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Peterborough County Public Works Service Delivery
Review
EXECUTIVE SUMMARY
The Peterborough County’s (“the County” or “PB”) is an
upper tier municipality with an estimated population of
55,7831 and 33,925 households. Its land area is large at
3,769.18 square kilometres, in fact, only 7 of 31 uppertier municipalities are larger in Ontario. Although the
County has some urbanized areas, it is mostly rural with
only 14.8 people per square kilometre (5th lowest). The
County’s Public Works Division, now part of the Planning
and Public Works Department, includes Waste
Management, Operations (including Fleet Management),
Engineering and Design/Capital Projects and Facilities
Management. This is by far the largest portfolio in the
County with a 2021 budget of over $38 million (47% of
total budget). It manages 710 kilometres of road and 219
structures and an extensive capital program of currently
estimated at nearing $200 million over the next ten years.
In Ontario, municipalities are highly regulated and many
public works services require delivery at or above

1

minimum maintenance standards. Asset management
plans and financing strategies are required by 2022 for
core assets. Infrastructure deficits are creating much
pressure on financial and human resources as
municipalities, including the County, attempt to reduce
the gap and grow to meet changing demographics.
Relatively low taxes, beautiful natural amenities and
proximity to the GTA, make the County very attractive for
those desiring to leave the ‘city’ for a more rural lifestyle.
COVID has prompted many to do just that and
consequently, parts of the County are seeing significant
growth. This has both positive and negative impacts.
Firstly, the growth means that the County will see an
increased tax base, providing additional financial
resources to provide services. However, it also means
additional workload, heightened expectations for services
from those who are accustomed to a fuller range of
services offered by large GTA municipalities. Further,
growth means more demands on an already aging
infrastructure that the County is grappling to manage its

2016 Census – Statistics Canada
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deficit. Development applications are increasing
requiring plan reviews and coordination with the local
municipalities. Because the County has manual, paperbased processes, this adds significant pressure on staff
resources.
County Council and management are keenly aware of this
fact. In 2020, the County engaged MNP LLP to undertake
a Service Delivery Review of all its operations which
revealed some of the key findings with respect to Public
Works as follows:
• C2: Consolidate all waste management activities at
the County level
• C4: Optimize Roads Maintenance & Fleet
Utilization with Townships
• E1. Hire an additional Engineer and Admin
Support for Infrastructure Services
• E2. Investigate other areas of County services that
have high third part costs to assess business case
for insourcing work
• F1: Benchmark facilities costs
• F2: Hire full time facility maintenance person to
reduce outsourcing costs
• F3: Consider public tender of facilities contract
• F4: Prepare a County facilities plan that outlines
future needs and innovative options to
address requirements

• I3. Review Ops Work Methods & Task Planning to
Reduce Overtime
• K1: Adjust service levels to minimum required
standards unless there is a clear business case or
public need for enhanced services
• K2: Modify delivery of Winter Operations to
adhere to Provincial MMS
• K3: Additional Consultation for Capital Plan
• L2: Increase landfill tipping fees
• P1:Common processes and policies
• P2:Documented work flows
• P3:Risk management procedures
• Q1:Bundle Work/consider multi-year contracts to
Create Larger Purchases
• Q2:Leverage procurement services/bulk buying coops
• Q3:Consider innovative procurement models such
as design build
• R1:Reduce consulting expenditures by insourcing
• R2: Strengthen capacity to implement Capital Plan,
including new FTE in Engineering and design
• R3.:Focus effort on core capital planning function
Following that review, the County acted on some of these
recommendations, such as hiring a full time Facilities
Manager. This has proved to be a good first start on the
road to better facilities management.
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In late 2020, the County engaged WSCS Consulting
Incorporated to undertake a ‘deep dive’ into Public Works
to assess the processes, procedures and systems and
provide specific recommendations and roadmap to
supplement these initial findings. In general, WSCS
agrees with MNP’s recommendations and offers
additional findings and recommendations specifically
focused on Public Works.
The County’s Public Works Division has seen many
changes in recent years. From an organizational
perspective, lack of management stability has had a
significant impact on the operations and ability to deliver
services. It would appear that, until the recent
recruitment of seasoned leaders, that the County has
been “getting by” but service levels have declined. COVID
has taken its toll on the entire sector but municipalities
with good foundational processes, systems with stable
staffing in place seemed to have faired relatively well.
The County did not have that luxury. Many of the
processes remain manual, paper based and technology,
while available, is underutilized. The lack of performance
data means that few measures are in place to assess the
service levels. However, the general sentiment from
consultations indicate that, because of a lack of work
management and planning, that service levels have
declined. Staff expressed frustration with the lack of
planning, communication and direction and many left the
organization out of frustration. The good news is that

recent management changes have already made
significant improvements, if nothing else, the optimism of
staff is evident and County Council commitment is
commendable.
That being said, there is much to be done. Our
recommendations focus on customer service,
organizational changes, technology, processes and
procedural devilment. We have recommended a new
planning and performance management framework to
better guide work planning and measurement of success.
Several alternative delivery recommendations that would
improve collaboration with the local municipalities. Our
estimated cost of implementation is approximately $1.3
million, $380k of which is already funded by current
projects. The County has applied for the Municipal
Modernization grant program focussed on
implementation for which decisions are expected shortly.
By making the investments in technology and resources
now, we are confident that the County will realize
significant savings ($3million in 10 years) and a short
payback period of 6 years. This will take a concerted
effort by staff with strong project management in order
to be successful and is reliant on maintaining momentum.
Staff expressed their reticence with past reviews and
therefore, it is critical that County management remain
steadfast in its goals, staff engagement/communication
and measure/report on its success on a regular basis.
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PROJECT OBJECTIVE
The goal of this project was to undertake a ‘deep dive’
analysis of the current Peterborough County Public Works
Division, its organization, demand management and
service levels. The project was intended to supplement
the work undertaken by MNP in 2020 whereby high-level
opportunities were identified for consideration.

c. improve service delivery mechanisms
processes
d. maintain existing service levels in the face of
competing priorities or decreasing revenues
e. reduce costs; and/or improve revenues.

and

This review includes an assessment of the County's
roads/bridge network, operations and maintenance
activities, fleet, facility and asset management practices.
The objectives are to determine if services can be
improved, delivered more effectively and/or efficiently
and explore synergies with the local municipalities.
The Service Delivery Review is consistent with the
County’s strategic goal for financial accountability, better
management of infrastructure, find efficiencies and
implement sustainable service delivery.
FIGURE 1: SERVICE DELIVERY REVIEWS - KEYS TO SUCCESS

The Review will serve as a framework to guide staff and
Council in assessing operational effectiveness, financial
sustainability, and achievement of key enumerated
objectives. The key focus is to determine if the County
has opportunities to:

WSCS utilizes the Guide to Service Delivery Reviews
released by the Ontario Municipal Affairs and Housing
Ministry. The guide suggests 10 Crucial Questions that
should be addressed in SDRs as shown in FIGURE 3

a. improve service and outcomes
b. meet new or increased demand from customers
for services
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PROJECT SCOPE
1. Project Initiation: Met with Peterborough County’s
Public Works SDR Steering Committee to clarify
expectations, refine lines of inquiry, and develop a
subsequent work program for the engagement.
2. Scope Limitation: It is important to note that the
scope of this review was limited to Public Works
Services. However, some corporate service areas
were reviewed as they affect public works. We did
experience limitations due to a lack of information
provided for analysis. This was simply due to the
fact that the County has few performance
indicators or data.
3. Council Consultations: Interviews with 14 of 16
County Councillors, twice with those on the SDR
Steering Committee. All Councillors were provided
the opportunity to meet with the consultants and
respond to a confidential survey, to which we
received 11 submissions.
4. Management Consultations: All managers and
supervisors involved in Public Works were
interviewed.
5. Staff Consultations: Interviewed 44 administrative
and some front-line staff.
6. Local Municipalities – Interviewed all local
municipal CAOs and public works
managers/directors. In some cases, additional
staff were included.

7. Partner Consultations: Interviewed staff from
public works in the Cities of Peterborough and
Kawartha Lakes. Interviewed the Chief from the
Hiawatha First Nation. Requested similar interview
from the Curve Lake First Nation.
8. Surveys – Undertook 3 surveys – One for all staff in
public works (48 responses), one for all senior
management focused on the SWOT analysis and
one for County Council (11 responses).
9. Review of Current Service Delivery Model:
Developed an inventory of services and processes
provided by Public Works staff.
10. Documentation Review and Analysis: Reviewed
asset management information Undertook analysis
of data and financial results based upon available
information.
11. Opportunity Identification: Identified potential
opportunities to achieve the most efficient and
operationally effective approach to service delivery
and address the 10 key questions.
12. Final Report & Presentation: Develop and present
an interim report to the Steering Committee with
key findings in May 2021, follow up in June 2021.
Final draft report with recommendations to be
presented to the SDR Steering Committee and
Council in Fall 2021.
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METHODOLOGY
Our methodology shown in FIGURE 2 included:
1.
Project Initiation.
2.
Document Review.
3.
Financial and Operational Performance Analysis
and Data Collection.
4.
Analysis of Service Plans.

5.
Consultations including interviews, surveys, system
and process walkthroughs and observations.
6.
Benchmarking against best practices.
7.
Evaluation of the Current Services and Processes.
8.
Gap Analysis with best practices, development of
the future state.
9.
Development of Interim and Final Reports.

FIGURE 2: PROJECT METHODOLOGY
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FIGURE 3: The 10 CRUCIAL QUESTIONS for Service

Delivery Reviews were explored as part of the analysis of
Public Works. These questions provided for both

internal and external view of the services and how they
currently perform in relation to the expectations from
the County’s stakeholders.

FIGURE 3: SDR10 CRUCIAL QUESTIONS
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1. Do we REALLY need to be in this business? This
question arises through the evaluation of mandatory
and discretionary services. The determination of
how a mandatory service is delivered is addressed as
part of question 9. In each area, we have created
service
profiles including any regulatory
requirements. It is important to note that, many
mandatory municipal services can be provided by
own forces or outsourced. No one model exists that
is ‘best practice’. However, there are more ‘typical’
types of services that have little competitive interest
or skill set to deliver. It is also imperative that, any
outsourced service be managed.
While the
responsibility of service delivery may be contracted,
accountability often rests with the municipality.

2. What do citizens expect of the service and what
outcomes does council want for the service?
This would typically require consultation on levels of
service and expectations. Because the scope did not
include community consultation, we utilized
documentation and service requests to determine
the level of satisfaction with the services.

3. How does current performance compare to
expected performance?
Like Question 2, we utilized the performance data
that the County currently collects in order to assess
the degree to which the current performance meets

the expectations. Where performance measures
were not available, we have made recommendations
for new or updated key performance metrics to be
collected and monitored in the future.

4. Do the activities logically lead to the expected
outcomes?
The review of each service included an assessment
of the activities, processes and practices utilized to
deliver the services. As discussed in this report, the
County does not have a planning and performance
framework outlined expectations. Therefore, we
have utilized typical expected outcomes for the
services where plans were not published. For
example, minimum maintenance standards require
specified response times. While these are not
necessarily expected performance levels, they are
minimum desired outcomes. While the County does
not specifically track if it meets the standards, we
reviewed the processes in place to provide
assurance that the standards are being met.

5. How is demand for the service being managed?
This question points to the management practices
and systems to anticipate workload demand, assign
resources and report on results. This was a key area
of focus in this report and likely one of the largest
weaknesses to be dealt with in all areas of Public
Works.

Page 11

Peterborough County Public Works Service Delivery Review

6. What are the full costs and benefits of the service?
Full cost entails the assessment to deliver the service
including utilizing assets. The ability to assess these
costs is directly related to the way the municipality
collects and assigns costs to the service. Benefits,
points to the determination of “who is better off” as
a result of the services provided. This was
problematic to determine as there is a lack of job
costing and time tracking for projects and
applications. For example, the County does not track
costs for facilities individually, its equipment rates
are out of date.

7. How can benefits and outputs of the service be
increased?
By looking at how services are delivered, we can
assess opportunities for increased benefits, perhaps
through improved service delivery mechanisms to
reach more people or added results. Outputs can
generally be increased with improved processes or
alternative mechanisms to produce more results.
We have focused on the manual processes that are
time consuming and costly. By becoming more ‘lean’
through the elimination of non-value added
activities, the County will have more capacity to
increase service delivery. But this also requires an
understanding of the expectations of the services
and measuring what the customer cares about. If

services can be delivered in a more timely manner
with fewer defects, customer and employee
satisfaction will increase, reduction in costs will
follow.

8. How can the number and cost of inputs be
decreased?
Inputs include staff time, materials and supplies, as
well as utilization of assets to deliver services.
Becoming more efficient means decreasing inputs
but producing the same or more results. That is,
lower costs per unit produced. Typically, this is
achievable through elimination of non-value-added
activities (duplication, errors, inventory, waiting,
extra/over-processing) in processes (LEAN), better
management of assets and life cycle costs.
Technology is one way in which the cost of inputs can
be reduced. Improved maintenance practices for
assets will also reduce costs, including loss due to
downtime.

9. What are the alternative ways of delivering the
service?
Alternative service delivery is the process of looking
to other ways to provide services including
outsourcing, and or private/public partnerships. We
have identified several areas of collaboration with
the local municipalities which, may not necessarily
result in lower cost or workload for the County
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specifically but across all municipalities, the savings
could be substantial. That being said, the County
needs to address some of the foundational issues
identified in this report in some areas before
embarking on new service delivery models.

10.How can a service change be best managed,

able
to
successfully
implement
recommendations contained in this report.

the

The County’s public works staff utilization of
technology is very low. There will be a significant
amount of change management required to assist
the transition.

implemented and communicated?
Managing the “PEOPLE SIDE OF CHANGE” is critical
to business transformation. Without an effective
change management strategy, the County will not be

2

As we recommended in the other reviews, the
PROSCI ADKAR2 model as it provides a good
framework that focuses on the individual as well as
the organization.

https://www.prosci.com/adkar/adkar-model
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First, the County must build “Awareness” of need for
change. Our assessment is that the staff are not
aware of the possible options for technological
change nor have they been exposed to regulatory
requirements.
There is need to inspire a “Desire” to support the
change. Our consultations revealed that many areas
want to see change but others are content with the
current state.
The key will be to provide the “Knowledge” of HOW
to change. This will require support, training and
tools.

The “Ability” to change comes from the
transformation of the Knowledge into the “how” to
change. Management will need to be “coaches”
throughout the change process and continue to
“Reinforce” the change so that employees do not
revert to their old “comfortable” methods of work.
We have provided some guidance to assist with this
change management strategy.
This means that staff and management need to be
exposed to what is possible– many municipalities are
significantly ahead in these many approaches in
public works. Exploring these best practices is a
good start to inspiring change.
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KEY FINDINGS
In assessing services and processes, WSCS utilized
LEAN Six Sigma (LSS) methodologies which focuses on
the customer with the view to eliminating non-valueadded activities (waste) and decreasing variation in
services which lead to service expectation gaps. WSCS
certified 65 management and staff as LEAN Six Sigma
White Belts at the outset of the project. Since then,
several staff have continued their training and
achieved their Yellow Belt. These trainees will allow
the County to continue its journey of continuous
improvement.
As will become evident in this report, we found that
there are many opportunities for the County to
improve its customer services and reduce cycle time
and cost of delivering those services. It is important
to note that, new management has already made
changes to capture customer service requests and
performance indicators. However, the process is still
quite manual and time consuming. Investment in
technology and process improvements with a County
wide approach is needed to reduce handoffs and
duplication.
Council and management participated in SWOT
sessions supplemented by staff surveys which
revealed strengths and weaknesses, as well as
opportunities identified from each of their
perspectives. This exercise along with survey results
revealed that communication, training and work

planning were the greatest weaknesses but significant
optimism surfaced with respect to recent
management changes. Shared services with local
municipalities, technology and grants were seen as
the County’s most promising opportunities but the
pandemic and increasing infrastructure challenges
continue to threaten the County’s success (FIGURE 4).
In our opinion the County is in good position to make
changes but it starts with fixing the foundation. The
County cannot be successful without solid, policies,
proactive asset/work management practices
supported by integrated technology, documented
processes, training and strong accountabilities. This
starts with a planning and performance framework
aligned with the community vision, much of which is
underway but needs a formalized strategic approach
with dedicated resources.
FIGURE 5 provides a high-level summary of our findings

where there are opportunities for improvement. In
each Public Works service, there are some specific
recommendations. However, many of the findings
are corporate wide and will need an enterprise
approach as opposed to solely the responsibility of
the Public Works team. It is important to note that
these findings are in no way meant to indicate that
the County is not doing a good job. It is apparent that
staff have done their absolute best with the tools,
training and resources available. Now that the County
has new leadership and is adopting a LEAN culture, we
know that it will be successful and continuously strive
for excellence.
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In summary, this report identifies 28 high level
recommendations that require an investment of
approximately $1.3 million over 5 years with
dedicated project management. Many of the
opportunities require a ‘one-time’ investment in
people, technology and planning but ultimately,
savings will result. We have made a conservative
estimate of $3million over 10 years in capacity savings
that will allow for more proactive approach to work,
planning and data analysis.
Opportunities have been grouped into the following
categories:
1.
Customer Service – Strategy and public
engagement with citizen-centered services and
customer service training.
2.
Organization – Ensuring adequate human
resources and change management strategies are in
place for success.
3.
Technology, Processes and Procedures –
Leveraging technology to increase knowledge and
capacity for change. Improving processes and
becoming LEAN by eliminating non-value-added
activities. Documenting standard operating
procedures and training.

against the Strategic Plan and Departmental Business
Plans.
Integrated asset/work management, levels of service
and lifecycle costing needs to be in place to meet
regulatory requirements and address infrastructure
deficit.
5.
Alternative Service Delivery– Exploring
efficiencies through delivery at one tier or shared
services to improve the customer experience while
reducing costs through elimination of duplication of
effort.
The Report is in the hands of Council and County
management to determine which opportunities will
be pursued and when. While we have provided a
recommended road map, we know that some areas
must be done sequentially and others in parallel. We
also know that momentum is important for success so
it needs strong project management oversight. We
understand that the Public Works SDR Committee will
continue which will help guide the decision-making
process. We think this is imperative for continued
support.

4.
Planning and Performance – Financial,
economic and environmental sustainability requires
improved planning, reporting, data analytics and longterm views are needed to make better evidence-based
decisions. Develop performance metrics and monitor
Page 16
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COMMENDATIONS
While many of our findings in this report focus on areas
for improvement, the County has many
commendations that will set it up for success:
The staff are dedicated, competent and have a
desire to change.
1.

the Global Positioning System ( GPS ) to enable the
County to remotely track the location of its vehicle
fleet by using the Internet. This means the County
could put this on their website, like other
municipalities to allow customers to track…where’s
the plow, or where is the recycling truck.
6.
The County’s new committee structure such as
the SDR, Finance and IT committees are making many

The new organizational structure and recent
management changes are already yielding positive
results and a sense of optimism and improved
communications.
2.

Relationships with the local municipalities also
are improving through concerted efforts by the
County and the belief that all would be better off
through strong partnerships.
3.

The County has many opportunities to utilize its
current technology better. For example, Microsoft
Dynamics GP provides a solid foundation for
enterprise resource management and reporting. It is
a good product but has been underutilized, likely due
to a lack of training and integration. The adoption of
PRIME BPM, process mapping software will allow the
County to document its processes, improve training
and set the stage for continuous improvement.
4.

FIGURE 4:COMMENDATIONS

inroads, such as the much-improved budget process.
The next step is providing better access and improved
reporting through increased training.

The County has a solid foundation with
automatic vehicle locator (AVL) which makes use of
5.
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FIGURE 5: SDR FINDINGS
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RECOMMENDATIONS

FIGURE 6: SUMMARY OF RECOMMENDATIONS
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RANKING THE OPPORTUNITIES
FIGURE 7 Prioritization matrix provides the County with an

assessment of the effort and impact of each
recommendation. The numbers contained in the diagram
identify the recommendation number by category in the
legend to the right.

This recommendation is to allow the County to realize
“quick wins” to reap the benefits of enhanced capacity for
the recommendations requiring high effort. Further,
“quick wins” will provide the incentives for staff to
continue to improve customer satisfaction.

We have included only recommendations where
the impact will be high but the effort may be low
or high. There are many ‘sub opportunities’ that
will naturally result in the improvements. The
order that opportunities should be implemented
would be:
(1)
bottom right quadrant (low effort, high
impact),
(2)

top right (high effort, high impact).

FIGURE 7:RANKING OF OPPORTUNITIES

Peterborough County Public Works Service Delivery Review

SUMMARY OF OBSERVATIONS AND RECOMMENDATIONS
I.

CUSTOMER SERVICE
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II.

ORGANIZATION
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III.

TECHNOLOGY, PROCESSES AND PROCEDURES
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IV.

PLANNING, PERFORMANCE AND REPORTING
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V.

ALTERNATIVE SERVICE DELIVERY
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IMPLEMENTATION PLAN AND ROAD MAP
The recommendations in this report will take several years to implement. We estimate that, with appropriate resources
and commitment, significant progress and savings will be realized over 10 years with a payback period of 2-3 years for
the investment of $1.3 million. Detailed description of each recommendation and financial investment/savings can be
found in Appendix X.
2021

Category

#

Opportunity/Recommendation

Year
Start

1.1.1

Develop a County Wide Customer
Service Strategy

2022

1.1.2

Train staff on Customer Service,
PRIME and LEAN SS

2021

1.1.3

Create a Community Engagement
Charter

2022

1.1 Develop Customer
Service Strategy
1.1.4

1.1.5

1.1.6

1.3 Procure/ Implement
ONE Service Request
Module

1.2.1

Fully implement a public engagement
platform to enhance the ability to
connect with the County
Create a framework to guide
Community Engagement on each
project
Provide training to staff and Council
to create a culture of Community
Engagement
Procure and implement a
comprehensive Service Request
Software with online submissions
linked to work orders. Eliminate all
non-integrated systems.

4Q

2022

1Q

2Q

3Q

2023

4Q

1Q

2Q

3Q

2024

4Q

1Q

2Q

3Q

2023

2022

2022

2022
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2021

Category

#

Opportunity/Recommendation

Year
Start

1.4 Move to County Wide
311

1.3.1

As a long-term plan, move to Countywide 311.

2025

2.1.1

Consider fewer supervisors in favour
of Lead Hands and a Project
Supervisor

2022

2.1.2

Consider transition of 3 Seasonal staff
to full time, address call-in
procedures to reduce favourtism

2022

2.2 Refocus Fleet to focus
on strategy and
partnerships.

2.2.1

Refocus Fleet to focus on strategy,
process and shared services.

2022

2.3 Outsource Services for
'standard' processes, in
source for increased
contract management,
administration

2.3.1

Consider additional Engineering
Professionals and Admin support but
Outsource Development Reviews

2022

2.4 Hire a
Successor/Backup for the
Managers, ED & Capital
Projects

2.4.1

Succession Planning

2022

2.5 Provide Training in
Excel

2.5.1

Rationalize roles, Provide Advanced
Excel Training

2021

2.6.1

Develop an Employee
Engagement/Change Management
and Training Strategy

2021

2.6.2

Readminster the Employee Survey at
regular intervals.

2023

2.1 Restructure
Operations

2.6 Develop a Change
Management and Training
Strategy

4Q

2022

1Q

2Q

3Q

2023

4Q

1Q

2Q

3Q

2024

4Q

1Q

2Q

3Q
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2021

Category

#

Opportunity/Recommendation

Year
Start

2.7 Update EE Code of
Conduct/Whistleblower
Policy

2.7.1

EE Code of Conduct and
Whistleblower Protection - Consider
Fraud/Waste Hotline

2022

3.1.1

Develop IT Strategy - to either
implement one system that
integrates payroll, work, asset
management and patrolling

2022

3.2.1

Create online database for WM data
call. Work with City and contractor to
streamline reporting and auto
reconcile. Request Audit.

2022

3.3 Create/Procure a
Booking system for fleet
and facilities to show
availability and
downtime.

3.3.1

Create/Procure a Booking system for
fleet and facilities to show availability
and downtime. Many online apps
available or could partner with a local
municipality who owns BOOKKING or
Perfect Mind

2022

3.4 Procure new fuel and
inventory management
system

3.4.1

Procure and implement a new fuel
management system

2023

3.5 Implement Purchase
Order System with
Workflow

3.5.1

Implement Purchase Order System
with Inventory, paperless Accounts
Payable and Workflow

2022

3.1 Develop IT Strategy Integration
3.2 Develop new
integrated approach for
Waste Management data
call and work with City
and contractor to
streamline Waste
Management processes
reporting and auto
reconcile.

4Q

2022

1Q

2Q

3Q

2023

4Q

1Q

2Q

3Q

2024

4Q

1Q

2Q

3Q
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2021

Category
3.6 Digitize processes,
move to full electronic
document management
integrated with GP and
new systems with
associated training in
LEAN Six Sigma
3.7 Software
implementation and
Training - Hire a Business
Analyst to support
implementation

4.1 Develop Planning
Performance Framework
including Asset
Management

#

Opportunity/Recommendation

Year
Start

3.6.1

Digitize processes, move to full
electronic document management
integrated with GP and new systems
with associated training in LEAN Six
Sigma

2022

3.7.1

Develop processes and undertake
training prior to implementation.
Ensure Mobile Technology is available
for use in the field. Hire a Business
Analyst to support PW to support
transformation.

2023

4.1.1

Develop Business Plans for each
Department

2022

4.1.2

Work with Finance to update job
costing and activities

2022

4.1.3

Develop a formal workplan with the
local municipalities for expansion and
key dates

2022

4.1.4

Develop a new performance
management framework aligned with
business planning

2022

4.1.5

Develop an Asset Management
Framework that integrates with all
plans and financing strategy with
local municipalities.

