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About this Document  
 

In September 2013, Bruce County (“the County”) engaged StrategyCorp Business Strategies Group to work with the County in conducting 
an operational review (the “Study”).  This engagement was procured using a public, competitive process. 

 

This report is the final deliverable in StrategyCorp’s work on this engagement.  This document is comprised of three parts: 

1. The Executive Summary puts forward key findings and recommendations from the operational review; 

2. The Report section is StrategyCorp’s final report and findings from the operational review. It provides a brief overview of the process 
undertaken, and outlines StrategyCorp’s recommendations; and 

3. Appendix A – A summary of the observations and findings of the Project’s four Working Groups of County staff, facilitated by 
StrategyCorp staff. 
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Executive Summary 

StrategyCorp was retained to undertake an operational review of Bruce County in September 2013. 

The process engaged over 60 staff members who contributed 114 recommendations. Building on this work, StrategyCorp undertook its 
own analysis. The success of this report is the foundation on which a continuous improvement program can be built. 

Our key finding is that there is no need for dramatic measures to improve the operational performance of the County: it is a sound 
organization.  But there are a number of areas that need attention, which would make a significant contribution to the potential for 
immediate and continuous improvement.  

In our view, the creation of a program and culture for continuous improvement is the most promising tool for: 

 Long term savings through cost avoidance 

 Improved service delivery 

Implementation of these recommendations should become a continuous element of your management practice: 

 Rewarding innovation and creativity 

 Engaging staff at all levels and across departments 

 Letting managers manage 

The Report includes 66 recommendations, which will contribute to the creation of a culture of continuous improvement, which include: 

Planning: Maintain the current County service delivery model, subject to certain improvements 

 Create a “Bruce lens” for interpreting the PPS to ensure that the PPS is implemented in a way that meets local needs 

 Better reporting to County Council 

 Better coordination between the County and other agencies 

 Improve internal policy coordination and oversight 
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Finances: 

 County finances are in an overall sound position, but obsolescent financial systems and procedures need to be updated to protect that 
position and empower positive change in management practices 

 Other recommended incremental improvements would provide better accountability to Council, and better service to clients of the 
Treasury Department 

Health Related Services 

 Put EMS and Long-Term Care Homes under single management 

 Develop stronger relationships with local, regional, and provincial health agencies 

 More inter-Home cooperation and operational comparisons 

 Improve productivity of EMS staff: embrace proactive community paramedic role – in downtime between emergency functions 

Library and Museum: 

 Focus more on emerging programming trends and potential revenues, less on business management and property issues 

Social Services and Social Housing: 

 Service-System Manager role for Social Services for better service and outcomes 

 More decentralized delivery to improve customer service 

Economic Development & Tourism: 

 Stronger and more autonomous advocacy role focused on regional strengths and opportunities 

 Focus on longer-stay tourism, agriculture/agri-business, and the energy industry 

Asset Management: 

 Integrated facilities management function has great potential 

 Information technology can reduce cost and improve services 
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Highways and Public Works: 

 Need to go beyond “just roads” to mobility more generally (accessibility, trails, etc.) 

 Explore opportunities to migrate other public works functions to the County level 

 Assume lead for County Emergency Management 

Human Resources Management: 

 Align performance appraisals to County Council’s goals, especially for management and supervisors 

 Create a Corporate Succession Plan, especially for Senior Management 

Breaking Down Barriers: 

 Take an enterprise-wide approach 

 Implement project management methodologies 

 Improve interdepartmental coordination 

 Greater mid-level employee involvement 

 Stronger, more integrated approach to senior management decision-making 

 Better reports to County Council 
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A. Project Overview 

Statement of Due Diligence 

 The recommendations contained within this report used interviews, appropriate research and analysis within the scope of the 
engagement, supported by decades of relevant experience on the part of the StrategyCorp team in working with municipalities and 
other governments. 

 StrategyCorp’s recommendations are informed opinions on these topics, but the final decisions properly rest with elected 
representatives and senior management.  The County should conduct its own due diligence and verification in order to ensure optimal 
outcomes, both in adopting and in implementing each of the following recommendations.  

Acknowledgements 

 StrategyCorp wishes to acknowledge and thank the Warden and Members of Bruce County Council and the CAO for entrusting this 
important and interesting assignment to StrategyCorp.  Without their ongoing support and willingness to participate where requested, 
the Study’s results would not have been as successful.  StrategyCorp also wishes to acknowledge the important role played by County 
staff at all levels and in all departments, in making this Study successful, and in making it a worthwhile exercise for all concerned.   

 With one exception, the Study’s Working Groups were not led by StrategyCorp staff.  Three of the Working Groups were chaired and 
led by a neutral “facilitator”, selected from County staff by senior management.  The work of each Working Group, particularly 
between meetings, was ably supported by the Project Manager, Audrey Bross from the County’s Human Resources Department, and 
by designated members of the StrategyCorp team.  Without the facilitators and the Project Manager, as well as the involvement of 
staff from all levels in the County Administration, the Study would not have been able to achieve the volume and significance of the 
results produced 

 More importantly, the exposure to the methodology and experience of the Operational Review by County staff from all departments 
forms the basis on which continuous improvement projects and initiatives can be advanced across the County organization in the 
months and years to come. 

Operational Review Objectives 

 The objectives of the operational review were outlined in the County’s Request for Proposals (RFP), and further clarified between 
StrategyCorp representatives and the County through the kick-off meeting and subsequent communications. The objectives have 
formed the basis upon which StrategyCorp has conducted its operational review, and include: 
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o Review of the departmental processes and procedures that could be optimized to drive operational efficiencies;  
o Assessment of each department’s effectiveness in delivering the County’s goals and service requirements, including Strategic 

Plan objectives;  
o Review and evaluation of the utilization and adequacy of the technology and human resources used within the departments;  
o Analysis of whether County services are being provided in the most cost-effective manner and represent sound value for 

money spent;  
o Recommendations on more efficient departmental operational functions and workflow processes;  
o Assessment of interdepartmental collaboration and recommendations for organizational and process improvements; and 
o Presentations to County management leadership and County Council, as necessary. 

Key Parameters of Success 

 Four key parameters to measure the success of the operational review were developed in consultation with the County: 

1. Better service-delivery and “customer” satisfaction (“better services”):  Improved quality and range of County-level municipal 
services for residents, communities and businesses, including agriculture.  Meeting the needs and expectations of citizens and 
businesses, especially the clients and potential clients of County services. 

2. Greater operational integration (“integration”):  Greater integration and harmonization of municipal functions at the County 
level, and with local municipal and community service-delivery partners. “Breaking down silos”, both organizational and 
operational. 

3. Improved efficiency (“savings”):  Cost-avoidance and savings through productivity improvements and changes in program-
delivery, while avoiding proposals for significant reductions in programs, levels of service, and staffing. 

4. Strengthened decision-making (“good management”):  Better governance and more efficient decision-making.  Strengthened / 
improved policy-making and operational management, including financial management and human resources management. 

 StrategyCorp has used these ‘parameters for success’ in shaping its recommendations.  We also believe that our recommendations 
substantively meet the County’s own parameters for project success. 
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Project Methodology 

 In partnership with Bruce County, StrategyCorp has undertaken an operational review of the County’s departments and agencies, and 
their programs. This review has focused on program and service improvements that align with the County’s recently adopted Strategic 
Plan, and with its stated operational review objectives. 

 The Study began with a round of consultations with political leadership within the County and with senior management. 

 The operational review included the creation of four Working Groups, organized by groups of departments with related service 
offerings.  

 Working Groups were asked to make recommendations for operational improvements, both within and between Departments and 
across County Government.  In the course of the Study, StrategyCorp identified a need for more in depth analysis of operational issues 
within the Treasury function and within the Planning function.  Senior, experienced municipal experts from the StrategyCorp 
management consulting practice were enlisted to conduct these specific reviews, including consulting with those affected. 

 As the Working Groups continued and completed their work, four Steering Committees of department heads – each related to a 
Working Group – were periodically consulted.  At several points, both County Council and the full Senior Management Team were also 
briefed on progress and invited to comment and make suggestions.  

 After the conclusions and findings were assembled, including those from the review of Treasury and Planning functions, StrategyCorp 
analyzed them with a view to determining their potential to make improvements to County operations.  StrategyCorp focused on the 
criteria initially provided to the Working Groups.   

 StrategyCorp’s goal and approach has been to add significant value to the observations collected in the earlier phases of the Study.  In 
part, that has involved senior staff from StrategyCorp determining the significance of the findings in meeting the Study’s four main 
objectives (i.e., cost-savings and cost-avoidance, improved service delivery and client-satisfaction, greater integration, and better 
management and governance). 

Working Groups 

 A key component of the operational review involved engaging staff from the County in four Working Groups. The Working Groups 
were organized based on related departmental functions, namely:  

o “Hard” and Operational Services, including the Highways Department and the Planning & Economic Development Department; 
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o Human Services, including Social Services and Social Housing, Long-Term Care homes, Emergency Medical Services (EMS) and 
Emergency Planning;  

o Corporate Services, including Information Technology, Human Resources, and the Clerk-Treasury Department; and  
o Community Services, including the County Library system, the County Museum, and Tourism. 

 Membership of the Working Groups consisted of dozens of middle-management and professional staff from all departments, including 
both those directly affected by the mandate of the individual Working Group, but also including other experienced County staff.  

 In keeping with the scope of an internal operational review, the Study did not anticipate a wide, external consultation with 
stakeholders and clients.  However, by involving County staff from all departments and from within the professional and management 
ranks, the Working Groups gained a “front line” understanding of the needs of stakeholders and clients, from staff who also deal 
routinely with the public and all staff, including the County’s bargaining agents and unionized workforce.  The Working Groups gave 
the Study an in-depth familiarity and unique perspectives on the processes and programs being examined, including their limitations 
and areas of underperformance, as well as opportunities for improvement. 

Working Group Instructions 

 From the outset, Working Group members were asked to: 
o Begin by describing in detail, and analyzing the programs and services that you provide, including their cost, staffing, changes, 

etc. 
o Don’t look to senior management for ideas (direction / approval).  They’ll have their opportunity.   
o The views of your peers from other department are a good test.  If fellow managers / professionals don’t understand / agree, 

will you convince the public or County Council? 
o Not a ‘slashing’ exercise.  Aiming for continuous improvement.   
o Look for areas / ideas for improved productivity, reduced cost, better service, greater efficiency. 
o Don’t propose more staff or more funding, unless it is directly related to greater productivity, future cost-avoidance, or cost-

recovery. 
o All ideas are worth considering.  But move to priorities. 
o Some ideas for now; some for down-the-road. 
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Evaluation of Continuous Improvement Proposals 

 To guide the Working Groups to productive discussions on County operations, StrategyCorp identified several key metrics.  In 
evaluating County programs and activities with performance improvement potential, the Working Groups were asked to measure 
those changes that would have the greatest impact on County operations and budgets, namely: 

o Is the program / activity / facility large, so that even a marginal improvement will have an impact? 
o Is the program or practice old, obsolescent, or even obsolete?  Does it need a fresh look at potential for improvement? 
o Does the program or service affect the customer / client?  What’s been the feedback or level of customer (dis)satisfaction? 
o Is it an area of activity or function that is shared with others, so that it may not be a specific priority of any one group? 
o Is the program or service uncompetitive, when compared to others, using unit-of-service comparisons / benchmarks? 
o Is it an area of disproportionate growth, year-over-year (both past and future)? 

 These program and department evaluation metrics were shared with the Working Groups as benchmarking tools to evaluate which 
County operations were in the greatest need of improvement.  

Working Group Process and Outcomes 

 The four Working Groups met up to five times each, and examined a variety of issues affecting the target departments, and the County 
as a whole.  

 While the Working Groups were given the flexibility needed to encourage active participation and fruitful discussion, Working Groups 
were guided through a process that enabled both a broad discussion to identify a full range of issues, in addition to in-depth 
discussions surrounding key identified areas of possible improvement. This process consisted of: 

o Program Descriptions: Each of the Working Groups began with presentations from the departments being studied by the 
individual Working Group, focusing on their functions and services provided (“Program Descriptions”). These descriptions 
served an educative purpose for working group members, and helped to set the stage for discussions on the targeted 
departments. 

o Opportunity Identification: Following the initial presentations, Working Groups held open discussions to identify and discuss 
areas of possible improvement, providing details from first-hand experience. 

o Opportunity Refinement: Once a list of identified opportunities had been created, each Working Group refined and organized 
their commentary, adding detail and context to discussion topics. This resulted in a long-list of Working Group 
recommendations for the County. 
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o Opportunity Prioritization: Working Groups were then asked to rank the long-list of recommendations into priority 
recommendations for the County through a democratic voting process. Priority recommendations were listed both for the 
individually targeted department programs, and for County administration as a whole. 

o Working Group Report Drafting: Upon prioritizing a list of top recommendations for each of the target departments, and for 
the County as a whole, Working Groups were assigned homework to draft a one-page write-up for each of the top priority 
recommendations. These write-ups were intended to capture the full depth of the discussions held within the Working 
Groups, and to add any relevant supplemental information to provide context or clarity to the recommendation. 

o Final Review of Report: Working Groups either met one final time to review and edit the recommendations, or reviewed the 
draft Working Group Report over email in order to edit the write-ups and ensure the report was true to the Working Group’s 
full discussion. 

 Throughout this process, StrategyCorp consultants participated on-site, helping to guide the Working Group discussions and providing 
additional insight into discussions, where applicable.  As noted earlier, three of the Working Groups were chaired and led by a neutral 
“Facilitator”, selected from County staff by senior management.  The work of each Working Group, particularly between meetings, was 
ably supported by the Project Manager, Audrey Bross from the County’s Human Resources Department, and by designated members 
of the StrategyCorp team.  Without the Facilitators and the Project Manager, as well as the involvement of staff from all levels in the 
County Administration, the Study would not have been able to address the volume and significance of the results achieved. 

StrategyCorp Process Observations 

 Working Group participants found that they were often largely unfamiliar with many of the functions and services provided by other 
County departments. The Working Group presentations therefore served as a useful education for the participants. 

 Working Group participants also used the process as an opportunity for professional networking among themselves, with the intention 
of collaborating in order to address current issues affecting their work. Comments were made throughout the Working Group process 
about the importance of enhancing networking opportunities among staff in all departments going forward. 

 Not surprisingly, staff in the Working Groups gave much of their attention to improvements in internal processes and practices, with 
particular focus towards Corporate Services. 

 Working Group participants indicated that they appreciated having the opportunity to share their thoughts on the operational issues 
affecting the performance of the County government:  

o They indicated that this high level of engagement should be fully utilized, in order to implement identified short-term solutions 
(as recommended below); 
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o By engaging staff in the implementation process, the County will demonstrate that staff efforts from the Working Groups have 
been seriously considered; 

o Having involved a wide range of supervisory and professional staff in this process, there will be an expectation of continuing 
involvement, especially in the area of implementing those measures that are ultimately approved by County Council and 
senior management.  

 StrategyCorp drew on the experience of its team in reviewing the record of the deliberations and the findings of the four Working 
Groups.  StrategyCorp also interviewed department heads, both individually and collectively, to explore Bruce County’s operational 
performance relative to other, comparable organizations and the expectations of County councillors and the CAO.  

 StrategyCorp also evaluated the operational and budgetary performance of the County of Bruce relative to the municipal world 
generally, as well as a number of upper-tier municipalities with which the County would be closely comparable.  This process was 
limited to some extent by the fact that the County does not have a tradition of using Intermunicipal comparisons, or year-over-year 
performance indicators, and the associated data proved to be unreliable in some instances.  County Council should expect these from 
its departments in the future. 

