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Town of Gander Operations and Organizational Review

JISClaimer

This report has been prepared by KPMG LLP (“KPMG") for the Town of Gander (“the Town”) pursuant to the terms of our Agreement with the Client dated
September 22, 2020. KPMG neither warrants nor represents that the information contained in this report is accurate, complete, sufficient or appropriate for
use by any person or entity other than the Town or for any purpose other than set out in the Engagement Agreement. This report may not be relied upon by
any person or entity other than the Town, and KPMG hereby expressly disclaims any and all responsibility or liability to any person or entity other than the
Town in connection with their use of this report.

This report is based on information and documentation that was made available to KPMG at the date of this report. KPMG has not audited nor otherwise
attempted to independently verify the information provided unless otherwise indicated. Should additional information be provided to KPMG after the
issuance of this report, KPMG reserves the right (but will be under no obligation) to review this information and adjust its comments accordingly.

Pursuant to the terms of our engagement, it is understood and agreed that all decisions in connection with the implementation of advice and
recommendations as provided by KPMG during the course of this engagement shall be the responsibility of, and made by, the Town of Gander. KPMG has
not and will not perform management functions or make management decisions for the Town of Gander.

This report may include or make reference to future oriented financial information. Readers are cautioned that since these financial projections are based on
assumptions regarding future events, actual results will vary from the information presented even if the hypotheses occur, and the variations may be
material.

Comments in this report are not intended, nor should they be interpreted, to be legal advice or opinion.

KPMG has no present or contemplated interest in the Town of Gander nor are we an insider or associate of the Town of Gander. Accordingly, we believe we
are independent of the Town of Gander and are acting objectively.
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Project Drivers

The Town’s current
organizational structure has
resulted in departmental silos
leading to challenges in
communication and decision
making. As such, the Town
desires an independent review
of all services to determine the
optimal organizational structure
for the Town moving into the
future.

The Town is looking for an
implementation roadmap with
specific actions to implement
improvement opportunities that
will lead to a more efficient and
cost-effective delivery of
municipal services.

Project Objectives

KPMG was engaged by the Town of Gander to conduct an operational and organization review to
identify opportunities that will lead to a more efficient and cost-effective delivery of legislated and
discretionary municipal services. Specifically, the review included:

A detailed review of the operations of all Town departments defining operations within the Town's
legislated mandate and policies, including those identified as discretionary.

A review and evaluation the current organizational structure and staffing levels, considering the
Town'’s service delivery requirements.

A review of departmental functions identifying and providing recommendations leading to improved
efficiency and cost effectiveness.

Identifying synergies within and between operational units and departments as well as duplications or
overlaps in services or operations and providing recommendations leading to improvement in the
quality and delivery of services.

Reconciling current staffing, supervisory and management resources based on operational and
service delivery requirements.

Identifying current supervisory ratios and based on industry best practices and organizational needs,
developing recommendations for appropriate supervisory ratios.

© 2021 KPMG LLP, an Ontario limited liability partnership and a member firm of the KPMG global organization of independent member firms 5
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* Our analysis indicates that the Town maintains a high service level standard across the organization.

mxmo: _<® » Our understanding is that the Town is continuing to increase the service level standards with the
addition of new assets such as the new soccer facility and the winterization of Cobb’s Pond.

w:g Bm_\ * In our work with the Town there were no indications that the its staffing complement was excessive to
its service level standards.

vAQ< _HMJQHSQW » There were resourcing gaps identified, specifically: customer service representative, asset

management technician, municipal bylaw enforcement officer and fire dispatcher positions. These
initial observations should be confirmed by the Town’s management team prior to the recruitment.
There may be opportunities to address the resourcing gaps through the realignment of existing
positions.

. . * Nevertheless, continued growth by the Town will challenge the existing staffing complement. The four
- The implementation of the additional positions should be considered over the next five years based on the increasing demand

suggested actions will for higher service levels.
increase the efficiency and

effectiveness of service
delivery.

- The implementation of
Function Model A will

provide the Town with the
optimal organizational
structure to deliver the
current portfolio of services.

Four new positions should
be considered as part of the
implementation of
Functional Model A:

1. Customer Service
Representative i\
2. Asset Management
Engineering
Technician
By-law Enforcement
Officer -

Dispatcher

© 2021 KPMG LLP, an Ontario limited liability partnership and a member firm of the KPMG global organization of independent member firms 6
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Observations &
Recommendations

Strategy

Understanding of strategy and mission
Alignment to vision

Agreement on priorities

Clarity in performance measures

Structure

Work alignment
Delegation of authority
Capacity

We use the following model
as a means of analyzing
and understanding
organizational performance
and problems. For each
recommendation presented
in this report, KPMG

Processes and Lateral Capability
Decision making
Communication
Enabling technology
Standardized operational processes and practices

assessed the estimated
impact the recommendation
would have on the Town, as
well as the effort required to
implement the
recommendation. Assessed
impact and effort will

require further validation
from the Project

People Practices

Staff engagement
HR practices and policies
Performance management

Training and support
Committee.

Values and beliefs
Behaviours

© 2021 KPMG LLP, an Ontario limited liability partnership and a member firm of the KPMG global organization of independent member firms
affiliated with KPMG International Limited, a private English company limited by guarantee. All rights reserved.




Executive Summary

[dlEdy

1 Based upon our review of documentation and staff
consultations, it was noted that the Town’s current strategic
plan expired in 2019. It was also noted that the strategic
objectives outlined in the previous plan did not drive decision
making. Rather, decisions were made based on short-term
needs of each department resulting in siloed departments
focused on their own priorities and work tasks.

2 Across the organization, it does not appear that departments
track key performance indicators that measure progress of
department objectives against the Town’s strategic plan.

Recommendation

Establish strategic priorities which clearly outline the Town’s
objectives and goals for the community and service delivery.

The establishment of strategic priorities will level-set the
goals for each department and promote greater horizontal
integration across the organization.

Develop a set of key performance indicators (KPIs) to
monitor each departments performance against the
objectives outlined in the strategic plan. This process will
focus each department and ensure that decision-making is
aligned with the Town'’s strategic direction.

© 2021 KPMG LLP, an Ontario limited liability partnership and a member firm of the KPMG global organization of independent member firms affiliated with KPMG International Limited, a
private English company limited by guarantee. All rights reserved.




Executive Summary
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Observation Recommendation

3 As a result of the high-level organizational design, the Project Consider the implementation of Functional Model A; this
Team selected both Functional Model A and the Revised model is most closely aligned with the Town'’s design
Program Model A to be reviewed in order to determine the principles and achieves its objectives with minimal disruption
optimal organizational structure for the Town. to the organization. 5 .
4 Recreation and Community Services does not have the Develop a resource plan for the Town’s new recreation
resource capacity required to staff and maintain future facilities  facilities ( soccer and Cobb’s Pond) that will inform the
(i.e., soccer facility, winterization of Cobb’s Pond). Recreation & Community Service’s operational plan and 3 3
related budget. This will align with the Town’s strategic focus
on parks, recreation and tourism.
5 During stakeholder consultations it was suggested that the Review and define the expectations and scope of work for
Town’s Municipal Enforcement function does not have the Municipal Enforcement. This will ensure that Municipal
capacity to effectively deliver its mandate. Enforcement is staff appropriately to meet the expectations of 5 2
Council, establish a direction, and sharpen the focus of staff
in order to achieve the objectives.
6 During stakeholder consultations it was noted that the Review the mandate of the Economic Development
Economic Development department has become a ‘catch all’ department and identify strategic objectives to achieve Town
for activities that do not fit within other departments. growth. This includes an enhanced focus on marketing 3 3
development, community advocacy, business retention and
expansion, and streamlining the planning processes.
% © 2021 KPMG LLP, an Ontario limited liability partnership and a member firm of the KPMG global organization of independent member firms affiliated with KPMG International Limited, a 9
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7 Prior to 2020, the Clerks Office was led by the Director of Establish the Clerks Office as a separate line department
Finance/Town Clerk. Through attrition, this position has been with the Town Clerk moving to a Director role. 3 1
filled by the current Town Clerk with Finance responsibilities
falling to the Director, Corporate Services.

8 Given the recent departure of the Deputy Municipal Clerk, Review the job description for the vacant Deputy Municipal
there is an opportunity to review the job description to Clerk to determine if law expertise is required to complete
determine the need for law expertise. day-to-day activities. The Town can consider hiring an 5 1

individual with a Diploma/Degree in public administration,
political science, business administration or other related
field. Once reviewed, the vacant position should be filled.

9 Given the split of the Clerks Office from Corporate Services, Continue to maximize internal synergies by assigning the
each department will require administrative support. Confidential Administrative Assistant to support both the
Clerks Office and Corporate Services departments. This will 1 1
ensure that each director has adequate administrative
support.
% © 2021 KPMG LLP, an Ontario limited liability partnership and a member firm of the KPMG global organization of independent member firms affiliated with KPMG International Limited, a 10
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'UCIUIE

Observation

During stakeholder consultations, it was noted that the CAO
does not have a resource for administrative support.

The current Supervisor, Accounting position is vacant.

The Town lacks a sufficient number of Municipal Enforcement
Officers. This has resulted in a lack of coverage with no backfill
and safety concerns as staff with no enforcement training are
required to handle complaints typically handled by Municipal
Enforcement (i.e., OH&S Advisor responding to noise
complaints).

