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4 Desired Levels of Service 

4.1 Introduction 

This section of Corporate Asset Management Plan summarizes the preliminary current Levels 
of Service (LOS) and performance measures relevant to the City.  The first component of this 
CAMPlan describes the importance of defining levels of service while the subsequent sections 
summarize the specific approaches taken to develop the current and future LOS measures 
for the City. Importantly, this plan provides the City with a set of recommended LOS measures 
which were developed through a series of consultation sessions with City Staff during the 
course of this project. 

As part of this process, a comprehensive register of current and target LOS across the City is 
being developed. This list will allow Council, staff and customers to have a clear understanding 
of the LOS currently delivered compared with a targeted LOS for which the City is striving to 
achieve. These LOS will become a key driver during budget debates as the City will be able 
to easily quantify the impact of budget changes on LOS. 

Moving forward the City of Brampton’s goals will include: 

 Seeking Council endorsement of corporate and customer LOS enabling the
organization to clearly communicate service impacts associated with available
operating and capital budgets.

 Undertake a corporate-wide Levels of Service review and development of the city-wide
Corporate LOS framework as outlined as one (1) of the high priority improvement
initiatives within the Corporate Asset Management Roadmap (Implementation plan).

 Expand this document into a comprehensive LOS strategy at the corporate, customer,
and asset levels to provide a clear line-of-sight between corporate objectives and
asset-focused objectives, as well as at both the planned budget and long term financial
implications.

 Consult with all stakeholders on an ongoing basis to understand their needs and
appropriately update LOS.  There is a future goal of outreach to citizens on the
willingness to pay survey for formalizing the understanding of the actual desired levels
of service and balancing of affordability and risk implications

 Ensure that all our investment evidence-based decisions be evaluated against a
corporate-wide City’s benefits LOS framework with the direct link of their impact on our
customers, the community, and the environment.
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4.1.1 Key Definitions 

Level of Service (LOS): A description of the service output for a particular activity or service 
area against which performance may be measured. 

Business Activities: Tasks which the City must carry out to achieve their overall business 
objectives and Levels of Service. 

4.1.2 Purpose of Levels of Service 

Corporate Asset Management is intended to support the effective and efficient management 
of the Corporation’s assets. This program is a critical component of Council’s strategic 
priorities. Bramptonians rely every day on the effective performance of the City’s assets to 
support the delivery of services.  

The Corporate Asset Management program is committed to ensuring that assets across the 
corporation are optimally managed in an effort to ensure that citizens receive the maximum 
return for the City’s investment in assets. Establishing levels of service assists an organization 
to make wise infrastructure investment decisions to manage risks while considering customer 
expectations.  This document sets out the future goals for the development of Corporate Asset 
Management Strategies for the City of Brampton. It discusses the general approach to be 
undertaken by the City to develop a structured set of actions aimed at enabling asset 
management best practices. This section of the CAMPlan serves as a future- goal setting plan 
for the City to streamline all efforts as it relates to asset management strategies.  

4.1.3 Corporate Levels of Service Strategy – What is it? 

One of the key goals of asset management is to provide the desired level of service in the 
most cost effective and efficient manner. The definition of levels of standard can be defined 
as the service quality for a given activity. Establishing the level of service commits the City to 
provide that quality of service. The many parameters of levels of service and setting service 
standards, and achieving desired levels of service is a complex equation which considers both 
customer expectations and affordability. In essence, the desired levels of service must be 
balanced with the customer’s expectations and their willingness to pay for service.  

The level of service becomes a parameter for comparing options, determining impacts and 
optimizing decisions. It is part of the basis for asset management and analytical processes. It 
is the driver for the identification of asset needs and the basis for investment decisions. 

Levels of service are dealt with in their own strategy because they are often established or 
chosen rather than being a nondiscretionary parameter like age or a regulatory requirement. 

Levels of service are stored in a corporate registry. As most levels of service need to be 
established by Brampton, a strategy is required to show how a registry can be populated and 
used in asset management decision-making processes. In alignment with the Corporate Asset 
Management policy, one of the key objectives of asset management is to optimize the balance 
between the competing objectives of level of service, risk, and cost with the aim of meeting 
customer service levels at the lowest lifecycle cost.  
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This strategy will help decision makers better understand customer expectations while 
balancing the affordability of services.  

Taking this approach to the definition of level of service puts customer requirements at the 
centre of our planning processes by understanding and quantifying the value that customers 
place on service. If there was not a service to be provided, there would not be a need for the 
assets. 

The supporting strategy speaks to how Brampton will create the Level of Service Registry 
when making asset decisions and expresses the intent as follows: 

Goals of Corporate Levels of Service Strategy shall include but not be limited to the 
following: 

 Recommend future Council endorsement of the corporate and customer level of
service framework and vision guiding principles, which enables the organization to
clearly communicate service level impacts associated with available operating and
capital budgets into future years.

 Develop and continuously improve the documentation to provide evidence-based level
of service links between the corporate, customer and asset (technical levels) with
integration directly into service based activities as it relates to both the operational and
capital expenditures.

 Allow all customers and stakeholders, on an ongoing basis, to understand their needs
and appropriately update their desired levels of service while balancing all facets of
risk.

 Ensure that all investment and operational decisions are evaluated against their
service delivery impacts on our customers, and provide a standardized framework to
undertake documented service level agreements throughout the City and along with
our partners.

 Undertake “willingness to pay” surveys and provide evidence-based data to appreciate
the affordability of undertaking the various levels of service.

4.2 International Best Practices (ISO 55000)  

It can be difficult to determine the correct level of expenditure on capital maintenance required 
to maintain the current level of service to the community and/or other stakeholders. Too much 
investment is likely to result in assets being replaced unnecessarily, leading to higher prices 
and little benefit for customers. Too little investment is likely to mean a gradual decline in the 
assets performance with an associated impact on customer service.  

According to the ISO 55000 standard, an ‘asset stewardship’ approach has been used across 
the City to define the appropriate level of capital maintenance.  This is broadly the approach 
used to develop the City’s State of the Infrastructure CAMPlan. This method uses three key 
parameters to identify the required level of capital maintenance: 
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 Condition;

 Performance; and

 Age.

Although the asset stewardship approach provides a 
reasonably sound engineering assessment of the state of 
the asset base, the approach has a number of 
weaknesses. Most notably: 

The grades assigned for condition and performance are 
subjective and the approach to grading may vary between 
departments and/or individuals; 

The information which underpins the grades and the 
assessment of remaining life may be of varying age and 
quality; 

There is no assessment of the level of service that the 
asset provides to customers; and 

There is no assessment of the risks associated with 
failure of the asset. 

In addition, the approach tends to overestimate the 
requirement for capital maintenance. This is because it 
overlooks the operator’s capacity to: 

 Rationalize the assets (by assessing whether or not it is still required);

 Adopt strategic solutions, by reorganizing the network to reduce or remove the asset;

 Use new technology; and

 Implement cost-effective operational solutions to defer replacement.