 The majority of Working Groups’ recommendations were related to continuous improvement measures, and with a few notable 
exceptions, did not indicate a need for major overhaul of the County as an organization or in its programs.  StrategyCorp’s overall 
assessment reflects the conclusions of the Working Groups.   

 There is no need for dramatic measures to improve the operational performance of the County: it is a sound organization.  But there 
are a number of areas that need attention, which would make a significant contribution to the potential for immediate and continuous 
improvement.  

 Any program of reforms can be perceived as threatening to some, or be resisted as inconsistent with long-established practice.  This is 
not a justification for inaction; it is simply an indication that implementation plans need to be carefully thought-out, given the mandate 
and resources to succeed, and be fully and actively supported by County Council and all members of senior management, as part of 
their shared responsibility for managing County government operations. 

Working Group Results and StrategyCorp Recommendations 

 The Working Groups developed findings related to individual departments as well several common corporate recommendations. In 
total, the four Working Groups made 114 findings or recommendations. In addition, there were several ‘additional recommendations’ 
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that were perceived as important but were ranked as by the Working Groups as lower priority than the main Working Group 
recommendations.   

 Working Group members unsurprisingly emphasized those areas that most affected their day-to-day work. Thus in some instances, 
StrategyCorp reasserted the importance of some findings given a lower priority by a Working Group to ensure that important 
opportunities for change were not overlooked. 

 Based on the recommendations generated through the working group process, StrategyCorp noticed recommendations were aligned 
on several recurring themes. 

 Using the working group recommendations, in tandem with the review of the Treasury and Planning departments, and consultations 
with senior County staff and Council, StrategyCorp has identified the following list of top priority items aligned by four key themes:  

A: Stronger financial controls  
1. Modernize Financial Systems, Budgeting and Purchasing 

    e er  ervices  for Bruce County 
2. Planning and housing  
3. Transportation, public works and emergency preparedness 
4. Library, museum, culture, heritage, recreation 
5. Health and social services 
6. County and rural economic development and tourism 

    roduc vity and value t roug  be er management  and tools 
7. Asset Management: facilities, technology and vehicles 
8. Project Management 
9. Taking an “enterprise-wide” approach to County government and decision-making 
10. Performance measurement and performance management 

D. People:  Getting the most from your talented team  
11. Transforming employee relations 
12. Building a culture of continuous improvement 
13. Transforming organiza onal structure and succession planning  
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Above all, the Operational Review has contributed to County Council’s desire to see an ongoing commitment to “continuous 
improvement”.  It is also a “knowledge transfer” experience that gives County management and staff a model for implementing the 
approved recommendations from the Operational Review, and for undertaking a succession of reviews of major Programs delivered by the 
County.  
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Four Strategic Approaches to Bruce County Government Operations 

1. In addition to the above-mentioned priority items, StrategyCorp recommends that the County implement a continuous improvement 
plan. It should begin by revisiting the Working Groups’ reports and implementing all feasible suggestions from the Working Groups’ 
reports, on a phased basis and with any necessary modifications.  This would send an unmistakeable message throughout the County 
workforce that the Council and senior management want to hear ideas for continuous improvement, will recognize them when they 
have merit, and will implement them and acknowledge the staff who propose them. 

2. County government operations should focus their role on “regional” matters, and disengage from programs and activities that can 
better be managed by Local Municipalities, either directly or on contract from the County.  Where there is merit to the County 
continuing to deliver a “local” service, it should be done in close consultation with Local Municipalities and with the affected local 
communities.  Conversely, County operations should consider playing a wider “regional” role, in “new” functional areas such as: water, 
wastewater, storm-water and solid waste management.  

3. The County should operate as an “enterprise”, not as a group of uncoordinated and unrelated independent business units.  As an 
illustration: the two long-term care (LTC) facilities should share information and resources; cultural services (library, museum) and 
tourism functions should be mutually reinforcing; and planning and economic development should support one another, rather than 
operate at cross-purposes, even if they are ultimately not in the same department. 

4. When Walkerton was chosen in the 1860s to be the County seat of Bruce County, the County was largely unsettled.  Selecting a town 
at the south-eastern extremity of the new County as County headquarters was not a major consideration.  In our day, the location of 
the County headquarters facilities needs to be complemented with other County facilities, from Works Yards to County services offices 
and libraries, to meet the needs of County residents and businesses across an area that extends over a two-and-a-half hours drive – in 
good weather – from the County Administration building.  There will always need to be a locus of authority for top-level decision-
making at the County headquarters, especially in relation to Council and key senior Management.  But it also means that Bruce County, 
more than most other municipalities, needs to embrace distance-reducing technology and decentralization to ensure that everything 
from dispersed staff to bad weather can be accommodated, without disrupting County operations. To this end, optimal productive use 
of staff and other resources must be prioritized.  
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Project Outcomes 

Any operational review aims to answer two questions:   

 How well is the organization performing? 

 How can the organization’s performance be improved? 

How well is the County of Bruce performing as an organization? 

 Upon completing independent interviews and the working group consultations, StrategyCorp has can state with confidence that Bruce 
County is generally a well-run and functioning organization, both over time, and in comparison to other, similar municipal 
organizations.   

 The County has, however, reached the point where existing structures and processes that served the residents and businesses of the 
County in the past need to be modernized, to anticipate and to address the needs of the County and its eight local municipalities.  By 
commissioning this Study, County Council recognized this fact.  The recommendations in this Report aim to respond to that County 
Council direction, as laid-out in the recently adopted County Strategic Plan. 

How can the County organization’s performance be improved?  

 With the exception of a few key areas that have been outlined in this Study, the operational changes recommended in this Study aim 
for continuous improvement to generally well-functioning programs and departments.  

 That is not to suggest that the proposed improvements will be viewed as insignificant or easy by those affected, or by those unused to 
change.  In some instances, performance improvements may require changes in job-content, business processes or organizational 
structure, which may prove disruptive or unwelcome by some of those affected, especially in the near term.    
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B. Planning Department Functional Review 

Lines of investigation 

 The land-use planning functions of the Planning and Economic Development Department are a unique service. The County Planning 
and Economic Development Department fulfills dual roles; it is required by statute to assume the role of an upper-tier municipal 
planning authority, but it also provides, at no cost to lower tier municipalities, the services of a lower-tier municipal planning 
department. 

 The Agriculture, Planning & Tourism Committee of County Council and the Planning & Economic Development Department oversee a 
wide range of functions, including: local and “regional” land-use planning (both urban and rural), support to agriculture, a trails 
program, a forestry program, and promotion of economic development and tourism.  The operational review looked both at the 
quality and efficiency of the delivery of services (especially the land-use planning function), and at the appropriateness of the delivery 
models being employed. 

 In response to discussions with the members of County Council and arising from the analysis of the designated Working Group, 
StrategyCorp commissioned a Special Study of the land-use planning functions, conducted by Patrick Moyle, an experienced senior 
municipal administrator and professional land-use planner. 

Previous Review – 2007 “Problem Statement” 

 StrategyCorp has used the 2007 Planning review as a benchmark to measure if progress has been made. 

 The 2007 “Warden’s Report” was done in response to concerns about the planning service. A “Problem Statement” and “Action Plan” 
were developed and revisited in 2009. 

 As part of the consultations, StrategyCorp asked whether progress has been made to continually improve the delivery of the service. 

Summary of 2007 Issues 

 Too much staff turnover, resulting in a lack of continuity and local knowledge needed to provide the best advice. 

 Too much focus on processing applications, not enough on providing planning assistance. 

 Too much red tape and delay. 
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 Local municipalities needed planning assistance in matters other than applications, such as general problem solving, site plans, advice 
and consultation on developments. 

 Insufficient opportunities for training and discussion of planning related matters (such as changes to the Planning Act) for local 
administration. 

 Implementation of Provincial Policy. 

 Planning services were almost exclusively reactive. 

Consultations 

 StrategyCorp’s consultations included the members of County Council and Senior County Administration staff, as well as the CAOs, 
Administrators, Planning and Building officials of the eight local municipalities. 

 Participants were asked by StrategyCorp to provide their views on what they believed the role of the County and the role of the local 
municipality should be in land use planning and economic development. 

 The “problem statement” of the previous Warden’s Review 2007 was used to determine if progress had been made in improving the 
County/local relationship. 

 Participants were also asked to provide their views on what was working well, and where improvements could be made. 

Results of Consultations 

 No unanimous conclusions – some were extremely pleased with the service, one was not, and the remaining provided qualified 
support for the current arrangement. 

 The majority view could be characterized by the following: 

o The service is very cost effective. There was a belief that it would not be cost effective for local municipalities to “go it alone,” 
and manage their own planning, at least in the short term. 

o The level of satisfaction seemed to be tied to which planner(s) was assigned to the municipality.  

o While the “Red Tape” issue had improved since 2007 (with the delegation of approvals), the issue remained to a certain 
extent. 
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o From time to time there were problems that arose due to poor communications. It was acknowledged by most that this was 
an issue that may require attention at the local level as well. 

o Joint site inspections (County, local municipality, Conservation Authority) would provide better customer service to the 
applicant, and provide a vehicle for communication. 

o The 2007 issue around a lack of attention to non-planning application support has been resolved. 

o While it was recognized that staff were County employees, there was a desire to have them be “our local planners” as well. 

o There was a general view that planning staff were doing the best they could.  They were characterised as “professional” and 
“qualified.” 

o Frustration seemed to be building over the role of the Province (Provincial Policy Statements) and the need for County 
Planners (and the Conservation Authority) to implement what was perceived to be Provincial “edicts”. 

o There was a perception that while being true to the strictures of Provincial Policy Statements, planning staff could do more to 
find creative solutions to apply Provincial Policy to local conditions in Bruce County. 

o Most saw the Economic Development role of the department as positive, particularly as a vehicle for tourism promotion. 

o The size of the planning budget was not identified as an issue. 

Working Groups’ Observations and Findings 

 Among the issues that the Working Groups identified for examination were the following: 

o A review of the Planning Model employed by the County, to embrace all Departmental functions – not just land-use and 
Senior Staff review.  The review should analyze the operational needs of both the Wiarton and Walkerton planning offices.  

o Establish firm job expectations, responsibilities and accountability for staff.   

o Review the hours currently spent “on the road” vs. in office, including office hours in the local Municipal Offices.   Staff 
identified the need to be more readily available to the general public.  

o Staff identified the need to break down the Department silos, including involving more of the other County Departments at 
the beginning of projects, so that their existing expertise could be leveraged for maximum impact.  
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o Through the Working Group review, a number of issues were raised surrounding adequate resourcing for both the Highways 
and Planning Department, including resource-sharing.  There is a strong informal working relationship between the Highways 
and Planning Departments, but that there were areas where the Departments could better coordinate, with some recent 
examples cited.   

o Taking advantage of technology and professional expertise to improve the quality and effectiveness of public engagement on 
County matters. 

 In addition, there were constructive discussions about affordable housing, the trails program, and the County’s role in economic 
development and tourism, which have been addressed later in this report. 

 All Working Groups also addressed a number of human resources, finance, training and technology issues that have been addressed 
elsewhere in this report.   

 

StrategyCorp Observations and Conclusions 

 Bruce County must fulfill its legal obligations as an upper tier planning authority, while providing local planning service to eight local 
municipalities. 

 Since the 2007 review was undertaken in Bruce County, the Province has assumed a much greater prominence in land-use planning, 
particularly with respect to growth management, energy policy and the environment.  

 Municipalities are required to implement these provincial policies faithfully.  Even within that requirement, however, there exists the 
opportunity to transcend the literal interpretation of Provincial policy, and look at policies through a “Bruce lens,” applying common 
sense to the implementation of Provincial policies to local conditions. 

 There will inevitably be points of conflict where the local perspective may not be shared by the County, and vice versa. 

 This is not unhealthy or unusual – provided there is a high degree of cooperation, communication and appreciation of roles, and 
responsibilities. In many instances dialogue and discussion can lead to a solution. 

 A review of some of the recent conflict originates from the seemingly endless policy directions emanating from Queen’s Park. Planning 
authorities must make decisions that are consistent with Provincial Policy Statements (PPS). That being said, they are often subject to 
local interpretation, and creative solutions can often be found by working with applicants to modify proposals. 
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 A willingness to “find a way” or to “be helpful” are important qualities for all planners to posses – especially given that County Council 
has given the department a Planning and Economic Development mandate. 

 It is therefore important that senior staff set the tone and mentor more junior staff to find solutions rather than create problems 
because of blind adherence to provincial direction. 

 The Planning Department is not over-staffed. A review of staffing levels and functions of other comparable two-tiers has revealed that 
Bruce is within range of its comparators. A review of the work plan has also revealed that the current staffing levels are appropriate. 

 The desire to eliminate “Red Tape” through the delegation of some significant Planning responsibilities (which don’t involve 
controversial issues) may have inadvertently caused another problem. Unlike most other Planning jurisdictions, the Planning Director 
only brings applications forward for Council consideration when there is a problem or concern, in spite of the fact that the vast 
majority of applications are processed and approved by staff. This reporting by exception may have inadvertently created the 
perception that conflict is more prevalent than it really is.  The Department may therefore be perceived as not being “problem solvers” 
– a quality that staff are expected to have as a core competency. 

 The idea of joint site inspections is a simple but effective way of improving cooperation and dialogue among local, County, and 
Conservation Authorities – with the added benefit of furthering customer service. 

 The key to a successful relationship between the County and local government is two way communication.  Also important is an 
appropriate protocol which allows emerging issues to escalate to senior management within each organization. Where conflict 
develops, as it will despite the best of intentions, the CAOs should be advised and engaged in solving the problem. 

 A final observation relates to the physical location of the Planning service. While it makes sense to deliver the service out of two offices 
to accommodate residents and improve customer service, it would be preferable to have the Department Head team, including the 
Director of Planning and Economic Development, located at the County office in Walkerton.  The Planning Director is a key member of 
senior management, not only the Director of his department.  If the Planning Director is to fulfill the leadership role of this important 
position, he needs to be routinely accessible to County decision-makers and prominent at “head office”. 

StrategyCorp Recommendations 

1. The Provision of planning services to the local municipalities should continue: 
o The cost and overhead for full time planning services or the provision of consultants for each of the eight local municipalities is 

cost prohibitive. 
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o Should the level of planning activity increase substantially, it would be expected that local municipalities undertake local 
planning activities on their own. It is very unlikely, however, that circumstances will change in the short or medium term to 
warrant such an action. 

o While disputes are inevitable, a more formal dispute-resolution process should be implemented. 

2. A “Bruce lens” should be developed through which the Provincial Planning Policy Statement (PPS) can best be interpreted and 
implemented.  This is equally true for all of the Department’s / County’s land-use planning responsibilities.  Statutory and professional 
obligations must be respected, but in a way that works hard to meet the legitimate needs, expectations and priorities of local 
communities and the elected representatives who serve them.   

3. The Planning Department should provide a quarterly report to Council on development approval activity.  While the delegation of 
certain approvals to the Planning Director has reduced “Red Tape”, Council needs to know about applications. This quarterly report 
would include an outline of issues addressed, trends in applications, recurring or emerging issues, etc.  

4. Better coordination with agencies. Joint site inspection should be undertaken to provide the vehicle for communication among the 
County planner, local official, and where appropriate the Conservation Authority.  When the relevant approving authorities meet 
together in one location to assess a development proposal, it has three benefits.  First, it ensures that they have a first-hand view of 
the site and its context.  Second, it allows interaction and professional judgement to be shared directly among those involved, 
including identifying ways in which compromises or primary objectives can be secured, thereby resolving the potential for conflicts 
among approving authorities.  Third, it greatly reduces the tendency for protracted, paper-driven exchanges among approval 
authorities, which are wasteful of resources and a source of concern for applicants. 

5. Create a more formal dispute resolution process for County and Local Interests. When a dispute or difference of opinion occurs in the 
review of planning matters, staff should escalate the issue to the CAO and her peer at the local level for resolution. 