The Town lacks a sufficient number of Dispatchers to provide
the required coverage.

© 2021 KPMG LLP, an Ontario limited liability partnership and a member firm of the KPMG global organization of independent member firms affiliated with KPMG International Limited, a
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Recommendation

Assign the Confidential Administrative Assistant to support
the CAO with administrative duties.

Recruit a new Supervisor, Accounting to fill the vacancy
because of the former Supervisor, Accounting’s transition to
the Director, Corporate Services. The Director, Corporate
Services will continue to take on the roles and responsibilities
of the Supervisor, Accounting role until the position is filled.

Establish an additional Municipal Enforcement Officer
position to ensure appropriate coverage of moving traffic
violations and public safety and education.

Consider the establishment an additional day-time Dispatcher
position. Currently, this coverage gap is filled by a full-time
Fire Fighter reducing the Fire Departments ability to complete
projects within the Fire Hall. In the event of an emergency
response situation, the Fire Fighter is pulled from dispatch
duties creating a coverage gap. There may be an
opportunity to address the coverage gap through the
reassignment of existing Town staff.

11
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Observation Recommendation

14 During stakeholder consultations it was noted that the Town Re-assign the Buyer to the Corporate Services department,
lacks a dedicated purchasing department that ensures reporting to the Procurement Officer. The Buyer will remain
consistency in procurement processes across the stationed in the stockroom to support Municipal Works with
organization. purchases. This will create a dedicated purchasing 2 1

department that ensures there is a consistent process for
procurement and manages all areas of purchasing for the
Town.

% @moﬁZu_<_m_._u_u.mzoamlo:B:mQ_,mw_:Qum_‘Smﬂw:ﬁm:QmBmBUm_\m_\BoZ:mZu_gO@_o_om_o_‘@mz_Nm:o:oj:amnmsam:ﬁBmBUm_‘3_‘3wm3__m8a<<::X_u_/\_o_Emﬂ:mzo:m:LB:um AN
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Executive Summary

0Cesses and Lateral Capanll

15 There is a significant, organizational-wide concern over the
ownership of project management and contract administration
activities.

16 There were concerns expressed by different stakeholders on
the day-to-day involvement of Council members in the
operations of the municipality.

private English company limited by guarantee. All rights reserved.

Impact

1=Low
5=High

Recommendation

Assign project management oversight and ownership to the
Supervisor, Technical Services. This individual will hold
overall accountability for the successful delivery and
execution of projects.

Develop a responsibility assignment matrix (RACI) that
defines an upfront project team and describes the
participation by various roles in completing a project (i.e.,
Engineering, Finance, Municipal Works). This team will report
to the Supervisor, Technical Services for all project
management activities. This will eliminate confusion
regarding the role of each department in planning, executing,
and supporting projects and outline the responsibilities of
other departments in the successful delivery and
management of projects.

Consider hiring a CET with a project management
background, who can seamlessly transition into the project
management role when the Supervisor, Technical Services
retires.

Consider reviewing the role of Council as the decision-

making body for the municipality and the role of individual

Councillors as members of Council’s Committees in order to

ensure that Councillors are not exposing themselves to

unnecessary risk as a result of their legislatively unsupported

direction to staff. 5

© 2021 KPMG LLP, an Ontario limited liability partnership and a member firm of the KPMG global organization of independent member firms affiliated with KPMG International Limited, a
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17

18

19

20

During stakeholder consultations it was noted that the process
for requesting and making changes to regulations and Town
policies is fragmented and unclear.

It was noted that purchasing limits are too small (management
level - $1K, director level - $5K) and require too many levels of
approval for common significant purchases.

It was noted that there can be confusion regarding the
maintenance responsibilities of Facility Operators and Ground
Attendants. This has resulted in a duplication of efforts and
capacity constraints.

During stakeholder consultations it was noted that the
Supervisor, Human Resources carries out a majority of the
day-to-day human resources activities.

Recommendation

Create a Committee of Council that will task the Clerk’s
Office with the review of potential changes to Town
regulations and policies. This Committee will be responsible
for reviewing proposed changes prior to finalization at Town
Council.

Increase purchasing limits for management and director level
staff to increase the efficiency and effectiveness of the
process.

Re-assign all general recreation and community service
maintenance, excluding specialty park equipment and sports
field maintenance to the Municipal Works portfolio. This will
eliminate the duplication of work and create capacity for
Facility Operators to respond to day-to-day maintenance
activities and ad-hoc user group requests.

Re-assign human resources activities carried out by the
Supervisor, Human Resources to the Administrative Support
Clerk. This will reduce the Town’s exposure to fraud risk
related to ineffective segregation of duties within the
department. The Administrative Support Clerk’s customer
service responsibilities will be transitioned to the Customer
Service Representative.

Impact

1=Low
5=High

© 2021 KPMG LLP, an Ontario limited liability partnership and a member firm of the KPMG global organization of independent member firms affiliated with KPMG International Limited, a
private English company limited by guarantee. All rights reserved.
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Impact
Observation Recommendation 1=Low
5=High

21 It is unclear which department is accountable for personnel at Re-assign the management of customer service within the
the front-desk. This has resulted in a lack of coverage and Town Hall to the Clerks Office under the Communications
complaints from citizens. Officer.
To staff the front desk, the Town should establish the position 5

of a Customer Service Representative. The Customer
Service Representative will be responsible for all citizen
transactions at Town Hall, including permitting.

% @moﬁZu_<_m_._u_u.mzoamlo:B:mQ_,mw_:Qum_‘Smﬂw:ﬁm:QmBmBUm_\m_\BoZ:mZu_gO@_o_om_o_‘@mz_Nm:o:oj:amnmsam:ﬁBmBUm_‘3_‘3wm3__m8a<<::X_u_/\_o_Emﬂ:mzo:m:LB:um
private English company limited by guarantee. All rights reserved.
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Executive Summary

PE0DIe Practices

22 It was noted that more technical training was required by staff
when new software packages and technologies are
introduced. This has resulted in resistance to change and the
implementation of new technologies.

23 There is need for more training and professional development
opportunities for both experienced and new staff, as well as a
minimal tracking of personal learning and development plans.

In addition, key stakeholders within the organization are
approaching retirement, which will leave gaps in key positions.

Recommendation

Establish a process to vet the procurement of all new
technology through each department to ensure the
technology addresses departmental needs and there is buy-
in at the management level. All new technology should be
rolled-out with training guides for employee onboarding.

Identify key functions / processes that have the potential to
create service bottlenecks. Crosstrain employees for these
functions and processes to ensure Town services are
maintained at a high level and employees are receiving
relevant experience to develop their skills.

The Town should also develop a formalized succession plan
to prepare for the retirement of key employees.

© 2021 KPMG LLP, an Ontario limited liability partnership and a member firm of the KPMG global organization of independent member firms affiliated with KPMG International Limited, a
private English company limited by guarantee. All rights reserved.
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Executive Summary

Lulture

Observation Recommendation

24 During stakeholder consultations, it was noted that Identify interdepartmental dependencies that can be
interdepartmental dependencies can cause frustrations addressed through increased focused and prioritization
between staff and contribute to a culture of blame. through the development of a strategic plan. 4 2
% © 2021 KPMG LLP, an Ontario limited liability partnership and a member firm of the KPMG global organization of independent member firms affiliated with KPMG International Limited, a 17
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Executive Summary

...................... Suggested Actions - ----------mmmooooo o
Establish strategic priorities which clearly outline the Town’s objectives and goals for the community and service
delivery.

Develop a set of KPIs to monitor each departments performance against the objectives outlined in the strategic
plan.

H_BU_mBm:ﬁ the Functional Model A organization structure.

Suggested actions have been mapped
for impact vs effort to help prioritize
activities.

Include additional resources in the Recreation & Community Service’s operational plan and related budget.

Clearly define the expectations and scope of work for Municipal Enforcement.

High o
Review the mandate of the Economic Development department and identify strategic objectives to achieve Town
growth.

YAEstablish the Clerks Office as a separate line department.

Review the job description for the vacant Deputy Municipal Clerk.

Continue to share the Confidential Administrative Assistant between Corporate Services and Clerks Office

Assign the Confidential Administrative Assistant to support the CAO with administrative duties.

Fill the vacant Supervisor, Accounting position.

Bmmﬂmc__m: an additional Municipal Enforcement Officer position
BOo:m_qu the establishment an additional day-time Dispatcher position.

Emm-mmm_@: the Buyer to the Corporate Services department

Assign project management oversight to Supervisor, Technical Services and develop a responsibility assignment
matrix (RACI).

EOozmamq reviewing the role of Council as the decision-making body for the municipality and the role of individual
Councillors as members of Council’s Committees.

anm,m a Council Committee to review potential changes to Town regulations and policies.

E_:Qmmmm purchasing limits for management and director level staff.

Re-assign all general recreation and community service maintenance, excluding specialty park equipment and
sports field maintenance to Municipal Works.

Emm-mmw_@: day-to-day human resources activities to the Administrative Support Clerk

Emm-mmm_os customer service responsibilities to the Clerks Office under the Communications Officer.

Impact
©

Low High
9 Establish a process to vet all new technology through Town departments and provide applicable training to
Effort ensure buy-in.
moms.u_on a formal succession plan for key positions within the organization.

