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NOTICE

Ernst & Young LLP (EY) prepared the attached report only for the City of Brampton (“The City,” “Brampton,” “Client”) pursuant to an agreement solely between EY and Client. EY 

did not perform its services on behalf of or to serve the needs of any other person or entity. Accordingly, EY expressly disclaims any duties or obligations to any other person or 

entity based on its use of the attached report. Any other person or entity must perform its own due diligence inquiries and procedures for all purposes, including, but not 

limited to, satisfying itself as to the financial condition and control environment of The City and any of its funded operations, as well as the appropriateness of the accounting 

for any particular situation addressed by the report. 

While EY undertook a thorough review of government spending per the terms of agreement, EY did not perform an audit or review (as those terms are identified by the CPA 

Canada Handbook - Assurance) or otherwise verify the accuracy or completeness of any information provided to us of The City or any of its funded operations financial 

statements. Accordingly, EY did not express any form of assurance on accounting matters, financial statements, any financial or other information or internal controls. EY did 

not conclude on the appropriate accounting treatment based on specific facts or recommend which accounting policy/treatment The City or any funded operations should 

select or adopt. 

The observations relating to all matters that EY provided to The City were designed to assist The City in reaching its own conclusions and do not constitute EY’s concurrence 

with or support of Client's accounting or reporting or any other matters.



Project Context

The City of Brampton undertook an external service review which concluded in May 2019. The service review identified a number of different 
opportunities to be further investigated during subsequent service reviews, including an evaluation of the service delivery models utilized, and the 
levels of services delivered. The City subsequently initiated further reviews across the organization, including this review of Governance and Internal 
Services

Purpose of this Report: 

This report is intended to present the current state analysis and jurisdictional comparator findings for the services under review as part of the Governance 
and Internal Services Review. This report also identifies the list of opportunities for improvement, including those opportunities with a potential impact on 
the 2020 budget process, either as an opportunity to find savings or an opportunity that may require investment in the short-term to realize future 
savings. Each of these savings opportunities includes detailed costing, implementation considerations, and proposed implementation timing.

Assessments are based on four key pillars: service delivery model evaluation, service level benchmarking, organizational structure review, and the 
identification of process improvement opportunities. 

Purpose
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Data and Cost Saving Estimates Assumptions

CORE ASSUMPTIONS:

• 2019 operating budget data provided by Finance has been used to calculate benefits including cost savings, efficiencies and cost avoidance

• Operational data provided by the respective divisional teams has been used to calculate benefits including cost savings, efficiencies and cost 
avoidance 

• Calculations for benefits estimate, efficiencies and cost avoidance analysis have been performed using input assumptions and data provided by the 
City of Brampton Finance team and the City of Brampton divisional teams (“the management team”). Inputs to the analysis are the sole 
responsibility of the management team.

• The analysis herein is in summary form. Selecting portions of this analysis without considering all of the factors and analyses considered, may create 
a misleading view of the output and results.

• Calculations have been based on specific assumptions noted in the Opportunity Details section to this report. Not every potential influence or factor 
has been considered including but not limited to negotiated changes with contractors and unions, inflation, the impact of overhead costs, storage 
costs for new equipment and changes in contractor rates resulting from changes in requirements.
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Executive Summary



Scope of Governance and Internal Services Review

The scope of the review with the Governance & Internal Services review encompasses the following key activities:

:

► Strategy peer review to validate the 
City’s strategic priorities and 
implementation plan

► Organizational structure and 
alternative service delivery review

► Review and validate the VoIP 
technology recommendation and 
implementation roadmap

1. Digital Innovation & IT

► Organizational structure review

► Process improvement opportunities 
including automation

► Alternative service delivery review 
including DI&IT and by-law services

► Revenue generation

5. City Clerk’s Office

► Organizational structure review

► Alternative service delivery review for 
Animal Services Enforcement

► Review of the one-window approach 
to Licence and Permit Applications

2. Enforcement and By-Law Services

► Disability management service 
evaluation

► Talent acquisition service evaluation

► Human Resources process 
improvement opportunities

► Human Resources alternative service 
delivery review

6. Human Resources*

► Organizational structure review

► Process improvement opportunities 
including streamlining and 
automation

► Alternative service delivery review

4. Legal Services

► Organizational structure review

► Process improvement opportunities 
related to AP/AR

► Alternative service delivery review of 
payroll services

3. Finance

► Organizational structure review

► Process improvement opportunities 
including streamlining and 
automation

► Alternative service delivery review 
including graphic design and other 
functions

7. Strategic Communications
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Overall Findings – Governance and Internal Services
The following findings were identified through a combination of stakeholder interviews, document review, jurisdictional analysis, and prior project team 
experience. These findings have been reviewed with the Governance and Internal Services management team.

Key Findings
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The City is implementing KPMG’s service review findings
Brampton has made significant progress on two of the top 10 
opportunities identified for Governance & Internal Services as part of 
KPMG’s review, with further input provided in this report for both the 
Digital Strategy and VOIP business case.

In addition to existing modernization initiatives, there are a 
number of opportunities for improvement
Opportunities exist to improve automation and the use of technology, 
further centralize service delivery, and streamline processes and 
communication.

Technology tools can enable more effective contract compliance
Review existing contract compliance frameworks and KPIs to support stronger 
monitoring and compliance with service standards. This includes examining 
automated vendor performance and compliance tools and potential RPA 
opportunities.

Net cost of service has increased at a lower rate than the rest of the City
The net cost of service across the 7 Governance and Internal Services’ functions has grown at an 
average annual rate of 5.2% in nominal terms between 2013 and 2018, compared to 5.9% for the 
whole City, demonstrating that internal services costs grew slower than total City costs.

Brampton’s Governance and Internal Services functions are in 
line with other comparable jurisdictions
Both from a staffing and a service perspective, Brampton is in line with local 
and national comparators in terms of the size and scale of its Governance and 
Internal Services functions.

Governance and Internal Services is undertaking a significant 
portfolio of modernization initiatives
Brampton is making a number of investments across many service areas 
to modernize service delivery, increase the use of technology, and 
streamline processes.

Maintain service levels and delivery standards while continuing 
to centralize services
The City has recently centralized both DI&IT, Finance, and Strategic 
Communications, and has opportunities to continue centralizing shared 
internal services. It is critical to maintain or improve service levels and delivery 
standards in centralized models to effectively realize benefits over time.
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1. Context for Digital Innovation & IT Services Review

• KPMG’s Service Efficiency Review identified that DI&IT’s core 
services are delivered at a standard level. However, the review 
did identify the following broader opportunities:

• Develop an enterprise digital strategy to bring services 
online to citizens

• Replace traditional telephone technology with VOIP 
technology and mobile phones

• The Division rebranded itself as Digital Innovation and IT Services 
to emphasize the objective of addressing the following: 

• The City’s business solutions across the organization are 
reaching end of life, yielding a need for institution-wide 
change 

• Brampton is relatively behind other municipalities in 
adopting and advancing digital customer experience 
solutions. The City’s 2019-2024 Technology and Digital 
Strategy notes that Brampton only provides 50% of the 40 
common digitally available services provided among 
Mississauga, Calgary, and Markham. 
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Service Description

• Digital Innovation and IT (DI&IT) Services is responsible for 
developing, delivering, and governing the City’s digital 
strategy and underlying projects/initiatives, for both 
internal and external clients

• DI&IT supports the identification of digitization 
opportunities within the City to support efficiency and 
productivity 

• DI&IT also enables enhanced customer service experiences 
through the digitization and modernization of existing 
services

• DI&IT maintains and supports over 400 technology 
applications across the City of Brampton, as well as the 
physical and digital infrastructure underpinning those 
applications

• DI&IT is also responsible for IT Security and Risk 
monitoring, response, and awareness. It also delivers data 
services including open data, business intelligence services, 
and location data visualization (GIS)

Why Review Digital Innovation and IT Services?
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Key Financial Highlights – Based on 2019 Budget (Nominal $ Millions)

1. Overview of Brampton Digital Innovation & IT Services 
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Positions

• 174 Staff
• 153 Full-time staff (44% of positions are 

unionized)
• 17 temporary staff
• 4 part-time staff

• 1 new position has been created in 2019, and 
4 positions have been centralized into IT as 
Service Innovation Team was disbanded 

Expenditure:
• Expenditures are budgeted at $32.2m for 2019 due to a 

growth of client demand. It has grown at an average annual 
rate of 7.5% since 2013. The cost drivers are the 
centralization of IT functions since 2016, and the increasing 
use of cloud services (IAAS, PAAS), resulting in shifts from 
capital expenditures to operating expenditures

• 40% of IT cost is allocated to Community Services in budget 
2019, and 17% to Transit

• Salaries, Wages and Benefits are the largest category of 
expenditure with 56% in 2019, and an average annual 
growth of 5.9% since 2013. Many of the IT positions 
underwent job evaluations and bumped up several grades, 
which explains this increase

• Contracted services are the second largest category of 
expenditure with 27% in 2019, and an average annual 
growth of 5.1% since 2013. All maintenance and licence 
costs are centralized under IT division, and in the last 2 years 
the City has upgraded or replaced most of the 
application/business solution layer and is moving quickly to 
cloud-based applications, which explains this increase.

Consumption per department

Average annual growth 2013-2019~7.5% 
(5.5% in Real $)

Total Expenditure

Total Expenditure by type

Performance Metrics:
• The Customer Care and Support incidents and requests increased at an average annual growth of 2.0% 

from 2014 to 2018
• The Number of Public WiFi users on a weekly basis increased at an average annual growth of 2.0% from 

2016 to 2018
• The number of open data sets available increased substantially between 2016 and 2017, but grew much 

more slowly in 2018.

Performance metrics

2014 2015 2016 2017 2018 Avg annual 
growth

Customer Care and Support –
Incidents and Requests

30,657 28,802 28,715 32,403 33,176 2.0%

Number of Public WiFi users on a 
weekly basis (avg)

18,716 20,129 21,316 6.7%

Number of open data sets available 25 250 253 218.1%
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1. Digital Innovations & IT – Key Findings 
A review of Brampton’s DI&IT function, and a comparison with other jurisdictions yielded the following findings:
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Jurisdictional Takeaways

• DI&IT in Brampton is highly centralized, with a complement of 153 full time staff. Mississauga 
(208.1 FTE) also employs a highly centralized model, while Hamilton has 83.5 FTE in their 
centralized IT group but also has numerous decentralized staff distributed across divisions and 
is in the process of centralizing. Overall, Brampton is in line from a staffing perspective with 
other comparable jurisdictions who employ a similar operating model.

• Brampton has been recently evaluated against other municipalities from a cybersecurity 
perspective and is in line with the maturity of comparable mid-sized municipalities. Brampton 
continues to make investments in improving its cybersecurity capabilities.

The proposed VOIP business case is reasonable
Brampton’s proposed VOIP business case is reasonable and is
expected to deliver value for money to the City. The upgrade
is necessary from both a risk management perspective and to
allow the City to realize savings on eliminating handsets.

Sample Modernization Initiatives Underway
• Time, Attendance and Scheduling: Citywide solution for employee scheduling, absence 

request and compliance to modernize existing paper-based processes 
• EDC Automation: Ongoing workflow creation to deliver efficiencies in HR processes 
• Applicant Tracking System (ATS): solution that facilitates top talent for the City of Brampton 
• OHS Management System: solution to manage the Occupational Health and Safety 

Management System
• POS Replacement: implementation of an e-commerce system integrated with all back-end 

systems related to payment processes 
• Significant investments in cybersecurity resources and tools to manage and mitigate the City’s 

risk

The proposed VOIP business case is reasonable
Brampton’s proposed VOIP business case is reasonable and is
expected to deliver value for money to the City. The upgrade
is necessary from both a risk management perspective and to
allow the City to realize savings on eliminating handsets.

The digital strategy is ambitious, but is on track
Brampton’s digital strategy is ambitious, and lays out a large
program of work to enhance the City’s digital maturity. The
strategy is frontloaded to accommodate changes to delivery
timelines and incorporating additional business-specific
modernization projects.

The City of Brampton centralized DI&IT services in 
2016

DI&IT services centralized over the last two years to bring
transparency to the full costs of innovation and IT services in
Brampton and to drive on a comprehensive modernization
program.

Brampton’s digital strategy and roadmap is in line 
with that of other jurisdictions

Brampton’s strategy is comparable to those of other
municipalities in terms of the scope and nature of strategic
pillars and enablers, and the initiatives are important to the
modernization and transformation of the City.
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1. Digital Innovation & IT – Digital Strategy Peer Review
A peer review of the City of Brampton’s DI&IT strategy found it to be consistent with comparable municipalities. The City places equal emphasis on both 
digital transformation and the underlying process modernization, governance review, and skill/capability enhancements required to support the digital 
transformation*
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Brampton’s Strategy
• Improving employee productivity, modernizing employee experience, need to replace applications nearing end of life, bridging the

gap in customer experience compared to other municipalities were among the driving factors behind the strategy.
• The strategy builds out five strategic priorities to address current IT challenges and 10 guiding principles which provide a perspective 

to how the City applies “digital thinking”
• The strategy stresses on key enablers related to process, governance, skills, and monitoring which are essential to ensure the strategy 

is actionable and can achieve its objectives

Key Findings
• A peer review of digital strategies in comparable municipalities found that Brampton’s strategy is consistent with those adopted by its 

peers.
• Prioritizing open data, modernizing city processes, building digital literacy and capabilities internally, and transforming the customer 

experience in service delivery are key tenets across municipalities. 

Considerations and 
Takeaways

• The DI&IT strategy has the necessary components required to help the City achieve its digital transformation goals in alignment with 
Council priorities

• Diligent tracking of the outcomes of programs (rather than outputs) followed by constant review (and recalibrations, if necessary) of 
the strategy would be key in ensuring continued relevance and success, which as noted in the Digital Strategy will be done as part of 
the annual budget cycle.

*See Appendix A1 for additional detail
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1. Digital Innovation & IT – Digital Strategy Peer Review
A review of the DI&IT strategy found it to be forward-looking, built on sound strategic priorities that are citizen focused and enables the City to ensure it is 
able to extract maximum value from technology. The strategy prioritizes transformational initiatives in IT governance, technology-enabled service re-design, 
and the elimination of duplication within DI&IT to ensure that the strategy is actionable and provides the intended benefits to the City and Brampton’s 
residents, and is in line with other comparable municipal digital strategies (e.g., Toronto, Vaughan, Hamilton, Edmonton).
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Parameter Findings Considerations

People

• IT organization is set up in a manner that ensures continuous collaboration 
between technology and business users to remain aligned on needs/priorities

• Agile and waterfall methodologies are employed based on suitability/size of 
projects to gradually build agile skills

• Progress on implementing digital initiatives has built momentum and trust 
with client divisions, encouraging further adoption

• Ambitious volume of projects may lead to organizational fatigue due to 
employee burnout

• Continuous upgradation of skills (technical and business) is required to 
ensure resource capabilities are in line with the IT organization’s 
requirements

Initiative 
Prioritization 

& Delivery

• The strategy is front loaded in 2019 with a number of programs/projects 
running in parallel and are largely on track

• Customer experience initiatives have been provided the highest priority

• Post implementation support & change management will be critical to 
ensure success 

• Developing agile delivery capabilities or a “DevOps” culture would build 
flexibility in project design and delivery 

Process and 
Governance

• Use of governance committees and working groups to design, prioritize, 
monitor, and evaluate the strategy and its initiatives were found to be 
effective

• Emphasis on an enterprise architecture view to avoid duplication of 
technology is aligned with leading practices

• Identify and empower “digital champions” (change ambassadors) to 
facilitate cultural shift to support modernization 

• Ensure continuous touchpoints of the committees and working groups 
mentioned in the strategy to re-assess priorities and scope of programs 
would ensure the strategy stays relevant

Technology
• Issues (such as HCM application) existing in current systems and applications 

are being addressed through the strategy
• Consistency in assigning ownership and accountability for applications is 

critical to ensure adherence to the strategy’s design principles
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1. Digital Innovation & IT – Organizational Review
Brampton’s DI&IT organization structure is similar to most neighbouring municipalities, with a few minor differences in the structuring of functional units 
within the division, and is reported to meet the technology and strategic needs of the organization*. 

Brampton Models
Brampton employs a centralized IT shared service model wherein all IT (applications, digital, and infrastructure) resources reside in a 
centralized division which holds overall responsibility and accountability for delivering technology outcomes across the organization. This 
model is consistent across most comparable municipalities

Advantages Challenges

• Centralization of IT has enabled standardization and consistency in various 
enterprise-wide functions such as cyber-security

• Technology needs of business units/divisions are given adequate attention 
through allocating staff to various portfolios that cater to user needs

• Frontloading of programs and initiatives of the Digital Strategy in 2019 was 
reported to have stretched the capacity of the current workforce

• Assigning client portfolios to senior managers has required senior 
management to take on increased levels of customer service which has 
required adjustment

Other Models – Hybrid 
Structure

A hybrid model (employed at Toronto) typically includes a central IT division which owns and manages enterprise-level applications and 
infrastructure along with individual IT functional units embedded within each division of the City which manage division- or business-unit 
specific applications. This model is typically employed by larger and more complex organizations

Advantages Challenges

• This model tends to provide more focus on the needs and priorities of 
individual business units

• Ownership of applications reside with the business units thus ensuring that 
they meet their respective requirements

• Duplication of effort/resources and misalignment with enterprise IT strategy
• Conflict while prioritizing IT spend across the organization
• Challenges with standardization of programs such as cyber-security due to the 

prevalence of siloes

Takeaways

While the DI&IT organizational structure meets the needs of the City, considering resource constraints due to project volume, and increasing complexity of the technology 
landscape, the City may consider moving towards an “Anything as a Service” (XaaS) model, building on its plan for continued adoption of cloud and software as a service 
(SaaS) models in its Technology and Digital Strategy. The model is considered a leading practice wherein the City assumes the role of an application manager/owner while 
the operational aspect, including infrastructure, is outsourced, thus enabling the City to reduce capital investments and focus coordinating technology needs to meet 
outcomes

*See Appendix A2 for additional detailCity of Brampton – Governance & Internal Services Report – December 20, 201913



1. Digital Innovation & IT – VOIP Technology Implementation
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A review of the City’s Telecommunication Infrastructure Modernization case conducted through extensive stakeholder interviews , document reviews, and 
evaluation of alignment with the City’s overall digital vision and roadmap, resulted in the consideration of two options that are elaborated below*

Context
Existing PBX VOIP technology would soon be unsupported and this leaves the City with two options – Renew and upgrade the existing technology or replace the 
existing technology with an alternative one (e.g. cloud)

Options Advantages Challenges

Replace and 
implement 

new solution

• Open competition within the market
• Potential to access technologies with features currently unavailable for the City 

(if any)

• Limited options available through traditional PBX providers restricts 
competition 

• New contract may result in increased costs with few potential benefits
• Existing cloud solutions have limited maturity, integration challenges, and 

lack of support for critical sites

Upgrade and 
renew 

existing 
solution

• Proven and acceptable service levels which align with the City’s digital 
objectives

• Good existing working relationship with the provider
• Ability to leverage existing infrastructure in the event of an upgrade 
• Provides time for the cloud market to mature

• The latest version of Avaya is new and has not been broadly implemented 
yet

Takeaways

• Brampton should launch the rapid upgrade implementations through the current contract to achieve its digital objectives, as this would be the most cost effective option in the short 
term. 

• As much as possible, the City should structure the contract extension in such a way that it maintains flexibility in management of the vendor contract so that when/if the Cloud 
environment matures sufficiently to meet City needs and is proven to deliver higher value than the existing technology, the City may reconsider its options without having to incur 
penalties

*See Appendix A3 for additional analysis 
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2. Context for Enforcement & By-Law Services Review

• KPMG’s Service Efficiency Review did not identify any potential 
opportunities as they determined Enforcement and By-Law 
services to be at the standard level of service. It also found 
enforcement done via Animal Services are also delivered at 
standard service levels. However, recommendations were 
identified including:

• Comprehensive review of all licencing and permitting into 
a one-window approach 

• Review animal services enforcement delivery model 

• Change Provincial Offenses Act fines to administrative 
penalties. Note that the City has already engaged the 
province on this to the fullest extent possible.

• Stakeholder consultations internally and with comparable 
jurisdictions identified opportunities for potential synergies 

• Organizational alignment opportunities with Animal 
Services to realize administrative/back office savings while 
improving client experience 
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Service Description

• Enforcement and By-law Services implement Council 
enacted by-laws to maintain community standards 
through investigation, education and compliance

• The Division is organized into three specialized areas: By-
law Enforcement, Property Standards, and Licencing 
Enforcement, supported by a centralized clerical and 
administrative team 

• Additional enforcement services related to wildlife 
are conducted by staff in the Animal Service Division

• The Division has recently completed an organizational 
rebranding effort and has modernized equipment

• The Division is also in the process of rolling out a 
modernized technology platform (Amanda JEMS) to 
improve operational efficiency and integration with the 
Clerk’s Office

Why Review Enforcement & By-Law Services?
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Key Financial Highlights – Based on 2019 Budget (Nominal $ Millions)

2. Overview of Brampton Enforcement & By-Law Services 
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Positions

• 109 Staff
• 99 Full-time staff (85% of unionized 

positions)
• 4 part-time staff
• 6 students

• 2 new positions have been created in 2019, 
which represents an increase of 1.9% of the 
number of positions since 2018

Net cost of Service:
• The cost to taxpayers is budgeted at $8.8m for 2019 and 

has grown at an average annual rate of 3.9% since 2013

Revenue: 
• Revenues are budgeted at $2.1m for 2019 and have 

grown at an average annual of 17.5% since 2013. The 
increase has been particularly significant since 2018, due 
to the new service delivery model implemented in 2016.

Expenditure:
• Expenditures are budgeted at $10.9m for 2019 and have 

grown at an average annual rate of 5.8% since 2013
• By-Law enforcement represents 47% of expenditures in 

2019
• An illegal secondary units taskforce was created in 2018, 

at a cost of $0.7m in 2019 budget
• Salaries, Wages and Benefits is the largest category of 

expenditure with 96% in 2019

Total Expenditure

By SourceTotal Revenue

Total Expenditure by type

Performance metrics
• The total number of combined service requests processed and the number of by-law complaints per 

capita have increased significantly, particularly since 2016 and the implementation of a new service 
delivery model.

• The value of parking tickets levied increased significantly, particularly since 2017 due to the 
implementation of a new service delivery model in 2016. It should be noted that these revenues are 
included in the Provincial Offences Act division, and not in the Enforcement & By-Law Services revenue.

Performance metrics*

2014 2015 2016 2017 2018 Avg annual 
growth

Number of total combined service requests 
processed (for property standards, licensing and by-
law enforcement) 

25,173 25,989 32,108 38,395 49,693 18.5%

Number of by-law complaints per 100,000 
population 

4,593 4,624 5,565 6,529 8,295 15.9%

Number of mobile licenses issued (taxi, tow trucks 
etc.)

2,058 2,128 2,127 2,154 2,227 2.0%

Value of parking ticket fines levied (in $ millions) 3.0 3.2 3.1 4.1 4.8 12.3%

47%

20%

14%

13%
6%

By-law enforcement
Property Standards
Enforcement & By-Law Admin
Licensing
Second Unit Enforcement

5%4%

91%
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2%
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Salary, Wages and
Benefits

Office and
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Average annual growth 2013-2019~5.8% 
(3.8% in Real $)

Average annual growth 2013-2019~17.5% 
(15.4% in Real $)
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• The significant increase in the performance metrics is expected to continue in 2019 with the 
implementation of mobile technology enhancements
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2. Enforcement and By-Law Services – Key Findings 
A review of Enforcement and By-Law Services, and a comparison with other jurisdictions yielded the following findings:
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Jurisdictional Takeaways

• Service delivery and staffing models vary significantly across jurisdictions reviewed, but 
Brampton (99 full time staff) is generally leaner than comparators such as Mississauga (147 
FTE) even with their inclusion of animal services enforcement. 

• Most jurisdictions reviewed have centralized enforcement services, and in some cases 
licensing as well as enforcement. Both Vaughan and Oshawa have centralized both services.

• Surrey has an application that allows residents to report parking enforcement violations 
online, something that Brampton could consider as part of a broader, integrated licensing and 
enforcement portal.

Enforcement Services are largely centralized
Enforcement services are largely centralized, though
opportunities exist to increase alignment and collaboration
with Animal Services Enforcement by realigning their
reporting under Enforcement and By-Law Services.

Sample Modernization Initiatives Underway
• Amanda 7 and JEMS Project (Q4 2019) – top-up to AMANDA Upgrade for storage 

performance 
• Mobile Technology (Dec 2019) – Parking Management solution with smartphones in vehicles
• Parking Ticket System Replacement (Jan 2020) – Automate onboarding of tickets from hand-

written tickets 
• Records Digitization (2021) – Scan and convert paper records to PDF and attach digital records 

in AMANDA 
• Streamlining licensing renewals documentation processes to allow for online registrations 

The current delivery model appears to be the most 
efficient and effective option

Alternative service delivery models exist, but they are not
clearly more cost effective and would limit the division’s
flexibility and capacity. However, increasing the number of
part-time parking enforcement officers appears to be a cost
effective alternative.

Recent morale improvements and modernization 
initiatives have driven better performance

Revenue generation has substantially increased in the last
three years, primarily driven by morale improvements, better
training, and internal modernization initiatives. Ongoing
automation initiatives should see these results continue.

There are opportunities to enhance licensing 
services with a digital One Window approach

A digital ‘One Window’ approach, integrated with the City
Clerk’s Office, would improve experiences for residents and
business and reduce manual processes
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2. Enforcement and By-Law Services – Organization Structure Review 
Enforcement and By-law organizational structure is similar to jurisdictional comparators and delivered internally across specialized service areas. Ongoing 
technology investments is reported to meet the strategic needs of the area and have generated additional revenue growth over time*. 

Brampton Model
Brampton Enforcement and By-Law Services falls within Corporate Services with three specialized business lines: By-law enforcement, 
Property Standards and Licensing. Animal-related enforcement is under the purview of a separate Animal Services division that falls within 
the Community Services department. Brampton has a similar staffing complement (99 FTE) to comparably sized municipalities like 
Mississauga (147 FTEs) and Hamilton (110 FTEs) although Mississauga employ a larger number of part-time staff. 

Advantages Challenges

• Brampton’s leading performance dashboard breaks down officer activity, 
historical data and tracks divisional performance, allowing for stronger 
management planning and goal setting

• Management priority on workplace culture and staff empowerment has 
generated productivity improvements and higher revenue generation 

• Emphasis on service quality and collaboration as well as deployment between 
enforcement business lines within the division

• Animal Licensing Enforcement as a separate division results in some 
communications and collaboration gaps in enforcement and deployment 

• Cases have become more complex with a need for longer investigation times
• Administrative processes largely manual and paper based 
• The administration and issuance of licenses is fragmented across three 

organization divisions.
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*See Appendix B1 for additional detail

Decentralized Model
The Decentralized Model (seen in Surrey and Windsor) separates certain by-law enforcement functions across divisions/departments in an 
organization. Jurisdictions that employ this model typically retain a By-law enforcement and licensing area, but is distinct in having other 
city departments also conjunctively managing or overseeing certain additional functions of By-law enforcement and licensing. 

Advantages Challenges

• Officers and inspection personnel allocated among specific service 
departments by expertise 

• Ownership of licenses resides in independent divisions ensuring a larger focus 
on the individual needs of each department or division 

• By-Law enforcement and licensing offering are fragmented across the 
organization based on specializations and expertise 

• Information sharing largely through informal channels create difficulty in 
consolidating a client-facing singular point of service 
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2. Enforcement and By-Law Services – Organization Structure Review 
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Centralized Model
The Centralized Model (seen in Mississauga and Oshawa) consolidates a majority or all of a municipalities’ by-law enforcement, licensing 
and administration within a single division. Depending on the size of the municipality it can either include a number of specialist 
enforcement teams or a generalist model that can cover the spectrum of by-law, animal services, building and parking enforcement
activities. Advantages Challenges

• Consolidation of both administration and enforcement of by-laws and licensing 
within a single department/business area 

• Residents view By-law enforcement and licensing as a single client facing entity
• Officers could be specialized within the division to manage certain by-law areas 

or operate as generalists capable of administering all by-laws under the 
department’s authority 

• Some municipalities (ex. Surrey, Oshawa) have added oversight of delivery of 
Citywide corporate security within this portfolio, which could be relevant for 
Brampton as it pertains to Parks and Trails

• Potential differences in the philosophies of specialized business lines make it 
potentially harder to maximize synergies and alignments

• Need to understand the unique business needs (ex. Fleet, equipment) required 
to administer certain by-laws 

• Functions that remain fragmented (ex. Parking Enforcement in Mississauga exists 
outside of By-law enforcement and in Public Works) might continue to 
experience gaps in reporting and coordination

Key Takeaways
Brampton’s Enforcement and By-Law Services meets the current needs of its citizens in terms of staffing complement and equipment. 
However, as Brampton expands and its enforcement demands increase, there is an opportunity to integrate or improve the collaboration 
between divisions to realize back-end efficiencies and competencies, particularly its fragmented by-law licensing and administration 
functions. Aligning Animal Services Enforcement under By-Law Enforcement would be a relatively easy first step in this process. In 
addition, working with the City Clerk’s Office and other functions to create an integrated client-facing one window licensing portal would 
be an effective way of identifying further opportunities to integrate licensing and enforcement. Once a one window licensing portal has 
been implemented, it may be feasible to realign permits and licensing staff internally between Enforcement and By-Law Services and the 
City Clerk’s Office. There is also opportunity to evaluate the oversight of parks and trails and tow compound operations within the 
portfolio of this division.
Brampton’s focus on automation and technology upgrades (ex. In-vehicle computers and mobile apps for its officers) is aligned with 
investments currently underway in neighboring jurisdictions. The division’s emphasis on improving workplace morale, and the subsequent 
productivity improvements it experienced, demonstrate the success of the internal transformation that has taken place over the past 
several years.
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2. Enforcement and By-Law Services – Alternate Service Delivery (ASD)
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Alternative Service Delivery Models 

Model 1: Parking Authority Model 2: Outsource Parking Enforcement

Parking regulations are enforced by an agency of the municipality 
in which the municipality is the sole shareholder. Reporting is to 
Council via a Board of Directors, with revenues transferred to the 
City annually in the form of dividends. Parking authority models are 
used when there is a need to manage parking operations like a 
business, generate revenue or expand significant capacity, as seen 
in Calgary and Toronto.

A privatized model employs private contractors to provide parking 
enforcement services. Contracted officers are responsible for the 
enforcement of by-laws (ex. Parking enforcement and 
investigations) for an agreed-upon period of service. This model is 
used in Edmonton, Windsor and Surrey (although Surrey is in the 
process of bringing this service back internally in 2019).

Current State Parking enforcement at the City of Brampton is City-administered through the By-law and Enforcement Division. This internal governance 
model is generally used when there is an emphasis on service quality and serving broader municipal objectives. Like many other 
municipalities, the City’s full time enforcement officers meet the broader enforcement requirements, supplemented by part-time officers 
dedicated to parking and sign enforcement.

ASD options

The net cost of service under this model is expected to be relatively 
similar, with efficiencies being generated only through the 
integration of parking enforcement and parking facility operations. 
All operations will be self-financed from parking revenue, with 
similar budget oversight structure as a City agency. 

Parking Authorities typically oversee functions beyond parking 
enforcement including asset management, facilities maintenance 
and capital investments, which will require more in-depth financial 
analysis and market sounding.

Third party contracting for Brampton parking enforcement could 
cost $2.51M -$3.2M relative to $2.13M when delivered in-house, 
based on preliminary operating estimates. Contracted services cost 
estimates exclude additional costs, such as capital considerations, 
that would continue to be incurred by Brampton, and assumes that 
outsourced staffing complement will remain approximately the 
same as internal staffing.
It is important to note that other jurisdictions have had mixed 
experiences with the cost of contracting out, as in some cases cost 
escalations in contracts exceeded the cost of delivering services 
internally.

Cost of Service

Parking enforcement in the City of Brampton is delivered through an internal model alongside other enforcement-related activities. Based on analysis of
projected parking enforcement alternative service delivery costs, it appears that Brampton’s current model is the most cost effective and efficient*.

*See Appendix B2 for additional detail 
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2. Enforcement and By-Law Services – Alternate Service Delivery (ASD)
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Alternative Service Delivery Models 

While the contractual costs of outsourcing contracts in jurisdictions have often been found to be offset by the potential revenue that is 
generated from fines/infractions, retaining parking enforcement inhouse remains the most cost effective option. Delivery via third party 
contractors or parking authorities have been found to limit the potential flexibility and control for By-Law enforcement against a City’s 
changing priorities. If Brampton were to evaluate contracted services, the parameters of how a contract is structured, annual fee 
escalators and marketing sounding are key factors in realizing long-term savings. 

Assessment

Model 1: Parking Authority Model 2: Outsource Parking Enforcement

• Large upfront cost: Considerable resourcing and financing 
required in setting up an independent City agency or entity 

• Labour Impact: Significant portion of existing City enforcement 
workforce could be affected including classification of whether 
they remain City employees

• Time to realize benefits: The organizational changes required, 
including potential actions by Council, are significant and the 
time to realize benefits may be considerable

• Contract Price Escalations: The City of Surrey experienced 
significant year-over-year cost escalations to the point that they 
decided to do parking enforcement internally in 2019

• Third Party Capacity: While there are third parties capable of 
providing these services, a market sounding exercise is 
necessary to determine the interest and capacity in the market 
to foster a competitive and cost-effective procurement 

• Labour Impact: Potential impacts on unionized positions and job 
classifications. 

• Deployment Inflexibility: Loss of internal flexibility to redeploy 
officers to other service areas to meet seasonality demand 
(supporting winter maintenance operations for example)

Challenges/Risks 

• Revenue Generation: All expenditures are likely to be 100% non-
tax supported with all revenue returned to the municipality. This 
model works best when there is a priority to expand parking 
facilities 

• Primarily focused on efficient and cost-effective revenue 
generation

• Revenue Generation: In cases where outsourced services have 
been used, parking infraction revenue has offset the costs of the 
contract.

Benefits
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2. Enforcement and By-Law Services – One Window Approach 
As residents look to access City services from a single point, there is a growing need for municipalities to rationalize the multiple entities and service 
points being offered and provide relevant clients with a more streamlined and unified portal to access services*. 
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Leading Practices
Jurisdictions such as Mississauga and Markham have had success in allowing certain licenses to be renewed and registered online. Others, 
such as Surrey and Windsor have created citizen-facing one-window portals that offer a singular online service point for City services. 

Process Improvements Automation Initiatives

• One-window portal provides citizens with a singular point of contact for City 
services online, providing seamless client-facing service delivery  

• Registrations done online have reduced internal administration requirements 
and client satisfaction 

• Address capacity constraints of existing physical licensing infrastructure by 
diverting the increased service volumes towards online channels 

• Mandatory document submissions and screening available online improve initial 
triage processes and avoids the administrative effort of remedying incomplete 
applications

• Online applications and systems reduces the burdens of manual inputs, facilitate 
stronger compliance checks and provide real-time access to records for 
verifications purposes

Brampton Initiatives
Licensing administration and issuance is currently managed between the City Clerk’s office, Enforcement and By-Law Services, Animal 
Services and Building Services. Services are driven by largely manual processes performed by ten clerks (across two divisions) with 
minimal online services available. 

Recently Completed In Process

• Implementation of Microsoft Agile Point for the creation of online forms with 
automated workflows to streamline processes and improve the ability to share 
information more effectively with Enforcement and By-Law Services

• Evaluation of developing a potential public facing variation of Agile Point to 
manage external licensing workflows 

• Ongoing review for digital services including business and animal licensing, 
including a one-window citizen portal 

• Better integration of the various POS systems currently in use in Brampton and 
online payments 

• Evaluation of DocuSign solution to improve workflows and signoff 

Key Takeaways
As jurisdictions turn to moving services online, the priority opportunity for Brampton is the creation of an external client-facing services 
portal that enables automation, improve client processing times and lowers administrative burden. This is expected to be carried out as 
phase two of business licensing modernization programs. Secondary to this need is the delegation of backend management internally for 
a one-window portal, a process which can be done in collaboration between leading departments

*See Appendix B3 for additional detail 
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3. Context for Finance Services Review

• KPMG’s initial Service Efficiency Review identified that Finance 
Services at the City currently operates at a Standard Level, 
meeting designated and required service levels for the City’s 
internal and external clients.

• This review identified initial opportunities currently underway at 
the City, such as digitizing Accounts Payable and Receivable, Time 
and Attendance modernization between Payroll and Human 
Resources, and the City’s overall investment strategy. 

• Stakeholder engagements at the City have helped identify further 
opportunities to improve Finance along functions such as:

• Alternative Service Delivery models for Payroll, particularly 
for payroll process automation, and analytics. 

• Automation of Accounts Payable and Accounts Receivable 
processes 

• The Treasurer’s current oversight role does not allow for 
clear capital project progress accountability across 
departments, requiring further investigation into 
opportunities for cyclical reviews for multi-year projects
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Service Description

• Situated under Corporate Services, Finance Services 
conducts various functions including Payroll, Accounts 
Payable & Receivable, Property Tax & Assessment, 
Corporate Planning, Asset Management, Development 
Charges, and Banking, Investment and Risk & Insurance

• Finance delivers these services across City departments, 
and in support of Council

• Services are almost universally delivered in-house

• The Treasurer at the City of Brampton is currently 
responsible for the oversight of the City’s financial health 
and for ensuring the efficient and effective operation of 
financial systems and processes

Why Review Finance Services? 
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Key Financial Highlights – Based on 2019 Budget (Nominal $ Millions)

3. Overview of Brampton Finance Services 
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Positions

• 114 positions consisting of: 
• 106 Full-time staff (58% of unionized 

positions)
• 5 part-time staff
• 3 temporary staff

• No new positions were budgeted for 2019
• Accounting Services is the largest unit with 25 full-

time staff and includes Accounting, Accounts 
Payable and Revenue Services staff

Net cost of Service:
• Costs to residents are budgeted at $14.0m for 2019 

and have grown at an average annual rate of 4.1% 
since 2013 (excluding contributions from reserves)

Revenue:
• Revenues are budgeted $2.6m for 2019 and have 

grown at an average rate of 3.4% since 2013. 
• Taxation is the primary source of revenue at 73%, 

with an average annual growth of 1.9% since 2013.

Expenditure:
• Expenditures are budgeted at $16.7m for 2019 and 

have grown at an average annual rate of 2.1% since 
2013. Part of the growth is explained by the 
centralization of finance functions in the past few 
years

• Insurance represents 26% of expenditure in 2019, 
at an average annual growth of 1.3% since 2013

• Salaries, Wages and Benefits is the largest category 
of expenditure with 69% in 2019, and an average 
annual growth of 5.0% since 2013

Total Expenditure

By Source*Total Revenue*

Total Expenditure by type

Performance metrics
• The number of property tax accounts managed increased at an average annual rate of 2.1% between 

2014 and 2018
• The % of accounts payable invoices paid within 45 days stayed between 76 and 79% between 2014 

and 2018
• The value of accounts receivable invoices issued stayed stable around $14m between 2014 and 2018
• The City credit rating of the City was AAA (negative) in 2014 and 2015, and is AAA (stable) since 2016

Performance metrics

2014 2015 2016 2017 2018 Avg annual 
growth

Number of property tax accounts managed 156,902 161,029 164,704 167,066 170,392 2.1%

% of accounts payable invoices paid within 45 days 76% 80% 78% 79% 73% na

Value of accounts receivable invoices issued (in $m) 14.4 12.7 12.3 13.1 14.1 na

City credit rating (Standard and Poor's) AAA- AAA- AAA AAA AAA na
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3. Finance Services – Key Findings
A review of Finance Services, and a comparison with other jurisdictions yielded the following findings:
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Jurisdictional Takeaways

• Finance Services at the City of Brampton consists of 106 full-time staff for a population of 
642,800 (1:6064). Relative to other jurisdictions such as Markham (1:7000) and Hamilton 
(1:6900), on an FTE per capita basis, Brampton’s Finance function is larger, though it is 
significantly leaner than Vaughan (1:3867). Finance in Brampton also includes Risk 
Management (which other jurisdictions typically include in Legal Services) and Corporate 
Asset Management (which other jurisdictions such as Mississauga are in the process of 
centralizing). Ongoing automation initiatives are also expected to produce efficiencies.

• Brampton is aligned with other jurisdictions which are in the process of automating their 
payroll and AP/AR functions, as comparable work has recently been completed or is ongoing 
in Mississauga, Vaughan, Markham and Surrey.

It is impractical to expand payroll automation 
beyond the current TAS automation project

The TAS solution is expected to automate and increase the
efficiency of the majority of payroll processes. The two key
payroll processes (reconciliations & remittances) performed
using PeopleSoft will not be included, and there does not
appear to be a cost effective option to automate or
outsource those tasks.

Finance is undertaking a series of modernization 
initiatives

Brampton is currently in the process of implementing a Time
and Attendance System (TAS) to automate payroll processes,
while initiating other modernization projects in the AP/AR
function.

Brampton centralized Finance Services in 2016
In 2016, Brampton began centralizing Finance services and
launched a modernization program. At this time, only
Brampton Transit maintains its own finance staff outside
Finance Services.

Sample Modernization Initiatives Underway
• The City is in the process of implementing TAS (Q4, 2020), a time and attendance entry system 

that will automate the majority of payroll processes.
• Accounts Payable Automation (Jul 2020): Solution to automate Accounts Payable invoice 

processing
• Replacement of current Corporate Asset Management System (Dec 2020)
• Peoplesoft 9.2 Upgrade (Sept 2020): New modern ERP solution to enable streamlining and 

regulatory updates
• TXM Oracle Upgrade (April 2020) : Application upgrade to TXM will be provided by the City of 

Mississauga
• Streamlined and automated employee travel request and expense reimbursement process
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3. Finance Services – Organization Structure Review 
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Brampton’s Finance Services centralized all Finance functions in an effort to improve consistency in reporting and planning, improve overall maturity, 
and drive through on a series of financial modernization initiatives*.

Brampton Model –
Centralized

Brampton’s Finance Services underwent a realignment in 2016 to a centralized model. Finance services house all finance function staff 
leaving no finance-related staff in any operating division, with the exception of Transit which houses 2-3 staff. From a resource perspective 
the Finance department consists of 106 full-time staff supporting 43 divisions across the organization. Additionally Brampton’s Finance 
function includes Corporate Asset Management, and Risk & Insurance. Other municipalities, however, have these two functions either as 
standalone, or as situated in different departments. 

Advantages Challenges

• Consistency in financial reporting and planning
• Consolidated view of corporate finance and corporate asset management --

Mississauga recently centralized Corporate Asset Management for this reason
• Centralized models can be more resource efficient as they achieve economies 

of scale by not distribute resources across business units
• Mitigation of skills gaps due to centralized pool of resources
• Increased ability to drive modernization initiatives

• Centralization can at times result in limited line of sight into business unit 
financial planning 

Other Models – Hub & 
Spoke

A Hub & Spoke Structure consists of a partial centralization, complemented by a distribution of responsibilities deemed more effective as 
business-unit embedded functions. This model allows for increased lines of sight into business unit financial planning, and improved 
accuracy, and is used in municipalities such as Surrey and Markham. 

Advantages Challenges

• Increased line of sight into business unit specific knowledge 
• Improved integration between business unit and finance knowledge 
• Increased accuracy of financial planning inputs from business units 

• This model is more resource intensive as it results in finance-specific staff 
situated in each respective division 

• Results in a distribution of resources and their corresponding skills across the 
organization, rather than being centrally in Finance 

• Requires mature processes and procedures so as to ensure cross-organization 
consistency around budget cycles 

*See Appendix C1 for additional details 
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3. Finance Services – Organization Structure Review 
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Takeaways

Brampton’s Finance Services function centralized and is in the process of implementing a series of modernization initiatives, particularly in Payroll (Time & Attendance 
System), Accounts Payable / Receivable (AP/AR Automation), and Capital Asset Management (Capital Asset Management Framework Development). These initiatives, 
alongside upgrades to the City’s existing ERP system, may result in significant operational efficiencies and productivity improvements in Finance service delivery, and are 
best driven through a centralized model.

As these initiatives are completed and Finance continues to mature, it may be advisable to adopt a hub and spoke model to embed finance services units within each 
operating department in order to have improved line of sight into their financial planning, budgeting and forecasting needs. This will have to be re-evaluated once the 
current suite of modernization initiatives are completed.
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3. Finance Services – Process Improvements in Accounts Payable/Receivable

Brampton Initiatives Currently, the City utilizes PeopleSoft to manage Accounts Payable data and other business processes. The process is characterized by 
manual invoicing consisting of mail and email correspondence between the City and its vendors, where the approval cycle includes
manual entry into PeopleSoft post-approval. Although AP/AR is currently administratively heavy, the City is addressing this via their 
ongoing procurement of a technology solution to automate the accounts payable invoicing structure.

Recently Completed In Process

• The automation of the City’s accounts payable process is currently being 
procured 

• Revenue Corporate Collections at the City is implementing PeopleSoft Billing and 
Accounts Receivable Module resulting in an automated invoice generation, and 
tracking system Integrated with PeopleSoft for Accounts Receivable

• Accounts Payable Automation to yield data integrity and accuracy, decrease in 
processing times, and result in overall efficiencies in end-to-end accounts 
payable transactions cycle

Leading Practices
A key trend among many jurisdictions is aligned with Brampton’s current automation initiative. All jurisdictions reviewed have 
implemented, or are in the process of implementing an automated AP/AR function to reduce FTE effort on manual processes 

Process Improvements Automation Initiatives

• Increased efficiency in approval cycles, and data entry processes 
• Reduction of processing times for invoices 
• Improved data collection and accuracy 
• Improved internal and external client experience 

• Electronic invoicing and payment submissions at the City of Surrey 
• Hamilton has implemented a Automated Accounts Payable Approval System 

utilizing Optical Character Recognition (OCR) to embed supporting documents 
in the approval cycle

• Mississauga’s two-phase AP/AR automation project is underway 
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Key Takeaways
Finance Services Accounts Payable and Accounts Receivable function is making progress on improving processes. The City is on trend with 
other municipalities who are in the process of seeking to implement automated invoicing. The City’s initiative to automate AP/AR, and the 
ongoing Accounts Receivable integration with PeopleSoft will serve to improve customer experience and reduce processing times. 

Various municipalities have automated their Accounts Payable and Accounts Receivable work flows. Brampton is in the process of exploring opportunities
to procure technology solutions to modernize its AP/AR function to improve its efficiency, and optimize its workflow*.

*See Appendix C2 for additional details 
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3. Finance Services – Alternative Service Delivery (ASD) of Payroll Services 
Brampton’s Payroll Services is in the process implementing a new Time and Attendance entry system that will modernize and automate the majority of
the City’s payroll processes. Maintaining payroll services in-house, and modernizing processes is in line with jurisdictional trends*.
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Alternative Service Delivery Models 

Model 1: Automate and Keep Payroll In-house Model 2: Automate and Outsource Remaining Functions

Automating and keeping payroll in-house, and using a Software as 
a Service (SaaS) model is the status quo service delivery approach. 
Under this model, all processes that are eligible for automation are 
modernized, freeing up FTE capacity, and improving process flows. 

RBC, the Governments of Alberta and B.C, Vaughan, and 
Saskatchewan Health Services are trending towards this model by 
insourcing their payroll services to sit in-house on cloud-based, 
software as a service (SaaS) platforms.

An alternative approach is to maintain the functions that are being 
automated under TAS, and to outsource the remaining 
reconciliations and remittances payroll processes. 

This hybrid approach to automated payroll functions is not a widely 
used approach to delivering payroll services as the market for 
third-party payroll provision is characterized by bundled, end-to-
end payroll services exclusively. 

Current State Currently payroll services at the City of Brampton consists of 11 FTEs that deliver services for over 6000 employees across the 
organization. The service is undergoing a modernization through the implementation of the City’s new time and attendance entry (TAS) 
system that will automate the majority of payroll processes, with the exception of two (reconciliations and remittances), that will 
continue to be processed in PeopleSoft. PeopleSoft’s automation capability currently consists of generating query-based reports, and 
calculating applicable CRA and other legislated deductions, as such, these processes will not be covered by the City’s TAS. Among the 
remaining processes, payroll staff maintain the manual responsibility of preparing reconciliations and remittances. 

ASD options

In 2019, the City spent approximately $1M on payroll processing. 
Payroll is implementing TAS which will create efficiencies across the 
function by automating the majority of payroll processes with the 
exception of reconciliations and remittances. These remaining non-
automated functions are distributed among 6 payroll admin, 
amounting to an effort equivalent less than 1 FTE, or <$75k  
annually. In this context it is more cost-effective to keep remained 
payroll functions in-house as these two processes cannot be 
outsourced in isolation. 

Cost of service associated with third-party service delivery typically 
ranges from $17 to $28 per employee, per month (PEPM). For 
Brampton (6000 FTEs), this could result in costs ranging from $1.2 
to $2.0M annually. Compared to the anticipated <$75k in savings 
associated to automating the remaining manual payroll processes, 
the costs of outsourcing would not yield any savings opportunities 
for the City. 

Cost of Service

*See Appendix C3 for additional detail
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3. Finance Services – Alternative Service Delivery of Payroll Services 
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Alternative Service Delivery Models 

The City’s current payroll automation plan through TAS addresses many of the administratively heavy, manual processes that yield
inefficiencies, and that would typically support the case for outsourcing. The remaining processes that are considered for outsourcing 
would result in higher costs, given the current resourcing of less than 1 FTE allocated to reconciliations and remittances. Keeping payroll 
in-house via SaaS is on trend with leading organizations and jurisdictions, and serves to result in both cost and productivity efficiencies. 
Further, automating and outsourcing remaining functions assumes a third-party payroll market that is capable and willing to unbundle 
payroll services, for which there is little evidence. 

Assessment

Model 1: Automate and Keep Payroll In-house Model 2: Automate and Outsource Remaining Functions

• Requirement to establish key indicators that track and monitor 
trends of interest (i.e.: annual pay changes, leave banks) 

• Third-party vendor performance management
• Data residing on third-party server; decreased controls over 

privacy and flexibility to respond to last-minute changes 
• Decreased market capacity: processes are offered in bundles –

third-party providers do not separate function provisions
• Increased costs associated to outsourcing relative to keeping 

function in-house

Challenges/Risks 

• Data resides on the City’s servers 
• SaaS yields opportunity for continuous modernization of 

systems 
• Easier integration between different organization-wide systems
• Greater ability to monitor and evaluate trends and gain insights 

• Freed capacity of <1 FTE. However, these processes cannot be 
outsourced in isolation.

Benefits
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4. Context for Legal Services Review

• KPMG’s Service Efficiency Review found that legal services are 
delivered above the service level standard based the a self-
assessment by City staff. This service level description has been 
disputed internally. 

• External legal spend is delivered at the standard level of service. 

• While the majority of legal services are funded through the tax 
base, there are capital recoveries for a small number of positions. 

• Other opportunities identified during the consultation and 
jurisdictional analysis process include:

• Opportunities to streamline plan application registration 
processes 

• Opportunities to deliver additional legal services, including 
human resources, internally as opposed to through 
external contracts

• Opportunities to contract out more services
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Service Description

• Legal Services advises and manages the Corporation’s 
legal affairs. The division is organized according to 
technical expertise: Real Property, Commercial and 
Development Law and Litigation and Administrative Law, 
including Prosecutions. The division does not provide 
support for Human Resources-related legal services.

• Most of the division’s scope of work is completed in-
house although external counsel is retained to cover 
vacancies or managing major projects (ex. capital 
projects, major commercial deals or major litigation)

• Capital recoveries are also used to fund positions 
related to commercial and real estate services which 
are charged back to specific projects

• Beyond advisory, the responsibilities of Legal Services 
include prosecution of municipal/provincial offenses, 
departmental support and risk mitigation 

Why Review Legal Services?
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Key Financial Highlights – Based on 2019 Budget (Nominal $ Millions)

4. Overview of Brampton Legal Services 
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Positions

• 36 Staff
• 35 Full-time staff (no unionized 

positions)
• 1 part-time staff

• 3 new positions were created in 2019

Net cost of Service:
• The cost to taxpayers is budgeted at $4.9m for 2019 and 

has grown at an average annual growth of 8.2% since 
2013 

Revenue:
• Revenues are budgeted $0.2m for 2019 and have 

decreased at an average annual rate of -8.0% since 2013. 
This decrease is explained mainly by the decrease in 
subdivision agreement revenue since 2013.

Expenditure:
• Expenditures are budgeted at $5.1m for 2019 and have 

grown at an average annual rate of 7.2% since 2013. 
• Commercial & Litigation represents 68% of expenditure in 

2019, at an average annual growth of 6.6% since 2013
• Salaries, Wages and Benefits is the largest category of 

expenditure with 89% in 2019, and an average annual 
growth of 7.7% since 2013

• Professional services is the second largest category of 
expenditure with 7% in 2019, and an average annual 
growth of 3.9% since 2013. This category corresponds 
mostly to outsourced legal services.

Total Expenditure

By SourceTotal Revenue

Total Expenditure by type

Performance metrics
• The number of matters handled increased at an average annual growth of 1.9% between 2016 and 2018
• The revenue associated with these matters increased faster, at CAGR of 8.3% between 2014 and 2018
• The overall resolution rate decreased, with an average annual rate of -0.5% between 2014 and 2018

Performance metrics

2014 2015 2016 2017 2018 Avg annual 
growth

Total number of Charges in Court (matters 
handled) 

47,157 67,648 54,163 50,602 50,843 1.9%

Total revenue from the matters handled by 
prosecutions (in $ millions)

10.3 11.3 11.1 13.1 14.1 8.3%

Overall Resolution Rate 84.2% 75.9% 75.5% 83.7% 82.4% -0.5%

100%

89%

7% 4% Salary, Wages and Benefits

Professional Services

Others

Average annual growth 2013-2019~-9.7%  (-
8.0% in Real $)

Average annual growth 2013-2019~5.2% 
(7.2% in Real $)
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4. Legal Services – Key Findings 
A review of Legal Services, and a comparison with other jurisdictions yielded the following findings:
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Jurisdictional Takeaways

• At 35 full time staff, Brampton’s Legal Services is leaner than other jurisdictions analyzed. 
Mississauga and Hamilton’s legal services departments consist of 58.4, and 61.0 FTEs 
respectively, though Mississauga’s includes Risk Management and Hamilton has a broader 
scope of responsibilities as an upper tier municipality with a police department. Markham has 
12 FTEs in Legal Services, but does not conduct prosecutions as that is done on their behalf by 
York Region, and on a per-capita basis is roughly in line with Brampton.

• Jurisdictions such as Mississauga and Edmonton are implementing integrated document 
management platforms to go paperless. While these initiatives are unlikely to result in fully 
paperless operations, they are expected to reduce printing costs and increase efficiency. 
Brampton’s upcoming document management solution will likely do the same.

Sample Modernization Initiatives Underway
• Title Search and Registration Tracking Workflow (2019): secure funding for automation 

request for title search and registration tracking 
• File and Document Management (Dec 2020): acquire and implement document management 

software tailored to legal professional to better manage file work
• SCOPE (Jul 2020): Provincial software to enable better collaboration between Brampton and 

Peel police for court cases/tickets
• eDisclosures (Apr 2020): replace current paper based disclosure request process with an 

electronic solution to track and process disclosure requests
• Paperless billing initiative in partnership with Accounts Payable

Legal Services in Brampton are consistent with 
comparable municipalities

Brampton’s internal scope of services is consistent with that
of other municipalities. Its delivery model and ratio of lawyers
to legal clerks / legal assistants is also consistent.

Continue expanding the use of standard templates
Standard tools and templates are key to streamlining legal
services processes. The division should continue its ongoing
work developing and updating standard templates.

Brampton spends less on outsourced legal services 
than other jurisdictions

Legal Services uses outsourced legal services to fill
temporary capacity gaps, for major litigation, and for capital
recoverable projects, but spends comparatively little on
outsourced services. Mississauga, for example, is looking to
deliver more services internally to cut down on external fees.

Legal Services should work with divisions to 
continually review the use of contracted services

Continually reviewing the use of contracted legal services
across the organization, particularly with HR, may identify
future opportunities to deliver work more cost effectively
internally.
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4. Legal Services – Organizational Structure Review 

Brampton Model
Legal Services in Brampton has two key business units: Litigation and Administrative Law, including municipal prosecutions and Real 
Property, Commercial and Development Law, and sits within Corporate Services. From an FTE perspective, Brampton’s Legal Services full 
time staff (35 FTE) is leaner than similar functions in Mississauga (54 FTE excluding Risk Management) and Hamilton (61 FTE).

Advantages Challenges

• Clear division of roles and responsibilities between legal services functions, 
including alignment of staff to focus on specific portfolios

• Clear accountabilities for distinct areas of legal services within the City
• Expertise is focused on high-risk areas
• Contracted services costs are low compared to other jurisdictions
• Lawyer to clerk ratio is consistent with other jurisdictions

• Recent changes to the Provincial Offences Act (POA) and Construction Act have 
resulted in growing numbers of POA and construction litigation files

• IT procurements are increasingly complex, requiring additional capacity and 
expertise from legal staff

• Illegal second units litigation and enforcement is a growing portfolio, though 
additional resources have been provided to support this portfolio

Alternate Models
Jurisdictions reviewed employ a similar model with legal services functions organized around Civil Litigation and Administrative Law and 
Commercial and Real Estate Law, though a number of jurisdictions such as Mississauga, Hamilton, Vaughan and Edmonton include Risk 
Management in their Legal Services function.

Advantages Challenges

• This model tends to provide more focus on the needs and priorities of 
individual business units

• Ownership of applications reside with the business units thus ensuring that 
they meet their respective requirements

• All jurisdictions in Ontario are facing capacity challenges related to recent 
changes to the Provincial Offences Act and Construction Act
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Key Takeaways
Legal Services in many jurisdictions employ a consistent organizational model which is partly a reflection of the combination of legislative 
and by-law related mandates the City must enforce and operate under. While it is common in other jurisdictions to align Risk Management 
under Legal Services, it is unclear if doing so in Brampton would result in meaningful changes in practice or delivery improvements. Risk 
Management in Brampton is currently organized under Finance Services.

Legal Services in Brampton are consistent with common jurisdictional comparators and are primarily delivered internally, with external legal counsel 
retained for major litigation, backfilling vacancies and on capital-recoverable projects*.

*See Appendix D1 for additional detail 
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4. Legal Services – Process Improvement Opportunities

Brampton Initiatives
Legal Services is undertaking a number of process improvement and automation initiatives in an effort to continue to delivery efficient 
and cost effective services.

Recently Completed In Process

• Standardized retainer terms for external legal counsel used by Legal Services
• Improved court utilization schedule to increase prosecution time and efficiency
• Converting legal assistants to prosecutions coordinators
• Consolidated corporate collections process
• Consolidated and digitized corporate property search function

• Expanding the use of the Administrative Monetary Penalty (AMP) system
• LEAN certification for lawyers
• Integrating and automating interactions between Prosecutions and departments 

through a paperless online exchange tool
• Streamlining site plan review process
• Reviewing potential of adopting Scope tool used by the MAG

Leading Practices
Jurisdictions such as Mississauga and Edmonton have had success implementing or expanding a combination of process improvement and 
automation initiatives that Brampton could consider to improve productivity, avoid costs, and manage expenditure growth in the future.

Process Improvements Automation Initiatives

• Standardized tools and templates for summonses, disclosures, and other 
common documents

• The City Solicitor should have oversight of when the City uses external legal 
services

• Leverage common tools and platforms to be interoperable with the Region of 
Peel, City of Mississauga, and Ministry of the Attorney General

• Going increasingly paperless through secure document management and review 
software
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Key Takeaways
Legal Services has been making progress through a series of process improvement initiatives and is generally aligned with common
improvements being adopted by other jurisdictions. There are additional practices the City could consider adopting to further improve 
productivity and manage future expenditure growth, particularly by adopting standard tools and templates and paperless processes which 
can result in meaningful reductions in processing times and improvements in accuracy / completeness.