6. Ensure proper senior leadership on files. Experienced Planners should mentor junior staff to share perspectives and assist in 
interpreting policy.  

7. Improve policy coordination and oversight. In an effort to promote interdepartmental cooperation, the Director of Planning should 
work out of the County Administration building. 

In addition to the foregoing recommendations, the County should consider managing the Economic Development and Tourism functions, 
including rural economic development and agriculture, as one or more separate, free-standing units with the County Administration, 
rather than as part of the Planning department.  
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C. Treasury Department Functional Review 

Lines of investigation 

 The Clerk-Treasury Department discharges a range of responsibilities on behalf of the County of Bruce, including a number of statutory 
duties related to being the Secretariat to County Council and to meet the accounting, budgeting, procurement, borrowing, cash 
management and investment, financial reporting, and municipal auditing requirements of municipal legislation and regulations.  

 The Corporate Services Committee of County Council and the Clerk-Treasury Department oversee a range of functions, as outlined 
above, as well as a number of business activities on behalf of the County government and its agencies. 

 The operational review looked both at the quality and efficiency of the delivery of services, and at the appropriateness of the delivery 
models being employed.  Since Clerk-Treasury is a corporate service, its activities affect all Departments and all departments are both 
its clients and its responsibility, in terms of oversight of financial controls and Council-related processes. 

 In response to discussions with members of County Council and arising from the analysis of all four of the Working Groups, 
StrategyCorp commissioned a Special Study of a number of the functions in the Treasury area, conducted by Joseph Rinaldo, an 
experienced senior municipal administrator and professional accountant.  His analysis is summarized below. 

Working Groups’ Observations and Findings 

 Each of the four Working Groups made recommendations on the topics of:  
o financial controls;  
o accounting practices;  
o budget development and administration;  
o the development, administration and interpretation of financial policies; and  
o related issues such as payroll and purchasing.  

 

 This is not surprising, since much like human resources and information technology, finance is a part of the daily business of each 
County department and many of its staff.  

 The Working Groups made the following observations: 
o Develop a County “risk management” process. 
o Reassess the match between staff and responsibilities in the corporate services areas. 
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o Review corporate policies in finance and elsewhere periodically, and make them conveniently accessible.  The County should 
involve both those administering the policies and those who must comply with the policies in the review process. 

o Involve senior management in the process for approving corporate policies and their interpretation on matters of 
significance. Changes to policy or important, approved interpretations should be communicated effectively and consistently 
across the County Administration. 

o Standardize the procurement processes, using a consultative model, and clarify the relevant roles and responsibilities. 
o Develop a financial information system that allows all departments to manage their budgets effectively and on a timely basis. 

This would avoid the issues associated with creating and administering end-of-year reserves and allowances, and operating 
deficits. 

o Note that the annual operating and capital budget formats and administration are driven by Provincial reporting 
requirements, rather than by Program Activities of departments. 

o Improve role definition between Treasury staff and staff in other departments, with respect to budget administration and 
purchasing. 

o Consolidate departmental IT budgets into the corporate IT budget. 
o Re-align the role of Treasury staff and other corporate staff to a role of supporting good management by line managers, 

rather than focusing on verification and compliance. 

Role of the Municipal Treasurer 

 The Treasurer is a Statutory Officer of the Corporation whose role is specifically set out in the Municipal Act.  The Treasurer also plays a 
vital role in ensuring that Council fulfills its responsibility under the Municipal Act as it relates to maintaining the financial integrity and 
ensuring the accountability and transparency of the County’s financial affairs. 

 The Treasurer’s fundamental role is essentially to provide, oversee and manage the financial affairs of the municipality and to meet the 
financial reporting requirements to Council, the constituents and the Province of Ontario.  In carrying out these duties, the Treasurer 
has to comply with all applicable legislation, the majority of which is included in the Municipal Act. 

 The statutory responsibilities include: 
o Maintaining accurate records and accounts of the financial affairs of the municipality; 
o Safeguarding of financial assets including the establishment of the internal controls to safeguard the financial assets; 
o Payment of all debt and financial obligations of the municipality; 
o Billing and collection of all monies payable to the municipality; 
o Preparation of the annual Financial Statements and the completion of the province’s Financial Information Return; and 
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o Ensuring the municipality’s investments comply with provincial regulations. 

 As more service responsibilities have been transferred to municipalities, and as the province imposes a greater level of reporting and 
accountability, the Treasurer must play a vital role in the development of strategic plans and objectives. The treasurer along with the 
management team needs to develop long term financial plans that identify the financial opportunities and challenges and provide 
options to council in managing these future challenges and opportunities. In addition to his/her statutory responsibilities, the 
Treasurer today has a strategic responsibility to ensure the long term financial sustainability of the municipality.  

Consultations 

 For the consultation for the review of Treasury Services, StrategyCorp met with the Following Treasury staff: the Clerk-Treasurer, the 
Deputy Treasurer, the Purchasing Coordinator, the Accounting Supervisor & the Financial Analyst.  The Treasury organization structure 
and the job descriptions of the senior treasury staff were also reviewed. In order to get a perspective on the level of service and 
support being provided to the operating Departments, meetings were also held with the County Engineer and the Director of Social 
Services and their Business managers.   

 Further meetings were also held with the Director of Human Resources who recently assumed responsibility for the HR/Payroll system 
and the Director of Information Technology who provides technical support for the financial information systems and whose staff were 
members of the team which implemented Avanti, the new HR/Payroll system. The external auditor, BDO Canada Ltd was also 
consulted. The Avanti system was further reviewed by conference call with the HR/Payroll staff directly responsible for management of 
the system.   

StrategyCorp Observations 

The Overall Financial Position of Bruce County  

 Overall, based on the review of the audited financial statements, it is our view that the County of Bruce is in a sound financial position.  
The net financial liabilities per capita are declining, and both debt to reserves and the liquidity ratios have improved in recent years.  
These key financial indicators are also favourable when compared to other counties and Ontario municipalities of similar size. 

 Tax Policies and Tax ratios:  The Commercial/Industrial tax ratios in the County are among the lowest in the Province and remain near 
the Provincial Range of Fairness for Multi-Residential, Commercial and Industrial classes. The current tax policies continue to provide 
very competitive tax burdens for the commercial/industrial classes. 
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Roles, responsibilities, and financial systems 

 It is the sole responsibility of management to prepare the financial statements including the accompanying notes and the disclosure 
required by legislation. The Treasurer, on behalf of Council, is responsible to maintain the financial integrity of the statements 
including adequate comptrollership.   

 It is the responsibility of operating managers to deliver their programs in a manner that meets program goals, in a cost effective 
manner.  

 While the Treasurer has primary responsibility to advise Council on the County’s financial affairs, municipalities today place a high level 
of accountability on responsible managers across the entire organization for the effective financial management of the organization.   

 Through the consultation process, we observed dissatisfaction in the operating relationship between Treasury and the operating 
departments.  This view is widely held, and potential areas for improvement were identified by Treasury staff themselves, by the 
Working Groups and by StrategyCorp.   

 While some degree of tension is inevitable between Treasury and operating departments, in our view the majority of the issues 
originate from a common cause:  The County’s financial information system is obsolete, and not capable of delivering real time 
certainty to its clients. 

 It appears that over time, in an effort to “manage around” the weaknesses of the system, treasury staff and operating departments 
have adapted policies and procedures which are cumbersome.  Some policies put an emphasis on “top down” control which exceeds 
contemporary opinions of “best practice.”  Some practices lead to duplication of effort. 

  A key recommendation of this Operational Review is to address the need for a contemporary, integrated financial information system.  

 The implementation of a new system will allow new management policies to be implemented, permitting program managers to 
operate with greater autonomy and responsibility.  Greater financial accountability by Departments will allow the Treasurer to focus 
on strategic initiatives. It will also allow County Administration to provide better and more up-to-date information to Council. 

 Update the Financial Information System:  The County currently utilizes ASYST for its Financial Information System, and Avanti for 
HR/Payroll. Based on the information received during the consultation process and the findings of the Working Groups, the financial 
system no longer meets the needs of the County. 
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 Evaluate opportunities for sharing with other municipalities:  One option is to investigate the feasibility of sharing a common financial 
system with other municipalities.  The sharing of financial systems with other neighbouring municipalities can provide economies of 
scale for medium size municipalities such Bruce County.  The implementation of major applications such as a financial information 
system requires an investment of technical and staff resources, which can be a challenge for medium-size organizations.  This includes 
an investment in the skills and training of staff in Information Technology, Treasury and the user departments. By sharing applications, 
the participants share in the costs, evaluation and implementation of the application, and can rely on each other in the event of staff 
turnover. Interviews revealed that ASYST is not utilized by any of the surrounding communities. 

 This approach was successfully implemented in the District of Muskoka where Bracebridge, Gravenhurst, Muskoka Lakes and the 
District of Muskoka have implemented a common financial system.    

 There appear to be limitations on the integration between ASYST and AVANTI, which is affecting the timely distribution of Payroll and 
benefit costs to the General Ledger.  Treasury and Human Resources need to review the processes for the distribution of payroll and 
benefits into the General Ledger to ensure that departments receive timely information in their monthly financial statements.  

 The timely processing of invoices is also critical in providing timely financial information. This responsibility lies with both the Treasury 
and all user departments. The procedures for processing the payment of invoices, including the internal controls should also be 
reviewed to ensure the timely processing of payments to County suppliers. This review should also include a review of procedures for 
the collection of accounts receivable. 

 The County currently does not commit purchase orders into the financial system, even though ASYST has this capability, because of the 
resources required to manage this task.  The County should evaluate the suitability of commitment accounting for Capital Projects and 
further evaluate the merits of commitment accounting for current operations after the commitment accounting for Capital projects 
have been in place for one year. 

 Correction of Misstatements:  In the external audit plan, which was submitted to Council in December 2013, BDO Canada Ltd. has 
encouraged management to correct any misstatements identified throughout the audit process.  While these misstatements are 
usually not significant, StrategyCorp also supports the correction of these misstatements, since most readers of financial statements 
usually have difficulty in understanding why audited financial statements include mistakes.  

 Improve Performance Measurement Reporting:  In reviewing the Performance Measures included in the FIR, there appears to be 
some inconsistencies in the reporting of the performance measures, especially when a comparison is made on the performance 
indicators for the same service from year to year. This is likely a cost allocation discrepancy. Staff should implement a due diligence 
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process to ensure that performance measures are reliable and annually report to Council on these measures preferably with a 
comparison with other similar municipalities and counties. 

Banking Services & Investments 

 Improve Cash Management Strategy:  The County carries a significant amount of cash in their bank accounts.  The cash balances at 
December 31st were $19.2 Million in 2012, $15.7 Million in 2011 and $13.4 Million in 2010. While these balances earn interest at a rate 
equal to 10 basis points below the 30 day Banker’s Acceptance under the current banking arrangements with CIBC, there is an 
opportunity to earn additional interest income since most of these funds have been set aside in Reserves and Reserve Funds and 
therefore have a longer term requirement.  

 An active investment strategy within an approved policy which complies with the legislation can yield additional interest income. 
Another investment tool available is the One Investment Program which is operated by Local Authority Services (LAS), a subsidiary of 
AMO. It has increased the yield on investments for many Ontario Municipalities. 

 The development of projected cash flow requirement would identify the funds available to invest.  Additional resources required for 
cash management activity are usually more than offset by the additional interest income generated by the municipality. 

 Undertake RFP for Banking Services:  Banking services are a vital component of any treasury operation. The utilization of electronic 
banking facilities can increase the internal transaction efficiency and enhance stakeholder relationships by facilitating the processing of 
payments, deposits, and payroll transactions. The banking services for the County are currently being provided by CIBC.  A review of 
current Banking Services has not been undertaken for some time.  Municipalities generally review their banking services every five to 
ten years.  It is recommended that the County undertake a RFP for banking services.   

 Undertake RFP for other major financial services:  The procurement of Major financial services like Banking Services, Insurance, and 
External Audit should be periodically reviewed. Legislation requires that External Audit services be reviewed every five years.  A RFP for 
these services has generated savings to municipalities in recent years.  As well, it ensures that the municipality is receiving competitive 
prices and quality services. 

Reserves and Reserve Funds 

 Another benefit of implementing an up to date financial information system would be to improve the Counties policy and operation of 
reserve accounts. As at December 31, 2012, the County has $20.8 million in Reserve and Reserve Funds. An updated system will allow 
the county to have clear and consistent reporting, for each of Treasury staff, program managers and for County Council. The allocation 
of interest to reserves provides further flexibility in the provision of future service requirements, and is a sound financial policy.  The 
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policies relating to each reserve should be included in the annual report on Reserves that is submitted to Council.  The policies on 
Reserves funds should reviewed with input from all departments which have program specific reserves.  

Operating & Capital Budgets 

 Adopt Program Based Budgeting to provide better decision-making and accountability:  The annual budget is one of the key financial 
planning tools used by municipalities in their decision making process. The budget should be aligned with the strategic plan, and other 
planning documents approved by Council. The presentation of the budget seems to focus on line by line detail financial information, as 
presented in the financial information system and Financial Information Return.  

 The recent change to the annual timetable for presentation and approval of the County budget is a major improvement.  It allows 
management of finances across a full fiscal year, and gives local municipalities an early indication of the implications for the municipal 
tax bill and planned County activities, such as construction, within local communities. 

 It is recommended that a program based budget be developed that provides council with: A higher level of financial information, 
program information, Key Performance Indicators, and a summary of the past year achievements and the upcoming business plan for 
the coming year. The first step in any move to program budgeting is describing the programs and determining their budgets and 
performance measures.  As a foundation to this process, the County should build on the extensive work done by the individual 
Working Groups to describe, for the first time in some cases, the programs of activities being carried-out by individual departments 
and agencies of the County.  This work was supplemented by a review of the staffing levels, operating and capital budget allocations, 
and key performance indicators for each program, where available. 

 The budget preparation needs to be consistent with the financial report requirements imposed by the province. While staff will need 
to develop the budget at a detailed level, presentations to Council can be done at a higher level. For example, the spending categories 
can be presented at higher level (Personnel & Employee related benefits, Material & Supplies, Contracted Services, debt Charges, etc.). 

 The development of a multi-year operating and capital budget forecasts is an important tool for management and council in 
identifying and planning for future financial opportunities and pressures facing the municipality, particularly now that more services 
have been downloaded to municipalities.  This forecast will assist council in making the longer term decisions required to meet the 
municipal needs of the community. 

Budget Monitoring & Variance Reporting 

 It is considered a best practice in municipal management to day to strike a balance between accountability for spending and flexibility 
to manage within budgets to meet program objectives. When they have timely financial information, the Departments are better able 
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to project, explain and manage variances in their programs.  The financial Statements Reviews submitted to council should include a 
projection to year-end at the departmental program level with this forecast being prepared by the Departments.  These statements 
need to be timely so that Council can make timely decision in event of unexpected occurrences. 

 Currently, the Budget monitoring process consists of providing departments with monthly statements and Council with two in-year 
budget variance reports (Financial Statements Review) on June 30th and September 30th.  Another Financial Statement report is 
submitted after year-end along with the annual audited financial statements. 

 The Purchasing By-Law includes the following policy where additional funds are required for the completion of a project. This governs 
spending limits in the operating budget: 

Department Head - The Department Head may authorize the transfer to a limit of $5,000 and report same to respective 
Department Councillor.  

Chief Administrative Officer - The CAO may authorize the transfer to a limit of $10,000 and report same to respective 
Department Councillor.  

Council - Council may authorize any transfers in excess of $10,000.  

Transfers and over expenditures which would affect the total limit of the departmental operating or capital budget must be 
recommended for Council approval by respective Department Head and Department Councillor and follow the 
requirements of the Notice By-Law. 

