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Executive 
Sum

m
ary

Project D
rivers 

Project O
bjectives

KPM
G

 w
as engaged by the Tow

n of G
ander to conduct an operational and organization review

 to 
identify opportunities that w

ill lead to a m
ore efficient and cost-effective delivery of legislated and 

discretionary m
unicipal services. Specifically, the review

 included:
•

A detailed review
 of the operations of all Tow

n departm
ents defining operations w

ithin the Tow
n's 

legislated m
andate and policies, including those identified as discretionary.

•
A review

 and evaluation the current organizational structure and staffing levels, considering the 
Tow

n’s service delivery requirem
ents.

•
A review

 of departm
ental functions identifying and providing recom

m
endations leading to im

proved 
efficiency and cost effectiveness.

•
Identifying synergies w

ithin and betw
een operational units and departm

ents as w
ell as duplications or 

overlaps in services or operations and providing recom
m

endations leading to im
provem

ent in the 
quality and delivery of services. 

•
R

econciling current staffing, supervisory and m
anagem

ent resources based on operational and 
service delivery requirem

ents. 

•
Identifying current supervisory ratios and based on industry best practices and organizational needs, 
developing recom

m
endations for appropriate supervisory ratios. 

•
The Tow

n’s current 
organizational structure has 
resulted in departm

ental silos 
leading to challenges in 
com

m
unication and decision 

m
aking. As such, the Tow

n 
desires an independent review

 
of all services to determ

ine the 
optim

al organizational structure 
for the Tow

n m
oving into the 

future. 

•
The Tow

n is looking for an 
im

plem
entation roadm

ap w
ith 

specific actions to im
plem

ent 
im

provem
ent opportunities that 

w
ill lead to a m

ore efficient and 
cost-effective delivery of 
m

unicipal services.
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Executive 
Sum

m
ary

K
ey Findings

-
The im

plem
entation of the 

suggested actions w
ill 

increase the efficiency and 
effectiveness of service 
delivery. 

-
The im

plem
entation of 

Function M
odel A w

ill 
provide the Tow

n w
ith the 

optim
al organizational 

structure to deliver the 
current portfolio of services.

-
Four new

 positions should 
be considered as part of the 
im

plem
entation of 

Functional M
odel A: 

1.
C

ustom
er Service 

R
epresentative

2.
Asset M

anagem
ent 

Engineering 
Technician

3.
By-law

 Enforcem
ent 

O
fficer

4.
D

ispatcher

•
O

ur analysis indicates that the Tow
n m

aintains a high service level standard across the organization.

•
O

ur understanding is that the Tow
n is continuing to increase the service level standards w

ith the 
addition of new

 assets such as the new
 soccer facility and the w

interization of C
obb’s Pond.

•
In our w

ork w
ith the Tow

n there w
ere no indications that the its staffing com

plem
ent w

as excessive to 
its service level standards.

•
There w

ere resourcing gaps identified, specifically: custom
er service representative, asset 

m
anagem

ent technician, m
unicipal bylaw

 enforcem
ent officer and fire dispatcher positions.  These 

initial observations should be confirm
ed by the Tow

n’s m
anagem

ent team
 prior to the recruitm

ent.  
There m

ay be opportunities to address the resourcing gaps through the realignm
ent of existing 

positions.

•
N

evertheless, continued grow
th by the Tow

n w
ill challenge the existing staffing com

plem
ent. The four 

additional positions should be considered over the next five years based on the increasing dem
and 

for higher service levels. 
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Strategy

Structure

Processes and Lateral C
apability

People Practices

C
ulture

•
U

nderstanding of strategy and m
ission

•
Alignm

ent to vision
•

Agreem
ent on priorities

•
C

larity in perform
ance m

easures

•
Structure

•
W

ork alignm
ent

•
D

elegation of authority
•

C
apacity

•
D

ecision m
aking

•
C

om
m

unication
•

Enabling technology 
•

Standardized operational processes and practices

•
Staff engagem

ent
•

H
R

 practices and policies
•

Perform
ance m

anagem
ent

•
Training and support

•
Values and beliefs

•
Behaviours

Executive 
Sum

m
ary

O
bservations &

 
R

ecom
m

endations

–
W

e use the follow
ing m

odel 
as a m

eans of analyzing 
and understanding 
organizational perform

ance 
and problem

s. For each 
recom

m
endation presented 

in this report, KPM
G

 
assessed the estim

ated 
im

pact the recom
m

endation 
w

ould have on the Tow
n, as 

w
ell as the effort required to 

im
plem

ent the 
recom

m
endation. Assessed 

im
pact and effort w

ill 
require further validation 
from

 the Project 
C

om
m

ittee.
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Strategy

Executive Sum
m

ary

R
ef 

N
o.

O
bservation

R
ecom

m
endation

Im
pact

1=Low
 

5=H
igh

Effort
1=Low
5=H

igh

1
Based upon our review

 of docum
entation and staff 

consultations, it w
as noted that the Tow

n’s current strategic 
plan expired in 2019. It w

as also noted that the strategic 
objectives outlined in the previous plan did not drive decision 
m

aking. R
ather, decisions w

ere m
ade based on short-term

 
needs of each departm

ent resulting in siloed departm
ents 

focused on their ow
n priorities and w

ork tasks.

Establish strategic priorities w
hich clearly outline the Tow

n’s 
objectives and goals for the com

m
unity and service delivery. 

The establishm
ent of strategic priorities w

ill level-set the 
goals for each departm

ent and prom
ote greater horizontal 

integration across the organization. 
5

5

2
Across the organization, it does not appear that departm

ents 
track key perform

ance indicators that m
easure progress of 

departm
ent objectives against the Tow

n’s strategic plan. 

D
evelop a set of key perform

ance indicators (KPIs) to 
m

onitor each departm
ents perform

ance against the 
objectives outlined in the strategic plan. This process w

ill 
focus each departm

ent and ensure that decision-m
aking is 

aligned w
ith the Tow

n’s strategic direction. 
5

4
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Structure

Executive Sum
m

ary

R
ef 

N
o.

O
bservation

R
ecom

m
endation

Im
pact

1=Low
 

5=H
igh

Effort
1=Low
5=H

igh

3
As a result of the high-level organizational design, the Project 
Team

 selected both Functional M
odel A and the R

evised 
Program

 M
odel A to be review

ed in order to determ
ine the 

optim
al organizational structure for the Tow

n. 

C
onsider the im

plem
entation of Functional M

odel A; this 
m

odel is m
ost closely aligned w

ith the Tow
n’s design 

principles and achieves its objectives w
ith m

inim
al disruption 

to the organization. 
5

1

4
R

ecreation and C
om

m
unity Services does not have the 

resource capacity required to staff and m
aintain future facilities 

(i.e., soccer facility, w
interization of C

obb’s Pond).

D
evelop a resource plan for the Tow

n’s new
 recreation 

facilities ( soccer and C
obb’s Pond) that w

ill inform
 the 

R
ecreation & C

om
m

unity Service’s operational plan and 
related budget. This w

ill align w
ith the Tow

n’s strategic focus 
on parks, recreation and tourism

.

3
3

5
D

uring stakeholder consultations it w
as suggested that the 

Tow
n’s M

unicipal Enforcem
ent function does not have the 

capacity to effectively deliver its m
andate. 

R
eview

 and define the expectations and scope of w
ork for 

M
unicipal Enforcem

ent. This w
ill ensure that M

unicipal 
Enforcem

ent is staff appropriately to m
eet the expectations of 

C
ouncil, establish a direction, and sharpen the focus of staff 

in order to achieve the objectives. 

5
2

6
D

uring stakeholder consultations it w
as noted that the 

Econom
ic D

evelopm
ent departm

ent has becom
e a ‘catch all’ 

for activities that do not fit w
ithin other departm

ents.

R
eview

 the m
andate of the Econom

ic D
evelopm

ent 
departm

ent and identify strategic objectives to achieve Tow
n 

grow
th. This includes an enhanced focus on m

arketing 
developm

ent, com
m

unity advocacy, business retention and 
expansion, and stream

lining the planning processes.

3
3
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Structure

Executive Sum
m

ary

R
ef 

N
o.

O
bservation

R
ecom

m
endation

Im
pact

1=Low
 

5=H
igh

Effort
1=Low
5=H

igh

7
Prior to 2020, the C

lerks O
ffice w

as led by the D
irector of 

Finance/Tow
n C

lerk. Through attrition, this position has been 
filled by the current Tow

n C
lerk w

ith Finance responsibilities 
falling to the D

irector, C
orporate Services. 

Establish the C
lerks O

ffice as a separate line departm
ent 

w
ith the Tow

n C
lerk m

oving to a D
irector role.

3
1

8
G

iven the recent departure of the D
eputy M

unicipal C
lerk, 

there is an opportunity to review
 the job description to 

determ
ine the need for law

 expertise. 

R
eview

 the job description for the vacant D
eputy M

unicipal 
C

lerk to determ
ine if law

 expertise is required to com
plete 

day-to-day activities. The Tow
n can consider hiring an 

individual w
ith a D

iplom
a/D

egree in public adm
inistration, 

political science, business adm
inistration or other related 

field. O
nce review

ed, the vacant position should be filled. 

2
1

9
G

iven the split of the C
lerks O

ffice from
 C

orporate Services, 
each departm

ent w
ill require adm

inistrative support. 
C

ontinue to m
axim

ize internal synergies by assigning the 
C

onfidential Adm
inistrative Assistant to support both the 

C
lerks O

ffice and C
orporate Services departm

ents. This w
ill 

ensure that each director has adequate adm
inistrative 

support. 

1
1
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R
ef 
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O
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ecom
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Im
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1=Low
 

5=H
igh

Effort
1=Low
5=H

igh

10
D

uring stakeholder consultations, it w
as noted that the C

AO
 

does not have a resource for adm
inistrative support.

Assign the C
onfidential Adm

inistrative Assistant to support 
the C

AO
 w

ith adm
inistrative duties. 

1
1

11
The current Supervisor, Accounting position is vacant. 

R
ecruit a new

 Supervisor, Accounting to fill the vacancy 
because of the form

er Supervisor, Accounting’s transition to 
the D

irector, C
orporate Services. The D

irector, C
orporate 

Services w
ill continue to take on the roles and responsibilities 

of the Supervisor, Accounting role until the position is filled. 

2
1

12
The Tow

n lacks a sufficient num
ber of M

unicipal Enforcem
ent 

O
fficers. This has resulted in a lack of coverage w

ith no backfill 
and safety concerns as staff w

ith no enforcem
ent training are 

required to handle com
plaints typically handled by M

unicipal 
Enforcem

ent (i.e., O
H

&S Advisor responding to noise 
com

plaints). 

Establish an additional M
unicipal Enforcem

ent O
fficer 

position to ensure appropriate coverage of m
oving traffic 

violations and public safety and education.

5
1

13
The Tow

n lacks a sufficient num
ber of D

ispatchers to provide 
the required coverage. 

C
onsider the establishm

ent an additional day-tim
e D

ispatcher 
position. C

urrently, this coverage gap is filled by a full-tim
e 

Fire Fighter reducing the Fire D
epartm

ents ability to com
plete 

projects w
ithin the Fire H

all. In the event of an em
ergency 

response situation, the Fire Fighter is pulled from
 dispatch 

duties creating a coverage gap.  There m
ay be an 

opportunity to address the coverage gap through the 
reassignm

ent of existing Tow
n staff.  

5
1
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1=Low
 

5=H
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Effort
1=Low
5=H

igh

14
D

uring stakeholder consultations it w
as noted that the Tow

n 
lacks a dedicated purchasing departm

ent that ensures 
consistency in procurem

ent processes across the 
organization.

R
e-assign the Buyer to the C

orporate Services departm
ent, 

reporting to the Procurem
ent O

fficer. The Buyer w
ill rem

ain 
stationed in the stockroom

 to support M
unicipal W

orks w
ith 

purchases. This w
ill create a dedicated purchasing 

departm
ent that ensures there is a consistent process for 

procurem
ent and m

anages all areas of purchasing for the 
Tow

n.

2
1
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Processes and Lateral Capability

Executive Sum
m

ary

R
ef 

N
o.

O
bservation

R
ecom

m
endation

Im
pact

1=Low
 

5=H
igh

Effort
1=Low
5=H

igh

15
There is a significant, organizational-w

ide concern over the 
ow

nership of project m
anagem

ent and contract adm
inistration 

activities. 