Legal Services has recently undertaken a series of process improvement and automation initiatives, however there may still be opportunities for 
additional efficiencies by adopting a paperless approach with document management software and consolidating legal contract procurement*.

*See Appendix D2 for additional detail 
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4. Legal Services – Alternative Service Delivery (ASD) Analysis
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Alternative Service Delivery Models 

Model 1: Bring Additional Legal Services In-House Model 2: Outsource Additional Legal Services

Legal Services’ external legal budget is comparatively small, and 
some forms of legal services are commonly contracted out in other 
jurisdictions (e.g. major litigation, highly specialized matters). 
However, jurisdictions such as Vaughan and Edmonton employ in-
house employment lawyers.

External legal providers are capable of providing a broad scope of 
legal services including in areas such as real estate, commercial 
transactions, and contracts. Areas to consider leveraging external 
expertise are complex procurement and contract review, 
particularly It contracts, and complex or high value real estate and 
commercial agreements. These are becoming progressively more 
complex and technical, and the skills necessary to effectively advise 
on them are relatively rare.

Current State Brampton primarily delivers legal services in-house with the exception of tax litigation, major litigation, and legal support related to 
capital-recoverable projects. Legal Services also uses contracted support to backfill vacant positions short-term. Services are delivered 
internally at a cost of $4.63m. Brampton’s current legal services model includes common functions aligned with other municipalities. 

Legal Services' 2019 budget for external legal services is $215k, with an additional $260k budgeted for capital-recoverable projects. 
Human Resources has a 2019 budget for external legal services of $322k, Finance has a budget of $675k for legal support for insurance-
related claims, and Development Services has a budget of $150k.

ASD options

The cost for a full-time employment lawyers is anticipated to be:
• $182k for salaries, wages and employee benefits
• Reductions in HR contracts are anticipated to be relatively 

minor, as multiple skillsets would be required to support HR’s 
needs legal services needs including employment law, labour 
law, compensation, health and safety, etc.

• Contract costs can vary widely depending on the area of law and 
relative degree of expertise required, and the complexity of the 
specific case and therefore cannot be estimated accurately

• Isolating the current costs to advising on IT procurements and 
complex / high value real estate and commercial agreements  
within Legal Services is challenging as it is part of a portfolio of 
services, but there is scope to realign capacity on other activities

Cost of Service

There are limited cost-effective alternatives for delivering Legal Services in the City of Brampton. However, one potential opportunity is to bring additional 
employment law expertise in house to reduce the reliance on external contractors*.

*See Appendix D3 for additional detail City of Brampton – Governance & Internal Services Report – December 20, 2019



4. Legal Services – Alternative Service Delivery Analysis 
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Alternative Service Delivery Models 

Brampton’s current Legal Services delivery model appears to be effective at controlling costs and delivering services internally, and the 
services currently contracted out are consistent with those other municipalities use. There is currently a portfolio in Real Property, 
Commercial and Development law, the scope of which includes IT acquisitions and contracts, which is a highly specialized areas of law 
which may be more effectively accessed through the private sector. It may be more effective to use the private sector to advise on those 
areas of law while refocusing the portfolio on other growth areas.

However, Human Resources is in the process of tracking the primary drivers of legal services costs. As it finishes that work and continues 
tracking over time there may be a case to hire a specialized internal resource if any one area of employment-related law is a sufficiently 
large driver of cost and volume.

Assessment

Model 1: Bring Additional Legal Services In-House Model 2: Outsource Additional Legal Services

• Employment law is a relatively specialized skillset which could 
be challenging to acquire

• Certain legal matters will continue to be sent to external counsel 
due to their risk level or need for specialist expertise

• The volume and complexity of complex commercial agreements 
and IT procurements has been increasing in recent years, which 
may escalate costs over time

Challenges/Risks 

• Development of additional internal capabilities
• Reduction in contracted services costs
• Employment law related issues happen frequently enough to 

warrant developing skill in-house to respond to them

• Provides access to specialized expertise
• Provides third party risk mitigation for high risk / complexity files
• Specialized expertise, particularly around IT contract law and 

intellectual property (IP) is relatively rare outside of a private 
sector environment

Benefits

There are limited cost-effective alternatives for delivering Legal Services in the City of Brampton. However, one potential opportunity is to bring additional 
employment law expertise in house to reduce the reliance on external contractors.
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5. Context for City Clerk’s Office Review

• KPMG’s initial Service Efficiency review of the City Clerk’s Office 
found that the level of services provided were at a standard level, 
and therefore no additional opportunities were identified. 

• Stakeholder consultations with the City Clerk’s Office helped 
identify opportunities for improvement beyond ongoing 
initiatives: 

• Opportunities to generate additional revenue

• Business licensing automation 

• Agenda and Document management processes 

• Centralized records retention tool managed and owned by 
the City Clerk’s Office
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Service Description

• The City Clerk’s Office assists in the accountability and 
inclusivity of government operations and supports 
corporate service delivery

• The Clerk’s Office is divided into the following service lines: 
Business Coordination and Vital Statistics, Administrative 
Services & Elections, Records and Information 
Management, Protocol Office, Legislative Services

• Issuance and management for licensing and permitting for 
a significant number of resident- and business-facing 
services

• The Clerk is responsible for advancing the policy goals of 
the City and Council by facilitating dialogue internally and 
with the public at large, and with managing requests to 
Council 

• The Clerk’s Office is also responsible for records retention, 
privacy management and responding to freedom of 
information and access requests

Why Review City Clerk’s Office?
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Key Financial Highlights – Based on 2019 Budget (Nominal $ Millions)

5. Overview of City Clerk’s Office 
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Positions

• 35 Staff
• 32 Full-time staff (75% of unionized positions)
• 1 temporary staff
• 2 part-time staff

• Temporary staff are used for the elections 
organization

• 1 new position was created in 2019

Net cost of Service:
• The cost to taxpayers are budgeted $1.9m for 2019 and have grown at an average 

annual rate of 12.7% since 2013, as revenue increased slower than costs

Revenue:
• Revenues are budgeted $2.0m for 2019 and have grown at an average annual rate of 

4.6% since 2013. 
• Revenues are mainly driven by licensing: $0.8m for business licenses, $0.4m for other 

licenses and $0.2m for lottery licenses in budget 2019.

Expenditure:
• Expenditures are budgeted $3.9m for 2019 and have grown at a average annual rate 

of 8% since 2013
• Salaries, Wages and Benefits is the largest category of expenditure with 87% in 2019, 

and an average annual growth of 7.5% since 2013

Total Expenditure*

Total Revenue*

Total Expenditure by type

Performance metrics

• The number of council meeting supported increased at an average annual rate of 3.1% between 2014 and 
2018

• The number of marriage licences issued increased at an average annual rate of 5.4% between 2014 and 
2018

• The number of burial permits issued increased at an average annual rate of 3.7% between 2014 and 2018
• The number of business licenses issued increased at an annual average rate of 3.7% between 2014 and 

2018

Performance metrics

2014 2015 2016 2017 2018 Avg annual 
growth

Number of council meetings supported 122 211 121 161 138 3.1%

Number of marriage licenses issued 2,377 2,437 2,466 2,559 2,936 5.4%

Number of burial permits issued 2,094 2,182 2,318 2,361 2,423 3.7%

Number of business licenses issued 3,557 3,601 3,688 3,850 4,068 3.4%

87%

4%
4%4%

1% Salary, Wages and Benefits

Office and Administrative

Contracted Services

Repairs, Maintenance and
Materials

Others

*Revenue and expenditure are not split by cost center for City Clerk’s office 

Average annual growth 2013-2019~4.6%  
(2.7% in Real $)

Average annual growth 2013-2019~8.0% 
(6.0% in Real $)
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5. City Clerk’s Office – Key Findings 
A review of the City Clerk’s Office, and a comparison with other jurisdictions yielded the following findings:
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Jurisdictional Takeaways

• The City of Brampton’s City Clerk’s Office consists of 32 FTE, where Mississauga has 44.3 FTEs, 
and Hamilton has 29 FTEs. Relative to neighbouring jurisdictions Brampton’s City Clerk’s 
function is mid-range. 

• Moving services online can reduce the burden on the City Clerk’s Office and allow them to 
focus on more strategic goals. Most jurisdictions reviewed have been progressively moving 
licensing services online in order to improve efficiency and resident and business user 
experience.

City Clerk’s Office is relatively consistent with other 
jurisdictions

There tends to be significant variability in the scope of services
and organizational structure of City Clerk’s Offices from one
jurisdiction to the next. However, Brampton’s scope of services is
generally consistent with other Clerk’s Office or Legislative
Services models.

Sample Modernization Initiatives Underway
• Agenda.Net Replacement (Q1 2020): implement off the shelf agenda and meeting 

management system to replace Agenda.Net 
• Lobbyist Registry Upgrade: upgrade or mitigate current Lobbyist Registry to a commercial, off 

the shelf solution 
Brampton’s licensing fees are lower than comparable 

municipalities
There appears to be opportunities to increase licensing fees in
a number of areas to catch up with other Ontario
municipalities and offset operating costs.

There are opportunities to enhance licensing services 
with a digital One Window approach

A digital ‘One Window’ approach, integrated with the
Enforcement & By-Law Services, would improve experiences
for residents and business and reduce manual processes.

Work with DI&IT to embed standard information 
retention business requirements

As new applications are developed and older ones updated,
the Clerk’s Office should work with DI&IT to embed a set of
standard privacy management and information retention
business requirements in the architecture review process and
work in collaboration with DI&IT on information/data
governance.
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5. City Clerk’s Office – Organizational Structure Review 
There does not appear to be a common organizational model for the City Clerk’s Office as jurisdictions have different functions in the City Clerk’s Office or 
have broken the City Clerk’s Office into separate divisions under Legislative Services*.

Brampton Models
Brampton’s City Clerk’s Office is internally divided into separate functions to cover the diverse responsibilities in their portfolio. Responsibilities 
include: Service Lines: Business Coordination and Vital Statistics, Administrative Services & Elections, Records and Information Management, Protocol 
Office, Legislative Services. Brampton’s 32 FTEs are mid-range relative to its peers (Mississauga has 44.3 FTEs, Hamilton 29 FTEs)

Advantages Challenges

• Pre-existing collaborative relationships between By-Law Enforcement and Clerk’s Office 
regarding licensing matters

• Knowledgeable staff with broad understanding of cross departmental licensing 
requirements and processing high volume requests

• Clerk’s office is only responsible for statutory licenses with mobile licenses managed by 
By-Law enforcement 

• Administrative processes are largely manual in spite of multiple unique software 
systems across departments 

• The City Clerk’s Office counter at City Hall has limitations on space that may restrict any 
effort to expand the scope of services delivered through that location

Legislative Services 
Model

From a client-facing perspective, comparable jurisdictions (Markham, Mississauga) have centralized corporate, administrative and legislative functions 
under an “Office of the City Clerk” designation. Internally, City Clerk’s responsibilities either sit under or divided across an overarching Legislative 
Services department that could also include additional functions such as APS/POA administration, print services, communications and licensing.

Advantages Challenges

• City Clerk’s Office acts as the client-facing destination for the administration of 
Provincial Offences 

• Opportunities to realize synergies through information sharing, administration when 
combined with an online registration portal

• While licensing is seamless on the client-facing end, it could remain fragmented and 
administratively intensive internally across divisions

• Potential high cost and process barriers in integrating different software systems, 
personnel and practices under a centralized model

41

Key Takeaways
While Brampton’s City Clerk’s functions are generally aligned with the performance of other comparable jurisdictions, there are particular 
opportunities to realize efficiencies and productivity improvements within licensing. As the public seeks to access services in a more unified way, the 
City should consider consolidating or improving the workflows of licensing activities across the organization. This can be tied in with an client-facing 
one-window digital approach, centralized customer relationship management software or automation of the existing manual processes.   

*See Appendix E1 for additional detail 
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5. City Clerk’s Office – Process Improvement Opportunities 

Brampton Initiatives The City Clerk’s Office is in the process of implementing several process improvement initiatives to increase integration with Enforcement 
and By-Law Services and improve Agenda Management in alignment with Regional partners.

Recently Completed In Process

• Licensing applications and renewals are digitized and stored electronically • Upgrades to the Amanda portal to increase integration and information sharing 
with Enforcement and By-Law Services for Q1 2020. Amanda is a platform to 
share licensing information.

• Implementing a new Agenda Management tool for Council for Q1 2020
• Supporting DI&IT in the development of a new data catalogue
• Leveraging Brampton APPs to allow residents access to services on mobile 

(2020)

Leading Practices
A key trend among many jurisdictions has been to increase the amount of licensing applications and renewals that can be done online, 
both to improve productivity and to enhance customer experience.

Process Improvements Automation Initiatives

• Establish standard information, privacy management and records retention 
business requirements and include them as part of the DI&IT Architecture Gating 
process for technology application development

• Increase the use of online tools for electronic licensing and renewal applications
• Consider using Robotic Process Automation (RPA) software to support digital 

records retention and archiving
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Key Takeaways
While the City Clerk’s Office is making progress on improving processes, Brampton should look to adopt more online tools for licensing 
applications as this is a key area that other comparable and local jurisdictions are investing in to improve customer experience and reduce 
processing times. In addition, there are opportunities to automate and improve processes related to internal records retention and 
information management that could be pursued. 

There are a number of process improvement initiatives that could apply to the City Clerk’s Office to both improve productivity and improve customer 
experience*.

*See Appendix E2 for additional detail 
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5. City Clerk’s Office – Revenue Generation Opportunities 
There are opportunities to generate additional revenue through by increasing licensing fees to be more in line with comparator municipalities*.
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Considerations

In 2018, Brampton Clerk’s office recovered 60% of its cost through revenues. The Clerk’s Office conducted a fees benchmark analysis on 
15 Ontario municipalities for 33 business licences, and Brampton often charges lower fees for most business licences analyzed. There is an 
opportunity to increase cost recovery through fees increase to be more in line with other municipalities.

Rates vary significantly for business licenses across the province. Across 15 municipalities, Brampton charges only 68% of the average 
license fee that other municipalities charge. When narrowed down to Mississauga, Brampton’s closest comparator, the city charges
approximately 79% of the fees Mississauga charges. Finally, when compared to the average fees charged by Mississauga, Vaughan, and 
Markham, Brampton charges approximately 64% of the average license fee charged.

The largest gaps in:
• Fixed Food Premise (78% of Mississauga’s license fee)
• Tobacco sales (73% of Mississauga’s license fee)
• Body Rub Operators / Attendants (63% and 70% of Mississauga’s license fee respectively)

There is an opportunity to increase fees to generate additional revenues to offset the costs of the City Clerk’s services. At a minimum, the 
City should consider increasing fees to be closer in line with Mississauga. If the City were to increase license fees by 50-75% of the 
difference of what Mississauga currently charges, the revenue generation opportunity could be:

• Fee increase at 50% of the difference between Brampton and Mississauga: $75,000 - $84,000
• Fee increase at 75% of the difference between Brampton and Mississauga: $115,000 - $126,000

Expected revenue generation could be significantly larger if Brampton were to benchmark itself against the broader fee schedules of all 
municipalities reviewed.

Brampton’s Current Fees

Revenue Generation 
Opportunity

Comparator Jurisdictions

*See Appendix E3 for additional detail 
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6. Context for Human Resources Review including Talent Acquisition and 
Disability Management Service Reviews

• KPMG’s initial Service Efficiency Review identified that HR at the 
City operates at a standard level

• Opportunities currently underway within the City’s Human 
Resources function include: 

• The current assessment of short-term and long-term 
disability management, and employee transitions onto and 
off of these programs 

• An ongoing development of workplace modernization 
strategy that includes flex hours, alternative work 
schedules, and hoteling workspaces and are part of their 
TOP20 priorities

• Stakeholder consultation with the HR department highlighted the 
importance of continued focus and refinement on the following 
areas: 

• Manual process re-engineering and opportunities for 
automation

• Improved alignment with Finance and DI&IT

• Opportunities to improve disability management

• Opportunities to manage people enterprise risk and 
compliance
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Service Description

• Serve as a advisor and resource in advancing the vision and 
objectives of the Term of Council Priorities, Well Run City

• Functions within HR include Client Service, Talent Acquisition, 
Organizational Development and Learning, Compensation and 
Benefits, Occupational Health, Safety and Wellness, Labour 
Relations, and Human Resources Integration and Innovation

• Transform HR service culture, service delivery and business 
processes that support leaders and employees and contribute 
to the overall success of our organization

• Foster and promote human resource policies, programs and 
practices and create a healthy, productive workplace culture 
that focuses on people

• Facilitate intentional investments in employee engagement to 
energize employees and deliver an exceptional customer 
experience

Why Review Human Resources?
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Key Financial Highlights – Based on 2019 Budget (Nominal $ Millions)*

6. Overview of Brampton Human Resources
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Positions

• 61 Full time Staff
• There are 4 vacancies, leaving HR with a 

complement of 57 staff, 11 of which are contract 
staff

• 2 new positions were created in 2019
• Client services is the largest section with 14 staff

Expenditure:

• Expenditures are budgeted $11.4m for 2019 and 
have grown at an average annual rate of 5.4% 
since 2013

• WSIB costs, which are recorded on behalf of the 
Corporation within HR, are the largest source of 
expenditures with 19% of budget 2019, and have 
grown at an average annual rate of 9.4% since 
2013.

• Client services is the second source of 
expenditures with 16% of budget 2019, and has 
grown at an average annual growth of 6.0% since 
2013.

• Salaries, Wages and Benefits is the largest 
category of expenditure with 62% in 2019, and an 
average annual growth of 2.7% since 2013

• Professional services is the 3rd largest category of 
expenditures with 19% in 2019, and an average 
annual growth of 6.4% since 2013. It includes 
$0.3m in legal services in 2019.

By SourceTotal Expenditure

Total Expenditure by type

*Revenue has not been included in the analysis because it is exclusively contribution from reserves
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14%
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Average annual growth 2013-2019~5.4% 
(3.4% in Real $)
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6. Human Resources – Key Findings
A review of Brampton’s Human Resources, and a comparison with other jurisdictions yielded the following findings:

46

Jurisdictional Takeaways
• Brampton, at 61 full time staff, is leaner than Mississauga (75 FTE) and Hamilton (77 FTE) and all 

carry out many of the same functions. Mississauga has a more developed succession planning 
program and Hamilton is in the process of reviewing many of their HR related programs

• A common trend among jurisdictions reviewed is the ongoing investment in technology 
solutions that continuously improve HR processing. This is accompanied by investments in new 
skills and capabilities to supplement and support technology implementations

• The Region of Peel is focusing on improving their online services either through a cloud-based 
system like Mississauga or expanding their self-serve portal like Hamilton. There may be 
opportunities to leverage work at the Region in adopting a shared  modern HR system

• Jurisdictions including Mississauga and London are focusing on succession planning
• Jurisdictions, such as Surrey and Hamilton, are re-assessing their recognition and reward 

programs to confirm they are rewarding qualities that help achieve the city’s strategic goals

Sample Modernization Initiatives Underway
• HR has developed a list of TOP20 modernization initiatives intended to respond to corporate 

feedback gathered throughout 2019* 
• Health, Safety & Wellness is developing short term automation solutions to address manual 

incident reporting and inspections as well as working toward acquiring an enterprise 
Occupational Health and Safety Management System to fully integrate incident reporting, 
inspections and risk assessment functionality management reporting

• Talent Acquisition and Client Services are Expanding PeopleSoft capabilities to include 
Employee Identifiers and eliminate the manually maintained SharePoint list of employees

• Compensation and Benefits, and Client Services is implementing the HR Payroll Business 
Process Project, a PeopleSoft Human Capital Management (HCM) capability for integration 

Organizational Structure 
Western Management Consultants (WMC) is conducting an
organization structure review that will focus on assessing and
recommending organizational design approaches and practices to
enhance the focus, alignment and performance of the HR
organization in support of the City’s mandate.

HR is characterized by heavily manual processes   
PeopleSoft’s HR capabilities and functionality are not currently
implemented in full, resulting in predominantly manual processes
across the function. This has limited HR’s ability to foster a
strategic approach to workforce planning and support.

Technology implementations have existed as interim 
solutions to long-term modernization gaps

HR has a suite of ongoing modernization initiatives to address the
degree of manual effort across the function. However, there are
three main challenges characterizing these initiatives in HR: gaps in
underlying information systems; the resulting difficulty to leverage
automation solutions to improve efficiency; and leadership
turnover resulting in a lack of consistent strategic direction.

*See Appendix F1 for full list initiatives

Continuing coordination between HR & DI&IT 
Successful implementation of technology solutions requires a
dedicated approach to coordinating between HR and DI&IT staff.
DI&IT and HR have conducted two workshops to initiate
addressing this gap, though more collaboration and accountability
is required to achieve modernization outcomes.
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HR at the City is characterized by significant technology investment, operation, and implementation challenges amplified by both change 
management considerations, and limited solution functionality (highly customized PeopleSoft). This has resulted in heavily manual processes 
across HR’s functional roles. While HR has acknowledged and initiated many opportunities for improvement, there is a significant
outstanding reliance on manual effort. 

Manual Pain Points in HR Ongoing Modernizations & Initiatives 

Overarching challenges: 
• The Talent Learning Management System (TLMS) and ParkLane are integrated with PeopleSoft, 

though other HR systems are not
• PeopleSoft as it currently stands is not expanded to its full functionality and capabilities, and has 

been significantly customized over time. Manual workarounds have been developed to 
accommodate the challenges with PeopleSoft.

• These manual workarounds and lack of capabilities within PeopleSoft have resulted in challenges 
integration and interfacing between the various existing HR systems, and results in cascading 
challenges in other systems such as TLMS. 

• Each functional role in HR (Client Services, Compensation and Benefits, Organizational 
Development and Learning, Labour Relations, HR Integration and Innovation, Health Safety and 
Wellness, Talent Acquisition, and Administration) experiences significant pain points due to 
manual processes*. 

Outcome resulting from these challenges:
• These foundational pain points result in various compounding challenges ranging from the 

duplication of data entry for the same employee in different stages of the employee lifecycle, to 
manual reporting, and reconciliation of data. For example, a single new-hire’s data is entered by 
three different functional areas (Client Services, Compensation & Benefits, and Talent 
Acquisition) into the same system, PeopleSoft.

Workshops between HR and DI&IT have been held to integrate 
initiatives. As it currently stands, however, there does not appear to be 
an integrated approach to overall Human Resources modernizations

However, HR and its corporate partners have initiatives to modernize 
various process points across its functional roles through projects that 
include, but are not limited to: 

• Occupational Health & Safety Management Solution
• PeopleSoft HCM, Integrations 
• Enhancement to Automated Workplace Inspection – an interim 

solution 
• Automated Incident Reporting (SREA) – an interim solution
• Piloting the use of E-signatures in Talent Acquisition
• Applicant Tracking System
• PeopleSoft Assignment of Employee Identifiers
• Enhancements to Chatbots in PeopleSoft

6. Human Resources – Process Improvement Opportunities

Brampton Current 
State
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Human Resources faces challenges due to the manual nature of many current processes. A number of modernization initiatives are underway aimed at 
supporting overall process improvements for both internal and external client experience, but there is still significant scope to further modernize*.

*See Appendix F2 for full list of manual pain points by functions
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Improving HR processes as an overarching function will require that the City invest in foundational updates to PeopleSoft needed to 
support a single-source of truth that can subsequently encourage the streamlining of operations across each respective functional role 
within the division. Additionally, it will require that the City develop and implement a change management and resourcing strategy that 
complements technology implementations in order to ensure that process improvements are concurrent with modernizations. 

Redesigned business processes, enabled by better technology and improved data management capabilities, would enable existing staff to 
move away from reactive, transactional support, to a function that proactively guides departments and individual hiring managers by 
providing timely strategic advice and acting as change agents to improve overall human resources operations.

Process improvements among the industry, and jurisdictions reviewed are characterized by trends towards Software as a Service (SaaS) 
technology solutions hosted in the cloud, and increasing HR internal capacity for modernization. In Hamilton, for example, HR includes an 
Information Services function which serves to interface between HR and IT to support implementation and modernization efforts. From a 
technology perspective, many jurisdictions are moving towards self-service, and cloud-based technologies to support streamlining of 
services, and to facilitate continuous improvement (e.g. Mississauga, Hamilton). 

6. Human Resources – Process Improvement Opportunities  

Leading Practices

Process Improvements Technology / Modernization Initiatives

• Dedicated HR-IT lead (e.g. Hamilton’s Information Services) to interface with IT, 
ensuring that technology implementation and continuous improvement are 
thoroughly supported by the business and outcomes are achieved 

• Generalist HR group, and dedicated processes situated in various functional 
sections, streamlined and supported by technology modernizations

• Automation reduces manual effort and improves efficiency, resulting in 
additional capacity that can support strategy-based HR functions

• Including the City Solicitor in sign-offs for the use of external legal services to 
ensure quality and value for money in contracting*

• City of Mississauga is transitioning to cloud-based technology solutions that  
support continuous improvements to organization-wide processes 

• City of Hamilton uses a self-serve portal to encourage accountability, life long 
learning, and the streamlining of services provided by HR 

• The Region of Peel is mirroring both Mississauga and Hamilton in its effort to 
move to a cloud-based solution

Key Takeaways
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6. Human Resources – Alternative Service Delivery (ASD)
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Alternative Service Delivery Models 

Model 1: Automation in PeopleSoft Model 2: Replace PeopleSoft with SaaS solution

Adding automation into PeopleSoft will allow for more 
functionality to be obtained from the system that is already 
implemented. This will involve first expanding the abilities that 
PeopleSoft can already perform but has not yet been utilized. After 
this has been implemented, functions that remain manual and 
systems that still cannot access information they require can be 
identified. Incorporating bots, macros and other additions can then 
help integrate these remaining functions.

Many jurisdictions, such as Mississauga, have begun sourcing and 
implementing SaaS solutions and this is the direction that software 
providers are adopting. SaaS solutions are systems hosted on cloud 
platforms that allows the distributor to maintain and upgrade the 
systems regularly to maintain application currency. It also switches 
the cost from a single investment to a continuous subscription.

Current State Human Resources currently uses PeopleSoft as a platform to integrate many other systems. However, integration between systems is low 
due to insufficient data existing within PeopleSoft and an inability to pull data that does exist into the other systems. This has led to data 
being implemented multiple times within PeopleSoft itself and the use of manual processes to find data that should reside within
PeopleSoft. Each manual process has added a level of risk as the possibilities of introducing errors increases. Other sectors of HR are not 
outsourced in other jurisdictions however, outsourcing by using SaaS solutions are being implemented in Mississauga.

ASD options

The City is already making investments in upgrading the current 
PeopleSoft implementation. Engaging with, and identifying internal 
capacity to support, DI&IT will be critical throughout the upgrade 
and as subsequent improvements continue to be rolled out, in 
order to emphasize HR’s needs as part of the implementation. If 
the PeopleSoft upgrades cannot meet HR’s needs, other near-term 
workarounds such as robotic process automation (RPA) could be 
viable and cost effective enough to create the capacity to 
meaningfully support other strategic priorities in the City.

The City’s current DI&IT Strategy contemplates replacing 
PeopleSoft in 4-5 years after an analysis done earlier in 2019 found 
that it was likely more cost effective to implement updates and 
functionality improvements while planning for a medium-term 
replacement.

The City should consider engaging with Mississauga and the Region 
of Peel now, as there are opportunities to leverage tools they 
currently use or are procuring in the near-term, and Brampton may 
be able to learn from their implementations.

Cost of Service

Alternative service delivery for Human Resources services fundamentally relies on improving the City’s technology base, through increasing the
automation in and around the current PeopleSoft implementation before transitioning to a SaaS solution as part of a broader ERP replacement in future.



Ultimately the City has already made the decision to continue investing in PeopleSoft in the near term while planning for a broader ERP 
replacement in 4-5 years. Given that, it is only feasible for HR to continue pushing for increased automation in and around PeopleSoft, 
including other automation work arounds as necessary until it is time to adopt a SaaS solution as an entire corporation.

6. Human Resources – Alternative Service Delivery (ASD)  

Alternative Service Delivery Models 

Assessment

Model 1: Automation in PeopleSoft Model 2: Replace PeopleSoft with SaaS solution

• PeopleSoft will not be supported in the future meaning the 
system will quickly fall behind leading practice

• Using a patchwork of solutions can result in continued 
inefficiency and reduced service 

• Finding Human Resources personnel time to identify needs and 
assist with integrating the new solutions could prove challenging

• It will take time to identify the right SaaS solution for the City of 
Brampton and in the meantime, there will be no change to the 
manual processes

• As SaaS is cloud based, cybersecurity will become more critical 
as more employee information exists electronically

• A SaaS solution functions best if it integrates as many systems as 
possible meaning that implementation will be a large-scale
initiative

Challenges/Risks 

• The system is already in place so changes can be performed 
relatively quickly

• As the system has already been paid for, subsequent updates are 
relatively more cost effective

• It will eliminate many of the manual, error-prone tasks currently 
being performed and free up capacity for more strategic tasks

• Other jurisdictions and the software industry are moving in this 
direction meaning that it will be the only system supported in 
the future

• The Region is moving in this direction, which creates an 
opportunity for partnerships, and quicker technology 
adaptations

• Upgrades are implemented immediately and does not affect the 
cost of the system

• Greater integration capability than exists in PeopleSoft allowing 
for elimination of many manual tasks due to information moving 
easily between systems

Benefits
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6. Human Resources, Talent Acquisition – Key Findings
A review of Brampton’s Human Resources Talent Acquisition function, and a comparison with other jurisdictions yielded the following findings:
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Jurisdictional Takeaways

• Challenges with data integrity and data management underpin a number of the pain points 
experienced by Human Resources, and Talent Acquisition in particular.

• Human Resources Talent Acquisition currently has limited visibility into departmental part-time 
hiring, staffing, and resourcing needs, making it difficult to plan and effectively support 
departments.

• Neighbouring jurisdictions, such as London, have made strides in modernizing recruitment 
processes by implementing automated resume screening software.

• Diversity and Inclusion are key pieces both at the City of Brampton and in neighbouring 
jurisdictions such as Hamilton, Surrey, London, and Mississauga. The City has a new Diversity & 
Inclusion strategy that recently went to Council.

Sample Modernization Initiatives Underway
• Employee Applicant Tracking System (ATS): new ATS system will facilitate recruiting talent to 

Brampton 
• Job Offer Automation with Signatures 
• Learning Mitigation: provide employees access to LinkedIn Learning
• HR/Payroll Business Process feasibility report: project to analyze HR and Payroll business 

processes primarily for recreational service employees

Talent Acquisition effectively supports full-time 
recruitment but has limited capacity to support 

part-time hiring
Talent Acquisition currently supports recruitment for all
permanent hires organization-wide, with limited visibility
into departmental, part-time and temporary hiring. Data
management and centralization challenges have exacerbated
the limited visibility, and rendered proactive workforce
planning more difficult. HR Talent Acquisition is undergoing
various modernization initiatives to remedy these
challenges.

Talent Acquisition technology modernization is 
proceeding

Talent Acquisition is in the process of acquiring a modernized
application tracking and management system which will
enable meaningful process improvements. This will address a
specific technology pain point, but underlying technology
challenges will persist.

Talent Acquisition has limited capacity to support 
part-time recruitment

Talent Acquisition’s lack of capacity to lead part-time
recruitments can result in gaps in documentation and
potential risks to the organization from a consistency
perspective.
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6. Human Resources – Talent Acquisition Service Overview

Brampton TA approach 
The program is characterized by various functions that interact with the recruitment process ranging from Talent Acquisition Specialists 
supporting hiring managers in interviewing processes and meeting compliance criteria, to identifying and matching candidate 
qualifications with job descriptions, and ensuring that the City is capturing the community’s top talent. The program supports the 
recruitment of full-time employees, with the part-time recruitment being a function of each respective department. The talent acquisition 
program also includes a comprehensive Diversity and Inclusion (D&I) strategy. The program faces ongoing challenges consisting of data 
incompleteness, and the corresponding workforce planning limitations. Brampton’s TA program, however, remains on trend with various 
municipalities such as Mississauga, Surrey, and London in terms of both modernization initiatives, and community-based talent acquisition 
programming. From an FTE perspective, the Talent Acquisition team in Brampton consists of 9 full-time staff. 

Strengths Challenges

• A comprehensive Diversity and Inclusion Strategy that encompasses youth-
engagement initiatives 

• Ongoing identification of potential process improvement opportunities 
• Availability of Talent Acquisition Specialists to support ongoing improvements in 

community representation, hiring integrity, and top talent recruitment strategies 

• Current technology limitations – the City is in the process of acquiring a more 
flexible system that automates various TA process points and improves data 
quality

• Limited access to information, and limited data management pre-ATS 
implementation
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Evaluating TA programs offers insight into workforce planning trends that are proactive and strategic, and corresponding impact on organization 
performance, community representation, and workforce planning*. 

*See Appendix F3  for additional detail 
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6. Human Resources – Talent Acquisition Service Overview

Jurisdictional Trends & 
Opportunities 

Jurisdictions reviewed employ Talent Acquisition strategies and programs mirroring Brampton’s. Surrey and Markham have consistently 
utilized community outreach initiatives to ensure that the City’s resources are representative of the community being served. On the 
technological front, various jurisdictions, such as London, have implemented HireDesk software to strengthen their D&I strategy by 
automatically screening resumes, and eliminating applicant identifiers to address implicit biases.

Strengths Challenges

• Strong D&I strategies, similar to Brampton, supplemented by technology 
solutions to ensure consistent application of City strategies 

• Proactive workforce planning corresponding to strong data and information 
management

• Efficient recruitment processes through automated solutions for resume 
screening and implicit bias elimination 

• Some jurisdictions reviewed that do not have a comprehensive community 
outreach program face difficulty attracting a wider talent base (e.g. London)
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Evaluating TA programs offers insight into workforce planning trends that are proactive and strategic, and corresponding impact on organization 
performance, community representation, and workforce planning. 

Key Takeaways
Brampton’s Talent Acquisition program is on par with jurisdictions reviewed for this report. A key trend among jurisdictions is the 
importance of a strong D&I strategy as a central tenet for capturing each respective City’s strongest talent. Additionally, the City’s ongoing 
identification of process improvement opportunities that overlap with D&I but also extend beyond it to include recruitment process 
improvements through technology solutions aligns the City with its neighbouring jurisdictions.
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Human Resources Talent Acquisition is in the process of implementing several process improvement initiatives to create efficiencies in the 
pre-start, and candidate tracking functions. The City is moving away from their current iCIMS system to implement a new Applicant 
Tracking System (ATS) that will support improved applicant tracking, and internal client experience through the automation of various 
points in the recruitment process. 

Similar to Brampton, a key trend among many jurisdictions such as Mississauga, London, Markham and Surrey has been to increase 
integration between internal data management systems, with automated technology solutions to improve recruitment workflows, 
productivity, and to enhance internal and external client experience.

Recently Completed In Process

• Recruitment requisition automation – HR has 
implemented an agile point workflow system that 
initiates approvals required for recruitment

• Pre-start process has evolved from being in-person 
based, to email communication with the candidate 
using templates 

• Cloud-based electronic signature solution to 
improve approvals. This tool will also interface with 
candidate during the pre-start process 

• ATS procurement and business requirements 
identification – ATS will integrate with PeopleSoft, 
and will automate various recruitment processes 
such as Pre-Start communications with candidates 

6. Human Resources Talent Acquisition – Process Improvement Opportunities 

Brampton Initiatives

Leading Practices

Process Improvements Modernization Initiatives

• Establish standard information and applicant data to improve insight into 
recruitment process efficiencies, and organization’s resourcing needs 

• Reduction in manual effort associated with internal communications among 
roles involved in recruitment, and with Candidates

• Mississauga’s Cloud-based Talent Management System integrated with 
SuccessFactors to centralize departmental data to streamline resourcing 

• City of London’s HireDesk – automates responses to candidates after resume 
screening
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There are a number of process improvement initiatives underway in the City’s Talent Acquisition program to support overall improvements in 
productivity and internal and external (candidate and hiring manager) customer experience*.

Additional Opportunities 

• Opportunity to implement an RPA solution to 
increase efficiency in the final stages of the 
recruitment process. For example, reducing the 
manual effort associated with generating offer 
letters

• ATS add-on for Diversity and Inclusion KPI tracking, 
and analytics 

*See Appendix F4 for additional detail 
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6. Human Resources Talent Acquisition – Process Improvement Opportunities 

Key Takeaways
The City’s HR Talent Acquisition program is making significant improvements in their recruitment process, a trend that is in line with its 
jurisdictional peers. Additional opportunities identified consist of potential add-ons to the City’s new ATS system among the end-stages of 
the recruitment process.

There are a number of process improvement initiatives underway in the City’s Talent Acquisition program to support overall improvements in 
productivity, internal and external (candidate and hiring manager) customer experience.
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6. Human Resources, Disability Management – Key Findings
A review of Brampton’s Human Resources Disability Management Function, and a comparison with other jurisdictions yielded the following findings:
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Jurisdictional Takeaways

• The equivalent of approximately 4 full time staff support disability management in Brampton. 
Supported by generalist staff, both Mississauga and Hamilton use 4 specialists, with 
Mississauga using an additional 4 Employee Health Services specialists, leaving them with 
roughly similar staffing complements in their dedicated functions.

• Absenteeism is a common challenge among all jurisdictions analyzed, including Brampton. 
Addressing this in part requires clear communication of absenteeism policies, processes and 
responsibilities to management and those in supervisory roles, and a concerted effort by 
Human Resources to support enforcement of those policies.

• Brampton’s unions currently manage the relationship with their LTD benefits administrator, a 
situation which is uncommon in disability management in other jurisdictions.

There are no quick fixes to resolving disability 
management challenges

There is a need to develop internal capacity, enhance
existing skills, improve the consistency with which policies
are applied by managers and supervisors, and close gaps in
technology and data management in order to fundamentally
change the way that disability management is administered.

Jurisdictions are moving to third party adjudication 
as opposed to internal administration

While there are a number of different internal administrative
models, third party adjudication presents an alternative
service delivery model to manage risk and potentially
improve outcomes around disability management.

There appear to be skills gaps in Brampton’s 
approach to Disability Management

Hamilton and Mississauga both employ a dedicated disability
management team as part of their overall human resources
function, as opposed to the generalized model that
Brampton employs. These functions have specific skills that
generalists may not consistently have.

Sample Modernization Initiatives Underway
• Occupational Health and Safety (OHS) Management Solution: new solution to manage 

Occupational Health and Safety Management System (workplace inspections, incident 
reporting, workplace risk assessments etc.) 

• Risk Management: replacement of Risk Master tool (claims management tool) that current 
does not have risk analysis and risk assessment capabilities to support new standards adopted 
by the City
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6. Human Resources–Disability Management Program Operating Model Review

Brampton Model –
Generalist 

Disability Management in Brampton employs a generalist model mandated to provide services for employees accessing short-term 
disability, WSIB, and Return-to Work benefits and programs. From an FTE perspective, Brampton’s Disability Management program is
shared across 11 full time staff, with a workload equivalent to 4 full time positions. Other jurisdictions (Hamilton and Mississauga) have 
dedicated specialist groups to manage disability management.

Advantages Challenges

• Resource cost-efficient due to minimal levels of specialization
• Pooled resources to deliver services 

• Lack of specialization in specific administration of different disability 
management programs (WSIB, Return-to-work, Short-term disability)

• Less streamlined service delivery
• Limited benefits/program-specific information access and management

Dedicated Model 
Jurisdictions reviewed employ a dedicated disability management organizational model, with services organized around specialized teams 
dedicated to specific benefit groups. Mississauga and Hamilton’s programs, for example, consist of specialized staff to deliver WSIB, Return 
to Work accommodations, and claims management functions. 

Advantages Challenges

• This model supports a more tailored approach to the administration of 
different and unique disability benefits and programs 

• Streamlining of service delivery based on specific benefits administration 
needs, presupposing improved information capture, and timelier delivery of 
benefits to employees 

• Increased insight into benefit specific processes, employee claims/file 
management needs, and workforce planning, and prediction.

• This model is more resource-intensive since it is based on specialized teams or 
individual staff members to deliver benefits 

• Needing to attract specific talent and skills to ensure adequate delivery of 
benefit-specific services. 
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Disability management at the City of Brampton employs a generalist model, unlike other jurisdictions that utilize a dedicated, or dedicated-medical 
model.* 

*See Appendix F5 for additional detail 
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6. Human Resources–Disability Management Program Operating Model Review

Dedicated-Medical 
Model

The medical/non-medical blended organizational structure for disability management employs a dedicated model complemented by an 
internal capability to utilize medical staff when needed for complicated claims. This encompasses access to in-house specialized medical 
practitioners to support the delivery of disability benefits to employees. Mississauga’s program for example utilizes in-house mental 
health practitioners to support the administration of more complicated disability claims. Notably, this is a former operating model at the 
City. 

Advantages Challenges

• Medical practitioners on-site support the administration of disability claims in a 
timelier manner

• Flexibility to utilize more specialized medical practitioners (such as psychiatrists, 
or therapists) on a case-by-case basis. 

• Increased cost of having medical practitioners in-house 
• Requires clear processes and criteria to determine what is considered 

“complicated” to justify use to specialized practitioners. 
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Key Takeaways
Disability management in the jurisdictions analyzed employ a dedicated organizational model; wherein disability management programs 
consist of more intensive, but specialized resourcing. Mississauga and Hamilton, for example, both have specialized staff to deliver WSIB, 
Return to Work accommodations, and claims management. The dedicated model results in the streamlining and specialization of disability 
management provision, making it a valuable service delivery and operating model option that Brampton can adopt in the next stages of its 
disability management program evolution. 
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6. Human Resources – Alternative Service Delivery (ASD) for Disability   
Management

Service Delivery for disability management is trending towards third-party adjudication for appropriate disability benefits, such as Short-Term disability.
Brampton currently uses an in-house model administrative model.
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Alternative Service Delivery Models 

Model 1: Maintain In-house Administration of Benefits Model 2: Employ Third-Party Adjudication of Benefits

Maintaining disability management administration as an in-house 
service is a declining trend across various industries, and 
governments. Under this model, the City is responsible for 
maintaining employee privacy, while assessing each case, and 
objectively administering the benefit in such a way that mitigates 
for benefit misuse, return-to-work delays, and absenteeism. 

• Organizations have moved away from in-house delivery of STD 
for the purpose of improving administration accuracy, and 
mitigating for absenteeism

An alternative approach is to outsource the adjudication process to 
a third-party provider, where the provider facilitates the 
information flow between medical practitioners, Human 
Resources, and the employee to improve consistent and accurate 
application of benefits. This model creates the required separation 
between employee and insurer, and improves information 
channels to strengthen adjudication diligence.

• Mississauga shifted to a third-party adjudication of their Weekly 
Indemnity Program for ATU to Sunlife 

Current State The disability management is responsible for the administration of short-term disability, long-term disability return-to-work 
accommodations, and WSIB. Currently this function consists of the equivalent of 4 full time staff within the generalist human resources 
team. The service is delivered in-house, with the exception the use of a third-party medical doctor to support complicated cases, and 
Transit units in short-term disability administration. 

ASD options

City of Brampton – Governance & Internal Services Report – December 20, 2019



6. Human Resources – ASD for Disability Management 
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Model 1: Maintain In-house Delivery Model 2: Employ Third-Party Adjudication of Benefits

• Labour relations are better managed with an in-house model • Employee privacy rights are upheld by degree of separation 
through third-party facilitation 

• HR has access to accurate and timely information for proactive 
workforce planning, prediction, and accommodation due to 
better information flow facilitated by third-party provider

• Anticipated reduction in number and length of claims due to 
stronger adjudication procedures and improved transparency 
and evaluation of medical conditions

Benefits

Cost of Service: (Assumes a generalist model approach) 
The direct cost of service associated to maintaining disability 
benefit provision in-house is based on the number of claims, claim 
duration, and FTE effort (4 FTEs).
• Internal estimates suggest an in-house administration cost of 

~$2.6M in 2019, and in 2020 based on an annual average of 280 
claims, lasting 30 days in length. 

• Additional cost drivers such as absenteeism and return-to-work 
delays result in added STD costs equalling approximately $1.6M 
between 2016-2018, or an additional ~$530k per year.

Cost of Service: 
• Main cost-drivers for disability benefit adjudication are also 

based on the number of claims per year, and claim duration. 
• Internal estimates suggest that third-party provider costs will 

range from $2.3M-$2.4M per year based on a projected 
reduction in number of claims, claim duration, and reduced FTE 
effort. 

Cost of Service

City of Brampton – Governance & Internal Services Report – December 20, 2019



6. Human Resources – ASD for Disability Management 
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The City’s current disability management program is characterized by difficulties ensuring that STD is administered consistently and 
accurately due to poor information flow, and access. Moving towards a third-party adjudication system would result in reduced labour 
costs associated to current internal FTE efforts, increased diligence in the adjudication process, and corresponding reductions in number 
and length of claims and the resulting savings of approximately ~$970k*. 

Assessment

Challenges/Risks • Limited visibility into accurate status of employee medical 
conditions 

• Corresponding limited capability to mitigate for absenteeism 
• Dual responsibility to both comply with employee privacy rights, 

and accurately administer benefits 
• Limited access to information necessary for adjudication 

• Employees will require time to adjust to new claims and benefits 
processes 

• Creativity in approach to collective bargaining to achieve 
consensus on changed adjudication parameters 

• Need to assess specific set of resource skills needed to interface 
with third-party provider

• Confirmation of costs would require additional market sounding 
to assess various provider costs. 

*See page 94 - 98 for opportunity details 
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7. Context for Strategic Communications Review

• KPMG’s initial Service Efficiency Report found strategic 
communications were delivering services at standard to above 
standard levels. Media engagement, creative services and 
advertising were identified as an above standard level, raising the 
consideration of alternative service delivery models. In particular 
specific recommendations include:

• Modernize the City’s brand and consider brand value 

• Review graphic design service delivery model

• Stakeholder consultations and jurisdictional research have found 
opportunities that can support initiatives currently underway or 
being planned by the City which include: 

• Selling corporate branding and naming rights for city assets 

• Introducing continuous improvement programs (ex. LEAN Six 
Sigma) corporate-wide

• Reviewing duplication of roles/responsibilities between 
divisional and Strategic Communications staff 
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Service Description

• Strategic Communications is organized into three groups: 
Communications Advisory, Creative Services, and Media and 
Engagement, and operates in a centralized model

• Strategic Communications support Council, departments and 
divisions on marketing advisory/promotion, issues 
management and content development to share City 
narratives and initiatives.

• Oversee management of internal and external City website 
contents

• Centralized strategic point of contact for corporate 
communications and collaboration for project teams and 
departments

Why Review Strategic Communications?
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Key Financial Highlights – Based on 2019 Budget (Nominal $ Millions)

7. Overview of Brampton Strategic Communications 
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Positions
• 26 Staff

• 25 Full-time staff (28% of unionized 
positions), 1 temporary staff

• 1 director for strategic communications
• Communication advisory includes 1 manager and 

10 full-time staff
• Creative services unit includes 1 manager and 7 

full-time staff
• Media and Engagement includes 1 manager and 5 

staff

Expenditure:

• Expenditures are budgeted at $4.4m for 2019 
and have grown at an average annual rate of 
7.7% since 2013

• Corporate communications are the largest source 
of expenditures at 76% of budget 2019.

• Salaries, Wages and Benefits is the largest 
category of expenditure with 71% in 2019, and an 
average annual growth of 3.6% since 2013

• Advertising, Marketing & Promotion is the second 
largest category of expenditure with 19% in 2019 
($0.8m). It includes essentially advertising costs 
($0.6m out of $0.8m in budget 2019)

By SourceTotal Expenditure

Total Expenditure by type

Performance metrics

• The number of design and production jobs completed increased at an average annual rate of 8.8% from 
2015 to 2018

• The number of releases issued increased at an average annual rate of 12.6% from 2015 to 2018

Performance metrics

2015 2016 2017 2018 Avg 
annual 
growth

Number of design and production jobs completed 1,714 1,582 1,833 2,206 8.8%

Number of releases issued (media release, service 
updates, etc.)

140 135 110 200 12.6%

76%
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Community Engagement

71%

19%

8%

2%
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Average annual growth 2013-2019~7.7%  
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7. Strategic Communications – Key Findings 
A review of Brampton Strategic Communications, and a comparison with other jurisdictions yielded the following findings
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Jurisdictional Takeaways

• The City of Brampton has 25 FTEs in the Strategic Communications Department. Mississauga 
and Hamilton have 64.6 and 30.8 FTEs respectively, though Mississauga’s strategic 
communications function includes the 311 call centre which has approximately 26 FTE. 

• Other jurisdictions are increasingly centralizing their Strategic Communications functions, with 
Mississauga, Vaughan and Hamilton all moving towards centralized models.

Some communications resources are distributed 
across the organization

Despite Brampton’s centralized model, there appear to be the
equivalent of 3 to 4 FTEs distributed across the organization.

Continuous Improvement Initiatives Underway
• Digital Asset Management: tool to enable sharing, tagging, external asset and expanded file 

formats 
• License Consolidation: Consolidating licenses for enterprise platforms 
• Social Media Centralization: work to provide proper message for each platform
• Mobile Applications: creation of apps to allow residents access to services on mobile devices 

External creative services contracts exist across the 
organization

A number of different external agency contracts are used by
separate communications teams within divisions outside the
centralized Strategic Communications function have created
inconsistencies with limited oversight of the use of Brampton
branding/messaging.

Brampton’s existing internal delivery model 
appears to be cost effective

Outsourcing graphic design services does not appear to be a
cost effective option, particularly given the increased
volume and short timelines required to fulfill requests.

Creative requests are increasing under the new 
Council

New council has placed an emphasis on increasing creative
requests, with many requests with a short timeline, making it
financially unfeasible using external services but also
straining internal resourcing capacity.
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7. Strategic Communications – Organizational Structure Review

Brampton Model
Brampton’s Strategic Communications Department operates in an “agency-style” model, providing strategic advice and creative services as 
a centralized function. Its three groups aim to serve the City’s departments from a corporate lens, ensuring material produced are in 
alignment with the City’s branding and policies. From an FTE perspective, Brampton has 25 FTEs in its Strategic Communications team 
although stakeholder feedback has raised the possibility of duplicative or overlapping roles within individual departments up to as many 
as four FTE equivalents existing due to otherwise insufficient service delivery. Mississauga (64.6 FTE including the 311 contact centre) and 
Hamilton (30.8 FTE) are roughly equivalent by comparison.

Advantages Challenges

• Senior advisors assigned to City departments/divisions as main point of contact, 
• Cohesive messaging, branding and service quality across all communications 

platforms through centralized management 
• Reduction in shadow operations by leveraging unified management systems and 

productivity software

• Decentralized creative services continue to exist due to limited centralized 
support, with some departments having their own in-house creative staff, 
creating fragmented oversight of project outputs and potential overlap of 
responsibilities 

Hybrid Model
The hybrid content strategy model (used in the City of Mississauga) have creative services and communications largely in-house with 
content development done by City staff across multiple departments. A centralized communications functions exist but is complemented 
by specialized creative/communications staff embedded in service area to meet the unique needs of the specific department. 

Advantages Challenges

• Introducing specialized staff with an established communication channel with 
centralized communications functions can better assist client’s business-
specific needs

• Oversight of creative projects remain centralized while divisions continue to 
retain some autonomy in their creative services development and design

• Retaining certain decentralized functions could lead to inconsistent content, 
brand voice and potential to cannibalize engagement
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Key Takeaways
Brampton is conceptually ahead of the curve with its current agency-style model, with comparable jurisdictions implementing similar 
structures. As technology channels diversify and residents adapt quicker to online tools, there is an ongoing need for the City to rationalize 
its online messaging, social media platforms and presence through oversight, which should be overseen by the centralized Strategic 
Communications division. 

Brampton’s agency-style model is a practice currently being implemented across common jurisdictions, with a centralized communications team and 
specialized staff assigned to client departments*.

*See Appendix G1 for additional detailCity of Brampton – Governance & Internal Services Report – December 20, 2019



7. Strategic Communications – Process Improvement Opportunities 

Brampton Initiatives Strategic Communications is undertaking some process improvements and digital initiatives in an effort to develop a more cohesive 
external narrative and keep employees engaged internally with communications tools and strategies 

Recently Completed In Process

• Monitoring of local, national and global trends/tactics in communications 
• Citywide social media meetings 

• Brampton Website Modernization 
• Consolidating licenses for enterprise platforms 
• Leverage digital assistants as a form of communication with residents 
• Citywide Social Media Management Solution (Budget 2020 Dependent) 
• Streamlining of official social media accounts

Leading Practices Jurisdictions such as Vaughan and Mississauga have had success implementing or expanding a combination of process improvement and 
digitization initiatives as it centralized its communications functions improve productivity, avoid costs, and manage expenditure growth.

Process Improvements Digital Initiatives

• Setting out individual policies and service standards for each business unit that 
specify responsibilities and service available to client divisions 

• Mississauga has implemented LEAN continuous improvement certifications as 
part of its competency training, empowering staff to find ongoing efficiencies

• Assigning staff singular communication functions to build subject matter advisors 
and provide better long-term strategic guidance 

• Implementing a new Customer Relationship Management (CRM) solution to 
better meet client needs across the organization 

• Mobile application (Surrey, Mississauga) to provide residents with real time 
data on news releases, program campaigns and notifications on City activities 

• Examining potential applications for augmented reality and virtual reality as 
part of the generating City-wide content
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Key Takeaways
When compared with other jurisdictions in implementing process improvement opportunities, Brampton is largely in line with its peers, 
with the aspirational goals listed in its 2019/2020 social media plan mirroring similar initiatives done in other jurisdictions (ex. Citywide 
branding rules, consistency across divisions, social media advocacy). As the City considers how to best leverage digital infrastructures, it 
should evaluate solutions that enable the execution of a cohesive Brampton communications narrative and social media management 
across the organization. 

Brampton’s Strategic Communications offers service levels comparable to other jurisdictions, with an emphasis on improving social media management 
and brand alignment across the organization*.

*See Appendix G2 for additional detail
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7. Strategic Communications – Alternative Service Delivery
An analysis of Corporate/Strategic Communications in comparable jurisdictions found a trend where municipalities have models similar to Brampton’s 
for centralized communications functions that includes moving previously outsourced opportunities in-house in favour of developing internal 
expertise*. 
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Alternative Service Delivery Models 

Model 1: Move All Graphic Design In-house within 
Strategic Communications

Model 2: Outsource all Graphic Design Work

Brampton’s current model has a mixture of centralized Strategic 
Communications and external agency contracts to develop graphic 
design content. Many jurisdictions such as Vaughan and Hamilton 
have shifted towards reducing or eliminating reliance of third party 
vendors in favor of maximizing internal skillsets .  

Brampton can also look to expand on existing agency contracts to 
contract out all of the City’s graphic design functions. 

This approach is less common as municipalities seek to consolidate 
its internal capabilities. Previous iterations of Brampton’s 
Communications divisions has historically leveraged outside 
agencies for a majority of its creative services.

Current State
Creative services within the City of Brampton currently has a mixture of inhouse and contracted third parties. The Strategic 
Communications mandate is to deliver a “compelling and cohesive City narrative to internal and external stakeholders.” The Creative 
Services team manages the design, production and videography services for client groups with a focus on preserving the City branding 
through staff support on projects. Certain City departments (ex. Transit, Economic Development) and Brampton Libraries have procured 
third party contractors to develop marketing and creative material at total value of approximately $296,000 annually. 

ASD options

Based on stakeholder consultations, outsourced communication 
activities for Transit are expected to conclude with the 
discontinuation of the current contract. New projects able to be 
done in-house at limited addition cost, FTEs or overtime. The 
extent of Economic Development communications activities 
brought in-house or those that require department-specific 
production would determine whether extra FTEs will be required. 
Additional activity analysis will be required to validate there is 
sufficient capacity internally. 

The estimated cost of outsourcing third party graphic design and 
creative services would have an additional cost between $103K to 
$1.12M annually compared to in-house. Additional severance costs 
will add an estimated one-time cost between $236K to $363K. 
Costs are based on the assumption of the cost of a average job 
using 2018 volumes; and is based on agency costs provided by 
Strategic Communications and verified by EY resources.

Cost of Service

*See Appendix G3 for additional detail
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7. Strategic Communications – Alternative Service Delivery
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Brampton’s existing approach in leveraging both internal and external graphic design services is a practice that was seen in other 
jurisdictions evaluated (Ex. Vaughan, Markham, Hamilton). In most cases, jurisdictions will largely use external resources to meet capacity 
demands or procure services that are not offered in-house, a policy that Brampton’s Strategic Communications follows. Given the 
potential for higher exposure to price and market volatility under a full outsourced model and stakeholder assumption of excess 
organizational capacity to take on an increased workload with minimal cost, keeping the existing model or moving more contracted
graphic services in house could yield both productivity and cost efficiencies. This is contingent on conducting a through external activity 
analysis to validate if internal capacity exists within Strategic Communications and other divisions who have retained creative services-
related personnel. In particular, retaining the existing model allows Brampton to both build its internal capabilities and continue to have 
the flexibility to leverage external expertise that meet unique departmental demands that would be financially unviable inhouse.

Assessment

Model 1: Move All Graphic Design In-house within 
Strategic Communications

Model 2: Outsource all Graphic Design Work

• Need to validate that existing personnel (whether it is Strategic 
Communications or within divisions) has the capacity to take on 
an increased workload 

• Existing contract termination and transition costs
• Marketing/communications needs for certain departments (ex. 

International Campaigns for Economic Development) might be 
economically unviable to pursue inhouse or specialized in a way 
where external expertise and resourcing presents the most 
economical option

• Risk of incurring higher costs and fees as a result of market 
demands (ex. rush fees, dynamic pricing)

• labour considerations regarding redundant internal graphic 
design positions 

• Loss of internal capacity to deliver creative services on a short 
term frame or have high sensitivity requirements

Challenges/Risks 

• Build-up of internal expertise and competencies for graphic 
design

• Minimal to no additional cost to take on workload while 
maximizing internal Strategic Communications capacity

• Flexibility to manage creative projects internally without 
managing 3rd party relationships 

• Access to diverse skills, expertise and product offerings that 
might not be available internally

• Expected outputs produced will likely match or exceed quality of 
content currently delivered in-house

Benefits
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Opportunities for Improvement Summary

• The subsequent page presents a summary of the opportunities for improvement identified based on the above analysis. Wherever possible, 
opportunities for improvement have been described in detail, a cost-benefit analysis has been done including the identification of potential 
implementation costs, and implementation considerations and high level plans have been prepared.

• All opportunities identified are some combination of technology automations, process improvements, organizational realignments or alternative service 
delivery considerations.

• Some opportunities have been identified with a potential implementation timeline in 2020. This will have to be re-evaluated in light of the broader 
budget package that the City of Brampton is preparing in order to properly gauge their place in the City’s list of priorities.