X Develop strategic priorities to focus departments are reduce frustrations caused by interdepartmental

| dependencies.

' Strategy I structure [ Processes [ People [ ] Culture

© 2021 KPMG LLP, an Ontario limited liabilify partnership and a member firm of the KPMG global organization of independent member firms . . 1 w -t -

affiliated with KPMG International Limited, a private English company limited by guarantee. All rights reserved.



JOECl




0eC
OVELVIew

Introduction

This summary of findings was
prepared to present observations
and evidence to form a potential
case for change arising from
research, document review, and
interviews with the Town of
Gander (“the Town”)
management, staff, and elected
officials. This summary of
findings will provide the
foundation for possible
opportunities to improve the
overall effectiveness and
efficiency of the current
organizational structure,
processes and service delivery
model.

Setting the Stage

The Town of Gander is located in the northeastern part of Newfoundland and Labrador along the shore
of Gander Lake. The Town is home to 11,688 residents, but is known as a regional hub for
neighbouring municipalities. As a result, the Town offers a high level of service not typical for a
municipality of its size.

Sometimes referred to as the “crossroads of the world”, the Town hosts the Gander International
Airport (YQX), which shares an airfield with Canadian Forces Base Gander. During the September 11,
2001 US terrorist attacks, this airport hosted 38 airliners and over 6,400 passengers and crew as part
of Operation Yellow Ribbon. Gander received global acclaim for its response to 9-11 which was
dramatized in the award-winning Broadway production Come from Away.

The Town is currently governed by a Mayor and six elected Councilors. The Town strives to provide its
citizens a high level of services through its seven departments (Clerks Office, Finance, Recreation
Programs and Community Services, Municipal Works, Protective Services, Engineering, and Economic
Development). As with all municipalities, the Town of Gander seeks to balance stakeholder
expectations and the financial constraints of the Town and its residents in the delivery of municipal
services. Council's goal is to keep the tax burden on residents and businesses to a minimum while
maximizing its services.

The Town recognizes the importance of evidence-based decision making and is seeking the
assistance of KPMG to conduct an operational and organization review in order to identify
recommendations that will lead to a more efficient and cost-effective delivery of legislated and
discretionary municipal services.

© 2021 KPMG LLP, an Ontario limited liability partnership and a member firm of the KPMG global organization of independent member firms 20
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Project Drivers — Why are

we doing this, what
problem do we want to
solve?

The Town’s current
organizational structure has
resulted in departmental silos
leading to challenges in
communication and decision
making. As such, the Town
desires an independent review
of all services to determine the
optimal organizational structure
for the Town moving into the
future.

The Town is looking for an
implementation roadmap with
specific actions to implement
improvement opportunities that
will lead to a more efficient and
cost-effective delivery of
municipal services.

Project Objectives

KPMG was engaged by the Town of Gander to conduct an operational and organization review to
identify opportunities that will lead to a more efficient and cost-effective delivery of legislated and
discretionary municipal services. Specifically, the review included:

A detailed review of the operations of all Town departments defining operations within the Town's
legislated mandate and policies, including those identified as discretionary.

A review and evaluation the current organizational structure and staffing levels, considering the
Town'’s service delivery requirements.

A review of departmental functions identifying and providing recommendations leading to improved
efficiency and cost effectiveness.

Identifying synergies within and between operational units and departments as well as duplications or
overlaps in services or operations and providing recommendations leading to improvement in the
quality and delivery of services.

Reconciling current staffing, supervisory and management resources based on operational and
service delivery requirements.

Identifying current supervisory ratios and based on industry best practices and organizational needs,
developing recommendations for appropriate supervisory ratios.

Project Principles

The knowledge and expertise of Town staff will be fully engaged and built upon, to arrive at
recommended actions through a transparent, participative and inclusive process facilitated by KPMG.

The service review process will be conducted in a way that engages Town employees.

The aim is to, wherever possible, transfer knowledge and necessary “tools” to Town staff to enable
them to better develop their own solutions to operational and process issues and challenges over
time.

The framework and approach will be based on leading practices from municipal or other levels of
government 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 improve the efficiency and effectiveness of how the Town delivers
services to the community and citizens of Gander.

*COVID-19: The intent will be to assess the regular service delivery model while taking into account
business continuity or COVID-19 specific responses where possible, or to distinguish between them.

© 2021 KPMG LLP, an Ontario limited liability partnership and a member firm of the KPMG global organization of independent member firms 21
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Project Overview

ntroductionand Gontex

Work Plan and Progress Report

This engagement commenced on October 1, 2020, and was completed when the draft final report was submitted to the Town on March 22, 2021. The
diagram below depicts the key phases as outlined in the Project Charter.

Completedv’ Completedv’ Completedv” Completedv/ — o & & — — —
> 669 .
(]
High Level - L -
Project Initiation Current State Analysis Organizational Detailed %mMMﬂ_Nm;_o:m_ m_wwn_ww%:_ﬂwmomzzn
Structure

O N S S

% @mom._X_u_,\_m_._._u_m:OEm:o:B:ma:mc___a\um::m_,w:%msamBmBUml:BoijmXU_/\_O@_ocm_oﬁm:ﬁm:o:oj:amum:amiBmBGm::Bmmm___mﬁmas\:j_A_u_<_O_:ﬁm_‘smzo:m__.:.::mgm NN
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niroduction

Organizational Design " Organization 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 Follows Function - strategy drives structure; processes are based on structure; and structures

Y @UEEIIAEIeI) [ A ElD Cle/ i and processes define the implementation of people practices.

itself; it is simply a vehicle for
accomplishing the strategic tasks
of the business. = Structure is just one of several levers to be ‘pulled’ in organizations to optimize performance.

A well-designed organization
helps everyone in the business " Effective organization design considers the following:

do her or his job effectively. . Strategy

A poorly-designed organization
(or an organization by default)

creates barriers and frustrations . Processes & Systems
for people both inside and

. Structure

) g . People Practices
outside the organization. P
. . Culture
Paul Galbraith
© 2021 KPMG LLP, an Ontario limited liability partnership and a member firm of the KPMG global organization of independent member firms 24
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Organizational Design

Lommon Urganization Design PILalis

Observations

Organization design efforts often
begin and end just with a structure
chart.

Many organizations evolve without
conscious design choices from a
holistic perspective.

Creating an effective ‘lean’
organization doesn’t happen by
chance.

Today's organizations compete in
rapidly changing environments.

Organization design can become a
political compromise — undertaken
to find jobs for existing people.

Implications

Creating just structure charts is insufficient with respect to effective
governance and collaboration within the organization and across
boundaries. It is inadequate if you want people to adopt new
accountabilities, responsibilities and ways of working.

Piecemeal tweaks over time can result in structures that become inefficient,
with unclear accountabilities and suboptimal working relationships.

Focusing an organization on primary outputs and deliverables, and helping
reduce non value-added activities is a common objective. However, lean
organizations do not exist by chance. They have to be deliberately
designed.

Leadership should constantly rethink how their business is designed and
how it can achieve and sustain increased levels of performance. No matter
what is driving change, more rigor needs to be applied to ensure that
structures, processes, systems, and capabilities all support the objective.

Senior teams need an opportunity to work outside of the current
conventions, politics and mindsets to start again.

© 2021 KPMG LLP, an Ontario limited liability partnership and a member firm of the KPMG global organization of independent member firms affiliated with KPMG International Limited, a 25
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_w mj_Nm _ij_ Success Measures are the drivers of performance.

Organizations must employ methods and procedures that are measurable. Declaring success is difficult if there is
nothing in place that can be measured to show proof of that success.

me_@j Three key criteria must be met in order to ensure that measures are critical and meaningful:
1. The information must be critical to the success of your company or organization.

2. It must be measurable and quantifiable.

Organizational Success
Measures

3. A baseline must be established in order to measure progress or changes.

The Stakeholder How they will measure success:

Benefits

Set and clearly quantify key Council v'Positioned for political success
performance indicators v'Customer/citizen satisfaction

Define clear characteristics Senior Leadership v'Clearly defined roles and responsibilities

of success measures v'Greater autonomy for Senior Management

Easily adaptable to any v'Positive feedback from Council and citizens

situation v'Effective communication between departments and to/from Council

ital component of Staff
organization performance
measurement

vImproved upward and downward communication
v'Clearly defined departmental goals/objectives
v'Greater horizontal integration across the organization

External Partners v'Opportunity for more meaningful engagement
v'Clearly defined channels of communication

Citizens v'Consistent level of service
v'Comfort that their tax dollars are being utilized efficiently and effectively
v'Timely feedback on inquiries and complaints.
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Organization Design
Principles

Why have design principles?

Design principles have 4 main
objectives:

1.

2.
3.
4

Form Criteria

Focus on Effectiveness
Focus on Efficiency

Reflect desired performance

Criteria
\— Design principles form the criteria against which to measure the organization
design.

N Effectiveness

Design principles should reflect a focus on effectiveness. An organization is
effective if it is doing the right things to achieve its mandate and vision.

Efficiency
Design principles should reflect a focus on efficiency. An organization is
efficient if it is doing things in a way that maximizes utilization of resources.