For this reason, many utilities are moving towards a service delivery approach. 

This approach involves agreeing on and then monitoring a set of defined asset and customer 
service performance indicators (LOS measures). If these indicators are broadly constant, or 
marginally improving, then it was assumed that the level of capital maintenance spent is of 
the right order. However, if the indicators show a decline in performance, this indicates that 
the City has been investing too little in capital maintenance. The City is moving towards a 
serviceability approach.  

The City of Brampton’s Municipal Performance Measurement Program can be found in 
Appendix 401.  

The City is moving towards 
a serviceability approach. 
“Serviceability” is the 
capability of a system of 
assets to deliver an 
established level of service 
to its citizens and to the 
environment, now and into 
the future. This 
serviceability approach 
involves identifying Levels 
of Service in a consistent 4-
tier framework which 
includes: Corporate, 
Customer, Asset 
(Technical), Activity-Based 
Performance Measures. 

November 2016 | Section 4: Desired Levels of Service



PAGE | 91  

4.3 What is Serviceability? 

“Serviceability” is the capability of a system of assets to deliver an established level of service 
to citizens and to the environment, now and into the future. Serviceability is deemed to be 
when the assessment of trends in a defined set of service and asset performance indicators 
demonstrates that service is in line with the established level of service and, by inference, is 
likely to remain so into the future.  

This approach involves agreeing on and then monitoring a set of defined asset and customer 
level of service measures. As identified in Section 7.0 – the Plan Improvement and Monitoring 
section of this CAMPLan - one of the high priority improvement initiatives on the Corporate 
Asset Management Roadmap is the development of the Corporate Levels of Service 
Framework and Standards.   

There are numerous benefits of this serviceability approach which have been documented in 
other similar organizations and involves simply by identifying levels of service to customers 
and its affordability to maintain the current service standards. In addition, it provides a basis 
for assessing the true overall benefits/costs associated with enhancing specific service areas. 
This has proven to be a demonstration of a robust evidence-based decision making process 
and approach to asset management which enables both the justification and prioritization of 
capital expenditures from now and into the future. 

For the City of Brampton, the proposed current established key levels of service presented in 
Table 4.1 below, are the key current levels of service as it relates to the demonstrated 
business cases as presented in the following Section 5- Asset Management Strategies of this 
CAMPlan.  
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Table 4.1 – Key Levels of Service  

Corporate 
LOS Description

Parks Maintenance
Public Works

Provide safe, clean parks and open space systems 
through proactive property management in a cost 
effective way.

# inspections per 
playground per month

2 2

Percentage of visitors rating 
overall experience as good or 
excellent

>95% 97%
# of annual visits to 
community centres

>1,800,000

1,895,645
(Note: count does 
not currently include 
all community 
centres)

Percentage of visitors agreeing or 
strongly agreeing that community 
centre helps increase the quality of 
life in the community  

>95% 98%

# of neighbourhood 
community centre per 
20,000 population Note:  
counts both ‘large’ (> 
10,000 sq. ft.)  and ‘small’ 
(< 10,000 sq. ft.) 
community centres as 
defined by OMBI

>1 95%

Availability Minimize down time
Minimum # of Units 
out of service for 
inspections.

% of preventative 
maintenance inspections 
completed

95% of PM 
inspections 
completed

70% of schedule PM 
Maint completed. 
(PM”A”, PM”B” and 
PM”C” Maint 
included)

Reliability
Service Request 
Rate (OMBI Measure 
FLET 415)

Minimum # of 
unscheduled 
service requests

% of repair hours spent on 
unscheduled repairs and 
service not PM related.

<67% Average of 
Municipal OMBI 
results

37.07%

To maintain safe roadways and roadsides enabling safe 
and efficient travel in a cost effective way

% of all Roads in Good to Very 
Good Condition

67% 61.5% (OMBI Data)
Maintain 

Expressway/Freeway PQI 
(Network Average)

PQI > 70 PQI = 79

To maintain safe and efficient Transportation Structures 
enabling safe travel in a cost effective way.

% of structures in Good to Very 
Good Condition

75% 64.3% (OMBI Data)
Maintain Structure BMS 

Condition Rating  
(Network Average)

>7.5 7.1 (2011 Data)

Traffic
Public Works

An innovative team committed to providing engineering 
solutions aimed at efficiency and safety for vehicular and 
pedestrian traffic.

Percentage of reactive lamp 
replacements for Street Lights

5% 5%
Percentage of reactive 
lamp replacements  for 
assumed Street Lights

5% 6%

Safety – Annual Inspection of Fire 
System

100% 100%
Perform Annual Inspection 

and Certification as per 
NFPA Standards

100% 100%

Reliability – Bi Monthly Inspection 
and Maintenance of HVAC 

Systems
100% 100%

Perform Bi Monthly 
Inspection and 

Maintenance of HVAC 
Systems

100% 100%

IT
Manage the City of Brampton information technology 

ecosystem in an efficient and cost effective way.

Customer % Satisfaction (Overall 
Service Experience); 

% of First call resolution rate at the 
service desk

40% 36%
% of Network Connectivity 

Uptime
100% 100%

Operating costs per km for the 
urban storm drainage system

<$ 6,900 $6,800 

# of routine inspections & 
maintenance of each 

stormwater management 
facility per year

1 1

# of equivalent lots per year for 
which stormwater servicing 

capacity made available in order to 
implement the City’s Growth 
Management Implementation 

Strategy.

6000 6000

Average # of days for review of 
development applications 

14 days 14 days

Average # of days to process 
surface flooding complaints

7 days 7 days

Adequately maintained, innovative 
and safe facilities

Capital Group Budget 
per square foot of 

facilities
$0.62/sq ft

Operating dollars Budget* 
per square foot

$0.62/sq ft $0.62/sq ft

Safety – Annual Inspection of Fire 
System in Facilities

100% 100%
Perform Annual Inspection 

and Certification as per 
NFPA Standards

100% 100%

Reliability – Bi Monthly Inspection 
and Maintenance of HVAC 
Systems

100% 100%

Perform Bi Monthly 
Inspection and 

Maintenance of HVAC 
Systems

100% 100%

Fire
To provide reliable and essential services as it relates to 
fire protection and emergency prepardness services

The 2016 Fire Station Location & 
Apparatus Deployment study used 
this guideline to establish the 
benchmark of 8 minutes for Full 
Effective response. The study 
used the 4 minutes for the first 
truck on the scene. The 
benchmark established for the 
second truck on the scene was 8 
minutes, splitting the difference 
between the other two 
benchmarks.