• No attempt has been made to prioritize the subsequent initiatives. Nor has there been any analysis of the City’s capacity to undertake these initiatives 
simultaneously or in conjunction. That analysis will have to be done as part of a broader overview and integrated analysis of all service delivery projects 
the City is currently undertaking.
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Summary of Opportunities for Improvement
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# Opportunities Opportunity Descriptions
Cumulative 

Budget Impact 
Range 2020-2024

Timeline to 
realize 

benefits

1
Automated contract performance management and contract 
compliance tool to avoid cost and value leakage

An RPA solution for automated cyclical contract performance reviews, and automated 
compliance checks to recover value leakage

$2.6M - $5.9M 2022

2
Leveraging technology to improve by-law Licenses Processing by 
reducing the manually intensive nature of current operations

An RPA for by-laws file processing to reduce manual inputting of licensing information 
into databases

$447k - $798k 2021+

3
Streamline communication resources and contracts within the 
organization to improve value for money

Streamlining various communications functions such as social media accounts, single City-
wide social media management, and coordinated effort with departments on content 
development

$615K 2020

4
Review overlapping functions between strategic communications 
and division staff to reduce duplication of effort and build synergy 
of skill sets

Coordinate redundant communications functions and contracts to address duplicative 
effort

$52k - $364k 2020

5 Increase Cost Recovery of City Clerk’s office business licences
Fee increasing for business licenses to improve revenue generation and align fee 
schedules with neighbouring jurisdictions

$720k – $1.45M 2021

6 Short-Term Disability Management – Third Party Adjudication 
Third Party Adjudication allows for claim validation and assessment, ensuring that STD is 
used consistently across the organization

$970k 2021

7 By-law Enforcement & Animal Services Realignment 
Amalgamation of overlapping functions between by-laws enforcement, and animal 
services to improve service delivery, and process efficiencies

N/A 2020

8 One-Window Online Approach to Licensing Services 
Creating a single point of contact to access municipal services digitally, streamlining the 
amount of time residents spend directly in City facilities

$(570)k -$(282)k 2021+

9 RPA for Record Retention and Compliance 
Automating record retention to standardize meeting compliance requirements, and 
mitigate for risk exposures attributed to inconsistent record retention practice 

$(200)k -$(125)k 2021+

10
Increasing the Hiring of Part-Time Specialized Enforcement 
Officers 

Hiring additional part time officers will provides an opportunity to increase officer 
capacity in a financially efficient manner, bolster revenue generation as well as provide 
flexibility to better deploy full time officers to meet service demands

$143k - $494k 2020
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Summary of Opportunities for Improvement
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# Opportunities Opportunity Descriptions
Cumulative 

Budget Impact 
Range 2020-2024

Timeline to 
realize 

benefits

11 Streamline HR Data Entry in PeopleSoft
Reducing the number of times data is inputted into PeopleSoft by different functional 
roles 

$(40k)-$195k 2021+

12 Reducing Manual Processes in Human Resources
Addressing the manual pain points across HR by modernizing policies and technology 
solutions

Not Quantified 2021+

13 Mandatory Learning & People Risk Management
Establishing a set of HR delineated, core courses that are mandatory across the 
organization as a mechanism of mitigating for people related risks

$(20k)-$(40k) 2022+
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Opportunity Details



1. Automated Performance Management and Contract Compliance Tool
Understanding the Landscape

The City’s 2018 capital expenditure is $235M, with approximately $120M allocated to contracted services for multi-year, large-scale capital projects (above $1m per vendor). According to the Office of 
the Procurement Ombudsman, significant value loss is associated to contract file close out procedures where vendors are assessed on performance only at the close of a contract period. This means 
that projects with long-term implementations, and complex construction contracts have a higher potential for value leakage. Contract oversight and performance management have been identified as 
key areas to improve the City’s return on capital investment, and to avoid dollars lost. Contract lifecycles are characterized by a discrepancy between the expected, and delivered value of a contracted 
service; this is due in part to non-compliance with contract conditions, and inappropriate charging. With longer-term contracts, complexity for compliance increases, and results in higher potential 
losses. The City’s contract managers oversee contracts with multiple components, vendors, and compliance conditions. The potential for errors in monitoring the standards at which third-parties 
deliver services can result in substantial service delivery, and cost allocation inefficiencies. 

Opportunity Expected Benefits

The City is in the process of procuring an e-builder tool that will support construction project 
management, consisting of both automatic deadline notifications, and contractor assignment to 
various tasks. In support of this software, the City could implement an Automated Vendor 
Performance and Compliance Management tool through Robotic Process Automation (RPA). The 
RPA would include functions for cyclical contract performance reviews that do not occur exclusively 
at the contract close, but throughout the lifecycle, alongside periodical, automatic compliance 
checks. Without an automated system, it is more challenging for personnel to manage the 
performance of multiple vendors, and the consistent application of supplier credits at any point in 
time. Automated features support efficient monitoring, resulting in no additional FTE costs, and 
automatic identification of contractor deviation from agreed upon service standards.
Areas with the highest opportunity for cost savings through contract compliance and performance 
reviews are in capital-intensive services, contracted services with substantial labour elements, and 
third-party service contracts. Based on EY’s experience, supporting contract compliance monitoring 
and evaluation, alongside automatic performance reviews can result in savings ranging between 1-
3% of large, multi-year contracts. The budget impact range has been calculated however, based on a 
conservative estimate of savings ranging from 1-1.5%. Implementing an automated Vendor 
Performance and Compliance Management RPA could yield cost savings in the area of supplier 
credits. Ensuring that the credits are applied consistently across multiple ongoing contracts with the 
same vendor would result in labour, equipment, and materials/third-party services savings.

Developing an Automated Vendor Performance and Compliance Management tool would 
result in the following benefits: 
1. Savings realized through the prevention of full payment for services that did not meet the 

agreed upon standard. Automatic payment holdback mechanisms for example, with a 
standard 10% of contract value held back can result in substantial savings, alongside 
contractor incentives to meet service standards. 

2. Savings: this would reduce contract value leakage by improving contract compliance 
management and tracking

3. Value Gain: through delivery of services that would have otherwise not been received had 
compliance not been diligently reviewed. 

4. Automation ensures that compliance and charges for various complex contracts is managed 
consistently and adequately. 

Additional Benefits: 
• Automated systems can implement developed standards of practice and KPIs for monitoring 

and evaluation of vendor performance; transferable to various contract types, and vendors. 
• Automatic generation of performance reports for vendors on a pre-set schedule determined 

between the City and the Vendor, or on a standard timeline.
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Cumulative Budget Impact Range Impact Type Timeline to Realize Benefits

$2.6M-$5.9M Efficiency gain, cost savings 2022
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1. Automated Performance Management and Contract Compliance Tool
Implementation Activities and Considerations

The City could review its contract compliance framework. An RPA solution requires embedding this framework into an RPA tool for Vendor Contract Compliance and Performance Management.
This includes:
• Developing Key Performance Indicators (KPIs)
• Discerning performance review cycle (for example, every Quarter)
• Highlighting system requirements to ensure value leakage and compliance are adequately addressed
Considerations include:
• RPA for the Performance Management and Contract Compliance Tool will implemented subsequent to the Accounts Payable automation tool.
• RPA implementations require process improvements alongside the implementation to ensure that automation is adequately addressing the compliance issues that existed prior to its 

implementation
• Technology selection needs to align with the needs of the service and the City
• Consider the degree to which an RPA solution can embed the existing knowledge of contract managers' experience specific to the City's procurement and management functions
• Implementation should account for contracts that are in-flight; RPA solution would have capability to input ongoing contracts, and sync them to the agreed-upon performance review cycle, and 

compliance conditions 
• Hold-back mechanisms would be applicable to emerging, not on-going contracts. A phase-in component would support the implementation
• The implementation of this would not result in any FTE and labour impacts for in-house personnel
• RPA implementation would require standardization on contract forms to ensure bot efficiency in contract processing, management, and identification of discrepancies
• Development and licensing fees
• Staff retraining into RPA controllers upon position automation 

Implementation Timeline
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Activity 2020 2021 2022

Develop inventory of current contracts and vendors; and a standard contract submission for simplified RPA integration

Determine desired performance review cycle based on contract lengths

Develop Roadmap for RPA implementation and procure vendors for appropriate RPA solution

Launch first wave of RPA projects 

Assess RPA benefits

Refine RPA solution and Strategy
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1. Automated Performance Management and Contract Compliance Tool
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Jurisdictional Evidence 

1. York Region is in the process (2019) of implementing an automated Contractor Performance Evaluation System. Contractor performance will be benchmarked against pre-establish KPIs, and will 
be delivered cyclically on an agreed upon timeline. Prior to implementation, performance reviews were conducted at the time of contract close periods. 

2. The Government of Ontario uses customized software for contract and knowledge management. Reports are generated automatically for managerial review. For specific contracts, they utilize a 
system that measures the performance of the vendor against pre-set key performance indicators

Key features: 
• Key performance indicators standardize the metric for agreed upon services; mitigating for value leakage
• KPIs used to measure third-party performance throughout contract lifecycle
• Automatic performance report generation 

2020 2021 2022 2023 2024 2020-2024

Cost Savings $0 $0 $1,200,000 – 2,200,000 $0 $0 $1,200,000 - 2,200,000

Cost avoidance $0 $0 $0 $1,200,000 – 2,200,000 $1,200,000 – 2,200,000 $2,400,000 - 4,400,000

Implementation costs $0 $245,000 – 360,000 $245,000 – 360,000 $115,000 – 120,000 $115,000 – 120,000 $720,000 – 960,000

Net budgetary impact range $0 $(360,000) – (245,000) $840,000 – 1,955,000 $1,080,000 – 2,085,000 $1,080,000 – 2,085,000 $2,640,000 - 5,880,000

Budget Impact Range 2020-2024 
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Data Inputs Source

Detailed 
capital 
expenditure 
2018

File Project Spending 
2013 - 08 2019 Detail A, 
Sheet 2018 detail

Assumptions:
• The Accounts Payable automation tool is already implemented

• The expense types “ACT” and “VIN” in the capital expenditure correspond to contracts with vendors (confirmed with finance department)

• The expenditure included in the accounts “Work in Progr-Furn,Comp&OffE” and “Work in Progr-Vehicles&Mach” correspond to equipment 
and vehicles purchases and not contracted services.

• The average salary (and benefits included) of a finance analyst position has been used to calculate the cost of the additional position. This is 
to capture the internal support needed to eventually replace the contracted resources supporting the implementation of this technology.
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Total per vendor>$1m Total per vendor>$0.5m Total per vendor>$0.25m

Spend
Total 2018 capital expenditure $234,900,000 $234,900,000 $234,900,000
Total 2018 expenditure type “ACT” and “VIN” $216,900,000 $216,900,000 $216,900,000
Total above with threshold per vendor $157,500,000 $177,400,000 $193,100,000
Total above excluding “Work in Progr-Furn,Comp&OffE” and “Work in Progr-Vehicles&Mach” expenditure $119,700,000 $136,000,000 $149,700,000
Savings (range 1-1.5%) $1,200,000 - 1,800,000 $1,400,000 - 2,000,000 $1,500,000 – 2,200,000

Implementation costs
Professional services for process mapping, analysis and assessment $30,000 - 40,000 $30,000 - 40,000 $30,000 - 40,000
Professional services for RPA development and deployment $100,000 - 200,000 $100,000 - 200,000 $100,000 – 200,000
Additional finance analyst $100,000 $100,000 $100,000
RPA license (annual cost) $15,000 - 20,000 $15,000 - 20,000 $15,000 - 20,000
Total Implementation costs $245,000 - 360,000 $245,000 - 360,000 $245,000 - 360,000

Net budgetary impact range $840,000 - 2,155,000 $1,040,000 - 2,555,000 $1,140,000 - 2,755,000

1. Automated Performance Management and Contract Compliance Tool–
Methodology, Data Inputs and Calculation Details
Methodology:
• The detail of capital expenditure 2018 has been obtained, and contract costs have been isolated with the expense type

• Then the thresholds of total expense per vendor have been applied (>$1m, >$0.5m, >$0.25m) to keep expenditure related to large and complex contracts

• The expenditure related to purchase of equipment, furniture and vehicles have been excluded, to keep only contracted services expenses

• A savings range (1-1.5%) has been applied to this amount

• An implementation cost range related to the RPA tool has been applied

Calculation details
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2. Leveraging Technology to Improve By-Law Licenses Processing
Understanding of the Landscape 

Engagement sessions with the City of Brampton’s By-Law Enforcement function have helped identify potential areas of improvement where current processes are characterized by heavily manual, 
paper-based file processing, and system silos. Within this department, systems for processing are currently structured in three silos: property standards, by-law enforcement, and licensing. Most 
notable opportunity areas include those in by-law enforcement, among Clerk’s processing functions. Currently their roles are characterized by manual data entry and paper-based file processing that 
includes, in part, follow-ups via issuance of Notice of Fines and Due Dates letters. Enforcement and By-Law Services processes mobile licenses for taxis, tow trucks, and ride-sharing services among 
others. The combination of volume, resource allocation, and siloed nature of their function results in delayed processing times, increased costs, and higher opportunity for human error and backlog. 
Together, the combined impact potentially hinders the City’s ability to capture the revenues from fines in a timely, and efficient manner. 

Opportunity Expected Benefits

Improvements in data collection, reductions in manual effort and error, alongside improvements 
in system integration and analytic capabilities are a few of the opportunities emerging from a 
Robotic Process Automation (RPA) solution for By-Law Enforcement. Processing files takes 
approximately 30 minutes per clerk, and consists primarily of manual inputs licensing information 
into databases, mailing letters, and following up with residents on renewals and missing 
information. By-Law Enforcement has 8 Clerks working in Enforcement accounting for a $583k 
spend (salaries and benefits). Approximately 80% of Clerk functions are manual, and eligible for 
automation. Reducing Clerk’s paper-based functions could result in the City saving salaries costs 
upon implementing an RPA solution that could automate 50-60% of the manual effort among 3 
clerks.

By-law enforcement is currently implementing an automated, and mobile enforcement platform 
that aims to increase productivity of enforcement staff. An additional impact of this platform is its 
associated increase in manual work for the department’s clerks. RPA is a particularly attractive 
solution for this case because it can mitigate for the increase in manual work. It is well suited for 
high volume process areas because it can process 24 hours a day, with minimal error; while 
reducing manual effort needed to ensure functions are operating at the required level.

Leveraging RPA for Clerk paper-based processing results in the following benefits:
1. Efficiencies: RPA implementations in other organizations have delivered efficiencies in 

processing time, and system integration.
2. Staff-time reduced: In addition to the improving system efficiencies, RPA offers 

an opportunity for staff to have more time to focus on more meaningful processes, 
while reducing the amount of time spent on work that is transactional in nature

3. Backlog: RPA mitigates for the potential for backlog issues to emerge – which are not unusual 
for paper-based functions

4. Savings: FTE savings by reducing number of clerks needed for processing files

Additional Benefits:
• RPA creates minimal disruption to underlying legacy systems, thus reducing burdens on 

IT, saving more costs based on staff time.
• RPA improves data collection and centralization, improving departmental consistency
• RPA decreases printing costs (environmental and monetary)
• Centralizing Enforcement data and processing functions through RPA also creates improved 

alignment between siloed departments
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Cumulative Budget Impact Range Impact Type Timeline to Realize Benefits

$447k-$798k Efficiency gain & Cost avoidance 2021+
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2. Leveraging Technology to Improve By-Law Licenses Processing
Implementation Activities and Considerations

Implementing an RPA solution to support the productivity of clerks in by-law enforcement services that improves not only efficiencies in file management, and reduction in manual effort; but that also 
introduces capabilities in analytics and trending, it is crucial that the City develop a roadmap for transformation. This can consist of: identifying RPA Technology, assessing the system’s impacts on 
service area processes, iterating improvements, and relaunching the iteratively refined technology.

Considerations include:
• Availability of digital inputs
• Employee related impacts need to be considered throughout the implementation of an RPA solution. Positions will need to be repurposed, and staff staying on to support system processing 

functions will need support and training to ensure that staff are working in parallel with new systems. To maximize the benefits of RPA solutioning, it is important to ensure that staff are supported 
and engaged through process changes

• Upfront costs of software for RPA will yield benefits upon implementation; upfront costs need to be considered nonetheless 
• Legacy system interactions are important considerations; to what extent can the new technology work with the City’s Amanda technology
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Implementation Timeline

Activity 2020 2021 2022

Develop Roadmap for RPA implementation & procure vendors for appropriate RPA solution

Launch first wave of RPA projects 

Assess RPA benefits

Refine RPA solution and Strategy

City of Brampton – Governance & Internal Services Report – December 20, 2019



2. Leveraging Technology to Improve By-Law Licenses Processing
Jurisdictional Evidence 

1. City of Mississauga’s Legal Services is implementing a specialized legal document management RPA software to enhance efficiency and productivity of paralegals and office clerks. The software 
looks to automatically generate follow-up letters, synchronize systems used by the department, and include a document review capability. 

2. City of Vaughan is implementing an automated Record of Employment RPA that is to also be leveraged by their legal services function, alongside the various staff that conduct enforcement 
procedures throughout the organization. The system utilizes OCR to register files associated to enforcement, and to integrate systems to improve transparency. 

Key Features:
• Both RPA solutions are multipurpose, introduced in one department and expanding to others 
• Both reduce manual effort, and increase staff capacity to conduct meaningful analysis 
• Both reduce error rates that occur through the manual inputting of data, the manual tracking of multiple files, and the tracking between various systems and departments
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2020 2021 2022 2023 2024 2020-2024

Productivity gain $0 $175,000 - 292,000 $0 $0 $0 $175,000 - 292,000

Cost avoidance $0 $0 $175,000 - 292,000 $175,000 - 292,000 $175,000 - 292,000 $525,000 - 876,000

Implementation costs $0 $80,00 - 526,000 $15,000 - 60,000 $15,000 - 60,000 $15,000 - 60,000 $125,000 - 706,000

Net budgetary impact range $0 $(234,000) - 95,000 $155,000 - 247,000 $155,000 - 247,000 $155,000 - 247,000 $447,000 - 798,000

Budget Impact Range 2020-2024 

Budget Impact Assessment: 
The savings, implementation costs and net budgetary impact ranges depend on the number of processes to be automated. For instance in 2021 the low range for net budgetary impact range for 
$(234,000) correspond to the high range of savings for $292,000 and the high range of implementation costs for $526,000, and the high range for net budgetary impact range for $95,000 corresponds 
to the low range of savings for $175,000 and the low range of implementation costs for $80,000

City of Brampton – Governance & Internal Services Report – December 20, 2019



Methodology
• Isolation of salaries and benefits for Enforcement an By Law clerks in budget 2019

• Use of the % spent on manual tasks to calculate the savings

• Use of EY previous experiences to estimate implementation costs

• Use of assumptions to calculate severance costs

2. Leveraging Technology to Improve By-Law Licenses Processing –
Methodology, Data Inputs and Calculation Details

Calculation details If 1 process to be automated
(30% savings on salaries and 

benefits;2 clerk positions)

If 2 processes to be automated
(40% savings on salaries and 

benefits;3 clerk positions)

If 3 processes to be automated
(50% savings on salaries and 
benefits;4 clerks positions)

Spend
Salaries and benefits for Enforcement and By-Law clerks in budget 2019 $583,000 $583,000 $583,000
Savings $175,000 $233,000 $292,000
Implementation costs
Professional services for process mapping, analysis and assessment $15,000 - 20,000 $30,000 - 40,000 $45,000 - 60,000
Professional services for RPA development and deployment $50,000 - 100,000 $100,000 - 200,000 $150,000 - 300,000
RPA license (annual cost) $15,000 - 20,000 $30,000 - 40,000 $45,000 - 60,000
Severance costs $0 - 53,000 $0 - 79,000 $0 - 106,000
Total Implementation costs $80,000 - 193,000 $160,000 - 359,000 $240,000 - 526,000

Net budgetary impact range $(18,000) – 95,000 $(126,000) – 73,000 $(234,000) – 52,000
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Data Inputs Source

Salaries and benefits per position for Enforcement an By-Law services 
budget 2019

File “Service Review FINAL - 2019 Salary 
Information Details for COB Sept 26”
Sheet “CPS”

% spent by Enforcement and by law clerks on manual tasks eligible for 
automation

Per discussion with enforcement and by law 
department

2. Leveraging Technology to Improve By-Law Licenses Processing –
Methodology, Data Inputs and Calculation Details 

Assumptions
• 50-60% of the time of Enforcement and By-Law services clerks is spent on manual tasks eligible for automation according to enforcement division. A range of 30-60% has been used to 

calculate savings, depending on the number of processes to be automated

• Implementation costs are estimated between $80k and $140k per automated process, depending on process complexity, and are based on EY previous experience. Annual licensing costs 
are estimated to be $15-20k. 

• Costs increase based on the number of processes to be automated; if multiple processes need to be automated to capture the savings range then implementation costs are assumed to be 
proportionately higher

• For severance costs, the severance policies for non-union positions have been used (for unionized positions the Employment Standard Act would apply, but severance policies for non 
union positions are more beneficial to the employee and so have been applied in the severance cost assumptions for consistency) , and an average of 10 years of service has been used. 
The high range represent 5 clerk positions (60% of the 8 positions) and the low range of $0 would consider attrition and redeployment so no severance costs
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3. Streamline Communication Resources & Contracts
Understanding of the Landscape

Public engagement, social media and advertising is largely uncoordinated between individual departments and Strategic Communications. The City (and Council) has pledged to broaden efforts to 
align advertising quality through initial planning efforts to centralize ad buying through Strategic Communications. Ad purchasing, design, and social media management are largely done across 
divisions with inconsistencies stemming from a lack of coordination and collaboration between departments. This has created an ongoing risk of lowered brand value and little insight in how divisions 
manage their individual campaigns. Increased ad volumes and department-specific demands have led to some departments (i.e. Transit/Economic Development) to outsource its marketing projects 
through third party agency contracts, which further create dialogue and marketing inconsistencies between divisions/departments. Leveraging Strategic Communication's existing resources and 
knowledge of local needs, aligning existing communications resources within the Strategic Communications division can generate consistent and robust communications content development that 
better aligns with the Brampton brand, as it considers a refresh of external branding initiatives.

Opportunity Expected Benefits

As creative requests continue to rise and a stronger emphasis placed on establishing brand 
values, there is greater need for centralized guidance and alignment of communications 
materials. Strategic Communication can play a larger oversight role in ensuring the materials 
produced by client departments/division meet City-wide rules and standards (currently under 
development). There are various components to achieving this: 

• Streamlining social media accounts (i.e.: singular Brampton YouTube Channel)
• Having a single City-wide social media management solution with Strategic Communications 

oversight 
• Branding and content development in partnership with different departments

The City can also review existing 3rd party agency contracts and evaluate whether Strategic 
Communications staff could take on some additional responsibility in-house. Communications 
requests sent externally are largely last minute projects that are subject to premium cost rates 
when outsourced. Savings could be realized by leveraging existing City resources for localized 
content which offer lower cost rates while eliminating existing staff-identified issues with brand 
inconsistencies from agencies.

Streamlining Communications results in the following benefits:
• Savings of $123K could be generated by leveraging existing Strategic Communications 

resources, reducing the reliance on 3rd party outsourcing fees and freeing up divisional staff 
responsibilities 

Intangible Benefits 
• Corporate City-wide management profile ensures access to all City-related accounts can be 

accessible when needed, generate better coordination of marketing campaign, and track user 
insights and engagement

• Alleviate security concerns that existed with different social media software between 
coordinators 

• Centralized ad buying and social media management for ensures a line of sight and direct 
dialogue medium between Strategic Communications and relevant departments on messaging, 
brand use and a consistent level of content will align in Brampton’s goal of achieving a world-
class public sector social media presence. (International ad buying could remain externally 
contracted to leverage external agency economies of scale) 

• Consolidated social media accounts reduce fragmentation, align with City branding and reach a 
greater target audience. 
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Cumulative Budget Impact Range Impact Type Timeline to Realize Benefits
$615K Efficiency gain, cost savings 2020
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3. Streamline Communication Resources & Contracts
Implementation Activities and Considerations

Implementing a streamlined Strategic Communications function at the City would entail: expanding on existing internal social media jurisdictional analysis to include a broader evaluation of all 
marketing materials produced by division/department teams; and reviewing existing agency contracts in conjunction with client to gauge whether existing service gaps can be addressed internally or 
continued to be outsourced

Considerations include:
• If bringing more services in house, consideration of whether existing staffing levels has the ability to manage an increased workload without impacting service levels
• Any changes to existing outsourcing practices would require a deeper analysis or renegotiation of existing contract stipulations
• Investment costing and the development of a business case for a social media management solution 
• Need to understand/gauge the unique department requirements and expertise that is unavailable or unfeasible to deliver inhouse (ex. International business expertise for Economic Development 

initiatives relies largely on external expertise that is likely to be unavailable internally and identified by stakeholders to be more effective and cost efficient via contracted agencies) 
• Strategic Communications has identified that they can take on this work internally without adding additional capacity. That capacity can only be determined through a more detailed activity 

analysis.
• As transit related social media and marketing campaigns are largely operational and catered to the transit portfolios, there is a potential need for additional training and collaboration between 

transit and strategic communications staffers in managing external transit communications under a centralized model. Strategic Communications would have to be prepared to deliver a highly 
operational, high volume service which may have limited cross-service applicability.
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Implementation Timeline

Activity 2020 2021 2022

Review existing contracts and identify service gaps – re-evaluate in-house vs. outsource delivery

Develop an integrated social media management framework, and solution 

Develop partnered Branding development framework among City departments

Streamline social media accounts
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3. Streamline Communication Resources & Contracts
Jurisdictional Evidence 

The City of Mississauga as part of their 2018 Communications Master Plan have restructured its Strategic Communications division to allow for more nimble responses to the requests of its clients. Its 
existing hybrid content strategy model has a large quantity of City news content being produced and released onto corporate channels by staff across departments. This resulted in repetitive content, 
inconsistent branding and an inability to reach significant audiences. It is currently examining a more coordinated approach to City news and content management that can generate greater 
engagement and efficiencies. 
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2020 2021 2022 2023 2024 2020-2024

Cost savings $123,000 $0 $0 $0 $0 $123,000

Cost avoidance $0 $123,000 $123,000 $123,000 $123,000 $492,000

Implementation costs $0 $0 $0 $0 $0 $0

Net budgetary impact range $123,000 $123,000 $123,000 $123,000 $123,000 $615,000

Budget Impact Range 2020-2024 
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Data Inputs Source

Value and termination conditions of 
transit contract for communication 
services

E-mail received from 
strategic communications 
department

Value and termination conditions of 
economic development contract for 
communication services

E-mail received from 
Corporate services

Methodology
• Obtained current annual costs of communication contracts for Transit and Economic Development 

• Obtained information about termination costs for the different contracts

• Used assumptions about % of each contract which could be done in-house to calculate savings
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Calculation details
Spend
Annual cost of Transit contract $80,000
Savings on transit contract $80,000

Annual cost of economic development contract $216,000
Savings (20%) $43,000

Net budgetary impact range $123,000

3. Streamline Communication Resources & Contracts –
Methodology, Data Inputs and Calculation Details

Assumptions:
• Strategic Communications has said that, with their existing capacity, they could take on communication 

activities for Transit that are currently contracted out, although this contract may be expiring and not 
necessarily up for renewal. A detailed activity analysis will be needed in order to validate that assumption.

• Approximatively 20% of current outsourced communication activities for Economic development could be done 
in-house by Strategic communication division without any extra cost. It would require extra FTE to do more in-
house, and some activities specific to economic development couldn’t be done in-house by strategic 
communication department

• Roads and maintenance contract is a joined contract with the region so it couldn’t be done in-house

• There wouldn’t be any termination cost associated with the vendor for transit (contract ended) and for 
economic development (contract ends at end of year)
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4. Review Overlapping Communications Functions
Understanding of the Landscape 

Strategic Communications at the City of Brampton functions under an agency model, where a central aim of their work is to support their internal clientele within various City operating departments. 
To achieve this aim the Communications Advisory team deploys Senior Advisors to divisions and departments as a direct point of contact between internal clients and Strategic Communications as the 
service provider. Advisors that are deployed as tasked to act as a liaison between the three groups within the function, that support the development of campaigns, and ensure media related activities 
are aligned with the corporations overall brand. Engagements with stakeholders in the Strategic Communications function have identified the emergence of shadow functions with departments that 
results in duplicated effort, and work. Specialized needs of certain departmental campaigns requiring external agencies have resulted in the creation of shadow functions. Departments have leveraged 
outside contracts to meet capacity or seek external expertise that was financially inefficient to be completed by strategic communications internally in the past. Some departments such as Transit, 
Economic development, and Recreation have created their own in-house communications staff in marketing/engagement coordinator roles. Internal research has found that there are approximately 
three to four full time equivalent staff who perform functions similar to those in Strategic Communications scope of service.

Opportunity Expected Benefits

The number of duplicative roles across divisions has resulted in fragmented coordination and 
inconsistencies in material quality, and in branding and messaging. As service requests increase, 
Strategic Communications will face difficulty coordinating efforts between its own internal team 
and those embedded within divisions. 

Realigning intradepartmental efforts with the Strategic Communications function serves to reduce 
duplicative effort, without substantially impacting the organization. The City can consider 
absorbing the non-strategic communications staff into the department or eliminate positions that 
can be better deployed by a strategic communications staff. Internal research also found 
divisional staff in communications, engagement and social media roles are also responsible for 
other portfolios within their department. By either eliminating duplicative roles or shifting 
communications responsibilities to Strategic Communications staff, there is opportunity to realize 
labour savings as well as free up staff to focus on their division/department responsibilities 

Reviewing duplicative responsibilities results in the following benefits:
• Savings: by elimination of duplicative staffing roles or consolidation into Strategic 

Communications could generate labour savings 
• Expanding the Strategic Communications function by absorbing shadow functions increases 

capacity, with the majority of staff joining the centralized strategic communications function

Intangible Benefits
• Centralization of communications projects improves alignment of City branding and service 

levels, while providing existing distributed communications staff with increased access to the 
expertise and development opportunities which exist in Strategic Communications

• Potential improvements in to line of sight for ongoing local communications projects and 
campaigns across the City 
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Cumulative Budget Impact Range Impact Type Timeline to Realize Benefits

$52k-364k Efficiency gain 2021
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4. Review Overlapping Communications Functions
Implementation Activities and Considerations

Implementation of Communications’ realignment with departmental functions consists of: 
1. Firstly evaluating the roles and responsibilities of non-strategic communications staff relative to the strategic objectives of the Strategic Communications division 
2. Determine if staff will be absorbed into the strategic communications function, or if their roles will be re-clarified as non-strategic communications when within their home departments 
3. Engage divisions and departments to evaluate the options for a centralized communications operating model 

Considerations include:
• Labour impacts from the reclassification of roles an responsibilities 
• Transition costs (salary adjustments) from potential staffing reorganization
• Development of reporting responsibilities under a new centralized structure
• Buy in from divisions and departments to transfer existing in-house expertise and resources to Strategic Communications
• Consideration of the appropriate staff complement (technical expertise, resourcing etc.) necessary to successfully transition into a centralized model
• It is critical to maintain or increase service levels as part of ongoing centralization efforts, otherwise departments will develop shadow functions or contract out services
• It is important to note that any consolidation of resources from Brampton Transit would have to include an assessment of Strategic Communications ability to deliver a highly operational role which 

has very limited cross applicability to other service areas

87

Implementation Timeline

Activity 2020 2021 2022

Conduct assessment of overlapping functions across departments

Evaluate and reclassify roles and responsibilities of non-strategic communications staff 

Evaluate option and feasibility of centralized communications service delivery model with divisions and departments

Develop centralization transition strategy 

Absorb duplicative roles into Strategic Communications function, centralize delivery

City of Brampton – Governance & Internal Services Report – December 20, 2019



4. Review Overlapping Communications Functions
Jurisdictional Evidence 

The City of Hamilton has previously utilized a combination of centralized and distributed resources within departments to deliver its communications support services. They are in the process of 
centralizing its communications functions under its Strategic Partnerships and Communications division. Eight communications resources currently in operating departments were transferred into a 
centralized communications branch. Advantages the City has identified were improved leverage of resources/dollars, reduced staffing fragmentation and stronger marketing plans with concise target 
audiences and outcomes. This was an improvement on previous efforts where multiple logos and websites had taken away from the City’s overall brand/communications efforts. 

88

2020 2021 2022 2023 2024 2020-2024

Efficiency gain $0 $13,000 - 91,000 $0 $0 $0 $13,000 - 91,000

Cost avoidance $0 $0 $13,000 - 91,000 $13,000 - 91,000 $13,000 - 91,000 $39,000 - 273,000

Implementation costs $0 $0 $0 $0 $0 $0

Net budgetary impact range $0 $13,000 - 91,000 $13,000 - 91,000 $13,000 - 91,000 $13,000 - 91,000 $52,000 - 364,000

Budget Impact Range 2020-2024 
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Data Inputs Source

Positions involved in strat comm 
activities outside of strat comm 
department 

File “Non-StratComm Staff Working On 
Communications&Marketing Type 
Work”

Salaries and benefits associated with 
these positions

File “Service Review FINAL - 2019 Salary 
Information Details for COB Sept 26”

Methodology 
• Obtained positions involved in communications activities outside of strategic communications department, and associated salaries and benefits

• Use of different assumptions (low range and high range) for time spent on these activities for these positions and use of this % to estimate the addressable spent

• Use of the % of time saving associated with centralization of communications activities to calculate the savings
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Calculation details

Low range High range

Spend
Total salaries and benefits for 11 positions associated with communication activities $1,240,000 $1,240,000
Total part of salaries and benefits associated with communication activities $132,000 $457,000
Savings (10-20%) $13,000 - 26,000 $46,000 - 91,000

Net budgetary impact range $13,000 - 26,000 $46,000 - 91,000

4. Review Overlapping Communications Functions–
Methodology, Data Inputs and Calculation Details

Assumptions
• 10 to 20% of time could be saved by centralizing all communications activities under strategic 

comm department

• No severance costs have been calculated, productivity gains are assumed 
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Cumulative Budget Impact Range Impact Type Timeline to Realize Benefits

$720k - $1.45M Cost Recovery 2021

5. Increase Cost Recovery of City Clerk’s Office Business Licences
Understanding of the Landscape

The City Clerk’s office cost recovers through fees for a number of business licences including fixed food premises, personal services, automobile services. Over the past three years 
user fees and recoveries have generated between $1.9M and $2.2m annually.

Opportunity Expected Benefits

Brampton’s fees for business licences lag behind other jurisdictions, and there is an 
opportunity to increase user fees, to bring Brampton’s cost recovery rates more in line 
with comparable municipalities. 

• Cost recovery through increased fees
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5. Increase Cost Recovery of City Clerk’s Office Business Licences 
Implementation Activities and Considerations

Implementation Considerations:
• Market sensitivities on specific licenses have not been assessed
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Jurisdictional Evidence 

Brampton lags behind the following comparator jurisdictions for the fee of business licences, in particular fee for fixed premises licences ($152 for Brampton)
• Mississauga – $191
• Vaughan - $213
• Hamilton - $624

Activity Timeline

Activity 2020 2021 2022

Develop and submit business case for fee increase 

Design communication strategy and public engagement plan to roll out the fee increase

Obtain Council approval for fee increase

Launch community outreach and engagement sessions to appraise the public about the need/rationale behind fee increases
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5. Increase Cost Recovery of City Clerk’s Office Business Licences 
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2020 2021 2022 2023 2024 2020-2024

Additional Cost recovery $0 $180,000 – 362,000 $0 $0 $0 $180,000 – 362,000

Recurring cost recovery $0 $0 $180,000 – 362,000 $180,000 – 362,000 $180,000 – 362,000 $540,000 – 1,086,000

Implementation costs $0 $0 $0 $0 $0 $0

Net budgetary impact range $0 $180,000 – 362,000 $180,000 – 362,000 $180,000 – 362,000 $180,000 – 362,000 $720,000 – 1,448,000

Budget Impact Range 2020-2024 
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5. Increase Cost Recovery of City Clerk’s Office Business Licences –
Methodology, Data Inputs and Calculation Details
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Methodology:
• Obtaining of benchmark performed by the City on 33 business licences

• Obtaining of volumes and prices for Brampton for these business licences for 2018 and 2019

• Calculation of the difference between the average fee from the benchmark and Brampton fee 2019 for each business licence

• Use of different assumptions for the fee increase, in % of this difference

• Use of 2018 volumes to calculate revenue increase related to the fees increase

Data Inputs Source

Benchmark licence fees File “Business Licence Fees 
2019”

Volumes and prices of business licence 
fees for 2018 and 2019

Clerk’s Office 2020 budget 
estimates

Calculation details
Fee increase for 50% of the 
difference between average 

and Brampton fee

Fee increase for 75% of the 
difference between average 

and Brampton fee

Fee increase for 100% of the 
difference between average 

and Brampton fee
Current Revenue (2019 prices and 2018 volumes) for the 33 business licences $546,000 $545,000 $545,000
Project revenue with fees increase $726,000 $817,000 $907,000
Net budgetary impact range $180,000 $272,000 $362,000

Assumptions
• The average fee included in the benchmark provided by the City has been used to calculate the savings

• Assumption that the fee increase could be situated between 50 and 100% of the difference between the average fees 
and Brampton bees
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6. Human Resources – Disability Management Third-Party Adjudication
Understanding the Landscape

Disability management at the City of Brampton, particularly for Short-Term Disability (STD), is characterized by self-administration processes, and inconsistency in the departmental application of STD. 
There are various organizational risks associated to these processes and inconsistencies ranging from financial, to operational, and even reputational with regards to the self-administration “rubber-
stamping” of short-term disability applications. Engagement with stakeholders helped identify that the main source of self-administration, rubber-stamping issues is the respective employee’s privacy 
rights, and the City’s associated inability to request that employees divulge medical information. Meaning, that the City is unable to assess validity of short-term disability claims, leaving the 
organization reliant on an employee’s treating physician documents, exclusively. Allowing a third party to adjudicate short-term disability claims allows the City to validate and assess and employees 
claim without accessing medical records, offering a potential to recover costs associated with short-term disability benefit misuse, and improving consistency in its application. 

Opportunity Expected Benefits

Key obstacles to improving short-term disability management in-house are primarily data and 
privacy management. Utilizing a third-party adjudicator allows the City to improve the diligence in 
STD claims processing, and ensuring adjudication, not administration. The third-party adjudicator 
serves to also facilitate an arrangement that creates the required separation between employee 
and insurer, while ensuring the necessary flow of information required to thoroughly review claims, 
and uphold consistent and accurate use of short-term disability benefits. The degree of separation 
provided by a third-party adjudicator also ensures that the City is compliant with the privacy rights 
and requirements for all parties. 

The City’s current STD process results in the following data points offering insight into the potential 
inconsistent use of STD resulting from the current STD administration process: 
• STD hours increased by 20% during Q3 (summer months)
• The average annual STD costs per employee are $6,500

Third-party adjudication of short-term disability would yield the following benefits: 
1. Comprehensive assessment and validation of short-term disability applications 
2. Consistent and standard application of short-term disability use across the organization
3. Upheld privacy rights of employees 
4. Improved management of workforce, and talent planning 
5. Decreased costs of short-term disability misuse 

Additional Benefits:
• Improved internal City reputation 
• Mitigated Union intervention in claims administration and processing 
• Improved diligence of short-term disability claims processing and management

Allowing a third-party adjudicator to validate and assess short-term disability claims allows the 
City to access the information it requires for proactive management of their workforce without 
the use of identification-type information, thus supporting the City in both predicting and 
better managing talent needs, and mitigating for the costs associated to STD misuse and claims 
administration gaps.
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Cumulative Budget Impact Range Impact Type Timeline to Realize Benefits

$970k Efficiency gain; process improvement 2021+
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6. Human Resources – Disability Management Third-Party Adjudication
Implementation Activities and Considerations

Implementation of a Third-Party Adjudication approach to Disability Management requires: 
1. Assessment of investment towards a dedicated-medical service delivery model needed prior to implementing third-party adjudication 
2. Conduct market assessment to determine third-party provider scope of service for disability management
3. Evaluation of roles and responsibilities based on changing service delivery model 

Considerations include:
• Change management – as the program transitions to dedicated (mature) model, to also using third-party adjudication, the City needs to assess the changes in skills needed, and corresponding 

changes to roles and responsibilities needed in-house to interface with third-party provider
• Labour impacts from the reclassification of roles an responsibilities 
• Transition costs (potential salary adjustments) from changing roles and staffing reorganization 

95

Implementation Timeline

Activity 2020 2021 2022

Conduct assessment of disability management program phases to determine next steps 

Evaluate required roles and responsibilities needed based on phasing in of third-party and/or dedicated disability model 

Conduct market assessment to determine costs of service by third-party provider 

Evaluate required roles and responsibilities needed based on phasing in of third-party and/or dedicated disability model 

Develop disability management strategy for new service delivery and operating models 

Determine scope of third-party disability adjudicator services, and establish contract parameters
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6. Human Resources – Disability Management Third-Party Adjudication
Jurisdictional Evidence 

• Mississauga uses a third-party adjudicator for their Weekly Indemnity Program for their Transit group (ATU) . The City transitioned to this model via collaborative discussion with their unions to 
ensure adequate change management considerations were accounted for throughout the transitionary period. 
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2020 2021 2022 2023 2024 2020-2024

Net Savings $0 $150,000 $70,000 $80,000 $0 $300,000

Cost Avoidance $0 $0 $150,000 $220,000 $300,000 $670,000

Net budgetary impact range $0 $150,000 $220,000 $300,000 $300,000 $970,000

Budget Impact Range 2020-2024 
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Budget Impact Assessment: 

Third-party adjudication for disability management aims to reduce the costs of short-term disability benefit misuse. Annual costs of STD per employee are approximately $6,500, with a upward trend 
in STD use (by 20%) during the summer months (Q3). Improving short-term disability management through implementing a third-party adjudication delivery model would reduce costs to the City 
attributed to inconsistencies in departmental application of short-term disability benefits. Therefore, there would be cost savings realized throughout the organization associated with decreases in 
STD claims as well as reduced adjudication costs through outsourcing.



Methodology 
• Use of the cost estimate obtained by the City form Accompass for third party adjudication VS in-house

• Use of assumptions from this estimate to calculate cost with the 2 models for the period 2021-2024
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Calculation details

In house
Third-Party 

adjudication
Impact

2021
Number of claims 280 260 (20)
Average duration of claims in days 30 30 0
Average daily cost of claim in $ $308 $308 $0
Total claim costs $2,590,000 $2,400,000 $(200,000)
Estimated in-house consultant cost $90,000 $0
Estimated third party adjudication cost $0 $140,000
Total cost $2,680,000 $2,543,000 $(150,000)

6. Human Resources – Disability Management Third-Party Adjudication –
Methodology, Data Inputs and Calculation Details

In house
Third-Party 

adjudication
Impact

2022
Number of claims 280 260 (20)
Average duration of claims in days 30 29 (1)
Average daily cost of claim in $ $308 $308 $0
Total claim costs $2,590,000 $2,320,000 $(270,000)
Estimated in-house consultant cost $90,000 $0
Estimated third party adjudication cost $0 $140,000
Total cost $2,680,000 $2,460,000 $(220,000)

In house
Third-Party 

adjudication
Impact

2023
Number of claims 280 260 (20)
Average duration of claims in days 30 28 (2)
Average daily cost of claim in $ $308 $308 $0
Total claim costs $2,590,000 $2,240,000 $(350,000)
Estimated in-house consultant cost $90,000 $0
Estimated third party adjudication cost $0 $140,000
Total cost $2,680,000 $2,380,000 $(300,000)

In house
Third-Party 

adjudication
Impact

2024
Number of claims 280 260 (20)
Average duration of claims in days 30 28 (2)
Average daily cost of claim in $ $308 $308 $0
Total claim costs $2,590,000 $2,240,000 $(350,000)
Estimated in-house consultant cost $90,000 $0
Estimated third party adjudication cost $0 $140,000
Total cost $2,680,000 $2,380,000 $(300,000)
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Data Inputs Source

Cost estimate in-house VS third party 
adjudication from Accompass

File “18. Estimated Costing by 
Accompass”
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6. Human Resources – Disability Management Third-Party Adjudication –
Methodology, Data Inputs and Calculation Details

Assumptions
• The following assumptions have been used by Accompass:

• The average number of claims in the in-house scenario (280) is based on the average 
number of claims on the period 2015-2017

• An average number of claims of 260 is assumed with a third party (decrease of 7%)

• The average number of days per claim in 2021 (30) is based on the average number of 
days per claim on the period 2015-2017

• A decrease of 1 day per year with a third party is assumed for 2022 and 2023

• A daily cost of claim of $308 is assumed (based on an annual earning of $80,000) 

• A per case adjudication fee of $550 per case is assumed
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7. Animal Services Enforcement Realignment
Understanding the Landscape

The majority of Brampton’s enforcement staff are centralized within the Enforcement and By-Law division within Corporate Services (47 enforcement officers). However, animal services enforcement 
is managed separately within the Animal Services division in Community Services (9 animal control officers). The two areas operate with disparate branding, reporting structures, unique technology 
solutions and have specialized officers and fleet to manage each business unit. Stakeholder consultations have noted the specialization of animal enforcement officers, especially the emphasis and 
time commitments towards investigations. There are opportunities to capture natural synergies and efficiencies between the two enforcement units by addressing potential gaps in communication, 
collaboration and reporting channels.

Opportunity Expected Benefits

The City could realign the Animal Enforcement unit within Animal Services into a distinct business 
line within Enforcement and By-Law Services, reporting to the Director of Enforcement and By-Law 
Services in order to improve alignment between service lines. The new enforcement unit will 
continue to remain a specialized unit within Enforcement and By-Law Services. This is expected to 
result in more effective communication between enforcement units and efficiencies in services 
delivered. 

Although there is infraction-specialization that each department enforces, there is potential to 
realize synergies through co-location and efficiencies from better deployment and triaging under a 
centralized enforcement division. As both units perform similar scopes of work, a centralized unit 
provides opportunities to share expertise, technology and a consolidated pool of resources to meet 
seasonal deployment needs across each business area without increasing aggregate resourcing. This 
also presents an opportunity to collaborate with the licensing administrative team at the City Clerk’s 
Office as part of a one-window approach. 

Cost Efficiency:
• Administration for licensing can be streamlined under one service area, leveraging the 

combined FTEs of the two previously spilt units to better meet capacity demands without 
any net new resources

Process Improvement:
• Although enforcement officers remain specialized, a singular division allows expertise to be 

better shared between groups. 
• As animal enforcement would now be part of By-law enforcement’s responsibility, public 

education on animal services can now be performed through a singular channel
• Opportunities for shared training and professional development would be easier to deliver 

and manage as an integrated business unit
• Potential for each respective specialization to be more knowledgeable about other types of 

violations (including Animal Services) while performing their duties, improving compliance 
and opportunities to communicate on corresponding violations as part of investigations.
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Cumulative Budget Impact Range Impact Type Timeline to Realize Benefits

N/A Efficiency gain, process improvement 2020
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7. Animal Services Enforcement Realignment
Implementation Activities and Considerations

Implementation of Enforcement and By-Law realignment with departmental functions consists of: 
• Changing the reporting structure of Animal Services Division into Enforcement and By-Law. Animal Services manager will become a manager within existing Enforcement and By-Law Services
• Development of new cross-training opportunities for enforcement officers to operate across business lines if needed 

Considerations include:
• Labour relations and job reclassifications under a new realigned division
• Distinction between unique needs of Animals Services division (including non enforcement responsibilities)
• Transition costs and potential length implementation time stemming from internal departmental agreement and union buy-in
• Integration of certain case management systems or administrative processes between Animal Services and Enforcement and By-Laws
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Implementation Timeline

Activity 2020 2021 2022

Prepare initial organization design and structure plans for discussion internally and with union representatives 

Evaluate and reclassify roles and responsibilities for staff under unified Enforcement and By-Law division

Develop realignment strategy to shift reporting line of Animal Enforcement Services into Enforcement and By-Laws

Integrate Animal Services Enforcement into Enforcement and By-Laws, centralize enforcement and licensing administrative functions

Ongoing cross training and staff integration 
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7. Animal Services Enforcement Realignment
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Jurisdictional Evidence 

In the City of Mississauga, Vaughan and Oshawa, animal enforcement and licensing reside within a unified Enforcement and Licensing division. While the models for each differ (Mississauga uses 
specialized officers similar to Brampton while Oshawa employs generalist officers), having animal services physically or organizationally (or both) located with each other have allowed municipalities 
to better collaborate on case management, investigations and providing deployment flexibility. In particular, officers in Oshawa have found a consolidated model beneficial for career advancement 
due to the breath of knowledge and expertise shared between enforcement lines, enhancing overall division productivity. 

Budget Impact Assessment: 
As it currently stands, this opportunity is based on service delivery improvements stemming from the overlapping roles of some by-law enforcement, and animal enforcement officers. 
The realignment consists of improved triaging of complaints and calls to ensure that resources are deployed most efficiently and effectively. Additionally, it is based on the principles 
of a generalist model employed in other jurisdictions, where infraction-specialists are maintained and utilized under the model, rather than undergoing a role repurposing within the 
organization.  This opportunity can evolve to have positive budget impacts through leaner staffing once the model has been implemented, and feedback has been assessed. At this 
stage, however, no financial impacts are expected. 
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8. One-Window Online Approach to Licensing Services
Understanding the Landscape

Licensing services are currently fragmented between the City Clerk’s Office, Enforcement and By-Law Services, Animal Services and Building Services. Processing and client-facing responsibilities are 
largely manual activities performed by administrative clerks across different divisions. Minimal online services are available for residents, a gap which has been identified as a service improvement 
opportunity by the Clerk’s Office. Licensing services largely require residents to physically travel between city facilities to access services. The current lack of online tools can result in applicants 
bringing incomplete forms or inadequate proof, necessitating repeat visits which can lead to procedural delays, resident/staff frustration and inefficiencies. The City has begun to build a digital 
infrastructure through the city-wide implementation of Microsoft Agile Point, which allows for the creation of online forms and automated workflows to streamline processes and improve the ability 
to share information digitally between departments. 

Opportunity Expected Benefits

As Brampton continues to grow and licensing demands increase, there is an opportunity to use 
digital services and online portals to improve resident service delivery. A client-facing one-window 
online portal provides residents with a single point of contact to access municipal services digitally, 
streamlining the amount of time residents spend directly in City facilities. The external facing portal 
can also assist with providing the solution to integrate the different solutions that exist across 
departments and improve communication lines. 

With similar portals already successfully implemented across many GTA jurisdictions (Ex. Markham, 
Vaughan, Toronto, Mississauga), licensing services presents a industry-proven area to pilot online 
portal services in Brampton. The City Clerk’s Office and Enforcement and By-Law divisions, with 
support from DI&IT, could lead an initial one-window business licenses pilot offering selected 
licensing registration processes online as both retain similar backend solutions (AMANDA versions). 
Stakeholder consultations have identified initial license areas such as fireworks and ice cream 
vendors, which require the collaboration of both divisions.

Successful implementation of the licensing pilot can act as the platform for an expansion into a city-
wide portal that incorporates services from across the organization including invoice payment, 
information requests, building inspections and problem reporting. Starting small, and demonstrating 
success, is a viable option while developing an overarching strategy.

Embracing a Client-centric Approach
• Providing a one-window portal for licenses services (and subsequently other city services) 

online provide a singular online service point to access Brampton services 
• Implementing online submissions reduces client requirements and effort of in person 

service, improving client satisfaction and reducing internal administrative demands
• Improved citizen awareness of required documentation and licensing process, reducing 

client frustration over incomplete applications and follow up queries
• Launching an initial online pilot around fireworks and ice cream vendor licensing builds on 

the existing One-Window identified in the Brampton Technology and Innovation Strategy 
2019-2024 with an affordable opportunity to provide a discrete and quicker to market 
online platform to accelerate the momentum for online services within the organization

Administrative Benefits 
• Mississauga was able to realize a 10 minute time reduction per application completed 

online. If Brampton were to see similar benefits it could redeploy up to 678 hours annually in 
administrative processing capacity (2018 volumes) if statutory licensing was available online.

• Incorporating existing city technologies (ex. Agile Point, Amanda) within the back-end of the 
portal can increase collaboration and improve communication channels between divisions

• Back-end integration could accompany client-facing portal, generating savings/efficiencies 
by centralizing licensing functions internally in conjunction with the external solution
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Cumulative Budget Impact Range Impact Type Timeline to Realize Benefits

$(570)k - (282)k
Efficiency gain, process improvement, service 

level enhancement
2021+



8. One-Window Online Approach to Licensing Services 
Implementation Activities and Considerations

Implementation a One-Window Interface for digital city services consists of: 
• Initiate pilot portal offering select licenses to be available for renewal or registration online 
• Perform a Privacy Information Assessment (PIA) to identify privacy obligations, risks and requirements to hosting/handling personal resident information online
• In addition to developing and adopting a pilot approach, the City should develop an integrated One-Window strategy in alignment with the overall DI&IT strategy and roadmap

Considerations include:
• Evaluation on the development roadmap for online portal services (whether it is a licensing-exclusive system or an eventual City-wide online service portal)
• Licensing processing varies between different types of licenses 
• Decision on which Brampton POS system to use/works best for online payments. Note that the Class system has been identified as a potential pain point from an online point of sale perspective, 

and is currently being evaluated for potential replacement or upgrades
• Costing varies widely depending on technology used, ability to reuse existing systems (Ex. AMANDA, e-signatures, Agile Point). 
• Based on jurisdictions that have completed similar online services initiatives, a initial pilot with an online reporting/tracking forms for licenses could cost between $2,500-$10,000 annually through 

third party contractors. A larger scale city-wide portal implementation could have initial setup costs between $200,000-$400,000 depending on the services to be placed online and the solution 
selected.
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Implementation Timeline

Activity 2020 2021 2022

Identify with stakeholder initial license types for pilot implementation 

Engage with DI&IT to map requirements and implementation roadmap

Create webform/fillable pdfs, define mandatory document requirements for selected licenses 

Feed forms to Agile point/Amanda system as appropriate 

Perform Privacy Impact Assessment

Launch initial pilot licensing portal

Develop ongoing ‘One-Window’ strategy
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8. One-Window Online Approach to Licensing Services 
Jurisdictional Evidence 

Markham and Mississauga: Online Licensing Services 

Mississauga has and Markham have put selected licenses online for renewal and registration through its City website. Markham and Mississauga have introduced the ability to register pets and 
marriage licenses online. For Mississauga, 45% of pet registrations are now done online. Following the introduction of two year option for pet licensing, the administration of pet licenses has been 
reduced by 50% and has been popular among residents. 

City of Surrey: MySurrey Portal as a single city-wide client facing portal for municipal services 

First launched in 2016, MySurrey is an online portal that provides a single point of entry for all of Surrey’s online services. Residents can access all online services via a single customer identity and 
access management (CIAM) solution. The platform presents a streamlined single-page application with a microservices middle tier to backend databases. Online services include a parking ticket 
dispute process, business and animal licensing, waste cart exchange service, invoice payments service, and the ability to pay with Interact Online. It is also accompanied by a mobile application which 
offers access to the portal from mobile devices as well as additional features such as job listings, news, events and parking. Surrey is also the first city in world to integrate IBM Watson technology into 
it MySurrey app. 
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8. One-Window Online Approach to Licensing Services 

2020 2021 2022 2023 2024 2020-2024

Efficiency and productivity gain TBC TBC TBC TBC TBC TBC

Implementation costs $2,500-10,000 $220,000 - 440,000 $20,000 – 40,000 $20,000 – 40,000 $20,000 – 40,000 $282,500 – 570,000

Net budgetary impact range $(10,000) - (2,500) $(440,000) – (220,000) $(40,000) – (20,000) $(40,000) – (20,000) $(40,000) – (20,000) $(570,000) – (282,500)

Budget Impact Range 2020-2024 

Implementation Costs

Initial business licensing pilot (online reporting and tracking forms) $2,500 - $10,000

Professional services for development and deployment $200,000 – 400,000

Annual cost (licence and maintenance) $20,000 – 40,000

Total implementation costs $222,500 – 450,000

Budget Impact Assessment: 
Developing a budget impact assessment is challenging, as the range of potential options for a One-Window approach is extensive and costs vary widely. At the simplest end of the spectrum is a web 
portal that allows for the submission of fillable PDF forms, which could cost between $2,500 -$10,000. At the most complex end is a fully integrated solution which allows for not only licensing 
applications and payments, but for a consistent, single window municipal services portal including property tax payments, recreation services booking, and other services. 

Just as the scope of costs is extremely broad, so too is the extent of benefits. The more integrated and extensive the citizen-facing portal, the more likely benefits are to include operating savings that 
can be captured to offset costs, as opposed to purely capacity released to support other initiatives. Regardless of the approach taken, the City should quantify benefits throughout, including 
identifying the extent to which digitizing forms and allowing online submissions improves processing time and accuracy, and the extent to which staff time can be reallocated to focus on additional 
responsibilities.
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9. Robotic Process Automation (RPA) for Records Retention Compliance
Understanding the Landscape

The City Clerk’s Office has a legislative obligation to maintain municipal records and provide requested information to the public. Therefore, records must be kept to the best of the municipality’s 
ability while remaining cost effective and encouraging high compliance from other departments. Many other jurisdictions are focusing on improving the technology system that maintains records to 
ensure compliance in order to standardize, and render more efficient the processes necessary for records management, access, and dissemination when needed.  Compliance with records retention 
policies is challenging, particularly for email communications, as it can take considerable effort from staff to ensure compliance. This has resulted in inconsistent use of the City’s records management 
system, likely resulting in excess effort required to respond to Municipal Freedom of Information and Protection of Privacy Act (MFIPPA) requests. Additionally inconsistency in records management 
and retention approaches characterizing the current state creates significant exposure to risk associated to compliance. To remedy the significant risk exposure associated to these inconsistencies, the 
City would implement an RPA solution that lends itself useful to ensuring that gaps in upholding compliance, and inconsistency in records retention approaches for emails and digital attachments are 
reconciled, and that subsequent risks associated to inabilities to fulfill Freedom of Information requests due to missing documents and inconsistent information are better mitigated. 

Opportunity Expected Benefits

Given the City Clerk’s Office’s responsibility to ensure compliance across the organization by 
archiving correspondence from various departments, an opportunity to improve Clerk’s record 
retention and management processes  includes the implementation of an RPA technology solution 
to automate records retention compliance of emails and digital attachments. As a solution to 
compliance and risk management, RPA serves to both reduce the amount of manual effort involved 
in records retention and management, and to ensure consistency in meeting compliance 
responsibilities across the organization by automating retention. 

An RPA can operate 24-hours a day, and can identify and screen emails for key words to identify 
matching records maintained on the City’s records management system; thus eliminating the 
manual effort, and degree of human error associated to appropriately filing and retaining electronic 
documents and in addressing any gaps in, and risks emerging from compliance inconsistency. 

Additionally, an RPA solution results in potential savings associated to a reduction in time and 
manual effort spent on  archiving and managing records, and any corresponding effort trying to 
ensure compliance requirements are consistently met. 

Implementing an RPA for Record Retention would result in the following benefits: 
• Reduction in FTE time spent on manual effort across the organization: a well organized, 

user-friendly system will decrease the amount of time spent on archiving, searching for data, 
and other administratively heavy processes.

• The RPA can encourage compliance with data archiving policies by reduce the manual effort 
associated to record retention. 

