
its findings or results.
When preparing documentation, Greenview considers applicable
legislation, regulations, governmental guidelines, and policies to the
extent they are within its knowledge, but Greenview is not
qualified to advise with respect to legal matters. The presentation
of information regarding applicable legislation, regulations, not
intended to and should not be interpreted as constituting a legal
opinion concerning the work completed or conditions outlined in a
report. All legal matters should be reviewed and considered by an
appropriately qualified legal practitioner.
Greenview’s services, work and reports are provided solely for the
exclusive use of the Client which has retained the services of
Greenview and to which its reports are addressed. Greenview is
not responsible for the use of its services, work or reports by any
other party, or for the reliance on, or for any decision which is made
by any party using the services or work performed by or a report
prepared by Greenview without Greenview’s express written
consent. Any party that uses, relies on, or makes a decision based
on services or work performed by Greenview or a report prepared
by Greenview without Greenview’s express written consent, does
so at its own risk. Except as set out herein, Greenview specifically
disclaims any liability or responsibility to any third party for any loss,
damage, expense, fine, penalty or other such thing which may arise
or result from the use of, reliance on or decision based on any
information, recommendation or other matter arising from the
services, work or reports provided by Greenview.
Site Reviews and Assessments
A site assessment is created using data and information collected
during the investigation of a site and based on conditions
encountered at the time and particular locations at which fieldwork
is conducted. The information, sample results and data collected
represent the conditions only at the specific times at which and at
those specific locations from which the information, samples and
data were obtained and the information, sample results and data
may vary at other locations and times. To the extent that
Greenview’s work or report considers any locations or times other
than those from which information, sample results and data were
specifically received, the work or report is based on a reasonable
extrapolation from such information, sample results and data but the
actual conditions encountered may vary from those based on
extrapolations.
Only conditions, and substances, at the site and locations chosen
for study by the Client are evaluated; no adjacent or other properties
are evaluated unless specifically requested by the Client. Any
physical or other aspects of the site that were not chosen for study
by the Client, or any other matter not specifically addressed in a
report prepared by Greenview, are beyond the scope of the work
performed by Greenview and such matters have not been
investigated or addressed.
Confidentiality
Greenview provides its proposals, reports, assessments, designs,
and any other work for the sole party identified as the Client or
potential Client in the case of proposals.
For proposals specifically, the information contained therein is
strictly confidential, proprietary information, and shall not be
reproduced or disclosed to any other party than to that of the
addressee of the original proposal submission, without prior written
permission of Greenview. Any such unauthorised reproduction, in
whole or in part, is considered a breach of trust or contract, as
applicable by law.