8 minutes (as per the 
NFPA Standards 
1710)

<=240 second travel 
time for 1st 
responding unit

<=480 seconds for 
the full effective 
response

A total complement of no 
less than 10 firefighters 
(including supervisors), 
and if practical, a minimum 
of two vehicles, one of 
which is a triple 
combination pumper, must 
assemble on the fire 
ground within 8 minutes for 
90% of reported fire 
emergencies.

100% MTO 
Legislated 
Inspections

100% regulated 
MTO Inspections 
completed

Technical LOS 
Performance

Community Centers 
Recreation & Culture

Increase public benefits of visits to Community Centres 
by: 

·  Increasing usage of community centres (e.g.# of 
annual visits)

·  Maximizing the individual benefits to visitors

·  Increasing  accessibility/inclusiveness

·  Maintain/improve the quality of experience for 
visitors

Provide cost effective vehicle and equipment 
management services that include preventative 
maintenance, repairs, fuelling and capital replacement 
as needed to efficiently deliver municipal services.

Fleet Services
Public Works

Service Areas Customer LOS Description
Customer LOS 

Target
Customer LOS 
Performance 

Technical LOS 
Description

Technical LOS 
Target

Ensure an efficient and well maintained facility 
infrastructure that supports the delivery of programs and 

services for the wellbeing of our community in a cost 
effective way

Facilities

Road Operations
Public Works

To provide a clean, safe and reliable transit Facilities for 
our citizens and employees

Facilities Maintenance
Transit

Provide sustainable water resources and stormwater 
management in a safe, effective, and dependable way 
that ensures the protection of the environment while 

preserving and enhancing the quality of life and 
economic prosperity of the people of Brampton.

Stormwater
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The level of service measures or serviceability indicators can be used to monitor the 
effectiveness of the asset management and maintenance regime from year to year, and to 
support the development of longer-term strategic plans for asset management. In addition, a 
comprehensive suite of level of service measures can also be used, over a period of time, to 
give an indication of the overall performance of asset management at the City, especially with 
regard to sustainability performance. 

4.3.1 Importance of Documenting Levels of Service 

Defining Levels of Service (LOS) is a foundational element in building a Strategic Asset 
Management Program. A cohesive group of LOS measures, set at the appropriate levels 
within the organization, can ensure an integrated approach from the corporate performance 
vision, down to day-to-day asset management decision making. 

Adequately defined LOS are therefore critical in the further development of key asset 
management system elements including: 

 Asset Management Plans (AMPs)

 Risk Management policies and associated tools

 Business Case Evaluations

 Capital Investment Prioritization and Planning tools

 Resource allocation including budgets and organizational adjustments (e.g. staffing
levels to meet LOS)

 The definition of Long term Capital Maintenance funding requirements.

Performance against the desired LOS should initially be tracked and planned internally with 
the City’s senior officials. This initial tracking exercise will allow assessment of the efficacy 
and accuracy of the processes associated with data collection and whether the selected 
measures are the appropriate ones to accurately measure performance of the assets and 
services offered by the City. With an intelligent definition of the LOS, the reasons for 
achievement or non-achievement of desired performance can then be explored and 
addressed. Over time, the City can develop a detailed understanding of what is required to 
achieve any given LOS in terms of capital expenditure (CAPEX), operating expenditure 
(OPEX), and changes to working practices. 

Once a full understanding of LOS and its contributory factors are achieved, future 
amendments to the LOS can be explored objectively. Initially, the aim is to understand what 
the current LOS is for each of the measures. At present, without a fully documented suite of 
LOS measures, there may be a difference in understanding across the City and for the 
customers of the City, with regard to what the actual performance is. This would often result 
in a higher expectation of the service than what is actually being delivered. This is the 
distinction between actual (or current) LOS and target (or future) LOS. Without obtaining 
agreement on the current LOS performance, it becomes difficult to justify any funding for LOS 
improvements when the gap is not fully understood or acknowledged.  
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Once the measures have been defined, customers can be engaged in the LOS process, 
where any improvements to LOS or potential reductions to the current LOS can be 
demonstrably linked to known cost increments. Similarly, Council and Regulators can be 
educated on the true costs to changes of LOS. 

4.3.2 Future Service Delivery Trends 

The service delivery approach therefore involves identifying the levels of service to customers 
and quantifying the funds required to maintain this level of service. In addition, this approach 
provides a basis for assessing the benefits/costs associated with enhancing specific areas of 
service. This approach has proven to be a robust method to the management of the City’s 
asset base. It enables both the justification and prioritization of capital expenditures and 
considers the capability of a system of assets to deliver a reference level of service to 
customers and the environment. 

Service Delivery is deemed to be stable when the assessment of trends in a defined set of 
service and asset performance indicators demonstrates that service is in line with the 
reference level of service and, by inference, is likely to remain so into the future. 

The reference level of service is determined from a specific sub-set of public health, 
environmental and customer service indicators. Service indicators reflect the degree of 
compliance with statutory regulations, regulatory and company standards and customer 
preferences. 

Asset performance indicators, measured at system level, are drawn from a specific sub-set 
of measures that inform current and future levels of service. Stable service delivery normally 
requires that asset performance is in line with the reference level of asset performance. 

The LOS measures or service delivery indicators can therefore be used to monitor the 
effectiveness of the City’s asset management and maintenance regime from year to year, and 
to support the development of longer term strategic plans for asset management. 

In addition, a comprehensive suite of Level of Service measures can also be used, over a 
period of time, to give an indication of the overall performance of the City, especially with 
regard to sustainability performance.  

For example, the United Kingdom (UK), produces an annual Sustainability Indicator which 
includes a number of performance measures which show how the UK stormwater industry is 
performing in carrying out its responsibilities to the environment, communities and society in 
general. Several of the measures presented in the Sustainability CAMPlan are the same LOS 
measures used by the stormwater companies to manage their capital maintenance 
requirements. A key message throughout these annual CAMPlans is that stormwater 
companies cannot deliver long-term sustainable stormwater services alone. They need 
support from, and partnerships with, regulators, policy makers, customers and communities 
to move towards a more sustainable service. A comprehensive suite of performance 
measures is essential in understanding performance and targeting resources at the right 
areas of their businesses, to enable a more sustainable approach to service delivery. 

November 2016 | Section 4: Desired Levels of Service



PAGE | 95  

4.3.3 The Corporate (City-wide) Level of Service Framework 

The ultimate aim of the City is to provide specified LOS to its customers. These LOS should 
commensurate with the expectations of the customer but also be realistic and practical within 
the budgetary, timing and external constraints within which the City operates. Care must be 
taken to ensure that the definition of the LOS is compatible across all levels of the organization 
and provides staff at the appropriate level with a relevant and tangible objective which can be 
influenced by their working practices. 

The Asset LOS and Operational Performance Indicators (OPI) have been grouped together 
as these performance measures operate in combination with each other to achieve the 
Customer LOS.  