• Improved responsiveness to Freedom of Information Act requests
• Improved risk management associated to meeting compliance requirements 

Additional benefits: 
• Clear responsibilities delineated around compliance 
• Mitigated risks associated to both non-compliance and slow MFIPPA responsiveness 
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Cumulative Budget Impact Range Impact Type Timeline to Realize Benefits
Implementation costs - $(125k)-

(200k)
Efficiency gain; process improvement 2021+
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9. Robotic Process Automation (RPA) for Records Retention Compliance

Implementation Activities and Considerations

Implementation of an RPA for Records Retention and Compliance System requires: 
1. That the City develop a roadmap for the implementation timeline for the RPA system
2. That the City defines system business requirements – compliance parameters needing to be fulfilled by the RPA
3. Analysis of what (if any) privacy impacts could be introduced and would need to be mitigated through the implementation of an RPA solution
Considerations include:
• RPA implementations require process improvements alongside the implementation to ensure that automation is adequately addressing the compliance issues that existed prior to its 

implementation
• The implementation of this should allow staff to focus on compliance verification and training for other staff across the organization
• Defining appropriate metadata tags, including through the potential use of optical character recognition (OCR), is critical to the successful implementation of an RPA-oriented records retention and 

compliance tool
• Different RPA tools have greater capabilities to classify electronic records and information, but there are a suite of tools which are potential options and can be further refined through a market 

sounding and RFP processes
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Implementation Timeline

Activity 2020 2021 2022

Define legislatively required compliance responsibilities, and set parameters needed to be fulfilled by RPA 

Define and highlight system business requirements 

Develop Roadmap for RPA implementation and procure vendors for appropriate RPA solution

Launch first wave of RPA project

Assess RPA benefits

Refine RPA solution and Strategy
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9. Robotic Process Automation (RPA) for Records Retention Compliance

Implementation Costs

108

Professional services for process mapping, analysis and assessment $15,000 – 20,000

Professional services for RPA development and deployment $50,000 – 100,000 

RPA License (annual cost) $15,000 – 20,000

Total implementation costs $80,000 – 140,000 

2020 2021 2022 2023 2024 2020-2024

Savings $0 $0 $0 $0 $0 $0

Implementation costs $0 $80,000 – 140,000 $15,000 – 20,000 $15,000 – 20,000 $15,000 – 20,000 $125,000 – 200,000 

Net budgetary impact range $0 $80,000 – 140,000 $15,000 – 20,000 $15,000 – 20,000 $15,000 – 20,000 $125,000 – 200,000 

Budget Impact Range 2020-2024 

Budget Impact Assessment: 
As it currently stands, the City Clerk’s Office is significantly exposed to risk associated to inconsistencies in record retention, and compliance requirements (archiving) approaches. The first step to 
remedying this is to ensure that consistency in approach is established. An RPA serves to standardize, and therefore drive consistency in records retention methods and approaches. Implementation 
of an RPA for Records Retention Compliance is characterized by improvements in meeting compliance requirements, and improving risk management based on legislated requirements to archive and 
retain correspondence within the organization. In this way, savings can be quantified based on subsequent impacts of the RPA solution on time spent by FTEs typically responsible for ensuring 
compliance is being met and upheld. Budget impacts from 2021-2024, then, are iterative and subject to change based on evolving impacts on FTE manual effort, and corresponding roles and 
responsibilities.
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10. Increasing the Hiring of Part-Time Specialized Enforcement Officers 
Understanding the Landscape

Under the new leadership group in By-law and Enforcement, there has been a significant uptick in revenue generation and workplace morale across its staffing complement. The impact of the cultural 
change has resulted in a consequential increase in productivity that has been able to meet the increasing demand for enforcement services. As by-laws continue to be modernized and cases become 
more complex, there is a need for more dedication of officer resources into each case, which strains the current capacity of the existing staffing complement. While the forthcoming mobile technology 
implementation will alleviate some of the anticipated capacity pressures, there is a potential need to also increase staffing resources to better manage demand across the enforcement areas. Brampton’s 
full time enforcement officers are currently trained to handle all by-laws under the portfolio of the division. Comparatively, the division also employs a select number of part-time officers (currently up to 
4 at one time) that are dedicated only to the enforcement of parking and signage. Stakeholder consultations have found that the part-time officers has been able to generate significant revenue and 
recover their labor costs within their specialized enforcement categories. 

Opportunity Expected Benefits

Given the need for additional resources to manage anticipated enforcement demands, hiring additional 
part time officers will provides an opportunity to increase officer capacity in a financially efficient 
manner, bolster revenue generation as well as provide flexibility to better deploy full time officers to 
meet service demands. 

Increasing the number of part time officers within the division will provide By-law and Enforcement 
with the option to address capacity needs across all service lines. Part time officers are specialized to 
only enforce parking and signage, with their competencies/trainings not at the level of a full-time 
enforcement officer. The priority of part-time staff will be solely dedicated to revenue generation 
derived from parking infractions. Increasing dedicated parking enforcement capacity will allow the 
division to prioritize its full time officers to perform higher value tasks or redeployed to in-demand by-
law enforcement areas. 

Increasing the part time complement by-law enforcement for would result in the following 
benefits: 
• Additional revenue generation opportunity per new part-time officer hired. Stakeholder 

consultation have found existing part-time staff have been able to recoup approximately 
two times their personnel cost through enforcement activities 

• Existing full-time staff are redeployed to higher value activities or given more capacity to 
manage cases that have become increasingly complex  

• An average part time parking enforcement officer generates between approximately $60K-
$130K of enforcement-related revenue annually, at a personnel cost of $28K -$30K/per 
officer

Additional benefits: 
• Opportunity to leverage the part-time officer pool as a development area for potential new 

and capable full-time employees 
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Cumulative Budget Impact Range Impact Type Timeline to Realize Benefits

$143-494k Efficiency gain; process improvement 2020+
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10. Increasing the Hiring of Part-Time Specialized Enforcement Officers 

Implementation Activities and Considerations

Implementation of a hiring process for additional part-time enforcement officers requires: 
• Development of a business case for leadership to demonstrate the need for additional part time officers to meet anticipated capacity needs
• Creation/update of existing part time job profiles 
• New, open competition for new part time enforcement staff 
• Training and integration of new hires to complement existing staffing complement 

Considerations include:
• Little overlap between existing full-time unionized staff and new hires as part time staff will only be dedicated to parking enforcement and will not receive the same scope of training as the former
• Additional analysis and internal discussion to be had regarding the exact number of new part-time hires required 
• Ongoing workforce planning and recruitment strategies to identify viable new part-time candidates in partnership with HR and other relevant stakeholders 
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Implementation Timeline

Activity 2020 2021 2022

Develop business case for anticipated needs for additional part time enforcement officers 

Approval of additional part time staff from relevant leadership

Work with HR and Union representatives to prepare applications, requirements and open job posting competition

Engage in competition for hiring officers 

Onboarding, HR administration and training of new part time officer hires

Integration of new part-time positions alongside existing 2019 
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10. Increasing the Hiring of Part-Time Specialized Enforcement Officers 
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2020 2021 2022 2023 2024 2020-2024

Potential Revenue Opportunity $60,000-130,000 $60,000-130,000 $60,000-130,000 $60,000-130,000 $60,000-130,000 $300,000-650,000

Annual Salary $28,254.72 $28,254.72 $28,254.72 $28,254.72 $28,254.72 $141,273.6

Implementation costs (ex. 
certifications, training, onboarding)

$10,000-15,000 $0 $0 $0 $0 $10,000=15,000

Net budgetary impact range $21,746-91,746 $31,746 – 101,746 $31,746 – 101,746 $31,746 – 101,746 $31,746 – 101,746 $142,727– 493,727

Budget Impact Range 2020-2024 (per each new part-time officer)

Budget Impact Assessment: 
This business case represents a potential revenue generation opportunity within By-law and Enforcement, through the anticipated positive-revenue generating potential of part time parking 
enforcement officers. Based on the historical part time staff performance provided to EY during stakeholder consultations, it was identified that part-time staff dedicated to parking enforcement can 
generate sufficient revenue to offset their annual labor costs as well as initial training and onboarding costs incurred. Based on this reasoning, it stands to note the opportunity as a pure revenue 
generation tool within the division with additional benefits in deployment and recruitment of new by-law officers. This opportunity’s incremental positive budget impact will be based on the total 
amount of part time hires and will require additional internal evaluation and determination of the necessary complement needed to meet anticipated/actual demands. 
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11. Streamline HR Data Entry in PeopleSoft
Understanding the Landscape

A significant number of processes in Human Resources are manual, or feature significant manual work arounds. While there are a number of different causes of this, one of the primary challenges is 
the current PeopleSoft implementation, which appears to have significant limitations and drives much of the duplication of effort. While the City is making upgrades to the existing PeopleSoft system, 
it does not appear that the current round of upgrades will impact Human Resources. The City has seen the number of positions being actively recruited grow with 473 in 2017 to 715 so far in 2019 
with the number of positions filled increasing correspondingly with almost 500 filled in 2019. Onboarding new employees and cross-boarding employees (logging changes for those employees who 
move internally within the City) drive data entry duplication.

Opportunity Expected Benefits

Data entry is highly manual in the current PeopleSoft instance, and often relies on duplicative data 
entry processes. Currently, there are significant areas of duplication in data entry across Talent 
Acquisition, Client Services and Compensation and Benefits which require all three functions to 
enter a number of common data elements multiple times in PeopleSoft. This manual and time 
consuming data entry cascades impacts down to Organizational Development and Learning and 
other parts of the Human Resources function. 

While it would be ideal to automate this through core updates to PeopleSoft, it may be more viable 
to implement this through an robotic process automation (RPA) solution given other priorities 
around the PeopleSoft upgrade. This would eliminate time consuming and manual tasks, reduce the 
risk of data transcription errors, and free up capacity to focus on more strategic activities, as well as 
managing exceptions reported by the RPA. 

Process improvement and efficiency:
• Reduction in manual data entry in Client Services and Compensation and Benefits
• Reduction in risk around data transcription errors
• Improvement in turn around time to have data available to downstream functions (such as 

Organizational Development and Learning)

Capacity release:
• Additional capacity to take on more strategic tasks or focus on other HR priorities in both 

Client Services and Compensation and Benefits

112

Cumulative Budget Impact Range Impact Type Timeline to Realize Benefits

($40k) – 195k Efficiency gain, process improvement 2021+
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11. Streamline HR Data Entry in PeopleSoft
Implementation Activities and Considerations

Implementation consists of: 
• Establishing business and technical requirements for the appropriate solution (e.g. security and privacy requirements)
• Define internal resource capacity needs
• Re-engineer process in preparation for automation
• Implementing a technology solution to streamline data entry

Considerations include:
• Overall approach to improving PeopleSoft as part of the DI&IT Strategy. This improvement should align with the overall strategy, but it will be important to confirm
• Human Resources has a number of technology initiatives underway (e.g. Occupational Health & Safety Management System, Applicant Tracking System, others). In order to maximize the value of 

those initiatives it likely makes sense to identify a key point of contact in addition to any subject-matter resources from Talent Acquisition, Client Service, and Compensation and Benefits

Implementation Timeline

Activity 2020 2021 2022

Engage DI&IT and highlight manual effort in each process area and align with existing PeopleSoft upgrade timeline

Map processes and re-work as needed

Define solution approach (RPA, other automation tools, etc.) and identify desired business outcomes 

Line up resourcing and conduct procurement exercise (as required)

Launch project to streamline data entry and sharing
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11. Streamline HR Data Entry in PeopleSoft

City of Brampton – Governance & Internal Services Report – December 20, 2019114

2020 2021 2022 2023 2024 2020-2024

Efficiency gain $0 $40,000-80,000 $0 $0 $0 $40,000 - 80,000

Cost avoidance $0 $0 $40,000-80,000 $40,000-80,000 $40,000-80,000 $120,000 – 240,000

Implementation costs $0 $80,000 – 140,000 $15,000 – 20,000 $15,000 – 20,000 $15,000 – 20,000 $125,000 – 200,000

Net budgetary impact range $0 $(100,000) – 0 $20,000 – 65,000 $20,000 – 65,000 $20,000 – 65,000 $(40,000) – 195,000

Budget Impact Range 2020-2024



Methodology
• Calculated the cost of manual data entry and estimate the efficiency gain through automating it

• Use of EY previous experiences to estimate implementation costs

11. Streamline HR Data Entry in PeopleSoft –
Methodology, Data Inputs and Calculation Details

Calculation details
Spend
Effort dedicated per manual EDC (Employee Data Change) entry 10-20 minutes
Total number of EDC entries per year 5,300
Total number of hours spent on manual EDC entries per year 889-1,778 hours
Average hourly rate (salaries and benefits) for Client services and Compensation 
and benefits analysts

$45 per hour

Total efficiency gain $40,000 – 80,000

Implementation costs
Professional services for process mapping, analysis and assessment $15,000 - 20,000
Professional services for RPA development and deployment $50,000 - 100,000
RPA license (annual cost) $15,000 - 20,000
Total Implementation costs $80,000 – 140,000

Net budgetary impact range $(100,000) – 0

Assumptions
• Manual effort is an estimate of the amount of time resources in Client Services, and Compensation and Benefits 

spend on data entry. 

• Assumes that all capacity released is reallocated to support other HR business and strategic priorities.

• Implementation costs are estimated between $80k and $140k per automated process, depending on process 
complexity, and are based on EY previous experience. Annual licensing costs are estimated to be $15-20k. 
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Salaries and benefits of 
HR analysts

File “Service Review FINAL - 2019 Salary 
Information Details for COB Sept 26”

Time spent on EDC entries 
and number of entries per 
year

E-mail received from HR department
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12. Reducing Manual Processes in Human Resources 
Understanding the Landscape

A significant number of processes in Human Resources are manual. This has led to a significant amount of time spent doing transactional HR functions. This also increases the risk associated with 
repeat manual functions that can easily introduce errors. While there are many manual processes, focusing on a few key processes that can quickly be leveraged to increase the amount of time that 
can instead be spent on furthering HR’s strategic goals. Currently there is a position in Human Resources that is dedicated entirely to creating and verifying letters of employment for the city. This 
process is labour intensive for two reasons, firstly employee records are kept as hard copies and filed away taking additional time to retrieve compared to electronic record keeping and secondly 
signatures must be obtained from the employee in order for the letter to be released. This process is in place due to antiquated policies that could be amended to simplify this process. The second 
process is updating merit pay on a yearly basis which is partially a manual process. Finally, there is the in-person signing and filing of various forms for annual compliance.

Opportunity Expected Benefits

Quantifying the most time intensive manual processes and looking at why they are manual and 
finding a way to automate that function can be a tool for freeing capacity for use towards more 
strategic functions.

A reduction in the amount of time required for the creation and verification of letters of 
employment can be achieved through policy changes and capitalizing on technology improvements 
carried out within human resources. Policy changes that are needed are to allow for employee 
consent to be obtained at the time of the request as well as changes to paper record keeping. 
Changes to these two policies will greatly reduce the time to prepare letters of employment.

Developing a macro to update merit pay increases each year and flagging any exceptions that are 
found can reduce up to a month of manual effort that is currently being used. As it currently stands, 
approximately 40% of merit pay calculations are based on manual effort, with the remainder being 
processed in excel and PeopleSoft. Addressing this 40% through expanded excel and PeopleSoft 
functionality would support process efficiencies across Compensation and Benefits functions. 

The TLMS system is currently able to have documents acknowledged and signed and then filed 
under each employee. Using this function will save time spent filing and tracking forms needed for 
compliance and also improve the employee experience.

Process improvement and efficiency:
• Reduction in time spend on single processes
• Ease of use for the employees involved in these processes
• Quicker response times for other groups who rely on these processes

Capacity release:
• Additional capacity to take on more strategic tasks or focus on other HR priorities

Decrease in risk associated with manual error-prone processes
• Out of date hard copy employee files
• Decreased risk of incorrect pay increases that will then have to be adjusted retro-actively 

creating challenges for payroll and the employee
• Loss of paper forms that then need to re-signed by employees
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Cumulative Budget Impact Range Impact Type Timeline to Realize Benefits
Not quantified Efficiency gain, process improvement 2021+



12. Reducing Manual Processes in Human Resources
Implementation Activities and Considerations

Implementation consists of:
• Updating policies that are forcing manual paper-based processes
• Enabling and promoting capabilities in systems that already exist
• Utilizing capacity that is freed from manual processes to engage in strategic functions and improve service delivery

Considerations include:
• Ease of confirming employee status digitally is dependent on improvements to PeopleSoft that allow records on PeopleSoft to be up to date
• This will also require discussions around risk management, and internal audit will have to amend their controls to match the new processes as some manual effort is due to internal audit 

requirements around file retention
• This assumes that the specific policies in question can be easily and quickly amended 
• HR has piloted e-signatures for employment letters to reduce amount of time spent on manual effort

Implementation Timeline

Activity 2020 2021 2022

Creating a macro to automatically adjust pay for yearly merit improvements that flags any exceptions for review

Implementing forms on TLMS for acknowledgment, signing and tracking

Update the policy that requires a hard copy signature to be obtained to gain consent to release the letter of employment

Update policies requiring paper copies of employee files to be the official records

Redirecting extra capacity towards more strategic functions
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12. Reducing Manual Processes in Human Resources

Jurisdictional Evidence 

Many jurisdictions are modernizing their human resources technology. Mississauga has implemented SuccessFactors. Hamilton is investing in self-serve and automation of learning, development and 
talent management. The trend is towards improving technology in order to limit the amount of time human resources spends doing transactional tasks and the ease of which employees can engage 
with these systems and self-serve. This creates capacity for human resources, so they can focus on workforce planning and succession, diversity and inclusion and also creating reward and incentive 
programs. Elimination of manual paperwork and instead using sign offs to validate data accuracy in the system is leading practice in HR risk management.

Budget Impact Assessment: 
A detailed impact assessment would be required in order to quantify the benefit of each discrete process improvement encompassed by these recommended improvements. However, each 
improvement will release capacity across different business units within and across Human Resources. Internal resources, in some cases potentially from other parts of the City, will be required to 
support and enable these process improvements, but they are relatively minor in nature and the benefits of implementing each change should substantially outweigh the effort. Capacity release 
should be related to reduction in paper processing, manual calculations, duplication, and simple policy changes. Examples of process improvements, implementation resources, and expected benefits 
include:

1. Work with Finance resources to create excel macros to streamline merit pay increases in Compensation and Benefits which could free up several weeks of effort
2. Work with IT to create forms in TLMS to verify employee signoffs and compliance rather than doing them on paper which should reduce duplicative filling and streamline information sharing
3. Update policies to allow for employee signoff upon requests for letters of employment could free up substantial time for at least one administrative resource; this can be done within HR
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13. Mandatory Learning & People Risk Management
Understanding the Landscape

Although HR offers a suite of e-learning courses and on-demand training sessions, the division faces challenges implementing a City-wide essential (mandatory) suite of learning that is complemented 
by a support among leaders to encourage consistent staff learning and training. The City’s approach to learning and development, as it currently stands, is largely based on self-selection into training, 
with the exception of the Respectful Workplace module which is one of the few mandatory trainings required of City staff. Establishing a concise suite of essential learning courses would support HR’s 
people-related risk management function. Currently, risk management is embedded in daily operations across each area of the Division, with risk management included as part of HR’s compliance-
focused work as well as the ongoing advice provided to Departments. Risks and challenges include but are not limited to: enterprise-wide risk related to core training requirements (such as privacy 
impact training, cybersecurity, records management, etc.), issues identifying compliance, data security, and diversity and inclusion-based risks. Introducing a mandatory learning model to people risk 
mitigation that is based on a differentiated approach to learning would both align with the City’s Enterprise Risk Management Framework creating a coordinated strategy, while addressing identified 
people-related risks. 

Opportunity Expected Benefits

By making a set of HR-lead, core learning courses mandatory, and risk-informed, the City can better 
manage its risk around a number of enterprise-wide challenges noted previously. The approach to 
developing mandatory learning is premised on HR differentiating training based on core, 
organization-wide mandatory learning needs, and business-unit specific needs that can be based on 
self-selection. The strategy then for mandatory learning can be two-fold, with core, HR-lead courses 
based on organization-wide compliance needs being mandatory such as data security, privacy, 
hiring best practices, and diversity and inclusion policies; complemented by business-unit specific 
courses geared at addressing gaps in knowledge and capabilities proactively across the organization, 
while ensuring compliance with professional continuing education requirements. Some parts of the 
City have already begun implementing a similar model such as in Public Works and Engineering, and 
Recreation that have utilized learning systems in full functionality with their business-unit specific 
trainings and educators.

Learning and Development courses can be outsourced to establish the infrastructure needed to 
support both core, and business-unit specific learning needs to mitigate risk and ensure policy 
compliance. The average cost of e-learning course development ranges from $20k-40k per course, 
covering courses that last between 1-2 hours in length. Costs, then, are contingent on the decided-
upon number of core courses needing development.

Implementing Mandatory Learning would yield the following benefits: 
• Strengthened risk mitigation – mandatory modules based on core policies can support risk 

management by improving compliance and alignment with the City’s policies 
• Ensuring those with professional qualifications are maintaining their designations in good 

standing through compliance monitoring

Additional Benefits: 
• Improved attraction of a wider base of applicants such as youth and ethnically diverse 

demographics – potential applicants increasingly determine employer value-add based on 
range of opportunities for personal and professional development

• Demonstrable commitment to employee personal and professional development within the 
organization, comparable to other jurisdiction – a crucial input into workforce retention 
planning

• Strengthened change management tools – the City can effectively communicate its values, 
priorities, and strategies across the organization via e-learning tools 
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(20K) – (40K) Process improvement 2022+
*See Appendix F6 for Risk Management Considerations



Implementation Timeline

Activity 2020 2021 2022

Determine organization-wide mandatory courses among existing catalogue, and highlight any new material that needs development

Review current training availability and identify Learning and Development infrastructure needs (e.g.: courses required such as privacy) 

Develop material and learning strategy for core, and business-unit specific learning milestones and requirements 

Roll out mandatory learning, and enroll user-groups by priority 

Design career paths for specialist and management positions and implement business management processes through the use of KPIs to support 
alignment between mandatory learning and professional development and talent retention 

Implementation Activities and Considerations

To implement a Mandatory Learning approach, the City should:
• Identify current gaps in knowledge and core competencies across business-units, and compliance gaps and inconsistencies across the organization
• Develop an inventory of current- courses, and determined desired e-learning curriculum for development; and subsequently, specify client-groups for which core training modules are mandatory 
• Develop learning objectives and KPIs for staff and managers based on their stage in the employee lifecycle (e.g.: defined learning milestones during onboarding, continued, and offboarding 

learning)
• Support TLMS functionality to include accountability and automatic enrolment of staff in courses – this is contingent on PeopleSoft’s expanded functionality to include comprehensive inventory 

and identification of the City’s 500+ leaders. 
• Monitoring and evaluation of overall compliance, and frequency to which staff and managers are completing their defined learning milestones and objectives would be an automated process in 

TLMS and PeopleSoft

Considerations: 
• HR has approved, and is moving forward with a strategy for Diversity and Inclusion that is based on mandatory learning 
• HR has a suite on learning modules (e.g. a 20-page learning catalogue) and on-demand training sessions available to business-units and leaders that request it 
• The TLMS has full functionality to support organization-wide, mandatory e-learning but requires buy-in and consistent use 
• HR currently has various policies on privacy, confidentiality, and professional conduct in the workplace that new-hires are expected to sign prior to starting with the City; however, it is the 

mandatory element of continued learning that is a current challenge 
• Success of mandatory learning is contingent upon fostering accountability among the City’s leaders to consistently encourage and support mandatory training and learning among staff
• HR is currently looking at developing learning paths for leaders, unions, and non-leaders to support accountability, continued learning, and change management for mandatory learning buy-in

13. Mandatory Learning & People Risk Management
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Jurisdictional Evidence

Risk Management Frameworks* are key components of Human Resources functions across industry. Human Resources functions are increasingly moving toward building a service delivery model 
premised on Software as a Service (SaaS), standardization of data sourcing and corresponding processes, self-service for managers and employees, with accountability of measuring outcomes and 
providing strategic advice being with HR. Many jurisdictions are taking steps towards some constituents of Human Resources specific Risk Management frameworks, such as self-serve and managerial 
accountability, as well as standardization of data housing and management (e.g.: Mississauga and Hamilton). 

More concretely, leading practices on Risk Management in HR consist of the following features: 

• Formal process instituted for risk assessment reporting and escalation with centralized risk capability and accountability 
• Risk and compliance frameworks maintained and reviewed to align with enterprise approach
• Proactive risk identification and risk management in alignment with identified risk tolerance levels and frameworks
• Elimination of all manual paperwork with final review and sign off provided by relevant business owners (e.g. people managers) following the entry of data into the system of record (i.e. as 

opposed to physical sign off on paper forms prior to data entry into a system with no further checks on data validity, accuracy and completeness after data entry)
• Robust data privacy system with well-documented processes in place, including a continuous feedback system on issues and actions
• Adherence to City policies on information protection / data protection

Mandatory Learning and Risk: 
Many jurisdictions have utilized mandatory learning as a mechanism to embed diversity and inclusion practices, for example, across their organizations, while also improving talent attraction. This 
demonstrates clear intersections between HR risk management through mandatory learning, and the additional benefit of a better supported workforce planning function.

• Mandatory learning modules at Mississauga – their D&I strategy is based on learning and development. The City’s approach is two-fold. It aims to provide training to internal staff to encourage 
values around diversity and inclusion, while also appealing to a wider applicant market.

• City of Markham has developed a set of talent learning objectives and activities to improve talent retention. Their Workforce Now learning management system enables business unit 
accountability for ensuring talent that is acquired, is retained 

13. Mandatory Learning & People Risk Management

*See Appendix F6 for Risk Management Considerations
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13. Mandatory Learning & People Risk Management

*See Appendix F6 for Risk Management Considerations

Budget Impact Assessment: 
Implementation costs associated to learning and development are contingent on the current catalogue of courses available at the City. Courses that are approximately 1 hour in length 
typically cost $20k-$30k, with courses lasting 2 hours in length costing approximately $20k-$40k. Investments, and corresponding budgetary impacts then are on a per-course basis. 
Courses developed typically do not require continued updates unless core compliance requirements, accreditations, and policies have changed. Depending on the number of courses 
that the City plans on developing over multiple years, it may become more cost effective to upskill or insource an e-learning resource if the City is consistently spending more than 
$100k to $200k per year across multiple years.

Establishing a core set of mandatory, enterprise-wide e-Learning courses is an important component of managing risk on behalf of the City across dimensions such as privacy and 
cybersecurity awareness, records management, diversity awareness, and more. Quantifying the magnitude of these benefits cannot be done as the benefits are in areas such as risk 
mitigation, increased awareness of policies and practices around document retention to minimize future risk around MFIPPA activities, and future cost avoidance. People-related 
compliance and risk management, including potentially verification of employee certifications and professional designations, presents a meaningful opportunity to expand the 
management of a current area of risk for the City.

Cost per course

E-Learning course development $(20,000)- $(40,000)

Budget Impact Estimate
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Appendix A1: DI&IT Strategy Findings



1. DI&IT – Strategic Priority Review 
An analysis of the City’s DI&IT Strategy and Roadmap found that the City’s strategic digital and technology priorities are comparable and consistent with 
those being adopted by other municipalities. Additional findings include:

124

Considerations

The City of Brampton prioritizes the importance of technology to improve efficiency, deliver high quality customer service, and manage 
service delivery costs. This is reflected in the City’s Strategic Priorities in its Technology and Digital Strategy, which are: 1. Exceptional 
Customer Experiences 2. Process Digitization 3. Data Driven 4. Connected City 5. A Digital Workforce and Workplace
The strategy and its underlying priorities are critical tools that allow the City to design and prioritize technology/digital programs in order 
to present robust business cases for Council buy-in and approval. Leadership and Council are also be able to monitor outcomes against 
each of these strategic priorities and track the achievement of objectives.

The City’s Strategic Priorities are comparable and consistent with those adopted in other municipalities. A few examples are listed below:
A. City of Toronto Digital City foundational elements – 1. Digital Platforms 2. Data 3. Workforce Enablement 4. Internet of Things
B. City of Vaughan Focus Areas for #VaughanDigital – 1. Engaged Community 2. Service Delivery through Digital Channels 3. Be Open 4. 

Internal Digital Transformation
Prioritizing open data, modernizing city processes, building digital literacy and capabilities internally, and transforming the customer 
experience in service delivery are key tenets in digital strategic priorities across municipalities. Brampton’s Technology and Digital Strategy 
ensures that it is setting the City up to leverage the true potential of technology to deliver efficient and effective customer and internal 
services while creating value for residents.

• The Digital Strategy establishes a forward-looking roadmap for technology transformation in the City and envisages the use of leading 
technologies such as Artificial Intelligence and Process Automation so that the City is able to keep up with the technology maturity 
curve

• A Citizen Centric focus in the Digital Strategy aims to enable the City to drive multichannel citizen engagement and agile delivery in 
order to be responsive to evolving needs

• Cyber security and data privacy is a key concern for governments across the globe as new threats continue to evolve across the digital 
spectrum. Brampton’s Digital Strategy touches upon security frameworks and security managed programs slated for 2020+. The City 
has been making investments in its cybersecurity capabilities, both in terms of resource capacity and tools. Continuing to evolve these 
capabilities over time, including a continued emphasis on cybersecurity training for staff and the continued use of adaptive security 
tools, will be important to ensure that the City is well equipped to manage and mitigate future security risks as they emerge

Brampton’s Strategy

Leading Practices & Key 
Findings 

Key Considerations 
&Takeaways
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1. DI&IT – Strategic Priority Review 
A review of the DI&IT strategy found it to be forward-looking and built on sound strategic priorities that are citizen focused and enables the City to ensure it is able to extract 
maximum value from technology. It was also observed that the strategy prioritizes transformational initiatives in IT governance, technology-enabled service re-design, and the 
elimination of duplication within DI&IT to ensure that the strategy is actionable and provides the intended benefits to the City and Brampton’s residents. Key findings from the review 
of the DI&IT organization and strategy have been categorized as follows:
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• The City has a driven and competent IT team to support the City’s objectives and outcomes envisioned in the digital strategy.
• IT organization is set up in a centralized operating model to ensure adequate support to the various business units – Initial challenges between business and IT 

were overcome through a culture of collaboration.
• While agile methodology is considered leading practice across organizations, the City understands that not all projects are suited for an agile methodology –

Thus implementing a flexible bi-modal approach, wherein agile is adopted for suitable projects while continuing with a waterfall methodology for many large-
scale projects. This allows the organization to gradually build expertise and capabilities in agile methodologies instead of adopting a disruptive transition that 
could be counterproductive.

• It was observed that the implementation timeline for initiatives is frontloaded in 2019 with a number of programs running in parallel.
• Customer experience initiatives have been given the highest priority as the City is cognizant of the importance of technology in service delivery and changing 

technology expectations of its workforce and customers. However, customer experience initiatives are being lead by the HR organization.
• The City plans to use community engagement as a key tool to remain abreast of citizen needs and preferences which would guide the prioritization of digital 

service implementation.

• A technology governance framework involving the City’s senior leadership and DI&IT management helps prepare the annual technology budget by ensuring 
the technology priorities align with the overall City priorities.

• Centralization of the IT function has ensured key priority areas such as security is standardized across divisions to ensure uniformity in adherence. 
• The City also has a number of governance committees and working groups, which support the programs and initiatives in the strategy and ensure alignment 

between the various multi-disciplinary teams involved in and/or impacted by the initiatives.
• The City is developing a technology architecture practice that would be responsible for ensuring that adequate architectural rigour is maintained during design 

and implementation and that the City’s technology principles are applied consistently.

• Issues exist in certain technology application, which the division is working towards resolving – e.g. HCM application is hampered by lack of data on employee 
location, position management, and vacancies. 

• Proliferation of smaller applications was curbed and the introduction of an enterprise architecture approach has helped in sustaining this focus.

People

Initiative 
Prioritization & 

Delivery

Process and 
governance

Technologies
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1. DI&IT – Strategic Priority Review – Considerations for the Future
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• The City would need to identify ways to overcome organizational fatigue arising from staff burnout due to the volume of projects beings handled by the DI&IT 
division as part of the Digital Strategy. Effective management of priorities and commitments would be critical for the City.

• Continuous skill assessment and training would be critical across the organization. This includes internal trainings for DI&IT staff to improve technical 
(technologies, frameworks, methodologies) and business skills (adaptability to needs of users), trainings for employees across the organization to improve 
digital literacy and ensure uptake for City applications, and trainings to improve overall awareness of matters such as data/cyber security.

• There is a cultural/mindset shift required to support digital transformation initiatives to ensure the City reaps the full benefit from technology driven 
service/process modernization. However, the responsibility for managing this change would not solely lie with DI&IT and would require enterprise-wide 
sponsorship, especially from senior leadership.

• Customer experience initiatives are currently being led by HR which may create ambiguity around accountability and ownership of digitization opportunities. 
Clarification of ownership (e.g. through a RACI matrix) and handoffs would ensure better integration between cross-functional teams such as HR and DI&IT.

• Post implementation support and change management is critical to measure and track if the intended outcomes of the digital initiatives were achieved –
however, existing resources within DI&IT may be insufficient to do this.

• The Digital Strategy places importance on agile delivery and is taking steps to build competency in that direction. Continued efforts and initiatives to build agile 
competencies and a “DevOps” culture may further improve coordination between business and technology and ensure consistent alignment of technology 
with customer needs.

• Continued use of “digital champions” who act as change ambassadors across the organization would help DI&IT improve the reach and impact of digital 
programs.

• Ongoing touchpoints to monitor progress, and review/recalibrate priorities or assumptions in the strategy would be critical towards ensuring the 
programs/initiatives within the strategy remain relevant to current needs and realities.

• Implementing KPIs/metrics that track the outcomes of digital initiatives (not just the outputs) are key to ensure that the objectives of the Digital Strategy are 
being met and services are being transformed in alignment with the City’s strategic priorities and the needs of end users. 

• The use of metrics and KPIs may also support the development of robust business cases for funding requests as the steering committee would be able to 
visualize the impact/benefits that the proposed investment would have on a service area.

People

Initiative 
Prioritization 
and Delivery

Process and 
governance

Tracking 
Outcomes

The following opportunities may be considered by the DI&IT service area which would enable the division to derive greater value from its digital initiatives. 
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Appendix A2: DI&IT Organizational Structure



1. DI&IT – Organization Structure Review 
Brampton’s DI&IT organization structure is similar to most neighbouring municipalities, with a few minor differences in the structuring of functional units 
within the division.
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Brampton Model

Hub & Spoke Model

Roles & Responsibilities
Key Features Jurisdictional Comparators

• IT Services are headed by the CIO who leads a team of 150+ FTEs 
grouped into various service areas

• Application and infrastructure needs of individual business 
units/divisions are given adequate attention through allocating staff to 
various applications that cater to the needs of one or more divisions

• Functional units are organized differently in each municipality
• Mississauga’s functional areas are Strategy and Innovation, City 

Services, Infrastructure, Digital Services and Mobility, Enterprise 
Business Solutions, and Service Management

• Hamilton’s are Infrastructure and Operations, Business Applications, 
Technology and Security, Strategy and Architecture

• While this model tends to lead to more specific focus and agile 
delivery on the needs of each divisions, it can lead to duplication of 
effort/resources, misalignment with enterprise IT strategy, and conflict 
while prioritizing IT spend

• The City of Toronto follows this model and has a central IT function 
while 20+ divisions have their own IT staff in order to balance the 
needs of individual divisions with compliance with enterprise policy

The DI&IT organizational structure meets the needs and requirements of the City. However, as the City grows, and IT/Digital requirements tend to 
become more complex, the City may consider moving towards an “Anything as a Service” (XaaS) model which is considered a leading practice wherein 
the City assumes the role of an application manager/owner while the operational aspect, including infrastructure, is outsourced. Increased focus on 
IT/cyber security may also be a key focus area for the City. 

Brampton employs a centralized IT shared service model wherein all IT (applications, digital, and infrastructure) resources reside in a centralized 
division which holds overall responsibility and accountability for delivering technology outcomes across the organization. Brampton’s IT services is 
divided into Business Coordination (IT), Core Infrastructure, Corporate Technologies, IT Client Services, Digital and Innovation, and BI and Integration. 

A “hub and spoke” model typically includes a central IT division which typically owns and manages enterprise-level applications, cybersecurity, and IT 
architecture along with individual IT functional units embedded within each division of the City which manage division- or business-unit specific 
applications. This model is typically employed by larger and more complex organizations.

Possible Models

Key Takeaways
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Appendix A3: DI&IT VOIP Business Case Analysis



1. DI&IT – VOIP Technology Implementation

130

A review of the City’s Telecommunication Infrastructure Modernization case was conducted through extensive stakeholder interviews, document reviews, 
and evaluation of alignment with the City’s overall digital vision and roadmap. It comprised of an evaluation of two options for the City:

Considerations

The City of Brampton is at the point where its current PBX VOIP technology platform will soon be unsupported. The City must either 
upgrade the current VOIP infrastructure or look at alternative VOIP infrastructure models such as cloud. Not only is this a critical step in 
avoiding the current technology going unsupported, potentially resulting in risk and cost increases due to lack of contracted support, an 
upgrade to the next version of the technology is necessary to move forward with efforts to reduce the number of physical handsets and 
realize potential savings as identified in the KPMG service review.

While this option would provides a scope for open competition between service providers in the market, and places the City in a position 
to negotiate costs and conditions, there is limited competition in the market from traditional PBX providers. In addition, the current 
provider is well regarded within the City, the contract appears to delivery value for money, and an open competition may result in 
increased costs with few potential benefits. Challenges were also identified with the existing cloud solutions and providers in the market, 
such as higher annual operating costs, limited integration capabilities, limited maturity, and lack of support for critical sites.

The current solution was reported to have proven and acceptable service levels which align with the City’s digital objectives. The City 
anticipates low capital and operating costs which can be managed further by leveraging existing infrastructure and services in the event of 
an upgrade that can lead to cost savings. The contract is also expected to be flexible, allowing the City to take advantage of a progressively 
maturing cloud provider market. However, the latest version of Avaya is new and has not been broadly implemented yet. Upgrading the 
existing solution will provide time for the cloud market to mature. 

While the City’s current telecommunications infrastructure works well and is reported to suit the needs of the organization, there is a case 
for modernizing the infrastructure to enable the City to roll out new tools (e.g. Microsoft Teams) and support its vision of developing a 
digital workforce and workplace. The City may consider rapid upgrade implementations through the current contract to achieve its digital 
objectives, as this would be the most cost effective option in the short term. However, it may choose to maintain flexibility in
management of the vendor contract so that when/if the Cloud environment matures sufficiently to meet City needs and is proven to
deliver higher value than the existing technology, the City may reconsider its options without having to incur prohibitively large contract 
termination costs

Option 1: Replace and 
implement new solution

Key Takeaways

Option 2: Upgrade and 
renew existing solution

Context
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1. DI&IT– VOIP Technology Implementation Summary
A component of the Digital Innovation & IT Services review is to examine the City of Brampton’s Telecommunication Infrastructure Modernization business case. This assessment was 
prepared based on interviews with the IT team to understand the business case rational, document discovery and review, and analysis of the City’s overall digital vision and roadmap. 
The City has two primary options from a telephony perspective:

Assessment 
Summary

The City’s current telecommunication infrastructure and the vendor contract works well and have reported no issues in supporting the current needs of the 
City. In order to enable the City’s vision of developing a digital workforce and workplace, it is necessary to modernize this infrastructure. The City’s currently 
recommended approach is anticipated to deliver the following benefits:
• Rapid implementation/upgrade to achieve digital objectives
• Low operating and capital costs while continuing to maintain the same annual operational cost with additional features
• Flexible option to manage the vendor contract, providing time for the Cloud environment to mature sufficiently for it to meet the City’s requirements
• Improved customer experience and support

•

Pros:
• Open competition with the provider community which may provide leverage to 

negotiate costs and conditions for the solution

Cons:
• Cloud solutions lack adequate support capabilities for critical sites and facilities
• Cloud providers typically have higher annual operating costs
• Cloud solutions currently have limited integration capabilities
• Alternate on-premise solution providers do not appear to have meaningfully 

different features and are estimated to be twice as expensive as replacement

Conclusion
• There are no known issues with the current PBX set-up at the City of Brampton. 

Implementing a new solution at present does not provide the City any additional 
value for the anticipated cost incurred

• More time is required to allow the cloud market to mature further in order to 
meet the City’s requirements and provide a more robust option to compare 
against PBX

Replace and Implement New Telephony Solution
•

Pros:
• Aligned with City’s digital objective of building an integrated and collaborative 

telecommunication environment
• Proven and acceptable service level capabilities provided by the existing vendor
• Low capital and operating costs anticipated 
• Cost savings by leveraging existing infrastructure and services
• Upgrade is necessary to enable rolling out other City tools like Microsoft Teams

Cons:
• The existing contract is a decade old and would not go to tender under this option
• The City will continue to be dependent on a single telephony vendor
• The latest version of Avaya is new and has not been broadly implemented

Conclusion
• The approach allows the City to upgrade its services, develop a more integrated 

and collaborative environment on a cost effective budget without compromising 
on the services and features provided to the community and City staff 

Upgrade and Renew Existing Telephony Solution
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1. VOIP Key Findings – Business Case Assessment Categories

Technology and Vendor Assessment

Renew the existing vendor contract to 
continue with the existing on-premise 
solution while upgrading to the 
current infrastructure version

• The upgrade is in alignment with 
City’s digital roadmap strategy

• The upgrade to the most up-to-
date version of Avaya’s software 
will support future integration and 
enhancement needs

• Cloud based solution were 
considered but were found to not 
meet the City’s requirements in 
supporting emergency 
management calls

• Staff have commented regularly on 
Avaya’s commitment to quality 
customer service in supporting the 
City's telecom infrastructure over 
the past decade

Implementation Assessment

Rapid software upgrade to align with 
the City's digital roadmap and 
strategic timelines

• Knowledge of the current 
infrastructure will enable the City 
to accelerate deployment of the 
software upgrade

• Continuing with the existing Avaya 
software will result in limited 
change management impact to 
the end users and support team as 
part of the upgrade

• Retains knowledge base of 
supporting the existing 
environment

• Provide opportunity for an organic 
transition to cloud infrastructure 
in the future when available 
solutions are stable and mature

Financials and Economics 
Assessment

Upgrade to the existing PBX 
infrastructure will cost approximately 
$600k less compared to estimated 
costs to replace the vendor and 
infrastructure

• No addition or changes to the 
yearly operating costs

• Provides the City with the 
opportunity to leverage existing 
funding available to cover the 
upgrade cost 

• Integrating solutions will provide 
opportunity to reduce cost by 
decommissioning desktop assets 
(telephone hardware in particular)

Procurement Assessment

Three year extension to the existing 
contract, including necessary 
upgrades, with two additional option 
years

• New contract is open for 
negotiation after three years for 
either migration or a new 
implementation

• More competitive procurement 
process can be initiated in three 
years for cloud services when the 
market has matured to be more 
comparable with on-premise 
solutions

The existing business case was reviewed based on four key assessment pillars:
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1. VOIP Key Considerations for Contract Renewal and Service Level Agreements

• Understand the product roadmap of the provider and its impact on the service 
being procured in order to maximize the value returned to the City

• Negotiate fixed price for the renewed contract if not already in place
• Keep purchase commitment low for the services to maintain flexibility of planning 

an upgrade or migration during the term of the contract
• Consider issuing an RFP to professional service providers and managed services 

providers to compare pricing for upgrade and post upgrade support, both during 
the life of the contract and during any future examination of the use of cloud 
technology as it matures

Pricing and Fees

• Negotiate and apply contract provisions to meet upgrade milestones
• Identify list of conditions that would result in exiting the contract
• Ensure the new service being procured meet the City’s cybersecurity standards
• Identify and document dependencies and align upgrade timelines with the other 

digital initiatives 
• Document expected measurable benefits to be realized through the upgrade e.g. 

seamless collaboration, device agnostic communications, external messaging and 
collaboration integration

• Review and refine SLA’s to support existing and new features being deployed

Implementation and SLA agreements
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Appendix A4: DI&IT Jurisdictional Scan Analysis



The Approach

Conduct a jurisdictional analysis of comparable local jurisdictions to identify service 
delivery models, service levels, leading practices, and other key findings by:

Primary & Secondary Source Review
Evaluate the performance of Brampton’s current service offerings, its service 
levels and organizational structures relative to identified jurisdictions. This 
includes identifying where service gaps exist, innovative practices/service 
delivery models and Brampton’s performance.

Local Jurisdictions
Jurisdictions identified for consideration are primarily situated within the 
Greater Toronto Area based on previous jurisdictional analyses, weather 
conditions, comparable size, service delivery models or those in the process of 
evaluating service levels and investments. 

• Top priority issues such as digitization of customer-facing services, 
and technological upgrades, will be taken into consideration in the 
evaluation of comparable services 
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Jurisdictional Scan Approach – DI&IT

City of Mississauga: Mississauga was selected as a comparable City to Brampton based on its population size, position in the Region of Peel, and ability to share technology.
City of Hamilton: Hamilton was selected as a comparable City to Brampton due to its population size and location in Southern Ontario.
City of Toronto: Toronto was selected for its approach to Smart City innovations, its recently refreshed technology strategy, and due to its use of a decentralized service delivery 
model in contrast to that employed by Brampton. 
City of Edmonton: Edmonton was selected for review due to its focus on technology and innovation giving the potential for novel technology uses.
City of Surrey: Surrey was selected for its relatively comparable size, demographic make up, and its focus on expanding the use of online services.

Jurisdictions Reviewed by EY
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Service Levels

• Council approved 
service levels

• Services provided to 
departments

• Internal clients and 
groups managed 

Organization Structure
and Staffing 

• FTE
• Organizational 

Structure
• Centralized vs. 

Decentralized 
governance

Service Delivery Models

• Evaluating Service 
Delivery Structure (In-
house vs outsourcing)

• Performance 
measurement 
Proportion of Municipal 
Budget 

Jurisdictional Scan Priority Areas – DI&IT

• Our jurisdictional analysis for the Service Reviews will be informed by specific research parameters and focus areas:

• Parameters include: size (population); demographics (diversity and age); economic growth rates; unionization rates; and other 
category specific parameters we identify

• Three central focus areas will consistently guide this analysis: Service Delivery Models; Service Levels; Organization Structure/Staffing 
Complement; in addition to two category specific focus areas relevant to online services, Smart City

Online Services

• Online Services 
available

• Ways to access services 
remotely

Smart City

• Innovations
• IoT
• Infrastructure
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Jurisdictional Scan Key Findings – DI&IT
A review of 5 comparable jurisdictions, selected in collaboration with the City based on size, governance, and service delivery model. Key 
findings from the jurisdictional analysis include:
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• Brampton centralizes all digital innovation and IT costs within the DI&IT function, where other jurisdictions will often charge back significant 
portions of their IT costs to the departments / divisions driving the cost of services. Brampton also has been a significant adopter of cloud-based 
technology, which is a leading practice but sees many traditionally capitalizable costs treated as operating costs for budgeting purposes
• Toronto uses a chargeback model for IT services and has a distributed organization structure, which can reduce the overall costs associated 

with their centralized IT function for reporting purposes
• Mississauga has a smaller budget but a roughly equivalent staffing complement. They have focused on reducing their reliance on external 

services
• Brampton and Mississauga have twice the number of FTE compared to Hamilton and Surrey, though both Hamilton and Surrey have 

distributed (decentralized) IT services models and are working to centralize their IT functions
• Brampton saw a spike in 2018 IT expenditures as part of launching and completing a series of modernization initiatives, which may partly 

explain its relatively high budget compared to other municipalities in that year

• Many jurisdictions are providing free public Wi-Fi and expanding the area covered
• Mississauga covers 95 City Facilities, Hamilton had ~17,000 users/week in Q4 of 2018, Brampton had 21,000 users/week in 2018

• With the expansion of technology throughout the organization, the development of adequate Cyber-security is important
• Edmonton has a service line that focuses on Cyber-security, Mississauga has a Cybersecurity Operations Centre

• All jurisdictions are expanding their technology infrastructure to incorporate increased access to Wi-Fi, broadband, and sensors

Service Delivery Model Findings
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Service Level Findings

Jurisdictional Scan Key Findings – DI&IT
A review of 5 comparable jurisdictions, selected in collaboration with the City based on size, governance, and service delivery model. Key 
findings from the jurisdictional analysis include:
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• For jurisdictions that have IT departments and are divided into service lines, the largest number of FTE are in service lines dedicated to maintaining 
current infrastructure and applications and supporting other departments. If the jurisdiction has IT as a service line under Corporate Services then 
supporting other departments is their main mandate

• Edmonton has combined two groups, their innovation branch and their technology branch into a single department similar to Brampton’s
• This has put a focus on their new department to expand their services and incorporate new and emerging technologies
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• Every municipality participated in the Smart Cities Challenge and plans on incorporating their submissions into their strategic goals
• There is a focus on expanding the number of sensors to expand the amount of data that the City has access to in an effort to make more evidence-

informed decisions about investments, growth and municipal needs
• Cities such as Edmonton have also incorporated a social impact assessment lens into their smart city investments as they look to multiple 

dimensions of quantifying return on investment in citizen-facing IT applications

Smart City

Jurisdictional Scan Key Findings – DI&IT
A review of 5 comparable jurisdictions, selected in collaboration with the City based on size, governance, and service delivery model. Key 
findings from the jurisdictional analysis include:
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Online Services

• Nearly every jurisdiction has created Open Data sets and are focusing on expanding their numbers
• Every jurisdiction has a focus on their City website and is looking to expand the number of online services. By moving services online, costs from 

staff time are reduced on top of increasing access to residents
• Many municipalities are using digital solutions to make it easier for their staff to be mobile
• Surrey is expanding online services for their internal staff. They are expanding the amount of online data, making it easier for staff to find 

information that they need. Brampton has done something similar with their new 311 app
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Key Initiatives 

About this Jurisdiction

Mississauga is Canada’s 6th largest city, with a consistently growing population that currently sits 
at 775,000 residents. It is a municipality with a demographic that is diverse in both age, and 
ethnic composition, and represents a centre for diversity in the GTA, similar to Brampton. The 
population in the working age group (15-64) represents 69%, with a majority of residents 
speaking a language other than English or French as their mother tongue. 

Mississauga is creating a 5 year Smart City plan. There is a strong focus on using technology to 
improve services for citizens as well as staff while keeping costs low. As well as using data to make 
evidence based decisions. “Everything and everyone is connected” is driving infrastructure 
spending in Wi-Fi access, broadband and cellular. Sensors are being placed in everything from 
vehicles to traffic signals. Partnerships within the community are providing the innovation to 
create a true Smart City.

Mississauga was selected as a comparable City to Brampton based on its population size and also 
for being in the region of Peel.

Jurisdiction 1: City of Mississauga – DI&IT
Quick view: Brampton parameters relative to Mississauga

City of Brampton City of Mississauga

Population 642,800 775,000

Budget $32,200,000 $29,714,000

Staff Complement per 
capita

1:3652 1:3708

Service Delivery and 
Functions

Centralized and responsible for 
applications, digital, and 
infrastructure resources

Centralized divided into Strategy 
& Innovation, City Services, 
Infrastructure Planning & 
Operations, Digital Services & 
Mobility, Enterprise Business 
Solutions, Service Management

Increasing free public Wi-Fi.

Implement technology that helps 
employees become mobile.

Work on creating a Smart City similar to 
Brampton by expanding infrastructure to 
support IoT and artificial intelligence.

Using technology to increase citizens 
access to services and information.
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Key Differences

Differences in how service lines are 
divided.

Switching to a software phone  instead of 
a traditional phone like Brampton is doing.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

2019 Operating Budget: 
• $29,714,000
Service Delivery
• Evaluating Service Delivery Model (In-house / 

Outsourcing
• Performance measurement (cost/service, client 

satisfaction.)

• Wireless Mississauga: free public access to high speed Wi-Fi at 95 City Facilities with plans to expand to the small 
business districts, downtown and public spaces and parks

• Continuing to strengthen their Cybersecurity Operations Centre
• Develop a solution for capacity planning and reduce reliance on costly external resources
Performance metrics for 2019 (planned): 
• 13% of employees will be using a software phone instead of a traditional phone
• 9,900 Wi-Fi Service Hours per access point
• 150 open data sets available to the public
• 74 Self-Serve Web Applications
• 52% of workers are mobile workers
• 160 Real-Time Dashboard Measures

Service Levels

• Council approved service levels
• Services provided to departments
• Internal clients and groups managed 

• Mobile workforce of 3,300 smart vehicles (e.g. buses, fire trucks, snow plows)
• Operates 7 days a week, 365 days a year
Goals of Service:
• Foster open and accessible government
• Enable decisions through research and analytics
• Create a connected and engaged workplace
• Improve services through innovation and partnerships
• Building a connected and engaged City; a Smart City for everyone

Organization 
Structure/Staffing 

Complement

• 209.1 FTE in 2019 Budget
• Organization Structure

Organization Structure - Divided into 6 sections:
• Strategy & Innovation: 16.8 FTE
• City Services: 51 FTE
• Infrastructure Planning & Operations: 37 FTE
• Digital Services & Mobility: 55 FTE
• Enterprise Business Solutions: 26.4 FTE
• Service Management: 22 FTE

Jurisdiction 1: City of Mississauga – DI&IT
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Online Services

• Online Services available
• Ways to access services remotely

• Increase the number of Open Data sets
• Creating a new city website in partnership with Communications
• Introduce innovative uses of augmented reality and artificial intelligence to provide City services in our public 

spaces where people need access
• Deploy technology that supports staff mobility with a corresponding mobile strategy
• Mississauga virtual campus: post-secondary students from around the world can access university resources

Smart City

• Innovations
• IoT
• Infrastructure

• Creating a 3 – 5 year Smart City Master Plan 
• Expand use of broadband technology to support IoT
• Expand the Public Sector Network
• Develop a proof-of-concept for a secure private cellular network for Public Safety & First Responders
• Implement the Geospatial Master Plan including a new geographic information system (GIS) platform, visualization 

tools and analytics
• Advanced Traffic Management System (ATMS) will introduce new capabilities that require real time sensor data 

and advanced sensor communications
• iParks: introducing sensor based technology to measure environment indicators, participation in the parks and also 

provide Wi-Fi for public access, staff and parks operations
• Support HackerNest Mississauga and the coding community and committing to deliver another Tech and the City 

Hackathon

Jurisdiction 1: City of Mississauga – DI&IT
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About this Jurisdiction

Hamilton proper is characterized by its growing diversity, increasing population and growing 
economy. It is considered Canada’s tenth largest city, with approximately ~5% of the city’s 
population working within the corporation. Similar to Brampton, Hamilton is witnessing steady 
population growth annually, with labour market trending towards a highly-skilled workforce. 

The focus of Hamilton’s Information Technology service is to maintain the equipment, 
infrastructure and technology that is currently in place. They are beginning to create online 
services and information portals. 

Their Roadmap to Ongoing Excellence involves obtaining quality data through survey and 
dashboards. OpenHamilton then gives access to that information to the public. 

Hamilton was selected as a comparable City to Brampton due to its population size and location 
on Lake Ontario.

Jurisdiction 2: City of Hamilton – DI&IT

Centralizing Information Technology 
Services.

Key Initiatives

Open Data Program to provide easily 
accessible data for the community.

Increase the number of online self-
services.

Quick view: Brampton parameters relative to Hamilton

City of Brampton City of Hamilton

Population 642,800 572,575

Budget $32,200,000 $13,581,300

Staff Complement per 
capita

1:3652 1:6816

Service Delivery and 
Functions

Centralized and responsible for 
applications, digital, and 
infrastructure resources

Within Corporate Services with 
the following groups: 
Infrastructure & Operations, 
Business Applications, 
Technology & Security, Strategy 
& Architecture
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Key Differences

Hamilton has roughly half the staff because they are not 
yet fully centralized and there is additional staff located in 
different departments.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

2019 Operating Budget: 
• $13,581,300

Service delivery
• Evaluating Service Delivery Model 
• Performance measurement (cost/service, client 

satisfaction.)

• Enhance hardware, software, network and data centre infrastructure to improve and sustain the City’s service 
delivery, technology and security infrastructure

Performance metrics utilized:
• 217,713 Wi-Fi users in Q4 of 2018

Service Levels • Council approved service levels
• Services provided to departments
• Internal clients and groups managed 

• 28% of budget for Business Applications
• 26% on leased equipment
• 42% on Infrastructure and Operations
• 4% on Technology and Security

Organization 
Structure/Staffing 

Complement

• 83.75 FTE
• Organization Structure

• Goal of Centralizing Information Technology Services
Organization structure:
IT is in Corporate Services and has a Staffing Complement of 83.75 FTE
• Infrastructure & Operations: 29.25
• Business Applications: 32.5 FTE
• Technology & Security: 4 FTE
• Strategy & Architecture: 16 FTE

Jurisdiction 2: City of Hamilton – DI&IT
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Online Services

• Online Services available
• Ways to access services remotely

• Implement online tax services
• Launch Online Self-Serve
• Open Data Program: to enable the community to access City data easily and transparently

Smart City

• Innovations
• IoT
• Infrastructure

• Implement roadmap initiatives defined in the IT strategy (ie Mobility and Empowering Data and Analytics)

Jurisdiction 2: City of Hamilton – DI&IT
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About this Jurisdiction

The City of Toronto is Canada’s largest city with a population of 2.9 million residents. The
City has one of the most ethnically diverse populations in North America. According to the 2011
National Household Survey, nearly half of the city’s population (49%) considers itself as part of
a visible minority group. The City of Toronto is the major economic engine of the country. The City 
is both the political capital of the Province of Ontario and the corporate capital of Canada. As well, 
it is the major centre for culture, entertainment and finance in the country. The City is the home 
to more national and internationally ranked companies than any other city in Canada. 

With the growing demand for IT, Toronto is focusing on creating sustainable business solutions. 
This environment is also creating a need to have an agile and accelerated IT delivery model. A 
digital government is also growing Cyber Security complexity which needs to be addressed.

Was selected for its potential to have cost saving and Smart City innovations due to its large size 
and infrastructure requirements. 

Jurisdiction 3: City of Toronto – DI&IT

Increasing online services to decrease 
costs.

Key Initiatives

Expand Open Data platform.

Create a Smart City strategic framework.
Moving to an employee experience where 
you can work from anywhere. Expanding 
Wi-Fi network. 

Quick view: Brampton parameters relative to Toronto

City of Brampton City of Toronto

Population 642,800 2,900,000

Budget $32,200,000 $133,700,000

Staff Complement per 
capita

1:3652 1:3372

Service Delivery and 
Functions

Centralized and responsible for 
applications, digital, and 
infrastructure resources

Has a centralized unit as well as 
21 additional IT units spread 
through the departments
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Key Differences

Much higher population supporting a 
much higher budget.

Toronto has many IT units spread 
throughout various departments.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

2019 Budget: 
$133,700,000
• 45% Business IT Solutions
• 34% Computer & Communications Technology 

Infrastructure
• 28% Enterprise IT Planning & Client Services
Service Delivery
• Evaluating Service Delivery Model 
• Performance measurement (cost/service, client 

satisfaction.)

• Enhancing IT Cyber-Security Program to respond to security demands
Performance Metric targets for 2019:
• Customer Satisfaction is 77%
• Toronto is making investments in increasing the mobility of its workforce, redesigning both internal and external IT 

applications to allow more mobile working
• Recent investments in building digital customer experience team and capacity to support divisions in their ongoing 

modernization and client transformation efforts
• The city has limited public Wi-Fi infrastructure compared to other jurisdictions and Brampton

Service Levels • Council approved service levels
• Services provided to departments
• Internal clients and groups managed 

• The Information & Technology (I&T) division provides city-wide leadership in modernizing City services through the 
strategic investment, development and management of the City's Information Technology (IT) systems

• Supports 24,200 desktops & notebook computers and 2,700 multi-function printers
• Supports 3 data centers with 2,400 servers

Organization 
Structure/Staffing 

Complement

• 860 FTE
• Organization Structure

Organization structure: 
Staffing Complement: 860 FTE
Divided into 3 groups:
• Business IT Solutions: Solution Implementation, Solution Sustainment, IT Common Components, Authoritative Data 

Custodianship
• Computer & Communications Technology Infrastructure: Network & Telecommunications, Computing Infrastructure
• Enterprise IT Planning & Client Services: Enterprise Planning & Architecture, Client Support Advice & Consultation, IT 

Project Management
• Note that in addition to Toronto’s centralized IT Services group, 21 Divisions have IT functions. Given this, IT FTE 

numbers are likely to be understated

Jurisdiction 3: City of Toronto – DI&IT
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Online Services

• Online Services available
• Ways to access services remotely

• Increasing online self-service while reducing costs
• Publishing datasets to Open Data and launched a new Open Data Portal, 292 datasets published
• Focus on integrated Service Delivery and Digital Enablement
• Change employee work experience by providing ‘access anywhere’ and Wi-Fi at City buildings
• In the process of implementing a customer relationship management (CRM) tool to create a single view of 

residents and businesses across internal organizational siloes

Smart City

• Innovations
• IoT
• Infrastructure

• Developing a Smart City Strategic Framework and Plan

Jurisdiction 3: City of Toronto – DI&IT
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About this Jurisdiction

The City of Edmonton is a high growth city quickly approaching 1 million people. It has 
acknowledged the importance of having strong basic services that can support the quickly 
growing and evolving needs of the city. 

Council has endorsed a strategy that aligns technology to needs of business areas and improves 
the effectiveness of relationships with citizens and external partners. They have elevated the 
importance of data and analytics for decision making by creating new data sharing maps and 
establishing training to enhance understanding of data and analytics across the corporation.

Edmonton is building partnerships and strengthening connections to enhance the value of 
programs and services for residents.