Assign project m
anagem

ent oversight and ow
nership to the 

Supervisor, Technical Services. This individual w
ill hold 

overall accountability for the successful delivery and 
execution of projects. 
D

evelop a responsibility assignm
ent m

atrix (R
AC

I) that 
defines an upfront project team

 and describes the 
participation by various roles in com

pleting a project (i.e., 
Engineering, Finance, M

unicipal W
orks). This team

 w
ill report 

to the Supervisor, Technical Services for all project 
m

anagem
ent activities. This w

ill elim
inate confusion 

regarding the role of each departm
ent in planning, executing, 

and supporting projects and outline the responsibilities of 
other departm

ents in the successful delivery and 
m

anagem
ent of projects. 

C
onsider hiring a C

ET w
ith a project m

anagem
ent 

background, w
ho can seam

lessly transition into the project 
m

anagem
ent role w

hen the Supervisor, Technical Services 
retires. 

5
4

16
There w

ere concerns expressed by different stakeholders on 
the day-to-day involvem

ent of C
ouncil m

em
bers in the 

operations of the m
unicipality. 

C
onsider review

ing the role of C
ouncil as the decision-

m
aking body for the m

unicipality and the role of individual 
C

ouncillors as m
em

bers of C
ouncil’s C

om
m

ittees in order to 
ensure that C

ouncillors are not exposing them
selves to 

unnecessary risk as a result of their legislatively unsupported 
direction to staff. 

5
5
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Processes and Lateral Capability
Executive Sum

m
ary

R
ef 

N
o.

O
bservation

R
ecom

m
endation

Im
pact

1=Low
 

5=H
igh

Effort
1=Low
5=H

igh

17
D

uring stakeholder consultations it w
as noted that the process 

for requesting and m
aking changes to regulations and Tow

n 
policies is fragm

ented and unclear.

C
reate a C

om
m

ittee of C
ouncil that w

ill task the C
lerk’s 

O
ffice w

ith the review
 of potential changes to Tow

n 
regulations and policies. This C

om
m

ittee w
ill be responsible 

for review
ing proposed changes prior to finalization at Tow

n 
C

ouncil.  

3
2

18
It w

as noted that purchasing lim
its are too sm

all (m
anagem

ent 
level -$1K, director level -$5K) and require too m

any levels of 
approval for com

m
on significant purchases. 

Increase purchasing lim
its for m

anagem
ent and director level 

staff to increase the efficiency and effectiveness of the 
process. 

1
1

19
It w

as noted that there can be confusion regarding the 
m

aintenance responsibilities of Facility O
perators and G

round 
Attendants. This has resulted in a duplication of efforts and 
capacity constraints. 

R
e-assign all general recreation and com

m
unity service 

m
aintenance, excluding specialty park equipm

ent and sports 
field m

aintenance to the M
unicipal W

orks portfolio. This w
ill 

elim
inate the duplication of w

ork and create capacity for 
Facility O

perators to respond to day-to-day m
aintenance 

activities and ad-hoc user group requests. 

2
1

20
D

uring stakeholder consultations it w
as noted that the 

Supervisor, H
um

an R
esources carries out a m

ajority of the 
day-to-day hum

an resources activities. 

R
e-assign hum

an resources activities carried out by the 
Supervisor, H

um
an R

esources to the Adm
inistrative Support 

C
lerk. This w

ill reduce the Tow
n’s exposure to fraud risk 

related to ineffective segregation of duties w
ithin the 

departm
ent. The Adm

inistrative Support C
lerk’s custom

er 
service responsibilities w

ill be transitioned to the C
ustom

er 
Service R

epresentative.

3
1
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Processes and Lateral Capability

Executive Sum
m

ary

R
ef 

N
o.

O
bservation

R
ecom

m
endation

Im
pact

1=Low
 

5=H
igh

Effort
1=Low
5=H

igh

21
It is unclear w

hich departm
ent is accountable for personnel at 

the front-desk. This has resulted in a lack of coverage and 
com

plaints from
 citizens.

R
e-assign the m

anagem
ent of custom

er service w
ithin the 

Tow
n H

all to the C
lerks O

ffice under the C
om

m
unications 

O
fficer. 

To staff the front desk, the Tow
n should establish the position 

of a C
ustom

er Service R
epresentative. The C

ustom
er 

Service R
epresentative w

ill be responsible for all citizen 
transactions at Tow

n H
all, including perm

itting. 

2
1
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People Practices

Executive Sum
m

ary

R
ef 

N
o.

O
bservation

R
ecom

m
endation

Im
pact

1=Low
 

5=H
igh

Effort
1=Low
5=H

igh

22
It w

as noted that m
ore technical training w

as required by staff 
w

hen new
 softw

are packages and technologies are 
introduced. This has resulted in resistance to change and the 
im

plem
entation of new

 technologies.

Establish a process to vet the procurem
ent of all new

 
technology through each departm

ent to ensure the 
technology addresses departm

ental needs and there is buy-
in at the m

anagem
ent level. All new

 technology should be 
rolled-out w

ith training guides for em
ployee onboarding. 

4
2

23
There is need for m

ore training and professional developm
ent 

opportunities for both experienced and new
 staff, as w

ell as a 
m

inim
al tracking of personal learning and developm

ent plans. 

In addition, key stakeholders w
ithin the organization are 

approaching retirem
ent, w

hich w
ill leave gaps in key positions.

Identify key functions / processes that have the potential to 
create service bottlenecks. C

rosstrain em
ployees for these 

functions and processes to ensure Tow
n services are 

m
aintained at a high level and em

ployees are receiving 
relevant experience to develop their skills. 

The Tow
n should also develop a form

alized succession plan 
to prepare for the retirem

ent of key em
ployees. 

3
3
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Culture

Executive Sum
m

ary

R
ef 

N
o.

O
bservation

R
ecom

m
endation

Im
pact

1=Low
 

5=H
igh

Effort
1=Low
5=H

igh

24
D

uring stakeholder consultations, it w
as noted that 

interdepartm
ental dependencies can cause frustrations 

betw
een staff and contribute to a culture of blam

e.

Identify interdepartm
ental dependencies that can be 

addressed through increased focused and prioritization 
through the developm

ent of a strategic plan. 
4

2



18
©

 2021 KPM
G

 LLP, an O
ntario lim

ited liability partnership and a m
em

ber firm
 of the KPM

G
 global organization of independent m

em
ber firm

s 
affiliated w

ith KPM
G

 International Lim
ited, a private English com

pany lim
ited by guarantee. All rights reserved.

Lo
w

H
ig

h

H
ig

h

E
ffo

rt

Impact

1
Establish strategic priorities w

hich clearly outline the Tow
n’s objectives and goals for the com

m
unity and service 

delivery. 

2
D

evelop a set of KPIs to m
onitor each departm

ents perform
ance against the objectives outlined in the strategic 

plan.
3

Im
plem

ent the Functional M
odel A organization structure.

4
Include additional resources in the R

ecreation & C
om

m
unity Service’s operational plan and related budget. 

5
C

learly define the expectations and scope of w
ork for M

unicipal Enforcem
ent.

6
R

eview
 the m

andate of the Econom
ic D

evelopm
ent departm

ent and identify strategic objectives to achieve Tow
n 

grow
th.

7
Establish the C

lerks O
ffice as a separate line departm

ent.

8
R

eview
 the job description for the vacant D

eputy M
unicipal C

lerk.

9
C

ontinue to share the C
onfidential Adm

inistrative Assistant betw
een C

orporate Services and C
lerks O

ffice

1
0

Assign the C
onfidential Adm

inistrative Assistant to support the C
AO

 w
ith adm

inistrative duties. 

1
1

Fill the vacant Supervisor, Accounting position.

1
2

Establish an additional M
unicipal Enforcem

ent O
fficer position

1
3

C
onsider the establishm

ent an additional day-tim
e D

ispatcher position. 

1
4

R
e-assign the Buyer to the C

orporate Services departm
ent

1
5

Assign project m
anagem

ent oversight to Supervisor, Technical Services and develop a responsibility assignm
ent 

m
atrix (R

AC
I).

1
6

C
onsider review

ing the role of C
ouncil as the decision-m

aking body for the m
unicipality and the role of individual 

C
ouncillors as m

em
bers of C

ouncil’s C
om

m
ittees. 

1
7

C
reate a C

ouncil C
om

m
ittee to review

 potential changes to Tow
n regulations and policies. 

1
8

Increase purchasing lim
its for m

anagem
ent and director level staff.

1
9

R
e-assign all general recreation and com

m
unity service m

aintenance, excluding specialty park equipm
ent and 

sports field m
aintenance to M

unicipal W
orks.

2
0

R
e-assign day-to-day hum

an resources activities to the Adm
inistrative Support C

lerk

2
1

R
e-assign custom

er service responsibilities to the C
lerks O

ffice under the C
om

m
unications O

fficer. 

2
2

Establish a process to vet all new
 technology through Tow

n departm
ents and provide applicable training to 

ensure buy-in. 
2
3

D
evelop a form

al succession plan for key positions w
ithin the organization.

2
4

D
evelop strategic priorities to focus departm

ents are reduce frustrations caused by interdepartm
ental 

dependencies. 
Strategy

Structure
Processes

People
C

ulture

S
u

g
g

ested
 actio

n
s h

ave b
een

 m
ap

p
ed

 
fo

r im
p

a
ct vs e

ffo
rt to

 h
elp

 p
rio

ritize 
activities. 

quick w
ins 

S
uggested A

ctions

1
2

3

4
7

5

6

Executive Sum
m

ary

Prioritization of Suggested Actions

9

810 11 12
13

14

15
16

17
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Project 
Overview
Introduction

This sum
m

ary of findings w
as 

prepared to present observations 
and evidence to form

 a potential 
case for change arising from

 
research, docum

ent review
, and 

interview
s w

ith the Tow
n of 

G
ander (“the Tow

n”) 
m

anagem
ent, staff, and elected 

officials.  This sum
m

ary of 
findings w

ill provide the 
foundation for possible 
opportunities to im

prove the 
overall effectiveness and 
efficiency of the current 
organizational structure, 
processes and service delivery 
m

odel.

Setting the Stage
The Tow

n of G
ander is located in the northeastern part of N

ew
foundland and Labrador along the shore 

of G
ander Lake. The Tow

n is hom
e to 11,688 residents, but is know

n as a regional hub for 
neighbouring

m
unicipalities. As a result, the Tow

n offers a high level of service not typical for a 
m

unicipality of its size. 

Som
etim

es referred to as the “crossroads of the w
orld”,  the Tow

n hosts the G
ander International 

Airport (YQ
X), w

hich shares an airfield w
ith C

anadian Forces Base G
ander.  D

uring the Septem
ber 11, 

2001 U
S terrorist attacks, this airport hosted 38 airliners and over 6,400 passengers and crew

 as part 
of O

peration Yellow
 R

ibbon. G
ander received global acclaim

 for its response to 9-11 w
hich w

as 
dram

atized in the aw
ard-w

inning Broadw
ay production C

om
e from

 A
w

ay.

The Tow
n is currently governed by a M

ayor and six elected C
ouncilors. The Tow

n strives to provide its 
citizens a high level of services through its seven departm

ents (C
lerks O

ffice, Finance, R
ecreation 

Program
s and C

om
m

unity Services, M
unicipal W

orks, Protective Services, Engineering, and Econom
ic 

D
evelopm

ent). As w
ith all m

unicipalities, the Tow
n of G

ander seeks to balance stakeholder 
expectations and the financial constraints of the Tow

n and its residents in the delivery of m
unicipal 

services. C
ouncil's goal is to keep the tax burden on residents and businesses to a m

inim
um

 w
hile 

m
axim

izing its services.

The Tow
n recognizes the im

portance of evidence-based decision m
aking and is seeking the 

assistance of KPM
G

 to conduct an operational and organization review
 in order to identify 

recom
m

endations that w
ill lead to a m

ore efficient and cost-effective delivery of legislated and 
discretionary m

unicipal services.
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Project 
Overview
Project D

rivers –
W

hy are 
w

e doing this, w
hat 

problem
 do w

e w
ant to 

solve? 