 The following establishes the limitations for Capital Projects: 

Within a specific Tender or Quotation, the Department Head has the authority to authorize payment of an invoice 
containing charges for services and/or materials that exceed the original estimated quantities up to 10%, to a maximum of 
$35,000, but does not extend the scope of work or exceed the project’s budget; and,  

That in the event the invoiced quantities exceed 10% of the original estimated quantities or $35,000, but no greater than 
$50,000, but does not extend the scope of work or exceed the project’s budget, the invoice will be reviewed and approved 
by the C.A.O., or directed to Committee for approval (as amended September 13, 2012). 
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 The policy is applied for managing spending for the operating and capital budgets. However in some cases, employees were not aware 
that this policy applied to monitoring budget and program spending.  The program monitoring appeared to be inconsistent.  

 Establish a policy on permitted variance from budget to allow managers flexibility to manage.  A clear policy which sets out 
permitted variances for both the operating and capital budgets needs to be adopted by council separate from the Purchasing By-Law 
since the budget includes expenditures which are not governed by the Purchasing By-Law (e.g. Personnel and employee related 
expenditures).  Provided a Department is within its overall budget, variances at the specific line item and/or program level should be 
permitted and subsequently reported in the Financial Statement Review reports submitted to Council. The Department should be 
accountable to explain the need for the variance. 

 Management should recommend the level of variance permitted to Council. Given the size of Bruce County’s operations, the following 
would be a reasonable policy for managing the operating budget:  

o a 10% variance up to a limit of $10,000 on a specific program could be approved by the Department head, and  

o a 10% variance up to limit of $25,000 on a specific program could be approved by the CAO, provided this program variance is 
within the overall Departmental budget.  

 In addition, there should be no authorization required for Transfers for specific line items providing that the specific program budget 
has sufficient funds to offset the variance. In all circumstances, departments cannot exceed the overall Departmental Budget without 
Council approval.    

 For the management of Capital Projects, a reasonable policy would be: 

o  departmental approval at 10% up to $50,000, and  

o CAO approval at 10% up to $75,000 with a subsequent reporting to council.    

Benefits of Sharing Information Technology Services 

 Evaluate opportunities for sharing of IT services with other municipalities:  The sharing of IT infrastructure is becoming a new trend. 
Cloud computing is in effect the sharing IT services.  By working together, the participating municipalities can improve services, 
achieving economies of scale, share technical expertise, share data storage and security management.  Sharing also provides greater 
capacity to utilize technology as a tool in the efficient delivery of municipal services, and enables a greater influence on local internet 
service providers in making improvements in internet and connectivity within Bruce County.  
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 As stated earlier, the sharing of applications such as financial systems and GIS can provide additional benefits. There may also be 
benefits in pursuing the sharing of other municipal services. 

Purchasing Services 

 The Purchasing Division has the responsibility to ensure that it provides the procurement function in a manner which meets the needs 
of the municipality, and facilitates departments in securing of goods and/or services for the Corporation.  The Division should 
encourage an open and competitive bidding process, ensure the equitable treatment of all vendors, and ensure the best value is 
obtained by the County in the procurement of goods and services. 

 The Purchasing Coordinator has been successful in achieving more than $1 Million in contract reductions by seeking volume discounts 
and renegotiating existing contracts.  

 StrategyCorp undertook a review of the existing Purchasing By-Law and a draft revised By-law prepared by staff. The following 
summarizes approval authority for the existing and staff’s proposed revisions to the procurement policies: 

Existing Limits on Purchase and Procurement Policy 

Current $ Limits  Current Procurement Process 

< than $4,999 

$5,000 - $9,999 

$10,000 + 

1  Bid – Verbal 

3  Bids –Verbal / Written 

Public Tender-Advertised or Invitational Tender (3) sealed  

Housing $ Limits Housing Current Procurement Process 

< $2,000 

$2,000 - $4,999 

$ 5,000 - $14,999 

> $20,000 

$15,000 - $34,999 

$35,000 + 

1  Bid – Verbal 

1  Bid - Written 

3 Bids – Written 

Consulting Services – 1 Bid – Written 

 Invitational Tender (3) – Sealed 

Public Advertised Tender or Invitational Tender (3) Sealed 
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Proposed Limits in Draft Purchase and Procurement Policy (March 2013) 

Current $ Limits  Current Procurement Process 

< $2,500 

$2,500 - $9,999 

$10,000 + 

1  Bid – Written 

3  Bids - Written 

Invitational Tender (3) Sealed  

Housing $ Limits Housing Current Procurement Process 

< $2,500 

$2,000 - $9,999 

$ 10,000 - $25,000 

$25,000 + 

1  Bid – Written 

3  Bids - Written 

Invitational Tender (3) – Sealed 

Public Advertised Tender or Invitational Tender (3) Sealed 

 Given the limited resources, the Purchasing Division should be focusing on value added services in the procurement process. The 
responsibility and accountability for adhering to the County’s purchasing policy for low-dollar purchases should be delegated to the 
Departments, who would be required to utilize existing contracts where possible. Rules should be in place to ensure that these 
purchases are non-repetitive, to ensure that this delegation is not used to split purchases.  

 Purchasing should continue to set the standards, the process and general specifications for tenders and Request for Proposals.  For 
standard construction contracts, the Purchasing Coordinator should provide Highways with the general specifications to include in 
tender to the Director who will issue the tender without further approval, providing the tender is in compliance with the Purchasing 
By-law.  Streamlining of the process, where possible, permits staff to focus on value added tasks. The use of pre-approved 
contractors/suppliers is also a very effective in securing services in a timely manner. 

 The Tables outlined at the end of this section provide StrategyCorp’s recommended procurement processes and levels of contract 
approval authority (Table “A”) and the recommended approval limits (Table “B”). 

StrategyCorp Recommendations 

1. The County should move ahead with a decision to acquire and implement on a phased basis, contemporary, integrated financial 
information systems. An evaluation on the merits of implementing new financial information systems including pursuing the purchase 
of a common financial information system with surrounding municipalities and counties should be undertaken as a priority.  
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2. The County should cultivate a culture of encouraging program managers to operate with greater autonomy and responsibility.  The 
County should invest in modern financial systems and automated procedures, developed in consultation with all departments, in order 
to enable this proposed cultural shift.  

3. The County should adopt a Program Budgeting Model, to better manage the County’s budgeting, reporting, performance 
management, and procurement processes.  

4. The Clerk-Treasurer should bring forward for Council’s consideration options for the implementation of an active investment strategy 
within the provincial legislative framework. A revised investment policy for the prudent management of the County’s surplus funds 
and the management of an investment portfolio should also be submitted to Council. 

5. A Request for Proposal should be issued for the County’s Banking Services, to ensure that the County receives full value from its 
banking service arrangement, including optimizing interest earned on bank balances. 

6. The policies for each Reserve and Reserve Fund should be reviewed and included in the annual Reserve Report to Council.   

7. The annual budget that is submitted to Council should include Key Performance Indicators, financial information by major spending 
category, and a program summary including past year achievements, and objectives for the coming year.  

8. A multi-year operating and capital forecast should be submitted to Council. 

9. The periodic Financial Statements Review should be submitted to Council in timely manner and include a forecast to year-end at the 
departmental program level. This forecast is prepared by the Departments with the assistance and support of the Treasury 
Department. 

10. A budgetary policy for limiting spending that exceeds budgetary allocations for both the Operating and Capital Programs should be 
developed using the principle of greater departmental accountability and that the related provisions included in the draft purchasing 
by-law be amended accordingly 

11. A review of the procedures for processing purchase orders, the payment of invoices, the collection of accounts receivable, and payroll 
costs should be undertaken, including an evaluation of the merits of delegating greater responsibility to the operating Departments. 

12. Commitment accounting should be implemented for Purchase Orders for Capital Projects and the merits of implementing a full 
commitment accounting for current operations should be re-evaluated in twelve months. 

13. The County should pursue opportunities to enable the sharing of Information Technology Services with neighbouring municipalities. 
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14. The Procurement Processes and the Levels of Contract Approval Authority as set out in Table “A” and the Approval Limits as set out in 
Table “B” should form the basis for a revision to the existing Purchasing By-Law. 

15. The County should develop a risk-management strategy and employ risk-management methodology across the County Administration. 
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Table “A” – Recommended Procurement Processes and Levels of Contract Approval Authority for Bruce County 

Note:  Sales taxes, excise taxes, goods and service taxes and duties shall be excluded in determining the price of a contract for the supply 
of goods or services for the purpose of the relationship of the price to the pre-authorized expenditure limit. 

In the case of multi-year supply and/or service contracts, the pre-authorized expenditure limit shall refer to the estimated annual 
expenditure under the contract. 

Value Procurement 

Process 

Approval Source 

Of Bid 

Reporting 

Requirement 

Less than 

$5,000 

Direct Purchase, no formal or written quotation; solicit 
up to 3 verbal quotes. 

Director or 

Authorized Delegate 

Obtain competitive 
prices 

No Report to Council   required if total project and/or 
total program is within 10% of approved budget. 

$5,000 but 
less than 
$25,000 

Informal Quotations 

Department solicits bids from 3 or more suppliers 

Alternatively, Direct Negotiation by Purchasing 
Coordinator or Director and/or designates if it is Single 
or Sole Source. 

Director Invited suppliers No Report to Council   required if total project and/or 
total program is within 10% of approved budget and if 
the total Departmental budget is not exceeded. Single 
or Sole source purchases be reported to Council on a 
quarterly basis 

$25,000 
and greater 

Request for Tender 

Purchasing Coordinator and the Departmental Director 
and/or designates prepare the RFT documents. 

Director Public tender on 
County website and 
maybe  advertised in 
newspaper(s) 

No Report to Council   required if total project and/or 
total program is within 10% of approved budget and if 
the total Departmental budget is not exceeded. 

$25,000 
and greater 

Invitational Tender 

In lieu of a Request for Tender when, due to 
exceptional circumstances, it is more efficient and cost 
effective to invite approved suppliers to quote. 

The process shall be approved by 
the CAO who will consult with 
the Purchasing Coordinator prior 
to issuance of Invitational Tender 

Invited Suppliers Purchasing Coordinator will provide Council with a 
quarterly report on these tenders including an 
explanation from the Director why this process was 
selected 

 Request for Proposal 

In lieu of a Tender or Quotation, when goods and 
services cannot be specifically stipulated or when 
alternative methods are being sought to perform 
certain functions. 

The evaluation criteria and 
process shall be approved by the 
Director prior to issuance of the 
Request for Proposal. 

Same as above based 
on dollar value 

No Report to Council required if total project and/or 
total program is within 10% of approved budget and if 
the total Departmental budget is not exceeded. 
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Table “B” – Recommended Approval Limits for Bruce County 

Ref Before all Applicable Taxes Approval by 

Greater than Less than = to 

1 - $5,000 Manager, or other “delegated” staff as specifically 
designated by the Department Head 

2 $5,000 $25,000 Manager, or other “delegated” staff as specifically 
designated by the Department Head 

4 $25,000 $50,000 Department Head and 

Chief Administrative Officer 

5 $50,000 $100,000 Chief Administrative Officer 

6 $100,000 No limit  

 

Department Head and Purchasing Coordinator If the bid solicitation process is a Request for Tender that is being awarded to the 
lowest bidder and the expenditure is within the Approved Budget (During an 

election year additional approval authority is possible under certain conditions). 

7 $100,000 No limit Council 

 Bid Solicitation or Award other than Requests for Tender awarded to the lowest 
bidder and the expenditure is within the Approved Budget 

(During an election year Council approval authority is delegated to the 
Administrative Staff Committee under certain conditions.) 
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D. Asset Management Review 

Lines of investigation 

 The Asset Management Review consisted of the following areas of investigation: 

o Examination of the management of the County’s real property portfolio, including library properties, leased premises and the 
social housing portfolios of the County, the Bruce County Housing Corporation, and the local non-profit housing providers. 

o Examination of the practices followed by the County and its contractors to maintain properties administered by the County 
and its agencies. 

o Consideration of the consolidation of County services in specific locations, with a view to improved customer service within 
local municipalities, and greater efficiencies in service delivery and facilities operations. 

o Effective management of “intangible” assets, such as information technology and telecommunications infrastructure, as well 
as major software and systems investments; (the management of financial assets is addressed in the Treasury review). 

o Coping with distance:  measures to make most effective use of vehicles, technology and service-delivery locations. 

Working Groups’ Observations and Findings 

The Working Groups made the following suggestions:   

Data Assets and Resources 

 Make better use of its data resources, which would also allow it to be more effective in identifying “key performance indicators”.  

 Establish a greater commitment to performance measurement, as a management tool. 

 Explore opportunities to leverage GIS (geographic information systems).   

 Review the potential gains from establishing a County “digital repository” for records, consultants’ reports, and other information that 
may have application or be of use to other County departments or local municipalities in the County. 

Physical Assets and Resources 

 Create an inventory of County and community facilities, such as meeting space. 

 Develop a long-term strategy to consolidate County workplace locations. 

 Explore the merits of bringing together County and related services in a “one window” access point for clients of County services (e.g., 
social services), “hubs” of County and related services in major urban centres across the County. 
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 Compare and contrast the performance of Brucelea and Gateway (allowing for size differences) with a view to improving performance 
area-by-area, and identifying opportunities for sharing resources. 

 Examine the potential for sharing technical services between Long-Term Care Homes (Brucelea, Gateway). 

 Review security provisions for County properties and job sites, and protection of Homes residents, County staff and physical assets. 

StrategyCorp Observations and Conclusions 

 Continue to Improve Performance Measurement:  As the adage goes, “what you can’t measure, you can’t manage”.  The County 
should embrace performance measurement and performance monitoring as a way to manage its human, material and financial assets, 
as well as to demonstrate performance to Council and the residents and businesses of the County.  There are several well respected 
performance measurement systems in use by upper-tier governments across Ontario, and Bruce County should participate in those 
surveys.  Even without a new financial information system, it should be possible to improve year-over-year comparisons of County 
performance, both internally, and with comparable municipalities. 

  Consider ways to leverage “intangible” assets:  There is a tendency to think of assets as bricks-and-mortar or financial assets, but 
increasingly “intangible” assets are recognized as creating significant value for public organizations.  The experience of Teranet (the 
registry office system owned by OMERS), now valued at over a billion dollars, is a good illustration.  The County should identify ways in 
which GIS and other geo-spatial information could be leveraged by the County.   

 Leverage investments in broadband to drive productivity:  In the same vein, the County should also be looking closely at the 
operational and economic development advantages of the south-western Ontario rural broadband initiative, modelled on the 
remarkably successful initiative of the Eastern Ontario Wardens’ Caucus.  With a small population spread over a large and often 
weather-challenged geographical area, and with a County seat in the southeast corner of its jurisdiction, technology that shrinks 
distance and makes remote meetings more practical should be eagerly pursued.  Videoconferencing was once an expensive and 
technologically unreliable means of dealing with dispersed staff and crowded schedules.  That is no longer the case.  With the 
installation of broad-band, it would be possible to arrange many more meetings using technology. 

 Measure Costs associated with distance delivery, and update policies to reflect emerging opportunities:  In assessing the costs of 
County government, distance reflects itself in several ways: 

o Time spent in travel:  Great distance means much time is spent in travel that might otherwise be more productively 
employed in a value-added activity.  This reflects itself in both time away from customer service, and in challenges “getting 
the right people around the table” for management and decision-making. 
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o Working conditions and employee retention:  Decisions on the location of staff, and the working conditions experienced by 
professional staff, can have an impact on recruitment and retention, as well as productivity.  

o Mileage expenses:  In addition, StrategyCorp notes that it is common practice to use personal vehicles on County business.  
Using personal vehicles may be attractive for some staff, who might welcome the regular tax-free mileage-allowance cheque.  
But a more comprehensive and business-focused approach to the use of County and personal vehicles, such as that taken by 
the Highways Department, might produce some significant operational improvements, and potentially reduced costs (and 
incentives) for business-related travel.  