Edmonton was selected for review due to its focus on technology and innovation giving the 
potential for novel technology uses.

Jurisdiction 4: City of Edmonton – DI&IT

Focusing on cybersecurity and risk 
management to protect against the future.

Key Initiatives

Analytics Centre of Excellence: Achieve 
strategic outcomes through the enhanced 
use of advanced analytics across the 
corporation.

Using innovative ideas to drive the Smart 
City design and enhance the lives of 
residents.

Quick view: Brampton parameters relative to Edmonton

City of Brampton City of Edmonton

Population 642,800 972,223

Budget $32,200,000 $49,896,000

Staff Complement per 
capita

1:3652 1:2635

Service Delivery and 
Functions

Centralized and responsible for 
applications, digital, and 
infrastructure resources

Centralized, combined two 
previous groups: Open City and 
Innovation Branch and 
Technology Branch
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Key Differences

Their IT departments also contains their 
City Innovation Branch which resulted in 
the increased number of staff.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

2019 Budget: 
• $49,896,000
• 31% of the Financial & Corporate Services Budget

• Implemented leading global security frameworks for enhanced cybersecurity across the corporation

Service Levels • Council approved service levels
• Services provided to departments
• Internal clients and groups managed 

• 790 Open City Wi-Fi Hotspots
• 300 Network and Wireless Sites
• 15,000 Connected Devices

Organization 
Structure/Staffing 

Complement

• 369.4 FTE
• Organizational Structure

Organizational structure:
Combined two previous groups: Open City and Innovation Branch and Technology Branch
Divided into the following service lines:
• 14 FTE Business Resilience: Assess risks, controls and identified gaps and align with the Cybersecurity Framework. 

Educate employees on enhancing workplace security
• 37 FTE Corporate Data & Analytics: Enhancing and increasing data available for decision making
• 9 FTE Digital Enablement: Use technology to improve speed and transparency of access to City Services. Use 

technology to enhance open government
• 31 FTE Technology Strategy and Planning: Facilitate digital transformation, leverage technology to improve service 

delivery, ensure decisions are evidence-based, evaluate and reprioritize investments
• 278.4 FTE Technology Transformation: Maintain current costs and realize efficiencies to maximize internal 

resources, reduce reliance on contractor resources, deliver Cloud Management Platform, Self-Service and 
automation of numerous system processes and workflows

Jurisdiction 4: City of Edmonton – DI&IT
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Online Services

• Online Services available
• Ways to access services remotely

• Kids Map of Edmonton: makes child-friendly activities and places easy to find
• Open City and Open Data program

Smart City

• Innovations
• IoT
• Infrastructure

• Smart City program implementation
• Air Quality Light Bulbs that change colour according to changes in air quality
• Community Safety Return on Investments: used data to showcase how to optimize investments in communities to 

return highest social value
• Acquired leading edge geospatial technology for enhancing data analysis and presenting data and information

Jurisdiction 4: City of Edmonton – DI&IT
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About this Jurisdiction

Surrey is one Canada’s fastest growing major cities, with an average growth rate of 8,440 people 
per year since 2014. The estimated population for the City as of 2017 is 534,690 residents, with 
an annual growth rate of 1.64%. A significant proportion of the City’s growth is due to high 
immigration levels, therefore making the city one of Canada’s most diverse municipalities.

Surrey’s Information Technology service is part of corporate services and plays a supportive role 
in the organization. There is a focus on improving the quality of work performed by other 
departments. To do this Surrey is investing on increased infrastructure and new visualization and 
reporting systems.

Surrey has also moved many of their services online from pet licensing to applying for business 
licenses online. They are also moving many internal services online so employees have easier 
access such as an electronic library of bylaws, similar to what Brampton has done.

Surrey was selected due its focus on expanding their online services. 

Jurisdiction 5: City of Surrey – DI&IT 

Focus on expanding digital services with 
half of the transactions being performed 
online.

Key Initiatives 

Expand infrastructure to allow for quicker 
access to more data. 

Use technology to promote data driven, 
evidence-based decisions.

Expand online services for staff so they can 
quickly find information that they need.

Quick view: Brampton parameters relative to Surrey

City of Brampton City of Surrey

Population 642,800 534,690

Budget $32,200,000 $24,893,000

Staff Complement per 
capita

1:3652 1:5242

Service Delivery and 
Functions

Centralized and responsible for 
applications, digital, and 
infrastructure resources

Centralized under Corporate 
Services
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Key Differences 

Surrey’s IT department focuses on 
supporting other departments instead of 
focusing on innovation and therefore have 
fewer staff.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

2019 Operating Budget:
• $24,893,000

Service Delivery
• Evaluating Service Delivery Model 
• Performance measurement 

• Invest in advanced cyber security technologies and best practises
• Information Technology includes Application Services, Business Solutions Services, and Infrastructure Services
Performance measurement:
• 51% of transactions completed by citizens using City online services
• Departments have internal staff which support specific elements of their IT portfolio including automation and 

innovation initiatives, web and digital publishing, and maintenance

Service Levels • Council approved service levels
• Services provided to departments
• Internal clients and groups managed 

Information Technology, similar to DI&IT in Brampton, is a strategic partner across all City business units to provide 
modern, innovative, secure and reliable technology solutions for the purpose of:
• Enhancing the efficiency and effectiveness of all City staff by streamlining internal operations and processes
• Leveraging technology to deliver improved services for citizens and businesses, and provide a high quality of life, 

now and in the future

Organization 
Structure/Staffing 

Complement

• 102 FTE
• Organizational Structure

Organizational structure:
• Information Technology is centralized under Corporate Services
• Staff Complement: 102 FTE in 2019
• Departments have staff which support automation, web publishing and maintenance, and digital channel delivery 

which are not centralized or included in the Corporate Services IT function

Jurisdiction 5: City of Surrey – DI&IT
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Online Services

• Online Services available
• Ways to access services remotely

• Continue to modernize and expand the City’s digital services through the MySurrey portal, allowing customers to 
quickly, conveniently and securely access popular online services from one location

• Optimize the City’s intranet by expanding content, improving search, and enhancing the user experience so staff can 
easily find the information they need

• Continue to expand dark fibre connectivity and lease/exchange capacity to be a catalyst for enabling high quality, 
affordable, high-speed broadband services for our citizens and businesses

• Implement a readily accessible electronic library of bylaws

Smart City

• Innovations
• IoT
• Infrastructure

• Promote through the organization an increased focus on data driven, evidence-based decision making supported by 
a new comprehensive business intelligence, visualization, and reporting system

• Expand Digital Mailroom
• Create Disaster Recovery Plans to safe guard the City’s technology and information and ensure continued availability 

of essential IT services in the event of a critical incident

Jurisdiction 5: City of Surrey – DI&IT
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2. Enforcement and By-Law Services – Organization Structure Review 
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Brampton Model

Centralized Model

Roles & Responsibilities

Key Features Jurisdictional Comparators

• Licensing enforcement is managed by the department while 
administration/issuance of licenses is managed between the City 
Clerk’s Office Enforcement and By-Law Division (Mobile Licensing), 
and Building Division. 

• Animal services enforcement has a distinct management team, 
division policy and manages animal licensing 

• Leading performance dashboard breaks down officer activity, 
historical data and tracks divisional performance, allowing for stronger 
management planning and goal setting

• Management priority on workplace culture and staff empowerment 
has generated productivity improvements and higher revenue 
generation 

• Consolidation of both administration and enforcement of by-laws and 
licensing within a single department/business area 

• Some departments (Ex. Surrey, Oshawa) have oversight or deliver 
Citywide corporate security services, which could be taken into 
consideration as it pertains to Brampton’s parks and trails

• Officers could be specialized within the division to manage certain by-
law areas or operate as generalists capable of administering all by-
laws under the department’s authority 

• The City of Mississauga’s Regulatory Services manages the 
enforcement and administration of the City’s by-laws and licensing 
services, animal care and community engagement and outreach. 

• The City of Oshawa has a centralized division that manages all 
licensing and enforcement, including the issuance of licenses. 

Brampton Enforcement and By-Law Services falls within Corporate Services with three specialized business lines: By-law enforcement, Property 
Standards and Licensing. Animal-related enforcement is under the purview of a separate Animal Services division that falls within the Community 
Services department. The administration and issuance of licenses is fragmented across three organization divisions.

The Centralized Model consolidates a majority or all of a municipalities’ by-law enforcement, licensing and administration within a single division. 
Depending on the size of the municipality it can either include a number of specialist enforcement teams or a generalist model that can cover the 
spectrum of by-law, animal services, building and parking enforcement activities. 

Brampton’s By-law Enforcement organizational structure is similar to comparable jurisdictions in its enforcement specializations with the exception that 
animal services enforcement is part of a separate division. Delivered internally across specialized service areas, the addition of ongoing technology 
investments is reported to meet the strategic needs of the area and generated additional revenue growth over time. 

Possible Models
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Considerations

Brampton’s By-law and enforcement service currently meets the current needs of its citizens in terms of FTE complement and fleet resourcing . 
However as Brampton expands and a enforcement demands increase, there is room for improvement in regards to improving back-end efficiencies 
and collaboration between divisions (ex. Clerk’s Office and By-law and enforcement in administrating licenses) that manages different aspects of by-
law services. 
Compared to other municipalities, Brampton’s focus on automation and technology upgrades (ex. In-vehicle computers and mobile apps for its 
officers) is on trend with investments currently underway in neighboring jurisdictions. The division’s emphasis on improving workplace morale and 
subsequent productivity improvements is on trend with successful transformations/organization redesign initiatives underway in comparable 
jurisdictions.

Key Takeaways

Decentralized Model

• By-Law enforcement and licensing offering are fragmented across the 
organization based on specializations and expertise 

• Information sharing done through informal channels or centralized case 
management solution

• Officers and inspection personnel allocated among specific service 
departments 

• City of Surrey’s By-law, enforcement, compliance and licensing division 
manages a majority of the City’s enforcement/compliance portfolio, except 
for By-law prosecution (done by Legal Services) and property-related 
permits/enforcement (done by Buildings Division)

• Windsor: Through a series of reorganizations, By-law, licensing and 
enforcement is spread across three departments. 

The Decentralized Model separates certain by-law enforcement functions across divisions/departments in an organization. Jurisdictions that employ 
this model typically retain a By-law enforcement and licensing area, but is distinct in having other city departments also conjunctively managing or 
overseeing certain additional functions of By-law enforcement and licensing. 

Possible Models
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2. Enforcement and By-Law Services – Alternate Service Delivery
There are two prominent examples of alternative service delivery in the enforcement space: establishing a municipal parking authority and contracted
services. Efficiencies realized by jurisdictions employing such models vary with results indicating potential impacts to cost recovery, labour relations,
flexibility of job responsibilities and compensation.
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Model 1: Parking Authority Model 2: Outsource Parking Enforcement

Parking regulations are enforced by an agency of the municipality 
of which the municipality is the sole shareholder. Reporting is to 
Council via a Board of Directors, with revenues transferred to the 
City annually in the form of dividends. Parking authority models are 
used when there is a need to manage parking operations like a 
business, generate revenue or expand significant capacity, as seen 
in Calgary and Toronto.

A privatized model employs private contractors to provide parking 
enforcement services. Contracted officers are responsible for the 
enforcement of by-laws (ex. Parking enforcement and 
investigations) for an agreed-upon period of service. 

• Municipalities such as Edmonton, Surrey (until 2019), and 
Windsor have employed contracted services to manage portions 
of their By-Law Enforcement services, in particular parking 
enforcement. Contracted officers are responsible for the 
enforcement of mandated by-laws (ex. Parking enforcement and 
investigations) for an agreed-upon period of service The City of 
Surrey has previously contracted out By-law enforcement 
officers at an annual cost of $860,000.

Current State
Parking enforcement at the City of Brampton is City-administered through by-law and Enforcement Division. This internal governance 
model is used generally when there is emphasis on service quality and serving broader municipal objectives. Like many other 
municipalities, the City’s full time enforcement officers meet the broader enforcement requirements, supplemented by part time officers 
dedicated to parking enforcement. Brampton’s Enforcement and By-Law services are delivered in-house through specialised enforcement 
and animal control officers. Brampton enforcement officers are organized into three specialized sections with each area supported by 
clerical and administrative staff. Animal enforcement officers operate independently from the Animal Services Division. 

ASD options

Alternative Service Delivery Models 
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Cost of Service The net cost of service under this model is expected to be relatively 
similar, with efficiencies being generated only through the 
integration of parking enforcement and parking facility operations. 
All operations will be self-financed from parking revenue, with 
similar budget oversight structure as a City agency. 

Parking Authorities typically oversee functions beyond parking 
enforcement including asset management, facilities maintenance 
and capital investments, which will require more in-depth financial 
analysis and market sounding.

Third party contracting for Brampton could cost $2.51M to $3.2M 
based on preliminary estimates. Contracted services cost estimates 
exclude costs, such as capital considerations that continued to be 
incurred by Brampton, and assumes that outsourced staffing 
complement will remain approximately the same as internal 
staffing.
It is important to note that other jurisdictions have had mixed 
experiences with the cost of contracting out, as in some cases cost 
escalators in contracts exceeded the cost of delivering services 
internally.

Key Takeaways

Model 1: Parking Authority Model 2: Outsource Parking Enforcement

The contractual costs of outsourcing contracts in jurisdictions have been found to be often be offset by the potential revenue that is 
generated from fines/infractions. However, delivery via third part contractors have been found to limit the potential flexibility and control 
for By-Law enforcement against a City’s changing priorities. In the case of Surrey, while the existing contractual service for parking 
enforcement was offset by fine revenue, annual price escalations as stipulated by the contract had risen to an extent where it would be 
more economically efficient to deliver the service in-house by City staff. 
While the generalist model has received positive response from municipalities that have converted, it has largely been implemented in 
smaller scale jurisdictions (Ex. Caledon, Oshawa) with smaller enforcement operations compared to Brampton. It is also noted based on 
stakeholder consultation, there is period of deliberation and governance planning process required to design such model, which includes 
ongoing discussions regarding labour implications, staff responsibilities and compensation. The lengthy period required to facilitate a 
generalist transition even in smaller jurisdictions indicates a similar transition in larger municipalities will take a longer period of time, 
resources and consultation. 
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Data Inputs Source

Expected contracted costs per 
enforcement hour

EY Evaluation of delivery approaches for 
Court Services and Parking Enforcement 
Services, City of Toronto

Salaries and benefits associated with 
the positions

File “Service Review FINAL - 2019 Salary 
Information Details for COB Sept 26”

Methodology 
• Obtained expected cost of enforcement per hour using previous EY benchmarking exercise performed for the evaluation of parking enforcement services at the City of Toronto 

• Obtained information about hours allocated to parking enforcement responsibilities by officers 

• Obtained existing salaries and benefits to calculate the cost of in-house parking enforcement 

• Used assumptions about the % of contingency and expected cost per enforcement hour to calculate savings 
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Calculation details

2. Enforcement and By-Law Services – Alternate Service Delivery–
Methodology, Data Inputs and Calculation Details

Assumptions
• Any costs that will be continued to be incurred by the City of Brampton as well as considerations 

related to capital investments have not been included in the outsourcing calculation. Expected cost 
of enforcement are based on contracted rates that include some municipalities with larger parking 
enforcement detail than Brampton (ex. City of Toronto). Integration and upfront costs not 
included.

• 40% total officer time dedicated to parking enforcement gathered from stakeholder discussions

• Assumption that outsourced officer complement will be the same as City staff

Option 1: Outsourced Parking Enforcement Low Scenario High Scenario Option 2: In-house Parking Enforcement Status Quo

Average Hours On Parking Enforcement Per Officer 2000 2000 Total Number of Enforcement Officers 47

Approximate Allocation of Officers Dedicated to Parking 
Enforcement (40% of Total Officers) 18.8 18.8

Approximate Allocation of Officers Dedicated to Parking 
Enforcement (40% of Total Officers) 18.8

Total Required Parking Enforcement Annually 37,600 37,600 Average Salary & Benefits per Officer $97,000

Expected Cost of Enforcement Hour (if contracted) $51.45 $ 61.00 Total Number of court clerks 19

Expected Contracted Cost $1,934,520.00 $2,293,600.00 
Approximate Allocation of Court clerks Dedicated to Parking 
Enforcement (20% of Total clerks) 3.8

Contingency Costs (0-10%) Assume 5% of Expected Cost $96,726.00 $114,680.00 Average Salary & Benefits per court clerk $82,000

Severance cost (Average of 5-10 years of services assumed) $477,961.54 $811,423.08

Total Estimated Cost of Outsourcing $2,509,207.54 $3,219,703.08 Approximate Cost of Parking Enforcement Related Activities $2,135,200
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2. Enforcement and By-Law Services – One Window Approach 
As residents identify City offerings as a singular entity, there is a growing need for municipalities to rationalize the multiple entities and service points 
being offered and provide relevant clients with a more streamlined and unified portal to access services. 
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Considerations

Brampton City Clerk’s Office is in the process of conducting ongoing reviews to digitize services, improve administrative workflows, build capacity 
and improving communication lines across the different departments that oversee licensing areas. This includes a review for the implementation 
of online business licensing, which has been identified as a top priority for 2020+ as a part of a potential One-window approach. 
• The City has recently implemented Microsoft Agile Point to allow faster creation of online forms with automated workflows and escalation 

capabilities. The cloud-based solution provides build-in KPIs, dashboards and integration with existing City applications such as Amanda, 
Hansen and SharePoint. With its up to date process monitoring, Clerk’s office is evaluating the possibility of converting Agile Point into a public-
facing application to manage online licensing workflows in the future. Brampton is also looking at ways to improve the initial triage process of 
licensing applications and examine how an online processes with mandatory document submissions could assist in alleviating issues of users 
submitting incomplete applications. 

• Other technology enhancements being evaluated is better integration of POS systems, including opportunities to leverage or integrate the new 
parking system with the City’s existing payment system. In collaboration with Human Resources, they are also evaluating the possibility of using 
the DocuSign solution to develop internal digital signatures that can streamline workflows and signoffs across departments. 

Brampton 
Initiatives
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Considerations

Brampton currently has minimal service offerings options available online. However jurisdictions in the GTA and nationally have implemented 
initiatives to better streamline licensing and by-law services as a single entity for clients including: 
• Putting singular individual licenses for online renewal and registration through City Website

• After Mississauga introduced the ability to register pets online, 45% of registrations are now done online. Following the introduction of 
two year option for pet licensing, the administration of pet licenses has been reduced by 50% and has been popular among residents.

• Mississauga reduced processing times on marriage licenses by 10 minutes / license after making the licenses to register online
• One window, client facing online digital portal to access city-wide services 

• The City of Surrey offer a single online portal “Surrey Online Services”, offering residents the opportunity to access a series of City 
services online without visiting City facilities. This includes the ability to register, renew and review Business Licenses, Building Permits, 
Animal Licenses and dispute parking infractions

• Integrated physical licensing presence through the centralization of By-law and licensing functions
• Oshawa has a singular one window approach to By-law and licensing, with the department managing both enforcement and issuance of

licenses. The change was enacted from initial citizen feedback for a singular City presence for licensing services 
• Vaughan’s By Law and Compliance, Licensing And Permit Services issues licenses and permits for the city, while also enforcing the City’s 

bylaws 

Leading Practices
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Considerations

Brampton currently has minimal service offerings options available online. However jurisdictions in the GTA and nationally have implemented 
initiatives to better streamline licensing and by-law services as a single entity for clients including: 
• Putting singular individual licenses for online renewal and registration through City Website

• After Mississauga introduced the ability to register pets online, 45% of registrations are now done online. Following the introduction of 
two year option for pet licensing, the administration of pet licenses has been reduced by 50% and has been popular among residents.

• Mississauga reduced processing times on marriage licenses by 10 minutes / license after making the licenses to register online
• One window, client facing online digital portal to access city-wide services 

• The City of Surrey offer a single online portal “Surrey Online Services”, offering residents the opportunity to access a series of City 
services online without visiting City facilities. This includes the ability to register, renew and review Business Licenses, Building Permits, 
Animal Licenses and dispute parking infractions

• Integrated physical licensing presence through the centralization of By-law and licensing functions
• Oshawa has a singular one window approach to By-law and licensing, with the department managing both enforcement and issuance of

licenses. The change was enacted from initial citizen feedback for a singular City presence for licensing services 
• Vaughan’s By Law and Compliance, Licensing And Permit Services issues licenses and permits for the city, while also enforcing the City’s 

bylaws 

Brampton’s existing licensing services meet current resident needs but ongoing customer engagement trends and growth necessitates the need 
to develop a City digital infrastructure for its services. As jurisdictions turn to moving services online, the priority opportunity for Brampton is the 
creation of an external client-facing services portal that enables automation, improve client processing times and lowers administrative burden. 
Secondary to this need is the delegation of backend management internally for a one-window portal, a process which can be done in 
collaboration with the City Clerk’s Office.

Key Takeaways

Assessment
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The Approach

Conduct a jurisdictional analysis of comparable local jurisdictions to identify service 
delivery models, service levels, leading practices, and other key findings by:

Primary & Secondary Source Review
Evaluate the performance of Brampton’s current service offerings, its service 
levels and organizational structures relative to identified jurisdictions. This 
includes identifying where service gaps exist, innovative practices/service 
delivery models and Brampton’s performance.

Local Jurisdictions
Jurisdictions identified for consideration are primarily situated within the 
Greater Toronto Area based on previous jurisdictional analyses, weather 
conditions, comparable size, service delivery models or those in the process of 
evaluating service levels and investments. 

City of Mississauga: Mississauga was selected as a comparable City to Brampton based on its population size and position in the Region of Peel.
City of Vaughan: Vaughan was selected due to its proximity to Brampton and for its similar service delivery model.
City of Oshawa: Oshawa was chosen as a point of contrast as it employs a generalist model caused by the current expansion in the amount of enforcement.
City of Surrey: Surrey was chosen for its relatively comparable size and for its experience with outsourcing, and now insourcing, components of By-Law Enforcement delivery.
City of Windsor: Windsor was selected due to its success in outsourcing parking enforcement.

Jurisdictions Reviewed by EY

• Top priority issues (Service ASDs, contracted services, One Window 
Approaches) will be taken into consideration in the evaluation of 
comparable services 
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Jurisdictional Scan Approach – Enforcement & By-Law Services
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Jurisdictional Analysis Framework – Enforcement & By-Law Services
• Our jurisdictional analysis for the Service Reviews will be informed by specific research parameters and focus areas:

• Parameters include: size (population); demographics (diversity and age); economic growth rates; unionization rates; and other 
category specific parameters we identify

• Three central focus areas will consistently guide this analysis: Service Delivery Models; Organization Structure/Staffing Complement; 
and Service Levels, in addition to two category specific focus areas relevant to By-law and Enforcement

Service Levels

• Council approved 
service levels

• Cost and impact 
considerations 

• Internal clients and 
groups managed 

Organization Structure
and Staffing Complement

• FTE
• Full time vs part time
• Unionization levels
• Spans and layers 

Service Delivery Models

• Evaluating Service 
Delivery Structure (In-
house vs outsourcing)

• Governance
• Expenditure and 

Proportion of Municipal 
Budget 

A
SD

 f
o

r 
O

ve
rf

lo
w

 
an

d
 

A
ge

n
ci

e
s

• Contracted Services
• Fees and Major 

Revenue Drivers

One Window Approach

• Integrated approaches 
to licensing and 
enforcement 

• Technology 
implementation 

Alternative Service 
Models
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Jurisdictional Scan Key Findings – Enforcement & By-Law Services
A review of 5 comparable jurisdictions, selected in collaboration with the City based on size, governance, and service delivery model. Key 
findings from the jurisdictional analysis include:
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Service Delivery Model and Organization Structure Findings

• By-law enforcement within the jurisdictions evaluated were either delivered through a centralized division or fragmented across multiple City 
Departments
• Centralized models have several variations: 

• Mississauga and Vaughan operates as a single division with distinct service lines between licensing, parking enforcement, mobile
enforcement and animal services

• Oshawa and Windsor operate on a generalized officer model where officers are trained and responsible for enforcing all by-laws as 
opposed to certain areas

• There is potential to generate value by shifting from decentralized models to centralized models as a city’s population grows:
• The City of Surrey has a population of 500,000 and their By-law enforcement, compliance and licensing department has centralized. However, 

property and building related by-laws are still administered by the Buildings division 
• Windsor with a population of 200,000 still has a fragmented by-law enforcement structure, with a By-law enforcement, animal control and 

gaming division, a Planning and Building Division that manages property standards and contracted parking enforcement managed through the 
Public Works Department

• In jurisdictions where centralized models are not present (Surrey, Windsor), by-law enforcement are decentralized across different departments and 
specialized personnel/inspectors
• In both decentralized and centralized models, animal services function as a business line within a by-law enforcement division, rather than as 

an independent division 
• Centralized models provide better communication and collaboration on enforcement opportunities, including joint investigations and 

information sharing as seen in Oshawa

City of Brampton – Governance & Internal Services Report – December 20, 2019



Service Delivery Model FindingsService Level Findings

Jurisdictional Scan Key Findings – Enforcement & By-Law Services
A review of 5 comparable jurisdictions, selected in collaboration with the City based on size, governance, and service delivery model. Key 
findings from the jurisdictional analysis include:
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• Brampton’s service levels are comparable to other jurisdictions with a focus on expanding and improving services
• Brampton has invested significant time and resources in their recent Second Units Task Force, a challenge which other jurisdictions do not 

have to nearly the same degree as Brampton
• The City of Oshawa has expanded enforcement oversight to include pet stores, driving schools/instructors licensing

• Oshawa’s enforcement and licensing division works with Fire Services to conduct apartment building audits in accordance with property by-
laws and building code

• Pop-up information booths and community outreach were used to inform the public of new licensing standards/initiatives unique to the City 
• Continuous Improvement and LEAN 

• The City of Mississauga enforcement staff are trained on the LEAN program, with staff-led projects finding a net cost savings and avoidance of 
$501,390 since 2014 

• Expansion of Administrative Penalty Systems
• Similar to Brampton, municipalities identified (Vaughan, Mississauga) are currently in preliminary efforts to expand administrative penalties 

systems and technological solutions to expand beyond parking enforcement into other by-law areas 
• Role of Animal Services Enforcement

• In stakeholder consultations, Brampton animal enforcement represents less than 10% of total animal services work. Similarly, in jurisdictions 
evaluated, animal services represents a small fraction of overall by-law enforcement requests (Mississauga received 8740 animal service 
related requests out of over 55,000 enforcement requests) 
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171

One Window Approaches 

• Brampton is evaluating a one window approach and online services.
• The City of Surrey offers a one-window solution “Surrey Online Services” which allows residents to access city services online including invoice 

payment, apply for building, animal, business permits and dispute parking bylaw notices. Residents register for a My Surrey account through the 
portal that allows residents to view and track their city service activities and progress. 

• The City of Mississauga’s Pingstreet mobile application allows residents to submit service requests for parking, report potential by-law violations, 
such as burnt out park lights or pot holes, directly to divisions all within a single platform

• Vaughan’s Online virtual parking system allows citizens to buy permits online and use their license plate for identification instead of a physical 
permit
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findings from the jurisdictional analysis include:
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Alternative Service Models

• 3rd Party Contracting for parking enforcement:
• The City of Surrey had previously contracted out its parking enforcement to a third party. In 2019, Council voted to bring the service back in 

house due to annual price escalations and a lower cost of performing the services inhouse. Staff identified savings of $100-200K annually if 
enforcement is conducted by the City as well as initial start-up costs for an internal parking enforcement business unit offset by revenues from 
parking fines
• Revenues from parking infractions were $1.6M in its last contact year, offsetting the annual cost of the service contract and generating a 

operational surplus for the City
• Benefits of an inhouse service model identified by the City of Surrey staff include:

• The previous contract only entailed parking enforcement duties. Bringing services inhouse presents opportunity for City officers
to be deployed with other by-law enforcement matters

• Staff identified quality of work could be better controlled through internal resourcing
• Opportunity to invest in internal employees through continuous improvement initiatives compared to external contracted 

resources
• Inhouse services allows the City to better pivot its approach to by-law enforcement to align with changing council priorities 

• The City of Windsor contracted out its parking enforcement services in 2010 following a review into operational efficiencies
• Its previously 14 member inhouse department faced issues with low morale and high absenteeism, with an annual budget of $1.3M
• Under the new contracted service, the City was able to save approximately $600,000 annually while generating enough non-tax 

revenue from parking ticket infractions ($3.16M in 2018) to offset the contractual costs. The contract was most recently renewed in 
2015 for a 5-year term and voted to remain outsourced at the onset of the new 2019 council term
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About this Jurisdiction

Mississauga is Canada’s 6th largest city, with a consistently growing population that currently sits 
at 775,000 residents. It is a municipality with a demographic that is diverse in both age, and 
ethnic composition, and represents a centre for diversity in the GTA, similar to Brampton. 

Enforcement activities within the City of Mississauga falls within the Regulatory Services division, 
which oversees licensing, parking enforcement, animal services and mobile licensing. Recent 
division investments in technology include the launch of an in-house inspection app allowing 
officers to validate driver and vehicle information for real time collection data in the field. It has 
also introduced two year pet licensing that reduced annual renewal inconveniences and made 
available as an online service. Within its 2019-2022 business plan, the City has prioritized 
digitization and efforts to bring more licensing offerings online as well as the modernization of its 
parking enforcement website and animal services centre.

Mississauga was selected as a comparable City to Brampton based on its population size and also 
for being in the region of Peel.

Jurisdiction 1: City of Mississauga – Enforcement & By-Law Services
Quick view: Brampton parameters relative to Mississauga

City of Brampton City of Mississauga

Population 642,800 775,000

Budget $10,900,000 $14,600,000

Staff Complement per 
Capita

1:6,766 1:5,272

Service Delivery 
Model + Functions

In-house, with Animal Services 
in the Community Services 
department

In-house

Centralized Regulatory Services divisions 
manages licensing, parking and animal 
services under one branch. 

Key Initiatives

Officers and administrative support 
operate within the 4 distinct business lines 
with unique training within each.

Mobile inspection application allows for 
real time collection of inspection data in 
the field within initial pilot area of 
Transportation Network Companies 
(TNCs). 

Animal services exceeded industry gold 
standard for save-rate since 2016.

Two year license and online renewal 
options have reduced administration of 
pet licensing by 50% and has been popular 
among residents. 
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Key Differences

Mississauga uses part-time workers for 
many of the roles.

Animal Services are part of Mississauga’s 
Regulatory Services.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

Net operating budget (2019)
• Total Regulatory Services budget is $17.2M
• Parking Enforcement annual expense of $6.2M
• Mobile Licensing expense ($4.6M)
Service Delivery Method: 
• Actively enforce 35 by-laws (ex. Zoning, Property 

Standards, Animal Care and Control)
• Licensing (Mobile Business, Business, Charity 

Gaming)
• Animal Care (Pet Licences, Microchipping) 

• Key Services Provided 
• Investigation of standard of care complaints for pets
• Parking considerations for property owners 
• Physical inspections of vehicles licenced by the City (e.g. review and regulate sharing economies) 

• Administrative Penalty System Dispute and Review services are managed by the Legislative Services department (as part 
of services regarding the Provincial Offenses Act) 

Service Levels • Over 55,000 requests for service annually 
• 1,500 request for tall grass/weed enforcement 

investigations 
• Animal services exceeded industry gold standard 

for save-rate since 2016
• 184,282 Administrative Penalties Issued (2017)
• 17,016 mobile inspections conducted (2017)

• Enforcement Request Breakdown (2017): 26,792 Parking, 6,511 Compliance, 8,740 Animal Services, 523 Mobile, 
429 Business Licensing, 83 Taxi)

• 92% on time response rate to public enquiries within 10 day service level 
• Current Mississauga Animal Services Centre Facility reaching end of life to support ongoing program offerings. 
• LEAN program has found a net cost savings and avoidance of $501,390 since 2014 
• Performance Measures Program uses performance dashboards to monitor operational service levels and identify 

areas to improve efficiency and customer service 

Organization 
Structure/Staffing 

Complement

• FTE
• Full-Time/Part-Time
• Unionization Rates
• Spans and Layers

Organization Structure: Regulatory Services is divided into 4 business lines: Compliance and Licensing Enforcement 
(30.8 FTEs), Parking Enforcement (51.9 FTEs), Animal Services (37.7 FTEs), Mobile Licensing Enforcement (19 FTEs), 3 
FTEs manage enforcement administration across all service lines 
Staffing Complement: 162 staff, 147 FTE equivalents
• 69% full time, 31% full time 
• 69% enforcement staff, 31% support staff 
• 80% non unionized, 20% unionized 
Staff Responsibilities 
• Officers and administrative support operate within the 4 distinct business lines with unique training within each 

service line (ex. Animal Services staff have backgrounds as animal care technicians) 
• Policy Analyst and Business analyst support all service line in research, benchmarking and analysis to support division 

objectives and advance policy goals
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Jurisdiction 1: City of Mississauga – Enforcement & By-Law Services
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Improving 
Collaboration/On

e Window 

• Areas of collaboration and unified services • Leveraging real time GIS mapping tools to improve officer workloads and better coordinate travel between 
investigations 

• New mobile technology updates for officers include the optimization of in-field licensing inspection systems 

Fees • Operating costs recovered through revenue 
generation 

• Revenue/Cost Ratio: 99% (2018)
• Revenue Target Percentage 104% (2017) 

• Not applicable

Jurisdiction 1: City of Mississauga – Enforcement & By-Law Services
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Technology 2019-2022 Business Plan Outlook 
• New parking enforcement system includes a 

smartphone app 
• Online Pet Licensing 
• Ongoing Modernization of parking enforcement 

systems: Reduction of reliance on desktop 
computers and time in office 

• New mobile inspection application developed in house: allows for real time collection of inspection data in the field 
within initial pilot area of Transportation Network Companies (TNCs). A new streamlined application will be rolled 
out to all vehicle license categories over five years 

• Online Pet Licensing: new two year licenses have reduced administration of pet licensing by 50% and has been 
popular among residents. The option to register pets have been made available online with 45% of registrations now 
done online 

• Modernization initiatives currently being evaluated include: higher performance smartphones, access to real-time 
data, web portal for evidence viewing available to the public, online appointment/hearing bookings or obtaining 
permits. Increasing online licensing options while decreasing resident and staff time for renewals 

• Proposed online self-service licensing solution to improve customer and staff efficiency for 2020, to be developed 
larger in house through 7 new contract FTEs at a gross capital cost of $425,000

• New solution enables business applicants to submit, track, manage, pay and upload documents for new 
licenses and renewals 
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About this Jurisdiction

The City of Vaughan has experienced a rise in population growth and urban density. As a result 
there is significant pressures on existing city infrastructure and service delivery. The City aims to 
create a sustainable approach for planning, budgeting and operation of services, with a focus on 
providing accessible services that aim to achieve service excellence for its residents. 

Vaughan’s By-law, licensing and enforcement services are centralized as a division within the 
Community Services Department, which includes animal services. With the recent expansion of 
subway service and the development of the Vaughan Metropolitan Centre, the City parking 
enforcement strategy has focused on improving traffic flow and public transit use. 

Vaughan was selected due to its proximity to Brampton and for its service delivery model also 
being centralized and in-house.

Jurisdiction 2: City of Vaughan – Enforcement & By-Law Services 
Quick view: Brampton parameters relative to Vaughan

City of Brampton City of Vaughan

Population 642,800 329,000

Budget $10,900,000 $8,200,000

Staff Complement per 
Capita

1:6,766 1:4,634

Service Delivery 
Model

In-house, with Animal Services 
in the Community Services 
department

In-house 

Review of the design and development for 
a new funding model for Vaughan Animal 
Services and Operations Centre. 

Key Initiatives

New budget requests will include 
operationalizing policy and business 
licensing issues in-house as well as 
providing clerical support. 

Evaluation on expanding AMPs to other 
by-laws and potential technological 
solutions for Parking Enforcement.

Centralized Enforcement branch consists 
of 3 core business units: Enforcement 
Services, Animal Services, Client, Business 
and Policy Services.
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Key Differences

Vaughan has centralized their licensing 
and enforcement in a single department, 
therefore increasing their staffing 
numbers. 
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

Net operating budget (2019)
• Total Community Services Budget is $107.7M
• Of this, net By-law and Compliance, Licensing and 

Permit Services (BCLPS) budget is $2.7M , funded 
through taxation (32.6%), licences/fees (61%), 
Internal recoveries (5.1%) and contracts (1.1%) 

Service Delivery Method: 
• BCLPS consists of 3 core business units: 

Enforcement Services, Animal Services, Client, 
Business and Policy Services

• Centralized division manages both the issuance of licenses and permits while also enforcing the City’s by-laws 
• New parking enforcement strategy focus on effective traffic flow, public transit use 
• Parking by-laws incorporated into the Administrative Monetary Penalties (AMPs) program
• Review of the design and development for a new funding model for Vaughan Animal Services and Operations Centre 
• Staff are currently designing a new licensing framework for short term rentals for 2020 
• Vaughan is currently revising its By-law strategy, which aims to revise its 40+ by-laws through public consultation and 

industry experts. The review looks to make by-laws more transparent and accessible for public consumption 
• Ongoing streamlining of City’s regulatory by-laws: Noise, signs, special events and tree protection 

Service Levels • No publicly available data • No publicly available data

Organization 
Structure/Staffing 

Complement

• FTE
• Full-Time/Part-Time
• Unionization Rates
• Spans and Layers

Organization Structure: By-Law and Compliance, Licensing and Permit Services fall within the Community Services 
Department. Other divisions within this portfolio include: Access Vaughan, Facility Services, Fire and Rescue Services, 
Recreation Services 
Staffing Complement: 71 FTEs 
• New budget requests will include operationalizing policy and business licensing issues in-house as well as providing 

clerical support to Client Services, Enforcement Services as well Wastewater Enforcement 
• Animal Services done in-house 

Jurisdiction 2: City of Vaughan – Enforcement & By-Law Services
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

One-
Window/Shared 

Services

• Interdepartmental initiatives and co-sponsoring 
by-law reviews

• Commitment to provide sponsorships to City initiatives (ex. Co-sponsorship of Zoning by-law reviews) 
• The Vaughan Business Economic Centre offers business registration and licence assistance for all new and existing 

businesses 
• Like Brampton, Vaughan leverages BizPaL as a single online point of contact for residents to understand all business 

permit and licensing information. 

Fees • Not applicable Not applicable 

Technology • New 2018 parking initiatives include: online 
virtual parking system

• Ongoing by-law strategy focuses on modernization, consolidation of regulatory by-laws which include AMPS, fences, 
property standards and animal control 

• Evaluation on expanding AMPs to other by-law and potential technological solutions for Parking Enforcement and 
AMPs 

Jurisdiction 2: City of Vaughan – Enforcement & By-Law Services
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About this Jurisdiction

The City of Oshawa is a rapidly growing municipality of 170,931 residents within the Greater 
Toronto Area and the largest municipality in the Durham Region. It has been primarily known for 
its manufacturing background with General Motors as well as the home of Durham College and 
the Ontario Institute of Technology (UOIT). Recently, the City has seen an increase in start-ups 
and technology businesses, buoyed by the educational opportunities present. 

Oshawa is working on expanding the amount of enforcement. To do this effectively they are 
partnering with other Service lines to get the necessary expertise. Partnering with other service 
lines can also help with educating the public on what the by-laws are and best practises. 

Technology can also help with enforcement and Oshawa is looking into license plate reading 
technology to help with parking enforcement.

Oshawa was chosen due to its use of a generalist model caused by the current expansion in the 
amount of enforcement.

Jurisdiction 3: City of Oshawa – Enforcement & By-Law Services
Quick view: Brampton parameters relative to Oshawa

City of Brampton City of Oshawa

Population 642,800 170,931

Budget $10,900,000 $3,172,544 

Staff Complement per 
Capita

1:6,766 1:5,697

Service Delivery 
Model

In-house, with Animal Services 
in the Community Services 
department

In-house, Generalist Officer 
model

Expanded enforcement related to pet 
store licensing system, driving school and 
instructor licensing. 

Key Initiatives

Streamlining two-unit registration process 
between Fire Services and Building 
Services.
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Key Differences

Performs some of the permitting done by 
the City Clerk’s Office in Brampton.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

Net operating budget (2019)
• Total budget of Corporate Services is $16.73M
• Of this, total Municipal Law Enforcement and 

Licencing Services budget is $3,172,544 
Service Delivery Method: 
• Manages the administration of 33 by laws, 2 

provincial acts, regulations and licensing 
• Corporate security delivery completed via third 

party contract
• Some elements of Municipal Law Enforcement 

are done via third party contracting ($179,871 in 
2019)

• Municipal Law Enforcement and Licensing Services (MLELS) is responsible for managing:
• Investigations of By-law complaints 
• Enforcing by-law regulations standards
• Administration/inspection of property related applications (ex. Pool enclosure, short term rentals)
• Issuing and administering business, lottery, pet and marriage licences, provincial vital statistics (Licensing By-

law)
• Educating the public on relevant standards
• Support 13 internal divisions 

• MLELS also manages the corporate security portfolio for the City of Oshawa (incl. Security technology, guard 
services)

• Enforcement undertaken on a complaint basis 
• 3 Classifications of Enforcement Activities: Property Related (48%), Parking Related (35%), Animal Related (17%)

Service Levels 2018 Statistics 
• 5000 total licences issued 
• 91% of By-law enforcement fines resolved within 

service level standards
• 2100 Pet Licences issued 
• 8400+ Parking complaints issued
• Over 900 property inspections
• 6 apartment audits 
• Responded to 17,000+ calls for service (property, 

parking, animal)

• Licenses issued by MLELS include: Business, Taxi, Property, Marriage, Lottery, Animal, Designated Driver)
• Expanded enforcement related to pet store licensing system, driving school and instructor licensing 
• Apartment building audits done in collaboration with Fire Services

Jurisdiction 3: City of Oshawa – Enforcement & By-Law Services
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Organization 
Structure/Staffing 

Complement

• 41 FTE
• 19 Full-Time, 4 Part-Time Generalist Officers
• Unionization Rates
• Spans and Layers

Organization Structure: MLELS falls within the Corporate Services Department. It is divided into three business areas: 
Municipal Law Enforcement Services, Licensing and Support Services, Corporate Security
Licensing Services are further comprised of 2 work groups: Licensing and Standards, Business Licensing) 
Staffing Complement: 41 FTEs
Generalist Model
• 23 Generalist Officers 
• Increased training for officers in LEAN, Animal control and neglect, conflict avoidance and de-escalation
Business Licensing
• Licensing and Standards (4 FTEs) administer various property permits and licenses: Residential Rental House, Two-

unit, Group Home Registration, Lodging House Licensing, Zoning Inquiries 
• Business Licensing (3 FTEs) manage business, animal, lottery, marriage, death records and taxi portfolios

One-
Window/Shared 

Services

• Completed office relocation to consolidate both 
Licensing And Standards and Business Licensing 
within one area of City Hall

• Pop Up Information booths foe new Driving 
School Licensing System

• Streamlining two-unit registration process 
between Fire Services and Building Services

• Investigating the use of License Plate recognition 
technology to assist with parking enforcement

• All municipal licensing administration and issuance are the responsibility of Licensing and Support Services within 
MLELS as part of a centralized approach

• Office consolidation helped deliver more accessible services to residents
• Pop up information booths at Drive Test locations to inform driving schools and instructors of new licensing 

systems and standards
• Worked with Oshawa Animal Services to create registration system for animal rescue groups

Jurisdiction 3: City of Oshawa – Enforcement & By-Law Services
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About this Jurisdiction

Surrey is of one Canada’s fastest growing major cities, with an average growth rate of 8,440 
people per year since 2014. The estimated population for the City as of 2017 is 534,690 residents, 
with an annual growth rate of 1.64%. 

By law enforcement, compliance and licensing (BECL) operates as a division within the Corporate 
Services department. Bylaw prosecution services are managed with Legal Services, also part of 
Corporate Services. Service lines within BECL include Bylaw Enforcement, Business Licensing, 
Surrey Animal Resource Centre, Corporate Security. 

The City of Surrey has primarily employed contracted services for its parking enforcement and 
facility security. In particular, over the past 5 years, revenues from parking fines and fees have 
been able to offset the contract costs and generate a surplus for the City. However the City is 
currently transitioning its service delivery model to bring more services inhouse rather than 
extend existing contracts. Bringing services inhouse was found to be more cost effective 
compared to contracts which have become cost prohibition due to annual price escalations.

Jurisdiction 4: City of Surrey – Enforcement & By-Law Services
Quick view: Brampton parameters relative to Surrey

City of Brampton City of Surrey

Population 642,800 526,142 

Budget $10,900,000 $8,690,000

Staff Complement per 
Capita

1:6,766 Not publicly available

Service Delivery 
Model

In-house, with Animal Services 
in the Community Services 
department

Largely in-house, contracted 
parking enforcement being 
transferred in-house also 
includes Corporate Security

Key Initiatives

Surrey is currently in the process of 
moving parking enforcement back towards 
in house operations.

Staff found quality of work could be better 
controlled through internal resources and 
allow the City to better pivot its approach 
to by-law enforcement based on changing 
priorities. 

Moving parking enforcement in-house 
allows officers to be deployed to manage 
other by-law enforcement matters. 
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Key Differences

Surrey enforcement and By-laws also 
includes Business Licensing, the Surrey 
Animal Resource Centre and Corporate 
Security.

Surrey Planning and Development handles 
building permitting.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

Net operating budget (2019)
• Total Corporate Services budget is $35.6M
• Of this, total in-house Bylaw services is $683K 
Service Delivery Method:
• Bylaw enforcement is delivered via two City 

Departments: Corporate Services, Planning and 
Development

• Bylaw Enforcement, Compliance and Licensing responsible for the enforcement of the City’s Regulatory Bylaws, 
issuance of business licenses, animal control functions, operation of the Surrey Animal Resource Centre and 
oversight of contracted parking enforcement

• BECL is also responsible for the City’s corporate security services, managing its delivery by 3rd party contractors at 
city properties 

• Buildings Division within the Planning and Development department responsible to administering tree protection 
bylaw, issuing building permits and building permits

• Surrey is currently in the process of moving parking enforcement back towards in house operations. This would allow 
new parking enforcement staff to be deployed to manage other by-law enforcement matters 

Service Levels • 2514 parking tickets disputed using bylaw 
adjudication process rather than through court 

• 16,151 parking enforcement requests (18/19)
• 60,501 parking violation notices issued (18/19)
• 8375 Home-based licenses and 9394 

commercial/industrial businesses issued (2018)

• Animal Control: responsible for Dog responsibility bylaws, livestock and domesticated animals
• Business Licensing: regulate business licence and zoning bylaws of Surrey
• Parking & Commercial Vehicle Enforcement: responsible for bylaws related to parking, truck routes and large 

commercial vehicles
• Property Use

Organization 
Structure/Staffing 

Complement

• FTE
• Full-Time/Part-Time
• Unionization Rates
• Spans and Layers

Organization Structure: By law enforcement, compliance and licensing (BECL) operates as a division within the 
Corporate Services department. Bylaw prosecution services are managed with Legal Services, also part of Corporate 
Services. Service lines within BECL include Bylaw Enforcement, Business Licensing, Surrey Animal Resource Centre, 
Corporate Security 
Staffing Complement: No publicly available data
• Previous contracted parking enforcement officers primarily respond to parking complaints, enforce traffic bylaws 

and patrol for potential city parking violations

Jurisdiction 4: City of Surrey – Enforcement & By-Law Services 
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Alternative 
Service Models 

• 2013: Surrey entered into a 5 year fixed price 
agreement with a 3rd party contractor for parking 
enforcement services within the City 

• June 2019: Council voted to bring parking 
enforcement in-house

• City of Surrey resumes full control and oversight of the City’s parking enforcement operations 
• It has previously contracted out its parking enforcement at an annual rate of $860,000 over a 5 year contract
• The contract was terminated due to high price escalations (6.4% increase to $915,150 was expected for 19/20). No 

incentives were included in the contract for tickets issued 
• Contracted officers manage parking bylaw complaints and investigations as well as parking pay station maintenance 

(6:30am to 11pm, 7 days a week) 
• Staff report states an inhouse service would cost between $660,00-$805,000 for 9 officers and 2 clerks. Any upfront 

investments for internal unit would be offset by the revenues from parking infractions
• The City is also in the process of reviewing contracted security services at city facilities 
• Internal staff could better improve collaboration with staff in other departments to improve service delivery 

outcomes
• Staff found quality of work could be better controlled through internal resources and allow the City to better pivot its 

approach to by-law enforcement based on changing priorities 

Fees and Fines • In the last contract year (18/19), the City 
generated $1.8M in parking fine revenue

• The revenue from parking fines was able to offset the annual cost of parking enforcement contract (Surplus of 
$940,000) 

One-
Window/Shared 

Services

• Online Business Licensing Application Portal 
allows residents to apply, renew or update their 
business licenses 

• Pet licensing, parking ticket dispute is also 
available online, in person or by mail 

• Surrey Online Services is the City’s online service portal allowing residents to apply for building permits, business 
licenses, pay invoices, dog licences, and other City services. 

• Exploring the expansion of Bylaw Adjudication System to include bylaw violations beyond parking tickets 

Jurisdiction 4: City of Surrey – Enforcement & By-Law Services 
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About this Jurisdiction

The City of Windsor is located in the Windsor-Essex Region with a population of 217,000. Its by-
law and enforcement services are decentralized amongst divisions, with a dedicated division that 
manages animal services and a majority of licensing activities. Inspections and property standards 
by-law enforcement is managed by the City’s Building and Planning Division. 

Since 2010, the City has contracted out its parking enforcement services to an outside not-for 
profit security organization. Its previous inhouse enforcement division had encountered issues of 
high absenteeism and low workplace morale leading to council’s decision to outsource services. 
The City has been able to generate significant savings through this model, with revenues 
generating from parking infractions offsetting the entire contractual cost. Under the new Council 
term in 2018, there was consideration to potentially bring parking enforcement inhouse or 
leverage inhouse resources as parking ambassadors to supplement the contracted staff with 
oversight. Ultimately, due to the significant (approximately $600,000) in savings, Council voted to 
extend the parking enforcement contract.

Windsor was selected due to its success in outsourcing parking enforcement. 

Jurisdiction 5: City of Windsor – Enforcement & By-Law Services
Quick view: Brampton parameters relative to Windsor

City of Brampton City of Windsor

Population 593,638 224,134

Budget $10,900,000 $3,650,000

Staff Complement per 
Capita

1:6,766 1:8,621

Service Delivery 
Model

In-house, with Animal Services 
in the Community Services 
department

In-house, fragmented across 
three divisions. Parking 
enforcement outsourced

Decentralized enforcement structure with 
by-law related services divided across 3 
departments.

Key Initiatives

Public Works Department enforces the 
Parking By-law, including the collection of 
fines and deposition of infractions through 
the court process. 

Contracted parking enforcement services 
have generated 50% savings over 
traditional in-house division. 
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Key Differences

Enforcement is divided between three 
departments, including outsourcing of 
parking enforcement. 
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

Net operating budget (2018)
• Policy, Gaming and Licensing budget is $3.5M. Of 

this, Gross Expenditure for Animal Control was 
($1.6M) and Licensing ($1.02M) 

• Property Inspection and Enforcement was 
$2.91M 

• Parking Enforcement was $1.52M
Service Delivery Method: 
• Inhouse enforcement responsibilities fragmented 

amongst divisions
• Licensing, By-law enforcement and Gaming 

division manages a majority of licensing (Ex. 
Animal control, gaming, vehicles, businesses

• Inspection and Property Standards enforcement 
managed by the Office of City Solicitor, under 
Planning and Building Department

• Contracted Parking Enforcement Services is 
managed through the Public Works Department 

• Policy, Gaming, Licensing and By-Law Enforcement (PGLBE) manages corporate policies, animal control and 
regulation of gaming activity, business and public vehicle classes 

• Generalist model implemented in 2002/03 following the amalgamation of licensing and regulatory officers, also 
manage investigations

• Animal services responsibilities is managed through an in-house/contracted mix, with a majority of animal handling 
duties contracted to the local human society. Reviews to bring animal handling responsibilities inhouse were 
abandoned due to high costs. 

Enforcement responsibilities managed by other divisions
• Public Works Department (under City Engineer) enforces the Parking By-law, including administration and the 

collection of fines and deposition of infractions through the court process 
• Licensing services generated $1.71M in non tax revenue in 2018, which was able to offset gross expenditures and a 

surplus of $690K
• Property Inspection and Enforcement generated $634.331 in non tax revenue in 2018
• Parking Enforcement generated $3.16M in non tax revenue in 2018, offsetting gross expenditures and generating a 

surplus of $1.6M

Service Levels • 13,000 service requests in 2018 (excludes 
parking enforcement)

• 1469 Parking enforcement-related requests (2018)

Organization 
Structure/Staffing 

Complement

• FTE
• Full-Time/Part-Time
• Unionization Rates
• Spans and Layers

Organization Structure: Policy, Gaming, Licensing and By-Law Enforcement division lies within Council Services 
Department, which reports to the Office of the City Clerk
• Historical reorgs have resulted in the current decentralized model with licensing and enforcement separated across 3 

divisions
Staffing Complement: 26 FTEs within PGLBE, (3 Management, 1.0 Non Union, 22 Union)
• 3 administrative clerks each responsible for an individual portfolio (By-law, legal, licensing)
• Contractor supplies 9 FTEs to manage parking enforcement 
• Additional 26 FTEs in inspector-classified roles in planning as well as 5 administrative clerk positions at Planning and 

Building department 

Jurisdiction 5: City of Windsor – Enforcement & By-Law Services 
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Alternative 
Service Models 

• 2009: Windsor outsourced its Parking 
Enforcement Service 

• 2015: Outsource contracted extended to 2020

• In 2009, Windsor conducted a review to identify operational efficiencies and alternative service models for Parking 
Enforcement Services

• Parking enforcement was previously a City Division of 14 unionized staff, costing $1.3M annually
• Division was plagued by high absenteeism despite a 27% salary increases and efforts to improve workplace morale. 

(Staff had taken 508.61 days of unpaid leave, average of 36 days each, costing the City $77,206)
• Parking enforcement in the City outsourced through Canadian Corps of Commissionaires (since 2010) at an annual 

cost of $682,000, generating savings of approximately $600,000 

One-
Window/Shared 

Services

• eWindsor portal provides one-stop shop for 
online services for residents 

• Ongoing transition to single-window customer 
service kiosks 

• Online portal allows residents to apply for building permits, dog licenses, and submitting business-related licensing 
complaints 

• New customer service kiosk aims to provide single resident point of contact for business licensing, permits and some 
payments at City Hall 

• Central case management software used internally to communicate overlaps in enforcement across different service 
areas

Jurisdiction 5: City of Windsor – Enforcement & By-Law Services 
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Appendix C1: Finance Organizational Structure Review



3. Finance Services – Organization Structure Review 
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Brampton Model 
(Centralized)

Roles & Responsibilities

Key Features Jurisdictional Comparators

• A centralized model consists of the consolidation of all financial 
planning responsibilities and practices, and would be 
complemented by single source of data, and integrated data 
management 

• The City underwent an organizational realignment in 2016 that 
consolidated and centralized all operating department finance 
functions to be situated in Finance Services. 

• The City’s Finance Services, then, operates under a centralized 
model that supports all service areas across the organization in 
reaching respective financial planning mandates. 

• The centralization of Finance Services then, implies the inclusion 
of Corporate Asset Management, and Risk and Insurance under 
the Finance umbrella -- a differentiator from other jurisdictions. 

• Corporate Asset Management, similarly, in some cases sits in 
different divisions, but is increasingly centralized due to 
modernization efforts that consolidate data collection and 
management, subsequently offering lines of sight into business 
unit asset management lifecycles across respective organizations

• Mississauga’s 2018-2021 Business Plan, for example, seeks to 
modernize and centralize Asset Management by improving data 
management and collection on the City’s Infrastructure 
lifecycles. 

• Mississauga is also streamlining and centralizing overlapping 
administrative tasks between business units in order to highlight 
efficiencies and optimizations in workflow 

• Degrees of modernization initiatives play an important role in 
centralizing organization structures by improving workflows and 
lines of sight through better data collection and management. 

The Centralized Model consolidates the majority, or the whole of a municipalities’ Finance functions into a single division. Brampton’s 
Finance Services aligns with this model. This improves lines of sight into departmental financial planning needs, but to also serves to 
strengthen data collection, management, and modernization initiatives. 

Organization structure analysis and comparison offers insight into opportunities for workflow optimization, division of labour, and the City’s potential for 
adaptability to leading, Lean-based principles in organization structure. Brampton’s Finance Services underwent and organizational realignment to 
centralize and optimize the City’s organization-wide Financial Planning function
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3. Finance Services – Organization Structure Review  
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Key Takeaways
Brampton’s Finance Services organizational structure meets the City’s needs and requirements. Other jurisdictions vary in their organizational 
structure, oscillating between centralization, and hybridization of finance services’ allocation of responsibilities. However, many are trending towards 
centralization, guided in part by the implementation of technology and data management solutions that increase lines of sight into business unit 
financial health and functioning, and streamline workflows. 

A Hub & Spoke organization Structure allows increased flexibility in the distribution of responsibilities and workflows. Typically this 
consists of centralized functions complemented by a distribution of responsibilities that have been deemed more effective and efficient as 
business-unit embedded functions.

• While hub & spoke models can support business-unit specific 
functions, resulting in more specialized inputs into financial 
planning, it can also result in limited lines of sight needed for 
overall City financial health, alongside duplicative effort and 
mandate mis-alignment.

• Risk & insurance functions sits in different departments across 
the various jurisdictions analyzed. For some it exists in Finance, 
whereas for others such as Markham, the function is situated in 
a standalone Sustainability and Asset management department.

• Vaughan for example has separated Financial Services from 
Financial Planning and Development, and has centralized among 
them accounting services, property tax, and water management, 
with remaining service lines being situated in each business unit. 

Hub & Spoke Model

Key Features Jurisdictional Comparators

Roles & Responsibilities
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Appendix C2: Finance AP/AR Process Improvement



3. Finance Services – Process Improvements in Accounts Payable/Receivable
Jurisdictional analysis points to a trend toward the automation of manual functions such as in AP/AR, where the function has historically been
characterized by overlapping, and administratively heavy processes. Brampton is in the process of exploring opportunities to procure technology
solutions to modernize its AP/AR function to improve its efficiency, and optimize its workflow.
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Considerations

The City is trending towards modernization of AP/AR, similar to other jurisdictions. Currently, the City utilizes PeopleSoft to manage 
Accounts Payable data and other business processes. The process is characterized by manual invoicing consisting of mail and email 
correspondence between the City and its vendors, where the approval cycle includes manual entry into PeopleSoft post-approval. 
Although AP/AR is currently administratively heavy, the City is addressing this via their ongoing procurement of a technology solution to 
automate the accounts payable invoicing structure.

Various jurisdictions have historically implemented a technology solution to automate accounts payable and accounts receivable, and 
many are currently in the process of implementing these technologies. 

• Mississauga for example is currently approaching AP/AR modernization with a two-phase project that seeks to consolidate expenses
and invoices, and implement an Optical Character Recognition (OCR) program to embed documents into automated workflows. 

• Relatedly, Hamilton has already implemented an Automated Accounts Payable Approval System that allows external clients to upload
invoices online, for automated processing. 

• Markham, mirroring Brampton, is in the process of procuring and implementing a modernized Accounts Payable tool. 

Although AP/AR functions at the City are currently characterized by heavily administrative processes, the City is in line with its peers in its 
efforts to procure new technology solutions to modernize and improve this function. In doing so, it is anticipated that the City will identify 
optimizations within the approval cycle workflow that will result in efficiencies by eliminating manual tasks, and freeing up FTE capacity.

Brampton Current State 

Key Takeaways

Leading Practices & 
Opportunity
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Appendix C3: Finance Alternative Service Delivery



3. Payroll ASD Assessment 
A component of the Finance Services review is to examine the City of Brampton’s Payroll Alternate Service Delivery feasibility. This assessment was 
prepared based on interviews with the Payroll team to understand the business case rational, document, discover and review, and analyze the City’s 
overall automation vision and capabilities.