Project O
bjectives

KPM
G

 w
as engaged by the Tow

n of G
ander to conduct an operational and organization review

 to 
identify opportunities that w

ill lead to a m
ore efficient and cost-effective delivery of legislated and 

discretionary m
unicipal services. Specifically, the review

 included:
•

A detailed review
 of the operations of all Tow

n departm
ents defining operations w

ithin the Tow
n's 

legislated m
andate and policies, including those identified as discretionary.

•
A review

 and evaluation the current organizational structure and staffing levels, considering the 
Tow

n’s service delivery requirem
ents.

•
A review

 of departm
ental functions identifying and providing recom

m
endations leading to im

proved 
efficiency and cost effectiveness.

•
Identifying synergies w

ithin and betw
een operational units and departm

ents as w
ell as duplications or 

overlaps in services or operations and providing recom
m

endations leading to im
provem

ent in the 
quality and delivery of services. 

•
R

econciling current staffing, supervisory and m
anagem

ent resources based on operational and 
service delivery requirem

ents. 

•
Identifying current supervisory ratios and based on industry best practices and organizational needs, 
developing recom

m
endations for appropriate supervisory ratios. 

Project Principles
•

The know
ledge and expertise of Tow

n staff w
ill be fully engaged and built upon, to arrive at 

recom
m

ended actions through a transparent, participative and inclusive process facilitated by KPM
G

. 

•
The service review

 process w
ill be conducted in a w

ay that engages Tow
n em

ployees.

•
The aim

 is to, w
herever possible, transfer know

ledge and necessary “tools” to Tow
n staff to enable 

them
 to better develop their ow

n solutions to operational and process issues and challenges over 
tim

e.

•
The fram

ew
ork and approach w

ill be based on leading practices from
 m

unicipal or other levels of 
governm

ent experience and/or private sector.

•
Lastly, this not an audit nor a deeper-dive operational review

. This is a review
 to build on successes 

and identify opportunities to im
prove the efficiency and effectiveness of how

 the Tow
n delivers 

services to the com
m

unity and citizens of G
ander. 

•
*C

O
VID

-19: The intent w
ill be to assess the regular service delivery m

odel w
hile taking into account 

business continuity or C
O

VID
-19 specific responses w

here possible, or to distinguish betw
een them

. 

•
The Tow

n’s current 
organizational structure has 
resulted in departm

ental silos 
leading to challenges in 
com

m
unication and decision 

m
aking. As such, the Tow

n 
desires an independent review

 
of all services to determ

ine the 
optim

al organizational structure 
for the Tow

n m
oving into the 

future. 

•
The Tow

n is looking for an 
im

plem
entation roadm

ap w
ith 

specific actions to im
plem

ent 
im

provem
ent opportunities that 

w
ill lead to a m

ore efficient and 
cost-effective delivery of 
m

unicipal services.
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Introduction and Context
Project O

verview

W
o

rk P
lan

 an
d

 P
ro

g
ress R

ep
o

rt

This engagem
ent com

m
enced on O

ctober 1, 2020, and w
as com

pleted w
hen the draft final report w

as subm
itted to the Tow

n on M
arch 22, 2021. The

diagram
 below

 depicts the key phases as outlined in the Project C
harter. 

October 
Oct. –Nov.

Nov. –Dec.
February

01
02

03
04

05

Project Initiation
C

urrent State Analysis
H

igh Level 
O

rganizational 
Structure

D
etailed O

rganizational 
D

esign
Final R

eport and 
Presentation

January

C
om

pleted
C

om
pleted

C
om

pleted
C

om
pleted



High Level Organizational 
DesignTo

w
n
 o

f G
a
n

d
e
r

O
p

e
ratio

n
s a

n
d

 O
rg

an
izatio

n
al R

e
vie

w

Tow
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Introduction

The organization is not an end in 
itself; it is sim

ply a vehicle for 
accom

plishing the strategic tasks 
of the business.

A
 w

ell-designed organization 
helps everyone in the business 
do her or his job effectively. 

A
 poorly-designed organization 

(or an organization by default) 
creates barriers and frustrations 
for people both inside and 
outside the organization.

Paul G
albraith

O
rganizational D

esign
�

O
rganization design is the deliberate process of configuring structures, processes, and people practices 

to create an effective organization capable of achieving the organization’s identified strategy. 

�
Form

 Follow
s Function -strategy drives structure; processes are based on structure; and structures 

and processes define the im
plem

entation of people practices.

�
Structure is just one of several levers to be ‘pulled’ in organizations to optim

ize perform
ance.

�
Effective organization design considers the follow

ing:

•
Strategy

•
Structure

•
Processes & System

s

•
People Practices

•
C

ulture
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Com
m

on Organization Design Pitfalls
O

rganizational D
esign

O
bservations

Im
plications

O
rg

an
izatio

n
 d

esig
n

 effo
rts o

ften
 

b
eg

in
 an

d
 en

d
 ju

st w
ith

 a stru
ctu

re 
ch

art. 

C
reatin

g
 ju

st stru
ctu

re ch
arts is in

su
fficien

t w
ith

 resp
ect to

 effective 
g

overn
an

ce an
d

 co
llab

o
ratio

n
 w

ith
in

 th
e o

rg
an

izatio
n

 an
d

 acro
ss 

b
o

u
n

d
aries. It is in

ad
eq

u
ate if yo

u
 w

an
t p

eo
p

le to
 ad

o
p

t n
ew

 
acco

u
n

tab
ilities, resp

o
n

sib
ilities an

d
 w

ays o
f w

o
rkin

g
.

M
any o

rg
an

izatio
n

s evo
lve w

ith
o

u
t 

co
n

scio
u

s d
esig

n
 ch

o
ices fro

m
 a 

h
o

listic p
ersp

ective.

P
iecem

eal tw
eaks over tim

e can
 resu

lt in
 stru

ctu
res th

at b
eco

m
e in

efficien
t, 

w
ith

 u
n

clear acco
u

n
tab

ilities an
d

 su
b

o
p

tim
al w

o
rkin

g
 relatio

n
sh

ip
s.

C
reatin

g
 an

 effective ‘lean’ 
o

rg
an

izatio
n

 d
o

esn’t h
ap

p
en

 b
y 

ch
an

ce.

Fo
cu

sin
g

 an
 o

rg
an

izatio
n

 o
n

 p
rim

ary o
u

tp
u

ts an
d

 d
eliverab

les, an
d

 h
elp

in
g

 
red

u
ce n

o
n

 valu
e-ad

d
ed

 activities is a co
m

m
o

n
 o

b
jective. H

o
w

ever, lean
 

o
rg

an
izatio

n
s d

o
 n

o
t exist b

y ch
an

ce. T
h

ey h
ave to

 b
e d

elib
erately 

d
esig

n
ed

.

To
d

ay's o
rg

an
izatio

n
s co

m
p

ete in
 

rap
id

ly ch
an

g
in

g
 enviro

n
m

en
ts. 

Lead
ersh

ip
 sh

o
u

ld
 co

n
stan

tly reth
in

k h
o

w
 th

eir b
u

sin
ess is d

esig
n

ed
 an

d
 

h
o

w
 it can

 ach
ieve an

d
 su

stain
 in

creased
 levels o

f p
erfo

rm
an

ce. N
o

 m
atter 

w
h

at is d
rivin

g
 ch

an
g

e, m
o

re rig
o

r n
eed

s to
 b

e ap
p

lied
 to

 en
su

re th
at 

stru
ctu

res, p
ro

cesses, system
s, an

d
 cap

ab
ilities all su

p
p

o
rt th

e o
b

jective. 

O
rg

an
izatio

n
 d

esig
n

 can
 b

eco
m

e a 
p

o
litical co

m
p

ro
m

ise –
u

n
d

ertaken
 

to
 fin

d
 jo

b
s fo

r existin
g

 p
eo

p
le.  

S
en

io
r team

s n
eed

 an
 o

p
p

o
rtu

n
ity to

 w
o

rk o
u

tsid
e o

f th
e cu

rren
t 

co
nven

tio
n

s, p
o

litics an
d

 m
in

d
sets to

 start ag
ain

.
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Organizational 

Design

Success M
easures are the drivers of perform

ance.

O
rganizations m

ust em
ploy m

ethods and procedures that are m
easurable. D

eclaring success is difficult if there is 
nothing in place that can be m

easured to show
 proof of that success.

Three key criteria m
ust be m

et in order to ensure that m
easures are critical and m

eaningful:

1.
The inform

ation m
ust be critical to the success of your com

pany or organization.

2.
It m

ust be m
easurable and quantifiable.

3.
A baseline m

ust be established in order to m
easure progress or changes.

The Stakeholder
H

ow
 they w

ill m
easure success:

C
ouncil

9
Positioned for political success
9

C
ustom

er/citizen satisfaction

Senior Leadership
9

C
learly defined roles and responsibilities

9
G

reater autonom
y for Senior M

anagem
ent

9
Positive feedback from

 C
ouncil and citizens

9
Effective com

m
unication betw

een departm
ents and to/from

 C
ouncil

Staff
9

Im
proved upw

ard and dow
nw

ard com
m

unication
9

C
learly defined departm

ental goals/objectives
9

G
reater horizontal integration across the organization

External Partners
9

O
pportunity for m

ore m
eaningful engagem

ent
9

C
learly defined channels of com

m
unication

C
itizens

9
C

onsistent level of service
9

C
om

fort that their tax dollars are being utilized efficiently and effectively
9

Tim
ely feedback on inquiries and com

plaints.

B
enefits

-
Set and clearly quantify key 
perform

ance indicators

-
D

efine clear characteristics 
of success m

easures

-
Easily adaptable to any 
situation

-
Vital com

ponent of 
organization perform

ance 
m

easurem
ent

O
rganizational Success 

M
easures
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Organizational 
Design
O

rganization D
esign 

Principles
01

C
riteria

D
esign principles form

 the criteria against w
hich to m

easure the organization 
design.

02
Effectiveness
D

esign principles should reflect a focus on effectiveness. An organization is 
effective if it is doing the right things to achieve its m

andate and vision. 

03
Efficiency
D

esign principles should reflect a focus on efficiency.  An organization is 
efficient if it is doing things in a w

ay that m
axim

izes utilization of resources.

04
K

PIs
D

esign principles should reflect desired perform
ance (success m

easures).

W
hy have design principles?

D
esign principles have 4 m

ain 
objectives: 
1.

Form
 C

riteria
2.

Focus on Effectiveness
3.

Focus on Efficiency
4.

R
eflect desired perform

ance



28
©

 2021 KPM
G

 LLP, an O
ntario lim

ited liability partnership and a m
em

ber firm
 of the KPM

G
 global organization of independent m

em
ber firm

s affiliated w
ith KPM

G
 International Lim

ited, a 
private English com

pany lim
ited by guarantee. All rights reserved.

Structure

People

G
overnance 

&
 System

s
Products &

 
Services

Process

D
esign 

Principles

O
rganizational D

esign 

Leading Practice in Design Principles
1.

M
inim

al num
ber of 

layers from
 top to 

bottom
 of organization

2.
Spans of 
control/accountability 
/influence/support are 
appropriate

7.
C

ustom
er-focused

8.
R

esponsive to custom
er needs

9.
Enables innovation

3.
N

o process has a ‘single 
point of failure’ or bottleneck

4.
R

esources are focused on 
value w

ithin the value chain
5.

There are m
inim

al hand-offs 
along the process

6.
R

ight tasks and processes 
are aligned to the line of 
support

10.
C

om
m

unication is effective 
and efficient

11.
People can get the right 
inform

ation to m
ake the right 

decisions at the right tim
e

12.
Each role has clear responsibilities and 
accountabilities

13.
R

ight behaviours are encouraged and 
unacceptable behaviours discouraged

14.
Perform

ance m
anagem

ent enables ‘line of sight’ 
from

 group strategy to individuals’ objectives
15.

People report to next grade above them
16.

O
rganization designed around strategy and 

process not individuals
17.

Sim
ilar capabilities are appropriately grouped
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Organizational 
Design

Leading Practice in D
esign 

Principles

18
Form

 follow
s function

–
Build an organization around its role and purpose –

not around its people.

19
Single points of accountability –

There w
ill be clear, w

ell-defined accountabilities and decision-m
aking authorities, 

supporting the concepts of single points of accountabilities for results

20
Future grow

th and change
–

O
rganize to be flexible and adaptable to future grow

th and service needs. 

21
Span of control–

Span of control should be as broad as possible w
ithout sacrificing efficiency. H

ow
ever, there is a lim

it 
to the num

ber of positions one person can effectively be responsible for.