KPIs
h Design principles should reflect desired performance (success measures).
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Organizational Design

8ading Practice In Design Principies

1. Minimal number of 12. Each role has clear responsibilities and
layers from top to 54 accountabilities
bottom of organization % 13. Right behaviours are encouraged and

2. Spans of Structure unacceptable behaviours discouraged
control/accountability 14. Performance management enables ‘line of sight’
f/influence/support are from group strategy to individuals’ objectives
appropriate 15. People report to next grade above them

(4

. Organization designed around strategy and
process not individuals
. Similar capabilities are appropriately grouped

Design
3. No process has a ‘single 1—._=Q_ﬁ_mm
point of failure’ or bottleneck
4. Resources are focused on ‘
value within the value chain

5. There are minimal hand-offs
along the process

6. Right tasks and processes
are aligned to the line of
support

10. Communication is effective
and efficient

11. People can get the right
information to make the right
decisions at the right time

‘ -—— —
Governance
% Systems

_u_.oqmﬂw &
Services

7. Customer-focused
8. Responsive to customer needs
9. Enables innovation

% ©mom4XU_/\_D_._._u_m:OEm:o__B:mQ__mc___a\um::m_\m:_vmzamSmBUm_\:_\Bo::m_AU_/\_Om_o_om_o_\mmJ_Nm:o:oj:amvm:am:"BmBUm_\m_\BmmE_.mﬁmas\::_A_u_,\_o_:ﬁm_‘sm:o:m__._B:um Nm
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Leading Practice in Design
Principles

18
19
20
21
22
23
24
25
26
27
28
29
30
31 |

Form follows function — Build an organization around its role and purpose — not around its people.

Single points of accountability — There will be clear, well-defined accountabilities and decision-making authorities,
supporting the concepts of single points of accountabilities for results

Future growth and change — Organize to be flexible and adaptable to future growth and service needs.

Span of control — Span of control should be as broad as possible without sacrificing efficiency. However, there is a limit
to the number of positions one person can effectively be responsible for.

Specialization — The activities for which a single individual is held accountable should be similar.

Simplicity — The organization should be kept as simple as possible.

Layers of supervision — The number of levels of authority should be held to a minimum.

Decision making — The organization design should facilitate effective and timely decision-making in support of day to
day operations.

Decentralize/centralize — What to centralize and decentralize depends on the nature of the work being performed and
the objectives of the organization relative to its customers and stakeholders. As a very general rule, decentralize
customer-facing work and centralize enabling system work.

Consistent with strategic direction — The overall organizational design should support the vision, direction and
strategic priorities.

Customer driven — The design of the organization should be accessible, responsive and easily understood by the
customer.

Balance in scale and scope — The scale and scope of operations across each layer in the organization should be
comparable in terms of operational, political and financial complexity and risk.

Minimal organizational disruption — The preferred organization design should help minimize the potential service
disruptions to the customer.

Reasonable workload — The organization should be designed to balance reasonable workload, the ability to keep
promised deadlines, and provide high service levels.
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Organizational Design

Jesign Principies

After reviewing a list of Organization Design Principles, the Project Team selected the principles
they deemed most critical to an efficient and effective organization. These design principles have
been ranked 1-5 as outlined below. The organization will be designed so thatitis. ..

27. Consistent with strategic 20. Future growth and change 25. Decisions making - Design
direction — organize to be flexible and should facilitate effective and
adaptable to future growth and timely decision-making.

service needs.

11. People can get the right 12. Each role has clear
information to make the right responsibilities and
decisions at the right time accountabilities
% © 2021 KPMG LLP, an Ontario limited liability partnership and a member firm of the KPMG global organization of independent member firms affiliated with KPMG International Limited, a
private English company limited by guarantee. All rights reserved.
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The need to clarify the There are difficulties
role and responsibilities of obtaining interdepartmental
®<® Q D _wj @ j Council was identified as support, particularly
an important regarding project
organizational opportunity management activities and

Key Findings From the Interim
Report

engineering services.

The diagram to the right
outlines six key findings
from the stakeholder
consultations, employee
survey, and resident survey

Participants noted a

There are culture that is
completed during the departmental silos GANDER resistant to change,
current state analysis. and a lack of Y with opportunities to

collaboration towards ;|\) reduce bureaucracy

a common set of and “red tape”.

goals.
The Town could
- benefit from clear and
Participants noted that the .
Town offers a high level of e
. . . communication
services to its residents, and
is a regional hub to EiEnnele e ot
. . e internal and external
neighboring communities. L
communications
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Organization Types
Comparison Chart

* There are six different
organization types to consider
during the structural options &
development phase.

¢ The Functional Model and

Program Model are the two
best suited for municipal
government.

ORGANIZATION TYPE

FUNCTIONAL

A functional structure is
organized around major .
services/activity groups

Ex: finance, clerks, .
recreation, public works,
parks.

ADVANTAGES

Knowledge sharing
within unit

High functional
specialization

Efficiency &
economies of scale

Standardization

DISADVANTAGES

Limited decision
making capacity

Communication across
functions is difficult

Coordination across
functions is difficult

Less responsive to end
user needs

USeE WHEN

Single line of business

Common standards
are required

Highly regulated

Core capability is
based in functional
expertise or economies
of scale

PROGRAM J

A product structure is
organized around products
or programs

Speed of product
development cycle

Product excellence

Duplication of effort

Lost economies of
Scale

Product features are
competitive advantage

Multiple products for
separate market

. . U.Bac.ﬂ . _<__.._=_U_m customer segments
Ex: corporate services, diversification points
community services, . Short product life
infrastructure services. * Operating freedom cycles
CUSTOMER » Customization Knowledge sharing is Buyers/customers
A customer structure is * Relationship limited have power
organized around market building Duplication of effort Customer knowledge is

segments or specific
customers

Ex: students, business,
home owners.

Solutions, not just
products

Lost economies of
Scale

a competitive
advantage

Rapid customer
service is key

Rapid product cycles
are key

GEOGRAPHIC .

A geographic structure is
organized around physical
location .

Ex: Rural, East Wards,
West Wards, Centre Town ¢

Responsive to
regional customer
needs

Relationship
building

Selective
centralization-
decentralization

Mobilization & sharing
resources is difficult

Sharing knowledge is
difficult

Multiple points of
contact for clients

Internal competition for
resources

Client relationships
belong to who?

Smaller efficient scale
exists

High cost of transport

Just-in-time delivery is
critical

Need to locate close to
supply source
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Organization Types
Comparison Chart

* There are six different
organization types to consider
during the structural options &
development phase.

¢ The Functional Model and

Program Model are the two
best suited for municipal
government.

ORGANIZATION TYPE

PROCESS

A process structure is
organized around major
processes

Ex: financial processes,
legislative processes,
development processes.

ADVANTAGES

Process excellence
TQ (total quality)

Cycle time
reduction

Continuous
Improvement

Easy measurement

Cost reductions

DISADVANTAGES

Coordination
between processes
is often difficult

USE WHEN

Short product life

Rapid development
cycles

Cost reduction is
critical

MATRIX

Matrix organizations are
typically designed as a
grid, or matrix, rather than
in a traditional hierarchy.
In other words, employees
have dual reporting
relationships - generally to
both a functional manager
and a service manager.

Single point of
interface for
customer

Cross selling

Value-added
systems &
solutions

Product/service
focused

Multiple distribution
channels

Internal competition
for resources

Price
disagreements

Customer needs
disagreements

Conflicting metrics

More complex
accounting

Multiple service
lines and multiple
market segments

Global customers

Competitive
advantage is in
combined customer
and product
excellence
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Introduction

In this phase of the project,
we drilled deeper into each of
the organizational structures
emerging from the high level
design in the earlier phase to
define a detailed structure

design at the departmental
level.

For each department identified in the recommended structures, KPMG worked closely with the
directors leading the work to design an optimal structure for each department. This was
accomplished through a series of small group working sessions that focused on analyzing the
following:

- Work effort required to carry out functions and processes

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

- The organizing and managing of work to meet the mission and vision of the Town
- Workflow and process handoffs

- Appropriate spans of control

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

We worked with session participants to consider how observed trends and expectations for the
future (i.e. proposed service improvements, population growth, development pressures) will
impact on the results of the analysis. The output of these working sessions provide the
evidence needed to inform the design of roles, work alignment, distribution of responsibilities,
FTE allocation and span of control within each department.
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Rationale:

G@ m:mg 1. The Revised Program Model A organizational structure merges the Recreation and Community Services and
Municipal Works departments into the Municipal Works & Community Services department. This should

. . promote greater horizontal integration between the departments and reduce the duplication of tasks, such as
_wﬁmj _Nm _ Q jm general recreation and community service maintenance.
2

: Considering the increased strategic focus on parks and recreation, as well as tourism, there will likely be a
need for additional resources to be included in the department's operational plan and related budget.
mw _ @j 3. All general recreation and community service maintenance, excluding specialty park equipment and sports
field maintenance, should be re-assigned to the Municipal Works portfolio. This will eliminate the duplication
of work and create capacity for Facility Operators to respond to day-to-day maintenance activities and ad-hoc
0 user group requests.
_<_::_0_—um_ Works & 4. Considering the increased strategic focus on parks and recreation, as well as tourism, the Tourism
0033:::< Services Development Officer should be re-assigned to the Municipal Works & Community Services department. This
will create internal synergies as the Tourism Development Officer will work closely with the Community
Events Coordinator to organize and hold Town events.
Recommendations: 5. To ensure there is a consistent process for procurement across the Town, the Buyer should be re-assigned
) to the Corporate Services department, reporting to the Procurement Officer. The Buyer will remain stationed
1. Merge the Recreation and in the stockroom to support Municipal Works with purchases. This will create a dedicated purchasing
Community Services and department that manages all areas of purchasing for the Town.
Municipal Works
departments.