Assessment 
Summary

The City’s current payroll automation plan through TAS addresses many of the administratively heavy, manual processes that typically yield inefficiencies, and that would 
support the case for outsourcing. The remaining processes that are considered for outsourcing would result in higher costs, given the current resourcing equivalent to less 
than 1 FTE allocated to reconciliations and remittances. Keeping payroll in-house via SaaS is on trend with leading organizations and jurisdictions, and serves to yield both 
cost and productivity efficiencies.

Context:
• The City of Brampton is implementing a time and attendance entry system (TAS) by Q4, 

2020. The system will automate the majority of payroll processes with the exception of 
reconciliations and remittances, which are processed using PeopleSoft. This is in line with 
automation for payroll trend that in-houses various functions

• Technology solutions are shifting from on-premise tools, to cloud-based functions based 
on a Software as a Service (SaaS) model. The nature of what it means to outsource then, 
can be understood in terms of shifting away from manual, FTE based process, to digital 
and/or cloud-based functionality. 

• Organizations such as RBC, the Government of Alberta, Government of B.C, and 
Saskatchewan Health Services are repatriating their historically outsourced services to sit 
‘in-house’ on cloud and digital enabled service delivery platforms

• Upward trends in integrated solutions, digital platforms, and the emergence of robotics, 
digital desktops, etc., have expanded in-house capabilities at cost-efficient rates 

Pros: 
• Maintained flexibility to react to last-

minute changes 
• Data resides on the City’s servers
• SaaS yields continuous modernization of 

systems 
• Easier integration between various 

organization systems

Cons: 
• Initial upfront IT investment to 

implement in some cases. Brampton 
however, has already invested in TAS 
and can expand its capabilities. 

Automate & Keep Payroll In-house

Context:
• Payroll at the City of Brampton’s remaining key functions with the potential for 

automation consist of reconciliations and remittances.
• Outsourcing payroll typically consists of the bundling of all payroll processes under a 

managed service approach. 
• Associated costs of providing this service range from $17 per employee, per month 

(PEPM), to $28 PEPM. For an organization the size of the City of Brampton (6000 FTEs), 
this could result in costs ranging from $1.2 to $2.0 M. 

• The City of Brampton’s current (2019) payroll process expenditure is approximately $1M.
• Organizations, and other jurisdictions are trending away from outsourced payroll 

services due to the administrative costs associated to managing payroll data, and 
providing to the third-party for processing.

• The City of Vaughan recently began moving their payroll services that were once 
outsourced to Alectra, fully in-house.

Cons:
• An added administrative task based 

on the management of third-party 
performance 

• Data typically resides on third-
party server 

Pros:
• No initial upfront IT investment 

Automate & Outsource Remaining Functions
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Appendix C4: Finance Jurisdictional Scan Analysis



The Approach

Conduct a jurisdictional analysis of comparable local jurisdictions to identify service 
delivery models, service levels, leading practices, and other key findings by:

Primary & Secondary Source Review
Evaluate the performance of Brampton’s current service offerings, its service 
levels and organizational structures relative to identified jurisdictions. This 
includes identifying where service gaps exist, innovative practices/service 
delivery models and Brampton’s performance.

Local Jurisdictions
Jurisdictions identified for consideration are primarily situated within the 
Greater Toronto Area based on previous jurisdictional analyses, weather 
conditions, comparable size, service delivery models or those in the process of 
evaluating service levels and investments. 

City of Mississauga: Mississauga was selected as a comparable City to Brampton based on its population size and for its position in the Region of Peel.
City of Hamilton: Hamilton was selected as a comparable City to Brampton due to its population size and location in Southern Ontario.
City of Vaughan: Vaughan was selected for its proximity to Brampton and for its transition to in-house payroll services.
City of Markham: Markham was chosen as it is the next largest city after Brampton in the Greater Toronto Area.
City of Surrey: Surrey was selected due to its comparable demographic and population size to Brampton, and its recent modernizations of AP/AR.

Jurisdictions Reviewed by EY

• Top priority issues (payroll alternate service delivery, and AP/AR 
modernization and automation) will be taken into consideration and 
evaluation of comparable services 
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Jurisdictional Scan Approach – Finance
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Service Levels

• Council approved 
service levels

• Cost and impact 
considerations 

• Internal clients and 
groups managed 

Organization Structure
and Staffing 

• FTE
• Full time vs part time
• Spans and layers 

Service Delivery Models

• Evaluating Service 
Delivery Structure (In-
house vs outsourcing)

• Governance
• Expenditure and 

Proportion of Municipal 
Budget 

Jurisdictional Scan Priority Areas – Finance

• Our jurisdictional analysis for the Service Reviews will be informed by specific research parameters and focus areas:

• Parameters include: size (population); demographics (diversity and age); economic growth rates; unionization rates; and other 
category specific parameters we identify

• Three central focus areas will consistently guide this analysis: Service Delivery Models; Service Levels; Organization Structure/Staffing 
Complement; in addition to two category specific focus areas relevant to Finance Services. 

AP/AR Opportunity for 
Modernization

• Accounts Payable full 
automation opportunity

• Accounts Receivable 
outsourcing capacity

• Systems integration 
(PeopleSoft, ORACLE, 
and outsourced) 

ASD for Payroll, Time Entry, 
and Analytics

• Time Entry automation 
• Streamlining and 

automating all payroll 
processes 
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Service Delivery Model Findings

Jurisdictional Scan Key Findings – Finance 
A review of 5 comparable jurisdictions, selected in collaboration with the City based on size, governance, and service delivery model. Key 
findings from the jurisdictional analysis include:
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• Finance is principally delivered in-house among the jurisdictions analyzed, with external contractors utilized at times to support implementation 
of automation systems. An example of this is in Hamilton.

• Key performance indicators are developed to ensure that financial services processes are standardized in their application, and to identify further 
opportunities for efficiency improvements, such as at the City of Surrey

• Most jurisdictions have moved away from outsourcing payroll completely due to the additional costs associated to supporting third-party 
providers. For example, in Vaughan:
• The City is currently moving away from its outsource model with Alectra due to role redundancy, and increase inefficiencies 
• Outsourcing payroll entails providing data to the third-party provider, validating the data upon processing, with the City maintaining 

ownership and operations of the payroll system, while also providing technical support 
• Outsourcing models have consistently appeared to be administratively heavy based on this analysis 

• In addition, fundamental changes in the costs of automation technology have made it more cost effective for municipalities to achieve the 
efficiencies that private sector providers typically realize
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Jurisdictional Scan Key Findings – Finance
A review of 5 comparable jurisdictions, selected in collaboration with the City based on size, governance, and service delivery model. Key 
findings from the jurisdictional analysis include:
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Service Level Findings

• Among the jurisdictions analyzed, various municipalities manage upwards of 70,000 accounts payable transactions, and over 54,000 pay cheques, 
and over ~110M worth in salaries and benefits annually, such as at the Cities of Surrey and Mississauga 

• Financial services supports the financial planning and management of capital project oversight 

ASD and Analytics for Payroll

• Various municipalities evaluated deliver payroll services through automated, in-house capabilities 
• Integration between automation and technology solutions that within payroll, and human resources function is an emergent theme 

• The city of Surrey for example, provides a single source of data for payroll and Human Resources, that is used as both a time and attendance 
entry and management system, as well a staffing analytics system 

• The system supports functions such as predictive hiring, accommodations, back-filling, and improved data integrity and validity 
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Jurisdictional Scan Key Findings – Finance
A review of 5 comparable jurisdictions, selected in collaboration with the City based on size, governance, and service delivery model. Key 
findings from the jurisdictional analysis include:
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AP/AR Modernization

• Optical character recognition software has been implement at various municipalities to automate the processing of invoices received by external 
clients – the function increases efficiency among Accounts Payable. An example of this is the City of Hamilton’s Automated Accounts Payable 
Approval System 

• Online Accounts Receivable functions at various municipalities have been implemented to support the processing of invoices received from 
external clients (AR), with opportunities to adapt technology for Accounts Payable, back-office functions as well

• Embedding workflows into payment processes and automation solutions at the City of Mississauga for example is built upon the City’s first phase 
of their AP/AR automation strategy:
• Phase 1 includes centralizing and consolidating employee expenses into a single expense report 
• Phase 2 includes implementing an OCR program to support functions necessary for scanning invoice supporting documents 
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About this Jurisdiction

Mississauga is Canada’s 6th largest city, with a consistently growing population that currently sits 
at 775,000 residents. It is a municipality with a demographic that is diverse in both age, and 
ethnic composition, and represents a centre for diversity in the GTA, similar to Brampton. 

Financial services at the City of Mississauga manages a gross operating budget of $1B across 16 
service areas. Central to the City’s strategic plan is to standardize and automate processes that 
require a high degree of manual effort. The city has managed to significantly reduce manual 
process in both Accounts Payable/Receivable, and payroll functions by automating these 
processes in part or in whole; and initiating the streamlining of two key financial services 
functions. 

Mississauga was selected as a comparable City to Brampton based on its proximity to Brampton 
and it’s contextualization in the region of Peel, and due to its ongoing modernization initiatives for 
various Finance Services functions. 

Jurisdiction 1: City of Mississauga – Finance
Quick view: Brampton parameters relative to Mississauga

City of Brampton City of Mississauga

Population 642,800 775,000

Net Budget $14,000,000 $8,670,000

Staffing Complement 
per Capita

1:6,056 1:10,602

Service Delivery 
Model

In-house payroll and AP/AR In-house payroll and AP/AR

Accounts Payable and Accounts Receivable 
automation is underway in two phases. 
Consolidating expenses into a single report, 
and implementing OCR software to support 
document embedding.

Key Findings

The City of Mississauga a payroll 
modernization initiative that standardizes 
time and labour processes, providing both 
automated time and attendance entry, 
and predictive hiring analytics. 

Corporate asset management at the City 
is improved through centralized data on 
the City’s infrastructure.

The City monitors over 270 Capital projects, 
and processes ~77,000 accounts payable 
transactions annually. 
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Key Differences

Mississauga’s finance personal are 
scattered throughout the departments 
with a central group in the Finance 
division.

Brampton includes insurance claims in 
their finance budget and Vaughan does 
not.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

2018 Gross Operating Expenditure: 
• Business Services accounts for $33.3M, or 4% of 

total budget 
• 2% of suggested operating budget (2019-2021) 

allocated to new initiatives that transition the 
corporation to in-house service delivery

Service delivery
• Payroll and AP/AR processes were primarily 

paper-based, in-house
• Revenue collections (e.g.: taxes) was 

administratively heavy, in-house
• Transitions to modernized solutions began in late 

2018 
• OMERs Administration
• Corporate Asset Management

In-house service delivery transitions for: 
• TXM Tax Manager Software: a revenue management system that minimizes the number of staff for receiving and 

processing taxes collected by the city 
Streamlining administrative processes: 
• OMERs administration: ‘in-progress’ initiative working to identify overlapping administrative tasks between HR, 

Payroll, and Business Unit staff in the pay processing services to streamline into a single process
Corporate Asset Management:
• 2018-2021 Business plan aims to modernize corporate asset management by standardizing data management and 

practices by centralizing information on the City’s infrastructure 

Service Levels • Business units managed 
• Costs for internal services 
• Council and legislatively approved service levels

• Finance at the City of Mississauga supports the administration of a $1B gross city budget connecting to 16 service 
areas 

• Monitors 270 capital projects in progress (2019)
• Processes 77,000 accounts payable transactions annually 
• ~6596 accounts receivable invoices in 2016
• Operates at a standard service level meeting legislated corporate and council approved levels 

Organization 
Structure/Staffing 

Complement

• FTE
• Full-Time/Part-Time
• Unionization Rates
• Spans and Layers

• Finance: 73.1 FTEs (2019, and projected for 2022) 
• Unionization rates: less than 20% of employees (79% of staff are non-unionized) 
• Organization Structure: CMO, with four reporting departments, and Corporate/Business Services comprised of 7 sub 

categories, including finance 
• Additional finance staff are distributed across the organization

Jurisdiction 1: City of Mississauga – Finance
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

AP/AR 
Opportunity for 
Modernization

• Accounts payable and accounts receivable 
streamlining and automation capacity 

Automating Accounts payable: Two-phase automation project
• Phase 1: consolidated employee expenses into a single monthly expense report that includes scanned copies of 

supporting documents, and embedded workflows into payment approvals 
• Phase 2: Implementation of “Optical Character Recognition” program to embed scanned documents into the 

approval workflows

ASD for Payroll, 
Time Entry 

• Time Entry automation 
• Streamlining Payroll admin 
• In-house technology solutions for payroll 
• Integrating in-house systems with outsourced 

payroll 

• Payroll automation/modernization: “Work Operations Payroll” initiative develops a standard operating procedure 
for Time and Labour processes to streamline payroll processes

• The “Part-Time House Management System” has been employed for the Recreation division, and works to link 
scheduling, payroll, and auditing processes together to improve the efficiency and accuracy of part-time payroll

• In-house Payroll example: Hastus Payroll program for transit has been implemented; it supports workforce 
management to SAP payroll without interfaces, and enables real-time attendance reports, and accelerated 
transaction times 

Jurisdiction 1: City of Mississauga – Finance
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About this Jurisdiction

Hamilton proper is characterized by its growing diversity, increasing population and growing 
economy. It is considered Canada’s tenth largest city, with approximately ~5% of the city’s 
population working within the corporation. Similar to Brampton, Hamilton is witnessing steady 
population growth annually, with labour market trending towards a highly-skilled workforce. 

Managing financial services at the City includes a $6M operating budget, and eight service areas 
requiring fiscal sustainability, and efficiency. Similar to Brampton, the City recognizes the cost-
saving opportunity of moving towards a full in-house service delivery model that goes one step 
further and automates payroll and APAR, freeing up resources for other deployments. Technology 
solutions that reduce manual process have been suggested in Budget 2019-2022’s strategic plan, 
specifically the automation of time and attendance entry to be subsequently linked to payroll. 

Hamilton was selected as a comparable City to Brampton due to its population size and location 
on Lake Ontario.

Jurisdiction 2: City of Hamilton – Finance

Optical Character Recognition software was implemented in 
early 2019 to support the automation of their Accounts 
Payable Approval System. 

Key Initiatives

Integration of time and attendance entry automation with 
human resources functions in order to support staffing 
analytics and data management across departments.

Quick view: Brampton parameters relative to Hamilton

City of Brampton City of Hamilton

Population 642,800 572,575

Budget $16,700,000 $14,000,000

Staffing Complement 
per Capita

1:6,056 1:3,528

Service Delivery 
Model

In-house payroll and APAR In-house payroll and APAR; with 
1 contractor for system support
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Key Differences

Hamilton separates initiatives into a separate budget. 

Hamilton Finance division also handles procurements.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

2019 Net Tax Operating Budget: 
• Corporate Services accounts for $30M,
• Financial Services $3.97M 
• Financial Planning and Admin $4.8M 
Service delivery
• Financial management sits under Corporate 

Services provides payroll, accounting, and 
administration and planning services; as well as 
tax and non-tax revenue collection and 
processing

• Functions are in-house; with some functions 
utilizing a hybrid system with 1+ contractor(s) 

• The city is looking to upgrade its in-house, PeopleSoft specific functions (Web-Centre, Accounts Payable/Receivable, 
General Ledger, and Purchasing) to decrease manual effort 

• Payroll utilizes 1+ contractor(s) for a payroll function that sits in-house

Service Levels • Business units managed
• Costs for internal services 
• Council and legislatively approved service levels

• Financial services at the City of Hamilton supports the administration of ~$6.7M gross operating city budget 
connecting to 8 service areas including Accounts Payable/Receivable, Financial Accounting Services, Financial 
Application Support, Financial Services Administration, Payroll and Pensions administration, Procurement, and 
Taxation collection

• The City operates at a standard service level meeting legislated corporate and council approved levels 

Organization 
Structure/Staffing 

Complement

• FTE
• Full-Time/Part-Time

• Financial services: 79.08 (council approved 2019)
• Financial Planning and Admin.: 82.50 FTEs (council approved 2019) 

Jurisdiction 2: City of Hamilton – Finance
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

AP/AR 
Opportunity for 
Modernization

• Accounts payable and accounts receivable 
streamlining and automation capacity 

Automating Accounts payable:
• The City of Hamilton has implemented an Automated Accounts Payable Approval System using Optical Character 

Recognition software for invoices received by external clients (businesses and residents)
• The city is working to phase out hard copy invoicing, and manual processing of accounts payable functions

ASD for Payroll, 
Time Entry 

• Time Entry automation 
• Streamlining Payroll admin 
• In-house technology solutions for payroll 

• The city has proposed in budget 2020-2022 the implementation of a city wide enterprise system solution to 
automate time and attendance functions; with the suggestion of a subsequent linkage to human resources 

Jurisdiction 2: City of Hamilton – Finance
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About this Jurisdiction

The city of Vaughan is one of Canada’s fastest growing city’s. It is the 17th largest community in 
Canada, with a population of 329,000, and an employment growth rate of 3.6 percent annually. 
Similar to Brampton, the city is looking to modernize its internal service delivery models. 

Managing financial services at the City includes a $9.9M operating budget, and seven service 
areas. Similar to Brampton, the city is seeking opportunities to utilize technology solutions to 
improve internal service efficiencies. Financial management and planning are underdoing a 
modernization project to drive these efficiencies.

The City has taken significant steps to ensure that their financial modernization strategy includes 
moving away from cost-drivers and inefficiencies and towards technology and in-house solutions.

Vaughan was selected for its proximity to Brampton and for its transition to in-house payroll 
services.

Jurisdiction 3: City of Vaughan – Finance

The City of Vaughan is moving away from 
outsourced payroll, to in-house automated 
payroll services. 

Key Initiatives

Integration of the payroll automation 
solution with Human Resources as an 
emergent theme among jurisdictions. 
Vaughan is seeking to improve HR 
approaches to staffing and payroll. 

Outsourced payroll costs the City an 
additional ~$500k via payroll system 
support, and data provision and validation 
functions. 

Quick view: Brampton parameters relative to Vaughan

City of Brampton City of Vaughan

Population 642,800 329,000

Budget $16,700,000 $11,900,000

Staffing Complement 
per Capita

1:6,056 1:3,867

Service Delivery 
Model

In-house payroll and APAR Transitioning to complete in-
house payroll services
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Key Differences

Brampton includes insurance claims in their 
finance budget and Vaughan does not.

Vaughan Finance division also handles 
procurements.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

• Financial services net operating budget is $9.9M 
and $10.1M for 2019, and 2020

• Some services consist of outsourced delivery to 
internal clients, such as payroll 

• Tax and revenue management is a hybrid system
• Current contract with third-party Payroll service 

provider (Alectra) ends in 2020
• Financial services: asset management, 

procurement, work orders, payroll, employee 
time and attendance, and tax management 

TXM Tax Manager Software: a revenue management system that minimizes the number of staff for receiving and 
processing taxes collected by the city. TXM implementation is hybrid, requires two contractors, and one city staff 
Corporate Asset Management:
• 2018-2020 Business plan aims to modernize corporate asset management by standardizing data management and 

practices by centralizing information on the City’s infrastructure 
Financial modernization:
• Vaughan is currently on a service level agreement with Alectra; which costs the city approximately $549k to 

outsource (2019)
• The outsourcing process is administratively heavy, requires that the city provides Alectra with payroll details to 

process; while the City owns and operates the payroll system, and provides technical support to Alectra 
• The City has initiated a financial modernization strategy to transition payroll in-house to save on long-term costs

Service Levels • Business units managed 
• Costs for internal services 
• Council and legislatively approved service levels

• Finance at the City of Vaughan, separated into Financial Services and Financial Planning and Development, manages 
the service areas of accounting services; property tax and assessment; and water management 

• Monitors more than $200M in capital projects
• Operates at a standard service level meeting legislated corporate and council approved levels 

Organization 
Structure/Staffing 

Complement

• FTE
• Full-Time/Part-Time
• Unionization Rates
• Spans and Layers

• Finance: 85.8 FTEs 
• Unionization rates: 
• Organization Structure: Office of the CFO and Treasurer, with three reporting departments: Financial Services, 

Financial Planning and Development Finance, and Procurement Services

Jurisdiction 3: City of Vaughan – Finance
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

AP/AR 
Opportunity for 
Modernization

• Accounts payable and accounts receivable 
streamlining and automation capacity 

• No ongoing initiatives

ASD for Payroll, 
Time Entry 

• Time Entry automation 
• Streamlining Payroll admin 
• In-house technology solutions for payroll 
• Integrating in-house systems with outsourced 

payroll 

• Payroll modernization: The city is moving payroll services in-house as phase 1 of its financial modernization project, 
and is looking to increase the current uptake of their ERP system phase 2 

• The “Workforce Management Project”, and the Attendance Management Program has been implemented. The 
systems automate time and attendance inputs, and synchronizes scheduling with human resources

Jurisdiction 3: City of Vaughan – Finance
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About this Jurisdiction

Markham has a population of over 348,718, and is the fourth most populous municipality in the 
Greater Toronto Area, just after Toronto, Mississauga, and Brampton. It is a city characterized by 
diversity and dynamism in community, and that has grown steadily over the last decade. 

Markham has successfully achieved a strong reputation for fiscal management, with a continued 
budgetary emphasis on service level improvements through strategic planning, financial 
modernization, and innovative citizen-service. The city’s financial services department manages 
an operating budget of $5.8M across seven service areas. 

Central to the city’s 2019-2020 transformation initiative is to integrate systems, automate manual 
processes, and ensure that the City is developing service delivery that is both efficient and green.

Markham was chosen as it is the next largest city after Brampton in the Greater Toronto Area and 
for the City’s green initiative.

Jurisdiction 4: City of Markham – Finance

The City’s green initiative overlaps with their APAR and 
payroll modernization efforts centrally aimed at 
eliminating paper-based functions entirely.

Key Initiatives

The City provides an in-house payroll service, with a 
clear opportunity identified to reallocate resources 
from payroll, to other departments based on need 
and staffing demand. 

Quick view: Brampton parameters relative to Markham

City of Brampton City of Markham

Population 642,800 348,718

Budget $16,700,000 $5,800,000

Staffing Complement 
per Capita

1:6,056 1:6,974

Service Delivery 
Model

In-house payroll and APAR In-house payroll and APAR 
services
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Key Differences

Markham’s Finance division also does procurement.

Brampton includes insurance claims in their Finance 
Budget.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

Net operating budget (2019) 
• Total Corporate Services operating budget is 

$29.4M 
• Of this, total Financial Services Operating budget 

is $5.8M 
Service Delivery Method: 
• In-house or outsourced services
• Modernization strategy 

• Various costs incurred from Payroll operations being administratively heavy; various FTEs involved in the delivery of 
this service 

• City of Markham Budget 2019 emphasizes their 2019-2021 initiative to transform the City’s internal and external 
services through technology and innovation 

• Overlapping Green Initiative includes the elimination of paper-based processes through the modernization 
and integration of Financial Services functions into one system 

• Service is an in-house process, however the City has recognized the cost-saving potential of modernizing, and 
reallocating resources used for Payroll administration towards other departmental functions 

Service Levels • Business units managed 
• Costs for internal services 
• Council and legislatively approved service levels

• Financial Services, similar to other jurisdictions, supports the coordination and analysis of financial transactions both 
internal (across seven service areas) and external to the municipality

• The department operates at the council and legislatively approved standard level 

Organization 
Structure/Staffing 

Complement

• FTE
• Full-Time/Part-Time
• Unionization Rates
• Spans and Layers

Organization Structure: Financial Services department is comprised of four divisions – Planning and Reporting, Strategy 
and Investments, Procurement and Accounts Payable, Revenues and Property Taxation 
• Asset Management and Risk & Assurance sit in the Sustainability and Asset Management Department 
• Staffing Complement: 50 FTEs (2019) of 179 FTEs total for Corporate Services 

Jurisdiction 4: City of Markham – Finance
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

AP/AR 
Opportunity for 
Modernization

• Accounts payable and accounts receivable 
streamlining and automation capacity 

• As part of the City’s Efficiency and Fiscal Prudency initiative, their 2018 budget sought out opportunities to 
automate Accounts Payable processes; by 2019, Financial Services implemented an Automation Solution 

ASD for Payroll, 
Time Entry 

• Time Entry automation 
• Streamlining Payroll admin 
• In-house technology solutions for payroll 
• Integrating in-house systems with outsourced 

payroll 

• Time Entry automation is to be implemented through the adaptation of the City’s self-entry business expense 
reimbursement tool that was historically used to eliminate paper use 

• Payroll is transitioning away from being administratively heavy, towards modernization 

Jurisdiction 4: City of Markham – Finance
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About this Jurisdiction

Surrey is of one Canada’s fastest growing major cities, with an average growth rate of 8,440 
people per year since 2014. The estimated population for the City as of 2017 is 534,690 residents, 
with an annual growth rate of 1.64%. A significant proportion of the City’s growth is due to high 
immigration levels, therefore making the city one of Canada’s most diverse municipalities.

Financial Services at the City of Surrey manages an operating budget of $4.0M across five service 
areas, and is committed to modernizing its financial service delivery channels. The city has 
conducted regular reviews of payroll system automation opportunities, alongside automation of 
APAR processes, and revenue services. 

Surrey was selected due to its comparable population size to Brampton and the integration of a 
single source data platform.

Jurisdiction 5: City of Surrey – Finance 

The payroll system at the City of Surrey manages 
over $110M in salary and benefit payments 
annually. 

Key Initiatives

Electronic Invoicing and Payment submissions are 
utilized for APAR functions. 

Quick view: Brampton parameters relative to Surrey

City of Brampton City of Surrey

Population 642,800 ~534,690

Budget $16,700,000 $13,170,000

Staffing Complement 
per Capita

1:6,056 1:5,941

Service Delivery 
Model

In-house payroll and APAR In-house payroll and APAR 
functions 
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Brampton includes insurance claims in their Finance 
Budget.

Surrey’s Finance division also does procurement.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

Net operating Budget (2019) 
• Finance Department total budget is $9.6M (2019) 

and $10.1M (2020) 
• Within the Finance Department, Financial 

Services is $3.9M and $4.0M, 2019-2020 
respectively

Service Delivery: 
• Evaluating Service Delivery Structure (In-house 

vs outsourcing)
• Performance measurement 
• Modernization Strategy

Service Delivery:
• Risk management and assurance at the city of Surrey sits within the Finance Department as one of its key functions 
• Budget 2019-2023 key goals and initiatives includes the development of standardized Key Performance Indicators for 

Accounts Payable to identify further opportunities for streamlining 
• Payroll, Accounts Payable, and Revenue services (tax and utilities) are in-house functions focused on minimizing 

manual processes and technology and automation based functioning and capabilities

Service Levels • Business units managed 
• Council and legislatively approved service levels

• Department of Finance manages Financial Reporting and Compliance, Property & Payment, Procurement Services, 
Risk Management, and Treasury Operations 

• Financial Services manages: Long-term capital planning, Payroll, Property Tax & Utilities
• Over 157,000 property tax accounts 
• Payroll system manages payment of over ~$110M in salaries and benefits annually
• 54,000 pay cheques; ~2900 T-4 Slips 

Organization 
Structure/Staffing 

Complement

• FTE
• Full-Time/Part-Time
• Spans and Layers

• Finance sits as it’s own department outside of Corporate Services, unlike Brampton, and other municipalities 
reviewed

• 90 FTE

Jurisdiction 5: City of Surrey – Finance
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

AP/AR 
Opportunity for 
Modernization

• Accounts payable and accounts receivable 
streamlining and automation capacity 

• Accounts payable at the City of Surrey is transitioning to processing invoicing and payments through modernized 
channels such as Electronic Invoicing and Payment Submissions

• Accounts payable sits partially in Procurement Services 

ASD for Payroll, 
Time Entry 

• Time Entry automation 
• Streamlining Payroll admin 
• In-house technology solutions for payroll 
• Integrating in-house systems with outsourced 

payroll 

• City conducted a review of its payroll system in 2004 that resulted in four options for implementation ranging from 
hybridization, full in-house, and full outsourcing of their payroll function 

• Between ‘In-house’ Design of a Custom-Built, Fully Integrated Payroll and HRIS Application, and Acquiring and 
Implementing a Vendor supplied, fully integrated system, the City decided on the latter 

• The City now utilizes a PeopleSoft and Telus Enterprise Solutions Partnership to license and implement payroll 
services 

• The system modernizes Payroll functions by providing a single source data (full system integration) platform for 
Payroll and HR, allows HR to determine and anticipate future hiring and payroll events (i.e.: automatic payroll 
attrition due to staff turnover)

Jurisdiction 5: City of Surrey – Finance

215 City of Brampton – Governance & Internal Services Report – December 20, 2019



Appendix D1: Legal Services Organizational Structure Review



4. Legal Services – Organizational Structure Review 
Legal Services in Brampton are consistent with common jurisdictional comparators and are primarily delivered internally, with external legal 
counsel retained for major litigation, backfilling vacancies and on capital-recoverable projects.
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Organizational Structure Review

Current State

Legal Services in Brampton has two key business units: Litigation and Administrative Law, including municipal prosecutions and Real Property, 
Commercial and Development Law. Services provided are largely driven by legislative requirements and include litigation, dispute resolution, 
corporate collections, development law and site plans, commercial expropriations, real estate acquisitions and dispositions, and procurement 
support, particularly on complex IT procurements. Legal Services employs a roughly 1:1 Legal Counsel to Legal Clerk / Assistant, though 
Prosecutions has a ratio of 2:1 Prosecutors to Prosecution Coordinators. From an FTE perspective, Brampton (35 FTE) is leaner than Mississauga (54 
FTE excluding Risk Management) and Hamilton (61 FTE).

Brampton primarily delivers legal services in-house with the exception of tax litigation, major litigation, and legal support related to capital-
recoverable projects. Employment law is also contracted out, though that is managed through Human Resources.

Benefits Challenges

• Clear division of roles and responsibilities between legal services 
functions, including alignment of staff to focus on specific portfolios

• Clear accountabilities for distinct areas of legal services within the 
City

• Expertise is focused on high-risk areas
• Contracted services costs are low compared to other jurisdictions

• Recent changes to the Provincial Offences Act (POA) and 
Construction Act have resulted in growing numbers of POA and 
construction litigation files

• IT procurements are increasingly complex, requiring additional 
capacity and expertise from legal staff

• Illegal second units litigation and enforcement is a growing portfolio

Alternate 
Models

Most jurisdictions reviewed employ a similar model with legal services functions organized around Civil Litigation and Administrative Law and 
Commercial and Real Estate Law. Approximately half of jurisdictions reviewed have Legal Services report under the City Manager’s Office with the 
other half reporting under Corporate Services as Brampton does. Mississauga is reviewing their current legal services delivery model with the aim 
of delivering more services in-house. In those jurisdictions where staffing models were available, ratios of Legal Counsel to Legal Clerk / Assistants 
were in line with Brampton’s. All jurisdictions in Ontario reported similar challenges to those faced by Brampton, particularly related to POA and 
construction-related litigation. 
One key difference in a number of jurisdictions reviewed is that Risk Management was part of Legal Services.
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Organizational Structure Review

Key Findings
Legal Services in Brampton is organized similarly to comparable jurisdictions, with the exception of Risk Management, and appears to be more 
efficient from a staffing and complement perspective.
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4. Legal Services – Process Improvement Opportunities 
Legal Services has undertaken a series of process improvement and automation initiatives recently, though there may be options to adopt a paperless 
approach with document management software and consolidate legal contract procurement.
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Considerations

Brampton’s Legal Services division has recently implemented, or is in the process of reviewing and implementing, a number of process changes 
with the intention of streamlining and automating more of their work including streamlining site plan reviews, creating contract toolkits for Arts & 
Culture and Construction, integrating and automating interactions between Prosecutions and other departments, standardizing terms for external 
legal counsel, developing a construction liens database, enhancing the Administrative Monetary Penalty (AMP) system to cover non-parking 
municipal by-law infractions, and consolidating and standardizing legal title searches. Brampton is also assessing the feasibility of acquiring the 
Scope case management tool from the Ministry of the Attorney General (MAG) which would automate a series of processes and allow for more 
efficient, secure electronic data sharing between the City, MAG, and Peel Regional Police. Brampton also has a docketing system which is used to 
track the state of a given file and the total time / effort being expended on it as a means of assessing performance and identifying potential 
opportunities for improvement. Legal Services also appears to look for opportunities for continuous improvement, which is a valuable 
organizational and cultural practice.

Brampton has adopted many common process improvements that other jurisdictions are making. However, there may be opportunities to 
continue automating processes or introducing process improvements including:
• Continuing to expand the use of standard tools and templates for summonses, disclosures, contracts, and other common legal matters
o Example: Mississauga achieved a 50% reduction in processing times for preparation of summonses and disclosures through the use of 

templates and user-friendly documents
• While it is unlikely to be possible to go completely paperless, a number of jurisdictions are pushing to go paperless or dramatically reduce the 

use of paper through the use of legal document management software and document review platforms to reduce printing and clerical costs
o Example: Mississauga and Edmonton are both making strides to go paperless

• Provincial governments tend to consolidate procurement of external legal support under the Ministry of the Attorney General in efforts to 
ensure external contracts are being used appropriately, that the right expertise is being retained, and that prices being charged are appropriate 
given the scope and complexity of the matter being reviewed.

• Wherever possible leverage tools used by the Region of Peel, MAG, and / or Mississauga to maximize interoperability and value for money

Brampton 
Initiatives

Leading Practices
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Considerations

Legal Services is in the process of implementing or reviewing a number of impactful process improvements and automation tools. It should 
continue to do so, while expanding the use of standard tools and templates, considering the potential value of pushing to go paperless (and 
potentially adopting the tool being used in Mississauga) and whether there are improvements in value for money and / or service quality by 
having the City Solicitor approve the use of external legal services contracts on behalf of the entire City.

Key Takeaways
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4. Legal Services – Alternative Service Delivery (ASD) Analysis
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Alternative Service Delivery Models 

Model 1: Bring Additional Legal Services In-House Model 2: Outsource Additional Legal Services

Legal Services’ external legal budget is comparatively small, and 
some forms of legal services are commonly contracted out in other 
jurisdictions (e.g. major litigation, highly specialized matters). 
However, jurisdictions such as Vaughan and Edmonton employ in-
house employment lawyers to reduce their dependence on 
external contractors for common employment law matters, 
typically contracting out high risk or high profile cases.

External legal providers are capable of providing a broad scope of 
legal services including in areas such as real estate, commercial 
transactions, and contracts. Areas to consider leveraging external 
expertise are complex procurement and contract review, 
particularly It contracts, and complex or high value real estate and 
commercial agreements. These are becoming progressively more 
complex and technical, and the skills necessary to effectively advise 
on them are relatively rare.

Current State Brampton primarily delivers legal services in-house with the exception of tax litigation, major litigation, and legal support related to 
capital-recoverable projects. Legal Services also uses contracted support to backfill vacant positions short-term. Services are delivered 
internally at a cost of $4.63m. Brampton’s current legal services model includes common functions aligned with other municipalities. 

Legal Services' 2019 budget for external legal services is $215k, with an additional $260k budgeted for capital-recoverable projects. 
Human Resources has a 2019 budget for external legal services of $322k, Finance has a budget of $675k for legal support for insurance-
related claims, and Development Services has a budget of $150k.

ASD options

There are limited cost-effective alternatives for delivering Legal Services in the City of Brampton. However, one potential opportunity is to bring additional 
employment law expertise in house to reduce the reliance on external contractors.
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Alternative Service Delivery Models 

Brampton’s current Legal Services delivery model appears to be effective at controlling costs and delivering services internally, and the 
services currently contracted out are consistent with those other municipalities use. However, Human Resources is in the process of 
tracking the primary drivers of legal services costs. As it finishes that work and continues tracking over time there may be a case to hire a 
specialized internal resource if any one area of employment-related law is a sufficiently large driver of cost and volume.

Assessment

Model 1: Bring Additional Legal Services In-House Model 2: Outsource Additional Legal Services

• Employment law is a relatively specialized skillset which could 
be challenging to acquire

• Certain legal matters will continue to be sent to external 
counsel; in any given year that could cause net cost of service to 
increase depending on the number and complexity of matters 
being sent to external firms

• The volume and complexity of complex IT procurements has 
been increasing in recent years, which may escalate costs over 
time

Challenges/Risks 

• Development of additional internal capabilities
• Reduction in contracted services costs
• Employment law related issues happen frequently enough to 

warrant developing skill in-house to respond to them

• Provides access to specialized expertise
• Provides third part risk management for low frequency or high 

risk / complexity files
• Specialized expertise, particularly around IT contract law and 

intellectual property (IP) is relatively rare outside of a private 
sector environment

Benefits

The cost for a full-time employment lawyers is anticipated to be:
• $182k for salaries, wages and employee benefits
• Reductions in HR contracts are anticipated to be relatively 

minor, as multiple skillsets would be required to support HR’s 
needs legal services needs including employment law, labour 
law, compensation, health and safety, etc.

Contract costs can vary widely depending on the area of law and 
relative degree of expertise required, and the complexity of the 
specific case and therefore cannot be estimated accurately. 
Isolating the current costs to advising on complex / high value real 
estate, commercial agreements and IT procurements within Legal 
Services is challenging as it is part of a portfolio of services, but 
there is scope to refocus capacity on other activities.

Cost of Service
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The Approach

Conduct a jurisdictional analysis of comparable local jurisdictions to identify service 
delivery models, service levels, leading practices, and other key findings by:

Primary & Secondary Source Review
Evaluate the performance of Brampton’s current service offerings, its service 
levels and organizational structures relative to identified jurisdictions. This 
includes identifying where service gaps exist, innovative practices/service 
delivery models and Brampton’s performance.

Local Jurisdictions
Jurisdictions identified for consideration are primarily situated within the 
Greater Toronto Area based on previous jurisdictional analyses, weather 
conditions, comparable size, service delivery models or those in the process of 
evaluating service levels and investments. 

City of Mississauga: Mississauga was selected as a comparable City to Brampton based on its population size and its position in the Region of Peel.
City of Hamilton: Hamilton was selected as a comparable City to Brampton due to its population size and location in Southern Ontario.
City of Markham: Markham was selected as a comparable Southern Ontario lower tier municipality, though it is important to note that York Region performs prosecution 
services on behalf of its lower tier municipalities.
City of Edmonton: Edmonton was chosen as a large Canadian municipality that has recently experienced rapid growth and is focused on cost containment. It was also selected 
for having a broader legal services function than most other Canadian municipalities as a potential area of inquiry.

Jurisdictions Reviewed by EY

• Top priority issues (including alternative service delivery models and 
process improvement opportunities) will be taken into consideration 
in the evaluation of comparable services 
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Jurisdictional Scan Approach – Legal Services
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Service Levels

• Council approved 
service levels

• Services provided to 
departments

• Internal clients and 
groups managed 

Organization Structure
and Staffing 

• FTE
• Spans and layers 

• FTE
• Spans and layers 

Service Delivery Models

• Evaluating Service 
Delivery Structure

• Performance 
measurement 
(agreements, 
prosecutions, etc.)

• Operating Budget and 
Labour Costs

Jurisdictional Scan Priority Areas – Legal Services 

• Our jurisdictional analysis for the Service Reviews will be informed by specific research parameters and focus areas:

• Parameters include: size (population); demographics (diversity and age); economic growth rates; unionization rates; and other 
category specific parameters we identify

• Three central focus areas will consistently guide this analysis: Service Delivery Models; Service Levels; Organization Structure/Staffing 
Complement in addition to two category specific focus areas relevant to In-house Vs Outsourcing and Technology
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In-house Vs Outsourcing

• Services performed In-
house

• Services outsourced
• Reasons for 

outsourcing 

• Automation 

Technology

• Paper-less
• File management 

systems
• Automating
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Service Delivery Model Findings

Jurisdictional Scan Key Findings – Legal Services 
A review of 4 comparable jurisdictions, selected in collaboration with the City based on size, governance, and service delivery model. Key 
findings from the jurisdictional analysis include:

228

• Strategic goal for Legal Services is to assist other departments achieve their strategic goals by providing legal council
• Focus on improving client and staff satisfaction using data gathered from surveys such as the Markham’s Customer Satisfaction Survey, similar to 

what Brampton is doing
• Mississauga is currently evaluating the service delivery model for Legal Services (inhouse vs outsourcing) as their budget for external services is 3X 

larger than Brampton’s.
• Over 86% of the budget is used to cover labour costs

Service Level Findings

• Focus on minimizing staffing costs by using lawyers only for work that requires a lawyer
• Mississauga is hiring an articling student to respond to increased legal services. Their lower cost could alleviation existing pressures for 

lawyers to perform responsibilities outside of their role while the fact that it is a contract position can help meet fluctuating demands, while 
developing a talent pool for future legal counsel recruitment

• Edmonton is moving workloads that do not require a lawyer from lawyers to clerical staff which has resulted in substantial efficiencies similar 
to what Brampton has done.

• Large diversity of responsibilities. Especially for smaller jurisdictions, wide variety of legal services performed by a small team
• Increasing amount of litigation and complexity of legislation is straining current staffing levels
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Jurisdictional Scan Key Findings – Legal Services
A review of 4 comparable jurisdictions, selected in collaboration with the City based on size, governance, and service delivery model. Key 
findings from the jurisdictional analysis include:
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In-House Vs Outsourcing

• Moving more litigation in-house to cut costs is being done in Mississauga
• Collection of claims is being outsourced to cut costs in Edmonton 
• Mississauga is using time tracking software to track costs for different services and explore charge back service delivery models

Technology

• Mississauga is cutting processing time for preparation of documents by creating templates and user-friendly documents
• Mississauga is also using automated project and portfolio management tools allowing for the standardization of processes
• Edmonton is becoming paper-less to cut printing and clerical costs. Requires implementation of electronic file management systems
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About this Jurisdiction

Mississauga is Canada’s 6th largest city, with a consistently growing population that currently sits 
at 775,000 residents. It is a municipality with a demographic that is diverse in both age, and 
ethnic composition, and represents a centre for diversity in the GTA, similar to Brampton. The 
population in the working age group (15-64) represents 69%, with a majority of residents 
speaking a language other than English or French as their mother tongue. 

Mississauga faces similar issues and trends in terms of increasing numbers of IT and Strategy 
projects that require legal council. As well, as increased litigation from the transfer of the Part III 
Highway Traffic Act.

Mississauga’s Legal Services is also involved in the majority of strategic initiatives to act as legal 
council. 

Jurisdiction 1: City of Mississauga – Legal Services

Hiring articling students to keep costs 
down and create a pipeline for talent.

Key Initiatives 

There are increasing levels of litigation and 
increased numbers of IT projects that are 
increasing the workload of Legal Services. 
Struggling to find ways to increase services 
without greatly increasing costs.

Moving services in-house for cost savings 
as previously external legal services have 
gone over budget.

Using automated project and portfolio 
management tools to standardize documents 
and procedures. Brampton is in the process 
of obtaining similar tools.
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Quick view: Brampton parameters relative to Mississauga

City of Brampton City of Mississauga

Population 642,800 775,000

Budget $5,100,000 $7,957,000

Staff Complement per 
capita

1:20,088 1:13,271

Service Delivery 
Model and Functions

In-house with some outsourcing, 
does not include risk 
management

Some outsourcing that is being 
moved in-house

Key Differences 

Mississauga is increasing the hiring of 
lawyers.

Brampton is no longer using Legal for 
some of the services Mississauga still uses 
them for.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

2019 Proposed Budget: 
• $7,957,000 operating budget
Service Delivery
• Evaluating Service Delivery Structure (In-house 

vs outsourcing)
• Performance measurement (agreements, 

prosecutions, etc.)
• Scope of services includes: negotiations, by-laws 

& template agreements, POA, enforcement & 
compliance, risk management, insurance, HR 
advice, advocacy, and procurement support

• Paper-less initiative using legal document management software and a document review platform to cut printing 
and clerical staff costs

• Using automated project and portfolio management tools allowing for the standardization of processes
• Achieved a 50% reduction in processing time for preparation of summonses and disclosures through the use of 

templates and user-friendly documents
In-house vs outsourcing:
• Moving to more in-house services to cut costs 

• 2016: 77% services performed in-house
• 2017: 83% services performed in-house
• 2019 plan was to have a 5:1 ratio of in-house to outsourcing

• In 2017 they came overbudget due to external legal services used mostly for litigation
• Previously they have spent $790,000/year on external counsel for general civil litigation and $670,000/year for 

insurance defence

Service Levels

• Trends affecting service levels
• Current service levels

• Increased amounts of litigation and increased use of IT is requiring more legal council
• New time tracking software will provide insight into work allocation and generate data for exploring charge-back 

models of service delivery
Current Service Levels
• 523 court and tribunal attendances
• Handled 1,360 municipal charges, 3,524 Part I charges and 8,145 Red Light Camera charges
• Processed 5,907 disclosure requests and prepared 1,440 subpoenas
• Collected $253,00 in fines and property claims 
• Drafted 280 by-laws and 373 agreements
• Supported 146 procurements
• Reviewed 163 contracts for insurance compliance and made 67 risk management recommendations

Organization 
Structure/Staffing 

Complement

• 58.4 FTE in 2019 Proposed Budget for Legal 
Services

• Spans and layers 

Organization Structure: Legal Services is under the City Manager’s Office and in 2019 had 58.4 FTE
Strategies for handling increase workload:
• They are adding 4 FTE for a construction litigation team to handle the increase from the Construction Act
• Adding an additional litigator to handle additional litigation resulting from Part III Highway Traffic Act
• Using an articling student to keep costs low and create a pipeline for talent acquisition

Jurisdiction 1: City of Mississauga – Legal Services
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About this Jurisdiction

Hamilton proper is characterized by its growing diversity, increasing population and growing 
economy. It is considered Canada’s tenth largest city, with approximately ~5% of the city’s 
population working within the corporation. Similar to Brampton, Hamilton is witnessing steady 
population growth annually, with labour market trending towards a highly-skilled workforce. 

Hamilton has a number of strategic initiatives in progress and nearly all of them require legal 
council. As well, there is an increasing number of complex regulations including changes to 
legislation. 

Hamilton’s Legal and Risk Management Services needs to focus on attracting and retaining 
knowledgeable staff and adopting technology that can make delivery more efficient allowing for 
timely service to their clients.

Jurisdiction 2: City of Hamilton – Legal Services

To support the strategic initiatives in other 
service lines.

Key Initiatives

Risk management is part of Legal Services 
responsibilities.
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Quick view: Brampton parameters relative to Hamilton

City of Brampton City of Hamilton

Population 642,800 572,675

Budget $5,100,000 $4,271,400

Staff Complement per 
capita

1:20,088 1:9,388

Service Delivery 
Model and Functions

In-house with some outsourcing, 
does not include risk 
management

In-house and includes risk 
management

Key Differences

Hamilton’s legal services is also 
responsible for risk management.

Hamilton is a single tier city with a police 
department, and responsibility for 
delivering social services and affordable 
housing, significant drivers of legal services 
costs.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

2019 Projected Budget: 
• $4,271,400
• ($3,500,000) from reserves
• $7,739,550 in labour costs

Service delivery
• Evaluating Service Delivery Structure (In-house 

vs outsourcing)
• Performance measurement (agreements, 

prosecutions, etc.)
• Scope of services: prosecutions, civil and 

administrative litigation, solicitor services, and 
risk management

Performance measurements in 2018:
• 52 procurement contracts worth $92M
• 154 litigated files resolved

Service Levels • Services provided
• Costs for internal services 
• Council and legislatively approved service levels

• Responsible for Civil and Administrative Litigation, Prosecution and Solicitor
• Monitor and respond to changes in the legislative landscape by providing legal expertise and 

representation/advocacy for issues that are before the courts and tribunals, as well as proactively mitigate 
risks through effective management of claims

• Involved with the majority of other departments strategic initiative

Organization 
Structure/Staffing 

Complement

• Total of 61 FTE in Legal
• Spans and Layers

• Organization structure: Legal is under Corporate Services in the Legal and Risk Management Services division and is 
broken into 4 groups:

• Dispute resolution: 8 FTE
• Comm/Dev/ Policy: 29 FTE
• Risk Management: 10 FTE
• City Solicitor: 1 FTE

• Staff / Mgt Ratio: 11:20:1

Jurisdiction 2: City of Hamilton – Legal Services
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About this Jurisdiction

As the GTAs fourth most populous city with a population of 348,718, the City of Markham boasts 
a diverse community, growing economy, and comprehensive provision of citizen-services. Its fast 
growth is a challenge to maintain and grow infrastructures and services to match.

Its legal services is a small team challenged with fulfilling a wide variety of services. The strategic 
goals for the legal services are exclusively involved in helping other departments achieve their 
strategic goals. There are no plans to make improvements to this group to help with efficiency. 

They are in the process of creating their next 4 year strategic plan.

Jurisdiction 3: City of Markham – Legal Services

Strategic goals for Legal Services is to 
assist other departments achieve their 
strategic goals. 

Key Initiatives

Improving staff satisfaction to retain 
talent.

Improve customer satisfaction through 
performing a customer survey and 
implementing the results.
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Quick view: Brampton parameters relative to Markham

City of Brampton City of Markham

Population 642,800 348,718

Budget $5,100,000 $2,173,000

Staff Complement per 
capita

1:20,088 1:29,060

Service Delivery 
Model and Functions

In-house with some outsourcing, 
does not include risk 
management

In-house

Key Differences

Markham is not responsible for 
prosecutions as they are performed on 
their behalf by York Region.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

2019 Budget: 
• $2,173,000 operating budget
• $300,000 in Revenues from user fees and service 

charges
• $1,886,000 in labour costs

Service Delivery
• Evaluating Service Delivery Structure (In-house 

vs outsourcing)
• Performance measurement (agreements, 

prosecutions, etc.)
• Scope of services: POA, commercial agreements, 

by-law enforcement, negotiations, real property

• Improving customer service through undertaking a Customer Satisfaction Survey
• Focus and improvements on staff satisfaction within the department
• Assist other departments complete their strategic goals
Performance Metrics in 2017:
• Number of subdivision agreements: 6
• Number of site plan agreements: 46
• Number of development agreements: 6
• Number of POA prosecution conducted: 275
• Number of Administrative Penalty Hearings conducted: 289
• Number of circulations: 20
• Amount of proceeds generated from the sale of surplus assets: $488,307
• Number of new external customer inquiries regarding City owned realty assets: 13

Service Levels • Groups managed 
• Costs for internal services 
• Council and legislatively approved service levels

Legal Services Responsibilities
• Legal advice to council and all departments
• Representative at tribunals
• Preparation of development agreements
• Negotiation, preparation, review and registration of documents required for acquisition and lease of real property
• Drafting and review of by-laws
• Meetings with other government agencies
• Assisting the By-law Enforcement Department in enforcing and prosecuting City regulatory and zoning by-laws

Organization 
Structure/Staffing 

Complement

• 12 FTE in 2019
• Spans and Layers

Organization structure: Legal Services is under the Mayor & Council

Jurisdiction 3: City of Markham – Legal Services
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About this Jurisdiction

The City of Edmonton is a high growth city quickly approaching 1 million people. It has 
acknowledged the importance of having strong basic services that can support the quickly 
growing and evolving needs of the city. 

In order to allow for the quick growth, Edmonton has been smart about how it finances and 
operates those services. With economic downturn during the past through years, finding places to 
reduce costs has become even more important. 

A focus on going green in the legal services division is also creating additional opportunities for 
cost savings. Asking if things like paper or parking spots are necessary with today’s infrastructure 
and technology can reduce costs.

Jurisdiction 4: City of Edmonton – Legal Services 

Moving to paperless using electronic file 
management software to cut printing and 
clerical costs.

Key Initiatives 

Pairing services with the lowest level of 
staff that is capable of performing the 
service.

Using a collection agency for claims under 
$50,000.
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Quick view: Brampton parameters relative to Edmonton

City of Brampton City of Edmonton

Population 642,800 972,223

Budget $5,100,000 $12,540,000

Staff Complement per 
capita

1:17,856 1:11,742

Service Delivery 
Model and Functions

In-house with some outsourcing, 
does not include risk 
management

In-house but outsources to a 
collection agency, risk 
management included under the 
Law Branch but separate from 
Legal Services

Key Differences 

Edmonton is a larger single tier city with 
increased demands for prosecution and 
legal services.

Risk and Insurance and Security (both 
physical and cybersecurity) are under legal 
services in Edmonton
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

2019 Gross Operating Budget:
• $12,540,000
• Legal Services makes up $8,239,000 of the Law 

operating budget

Service Delivery
• Evaluating Service Delivery Structure (In-house 

vs outsourcing)
• Performance measurement (agreements, 

prosecutions, etc.)

• Moving to an integrated electronic file management system to reduce printing and clerical costs
Outsourcing:
• Using a collection agency to pursue claims under $50,000
Performance measurement:
• 90% Client Satisfaction
• 95% claims settled outside of court

Service Levels • Responsibilities
• Service levels

• Legal Services is responsible for:
• Providing legal advice and interpreting legislation
• Drafting and reviewing contracts, bylaws, policies, directives and procedures
• Litigation on behalf of the city including prosecuting bylaws
• Representing the city in front of tribunals

• Current service levels:
• 6300 bylaw prosecutions
• 10,000 legal opinions given

Organization 
Structure/Staffing 

Complement

• 82.8 FTE in Legal Services
• Spans and layers 

Organization structure: Legal services is under the Law Branch along with risk management and corporate security. The 
Law Branch is under the Office of the City Manager
Strategies for limiting labour costs:
• Initiative to confirm that services being performed by lawyers require a lawyer. Moving tasks to less trained staff

Jurisdiction 4: City of Edmonton – Legal Services
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5. City Clerk’s Office – Organizational Structure Review 
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Brampton’s Structure Alternative Structures

Structures What works:
• Brampton’s City Clerk’s Office is internally 

divided into separate functions to cover the 
diverse responsibilities in their portfolio

• Service Lines: Business Coordination 
and Vital Statistics, Administrative 
Services & Elections, Records and 
Information Management, Protocol 
Office, Privacy Management, 
Legislative Services

Challenges:
• Not all licensing is done by the City Clerk’s 

Office which can make it confusing to 
residents on where to go for the license they 
need

Increasing City Clerk’s Functions Splitting the City Clerk’s Functions

• Markham’s licensing has been moved to 
a single online portal for easy access and 
Mississauga has an external facing City 
Clerk’s Office that includes all Legislative 
Services

• Markham and Mississauga has moved 
their City Clerk’s Office functions under 
Legislative Services and added functions 
such as communications, print services, 
POA administration which can be 
managed as a whole

• Hamilton has added printing to their City 
Clerk’s Office

• London has divided its City Clerk’s Office 
into 4 separate divisions to clarify 
responsibilities and for more accurate 
budgeting

• Vancouver has removed licensing from 
the City Clerk’s Office and moved it to a 
Developmental, Buildings and Licensing 
department

Conclusions • Every jurisdiction looked at has given different responsibilities to the City Clerk’s Office or if they no longer have a City Clerk’s Office then 
those functions exist in different divisions under Legislative Services

• Even though the functions of the City Clerk’s Office are internally located in different divisions across jurisdictions, externally residents can 
either access the City Clerk’s Office as a physical space that contains all legislative services or as a single online portal

• More important than which responsibilities belong to the City Clerk’s Office is that the public can easily access services in a unified way

There does not appear to be a common organizational model for the City Clerk’s Office as jurisdictions have different functions in the City Clerk’s Office or 
they have broken the City Clerk’s Office into separate divisions under Legislative Services.
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Brampton Model

Roles & Responsibilities

• Manage council agendas, municipal elections, AODA accessibility 
• Clerk’s office acts as the corporate records manager for municipal records regardless of medium 
• Standard business licensing for over 200 city regulated functions 
• Treasurer/secretary of committee of adjustment, contact manger for lobbyist registry 
Not within Clerk’s Purview 
• POA , Administrative Penalty System administration and management managed by Court Administration with a FTE complement of 

24 staff, located within Corporate Services 
• Licensing issuance and administration for mobile business and property-related by-laws 

Brampton’s City Clerk’s office supports the legislative and administrative processes of Brampton City Council, corporate service
delivery, operates the Protocol Office, manages privacy considerations, issue licenses and permits, and marriage ceremonies. 
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Legislative Services 
Model

Roles & Responsibilities

Key Features Jurisdictional Leading Practices

• Client facing City Clerk’s Office oversees all resident service 
requests for the statutory corporate, administrative and 
legislative functions of municipal clerks (ex. Council support). 
The office can also act as the client-facing destination for the 
administration of Provincial Offences Act (POA), Administrative 
Penalties and Lobbyist Registry

• Internally, the public facing roles of the Clerk’s office can be 
divided across service lines/departments or under a central 
Legislative Services Department 

• Mississauga’s City Clerk’s Office performs the statutory duties 
of a municipal clerk while managing the administration of 
Provincial Offenses Court and Administrative system for 
residents. Internally, duties and Clerk’s staff are distributed 
across the Legislative Services Department Delivery Model 
under nine sections

• Similarly, Hamilton offers a similar one-window customer-
facing City Clerk’s office offering. Internally, services are divided 
across six divisions within its Corporate Service Division, 
including unique City Clerk’s office that manages legislative and 
administrative functions and a Customer Service and Provincial 
Offenses Administration division that oversees the POAs 
portfolio.

From a client-facing perspective, comparable jurisdictions have centralized corporate, administrative and legislative functions under a 
Office of the City Clerk designation. Internally, City Clerk’s responsibilities either sit under or divided across an overarching Legislative 
Services department that could also include additional functions such as APS/POA administration, print services, communications and 
licensing.

City of Brampton – Governance & Internal Services Report – December 20, 2019



Appendix E2: City Clerk’s Office Process Improvement



5. City Clerk’s Office – Process Improvement Opportunities 
There are a number of process improvement initiatives that could apply to the City Clerk’s Office to both improve productivity and improve customer 
experience.
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Considerations

The City Clerk’s Office is undertaking a series of process improvement initiatives including working with DI&IT on implementing a new Agenda 
Management tool (aligned with the City of Mississauga and Region of Peel) and enhancing and upgrading the Amanda platform to be better 
integrated with Enforcement and By-Law Services. Both of those initiatives are targeted for the first quarter of 2020. The Clerk’s Office appears to 
have built strong relationships with Enforcement and By-Law Services which has increased alignment and process integration. In addition, the 
Clerk’s Office is supporting DI&IT in their work on preparing a data catalogue, a recent draft of which was shared with the Clerk’s Office.

However, there are still a number of challenges and manual processes that could be improved, and barriers to adopting more online tools and 
services. The Clerk’s Office has had challenges aligning processes with the Region of Peel for legislative services, and with being brought in early in 
the process by DI&IT and business units during new system implementations, creating complications during the Privacy Impact Assessment (PIA) 
and Threat Risk Assessment (TRA) processes. Digital records retention, particularly for emails, continues to be a struggle despite recent 
investments in upgrading the BRIMS platform. This compounds the challenge of responding to the increasing volume and complexity of Municipal 
Freedom of Information and Protection of Privacy Act (MFIPPA) requests. Lastly, many licensing processes are still manual and paper-based where 
online tools exist that could improve the efficiency and accuracy of the processes. Increasing the use of online licensing applications is 
complicated by the fact that the Class point of sale tool is outdated and difficult to use.

Other comparable jurisdictions are making investments in increasing the use of online portals for licensing applications to improve customer 
experience and reduce the amount of manual and paper-based work.
• Online license applications and renewals are increasingly common in comparable municipalities and have resulted in productivity 

improvements:
o Mississauga has created a portal to allow marriage licenses to be submitted online which reduced processing times by approximately 10 

minutes per license
o London allows building permits to be submitted online
o Markham allows for renewal of business, marriage and pet licenses online

• Increasing the use of online license applications and renewals could be done as part of a broader One Window Approach (see Appendix B3 for 
more detail)

Brampton 
Initiatives

Leading Practices
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Considerations

• Robotic Process Automation (RPA) software could be used to support document retention and classification efforts by automating the filing of 
emails from City accounts into the BRIMS platform and tagging key terms based on optical character recognition (OCR) of the email or 
attachments. This may also help reduce the effort associated with responding to MFIPPA requests.