22
Specialization

–
The activities for w

hich a single individual is held accountable should be sim
ilar.

23
Sim

plicity –
The organization should be kept as sim

ple as possible.

24
Layers of supervision

–
The num

ber of levels of authority should be held to a m
inim

um
.

25
D

ecision m
aking –

The organization design should facilitate effective and tim
ely decision-m

aking in support of day to 
day operations.

26
D

ecentralize/centralize –
W

hat to centralize and decentralize depends on the nature of the w
ork being perform

ed and 
the objectives of the organization relative to its custom

ers and stakeholders. As a very general rule, decentralize 
custom

er-facing w
ork and centralize enabling system

 w
ork.

27
C

onsistent w
ith strategic direction

–
The overall organizational design should support the vision, direction and 

strategic priorities. 

28
C

ustom
er driven

–
The design of the organization should be accessible, responsive and easily understood by the 

custom
er. 

29
B

alance in scale and scope
–

The scale and scope of operations across each layer in the organization should be 
com

parable in term
s of operational, political and financial com

plexity and risk.

30
M

inim
al organizational disruption

–
The preferred organization design should help m

inim
ize the potential service 

disruptions to the custom
er.

31
R

easonable w
orkload

–
The organization should be designed to balance reasonable w

orkload, the ability to keep 
prom

ised deadlines, and provide high service levels.
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1
3

5
2

4

27. C
onsistent w

ith strategic 
direction

20. Future grow
th and change 

–
organize to be flexible and 

adaptable to future grow
th and 

service needs.

25. D
ecisions m

aking -D
esign 

should facilitate effective and 
tim

ely decision-m
aking. 

11. People can get the right 
inform

ation to m
ake the right 

decisions at the right tim
e

12. Each role has clear 
responsibilities and 
accountabilities

O
rganizational D

esign

Design Principles

After review
ing a list of O

rganization D
esign Principles, the Project Team

 selected the principles 
they deem

ed m
ost critical to an efficient and effective organization. These design principles have 

been ranked 1-5 as outlined below. The organization w
ill be designed so that it is . . .  



Structural Options & 
Developm

ent

Tow
n of G

ander
O

perations and O
rganizational R

eview

Tow
n of G

ander

O
perations and O

rganizational R
eview

Final R
eport
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01

The need to clarify the 
role and responsibilities of 
C

ouncil w
as identified as 

an im
portant 

organizational opportunity

02
03

04

05
06

There are 
departm

ental silos 
and a lack of 
collaboration tow

ards 
a com

m
on set of 

goals. 

There are difficulties 
obtaining interdepartm

ental 
support, particularly 

regarding project 
m

anagem
ent activities and 

engineering services.

Participants noted that the 
Tow

n offers a high level of 
services to its residents, and 
is a regional hub to 
neighboring com

m
unities.

Participants noted a 
culture that is 

resistant to change, 
w

ith opportunities to 
reduce bureaucracy 

and “red tape”.

The Tow
n could 

benefit from
 clear and 

effective 
com

m
unication 

channels for both 
internal and external 

com
m

unications

Structural 
Options & 
Developm

ent
K

ey Findings From
 the Interim

 
R

eport

–
The diagram

 to the right 
outlines six key findings 
from

 the stakeholder 
consultations, em

ployee 
survey, and resident survey 
com

pleted during the 
current state analysis. 
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O
R

G
AN

IZATIO
N

T
YPE

A
D

VAN
TAG

ES
D

ISAD
VAN

TAG
ES

U
SE

W
H

EN

FU
N

C
TIO

N
AL

A functional structure is 
organized around m

ajor 
services/activity groups

Ex: finance, clerks, 
recreation, public w

orks, 
parks.

•
Know

ledge sharing 
w

ithin unit

•
H

igh functional 
specialization

•
Efficiency & 
econom

ies of scale

•
Standardization

•
Lim

ited decision 
m

aking capacity

•
C

om
m

unication across 
functions is difficult

•
C

oordination across 
functions is difficult 

•
Less responsive to end 
user needs

•
Single line of business

•
C

om
m

on standards 
are required

•
H

ighly regulated

•
C

ore capability is 
based in functional 
expertise or econom

ies 
of scale

PR
O

G
R

AM

A product structure is 
organized around products 
or program

s

Ex:corporate services, 
com

m
unity services, 

infrastructure services.

•
Speed of product 
developm

ent cycle

•
Product excellence

•
Product 
diversification

•
O

perating freedom

•
D

uplication of effort

•
Lost econom

ies of 
Scale

•
M

ultiple custom
er 

points

•
Product features are 
com

petitive advantage

•
M

ultiple products for 
separate m

arket 
segm

ents

•
Short product life 
cycles

C
U

STO
M

ER

A custom
er structure is 

organized around m
arket 

segm
ents or specific 

custom
ers

Ex:
students, business, 

hom
e ow

ners.

•
C

ustom
ization

•
R

elationship 
building

•
Solutions, not just 
products

•
Know

ledge sharing is 
lim

ited

•
D

uplication of effort

•
Lost econom

ies of 
Scale

•
Buyers/custom

ers 
have pow

er

•
C

ustom
er know

ledge is 
a com

petitive 
advantage

•
R

apid custom
er 

service is key

•
R

apid product cycles 
are key

G
EO

G
R

APH
IC

A geographic structure is 
organized around physical 
location

Ex:  R
ural,East W

ards, 
W

est W
ards, C

entre Tow
n

•
R

esponsive to 
regional custom

er 
needs

•
R

elationship 
building

•
Selective 
centralization-
decentralization

•
M

obilization & sharing 
resources is difficult

•
Sharing know

ledge is 
difficult

•
M

ultiple points of 
contact for clients

•
Internal com

petition for 
resources

•
C

lient relationships 
belong to w

ho?

•
Sm

aller efficient scale 
exists

•
H

igh cost of transport

•
Just-in-tim

e delivery is 
critical

•
N

eed to locate close to 
supply source

Structural 
Options & 
Developm

ent
O

rganization Types 
C

om
parison C

hart

•
There are six different 
organization types to consider  
during the structural options & 
developm

ent phase. 

•
The Functional M

odel and 
Program

 M
odel are the tw

o 
best suited for m

unicipal 
governm

ent. 
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Structural 
Options & 
Developm

ent
O

rganization Types 
C

om
parison C

hart

•
There are six different 
organization types to consider  
during the structural options & 
developm

ent phase. 

•
The Functional M

odel and 
Program

 M
odel are the tw

o 
best suited for m

unicipal 
governm

ent. 

O
R

G
AN

IZATIO
N

T
YPE

A
D

VAN
TAG

ES
D

ISAD
VAN

TAG
ES

U
SE

W
H

EN

PR
O

C
ESS

A process structure is 
organized around m

ajor 
processes

Ex:financial processes, 
legislative processes, 
developm

ent processes.

•
Process excellence

•
TQ

 (total quality)

•
C

ycle tim
e 

reduction

•
C

ontinuous 
Im

provem
ent

•
Easy m

easurem
ent

•
C

ost reductions

•
C

oordination 
betw

een processes 
is often difficult

•
Short product life

•
R

apid developm
ent 

cycles

•
C

ost reduction is 
critical

M
ATR

IX

M
atrix organizations are 

typically designed as a 
grid, orm

atrix, rather than 
in a traditional hierarchy. 
In other w

ords, em
ployees 

have dual reporting 
relationships -generally to 
both a functional m

anager 
and a service m

anager.

•
Single point of 
interface for 
custom

er

•
C

ross selling

•
Value-added 
system

s & 
solutions

•
Product/service 
focused

•
M

ultiple distribution 
channels

•
Internal com

petition 
for resources

•
Price 
disagreem

ents

•
C

ustom
er needs 

disagreem
ents

•
C

onflicting m
etrics

•
M

ore com
plex 

accounting

•
M

ultiple service 
lines and m

ultiple 
m

arket segm
ents

•
G

lobal custom
ers

•
C

om
petitive 

advantage is in 
com

bined custom
er 

and product 
excellence
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Structural 
Options 
Evaluation

Functional M
odel A resolves the 

follow
ing organizational design 

issues:

•
Assigns all parks and facilities 
m

aintenance and m
anagem

ent 
to the M

unicipal W
orks 

departm
ent to enable functional 

specialization.

•
C

onsolidates purchasing under 
finance, as opposed to being 
spread across adm

inistrative 
positions and other 
departm

ental buyers.

•
H

ighlights the need for a 
separate adm

inistration function 
due to the broad span of 
control.

•
C

reates clarity in existing roles 
such as by-law

 enforcem
ent.

Functional M
odel A
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Structural 
Options 
Evaluation

Functional M
odel B resolves the 

follow
ing organizational design 

issues:

•
Separates H

R
 from

 Legislative 
Services to provide the C

AO
 

w
ith greater control over H

R
 

activities.

•
H

ighlights the need for a 
separate adm

inistration function 
due to the broad span of 
control.

•
C

reates clarity in existing roles 
such as by-law

 enforcem
ent.

Functional M
odel B
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Structural 
Options 
Evaluation

Program
 M

odel A resolves the 
follow

ing organizational design 
issues:

•
Prom

otes horizontal integration 
by grouping together sim

ilar 
activities and reducing the 
num

ber of organizational 
departm

ents.

•
D

efines clear m
andates for 

each of the organizations 
departm

ents.

•
Assigns facilities m

anagem
ent 

to the Planning & D
evelopm

ent 
function.

•
H

ighlights the need for a 
separate adm

inistration function 
due to the broad span of 
control.

•
C

reates clarity in existing roles 
such as by-law

 enforcem
ent.

Program
 M

odel A 
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Structural 
Options 
Evaluation

Program
 M

odel A resolves the 
follow

ing organizational design 
issues:

•
Prom

otes horizontal integration 
by grouping together sim

ilar 
activities and reducing the 
num

ber of organizational 
departm

ents.

•
D

efines clear m
andates for 

each of the organizations 
departm

ents.

•
Assigns ow

nership of C
ontract 

M
anagem

ent and Project 
O

versight to the Engineering, 
Planning & D

evelopm
ent 

departm
ent.

R
evised Program

 M
odel 

A 
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Selected High Level Design for the Town of Gander
Structural O

ptions Evaluation

Functional M
odel A

R
evised Program

 M
odel A



Detailed Organizational 
Design

Tow
n of G

ander

O
perations and O

rganizational R
eview

Final R
eport
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Detailed 
Organizational 
Design

For each departm
ent identified in the recom

m
ended structures, KPM

G
 w

orked closely w
ith the 

directors leading the w
ork to design an optim

al structure for each departm
ent. This w

as 
accom

plished through a series of sm
all group w

orking sessions that focused on analyzing the 
follow

ing:

–
W

ork effort required to carry out functions and processes

–
Issues of over-and under-capacity in current business units

–
The organizing and m

anaging of w
ork to m

eet the m
ission and vision of the Tow

n
–

W
orkflow

 and process handoffs

–
Appropriate spans of control

–
The skills and experience needed to carry out each function and process.

W
e w

orked w
ith session participants to consider how

 observed trends and expectations for the 
future (i.e. proposed service im

provem
ents, population grow

th, developm
ent pressures) w

ill 
im

pact on the results of the analysis. The output of these w
orking sessions provide the 

evidence needed to inform
 the design of roles, w

ork alignm
ent, distribution of responsibilities, 

FTE allocation and span of control w
ithin each departm

ent.

Introduction

–
In this phase of the project, 
w

e drilled deeper into each of 
the organizational structures 
em

erging from
 the high level 

design in the earlier phase to 
define a detailed structure 
design at the departm

ental 
level.



Revised Program
 Model A

Tow
n of G

ander

O
perations and O

rganizational R
eview

Tow
n of G

ander

O
perations and O

rganizational R
eview

Final R
eport
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Detailed 
Organizational 
Design

R
ationale: 

1.
The R

evised Program
 M

odel A organizational structure m
erges the R

ecreation and C
om

m
unity Services and 

M
unicipal W

orks departm
ents into the M

unicipal W
orks & C

om
m

unity Services departm
ent. This should 

prom
ote greater horizontal integration betw

een the departm
ents and reduce the duplication of tasks, such as 

general recreation and com
m

unity service m
aintenance. 