 The County should further exploit opportunities to use social media. The County’s IT department has staff dedicated to website 
development and maintenance.  It also has a recently established a dynamic social media committee, with membership drawn from a 
variety of departments.  The County should evaluate opportunities for social media communications initiatives in this area supported 
by an existing or new staff position focused on the important, emerging field of social media, for both internal and external 
programming.  

 Explore opportunities to consolidate County work locations:  The County operates a large portfolio of facilities, and does business 
through many more, via leases or third-party buildings.  The Public Library alone operates from 17 separate locations, a number of 
which are owned by local municipalities or others.  For the County, there is a significant potential for both reduced cost of 
administration and improved community service by planning, over time, to consolidate County work locations into “hubs” in the major 
urban centres of the County. These hubs could be integrated with related non-profit and other public services (including those of 
Service Ontario and Service Canada).  Consolidation of County locations has the potential to give both the Bruce County resident or 
business, as well as the County employee, better-equipped and better-connected, multi-purpose business locations in key geographic 
locations across the County. 

 The County should implement comprehensive lifecycle asset management strategy.  In 2013, the depreciated value of County assets 
was estimated at over $156 million.  While nearly $75 million of that consists of roadways, and a further $13 million is in bridge 
infrastructure, the balance of the County’s assets exceeds $68 million, including a depreciated value of $22 million for the housing 
portfolio (although the market value is likely closer to $80 million). The capital maintenance costs are correspondingly substantial.  Any 
gains in efficiency through maintenance and repair both protect the life-span of the assets, and defer the day when capital 
expenditures are required to replace or repair them.  

o As part of its lifecycle asset management strategy, the County should continuously explore opportunities for energy 
efficiency:  Facilities maintenance programs can reduce energy and other utility costs.  There is also scope for savings in this 
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area.  Social housing providers are looking closely at energy-cost reduction initiatives.  As an illustration of the potential, the 
cost of utilities at Brucelea is over $363,000 annually. 

  The County should establish a facilities maintenance strategy to reduce the backlog of deferred maintenance and extend the life of 
physical and technological assets. The County makes substantial annual investments in facilities maintenance, both on County 
facilities and on residential properties in the social housing portfolio.  (As an illustration, Brucelea spends over $163,000 on 
maintenance activities and the social housing portfolio employs 11 building staff). In addition to sharing resources between the Long-
Term Care Homes, there is the potential to make better use of the staff and contractors that maintain social housing properties, as 
well as those who maintain County facilities.    

o The creation of a facilities management function across the County organization, including social housing, should only be 
undertaken after a review by the CAO, to ensure that any consolidation of existing work units maintains or enhances their 
current efficiency and cost-effectiveness, while sharing their expertise and capacity across the whole organization.  

 StrategyCorp also reviewed the transportation assets managed by the Highways Department.  Recommendations on those assets are 
outlined in the section of this Report dealing with that Department. 

StrategyCorp Recommendations    

1. The County should participate actively in recognized municipal performance measurement programs and use the resulting information 
as part of an annual Program Budgeting format, as recommended above. 

2. The County should recognize and protect the value of its digital and “intangible” assets. 

3. The County should move ahead with its support for installing broad-band connectivity to all parts of the County.  The County should 
use the resulting service-improvements to facilitate greater use of remote-meeting technology by staff in order to reduce unnecessary 
travel, notably during periods of inclement weather.  These services should also be made available to officials of Local Municipalities, 
for the conduct of municipal business or to support economic development. 

4. The County should review its teleconferencing capacity and practices, in order to reduce the cost and time-loss associated with staff 
travel on County business. 

5. Current policies related to vehicle use should be reviewed, to determine the optimum mix of County vehicle and personal vehicle use 
on County business, including out-of-County travel. 
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6. The County should consider devoting all or part of the time of a specific county employee to support internal and external social media 
communications. 

7. The County should develop a strategy for consolidating its leased and owned property, with a view to reducing costs and the number 
of sub-optimal locations.  In doing so, the County’s facilities management strategy should aim to improve the customer experience for 
residents and business clients of the County, as well as improving workplace conditions and connectivity for County staff.   An 
exploration of the establishment of “hub” locations in major urban centres should be explored. 

8. The County should implement a comprehensive lifecycle asset management strategy to ensure County capital assets are kept in a good 
state of repair, and that capital asset maintenance costs are optimally spread over the lifetime of the asset.  As part of this lifecycle 
asset management strategy, opportunities for energy efficiency should be explored to reduce ongoing utility costs.   

9. The County should also establish a facilities management strategy, to ensure that the in-house and contracted staff resources (notably 
in-house licensed trades) are used for facilities maintenance and major repairs as efficiently and effectively as possible, and with 
appropriate priority.  Plans and savings achieved through the facilities management strategy should be reported annually to County 
Council. 
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E. Creating an organizational Culture for Continuous Improvement – Practical Measures 

Lines of investigation 

 Explore need to develop and expand project management expertise and processes throughout the County administration. 

 Develop a program to foster innovation at the County and to encourage continuous improvement, drawing on the interdepartmental 
Working Group model used in the StrategyCorp Operational Review. 

Working Groups’ Observations and Findings 

 The County Strategic Plan champions the concept of innovation in the delivery of municipal services.  The Working Groups picked-up 
that thrust with a series of related suggestions, drawn from municipal and industrial experience: 

 Create a “corporate” policy development / policy analysis capacity, accessible by each department and the CAO, to assist departments 
that need to undertake develop policy to improve services and programs, but without the time / internal capacity to do it.  

 Develop a corporate resource devoted to pursuing grants and other funding and cost-sharing opportunities, from governmental 
organizations and from not-for-profit entities and foundations to support individual department programs and offset the cost of new 
County initiatives. 

 Expand scope of employee recognition programs beyond length-of-service recognition.  Acknowledge teams, not just individuals.  
Celebrate achievements to a wider audience, to enhance the reputation of the County government and its employees and officials. 

 Develop a project-management capacity within the County, including involvement of all affected departments when new corporate-
wide policies are being developed. 

StrategyCorp Observations and Conclusions 

 One of the recurring themes in the Working Group discussions was the way in which policies are developed, established and 
administered.  As the County has matured, it is increasingly important for County Council and senior management to approve and rely 
upon policy to guide the management of the County’s programs and finances.  Until now, this responsibility has fallen to individual 
departments, where they had the time, incentive and capacity to undertake policy development.  A more consistent, and corporate, 
approach to policy development, approval and implementation is now needed. 

 The County needs to adopt a methodology to guide the development and execution of projects.  The implementation of Project 
Management methodology throughout the County Administration would ensure that projects are executed in a manner that reflects 
corporate priorities, interdepartmental consultation where appropriate, and the planned use of resources.  A successful methodology 
would ensure that projects are: 
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o properly scoped,  
o reported-upon routinely, and  
o delivered on-time and on-budget.    

 Consideration might also be given to creating a Project Management capacity within the CAO’s office, to ensure that the methodology 
is used, that an enterprise-wide approach is taken, and that expertise is increasingly developed within the County organization. 

 Increase the effectiveness of Bruce in intergovernmental relations:  In an era of increasing fiscal restraint but undiminished 
expectations by citizens and local municipalities, the County needs to ensure that it has an effective voice in dealing with other 
governments.   

 Local and County governments across Ontario are investing in their capacity to perform intergovernmental affairs in order to achieve 
policy and funding goals.   

 County Council has identified, as a priority in its Strategic Plan, getting the “Bruce County agenda” on the agendas of other orders of 
government, and the variety of public agencies that serve the County and its communities.  This is another expression of the concept 
of developing a “Bruce lens” to guide County decision-making and its relationship with other public and non-profit organizations.   

 One of the best ways to do this is to ensure that the County identifies and exploits opportunities to advance the County’s profile and 
interest – from economic development prospects and awards competitions, to grant programs and Provincial initiatives / programs 
affecting the County.   

 Create Employee Recognition Programs:  Employee recognition programs can have a major impact on productivity and performance.  
They need not be burdensome or expensive to administer.  Of particular benefit, are programs where innovation or creative cost-
saving ideas are proposed and implemented.  These programs have been very successful in private industry, but they can be just as 
useful in government. 

 Recognition programs can be for individual or group achievements.  Typically they are the product of a nomination by fellow 
employees or a manager.  The criteria could include improvements in services to clients, or accomplishing a project on time and on 
budget, or achieving some important milestone, such as a Strategic Plan objective.  Those reviewing the submissions can include one 
or two external reviewers, such as members of the business or non-profit communities being served by the County.   

 Some progressive municipalities reward innovations that result in taxpayer savings, whether by reducing costs or avoiding future costs.  
The typical program model is based on the “suggestion box” format (already in use in Brucelea, for example), but the program would 
operate using a more formal process.  Several times each year, a review panel drawn from across departments, made-up of managers 
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and professional staff, would evaluate proposals submitted by individual employees or groups of employees.  The ideas are referred 
for an evaluation by the county staff in the best position to verify the associated claims.  If verified and implemented, those making the 
proposal receive an award or prize.  If the idea achieves significant savings, those making the proposal could share some percentage of 
the net savings, up to a dollar maximum over one or two years, or if financial rewards are seen as problematic, some other significant 
form of recognition.   

 The innovation awards programs must be designed so that the savings are “real”, not just a recommendation to purchase some readily 
available and widely used labour-saving technology or to reduce the size of a work unit.  The evaluation process must also be led by a 
County “champion” of innovation, so that ideas are not dismissed by middle or senior management as not a priority or not their 
preference.  It is also preferable that the program exclude eligibility of senior management and the manager of the affected program 
area, as innovation is a basic job expectation for these employees.  The Working Group cited a number of working examples of such 
programs, notably one in the Regional Municipality of Durham.   A succession of successful innovation-awards programs were 
operated in the City of Burlington for many years. 

StrategyCorp Recommendations 

1. The County should invest in its capacity to undertake successful intergovernmental affairs programming, with respect to both policy 
and funding “asks” of other levels of government.  A capacity within the County for policy analysis and grant writing, and for 
coordinating ‘government relations’ activities should be created. This capacity would be ideally located in the office of the CAO, to be 
available to County Council and each department on priority-ranked basis. 

2. The process for authorizing the development, approval and implementation of administrative and corporate policies should be 
coordinated and standardized in the hands of senior management, prior to implementation or recommendation to Council for its 
consideration.  The same is true for interpretation and implementation of approved policies and procedures. 

3. The County should expand its employee recognition program to establish an innovation award program, and a recognition program for 
individual and group achievements.  Successful proposals should be broadcast to a wide audience to reinforce the program. 

4. The County should develop a widely understood and consistently employed Project Management methodology, to be used for projects 
and for policy development and implementation, beginning with the implementation of the adopted elements of this Report.  (We 
note that work on this has begun while the Operational Review was ongoing.) 
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F. Cultural, Recreational and Tourism Services Functional Review 

Lines of investigation 

 Examine the role and function of the county library system, the county museum and other heritage, archival and cultural activities 

Working Groups’ Observations and Findings 

 The Working Groups made the following suggestions related to Cultural, Recreational and Tourism Services: 
o Evaluate the potential to expand the users of the County-wide library courier service. 
o Seek opportunities for interdepartmental collaboration – tourism, museum, library, social services, and long-term care 

homes. 
o Evaluate the merits of the Library Board owning its own real estate. 
o Examine why residents and tourists/visitors use – and do not use – the Bruce County library.  
o Consider deploying a dedicated IT staffer for museum. 
o Conduct a museum operational review, focusing on revenue-generating potential and cost-centres, including facility use and 

exhibits. 
o Create a joint marketing strategy and engage County employees as ‘ambassadors’ for cultural services. 
o Undertake joint ventures with Ontario Works and other municipal and non-profit programs. 
o Review the cost-benefit of a County “grant writer” to pursue Provincial, Federal and other agencies’ funding opportunities. 
o Explore the feasibility of a Cultural Services Department, involving the library and museum. 

StrategyCorp Observations and Conclusions 

Public Library function and County Museum and Archives function 

 Both the Bruce County Public Library System and the Bruce County museum operate under statutory arrangements that anticipate a 
governing board and a degree of operational independence. 

 The autonomy of both organizations is designed to ensure that they can serve their existing and potential clientele effectively. 

 In the case of most county libraries and museums, there is significant financial and administrative support provided by the County 
Administration and in some cases, there is potential for a closer, more effective working relationship on these “business operations”. 

 Both libraries and museums are facing major challenges.  The “market” for a public library’s reading and research functions is changing 
rapidly, in a world of e-books and on-line research.  The traditional program of services offered by museums and archives are being 
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similarly affected by changing technology and changing consumer tastes, including competition from other public and commercial 
entities. 

 Repositioning to meet these changing demands requires re-thinking by both libraries and museums.  In order to remain contemporary 
and to respond to evident trends, there is also a need to reassess traditional programs and services, which entail a considerable 
investment of public funds. 

 As the Working Group noted, there are collaborations that should be explored such areas of literacy-promotion as part of the County’s 
employment-placement programs for social services recipients.  There are also opportunities for digital marketing to tourists, seasonal 
residents and other specialty clienteles.  

 In this environment, it is important that both the public library and the museum, and their respective boards, creatively address ways 
to ensure that patronage grows and appropriate revenue-producing opportunities are not neglected.  It is equally important that both 
organizations look to their primary funder and sponsor – County government – to address those things that take time away from 
program development and meeting the challenges of a changing clientele. 

 These fiscal challenges of both organizations are made more challenging by the current environment of fiscal restraint, affecting all 
municipal operations.  Irrespective of historical levels of budgetary support, there is an understandable desire of taxpayers and their 
representatives to see clear indication that the level of patronage by the public continues to be sustained and to grow, in both 
individual library branches and in museum and archival programming.   

 Another, related concern is the effort that is seen in fields like municipal recreation, to generate user-revenues, where possible, to 
help to offset the cost to taxpayer.  While some services should be without charge to the client, a number of other existing and 
potential offerings by both the museum and the libraries would benefit from the market test of “willingness to pay”.  An ability to 
demonstrate increased levels of patronage and user-based revenues would strengthen the annual budgetary requests of both 
organizations, including periodic requests for greater capital investments.  

 The County Administration is well positioned to assist with many of the costly and time-consuming business activities of both 
organizations, from IT and HR, to finance and real estate.  As a result, in StrategyCorp’s view, greater autonomy from the County would 
likely not be in the public interest.  The focus of both boards should be to address the emerging trends and challenges in a proactive 
and creative way, rather than being preoccupied with business issues that are better handled in close collaboration with the County 
Administration. 
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 There is also real merit in the Working Group recommendation that consideration be given to an overall management structure that 
embraces library, museum and other cultural and heritage functions.  This is especially true in the context of the suggestion that the 
two Boards and the two Directors focus on increasing patronage and ensuring that County ratepayers continue to see value-for-money 
in these programs. 

StrategyCorp Recommendations 

1. The Library Board and the Chief Librarian / Director should focus on adjusting the programs and services of the public library to reflect 
changing consumer practices and the need to expand patronage, including programs that attract fee-paying patrons.   

2. The Museum Board and its Director should further identify opportunities to expand its market penetration and the potential of its 
exhibits.  While the mandate of the Museum has traditionally been to focus on Bruce County history, many museums – including Bruce 
County – have found it useful to adopt a more market-sensitive and generic mandate, including attracting popular iterant exhibits 
appealing to seasonal visitors and tourists. 