As show in the figure 4.1 below, expanding this framework further shows that one Corporate 
Level of Service can be deconstructed into a number of Customer LOS and then into a number 
of Asset LOS and related OPIs. 

Figure 4.1 – Expanding the Corporate Level of Service 

The purpose of the framework is to define what needs to be done in terms of the asset and 
the people and processes which influence the performance of the asset.  Using this 
information, the City can put in place appropriate plans, processes, resources and funding to 
deliver the specified LOS to the customer and achieve the overall corporate vision. 

Establishing these tiers of LOS will ensure that a clear relationship is identified between 
corporate objectives and asset-focused objectives. Similarly, understanding the interplay 
between Asset LOS and OPIs will ensure that integrated and holistic asset management 
decisions can be made to provide the optimal blend of CAPEX and OPEX. This decision 
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making process will enable the organization to move towards a budgeting practice based on 
achieving a set LOS and/or being able to communicate a reduction or improvement in LOS 
associated with a reduction or increase in available budgets. 

Fundamentally, the delivery of services is one of the key objectives of any government. Assets 
exist to support the delivery of City services to its customers, both internal and external. A key 
objective of Asset Management is to optimize the balance between the competing objectives 
of Levels of Service, risk and cost with the aim of meeting customer service levels at the 
lowest lifecycle costs. This objective includes not only better understanding customer 
expectations, but considering these expectations while taking into account the affordability of 
services. LOS are linked at three levels within the City – Corporate, Customer and Asset (or 
Technical). Levels of Service set at the Corporate level sets the stage for Customer service 
levels and Technical service levels. Ultimately, LOS determines resources as well as funding 
strategies. 

Level of Service (LOS) can be measured at 3 levels within the City (Figure 4.2) as described 
below: 

 Corporate LOS: Sets the corporate object (e.g. providing safe drinking water);

 Customer LOS: Defines the services that the Asset Manager/ City provides to the
customer (e.g. a 8 minute fire response time); and

 Asset (or Technical) LOS: Defines the technical requirements needed to achieve
service objectives (e.g. % of preventive maintenance inspections completed).

Taking this approach to the definition of LOS puts customer requirements at the centre of our 
planning processes by understanding and quantifying the value that customers place on 
service. If there was not a service to be provided, there would not be a need for the assets. 
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Figure 4.2 – City Wide Levels of Service Standard Framework 

The management of assets needs to consider the affordability of those assets against 
customer needs and expectations. LOS is the means to measure this aspect of Asset 
Management. Decisions are made based on their impact on customers, the community, and 
the environment. Using LOS links day-to-day Asset Management decision making with the 
strategic goals of the Corporation: 

 Decision makers will have established measures on which to base their decisions, and
understand the impact of those decisions on the LOS being delivered.

 Asset owners can plan to achieve established LOS and rely on the corporate
commitment to them.

 Council has the opportunity to mandate LOS.

 The Council and public will know what level of service they will receive.

4.3.4 Customer Levels of Service 

Customer Levels of Service is often correlated to the Essential, Quality and Image Levels of 
Service Factors as shown in Figure 4.3 below. 

•The Core Values and Corporate PrinciplesCorporate LOS

•The LOS that the City of Brampton
commits to provide to its citizensCustomer LOS

•The established LOS that the Asset is
expected to provideAsset LOS

•The quantifiable indicators of efficience
and related activities based to support
the LOS

Performance 
Indicators
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Figure 4.3 – Quality and Image Level of Service Factors 

4.3.5 Key Principles for Customer Levels of Service  

What is Customer Centricity? 

Customer LOS should be defined as statements of desired performance outcomes that are: 

 High priority to their customers, or

 Of importance to the integrity of the environment, or

 Required by regulators/Legislation

The LOS should be within the control of the City and its organizational processes.  LOS should 
be clearly linked to activities undertaken by the organization.  

The data to populate the LOS framework should be obtainable from regular business activities 
and be accurately and consistently collected and audited.  The cost of collecting any additional 
data along with the costs associated with measuring performance should be reasonable and 
considered to add value to the overall service. 

The number of performance measures needs to be controlled to ensure that measurement is 
manageable, and, also, that the measures are meaningful from an asset management and 
organizational perspective. 

Outcome/Effectiveness related  Process/Efficiency related 

• Quality
- Is the service of sufficient quality?

• Quantity
- Is the service of sufficient quantity?

• Reliability/Functionality
- How predictable is the service?

• Legislative
- Does the service meet legal requirements?

• Sustainability
- Does the service fit with future needs?

• Accessibility
- Can the service be easily used?

• Safety
- Does the service present a risk to safety?

• Affordability
- Does the service offer best value for money?

• Shine
- Do customer facilities go beyond simple

functionality, e.g. appearance of customer
facilities?

• Responsiveness
- Does the organization demonstrate a

willingness to help and promptly reply to
customers?

• Assurance
- Do employees demonstrate knowledge and

courtesy?

• Empathy
- Does the organization show it cares about

customers?
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4.3.6 Performance Measures 

The output of workshops and meetings is a LOS definition that follows the framework laid out 
in Part 1 above. All LOS measures have been defined to include a numerical value which 
allows clear determination on whether the measure is being achieved. With this definition in 
mind, it is important to distinguish between actual performance, and aspirational targets. 

a) Actual/Current LOS Performance

This is the actual performance as derived from previous years’ performance as measured by 
staff or determined using data held in corporate information systems. Where such information 
does not exist, or there is low confidence about the accuracy of the data, a judgment should 
be made by those with experience in asset performance and signed off by senior management 
as a baseline estimate of current performance.    

b) Desired/Target LOS Measures

These measures are the targets that should be set as part of the 3-10-year business and 
asset management planning processes and should be based upon a realistic estimate of how 
performance can be maintained or improved over the current baseline, taking into account the 
availability of funding and the associated capital and operational investment strategies that 
can be implemented over this period. 

There can often be some confusion over what the target LOS should be. For example, it may 
be desirable to state that “Our Level of Service is to have zero stormwater compliance 
failures”. However, this may not be the current actual LOS. Additionally, due to funding or 
organizational issues, it may not be possible to achieve zero failures within the next budget 
cycle. This statement is therefore an Aspirational LOS and is not representative of the 
performance currently received by the customer.   

Where Aspirational LOS are identified, these should be included in the Asset Management 
Plan as a longer term target. There may be a need for short to midterm LOS targets which 
should be staged to incrementally move towards this Aspirational LOS target over multiple 
budgetary cycles. 

While baseline actual LOS performance values were established and discussed as part of 
Workshop 3, figures are based on currently available data, and have undergone only basic 
quality assurance / quality control.  While sufficient to demonstrate proof-of-concept, these 
should be flagged as preliminary and revisited once recommended improvements to data 
collection, presented in Section 3.2, have been introduced.     