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

Office of the CAO

Director, Public Works &

Re-assign all general conmaty Snies
recreation and community ;
service maintenance cReaeatonand Municpal wors
(excluding specialty park I I
equipment and sports fields) | * : _ |

.ﬂ g « . _ /\< —A Admin Coordinator Supervisor, Facility Special Events Community Events Tourism Development |Supervisor, Public Works| Supervisor, Supervisor, Water &

Operations Coordinator Coordinator Officer Infrastructure & Planning Sewer
q q I I I
Re-assign the Tourism [ ————
Development Officer to |

Administrative Support Camenter (1 FT, 2 Eoﬁ_ﬂﬂwﬁﬂa s Water/Sewer Plant
Clerk seasonal) seasonal) Operators (4 FT)

Ticket Agent Facility Operators (3 FT),

Special Events Planners Heavy Equipment
Recreation and Community ity Atendans 2 T, g

(1-2 seasonal) Forepersons (1FT.1 | { | operators (16 FT, 2
S . 5 seasonal) Maintenance Ground

wmmmo_._uc w¢mwo:u:

—smnzmz_niﬂ: \\):m:nn:ﬁ:_w_‘_:w_‘
temp)

Re-assign Buyer to

Oo%oﬂmﬁmmﬁsomm. o,gﬁm,,h_wilnm_mmnnﬁgﬁ%

(Construction Inspector (2]
seasonal)
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Clerks Office
Recommendations:

1. Establish the Clerks Office
as a separate line
department.

Review the job description
for the vacant Deputy
Municipal Clerk.

Create a Committee of
Council for the Clerks

Office.

Re-assign customer
service responsibilities to
the Clerks Office.

Maintain resource sharing
of Confidential
Administrative Assistant
between Clerks Office,
Corporate Services.

Confidential Administrative
Assistant to provide
administrative support to
the CAO.
*Note: The structure of the
department does not change
under both the Revised
Program Model A & Functional
Model A.

KPMG

Rationale:

1.

2.

Given the recent split of the Clerks Office from Corporate Services, the Clerks Office will be established as a
separate line department with the Town Clerk moving to a Director role.

The job description for the vacant Deputy Municipal Clerk should be reviewed to determine if law expertise is
required to complete day-to-day activities. The Town can consider hiring an individual with a Diploma/Degree
in public administration, political science, business administration or other related field. Once reviewed, the
vacant position should be filled.

To ensure there is a process in place to review potential changes to Town regulations and policies, the Town
should create a Committee of Council for the Clerks department. This Committee will be responsible for
reviewing proposed changes prior to finalization at Town Council.

To ensure a consistent level of customer service within Town Hall, the management of customer service will
be re-assigned to the Clerks Office under the Communications Officer. To staff the front desk, the Town
should hire a Customer Service Representative. The Customer Service Representative will be responsible
for all citizen transactions at Town Hall, including permitting. The Engineering Clerk currently responsible for
permitting will be transitioned to a new role.

Given the recent split of Clerks Office from Corporate Services, internal synergies have been realized by
having the Confidential Administrative Assistant support both the Clerks Office and Corporate Services
departments. To continue to maximize these efficiencies, the existing Confidential Administrative Assistant
will continue to provide part-time administrative support to the Corporate Services department.

Given the CAO'’s lack of administrative support, the Confidential Administrative Assistant will also support the
CAO with administrative duties.

Office of the CAO

Town Clerk

|
|
Confidential | Deputy Municipal Clerk !

Administrative Assistant | | (Vacant) | | Communications Officer

_
|  Customer Service |
| Representative _
|

|
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G@ m:mg Rationale:
1. Given the former Supervisor, Accounting has moved up to the Director, Corporate Services role, the Town will

I | need to hire a new Supervisor, Accounting to fill the vacancy. The Director, Corporate Services will continue
_w© @ :_Nm _Qjm to take on the duties of the Supervisor, Accounting role until the position is filled.
2. To reduce the Town’s exposure to fraud risk related to the number of human resource activities carried out by

i the Supervisor, Human Resources, these activities should be completed by the Administrative Support Clerk
Gmm _ @: and reviewed/approved by the Supervisor, Human Resources. This will ensure that appropriate segregation of
duties exists within the department. The Administrative Support Clerks customer service responsibilities will
be transitioned to the Customer Service Representative.
3. To ensure there is a consistent process for procurement across the Town, the Buyer should be re-assigned to
the Corporate Services department, reporting to the Procurement Officer. This will create a dedicated
purchasing department that manages all purchasing for the Town.

Corporate Services

Recommendations: 4. Given the recent split of Clerks Office from Corporate Services, internal synergies have been realized by
. . having the Confidential Administrative Assistant support both the Clerks Office and Corporate Services

1. Hire a new Supervisor, departments. To continue to maximize these efficiencies, the existing Confidential Administrative Assistant

Accounting. should continue to provide part-time administrative support to the Corporate Services department.

Transition day-to-day HR

activities from Supervisor,

HR to Administrative

Support Clerk (Cashier).

Re-assign the Buyer from Office of the CAG

Municipal Works to

Corporate Services.

Maintain resource sharing Director, Corporate Confidential

O._" OOD ._n_ QQD ._“_m_ Services Administrative Assistant

Administrative Assistant I _

between Clerks Office and e |

Ooq.“uoq.mﬁm mmq.<_omw m m:Umz_Aw/M.u,WWMMoc:::Q m wcvw%mw%hrumams Z_Qsm@mm«_“.w““qhmsm:o:

|
*Note: the structure of the luluntnk dalet T 7
department does not change
under both the Revised Accounts Recenable | | procurement Offer | | AU PRYION | | ccounts Payable cerk | | AT Support | | - Inffasiucture
Program Model A & Functional
Model A.
Buyer
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Detaled
ganizationa

To ensure that Municipal Enforcement is staffed appropriately to meet the expectations of Council, the Town
should clearly define the expectations and scope of work for Municipal Enforcement. This will establish a direction
and sharpen the focus of staff in order to achieve the objectives.

: 2. The Town lacks a sufficient number of Municipal Enforcement Officers. This has resulted in a lack of coverage
Gmw_ j with no backfill and safety concerns as staff with no enforcement training are required to handle complaints
typically handled by Municipal Enforcement (i.e., OH&S Advisor responding to noise complaints). As such, the
Town should add a Municipal Enforcement Officer to increase coverage, public safety and education and
generate additional revenue through moving traffic violations.
Protective Services 3. As noted above, the OH&S Advisor handles by-law complaints due to the lack of Municipal Enforcement Officers.
This creates an occupational safety risk as individuals without enforcement training are responding to Town noise
) complaints. The addition of a Municipal Enforcement Officer will create additional capacity to take on the OH&S
Recommendations: Advisor’s by-law enforcement responsibilities.
1. Define expectations for 4. To ensure there is adequate dispatch coverage, the Town should add an additional day-time Dispatcher.
Municipal Enforcement. Currently, this coverage gap is filled by a full-time Fire Fighter reducing the Fire Departments ability to complete
» . projects within the Fire Hall. In the event of an emergency response situation, the Fire Fighter is pulled from
Add an maa;_o:m._ Municipal dispatch duties creating a coverage gap and safety concerns as there is no one available to receive and answer
Enforcement Officer to emergency and non-emergency calls.
increase coverage.
Re-assign the OH&S Office of the CAO
Advisor’s by-law
enforcement responsibilities
to Municipal Enforcement .
?.E an additional weekday Administraive Assistant Director, Protective Dispatchers (2 FT, 2 PT)
U_wbmﬁo:m_\. Service/Fire Chief
*Note: the structure of the _ _ _ _
department does not change Municioal En 5 Fire Chief
under both the Revised . Crossing Guards (3 PT) c:%*_mwmﬂm:%qmwﬂma Fire Inspector (1 FT) M-F| mwcw\_cq“ﬂwmc e
Program Model A & Functional
Model A.
:ﬁ_vucw_w M_.ﬂm%_mﬁhﬂm. Mmﬂ\_ - <o_cmﬁ%2 __u_a Fighters
F maintenance (1) (30 volunteers)
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Engineering &
Planning and
Development

Recommendations:

1. Merge the Economic
Development and
Engineering Departments.
Re-assign project
management oversight to
the Supervisor, Technical

Services

Develop a RACI chart for
project management and
contract management.
Re-assign the Tourism
Development Officer to
Municipal Works &
Community Services.
Remove by-law
enforcement
responsibilities from OH&S
Advisor.

Re-assign Director,
Economic Development to
Supervisor, Economic
Development

Hire an Asset
Management Engineering
Technician.

KPMG

Rationale:

1.

The Revised Program Model A organizational structure merges the Engineering and Economic Development
departments in the Engineering & Planning and Development department. This aligns with Councils objective of
future growth and change as it brings the technical expertise together with social and economic development
skills/knowledge.