2.
C

onsidering the increased strategic focus on parks and recreation, as w
ell as tourism

, there w
ill likely be a 

need for additional resources to be included in the departm
ent's operational plan and related budget.

3.
All general recreation and com

m
unity service m

aintenance, excluding specialty park equipm
ent and sports 

field m
aintenance, should be re-assigned to the M

unicipal W
orks portfolio. This w

ill elim
inate the duplication 

of w
ork and create capacity for Facility O

perators to respond to day-to-day m
aintenance activities and ad-hoc 

user group requests. 
4.

C
onsidering the increased strategic focus on parks and recreation, as w

ell as tourism
, the Tourism

 
D

evelopm
ent O

fficer should be re-assigned to the M
unicipal W

orks & C
om

m
unity Services departm

ent. This 
w

ill create internal synergies as the Tourism
 D

evelopm
ent O

fficer w
ill w

ork closely w
ith the C

om
m

unity 
Events C

oordinator to organize and hold Tow
n events. 

5.
To ensure there is a consistent process for procurem

ent across the Tow
n, the Buyer should be re-assigned 

to the C
orporate Services departm

ent, reporting to the Procurem
ent O

fficer. The Buyer w
ill rem

ain stationed 
in the stockroom

 to support M
unicipal W

orks w
ith purchases. This w

ill create a dedicated purchasing 
departm

ent that m
anages all areas of purchasing for the Tow

n. 

M
unicipal W

orks &
 

C
om

m
unity Services

R
ecom

m
endations:

1.
M

erge the R
ecreation and 

C
om

m
unity Services and 

M
unicipal W

orks 
departm

ents.
2.

Add resources to support 
strategic focus on parks and 
recreation.

3.
R

e-assign all general 
recreation and com

m
unity 

service m
aintenance 

(excluding specialty park 
equipm

ent and sports fields) 
to M

unicipal W
orks.

4.
R

e-assign the Tourism
 

D
evelopm

ent O
fficer to 

R
ecreation and C

om
m

unity 
Services.

5.
R

e-assign Buyer to 
C

orporate Services.
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Detailed 
Organizational 
Design

R
ationale: 

1.
G

iven the recent split of the C
lerks O

ffice from
 C

orporate Services, the C
lerks O

ffice w
ill be established as a 

separate line departm
ent w

ith the Tow
n C

lerk m
oving to a D

irector role.
2.

The job description for the vacant D
eputy M

unicipal C
lerk should be review

ed to determ
ine if law

 expertise is 
required to com

plete day-to-day activities. The Tow
n can consider hiring an individual w

ith a D
iplom

a/D
egree 

in public adm
inistration, political science, business adm

inistration or other related field. O
nce review

ed, the 
vacant position should be filled. 

3.
To ensure there is a process in place to review

 potential changes to Tow
n regulations and policies, the Tow

n 
should create a C

om
m

ittee of C
ouncil for the C

lerks departm
ent. This C

om
m

ittee w
ill be responsible for 

review
ing proposed changes prior to finalization at Tow

n C
ouncil. 

4.
To ensure a consistent level of custom

er service w
ithin Tow

n H
all, the m

anagem
ent of custom

er service w
ill 

be re-assigned to the C
lerks O

ffice under the C
om

m
unications O

fficer. To staff the front desk, the Tow
n 

should hire a C
ustom

er Service R
epresentative. The C

ustom
er Service R

epresentative w
ill be responsible 

for all citizen transactions at Tow
n H

all, including perm
itting. The Engineering C

lerk currently responsible for 
perm

itting w
ill be transitioned to a new

 role.   
5.

G
iven the recent split of C

lerks O
ffice from

 C
orporate Services, internal synergies have been realized by 

having the C
onfidential Adm

inistrative Assistant support both the C
lerks O

ffice and C
orporate Services 

departm
ents. To continue to m

axim
ize these efficiencies, the existing C

onfidential Adm
inistrative Assistant 

w
ill continue to provide part-tim

e adm
inistrative support to the C

orporate Services departm
ent. 

6.
G

iven the C
AO

’s lack of adm
inistrative support, the C

onfidential Adm
inistrative Assistant w

ill also support the 
C

AO
 w

ith adm
inistrative duties. 

C
lerks O

ffice
R

ecom
m

endations: 

1.
Establish the C

lerks O
ffice 

as a separate line 
departm

ent.
2.

R
eview

 the job description 
for the vacant D

eputy 
M

unicipal C
lerk.

3.
C

reate a C
om

m
ittee of 

C
ouncil for the C

lerks 
O

ffice.
4.

R
e-assign custom

er 
service responsibilities to 
the C

lerks O
ffice.

5.
M

aintain resource sharing 
of C

onfidential 
Adm

inistrative Assistant 
betw

een C
lerks O

ffice, 
C

orporate Services.
6.

C
onfidential Adm

inistrative 
Assistant to provide 
adm

inistrative support to 
the C

AO
.

*N
ote: The structure of the 

departm
ent does not change 

under both the R
evised 

Program
 M

odel A & Functional 
M

odel A.

O
ffice of the C

A
O

 

Tow
n C

lerk

C
onfidential 

A
dm

inistrative A
ssistant

D
eputy M

unicipal C
lerk 

(V
acant)

C
om

m
unications O

fficer

C
ustom

er Service 
R

epresentative
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Detailed 
Organizational 
Design

R
ationale: 

1.
G

iven the form
er Supervisor, Accounting has m

oved up to the D
irector, C

orporate Services role, the Tow
n w

ill 
need to hire a new

 Supervisor, Accounting to fill the vacancy. The D
irector, C

orporate Services w
ill continue 

to take on the duties of the Supervisor, Accounting role until the position is filled. 
2.

To reduce the Tow
n’s exposure to fraud risk related to the num

ber of hum
an resource activities carried out by 

the Supervisor, H
um

an R
esources, these activities should be com

pleted by the Adm
inistrative Support C

lerk 
and review

ed/approved by the Supervisor, H
um

an R
esources. This w

ill ensure that appropriate segregation of 
duties exists w

ithin the departm
ent. The Adm

inistrative Support C
lerks custom

er service responsibilities w
ill 

be transitioned to the C
ustom

er Service R
epresentative. 

3.
To ensure there is a consistent process for procurem

ent across the Tow
n, the Buyer should be re-assigned to 

the C
orporate Services departm

ent, reporting to the Procurem
ent O

fficer. This w
ill create a dedicated 

purchasing departm
ent that m

anages all purchasing for the Tow
n. 

4.
G

iven the recent split of C
lerks O

ffice from
 C

orporate Services, internal synergies have been realized by 
having the C

onfidential Adm
inistrative Assistant support both the C

lerks O
ffice and C

orporate Services 
departm

ents. To continue to m
axim

ize these efficiencies, the existing C
onfidential Adm

inistrative Assistant 
should continue to provide part-tim

e adm
inistrative support to the C

orporate Services departm
ent. 

C
orporate Services 

R
ecom

m
endations: 

1.
H

ire a new
 Supervisor, 

Accounting.

2.
Transition day-to-day H

R
 

activities from
 Supervisor, 

H
R

 to Adm
inistrative 

Support C
lerk (C

ashier).

3.
R

e-assign the Buyer from
 

M
unicipal W

orks to 
C

orporate Services.

4.
M

aintain resource sharing 
of C

onfidential 
Adm

inistrative Assistant 
betw

een C
lerks O

ffice and 
C

orporate Services.

*N
ote: the structure of the 

departm
ent does not change 

under both the R
evised 

Program
 M

odel A & Functional 
M

odel A.
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Detailed 
Organizational 
Design

R
ationale: 

1.
To ensure that M

unicipal Enforcem
ent is staffed appropriately to m

eet the expectations of C
ouncil, the Tow

n 
should clearly define the expectations and scope of w

ork for M
unicipal Enforcem

ent. This w
ill establish a direction 

and sharpen the focus of staff in order to achieve the objectives. 
2.

The Tow
n lacks a sufficient num

ber of M
unicipal Enforcem

ent O
fficers. This has resulted in a lack of coverage 

w
ith no backfill and safety concerns as staff w

ith no enforcem
ent training are required to handle com

plaints 
typically handled by M

unicipal Enforcem
ent (i.e., O

H
&S Advisor responding to noise com

plaints). As such, the 
Tow

n should add a M
unicipal Enforcem

ent O
fficer to increase coverage, public safety and education and 

generate additional revenue through m
oving traffic violations.

3.
As noted above, the O

H
&S Advisor handles by-law

 com
plaints due to the lack of M

unicipal Enforcem
ent O

fficers. 
This creates an occupational safety risk as individuals w

ithout enforcem
ent training are responding to Tow

n noise 
com

plaints. The addition of a M
unicipal Enforcem

ent O
fficer w

ill create additional capacity to take on the O
H

&S 
Advisor’s by-law

 enforcem
ent responsibilities. 

4.
To ensure there is adequate dispatch coverage, the Tow

n should add an additional day-tim
e D

ispatcher. 
C

urrently, this coverage gap is filled by a full-tim
e Fire Fighter reducing the Fire D

epartm
ents ability to com

plete 
projects w

ithin the Fire H
all. In the event of an em

ergency response situation, the Fire Fighter is pulled from
 

dispatch duties creating a coverage gap and safety concerns as there is no one available to receive and answ
er 

em
ergency and non-em

ergency calls. 

Protective Services

R
ecom

m
endations: 

1.
D

efine expectations for 
M

unicipal Enforcem
ent.

2.
Add an additional M

unicipal 
Enforcem

ent O
fficer to 

increase coverage.

3.
R

e-assign the O
H

&S 
Advisor’s by-law

 
enforcem

ent responsibilities 
to M

unicipal Enforcem
ent .

4.
Add an additional w

eekday 
D

ispatcher.

*N
ote: the structure of the 

departm
ent does not change 

under both the R
evised 

Program
 M

odel A & Functional 
M

odel A.

D
irector, P

rotective 
S

ervice/Fire C
hief

A
dm

inistrative A
ssistant 

V
olunteer Fire Fighters 

(30 volunteers)

Fire Inspector (1 FT) M
-F

P
aid Fire Fighters (24 

hour – 4, 10 hours -2, M
-

F m
aintenance (1)

M
unicipal E

nforcem
ent 

O
fficers (2 FT)

D
ispatchers (2 FT, 2 P

T) 

C
rossing G

uards (3 P
T)

O
ffice of the C

A
O

 

D
eputy Fire C

hief 
(V

olunteer)
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Detailed 
Organizational 
Design

R
ationale: 

1.
The R

evised Program
 M

odel A organizational structure m
erges the Engineering and Econom

ic D
evelopm

ent 
departm

ents in the Engineering & Planning and D
evelopm

ent departm
ent.  This aligns w

ith C
ouncils objective of 

future grow
th and change as it brings the technical expertise together w

ith social and econom
ic developm

ent 
skills/know

ledge.  
2.

To ensure there is a clear understanding of project m
anagem

ent roles and responsibilities across the organization, 
the Supervisor, Technical Services w

ill assum
e a dedicated project m

anagem
ent oversight role. To plan for the 

future retirem
ent of the Supervisor, the Tow

n should also consider hiring a C
ET w

ith a project m
anagem

ent 
background, w

hich w
ill allow

 for a sm
ooth transition of project m

anagem
ent activities. 

3.
The Tow

n should develop a responsibility assignm
ent m

atrix (R
AC

I) that defines an upfront project team
 and 

describes the participation by various roles in com
pleting a project (i.e., Engineering, Finance, M

unicipal W
orks). 

This w
ill elim

inate confusion regarding the role of engineering in planning, executing, and supporting projects and 
outline the responsibilities of other departm

ents in the successful delivery and m
anagem

ent of projects.
4.

C
onsidering the increased strategic focus on parks and recreation, as w

ell as tourism
, the Tourism

 D
evelopm

ent 
O

fficer should be re-assigned to the M
unicipal W

orks & C
om

m
unity Services departm

ent. This w
ill create internal 

synergies as the Tourism
 D

evelopm
ent O

fficer w
ill w

ork closely w
ith the C

om
m

unity Events C
oordinator to 

organize and hold Tow
n events. 

5.
To elim

inate the occupational safety risk of the O
H

&S Advisor responding to noise com
plaints, this responsibility 

should be re-assigned to M
unicipal Enforcem

ent. The addition of a M
unicipal Enforcem

ent O
fficer w

ill create 
additional capacity to take on the O

H
&S Advisor’s by-law

 enforcem
ent responsibilities.