3. The Museum would be a key ingredient in a revised tourist strategy, focused on the longer-stay tourist trade.   

4. The Library has similar potential, if its offerings were refocused to meet the needs of the tech-savvy visitor. 

5. The library maintains a courier service, delivering books and other materials to its 17 locations and the head office.  Decisions about 
the type of vehicle used, and the hours in which the service should be available should be reviewed over time. Given the geography of 
Bruce County, there is evident potential in using this taxpayer-supported service for a variety of County and municipal purposes. 

6. Give consideration to an overall management structure that respects the statutory governance roles of the public library and museum 
boards, but that improves the managerial, financial and program accountability of all culture and heritage programs – to the County 
Administration and to County Council. 
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G. Transportation and Public Works functions Review 

Lines of investigation 

 The scope of the Highways Department, including a wider transportation role for the Department. 

 The asset portfolio of the Highways Department. 

Working Groups’ Observations and Findings 

 The Working Groups had the following recommendations related to Transportation and Public Works:  
o Explore need for new business organization model, including technical staff and office organization. 
o Consider the need for affordable public transportation between Bruce County communities, for seniors, the economically 

disadvantaged, the disabled, and Long-Term Care Homes residents. 
o Adopt annual business planning. 
o Evaluate the appropriate location and responsibility for emergency preparedness and response. 
o Analyze the pros and cons of using in-house resources vs. external contractors; and local contractors vs. major firms 

(including service accessibility and support for local business and employment) 
o The Department needs to hold more full departmental meetings, so that all staff is kept abreast of departmental happenings, 

with a more open two-way communication format. 

StrategyCorp Observations and Conclusions 

 Bruce County is unusual in that it has confined its main public works activity to major roadways and associated drainage, with a small 
program related to waste management (household hazardous waste).  It has not assumed responsibility for broader transportation 
issues, including public transit, transit for the disabled, active transportation (hiking, cycling, trails), and so on. 

 In the past, the Highways Department had responsibility for managing and expanding the Trails program.   This arrangement was 
consistent with the fact that Highways has the depth of equipment and operational personnel to manage this activity.   

 This responsibility was transferred to the Planning Department, which has devoted departmental and volunteer time to these 
activities.  Planning staff have shown interest and enthusiasm for both trails and forestry, which is consistent with its “environmental 
protection” interests.  However, in view of StrategyCorp’s recommendations on re-focusing the Planning Department to its core 
activities, and our recommendation that Highways expand its “transportation” mandate to include active transportation, it may make 
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sense for the Highways Department to resume responsibility for the maintenance trails and associated programming, as well as for 
forestry programs, both of which have similar operational requirements and for which Highways has capacity. 

 The County Highways department is efficiently run and low in cost, relative to its peers, despite its challenging geography and weather 
conditions.   

 It appears to have the capacity to manage its financial affairs effectively, if supported by a modern budgeting and accounting system.  
However, there would be merit in looking at contemporary information systems to guide maintenance and repair functions and other 
major investments in transportation infrastructure. 

 The Highways department has the experience and technical skills to be able to take-on more responsibilities.  For example, the 
Highways department has the familiarity with the heavy equipment, telecommunications, engineering, and operational issues that 
arise in natural and man-made emergencies.  It would make sense for the Highways department to assume primary responsibility, 
under the overall direction of the Warden and the CAO, for the maintenance and execution of the County’s emergency preparedness 
plans, and for lending support to the Local Municipalities in emergency preparedness, response and recovery. 

 With a large inventory of infrastructure assets, it appears that capital construction, including annual road-building and associated 
costs, and completing the County road network are receiving understandable priority.   

 Winter control operating costs at Bruce per lane kilometer were well below average when compared to a handful of its peers 
(including the Counties of Huron, Grey, Perth, Elgin, Dufferin, Wellington and the District Municipality of Muskoka), at $1,320 versus a 
peer-group average of $2,146 per lane kilometer in 2012.  

 It is not clear from a budgetary perspective, however, if the maintenance and repair program, beyond winter control, is keeping pace 
with the inventory:  

o While an analysis of the County’s total costs for paved roads per lane kilometer is below most of its peers (including the 
Counties of Huron, Grey, Perth, Elgin, Dufferin, Wellington and the District Municipality of Muskoka), Bruce’s adequacy of 
roads was slightly below average among its peers, with only 61% of its paved roads being rated as “good” or “very good” in 
2012.   

o In addition, only 47% of the County’s 154 bridges were rated as “good” or “very good” in 2012.  

 

 It is a truism in this field that money spent on repair and maintenance extends the life of the assets, and avoids much more costly 
reconstruction and other major capital works. The PSAB financial asset inventory is being used to guide a road re-surfacing program. 
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 Some municipalities are finding that engineering-focused asset-management systems, which draw on the knowledge of road crews, 
have greater potential to effectively allocate scarce funds and to materially improve the state of repair and longevity of assets.   

 Notable among these efforts is the City of Cambridge, which has an asset-base that includes roads, bridges and drainage, as well as 
local water, wastewater and storm-water infrastructure.  Like Bruce County, Cambridge had a significant backlog of maintenance and 
repairs ($54M in its water system; $17M in its sanitary sewer system; $2M in “lost” potable water; $4M in sewer infiltration costs).  
When trying to set maintenance and repair priorities, the City found that 25% of its data was incorrect or missing.   Through the use of 
technology and local knowledge, the City established an information system that guided annual planning and expenditures in public 
works.  It saved the municipality $100,000 each year in operating costs, while simultaneously bringing its ratings for roads from 44% 
“good” to over 68% “good”. 

 While it is somewhat outside the scope of this Review, in other parts of the Province, upper-tier municipalities use their engineering 
and operational expertise to play a prominent role in other public works functions that often benefit from a “regional” planning, 
management or delivery, such as water, waste-water, storm-water management, and aspects of solid-waste management.    

 The foregoing discussion raises the possibility of working with the Local Municipalities on the operation and management of water and 
wastewater systems in urban areas.  As Bruce County municipal officials will be aware, there has been much discussion across Ontario 
about consolidating responsibility for water and waste-water infrastructure on a “regional” basis.  “Regional” operations can achieve 
economies of scale and more consistent performance: expertise and technology can be enhanced; investments can be targeted and 
keep pace with system needs.  The same case can be developed for solid waste management responsibilities, which are currently 
largely at the Local Municipal level, with the exception of programs like household hazardous waste. 

 Many upper-tier municipalities (notably restructured and single-tier counties and all regional / district municipalities) have significant 
responsibilities for water and waste-water systems, and the financing associated with them.  Some are shared on a wholesale-retail 
split with lower-tier municipalities, with local utility billing, while in other cases the responsibilities are entirely at the upper-tier level.  
The County may wish to consider the merits of removing this financial and engineering burden from Local Municipalities on terms that 
they would find acceptable, and achieve a better overall water and wastewater system for the County.  With its engineering expertise, 
the Highways Department is well positioned to take-on this responsibility.   

 As the Working Group noted, the very traditional structure and function of the Highways Department is likely due for a review.  If the 
additional duties mentioned above were considered, this would definitely be the case.  It would also follow that the job-description 
and compensation of the senior management of the Department be reviewed in light of the expanded responsibilities. 
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StrategyCorp Recommendations 

1. The Highways Department should expand its mandate to deal with other transportation and public works issues.  A name change – 
such as “Transportation and Environment Department” – would help to signify this broader role.  

2. The County should explore ways in which it could promote affordable, accessible public transportation between the urban centres 
within the County and nearby major centres, such as Owen Sound. 

3. If an expanded mandate for the Highways Department in the areas of transportation and environment is supported by County Council, 
it would make sense for the Department to resume responsibility for the maintenance trails and associated programming, as well as 
for forestry programs. 

4. The Highways Department should assume primary responsibility, under the overall direction of the Warden and the CAO, for the 
maintenance and execution of the County’s emergency preparedness plans, and for lending support to the Local Municipalities in 
emergency preparedness, response and recovery. 

5. The Highways Department should investigate the potential greater use of information technology to manage its infrastructure assets 
and budgeting for identifying and scheduling its repair and construction priorities. 

6. The County should assess the feasibility of taking on a broader role in managing water, wastewater, storm-water, and solid waste 
management functions within the County. The possible benefits for the residents and businesses within the County, as well as to the 
Local Municipalities should inform the County’s feasibility assessment. 

7. A wider scope of responsibilities would entail a review of the position-descriptions and associated compensation for senior 
management in the Department, to ensure that the compensation is sufficient to retain and attract competent senior professional 
staff. 
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H. Economic Development Functions Review 

Lines of investigation 

 Promotion of tourism, agriculture and rural economic development. 

 Distinguishing the Bruce County role and brand in economic development and tourism. 

 The relationship with the nuclear industry. 

 A post-secondary presence in Bruce County. 

 Procurement and local suppliers. 

Working Groups’ Observations and Findings 

 The Working Groups had the following recommendations related to Economic Development in the County:  
o Develop a joint marketing strategy for County services. 
o Create a County-wide communications strategy to increase public awareness of County programs and for tourism promotion 
o Enhance the County’s internal communications program to promote interdepartmental information sharing 
o Develop a County ‘corporate brand’. 
o Advance policies to influence and promote a rural development strategy. 
o A number of Economic Development initiatives have either failed to secure policy approval or budgetary support.  Determine 

County Council’s goals for Economic Development and pursue them through a revised strategy. 

StrategyCorp Observations and Conclusions 

Overview – the need to think “regional” at the County level 

 It appears that the Economic Development initiatives are often being undertaken by the County aim to bolster micro-business, like 
downtown retail, local producers, or farm-gate produce.  While these activities are important, they are essentially either local 
municipal or local tourist-based in their focus. 

 In the field of tourism, good work is being done by the Regional Tourist Organization, with financial support from the Province and the 
tourism industry. What role does this leave for the County? 
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 It is StrategyCorp’s view that economic development and tourism are important potential roles for the County, but they must be 
consistent with the scope and scale of County activities.  The County should leave “micro” economic development, including 
community and beachfront tourism, to local municipalities and local communities.  The County’s focus should be on regional economic 
development issues, beyond the scope and capacity of local municipalities, that impact the County’s major employers: 
electricity/nuclear industry; regional agriculture and agri-food and rural economic development; and, regional tourism.   

Departmental location of economic development and tourism 

 Experience with city managers / CAOs in the United States and elsewhere in Canada is that economic development must be led by the 
leaders of the organization; in this case, the Warden and the CAO.  It is what CEOs and major investors expect.  It is the level of 
engagement that works best both to retain and grow existing businesses and to show serious intent to prospective investors and new 
employers.   

 There is a creative tension – perhaps even an inevitable conflict – between the statutory “regulatory” responsibilities of the planning 
department, and the “promotion” function of economic development.   

 In many instances, the orientation of planning must be to control development, to avoid land-use conflicts, and to protect natural and 
heritage areas.   

 Economic development, on the other hand, frequently requires an active response to opportunities to attract, retain or expand an 
industrial or commercial use through seeking favourable consideration to requests for exemptions (or special conditions to enable new 
development to proceed or business operations to continue).  It is often the responsibility of the economic development staff to 
challenge or seek exemptions from policies and / or to secure permits or access infrastructure in a short time-frame.  This advocacy 
role on behalf of new investment is sometimes a poor fit with the planning regulatory function. 

 For this reason, many municipalities believe that it makes sense for economic development activities to be organizationally separate 
from the land-use planning function.   

Stay-longer tourism options 

 Much of the County’s tourism effort appears to be placed on outdoor tourism activities.  “Active recreation” activities are being well 
delivered and they are undoubtedly important from a health promotion and recreation perspective.  However, from a tourism-
promotion perspective, they have limited residual economic effect, as they tend to be short-stay, low-budget activities.  Other upper-
tier municipalities, notably the County of Prince Edward and Niagara Region, have shifted their focus to stay-longer activities, such as 
so-called culinary tourism or cultural tourism.  The County is well positioned to promote these activities.   
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 Bruce County is within a reasonable driving distance, year-round, for major urban and metropolitan centres in Ontario.  The declining 
Canadian dollar and the inconvenience of border crossings has made this nearby Ontario market an attractive potential replacement 
for the greatly diminished American seasonal tourist clientele in Bruce County.  Moreover, the completion of the Grey-Bruce boundary 
road opens more of Bruce County to the weekend and convenient short-drive visitors from metropolitan areas, in all four seasons.   
The County Museum is an attractive complement to the many regional tourism draws in Bruce and Grey counties.  The Chi-Cheemaun 
ferry offers an interesting across-Bruce tourism experience for the motoring public.  

Rural development strategy 

 Bruce County should also develop a rural (economic) development strategy, covering not only economic and tourism features, but 
those elements that support and sustain investment and non-agricultural employment in rural areas, including adequate healthcare 
and educational services, downtown revitalization, and commercial amenities.   

 Pursuing a post-secondary ‘presence’ from one of Ontario’s community colleges or universities (healthcare training, specialty energy or 
water-resources training programs, etc.) would also aid the economic profile of Bruce County.  

 Key to any rural economic development strategy is business-supportive land-use policies.  Niagara and Prince Edward have had 
considerable success in accommodating compatible retail, hospitality businesses, creative services, and craft enterprises, many of 
which have little direct connection to agriculture, other than offering supplementary employment opportunities. 

 Bruce County should focus part of its economic development strategy on its unique economic asset: the nuclear power industry. There 
is considerable potential for both “upstream” and “downstream” economic activity associated with the nuclear plant, the energy 
industry, or engineering and technology.  Moreover, properly approached, there are a number of areas where Bruce Power might be 
persuaded to make common cause with its municipal hosts.  (It is worth noting that Bruce Power is largely owned by the municipal 
pension fund, OMERS). 

 Finally, in keeping with the recommendation that the County focus on “macro” economic development strategy, StrategyCorp 
recommends that Bruce County promote County-wide assets, like the Bruce Trail, cycling routes, and serial attractions, all of which 
entail a multi-day commitment by travellers. 

 However, if these approaches are going to be pursued actively, it is likely necessary to give them focus and to separate them from 
those responsible for land-use planning and the preservation of agricultural and environmentally sensitive lands.  The necessary 
degree of creative tension between these potentially conflicting interests works best if they are not vested in the same municipal 
department.  
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Supporting local businesses  

 Bruce County has historically organized its procurement in a manner that makes use of local suppliers, including equipment suppliers, 
trades people, construction and maintenance contractors for road, bridge and drainage work. 

 Global trade agreements, when applied to Ontario public sector procurement, increasingly discourage local preference and other non-
tariff barriers.  The benefit of this is that County taxpayers can benefit from lower prices on bulk purchases and major construction 
projects.  The down side is that these suppliers may make little use of local firms and workers.  When issues arise, they can be difficult 
to contract in emergencies, and unwilling to make case-specific exceptions (unless through expecting a costly change-order). 

 In many cases, no overt decision has been made by the County Administration to promote local content or suppliers, within the limits 
now permitted by law and as outlined in Section 6.3 of the Bruce County Purchase and Procurement Policy (under the County’s 

purchasing policy, section 6.3, it states: “All things being equal, preference will be given, when appropriate, to local firms, Ontario 
firms and Canadian firms, in that order.”) The County’s review of its procurement practices should include an explicit evaluation and 
costing of the implications and benefits of specifying a local preference or in soliciting suppliers from a narrow local market.  In many 
cases, municipalities find they can balance these factors by soliciting widely for the best bids, but making it clear that additional weight 
will be given to bids that offer local content, use local suppliers, having an understanding of local conditions, or that will ensure 
responsiveness in emergency or urgent situations, or for low-volumes or off-hours 

 Before any amendments to the procurement policy are adopted or any tendering / RFP templates developed, efforts to balance these 
competing public policy interests should include securing a legal opinion to guide County officials on the limits to their discretion in 
these areas. 

StrategyCorp Recommendations 

1. StrategyCorp recommends that the County shift its focus to “macro” level economic development, including:  
o a rural development strategy that builds on farming and agriculture, but goes beyond it;  
o a focus on regional, longer-stay tourism; and,  
o specific engagement of the nuclear and electrical power industry. 