To ensure there is a clear understanding of project management roles and responsibilities across the organization,
the Supervisor, Technical Services will assume a dedicated project management oversight role. To plan for the
future retirement of the Supervisor, the Town should also consider hiring a CET with a project management
background, which will allow for a smooth transition of project management activities.

The Town should develop a responsibility assignment matrix (RACI) that defines an upfront project team and
describes the participation by various roles in completing a project (i.e., Engineering, Finance, Municipal Works).
This will eliminate confusion regarding the role of engineering in planning, executing, and supporting projects and
outline the responsibilities of other departments in the successful delivery and management of projects.
Considering the increased strategic focus on parks and recreation, as well as tourism, the Tourism Development
Officer should be re-assigned to the Municipal Works & Community Services department. This will create internal
synergies as the Tourism Development Officer will work closely with the Community Events Coordinator to
organize and hold Town events.

To eliminate the occupational safety risk of the OH&S Advisor responding to noise complaints, this responsibility
should be re-assigned to Municipal Enforcement. The addition of a Municipal Enforcement Officer will create
additional capacity to take on the OH&S Advisor’s by-law enforcement responsibilities.

Given the small span of control for the Director, Economic Development under the merged department, the
Director, Economic Development position will be transitioned to Supervisor, Economic Development.

Given the limited capacity to manage the expanding asset management portfolio, the Town should hire an Asset
Management Engineering Technician.

Office of the CAO

Director, Engineering,

Administrative Assistant Planning & Development

Supervisor, Technical Supervisor, Economic
Services Development

| Asset Management
| Engineering Technician

Planning & Control

Building Custodian Technician

Development Officer

|
|
| GIS Technician
|
|

Development & Control Engineering Technician
Inspector (1FT, 1 seasonal)

— OH&S Advisor
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Gm m:mg Rationale:
: : 7 1. All general recreation and community service maintenance, excluding specialty park equipment and sports field
ﬁ@@j_Nm _©j® and create capacity for Facility Operators to respond to day-to-day maintenance activities and ad-hoc user
group requests.
the Corporate Services department, reporting to the Procurement Officer. The Buyer will remain stationed in the
stockroom to support Municipal Works with purchases. This will create a dedicated purchasing unit that

maintenance, should be re-assigned to the Municipal Works portfolio. This will eliminate the duplication of work
me_Qj 2. To ensure there is a consistent process for procurement across the Town, the Buyer should be re-assigned to
manages all areas of purchasing for the Town.

Municipal Works

Recommendations:

1. Re-assign all general
recreation and community Offce of the CAO
service maintenance
(excluding specialty park

equipment and sports fields)
to _/\_CD_O_UQ_ Works. Director, Municipal
. Works
Re-assign Buyer to
Corporate Services. __
. . Supervisor, Supervisor, Water &
Supervisor, Public Works Infrastructure & Planning Sewer
I I
Heavy Equipment
Forepersons (1 FT, 1 | | | e Administrative Support Carpenter (1 FT, 2 Water/Sewer Water/Sewer Plant
| Operators (16 FT, 2 Technicians (3 FT, 1
seasonal) seasonal) Clerk seasonal) seasonal) ' Operators (4 FT)
Maintenance Ground )
Mechanic (4 FT) [ Attendants (1 FT, 1 FT Construction Inspector (2
temp) seasonal)
Ground Attendants (2 | | | Civic Enhancement (2
seasonal) I seasonal (summer))
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] . Rationale:
—w@mj_Nm _Djm_ 1. Considering the increased strategic focus on parks and recreation, as well as tourism, there will likely be a
need for additional resources to be included in the department's operational plan and related budget.
. 2. All general recreation and community service maintenance, excluding specialty park equipment and sports
mw_Qj field maintenance, should be re-assigned to the Municipal Works portfolio. This will eliminate the duplication of
work and create capacity for Facility Operators to respond to day-to-day maintenance activities and ad-hoc

user group requests

Recreation and
Community Services

Recommendations:

1. Add resources to support
strategic focus on parks and Office of the CAO
recreation.

Re-assign all general

recreation and community

service maintenance

Amxo_ca_sm m_omo_m_.&\ Umﬂ_A Director, mwoam:o.: and
- . Community Services

equipment and sports fields)

to Municipal Works.

Supervisor, Facility

’ Special Events Community Events
Operations

Coordinator Coordinator

Admin Coordinator

Facility Attendants (2 FT, Special Events Planners

Facility Operators (3 FT) 5 seasonal) (1-2 seasonal)

Ticket Agent
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Clerks Office
Recommendations:

1. Establish the Clerks Office
as a separate line
department.

Review the job description
for the vacant Deputy
Municipal Clerk.

Create a Committee of
Council for the Clerks

Office.

Re-assign customer
service responsibilities to
the Clerks Office.

Maintain resource sharing
of Confidential
Administrative Assistant
between Clerks Office,
Corporate Services.

Confidential Administrative
Assistant to provide
administrative support to
the CAO.
*Note: The structure of the
department does not change
under both the Revised
Program Model A & Functional
Model A.

KPMG

Rationale:

1.

2.

Given the recent split of the Clerks Office from Corporate Services, the Clerks Office will be established as a
separate line department with the Town Clerk moving to a Director role.

The job description for the vacant Deputy Municipal Clerk should be reviewed to determine if law expertise is
required to complete day-to-day activities. The Town can consider hiring an individual with a Diploma/Degree
in public administration, political science, business administration or other related field. Once reviewed, the
vacant position should be filled.

To ensure there is a process in place to review potential changes to Town regulations and policies, the Town
should create a Committee of Council for the Clerks department. This Committee will be responsible for
reviewing proposed changes prior to finalization at Town Council.

To ensure a consistent level of customer service within Town Hall, the management of customer service will
be re-assigned to the Clerks Office under the Communications Officer. To staff the front desk, the Town
should hire a Customer Service Representative. The Customer Service Representative will be responsible
for all citizen transactions at Town Hall, including permitting. The Engineering Clerk currently responsible for
permitting will be transitioned to a new role.

Given the recent split of Clerks Office from Corporate Services, internal synergies have been realized by
having the Confidential Administrative Assistant support both the Clerks Office and Corporate Services
departments. To continue to maximize these efficiencies, the existing Confidential Administrative Assistant
will continue to provide part-time administrative support to the Corporate Services department.

Given the CAO'’s lack of administrative support, the Confidential Administrative Assistant will also support the
CAO with administrative duties.

Office of the CAO

Town Clerk

|
|
Confidential | Deputy Municipal Clerk !

Administrative Assistant | | (Vacant) | | Communications Officer

_
|  Customer Service |
| Representative _
|

|

© 2021 KPMG LLP, an Ontario limited liability partnership and a member firm of the KPMG global organization of independent member firms 51
affiliated with KPMG International Limited, a private English company limited by guarantee. All rights reserved.



G@ m:mg Rationale:
1. Given the former Supervisor, Accounting has moved up to the Director, Corporate Services role, the Town will

I | need to hire a new Supervisor, Accounting to fill the vacancy. The Director, Corporate Services will continue
_w© @ :_Nm _Qjm to take on the duties of the Supervisor, Accounting role until the position is filled.
2. To reduce the Town’s exposure to fraud risk related to the number of human resource activities carried out by

i the Supervisor, Human Resources, these activities should be completed by the Administrative Support Clerk
Gmm _ @: and reviewed/approved by the Supervisor, Human Resources. This will ensure that appropriate segregation of
duties exists within the department. The Administrative Support Clerks customer service responsibilities will
be transitioned to the Customer Service Representative.
3. To ensure there is a consistent process for procurement across the Town, the Buyer should be re-assigned to
the Corporate Services department, reporting to the Procurement Officer. This will create a dedicated
purchasing department that manages all purchasing for the Town.

Corporate Services

Recommendations: 4. Given the recent split of Clerks Office from Corporate Services, internal synergies have been realized by
. . having the Confidential Administrative Assistant support both the Clerks Office and Corporate Services

1. Hire a new Supervisor, departments. To continue to maximize these efficiencies, the existing Confidential Administrative Assistant

Accounting. should continue to provide part-time administrative support to the Corporate Services department.

Transition day-to-day HR

activities from Supervisor,

HR to Administrative

Support Clerk (Cashier).

Re-assign the Buyer from Office of the GAO

Municipal Works to

Corporate Services.

Maintain resource sharing Director, Corporate Confidential

O._" OOD ._n_ QQD ._“_m_ Services Administrative Assistant

Administrative Assistant I _

between Clerks Office and R |

Ooq.“uoq.mﬁm mmq.<_omw m m:bm_d_ﬁm/mwww—mﬁnvgh:::@ m wcnm.“_wm%hmhﬂaﬁz Zm:momﬂ_wmﬁﬁmsm:o:

|
*Note: the structure of the kit dleltt _ 7
department does not change
under both the Revised Accounts Recenadle | | procyrement Officer | | ACCOUMIGIPRYON | | 5 ccounis payable erk | | AATINSUaVe Support | | Iffasiructure
Program Model A & Functional
Model A.
Buyer
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To ensure that Municipal Enforcement is staffed appropriately to meet the expectations of Council, the Town
should clearly define the expectations and scope of work for Municipal Enforcement. This will establish a direction
and sharpen the focus of staff in order to achieve the objectives.