2022

4Q

2022

1Q

2Q

3Q

2023

4Q

1Q

2Q

3Q

2024

4Q

1Q

2Q

3Q
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2021

#

Opportunity/Recommendation

Year
Start

4.1.6

Develop AM Framework to ensure
integration with Master Plans,
Budgets

2021

4.1.7

Create an AM Committee with local
municipalities

2022

4.1.8

Reinstate the annual meeting with
local municipalities

2022

4.1.9

Reinstate Council Orientation Tour of
Roads and Facilities

2022

4.2 Undertake an
Equipment Rate Study

4.2.1

Undertake an Equipment Rate Study

2021

4.3 Undertake fee study
and for
permits/development
applications.

4.3.1

Undertake time tracking against
planning applications - fee study.

2022

4.4 Develop a
Contracting/Project
Management Manual

4.4.1

Create a County specific set of
project/contract management
guidelines

2023

5.1Undertake a joint
Winter Control plan.

5.1.1

Undertake a joint Winter Control
plan.

2022

5.2 Create Inventory of
Fleet and Facility Sharing
Model

5.2.1

Create Inventory of Fleet and Facility
Sharing Model

2021

Category

4Q

2022

1Q

2Q

3Q

2023

4Q

1Q

2Q

3Q

2024

4Q

1Q

2Q

3Q
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2021

Category

#

Opportunity/Recommendation

Year
Start

5.3 Develop an
Engineering and Design
Strategy

5.3.1

Develop an Engineering and Design
Strategy

2023

5.4 Explore upload of
Waste Management to
County.

5.4.1

Explore upload of Waste
Management to County.

2024

5.5 Share IT expertise and
procurement of CRM/
Asset Work
Mgmt./Patrolling
Software for all asset
types

5.5.1

Share IT expertise and procurement
of CRM/ Asset/Work
Management/Patrolling Software for
all asset types

2022

5.6 Share Bylaw
Enforcement Expertise

5.6.1

Contract with local municipalities to
deliver Bylaw enforcement

2022

4Q

2022

1Q

2Q

3Q

2023

4Q

1Q

2Q

3Q

2024

4Q

1Q

2Q

3Q
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ESTIMATED INVESTMENT AND SAVINGS OVER 10 YEARS
Table 1 below shows the detailed external costs and internal cost/savings estimates by recommendation. It is important

to note that there is about $500k investment in technology and associated training that we believe would take
approximately three years to implement and result in long term savings. We have provided VERY conservative estimates
of savings from the shared services recommendations as these will take years to implement. However, we do believe that,
in 3 years, more than half of the investments made will be more than recovered. While we have recommended a Project
‘Supervisor’ in Public Works to assist in some of the implementation, particularly with respect to work/asset management,
several projects are corporate in nature and will require the CAO’s office to provide that ‘enterprise’ approach. We
encourage the Public Works SDR Committee to oversee the implementation and provide support, extended past the next
election.

TABLE 1: ESTIMATED INVESTMENT AND SAVINGS OVER 10 YEARS

Opportunity/Recommendation

External Cost (3
years)

Year 1 Internal Costs
(Savings)

Year 2 Internal
Cost (Savings)

Total
Cost/Savings
_Internal +
External

Year 3 Internal Cost
(Savings)

Estimated
Savings/Cost
Avoidance over 10
years

Total Customer Service

$

252,500

-$

64,200

-$

73,200

-$

76,000

$

39,100

-$

1,096,000

Total Organization

$

172,000

$

104,500

$

81,100

$

81,100

$

438,700

-$

250,000

$

563,000

-$

154,650

-$

203,900

-$

208,550

-$

4,100

-$

1,509,644

$

115,000

$

39,000

$

9,500

$

9,500

$

173,000

-$

162,000

Total Alternative Service Delivery

$

255,000

-$

163,000

-$

74,000

-

$

18,000

Total

$

1,357,500

-$

238,350

-$

260,500

193,950

$

664,700

Total Technology, Processes and
Procedures
Total Planning , Performance and
Reporting

$
-$
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CONCLUSION
In conclusion, the County of Peterborough has had
several years of unrest that has impacted services and
employee satisfaction. But it is in good hands now with
new leadership and Council support. This deep dive into
Public Works revealed many foundational problems,
most of which are legacy issues. To some degree, it is
surprising that it has not seen more issues. However,
recent events have highlighted that the County has
relied upon historical knowledge rather than evidence
and it is this approach that leaves the County at risk if it
doesn’t address this now, before it grows too much
more. The County is not alone. The entire municipal
sector is in the same situation. The downloading of
infrastructure in the late 1990’s occurred without the
ability to handle the additional workload. Now, it is
starting to realize that processes must change, staff need
new tools to be able to make informed decisions and
Council needs better reporting so that it can ensure that
it meets its responsibilities. The demands on the
municipal sector are growing and it needs to be better
prepared, more proactive approaches are needed.

The County’s leadership knows that ‘time is now’ to
transform its culture into one that is LEAN and focuses
on the customer. Adding more staff resources without
proper process and procedures is not the answer. It
must do things differently in order to get better results.

A long-term vision is needed to define where it will be in
the next 5, 10 and 20 years. This starts with a more
modernized, integrated planning and performance
framework where staff and managers are held
accountable for results.
The recommendations in this report are just a start. The
County must be steadfast in improvements and it must
maintain its momentum with a new mission and solid
values. Many tough decisions are ahead and the WSCS
Consulting Team is confident that the recommendations
in this report is a positive step in that direction.
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BACKGROUND AND BENCHMARKING
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VI.

BACKGROUND

Situated in east of the GTA, Peterborough County is one of 31
upper tier municipalities in Ontario covering 3,769 square
kilometres (9th largest) and relatively low population density
at 14.8 per square kilometre (5th smallest). This makes
management of resources is challenging: a large geographic
area primarily funded by the residential tax base (consistently
over 94%).
As a result of COVID, the County is experiencing an increased
interest from those in the GTA. More open spaces and
beautiful lakes, make the County very attractive. It is
estimated that the County will grow from its current

population of 55,7383 to approximately 75,000 in 20 years
(FIGURE 8).
The proximity to the City of Peterborough means that many
people have the amenities nearby which likely stifles
commercial growth but its residential taxes remain low in
comparison to its benchmarks.
This means that the County needs to put modern
management structures, systems, policies and processes in
place so that it is ready for additional demands for services
and be able to manage higher expectations that are typical of
those moving from urban centres. This is what is envisioned
by the province, for municipalities, and other levels of
government, to work together to eliminate red tape and
duplication, with the customers’ best interests at the
forefront.
In terms of delivery mechanisms, streamlined processes,
particularly in terms of planning, are needed to entice
developers to explore outside the GTA. This includes the
ability for online submissions and plan markup as well as
virtual meetings. The first step towards this goal was made
during COVID.

FIGURE 8: PB COUNTY GROWTH PROJECTIONS – EXCERPT FROM
OFFICIAL PLAN STORYBOARD (MINISTRY OF FINANCE)
3

2016 Census – Statistics Canada
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VII.

PETERBOROUGH COUNTY PUBLIC WORKS
SERVICES
The services delivered by the County are unique to some
degree due to the relationship with the City of Peterborough.
There is no such thing as the “typical” municipality, even at the
upper tier as each municipality is different in terms of types
and variety of services. Municipal government is complex. The
County is only one of many public-sector bodies providing
services to its residents. The local municipalities provide
direct services such as waste management, transportation
services County, Provincial and Federal government
departments and agencies also impact the lives of citizens.
Often, there is a lack of understanding of jurisdiction between
different levels of government leading to expectations gaps
between citizens and the County. In fact, many citizens have
little knowledge of County services and often contact the local
municipalities for services and are re-routed. These variations
are very confusing to the customer and has resulted in
duplication of effort and non-value-added activities. And
therefore, the more the County can do to streamline services
and put customer-centred services in place, the more efficient
it will become.
The variation between municipalities make it difficult to
‘benchmark’ with others. However, there are some best
practices that apply regardless of the services, particularly
when it comes to processes. All this being said, while we have
used some benchmarks throughout this in this report, we
have done so as information only and provide some guidance
on possible opportunities to be explored with partners. The
reader should be cautioned that the simple fact that a service
may be delivered at less cost or more volume by another

municipality does not necessarily mean more efficient or
effective.
Peterborough (PB) County has the added complexity with a
single tier City that provides some typical upper tier services
on behalf of the rest of the County residents. An example of
the unique service provision is waste management. PB County
provides “waste diversion” services with the garbage
collection which is provided by the lower tiers. In other areas
of the province, the upper tier may provide all or no waste
management services (Lanark) or all waste management
services (Simcoe). These types of decisions may date back
many years and reflect individual municipal circumstances.
Transportation services in PB County is shared based upon the
class and ownership of the road/bridge.
This makes
benchmarking with other municipalities both challenging and
interesting. For example, Frontenac County has delegated the
maintenance of its roads to the local municipalities.
Assumptions, methods of delivery, organizational structure,
location, natural environment, location all play a role in how
municipalities operate. provides a high-level overview of the
services provided by PB County and the City. The service
delivery decisions at both levels causes confusion for
residents, particularly those that come from single tier
municipalities, such as the cities of Toronto and Ottawa.
Further, duplication and overlap exist for both tiers and we are
of the opinion that efficiencies can be realized for by looking
at the appropriate tier for delivery purposes. In some
situations, that means that services should be uploaded to the
upper tier and in others, it makes sense to download to the
service closest to the customer.
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FIGURE 9: PB COUNTY/CITY/LOCAL SERVICES

We are of the opinion that there are opportunities for better
collaboration with the County, the City and local municipalities
on a variety of fronts including waste management,

services, facilities and fleet management and transportation
(winter control).
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FIGURE 10: COUNTY PUBLIC WORKS SERVICE DELIVERY AND ENVIRONMENT
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FIGURE 11: ABOUT THE COUNTY'S ASSETS: SOURCE 2018 ASSET MANAGEMENT PLAN
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VIII.

BENCHMARKING – WHY COMPARE TO OTHER
COMMUNITIES?

For the purposes of the project, comparator uppertier municipalities were selected as municipal

comparators based on population, growth, density
and characteristics (Table 2).

TABLE 2: PB BENCHMARKS
Municipality
Households
Peterborough
33,925
Dufferin
23,500
Elgin
19,499
Huron
28,369
Lanark
30,920
Leeds and Grenville
5,963
Northumberland
36,424
Stormont, Dundas, Glengarry
27,947
Total/Average
206,547
Province
5,169,170

Population
Population Population
Density
Total # of
2016
2011
Change
Land area (km²)
(km2)
# of Road Kms # of Bridges
# of Culverts Structures
55,783
54,786
1.82%
3,769.18
14.80
1,421
219
143
362
61,735
56,881
8.53%
1,486.44
41.53
654
51
98
149
50,069
49,556
1.04%
1,845.40
27.13
1,376
102
157
259
59,297
59,100
0.33%
3,399.27
17.44
1,543
127
142
269
59,918
56,689
5.70%
3,025.98
19.80
1,123
83
69
152
69,819
67,958
2.74%
3,350.08
20.84
1,745
133
64
197
85,103
81,657
4.22%
1,892.56
44.97
1,027
89
88
177
65,353
64,824
0.82%
3,236.45
20.19
1,940
128
165
293
507,077
491,451
3.18%
22,005
23.04
10,829
932
926
1,858
13,448,494 12,851,821
4.64%
908,699.33
14.80

Obtaining cross Province benchmarks is also valuable to
determine the impact of location surrounding the GTA has on
service expectations, costs and tax levels. The primary purpose
of benchmarking and comparative analysis is to understand the
performance of comparator municipalities and to identify
opportunities for service models and processes as well as
organizational structures in place to deliver municipal services.

Financial performance and taxation levels has both benefits and
risks as the underlying assumptions and variables must be taken
into account when analyzing results.

For example, FIGURE 13 shows that average 2019 upper tier tax
bill for the benchmarks is $1,437 and PB is well below that at
$1,249. This may lead one to believe that PB is more efficient
than other municipalities on its face. However, the levels and
types of services provided by tax dollars are varied. Since the
focus of this review is public works, it is important to assess the
• Communities with similar financial benchmarks/service transportation expenses per household which also shows PB is
levels provide insight into operating efficiencies
on average with its counterparts but some are significantly
• Communities with different financial benchmarks/service higher (eg. SDG is 30% higher than PB). The reason this is
levels – opportunities to change existing organizational important is that, for any grant applications, funding agencies
structure/processes to reflect common service levels
may view lower taxes and lower expenses as an indicator of
taxpayer affordability.
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FIGURE 13:COUNTY TAXES PER HOUSEHOLD

FIGURE 12:TRANSPORTATION EXPENSES PER HOUSEHOLD
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FIGURE 14: COUNTY TAXES AND TRANSPORTATION EXPENSES PER HOUSEHOLD - 10 YEARS

FIGURE 15 below shows PB County’s expenses per household from 2014 to 2019 which illustrates some ‘dips’ particularly
in 2015 which likely had an impact on subsequent years. FIGURE 16 shows the 2019 comparators which illustrates that PB
is at the low end It is important to note that total cost per household per year for both operating and capital is
approximately $785 per year (third lowest) – studies show that the average person spends $1,638 per year on coffee or
over $3,200 per household, $2,500 of which is at coffee shops.4 It would seem that there is some ‘room’ to increase the
investment in infrastructure. At one coffee per month per household, that would be $2million for infrastructure.

4

https://infogram.com/coffee-consumption-and-how-much-we-spend-1gxop479j5owpwy
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FIGURE 15: PETERBOROUGH COUNTY EXPENSES PER HOUSEHOLD - 2014 TO 2019

PB Transportation Capital Additions per Household
$332.04

$350.00

$283.53

$300.00
$250.00

$234.43

$223.63

$207.16
$200.00

$151.92
$150.00
$100.00
$50.00
$0.00

Bridges
Roads
Total

2014
$97.36
$137.08
$234.43

2015
$53.59
$153.57
$207.16

2016
$1.82
$150.10
$151.92
Roads

2017
$113.62
$218.42
$332.04
Bridges

2018
$37.95
$245.59
$283.53

2019
$72.70
$150.93
$223.63

Total
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Road/Bridge Expenses per Household ( 2019 FIR)
6,000
5,423
5,000

4,000

3,000

2,000
1,356

1,307

1,152

1,000

-

829

789

786

687

624

Leeds and Grenville

Elgin

Stormont, Dundas
and Glengarry

Average

Du erin

Huron

Peterborough

Northumberland

Lanark

Road/Bridge Capital cost per HH

1582

694

584

514

422

175

224

222

211

Road/Bridge Opera ng cost per HH

3,841

661

723

638

407

614

562

465

413

Total

5,423

1,356

1,307

1,152

829

789

786

687

624

FIGURE 16: ROAD/BRIDGE MAINTENANCE COST PER HH - COMPARATORS

Asset sustainability ratio shown in FIGURE 17 is the
approximation of the extent to which a municipality is
replacing, renewing, or acquiring new assets as the
existing infrastructure is reaching the end of its useful live.
The target ratio is > 90% per year. A municipality which is
not reaching this target is not sufficiently maintaining,
replacing, or renewing its existing infrastructure. This
may result in a reduction in service levels and/or useful
lives previously expected and will likely create a burden
on future ratepayers. The calculation is the total
ADDITIONS AND BETTERMENTS TO TCAS DIVIDED BY THE
AMORTIZATION EXPENSE (WHICH REPRESENTS THE
AMOUNT TCAs are used in the year). In other words, the
investment in TCAs to replace those being used.

PB was at 128% in 2019 – declined since 2009 and 2012,
the County fell below the target. This appears to have had
a negative impact on the overall condition of the roads
and bridges (FIGURE 19, FIGURE 20, and FIGURE 21) and PB
has below average condition in comparison to the
benchmarks.
Asset Consumption Ratio (expressed as a percentage)
measures the age of a municipality's physical assets. It
measures the extent to which depreciable assets have
been consumed by comparing the amount of the assets
that have been used up and their cost. The target is <50%.
(Less than 25% - Relatively NEW infrastructure, 26% to
50% - Moderately NEW infrastructure, 51% to 75% -
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Moderately OLD infrastructure, greater than 75% - OLD
infrastructure. The calculation is the total CLOSING
ACCUMULATED AMORTIZATION BALANCE DIVIDED BY
THE CLOSING COST BALANCE WHICH REPRESENTS THE
HISTORICAL
COST
OF
THE
ASSET
AT
PURCHASE/CONSTRUCTION. Meaning, the more the

accumulated amortization as opposed to the cost
indicates the aging of the assets.
PB County was at 49% in 2019 which is an increase (not
good direction) up from 2009 at 38%.

FIGURE 17: ASSET SUSTAINABILTY RATIOS - AVERAGE 2009-2019 (FIR)
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FIGURE 18: ASSET CONSUMPTION RATIOS - 2009-2019 (FIR)
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Peterborough County's Asset Sustainability and Consumption Ratios
2009-2019
250%

206%
196%

200%

150%

187%

184%

142%

133%

128%
116%

112%

103%
100%

50%

110%

88%

42%

42%

44%

46%

47%

48%

49%

38%

41%

47%

38%

44%

2009

2010

2011

2012

2013

2014

2015

2016

2017

2018

2019

2009-2019
Average

0%

Peterborough ASSET SUSTAINABILITY RATIO

Peterborough ASSET CONSUMPTION RATIO

FIGURE 19: PETERBOROUGH COUNTY'S ASSET RATIOS - 2009 - 2019 (FIR)
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Peterborough County
Condition of Roads and Structures 2014-2019 (FIR)
100%

90%

90%

80%

70%

70%
60%
50%

47%

51%

51%

41%

51%
43%

41%

47% 45%

40%
30%

22%

22%

22%

20%
10%
0%
2014

2015

2016

%age of Roads in Good to Very Good Condition

2017

2018

2019

average

%age of Structures in Good to Very Good Condition

FIGURE 22: PETERBOROUGH COUNTY'S ROADS/BRIDGE CONDITIONS (2014-2019 - FIR)

FIGURE 21: ROAD CONDITION - COMPARATORS - 2019 FIR

FIGURE 20: STRUCTURE CONDITION - COMPARATORS - 2019 FIR
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SUMMARY OF CONSULTATIONS
WSCS undertook extensive consultation throughout this
review commencing with LEAN Six Sigma training. We
undertook interviews with Council, the SDR Steering
Committee, management and every employee. We facilitated
two SWOT (Strengths, Weaknesses, Opportunities and
Threats) exercises. The 2 sessions with staff and one with
Council. Appendix B provides a summary of these sessions,
which provided a good basis for identifying potential
improvements and service enhancements at the outset of the
review Because COVID-19 did not allow for onsite visits, we
led virtual interviews with Council, staff and management as
well as focus groups for specific processes and system
walkthroughs. Council and staff surveys were undertaken to
supplement these consultations in order to provide all staff
and Council with an avenue to express their opinions,
concerns and ideas for improvement.
We reviewed over 800 documents including policies, studies,
process information, forms and financial results. We analyzed
data and performance measures in order to understand the
service levels, benchmarks, processes and systems.
Interviews with every staff member was offered and more
than 99% participated, including some who have left the
County. They appreciated the opportunity to be part of the
process and we are hopeful that this type of engagement
continues. It was clear that staff struggle with many of the
current processes, lack of integrated systems. It appears that
decisions have been made in isolation with little commitment
to implementation and training. The IT team is stretched and

has not always been involved in the software decisions that
were undertaken by Public Works, resulting in unsuccessful
implementations and a lack of training. It was commendable,
however, that staff have taken on the job to try to learn the
software, such as MESH, on their own without any training.
This is great but it leads to variation and a lack of structure
surrounding use. As well, since it was led by staff, supervisors
did not embrace the changes and duplication continued.
These types of initiatives need project management and
support with consistent processes and documentation.
The most important conclusion from the consultations
surround the need for better planning, clearly defined
performance expectations, investment in training and
technology, documented value-added processes and
revitalized policies. A new focus on the customer with ‘one’
window service will help all departments. New
communication strategies are needed to better connect staff
and the community to the future vision of the County. Shared
services with the local municipalities was high on everyone’s
mind as possible savings but some relationship building is
needed. Contract, asset and facility management need to
have a reset and comprehensive set of policies and procedures
to support sustainability. As with all public sector entities,
there is a need to preserve appropriate controls and manage
risks to ensure that Council and management can ensure that
they demonstrate accountability and safeguard the assets.
Good financial controllership practices must be in place in
order for an organization to be sustainable. This means that
the County Finance Department must work with Public Works
and other departments to assist them in collecting evidence
for decision making. This includes better job costing, activity
analysis and reporting in real time. This report reveals some
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areas where controls need to be strengthened through better
policies, processes and system security.

COUNCIL AND STAFF SURVEY RESULTS
WSCS administered surveys for Staff and Council using
Surveymonkey over a four-week period from March 3 to 29th,
2021. The survey was voluntary and confidential. Eleven of
sixteen Councillors submitted responses,
the highlights of which are illustrated in
FIGURE 23.

9. Better reporting/business cases for decision making.
Our review revealed that these are areas all need attention
and our recommendations concur with the assessment of
Council in many respects.
We received 48 survey responses from staff survey
representing a response rate of 86%5 The results were shared

When asked about Council priorities for
change, the top 10 changes were as
follows:
1. Contract Management Processes
2. Better investments
3. Better communications with
local municipalities
4. Improved City/County
relationships
5. Management of growth and
recognition of different local
priorities.
6. Address underperforming
services
7. Road Infrastructure Repairs and
Upgrades
8. Better, more efficient processes FIGURE 23: COUNCIL SURVEY HIGHLIGHTS

Note: Survey Gizmo indicates good response rates from internal sources range
between 30-40%
5
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with Council and management as well as the PW SDR Steering
Committee as part of the interim report. Highlights are shown
in and Complete staff survey results can be found at Appendix
C.
The top areas of focus for Council and management appears
to be: communications, ability to raise issues and
improvement, change management, training, health and
safety, performance management and compensation.
Particular attention is needed to reduce the communications
gap between staff and
management. Lack of
performance and work
management has left
staff feeling that people
are
not
held
accountable for their
actions.
Temporary
staff, in particular, felt
that they did not have
options and there were
some
issues
that
indicated favouritism.
This is creating some
organizational culture
challenges.
If
not
addressed in short
order, implementing
the recommendations
in this report will be
very challenging

Staff identified many areas where they believe improvements
could be made including:
1. Cultural changes to allow for staff to provide input and
impact on improvements to services.
2. Need for better supervision and oversight on jobs.
3. Health and safety processes need improvement.
4. Communications and social media strategy/policies.
5. Improved feedback on daily activities.
6. Better work planning and management.
7. Improved/documented call-in procedures for temps.

FIGURE 24: PB STAFF SURVEY HIGHLIGHTS
Page 59

Peterborough County Public Works Service Delivery Review

8. Better software, mobile technology and processes to
manage work.
9. Fuel and fleet management software.
10. Training on equipment, technology, technical and
health/safety.
11. Documented procedures and processes.
12. More timely recruitment processes, particularly for
temporary staff.
13. Conversion of part time staff to reduce onboarding
costs and improve services.
14. Improved payroll processes.
15. Improved customer service
16. Better fleet management and procurement.
17. Improved performance and planning of work.
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THE DESIRED STATE
The desired outcomes of a Service Delivery Review are
summarized in FIGURE 1 all of which assume that there is a
baseline on which to start. For each outcome, we have
identified key performance indicators which fall into the
following 4 categories: quantity, quality, efficiency and
effectiveness.
A.
Improved Services and Outcomes- Customer focused
services and delivery with focus on long term results –
Quantity, Quality and Effectiveness indicators that are
customer focused. These include timeliness, accuracy,
satisfaction and consistency. Number of people that are
better off, number of protected tree canopy, reduction in
greenhouse gases.
B.
Improved Service Delivery Mechanisms through
Greater Operational Integration – Quality, Efficiency and
Effectiveness indicators including cost reduction per unit,
increased volume per hour, elimination of duplication and
handoffs to other departments/agencies.
C.
Reduced Cost – Greater Economy, Alternative Service
Delivery Models – Quantity and Efficiency Indicators such as
cost to maintain per lane kilometre, fuel economy, inventory
prices/cost of goods utilized.
D.
Improved Processes, Efficiency and Productivity –
Efficiency Indictors – time to complete, elimination of nonvalue-added activities, cost per unit.

E.
Meet New or Increased Demand – Quantity,
Efficiency and Effectiveness Indicators -Number of new
customers served at the same or lower cost, Utilization rates
F.
Increased Revenues – Quantity, Efficiency and
Effectiveness Indicators – Number of customers increased
without increase in cost, number of new fees/volumes, new
services and revenues per household.
The County’s 2019-2022 Strategic and Operational Plan
outlined 6 main areas of focus, 5 of which6 relate to this SDR:
1. Industry & Business
a. Growth Plan
2. Communications
a. New Corporate Communications Strategy
i. Public Engagement Strategy IAP2
ii. Increase subscription to webpages
b. Communications Projects
i. Bush Country Signs
c. Communication Campaigns
i. Gifford Causeway Project
d. Improved Communications with First Nations
3. Financial Responsibility
a. Service Delivery and Organizational Review
b. Implementation of Budgeting Software
c. Purchasing Software
d. P Cards
e. Delay in Policy Updates

https://www.ptbocounty.ca/en/governing/resources/2019-2022Peterborough-County-Strategic-and-Operational-Plan-Updated-SG.pdf
6
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f. Multi-Year Budgeting
g. Asset Management Plan
i. Funding strategies
ii. Public engagement
h. Shared/Managed Services with Townships
4. Infrastructure
a. County Administration Building
b. IT & GIS Master Plan
c. County Official Plan update
d. Infrastructure Asset Operations & Maintenance
i. Planned
ii. Routine
iii. Emergency
e. Capital Improvement Plans
i. Asset Management Plan
ii. Transportation Master Plan
5. Organizational Development
a. Service Delivery & Organizational Review
b. Leadership Team Recruitment & Development
c. Customer Facing HR Service Delivery
d. Employee Advisory Council
e. Implement Policy Review& Updates Project

timelines and performance expectations. For the next
iteration of the strategic plan, we recommend that each
initiative include SMART goals with committed resources and
included in departmental business plans with individual
accountabilities assigned.