• The City Clerk’s Office is legislatively the ‘business owner’ of records and information management. By working with DI&IT to develop a base 
standard of digital information retention requirements that can be added to all future IT investments, and applied to all redevelopments of 
existing systems as they occur, it is likely that overall information management and retention compliance could be improved in IT applications. 
Embedding these requirements as part of the DI&IT Architecture Gating process may also improve outcomes around the PIA and TRA 
processes, and reduce the effort associated with responding to MFIPPA requests.

The City Clerk’s Office is working to improve processes, and has made advancements in process improvement, automation and integration with 
Enforcement and By-Law Services in particular. However, there are a number of opportunities to automate and improve processes that are both 
customer-facing (licensing and renewals) and internal (records retention, information management). In particular, Brampton should look to adopt 
more online tools for licensing applications as this is a key area that other comparable and local jurisdictions are investing in.

Key Takeaways

Leading Practices
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5. City Clerk’s Office – Revenue Generation Opportunity
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Brampton charges licensing fees that are measurably lower than many of their comparator jurisdictions. There are opportunities to increase licensing fees 
modestly while still maintaining license fees that are lower than other jurisdictions while increasing the revenue generated through licenses.

The analysis presented subsequently examined 33 different licensing fees, their rate in 2019 charged by Brampton and 15 other Ontario jurisdictions, and 
compared them to identify the areas where Brampton’s fees are below those of other jurisdictions. Potential fee rate differences were developed by 
calculating what closing 50% and 75% of the gap between Brampton’s current fees and those charged by other jurisdictions. Potential revenues were then 
calculated based on Brampton’s 2018 license volume data multiplied by the fee increase at both 50% and 75% of the difference against jurisdictional 
comparators.

Given that Mississauga is Brampton’s closest comparator in many respects, and that businesses and individuals can be price sensitive to increases in 
license fees, it is perhaps the most appropriate comparator to measure against. Compared to Mississauga, the highest volume license fees with significant 
gaps between the fees charged are:
• Fixed Food Premise (78% of Mississauga’s license fee)
• Tobacco sales (73% of Mississauga’s license fee)
• Body Rub Operators / Attendants (63% and 70% of Mississauga’s license fee respectively)

If Brampton were to close the gap on those four areas only it could result in revenue generation of between $73,000 and $110,000.

Average fee % 
compared to 
Mississauga

Expected 
revenue at 
50% of 
Mississauga’s 
fee

Expected 
revenue at 
75% of 
Mississauga’s 
fee

Average fee % 
compared to 
Mississauga, 
Markham and 
Vaughan

Expected 
revenue at 
50% of the 
average of 
Mississauga, 
Markham and 
Vaughan

Expected 
revenue at 
75% of the 
average of 
Mississauga, 
Markham and 
Vaughan

Average fee % 
compared to 
an aggregate 
of 15 Ontario 
jurisdictions

Expected 
revenue at 
50% of the 
aggregate fee

Expected 
revenue at 
75% of the 
aggregate fee

Brampton 
collects

79% $83,000 $125,000 64% $207,000 $311,000 68% $257,000 $386,000
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The Approach

Conduct a jurisdictional analysis of comparable local jurisdictions to identify service 
delivery models, service levels, leading practices, and other key findings by:

Primary & Secondary Source Review
Evaluate the performance of Brampton’s current service offerings, its service 
levels and organizational structures relative to identified jurisdictions. This 
includes identifying where service gaps exist, innovative practices/service 
delivery models and Brampton’s performance.

Local Jurisdictions
Jurisdictions identified for consideration are primarily situated within the 
Greater Toronto Area based on previous jurisdictional analyses, weather 
conditions, comparable size, service delivery models or those in the process of 
evaluating service levels and investments. 

City of Mississauga: Mississauga was selected as a comparable City to Brampton based on its population size and for its position in the Region of Peel.
City of Hamilton: Hamilton was selected as a comparable City to Brampton due to its population size and location in Southern Ontario.
City of Markham: Markham was selected for its proximity to Brampton and for its single corporate services department that houses licensing, by-law enforcement and the City 
Clerk’s Office.
City of London: London was chosen as it has divided up the responsibility of the City Clerk’s Office into different departments as a contrast to the City of Brampton.
City of Vancouver: Vancouver was chosen for its diverse population and focus on record retention initiatives.

Jurisdictions Reviewed by EY

• Top priority issues such as Record Keeping and Interdepartmental 
Projects will be taken into consideration and evaluation of 
comparable services 
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Jurisdictional Scan Approach – City Clerk’s Office
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Service Levels

• Council approved 
service levels

• Services provided to 
departments

• Internal clients and 
groups managed 

Organization Structure
and Staffing 

• FTE
• Spans and layers 

Service Delivery Models

• Evaluating Service 
Delivery Model 

• Performance 
measurement 
(cost/service, client 
satisfaction.)

• Budget Size

Jurisdictional Scan Priority Areas – City Clerk’s Office

• Our jurisdictional analysis for the Service Reviews will be informed by specific research parameters and focus areas:

• Parameters include: size (population); demographics (diversity and age); economic growth rates; unionization rates; and other 
category specific parameters we identify

• Three central focus areas will consistently guide this analysis: Service Delivery Models; Service Levels; Organization Structure/Staffing 
Complement; in addition to two category specific focus areas relevant to Record Keeping and Inter-departmental Projects

Record Keeping

• System in use for 
managing records

• System used for 
managing and 
generating Council and 
Committee agendas

Interdepartmental Projects

• Services that can be 
accessed online

• Departments involved 
in permitting

• Cross-over between IT 
and the City Clerk’s 
office strategic goals 
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Service Delivery Model Findings

Jurisdictional Scan Key Findings – City Clerk’s Office
A review of 5 comparable jurisdictions, selected in collaboration with the City based on size, governance, and service delivery model. Key 
findings from the jurisdictional analysis include:
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• In order to increase accessibility and community involvement, many municipalities like Brampton have introduced live-streaming and webcasts of 
council and committee meetings. There are agenda/meeting management software that supports close captioning of webcasts speeding up the 
process of making them available to the public

• Focus on moving to being paper-less. Not only is it a green initiative but it also reduces printing and clerical staff costs. When it come to archiving, 
there is significant cost saving in storing data electronically versus on paper

• Performance metrics vary greatly between municipalities. They all look at success meeting legislated timelines for responding to information 
requests. There is also an emphasis on client satisfaction and wait times

• Services are being moved online. This reduces the amount of time for staff to administer different services. It also increases accessibility for 
constituents
• Mississauga has reduced the time to process marriage licenses by 10 minutes since enabling them to be submitted online.
• London allows building permits to be applied for online
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Service Level Findings

Jurisdictional Scan Key Findings – City Clerk’s Office
A review of 5 comparable jurisdictions, selected in collaboration with the City based on size, governance, and service delivery model. Key 
findings from the jurisdictional analysis include:
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• Some municipalities do not have a City Clerk’s Office and instead have moved its responsibilities into separate service lines
• London has broken up the duties of the City Clerk’s Office into 4 separate service lines each with its own budget. This can help to clarify roles 

and responsibilities and provide a more accurate budget. It has also allowed all licensing and permitting to be in the same service line
• Vancouver has separated licensing and permitting from the City Clerk’s Office and placed it in its own service line which is responsible for all 

licenses and permits including business inspections
• Other municipalities such as Markham and Mississauga have added additional responsibilities to the City Clerk’s Office and renamed it 

Legislative Services. They have added by-law enforcement to the Legislative Services purview. They also do their own business inspections
• Not all municipalities perform civil marriage services
• There is an increase in MFIPPA requests which requires increasing amount of staff time. Hamilton MFIPPA applications have grown by 8.7% over the 

past three years. Markham’s MFIPPA applications have grown by 14.6% over three years
• Jurisdictions that have larger numbers of FTEs, such as Markham with 73 FTEs, have City Clerk’s Offices that are responsible for additional services 

such as by-law enforcement or licensing and inspections 
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A review of 5 comparable jurisdictions, selected in collaboration with the City based on size, governance, and service delivery model. Key 
findings from the jurisdictional analysis include:
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Record Keeping

• Most jurisdictions are looking to improve their record/data management systems including downsizing to only required documents
• Many jurisdictions are also investing in agenda/meeting management software to increase the speed in which council meeting video or minutes are 

available to the public
• There is a focus on creating training for all city staff on data retention policies, procedures and technologies

• Procedures can target times when data is frequently lost such as off-boarding
• Incentive programs can help increase compliance with procedures

Inter-departmental Projects

• Many jurisdictions are moving to a single online portal for accessing all municipal services
• Record management system projects are usually done in partnership with IT. The City Clerk’s Office leads the project except in the case of IT 

managing data storage space and software that is used across departments
• In cases where the City Clerk’s Office issues permits and licenses, inspections are performed by a different service line or potentially a third party
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Key Initiatives 

About this Jurisdiction

Mississauga is Canada’s 6th largest city, with a consistently growing population that currently sits 
at 775,000 residents. It is a municipality with a demographic that is diverse in both age, and 
ethnic composition, and represents a centre for diversity in the GTA, similar to Brampton. The 
population in the working age group (15-64) represents 69%, with a majority of residents 
speaking a language other than English or French as their mother tongue. 

Mississauga is also experiencing higher levels of MFIPPA requests while still having to respond in 
30 days putting strain on their City Clerk’s Office. Along with all the other legislated services that 
have to be done within a prescribed amount of time creates a challenge for cutting costs.

There is also an increased public interest in municipal governance leading to a need to increase 
accessibility to council meetings and an increased importance on record management for 
requested documents.

Jurisdiction 1: City of Mississauga – City Clerk’s Office
Quick view: Brampton parameters relative to Mississauga

City of Brampton City of Mississauga

Population 642,800 775,000

Budget $3,900,000 $3,880,000

FTE per Capita 1:18,366 1:16,046

Service Delivery and 
Functions

Contains: Business 
Coordination and Vital 
Statistics, Administrative 
Services & Elections, Records 
and Information Management, 
Protocol Office, Legislative 
Services

Contains: Elections and 
Legislative Services

Moving to on-demand videos for council 
and committee meetings. 

Moving additional services online, reduced 
wait times and staff time.

Reducing paper to cut costs for printing 
but also for storage.

Updating record and agenda management 
software to increase record retention as 
mandated through legislation.
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Key Differences 

Mississauga City Clerk’s Office is not 
responsible for licensing.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

2019 Proposed Budget: 
• $3,880,000 for the Office of the City Clerk
• $423,000 for Elections division
Service Delivery
• Evaluating Service Delivery Model 
• Performance measurement (cost/service, client 

satisfaction.)

• Provides live-streaming and on-demand videos for Council and six of the Committees with between 500 – 2,250 
views per month

• Marriage Licence applications are submitted online which resulted in a 10 minute time reduction per application Also 
online submissions for Committee of Adjustment applications, payment of fees and MFIPPA requests

• Paperless agendas for the Committee of Adjustment, reducing printing costs and time of approximately $600 per 
meeting

• Offer review of Penalty Notices under the City’s Administrative Penalty System 
Performance metrics for 2018 (planned): 
• Cost of election / eligible elector: $5.40, the cost per elector in 2022 will decreased by 4% following implementation 

of LEAN improvements and efficiencies 
• Operating costs per capita for Legislative Services: $10.19
• Percentage of Council Meetings Streamed: 35%

Service Levels

• Council approved service levels
• Services provided to departments
• Internal clients and groups managed 

• Supports Council and 24 Committees of Council
Processing times:
• MFIPPA requests are decided on within 30 days for 99% of requests and are checked for personal information that is 

secure
• The committee of adjustment addresses minor variance applications within 45 days and Consent applications within 

90 days
• Marriage Licenses and death registrations are processes on the same day the applications are received

Organization 
Structure/Staffing 

Complement

• 93.1 FTE in 2019 Proposed Budget for Legislative 
Services

• Spans and layers 

Organization Structure: The office of the City Clerk sits under the Legislative Services and is led by the City Clerk and 
Director of Legislative Services. The Legislative Services Service area is in the Corporate Services Department
• Legislative Services staffing for 2019 is broken down into 4 FTE for Elections, 44.3 FTE for the Office of the City Clerk, 

13.3 FTE for Printing and Mail Services, and 31.6 FTE for managing the Provincial Offence Act 
• Legislative services administer the Provincial Offenses Act (POA) Court and Administrative Penalty System
• Need to increase staff numbers to handle increased number of MFIPPA requests

Jurisdiction 1: City of Mississauga – City Clerk’s Office
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Jurisdiction 1: City of Mississauga – City Clerk’s Office
Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Record Keeping

• System in use for managing records
• System used for managing and generating 

Council and Committee agendas

• Implementation of the Electronic Document Records Management System (EDRMS) at the cost of $1,219,000
• Updating the existing system (agenda.net) for managing agendas to streamline approval of reports, agenda 

preparation, agenda distribution at the cost of $590,000 between 2019-2020. The new system will link meeting 
minutes with linked video archives 

• Freedom of Information Requests must be made in writing (via an access request form or a letter) and 
accompanied by a non-refundable $5 fee. Additional fees accompany record preparation, photocopies, 
floppy/hard disks and any other costs incurred in responding to requests. 

Inter-
departmental 

projects

• Services that can be accessed online (marriage 
licenses) 

• Departments involved in permitting
• Cross-over between IT and the City Clerk’s office 

strategic goals 

• There is a single online services page for permit applications, paying tickets, many types of reporting and civic 
services but different licenses are carried out by different departments

• The software for record keeping is only in the City Clerk’s office strategic goals and not in IT’s
• Vote Anywhere Software implemented for 2018 election allows voters to vote at any poll location city wide for 

advanced polls and any poll location in their ward on election day
• Developing online scheduling pilot for Vital Statistics Customers 
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About this Jurisdiction

Hamilton proper is characterized by its growing diversity, increasing population and growing 
economy. It is considered Canada’s tenth largest city, with approximately ~5% of the city’s 
population working within the corporation. Similar to Brampton, Hamilton is witnessing steady 
population growth annually, with labour market trending towards a highly-skilled workforce. 

Hamilton’s departments remain very siloed making it hard to a one window approach. Very few 
services are available online and Hamilton is beginning to look at improving this.

Hamilton is focusing on training their staff to increase ability and performance. This is paired with 
a focus on tracking metrics to better understanding the different departments.

Jurisdiction 2: City of Hamilton – City Clerk’s Office

Moving to having applications available 
online.

Key Initiatives

Using staff training to improve record and 
email management, also protection of 
personal information.

Very few online services or cooperation 
between departments.

Upgrading record and agenda 
management software.

Quick view: Brampton parameters relative to Hamilton

City of Brampton City of Hamilton

Population 642,800 572,575

Budget $3,900,000 $2,400,000

FTE per Capita 1:18,366 1:19,744

Service Delivery and 
Functions

Contains: Business Coordination 
and Vital Statistics, 
Administrative Services & 
Elections, Records and 
Information Management, 
Protocol Office, Legislative 
Services

Contains: Elections, Print & mail, 
Records & MFIPPA and 
Legislative Services
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Key Differences

Hamilton’s City Clerk’s Office is not 
responsible for licensing.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

City Manager’s Office 2019 Budget: 
• $2.4M operating budget
• $580,000 in revenues

Service delivery
• Evaluating Service Delivery Model 
• Performance measurement (cost/service, client 

satisfaction.)

Service Delivery
• Implement online services for Access and Privacy and Marriage Licence applications in collaboration with IT division 

(Anticipated completion for 2019 in collaboration with IT) 
• Secretariat support to council, committees, and boards
• Conduct municipal and school board elections
• Management of the organization’s records and lobbyist registry 
2019 Major Initiatives
• Introduce Early Resolution Enhancements (POA)
• Enhance call experiences using online tools and promotion of self-serve options 

Service Levels • Council approved service levels
• Services provided to departments
• Internal clients and groups managed 

• Received 225 MFIPPA requests in 2018, with an ongoing trend of increasing MFIPPA requests 
• Supported 21 council meetings in 2018
• Responded to 2,175 emails in 2018, an almost 200% increase from 2017 (730) that can possibly attributed to the 

municipal election
• Issued 2,255 marriage licences in 2018

• Does not perform civil services

Organization 
Structure/Staffing 

Complement

• 29 FTE
• Spans and Layers

• City Clerk’s Office: 29 FTEs divided into Records and MFIPPAs (10 FTEs), Elections/Print and Mail (8 FTEs), and 
Legislative Services (9 FTE) with one administrative assistant 

• Spans and Layers: Staff to management ratio is 6:25:1 
• Organization structure: The City Clerk’s Office is under Corporate Services and is responsible for Elections, Print & 

mail, Records & MFIPPA and Legislative Services

Jurisdiction 2: City of Hamilton – City Clerk’s Office
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Record Keeping

• System in use for managing records
• System used for managing and generating 

Council and Committee agendas
• Ongoing review of records retention by-law 

(Completion by 2019)

• Expand use of eSCRIBE following its implementation in 2018: meeting management software for the public sector 
that allows for closed captioning

• Upgraded Electronic Document and Records Management software in 2018
• Implemented staff training on records management, email management and privacy of information
• Working on expanding agenda management software workflow organization-wide (2021 anticipated completion) 

in collaboration with all City divisions
• Freedom of Information Requests must be made in writing (via an access request form or a letter) and 

accompanied by a non-refundable $5 fee. Additional fees accompany record preparation, photocopies, 
floppy/hard disks and any other costs incurred in responding to requests. 
• Council receives quarterly reports on freedom of information activity by the Audit, Finance and 

Administration Committee listing days to finish and time devoted by City division
• Processes are largely done manually and subsequently charged to the requestor

Inter-
departmental 

projects

• Services that can be accessed online
• Departments involved in permitting
• Cross-over between IT and the City Clerk’s office 

strategic goals 

• Permit have to be applied for in person, licenses by mail. Separate departments administer business licenses and 
building permits

• IT is updating the email platform but the record management is not part of their strategic goals

Jurisdiction 2: City of Hamilton – City Clerk’s Office
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About this Jurisdiction

As the GTAs fourth most populous city with a population of over 300,000, the City of Markham 
boasts a diverse community, growing economy, and comprehensive provision of citizen-services. 
As Canada’s high-tech capital there is a focus on the use of technology and its international profile 
continues to attract companies.

By placing all central services under a single Corporate Services department, Markham has 
created an inter-service culture where the expertise in one service can be applied to the goal’s of 
another. 

Licensing is placed under a single service line allowing for the possibility of a one window 
approach. Inspections have been separated from the licensing process making it possible to 
outsource.

Jurisdiction 3: City of Markham – City Clerk’s Office

Combining the City Clerk’s Office 
responsibilities with by-law enforcement 
and licensing.

Key Initiatives

Training staff on how to use technology 
that is implemented.

All types of licensing is done by a single 
group and inspections are separate and 
completed at a different time.

Having IT take the lead with technology 
implementation with Legislative Services 
supporting.

Quick view: Brampton parameters relative to Markham

City of Brampton City of Markham

Population 642,800 348,718

Budget $3,900,000 $2,200,000

FTE per Capita 1:18,366 1:4,777

Service Delivery and 
Functions

Contains: Business Coordination 
and Vital Statistics, 
Administrative Services & 
Elections, Records and 
Information Management, 
Protocol Office, Legislative 
Services

Contains: By-law & Regulatory 
Services, Business Licensing & 
Standards, Corporate 
Communications and 
Community Engagement, Public 
Services, Secretariat Services 
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Key Differences

Responsibilities of the City Clerk’s Office is 
within Legislative Services which is also 
responsible for By-law enforcement and 
communications.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

2019 Budget: 
• $11,121,000 expenditures from Corporate 

Services
• $6,569,000 revenue from Corporate Services
• $2,200,000 revenue from business, marriage and 

other licenses
Service Delivery
• Evaluating Service Delivery Model 
• Performance measurement (cost/service, client 

satisfaction.)

• Administrative support to Council and committees 
• Services include: 

• Marriage Licensing and Wedding Services, Commissioner of Oaths, Insurance Claims, Records Management, 
Municipal Elections. Elements of By-Law Enforcement and Licensing

Performance Metric targets for 2019:
• Staff satisfaction rating: 80%
• Average cooperate learning hours per employee: 20 hours
• # of MFIPPA appeals received: 0
• # of new advisory committee members that self-identify as being a member of a diverse community: 55%
• # of lost days due to injury: 0
• Target increase in non-tax revenue through facility advertising: $175,725

Service Levels • Council approved service levels
• Services provided to departments
• Internal clients and groups managed 
• 6,627 Pet Licenses Issued 
• 86% of calls reserved within first call
• 45095 parking penalties issued with an average 

notice of $51.35

• Legislative Services is responsible for: by-law enforcement, business licenses and standards, corporate 
communication & community engagement, public services, secretariat services

2019 service goals:
• # of MFIPPA requests: 150
• # of marriage licenses issued: 1500
• # of bookings for wedding chapel: 278
• # of bookings for the wedding room: 224
• # of stationary business inspections: 4,000
• # of mobile business inspections: 4,000
• Target increase in non-tax revenue through corporate and facility sponsorship (2019 - $80,000)

Organization 
Structure/Staffing 

Complement

• 73 FTE
• Spans and Layers

Organization structure: City Clerk’s Office is called Legislative Services which is under Corporate Services and tied with 
Corporate Communications
• Five Divisions: By-law & Regulatory Services, Business Licensing & Standards, Corporate Communications and 

Community Engagement, Public Services, Secretariat Services 
• 73 FTE, 10.1% staff turnover rate 
• 4.2 average corporate learning hours per employee. 
• Planned development of succession planning for future staffing needs and knowledge transfer strategies 

Jurisdiction 3: City of Markham – City Clerk’s Office
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Jurisdiction 3: City of Markham – City Clerk’s Office
Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Record Keeping

• System in use for managing records
• System used for managing and generating 

Council and Committee agendas

• IT is implementing new master data management system, Legislative Services is assisting by purging duplicate files
• Also implementing eSCRIBE agenda system: meeting management software for the public sector
• Training City staff on City’s new records retrieval system
• As per provincial regulations, freedom of Information Requests can be done online via a online form system as part 

Markham’s online and accompanied by a non-refundable $5 fee. Additional fees accompany record preparation, 
photocopies, floppy/hard disks and any other costs incurred in responding to requests

Inter-
departmental 

projects

• Services that can be accessed online
• Departments involved in permitting
• Cross-over between IT and the City Clerk’s office 

strategic goals 

• Markham’s Online Services portal offers the registration and renewal for Business, Marriage and Pet licenses. 
• IT is responsible for implementing a new master data management system with Legislative Services assisting
• Ongoing partnership with IT to cleanse city records in preparation of new document management system 
• All licensing is performed by Legislative Services with inspections done separately
• Working on developing a new Shared Service Level Agreement between the Contact Centre and internal 

departments to align with the City’s new customer experience strategy
• Exploring the expansion of the Administrative Penalty System to other Licensing and Animal Services By-Laws
• Ongoing review of processes to increase non property tax revenues and maintain operating costs 
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About this Jurisdiction

The City of London, with a population of 393,167 growing on average by 1.6% annually is 
characterized by a growing economy, a increasingly diverse workforce, and is a growing hub for 
technological innovation in the region. 

London uses a 4 year budget which matches their strategic plan. There is a strong focus on 
infrastructure and debt reduction. 

London has divided the responsibilities of the City Clerk’s Office into several service lines which 
allows each service line to specialize. It has also allowed those service lines to absorb similar 
responsibilities such as the licencing and certificates service line handles all licensing.

There is a strong focus to move services online and to move document retention to electronic 
files.

Jurisdiction 4: City of London – City Clerk’s Office

Divided City Clerk responsibilities into 
many different service lines.

Key Initiatives

Focus on training to improve record 
retention.

Creating access to services online.Moving to electronic record keeping.

Quick view: Brampton parameters relative to London

City of Brampton City of London

Population 642,800 393,167

Budget $3,900,000 $2,487,000

FTE per Capita 1:18,366 1:16,382

Service Delivery and 
Functions

Contains: Business Coordination 
and Vital Statistics, 
Administrative Services & 
Elections, Records and 
Information Management, 
Protocol Office, Legislative 
Services

Divided into 4 groups: 
Secretariat Support, Customer 
Relations, Information and 
Archiving Management, 
Licensing and Certificates
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Key Differences

London’s City Clerk’s Office also includes 
Customer Relations. 
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

2018 Secretariat Support Budget: 
• $1,185,000: operating budget
• $53,000: revenue
2018 Customer Relations Budget: 
• $1,846,000: operating budget
2018 Information and Archiving Management 
Budget: 
• $793,000: operating budget
• $28,000: revenue
2018 Licensing and Certificates Management 
Budget: 
• $509,000: operating budget
• $812,000: revenue

Secretariat Support:
• Webcast council meetings
• Performs the duty of the clerk to record all resolutions, decisions and other proceedings of Council 
Customer relations:
• Created a single phone number for all non-emergency municipal services
Information and Archive Management 
• Part of the City Clerk’s Office responsible for life cycle of organization file retention to disposition 
• Administers freedom of information requests and all information privacy matters 
• Management of all documentation execution process for all formal City documents (ex. By-laws contracts, 

agreements) 

Service Levels • Council approved service levels
• Services provided to departments
• Internal clients and groups managed 

• Secretariat Support is responsible for providing agendas, report and minute production for the City Council, its 
committees, advisory committees, task forces and working group. They are also responsible for maintaining records

• Increase in public participation meetings 
• Municipal Elections administers election processes for the City of London and four regional school boards 
• Customer relations is responsible for involved in responding to all inquiries
• Information and Archiving Management is responsible for archiving and MFIPPA requests. Also responsible for 

making sure that all departments are implementing consistent retention and data management standards
• In 2017 they processed 243 MFIPPA requests

• Licensing and Certificates are responsible for licensing for lotteries, dogs, cats, marriages, statement of death, burial 
permit and approving commissioner of oaths

• Processed 3,300 burial permits, 1600 marriage licenses and officiated 400 weddings in 2018

Jurisdiction 4: City of London – City Clerk’s Office
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Organization 
Structure/Staffing 

Complement

• 32 FTE
• Spans and layers 

Organizational structure: Divided into multiple service lines, all under the Legal and Corporate Services department
• Secretariat Support: 10 FTE
• Customer relations: 8 FTE
• Information and Archiving Management: 9 FTE
• Licensing and Certificates: 5 FTE

Record Keeping

• System in use for managing records
• System used for managing and generating 

Council and Committee agendas

• Planning on replacing their agenda/meeting management software, which is directly linked to electronic voting and 
webcasting

• Moving to increased electronic records retention or implementing a more aggressive retention schedule to lower 
the cost of storage 

• Currently, each Division decides their own record keeping practices, not all division participate in the inactive 
records storage and retrieval service 

• Until Corporate Records Policy was approved, there were no corporate controls/procedures over City 
records beyond retentions By-law. 

• Procedures and training are being developed to help employees better manage their records
• Implementation of Corporate Records Management Program to all City services includes integrating electronic 

records strategy within Microsoft SharePoint 
Freedom of Information
• As per provincial regulations, freedom of Information Requests must be made in writing (via an access request form 

available online) and accompanied by a non-refundable $5 fee. Additional fees accompany record preparation, 
photocopies, floppy/hard disks and any other costs incurred in responding to requests

Inter-
departmental 

projects

• Services that can be accessed online
• Departments involved in permitting
• Cross-over between IT and the City Clerk’s office 

strategic goals 

• Reporting problems and applying for building permits can be done online
• Marriage licenses can be applied for online but need to be picked up in person
• IT does not have any strategic goals that involve record or agenda software

Jurisdiction 4: City of London – City Clerk’s Office
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About this Jurisdiction

The City of Vancouver has the highest population density in Canada. It frequently rates highly for 
livability and quality of life. It has a similar population size to Brampton though its population 
growth is much slower.

Vancouver has placed all permitting and licensing into a single service line allowing the City Clerk’s 
Office to focus on legislated responsibilities. Currently it is not possible to apply for licenses or 
permits online but with a single service line responsible they could move to do that.

The City Clerk’s Office is focusing on record retention. This is being improved through training and 
procedures that focus on periods when records are known to be lost. They are also looking into 
the creation of an incentive program to further assist implementation of their procedures.

Jurisdiction 5: City of Vancouver – City Clerk’s Office 

Key Initiatives 

Moved licensing and permitting into its 
own service line.

Creating an incentive program for proper 
data retention across departments.

IT is responsible for infrastructure and 
software and not for implementation and 
training.

Improving record retention through 
procedures and training, focusing on off-
boarding.

Quick view: Brampton parameters relative to Vancouver

City of Brampton City of Vancouver

Population 642,800 631,486

Budget $3,900,000 $44,163,000

FTE per Capita 1:18,366 1:1,802

Service Delivery and 
Functions

Contains: Business Coordination 
and Vital Statistics, 
Administrative Services & 
Elections, Records and 
Information Management, 
Protocol Office, Legislative 
Services

Broken into two groups: City 
Clerk’s Office and 
Developmental, Buildings and 
Licensing which contains all 
licensing
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Key Differences 

Licensing is under the Developmental, 
Buildings and Licensing department which 
also handles inspections among other 
things.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

2019 Operating Budget:
• $4,524,000
2019 Development, Buildings and Licensing 
Operating Budget:
• $39,639,000

Service Delivery
• Evaluating Service Delivery Model 
• Performance measurement (cost/service, client 

satisfaction.)

Services Delivered
• Access to information (MFIPPA, ERDMS, Records Management)
• Business and Election Services
• City of Vancouver Archives
• External Relations and Protocol
• Legislative Operations

Performance measurement for Development, Buildings and Licensing:
• Reach 52% for building permits applied for online by 2019
• Lower service center wait times to 1.5 hr by 2019
• Reach 90% on time construction inspections by 2019

Service Levels • Council approved service levels
• Services provided to departments
• Internal clients and groups managed 

• City Clerk’s Office is in responsible for administrative support for council, MFIPPA requests and archiving
• MFIPPA requests per year: 665 in 2018, 24% increase from previous year. Vancouver is second to Toronto as 

the busiest municipal MFIPPA office 
• 22 Days: average response time for MFIPPA requests in 2018, 80% completed within 30 business days 
• 35 Privacy Impact Assessments Completed in 2018

• Development, Buildings and Licensing is responsible for administering all licenses and permits

Organization 
Structure/Staffing 

Complement

• 350.4 FTE
• Spans and Layers

Organizational structure:
• City Clerk’s Office is under the Mayor and Council department which has 23.2 FTE
• Developmental, Buildings and Licensing: 327.2 FTE

Jurisdiction 5: City of Vancouver – City Clerk’s Office
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Record Keeping

• System in use for managing records
• System used for managing and generating 

Council and Committee agendas
• Freedom of Information 

• Implemented new Corporate Records Management policy
• Completed first electronic record destruction from VanDocs system in accordance with retention 

schedules 
• VanDocs, the City’s document management system is scheduled to be upgraded annually to ensure robustness 

and scalability, done in collaboration between Corporate Records Team and IT
• 2020-2023 priority to develop and implement a VanDocs User incentive plan

• Looking to implement a new council meeting management system
• Implementing an off-boarding procedure for corporate records for city staff leaving or switching departments
• Creating a user incentive plan tied to proper record retention
Access to Information and Privacy 
• Managed by Access to Information and Privacy Division (ATIP) of the City Clerk’s Office
• Manages formal Municipal Freedom of Information and Protection of Privacy Act (MFIPPA) requests, records 

management and all aspects of City’ privacy and personal information
• Dedicated Privacy Analyst position with a mandate to provide inhouse expertise and recommendations on privacy 

matters for City as a whole 
• Formal Privacy Impact Assessment (PIA) necessary for all new or significantly changed City program that 

collections, use or store personal information 
• PIA review system has three levels: Privacy Consultation, Privacy Impact Assessment “Light” and formal 

Privacy Impact Assessment

Inter-
departmental 

projects

• Services that can be accessed online
• Departments involved in permitting
• Cross-over between IT and the City Clerk’s office 

strategic goals 

• Building permits and business licenses are done through the same service line and neither can be done online
• IT is responsible for data storage space and software with archiving capability but does not have any strategic goals 

involving data archiving

Jurisdiction 5: City of Vancouver – City Clerk’s Office
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Appendix F: Human Resources Jurisdictional Analysis 



Appendix F1 – HR TOP20 Modernization Initiatives



Priorities Broken Down by Sector Initiatives

Client Services:

1. IDM Policy Cluster

2. Time, Attendance & Scheduling (TAS)

3. HR/Payroll Business Process Project

4. EDC Project

5. ERP Strategic Roadmap

Compensation & Benefits:

1. Job Evaluation

Organizational Development & Learning:
1. Career Development & Succession Planning

2. Diversity & Inclusion Strategy

3. Leadership Development Strategy

4. Learning Strategy

Labour Relations 

1. Collective Bargaining- CUPE & ATU 

2. CUPE Classification Project (CCP) 

Human Resources Innovation & Integration

1. Customer Experience Strategy Development

2. Employee Data Change Automation

3. HR Metrics & Analytics

4. HR Planning & Project Management

5. Onboarding & Offboarding

6. Policy Modernization

7. Rewards & Recognition

8. Long Term Service Awards

9. Work Place Modernization

10. HR Web Services

11. Employee Identification Process

Health Safety & Wellness

1. Occupational Health & Safety Management System (OHSMS)

Talent and Acquisition

1. Applicant Tracking System Upgrade (ATS)

2. Talent Acquisition & Youth Employment Strategy

6. Human Resources – Process Improvement Opportunities

270

Human Resources faces challenges due to the manual nature of many current processes. A number of modernization initiatives are underway aimed at 
supporting overall process improvements for both internal and external client experience, but there is still significant scope to further mature.

Brampton HR TOP20 
Priorities
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Appendix F2 – HR Process Improvement Opportunities 



6. Human Resources – Process Improvement Opportunities

Brampton Current 
State

272

Human Resources faces challenges due to the manual and overlapping nature of many current processes. Several modernization initiatives are underway 
to reduce these manual processes, but there is still significant scope to further mature through elimination or automation.

Manual Pain Points by Function 

Client Services: 
1. Data input of new employees information into PeopleSoft

2. Manually track all client interactions

3. Investigations recorded in an excel sheet

4. Write and/or review and correct offer letters for clients that do not go through TA (Department hires, particularly temporary hires)

5. Manually update collective agreement changes

6. Input WSIB claims into Parklane

7. Inputting new hires into respective pay groups based on payroll-determined pay cycles

Compensation & Benefits: 
1. Set up new employees in benefits system

2. Manually update org charts and salary tables from collective agreement changes

3. Manually make merit changes for pay increases

4. Job evaluations

5. Verify and adjust benefits

6. Inputting new hires into respective benefits groups based on payroll-determined pay cycles

7. Promotions require new inputs to align employee with new pay group characterized by the same pain point regarding input times based on pay cycles.  

Organizational Development & Learning:
1. Pulls names of new employees from an excel sheet and send outlook invites for orientation

2. Manually assign new hires to training modules within TLMS

3. Confirm to leaders that part-time employees have necessary training 
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Manual Pain Points by Function 

Labour Relations 

1. Manual tracking of grievances 

2. Hard and soft files kept for grievances 

3. Heavily manual effort associated to reporting 

4. Education and training on collective agreements is a manual and in-person – no e-learning module 

5. Seniority list is generated in PeopleSoft, but is manually updated and maintained. The seniority list is manually updated and maintained due to nuances in applicant and onboarding 
times that need to be captured in the system to determine seniority. This applies to employees hired on the same day. Limited integration between PeopleSoft, iCIMS (for applicant 
tracking), and onboarding processes are cause for the manual effort associated to seniority ranking

Human Resources Innovation & Integration

1. Manually collect metrics across the HR function for analysis 

Health Safety & Wellness

1. Incidents (cause + corrective measures) are manually captured on paper based system – gaps in data captured

2. Hazard identification and control (risk registry) is manually captured on paper based system

3. Health promotion and program development is challenge due to paper based system for disability management (STD)

4. Heavy manual effort to generate management reports and dashboards due to paper based systems

5. Compliance, standardized process and tracking performance is challenge with paper based systems  

6. Most training done in person (classroom)

7. Hard and soft copies are maintained for incident investigations and risk assessments

6. Human Resources – Process Improvement Opportunities

273

Brampton Current 
State
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Manual Pain Points by Function 

Talent and Acquisition

1. Puts the name of all new employees into an excel sheet and sends to Organizational Development & Learning

2. Offer letter generation is currently manual – TA currently has 35-40 templates, each of which is updated per job offer 

3. Job advertisements are manually generated

4. Retention of employee files both in hard and digital copies

Administration

1. Change and match time codes for timesheets for each entry when retro pay occurs

2. File timesheets and obtain signatures

3. File hard-copies of employee files alongside digitized files

6. Human Resources – Process Improvement Opportunities

274

Brampton Current 
State
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Appendix F3: Human Resources – Talent Acquisition Service Review



6. Human Resources– Talent Acquisition Service Review
Evaluating TA programs offers insight into workforce planning trends that are proactive and strategic, and corresponding impact on organization 
performance, community representation, and workforce planning. 

276

Considerations

Brampton’s talent acquisition program is characterized by various functions that interact with the recruitment process ranging from 
supporting hiring managers in interviewing processes and meeting compliance criteria, to identifying and matching candidate 
qualifications with job descriptions, and ensuring that the City is capturing the community’s top talent. The talent acquisition program also 
includes a comprehensive diversity and inclusion strategy that consists of various community, and youth-specific engagement activities 
such as road shows to attract youth from educational institutions. While the talent acquisition team has made strides in improving the 
program by way of strategies for representative recruitment, there continue to be systems-based pain points to do with data 
management, centralization, and integrity that impact workforce planning and applicant performance tracking capabilities. 

Comparable jurisdictions have demonstrated strengths in talent acquisition primarily through the development and implementation of a 
comprehensive diversity and inclusion (D&I) strategy, similar to Brampton. Jurisdictional comparators:
• Surrey and Markham utilize community outreach initiatives, and youth leadership programming to support their D&I strategy, and to 

ensure that their talent acquisition process is representative of the communities the organizations serve. 
• Markham for example conducts pre-recruitment information sessions with the public to increase accessibility to the City’s job postings.
HR TA Modernizations:
• On the technological front, various jurisdictions have procured and implemented systems that remove identifiers to address potential 

implicit biases, such as London’s HireDesk software, that also serve to automate resume screening and applicant skills matching to job 
descriptions. 

The City’s HR function has developed a Diversity and Inclusion (D&I) strategy that will act as a fundamental pillar of talent acquisition, 
geared towards ensuring community representation in hiring processes. Additionally, the City has ongoing initiatives to modernize various 
process points in the talent acquisition workflow. For example, HR is currently procuring a system that will improve their capabilities to 
better identify successes in D&I, to improve data collection, management, and centralization that results in better workforce planning, and 
to increase lines of sight into departmental hiring needs and trends. In these ways, Brampton is in line with its peers who have
implemented similar technology solutions, and who have put forward diversity and inclusion community-based strategies.

Brampton Model

Key Takeaways

Jurisdictional 
Comparators
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Appendix F4: Human Resources – Talent Acquisition Process 
Improvement Opportunities



Human Resources Talent Acquisition is in the process of implementing several process improvement initiatives to create efficiencies in the 
pre-start, and candidate tracking functions. The City is moving away from their current iCIMS system to implement a new Applicant 
Tracking System (ATS) that will support improved applicant tracking, and internal client experience through the automation of various 
points in the recruitment process. 
Current Technology State: 
• iCIMS’ current functionality is limited to providing a simple view of applicant profiles – it limits the recruitment process in various ways, 

for example by not displaying the applicants’ most recently uploaded resume. 
• iCIMS is also not an effective source of talent and applicant data as its difficult to efficiently access data 
• The extent of system resume screening is by key word searching 
Future State: 
• The Applicant Tracking System will work to automate various points of the recruitment process (e.g. Pre-Start communications with 

candidates)
• The TA team has piloted e-signatures to improve efficiencies in recruitment workflows 
• Centralized system between departments; giving HR some oversight and reporting capabilities based on departmental insights 

Similar to Brampton, a key trend among many jurisdictions has been to increase integration between internal data management systems, 
with automated technology solutions, and subscription platforms to improve recruitment workflows, talent capture, productivity, and to 
enhance internal and external client experience.
• Mississauga’s sourcing subscriptions were developed alongside automated screening tools that enhanced outreach to community 

members, and improved quality of hires through competency and job matching technology capabilities 
• Mississauga’s Cloud-based Talent Management System integrated with SuccessFactors to centralize departmental data to streamline 

resourcing 
• London’s HireDesk works to both automatically screen resumes before being triaged for review by the Talent Acquisition team; and to 

automatically eliminate applicant identifiers to address any potential implicit bias. 
• These initiatives have served to establish standard information and applicant data to improve insight into recruitment process 

efficiencies, and organization’s resourcing needs and to reduce manual effort associated with internal communications among roles 
involved in recruitment, and with Candidates

6. Human Resources Talent Acquisition – Process Improvement Opportunities 

Brampton Initiatives

Leading Practices
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There are a number of process improvement initiatives underway in the City’s Talent Acquisition program to support overall improvements in productivity 
and internal and external (candidate and hiring manager) customer experience.
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Appendix F5: Human Resources – Disability Management Program 
Operating Model Review



6. Human Resources–Disability Management Program Operating Model Review

Brampton Model –
Generalist 

Disability Management in Brampton employs a generalist model mandated to provide services for employees accessing short-term 
disability, WSIB, and Return-to Work benefits and programs. From an FTE perspective, Brampton’s Disability Management program is
shared across 11 full time staff, with a workload equivalent to 4 full time positions. Other jurisdictions (Hamilton and Mississauga) have 
dedicated specialist groups to manage disability management.
• Program evolution: the City would like to move from a generalist, to a specialized/dedicated model that is primarily based on a the 

flexibility to access medical support in-house on a case-by-case, needs basis
• From a service delivery perspective, the City is looking to subsequently utilize a third-party adjudicator for disability benefits such as 

STD
The model currently employed by the City is resource cost-efficient due to the minimal levels of specialization; and the pooling of skills, 
but is also characterized by less streamlined service delivery, and potentially longer timelines for claims processing as a result. 

Dedicated Model 
Jurisdictions reviewed employ a dedicated disability management organizational model, with services organized around specialized teams 
dedicated to specific benefit groups. Mississauga and Hamilton’s programs, for example, consist of specialized staff to deliver WSIB, Return 
to Work accommodations, and claims management functions. 
• Mississauga has a centralized data management system for disability management, complemented by a dedicated team to ensure 

streamlined service delivery based on specific programs and benefits (e.g.: WSIB, Return to Work, STD adjudication, etc.)
• The Dedicated Model in Mississauga specifically consists of: 

• Two claims management specialists
• Two claims assistants

• Complemented by an Employee Health Services function that includes onsite support from: 
• A psychiatrist
• Occupational medicine consultant 
• Occupational therapists,
• Occupational health nurses 

• Hamilton has four Return to Work Specialists; two WSIB Coordinators
• Return to Work specialists are assigned to employees to assess health status, and to ensure employees are fit to return to work 

duties
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Disability management at the City of Brampton employs a generalist model, unlike other jurisdictions that have utilized a dedicated, or dedicated-
medical model.
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6. Human Resources–Disability Management Program Operating Model Review

Dedicated-Medical 
Model

The medical/non-medical blended organizational structure for disability management employs a dedicated model complemented by an 
internal capability to utilize medical staff when needed for complicated claims. This encompasses access to in-house specialized medical 
practitioners to support the delivery of disability benefits to employees. Mississauga’s program for example utilizes in-house mental 
health practitioners to support the administration of more complicated disability claims. 
• Dedicated-medical models are flexible operating models that allow disability management teams to access in-house practitioners when 

complicated cases emerge, while also maintaining the ability to use non-medical approaches when appropriate. 
• In 2014 Mississauga re-introduced the dedicated-medical team model where the in-house disability management function includes 

mental health medical practitioners to support the administration of disability benefits while also ensuring strong information flow 
• The dedicated model in Mississauga is also complemented by claims assistants that support each stream of service deliver (e.g.: WSIB, 

STD, Return to Work accommodations) 

Advantages Challenges

• Medical practitioner on-site support the administration of disability claims in a 
timelier manner

• Flexibility to utilize more specialized medical practitioners (such as psychiatrists, 
or therapists) on a case-by-case basis. 

• Streamlined, comprehensive service provision that improves diligence in 
disability benefit provision 

• Increased cost of having medical practitioners in-house 
• Requires clear processes and criteria to determine what is considered 

“complicated” to justify use to specialized practitioners. 
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Dedicated Model

Advantages Challenges

• This model supports a more tailored approach to the administration of 
different and unique disability benefits and programs 

• Streamlining of service delivery based on specific benefits administration 
needs, presupposing improved information capture, and timelier delivery of 
benefits to employees 

• Increased insight into benefit specific processes, employee claims/file 
management needs, and workforce planning, and prediction.

• This model is more resource-intensive since it is based on specialized teams or 
individual staff members to deliver benefits 

• Needing to attract specific talent and skills to ensure adequate delivery of 
benefit-specific services. 
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6. Human Resources–Disability Management Program Operating Model Review

Key Takeaways
The transitionary, and ideal states of disability management programs in other jurisdictions highlight the core considerations needed to 
address absenteeism issues, inconsistent STD applications, and obstacles hindering accurate return-to-work planning for accommodations 
in Brampton. Central to establishing a third-party adjudication model is the interim development of a dedicated disability management 
team that can be later-utilized to support the program’s interfacing with third-party providers.
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6. People Risk Management Considerations for Human Resources
Understanding the Landscape

As it currently stands, people risk management is not formally integrated across the Division or fed into a city-wide risk management framework such as with risk registers or regular reporting 
cadence. Risk related challenges identified from a compliance perspective that stem from the current fragmentation of employee data and IT systems used by HR and departments as part of day-to-
day people management include, for example:

1. Challenges identifying which learning and development requirements are required for compliance and establishing accountability for those requirements throughout the organization

2. Incident tracking using spreadsheets, are limited in functionality, and therefore cannot adequately ensure secure access, accuracy and completeness of data 

3. Accommodation as part of return to work is limited by the quality and completeness of data in the HR system of record (PeopleSoft), including role descriptions and ability to accurate 

identify vacancies, which are required to identify appropriate opportunities for accommodation 

4. Compliance activities require effective data management, e.g. identifying which individuals are people leaders as part of legislative compliance 

5. Inherent challenges in recording, updating and tracking of data required for compliance (e.g. demographic data related to diversity and inclusion) due to limited access to and uptake on 

self-service employee data entry and maintenance 

6. Delays in receiving data to run accident frequency reports around workplace accidents or serious incidents (up to three weeks) while tickets are processed to run frequency reports, 

whereas modern systems allow reporting at the click of a button 

7. Manual collection of approvals (e.g. for employment verification), which are both time consuming and potentially less secure than signatures verified and securely transmitted 

electronically 

8. Very paper driven processes with limited central data warehouses to collect and report on data and conduct analysis
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6. People Risk Management Considerations for Human Resources
Framework considerations

The City could develop a Human Resources-specific comprehensive Risk Management framework and approach as a mechanism to both support the improvement of processes, while also ensuring 
that the City does its due diligence to mitigate liabilities across the organization. As it currently stands, HR does not ensure that people-related risks are comprehensively mitigated. Existing 
opportunities based on Human Resources’ current operations include: 

• Fully utilize system functionality to ensure compliance, including PeopleSoft and all other HR and Finance-owned systems across the recruit to retire lifecycle (e.g. learning and development, 
payroll).

• Utilize automated controls and alerts wherever possible in systems of record (e.g. PeopleSoft) to ensure compliance with all HR policies and reduce risks associated with manual data tracking or 
use of less robust systems (e.g. Outlook, Excel, Access)

• Increase the automation of onboarding, cross boarding, offboarding and status changing activities for employees (e.g. to avoid data entry errors with financial impacts, ensure offboarding 
activities are completed in a timely manner as required)

• Continue working to develop dashboards with frequently requested management reports and critical metrics required for compliance and risk management

• Document and control all inherent risks for each end-to-end HR service, including those primarily delivered by people managers

• Escalation of medium and high-rated residual risks up to a Division-wide risk register and share with the business as part of an HR and city-wide approach to risk management that includes 
identification of risks owned by HR and client departments (e.g. risks related to people, legislative and regulatory compliance such as human rights compliance or professional certifications, and 
risks of financial loss related to compensation and benefits)

• Ensure sensitive employee data stored in systems is restricted to authorized users and segmented appropriately by client groups

• Make training available and expand self-service access in PeopleSoft to required individuals, starting with people managers; explain roles and responsibilities for data input and accuracy; ensure 
clear understanding of benefits and provide appropriate change management and communications to ensure take up

• Eliminate physical forms and other paperwork where possible; allow ownership for data entry and validation by people managers and employees to enable greater data quality, faster processing 
time and elimination of expensive, time-consuming manual processes

• Any HR risk management framework should integrate more broadly with the City’s other risk frameworks (as applicable)
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6. Risk Management Considerations for Human Resources 
Expected Benefits

Implementing a comprehensive Risk Management Framework for HR would result in the following benefits: 

• Consistent and standard approaches to processes with high potential for risk; serving to improve processes and risk mitigation
• Ensured compliance and alignment with the City’s policies – effective dissemination and communication of City HR priorities and roles and responsibilities across the organization, while also 

ensuring that liabilities are mitigated
• Improved documentation and control over all inherent risks associated to each end-to-end HR service 
• Streamlining mitigation of risk and risk avoidance within client departments stemming from lack of compliance with HR policies, and legislative and regulatory requirements
• Data management can be improved through risk management frameworks by ensuring that employee data is stored in systems that have restricted accessibility based on user-authorization, and 

being segmented by client group
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Human Resources Talent Acquisition is in the process of implementing several process improvement initiatives to create efficiencies in the 
pre-start, and candidate tracking functions. The City is moving away from their current iCIMS system to implement a new Applicant 
Tracking System (ATS) that will support improved applicant tracking, and internal client experience through the automation of various 
points in the recruitment process. 
Current Technology State: 
• iCIMS’ current functionality is limited to providing a simple view of applicant profiles – it limits the recruitment process in various ways, 

for example by not displaying the applicants’ most recently uploaded resume. 
• iCIMS is also not an effective source of talent and applicant data as its difficult to efficiently access data 
• The extent of system resume screening is by key word searching 
Future State: 
• The Applicant Tracking System will work to automate various points of the recruitment process (e.g. Pre-Start communications with 

candidates)
• The TA team has piloted e-signatures to improve efficiencies in recruitment workflows 
• Centralized system between departments; giving HR some oversight and reporting capabilities based on departmental insights 

Similar to Brampton, a key trend among many jurisdictions has been to increase integration between internal data management systems, 
with automated technology solutions, and subscription platforms to improve recruitment workflows, talent capture, productivity, and to 
enhance internal and external client experience.
• Mississauga’s sourcing subscriptions were developed alongside automated screening tools that enhanced outreach to community 

members, and improved quality of hires through competency and job matching technology capabilities 
• Mississauga’s Cloud-based Talent Management System integrated with SuccessFactors to centralize departmental data to streamline 

resourcing 
• London’s HireDesk works to both automatically screen resumes before being triaged for review by the Talent Acquisition team; and to 

automatically eliminate applicant identifiers to address any potential implicit bias. 
• These initiatives have served to establish standard information and applicant data to improve insight into recruitment process 

efficiencies, and organization’s resourcing needs and to reduce manual effort associated with internal communications among roles 
involved in recruitment, and with Candidates

6. Human Resources Talent Acquisition – Process Improvement Opportunities 

Brampton Initiatives

Leading Practices
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There are a number of process improvement initiatives underway in the City’s Talent Acquisition program to support overall improvements in productivity 
and internal and external (candidate and hiring manager) customer experience.
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6. Human Resources–Disability Management Program Operating Model Review

Brampton Model –
Generalist 

Disability Management in Brampton employs a generalist model mandated to provide services for employees accessing short-term 
disability, WSIB, and Return-to Work benefits and programs. From an FTE perspective, Brampton’s Disability Management program is
shared across 11 full time staff, with a workload equivalent to 4 full time positions. Other jurisdictions (Hamilton and Mississauga) have 
dedicated specialist groups to manage disability management.
• Program evolution: the City would like to move from a generalist, to a specialized/dedicated model that is primarily based on a the 

flexibility to access medical support in-house on a case-by-case, needs basis
• From a service delivery perspective, the City is looking to subsequently utilize a third-party adjudicator for disability benefits such as 

STD
The model currently employed by the City is resource cost-efficient due to the minimal levels of specialization; and the pooling of skills, 
but is also characterized by less streamlined service delivery, and potentially longer timelines for claims processing as a result. 

Dedicated Model 
Jurisdictions reviewed employ a dedicated disability management organizational model, with services organized around specialized teams 
dedicated to specific benefit groups. Mississauga and Hamilton’s programs, for example, consist of specialized staff to deliver WSIB, Return 
to Work accommodations, and claims management functions. 
• Mississauga has a centralized data management system for disability management, complemented by a dedicated team to ensure 

streamlined service delivery based on specific programs and benefits (e.g.: WSIB, Return to Work, STD adjudication, etc.)
• The Dedicated Model in Mississauga specifically consists of: 

• Two claims management specialists
• Two claims assistants

• Complemented by an Employee Health Services function that includes onsite support from: 
• A psychiatrist
• Occupational medicine consultant 
• Occupational therapists,
• Occupational health nurses 

• Hamilton has four Return to Work Specialists; two WSIB Coordinators
• Return to Work specialists are assigned to employees to assess health status, and to ensure employees are fit to return to work 

duties
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Disability management at the City of Brampton employs a generalist model, unlike other jurisdictions that have utilized a dedicated, or dedicated-
medical model.
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6. Human Resources–Disability Management Program Operating Model Review

Dedicated-Medical 
Model

The medical/non-medical blended organizational structure for disability management employs a dedicated model complemented by an 
internal capability to utilize medical staff when needed for complicated claims. This encompasses access to in-house specialized medical 
practitioners to support the delivery of disability benefits to employees. Mississauga’s program for example utilizes in-house mental 
health practitioners to support the administration of more complicated disability claims. 
• Dedicated-medical models are flexible operating models that allow disability management teams to access in-house practitioners when 

complicated cases emerge, while also maintaining the ability to use non-medical approaches when appropriate. 
• In 2014 Mississauga re-introduced the dedicated-medical team model where the in-house disability management function includes 

mental health medical practitioners to support the administration of disability benefits while also ensuring strong information flow 
• The dedicated model in Mississauga is also complemented by claims assistants that support each stream of service deliver (e.g.: WSIB, 

STD, Return to Work accommodations) 

Advantages Challenges

• Medical practitioner on-site support the administration of disability claims in a 
timelier manner

• Flexibility to utilize more specialized medical practitioners (such as psychiatrists, 
or therapists) on a case-by-case basis. 

• Streamlined, comprehensive service provision that improves diligence in 
disability benefit provision 

• Increased cost of having medical practitioners in-house 
• Requires clear processes and criteria to determine what is considered 

“complicated” to justify use to specialized practitioners. 

289

Dedicated Model

Advantages Challenges

• This model supports a more tailored approach to the administration of 
different and unique disability benefits and programs 

• Streamlining of service delivery based on specific benefits administration 
needs, presupposing improved information capture, and timelier delivery of 
benefits to employees 

• Increased insight into benefit specific processes, employee claims/file 
management needs, and workforce planning, and prediction.

• This model is more resource-intensive since it is based on specialized teams or 
individual staff members to deliver benefits 

• Needing to attract specific talent and skills to ensure adequate delivery of 
benefit-specific services. 
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Appendix F7: Human Resources –Jurisdictional Scan Analysis



The Approach

Conduct a jurisdictional analysis of comparable local jurisdictions to identify service 
delivery models, service levels, leading practices, and other key findings by:

Primary & Secondary Source Review
Evaluate the performance of Brampton’s current service offerings, its service 
levels and organizational structures relative to identified jurisdictions. This 
includes identifying where service gaps exist, innovative practices/service 
delivery models and Brampton’s performance.

Local Jurisdictions
Jurisdictions identified for consideration are primarily situated within the 
Greater Toronto Area based on previous jurisdictional analyses, weather 
conditions, comparable size, service delivery models or those in the process of 
evaluating service levels and investments. 

• Top priority issues (diversity and inclusion, and talent acquisition 
modernization) will be taken into consideration in the evaluation of 
comparable services 
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Jurisdictional Scan Approach – Talent Acquisition

City of Mississauga: Mississauga was selected as a comparable City to Brampton based on its population size and for its position in the Region of Peel.
City of Hamilton: Hamilton was selected as a comparable City to Brampton due to its population size and location in Southern Ontario.
City of Markham: Markham was selected for its proximity to Brampton and for its focus on employee retention.
City of London: London was chosen for its use of technology to assist with screening and training.
City of Surrey: Surrey was chosen for its programs focused on diversity and increasing opportunities for youth and for having population demographics similar to Brampton.

Jurisdictions Reviewed by EY
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Service Levels

• Council approved 
service levels

• Cost and collective 
bargaining 
considerations 

• Services provided to 
departments

• Internal clients and 
groups managed 

• Succession planning 
capability

Organization Structure
and Staffing 

• FTE
• Full time vs part time
• Spans and layers 

Service Delivery Models

• Evaluating Service 
Delivery Structure (In-
house vs outsourcing)

• Performance 
measurement (talent 
retention, back-filling, 
etc.)