- 2. The Town lacks a sufficient number of Municipal Enforcement Officers. This has resulted in a lack of coverage
with no backfill and safety concerns as staff with no enforcement training are required to handle complaints
mw_Qj typically handled by Municipal Enforcement (i.e., OH&S Advisor responding to noise complaints). As such, the
Town should add a Municipal Enforcement Officer to increase coverage, public safety and education and
generate additional revenue through moving traffic violations.
. . 3. As noted above, the OH&S Advisor handles by-law complaints due to the lack of Municipal Enforcement Officers.
Protective Services This creates an occupational safety risk as individuals without enforcement training are responding to Town noise
complaints. The addition of a Municipal Enforcement Officer will create additional capacity to take on the OH&S
Advisor’s by-law enforcement responsibilities.
Recommendations: 4. To ensure there is adequate dispatch coverage, the Town should add an additional day-time Dispatcher.
. . Currently, this coverage gap is filled by a full-time Fire Fighter reducing the Fire Departments ability to complete
1. Define expectations for : o . 2 e :

. projects within the Fire Hall. In the event of an emergency response situation, the Fire Fighter is pulled from
Municipal Enforcement. dispatch duties creating a coverage gap and safety concerns as there is no one available to receive and answer
Add an additional Municipal emergency and non-emergency calls.

Enforcement Officer to

increase coverage.

Re-assign the OH&S Office of the CAO

Advisor’s by-law

enforcement responsibilities

to Municipal Enforcement .

Dispatcher. pamimsrati Assrn | — T EIOEENE Lliganers 01,20

|
*Note: the structure of the _ _ _ _
department does not change - . .
under both the Revised Crossing Guards (3 PT) Zc:%*_mwwﬂmmzﬂmqmwﬂoa Fire Inspector (1 FT) M-F| _umwcw\_cﬂﬂm%v:_m*
Program Model A & Functional
Model A.
:m_vucw_nw _M__ﬂmﬁ_uu _%%hﬂm.mmk_”\_- Volunteer Fire Fighters
F maintenance (1) (30 volunteers)
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G@ m:mg Rationale:
1. To ensure there is a clear understanding of project management roles and responsibilities across the

i i organization, the Supervisor, Technical Services will assume a dedicated project management oversight role. To
_w@mj_Nm _Djm plan for the future retirement of the Supervisor, the Town should also consider hiring a CET with a project
: management background, which will allow for a smooth transition of project management activities.
2. The Town should develop a responsibility assignment matrix (RACI) that defines an upfront project team and
describes the participation by various roles in completing a project (i.e., Engineering, Finance, Municipal Works).

This will eliminate confusion regarding the role of engineering in planning, executing, and supporting projects and
outline the responsibilities of other departments in the successful delivery and management of projects.

. . 3. To eliminate the occupational safety risk of the OH&S Advisor responding to noise complaints, this responsibility
Engineering should be re-assigned to Municipal Enforcement. The addition of a Municipal Enforcement Officer will create
additional capacity to take on the OH&S Advisor’s by-law enforcement responsibilities.

4. Given that the Customer Service Representative will assume all citizen transactions at Town Hall, including

Recommendations: permitting, the Town should transition the Engineering Clerk to a new position.

1. Re-assign project
management oversight to Office of the CAO
the Supervisor, Technical
Services

Develop a RACI chart for
project management and Planning & Control
contract management. Techniclan

—— Director, Engineering |—— Administrative Assistant

Remove by-law
enforcement
responsibilities from OH&S Supervisor, Technical
Advisor Services

Transition Engineering
Clerk to a new role.

Development & Control

GIS Technician
Inspector

Engineering Technician
(1 FT, 1 seasonal)

Building Custodian

Fr————————— -
| |
Asset Management | .
| _AssetManagement OH&S Advisor
| Engineering Technician |
|
L ___ |
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. . _ Rationale:
—w@mj_Nm _Qjm 1. Currently, the Economic Development department takes on tasks that do not fit within other departments. In
: alignment with Council’s strategic focus of future growth and change, the Town should review the mandate of
Gmw_ j the Economic Development department and identify strategic objectives to achieve Town growth. This includes
an enhanced focus on marketing development, community advocacy, business retention and expansion, and

streamlining planning processes.

Economic
Development

Recommendations:

1. Review the mandate of the
Economic Development Office of the CAO
department.

Director, Economic
Development

Administrative Assistant

Tourism Development
Development Officer Officer
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Ohsenvations §
Recommendations

Strategy

Understanding of strategy and mission
Alignment to vision

Agreement on priorities

Clarity in performance measures

Structure

Work alignment
Delegation of authority
Capacity

Organizational
Considerations

We use the following model
as a means of analyzing
and understanding
organizational performance
and problems. For each
recommendation presented
in this report, KPMG
assessed the estimated
impact the recommendation
would have on the Town, as
well as the effort required to
implement the
recommendation. Assessed
impact and effort will
require further validation
from the Project

Processes and Lateral Capability
Decision making
Communication
Enabling technology
Standardized operational processes and practices

People Practices

Staff engagement
HR practices and policies
Performance management

Training and support
Committee.

Values and beliefs
Behaviours
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Observations & Recommendations

[dlEdy

Observation

Based upon our review of documentation and staff
consultations, it was noted that the Town’s current strategic
plan expired in 2019. It was also noted that the strategic
objectives outlined in the previous plan did not drive decision
making. Rather, decisions were made based on short-term

Recommendation

Establish strategic priorities which clearly outline the Town’s
objectives and goals for the community and service delivery.

The establishment of strategic priorities will level-set the
goals for each department and promote greater horizontal
integration across the organization.

needs of each department resulting in siloed departments 5
focused on their own priorities and work tasks.
Across the organization, it does not appear that departments Develop a set of key performance indicators (KPIs) to
track key performance indicators that measure progress of monitor each departments performance against the
department objectives against the Town’s strategic plan. objectives outlined in the strategic plan. This process will

focus each department and ensure that decision-making is

aligned with the Town'’s strategic direction.

5
% © 2021 KPMG LLP, an Ontario limited liability partnership and a member firm of the KPMG global organization of independent member firms affiliated with KPMG International Limited, a
private English company limited by guarantee. All rights reserved.
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Observations & Recommendations

'UCIUIE

Observation Recommendation

3 As a result of the high-level organizational design, the Project Consider the implementation of Functional Model A; this
Team selected both Functional Model A and the Revised model is most closely aligned with the Town'’s design
Program Model A to be reviewed in order to determine the principles and achieves its objectives with minimal disruption
optimal organizational structure for the Town. to the organization. 5 .
4 Recreation and Community Services does not have the Develop a resource plan for the Town’s new recreation
resource capacity required to staff and maintain future facilities  facilities ( soccer and Cobb’s Pond) that will inform the
(i.e., soccer facility, winterization of Cobb’s Pond). Recreation & Community Service’s operational plan and 3 3
related budget. This will align with the Town’s strategic focus
on parks, recreation and tourism.
5 During stakeholder consultations it was suggested that the Review and define the expectations and scope of work for
Town’s Municipal Enforcement function does not have the Municipal Enforcement. This will ensure that Municipal
capacity to effectively deliver its mandate. Enforcement is staff appropriately to meet the expectations of 5 2
Council, establish a direction, and sharpen the focus of staff
in order to achieve the objectives.
6 During stakeholder consultations it was noted that the Review the mandate of the Economic Development
Economic Development department has become a ‘catch all’ department and identify strategic objectives to achieve Town
for activities that do not fit within other departments. growth. This includes an enhanced focus on marketing 3 3
development, community advocacy, business retention and
expansion, and streamlining the planning processes.
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Observations & Recommendations

'UCIUIE

Observation Recommendation

7 Prior to 2020, the Clerks Office was led by the Director of Establish the Clerks Office as a separate line department
Finance/Town Clerk. Through attrition, this position has been with the Town Clerk moving to a Director role. 3 1
filled by the current Town Clerk with Finance responsibilities
falling to the Director, Corporate Services.

8 Given the recent departure of the Deputy Municipal Clerk, Review the job description for the vacant Deputy Municipal
there is an opportunity to review the job description to Clerk to determine if law expertise is required to complete
determine the need for law expertise. day-to-day activities. The Town can consider hiring an 5 1

individual with a Diploma/Degree in public administration,
political science, business administration or other related
field. Once reviewed, the vacant position should be filled.

9 Given the split of the Clerks Office from Corporate Services, Continue to maximize internal synergies by assigning the
each department will require administrative support. Confidential Administrative Assistant to support both the
Clerks Office and Corporate Services departments. This will 1 1
ensure that each director has adequate administrative
support.
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Observations & Recommendations

10

11

12

13

'UCIUIE

Observation

During stakeholder consultations, it was noted that the CAO
does not have a resource for administrative support.

The current Supervisor, Accounting position is vacant.

The Town lacks a sufficient number of Municipal Enforcement
Officers. This has resulted in a lack of coverage with no backfill
and safety concerns as staff with no enforcement training are
required to handle complaints typically handled by Municipal
Enforcement (i.e., OH&S Advisor responding to noise
complaints).

The Town lacks a sufficient number of Dispatchers to provide
the required coverage.

© 2021 KPMG LLP, an Ontario limited liability partnership and a member firm of the KPMG global organization of independent member firms affiliated with KPMG International Limited, a
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Recommendation

Assign the Confidential Administrative Assistant to support
the CAO with administrative duties.