As part of the implementation plan found in APPENDIX H:
DETAILED IMPLEMENTATION PLAN, we have linked the
recommendations to the strategic priorities. One will note
that there is alignment indicating that the County has been
on the right track in terms of its plan. However, our finding
and recommendations regarding the planning and
performance framework is evident. The strategic plan does
not appear to have been adequately translated into
departmental business plans with assigned resources,
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CREATING VALUE FOR THE CUSTOMER
To achieve the “Desired State”, we have applied the concepts
and methodology of LEAN SIX SIGMA, a proven business
philosophy which focuses this Service Delivery Review from a
different perspective: THE CUSTOMER.
LEAN Six Sigma utilizes the VOICE OF THE CUSTOMER to
eliminate non-value-added activities in processes, eliminate
defects in service and builds capacity to deliver the RIGHT
services, at the RIGHT time resulting in service improvements.
All too often, service delivery reviews in the public sector are
undertaken based upon the organizational structure or
departmental responsibilities. While we do look at the
processes and activities to provide recommendations, it is also
evident that the “customer” is not always the focus of the
provision of service and often the customer is not known. It
is true that a customer may be much more ambiguous in
government as it may be the general public and not the direct
recipient of the “service”. In other situations, it may be an
internal customer, that is, the next person in line of a process.
LEAN Six Sigma is a proven management philosophy, originally
designed by Motorola and adapted by the Japanese and large
companies such as GE, Toyota, to improve processes based
upon data driven analysis and customer value. The fact that
County has already implemented some online services and
enhanced the customer experience indicates that it wants to

http://lean.iowa.gov/, www.asq.org, wwww.erie.gov/exec/?reformgovernment/lean-six-sigma-initiative.html
8 http://www.fredericton.ca/en/city-hall/plans-and-processes/improvementinnovation, http://municipalinnovators.ca/wp7

become LEANER and focus on the customer. LEAN has been
adapted to the service sector based upon the uniqueness of
services as opposed to manufacturing. Significant,
quantifiable results are being realized in many sectors
including healthcare, education, non-profits and public sector.
LEAN has resulted in some significant savings and improved
quality in many public sector (or publicly funded)
organizations including several state governments in the US7
and municipal governments.8
In municipal governments, customers/stakeholders are more
complex and varied, ranging from the general public, internal
staff and management, external agencies, to the direct
recipient of the service. As an upper-tier, PB County is only
one provider of service to its citizens. FIGURE 9 shows that
there is overlap and potential duplication with County services
particularly in waste management and transportation (winter
control). The close proximity to the City provides additional
confusion to the lay person and may elevate expectations for
PB residents. A customer, whether it be a taxpayer, business
owner or tourist, does not care about departments, or tier of
government or “whose job it is” to perform a service. All
customers care about it getting their problem resolved
accurately, consistently and in a timely manner.
They do not want to be shuffled from one location to another
or from one person to another. Understanding the VOICE OF
THE CUSTOMER is fundamental to improving services.
Internal customers are also very important when evaluating

content/uploads/2018/05/MiC20Newsletter.pdf;
https://www.mykawartha.com/news-story/4350046-lean-six-sigma-first-rounddelivers-more-than-3-million-in-savings-for-city/
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processes to determine value added (or non-value added)
activities.
VA L U E A D D E D AC T I V I T I E S

VALUE is defined by the customer; the business and anything
that does not add value is considered waste (non-value added)
and should be removed from the process. Studies show that
in any given process, whether in the private, non-profit or
public sector, that non-value-added activities amount to
approximately 75-90%. By eliminating lead time and nonvalue-added activity, services can be delivered in a continuous
flow with reduced cycle time and costs while increasing
customer satisfaction. This is where capacity will be gained by
PB’s staff to undertake the work required in this report for PB
to become forward looking and sustainable.
Table 3 provides a definition of value-added activities with
four elements highlighted to emphasize the importance of
eliminating anything that does not add value. We found the
following non-value-added activities in most processes
reviewed: duplication of effort, unnecessary handoffs,
transportation within and between departments; defects and
omissions as a result of poor instructions, waiting; and nonutilized talent. These activities do not “physically transform
the service”. Further, if the service is always checked, staff are
less likely to take accountability for ensuring it is “done right
the first time”. We are of the opinion that, because policy and
procedures are lacking and bylaws are incomplete, both staff
and customers remain confused.

TABLE 3:DEFINITIION OF VALUE ADDED AND NON-VALUE-ADDED
ACTIVITIES

Category

Definition

Customer
• Physical
Value Added Transformation of
the Service
• Customer is
willing to pay for
the step/activity
• Done Right
the First Time (no
errors, defects or
omissions)
Organization • Required by
law or regulation,
Value Added policy
• Reduces
financial risk
• Critical to
avoiding process
breakdown
Non-Value
• Everything
else that is not
Added
customer value
added or business
value added

Our Goal and Focus
• Eliminate waste,
Improve the flow of
value to the customer
• Monitoring to
assure we are meeting
customer evolving
requirements –
continuous
improvements
•
Verification that
it is truly required
•
Reduction and/or
elimination of
requirements
•
Make process
efficient and effective
•
Total and
complete elimination
of waste
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S T E P S T O C R E AT I N G VA L U E

ELIMINATING NON-VALUE-ADDED ACTIVITIES FROM
PROCESSES
In order to create value for customers, several steps should be
followed. In this report, we reviewed all services and major
processes in each department.
LEAN processes are faster, more efficient and deliver
satisfactory quality to customers. Our goal is to create flow.
That is, there is no time in which any customer, internal or
external, goes back in the process as shown in steps 4, 5 and 6
in Figure 25. After the County has gone through the LEAN
journey, the processes will flow better and look like Figure 26,
which eliminated all non-valued added activities and all steps
are “done right the first time.”

A LEAN journey ensures the following steps are undertaken:

FIGURE 25: PROCESS BEFORE LSS

FIGURE 26: PROCESS AFTER LSS

FIGURE 27:LEAN JOURNEY
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O U R F I N D I N G S - VA L U E F O R T H E C U S T O M E R

1. Define Customer (Process) Demand for Services
The nature of demand from the customer’s perspective,
includes what is demanded, how much, how frequently, by
whom, where and when. In each section, we have explored
the impacts of customer demand to some degree.
FINDING: For some processes, such as, service
requests/complaints, planning applications, demand arises
through calls and walk-in clients with requests for information.
Some information is being collected, some quite recent
(service requests in Operations). Work orders are currently
not utilized and therefore, time for each request is not
available. Planning applications and commenting from
Engineering and Design is growing. While numbers are
collected, hours and costs for individual applications are not
collected. Consequently, there is no way to know the true
“customer demand” for these services. Since it maybe months
or years before a developer or resident decides to proceed
with an application, it is unknown how much business is “lost”
due to a variety of reasons.
For applications, such as planning, customers are often not
aware of the requirements. It is the County’s responsibility to
remove the complexity of regulations and bylaws in its
instructions and “think” like the customer.
Lack of
documentation and “government language” for these
processes also mean that the customer may have to “return”
with proper documentation in order to “complete” the
application most processes are reactive and therefore, the
County does not know the volume of work it will receive at
any given time. While applications are available online, the

processes are not ‘truly’ online. That is, many municipalities
now have online application portals and simultaneous
drawings markup.
2. Extend Customer (Process) Demand Lead Time
The sooner that the customer demand (customer
requirement for applications, requests) is known to the
supplier (the County), the sooner that the resources can be
deployed to provide the services to the customer. Customer
demand lead time is the period between the time when
customer demand is known and when it is communicated to
the supplier.
FINDING:
Extending customer demand lead time is
particularly challenging because the County does not know
what the demand will be at any particular time and is often
reactive. There are some processes where the County is
aware that workload may change due to seasonality, summer
and winter maintenance, for example. However, there are
some areas that could be better managed such as capital
projects requiring inspections or applications requiring certain
permits. Planning workload requires better information and
reducing the number of staff and departments involved in any
given process. Better monitoring, workflow, online updates
and reminders would improve the customer experience as
well. Proactive inspections and patrolling will reduce the
reactive workload. Providing online access to workplanning or
location of crews would also reduce the requests.
3. Match Supply with Customer (Process) Demand
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Matching supply with customer demand is challenging when
things change or there are undue influences on the demand.
It is essential to perform continuous monitoring of the
demand and adjust resources to respond.
FINDING: In the case of the County, the number of resources
is generally fixed but some seasonal staff are brought on for
specific periods and tasks. Increases in workload and the
changes in time lines have resulted in pressure to handle new
customers. During normal circumstances, County office hours
are weekdays 8:30 am to 4:30 pm. This is the time when the
majority of working residents are working.
Clearly,
municipalities do not supply the services when the customers
demand it. Customers are expected to be served when the
municipality decides they are open. Many municipalities are
now looking at extended hours and/or increased online
presence. For example, online planning applications and
portals allow for 24/7 access for submissions or ‘track the
snowplow’. While the County’s online presence is growing,
much work is ahead.
The receptionist and other staff provide coverage at the front
counter and there is no mechanism to manage this workload.
Because these staff have many unclear roles and backup
functions, their other work is always impacted by uncertain
workload. Serving County customers is clearly the most
important function, but it could be done with better work
management and assignment. Anytime staff are required to
move from one process to another, there is lost “changeover
time” or motion. Further, the lack of online services means

that walk in/telephone traffic is higher than would be
otherwise.
The current online services are minimal
instructions do not allow customers to serve themselves in an
effective way.
4. Eliminate Waste
Waste is defined as any activity that does not create value for
the customer or the organization as described above. In
particular, the public sector customer is extremely interested
in ensuring that tax dollars are not wasted. Waste only adds
cost and time. There are three key things to remember about
waste:
•
•
•

Waste is a symptom rather than a root cause of a
problem
Waste points to problems within the system at both
the activity and the value stream levels
In order to eliminate waste, the root causes of waste
must be found and addressed.

There are essentially 8 types of waste in processes are
denoted by DOWNTIME which we have identified in the
processes reviewed Figure 28.

further defines the 8 wastes and some examples of waste in
processes within the processes analyzed. These examples are
further illustrated in the departmental services and processes
section.
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Elimination of waste also should follow the concept of 8S (formerly known as 5S) which provides for efficient work space. The list
describes how to organize a work space for efficiency and effectiveness by identifying and storing the items used, maintaining the
area and items, and sustaining the new order. The County should implement 8S’s as follows:
1.
Sort (Get rid
of it): Separate
what is needed in
the work area from
what is not;
eliminate the latter
2.
Set in order
(Organize):
Organize what
remains
3.
Shine (Clean
and Solve): Clean
and inspect
4.
Safety
(Respect
workplace and
employees): Create
a safe place to
work
5.
Security
(Keep employees
and clients secure):
6.
Standardize
(Make consistent):
Standardize the cleaning,
FIGURE 28: THE 8 WASTES
inspection, and safety
practices
7.
Satisfaction (Employee Satisfaction and engagement in continuous improvement activities)
8.
Sustain (Keep it up): Make 8S a way of life
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TABLE 4: TYPES OF WASTES AND FINDINGS
TYPES OF WASTE
Defects, rework
including errors and
omissions.

DEFINITION
•

Defects, errors,
omissions, skipped
process steps that
cause rework.

WASTES DISCOVERED
•
•
•
•
•

•
•
Over-Production

•

Producing more,
sooner, or faster of
one component than
is required for the
next step.

•
•
•

•

Waiting

•

•

Time or
interruption in the
process where team
members are
waiting for
something to
happen before
doing the next step.
Process idle time.

•
•
•

•
•
•

Duplication of customer requests in multiple spreadsheets (eg. Waste Management).
Duplication – patrolling records, binders for each piece of equipment.
Paper payroll processes – entered in multiple places
Missing, inaccurate or incomplete information in planning applications.
Applicants often do not have the appropriate information when making applications.
Online systems and forms are not error-proofed - specific instructions to ensure
completeness are not available.
Downtime of equipment = late work
Lack of technology = poor processes
Payroll, inventory, AP and AR processes – entering information in multiple systems,
spreadsheets and reconciliation.
Producing, printing, and over dissemination of reports compared to need/use – Documents
printed when not necessary, data re-entered into multiple systems. Payroll, accounts
payable processes are both printed and filed electronically.
Excessive paperwork trails- excess copies of documents in files that are never reviewed and
could be captured electronically.
Because all application forms are paper based, staff must re-enter all details into systems from forms.
Waiting for next level approvals when staff not present – Supervisors workplanning
processes – staff waiting for assignments
Waiting for customer information due to lack of instruction at front end (planning
applications)
Hiring practices and onboarding delays results in staff not available for work on start day,
loss of temps
Lack of planning and equipment resulted in l oss of production (ditching, shouldering).
WM datacall – waiting on local municipalities to provide data = impacted reporting
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TYPES OF WASTE
Non-Utilized Talent

•

•

Transportation/ Conveyance

•

•

•

Inventory

•

•

Motion

•

DEFINITION
Underutilizing
people’s knowledge
and creativity.
Uneven workflow
resulting in some
team members
overburdened while
others underutilized

Unnecessary
handling or
transportation,
multiple handling.
Steps where work is
moved from one
role to another, one
location to another,
etc.
Office design and
layout does not
support decisionmaking flow.
Producing, holding,
or purchasing
unnecessary
inventory or
materials.
More inventory
than is required to
meet 1 or 2 days of
work.
Unnecessary
movement to access
information, files,
materials,
equipment to
complete a task.

•
•
•
•
•
•
•
•

WASTES DISCOVERED
Duplication of effort, data entry in multiple systems and spreadsheets.
Payroll and patrols entered on paper then systems
Fleet binders – manual entries
Utilizing staff and management for clerical duties that could be eliminated – payroll, equipment, MMS
reporting, copying, printing and moving forms through the building.
Idle time created due to poor supervision and work planning (eg. Staff indicated that there were hours of
no work)
Lack of training on equipment meant staff could not do certain jobs.
Supervisors entering staff time on spreadsheets, in Worktech

•
•
•
•
•

Transferring data files between computer and paper. Accounts payable processes – paper
invoices.
Moving files between staff without knowledge of file location – multiple files.
Lack of access to documentation online – most documents are at Douro Depot.
Office layout does not flow the work.
Challenges if several customers are at the front counter.
Patrol person ‘picks up overtime sheets and brings them to Douro depot”

•
•
•
•
•

Excessive inventory or work to be processed.
Too much paper to be handled, processed, or filed.
No systems utilized to manage inventory (eg. Fuel, salt, sand)
Inventory of work created by lack of delegation and lack of training on equipment.
File inventory is not well managed.

•

Walking to pick up documents and delivering paperwork or accessing needed tools.
Excessive walking to and from printers, files, etc.
Poor cell design, particularly for the administrative staff and counter.

•
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TYPES OF WASTE
Extra-Processing /
Redundancy

•

•

•

DEFINITION
Activity that doesn’t
add value or
transform the
product/service.
Steps that repeat
another step in the
process – multiple
roles doing similar
tasks.
Checking work of
others already
completed for
accuracy or
completeness.

•
•
•
•
•
•
•
•
•
•

WASTES DISCOVERED
Unnecessary steps and handoffs – Particularly true in the payroll and other financial
processes.
Printing handwriting payroll records as opposed to employee input
Files – paper based – located at Douro
Customer requests – manual entry in spreadsheets, manual assignments.
Accounts – duplication between systems – paper-based processes.
Restacking or sorting files – multiple copies of documents – disaster of the basement.
Re-entering data in several spreadsheets/systems.
Making extra paper copies such as payables, reports, applications
Entering information in systems “after the fact”. Documents are filled out by hand, then
later entered into systems
Lack of access to systems requires staff to look up information that could be accessed
directly.

5. Reduce Supply Lead Time
Supply lead time is the total time it takes to complete a series
of tasks within a process in order to meet customer demand.
Reducing lead time is one of the most effective ways to reduce
waste and lower total costs. Lead time can be broken down
into three basic components:
•
Cycle time – The time it takes to complete the
production (or approval) of a single unit (such as a work order
or application) from start to finish. That is, the time actually
working on the task, be it physical or mental exertion.
•
Changeover time – The time it takes to transfer from
one step to the next or one activity/transaction to the next.
This is the most “underrated” waste of time. Most people do
not realize how much time is lost when they must change
what they are doing to respond to calls; interruptions result in
waste as more time is needed to re-familiarize oneself with
the process step at hand and refocus. As well, in terms of

applications, if the customer is unable to complete the entire
transaction at one time due to lack of accurate, complete
information, both customer and staff must re-familiarize
themselves with the application when they return to the
County (or call). Therefore, elimination of changeover time is
essential for improved services and reduction in overall lead
time.
•
Lead time – The time it takes to complete an entire
process from start to finish and any time in between process
steps (such as the amount of time from a planning request to
approval). Any time in between steps adds to the Lead time.
•
TAKT Time – the rate at which you need to complete
the process in order to meet customer demand. Process and
value stream maps are effective illustrations of lead times,
cycle times and delays.
Currently, the County does not capture time against work
assignments/orders. Some information is collected by job (eg.
Operations and Engineering). However, this is manually
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tracked and then re-entered into WorkTech after the fact (not
by the employees). Facilities and Waste Management time is
not tracked by work order or job. Therefore, we are not able
to adequately assess the non-value-added activities and
potential savings. Further, there is little information available
to assess the appropriate fees for applications or
determination of insourcing/outsourcing opportunities.
6. Reduce Total Costs
In economic terms, the reduction of waste and delays results
in significant reduction in costs. By eliminating defects,
duplication, unnecessary checks, over-processing and

handoffs, less resources are needed to complete the tasks.
The true cost savings for the County can be realized by
reducing the errors and number of handoffs, requiring
accountability at each stage and analyzing the types of reviews
undertaken. Moving to electronic processes with integrated
systems will significantly reduce costs and improve services.
True cost savings can be realized by improving the tracking of
time and resources dedicated to each step and further
understanding the steps that can be eliminated. categories
from telephone inquiries. If the County had this information,
it would allow for better upfront communication to customers
and improved documentation on websites or pamphlets.
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THE JOURNEY TO SERVICE EXCELLENCE

Possible Solutions:
o Work on the “One is Best” Principle
o Investigate all Checks for value add
o Eliminate the Need for Checks
o File Only Once, In Only One Place, Electronically
o Process Ownership – Accountability at each step
o Get the Job done as soon as you start (eliminate changeover
time)
A corporate-wide Customer Service Strategy is needed which o Eliminate handoffs where possible
should be supplemented with LEAN Six Sigma (LSS) whereby staff o Look at Teamwork
look at processes with the customer in mind. That is, CREATING o Analyze risk
VALUE FOR THE CUSTOMER IN EACH ACTVITY OR STEP IN A
PROCESS. The County has started this journey. Sixty-five staff P R O C E S S E S A N A L Y Z E D
took LSS White Belt training at the outset of this review. Another
fourteen have taken their LSS Yellow Belt. As part of the next The next section describes each major process. In undertaking
strategic visioning session, the County should engage the the analysis, we noted that some processes were performed by
community to identify what is most important to the citizens. more than one group and/or partial processes such as accounts
communications,
payroll,
asset
This should formulate the long-term strategic plan and cross- payable/procurement,
departmental business plans. In these plans, there should be a management crossed departments as well as local
commitment to look at each process with goals for eliminating municipalities. The impacts of these “cross-departmental”
non-valued added activities and focusing on the VOICE OF THE processes are discussed at the end of the analysis of all the
processes. Appendix A illustrates all of the processes reviewed.
CUSTOMER.
Service Excellence means focusing on the customer by
eliminated non-valued added activities. The County has
developed a communication strategy including a public
engagement plan. However, no Customer Service Strategy is
currently in place which has led to disjointed responses to
customer requests.

Value added services do not include waste but include those
value creating enablers such as information technology and
human resources. In order to make recommendations on the
elimination of non-value-added activities, the following steps
were undertaken:
a.
b.
c.
d.

Analyze the Current State
Process Analysis – Looking for the Hidden Processes
From Initial Assessment to Root Causes
Find Solutions – Draw the Future State
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GENERAL OBSERVATIONS OF ALL PROCESSES
While not a detailed review, we analyzed some key processes as
part of the departmental profile assessment. Due to COVID, we
could not undertake a typical walkthrough of the process step
but did do virtual sessions to gain a general understanding of the
activities and steps in the following processes:
Area

Process
Payroll
Procurement/Contract Management
Complaints/Requests
Recruitment, Onboarding Offboarding

Public Works

Training Planning
Standard Operating Procedures
Community Engagement
Asset Management/Capital Planning

Project Management
Engineering &
Work Management
Design
Inspections
Facilities Management
Facilities
Patrolling, Minimum Maintenance
Standards
Inspections
Operations
Fleet Management
Work Management
Ticketing
Waste
Management

Collection

The processes analyzed in this report range in volume,
complexity and time required. However, there are some
overarching themes that were evident that add to the
complexity/time elements:
1. Some processes are required to be completed on paper or
spreadsheets and then re-entered into systems such as
patrolling, payroll, inspections.
2. Too much “municipal speak” in forms and instructions
3. Online services – Although the County is moving towards
increased online services, the following observations can be
made:
▪ There is no overall online strategy
▪ Most application are paper based and not fillable
▪ The website does not link the description to the online
services in all cases – difficult to navigate.
▪ There is no mechanism to submit applications online
▪ Customers cannot file a request for service without calling
or emailing the County.
Updates for the customer
requires additional steps and contacts. They are not
aware of the progress of any particular application or
request.
▪ There are several customer request spreadsheets, some
are duplicated (eg. Waste Management staff and
contractor).
▪ Staff does its best to keep customers up to date but it is
an additional step that can be eliminated through better
technology.
▪ The online forms are not explained and not error proofed.
There are many opportunities for defects or error.

▪ Instructions for applications are vague (eg. planning applications)
Page 74

Peterborough County Public Works Service Delivery Review

▪ The online services do not populate the
database being used resulting in duplication.
▪ Documents are not attached to systems so files
are created so staff must go to files, paper or
electronic, to find backup.
▪ Customers do not have a one stop shop for all
requests.
4. Significant number of documents are printed and
mailed, when other electronic options are available
5. Significant duplication of effort is evident (eg. data
entry into multiple systems, entry of printed forms
into databases)
6. Inventory of work – unknown as there is no
mechanism to track all work outstanding or
workplans.
7. Systems allow for
electronic
document
management, but the functionality is not utilized.
8. Systems are not integrated resulting in duplication
and potential risk of error/omission (eg. Worktech,
MESH, Maintenance Care, Customer spreadsheets,
WM tickets and Microsoft GP).
9. Lack of integration between systems requires
utilization of spreadsheets to capture information
and perform calculations/reconciliations
10. Policies, procedures and processes are not
documented.
It is important to note that processes were not
measured in terms of time, but wastes were evident.
NOTE: Most data was not available to assess service

standards. We would recommend that
each process be tracked during, before,
and after the recommended changes are
made in this report to ascertain the actual
time and potential savings.
Typically, there is 75-90% waste in service
type processes, regardless of sector. The
most important outcome of this review is the
revelation of the unnecessary complexity of many
processes. Departments should work together to make
better processes from the customer perspective needs
to be encouraged. As well, no system should be
procured without integration plans. Waste has been
created by this lack of integration. To be value added,
every step should be “done right the first time” and
only “entered once”. We also encourage the County to
move to paperless processes. Not only is it good for the
environment, if
document management is
implemented properly, it will reduce cost, eliminate
time spent looking for documents, improve controls
and records management practices. The move away
from paper, mailing, and printing requires upfront
investments in technology and training but payback is
typically less than three years. These changes are
challenging. Moving to a “one is best” principle,
elimination of external spreadsheets and paper
challenging for many. There is a sense of a loss of
control but in fact, it improves control.
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Service Profiles and Findings
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PUBLIC WORKS
S E RV I C E OV E RV IE W

Providing access to the County’s roads is a mandatory
public service that enables road users and pedestrians
to travel to destinations to carry out their daily
activities. Some aspects of this service are required by
Provincial legislation.

OPERATIONS

As shown in FIGURE 11, the County’s Operations Team
is responsible for a large area with 710 kilometres of
roads, 127 bridges, signals and all its roadside
elements. FIGURE 29 provides a high-level overview
of the services provided. Fleet management is also
part of Operations but will be explored separately in
the next section.