4.3.7 Asset (Technical) Levels of Service 

To better understand which are the key activities and assets, that when operating in 
combination, are necessary to achieve the Customer LOS, each Customer LOS measure, 
along with each of the Service Areas, identified a number of capital improvements (asset 
replacements, enhancements or additions) and operational and maintenance activities that 
contribute towards service delivery.  Outputs have been rationalized to highlight and provide 
alignment with group business functions. 
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It is recommended that further assessments be done for these asset LOS, as highlighted, 
which had the greatest impact on customer service delivery, and a determination be made for 
what would be an appropriate performance measure.  These Technical LOS were broken into 
Asset LOS (CAPEX related) and Operational Performance Indicators (OPEX related). 
Corresponding work activities were also identified to establish links between performance 
measures and day-to-day functions of staff.  

4.4 City’s Key Summary Levels of Service Trends 

As part of current good asset management practices across the City, the individual Service 
Areas currently monitor both internal and external trends and issues that have a potential to 
impact on their ability to continue delivery of established LOS. This monitoring is carried out 
to varying degrees of complexity depending on the individual Service Area, but in most Service 
Areas (except Fire Services and Brampton Transit) it is generally carried out in an informal 
manner, as part of routine day to day operations and as part of the investment planning 
process as noted within the ISO 55000 assessment review. 

Moving forward it is recommended within the high priority improvement initiative within the 
City’s Corporate Asset Management Plan that each Service Area carry out a more formal 
approach to the identification of trends, along with assessing their impact on service levels. 
This would be included in Service Area Strategic/Enterprise Risk assessments, the aim of 
which are to identify the risk from all sources – not just asset related, of failing to deliver 
established LOS.  

In addition to the identification and management of asset related risks, each Service Area will 
hold a Strategic Risk Register containing all major risks to service delivery, along with details 
of mitigating measures planned and the level of control that those measures provide. Use of 
these Strategic Risk Registers, including periodic reviews and monitoring, will then result in a 
more formalized approach to the way that these emerging trends are captured and dealt with, 
either through operational measures, or through the capital planning process.  

Where possible the investment planning process will take into account possible issues and 
trends and will endeavour to “future proof” assets with regard to these trends. However this 
“future-proofing” is not always possible due to the timescales in which some of these issues 
can emerge; therefore the timing for the update of the strategic risk registers will need to 
accommodate the potential issues associated with each individual Service Area. 

As we progress through the implementation of the Corporate Asset Management program, 
we will ensure that Risks assessments, as well as a consistent overall Risk assessment and 
evidence based decision making process, are developed and implemented. This high level 
review, with the key following summaries as shown City-wide LOS Trends below, 
demonstrates that what has been already carried out with service area asset managers across 
the City simply aims to provide guidance in terms of reasonably predictive trends, as well as 
any impacts on corporate levels of service that could be expected to occur over the next ten 
years.  
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4.5 Overall Corporate (City-wide) Level of Service Summary Overview 

An assessment of the current condition of the asset base along with a summary view on the 
associated LOS being delivered across the City is shown in Table 4.2. For all LOS trends and 
details, reference Appendix 402. These trends are based on the current state of the asset 
base combined with the expected levels of funding over the next 10 years i.e. assuming that 
the future spending will be comparable with current funding levels. The trends shown reflect 
that many assets are nearing the end of their useful lives and that maintaining funding at 
current levels will likely not be sufficient to hold service levels at their current level.  
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Table 4.2 - Overall Levels of Service Trends 

 

4.5.1 Performance Indicators  

Performance Indicators are important tools in defining Service Delivery assessments, which 
can be used to reach judgments about the ability of the City's assets to deliver expected levels 
of service now and in the future. These assessments will then provide comfort that customers' 
long term interests are protected, by safeguarding against inadequate asset stewardship.  

Service Delivery assessments provide a range of operational performance indicators across 
the service areas to meet the longer term asset management performance capability of the 
City’s assets. As detailed within Appendix 403 - Key Performance Indicators- Levels of 
Service, the aim is to agree on and then monitor a set of defined asset and customer service 
performance indicators (LOS measures). 
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Typically, LOS or Service Delivery measures are CAMPlanned on an annual basis, with this 
data being presented alongside Operational and Capital spending data to provide an overview 
on service delivery trends compared with the actual expenditure on the assets. 

4.5.2 Internal/External Trends with Potential to Impact Service 

The impact of an aging asset inventory base will inevitably increase the risks to service 
delivery, as noted by both Internal and external trends which impact service delivery, shown 
in Table 4.3.  These impacts are caused by assets failing as they reach the end of their useful 
life.  However, there are other internal and external factors which impact the City’s ability to 
continue to deliver established LOS over this CAMPlan period. 

Table 4.3 - Potential Risks to Service Delivery 

Some key Internal factors/trends may include: 

 Knowledge Retention (Staff Attrition) – The City like many other similar
organizations, will inevitably experience both an aging workforce and staff attrition due
to many factors.  This potential knowledge management risk may result in  inefficient
work, as staff will take additional time to carry out tasks initially or it can also result in
lower LOS, as asset failures may not be prevented or the response to an asset failure
may not be dealt with as promptly as it had been previously.  To address this issue,
recommended actions shown in Section 7- Corporate Asset Management (CAM)
Roadmap indicate the importance of improvement initiatives such as formalized
succession planning standards, as well as a knowledge management strategy.  The

November 2016 | Section 4: Desired Levels of Service



PAGE | 104  

City will be working towards more formal approaches to knowledge manage and 
succession plan to manage this potential risk to service delivery. 

 Staff Retention/Attraction – Many municipalities struggle to compete with industry in
terms of retaining existing staff and attracting new staff. As a trend, it may become
even more difficult to attract talented staff into the City, which has the potential to
impact the City’s ability to continue delivering its LOS. The City will remain prudent in
monitoring this trend, and as noted within Section 7- CAM Roadmap, there continues
to be a need for AM Capacity building-through various formalized training programs.

Some external factors/trends include: 

 Social (Demographic) Changes – As the demographic changes impact the City,
many customers are demanding increased transparency on asset related information.
Compounding that fact, Bramptonians expect the City to use a broader range of
communication approaches, including social media (i.e. Facebook, Twitter etc.), to
provide further connection with the various services  provided by the Service areas.
Brampton continues to recognize the opportunities and challenges presented by a
rapid demographic modification, and will be developing innovative strategies in
providing the wide range of customer services.  The recommendation, as noted in
Section 7- CAM Roadmap, ensure that there will be effective standardization of
Communication Strategies, as one measure of remaining connected to our customer’s
service needs.

 Technology Changes – As shown in Figure 4.4 - Cloud Computing Benefits, the new
technology of cloud computing can be an effective means of ensuring that technology
employed across the City to support all service areas, when effectively managed, can
allow for great benefits and mitigates the risk dependency on hard infrastructure
assets.