Recruit a new Supervisor, Accounting to fill the vacancy
because of the former Supervisor, Accounting’s transition to
the Director, Corporate Services. The Director, Corporate
Services will continue to take on the roles and responsibilities
of the Supervisor, Accounting role until the position is filled.

Establish an additional Municipal Enforcement Officer
position to ensure appropriate coverage of moving traffic
violations and public safety and education.

Consider the establishment an additional day-time Dispatcher
position. Currently, this coverage gap is filled by a full-time
Fire Fighter reducing the Fire Departments ability to complete
projects within the Fire Hall. In the event of an emergency
response situation, the Fire Fighter is pulled from dispatch
duties creating a coverage gap. There may be an
opportunity to address the coverage gap through the
reassignment of existing Town staff.
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'UCIUIE

Observation Recommendation

14 During stakeholder consultations it was noted that the Town Re-assign the Buyer to the Corporate Services department,
lacks a dedicated purchasing department that ensures reporting to the Procurement Officer. The Buyer will remain
consistency in procurement processes across the stationed in the stockroom to support Municipal Works with
organization. purchases. This will create a dedicated purchasing 2 1

department that ensures there is a consistent process for
procurement and manages all areas of purchasing for the
Town.
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Observations & Recommendations

0Cesses and Lateral Capanll

15 There is a significant, organizational-wide concern over the
ownership of project management and contract administration
activities.

16 There were concerns expressed by different stakeholders on
the day-to-day involvement of Council members in the
operations of the municipality.

private English company limited by guarantee. All rights reserved.

Impact

1=Low
5=High

Recommendation

Assign project management oversight and ownership to the
Supervisor, Technical Services. This individual will hold
overall accountability for the successful delivery and
execution of projects.

Develop a responsibility assignment matrix (RACI) that
defines an upfront project team and describes the
participation by various roles in completing a project (i.e.,
Engineering, Finance, Municipal Works). This team will report
to the Supervisor, Technical Services for all project
management activities. This will eliminate confusion
regarding the role of each department in planning, executing,
and supporting projects and outline the responsibilities of
other departments in the successful delivery and
management of projects.

Consider hiring a CET with a project management
background, who can seamlessly transition into the project
management role when the Supervisor, Technical Services
retires.

Consider reviewing the role of Council as the decision-

making body for the municipality and the role of individual

Councillors as members of Council’s Committees in order to

ensure that Councillors are not exposing themselves to

unnecessary risk as a result of their legislatively unsupported

direction to staff. 5
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Observations & Recommendations

17

18

19

20

Observation

During stakeholder consultations it was noted that the process
for requesting and making changes to regulations and Town
policies is fragmented and unclear.

It was noted that purchasing limits are too small (management
level - $1K, director level - $5K) and require too many levels of
approval for common significant purchases.

It was noted that there can be confusion regarding the
maintenance responsibilities of Facility Operators and Ground
Attendants. This has resulted in a duplication of efforts and
capacity constraints.

During stakeholder consultations it was noted that the
Supervisor, Human Resources carries out a majority of the
day-to-day human resources activities.

private English company limited by guarantee. All rights reserved.

Recommendation

Create a Committee of Council that will task the Clerk’s
Office with the review of potential changes to Town
regulations and policies. This Committee will be responsible
for reviewing proposed changes prior to finalization at Town
Council.

Increase purchasing limits for management and director level
staff to increase the efficiency and effectiveness of the
process.

Re-assign all general recreation and community service
maintenance, excluding specialty park equipment and sports
field maintenance to the Municipal Works portfolio. This will
eliminate the duplication of work and create capacity for
Facility Operators to respond to day-to-day maintenance
activities and ad-hoc user group requests.

Re-assign human resources activities carried out by the
Supervisor, Human Resources to the Administrative Support
Clerk. This will reduce the Town’s exposure to fraud risk
related to ineffective segregation of duties within the
department. The Administrative Support Clerk’s customer
service responsibilities will be transitioned to the Customer
Service Representative.

Impact

1=Low
5=High
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Observations & Recommendations

0Cesses and Laterd Gapaoll

Impact
Observation Recommendation 1=Low
5=High

21 It is unclear which department is accountable for personnel at Re-assign the management of customer service within the
the front-desk. This has resulted in a lack of coverage and Town Hall to the Clerks Office under the Communications
complaints from citizens. Officer.
To staff the front desk, the Town should establish the position 5

of a Customer Service Representative. The Customer
Service Representative will be responsible for all citizen
transactions at Town Hall, including permitting.

% @moﬁZu_<_m_._u_u.mzoamlo:B:mQ_,mw_:Qum_‘Smﬂw:ﬁm:QmBmBUm_\m_\BoZ:mZu_gO@_o_om_o_‘@mz_Nm:o:oj:amnmsam:ﬁBmBUm_‘3_‘3wm3__m8a<<::X_u_/\_o_Emﬂ:mzo:m:LB:um
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Observations & Recommendations

PE0DIe Practices

22

23

Observation

It was noted that there is no technical training and
development given to staff on new software packages. This
has resulted in resistance to change and the implementation of
new technologies.

There is a lack of training for experienced and new staff, as
well as a minimal tracking of personal learning and
development plans.

In addition, key stakeholders within the organization are
approaching retirement, which will leave gaps in key positions.

Recommendation

Establish a process to vet the procurement of all new
technology through each department to ensure the
technology addresses departmental needs and there is buy-
in at the management level. All new technology should be
rolled-out with training guides for employee onboarding.

Identify key functions / processes that have the potential to
create service bottlenecks. Crosstrain employees for these
functions and processes to ensure Town services are
maintained at a high level and employees are receiving
relevant experience to develop their skills.

The Town should also develop a formalized succession plan
to prepare for the retirement of key employees.
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Observations & Recommendations

Lulture

Observation Recommendation

24 During stakeholder consultations, it was noted that Identify interdepartmental dependencies that can be
interdepartmental dependencies can cause frustrations addressed through increased focused and prioritization
between staff and contribute to a culture of blame. through the development of a strategic plan. 4 2
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Detailed Organizational Design

...................... Suggested Actions - ----------mmmooooo o
Establish strategic priorities which clearly outline the Town’s objectives and goals for the community and service
delivery.

Develop a set of KPIs to monitor each departments performance against the objectives outlined in the strategic
plan.

H_BU_mBm:ﬁ the Functional Model A organization structure.

Suggested actions have been mapped
for impact vs effort to help prioritize
activities.

Include additional resources in the Recreation & Community Service’s operational plan and related budget.

Clearly define the expectations and scope of work for Municipal Enforcement.

High o
Review the mandate of the Economic Development department and identify strategic objectives to achieve Town
growth.

YAEstablish the Clerks Office as a separate line department.

Review the job description for the vacant Deputy Municipal Clerk.

Continue to share the Confidential Administrative Assistant between Corporate Services and Clerks Office

Assign the Confidential Administrative Assistant to support the CAO with administrative duties.

Fill the vacant Supervisor, Accounting position.

Bmmﬂmc__m: an additional Municipal Enforcement Officer position
BOo:m_qu the establishment an additional day-time Dispatcher position.

Emm-mmm_@: the Buyer to the Corporate Services department

Assign project management oversight to Supervisor, Technical Services and develop a responsibility assignment
matrix (RACI).

Consider reviewing the role of Council as the decision-making body for the municipality and the role of individual
Councillors as members of Council’s Committees.

anm,m a Council Committee to review potential changes to Town regulations and policies.

E_:Qmmmm purchasing limits for management and director level staff.

Re-assign all general recreation and community service maintenance, excluding specialty park equipment and
sports field maintenance to Municipal Works.

Emm-mmw_@: day-to-day human resources activities to the Administrative Support Clerk

Emm-mmm_os customer service responsibilities to the Clerks Office under the Communications Officer.

Impact
©

Low High
9 Establish a process to vet all new technology through Town departments and provide applicable training to
Effort ensure buy-in.
moms.u_on a formal succession plan for key positions within the organization.

X Develop strategic priorities to focus departments are reduce frustrations caused by interdepartmental

| dependencies.

' Strategy I structure [ Processes [ People [ ] Culture
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* Our analysis indicates that the Town maintains a high service level standard across the organization.

[ » Our understanding is that the Town is continuing to increase the service level standards with the
Djo Cw_Dj addition of new assets such as the new soccer facility and the winterization of Cobb’s Pond.

* In our work with the Town there were no indications that the its staffing complement was excessive to
its service level standards.

Town of Gander — « There were resourcing gaps identified, specifically: customer service representative, asset
Operations and management technician, municipal bylaw enforcement officer and fire dispatcher positions. These
Organizational Review initial observations should be confirmed by the Town’s management team prior to the recruitment.
There may be opportunities to address the resourcing gaps through the realignment of existing
- The implementation of the positions.
.mco@mmﬁma mozo.:.m will * Nevertheless, continued growth by the Town will challenge the existing staffing complement. The four
increase the efficiency and additional positions should be considered over the next five years based on the increasing demand
effectiveness of service for higher service levels.

delivery.

- The implementation of
Function Model A will
provide the Town with the
optimal organizational

structure to deliver the
current portfolio of services.

Four new positions should
be considered as part of the
implementation of
Functional Model A:

1. Customer Service
Representative

2. Asset Management
Engineering r
Technician
By-law Enforcement
Officer

Dispatcher
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