FIGURE 29: OPERATIONS SERVICE PROFILE

Page 77

Peterborough County Public Works Service Delivery Review

Service delivery is defined directly or indirectly and
how it is delivered by Ontario Regulation(s):
• The Municipal Act Section 44
• O.Reg 239/02 Minimum Maintenance
Standards
• O.Reg 555/06 Hours of Service
• Environmental Protection Act
The County’s provision of winter control services are
required in the Ontario Municipal Act:
Maintenance
44 (1) The municipality that has jurisdiction over a
highway or bridge shall keep it in a state of repair that
is reasonable in the circumstances, including the
character and location of the highway or bridge.
2001, c. 25, s. 44 (1).
Liability
(2) A municipality that defaults in complying with
subsection (1) is, subject to the Negligence Act, liable
for all damages any person sustains because of the
default. 2001, c. 25, s. 44 (2).
Defence
(3) Despite subsection (2), a municipality is not liable
for failing to keep a highway or bridge in a reasonable
state of repair if,

(a)
it did not know and could not reasonably
have been expected to have known about the state of
repair of the highway or bridge;
(b)
it took reasonable steps to prevent the
default from arising; or
(c)
at the time the cause of action arose,
minimum standards established under subsection (4)
applied to the highway or bridge and to the alleged
default and those standards have been met. 2001, c.
25, s. 44 (3).
COMMERCIAL VEHICLE OPERATORS’ REGISTRATION
(CVOR)
• CVOR is the registration system for operators of
commercial motor vehicles (trucks and buses).
• Part of the Highway Traffic Act (HTA) under
which operators of these vehicles are
identified.
• CVOR also allows the Ministry of Transportation
(MTO) to suspend or cancel an operator's
certificate
• O.Reg 555/06 Hours of Work is a regulation
under the HTA
• O.Reg 555/06 is the regulatory document
governing driving and on-duty hours for heavy
equipment
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• Some construction equipment such as graders
are exempt- except if the grader operator
drives a truck on the same day- the total hours
count
• The limits are 13 hrs driving /14 hours on duty
per day, with a minimum 8 hours between
shifts (10 hrs total break time/day) and 70
hours total per week
• Anecdotal information from the interviews
provided conflicts
o There are times where work starts at
2am and the operators end the shift at
4pm -14 hours
o This may occur more than 1 day in a row
o There are times when there may be a
call-in in the evening (Although this may
be a less frequent occurrence)
o There are no CVOR conflicts
o There is no specific CVOR
documentation
o It usually takes approx. 10 hours to
complete the routes
The minimum maintenance standards have been
provided in Appendices C-G.
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OPERATIONS WINTER CONTROL
SERVICE PROFILE
The County’s winter control services are provided by
its own resources (full time and temporary/seasonal)
as well as contracted services as shown in FIGURE 30.

FIGURE 30: OPERATIONS WINTER SEASON CHART: MARCH 2021
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The County gets snow 6-7 months a year with the
largest accumulation in the month of January. We
were unable to get data from the County on the
number of weather events or accumulation. We were
able to obtain information for the City of
Peterborough as shown in FIGURE 31. This would only
be approximate as we are aware that the northern
part of the County gets
In terms of volume of snow, on average, the County
receives over 480 millimetres of snow annually, most
of which occurs in the winter months but the odd
time, spring and fall see some accumulation.

Winter Control Services are provided by County staff
supplemented by contracted services for with 513 2 lane kilometres (centre line) paved roads and 212 - 2
lane kilometres (centre line) of surfaced treated roads
as follows:

Class

Surface
Treated

Class 1

FIGURE 31: SNOWFALL DATA FOR
PETERBOROUGH: SOURCE: WEATHERSTATS.CA

Paved
15.0

Class 2

5.7

38.4

Class 3

137.98

358.42

Class 4

46.42

101.58

Class 5

21.9
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TABLE 6: COUNTY PLOW ROUTES BY CLASS AND MMS

The County has 16 plow routes as shown in TABLE 6,
all of which are serviced by County resources with the
exception of Routes 13 and 14 which are contracted.
Table 6 shows the responsibility as well as the route
lengths, class of roads and the Minimum Maintenance
standards as per O.Reg 239/02 (See Appendices C-G
for detailed d MMS requirements).

LENGTH
OF
SALT
SAND
Sum of
ROUTE (TONNES) (TONNES) PER SWEET
ROUTE
LOCATION
(KMS)
PER ROUTE ROUTE
(TONNES)
1
MILLBROOK
41.1
5.343
23.427
18.495
2
MILLBROOK
37.9
4.927
21.603
17.055
3
CENTRELINE
41.5
5.395
23.655
18.675
4
CENTRELINE
39
5.07
22.23
17.55
5
DOURO
37.1
4.823
21.147
16.695
6
MILLBROOK
40.3
5.239
22.971
18.135
7
DOURO
42.4
5.512
24.168
19.08
8
DOURO
38.3
4.979
21.831
17.235
9
DOURO
42.7
5.551
24.339
19.215
10
HAVELOCK
65.7
8.541
37.449
29.565
11
HAVELOCK
49.5
6.435
28.215
22.275
12
HAVELOCK
49.2
6.396
28.044
22.14
13
CONTRACTED
38.2
4.966
21.774
17.19
14
CONTRACTED
54.3
7.059
30.951
24.435
15
APSLEY
44.6
5.798
25.422
20.07
16
APSLEY
28.3
3.679
16.131
12.735
Grand Total
690.1
89.713
393.357
310.545

Max of SNOW
Max of ICE
Max of
ACCUMULATION FORMATION
TREATMENT OF ICY
LENGTH RESPONSE TIME - PREVENTION
ROADWAYS
OF ROUTE ROADWAYS
RESPONSE TIME RESPONSE TIME
ROUTE
LOCATION
CLASS
(KMS)
(HOURS)
(HOURS)
(HOURS)
1
MILLBROOK
3
41.1
12
16
8
2
MILLBROOK
2
18.1
6
8
4
2
MILLBROOK
3
19.8
12
16
8
3
CENTRELINE
2
28.8
6
8
4
3
CENTRELINE
3
12.7
12
16
8
4
CENTRELINE
3
39
12
16
8
5
DOURO
2
10.1
6
8
4
5
DOURO
3
11.7
12
16
8
5
DOURO
5
15.3
24
24
16
6
MILLBROOK
3
40.3
12
16
8
7
DOURO
2
8.9
6
8
4
7
DOURO
3
30
12
16
8
7
DOURO
4
3.5
16
24
12
8
DOURO
3
31.9
12
16
8
8
DOURO
4
6.4
16
24
12
9
DOURO
3
38.5
12
16
8
9
DOURO
4
4.2
16
24
12
10
HAVELOCK
3
65.7
12
16
8
11
HAVELOCK
3
49.5
12
16
8
12
HAVELOCK
3
44
12
16
8
12
HAVELOCK
4
2
16
24
12
12
HAVELOCK
5
3.2
24
24
16
13
CONTRACTED
2
17.2
6
8
4
13
CONTRACTED
3
21
12
16
8
14
CONTRACTED
3
54.3
12
16
8
15
APSLEY
3
20.1
12
16
8
15
APSLEY
4
24.5
16
24
12
16
APSLEY
4
12.7
16
24
12
16
APSLEY
5
15.6
24
24
16
Grand Total
690.1
24
24
16

TABLE 5: SALT AND SAND USAGE - SOURCE: OPERATIONS
YEAR
2017
2018
2019
2020
2021

SALT
TOTAL KG Average KG/KM
639,000
888
2,103,615
2,922
1,581,126
2,196
2,301,564
3,197
1,800,697
2,501

SAND
TOTAL KG
Average KG/KM
12,579,800
17,472
25,690,475
35,681
38,148,344
52,984
21,101,262
29,307
2,775,937
3,855
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FINANCIAL RESULTS – WINTER CONTROL

As can be seen in FIGURE 32, winter control contracted
operating expenses are sporadic and significantly
increased over the past two years. It is important to
note that North Kawartha withdrew its services in
2020 due to capacity issues and the County resumed

plowing services in that area. This was quite
challenging as the Township decision came just before
the winter season. Staff indicated that they did not
have appropriate facilities. The Township did indicate
that County staff could use their facilities but, with
COVID, there was a hesitancy.

$800,000
$700,000
$600,000
$500,000
$400,000
$300,000
$200,000
$100,000
$0

TRENT LAKES WINTER MTCE CONTRACTED
SELWYN WINTER MTCE AGREEMENT
NORTH KAWARTHA WINTER MTCE

2016

2017

2018

2019

2020

$195,521

$215,413

$257,257

$430,826

$213,081

$14,091
$86,737

$14,359
$227,433

$14,617
$193,214

$14,895
$279,815

$15,029
$447,935

FIGURE 32: WINTER CONTROL - CONTRACTED SERICES
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$6,000,000
$5,000,000
$4,000,000
$3,000,000
$2,000,000
$1,000,000
$0

WINTER STAND-BY
WINTER PATROL
WASHOUTS
STOCK-PILING
SNOW PLOWING
SNOW FENCE
SANDING
SALTING
CULVERT THAW

2016
$22,494
$360,192
$73,994
$295,200
$544,871
$17,961
$511,216
$2,530,625
$6,028

2017
$0
$344,746
$104,683
$165,110
$560,204
$26,298
$520,880
$2,506,941
$5,561

2018

2019

2020

$396,226
$135,364
$316,364
$504,546
$23,162
$785,972
$2,457,684
$14,250

$398,397
$195,232
$62,060
$539,559
$20,057
$1,294,396
$2,271,798
$70,760

$411,789
$152,553
$412,999
$555,155
$33,959
$441,675
$1,572,452
$1,522

FIGURE 33: WINTER CONTROL OPERATING EXPENSES BY YEAR
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OPERATIONS SUMMER SERVICE
PROFILE
The County’s summer maintenance services are
primarily provided by its own resources (full time and
temporary/seasonal) as shown in FIGURE 34. Figures 35
– 38 shows that the County reduced its summer and
winter maintenance costs in the last two years, which

may be due to efficiencies but evidence from staff
indicated that service levels declined, particularly with
respect to roadside maintenance. FIGURE 38 shows that
the most common complaints were weeds and trees and
yet, costs have declined. While not a direct correlation,
one can assume that if costs, including labour have
declined, services likely have as well, resulting in
increased complaints.

FIGURE 34: OPERATIONS SUMMER SEASON CHART: MARCH 2021
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$1,000,000
$900,000
$800,000
$700,000
$600,000
$500,000
$400,000
$300,000
$200,000
$100,000
$0
WEEDEATING
WEED SPRAYING
WASHOUTS
MOWING
DITCHING
DEBRIS PICK-UP
CAUSEWAY LITTER
BRUSHING/TREE REMOVAL
BEAVER DAMS

2016
$25,587
$23,453
$1,680
$37,061
$283,301
$11,167

2017
$18,334
$49,832
$15,124
$32,014
$302,281
$12,378

$197,913
$28,639

$188,827
$69,037

2018
$24,025
$29,413
$14,589
$62,483
$450,169
$12,647
$14,189
$275,025
$52,969

2019
$16,393
$14,595
$11,377
$49,523
$499,844
$27,207
$2,582
$194,907
$38,805

2020
$18,561
$25,412
$27,555
$45,282
$414,853
$16,526
$6,082
$177,958
$62,694

FIGURE 35: ROADSIDE MAINTENANCE EXPENSES - 20162020
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$2,000,000
$1,800,000
$1,600,000
$1,400,000
$1,200,000
$1,000,000
$800,000
$600,000
$400,000
$200,000
$0
-$200,000
SWEEPING
SHOULDERING GRADING
SHOULDER RESTORATION
SHOULDER GRAVELLING
PREMIX PATCHING
MAINTENANCE PAVING
CRACK SEALING
CATCHBASINS/DRAINAGE

2016
$224,795
$116,781
$1,326
$52,501
$241,288
$194,651
$98,850
$66,870

2017
$225,736
$124,388
$242,072
$234,029
$211,781
$85,386
$57,103

2018
$300,361
$142,248
$336,867
$236,337
$309,453
$228,985
$102,236
$77,953

2019
$323,503
$110,307

2020
$290,605
$136,788

$205,779
$281,753
$187,883
$105,862
$36,719

$149,593
$274,621
$229,931
$0
$77,432

FIGURE 36:HARDTOP MAINTENANCE EXPENSES - 2016-2020
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$400,000

$350,000

$300,000

$250,000

$200,000

$150,000

$100,000

$50,000

$0
TRAFFIC SIGNAL MTNCE.
SIGN MAINTENANCE

2016
$72,136
$227,276

2017
$91,427
$277,320

2018
$72,845
$230,404

2019
$35,955
$269,354

2020
$47,334
$269,763

FIGURE 37: SIGN AND TRAFFIC MAINTENANCE: 2016 2020
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FIGURE 38: CUSTOMER SERVICE REQUESTS BY TYPE
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FINDINGS AND RECOMMENDATIONS –
OPERATIONS – MAINTENANCE

performance measures to determine response time or
results.
CUSTOMER SERVICE RECOMMENDATIONS:

I.

CUSTOMER SERVICE

CUSTOMER SERVICE REQUESTS AND WORK ORDERS
NEED TO BE INTEGRATED AND AUTOMATED
At the outset of this review, the County did not track its
complaints, or service requests in any standardized form.
Further, there was a lack of feedback to the customers
and increasing frustration with County services. It was
also noteworthy that the local municipalities also
expressed concerns that the County was not responsive
when customers registered a complaint. While the
recent changes are a definite improvement, tracking on
spreadsheets does not allow for ease of response or
updates. No specific service standards are in place or
reported.
For any after hours requests or if the phone is left
unanswered, an after-hours service responds. Any
complaints are forwarded by email which is then entered
on the tracking spreadsheet.
It is also important to note that assignments to work was
done by the Supervisors on paper records, not specific
work orders created. Work planning is mostly reactive
and some staff expressed concerns that there was a lack
of discipline and accountability to complete work in a
timely manner with quality. This means that

1.1 Develop Customer Service Strategy with Training
& Public Engagement
1.2 Fully Implement New Service Request Module Online for all departments (integrate with work
management).
1.3 Move to County Wide 311
This would be a corporate wide strategy to bring all
customer relationship management together with
integrated work management. Further, an integrated
work management system will allow for more seamless
assignment and tracking of work. County wide 311
would allow for a one-stop shop for customers including
local municipalities.
For Operations, this would result in the elimination of
spreadsheets, paper assignment forms and payroll
records.
Establishment of list of types of requests based upon
current categories. Develop workflow and expectations
for each type of request/complaint. Integration of the
CRM with the after hours call centre. Staff should be
trained to enter their own updates to work orders and
time. Savings in staff time from duplicate entries,
returning calls (2 staff 1 day per week $18k annually).
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II.

ORGANIZATION

There was significant confusion regarding the roles of
each of the Supervisors (including Fleet), the Lead Hand
and the assignment of work. This led to a lack of
supervision and accountability and coordination of
recruitment and training. Surveys also revealed that
there were questionable practices and staff felt they
were not addressed or there was no avenue to address
these issues.
Staff also indicated that they rarely communicated with
Supervisors except on the phone on occasion for work
assignments. However, there was no requirement to
report on work completed.
Training was also problematic. Staff indicated that the
lack of training on equipment left people idle when
those trained were unavailable. Vacancies and turnover
at the managerial level as well as maintenance staff likely
impacted the performance management system and
long-term planning. Currently, there is no succession
planning to provide for better transition and knowledge
management. Workplans are reactive. Staff indicated
that they had times with no work and rarely knew what
they would be working on or location until the beginning
of their shift.
Health and safety concerns were also raised including a
poorly managed approach to injury inspections and
investigations.

2.1 Restructure Operations and Accountabilities Transition 1 seasonal staff to Full Time
2.6 Develop an Employee Engagement/ Change
Management and Training Strategy
2.7 Create Code of Conduct/Whistleblowing Policy
Upon the retirement of the current supervisor and the
implementation of an integrated CRM/work order
system where each employee fill out their own
timesheet electronically against work orders, consider a
transition to a permanent Lead Hand model (one at each
depot), 1 supervisor, 1 Project Manager, 1 Administrative
Support.
In order to provide better services, reduced training and
labour relations, convert 3 temporary positions to full
time.
Update/create a full set of detailed SOPs with associated
training and workflow. Supervisors and Lead Hands
should be monitoring performance and staff held
accountable for their work including and up to discipline.
A new work planning approach should be developed to
move to more proactive work. Work assignments should
be documented with 'standards' of expectations of
completion. Operations business plan should include
consultation with staff. Work should be planned on a
seasonal basis with the staff involved and weekly
updates/plans.

ORGANIZATION RECOMMENDATIONS:
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III.

TECHNOLOGY, PROCESSES AND
PROCEDURES
TECHNOLOGY USE IS LOW
• Many of the findings above are due to a lack of
utilization of technology, training and integration.
• The County has many IT solutions (MESH,
Worktech, Microsoft Dynamics GP but
implementation was poorly managed.
• Staff indicated the willingness to learn new
technologies but need training.
• Mobile solutions are also not in place which has
resulted in duplication of effort and paper
processes. Because of spotty access to the
internet in the field, any solutions will require a
mobile solution that allows for a download upon
return to the office.
• It is important to noted that the County has
received funding to analyze and procure an
integrated customer relationship, work order and
asset management system. This work is
underway.
DOCUMENTATION IS PAPER BASED – DIFFICULT TO
ANALYZE OR RETRIEVE – RISK FOR INVESTIGATIONS
• Documentation for almost everything is paper
based. The patrol record is outdated.
• Paper is limited and not easily retrievable or
analyzed.

• Documentation that is electronic may exist in
several different paper files, MESH
• Equipment has AVL/GPS installed in most units
which allow for the tracking of material utilized
and route. However, it is not accessed or analyzed
nor is it utilized to determine if MMS is being met.
No online reporting is currently accessible by the
public.
• There has been high turnover at the CAO,
Manager and Director levels over the past few
years; the PW Administrative Assistant has only
been in the position for 2 years; there is very little
training but staff are motivated under new
leadership.
THE WINTER MAINTENANCE PLAN NEEDS TO BE
UPDATED
The County’s Salt Maintenance Plan was last updated in
2006.(well before the recent changes to the MMS) which
stated that its objective was as follows:
The County of Peterborough is committed to improving
winter maintenance operations while continuing to
ensure pubic safety. “The County of Peterborough” will
optimize the use of winter maintenance materials
containing chlorides on all municipal roads while striving
to minimize negative impacts to the environment. “The
County of Peterborough’s” public works staff will strive
to provide safe winter road conditions for vehicular and
pedestrian traffic as set out in the level of service policies

Page 92

Peterborough County Public Works Service Delivery Review

and within the resources established by “County ”
Council.
Policy Statement
“The County of Peterborough” will provide efficient and
effective winter maintenance to ensure the safety of
users of the County road network in keeping with
applicable provincial legislation and accepted standards
while striving to minimize adverse impacts to the
environment. These commitments will be met by:
•
adhering to the procedures contained within the
Salt Management Plan;
•
reviewing and upgrading the Salt Management
Plan on an annual basis to incorporate new technologies
and new developments;
•
committing to ongoing winter maintenance staff
training and education; and
•
monitoring on an annual basis, the present
conditions of the winter maintenance program, as well
as the effectiveness of the Salt Management Plan.
The major activities related to winter maintenance are:
•
snow plowing
•
salt / sand spreading
•
salt and sand storage
While the Salt Management Plan states that the County
will report its performance measures such as winter
events, this has not been the case.

• The Salt Management Plan is a mix of policy and
Standard Operating Procedure – they should be
separate
• There is a form for winter patrol but it appears to
be missing some of the new requirements.
• MESH is used for patrols but duplicated in paper.
Work orders are not created for deficiencies.
• Winter weather monitoring is manual and not
fully documented. We were unable to get
information regarding winter events.
• An assessment against MMS should be
undertaken for all routes as well as performance
measures. It was noted that some of the routes
appear to be longer than others.
• Complaints by route are not tracked.
STAFFING, PAYROLL AND WORK PLANNING NEED
REVIEW
• Staffing and Work Shifts are driven by the O.Reg
239/02 MMS Classification and O.Reg 555/06
Hours of Work. Many staff indicated that the
current shifts result in ‘waste’ and duplication.
• There is a lack of written standard operating
procedures and associated training.
• Staff revealed that some drivers exceeded speed
limits without consequence.
• Recruitment of temporary seasonal staff is time
consuming and has been delayed in recent years,
resulting in lost talent. It is also important to note
that many staff are hired back after the winter
season for summer maintenance.
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• Call in procedures are manual – Temporary staff
indicated that the call-in procedures were ‘unfair’
and appeared to be based upon favourtism as
opposed to a written procedure.
• O.Reg 239/02 provides response times to correct
deficiencies once becoming aware but there was
no work planning in place. Staff indicated that
deficiencies were often ‘re-reported’ as they
weren’t addressed in a timely manner.
• O.Reg 239/02 also provides for frequency of
inspection to determine if said deficiencies exist.
There is currently a very manual process to
address deficiencies. Supervisors retain the
information in inboxes and paper.
• O.Reg 239/02 is not prescriptive as to
methodology or equipment. The County
currently utilizes paper patrol records that are
duplicated in MESH. But no work order system is
integrated.
• Job costing, equipment usage and time is entered
from assignments. These are then entered on a
timesheet, not work orders, by the Supervisors,
not the employees nor are they signed. The
timesheets are separated by the last names – one
supervisor enters A-H, the remaining by the
second Supervisor. Temps and Overtime requests
are filled out by paper and dropped into a ‘bin’
and picked up by patroller to bring to the Douro
depot. These are then entered by the
Administrative Assistant in Worktech, approved
by the Fleet Supervisor, who was not aware of the
work completed.

• Banked time and vacation is also tracked manually
on spreadsheets.
• Worktech was not implemented properly or with
appropriate securities, resulting in internal control
issues.
CVOR TRAINING AND DOCUMENTATION / O.REG
555/06, HOURS OF SERVICE IS DOCUMENTED
INFORMALLY
• CVOR training and documentation is limited. From
the anecdotal information, is that staff capture
their hours on ‘their own’ and that the Fleet
Supervisor captures the CVOR hours. However,
there does not appear to be an electronic version
nor is it verified by the staff.
• CVOR tracking is informal; hours recorded by
truck drivers in log, calendars.
PURCHASING AND ACCOUNTS PAYABLE IS A PAPER
BASED MANUAL PROCESS
• The County has not implemented the purchase
order system so commitments are not created
against budge. Accounts payable workflow has
also not been implemented Microsoft Dynamics
GP which means that the processes are paper
based and significant duplication. Further,
inventory management is manual and/or not
tracked.
TECHNOLOGY, PROCESS AND PROCEDURES
RECOMMENDATIONS:
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3.1 Develop IT Strategy - to either implement one
system that integrates payroll, scheduling, work,
asset management and patrolling. Address
security issues and segregation of duties.
3.2 Implement Purchase Order System with
Workflow and paperless Accounts Payable
Both of these recommendations are corporate wide but
affect Operations significantly and will require a change
management strategy.
IV.

PLANNING, PERFORMANCE AND
REPORTING
• As indicated above, there are no department
specific business, long term plans that are
integrated with the strategic plan and individual
performance agreements.
• Budget process improving but continue to be
annual and not supported with business plans
and Key Performance Indicators.
• Forecasting is challenging due to lack of
commitment control - no requirement for
detailed variance analysis.

•

•

•

•

Job and activity-based costing is manual and is
not linked to asset management/lifecycle.
Therefore, the County is unable to assess lifecycle
costs as required by O.Reg 588/17.
There does not appear to be an integrated asset
management practices approach to communicate
issues between Operations and Engineering and
Design.

PLANNING, PERFORMANCE AND REPORTING
RECOMMENDATIONS:
4.1 Develop a Planning/Performance Framework
including Asset Management.
This is a corporate wide recommendation for an
integrated approach to asset management. Operations
needs to ensure that the ongoing lifecycle costs are
captured against assets and provide input into the Asset
Management Plan updates.

Supervisors and staff indicated that they do not
have access to financial or performance reports.
This makes it difficult for the development of
business cases.
Lack of training in performance management
evident from the comments regarding
accountability.
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V.

ALTERNATIVE SERVICE DELIVERY

CONTRACTED SERVICES AND SHARED COULD BE
CONSIDERED
• Winter control route plans indicate that there
may be synergies between the County and local
municipalities. While some inter-municipal
agreements are in place, it appears that there
could be improved cooperation. As well, there is
some interest in looking at shared patrolling. First
Nations & local municipalities have a desire to
partner but workplan needed. Bylaw enforcement
is a challenge with no resources.
• During consultations, it became evident that local
municipalities and the County are of the opinion
that shared services, such as snow removal and
shared facilities/materials provided that proper
controls are in place, result in reduced costs and
eliminate duplicated services.
• In 2020, the County was required to resume
winter control services in North Kawartha as the
Township was unable to continue this contracted
service. This was challenging due to the timing as
well as the lack of facilities available for staff in
winter.
• Staff indicated that they had capacity and desire
to assist local municipalities, particularly with
snow removal.

ALTERNATIVE SERVICE DELIVERY RECOMMENDATIONS:
5.1 Undertake a joint Winter Control plan.
New Project Manager to lead the charge for shared
services in Operations including consultations,
opportunities for shared IT implementations in
conjunction with IT and Purchasing. Should start with
customer service, underserviced areas and opportunities
such as ditching, brushing, sweeping, line painting internal and procurement. This will require chargeback
analysis for time and new set of job/activity codes.
5.5 Share IT expertise and procurement of CRM/
Asset/Work Management/Patrolling Software
for all asset types
As the County moves through the implementation of an
integrated work/asset management software, it should
share the expertise with the local municipalities –
perhaps create a working group.
5.6 Share Bylaw Enforcement Expertise
No current bylaw expertise at the County is problematic
particularly to enforce the sign bylaw. However, there is
likely not enough work for a staff member. Sharing with
local municipalities would likely be the best enforcement
strategy.
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FLEET MANAGEMENT SERVICE PROFILE
The County currently has both in house and contracted
services to manage its fleet. As shown in FIGURE 34,
there are 3 Mechanics, 1 Mechanics Helper led by a

Fleet Supervisor. We learned through our consultations
that fleet information is contained in binders and the
costs are manually entered on time sheets. Invoices that
are specific to a unit is captured through the accounts
payable process but other costs, such inventory is not
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costed against the unit. Therefore, the financial
information provided for fleet is not full cost.
Table 7 shows that on average equipment is charged out
11 hours per week with operating costs (excluding
amortization) of approximately $23 per hour with
Equipment Rates of $33 per hour. When including
amortization, it would appear that the average
recommended rate is $38 per hour shortfall for an
average $3 million in costs.
As shown in FIGURE 39, the County’s fleet is 7.7 years
old on average. This means that the fleet is relatively
new. Appendix G shows that the planned replacement
for most equipment is appropriate.