6.
G

iven the sm
all span of control for the D

irector, Econom
ic D

evelopm
ent under the m

erged departm
ent, the 

D
irector, Econom

ic D
evelopm

ent position w
ill be transitioned to Supervisor, Econom

ic D
evelopm

ent.
7.

G
iven the lim

ited capacity to m
anage the expanding asset m

anagem
ent portfolio, the Tow

n should hire an Asset 
M

anagem
ent Engineering Technician. 

Engineering &
 

Planning and 
D

evelopm
ent

R
ecom

m
endations:

1.
M

erge the Econom
ic 

D
evelopm

ent and 
Engineering D

epartm
ents.

2.
R

e-assign project 
m

anagem
ent oversight to 

the Supervisor, Technical 
Services

3.
D

evelop a R
AC

I chart for 
project m

anagem
ent and 

contract m
anagem

ent.
4.

R
e-assign the Tourism

 
D

evelopm
ent O

fficer to 
M

unicipal W
orks & 

C
om

m
unity Services.

5.
R

em
ove by-law

 
enforcem

ent 
responsibilities from

 O
H

&S 
Advisor.

6.
R

e-assign D
irector, 

Econom
ic D

evelopm
ent to 

Supervisor, Econom
ic 

D
evelopm

ent
7.

H
ire an Asset 

M
anagem

ent Engineering 
Technician.

D
irector, E

ngineering, 
P

lanning &
 D

evelopm
ent

S
upervisor, E

conom
ic 

D
evelopm

ent

A
dm

inistrative A
ssistant

S
upervisor, Technical 

S
ervices

P
lanning &

 C
ontrol 

TechnicianE
ngineering Technician 
(1 FT, 1 seasonal)

O
H

&S
 A

dvisor

D
evelopm

ent &
 C

ontrol 
Inspector

D
evelopm

ent O
fficer

O
ffice of the C

A
O

 

B
uilding C

ustodian 
G

IS
 Technician 

A
sset M

anagem
ent 

E
ngineering Technician



Functional Model A

Tow
n of G

ander

O
perations and O

rganizational R
eview

Tow
n of G

ander

O
perations and O

rganizational R
eview

Final R
eport
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Detailed 
Organizational 
Design
M

unicipal W
orks

R
ecom

m
endations:

1.
R

e-assign all general 
recreation and com

m
unity 

service m
aintenance 

(excluding specialty park 
equipm

ent and sports fields) 
to M

unicipal W
orks.

2.
R

e-assign Buyer to 
C

orporate Services.

R
ationale: 

1.
All general recreation and com

m
unity service m

aintenance, excluding specialty park equipm
ent and sports field 

m
aintenance, should be re-assigned to the M

unicipal W
orks portfolio. This w

ill elim
inate the duplication of w

ork 
and create capacity for Facility O

perators to respond to day-to-day m
aintenance activities and ad-hoc user 

group requests. 
2.

To ensure there is a consistent process for procurem
ent across the Tow

n, the Buyer should be re-assigned to 
the C

orporate Services departm
ent, reporting to the Procurem

ent O
fficer. The Buyer w

ill rem
ain stationed in the 

stockroom
 to support M

unicipal W
orks w

ith purchases. This w
ill create a dedicated purchasing unit that 

m
anages all areas of purchasing for the Tow

n. 
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Detailed 
Organizational 
Design
R

ecreation and 
C

om
m

unity Services

R
ecom

m
endations:

1.
Add resources to support 
strategic focus on parks and 
recreation.

2.
R

e-assign all general 
recreation and com

m
unity 

service m
aintenance 

(excluding specialty park 
equipm

ent and sports fields) 
to M

unicipal W
orks.

R
ationale: 

1.
C

onsidering the increased strategic focus on parks and recreation, as w
ell as tourism

, there w
ill likely be a 

need for additional resources to be included in the departm
ent's operational plan and related budget.

2.
All general recreation and com

m
unity service m

aintenance, excluding specialty park equipm
ent and sports 

field m
aintenance, should be re-assigned to the M

unicipal W
orks portfolio. This w

ill elim
inate the duplication of 

w
ork and create capacity for Facility O

perators to respond to day-to-day m
aintenance activities and ad-hoc 

user group requests

D
irector, R

ecreation and 
C

om
m

unity S
ervices

S
upervisor, Facility 

O
perations

Ticket A
gent

Facility O
perators (3 FT)

Facility A
ttendants (2 FT, 

5 seasonal)

C
om

m
unity E

vents 
C

oordinator
S

pecial E
vents 

C
oordinator

S
pecial E

vents P
lanners 

(1-2 seasonal)

A
dm

in C
oordinator

O
ffice of the C

A
O

 



51
©

 2021 KPM
G

 LLP, an O
ntario lim

ited liability partnership and a m
em

ber firm
 of the KPM

G
 global organization of independent m

em
ber firm

s 
affiliated w

ith KPM
G

 International Lim
ited, a private English com

pany lim
ited by guarantee. All rights reserved.

Detailed 
Organizational 
Design

R
ationale: 

1.
G

iven the recent split of the C
lerks O

ffice from
 C

orporate Services, the C
lerks O

ffice w
ill be established as a 

separate line departm
ent w

ith the Tow
n C

lerk m
oving to a D

irector role.
2.

The job description for the vacant D
eputy M

unicipal C
lerk should be review

ed to determ
ine if law

 expertise is 
required to com

plete day-to-day activities. The Tow
n can consider hiring an individual w

ith a D
iplom

a/D
egree 

in public adm
inistration, political science, business adm

inistration or other related field. O
nce review

ed, the 
vacant position should be filled. 

3.
To ensure there is a process in place to review

 potential changes to Tow
n regulations and policies, the Tow

n 
should create a C

om
m

ittee of C
ouncil for the C

lerks departm
ent. This C

om
m

ittee w
ill be responsible for 

review
ing proposed changes prior to finalization at Tow

n C
ouncil. 

4.
To ensure a consistent level of custom

er service w
ithin Tow

n H
all, the m

anagem
ent of custom

er service w
ill 

be re-assigned to the C
lerks O

ffice under the C
om

m
unications O

fficer. To staff the front desk, the Tow
n 

should hire a C
ustom

er Service R
epresentative. The C

ustom
er Service R

epresentative w
ill be responsible 

for all citizen transactions at Tow
n H

all, including perm
itting. The Engineering C

lerk currently responsible for 
perm

itting w
ill be transitioned to a new

 role.   
5.

G
iven the recent split of C

lerks O
ffice from

 C
orporate Services, internal synergies have been realized by 

having the C
onfidential Adm

inistrative Assistant support both the C
lerks O

ffice and C
orporate Services 

departm
ents. To continue to m

axim
ize these efficiencies, the existing C

onfidential Adm
inistrative Assistant 

w
ill continue to provide part-tim

e adm
inistrative support to the C

orporate Services departm
ent. 

6.
G

iven the C
AO

’s lack of adm
inistrative support, the C

onfidential Adm
inistrative Assistant w

ill also support the 
C

AO
 w

ith adm
inistrative duties. 

C
lerks O

ffice
R

ecom
m

endations: 

1.
Establish the C

lerks O
ffice 

as a separate line 
departm

ent.
2.

R
eview

 the job description 
for the vacant D

eputy 
M

unicipal C
lerk.

3.
C

reate a C
om

m
ittee of 

C
ouncil for the C

lerks 
O

ffice.
4.

R
e-assign custom

er 
service responsibilities to 
the C

lerks O
ffice.

5.
M

aintain resource sharing 
of C

onfidential 
Adm

inistrative Assistant 
betw

een C
lerks O

ffice, 
C

orporate Services.
6.

C
onfidential Adm

inistrative 
Assistant to provide 
adm

inistrative support to 
the C

AO
.

*N
ote: The structure of the 

departm
ent does not change 

under both the R
evised 

Program
 M

odel A & Functional 
M

odel A.

O
ffice of the C

A
O

 

Tow
n C

lerk

C
onfidential 

A
dm

inistrative A
ssistant

D
eputy M

unicipal C
lerk 

(V
acant)

C
om

m
unications O

fficer

C
ustom

er Service 
R

epresentative
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Detailed 
Organizational 
Design

R
ationale: 

1.
G

iven the form
er Supervisor, Accounting has m

oved up to the D
irector, C

orporate Services role, the Tow
n w

ill 
need to hire a new

 Supervisor, Accounting to fill the vacancy. The D
irector, C

orporate Services w
ill continue 

to take on the duties of the Supervisor, Accounting role until the position is filled. 
2.

To reduce the Tow
n’s exposure to fraud risk related to the num

ber of hum
an resource activities carried out by 

the Supervisor, H
um

an R
esources, these activities should be com

pleted by the Adm
inistrative Support C

lerk 
and review

ed/approved by the Supervisor, H
um

an R
esources. This w

ill ensure that appropriate segregation of 
duties exists w

ithin the departm
ent. The Adm

inistrative Support C
lerks custom

er service responsibilities w
ill 

be transitioned to the C
ustom

er Service R
epresentative. 

3.
To ensure there is a consistent process for procurem

ent across the Tow
n, the Buyer should be re-assigned to 

the C
orporate Services departm

ent, reporting to the Procurem
ent O

fficer. This w
ill create a dedicated 

purchasing departm
ent that m

anages all purchasing for the Tow
n. 

4.
G

iven the recent split of C
lerks O

ffice from
 C

orporate Services, internal synergies have been realized by 
having the C

onfidential Adm
inistrative Assistant support both the C

lerks O
ffice and C

orporate Services 
departm

ents. To continue to m
axim

ize these efficiencies, the existing C
onfidential Adm

inistrative Assistant 
should continue to provide part-tim

e adm
inistrative support to the C

orporate Services departm
ent. 

C
orporate Services 

R
ecom

m
endations: 

1.
H

ire a new
 Supervisor, 

Accounting.

2.
Transition day-to-day H

R
 

activities from
 Supervisor, 

H
R

 to Adm
inistrative 

Support C
lerk (C

ashier).

3.
R

e-assign the Buyer from
 

M
unicipal W

orks to 
C

orporate Services.

4.
M

aintain resource sharing 
of C

onfidential 
Adm

inistrative Assistant 
betw

een C
lerks O

ffice and 
C

orporate Services.

*N
ote: the structure of the 

departm
ent does not change 

under both the R
evised 

Program
 M

odel A & Functional 
M

odel A.
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Detailed 
Organizational 
Design

R
ationale: 

1.
To ensure that M

unicipal Enforcem
ent is staffed appropriately to m

eet the expectations of C
ouncil, the Tow

n 
should clearly define the expectations and scope of w

ork for M
unicipal Enforcem

ent. This w
ill establish a direction 

and sharpen the focus of staff in order to achieve the objectives. 
2.

The Tow
n lacks a sufficient num

ber of M
unicipal Enforcem

ent O
fficers. This has resulted in a lack of coverage 

w
ith no backfill and safety concerns as staff w

ith no enforcem
ent training are required to handle com

plaints 
typically handled by M

unicipal Enforcem
ent (i.e., O

H
&S Advisor responding to noise com

plaints). As such, the 
Tow

n should add a M
unicipal Enforcem

ent O
fficer to increase coverage, public safety and education and 

generate additional revenue through m
oving traffic violations.

3.
As noted above, the O

H
&S Advisor handles by-law

 com
plaints due to the lack of M

unicipal Enforcem
ent O

fficers. 
This creates an occupational safety risk as individuals w

ithout enforcem
ent training are responding to Tow

n noise 
com

plaints. The addition of a M
unicipal Enforcem

ent O
fficer w

ill create additional capacity to take on the O
H

&S 
Advisor’s by-law

 enforcem
ent responsibilities. 

4.
To ensure there is adequate dispatch coverage, the Tow

n should add an additional day-tim
e D

ispatcher. 
C

urrently, this coverage gap is filled by a full-tim
e Fire Fighter reducing the Fire D

epartm
ents ability to com

plete 
projects w

ithin the Fire H
all. In the event of an em

ergency response situation, the Fire Fighter is pulled from
 

dispatch duties creating a coverage gap and safety concerns as there is no one available to receive and answ
er 

em
ergency and non-em

ergency calls. 

Protective Services

R
ecom

m
endations: 

1.
D

efine expectations for 
M

unicipal Enforcem
ent.