Figure 4.4 - Cloud Computing- Benefits 

Source:  IIMM- Cloud Computing 
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There are potential significant risks, especially with regards to the “systems” portion of 
Technology assets, for impact to the entire City on service delivery. As existing hardware 
becomes obsolete or software becomes unsupported, the City may be at a higher risk of failing 
to deliver its current and future LOS. To mitigate this risk, improvement initiatives presented 
in Section 7- CAM Roadmap, indicate that there will be a need to truly understand the asset 
information and build strategies, including Data Governance Strategies (as outlined in Section 
5- AM Strategies) for partnering in development of a comprehensive IT – Asset Information
Masterplan.

 New Regulations/ Upcoming Legislation – For example, pending and current
legislation (i.e. AODA- Accessibilities Act), including new legislation improved
accessibility standards for buildings etc., can potentially result in the inability of some
City assets to meet the new and desired LOS. To address this, the City as noted, in
Section 7- CAM Roadmap, Improvement Initiatives to continually monitor when and
how future legislation can impact the asset base. This monitoring will assist assets to
be ‘future proofed,’ where their design and construction considers the potential impact
of new legislation. However, regardless of the processes that are in place to deal with
new legislation, there can be a lag between new legislation coming into effect and the
time it takes the City to become fully compliant. The time needed to become fully
compliant would be agreed with the relevant legislative body.

 Environmental Changes – Full impacts of Climate change that have already
commenced to affect the asset base (i.e. frequency of storm-related events etc.) are
not fully known at this time.  Increased occurrences of flooding can occur as the assets
increasingly struggle to cope with higher intensity storm events, and this will impact
key Stormwater Ponds, the Stormwater Network and other related assets. The City
must fully assess a range of climate change scenarios, recommended in Section 7-
CAM Roadmap, which embark on a comprehensive development of a Risk
Management Strategy, and the current Stormwater Financing Study underway,
including recommendations for development of a detailed Stormwater Service Asset
Management Plan into the future. The City, must have the capabilities to make the
management of our assets more sustainable.

Summarized below is an overview of Service Areas and how they could potentially be 
impacted by these trends.  

4.6 Service Areas Levels of Service 

Sections below include examples of the LOS metrics currently used across the City for the 
major service areas. The complete set of levels of service along with current performance 
operational indicators are included in Appendix 402.
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Facilities levels of service have been identified in the Draft Facilities Departmental Asset Management Plan. Performance indicators 
and targets have been stated to describe, quantify, and communicate the services that customers and regulators expect. The measures 
noted in the plan confirm that the City is meeting or approaching these target service levels. 

Figure 4.5 – Excerpt from Facilities DAMPlan (2016)

Corporate 
LOS Description

Safety – Annual 
Inspection of Fire 
System

100% 100%

Perform Annual 
Inspection and 

Certification as per 
NFPA Standards

100% 100%

Reliability – Bi 
Monthly Inspection 
and Maintenance of 
HVAC Systems

100% 100%

Perform Bi Monthly 
Inspection and 

Maintenance of HVAC 
Systems

100% 100%

Technical LOS 
Performance

Service Areas
Customer LOS 

Description
Customer LOS 

Target
Customer LOS 
Performance 

Technical LOS 
Description

Technical LOS 
Target

Ensure an efficient and well maintained facility 
infrastructure that supports the delivery of programs and 

services for the wellbeing of our community in a cost 
effective way

Facilities
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For the Transportation Service area, which consists primarily of roadways, bridges and traffic related assets, has in place a number of well 
established, demonstrated LOS metrics, including industry best practices accepted measures such as Pavement Quality Index (PQI) of the 
Ministry of Transportation (MTO).  An Example of the Level of Service for Transportation Services is presented in Table 4.4 - Transportation 
Services – Levels of Service below. 

Table 4.4 – Transportation Services - Levels of Service 

It has been recognized that City of Brampton continues to meet the MTO minimum maintenance standards of their roads, and furthermore 
continues to forecast the continuation of its major road rehabilitation program. For the pavement assets this is a well understood measure 
and is currently used as one of the key drivers in investment planning for this asset type. Other measures may include operational measures 
such as those associated with snow removal. 

Presented in Figure 4.6 - below is the LOS- Performance Indicators – Kilometers of Roads Rehabilitated History and Figure 4.7 - Forecasted 
road rehabilitation program (based on current funding Planned budget levels) to maintain its commitment of maintaining its Target Levels of 
Service. For more details of the current and planned expansion of the effective Road Rehabilitation Program, please reference the business 
case found in Section 5 - Asset Management Strategies of this CAMPlan. 

Corporate 
LOS Description

To maintain safe roadways and roadsides enabling safe 
and efficient travel in a cost effective way

% of all Roads in 
Good to Very Good 

Condition
67% 61.5% (OMBI Data)

Maintain Roads PQI 
(Network Average)

PQI > 7.0 PQI = 7

To maintain safe and efficient Transportation Structures 
enabling safe travel in a cost effective way.

% of structures in 
Good to Very Good 
Condition

75% 64.3% (OMBI Data)
Maintain Structure 

BMS Condition Rating  
(Network Average)

>7.5 7.7 (average)

Traffic
Public Works

An innovative team committed to providing engineering 
solutions aimed at efficiency and safety for vehicular and 
pedestrian traffic.

Percentage of 
reactive lamp 

replacements for 
Street Lights

5% 5%
Percentage of reactive 
lamp replacements  for 
assumed Street Lights

5% 6%

Technical LOS 
Performance

Service Areas
Customer LOS 

Description
Customer LOS 

Target
Customer LOS 
Performance 

Technical LOS 
Description

Technical LOS 
Target

Road Operations
Public Works
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Figure 4.6 – Roads LOS - Performance Indicator- History of Kilometers of Roads Rehabilitated 
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Figure 4.7  – Forecasted Roads Rehabilitation Program 
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The Stormwater Services Area, includes all facets of direct linkage to the citizen’s customer levels of service. Due to this service area 
comprising of major assets, including its stormwater pond (facilities), stormwater network (linear) and the Low impact development portfolio, 
there is a wide-range of Levels of Service ranging from complaint response times to accommodating development, along with the number 
of flooding incidents including associated with the Stormwater network system.  The Levels of Service demonstrated in Table 4.5 – 
Stormwater Levels of Service Framework, below, provide a key summary of some of the current levels of service measures undertaken by 
the City. 

Table 4.5 – Excerpt from Stormwater Levels of Service Framework 

Corporate 
LOS Description

Operating costs per 
km for the urban 
storm drainage 

system

<$ 6,900 $6,800 

# of routine inspections 
& maintenance of each 

stormwater 
management facility 

per year

1 1

# of equivalent lots 
per year for which 

stormwater servicing 
capacity made 

available in order to 
implement the City’s 

Growth 
Management 

Implementation 
Strategy.