As can be seen in Table 8 , fleet operating expenses for
some units are significant and yet, hours are low. For
example, the Gradall costs are estimated at $150k over
the last 5 years (does not include inventory costs) which
represents 52% of the historical costs. Others are over
the total cost of the unit.
Table 9 shows the fuel costs for the last five years by
unit, sorted from high to low which indicates that, with
the exception of a few units, there are relatively constant
fuel usage. However, we are aware that the fuel system
is outdated, manual and challenging to integrate with
Worktech.
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FINANCIAL RESULTS – FLEET
TABLE 7: FLEET OPERATING COSTS AND BILLED HOURS

Year
2015
2016
2017
2018
2019
2020
Grand
Total

Year
2015
2016
2017
2018
2019
2020
Grand
Total

Sum of
Number of Sum of
Operating Billed
Billed
Equipment Billed Hrs Costs
Hours/Unit hours/Unit/Week
79
44,116
$945,331
558
11
85
48,744
$960,117
573
11
84
58,053 $1,289,150
691
13
91
52,384 $1,257,849
576
11
94
57,024 $1,502,118
607
12
98
53,461 $1,236,523
546
10
531

Number of
Equipment
79
85
84
91
94
98
531

313,782 $7,191,088

591

11

Average
Average
Average Current
Average of
Operating
Recommended Shortfall for
Charged Equip
Amortization
Costs/Billing
Equipment
Equipment
Understated
Rate
/Billing Hour
Hour
Rate
Rates
Costs
$34.41
$53.41
$21.43
$74.83
$40.43
$1,783,474.23
$32.99
$25.03
$19.70
$44.72
$11.73
$571,964.68
$33.05
$45.36
$22.21
$67.57
$34.52
$2,004,004.79
$33.13
$29.50
$24.01
$53.51
$20.38
$1,067,710.44
$32.65
$50.49
$26.34
$76.83
$44.19
$2,519,864.97
$33.07
$79.59
$23.13
$102.72
$69.66
$3,723,927.38
$33.16

$49.00

$22.92

$71.91

$38.76 $11,670,946.50
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COUNTY EQUIPMENT - NUMBER AND AVERAGE AGE
FROM COUNTY FINANCE
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FIGURE 39: COUNTY FLEET BY TYPE AND AGE
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.

TABLE 8: 2016-2020 COSTS (SELECTED UNITS) VS PURCHASE PRICE - SOURCE: COUNTY FINANCE

Description
GRADALL
GRADER
EXCAVATOR
LOADER
Sweeper
NEW HOLLAND TRACTOR
BACKHOE
LOADER
Case Loader Backhoe
TRACTOR
Grader 2016 Noram 65E
New Holland H730 Disc
Mower
STEAMER
MOWER
SHOULDER WIDENER
2020 Thompson Steamer
Model "A"
LOADER/BACKHOE
Grand Total

Equipment
ID
08-04
12-04
00-02
13-10
12-05
13-09
15-07
10-06
08-01
09-07
15-06
13-08
16-09
15-05
90-01
91-07
08-03
06-01
14-06
20-01
04-06

2016
$10,208
$12,119
$14,619
$34,410
$8,167
$8,188
$13,584
$5,726
$9,316
$4,850
$1,026
$6,140
$0

2017
$32,393
$11,529
$3,785
$12,581
$11,316
$12,861
$20,093
$25,594
$12,615
$12,637
$4,311
$9,837
$14,632

2018
$21,288
$27,157
$6,473
$30,263
$15,451
$2,105
$13,243
$20,199
$12,892
$17,426
$6,101
$4,877
$2,668

2019
$70,513
$27,238
$13,286
$25,739
$18,464
$11,581
$15,827
$8,265
$21,255
$10,037
$16,684
$6,801
$4,701

$51
$0
$0
$1,192
$0
$1,140

$1,741
$1,025
$444
$5,144
$0
$788

$6,959
$1,093
$0
$1,002
$11
$93

$2,749
$2,142
$2,184
$192
$41
$367

Grand
2020 Total
COST
%EXPENSES/COST AGE
$19,450
$153,852
$298,080
52%
13
$19,290
$97,333
$296,895
33%
9
$14,493
$52,656
$196,248
27%
21
$29,524
$132,517
$254,909
52%
7
$13,955
$67,353
$140,691
48%
9
$2,872
$37,607
$186,420
20%
8
$37,751
$100,498
$308,709
33%
5
$2,945
$62,729
$61,942
101%
11
$5,397
$61,475
$97,133
63%
13
$10,748
$55,698
$151,040
37%
12
$9,484
$37,606
$148,019
25%
6
$6,137
$33,792
$77,958
43%
8
$10,940
$32,941
$247,307
13%
4
$4,956
$1,467
$1,608
$661
$41
$364
$1,007

$436
$131,172 $193,326 $189,301 $258,066 $193,090

$16,456
$5,727
$4,236
$8,191
$93
$2,752

$10,583
$0
$0
$9,279

155%

88%

6
31
30
13

$110,647

2%

7

$1,007
$17,513
$436
$964,955 $2,613,374

6%

1

37%
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TABLE 9: 2016-2020 FUEL COSTS PER UNIT - SOURCE: COUNTY FINANCE
Job
15-01
12-01
12-02
16-07
13-07
14-05
09-05
07-02
07-01
17-03
17-02
18-05
15-03
12-04
14-04
15-02
13-05
16-03
12-03
16-02
14-01
08-04
18-01
18-02
15-07
12-05
14-03
10-03

JOB DESCRIPTION
INTERNATIONAL TANDEM
TANDEM/SNOW PLOW
TANDEM/SNOW PLOW
SNOWPLOW
TANDEM/SNOW PLOW
TANDEM/SNOW PLOW
TANDEM/SNOW PLOW
TANDEM/SNOW PLOW
TANDEM/SNOW PLOW
INTERNATIONAL TANDEM WORKSTAR 7600 SFA 6X4
FORD F550 EXT. CAB SIGN TRUCK
2019 INTERNATIONAL TANDEM WORKSTAR 7600
SFA 6X4
CHEVY 1 TON CREW CAB
GRADER
PICK UP TRUCK - PATCH
CHEVROLET 1 TON CREW CAB
PICK UP TRUCK
CHEV-SILVERADO 1/2 TON
PICK UP TRUCK - CREWCAB
CHEV-SILVERADO 1/2 TON
PICK UP TRUCK - CREW CAB
GRADALL
2018 CHEV DOUBLE CAB PICK-UP
2018 CHEV DOUBLE CAB PICK-UP
SWEEPER
LOADER
PICK UP TRUCK
PICK UP TRUCK

2016
$16,056
$11,949
$13,051
$4,746
$14,516
$12,437
$9,504
$10,362
$8,862

2017
$19,739
$14,981
$16,791
$16,589
$13,823
$12,260
$11,878
$10,938
$10,401
$49

$4,323
$3,529
$4,524
$3,690
$5,239
$3,236
$5,813
$2,877
$5,378
$2,342

$7,047
$4,670
$6,384
$4,862
$5,749
$7,960
$4,065
$5,660
$5,496
$3,421

$3,911
$2,637
$3,140
$1,954

$2,834
$2,546
$3,502
$3,505

2018
$24,354
$19,220
$16,465
$20,324
$20,533
$14,886
$16,526
$12,822
$10,617
$14,084
$13,580

2019
$18,395
$16,430
$15,871
$18,691
$8,837
$14,261
$13,515
$12,575
$12,969
$19,807
$13,265

2020
$13,044
$11,777
$11,539
$11,414
$9,453
$8,641
$8,667
$8,015
$6,431
$12,786
$11,033

Grand
Total
$91,589
$74,357
$73,717
$71,765
$67,163
$62,485
$60,091
$54,712
$49,279
$46,677
$37,926

$4,168
$8,903
$12,763
$7,848
$7,417
$5,105
$9,295
$5,799
$5,493
$6,432
$7,960
$3,812
$2,353
$3,632
$3,929
$3,213
$4,089

$18,149
$7,902
$8,032
$8,201
$6,719
$6,764
$4,673
$5,214
$5,426
$4,514
$6,339
$9,176
$8,121
$3,460
$3,868
$3,517
$1,644

$13,970
$7,213
$5,167
$6,848
$5,775
$4,461
$2,040
$5,334
$4,664
$2,178
$3,342
$9,347
$7,319
$2,580
$2,239
$1,635
$3,178

$36,287
$35,388
$34,161
$33,805
$28,464
$27,318
$27,204
$26,224
$24,119
$23,998
$23,404
$22,335
$17,793
$16,417
$15,220
$15,007
$14,371
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Job
09-07
19-05
09-03
16-01
14-02
00-02
13-04
11-02
11-05
19-02
16-05
09-04
13-09
13-10
19-03
10-02
09-01
10-01
16-04
18-06
13-08
06-02
15-06
08-01
19-09
10-06
20-05
16-08
19-10
16-09

JOB DESCRIPTION
LOADER
2019 CHEVY CREW CAB
PICK UP TRUCK
CHEV-SILVERADO 1/2 TON
PICK UP TRUCK
GRADER
PICK UP TRUCK
PICK UP TRUCK
PICK UP TRUCK - 1 TON
2019 GMC DOUBLE CAB PICK-UP SIERRA 4X4
CHEV- SILVERADO 1/2 TON
PICK UP TRUCK - SHORT BOX
LOADER
EXCAVATOR
2019 GMC DOUBLE CAB PICK-UP SIERRA 4X4
PICK UP TRUCK
PICK UP TRUCK - SHORT BOX
PICK UP TRUCK - SHORT BOX
CHEV-SILVERADO 1/2 TON
2018 SANY EXCAVATOR SY35U
TRACTOR
PICK UP TRUCK
CASE LOADER BACKHOE
BACKHOE
2020 INTERNATIONAL TANDEM
NEW HOLLAND TRACTOR
2020 INTERNATIONAL TANDEM HV513
F550 FORD PATCH TRUCK
2020 INTERNATIONAL TANDEM
GRADER 2016 NORAM 65E

2016
$2,398

2017
$2,463

2018
$3,478

$1,193
$2,174
$2,844
$1,993
$3,970
$1,793
$1,611

$1,960
$3,659
$2,117
$1,070
$1,380
$1,612
$1,910

$3,524
$2,007
$2,906
$3,137
$3,124
$3,251
$2,700

$677
$1,857
$5,217
$1,031

$2,326
$1,462
$3,883
$1,579

$2,424
$2,243
$280
$3,557

$1,586
$1,672
$1,007
$1,330

$1,107
$1,772
$695
$1,786

$2,012
$1,776
$1,044
$1,225

$487
$922
$600
$453

$1,246
$711
$837
$1,135

$1,290
$1,254
$1,437
$1,070

$547

$522

$1,298

$2,299
$2,555
$1,379
$2,194
$1,030
$1,154
$2,297
$874
$691
$1,199
$699
$172
$843

$217

$937
$629

$131
$228
$245

$1,630

2019
$3,119
$6,007
$3,837
$1,571
$2,644
$2,979
$2,240
$1,228
$2,751
$3,053
$2,440
$2,375

2020
$2,312
$7,589
$2,950
$3,788
$2,621
$3,925
$2,170
$4,401
$2,607
$7,242
$1,849
$1,506
$13
$351
$6,157
$2,601
$852
$3,215
$764
$3,427
$1,549
$999
$414
$737
$3,512
$272
$2,970
$1,490
$2,522
$201
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Grand
Total
$13,771
$13,597
$13,464
$13,200
$13,132
$13,105
$12,884
$12,286
$11,579
$10,296
$9,715
$9,443
$9,393
$8,818
$8,712
$8,685
$8,266
$6,990
$6,259
$5,723
$5,445
$4,577
$4,487
$4,094
$3,685
$3,482
$2,970
$2,775
$2,751
$2,704
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Job
20-06
20-04
12-06
19-01
20-02
13-06
14-07
20-03
19-04
86-03
15-04
19-08
Grand
Total

JOB DESCRIPTION
2020 INTERNATIONAL TANDEM HV513
2020 INTERNATIONAL TANDEM HV513
CHIPPER
2019 GMC DOUBLE CAB PICK-UP SIERRA 4X4 FACILITIES
2019 GRADALL XL4100 V
VACUUM EXCAVATION SYSTEM
SMOOTH DRUM ROLLER
2020 DODGE 5500 4X4
2019 DODGE CARAVAN - IT DEPT
CHIPPER
HONDA CIVIC - IT DEPT
ROAD CLOSED TRAILER GALV. # 412 386 591

According to fleet management experts, organizations
should apply the 50/50 rule which states: “If you look at
your expenses for maintenance on your vehicles, whether
you fix them in-house or you do it with a vendor, for
whatever dollars you spend in labor you should be
spending about an equal number of dollars for parts. If a
particular vehicle is violating the 50/50 rule, on average,
there's something wrong.” However, bear in mind that if
the vehicle is only two to three years old, you're going to

9

2016

2017

2018

2019

$195

$309

$720

$510
$798

$471
$51

$176
$141

$399
$309

$113

$60

$228
$106
$197
$36

$190,375

$233,688

$332,776

$330,447

2020
$2,598
$2,467
$659

Grand
Total
$2,598
$2,467
$2,393

$792
$1,381
$86
$109
$526
$274
$67
$67
$54

$1,590
$1,381
$1,359
$717
$526
$471
$241
$103
$54

$284,179 $1,371,464

be labor-intensive, since most parts that break will be
relatively minor. Then, as a vehicle gets older the repairs
will tend to become more parts-intensive. That's because
on older vehicles you're going to start replacing major
items, like transmissions, rear ends, chassis rebuilds and
doing take-apart engine work”.9
LIFE CYCLE ASSET MANAGEMENT

https://www.worldsweeper.com/FleetManagement/Dolce3.html
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Over the next two years, fleet management will need to
focus its efforts on Asset Life Cycle Management.
Currently the County does not have a lifecycle strategy
for fleet nor does it have all of the information or
systems in place to capture the activities. This section is
intended to assist the County in developing lifecycle
processes and start to develop the skill set to manage
fleet/equipment over their life. In order to manage
lifecycles, there needs to be information on all fleet and
equipment, how it is utilized and the most optimum
preventative maintenance activities and the budget to
support them.
Five stages to asset life cycle management requiring
significant energy, commitment and oversight provides

Procurement
Phase

Asset
Dedeployment

leading management practices and systems in an
overall effort to balance the performance of the asset
with risk and cost.
Implementing Asset Life Cycle Management will assist
the organization to help calculate and determine needs
in a disciplined fashion. It will assist in making informed
decisions on a timely basis and the cost for each asset
throughout the course of ownership.
1.
Procurement Phase: Determines the best
decision to fulfil the organization. A host of steps
including purchase orders, contracts, change work
orders, approvals and links to the budget.

Life Cycle
Management

Maintenance
Stage

Disposal Stage
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2.
Asset Deployment: includes ongoing inspections
for physical defects, monitoring for delivery of change
work orders, addressing defects and ensuring the
specifications meet requirements. Fleet and equipment
deployment includes training for best utilization,
ensuring staff understand the requirements to identify
issues prior to warranty deadlines.
3.
Life Cycle Management: - put the equipment to
its intended uses (utilization). Ensuring the fleet is
maintained and the cost of a tangible/physical asset over
its useful life/or/life expectancy is captured. It
represents the amount of an assets’ value that has been
used up.)
4.
Maintenance Stage: Address ongoing use of the
equipment, and wear and tear on asset. Undertake
regular preventative maintenance to ensure the
equipment lasts for the intended useful life. Ensure
that the equipment hours are reflected in systems and
utilized for its intended purpose.

FINDINGS AND RECOMMENDATIONS –
OPERATIONS – FLEET MAINTENANCE
I.

CUSTOMER SERVICE

CUSTOMER (FLEET USERS) REQUESTS ARE NOT
TRACKED
In the Fleet area, customers are those who utilize
equipment to undertake work. Should a piece of
equipment breakdown or work be required, it is simply
brought to the depot for the repairs. Preventative
maintenance is not specifically scheduled. Hours and
kilometres are not tracked.
All work required is put on whiteboards and selected by
mechanics. There are no performance expectations or
standards nor are they monitored. Downtime is not
tracked. Some pieces of equipment have been down for
months. Staff expressed frustration with the long
periods without expensive equipment.

5.

Disposal Stage: A decision is made based upon
policies and evidence of the cost of the equipment to
either repair or replace.

All fleet data in binders by piece of equipment. or
months. No work orders are in place.

CUSTOMER SERVICE RECOMMENDATIONS:
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1.2 Fully Implement New Service Request Module Online for all departments (integrate with work
management).
Similar to Operations Maintenance, there is a need to
implement an integrated work management system to
track customer requests, assign work to mechanics with
performance standards. All time and materials should
be attached to a work order and unit. Preventative
maintenance work orders should be set up and planned
based upon kilometres/hours and alerts sent to the
driver of the particular unit.
II.

2.2 Refocus Fleet to focus on strategy and
partnerships.
Fleet Supervisor role to transition to one focused on
increasing the fleet under the portfolio through process
improvement, partnerships with local municipalities and
PCCP. Limited fleet for the number of staff.
Need specific outsourcing plans as opposed to
haphazard.
III.

TECHNOLOGY, PROCESSES AND
PROCEDURES

ORGANIZATION
TECHNOLOGY USE IS LOW

Fleet Supervisor was often only one at shop and
provided work assignments to Operations staff who did
not report to him. Retaining mechanics has been
challenging, workplace is not conducive for all fleet
work.
We also noted that mechanics were on the call in for
plow trucks and incurred overtime as opposed to
concentrating on the fleet. There did not appear to be a
strategy of the types of services that would be
outsourced nor proper procurement methodologies.
ORGANIZATION RECOMMENDATIONS:

• As found in Operations generally, technology use
is low and little planning.
• No current work order system to track work and
costs against equipment – work is tracked on
whiteboards, invoices and time allocation is all
manual in binders.
• Do not have up to date equipment rates due to a
lack of process or data.
• No current fleet/fuel management system but
being investigated.
• Timesheets are paper and re-entered by the
Supervisor in Worktech, not by staff.
POLICIES AND PROCEDURES ARE LACKING
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•
•
•
•
•

Currently there are few SOPs and no specific fleet
replacement policy. Documentation is lacking
with respect to utilization or equipment rates.

TECHNOLOGY, PROCESS AND PROCEDURES
RECOMMENDATIONS:
3.1 Implement work order system for both reactive
and proactive fleet management.
3.3 Create/Procure a Booking system for fleet and
facilities to show availability and downtime.
3.4 Procure new fuel and inventory management
system.
3.5 Implement Purchase Order System with
Workflow and paperless Accounts Payable.

Jobs and activities are contained on a paper list.
Tracking of proactive work is on spreadsheets but
often, maintenance activities are past the due
date since there is no reminder system in place.
Inventory is not tracked. Expenses are not
reflected against the unit.
Significant downtime experienced by staff of key
equipment with no performance measures.

PURCHASING AND ACCOUNTS PAYABLE IS A PAPER
BASED MANUAL PROCESS
• As mentioned above, the County has not
implemented the purchase order system so
commitments are not created against budge.
Accounts payable workflow has also not been
implemented Microsoft Dynamics GP which
means that the processes are paper based and
significant duplication. This is problematic for
fleet as there is a purely manual process whereby
invoices are manually tracked in the ‘binders’ as
well as entered into Worktech with the exception
of inventory. Currently, there is no inventory
management and therefore, costs are not
attributed to each unit.

IV.
•

•
•

•
•
•

•

PLANNING, PERFORMANCE AND
REPORTING
As indicated above, there are no department
specific business, long term plans that are
integrated with the strategic plan and individual
performance agreements.
There is no Fleet Management Policy in place.
While there is a replacement plan, it appears to
be based upon years and is adjusted without
assessing lifecycle costs.
Few KPIs in place.
Workplanning is primarily reactive.
No tracking of kilometres or hours on a regular
basis so it is difficult to determine utilization
rates.
Contracting out appears to be haphazard as
opposed to strategic.
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EQUIPMENT RATES ARE OUT OF DATE
In order to properly cost services, municipalities need to
have up to date equipment rates that are reflective of
the total cost of ownership. Best practice dictates that
these rates include direct and indirect costs, including
fuel, oil, lubrication, field repairs, overhaul, depreciation,
financing, storage, insurance and overhead. The Ontario
Provincial Standard Specification (OPSS) releases a
Schedule of Rental Rates each year based upon their
study of major manufacturers for all construction
equipment. This provides a good guideline for
municipalities but each organization should undertake
this review each year.
The County provided its equipment rates and they
appear to have remained static since 2016 indicating
that the rates are outdated. A sample rate that appears
to be low would be a dump truck.
The OPSS lists the rate as $174-427 hourly whereas the
County’s rate provided was $57. We have estimated a
shortfall of $3 million annually that should be allocated
to the reserve for replacement. Without ‘real rates’ for
equipment, it appears that County resources are
cheaper than external/contracted. However, they have
been held artificially low.
PLANNING, PERFORMANCE AND REPORTING
RECOMMENDATIONS:

10

4.1 Develop a Planning/Performance Framework
including Asset Management and Fleet
Management Policy.
This is a corporate wide recommendation for an
integrated approach to asset management. Fleet is an
important part of the AMP and must be included by
2024 as per O.Reg 588/17.
The County needs to ensure that the ongoing lifecycle
costs are captured against assets and provide input into
the Asset Management Plan updates.

Key Performance Indicators should be set and monitored
such as:
KPI #1: Engine On/Off
KPI #2: Speeding
KPI #3: Acceleration and Hard Braking
KPI #4: Idling
KPI #5: Route Adherence (and time to complete – MMS)
KPI #6: Road Safety Compliance
KPI #7: Vehicle Total Cost of Ownership (TCO)
KPI #8: Vehicle Replacement Costs
KPI #9: Vehicle Utilization
KPI #10: Schedule Adherence
KPI #11: Total Vehicle Breakdowns
KPI #12: Vehicle Part Inventories
KPI #13: Average Maintenance Downtime
KPI #14: Vehicle Diagnostic Codes Generated 10

Rastac.com
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4.2 Undertake an Equipment Rate Study.
Equipment rates are outdated. As part of the AMP,
update all equipment rates including amortization. An
assessment against the OPSS standards is a first step but
it is imperative that all costs be associated with the fleet
to provide accurate County rates. In general,
government fleet is often underutilized in comparison to
external contractors so the rates should be generally
higher.
V.

ALTERNATIVE SERVICE DELIVERY

facilities for better delivery of mechanic services. New
equipment rates must be in place to ensure that
appropriate charge backs are created.
In order to facilitate the sharing of the equipment, the
County and local municipalities would need to undertake
annual planning meetings. Utilizing a booking software
would also help to track where and when fleet and
equipment is available for sharing as well as tracking
downtime.

CONTRACTED SERVICES AND SHARED COULD BE
CONSIDERED
• During consultations, it became evident that local
municipalities and the County are of the opinion
that shared fleet has many benefits. However,
with the current state of the fleet management, it
would not be possible to do so without new
systems.
• Contracted services do not appear to be based
upon strategy or knowledge of costs.
ALTERNATIVE SERVICE DELIVERY RECOMMENDATIONS:
5.2 Create Inventory of Fleet and Facility Sharing Model
Once systems (work orders, PM, service requests, fuel
and scheduling) in place, Fleet Manager with Project
Manager should develop workplans for sharing of
equipment with local municipalities. Possible review of
Page 110

Peterborough County Public Works Service Delivery Review

ENGINEERING & DESIGN/CAPITAL
PROJECTS SERVICE PROFILE
The County’s Engineering and Design (ED) group was
recently separated with a new subdepartment
responsible for structures, Capital Projects. As shown in
FIGURE 40, the ED Manager is supported by 4 FTEs with
technical backgrounds. The Manager of Capital Projects

currently has no direct reports. When the changes to
the organization occurred in 2021, the Assistant
Manager position was put on hold pending this review.
These two groups are responsible for managing the
infrastructure assets of the County, roads and structures.
ED staff also provide assistance with planning reviews
and other permits.

FIGURE 40: ENGINEERING, DESIGN AND CAPITAL PROJECTS ORGANIZATION CHART
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ASSET MANAGEMENT IN THE
MUNICIPAL SECTOR
Asset Management delivers value to communities
through planning, analyzing performance of the assets,
managing risk and costs.
Figure 42 provides a summary of the requirements of
O.Reg 588/17, Asset Management Planning Regulation
for Ontario. It shows that all assets must be included in
an AMP by July 1, 2023 (recently extended to 2024).
Currently the AM Analyst reports to the Treasurer in the
Finance Department but it is Public Works that is
responsible for most of the assets
owned by the County. O.Reg
588/17 requires a plan that will
sustain the assets over a 10-year
work plan. The AMP prepared for
the County in 2018 by Munford
Solutions11 supported by WSCS,
was a good start but does not meet
all of the requirements of the
regulations. In particular, levels of
service and a 10-year financing
strategy is required to demonstrate
that the County can sustain the
current levels of service. nor their
condition. The regulation requires

https://www.ptbocounty.ca/en/governing/resources/AssetManagement/Approved-Asset-Management-Plan-2018.pdf

FIGURE 41

that the data be no more than 2 years
old. and the condition assessment methodology must be
included. As shown in and Table 10, the County’s roads
average pavement condition index was approximately 75
in 2018 with a replacement cost of $744 million. Bridges

11

FIGURE 42
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and culverts condition indices were lower at 74 and 66
respectively with a total replacement cost of $108 million.
According to staff consultations, the condition
assessments were being updated in 2021 and will be
available shortly which will allow the asset management
plan to be updated with more recent information. It is
important to note that, although the conditions appear to
be in the ‘good’ range on average, FIGURE 43 shows that
44 structures (28%) are below 70. This means that
significant costs are on the horizon. In fact, it has been
increasing over the last several years, in light of the asset
management plan as shown in FIGURE 44. This, coupled
with the demand for engineering review services for
planning applications, is having a significant impact on ED
and Capital Projects in terms of workload and it will

continue to increase in the next 10 years. These needs
include existing infrastructure as well as those identified
in the Transportation Master Plan (slated for update in
2022). FIGURE 44 shows that the County’s 10-year capital
program will continue to be above past levels and require
contract management and engineering resources.
FIGURE 19: peterborough county's asset ratios - 2009 2019 (fir) also shows that the County is below average in
terms of its capital additions for asset sustainability.