2.
Add an additional M

unicipal 
Enforcem

ent O
fficer to 

increase coverage.

3.
R

e-assign the O
H

&S 
Advisor’s by-law

 
enforcem

ent responsibilities 
to M

unicipal Enforcem
ent .

4.
Add an additional w

eekday 
D

ispatcher.

*N
ote: the structure of the 

departm
ent does not change 

under both the R
evised 

Program
 M

odel A & Functional 
M

odel A.

D
irector, P

rotective 
S

ervice/Fire C
hief

A
dm

inistrative A
ssistant 

V
olunteer Fire Fighters 

(30 volunteers)

Fire Inspector (1 FT) M
-F

P
aid Fire Fighters (24 

hour – 4, 10 hours -2, M
-

F m
aintenance (1)

M
unicipal E

nforcem
ent 

O
fficers (2 FT)

D
ispatchers (2 FT, 2 P

T) 

C
rossing G

uards (3 P
T)

O
ffice of the C

A
O

 

D
eputy Fire C

hief 
(V

olunteer)
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Detailed 
Organizational 
Design
Engineering

R
ecom

m
endations:

1.
R

e-assign project 
m

anagem
ent oversight to 

the Supervisor, Technical 
Services

2.
D

evelop a R
AC

I chart for 
project m

anagem
ent and 

contract m
anagem

ent.

3.
R

em
ove by-law

 
enforcem

ent 
responsibilities from

 O
H

&S 
Advisor.

4.
Transition Engineering 
C

lerk to a new
 role.

R
ationale: 

1.
To ensure there is a clear understanding of project m

anagem
ent roles and responsibilities across the 

organization, the Supervisor, Technical Services w
ill assum

e a dedicated project m
anagem

ent oversight role. To 
plan for the future retirem

ent of the Supervisor, the Tow
n should also consider hiring a C

ET w
ith a project 

m
anagem

ent background, w
hich w

ill allow
 for a sm

ooth transition of project m
anagem

ent activities. 
2.

The Tow
n should develop a responsibility assignm

ent m
atrix (R

AC
I) that defines an upfront project team

 and 
describes the participation by various roles in com

pleting a project (i.e., Engineering, Finance, M
unicipal W

orks). 
This w

ill elim
inate confusion regarding the role of engineering in planning, executing, and supporting projects and 

outline the responsibilities of other departm
ents in the successful delivery and m

anagem
ent of projects.

3.
To elim

inate the occupational safety risk of the O
H

&S Advisor responding to noise com
plaints, this responsibility 

should be re-assigned to M
unicipal Enforcem

ent. The addition of a M
unicipal Enforcem

ent O
fficer w

ill create 
additional capacity to take on the O

H
&S Advisor’s by-law

 enforcem
ent responsibilities.

4.
G

iven that the C
ustom

er Service R
epresentative w

ill assum
e all citizen transactions at Tow

n H
all, including 

perm
itting,  the Tow

n should transition the Engineering C
lerk to a new

 position.  

D
irector, E

ngineering

O
ffice of the C

A
O

 

S
upervisor, Technical 

S
ervices

P
lanning &

 C
ontrol 

Technician

E
ngineering Technician 
(1 FT, 1 seasonal)

O
H

&S
 A

dvisor

D
evelopm

ent &
 C

ontrol 
Inspector

B
uilding C

ustodian

G
IS

 Technician 

A
dm

inistrative A
ssistant 

A
sset M

anagem
ent 

E
ngineering Technician
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Detailed 
Organizational 
Design

R
ationale: 

1.
C

urrently, the Econom
ic D

evelopm
ent departm

ent takes on tasks that do not fit w
ithin other departm

ents. In 
alignm

ent w
ith C

ouncil’s strategic focus of future grow
th and change, the Tow

n should review
 the m

andate of 
the Econom

ic D
evelopm

ent departm
ent and identify strategic objectives to achieve Tow

n grow
th. This includes 

an enhanced focus on m
arketing developm

ent, com
m

unity advocacy, business retention and expansion, and 
stream

lining planning processes. 

Econom
ic 

D
evelopm

ent

R
ecom

m
endations:

1.
R

eview
 the m

andate of the 
Econom

ic D
evelopm

ent 
departm

ent. 

D
irector, E

conom
ic 

D
evelopm

ent

D
evelopm

ent O
fficer

O
ffice of the C

A
O

 

A
dm

inistrative A
ssistant 

Tourism
 D

evelopm
ent 

O
fficer



Observations & 
Recom

m
endations

Tow
n of G

ander

O
perations and O

rganizational R
eview

Final R
eport
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Strategy

Structure

Processes and Lateral C
apability

People Practices

C
ulture

•
U

nderstanding of strategy and m
ission

•
Alignm

ent to vision
•

Agreem
ent on priorities

•
C

larity in perform
ance m

easures

•
Structure

•
W

ork alignm
ent

•
D

elegation of authority
•

C
apacity

•
D

ecision m
aking

•
C

om
m

unication
•

Enabling technology 
•

Standardized operational processes and practices

•
Staff engagem

ent
•

H
R

 practices and policies
•

Perform
ance m

anagem
ent

•
Training and support

•
Values and beliefs

•
Behaviours

Observations & 
Recom

m
endations

O
rganizational 

C
onsiderations

–
W

e use the follow
ing m

odel 
as a m

eans of analyzing 
and understanding 
organizational perform

ance 
and problem

s. For each 
recom

m
endation presented 

in this report, KPM
G

 
assessed the estim

ated 
im

pact the recom
m

endation 
w

ould have on the Tow
n, as 

w
ell as the effort required to 

im
plem

ent the 
recom

m
endation. Assessed 

im
pact and effort w

ill 
require further validation 
from

 the Project 
C

om
m

ittee.
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Strategy

O
bservations & R

ecom
m

endations

R
ef 

N
o.

O
bservation

R
ecom

m
endation

Im
pact

1=Low
 

5=H
igh

Effort
1=Low
5=H

igh

1
Based upon our review

 of docum
entation and staff 

consultations, it w
as noted that the Tow

n’s current strategic 
plan expired in 2019. It w

as also noted that the strategic 
objectives outlined in the previous plan did not drive decision 
m

aking. R
ather, decisions w

ere m
ade based on short-term

 
needs of each departm

ent resulting in siloed departm
ents 

focused on their ow
n priorities and w

ork tasks.

Establish strategic priorities w
hich clearly outline the Tow

n’s 
objectives and goals for the com

m
unity and service delivery. 

The establishm
ent of strategic priorities w

ill level-set the 
goals for each departm

ent and prom
ote greater horizontal 

integration across the organization. 
5

5

2
Across the organization, it does not appear that departm

ents 
track key perform

ance indicators that m
easure progress of 

departm
ent objectives against the Tow

n’s strategic plan. 

D
evelop a set of key perform

ance indicators (KPIs) to 
m

onitor each departm
ents perform

ance against the 
objectives outlined in the strategic plan. This process w

ill 
focus each departm

ent and ensure that decision-m
aking is 

aligned w
ith the Tow

n’s strategic direction. 
5

4
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Structure

O
bservations & R

ecom
m

endations

R
ef 

N
o.

O
bservation

R
ecom

m
endation

Im
pact

1=Low
 

5=H
igh

Effort
1=Low
5=H

igh

3
As a result of the high-level organizational design, the Project 
Team

 selected both Functional M
odel A and the R

evised 
Program

 M
odel A to be review

ed in order to determ
ine the 

optim
al organizational structure for the Tow

n. 

C
onsider the im

plem
entation of Functional M

odel A; this 
m

odel is m
ost closely aligned w

ith the Tow
n’s design 

principles and achieves its objectives w
ith m

inim
al disruption 

to the organization. 
5

1

4
R

ecreation and C
om

m
unity Services does not have the 

resource capacity required to staff and m
aintain future facilities 

(i.e., soccer facility, w
interization of C

obb’s Pond).

D
evelop a resource plan for the Tow

n’s new
 recreation 

facilities ( soccer and C
obb’s Pond) that w

ill inform
 the 

R
ecreation & C

om
m

unity Service’s operational plan and 
related budget. This w

ill align w
ith the Tow

n’s strategic focus 
on parks, recreation and tourism

.

3
3

5
D

uring stakeholder consultations it w
as suggested that the 

Tow
n’s M

unicipal Enforcem
ent function does not have the 

capacity to effectively deliver its m
andate. 

R
eview

 and define the expectations and scope of w
ork for 

M
unicipal Enforcem

ent. This w
ill ensure that M

unicipal 
Enforcem

ent is staff appropriately to m
eet the expectations of 

C
ouncil, establish a direction, and sharpen the focus of staff 

in order to achieve the objectives. 

5
2

6
D

uring stakeholder consultations it w
as noted that the 

Econom
ic D

evelopm
ent departm

ent has becom
e a ‘catch all’ 

for activities that do not fit w
ithin other departm

ents.

R
eview

 the m
andate of the Econom

ic D
evelopm

ent 
departm

ent and identify strategic objectives to achieve Tow
n 

grow
th. This includes an enhanced focus on m

arketing 
developm

ent, com
m

unity advocacy, business retention and 
expansion, and stream

lining the planning processes.

3
3
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Structure

O
bservations & R

ecom
m

endations

R
ef 

N
o.

O
bservation

R
ecom

m
endation

Im
pact

1=Low
 

5=H
igh

Effort
1=Low
5=H

igh

7
Prior to 2020, the C

lerks O
ffice w

as led by the D
irector of 

Finance/Tow
n C

lerk. Through attrition, this position has been 
filled by the current Tow

n C
lerk w

ith Finance responsibilities 
falling to the D

irector, C
orporate Services. 

Establish the C
lerks O

ffice as a separate line departm
ent 

w
ith the Tow

n C
lerk m

oving to a D
irector role.

3
1

8
G

iven the recent departure of the D
eputy M

unicipal C
lerk, 

there is an opportunity to review
 the job description to 

determ
ine the need for law

 expertise. 

R
eview

 the job description for the vacant D
eputy M

unicipal 
C

lerk to determ
ine if law

 expertise is required to com
plete 

day-to-day activities. The Tow
n can consider hiring an 

individual w
ith a D

iplom
a/D

egree in public adm
inistration, 

political science, business adm
inistration or other related 

field. O
nce review

ed, the vacant position should be filled. 

2
1

9
G

iven the split of the C
lerks O

ffice from
 C

orporate Services, 
each departm

ent w
ill require adm

inistrative support. 
C

ontinue to m
axim

ize internal synergies by assigning the 
C

onfidential Adm
inistrative Assistant to support both the 

C
lerks O

ffice and C
orporate Services departm

ents. This w
ill 

ensure that each director has adequate adm
inistrative 

support. 

1
1
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Structure

O
bservations & R

ecom
m

endations

R
ef 

N
o.

O
bservation

R
ecom

m
endation

Im
pact

1=Low
 

5=H
igh

Effort
1=Low
5=H

igh

10
D

uring stakeholder consultations, it w
as noted that the C

AO
 

does not have a resource for adm
inistrative support.

Assign the C
onfidential Adm

inistrative Assistant to support 
the C

AO
 w

ith adm
inistrative duties. 

1
1

11
The current Supervisor, Accounting position is vacant. 

R
ecruit a new

 Supervisor, Accounting to fill the vacancy 
because of the form

er Supervisor, Accounting’s transition to 
the D

irector, C
orporate Services. The D

irector, C
orporate 

Services w
ill continue to take on the roles and responsibilities 

of the Supervisor, Accounting role until the position is filled. 

2
1

12
The Tow

n lacks a sufficient num
ber of M

unicipal Enforcem
ent 

O
fficers. This has resulted in a lack of coverage w

ith no backfill 
and safety concerns as staff w

ith no enforcem
ent training are 

required to handle com
plaints typically handled by M

unicipal 
Enforcem

ent (i.e., O
H

&S Advisor responding to noise 
com

plaints). 

Establish an additional M
unicipal Enforcem

ent O
fficer 

position to ensure appropriate coverage of m
oving traffic 

violations and public safety and education.

5
1

13
The Tow

n lacks a sufficient num
ber of D

ispatchers to provide 
the required coverage. 