6000 6000

Average # of days 
for review of 
development 
applications 

14 days 14 days

Average # of days to 
process surface 

flooding complaints
7 days 7 days

Technical LOS 
Performance

Service Areas
Customer LOS 

Description
Customer LOS 

Target
Customer LOS 
Performance 

Technical LOS 
Description

Technical LOS 
Target

Provide sustainable water resources and stormwater 
management in a safe, effective, and dependable way that 
ensures the protection of the environment while preserving 
and enhancing the quality of life and economic prosperity 

of the people of Brampton.

Stormwater
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Table 4.6 – Excerpt from Fleet Levels of Service Framework 

Corporate 
LOS Description

Availability Minimize down time
Minimum # of Units 
out of service for 
inspections.

% of preventative 
maintenance 
inspections completed

95% of PM 
inspections completed

70% of schedule PM 
Maint completed. 
(PM”A”, PM”B” and 
PM”C” Maint 
included)

Reliability
Service Request Rate 
(OMBI Measure FLET 
415)

Minimum # of 
unscheduled service 
requests

% of repair hours 
spent on unscheduled 
repairs and service not 
PM related.

<67% Average of 
Municipal OMBI 
results

37.07%

Technical LOS 
Performance

Provide cost effective vehicle and equipment management 
services that include preventative maintenance, repairs, 
fuelling and capital replacement as needed to efficiently 
deliver municipal services.

Fleet Services
Public Works

Service Areas
Customer LOS 

Description
Customer LOS 

Target
Customer LOS 
Performance 

Technical LOS 
Description

Technical LOS 
Target

FLEET
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Within IT services, the Levels of Services range significantly due to the uniqueness of the asset categories from Hardware to Software 
assets.  Additionally this service area is unique as it supports  all its customers throughout the City of Brampton as classified (internal) 
customers, as well as the external customers which range from municipal partners to industry and citizens. 

As such as shown in Table 4.7 - Information Technology Levels of Service Framework, is merely a snapshot of some of its key levels of 
service as it relates to the business cases found within Section 5- AM Strategy- Business Cases for continued investment into this asset 
portfolio to support the needs of the City.   

Table 4.7 – Excerpt from Information Technology Levels of Service Framework 

Corporate 
LOS Description

% of Network 
Connectivity Uptime

100% 100%
% of First call 

resolution rate at the 
service desk

40% 36%

Technical LOS 
Performance

Service Areas
Customer LOS 

Description
Customer LOS 

Target
Customer LOS 
Performance 

Technical LOS 
Description

Technical LOS 
Target

Customer % 
Satisfaction (Overall 
Service Experience)Manage the City of Brampton information technology 

ecosystem in an efficient and cost effective way.
IT
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Table 4.8 – Fire Services Level of Services Framework 

Corporate 
LOS Description

Fire
To provide reliable and essential services as it relates to 
fire protection and emergency prepardness services

The 2016 Fire Station Location & 
Apparatus Deployment study used 
this guideline to establish the 
benchmark of 8 minutes for Full 
Effective response. The study 
used the 4 minutes for the first 
truck on the scene. The 
benchmark established for the 
second truck on the scene was 8 
minutes, splitting the difference 
between the other two 
benchmarks.

8 minutes (as per the 
NFPA Standards 
1710)

<=240 second travel 
time for 1st 
responding unit

<=480 seconds for 
the full effective 
response

A total complement of no 
less than 10 firefighters 
(including supervisors), 
and if practical, a minimum 
of two vehicles, one of 
which is a triple 
combination pumper, must 
assemble on the fire 
ground within 8 minutes for 
90% of reported fire 
emergencies.

100% MTO 
Legislated 
Inspections

100% regulated 
MTO Inspections 
completed

Technical LOS 
Performance

Service Areas Customer LOS Description
Customer LOS 

Target
Customer LOS 
Performance 

Technical LOS 
Description

Technical LOS 
Target
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Table 4.9 – Parks & Recreation Levels of Service Framework 

Corporate 
LOS Description

% Park area in municipality >5% 5.80%
# days between mowing to maintain 

City grass < 3 in.
10 10

Hectares of maintained parks 
and natural areas in 

municipality per 100,000 
population

> 680 Ha 700 Ha
# days between mowing to maintain 

Sportsfield grass < 3 in.
7 7

# inspections per playground per 
month

2 2

Parks Maintenance
Public Works

Provide Brampton’s parks and recreation facilities vital to the personal, 
community, social and economic wellbeing. City of Brampton both Parks 

and Recreation services shall provide safe clean parks&recreation 
through proactive property management in a cost effective way

Technical LOS 
Performance

Service Areas Customer LOS Description Customer LOS Target
Customer LOS 
Performance 

Technical LOS Description
Technical 

LOS Target

Corporate 
LOS Description

Percentage of 
visitors rating overall 
experience as good 
or excellent

>95% 97%
# of annual visits to 
community centres

>1,800,000

1,895,645
(Note: count does 
not currently include 
all community 
centres)

Percentage of 
visitors agreeing or 
strongly agreeing 
that community 
centre helps 
increase the quality 
of life in the 
community  

>95% 98%

# of neighbourhood 
community centre per 
20,000 population 
Note:  counts both 
‘large’ (> 10,000 sq. ft.) 
and ‘small’ (< 10,000 
sq. ft.) community 
centres as defined by 
OMBI

>1 95%

Technical LOS 
Performance

Community Centers 
Recreation & Culture

Increase public benefits of visits to Community Centres by: 

· Increasing usage of community centres (e.g.# of annual 
visits)

· Maximizing the individual benefits to visitors

· Increasing  accessibility/inclusiveness

· Maintain/improve the quality of experience for
visitors

Service Areas
Customer LOS 

Description
Customer LOS 

Target
Customer LOS 
Performance 

Technical LOS 
Description

Technical LOS 
Target

PARKS & RECREATION
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Table 4.10 – Transit Services Level of Services Framework 

Corporate 
LOS Description

Safety – Annual 
Inspection of Fire 

System
100% 100%

Perform Annual 
Inspection and 

Certification as per 
NFPA Standards

100% 100%

Reliability – Bi 
Monthly Inspection 
and Maintenance of 

HVAC Systems

100% 100%

Perform Bi Monthly 
Inspection and 

Maintenance of HVAC 
Systems

100% 100%

Technical LOS 
Performance

Service Areas
Customer LOS 

Description
Customer LOS 

Target
Customer LOS 
Performance 

Technical LOS 
Description

Technical LOS 
Target

To provide a clean, safe and reliable transit Facilities for 
our citizens and employees

Facilities Maintenance
Transit
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4.7 Linkage of LOS with Capital and Operational Activities  

During some of the CAMPlan development workshops undertaken, services areas such as 
Parks were able to identify relationships between their current capital and operating budget 
and work activities as a direct link to the Asset (Technical) LOS provided. The linkage of 
service areas to planned budget is illustrated in Figure 4.8.
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Figure 4.8 - Linkage of Service Areas to Planned Budget 
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The Capital and Operating planned budget figures identified were extrapolated utilizing 
preliminary figures from the current 2017 Planned Operating and Capital Budgets.  