2. Consideration should be given to relocating economic development and tourism activities to an organizational unit or units, reporting 
directly to the CAO. 
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3. Procurement policies should be explicit about the promotion of local preferences, within the limits of the law.  They should clearly 
specify the rating-weight in tenders and RFPs, and estimate the additional taxpayer cost of such measures.  They should also indicate 
when they will and will not be considered as worthwhile and in the public interest. 
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I. Health and Social Services Functions Review 

Lines of investigation 

 Relationship between LTC Homes. 

 Relationship of health-related services, both within the County and with external healthcare providers. 

 Labour relations conditions in organizations operating on a 24/7 basis, notably with respect to operational issues, productivity and 
grievances.  

 Impact of aging population on the delivery of health, social services and social housing programs. 

 The need for a “Bruce focus” in the delivery of human services, whether municipal, other governmental, or non-profit, given that many 
services are now organized on a regional basis and headquartered outside the County. 

 The relationship between social services and social housing. 

 The accessibility and effectiveness of social services programs, particularly in terms of geographic isolation and job-readiness support. 

Working Groups’ Observations and Findings 

 The Working Groups had the following recommendations related to Health and Social Services:  
o Develop a strategy to evaluate and meet the needs of an expanding population of seniors within the County, including 

addressing their housing needs. 
o Evaluate the current and emerging health and housing needs of seniors on a more holistic basis, including partners like South 

Bruce Health Centre. 
o Explore potential for social services program delivery through “hubs” in major urban centres, offering a range of related 

services to clients. 
o Specialized training of Long-Term Care staff. 
o Evaluate the merits of extending 24/7 EMS coverage to Chesley. 
o Accessible transportation for LTC residents. 
o Evaluate applicability of AVANTI program to 24/7 operations (EMS, LTC Homes), especially in relation to scheduling. 
o Reassess corporate policies on protection and exchange of confidential information, especially among care-givers. 
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o Examine records management procedures to improve efficiency, especially with a view to expediting the file set-up process, 
including labeling. 

o Consider the merit in folding-in the operations of Bruce County Housing Corporation, in favour of direct management by the 
County. 

o Examine the concept of a Service-System manager in the delivery of social services, using Oxford County as a model. 

StrategyCorp Observations and Conclusions 

Overview  

 EMS and Long-Term Care homes would benefit from having a single interface with health activities, at both the Grey-Bruce / 
Southwestern Ontario and Ministry levels. 

 24/7 staffing is a distinctive operational and managerial environment.  There is, of course, a need for ‘content knowledge’, earned 
through experience in nursing care, paramedic services, and so on.  But of equal importance, it should be managed with strong labour-
relations expertise, to reduce the level of grievances and the burden on the HR department.   

 LTC homes should work closely together, and with the hospital system, to ensure best results.  In fact, LTC homes no longer serve 
primarily a residential function, but rather, with decreasing acuity and an aging demographic, LTC homes are increasingly healthcare 
institutions.   

 Consideration needs to be given to clustering these operationally similar functions, as has been done with success in other upper-tier 
municipalities (County of Simcoe, Regional Municipality of Peel, etc.).  At the same time, consideration needs to be given to uncoupling 
functions that are superficially associated, but over time, have less in common.  For example, with the possible exception of supportive 
housing programs, social housing is increasingly a matter of leveraging real estate and financial assets, and achieving affordable 
housing goals, rather than as an adjunct to social welfare. 

Social Services Administration 

 There appear to be several procedural delays in relation to opening files and circulating information on clients among related activities 
(Ontario Works, social housing, childcare, etc.). These should be better integrated to provide seamless and integrated support to 
clients. 

 With the downloading of responsibility for a range of social and healthcare services to municipalities at the beginning of this century, a 
number of upper-tier municipalities, including Bruce County, were designated as Consolidated Municipal Service Managers (or 
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CMSMs).  Despite the title, CMSMs essentially took over the individual social services, social housing and healthcare programs, and 
delivered them in the same fashion as the Province.  It was an approach that made sense, especially since intensive regulation made 
alternative delivery models and other kinds of innovation problematic.   

 More recently, however, progressive municipalities, with the support of the Ontario Municipal Social Services Association, have 
adopted a concept entitled Service-System Manager.  Using a Service-System Manager model, CMSMs design a network of services to 
address the needs of many social services clients, with a combination of municipal and non-profit programs, incorporating supports 
ranging from childcare and / or assisted housing, to mental health programs and employment access programs.  Using a Service-
System Manager model, the CMSM creates an environment where a variety of services – some municipal and taxpayer-supported, 
some voluntary, educational or health-sector delivery – are made available in a seamless package. 

Social Housing issues 

 The Working Groups queried the merits of social housing being delivered directly as a County program, rather the current 
arrangement through the County-supported Bruce County Housing Corporation (BCHC).  StrategyCorp would suggest that the 
examination of the issues be framed more broadly.  The County currently delivers affordable housing services through the 633 units 
managed by the BCHC, 126 units managed by four local housing providers, and 60 rent supplement agreements with local private 
landlords in various communities.  There is also a question, as the County faces the end of Operating Agreements (and subsidies) from 
Canada Mortgage and Housing Corporation and the Province, whether the County should take a new approach to the issues of 
affordable housing and the management of residential real estate in local communities. 

 The County has an enviable Province-wide reputation for its management of social and affordable housing.  In the future, with the cost 
of housing programs falling increasingly on the County and the municipal taxpayer, it may make more sense to see social and 
affordable housing as more closely related to community-building, asset-management and addressing housing-market affordability, 
rather than as a social service. 

Health-related Services in the County 

 The Working Groups made a number of recommendations relating to the provision of health services, both in relation to Emergency 
Medical Services (EMS: paramedics and land ambulance) and Long-Term Care Homes (LTC: Brucelea Haven in Walkerton; Gateway 
Haven in Wiarton).  A review of the metrics for both services indicates that they are generally well run and cost-efficient in relation to 
comparable services and facilities.  Both services are heavily regulated by the Ministry of Health and Long-Term Care and related 
Provincial agencies. 
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 The main issues facing these two services (LTC and EMS) appear to be management of personnel, and the changing expectations on 
the delivery of long-term care, as the average age of residents increases and their average level of acuity declines.  EMS and LTC are 
among the County services with the largest number of County employees, and they work around the clock, seven-days per week.  If 
not managed vigilantly, payroll and related costs can place a considerable burden on the County’s annual operating budget, even with 
an increasing proportion of the costs of operation being absorbed by the Ministry.  The managerial challenges are to make full, safe 
and productive use of the talented staff working in these organizations, while delivering good quality health services at a reasonable 
price. 

 Both EMS and LTC have a regular interaction with other healthcare providers, as the Province and the Local Health Integration 
Network endeavour to improve the level of integration of healthcare and to reduce the burden on the most expensive parts of the 
healthcare system: i.e., hospitalization and nursing home care.  If the elderly and those with chronic illness, including mental illness, 
can live independently and be cared-for in the community, both they and the County taxpayer benefit.  By reducing the number of 
avoidable or ‘default’ emergency room presentations, and by reducing the number of return visits to the hospital and LTC admissions 
following discharge, health outcomes can be improved and overall healthcare costs kept under better control.  Both LTC and EMS have 
a role to play in this important effort.  

Delivery options permitted by law for LTC Homes 

 It is notable that other counties make more extensive use of third-party providers in delivering EMS services and in providing long-
term and nursing home care.  The law permits counties to contract-out ambulance services, or to offer them in concert with other 
municipalities.  The law also requires that each CMSM provide at least one municipal long-term care home, although only one, and 
even then, the operation or parts of the operation can be contracted to other local or province-wide managers or suppliers. 

Community Paramedic Programs 

 In common with other CMSMs (and District Social Services Administration Boards in Northern Ontario) where ambulance services are 
being delivered in an area remote from a hospital or in a sparsely populated geographic area, there can be considerable blocks of 
inactive time, especially in off-peak periods.  These “down times” are interspersed with periods of intense activity, or long-distance 
emergency transfers between community hospitals and regional, tertiary hospital facilities.  Rather than having experienced and costly 
ambulance crews inactive, or face discussion of decommissioning or staffing reductions in EMS locations with little regular activity, 
some CMSMs / DSSABs are exploring so-called community-based paramedic programs. 

 NOSDA, the organization representing northern Ontario CMSM / DSSABs, identified this objective in the EMS segment of its recent 
Strategic Plan:  33. Promote the development of community-based paramedic programs, particularly in non-urban settings, aimed at 
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reducing the need and frequency of emergency ambulance calls (paramedic home-visits to frequent ambulance patients, falls-
prevention programs, etc.). 

StrategyCorp Recommendations 

1. Bruce County’s Social Services Department should adopt the Service-System Manager model. It should be linked to the proposal 
outlined elsewhere in this Report, for creating service-delivery “hubs” in major centres across the County.  The delivery model should 
also embrace opportunities to link social services offerings, with appropriate healthcare and housing programs. 

2. A process-mapping exercise should be undertaken for the Social Services Department’s “client intake” procedure. Currently, there are 
several procedural delays relation to opening files and circulating information on clients among related activities (Ontario Works, social 
housing, childcare, etc.).  

3. Alter the mandate of social housing to levering existing realty assets and targeting programs on affordability and vulnerable groups 
(e.g., those at risk of homelessness), going beyond simply the construction and maintenance of existing and additional social housing 
units. 

4. As part of the foregoing recommendation, evaluate whether there continues to be merit in delivering social housing programs through 
three separate vehicles (County, Bruce County Housing Corporation, local housing providers). 

5. Bruce County long-term care facilities should explore ways in which they could jointly manage and deliver a range of support services 
to the Homes and to residents.  At a minimum, they should develop performance indicators – related to individual functions and 
services – that allow the Homes to be routinely compared to one another, and to similar homes in other jurisdictions. 

6. The EMS function is essential but expensive.  In some areas, there is considerable “down time”.   To ensure that all County taxpayers 
derive the full measure of benefit from their investment in EMS, measures should be taken to enhance its productivity.  For example, 
the EMS service should explore the feasibility of a Community Paramedic Program, aimed at reducing the avoidable frequency of 
ambulance use by a minority of patients.  A Community Paramedic Program would also assist seniors to remain in their homes longer, 
using aids and designs that reduce the risk of falls and other injuries and inappropriate use of medications.  Delaying the date at which 
seniors require long-term care or emergency hospital care benefits them, and reduces the burden on costly and overburdened 
healthcare facilities. 

7. The County should consider bringing together the two major, 24/7 operations in the County (EMS and LTC) under a single, overall 
managerial framework, with particular focus on managing personnel, training, safety and labour relations issues.  A single point-of-
contact for the County’s health-related services would also assist in dealings with regional health organizations (Grey-Bruce Health 
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Unit, Grey-Bruce Health Services and South Bruce Grey Health Centre (hospital campuses), Southwestern LHIN, Southwestern CCAC, 
etc.) and with the Ministry of Health and Long-Term Care.  The overall management of these two County Programs (EMS and LTC) 
should be “in a single pair of hands”.  
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J. Review of Management of Human Resources 

Lines of investigation 

 Job descriptions; engaging staff across departments; training and development – those unfamiliar with new activities resist them; 
performance evaluations and meshing with Strategic Plan goals; continuous improvement and achievement-focused recognition 
programs; staffing levels; better use of existing resources – e.g., EMS to do rural seniors’ safety and health initiatives 

Working Groups’ Observations and Findings 

 The Working Groups had the following recommendations related to the Management of Human Resources (HR):  
o Review the labour relations function within the HR department. 
o Enhance the interdepartmental focus and engagement on health and safety activities. 
o Improve dissemination of human resources information across the County in a timely, consistent and accessible fashion, both 

information of importance to responsible managers, and information of interest to County employees generally. 
o Improve the change-management capacity of the County organization, as it faces the challenge of implementing significant 

change. 
o Undertake a program evaluation of ACCLAIM and AVANTI. 
o Review and update corporate HR policies. 
o Undertake targeted organizational and departmental reviews, including corporate functions. 
o Undertake a comprehensive corporate training strategy, beginning with a countywide needs analysis. 
o Undertake a programmatic update of job descriptions and follow-up with a market review of compensation for those 

positions. 
o Create a master recruitment process, including options during recruitment negotiations, post-selection ‘on-boarding’ and 

exit interviews for those leaving the County for other opportunities or retirement. 
o Compare the treatment of contract employees becoming full-time employees with other municipalities. 
o Review the policies and practices for flexible work hours, including adverse weather and ‘work from home’. 
o Promote high-school student work-experience programs with the County. 
o Welcome, recruit and train volunteers to appropriate programs, including suitable health and safety training consistent with 

governing legislation.  
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StrategyCorp Observations and Conclusions 

 The County has been well served by its small HR Department and, in particular, by its retiring Director.  The challenge for the County in 
the near future will be to maintain this progress in an increasingly complex organization.   

 The fact that HR issues were raised in considerable number in each Working Group is neither surprising nor necessarily a matter of 
concern.  But it does point-out the degree to which workforce concerns have the potential to affect productivity, if left unaddressed. 
The risk to the County lies in the emphasis that the HR Department, and its Director, are required to devote to urgent matters and 
scheduled arbitrations and bargaining.  These near-term priorities tend to deflect attention from less urgent matters, even if they are 
equally important and warrant attention.  Until line-departments can do a better job of handling daily HR issues, corporation-wide HR 
issues will not receive the attention they should.   

 Faced with significant senior and middle-management turnover in the next few years, the County should develop a corporate 
“succession plan”. 

 The succession plan will require personal involvement of senior leaders, and should identify:  
o Staff members with a potential to be promoted to new or more senior responsibilities; 
o “Gaps” in the managerial or professional ranks that would need to be filled by external recruiting or training and developing 

existing staff, with education or work-experiences. This includes both identifying current competency requirements but also 
determining anticipated “gaps” in the organization based off the strategic direction the organization is undertaking; 

o  Opportunities to phase-in / phase-out senior staff positions, including taking the time to ensure “knowledge transfer” from 
retiring or departing senior staff; and 

o An assessment of key position descriptions and the competitiveness of compensation for those duties, in order to recruit and 
retain capable staff. 

 It should be noted that succession planning is an ongoing and long-term process that does not exist in isolation, but must be 
intertwined with the County’s Strategic Plan and organizational objectives in order to reflect the County’s desired leadership goals. For 
example, as part of its succession planning, the County should facilitate knowledge transfers and develop general competencies for all 
management and professional employees within the organization, thereby providing flexibility to senior management in succession 
planning going forward, and empowering staff to fulfill their current roles more effectively. The Ontario Hospital Association has 
released an excellent Succession Planning Resource Guide that may be of use in undertaking this process. 
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 The County should develop and promote a comprehensive training and professional development strategy: 
o Begin with a comprehensive review of training and professional development requirements, including identifying the best 

delivery mechanisms from an accessibility, commitment and cost perspective. 
o Offer training from in-house, external and on-line training programs. 
o With the support of IT, conduct in-house webinars and topical lunch-and-learn lectures on issues of interest to County staff, 

with a particular focus on professional and supervisory staff, and to serving County employees at a variety of work locations 
and job sites, including library branches. 

o Create avenues for further cross-departmental communications between managers and professional staff to encourage 
information sharing on ‘best practices’ across the organization. 

 Modify the Performance Appraisal form currently in use for non-union staff: 
o To bring the identification of annual performance targets in line with Council’s Strategic Plan goals and departmental 

business and budget plans; 
o To ensure the design of the form allows for review by “the supervisor’s supervisor”, as a confidence-building feature for 

employees; 
o To make the completion of the performance appraisal forms simple for managers, both to focus on key objectives and to 

ensure timely completion of appraisals by supervisors; 
o To encourage managers and supervisors to be forthright in identifying real or potential employee performance issues, as well 

as opportunities for performance improvement and professional growth; and 
o To encourage supervisors to explore future career plans of those for whom they conduct performance reviews. 