C
onsider the establishm

ent an additional day-tim
e D

ispatcher 
position. C

urrently, this coverage gap is filled by a full-tim
e 

Fire Fighter reducing the Fire D
epartm

ents ability to com
plete 

projects w
ithin the Fire H

all. In the event of an em
ergency 

response situation, the Fire Fighter is pulled from
 dispatch 

duties creating a coverage gap.  There m
ay be an 

opportunity to address the coverage gap through the 
reassignm

ent of existing Tow
n staff.  

5
1
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Structure

O
bservations & R

ecom
m

endations

R
ef 

N
o.

O
bservation

R
ecom

m
endation

Im
pact

1=Low
 

5=H
igh

Effort
1=Low
5=H

igh

14
D

uring stakeholder consultations it w
as noted that the Tow

n 
lacks a dedicated purchasing departm

ent that ensures 
consistency in procurem

ent processes across the 
organization.

R
e-assign the Buyer to the C

orporate Services departm
ent, 

reporting to the Procurem
ent O

fficer. The Buyer w
ill rem

ain 
stationed in the stockroom

 to support M
unicipal W

orks w
ith 

purchases. This w
ill create a dedicated purchasing 

departm
ent that ensures there is a consistent process for 

procurem
ent and m

anages all areas of purchasing for the 
Tow

n.

2
1
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Processes and Lateral Capability

O
bservations & R

ecom
m

endations

R
ef 

N
o.

O
bservation

R
ecom

m
endation

Im
pact

1=Low
 

5=H
igh

Effort
1=Low
5=H

igh

15
There is a significant, organizational-w

ide concern over the 
ow

nership of project m
anagem

ent and contract adm
inistration 

activities. 

Assign project m
anagem

ent oversight and ow
nership to the 

Supervisor, Technical Services. This individual w
ill hold 

overall accountability for the successful delivery and 
execution of projects. 
D

evelop a responsibility assignm
ent m

atrix (R
AC

I) that 
defines an upfront project team

 and describes the 
participation by various roles in com

pleting a project (i.e., 
Engineering, Finance, M

unicipal W
orks). This team

 w
ill report 

to the Supervisor, Technical Services for all project 
m

anagem
ent activities. This w

ill elim
inate confusion 

regarding the role of each departm
ent in planning, executing, 

and supporting projects and outline the responsibilities of 
other departm

ents in the successful delivery and 
m

anagem
ent of projects. 

C
onsider hiring a C

ET w
ith a project m

anagem
ent 

background, w
ho can seam

lessly transition into the project 
m

anagem
ent role w

hen the Supervisor, Technical Services 
retires. 

5
4

16
There w

ere concerns expressed by different stakeholders on 
the day-to-day involvem

ent of C
ouncil m

em
bers in the 

operations of the m
unicipality. 

C
onsider review

ing the role of C
ouncil as the decision-

m
aking body for the m

unicipality and the role of individual 
C

ouncillors as m
em

bers of C
ouncil’s C

om
m

ittees in order to 
ensure that C

ouncillors are not exposing them
selves to 

unnecessary risk as a result of their legislatively unsupported 
direction to staff. 

5
5
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Processes and Lateral Capability

O
bservations & R

ecom
m

endations

R
ef 

N
o.

O
bservation

R
ecom

m
endation

Im
pact

1=Low
 

5=H
igh

Effort
1=Low
5=H

igh

17
D

uring stakeholder consultations it w
as noted that the process 

for requesting and m
aking changes to regulations and Tow

n 
policies is fragm

ented and unclear.

C
reate a C

om
m

ittee of C
ouncil that w

ill task the C
lerk’s 

O
ffice w

ith the review
 of potential changes to Tow

n 
regulations and policies. This C

om
m

ittee w
ill be responsible 

for review
ing proposed changes prior to finalization at Tow

n 
C

ouncil. 

3
2

18
It w

as noted that purchasing lim
its are too sm

all (m
anagem

ent 
level -$1K, director level -$5K) and require too m

any levels of 
approval for com

m
on significant purchases. 

Increase purchasing lim
its for m

anagem
ent and director level 

staff to increase the efficiency and effectiveness of the 
process. 

1
1

19
It w

as noted that there can be confusion regarding the 
m

aintenance responsibilities of Facility O
perators and G

round 
Attendants. This has resulted in a duplication of efforts and 
capacity constraints. 

R
e-assign all general recreation and com

m
unity service 

m
aintenance, excluding specialty park equipm

ent and sports 
field m

aintenance to the M
unicipal W

orks portfolio. This w
ill 

elim
inate the duplication of w

ork and create capacity for 
Facility O

perators to respond to day-to-day m
aintenance 

activities and ad-hoc user group requests. 

2
1

20
D

uring stakeholder consultations it w
as noted that the 

Supervisor, H
um

an R
esources carries out a m

ajority of the 
day-to-day hum

an resources activities. 

R
e-assign hum

an resources activities carried out by the 
Supervisor, H

um
an R

esources to the Adm
inistrative Support 

C
lerk. This w

ill reduce the Tow
n’s exposure to fraud risk 

related to ineffective segregation of duties w
ithin the 

departm
ent. The Adm

inistrative Support C
lerk’s custom

er 
service responsibilities w

ill be transitioned to the C
ustom

er 
Service R

epresentative.

3
1
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Processes and Lateral Capability

O
bservations & R

ecom
m

endations

R
ef 

N
o.

O
bservation

R
ecom

m
endation

Im
pact

1=Low
 

5=H
igh

Effort
1=Low
5=H

igh

21
It is unclear w

hich departm
ent is accountable for personnel at 

the front-desk. This has resulted in a lack of coverage and 
com

plaints from
 citizens.

R
e-assign the m

anagem
ent of custom

er service w
ithin the 

Tow
n H

all to the C
lerks O

ffice under the C
om

m
unications 

O
fficer. 

To staff the front desk, the Tow
n should establish the position 

of a C
ustom

er Service R
epresentative. The C

ustom
er 

Service R
epresentative w

ill be responsible for all citizen 
transactions at Tow

n H
all, including perm

itting. 

2
1
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People Practices

O
bservations & R

ecom
m

endations

R
ef 

N
o.

O
bservation

R
ecom

m
endation

Im
pact

1=Low
 

5=H
igh

Effort
1=Low
5=H

igh

22
It w

as noted that there is no technical training and 
developm

ent given to staff on new
 softw

are packages. This 
has resulted in resistance to change and the im

plem
entation of 

new
 technologies. 

Establish a process to vet the procurem
ent of all new

 
technology through each departm

ent to ensure the 
technology addresses departm

ental needs and there is buy-
in at the m

anagem
ent level. All new

 technology should be 
rolled-out w

ith training guides for em
ployee onboarding. 

4
2

23
There is a lack of training for experienced and new

 staff, as 
w

ell as a m
inim

al tracking of personal learning and 
developm

ent plans.

In addition, key stakeholders w
ithin the organization are 

approaching retirem
ent, w

hich w
ill leave gaps in key positions. 

Identify key functions / processes that have the potential to 
create service bottlenecks. C

rosstrain em
ployees for these 

functions and processes to ensure Tow
n services are 

m
aintained at a high level and em

ployees are receiving 
relevant experience to develop their skills. 

The Tow
n should also develop a form

alized succession plan 
to prepare for the retirem

ent of key em
ployees. 

3
3
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Culture

O
bservations & R

ecom
m

endations

R
ef 

N
o.

O
bservation

R
ecom

m
endation

Im
pact

1=Low
 

5=H
igh

Effort
1=Low
5=H

igh

24
D

uring stakeholder consultations, it w
as noted that 

interdepartm
ental dependencies can cause frustrations 

betw
een staff and contribute to a culture of blam

e.

Identify interdepartm
ental dependencies that can be 

addressed through increased focused and prioritization 
through the developm

ent of a strategic plan. 
4

2
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Lo
w

H
ig

h

H
ig

h

E
ffo

rt

Impact

1
Establish strategic priorities w

hich clearly outline the Tow
n’s objectives and goals for the com

m
unity and service 

delivery. 

2
D

evelop a set of KPIs to m
onitor each departm

ents perform
ance against the objectives outlined in the strategic 

plan.
3

Im
plem

ent the Functional M
odel A organization structure.

4
Include additional resources in the R

ecreation & C
om

m
unity Service’s operational plan and related budget. 

5
C

learly define the expectations and scope of w
ork for M

unicipal Enforcem
ent.

6
R

eview
 the m

andate of the Econom
ic D

evelopm
ent departm

ent and identify strategic objectives to achieve Tow
n 

grow
th.

7
Establish the C

lerks O
ffice as a separate line departm

ent.

8
R

eview
 the job description for the vacant D

eputy M
unicipal C

lerk.

9
C

ontinue to share the C
onfidential Adm

inistrative Assistant betw
een C

orporate Services and C
lerks O

ffice

1
0

Assign the C
onfidential Adm

inistrative Assistant to support the C
AO

 w
ith adm

inistrative duties. 

1
1

Fill the vacant Supervisor, Accounting position.

1
2

Establish an additional M
unicipal Enforcem

ent O
fficer position

1
3

C
onsider the establishm

ent an additional day-tim
e D

ispatcher position. 

1
4

R
e-assign the Buyer to the C

orporate Services departm
ent

1
5

Assign project m
anagem

ent oversight to Supervisor, Technical Services and develop a responsibility assignm
ent 

m
atrix (R

AC
I).

1
6

C
onsider review

ing the role of C
ouncil as the decision-m

aking body for the m
unicipality and the role of individual 

C
ouncillors as m

em
bers of C

ouncil’s C
om

m
ittees. 

1
7

C
reate a C

ouncil C
om

m
ittee to review

 potential changes to Tow
n regulations and policies. 

1
8

Increase purchasing lim
its for m

anagem
ent and director level staff.

1
9

R
e-assign all general recreation and com

m
unity service m

aintenance, excluding specialty park equipm
ent and 

sports field m
aintenance to M

unicipal W
orks.

2
0

R
e-assign day-to-day hum

an resources activities to the Adm
inistrative Support C

lerk

2
1

R
e-assign custom

er service responsibilities to the C
lerks O

ffice under the C
om

m
unications O

fficer. 

2
2

Establish a process to vet all new
 technology through Tow

n departm
ents and provide applicable training to 

ensure buy-in. 
2
3

D
evelop a form

al succession plan for key positions w
ithin the organization.

2
4

D
evelop strategic priorities to focus departm

ents are reduce frustrations caused by interdepartm
ental 

dependencies. 
Strategy

Structure
Processes

People
C

ulture

S
u

g
g

ested
 actio

n
s h

ave b
een

 m
ap

p
ed

 
fo

r im
p

a
ct vs e

ffo
rt to

 h
elp

 p
rio

ritize 
activities. 

quick w
ins 

S
uggested A

ctions

1
2

3

4
7

5

6

D
etailed O

rganizational D
esign 

Prioritization of Suggested Actions

9
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Conclusion

-
The im

plem
entation of the 

suggested actions w
ill 

increase the efficiency and 
effectiveness of service 
delivery. 

-
The im

plem
entation of 

Function M
odel A w

ill 
provide the Tow

n w
ith the 

optim
al organizational 

structure to deliver the 
current portfolio of services.

-
Four new

 positions should 
be considered as part of the 
im

plem
entation of 

Functional M
odel A: 

1.
C

ustom
er Service 

R
epresentative

2.
Asset M

anagem
ent 

Engineering 
Technician

3.
By-law

 Enforcem
ent 

O
fficer

4.
D

ispatcher

•
O

ur analysis indicates that the Tow
n m

aintains a high service level standard across the organization.

•
O

ur understanding is that the Tow
n is continuing to increase the service level standards w

ith the 
addition of new

 assets such as the new
 soccer facility and the w

interization of C
obb’s Pond.

•
In our w

ork w
ith the Tow

n there w
ere no indications that the its staffing com

plem
ent w

as excessive to 
its service level standards.

•
There w

ere resourcing gaps identified, specifically: custom
er service representative, asset 

m
anagem

ent technician, m
unicipal bylaw

 enforcem
ent officer and fire dispatcher positions.  These 

initial observations should be confirm
ed by the Tow

n’s m
anagem

ent team
 prior to the recruitm

ent.  
There m

ay be opportunities to address the resourcing gaps through the realignm
ent of existing 

positions.

•
N

evertheless, continued grow
th by the Tow

n w
ill challenge the existing staffing com

plem
ent. The four 

additional positions should be considered over the next five years based on the increasing dem
and 

for higher service levels. 

Tow
n of G

ander –
O

perations and 
O

rganizational R
eview
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