4.7.1 Limitation with Current Data Confidence- Levels of Service 

Current data collection processes and systems will need to be further assessed regarding 
their suitability for the collection of data required to support the LOS measures. In addition, 
responsibilities for data ownership and sign off will need to be agreed, if not already in place. 
The intention is that this data collection process becomes part of the City’s regular practice as 
opposed to an activity initiated specifically to enable LOS CAMPlanning. All software the City 
owns and operates can be found in Appendix 404 of this CAMPlan.  

In gathering the data it is useful to attach some level of confidence grade to each of the 
Customer LOS measures when these are CAMPlanned annually, to indicate the reliability and 
accuracy of the base data used. This is especially important when the measures are new and 
processes for data collection and sign off have not been in place long. 

These confidence grades would be based on the data behind the detailed Customer LOS 
measures. 

 Data that is classed as having ‘high’ reliability is based upon sound textual records,
procedures or analysis that has been properly documented, and is recognized as the
best method of assessment. Data of ‘low’ reliability is usually based only upon
unconfirmed verbal CAMPlans or cursory inspections/analysis.

 Data that is classed as having ‘high’ accuracy is that which is considered to be
accurate to within +/- 1 per cent. Data of ‘low’ accuracy is usually only considered to
have an accuracy of +/- 50 per cent.

If there is a spread of either the accuracy or reliability, or both, for the detailed LOS measures 
then the high level customer LOS measure can still be assigned a confidence grade and the 
spread can be as shown, similar to the example shown in Figure 4.9 below. 
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Figure 4.9 - Data Confidence and Reliability Scale 

4.8 Final Recommendations – Plan Improvement & Monitoring 

While significant progress has been made through this current CAMPlan initiative, it has only 
laid the foundation on which service driven decisions can be made.  Figure 4.10 – LOS 
Relative to Key Steps, below, shows this current initiative relative to other key steps in the 
move toward becoming a service-focused City.  An overview of each item is provided below; 
specific goals and requirements will be established and updated based on outcomes as the 
organization moves from step to step.    
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Figure 4.10 – LOS-Relative to Key Steps 

4.8.1 Analysis & Cost Options 

Service-driven planning requires a clear understanding of the relationship between LOS and 
its associated operational and financial requirements.  Once established, this relationship will 
allow the City to clearly and effectively communicate the benefits (i.e. LOS) and costs (i.e. 
operational and funding implications), associated with the delivery of prospective service 
scenarios. In addition, this information will allow for the evaluation of trade-offs associated 
with improving or reducing service, as they relate to the public’s willingness to pay. 

Efforts to date have focused on establishing a consistent mechanism for measuring and 
tracking the LOS delivered to City customers and stakeholders. While further refinements can 
be made to improve rating reliability and confidence over time, using these current measures 
the City can now objectively rate and communicate the current LOS provided at both the 
customer and asset level, as well as the characteristics associated with increased or 
decreased LOS.   

Evaluating the cost implications of improving or reducing LOS requires an understanding of 
the current cost of service delivery and the relative cost of introducing change.  While the 
City’s budgeting does not currently align with the recommended Customer or Asset LOS, it 
will be the intention moving forward that the City analyze cost options with reference to 
customer and asset levels of service.  

November 2016 | Section 4: Desired Levels of Service



PAGE | 121  

4.8.2 Customer Input 

Robust customer input will drive the City’s mandate for maintaining or changing Customer 
LOS.   Public consultation will be used to assess customer satisfaction with current LOS, 
identify key areas of concern, and assess the willingness to pay for enhanced service or make 
service trade-offs.  Information collected will be used to evaluate the attractiveness and 
applicability of prospective servicing scenarios.   

Effective consultation requires focus and careful planning.   While the developed servicing 
options will play an important role, the make-up and extent of the consultation process will 
need to be developed in conjunction with City stakeholders, based on overall service 
objectives.   Prior to engaging the public, the City will need to understand how alternatives 
rate with respect to the needs of its internal stakeholders, as well as physical and regulatory 
constraints. 

4.8.3 Set Targets 

Once Customer requirements and preferences are understood, then LOS targets can be 
established.  This will involve working with internal stakeholders to set appropriate targets to 
ensure financial affordability of the infrastructure.  Targets are meant to cascade down through 
the LOS criteria, asset service levels, and operational performance indicators, establishing 
clear line-of site and an understanding of the ‘upstream’ or ‘downstream’ implications 
associated with changing any of the values.   By establishing this link the overall impacts (i.e. 
what is and isn’t impacted) to cost and operations can also be assessed. 

For Customer LOS, targets will be expressed as bands reflecting the range of service deemed 
acceptable to customers.  For Asset LOS and OPIs, targets will serve as thresholds, triggering 
capital or operational intervention, when breached.    Workflows reflecting how LOS targets 
are handled and responded to within the organization need to be established and the effective 
use of LOS in a planning and operational context. 

4.8.4 Communications 

Embracing a service-driven operating philosophy will provide the City with many advantages 
in communicating with customers, stakeholders and decision makers.  In addition to having 
the tools and information needed to enter into informed discussions with regarding 
infrastructure investment, focus will be on customer outcomes rather than on infrastructure 
alternatives. This focus will establish line-of-sight between Corporate, Customer and Asset 
level objectives, and introduce consistency, transparency and defendability into plans and 
decisions made. 

A structured communications plan can be established to help the City in realizing these goals. 
This effort  will involve defining the links between Corporate, Customer and Asset LOS and 
the utilities internal and external stakeholders, and defining the purpose, content and timing 
of communications along each path.  Formally documenting this process will provide 
alignment and clear direction on the collection, management and delivery of information. 
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4.8.5 Plan Improvement & Monitoring- Levels of Service 

The City of Brampton is creating a register of current and target LOS across the City. This list 
will allow Council, staff and customers to have a clear understanding of the LOS currently 
delivered, along with the target LOS to which the City is striving. Furthermore, LOS will 
become a key driver during budget debates as the City will be able to easily quantify the 
impact of budget changes on LOS. 

Moving forward the City of Brampton will: 

 Seek Council endorsement of the corporate and customer LOS, enabling the
organization to clearly communicate service impacts associated with available
operating and capital budgets.

 Document the LOS at the corporate, customer, and asset levels to provide a clear line-
of-sight between corporate objectives and asset-focused objectives.

 Consult customers and stakeholders on an ongoing basis to understand their needs
and appropriately update LOS.

 Ensure that all investment and operational decisions are evaluated against their
impact on customers, the community, and the environment.
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