Class

TABLE 11: : 2018 ASSET MANAGEMENT PLAN
REPLACEMENT COSTS AND CONDITION: ROADS

Class A Road - Rural - Hot Mix

Length

Replacement
Cost
56.40
$77,610,839

Class A Road - Urban - Hot Mix
Class B Road - Surface Treated

6.97

Avg PCI
78.53

$14,935,966

84.35

78.14

$59,332,132

76.57

Class B Road - Rural - Hot Mix

323.81

$352,741,100

75.85

Class B Road - Urban - Hot Mix

18.99

$37,948,863

81.69

Class C Road - Surface Treated

112.51

$82,552,716

74.76

Class C Road - Rural - Hot Mix

109.77

$111,798,785

67.92

Class C Road - Urban - Hot Mix

3.27

$7,863,553

72.62

709.86

$744,783,954

74.90

TABLE 10: 2018 ASSET MANAGEMENT PLAN REPLACEMENT COSTS AND CONDITION:STRUCTURES
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FIGURE 43: BRIDGE INVENTORY AND CONDITION : SOURCE MANAGER OF CAPITAL PROJECTS

TABLE 12: PURCHASE
ORDERS: 2016-2020 –
SOURCE COUNTY
PURCHASING
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$30,000,000

$25,000,000

$20,000,000

$15,000,000

$10,000,000

$5,000,000

$-

2013
Transportation Master Plan $2,036,00
Bridges
$1,835,00
Road rehab./ reconst.
$4,107,00
Micro
$951,000

2014
$1,091,70
$2,841,25
$4,521,60
$1,152,00

2015
$300,000
$2,986,35
$4,873,06
$746,000

2016
$400,000
$3,027,51
$6,752,24
$1,195,00

2017
$1,660,00
$2,186,75
$6,546,59
$1,181,00

2018
$746,000
$3,111,70
$6,798,61
$2,664,00

2019
$2,205,00
$6,036,00
$5,728,90
$1,046,07

2020
$5,024,56
$5,563,43
$10,441,7
$3,074,52

FIGURE 44:COUNTY CONSTRUCITON PROGRAM - 2013-2020
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$30,000,000

$30,000,000

$26,480,902
$24,527,307

$25,000,000
$22,659,482

$25,000,000

$23,175,237

$21,368,727
$20,000,000

$20,110,856 $19,773,706

$19,814,867

$20,000,000

$18,705,792
$17,513,356

$15,000,000

$15,000,000

$10,000,000

$10,000,000

$5,000,000

$5,000,000

$0

$0
2022

2023

2024
Roads

Bridges

2025

2026

2027

Transportation Master Plan

2028

2029

2030

2031

Total Infrastructure - 10 year plan

FIGURE 45: COUNTY 10 YEAR CAPITAL PLAN: SOURCE COUNTY
STAFF
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ED staff undertake inspections and contract administration
for construction as well provide comments on applications
from developers, permits and traffic investigations among
other activities which have been increasing over the last few
years as shown in Table 13. It is important to note that many
changes were made in the recording of activities and this
may not include all costs. However, it does show that the
focus of ED is split between managing construction/asset
management as well as other activities.
TABLE 13: ED ACTIVITIES_ 2016-2020: SOURCE: COUNTY
FINANCE
ACTIVITY DESCRIPTION
DESIGN
DEVELOPMENT REVIEW
MUNICIPAL CONSENT
MUNICIPAL CORRIDOR CONTROL
ONTARIO ONE CALL
OVERSIZE LOAD/SPECIAL EVENT PERMIT
ROAD CUT/OCCUPANCY PERMIT
SEVERANCE REVIEW
SIGN PERMIT REVIEW
SURVEY
SURVEY SUPPLIES
TRAFFIC COUNTS
TRAFFIC SAFETY INVESTIGATIONS
UTILITY RELOCATION

2016
$33,682
$5,223

2017
$46,079
$26,598

2018
$58,829
$38,387

2019
$43,230
$43,836

$23,441

$24,142

$27,373

$20,534

$16,675
$21,039
$16,736

$14,789
$30,762
$36,816

$15,636
$37,470
$22,781

$17,555
$41,933
$14,378

$26,228
$8,462
$151,486
$151,486

$30,698
$12,627
$222,511
$222,511

$30,862
$20,876
$252,215
$252,215

$28,442
$17,523
$227,431
$227,431

Grand
2020 Total
$40,684
$222,503
$51,047
$165,091
$6,691
$6,691
$21,653
$117,144
$26,914
$26,914
$3,267
$3,267
$10,994
$10,994
$0
$64,656
$53,456
$184,660
$0
$90,711
$4,232
$4,232
$42,042
$42,042
$17,048
$133,277
$0
$59,489
$278,028 $1,131,671
$278,028 $1,131,671
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FINDINGS AND RECOMMENDATIONS –
ENGINEERING & DESIGN AND CAPITAL
PROJECTS
I.

CUSTOMER SERVICE RECOMMENDATIONS:
1.1 Develop Customer Service Strategy with Training &
Public Engagement
1.2 Fully Implement New Service Request Module Online for all departments (integrate with work
management and project management).

CUSTOMER SERVICE

CUSTOMER SERVICE REQUESTS ARE NOT TRACKED
• As with Operations, ED gets many requests for
customer service and inquiries related to a variety of
subjects, including construction status, signs, traffic
management to name a few. The inquiries come from
a variety of sources and referrals. There is currently no
mechanism or system to track these requests, assign
time or track performance. While it is unknown how
much time this takes, staff indicated that it is time
consuming.
• Escalated complaints captures in TOMRMS service by
project. Spreadsheets utilized to capture work.
PUBLIC ENGAGEMENT FOLLOWS THE ENVIRONMENTAL
ASSESSMENT PROCESS
• ED and Capital Projects follow the public engagement
requirements in the Municipal Class EA process
through Public Information Centres but this is not part
of an overall County strategy.

ED and Capital Projects need to be able to track and report
on its activities with respect to customer service as well as
public engagement. The time spent may include lifecycle
costs for assets and currently are not reflected.
II.

ORGANIZATION
• ED and Capital Projects appear to be under resourced
in with the growth in Capital from $4.6M to $16.8M in
10 years - expected to grow to $27M by 2031. There
is no succession planning for managers with is risky,
loss of knowledge is likely without immediate action.
We also noted, through a review of recent road
construction that there is insufficient time for quality
assurance and oversight. This may be partly a training
issue but also some methods, procurement
challenges. Legacy issues are evident as there is little
in terms of standardized policies.
• With Asset management regulatory requirements, ED
and Capital Projects need to be more involved in
analyzing lifecycle costs and making regular updates to
the AMP and financing strategies. With the current
level of resources, that is likely not possible.
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III.
• It is evident that managers are spending significant
time on administrative support functions as opposed
to managing assets.
• Development reviews are taking more time in recent
years and likely to continue

ORGANIZATION RECOMMENDATIONS:
2.3 Outsource Services for 'standard' processes, in
source for increased contract management,
administration
2.4 Develop/Hire a Successor/Backup for ED & Capital
Projects Managers and address administrative support
issues.
Consider insourcing consulting Engineering (approximately
$300k) and increase internal Engineering staff in house.
Add additional administrative support (0.5 FTEs) with a
review in 1 year following process improvements (OT =
$31k).
Consider outsourcing 'standard' development reviews once
full fee/job costing review.
Succession Planning needed ED& Capital Projects Managers Hire backup managers and knowledge transfer.

TECHNOLOGY, PROCESSES AND PROCEDURES

TECHNOLOGY USE IS LOW
• As found in Operations generally, technology use is
low and little planning.
• ED and Capital projects use spreadsheets and paper.
There is no standard project documents, testing or
investigation software to be used in the field.
POLICIES AND PROCEDURES ARE LACKING

•
•

Currently there are few SOPs related to ED and project
management.
Jobs and activities are deficient. The individual
permits/applications are not tracked to determine if
fees are appropriate.

PURCHASING AND ACCOUNTS PAYABLE IS A PAPER BASED
MANUAL PROCESS
• As mentioned above, the County has not
implemented the purchase order system so
commitments are not created against budge.
Accounts payable workflow has also not been
implemented Microsoft Dynamics GP which means
that the processes are paper based and significant
duplication.
• In order to determine which contracts were managed
by ED, WSCS had to manually produce a list of
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projects. There is no ‘earned value management’
reporting.
• Tenders are problematic – roads review revealed a
need to update contracting and tendering approaches
as well as standard provisions.
CONDITION DATA WAS NOT UPDATED USING WORKTECH
INSPECTIONS

•

reviews where the developers can apply online,
monitor their applications, see markups from all
commenting agencies without submitting any paper
plans.
IV.
•

•
Due to errors and a lack of training, condition
assessments for roads have not been updated in
Worktech since 2018. All information captured on
spreadsheets resulting in duplication of effort.

TECHNOLOGY, PROCESS AND PROCEDURES
RECOMMENDATIONS:

•
•
•
•

3.2 Implement fully integrated asset management/work
management system.
3.3 Implement Purchase Order System with Workflow
and paperless Accounts Payable.
3.6 Digitize and standardize all project management files
with complete documentation. Look to cloud-based
development reviews and systems.
• Engineering processes for development reviews and
permits should be documented with workflow.
• Digitize planning applications with online
simultaneous plans review between agencies (eg.
Cityview, AVOLVE, E-Plan Soft, idtPlans). Many
municipalities have moved to complete paperless

•
•
•

•
•
•

PLANNING, PERFORMANCE AND REPORTING
As indicated above, there are no department specific
business, long term plans that are integrated with the
strategic plan and individual performance agreements.
Improved project/contract management/reporting is
needed - procurement system, commitments and
earned value analysis.
Transportation Master Plan has been delayed.
Good dashboard of capital program.
Annual planning is undertaken but no workplan that
assigns hours/costs - will need training and new tools.
Development Charges Allocation method needs
review.
Development reviews are relatively reactive.
Project management by meeting as opposed to
professional PM templates and contracts.
Asset Management Plan/10-year Capital Plan do not
appear to be fully integrated. No easy way to update
the AMP (end of year).
Disconnect between the 10-year capital plan and the
AMP.
Contract management was raised as an issue - need
for contractor evaluation.
Worktech no longer supported - currently used for
performance modelling.
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PLANNING, PERFORMANCE AND REPORTING
RECOMMENDATIONS:
4.1 Develop a Planning/Performance Framework
including Asset Management.
• Asset management plan will need to be updated for
2022. It is evident that there is not a documented
process to update the AMP based upon the capital
program and work undertaken annually. It is left to
the end of the year. Best practice would be to identify
the assets impacted at the budget process. This is a
corporate wide recommendation for an integrated
approach to asset management. This should include
local municipalities and all departments.
4.3 Undertake fee study and for permits/development
applications.
• Fee study for development applications once job
costing/activities revamped. Need to ensure that fees
cover costs so staff should be tracking time by
application not against job only.

4.4 Develop a Contracting/Project Management Manual
Roads review revealed a need for standardized approach to
contract and project management. Each project should have
a project file with the same documents in the same format
with all the contract administration requirements. The

tenders need to be reviewed and updated with proper
standard provisions with the local municipalities. These
should be reviewed by legal services.
V.

ALTERNATIVE SERVICE DELIVERY

CONTRACTED SERVICES AND SHARED COULD BE
CONSIDERED
• During consultations, it became evident that local
municipalities and the County are of the opinion that
shared engineering services has many benefits.
Currently, ED staff are not tracking their time nor
charging back. This means that the asset values in
both the County and local municipalities may be
incorrect. There is a general desire to utilize County
expertise more. However, some foundational pieces
need to be in place before that occurs including
proper job costing, asset management practices.
ALTERNATIVE SERVICE DELIVERY RECOMMENDATIONS:
5.3 Develop an Engineering and Design Strategy to
support local municipalities.
As part of the long-term planning, ED needs to understand
the hours assigned to each type of work, each project for
longer term so that it would understand the 'capacity' to
assist local municipalities. Better procurement, job costing
and contract management needs to be in place before this
can occur.
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FACILITIES MANAGEMENT SERVICE
PROFILE
As shown in FIGURE 46, the County’s Facilities Management
group was recently changed to include the Coordinator from
Lang Pioneer Village to provide backup and support to the
recently hired Facilities Manager. This occurred near the end
of this study. According to the AMP, the County owns 34
buildings with a replacement cost of $35.5 million and an
average condition rating of 94%( Table 14). The map shows
that facilities are spread across the County.

FIGURE 46: FACILITES ORGANIZATION CHART
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Facilities management is an important profession with a set
of standards. Without good facilities management, no
organization can deliver on its mandate. Like asset
management, the International Organization of
Standardization (ISO) has developed a set of standards for
facilities management. ISO 41011 Sets Out a Facility
Management Standard. ISO is an independent nongovernmental International organization with membership of
165 national standards bodies. This organization brings
together experts who share knowledge and develop through
voluntary consensus-based market relevant international
standards to support innovation and provide solutions to
global challenges.
ISO 41011 Defines FM as:
•
•
•
•
•
•
•

12

Improve quality, productivity and financial
performance;
Enhance sustainability and reduce negative
environmental impact;
Develop functional and motivating work
environments;
Maintain regulatory compliance and provide safe
workplaces;
Optimize life cycle performance and costs;
Improve resilience and relevance;
Project an organization’s identity and image more
successfully.

Rapid changes in roles and skills sets required, due to the
following trends12:
•
•
•
•
•
•
•

Emergence of the “Internet of Things”
Building Automation/Monitoring
Employee Engagement
Health, Wellness & Well-Being
Evolving IT Infrastructure
Evolving Real Estate Models
Sustainability & Environmental Impact

FMs are professionals that contribute to the County’s
strategic objectives in the following ways:
•
•
•
•
•
•
•
•
•

Impacting operational efficiencies
Supporting productivity of facilities and personnel
Managing risks to facilities and personnel
Mitigating environmental impact
Promoting sustainable tactics for long-term cost
management
Leveraging technological solutions
Reducing or overcoming effects of natural disasters
Monitoring compliance
Leveraging security

International Facility Management Association
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The Ontario Asset Management Regulation O.Reg 588/17
and the new Public Sector Accounting Board Standard for
Asset Retirement Obligations require a new look at facilities.

iii. Risks associated with those options,
iv. Lowest cost options to maintain current level of
service.

O.Reg 588/17 – Jobs & Prosperity Act – by July 1, 2024,
Facilities must be included in the AMP
For each asset category the AMP must include:
i. Summary of the assets in the category,
ii. Replacement cost of the assets in the category,
iii. Average age of the assets in the category,
determined by assessing the average age of the
components of the assets,
iv. Condition of the assets in the category, and
v. a description of the municipality’s approach to
assessing the condition of the assets in the category,
based on recognized and generally accepted good
engineering practices where appropriate.
Requires a Lifecycle Management Strategy that includes the
activities for each of 10 years:
Cost to maintain Current Levels of Service based upon an
assessment of:
i. Full lifecycle of assets,
ii. Options for activities to maintain current level of
service,
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TABLE 14: COUNTY FACILITIES AND REPLACEMETN COST - SOURCE: 2018 AMP

Class
Garage
Office
PCCP
Quonset
Salt Shed
Sand Dome
Storage Garage
Tourism
Grand Total

Number of
Buildings

Total
Area
1
9
1
1
7
7
4
4
34

Replacement
Average Facility
Cost
Condition Index
260
$50,200
#DIV/0!
101,100
$25,988,000
94.00%
2,000
$500,000
95.00%
2,000
$50,000
100.00%
9,100
$1,092,000
91.14%
56,000
$2,480,000
96.29%
6,920
$1,308,000
90.50%
17,075
$4,100,000
96.75%
194,455
$35,568,200
94.00%
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$County Forest
PCCP
LPV
ISD
Corporate Facilities
Corporate
General Governement

2015
$690
$176,392
$2,540
$30,692
$244,016

2016
$673
$196,038
$1,188
$47,475
$208,100

$7,602

$5,164

2017
$287,329
$2,026
$61,013
$232,092
$669
$5,420

2018
$195
$223,050
$16,541
$63,959
$229,862
$970
$5,550

2019

2020

2021

$269,681
$36,615
$43,221
$214,877
$697
$5,306

$288,497
$15,168
$1,434
$361,870
$59,821
$1,193

$175,284
$6,494
$285,951
$4,301
$209
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TABLE 15: COUNTY 10 YEAR FACILITIES CAPITAL PLAN: SOURCE: COUNTY FINANCE

The County estimates that, over the next 10 years, it will
need to invest approximately $8.9 million in its facilities
(Table 15). Some of these projects are significant and will
likely require outside assistance to complete. It is
important to note, however, that the long-term decision
regarding facilities hinges on the future of the Court House.
The County has been examining if it will remain in that
building or sell it for several years. Until that decision is
made, much of the facility strategy is on hold.

Facility
Total 10-Yr Estimate
470 Water Street - Court House & Offices $
4,290,282.51
310 Armour Road
$
1,057,791.26
310 Armour Road Storage Shed
$
Apsley PCCP Base
$
61,711.68
Buckhorn Salt Shed 1
$
60,611.16
Buckhorn Salt Shed 2
$
63,977.10
Buckhorn Sand Dome
$
109,819.60
Buckhorn Roads Depot
$
359,875.39
Caretaker's house
$
119,851.47
Caretaker's House Garage
$
56,788.98
Douro Depot Salt Shed
$
65,209.41
Douro Depot Sand Dome - North
$
115,515.13
Douro Depot Sand Dome - South
$
124,866.84
Douro Depot
$
345,200.30
Douro Depot Storage Garage
$
335,812.41
Havelock Depot Salt Depot
$
73,310.03
Havelock Depot
$
236,763.19
Havelock Depot Sand Dome
$
116,337.93
LPV Administration Building
$
417,128.00
LPV PCAHB
$
59,909.30
LPV D. Mitchell Workshop
$
19,581.40
LPV Weaver Shop
$
33,121.10
LPV Washroom
$
46,041.15
Millbrook Depot Salt Shed
$
44,960.50
Millbrook Depot Sand Dome
$
125,688.59
Millbrook Depot
$
263,957.65
Millbrook Storage Garage 1
$
4,608.00
Millbrook Storage Garage 2
$
7,978.15
Selwyn Depot - Facilities Building
$
72,842.68
Selwyn Depot Salt Shed
$
74,981.81
Selwyn Depot Sand Dome
$
128,445.73
Selwyn Quonset Shelter
$
23,064.00
Total 10-Yr Estimate
$
8,916,032.45
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FINDINGS AND RECOMMENDATIONS
FACILITIES MANAGEMENT

–

same request system and update with documentation.
Estimated savings unknown.
VII.

VI.

CUSTOMER SERVICE

CUSTOMER SERVICE REQUESTS ARE TRACKED IN
MAINTENANCE CARE SOFTWARE – A STOP GAP AND
MOSTLY MANUAL
• Facilities customers are mostly internal County
employees. The staff implemented a software,
Maintenance care that has limited functionality. It was
implemented as a 'stop gap' until integrated solution.
The online request usage is limited, mostly entered
manually.
• No performance indicators but severity is identified.
• Outside contractors use paper for all work requests significant duplication of effort.
CUSTOMER SERVICE RECOMMENDATIONS:
6.2 Fully Implement New Service Request Module Online for all departments (integrate with work
management).
Eliminate Maintenance care in favour of one system for
service requests. Set up service standards for each type of
facility maintenance item. Require contractors to utilize

ORGANIZATION
• Facilities supervisor responsible for most facilities but
did not have back up support. Lang Pioneer manager
was assisting. This was addressed during the review.
• Processes being put in place and some SOPs created.
• No recording of time against any facility so there is no
way to know what resources are required nor lifecycle
costs.
• It is evident that the manager is spending significant
time on administrative support functions as opposed
to managing assets.

ORGANIZATION RECOMMENDATIONS:
2.3 Consider insourcing versus outsourcing options.
Following job costing/work order implementation assess
outsourcing vs insourcing reactive maintenance to a property
management company to alleviate the day-to-day contract
administration of the buildings and focus on contract
administration, preventative maintenance, asset
management. Look to share this with local municipalities.
Clarify the roles and responsibilities of facilities staff and
communicate. Consider outsourcing 'standard' development
reviews once full fee/job costing review.
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Succession Planning needed ED& Capital Projects Managers Hire backup managers and knowledge transfer.
VIII.

TECHNOLOGY, PROCESSES AND PROCEDURES

manual paper. In fact, the work orders and invoices
are dropped in inboxes for contractors.
TECHNOLOGY, PROCESS AND PROCEDURES
RECOMMENDATIONS:

TECHNOLOGY LACKS FUNCTIONALITY

8.2 Implement fully integrated asset management/work
management system.
8.3 Implement Purchase Order System with Workflow
and paperless Accounts Payable.

• Currently using 'Maintenance Care' for service
requests. This has very limited functionality - cannot
send to an email work order nor captures time, work
or costs to facilities or building equipment.

• As with the other divisions in Public Works,
work/asset management for facilities should be fully
integrated with work orders and facility specific
lifecycle costs to meet the requirements of O.Reg
588/17.

POLICIES AND PROCEDURES ARE LACKING

•
•

Currently there are few SOPs related facilities
Jobs and activities against facilities has been deleted.
This will not serve well for lifecycle costing.

PURCHASING AND ACCOUNTS PAYABLE IS A PAPER BASED
MANUAL PROCESS
• As mentioned above, the County has not
implemented the purchase order system so
commitments are not created against budge.
Accounts payable workflow has also not been
implemented Microsoft Dynamics GP which means
that the processes are paper based and significant
duplication.
• Maintenance requests are contained in Maintenance
Care system but the contractor assignment process is

IX.
•

•

•
•
•

PLANNING, PERFORMANCE AND REPORTING
As indicated above, there are no department specific
business, long term plans that are integrated with the
strategic plan and individual performance agreements.
Facility asset management is not robust. There is no
asset information for building equipment at a detailed
level. The County did, however, undertake condition
assessments of all buildings in 2018. This does not
seem to be the driver of the capital budget.
Work is primarily reactive.
No performance indicators in place.
Facilities strategy not in place. Consultations indicated
that there were possible sharing opportunities that
have been missed with the local municipalities.
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PLANNING, PERFORMANCE AND REPORTING
RECOMMENDATIONS:
9.1 Develop a Planning/Performance Framework
including Asset Management.
Workplan including preventative maintenance activities and
timing for each type of equipment/facility. Performance
indicators identified and tracked/reported. New job costs.
Facilities must be included in AMP in 2024 with lifecycle
strategy.
Asset Retirement Obligations PSAB 3280 need to be in place
for 2022.
X.

• Many local municipalities indicated that they would
like to share fuel depots as well as depots for storage.
ALTERNATIVE SERVICE DELIVERY RECOMMENDATIONS:
10.2

Develop a Facility Strategy and Sharing Model.

Facilities sharing has been reviewed by the County but
should be part of the overall strategy with the local
municipalities. Likely need to have decision regarding Court
House for a complete strategy but there are opportunities
now for sharing depots, fuel sites, etc. The issue (eg. trailer)
in North Kawartha needs to be addressed before winter
season.

ALTERNATIVE SERVICE DELIVERY

CONTRACTED SERVICES AND SHARED COULD BE
CONSIDERED
• During consultations, it became evident that local
municipalities and the County are of the opinion that
shared facilities and a strategy would benefit all
parties. In fact, some municipalities were
disappointed that the County did not act on requests
to partner. However, some partnerships are in place
(North Kawartha) and possibilities remain.
• Some facilities are quite old and are not conducive for
working conditions so facility strategy should seek to
resolve.
Page 131

Peterborough County Public Works Service Delivery Review

WASTE MANAGEMENT SERVICE PROFILE
As shown in FIGURE 47, the County’s Waste Management
group is responsible for waste diversion (recycling) for the
whole County (Emterra Environmental contracted). The
service is contracted and the transition was quite challenging
at the time. The County and City of Peterborough share the
Materials Recovery Facility and the individual tickets are
reconciled by the County staff monthly. Garbage pickup is
managed by the local municipalities through contracted
services, some of whom utilize the same contractor as the
County. Customer
services are
managed by both
the County and the
Contractor (FIGURE
48). A large part of
the WM Role at the
County includes the
set up and
management of
waste diversion
events such as
hazardous waste
and green activities.
As well, the data call
with respect to

waste diversion activities is manage by County Staff.
Reconciliation of tickets from the contractor and the
diversion is also a large part of the roles as well as
communications with the public and the local municipalities
with respect to changes and regulatory provisions.

FIGURE 47: WASTE MANAGEMENT ORGANIZATION CHART
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FIGURE 48: COUNTY WASTE MANAGEMENT CUSTOMER REQUESTS: COUNTY AND CONTRACTOR: SOURCE COUNTY STAFF
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FINDINGS AND RECOMMENDATIONS
WASTE MANAGEMENT

–
II.
•

I.