 With the impending retirement of the Director of Human Resources, it is an opportune moment to reassess the way in which human 
resources programs and policies are administered within the County.  Having an experienced and effective labour relations specialist 
to negotiate contracts and to resolve grievances has been particularly beneficial for the County.  However, the pattern of grievances in 
some areas and the number of collective agreements to be negotiated and administered have likely caused the small Human 
Resources department to place a lower priority on other human resources activities.  This would appear to be confirmed by the 
Working Groups’ focus on job-related issues (job descriptions, training needs, performance evaluation processes, compensation issues, 
workplace rules and practices, and so on). 

 One of the operating principles that must be embraced, as organizations grow in size and maturity, is to “let managers manage”.  With 
appropriate policies in place, and with practical accountability systems in operation, it should be possible to rely on experienced 
professional managers to make decisions on human resources and financial matters, based on a clear understanding of overriding 
policy and management objectives. 
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 StrategyCorp notes that both EMS and LTC homes would benefit from more issues being resolved without resort to the HR 
department, so that HR staff can devote more time and attention to other, equally important human resources activities.  One 
measure that might be considered is to put in place an overall senior management position, to which EMS and LTC homes would 
report.  This would lessen the burden on the HR department, beyond an HR staff person assigned to meeting their routine needs, and 
also reduce the number of senior positions reporting to the CAO.  In addition, this senior manager would be an obvious point-of-
contact for relations with regional healthcare organizations and with the Ministry of Health and Long-Term Care.  This is a model that 
was worked well in other upper-tier municipalities (Peel Region, Simcoe County) and should work well in Bruce County. 

StrategyCorp Recommendations 

1. Adopt a policy of “letting managers manage” across the Administration, bolstered by clear and accessible policy guidance and control 
systems, within the context of a new emphasis on corporate-wide focus in decision-making. 

2. Develop a Corporate Succession Plan, focusing on senior management positions. 

3. Reduce the labour-relations time-commitment on the Director of Human Resources by placing greater responsibility on top 
management of the 24/7 health-related functions for successfully addressing labour relations, ideally by creating a position 
responsible for the overall management of EMS and the two LTC Homes. 

4. Update the annual, individual goal-setting and performance-appraisal system to allow timely processing by supervisors (and by their 
supervisors), consistency with the Strategic Plan and other corporate and departmental objectives, an emphasis on innovative service-
delivery, and a commitment to training and professional development. 

5. Develop and implement a corporate training and professional development needs analysis and delivery strategy, capitalizing on 
contemporary technology. 

6. Develop a multi-year work plan to update human resources policies, practices and programs, related to job-descriptions and job-
evaluations, recruitment, compensation, health and safety, and other areas of human resources practice. 
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K. “Breaking down barriers” – creating an “enterprise” approach to decision-making 

Lines of investigation 

 Identifying ways in which the various departments and agencies of County Government can operate in a more corporate, enterprise-
wide fashion, with fewer “silos”. 

Working Groups’ Observations and Findings 

 The Working Groups had the following recommendations related to creating an enterprise approach to decision-making:  
o Integrate social media into and across all departments. 
o Develop a strategy for regular community involvement in County issues. 
o Improve Senior Management decision-making procedures. 
o Enhance support to Council decision-making. 
o Review current IT structure / capacity, with a view to finding opportunities for improvements to County operations. 
o Enhance services supporting website development. 
o Create a ‘central office’ capacity to pursue and implement Council’s strategic plan goals and objectives. 
o Evaluate the merits of creating an in-house Corporate Counsel, while preserving outside counsel for labour relations and 

other specialized legal advice. 
o Explore ways to support County Council decision-making, such as: 

 by reducing the emphasis on administrative transactions, in favour of more emphasis on policy choices and 
community issues; and,  

 by adopting a better design-template and approval process for staff Reports directed to Council and its Committees  
o Develop a process for improved communication across the County, among managers and supervisors, and with the broader 

staff complement. 

StrategyCorp Observations and Conclusions  

 With the support of clear policy and good corporate decision-making and oversight systems processes, delegate more responsibility to 
line managers, with reduced routine oversight and verification from corporate functions.  

 Elevate the senior management team to a true corporate decision-making body, emphasizing an “enterprise” approach to decision-
making. 

 Redesign the format and process for approving Staff Reports to Council and its Committees. 
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StrategyCorp Recommendations 

1. Rework the structure, role and mandates of the Senior Management Team. Create a sub-set of senior management, including the CAO, 
as the “Management Committee” of the Administration, to review and authorize Staff Reports to Committee and Council, to make 
Corporate Administrative Policy decisions, and to oversee the implementation of the Strategic Plan. 

2. Revise the format for Staff Reports to Council and its Committees to demonstrate interdepartmental consultation and concurrence, 
compliance with Council-approved policies, budget provisions and legal authorities, and the relationship to the goals and objectives of 
the Strategic Plan. 

3. Review the sequence of steps in developing and approving reports to Council, to ensure that interdepartmental consultation and 
Management Committee approval do not come at the price of delay or unreasonable “cycle time”. 
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L. Implementation – Targets and Conditions for Success 

 This Report has identified a number of operational reforms on which action can be taken immediately, or in the near future.  Others 
will require more planning and implementation in the coming term of Council. 

 It also recommends that the County adopt a Continuous Improvement Program, to be undertaken in every department, to examine in 
sequence, each major Program and client-interface in the County. 

 StrategyCorp’s experience suggests that recommendations of this sweep and scale may entail organizational changes and the 
reallocation of human and financial resources.  It properly falls to senior management, under the leadership of the CAO, to 
recommend an implementation plan, and any associated organizational and personnel changes 

 Implementation of operational reforms requires at least four pre-conditions for success.   
1. Clear definition: The purpose, objectives and expected results of the reforms. 
2. Communication with Staff:  The program must be clearly and persuasively communicated to staff, stakeholders, clients, 

businesses and residents.  Communication must be two-way and allow for feedback. 
3. Commitment by leadership:  There must be a commitment to change from political and managerial leadership.   
4. Dedicated staff leads and broad employee engagement:  The implementation program needs to be led and managed by staff 

who are dedicated for the purpose, and whose ability and commitment to the County are widely acknowledged.  
Implementation of a program of operational improvements cannot be an add-on to an otherwise busy manager and staff.   
Moreover, having engaged staff broadly in the exercise of identifying opportunities for improvement, a similar effort should be 
made to involve a cross-section of staff in implementing those reforms that County Council and senior management adopt. 
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Appendix “A”: Working Groups’ Recommendations 

 

Code Rec. # Recommendation Area affected 

HA-TR9 1 Develop a Program to Foster Innovation at the County and Encourage Continuous Improvement Corporate 

HU-CW5 2 Develop a Strategy for Regular Community Involvement Corporate 

HU-AR10 3 Better use of Data & KPIs Corporate 

HU-AR16 4 Integrate Social Media into all Departments Corporate 

HA-AR11 5 Better Council Decision-Making Procedures Corporate 

CR-CW4 6 Better Council Decision-Making Procedures Corporate 

HA-PL2 7 Review staff deployment, co-ordination Planning 

HA-HW1 8 Need for More Technical Staff Highways 

HA-HW2 9 Office Organization and Staffing Highways 

HU-AR11 10 Affordable Transportation Initiative Corporate 

HU-AR13 11 Strategy to Evaluate and Meet Seniors/Housing Needs Social Housing/LTC 

HU-EMS2 12 Evaluate the deployment plan and coverage of Chesley for 24/7 staffing EMS 

HU-LTC1 13 Provide more specialized training to staff in the LTC homes LTC 

HU-LTC2 14 Need for more accessible and affordable transportation for the residents LTC 

CR-CT4 15 Budget Clerk Treasury 

CR-CT5 16 Increased reciprocal understanding of roles, responsibilities and operations to enhance service support Clerk Treasury 

CR-IT3 17 Review the current IT structure/capacity to find opportunities for improvements in operations IT 

CR-IT7 18 Opportunities for Geographic Information Systems (GIS) IT 

CR-IT8 19 Service Enhancement of Web Development IT 
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Code Rec. # Recommendation Area affected 

CR-HR2 20 To Review the Labour Relations function in the HR department Human Resources 

CR-HR8 21 Review and enhancement of Health and Safety program through a cross departmental group Human Resources 

CM-MU4 22 Infrastructure Planning Museum 

HA-TR6 23 Inter-Departmental Resource Sharing Corporate 

HA-AR16 24 IT Coordination/Software Budgets IT 

HA-AR17 25 Internal Review of Contracted vs. Owned Assets and Services Highways 

HU-CW2 26 Interdepartmental Sharing of Licensed Trades Staff Corporate 

HU-CW9 27 Develop capacity to secure grants/funding for various County functions Corporate 

HU-AR15 28 Consultant Studies Corporate 

CR-CW9 29 Review of Legal Counsel Requirements Corporate 

CR-IT2 30 The IT Department take a proactive and strategic leadership role in managing the assignment of resources 
regarding technology 

IT 

CR-IT4 31 Investigate and implement ways to improve customer service delivery across the County IT 

CM-LB2 32 Library Courier Service Library 

CM-MU2 33 Collaboration across Departments Museum 

CM-SR2 34 Joint Marketing Strategy Library/Museum 

CM-SR3 35 Serving Ontario Works Clients Library/Museum 

CM-CW3 36 Marketing Corporate 

CM-CW4 37 Bulk Purchasing Plan Corporate 

CM-CW5 38 Digital Repository Corporate 

CM-AR1 39 Create an inventory of physical County/Community space for County and Community access Corporate 
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Code Rec. # Recommendation Area affected 

CM-AR3 40 Look into hiring of a policy analyst and grant writer to be used to serve departments across the County for 
cost saving 

Corporate 

HA-TR8 41 Increased Public Engagement Corporate 

HA-AR10 42 Improvements in Communication Corporate 

HA-AR18 43 Put Our Agenda on the Agenda of Provincial/Federal Agencies Highways 

HA-PL3 44 Resource / Information Sharing, Communication Planning 

HA-HW3 45 Information Sharing, Communication Highways 

HU-AR14 46 Communication Strategy Corporate 

CR-CW8 47 Develop a process for information dissemination in the County Corporate 

CR-IT1 48 Improve IT infrastructure across County to foster technology enabled communications (innovation of hard 
and soft IT resources) 

IT 

CR-HR1 49 Develop a process for communication of Human Resources information across the County Human Resources 

CM-LB3 50 Promotion of Library Services Library 

CM-MU1 51 Dedicated IT Staff Member Museum 

CM-SR1 52 Employees as County Ambassadors Library/Museum 

CM-AR4 53 Advocacy of policies to influence and promote a rural strategy Corporate 

CM-AR7 54 Review how to develop a Corporate Brand Corporate 

HA-TR2 55 Project Management for Cross Departmental Projects Corporate 

HU-EMS3 56 Evaluate an alternate scheduling program that will work with AVANTI if this payroll system will continue EMS 

CR-CW1 57 Risk Management Corporate 

CR-CW5 58 Change Management Corporate 

CR-CW6 59 Implement Project Management Process County-Wide Corporate 
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Code Rec. # Recommendation Area affected 

CR-CT2 60 Collaboration with other Departments prior to implementation of programs to understand and meet 
Operational Department needs 

Clerk Treasury 

CR-HR3 61 Program Evaluation of Avanti & Acclaim Human Resources 

CM-CW2 62 Cross-functional Groups Corporate 

CM-CW10 63 Project Management Corporate 

HA-TR1 64 Accounting System/Budget/Reserve Accts Corporate 

HA-TR5 65 HR Policy Review and Update HR 

HA-AR12 66 Senior Management Decision-Making Procedures Corporate 

HA-AR13 67 Annual Business Plan(ning)  Highways/Planning 

HU-CW4 68 Policy Development / Policy Application Corporate 

HU-CW8 69 Evaluate Confidentiality Corporate 

HU-SS1 70 Records Management / Labeling Practices Social Services 

CR-CW3 71 Review of all Corporate Policies with Working Group Model Corporate 

CR-CW7 72 Procurement Corporate 

CR-CT1 73 Policy Development Clerk Treasury 

CR-CT3 74 Review of Financial Reports/Auditing Requirements/Invoice Processes Clerk Treasury 

CR-CT6 75 Purchasing Clerk Treasury 

CM-CW8 76 SOP in Corporate Services Group Corporate 

HA-TR3 77 Organizational Review/Departmental Review Corporate 

HA-TR4 78 Economic Development at the County Corporate 

HA-AR14 79 Individual Department (Highways / Planning) Organizational Model and Staffing Review Planning 
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Code Rec. # Recommendation Area affected 

HA-AR15 80 Review of Staff Deployment (Planning Department) IT 

HA-PL1 81 Review the Planning Model including all Dept Functions Planning 

HU-CW3 82 Strategy for “Hubs”/Co-location of County and Related Services Functions Corporate 

HU-CW6 83 Evaluate Function / Staffing of Emergency Management Emergency 
Management/EMS 

HU-AR12 84 Shared Services between the Long-Term Care Homes LTC 

HU-EMS1 85 Evaluate the Emergency Management program and role of CEMC as a stand-alone position EMS 

HU-SH1 86 Human Service Integration Review Social Housing/Social 
Services 

HU-SH2 87 Review of Dissolving BCHC, etc. Social Housing 

CR-CW2 88 Review of Organizational Structure of Corporate Services Departments Corporate 

CR-CW10 89 Review of Strategic Planning Requirements Corporate 

CR-IT5 90 Move IT related expenses from individual departmental budgets to IT budget IT 

CM-LB1 91 Library Purchases Library 

CM-MU3 92 Potential Museum Operational Review Museum 

CM-CW9 93 Potential Cultural Department Corporate 

CM-AR2 94 Develop a long-term strategy for consolidating work spaces (physical locations) for the County Corporate 

HA-TR7 95 Succession Planning / Training Corporate 

HU-CW1 96 Training Initiatives Corporate 

HU-CW7 97 Corporate Succession Plan Corporate 

CR-HR12 98 Develop, Implement and Provide Ongoing Support and Maintenance of a Corporate Wide Succession Plan Human Resources 

CM-CW7 99 Corporate Succession Planning Corporate 
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Code Rec. # Recommendation Area affected 

CR-IT6 100 Hardware and Software Training IT 

CR-HR4 101 Employee Engagement Strategy Human Resources 

CR-HR5 102 Performance Appraisals Human Resources 

CR-HR6 103 Reviewing & Updating Job Descriptions Human Resources 

CR-HR7 104 Review of the salary grid and its accuracy Human Resources 

CR-HR10 105 Conduct a County-wide needs analysis for training and coordinate ongoing training initiatives Human Resources 

CR-HR11 106 Create and implement an employee recognition program Human Resources 

CR-AR1 107 Create a master process for recruitment and post selection; as well as exiting employment Human Resources 

CR-AR2 108 Investigate similar practices in regards to enhance service recognition of contract employees who become 
permanent comparing with other municipalities 

Human Resources 

CR-AR3 109 Review flexible options of work within the County Human Resources 

CR-AR4 110 Review of negotiable options available when hiring new employees Human Resources 

CM-CW1 111 Corporate-Wide Training Initiative Corporate 

CM-CW6 112 Adverse Weather Policy/Work from Home Initiative Corporate 

CM-AR5 113 Create a plan to attract students (high school and post secondary) to the County for various positions Corporate 

CM-AR6 114 Develop a volunteer strategy to attract and retain volunteers including a comprehensive multi-level health 
and safety training program for volunteers, catering to their tasks (in consultation with departments and 
consistent with legislation 

Corporate 
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