•
•

CUSTOMER SERVICE

CUSTOMER SERVICE REQUESTS ARE TRACKED IN
SPREADSHEETS BY BOTH THE COUNTY AND THE
CONTRACTOR
• Customers call the County with complaints as well as
the contractor. There is definite probability of
duplicate calls. The process is quite manual in
spreadsheets and time consuming to analyze. The
spreadsheets are not set up for efficiency.
• No performance indicators are identified.
• 2020 report indicated that 52% of calls were due to
rejected or late pick ups

•

•
•

ORGANIZATION RECOMMENDATIONS:
2.5 Provide Training in Excel, create online/cloud
database for WM staff and rationalize positions.

CUSTOMER SERVICE RECOMMENDATIONS:

Provide advanced Excel training and explore better
processes to eliminate the duplication of effort in the
administration of the contract and tickets. This also
requires additional software solutions (cloud/accessible
to local municipalities).

6.2 Fully Implement New Service Request Module Online for all departments (integrate with work
management).
Eliminate spreadsheets used by contractor - have all WM
complaints/request in corporate system. Estimated savings
of 1 day per week minimum ($18k annually).

ORGANIZATION
Manager is a great leader but requires additional
technological support to make changes.
Provincial decisions will have an impact on WM.
Need to focus on improved communication and
synergies.
Processes between support functions are often
duplicated. Training in Excel is needed in order to
streamline reconciliation processes, reduce nonutilized talent (4 days per month).
Onboarding of seasonal staff is challenging.
Significant time is wasted through duplication of
efforts (eg. Ticketing, data call).

III.

TECHNOLOGY, PROCESSES AND PROCEDURES
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TECHNOLOGY NOT AVAILABLE FOR EASE OF
RECONCILIATIONS AND DATA CALLS

IV.
•

• Processes currently used by the City and the
contractor are 'antiquated' spreadsheets requiring
much intervention. Likely options for improved
downloads and integrated systems.
• Reconciliation of tickets, driver schedules and
customer complaints are manual in spreadsheets.
Very time consuming and duplication of effort.

•

POLICIES AND PROCEDURES ARE LACKING

•

•

Currently there are few SOPs related waste
management, ticketing and data call procedures.

TECHNOLOGY, PROCESS AND PROCEDURES
RECOMMENDATIONS:
3.2 Develop new integrated approach for Waste
Management data call and work with City and
contractor to streamline Waste Management
processes reporting and auto reconcile
• Eliminate manual reconciliations and manipulating
data call information - savings 4 days per month - $18k
annually. Create an online database to capture data
call information for local municipalities. CRM will also
assist with 'ONE' source of information

•

PLANNING, PERFORMANCE AND REPORTING
As indicated above, there are no department specific
business, long term plans that are integrated with the
strategic plan and individual performance agreements.
However, Waste Management has an annual workplan
that it shares with the local municipalities. This
should be done earlier in the process.
Waste management has a typical year with events
planned including hazardous materials. Annual
planning meeting undertaken with staff but specific
funding for activities.
Complaints are monitored, data call gathers
information regarding waste diversion.
Concerns about levels of service such as 'green'
program.

PLANNING, PERFORMANCE AND REPORTING
RECOMMENDATIONS:
4.1 Develop a Planning/Performance Framework
including Asset Management.
Waste management to be included in AMP but primarily
covered by PSAB requirements. Contract management also
needs to be reviewed in terms of requirements with the City
and Contractor.
V.

ALTERNATIVE SERVICE DELIVERY
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COSTS OVERALL COULD BE REDUCED THROUGH SYNERGIES
IN WASTE MANAGEMENT

money and given the risks and costs of waste management, it
cannot be ignored.

• Each municipality manage their own contracts and
waste transfer station including software and
equipment. This is high overhead for a small
municipality.
• Uploading this service will allow PW to concentrate on
managing its infrastructure and better planning.
parties.
• Some municipalities are not interested in having the
County more involved in Waste Management due to
history.
ALTERNATIVE SERVICE DELIVERY RECOMMENDATIONS:
5.4 Explore possible upload to County of all Waste
Management services.
Waste management will be undergoing changes given new
producer regulations for Blue Box - transition in 2024. This is
the time to determine if there are synergies across the
county. Many municipalities have contracts with same
contractor but differing expiry dates. A strategy should be
put in place now to address issues such as green waste.
While it is recognized that some local municipalities are not
interested in County-wide waste management, many
counties have successfully implemented. As well, the
province will be looking for innovative approaches to saving
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CHANGE MANAGEMENT
The changes outlined in this report will be very challenging,
particularly to change the mindset from paper to electronic
documentation. Changing the way people do business,
particularly for field/on the ground workers, will be the
County’s biggest test. Given the fact that the “disruptive”
nature of the world around us, and now COVID, has already
caused stress and anxiety, it is important that we consider
some of the key principles of changes recommended to help
make the journey a little easier.

in order to achieve the broader organizational change
objectives.
The PROSCI model for individual change is referred to as the
ADKAR® Model
It has been well researched by PROSCI, that organizational
change will only materialize when individuals change.
Therefore, the emphasis remains on providing the County
with the tools to support individual change in order to
achieve organizational success.

Human beings find comfort in consistency and regularity in
the way they operate. Be it personal lives at home with
family members, at work with colleagues, or in a social
setting with friends, having that rhythm and comfort
provides us with a confidence in our interactions.
Introduce something new or unusual, or being challenged to
think or act differently, sets off a whole host of reactions that
make us feel uncomfortable. So to counteract that initial
feeling of “what’s next”, “where’s this going”, “why me”,
“why now” we have put together this short article to help
you better understand change and how to adapt to it and
benefit from it.
VI.

WHAT IS CHANGE MANAGEMENT?

The application of a structured process and set of tools for
leading the people side of change to achieve a desired
business outcome.
As change management practitioners we embrace the
PROSCI ADKAR® Model, with the focus on individual change
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Change management is both a process and a competency:
• Effective change management should follow a
repeatable process and use a holistic set of tools to
drive successful change.
• As a competency for leaders, change management is a
set of skills that enables change and creates a strategic
capability for increasing organizational effectiveness.

Phase 2. Managing Change
The second phase advances individuals through change as
described by:
• Creating the communication plans (sponsor, training,
coaching) and resistance management plans
• Integrating change management and project
management
• Executing the plans to drive adoption and usage

While we acknowledge that change occurs one person at a
time, project-level change management can help facilitate
advance this change across larger groups.

Phase 3. Reinforcing Change

The 3-Phase Change Management Process outlined below
helps guide those in leadership roles through the phases of
change management activity during any particular project.

The third phase focuses on sustaining the change over time:
• Developing and Measuring performance indicators
and celebrating success
• Identifying and addressing root causes of resistance
• Transitioning the project to day-to-day operations

PREPARING FOR CHANGE, MANAGING CHANGE & REINFORCING CHANGE
Phase 1. Preparing for Change
In the first phase of the PROSCI methodology we focus on
helping the team prepare by asking the following questions:
• “Why are we making this change?”
• “Who is impacted by this initiative and in what
ways?”
• “Who are the sponsors we need to involve to make
this successful?”

In summary, in order for the County to successfully
implement the recommendations in this report, the
organization must learn to enhance their capacity to change.
Successful organizations continue to embrace change and
test their resilience. These organizations demonstrate that
change management practices are the norm. They utilize
change management processes and tools on a consistent
basis throughout the organization. It is very evident that
people from across the organization from the very top to the
front lines understand and adopt the tools for successful
change management into their roles.
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CONCLUSION
In conclusion, the County of Peterborough has had several
years of unrest that has impacted services and employee
satisfaction. But it is in good hands now with new
leadership and Council support. This deep dive into Public
Works revealed many foundational problems, most of which
are legacy issues. To some degree, it is surprising that it has
not seen more issues. However, recent events have
highlighted that the County has relied upon historical
knowledge rather than evidence and it is this approach that
leaves the County at risk if it doesn’t address this now, before
it grows too much more. The County is not alone. The entire
municipal sector is in the same situation. The downloading
of infrastructure in the late 1990’s occurred without the
ability to handle the additional workload. Now, it is starting
to realize that processes must change, staff need new tools
to be able to make informed decisions and Council needs
better reporting so that it can ensure that it meets its
responsibilities. The demands on the municipal sector are
growing and it needs to be better prepared, more proactive
approaches are needed.

The County’s leadership knows that ‘time is now’ to
transform its culture into one that is LEAN and focuses on the
customer. Adding more staff resources without proper
process and procedures is not the answer. It must do things
differently in order to get better results.
A long-term vision is needed to define where it will be in the
next 5, 10 and 20 years. This starts with a more modernized,
integrated planning and performance framework where staff
and managers are held accountable for results.
The recommendations in this report are just a start. The
County must be steadfast in improvements and it must
maintain its momentum with a new mission and solid values.
Many tough decisions are ahead and the WSCS Consulting
Team is confident that the recommendations in this report is
a positive step in that direction.
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APPENDIX A: SWOT SESSIONS – COUNCIL, MANAGEMENT AND STAFF SURVEYS
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APPENDIX B: CLASSIFICATION OF HIGHWAYS – O.REG 239/02
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APPENDIX C: MINIMUM MAINTENANCE STANDARDS - O.REG 239/02 - LEVELS OF SERVICE –
PATROLLING & WINTER CONTROL
WINTER CONTROL
SNOW
SNOW ACCUMULATION
ACCUMULATION
RESPONSE TIME - ROADWAYS
ROADWAYS (HOURS)
(CM)

ICE FORMATION
PREVENTION
RESPONSE TIME
(HOURS)

TREATMENT OF ICY
ROADWAYS RESPONSE TIME
(HOURS)

CLASS OF
HIGHWAY

PATROLLING
FREQUENCY

1

3 TIMES EVERY 7
DAYS

2.5

4

6

3

2

2 TIMES EVERY 7
DAYS

5

6

8

4

3

ONCE EVERY 7 DAYS

8

12

16

8

4

ONCE EVERY 14 DAYS

8

16

24

12

5

ONCE EVERY 30 DAYS

10

24

24

16
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APPENDIX D: MINIMUM MAINTENANCE STANDARDS - O.REG 239/02 - LEVELS OF SERVICE –
POTHOLES
POTHOLES ON PAVED OR NON-PAVED
POTHOLES ON NON-PAVED SURFACES SURFACE OF SHOULDER

POTHOLES ON PAVED SURFACE

CLASS OF SURFACE AREA DEPTH
HIGHWAY (CM²)
(CM)

RESPONSE
TIME (DAYS)

SURFACE
DEPTH
AREA (CM²) (CM)

1

600

8

4

2

800

8

4

3

1,000

8

7

1,500

8

4

1,000

8

14

1,500

5

1,000

8

30

1,500

RESPONSE
TIME (DAYS)

SURFACE AREA
(CM²)

RESPONSE
DEPTH (CM) TIME
(DAYS)

8

7

1,500

8

7

7

1,500

8

14

10

14

1,500

10

30

12

30

1,500

12

60
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APPENDIX E: MINIMUM MAINTENANCE STANDARDS - O.REG 239/02 - LEVELS OF SERVICE –
SHOULDER DROP OFFS, CRACKS, LUMINAIRES AND SIGNS

CLASS OF HIGHWAY

CRACKS> 5CM WIDE
SHOULDER DROP- AND 5CM DEEP > 3
OFFS
METRES

LUMINAIRES - INSPECT
EVERY 12 MONTHS - NO REGULATORY AND
MORE THAN 16 MONTHS WARNING SIGNS

RESPONSE TIME
(DAYS)

RESPONSE TIME (DAYS)

RESPONSE TIME
(DAYS)

RESPONSE TIME (DAYS)

1

4

30

7

7

2

4

30

7

14

3

7

60

14

21

4

14

180

14

30

5

30

180

14

30
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APPENDIX F: MINIMUM MAINTENANCE STANDARDS - O.REG 239/02 - LEVELS OF SERVICE –
BRIDGES
SURFACE DISCONTINUITIES - STEP
FORMATION AT JOINTS OR CRACKS
INCLUDING BRIDGE DECK OR EXPANSION
JOINTS

BRIDGE DECK SPALLS

CLASS OF HIGHWAY

SURFACE AREA
(CM²)

DEPTH (CM)

RESPONSE TIME
(DAYS)

HEIGHT (CM)

RESPONSE TIME
(DAYS)

1

600

8

4

5

2

2

800

8

4

5

2

3

1,000

8

7

5

7

4

1,000

8

7

5

21

5

1,000

8

7

5

21
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APPENDIX G: FLEET REPLACEMENT PLAN – FROM COUNTY
Department/Type
Engineering &
Design
Environmental
Excavation
Facilities
Grading
Lang Pioneer
Village
Loaders
Other Equipment
Plow Trucks
Roads - 1 Ton
Roads - 1/2 Ton
Roads - 3/4 Ton
Spare Plow Trucks
Tractor/Mowers

#

2021

2
3
19
14
8
14
4
2
5

$305,855
$150,000
$45,000

Grand Total

90

$514,355

6
3
5
1
4

$0

2022
$41,200

2023

2024

2025

$43,500

$44,804

$92,294

$151,312

$342,565

$198,914

2026

2027

2028

2029

2030

2031

$45,333
$75,000
$44,510
$120,745

$462,533

$35,366

$37,416
$281,960
$66,765
$365,201
$119,636

$258,037
$630,060
$41,200
$48,329

$134,148
$648,960
$77,912
$43,500
$49,777

$334,213
$76,124
$42,733
$51,270

$13,500

$344,239
$95,195

$354,565
$157,431
$181,333

$96,184

$110,685
$760,789

$1,149,109

$1,149,745

$841,327

$290,418
$440,131
$752,312

$87,692
$1,162,319
$99,068
$59,430

$65,350
$399,062
$118,642
$102,038

$822,065
$60,465

$138,032
$894,774

$1,333,512

$1,792,078

$1,453,019

$685,091

$882,530
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APPENDIX H: DETAILED IMPLEMENTATION PLAN
Recommendation

Detailed
Recommendation

Opportunity Detailed Description

1.1.1 Develop a County
Wide Customer Service
Strategy

Strategy should include the Townships with the view to
ultimately integrate all customer service into one stop
shop (eg. County wide 311). Customer Service Policy
should include values, performance indicators and
included in staff performance plans. Indicators should
include turnaround time expectations as well as quality.

Strategic Priority

Benefits/Outcome

Quadrant

Year
Start

Communications: To
Elevate the County of
Peterborough's
profile, enhance
community
engagement and
communicate
proactively.

Customer
Focussed Strategy
with clear
objectives and
measures.

HIGH
EFFORT,
HIGH
IMPACT

2022

Organizational
Development

Customer
focussed staff
who have the
skills to interact
with the public in
a consistent
manner and
understand the
Voice of the
Customer to
recommend
changes.

HIGH
EFFORT,
HIGH
IMPACT

2021

1.1 Develop Customer
Service Strategy with
Training and Public
Engagement

1.1.2 Train staff on
Customer Service,
PRIME and LEAN SS

Training on the Customer service policy should be
undertaken including expectations, linked to their
performance plan. As well, LEAN Six Sigma training will
provide a Voice of the Customer focus and result in
savings in processes. Some staff have already been
trained from WSCS (65 White Belts and 5 Yellow Belts).
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Recommendation

Detailed
Recommendation

Opportunity Detailed Description

Strategic Priority

Benefits/Outcome

Quadrant

Year
Start

1.1.3 Create a
Community
Engagement Charter

The full spectrum of community engagement is set out
in the Quality Assurance Standard for Community and
Stakeholder Engagement published by the International
Association of Public Participation (AIP2). A charter
would signal the County’s commitment to engage with
the public in a meaningful way. The charter should
reference: the IAP2 standard, the recognized benefits of
public engagement, and the core values behind
engagement, including respect.
There are good
precedents publicly available from other Ontario
municipalities. In particular, the Cities of Kingston and
Burlington have developed succinct 1-page charters that
makes it clear that public engagement is a priority.

Communications:
New Corporate
Communications
Strategy-Public
Engagement Strategy
IAP2

Path from
Consultation to
Shared
Leadership in the
public
engagement
maturity model
will assist the
County in better
understanding
the needs of the
local
municipalities and
public.

HIGH
EFFORT,
HIGH
IMPACT

2022

1.1.4 Fully implement a
public engagement
platform to enhance
the ability to connect
with the County

In its 2020 Communication Plan, the County has
committed to public engagement plan but has yet to be
complete. The County reviewed Bang the Table
EngagementHQ and its own ArcGis and believe that it
provides a good platform for community engagement. It
is a robust platform that enables municipalities to
inform, listen, analyze, report and manage relationships
with the public and other stakeholders. It facilitates
multiple ways to engage, including forums, polls,
surveys, Q&As, and places to share ideas, post photos or
enter comments in a guestbook. These can be mixed and
matched depending on the particular project and public
engagement goals.

Communications:
New Corporate
Communications
Strategy-Public
Engagement Strategy
IAP2

New Platform will
allow for an
expansion beyond
consultation to
more
collaboration.

HIGH
EFFORT,
HIGH
IMPACT

2023
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Recommendation

Detailed
Recommendation

Opportunity Detailed Description

1.1.5 Create a
framework to guide
Community
Engagement on each
project

A framework would allow the County to have a
consistent approach to each community engagement
process. The framework would guide the County
through the IAP2’s 12 steps to effective community
engagement. These include: defining the objectives of
both the project and the engagement process,
confirming readiness for engagement, identifying the
stakeholders and the range of citizens to be engaged,
determining the most appropriate and effective
engagement techniques, promoting and implementing
the engagement process, and reporting and evaluating.
Include worksheets to help staff move through each step
and a menu of engagement options.

Strategic Priority

Benefits/Outcome

Quadrant

Year
Start

Communications:
New Corporate
Communications
Strategy-Public
Engagement Strategy
IAP2

Framework will
provide guidance
for all Community
Engagement
activities for staff
and Council.

LOW
EFFORT,
HIGH
IMPACT

2022

Page 149

Peterborough County Public Works Service Delivery Review

Recommendation

Detailed
Recommendation

1.1.6 Provide training to
staff and Council to
create a culture of
Community
Engagement

Opportunity Detailed Description

Provide education for staff and Council on the benefits
of community engagement and the multiple tools and
techniques that can be used to move the County along
the IAP2 spectrum towards authentic two-way dialogue
and collaboration with citizens. We understand that the
CAO undertook training with Northumberland County perhaps there is a joint program that could be developed
with the local municipalities.

Strategic Priority

Benefits/Outcome

Quadrant

Year
Start

Organizational
Development

Training is
essential so that
everyone
understands the
Community
Engagement
strategy and can
effectively
provide input and
improvements to
the process.
Community
Engagement is
generally a new
concept so
training will help
set the stage for
success.

LOW
EFFORT,
HIGH
IMPACT

2022
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Recommendation

1.2 Procure/ Implement
New Service Request
Module - Online for all
departments (integrate
with work
management).

1.3 Move to County
Wide 311

Detailed
Recommendation

1.2.1 Procure and
implement a
comprehensive Service
Request Software with
online submissions
linked to work orders.
Eliminate all nonintegrated systems.

1.3.1 As a long-term
plan, move to Countywide 311.

Opportunity Detailed Description

With the view to integrate all service requests, the
County should procure one CRM system for all
departments. This system should be online and
automated linked to work order and payroll systems.
As a possible first step, the County could look at a
relatively inexpensive system such as Access E11, or
utilize its current GIS, PEARL or MESH that will allow an
email set up to a work order system. As part of the
procurement, the County should canvas the local
municipalities to garner interest. For Facilities and
Waste Management, part of the negotiation in any
contractor should require outside contractors to utilize
the same CRM.

Many municipalities in Ontario have moved to one stop
shop using 311 which would allow for residents of all
municipalities to call one number or one website. 311
would be linked to a County wide CRM and any request
handled centrally and then escalated to the appropriate
municipality if the request could not be handled. City of
Windsor successfully launched in 2005 - now takes in
approximately 1.6 million questions a year and a new
mobile app.

Strategic Priority

Benefits/Outcome

Quadrant

Year
Start

Communications: To
Elevate the County of
Peterborough's
profile, enhance
community
engagement and
communicate
proactively.

One system will
eliminate
duplication of
effort, multiple
systems that do
not provide one
view of the
customer. It will
ensure that the
County
understands the
needs of the
customers to
enhance services
and improve
communications.

LOW
EFFORT,
HIGH
IMPACT

2022

Communications: To
Elevate the County of
Peterborough's
profile, enhance
community
engagement and
communicate
proactively.

One system
across all
municipalities will
allow for 'one
stop shop' which
will better serve
customers - likely
90% of all
inquiries can be
handled at this
level reducing
elevated
requests.

HIGH
EFFORT,
HIGH
IMPACT

2025
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Recommendation

2.1 Restructure
Operations

Detailed
Recommendation

Opportunity Detailed Description

2.1.1 Consider fewer
supervisors in favour of
Lead Hands and a
Project Supervisor

The current structure of 3 supervisors is very confusing
and leads to overlap, duplication and misunderstanding
of roles. The supervisors have no accountabilities nor
did they hold staff accountable for work completion or
quality. Once the County puts technology in place for
payroll/work management, much of the administrative
work will be eliminated. During the interviews, we
heard that supervisors were rarely onsite and providing
direction. In many municipalities, there are permanent
Lead Hands that ensure that job site are set up
properly, time is accurately recorded against the job
and assets being worked on. If these workplans,
mobile applications were in place, there would be less
need for supervisor roles but rather onsite supervision.
Over the next 3 years, many changes will be required to
modernize County operations. There will be a need for
project management assistance, someone with good
technology and customer service skills. Therefore, a
Project Supervisor would be more functional.
Retirement may provide options.

Strategic Priority

Benefits/Outcome

Quadrant

Year
Start

Organizational
Development and
Infrastructure

Better
Accountability
and Value for
Money. Staff
need to
understand who
they report to,
who is
responsible and
what is expected.

HIGH
EFFORT,
HIGH
IMPACT

2022
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Recommendation

2.2 Refocus Fleet to
focus on fleet or
eliminate the
supervisor role.

Detailed
Recommendation

Opportunity Detailed Description

2.1.2 Consider
transition of 3 Seasonal
staff to full time,
address call-in
procedures to reduce
favourtism

Current practices of seasonal recruitment is not
conducive for effective services. The timing, approach
is costly in several ways (recruitment, onboarding,
training) and the County has lost good people. Many of
the seasonal staff are hired back from winter to
summer through competition. Consequently, they are
in essence full time without benefits and results in loss
of expertise. Studies indicate it costs between 6-9
months salary to recruit new people - consider
transitioning 3 positions to full time. Call in procedures
should be documented and 'fair'.

2.2.1 Refocus Fleet to
focus on strategy,
process and shared
services.

Fleet management is a highly skilled area particularly in
the municipal sector. In reviewing the role of the Fleet
Supervisor, it would seem that the incumbent has spent
significant time on 'operations' to the detriment of fleet
management. There are no processes or systems in
place nor a fleet management policy. In reviewing
benchmarks, the County has a small fleet 95 and yet,
equipment downtime for some pieces was significant.
the level of satisfaction of services, it would seem that
fleet management needs a refocus to potentially
service the local municipalities more as well as PCCP.
Remove Mechanics from Winter Control roster. These
resources are needed to minimize downtime and focus
on their skills.

Strategic Priority

Benefits/Outcome

Quadrant

Year
Start

Organizational
Development and
Fiscal Responsibility.

Improved service,
morale and
reduced cost.

LOW
EFFORT,
HIGH
IMPACT

2022

Organizational
Development and
Infrastructure

Fleet
Management
Policies and
processes in place
to allow for
possible
expansion of the
program to local
municipalities and
PCCP including
shared fleet and
mechanic
services.

HIGH
EFFORT,
HIGH
IMPACT

2022

Page 153

Peterborough County Public Works Service Delivery Review

Recommendation

2.3 Insource Contract
administration and add
admin support.

2.4 Hire a
backup/Succession for
the Managers, ED and
Capital Projects to
allow for knowledge
transfer

Detailed
Recommendation

Opportunity Detailed Description

2.3.1 Consider
additional Engineering
Professionals and
Admin support but
Outsource
Development Reviews

Contract admin outsourcing and inspection programs
may be more affordable in house. Unfortunately, the
job costing is not complete so it is difficult to determine
if there would be some savings with outsourcing.
However, it appears that some work such as
development application review, is relatively standard
and policy driven. There may be an opportunity to
outsource this in favour of insourcing more engineering
oversight (contract admin). We also noted that there is
little administrative support in this area which indicates
that professional staff are spending more time on
admin tasks, which of course is expensive.

2.4.1 Succession
Planning

Consider recruiting backup for Manager of
Engineering/Design and Capital Projects to ensure
knowledge transfer and address workload issues.
Capital program has increased 4-fold since 2011 and
expected to double again in 2031. Comparable
municipalities have 10-15 staff in
Engineering/Design/Transportation planning.

Strategic Priority

Benefits/Outcome

Quadrant

Year
Start

Infrastructure

Additional
Engineering
resources to
concentrate on
contract
management may
solve some issues
with sub standard
work.

HIGH
EFFORT,
HIGH
IMPACT

2022

Infrastructure

Most of the
knowledge
resides in 'head'
of current
manager with
some
documentation.
Need to transition
before
retirement.

LOW
EFFORT,
HIGH
IMPACT

2022
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Recommendation

2.5 Provide Training in
Excel for staff and
rationalize the
positions

2.6 Develop a Change
Management and
Training Strategy

Detailed
Recommendation

Opportunity Detailed Description

2.5.1 Rationalize roles,
Provide Advanced Excel
Training

There appears to be much overlap in the administrative
roles in WM largely due to poor processes and
antiquated approaches to reconciliation. Much of the
work that is currently done should be automated and
work with the contractor and City to streamline. Then,
a review of roles can move to more customer focussed
approach.

2.6.1 Develop an
Employee
Engagement/Change
Management and
Training Strategy

Many of the changes recommended in this report
surround technology, process and roles. Evidence
indicates that staff have not been provided adequate
training nor were they communicated with on a regular
basis. Each role needs to have a training matrix that will
ensure that the skills are tested and upgraded on an
ongoing basis. This is not only for areas such as health
and safety, utilization of equipment but also standard
operating procedures, policies, and processes. The
training plan should clearly provide for a progression for
equipment utilization. This is an essential part of a
change management strategy. We encourage the
County to undertake a training needs assessment and
put a change management strategy in place in order to
successfully transition to the future state.

Strategic Priority

Benefits/Outcome

Quadrant

Year
Start

Organizational
Development

Streamlined roles
and reduced
duplication

LOW
EFFORT,
HIGH
IMPACT

2021

Organizational
Development

Successful
implementation,
Increased
employee,
Accountability,
satisfaction,
improved services
and processes.

HIGH
EFFORT,
HIGH
IMPACT

2021
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Recommendation

2.6 Develop a Change
Management and
Training Strategy

2.7 Update EE Code of
Conduct/Whistleblower
Policy

Detailed
Recommendation

Opportunity Detailed Description

2.6.2 Re-administer the
Employee Survey at
regular intervals.

Survey results were poor and revealed some significant
issues and gaps in communication, favourtism and poor
treatment. We encourage the County to re-administer
the survey every 3 years.

2.7.1 EE Code of
Conduct and
Whistleblower
Protection - Consider
Fraud/Waste Hotline

Survey results and interviews revealed questionable
work practices, inappropriate use of equipment, outside
employment conflicts and abuse. Staff should have the
ability to report without retribution. An updated code
of conduct should be developed identifying appropriate
behaviours and providing whistleblowing protection. It
should be reviewed and signed off each year during
performance appraisals. Consider an independent
hotline service with investigators, Open Forum.

Strategic Priority

Benefits/Outcome

Quadrant

Year
Start

Organizational
Development

Successful
implementation,
Increased
employee
satisfaction,
improved services
and processes.

HIGH
EFFORT,
HIGH
IMPACT

2023

Organizational
Development

Improved morale,
employee
engagement and
oversight.
Corporate wide.

HIGH
EFFORT,
HIGH
IMPACT

2022
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Recommendation

3.1 Develop IT Strategy
- to either implement
one system that
integrates payroll,
scheduling, work, asset
management and
patrolling

Detailed
Recommendation

Opportunity Detailed Description

3.1.1 Develop IT
Strategy - to either
implement one system
that integrates payroll,
work, asset
management and
patrolling

We understand that the County has received funding to
review possible solutions for a fully integrated
work/asset management system, partnered with 3 local
municipalities. This should enable all systems at the
County to provide Web- and Mobile-enabled services to
the citizens. Review and rationalize system utilization
and eliminate non integrated systems where possible
(eg.Maintenance Care). While Worktech will do the
majority of requirements for service requests, work
orders and asset management, including condition
assessments, with payroll integration, it would need to
be reimplemented. As well, it does not have any
patrolling functionality and lacks a nice 'GUI' for mobile
apps, which is needed for field staff. To modernize, staff
should be trained to enter their own time against their
work orders.

Strategic Priority

Benefits/Outcome

Quadrant

Year
Start

Infrastructure

Ability to capture
all information in
one place and
capture jobs,
activities, service
requests and
lifecycle costs
(required for
Asset
Management).
Significant savings
in time and
improved
reporting,
business cases.

HIGH
EFFORT,
HIGH
IMPACT

2022
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Recommendation

Detailed
Recommendation

Opportunity Detailed Description

3.2 Develop new
integrated approach for
Waste Management
data call and work with
City and contractor to
streamline Waste
Management processes
reporting and auto
reconcile.

3.2.1 Create online
database for WM data
call. Work with City and
contractor to
streamline reporting
and auto reconcile.
Request Audit.

Systems currently utilized by the City appear to be SQL
databases - reconciling tickets are currently manually time consuming. Likely system can produce excel
versions of reports. Better yet, an automated process
should be explored with the contractor and the City.

3.3 Create/Procure a
Booking system for
fleet and facilities to
show availability and
downtime.

3.3.1 Create/Procure a
Booking system for
fleet and facilities to
show availability and
downtime. Many
online apps available or
could partner with a
local municipality who
owns BOOKKING or
Perfect Mind

There are many opportunities to share fleet and facilities
with the local municipalities but no easy way to book
these, nor track downtime. As well, staff are currently
tracking usage manually and CVOR on various means.
There are many online services that can be subscribed to
track availability, downtime, bookings and vehicle logs.
Other option would be to develop a 'booking system' in
existing recreation systems used by municipalities.
Other options such as justlogit.online serves UBER,
families with multiple vehicles, couriers etc. This would
allow for municipalities to share the vehicles in each
others fleet.

Strategic Priority

Benefits/Outcome

Quadrant

Year
Start

Financial
Responsibility

Reconciliations
are required to
ensure that the
County only pays
for the costs it
incurs but it
needs systems
that will
undertaken
reconciliations in
a more efficient
manner.

LOW
EFFORT,
HIGH
IMPACT

2022

Infrastructure

Ability to provide
shared services
and monitor
downtime.

HIGH
EFFORT,
HIGH
IMPACT

2022
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Recommendation

3.4 Procure new fuel
and inventory
management system

3.5 Implement
Purchase Order System
with Workflow

Detailed
Recommendation

Opportunity Detailed Description

3.4.1 Procure and
implement a new fuel
management system

We understand the County is investigating new fuel
management system since the review. This is of utmost
importance to improve and automate gauging of storage
tanks, automatic recording of fuel drops, 24/7
monitoring and notification of leaks and reorder levels,
Single click reconciliation of consumption to purchases
and inventories, Records needed for full compliance
with environmental regulations, Produce compliance
reports in the exact format needed, Ensure
accountability for all types of consumables: gasoline,
diesel, LNG, engine oil, etc., Automatic capture of vehicle
data including meters, engine fault codes, and idling,
Self-contained, passive nozzle gear: no wires or batteries
to replace, Drive-by capture of vehicle data at non fuel
locations, Theft-proof, browser based management
software.

3.5.1 Implement
Purchase Order System
with Inventory,
paperless Accounts
Payable and Workflow

Currently purchase orders are paper and not in the
financial system (Microsoft Dynamics GP) and therefore,
there are no commitments against the budget. Further,
there is no tracking against purchase orders. The County
owns the PO system in GP and has also procured
Paramount Purchasing but has had challenges getting
the software company to respond. If the County does
not make traction within the next two months, they
should proceed to implement the GP module. However,
it is important to note that Paramount is not an
inventory system, which is also a need for the County.

Strategic Priority

Benefits/Outcome

Quadrant

Year
Start

Financial
Responsibility

Easily monitor
and manage all
your sites and
activities from a
central, dynamic
dashboard.
Aggregate and
filter information
from different
sources into ad
hoc views, which
you can name and
save for frequent
reuse. Would set
the stage to share
fuel depots with
local
municipalities.

LOW
EFFORT,
HIGH
IMPACT

2023

Financial
Responsibility

Monitor
commitments is
critical to effect
project
management and
internal controls.

HIGH
EFFORT,
HIGH
IMPACT

2022
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Recommendation

Detailed
Recommendation

Opportunity Detailed Description

3.6 Digitize processes,
move to full electronic
document management
integrated with GP and
new systems with
associated training in
LEAN Six Sigma

3.6.1 Digitize
processes, move to full
electronic document
management integrated
with GP and new
systems with associated
training in LEAN Six
Sigma

With the implementation of a new customer
relationship management system, move to paperless
workflow including work management, accounts
payable, payroll. Staff need to be trained to enter their
own time and work. Digitizing is not simply scanning
documents - it is about workflow. There will need to be
an investment of software, hardware and training to
make this happen.

3.7 Software
implementation and
Training - Hire a
Business Analyst to
support
implementation

3.7.1 Develop processes
and undertake training
prior to
implementation.
Ensure Mobile
Technology is available
for use in the field. Hire
a Business Analyst to
support PW to support
transformation.

Basic technology training will be required before full
MESH implementation for many of the staff. Enhanced
abilities for inspections and production in the field.

Strategic Priority

Benefits/Outcome

Quadrant

Year
Start

Financial
Responsibility

Reduced costs,
improved service
and access to
pertinent
documents (more
important with
COVID).

HIGH
EFFORT,
HIGH
IMPACT

2022

Infrastructure

Modernization of
processes and
increased skill
sets.

HIGH
EFFORT,
HIGH
IMPACT

2023
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Recommendation

Detailed
Recommendation

Opportunity Detailed Description

4.1.1 Develop Business
Plans for each
Department

While the County has a strategic plan for 2018-2022, it
does not have specific goals with performance
expectations, nor does it provide specific guidance to
each department. In the upcoming changes to the
Strategic plan for the period 2022-2026, Business plans
for each department should be developed with
performance indicators and targets. This should then
guide performance expectations/agreements with each
department management and all staff. This can be part
of the budget process but should precede it not follow
it. As part of the new planning framework, implement
Multi- Year Budgeting. Department heads should
develop and present their own budgets starting with
past achievements, upcoming business plans,
performance metrics and funding required. Reporting at
minimum on a semi-annual basis.

4.1.2 Work with Finance
to update job costing
and activities

The County implemented Questica Budget Software in
2021 which significantly improved the budget process
and presentation. The challenge that Public Works has
is that the jobs and activities do not appear to provide
sufficient information for business case purposes. In
fact, a decision was made to eliminate the tracking of
facilities individually. Given that Asset management
regulations require life cycle costs, this should be
revisited.
We noted that we had very limited
information for process analysis.

4.1 Develop Planning
Performance
Framework including
Asset Management

Strategic Priority

Benefits/Outcome

Quadrant

Year
Start

Financial
Responsibility

Sets out
expectations and
performance
indicators for
success.

HIGH
EFFORT,
HIGH
IMPACT

2022

Financial
Responsibility

Allows for
improved
reporting and
business case
analysis.

LOW
EFFORT,
HIGH
IMPACT

2022
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Recommendation

Detailed
Recommendation

Opportunity Detailed Description

4.1.3 Develop a formal
workplan with the local
municipalities for
expansion and key
dates

Local municipalities indicated that it would appreciate
better
communication
regarding
reporting
requirements, upcoming events. Consequently, an
annual workplan should be develop with them to better
coordinate work and events.

4.1.4 Develop a new
performance
management
framework aligned with
business planning

No performance management program in place.
Interviews revealed that staff have not received any
feedback on their performance for recently.
Performance management allows for two-way
communication and improves services. This is part of
the HR workplan.

Strategic Priority

Benefits/Outcome

Quadrant

Year
Start

Communications

Workplan with
key milestones
would benefit all
those involved.

LOW
EFFORT,
HIGH
IMPACT

2022

Organization
Development

Performance
management
framework with
indicators linked
to business plans.

HIGH
EFFORT,
HIGH
IMPACT

2022
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Recommendation

Detailed
Recommendation

Opportunity Detailed Description

4.1.5 Develop an Asset
Management
Framework that
integrates with all plans
and financing strategy
with local
municipalities.

Asset Management Plans are required to be in place by
July 2022. The County's plan, dated 2018, needs to be
updated to include levels of service, lifecycle cost and
financing strategies. O.Reg 588/17 also requires that
consideration be made for working with the local
municipalities. We understand that this has yet to occur.
It would make sense to share systems, expertise and
plans and perhaps plan the community consultations
together. There is a desire of the local municipalities to
get a better understanding of the County plans well in
advance - not just the year.

4.1.6 Develop AM
Framework to ensure
integration with Master
Plans, Budgets

A framework would allow the County to have a
consistent approach updated the AMP and public
consultation and integration with other plans. It
appears that the 10-year plan is updated independent
of the AM process. This needs to include all processes
and integration with all plans.

Strategic Priority

Benefits/Outcome

Quadrant

Year
Start

Infrastructure

Asset
management
framework integrated with
the local
municipalities.

HIGH
EFFORT,
HIGH
IMPACT

2022

Infrastructure

Improve the AM
update process.

HIGH
EFFORT,
HIGH
IMPACT

2021
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Recommendation

Detailed
Recommendation

Opportunity Detailed Description

4.1.7 Create an AM
Committee with local
municipalities

O.Reg 588/17 requires that the County commit to work
with 'neighbouring' municipalities where there are
connected assets. It is just good practice to share asset
management plans and perhaps, resources. Local
municipal leaders expressed the desire to have much
more notice of County projects. Perhaps the County and
local municipalities can work together with respect to
public engagement for the AMP and levels of service.

4.1.8 Reinstate the
annual meeting with
local municipalities

In the past (pre-COVID), local municipalities indicated
that the County met annually with local staff was helpful
to understand the issues and proximity of various
upcoming projects. We suggest that this be done more
frequently and well before the project (perhaps a 10year capital plan can be provided).

4.1.9 Reinstate Council
Orientation Tour of
Roads and Facilities

In the past, Councillors indicated that the County
roads/facility tour was helpful to understand the issues
and proximity of various upcoming projects. We suggest
that this be reinstated for next term of Council.

Strategic Priority

Benefits/Outcome

Quadrant

Year
Start

Infrastructure

Improve County
planning and
communications
with local
municipalities.

LOW
EFFORT,
HIGH
IMPACT

2022

Communication

Better
understanding of
Council services
and plans.

LOW
EFFORT,
HIGH
IMPACT

2022

Communication

Better
understanding of
Council services
and plans.

HIGH
EFFORT,
HIGH
IMPACT

2022
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Detailed
Recommendation

Opportunity Detailed Description

4.2 Undertake an
Equipment Rate Study

4.2.1 Undertake an
Equipment Rate Study

It appears that the equipment rates charged to jobs have
not been updated in at least 5 years. This means that
the 'revenues' being transferred to reserves is too low to
replace the fleet. As well, it means that the true costs of
operations is too low. Unfortunately, the County does
not attribute all costs to its fleet individually so the costs
may not be accurate. However, OPSS standards are a
good source for comparison. This is underway.

4.3 Undertake time
tracking against
planning applications fee study.

4.3.1 Undertake time
tracking against
planning applications fee study.

Undertake time tracking against planning applications –
eliminate subsidizing by taxpayers. Planning applications
are not cost recovery. With the increase in development
applications, staff and consultants should track time
against each application.

Recommendation

Strategic Priority

Benefits/Outcome

Quadrant

Year
Start

Financial
Responsibility

Ensures that
reserves are in
place for
replacement and
assists in the
lease/buy
decisions.

LOW
EFFORT,
HIGH
IMPACT

2021

Financial
Responsibility

Tracking of time
will determine the
true cost of
development
applications

HIGH
EFFORT,
HIGH
IMPACT

2022
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Recommendation

Detailed
Recommendation

Opportunity Detailed Description

4.4 Develop a
Contracting/Project
Management Manual

4.4.1 Create a County
specific set of
project/contract
management guidelines

5.1.1 Undertake a joint
Winter Control plan.

5.1Undertake a joint
Winter Control plan.

Strategic Priority

Benefits/Outcome

Quadrant

Year
Start

Documentation for standardization of inspections,
contract management may assist ED manage its projects
in a more consistent manner. This should include a
contractor evaluation process linked to the procurement
policy.

Infrastructure

Better
management of
projects and more
consistency.

HIGH
EFFORT,
HIGH
IMPACT

2023

Undertake a joint Winter Control plan and update
intermunicipal agreements to eliminate duplication
including possible patrolling and snow removal. Since
the County generally have higher class of roads, its
standards are higher. Therefore, it can be difficult for
local municipalities to provide service on County roads.
There were some interest such as the First Nations to
go into partnerships.

Financial
Responsibility

Possible reduction
in costs and
improved
services.

HIGH
EFFORT,
HIGH
IMPACT

2022
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Detailed
Recommendation

Opportunity Detailed Description

5.2 Create Inventory of
Fleet and Facility
Sharing Model

5.3 Develop an
Engineering and Design
Strategy

Recommendation

5.4 Explore upload of
Waste Management to
County.

Strategic Priority

Benefits/Outcome

Quadrant

Year
Start

5.2.1 Create Inventory
of Fleet and Facility
Sharing Model

As part of a long-term strategy, undertake a joint service
review to share fleet, facilities including storage. The
County needs to implement new fleet and fuel
management systems. This would be the opportune
time to share the systems and inventory.
We
understand this is in progress.

Financial
Responsibility

Possible reduction
in costs and
improved
services.

HIGH
EFFORT,
HIGH
IMPACT

2021

5.3.1 Develop an
Engineering and Design
Strategy

Develop a workplan that could provide ED services on a
fee for service basis including inspection and contract
management.

Financial
Responsibility

Possible reduction
in costs and
improved
services.

HIGH
EFFORT,
HIGH
IMPACT

2023

5.4.1 Explore upload of
Waste Management to
County.

Peterborough County provides waste reduction
services to all residents. Each municipality provides
garbage collection and manages transfer stations. Each
municipality provides varying levels of waste
management services to its residents and is responsible
for its own transfer stations and/or landfill sites and
any bag tag/limits/user pay system or policy
enforcement. Economies of scale, reduced overhead
and administration can be realized through one
provider as well as improved customer service.

Financial
Responsibility

Possible reduction
in costs and
improved
services.

HIGH
EFFORT,
HIGH
IMPACT

2024
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Recommendation

Detailed
Recommendation

Opportunity Detailed Description

5.5 Share IT expertise
and procurement of
CRM/ Asset/Work
Management/Patrolling
Software for all asset
types

5.5.1 Share IT expertise
and procurement of
CRM/ Asset/Work
Management/Patrolling
Software for all asset
types

5.6 Share Bylaw
Enforcement Expertise

5.6.1 Contract with
local municipalities to
deliver Bylaw
enforcement

Strategic Priority

Benefits/Outcome

Quadrant

Year
Start

Would require additional IT Application resources at
the County but would be offset by savings.

Financial
Responsibility

Possible reduction
in costs and
improved
services.

HIGH
EFFORT,
HIGH
IMPACT

2022

No current bylaw enforcement

Financial
Responsibility

Possible reduction
in costs and
improved
services.

HIGH
EFFORT,
HIGH
IMPACT

2022
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APPENDIX I: INVESTMENT AND SAVINGS - IMPLEMENTATION PLAN
Category

#

Opportunity/Recommendation

1.1.1

Develop a County Wide Customer Service Strategy,
Training and Public Engagement

External Cost
(3 years)

0

Years to
payback

Total
Cost/Savings
_Internal +
External

Total 3-year
Internal
Costs(savings)

5,200

5,200

Estimated
Savings/Cost
Avoidance
over 10 years

-1,096,000
1

1.1 Develop Customer
Service Strategy

1.1.2

Train staff on Customer Service and Policy

35,000

0

35,000

1.1.3

Create a Community Engagement Charter

0

2,600

2,600

1.1.4

Procure a public engagement platform

0

45,000

45,000

1.1.5

Create a framework to guide CE on each project

0

4,000

4,000

1.1.6

Provide training to staff and Council to create a
culture of CE

0

2,800

2,800

1.2 Procure/ Implement
ONE Service Request
Module

1.2.1

1.4 Move to County Wide
311

1.3.1

2.1.1
2.1 Restructure
Operations
2.1.2
2.2 Refocus Fleet to focus
on fleet or eliminate the
supervisor role.

2.2.1

Procure and implement a comprehensive Service
Request Software

2

2

3
17,500

-273,000

-255,500
2

As a long-term plan, move to County-wide 311.

200,000

0

200,000

Total Customer Service

252,500

-213,400

39,100

Consider fewer supervisors in favour of Lead Hands
and a Project Manager

0

33,300

33,300

Consider transition of 3 Seasonal staff to full time,
address call-in procedures to reduce favourtism

0

Refocus Fleet to focus on strategy, process and
shared services.

0

-1,096,000

2
0

0
1

-30,000

-30,000
3
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Category

#

Opportunity/Recommendation

2.3 Outsource Services for
'standard' processes, in
source for increased
contract management,
administration

2.3.1

Consider additional Engineering Professionals and
Admin support but Outsource Development
Reviews

2.4 Hire a
Successor/Backup for the
Managers, ED & Capital
Projects

2.4.1

Succession Planning

2.5 Provide Training in
Excel for staff

2.5.1

Rationalize roles, Provide Advanced Excel Training

2.6 Develop a Change
Management and Training
Strategy
2.7 Update EE Code of
Conduct/Whistleblower
Policy

3.1 Develop IT Strategy Integration
3.2 Work with City and
contractor to streamline
reporting and
autoreconcilie.

External Cost
(3 years)

0

Years to
payback

Total
Cost/Savings
_Internal +
External

Total 3-year
Internal
Costs(savings)

0

Estimated
Savings/Cost
Avoidance
over 10 years

0
2

160,000

240,000

400,000

2,000

0

2,000

-150,000
1

2.6.1

Develop an Employee Engagement/Change
Management and Training Strategy

0

7,800

7,800

2.6.2

Readminister the Employee Survey at regular
intervals.

0

7,800

7,800

2.7.1

3.1.1

3.2.1

EE Code of Conduct and Whistleblower Protection Consider Fraud/Waste Hotline

-100,000
3

10,000

7,800

17,800

Total Organization

172,000

266,700

438,700

-250,000

Develop IT Strategy - to either implement one
system that integrates payroll, work, asset
management and patrolling

136,000

-356,700

-220,700

-542,857

Create online database for WM data call. Work
with City and contractor to streamline reporting
and auto reconcile. Request Audit.

2
5,000

-90,000

-85,000

-176,787
1
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#

Opportunity/Recommendation

3.3 Create/Procure a
Booking system for fleet
and facilities to show
availability and
downtime.

3.3.1

Create/Procure a Booking system for fleet and
facilities to show availability and downtime. Many
online apps available or could partner with a local
municipality who owns BOOKKING or Perfect Mind

3.4 Procure new fuel and
inventory management
system

3.4.1

3.5 Implement Purchase
Order System with
Workflow

3.5.1

3.6 Digitize processes,
move to full electronic
document management

3.6.1

3.7 Software
implementation and
Training - Hire a Business
Analyst to support
implementation

4.1 Develop Planning
Performance Framework
including Asset
Management

Procure and implement a new fuel management
system

External Cost
(3 years)

5,000

Years to
payback

Total
Cost/Savings
_Internal +
External

Total 3-year
Internal
Costs(savings)

-15,000

Estimated
Savings/Cost
Avoidance
over 10 years

-10,000

-250,000
1

40,000

-45,000

-5,000
1

Implement Purchase Order System with Inventory,
paperless Accounts Payable and Workflow

12,000

0

12,000

-250,000
2

Move to paperless processes - Have staff enter
own time and work

15,000

0

15,000

-245,000
1

Develop processes and undertake training prior to
implementation. Ensure Mobile Technology is
available for use in the field. Hire a Business
Analyst to support PW to support transformation.

350,000

Total Technology, Processes and Procedures

563,000

-567,100

-4,100

4.1.1

Develop Business Plans for each Department

0

17,500

17,500

4.1.2

Work with Finance to update job costing and
activities

0

0

0

3.7.1

-60,400

289,600

-45,000
2
-1,509,644

1
4.1.3

Develop a formal workplan with the local
municipalities for expansion and key dates

0

10,500

10,500
3
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#
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4.1.4

Develop a new performance management
framework aligned with business planning

4.1.5

4.1.6

External Cost
(3 years)

Years to
payback

Total
Cost/Savings
_Internal +
External

Total 3-year
Internal
Costs(savings)

0

12,000

12,000

Develop an Asset Management Framework that
integrates with all plans and financing strategy
with local municipalities.

60,000

0

60,000

Develop AM Framework to ensure integration with
Master Plans, Budgets

20,000

Estimated
Savings/Cost
Avoidance
over 10 years

2
0

20,000
2

4.1.7

Create an AM Committee with local municipalities

0

0

0
1

4.1.8

Reinstate the annual meeting with local
municipalities

0

0

0

-18,000
2

4.2 Undertake an
Equipment Rate Study

4.1.9

Reinstate Council Orientation Tour of Roads and
Facilities

4.2.1

Undertake an Equipment Rate Study

0

0

0

5,000

0

5,000
1

4.3 Undertake time
tracking against planning
applications - fee study.

4.3.1

4.4 Develop a
Contracting/Project
Management Manual

4.4.1

Undertake time tracking against planning
applications - fee study.

0

18,000

18,000

-144,000
2

Create a County specific set of project/contract
management guidelines

30,000

0

30,000
2
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Total Planning , Performance and Reporting
5.1Undertake a joint
Winter Control plan.

5.1.1

Undertake a joint Winter Control plan.

5.2 Create Inventory of
Fleet and Facility Sharing
Model

5.2.1

Create Inventory of Fleet and Facility Sharing
Model

5.3 Develop an
Engineering and Design
Strategy

5.3.1

5.4 Explore upload of
Waste Management to
County.

5.4.1

5.5 Share IT expertise and
procurement of CRM/
Asset/Work
Management/Patrolling
Software for all asset
types

5.5.1

5.6 Share Bylaw
Enforcement Expertise

5.6.1

Develop an Engineering and Design Strategy

External Cost
(3 years)

Years to
payback

Total
Cost/Savings
_Internal +
External

Total 3-year
Internal
Costs(savings)

115,000

58,000

173,000

0

26,000

26,000

40,000

-14,000

26,000

Estimated
Savings/Cost
Avoidance
over 10 years
-162,000

2

2
0

-9,000

-9,000
2

Explore upload of Waste Management to County.

100,000

-200,000

-100,000
3

Share IT expertise and procurement of CRM/
Asset/Work Management/Patrolling Software for
all asset types

40,000

-40,000

0
5

Contract with local municipalities to deliver Bylaw
enforcement

75,000

0

75,000
5

Total Alternative Service Delivery
Total

255,000

-237,000

18,000

0

1,357,500

-692,800

664,700

-3,017,644
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