• Proportion of Municipal 
Budget 

• Demand-based 
acquisition

Jurisdictional Scan Priority Areas – Talent Acquisition

• Our jurisdictional analysis for the Service Reviews will be informed by specific research parameters and focus areas:

• Parameters include: size (population); demographics (diversity and age); economic growth rates; unionization rates; and other 
category specific parameters we identify

• Three central focus areas will consistently guide this analysis: Service Delivery Models; Service Levels; Organization Structure/Staffing 
Complement; in addition to two category specific focus areas relevant to Human Resources, Talent Acquisition and Disability 
Management

Talent Acquisition 

• Automation of resume 
screening

• AI job description 
development

• Centralized 
hiring/Hiring by 
demand

• Community 
relationships

• Technology and 
increasing visibility 

Disability Management

• Absenteeism mitigation 
strategy 

• Accountability and 
Transparency tools 

• Accommodation 
accessibility

• Return to Work 
program model
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• Key themes among jurisdictions analyzed consist of improving technology and automation for service delivery, and the implementation of 
performance management metrics – where service delivery is defined as the mechanism used to hire, retain, and attract talent for the 
organization as a whole
• Performance management is based on various indicators such as: time-to-fill data, percentage of HR functions that are automated,

standardization of hiring practices across each respective corporation (to address discrepancy between HR hiring, and divisional hiring), 
number of positions back-filled and accommodated, employee satisfaction, retention rates, and self-serve training access

• These indicators for data collection support improved data integrity to ensure that service delivery is effective, efficient, and accurately 
reflects the staffing needs of the organizations in question 

• Service delivery ranges from cloud-based management systems to centralize departmental data on resource needs, to automated workforce 
management programs that leverage data on retention, succession planning capabilities, and skills and job description matching

• Most jurisdictions utilize an in-house human resources function, with a technology solution to provide analytics, predictive hiring, and staffing 
trends

• Many jurisdictions are creating online portals so employees can access services themselves
• Centralized disability management within Human Resources, where HR has visibility of department-specific data and absence trends
• Long-term disability (LTD) is provisioned through municipality’s insurance carriers 
• Mix of in-house, and outsourced provisions; with the latter primarily utilized for LTD
• Hamilton and Mississauga both have dedicated, specialist teams for Disability Management

Service Delivery Model Findings

Jurisdictional Scan Key Findings – Human Resources
A review of 5 comparable jurisdictions, selected in collaboration with the City based on size, governance, and service delivery model. Key 
findings from the jurisdictional analysis include:
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Service Level Findings

Jurisdictional Scan Key Findings – Human Resources
A review of 5 comparable jurisdictions, selected in collaboration with the City based on size, governance, and service delivery model. Key 
findings from the jurisdictional analysis include:
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• Various municipal Human Resource functions provide support to hiring of full-time staff on an organization-wide basis, while providing 
supplementary support to departments based on demand-specific hiring – a function mirroring Brampton 

• Other municipalities centralize and integrate data in order to ensure that hiring and retention is implemented consistently across all business areas, 
resulting in a talent acquisition function that is centrally mandated by central Human Resources service area 

• Service levels provided by other jurisdictions analyzed include a range of activities including: 
• Succession Planning as standalone human resources functions
• Providing employees in all business areas with rotational opportunities to encourage talent retention, and diversification of skills
• Talent branding to encourage community representation within respective corporations 

• Some jurisdictions provide specific, tailored Modified Return to Work programs supported by program specialists to ensure that return to work 
timelines are decreased, and rendered more efficient 

• Return to Work specialists are assigned, in some jurisdictions, to employee files in order to support the documentation, tracking, and centralization 
of employee’s short-term disability administration and process 

• WSIB coordinators are assigned to cases based on need, and work to coordinate between Cities and employee 
• In Mississauga staff are offered rotation opportunities to broaden their skills and experiences
• Many jurisdictions are focusing on succession planning and manager training
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Jurisdictional Scan Key Findings – Talent Acquisition
A review of 5 comparable local jurisdictions, selected in collaboration with the City based on size, governance, and service delivery model. 
Key findings from the jurisdictional analysis include:
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Talent Acquisition Modernization

• Talent acquisition modernization among the jurisdictions analyzed consists of various components: 
• Increased role of social media in hiring, video interviewing models, and behavioural assessment to compete with the private sector
• Automated screening tools to automatically filter resumes; competency and job matching. Brampton is in the process of acquiring a talent 

management system (ATS) to enable this
• Subscriptions and licensing to sourcing tools such as outreach subscriptions, and online assessments 
• Capturing employee and applicant experience data through the “Consumerization of HR Technology” (Mississauga) to ensure that talent 

acquisition is tailored to represent the candidates and employee experience, and improve acquisition strategies 
• Implementation of Learning Management Programs to track and encourage self-serve trainings among existing staff 

Community Outreach and Diversity & Inclusion

• Automation solution to address implicit bias in hiring – City of London utilizes HireDesk software that automatically removes identifiers for ethnicity, 
and gender) 

• Community Response Units have been implemented by the City of Surrey to ensure that the corporation is attracting diverse talent, and that the 
community has clear access points to the City as an employer. Brampton has similar community engagement and outreach programs

• Pre-recruitment information sessions have been implemented by the City of Markham to mirror the efforts in Surrey, as a clear outreach effort to 
community members 
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Jurisdictional Scan Key Findings – Human Resources
A review of 2 comparable jurisdictions, selected in collaboration with the City based on size, governance, and service delivery model. Key 
findings from the jurisdictional analysis include:
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• Return to Work options among jurisdictions analyze consist of variations of the following options:
• Return to full regular duties/work 
• Short-Term Accommodations not limited to usual job description, and can include: reduction or flexibility n hours; modification of regular 

duties; periodic rests; temporary assignment to a different role matching employee’s functional abilities 
• Permanent Alternate Work 

• Databases to manage Return to Work programs that centralize data, and management between stakeholders involved in the transition process, 
and the City
• Centralizes accommodation opportunities into single source platform that allows Human Resources to track vacancies and better

management accommodation strategies 
• For municipalities such as Hamilton, accommodations are managed through Information Services that provide analytics and trending capabilities 

to Human Resources to support tracking of employee absenteeism based on time of year, type of work, and demographic in order to assess 
vacancies, and sources of absenteeism

• Among jurisdictions analyzed, absenteeism by way of short-term disability benefits use has increased 

Disability Management
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About this Jurisdiction

Mississauga is Canada’s 6th largest city, with a consistently growing population that currently sits 
at 775,000 residents. It is a municipality with a demographic that is diverse in both age, and 
ethnic composition, and represents a centre for diversity in the GTA, similar to Brampton. 

Mississauga faces similar issues and trends in terms of it’s employee profile, in that a substantial 
number of staff are part-time or temporary, are subject to union-specified qualifications, and 
unique staffing demands. Mississauga has made strides in its effort to modernize and streamline 
its internal human resources service delivery model to align with emerging trends in acquisition 
modernization, community engagement, and youth and diversity hiring. 

Disability management within the City is characterized by high absenteeism, increasing disability 
costs, and increased time on modified work. The City has made strides in addressing issues in 
absenteeism by developing data integrity interventions, and by strengthening accountability 
among senior management team and supervisors. 

Jurisdiction 1: City of Mississauga – Human Resources
Quick view: Brampton parameters relative to Mississauga

City of Brampton City of Mississauga

Population 642,800 775,000

Budget $8,960,000 $9,617,000

FTE per Capita 1:10,538 1:10,347

Service Delivery and 
Functions

Integration & Innovation, Client 
Services, Compensation & 
Benefits, Health/Safety & 
Wellness, Labour Relations, 
Organization Development & 
Learning, Talent Acquisition

Compensation and Benefits, 
Labour and Employee Relations, 
Employee Health and Disability 
Management, Health and 
Safety, Learning and 
Organizational Development 
and Talent AcquisitionKey Initiatives 

Internal learning modules implemented to 
ensure that representation and diversity are 
encouraged within the corporation. 

The City developed a Candidate Sourcing 
and Assessment tool in 2018 to support 
and enhance outreach and talent 
recruitment.
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Key Differences 

Return to Work Program for Long-term 
absentees was improved to support a 
reduction in rework time by 80 percent, 
and generating a cost-avoidance of more 
than ~$24,000, and an increased capacity 
of nearly 530 hours. 

“Employee Health and Recovery 
Program” database acts as a single 
source for 
Employees, disability managers, and 
stakeholders to input forms, supporting
Documents, etc. It abides by privacy 
considerations.

The City is utilizing cloud-based technology 
for talent management.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

2019 Gross Operating Expenditure: 
• $9,617,000
Service Delivery
• Evaluating Service Delivery Structure (In-house 

vs outsourcing)
• Performance measurement (talent retention, 

back-filling, etc.)
• Demand-based acquisition

• Exploring the feasibility of migrating HR and Payroll Records to a digital format
• The City utilizes a cloud-based Talent Management System (integrated with SuccessFactors – SAP Talent 

Management Software) to centralize departmental data on resource needs, and improve staffing strategies
Performance measures are central to human resources at the City of Mississauga: 
• Key HR metrics include employee satisfaction surveys, employee turnover rates, succession program participants, 

recruitment service level success rate
• Employee turnover was 3.6% in 2015 to 5.8% in 2017
• Reached 12 week time-to-fill hiring target 70% of time in 2015 and 66% in 2017
• Continuous Improvement Training Hours Delivered was 6,786 in 2017

Service Levels

• Council approved service levels
• Cost and collective bargaining considerations 
• Services provided to departments
• Succession planning capability

• Number of jobs posted: 560 in 2017
• Modernizing HR technology: Social Media and cloud based platforms, Mobile applications and Talent Management 

Systems
• Developing to add to SAP SuccessFactors succession planning, performance and goals management

• Staff are offered rotation opportunities to broaden their skills and experiences
• Expanding their Lean training program as it is currently at capacity
• Service Level Agreements for some HR services
• Succession Planning Program implemented in 2015 has seen increases in participation consistently for the last four 

years (2019) 
• Succession Planning and Talent Growth is available to all service areas; employees in Business Services are offered 

rotation opportunities, and in-house training initiatives

Organization 
Structure/Staffing 

Complement

• FTE
• Full-Time/Part-Time
• Spans and Layers

Responsible for: Compensation and Benefits, Labour and Employee Relations, Employee Health and Disability 
Management, Health and Safety, Learning and Organizational Development and Talent Acquisition
Human Resources: 74.9 FTEs (2019); 70.0 FTEs (2020-2021) 
Organization Structure: Human Resources sits under Business Services among five other subcategories; as a service 
area in Corporate Services 

Jurisdiction 1: City of Mississauga – Human Resources
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Talent Acquisition 
Modernization

• AI resume screening
• AI job description development
• Centralized hiring/Hiring by demand

• “Consumerization of HR Technology” Initiative: a technology shift that centres applicants and employees with the 
purpose of capturing candidate and employee experience to support strong integrity, and talent retention 

• Talent acquisition channels shifting to social media and professional networks, video interviewing models, and 
increased emphasis on behavioural assessments to compete with the private sector

• The City spent $285,000k in 2018 to modernize Candidate Sourcing and Assessment Tools for recruitment 
• Sourcing subscriptions were developed alongside automated screening tools that enhanced outreach to community 

members, and improved quality of hires through competency and job matching technology capabilities (costing the 
city ~$60k) 

• Subscriptions and/or licensing purchases to sourcing tools such as outreach subscriptions, on line assessments, 
behavioural testing and analysis tools

Community 
Outreach 

And Diversity 
Inclusion

• Community relationship strategy to improve 
Talent Acquisition

• Technology for increasing visibility 
• Youth acquisition – jobs and skills matching 

• The City’s Diversity and Inclusion Strategy is centred on learning and development, and community outreach
• Newcomer Entrepreneur Program – integrates newcomers into the City’s talent pool
• Youth Entrepreneur Program – includes budget for redesigning open concept work space as of 2019 

Disability 
Management

• Absenteeism mitigation strategy 
• Accountability and Transparency tools 
• Accommodation accessibility 
• Return to Work program model

• The City has centralized disability management in Human Resources 
• Long-term disability management is provided by the corporation’s insurance carrier 
• Human Resources supports disability management via: two claims management specialists, and two claims assistants
• Employee health services includes: onsite psychiatrist, occupational medicine consultant onsite, occupational 

therapists, and occupational health nurses all on site 
• Disability management training for all managers and supervisors at the City based on defining clear roles and 

responsibilities with regards to the disability management process 
• The City has standardized administration tools for disability management process (forms and medical exams) to 

ensure that the program is administered consistently across the organization 
• Data integrity for return to work program and employee accommodations is improved through the City’s “Employee 

Health and Recovery Program” database which allows the city, and other stakeholders involved in the administration 
of disability services to input forms, supporting documents, updates, and accommodation opportunities into a single 
source platform 

Jurisdiction 1: City of Mississauga – Human Resources
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About this Jurisdiction

Hamilton proper is characterized by its growing diversity, increasing population and growing 
economy. It is considered Canada’s tenth largest city, with approximately ~5% of the city’s 
population working within the corporation. Similar to Brampton, Hamilton is witnessing steady 
population growth annually, with labour market trending towards a highly-skilled workforce. 

Capturing talent and matching skills between existing workforce trends and the City’s needs is an 
important feature for organizational efficiency at the City of Hamilton. Similar to Brampton, there 
is an increasing need to shift away from reactive recruitment, to proactive, targeted, and 
modernized talent acquisition strategies. Hamilton has made strides in its effort to modernize and 
streamline its internal human resources service delivery model to align with the labour market 
trends, community engagement, and the growing push for modernized hiring procedures. 

Hamilton has utilized various tools since 2011 to address absenteeism costs and impacts on talent 
management. Interventions have resulted in an improved data management, accountability, and 
an improved transition to work support system.

Jurisdiction 2: City of Hamilton – Human Resources

Key Initiatives

The City developed and implemented a 
Workforce Management Program to both 
centralize departmental data on staffing levels 
and need. The Program includes learning and 
professional development modules for growth 
opportunities and to support talent retention.

Human Resources Portal developed to 
expand self-serve capabilities to enhance 
employee experience to support talent 
retention.

Quick view: Brampton parameters relative to Hamilton

City of Brampton City of Hamilton

Population 642,800 572,575

Budget $8,960,000 $9,457,690

FTE per Capita 1:10,538 1:7,436

Service Delivery and 
Functions

Integration & Innovation, Client 
Services, Compensation & 
Benefits, Health/Safety & 
Wellness, Labour Relations, 
Organization Development & 
Learning, Talent Acquisition

Compensation & Organization 
Design, Employee & Labour 
Relations, Employee Services 
(Talent), Health, Safety & 
Wellness Section, Human Rights, 
Organizational Development 
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Key Differences

Human Resources developed 
performance indicators to ensure data 
integrity, and better accommodation 
planning. KPIs include: absence data by 
department, departmental comparisons 
indices, absenteeism management 
approach, seasonal variations and trends 
through aggregated time off, sick bank, 
and Short term disability data. 

The City developed an accountabilities 
framework and training module through the 
Attendance Support Program ensure 
management is consistently applying benefits.

Divided their human resources into Employee 
Health & Labour Relations, HR Systems & 
Operations, Talent & Diversity
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

2019 Net Tax Operating Budget: 
• $7,403,800
2019 Gross Expenditures
• $9,457,690
Service delivery
• Evaluating Service Delivery Structure (In-house vs 

outsourcing)
• Performance measurement (talent retention, 

back-filling, etc.)
• Demand-based acquisition

• Enhance and improve functionality of the Human Resources Portal (HOWI) to expand self-serve capability
• Investing in self-serve and automation of learning, development and talent management
• Implement training of the People Soft HRMS to improve training registration, monitoring of job specific training 

requirement and data collection
• All HR administrative agency services were transitioned in-house as of January 2019, including payroll and benefits
• Expand HR Analytics function with a focus on internal dashboards and turnover metrics
• Looking to automate the City’s Performance and Accountability Development program
Performance metrics utilized:
• Time-to-hire
• Retention rates 
• Self-Serve training access frequency

Service Levels • Services provided
• Costs for internal services 
• Council and legislatively approved service levels

• Finalizing and implementing an HR branding strategy
• Developing a mental health strategy
• Reviewing recognition/rewards program so it aligns with the City’s Culture Values
• Review Return to Work Services
• Creating transgender protocol training
• The city is implementing a program to track talent retention through learning and mentorship enrollment
• The HR team also supports talent acquisition by sitting on interview panels and ensuring impartiality in hiring 

procedures 

Organization 
Structure/Staffing 

Complement

• FTE
• Full-Time/Part-Time
• Spans and Layers

Human Resources: 77 FTE
Bargains with 9 collective agreements
Human Resources is a division of the City Manager’s Office which is involved in: Compensation & Organization Design, 
Employee & Labour Relations, Employee Services (Talent), Health, Safety & Wellness Section, Human Rights, 
Organizational Development Section
Divided into the following 3 groups:
• Employee Health & Labour Relations: 27 FTE
• HR Systems & Operations: 23 FTE
• Talent & Diversity: 25 FTE

Jurisdiction 2: City of Hamilton – Human Resources
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Talent Acquisition 
Modernization

• AI resume screening
• AI job description development
• Centralized hiring/Hiring by demand
• Talent Retention

• The City developed a Leadership Profile Competency dashboard for Managers/Supervisors to ensure ongoing 
learning, and consistent practice across the corporation

• Human Resources Portal developed to expand self-serve capabilities to enhance employee experience – guiding 
principle is that employees are ambassadors of the City as an employer, a strategy for talent recruitment

Community 
Outreach 

And Diversity 
Inclusion

• Community relationship strategy to improve 
Talent Acquisition

• Technology for increasing visibility 
• Youth acquisition – jobs and skills matching 

• As one of its diversity and inclusion strategies, the City of Hamilton is partnering with universities and community 
groups to develop Anti-Racism, and Transgender, and Gender Non-Conforming Protocol Employee Training – acting 
as both a community building, and diversity promoting strategy

Disability 
Management

• Absenteeism mitigation strategy 
• Accountability and Transparency tools 
• Accommodation accessibility 
• Return to Work program model

• Human Resources Disability Management team consists of: four Return to Work Specialists; two WSIB Coordinators
• Return to Work specialists are assigned to employees to assess health status, and to ensure employees are fit to 

return to work duties
• Temporary Modified Work Program supports the return to work with flexible accommodations 
• As of April 2011, Human Resources staff have been reporting Return to Work performance measures to Audit 

Finance and Administration Committee on a quarterly basis 
• Accommodations are managed through Information Services providing analytics and trending capabilities to Human 

Resources that support tracking of employee absenteeism based on time of year, type of work, and demographic in 
order to assess vacancies, and sources of absenteeism

Jurisdiction 2: City of Hamilton – Human Resources
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About this Jurisdiction

As the GTAs fourth most populous city with a population of over 353,000, the City of Markham 
boasts a diverse community, growing economy, and comprehensive provision of citizen-services. 
The highly-skilled labour force constituting the City’s talent pool showcases the importance of 
engaging in proactive and pointed talent acquisition strategies complemented by a modernized 
medium. 

Competing with the booming business-oriented local economy, the City of Markham has 
pointedly approached talent retention as a key feature of acquisition. Employees hired into the 
City can expect cyclical training modules alongside a centralized learning management system. 

Modernization and Diversity and Inclusion strategies at the City of Markham are based primarily 
on strengthening talent retention and data management, alongside community-rapport building 
as preliminary stages in their talent acquisition processes.

Jurisdiction 3: City of Markham – Human Resources

Key Initiatives

Workforce Now is used to enable Business 
Units to manage and track learning objectives 
and activities in order to ensure that talent 
that is acquired, is retained and improved 
throughout employee career lifecycles.

The City’s People Plan develops new manager 
learning modules to support ongoing life long 
learning initiatives within the corporation to 
improve talent retention. 

In Budget 2019, the City implemented it’s 
multi-year Diversity Action Plan “Everyone 
Welcome” and the City’s People Plan. 

Quick view: Brampton parameters relative to Markham

City of Brampton City of Markham

Population 642,800 348,718

Budget $8,960,000 $3,200,000

FTE per Capita 1:10,538 1:18,354

Service Delivery and 
Functions

Integration & Innovation, Client 
Services, Compensation & 
Benefits, Health/Safety & 
Wellness, Labour Relations, 
Organization Development & 
Learning, Talent Acquisition

Labour relations, health/safety, 
succession/workforce planning, 
analytics, compensation & 
benefits, learning & 
development, business 
transformation, and wellness

The City conducts three Pre-recruitment 
Information Sessions annually as a 
component of their community outreach 
program. 
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Key Differences

Is also responsible for business 
development and change.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

2019 Gross Operating Budget: 
• $3,200,000 Human Resources 
Service Delivery
• Evaluating Service Delivery Structure (In-house 

vs outsourcing)
• Performance measurement (talent retention, 

back-filling, etc.)
• Demand-based acquisition

• Replaced their Human Resources Learning Management System
• Implemented a Human Resources Information System
• Service delivery objectives include the implementation of a corporate People Plan guided by several Key 

Performance Indicators: 
• Customer (candidate) and employee Satisfaction Rating (external and internal)
• Percentage of services meeting targeted service standards as a proxy for delivery effectiveness and 

efficiency
• Percentage of change in number of services available online as a proxy for modernization progress 
• Health Work Environment Index from Staff Satisfaction Survey 

• People Plan goals include improved data management by 2020 for the purpose of better workforce planning 

Service Levels • Groups managed 
• Costs for internal services 
• Council and legislatively approved service levels

• Human Resources provides the following services to City departments: talent management programs that include 
talent reviews, succession-planning, mentoring, and new Manager onboarding programs 

• The services operate at a standard, legislatively approved service level 
• Implemented a new Customer Experience Strategy which includes an annual customer service survey
• Refining succession planning
• Supporting manager training
• Rolling out new onboarding and orientation program

Organization 
Structure/Staffing 

Complement

• FTE
• Full-Time/Part-Time
• Spans and Layers

Responsible for Labour & employee relations, health/safety, staffing & succession/workforce planning, analytics, 
compensation & benefits, learning & development, business transformation and change, wellness, and diversity and 
inclusion
CAO office provides leadership to 1114 total full time staff, and 1866 part-time/seasonal staff, equal to:
• Total CAO: 34 FTEs (2019) 
• Human Resources: 19 FTEs (2019)

Jurisdiction 3: City of Markham – Human Resources
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Talent Acquisition 
Modernization

• AI resume screening
• AI job description development
• Centralized hiring/Hiring by demand
• Talent Retention

• Human Resources Learning Management System (LMS) → “Workforce Now” used to enable Business Units to 
manage and track learning objectives and activities in order to ensure that talent that is acquired, is retained and 
improved throughout employee career lifecycles

• The City’s People Plan – Phase 1: recreating manager training, Phase 2: Developed a Succession plan strategy 
based on managerial feedback to improve talent retention, and to centralize the City’s talent pool 

Community 
Outreach 

And Diversity 
Inclusion

• Community relationship strategy to improve 
Talent Acquisition

• Technology for increasing visibility 
• Youth acquisition – jobs and skills matching 

• Community-based outreach programs are in place to ensure that the City’s public servants reflect the demography 
of the city includes a strategy for advertising employment opportunities to newcomers, visible minorities, seniors, 
youth and persons with disabilities

• The City Neighborhood Team initiative works to foster community engagement, and improve social development 
outcomes 

• Conducts three Pre-recruitment Information Sessions annually as a component of their community outreach 
program – This program is conducted in certain departments such as Fire and Emergency Services, and is supported 
as a Human Resources function 

• In Budget 2019, the City implemented it’s multi-year Diversity Action Plan “Everyone Welcome” and the City’s 
People Plan 

Jurisdiction 3: City of Markham – Human Resources
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About this Jurisdiction

The City of London, with a population of 393,167 growing on average by 1.6% annually is 
characterized by a growing economy, a increasingly diverse workforce, and is a growing hub for 
technological innovation in the region. 

Similar to Brampton, the City of London has historically faced issues in pointed talent acquisition 
strategies that function based on department specific hiring needs, and efficiencies. Requests for 
more comprehensive Human Resources services within the City’s internal operations has 
increased significantly to account for changing labour market characteristics, diversity initiatives, 
and the increased need for modernized approaches to recruitment and retention.

The City has taken a strategic approach to resolving Talent Acquisition obstacles by automating 
screening processes, implementing impartiality capabilities to screening systems, tracking hiring, 
retention, and degree of corporate-wide HR standardization; while actively addressing the need 
for diversity and inclusion. 

Jurisdiction 4: City of London – Human Resources

Key Initiatives

The City tracks performance measures 
for talent acquisition, service 
efficiencies, position management, and 
succession planning by department and 
organization as a whole.

The City implemented HireDesk to 
automate the initial screening 
processes by removing identify 
identifiers to support equal hiring 
practices. 

The City implemented the “It Begins With Me” 
training module under the Standing Together 
Program: a training effort to ensure that 
employees are ambassadors for the City as a 
employer.

Quick view: Brampton parameters relative to London

City of Brampton City of London

Population 642,800 393,167

Budget $8,960,000 $6,100,000

FTE per Capita 1:10,538 1:12,683

Service Delivery and 
Functions

Integration & Innovation, Client 
Services, Compensation & 
Benefits, Health/Safety & 
Wellness, Labour Relations, 
Organization Development & 
Learning, Talent Acquisition

Talent Management, Labour 
Relations, Rewards and 
Recognition, Occupational 
Health and Safety
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Key Differences

Currently tracking key performance 
metric across the organization as a 
whole.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

2019 Gross Operating Budget: 
• Corporate services (housing 16 services) has a 

budget of $51.2M 
• Human Resources: $6.1M 
Service Delivery
• Evaluating Service Delivery Structure (In-house 

vs outsourcing)
• Performance measurement (talent retention, 

back-filling, etc.)
• Demand-based acquisition

• Human resources is primarily an in-house function at the City of London, however some functions are partially 
outsourced: 

• Corporate Training components that are customized to particular audiences such as the city’s Diversity 
initiatives are 5% outsourced

• Performance measures for talent acquisition, service efficiencies, position management 
• Number of Positions Declared 
• Number of Positions Reorganized/back-filled (based on department demand) 
• Permanent staff turnover rates

• Implement Learning Management System
• Developing Project Management Program
• Update Corporate Health and Safety Management System Report

Service Levels • Groups managed 
• Costs for internal services 
• Council and legislatively approved service levels

• Human Resources service levels with the City of London include: Talent Management, Labour Relations, 
Occupational Health and Safety, Corporate Training, Employee and Client Relations, and Rewards and Recognition

• Updating their Onboarding Program and Recruitment Outreach Strategy
• Finalizing centralization of recruitment
• Succession Planning Program

Organization 
Structure/Staffing 

Complement

• FTE
• Full-Time/Part-Time
• Spans and Layers

• Human Resources: 42.0 FTEs 
• Human Resources sits under Human Resources and Corporate Services alongside Human Rights, Employee Systems, 

Emergency Management, Corporate Security and AODA
• The division’s sections include: Talent Management, Labour Relations, Rewards and Recognition, Occupational 

Health and Safety
• Expanding their City of London Internship Program

Jurisdiction 4: City of London – Human Resources
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Talent Acquisition 
Modernization

• AI resume screening
• AI job description development
• Centralized hiring/Hiring by demand
• Talent Retention
• Skills matching

• HireDesk is a software program used to automate the initial screening processes by evaluating candidates based on 
job related qualifications determined before recruitment process begins 

• The software works to modernize the recruitment process by automating responses to candidates after resumes 
have been screened

• Automation efforts are based on the measures: 
• Reduction in manual process post-implementation
• Increases in data tracking capacity 
• Standardization of HR processes across the corporation 

Community 
Outreach 

And Diversity 
Inclusion

• Community relationship strategy to improve 
Talent Acquisition

• Technology for increasing visibility 
• Youth acquisition – jobs and skills matching 

• Workplace Diversity Statement and Plan includes various initiatives to improve diversity at the City:
• HireDesk: a recruitment software program that automatically removes certain identifiers (race, ethnic origin, 

etc.) from the screening process
• Implementation of the “It Begins With Me” training module under the Standing Together Program: a training 

effort to ensure that employees are ambassadors for the City as a employer, and to ensure encouragement 
of diversity accommodation in the workplace, including inter-cultural competency training

• Creating a Workplace Diversity and Inclusion resource area in the new CityHub

Disability 
Management

• Absenteeism mitigation strategy 
• Accountability and Transparency tools 
• Accommodation accessibility 
• Return to Work program model

2015:
Number of WSIB Incidents claims: 672
Grievances referred to arbitration: 61
Percentage of employees returning to work following WSIB incident/claim: 99%
Average annual WSIB hours per employee: 11.1
Number of short-term/long-term disability claims closed: 105
Average annual STD hours per employee: 15.7
Average annual paid sick hours per employee: 60.4

Jurisdiction 4: City of London – Human Resources
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About this Jurisdiction

The City of Surrey offers unique insights into Talent Acquisition strategies because of its steadily 
growing workforce. The City is one Canada’s fastest growing major cities, with an average growth 
rate of 8,440 people per year since 2014. The estimated population for the City as of 2017 is 
534,690 residents, with an annual growth rate of 1.64%. A significant proportion of the City’s 
growth is due to high immigration levels, therefore making the city one of Canada’s most diverse 
municipalities.

Talent Acquisition for the City of Surrey is premised on reflecting the demographic makeup of the 
community. The City has focused is 2019-2022 strategic business plan in part on ensuring that 
talent acquisition recruits not only an ethnically diverse talent pool, but one that reflects the 
younger demographic. 

The City of Surrey has successfully established a strong rapport with the community by taking 
significant steps in ensuring that youth and visible minorities have equal opportunity to entering 
and staying in the City’s talent pool. 

Jurisdiction 5: City of Surrey – Human Resources 

Performance measures are used to 
consistently track talent acquisition and 
modernization outcomes (i.e.: time-to-
fill statistics for regular and CUPE 
positions).

Key Initiatives 

The City utilizes a Human Resources 
Information System to track talent 
acquisition, and department-based talent 
need; this supports centralization and 
transparency of hiring needs across the 
corporation. 

Community Resources and Human Resources 
work in tandem to deploy Community 
Response and Diversity Outreach units to 
increase visibility, and improve resident 
access points to the City as an employer. 

Diversity and Inclusion hiring strategy 
established through implementation of 
Emerging Leaders Program; Future 
Leaders Program; and partnerships with 
Surrey School Board.

Quick view: Brampton parameters relative to Surrey

City of Brampton City of Surrey

Population 642,800 ~534,690

Budget $8,960,000 32 FTEs in Human Resources

FTE per Capita 1:10,538 1:16,709

Service Delivery and 
Functions

Integration & Innovation, Client 
Services, Compensation & 
Benefits, Health/Safety & 
Wellness, Labour Relations, 
Organization Development & 
Learning, Talent Acquisition

labour relations, recruitment 
and retention, performance 
coaching, employment services, 
compensation and benefits, 
occupational health and safety, 
and diversity and wellness 
management
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Key Differences 

Using a core competency framework to 
make decisions for talent acquisitions, 
learning and development and 
succession planning.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

2019 Gross Operating Budget:
• Human resources: $4.9M (2019); $5.3M 

(projected, 2020)

Service Delivery
• Evaluating Service Delivery Structure (In-house 

vs outsourcing)
• Performance measurement (talent retention, 

back-filling, etc.)
• Demand-based acquisition

• “Human Resource Information System” (HRIS) to track talent and talent need by department – developing a 
demand-based talent acquisition strategy to fill positions, and attract, and retain staff

• Talent Acquisition is delivered in-house 
• Performance measures used by corporate services to track talent acquisition, and modernization outcomes: 

• Average number of days it takes to fill a vacancy
• Average number of days it takes to fill a CUPE position 
• Number of automated Human Resources processes 
• Number of paper reducing initiatives

Service Levels • Groups managed 
• Costs for internal services 
• Council and legislatively approved service levels

• Human Resources with the city of Surrey administers programs for City staff exempting CUPE, Firefighters, and 
volunteers

• Human Resources offers range of services from: labour and employee relations, recruitment and retention, 
performance coaching, employment services, compensation and benefits, occupational health and safety, diversity 
and wellness, and HRIS system management

• Created a recognition program for staff initiatives that are innovative and collaborative
• Implemented a program to reduce soft tissue injuries
• Developed a Core Competency Framework to be used for assessment in recruiting, employee development and 

succession planning

Organization 
Structure/Staffing 

Complement

• FTE
• Full-Time/Part-Time
• Spans and Layers

Corporate Services total full time staff: 173 
Human Resources: 32 full time staff

Jurisdiction 5: City of Surrey – Human Resources
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Talent Acquisition 
Modernization

• AI resume screening
• AI job description development
• Centralized hiring/Hiring by demand
• Talent Retention

• Talent Acquisition service level consists of: succession planning, attracting diverse applicants, and talent branding
• The City’s HRIS is used to centralize data on staffing needs, diversity, and employee learning; it integrates various 

systems 
• Talent retention strategy is based on continued training throughout career lifecycle

Community 
Outreach 

And Diversity 
Inclusion

• Community relationship strategy to improve 
Talent Acquisition

• Technology for increasing visibility 
• Youth acquisition – jobs and skills matching 

• Community Services and Human Resources work in tandem to deploy district based Community Response units and 
a Diversity Outreach unit 

• The city has successfully attracted young talent:
• 2-year Emerging Leaders Program – provides high performing employees with work experience, education, 

and self-development opportunities 
• Future Leaders Program – supports youth between 14-21 develop and match their skills to those needed in 

the city and by other large employers in the region 
• The City partners with Surrey Schools to provide mentoring opportunities with employees, while also 

offering practicum opportunities
• The City of Surrey and York Region are the only municipalities to be named top employer for young people 
• Diversity strategy is based on employees as City ambassadors – staff inclusion training modules; and twenty-nine 

diversity and inclusion events per annum

Jurisdiction 5: City of Surrey – Human Resources
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Appendix G1: Strategic Communications Organizational Structure 
Review



7. Strategic Communications – Organizational Structure Review
Other jurisdictions appear to be moving towards more of a centralized model for Strategic Communications similar to Brampton’s.

313

Hybrid Model

Roles & Responsibilities

Key Features Jurisdictional Leading Practices

• Organized into three groups: Communications Advisory, Creative Services, 
Media and Engagement

• Senior advisors assigned to City departments/divisions as main point of 
contact, while engaging creative services and media and engagement 
team for expertise and resources

• Specialized communication resources exist within separate departments 
• Centralized communications function and review of City-wide marketing 

materials

• Brampton has been an early adaptor of the agency model as many other 
municipalities (ex. Mississauga, Oshawa) have since transitioned to a 
similar model with specialised staff and centralized creative services

• Hamilton has also undergone a transformation, centralizing its 
communications functions and transferring resources in operating 
departments into a new Strategic Partnerships and Communications 
Division.

• The City of Vaughan’s communications groups sits within Corporate 
Initiatives, playing a larger role in intergovernmental relations

• Creative functions are done across departments by divisional staff with a 
central Strategic Communications department providing strategic support 

• Introduction of specialized staff within Communications Department to 
better assist client needs 

• Responsibilities and staffing complement includes 311 Citizen Contact 
Centre (approximately 26 FTEs)

• In this model, Mississauga has found it can lead to inconsistent content, 
brand voice and potential to cannibalize engagement 

• LEAN continuous improvement certifications for all staff, with ongoing 
staff-led improvement reviews and streamlining initiatives

Brampton’s Strategic Communications Department operates in an agency-style model, providing strategic advice and creative services as a centralized 
function since 2016. Together, the three groups aim to serve the City’s departments from a corporate lens, ensuring material produced are in 
alignment with the City’s messaging, branding and policies. 

The hybrid content strategy model used in the City of Mississauga have creative services and communications largely in-house with content 
development done by City staff across multiple departments. 

Possible Models

Brampton Model
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Considerations

Brampton is conceptually ahead of the curve with its current agency-style model, with comparable jurisdictions implementing similar 
structures. As technology channels diversify and residents adapt quicker to online tools, there is an ongoing need for the City to rationalize 
its online messaging, social media platforms and presence through oversight, which should be overseen by the centralized Strategic 
Communications division. 

Key Takeaways

7. Strategic Communications – Organizational Structure Review
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Appendix G2: Strategic Communications Process Improvement



7. Strategic Communications – Process Improvement Opportunities 
Brampton’s Strategic Communications offers service levels comparable to other jurisdictions, with an emphasis on social media management and brand 
alignment across the organization.

Considerations

Brampton’s Strategic Communications Department is performing at a service standard comparable or above to other leading 
municipalities in process improvement. As per its new Communications Strategy, it is currently in the process of designing a plan to 
centralize ad purchases as per council directive and establish city-wide rules and standards. A large focus of its process improvement plan 
is centred around social media management, and the consolidation of official accounts via a Citywide management solution. The City is 
also looking at identifying opportunities to improve the workflow of projects, whether it is through improving lines of communications 
between departments, consistency/alignment for City branding, or innovative technology/software. Several initiatives are underway 
including: Brampton Website Modernization, Consolidating licenses for enterprise platforms, Leverage digital assistants as a form of 
communication with residents, Citywide Social Media Management Solution (Budget 2020 Dependent), Streamlining of official social
media accounts. Recently completed projects include: Monitoring of local, national and global trends/tactics in communications and
Citywide social media meetings. 

Brampton Model
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7. Strategic Communications – Process Improvement Opportunities 

Considerations

Jurisdictional analysis have found an overarching theme where communications functions are becoming more centralized or more 
collaborative between City Divisions, as an answer to meeting the increased demands for specialized expertise and higher volumes and 
variety of creative service requests. 
• The City of Vaughan’s Communications Department has set out individual policies and service standards for each of its business units, 

that specify staff roles, responsibilities and risk mitigation as well as services available to client divisions relative to the City’s strategic 
priorities

• In addition to introducing specialized staff positions and training programs, Mississauga staff are trained in LEAN continuous 
improvement certifications as part of its competency training, empowering staff to find efficiencies on a daily basis. They have also 
launched a new Customer Relationship Management (CRM) solution to better meet client needs

• As the City of Oshawa switches to Brampton’s agency model, it has proposed assigning staff singular communication tools functions to 
build subject matter experts and provide better long-term strategic guidance. Departments are also given budget envelops to place 
advertisements for its own programs and initiatives

• Mobile application to provide residents with real time data on news releases, program campaigns and notifications on Vaughan City 
activities 

• Mississauga is examining potential applications for augmented reality and virtual reality as part of the generating City-wide content

Brampton’s Strategic Communications department has implemented an organization structure that many of its peers are now following 
when implementing their own communications strategy. When compared with others in implementing process improvement 
opportunities, Brampton is largely in line with its peers, with the aspirational goals listed in its 2019/2020 plan mirroring similar initiatives 
done in other jurisdictions (ex. Citywide branding rules, consistency across divisions, social media advocacy). 
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Key Takeaways

Leading Practices
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Delivery



7. Strategic Communications – Alternative Service Delivery
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Brampton Model

Key Takeaways

Leading Practices

Considerations & Findings

Creative services within the City of Brampton currently has a mixture of inhouse and contracted third parties. The Strategic 
Communications mandate is to deliver via its three groups a “compelling and cohesive City narrative to internal and external 
stakeholders.” Specifically, the Creative Services team manages the design, production and videography services for client groups with a 
focus on preserving the City branding through staff support on projects. Beyond the Strategic Communications team, certain City 
departments (ex. Transit, Economic Development) and Brampton Libraries have procured third party contractors to develop marketing and 
creative material at total value of approximately $296,000 annually. 

The City of Hamilton’s new Communications reorganization is shifting budget allocations previously directed for third party contractual 
services towards increasing internal staff complements and competencies. This strategy aims to increase the utilization of existing staff, 
while maximizing internal competencies, talent and leveraging existing in-house knowledge of City practices and policies 

The City of Vaughan has a stated department policy to maximize the number of in-house projects in efforts to reduce the higher costs of 
third party agencies and designers to undertake creative projects, especially overflow work. As a result of their department 
reorganization, they have extended the service offerings (ex. Media/external communications, marketing and creative services) of the 
Communications Department to support the entire organization. 

Brampton’s existing hybrid approach in leveraging both internal and external graphic design services is a practice that was seen in other 
jurisdictions evaluated (Ex. Vaughan, Markham, Hamilton). In most cases, jurisdictions will largely use external resources to meet capacity 
demands or procure services that are not offered in house, a policy that Brampton’s Strategic Communications follows. Given the 
potential for higher exposure to price and market volatility under a full outsourced model and Strategic Communication’s ability to take on 
an increased workload with minimal cost, keeping the existing hybrid model or moving more contracted graphic services in house could 
yield both productivity and cost efficiencies. In particular, retaining the existing hybrid model allows Brampton to both build its internal 
capabilities and continue to have the flexibility to use external resources to meet capacity demands and leverage specialized expertise 
that meet unique departmental demands that would be financially unviable to pursue inhouse. Another barrier can be the requirement 
for internal expertise as was found for Communications Advisory. 

As part of KPMG’s initial service delivery review, one of the opportunities was to evaluate alternative service delivery reviews in primarily for graphic 
design. An analysis of Corporate/Strategic Communications in comparable jurisdictions found a trend where municipalities are moving towards 
Brampton’s model for centralized communications function with specialized staff. 
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Data Inputs Source

Average External Agency Rates Stakeholder Consultations
Internal EY Agency Rates 

Historical Strategic Communications 
Service Volumes

File “Strategic Communications Volume Level 2017-2019”

Salaries and benefits associated with 
the positions

File “Service Review FINAL - 2019 Salary Information Details 
for COB Sept 26”

Outsourcing Creative Services Operations Retain Existing Creative Services
Low Scenario Medium Scenario High Scenario Status Quo

Total Average Job Hours Per Project 4 6 8 Salaries Wages and Benefits $869,281
Number of design and production jobs completed (2018) 2206 2206 2206 Office and Administrative Costs $30,500
Cost of Designer (Assume $75/hour) 
2 hours worked (low), 3 hours worked (medium) 4 hours worked 
(high)

$            150.00 $                225.00 $            300.00 
Advertising, Marketing and Promotion $21,000

Art Director ($200-$300+/hour) (Assume $250/Hour)
1 hour worked (low), 1.5 hours worked (medium) 2 hours worked 
(high)

$            250.00 $                375.00 $            500.00 
Staff Development $1,100

Production (Assume $65/hour) 
1 hour worked (low), 1.5 hours worked (medium) 2 hours worked 
(high)

$               65.00 $                  97.50 $            130.00 

Total Cost Per Average Job $            465.00 $                697.50 $            930.00 

Total Cost for Outsourced Work $ 1,025,790.00 $    1,538,685.00 $ 2,051,580.00 Total Internal Creative Services Budget $921,881

Low Scenario High Scenario
Estimated Severance Costs for internal Creative Services team $236,639 $363,130

Methodology 
• Obtained volume levels and current Creative Services salaries and benefits to calculate average creative services job and existing expenses

• Obtained information about external agency costs from Strategic Communications and validate with external industry market rates through EY resources

• Use of assumptions to calculate severance and approximately hours worked per role
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Calculation details

7. Strategic Communications – Alternative Service Delivery–
Methodology, Data Inputs and Calculation Details

Assumptions
• Complex Projects that require specialized expertise, higher complexities or longer 

working periods are not factored into this calculation 

• Assumption that each project will use one designer, art direction and production analyst 
each 

• Does not include additional iteration times that extend beyond average production time
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The Approach

Conduct a jurisdictional analysis of comparable local jurisdictions to identify service 
delivery models, service levels, leading practices, and other key findings by:

Primary & Secondary Source Review
Evaluate the performance of Brampton’s current service offerings, its service 
levels and organizational structures relative to identified jurisdictions. This 
includes identifying where service gaps exist, innovative practices/service 
delivery models and Brampton’s performance.

Local Jurisdictions
Jurisdictions identified for consideration are primarily situated within the 
Greater Toronto Area based on previous jurisdictional analyses, weather 
conditions, comparable size, service delivery models or those in the process of 
evaluating service levels and investments. 

City of Mississauga: Mississauga was selected as a comparable City to Brampton based on its population size and for its position in the Region of Peel.
City of Hamilton: Hamilton was selected as a comparable City to Brampton due to its population size and location in Southern Ontario.
City of Oshawa: Oshawa was selected because it is implementing a agency-style strategic communications model to unify branding similar to Brampton
City of Vaughan: Vaughan was chosen for its focus on reducing the use of third-party services.
City of London: London was chosen because its strategic communication is decentralized and it offers a clear contrast to Brampton.

Jurisdictions Reviewed by EY

• Top priority issues (contracted services, shared services, organization 
structure) will be taken into consideration in the evaluation of 
comparable services 
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Jurisdictional Scan Approach – Strategic Communications
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Jurisdictional Analysis Framework – Strategic Communications
• Our jurisdictional analysis for the Service Reviews will be informed by specific research parameters and focus areas:

• Parameters include: size (population); demographics (diversity and age); economic growth rates; unionization rates; and other 
category specific parameters we identify

• Three central focus areas will consistently guide this analysis: Service Delivery Models; Organization Structure/Staffing Complement; 
and Service Levels, in addition to two category specific focus areas relevant to communications functions

Service Levels

• Council approved 
service levels

• Cost and impact 
considerations 

• Internal clients and 
groups managed 

Organization Structure
and Staffing Complement

• FTE
• Full time vs part time
• Unionization levels
• Centralized vs 

Fragmentated 

Service Delivery Models

• Evaluating Service 
Delivery Structure (In-
house vs outsourcing)

• Governance
• Expenditure and 

Proportion of Municipal 
Budget 

ASD for Overflow and 
Agencies

• Previous efficiency 
reviews

• 3rd party agency 
contracts 

Technology 

• Applications
• Integrated 

Management Systems
• Automation of 

processes
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Service Delivery Model Findings

Jurisdictional Scan Key Findings – Strategic Communications
A review of 5 comparable jurisdictions, selected in collaboration with the City based on size, governance, and service delivery model. Key 
findings from the jurisdictional analysis include:

324

• Jurisdictions evaluated have shifted towards a centralized communications model to better leverage economies of scale, preserve brand image and 
improve collaboration
• The City of Mississauga’s 2019 Communications Master Plan recommends the City to explore centralized advertising purchasing similar to 

Brampton’s council directive. It endorses establishing a recognized standard for all City marketing and communications across
divisions/departments, overseen by Communications branch

• Fragmented service models with content developed largely within departments/divisions have encountered alignment issues in other municipalities 
• Mississauga's current hybrid content development model has communications functions largely in house, but developed by staff across the 

City. The fragmented level of content development has led to issues of inconsistent content, branding, and repetitive materials that 
cannibalize engagement between projects
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Service Level Findings

Jurisdictional Scan Key Findings – Strategic Communications
A review of 5 comparable jurisdictions, selected in collaboration with the City based on size, governance, and service delivery model. Key 
findings from the jurisdictional analysis include:
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• Jurisdictional research have found that Corporate Communications in comparator municipalities offer similar service offerings to the City of 
Brampton, these include:
• Strategic Communications
• Community Engagement content
• Website Management 

• Brampton’s website has been identified by comparable jurisdictions as having the qualities of a well designed municipal site. Highlights 
identified include its clean design, well-organized and intuitive interface, and regularly updated highlights that appeal to residents 

• Social Media
• Media Relationships
• Advertising

• Municipalities such as Oshawa and Hamilton take a centralized approach to ad purchasing with the Communication branches managing
advertising, rates, and graphic design support. Oshawa in particular also manages digital advertising and key stakeholder identification 

• Corporate Identity/Brand Management
• Promotional Materials 
• Issues Communications and Public Relations
• Emergency Communications
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Jurisdictional Scan Key Findings – Strategic Communications
A review of 5 comparable jurisdictions, selected in collaboration with the City based on size, governance, and service delivery model. Key 
findings from the jurisdictional analysis include:

326

Organization Structure 

Consolidation of communications functions towards a centralized entity
• City of Hamilton has previously utilized decentralized resources to deliver its communications support 

• It is currently undergoing a centralization of communications functions under a Strategic Partnerships and Communications division that 
reports directly to the City Manager’s office. Resources currently in operating departments were transferred to the new centralized 
branch. It found a centralized function was able to improve leverage of resources/funds, eliminate staffing fragmentation and produce 
stronger remarketing plans with a concise target of clients and outcomes'

• The City of Oshawa is restructuring its delivery model from generalized communications staff to specialist role
• Similar to Brampton’s agency model, Oshawa is proposing staff be allocated to each branch as direct points of contact to prov ide

content/discipline expertise
• Staff will also be assigned to singular specific communications tools (Ex. media relations) to allow staff to become subject matter 

experts and provide better long term strategic guidance 
• Brampton’s Communications team has lower staffing levels relative to other similar sized jurisdictions (ex. Mississauga, Hamilton) with similar 

mandates for centralized creative and communications services 
• While the City of London has a smaller Communications team, the scope of its service offerings are largely focused on community 

engagement with less focus on graphic design/material development compared to Brampton
• As jurisdictions look to switching into a centralized/agency model, there is an increasing need for specialized staff, training and talent 

attraction to meet the ever-rising demands of clients
• As part of its Communications restructuring, Mississauga introduced specialized staff positions and training programs to increase 

communications competencies and continuous improvement (LEAN certifications) 
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Jurisdictional Scan Key Findings – Strategic Communications
A review of 5 comparable jurisdictions, selected in collaboration with the City based on size, governance, and service delivery model. Key 
findings from the jurisdictional analysis include:
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Alternative Service Delivery 

• The City of Hamilton allocates $674K of its 2019 Strategic Communications budget towards contractual services. As part of its reorganization, it is 
shifting its focus by redirecting existing budgets allocated for third party vendors towards increasing internal staff complements and competencies. 
The directive is aimed to maximize existing talent, competencies and best leveraging inhouse skillsets

• The City of Mississauga launched a mobile application (Pingstreet) which is used by its Strategic Communications Department to provide residents 
with real time data on news releases, program campaigns and notifications on City activities. This also includes the management of City social media 
feeds 
• Mississauga is also examining potential applications for augmented reality and virtual reality as part of the generating City-wide content 
• Reviewing of potential integrated solutions that can manage intake projects, work request, dashboards and reporting tools across

departments 

Technology 
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About this Jurisdiction

Mississauga is Canada’s 6th largest city, with a consistently growing population that currently sits 
at 775,000 residents. It is a municipality with a demographic that is diverse in both age, and 
ethnic composition, and represents a centre for diversity in the GTA, similar to Brampton. The 
population in the working age group (15-64) represents 69%, with a majority of residents 
speaking a language other than English or French as their mother tongue. 

The City of Mississauga as part of their 2018 Communications Master Plan have restructured its 
Strategic Communications division to allow for more nimble responses to the requests of its 
clients. Its existing hybrid content strategy model has a large quantity of City news content being 
produced and released onto corporate channels by staff across departments. This resulted in 
repetitive content, inconsistent branding and an inability to reach significant audiences. It is 
currently examining a more coordinated approach to City news and content management that 
can generate greater engagement and efficiencies.

Jurisdiction 1: City of Mississauga – Strategic Communications
Quick view: Brampton parameters relative to Mississauga

City of Brampton City of Mississauga

Population 642,800 775,000

Budget S4,400,000 $6,600,000

Staffing Complement 
per Capita

1:25,712 1:11,997

Service Delivery 
Model and Function

In-house, agency–style with 
fragmented divisional teams 
across organization

In-house; hybrid content 
strategy model with fragmented 
teams across organization

Key Initiatives

Divisional restructuring in 2017 replaced 
generalized positions with specialist roles.

Pingstreet mobile app allows citizens real 
time information from City and ability to 
submit online requests 24/7. 

Hybrid content strategy model with 
content developed by staff across the City.

Development of recognized standard for 
all city marketing and communications 
materials (across divisions/departments).

Evaluating for augmented reality and 
virtual reality through a City-wide content 
strategy. 

Internal stakeholders found the tone of 
Centralized communications to be overly 
corporate at times.
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Key Differences

Mississauga’s Communication department 
also includes their 311 call centre.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

2019 Net Tax Operating Budget: 
• Strategic Communications: 6.6M 
Service delivery
• Strategic Communications sits under Business 

Services, which includes Corporate Performance 
and Innovation, Finance, Human Resources and 
Revenue and Material Management

• Functions are in-house; hybrid content strategy 
model with content developed by staff across the 
City

• Currently exploring a centralized system to 
purchase advertising and better leverage 
economies of scale (ala Brampton) 

• LEAN Continuous improvement has generated 60 small improvements reviews and six service or operational reviews 
annually

• Highlights include: new online reservation system for communication materials, improved media monitoring 
to better capture local media coverage 

• Ongoing streamlining of work requests within the division 
• All staff to be LEAN White belt certified by January 2019

• In the process of implementing a new Enterprise Customer Relationship Management (CRM) Management solution
• Communications Master Plan first developed in 2012 and revised in 2018 
• 4 Key Areas of guidance and delivery for the division 

• Corporate and Department Communications 
• City-wide Marketing and Planning 
• Digital Strategy and Experience 
• 311 Citizen Contact Centre 

• Hybrid content development model has led to inconsistent content, brand voice, and repetitive content that 
cannibalizes engagement

Service Levels • 54,553 Twitter Followers
• 29,261 Facebook Followers
• 16,078 LinkedIn Followers
• 818,869,870 Media reach
• 537 creative projects logged

• Engagement with citizens involves multiple channel outreach and consultation for budget and business planning 
cycle

• Pingstreet mobile app allows citizens real time information from City and ability to submit online requests 24/7 

Organization 
Structure/Staffing 

Complement

• 64.6 FTE in 2019, 62.6 FTE in 2021
• Full-Time/Part-Time
• Spans and Layers

• Restructuring of department in 2017 rebranded Communications division to become Strategic Communications 
• Introduction of specialized staff, training programs 
• 26.4 FTEs in the 311 Citizen Contact Center

Jurisdiction 1: City of Mississauga – Strategic Communications
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Improving 
Collaboration, 

Alternative 
Service Delivery

• Endorsement of a two-way communications 
organization committed to engaging citizens

• Development of recognized standard for all city 
marketing and communications materials (across 
all divisions/departments)

• Internal stakeholders found the tone of Centralized communications to be overly corporate at times. Divisions 
surveyed identified a need to be both respective, accurate while being more “lighter” in tone 

• Legal and external partners identified as partners in building stronger external relationships with key stakeholders

Technology • Exploring applications for augmented reality and 
virtual reality through a City-wide content 
strategy 

• Strategy includes evaluating new integrated solutions to intake projects, work requests, automated dashboards and 
reporting tools 

Jurisdiction 1: City of Mississauga – Strategic Communications
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About this Jurisdiction

Hamilton proper is characterized by its growing diversity, increasing population and growing 
economy. It is considered Canada’s tenth largest city, with approximately ~5% of the city’s 
population working within the corporation. Similar to Brampton, Hamilton is witnessing steady 
population growth annually, with labour market trending towards a highly-skilled workforce. 

Corporate Communications services operate on a $3.7M in a hybrid model of both centralized 
resources and distributed resources within departments to delivery its services. The division 
currently operates among 5 service areas and is in the process of centralized more responsibilities 
from departments into the division. Of interest to Brampton, Hamilton has centralized a large 
extent of its graphic design and ad buying, and has already begun a review of external 3rd party 
contracts. The review aims to examine the feasibility of moving more services in house in efforts 
to leverage in house complements and skillsets.

Jurisdiction 2: City of Hamilton – Strategic Communications
Quick view: Brampton parameters relative to Hamilton

City of Brampton City of Hamilton

Population 642,800 572,575

Budget S4,400,000 $3,700,000

Staffing Complement 
per Capita

1:25,712 1:18,596

Service Model In-house, agency–style with 
fragmented divisional teams 
across organization

In-house, decentralized Model, 
transitioning to Centralized 
Model

Currently in the process of centralizing its 
communications functions under its Strategic 
Partnerships and Communications division. 

Key Initiatives

Centralized media buying, graphic design 
services and stakeholder communications.

Some FTE positions are funded by 
operating departments and appear in in 
their respective budgets. 

Redirecting existing budgets spent on third 
party vendors towards increasing inhouse 
complements and maximize inhouse skillsets.
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Key Differences

Some of Hamilton’s communication staff 
are funded by the operating budgets of 
other departments.

Hamilton’s Communication division 
contains different service streams than 
Brampton.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

2019 Net Tax Operating Budget: 
• Strategic Communications accounts for $3.7M, 

primary funding source of tax levy
Service delivery
• Strategic Partnerships & Communications sits 

under the City Manager’s office with the Director 
of Strategic Communications reporting to the 
City Manger 

• Staff social media use managed through business case program and revised staff social media policy 
• Functions include both managing communications and securing new revenue streams for the City 
• Centralized media buying, graphic design services and stakeholder communications

Service Levels • 5,506 Instagram Followers (2018)
• 68K Twitter Followers, 16K LinkedIn Followers 
• Total Media Spend (2018): $1.14M

• 53% of online video views are from ages 18-34
• Over 1,003,293 video views on City YouTube channel 
• The City of Hamilton has reported that its 2019 Service Level is at standard with council approved policy or service 

standard

Organization 
Structure/Staffing 

Complement

• 30.79 Total FTE
• 4 Internal Management Positions, One 

Distributed Management 
• 22.60 inhouse FTEs, 3.19 across divisions
• Staff/Management Ratio: 5.16:1
• 5 Service Streams (Corporate Initiatives, City 

Enrichment Fund, Communications, Revenue 
Generation, Farmer’s Market)

• The City of Hamilton has previously utilized a combination of centralized and distributed resources within 
departments to deliver its communications support services 

• Currently in the process of centralizing its communications functions under its Strategic Partnerships and 
Communications division. 8 communications resources currently in operating departments were transferred into a 
centralized communications branch

• Advantages the City has identified were improved leverage of resources/dollars, reduced staffing fragmentation and 
stronger marketing plans with concise target audiences and outcomes. This was an improvement on previous efforts 
where multiple logos and websites had taken away from the City’s overall brand/communications efforts 

• Some FTE positions are funded by operating departments and appear in in their respective budgets 

Jurisdiction 2: City of Hamilton – Strategic Communications
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Improving 
Collaboration, 

Alternative 
Service Delivery

• Process Redesign
• Third Party Agency Contracts 
• $674K of 2019 budget allocated to “contractual 

services”

• Changing focus towards redirecting existing budgets spent on third party vendors towards increasing inhouse 
complements and maximize inhouse skillsets

• Process redesign across division to maximize existing talent and competencies 

Jurisdiction 2: City of Hamilton – Strategic Communications
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About this Jurisdiction

The City of Oshawa is a rapidly growing municipality of 170,931 residents within the Greater 
Toronto Area and the largest municipality in the Durham Region. It has been primarily known for 
its manufacturing background with General Motors as well as the home of Durham College and 
the Ontario Institute of Technology (UOIT). Recently, the City has seen an increase in start-ups 
and technology businesses, buoyed by the educational opportunities present. 

It has recently launched a new corporate communications strategy that restructures its 
department service delivery model similar to Brampton’s. It is currently replacing its current 
structure of generalized staff towards a model of specialized roles with each branch having an 
assigned point of contact. Under this model, the focus shifts on providing a clear, consistent 
messaging that supports the City’s objectives. Branches that have existing communications-
related staff will remain in their positions but work closely with Corporate Communication’s 
policy and guidelines.

The City anticipates this change will empower staff, talent attraction and build a resource tool kit 
that will align with their long term goal as being strategic advisors for branches as they develop 
long-term strategies.

Jurisdiction 3: City of Oshawa – Strategic Communications
Quick view: Brampton parameters relative to Oshawa

City of Brampton City of Oshawa

Population 642,800 170,931

Budget S4,400,000 $1,045,882

Staffing Complement 
per Capita

1:25,712 1:34,186

Service Model In-house, agency–style with 
fragmented divisional teams 
across organization

In-house, agency style. Select 
branches have staff that support 
unique communication 
department

Corporate Communications coordinate 
advertising requests and ensure 
consistencies with City branding, writing 
style and accessibility standards. 

Key Initiatives

Corporate advertising is placed by Corporate 
Communications branch while department 
specific advertising are funded from the 
department or branch responsible.

Departments currently have the option to 
use their funding envelopes to hire agencies 
for marketing purposes. 

New focus towards become advisors for 
departments with a priority towards 
leadership in long-term strategic 
guidance. New corporate communications structure 

replaces generalized staffing roles with 
specialized roles and designated branch 
point of contacts. 
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Key Differences

Oshawa’s Corporate Communications is 
more decentralized than Brampton’s with 
specialized communications staff remaining 
within their specific department.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

• Corporate Communications Budget is $714,032 
in 2019

• Issues Management 
• Marketing Development and Planning
• Strategic Advisory of Campaigns 
• Decentralized ad purchasing model with 

oversight and coordination by Corporate 
Communications

• Manage City websites 
• Provide integrated strategic communications to meet the needs of external/internal stakeholders
• Provide governance and strategic direction of the City’s social media accounts 
• Manage advertising and corporate branding/identity 
• Develop the City’s departmental promotional materials
• Govern the City’s Corporate Advertising Policy, ensuring advertising is procured at the best possible value 
• Coordinate process and procedures for the placement of City advertising 
• Corporate Communications coordinate advertising requests and ensure consistencies with City branding, writing 

style and accessibility standards
• New focus towards become advisors for departments with a priority towards leadership in long-term strategic 

guidance 

Service Levels • Business units managed 
• Costs for internal services 
• Council and legislatively approved service levels

• Corporate advertising is placed by Corporate Communications branch while department specific advertising are 
funded from the department or branch responsible (Ex. Economic Development places and purchases their own ads)

• City departments have approved budgets and advertising envelopes to place advertisements for programs and 
initiatives 

Organization 
Structure/Staffing 

Complement

• FTE
• Full-Time/Part-Time
• Unionization Rates
• Spans and Layers

• Corporate Communications: 5 FTEs
• Organization Structure: Within Corporate Services. Select branches have staff that support unique communications 

requirements

Jurisdiction 3: City of Oshawa – Strategic Communications
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Improving 
Collaboration, 

Alternative 
Service Delivery

• Evaluated the establishment of a professional 
services contract for corporate partnership 
marketing 

• Restructuring Corporate Communications

• Departments currently have the option to use their funding envelopes to hire agencies for marketing purposes 
• Potential to leverage a third party contracted resource to lead the development and implementation of marketing 

strategies that promote the City’s brand and image. The contractor would also look at building corporate 
partnerships to generate revenue for the City from events and facilities (ex. naming rights)

• Currently introducing specialized roles with each branch a designated point of contact. Each staff will focus on 
specific communications tools to develop discipline experts as well as provide branches with long-term strategic 
guidance 

• Branch staff that have select communications will remain in their roles, but with closer collaboration to Corporate 
Communications in following the guidelines and policies of the corporation

Technology • Present communications in “layers”, with 
Facebook posts that leads viewers to City sites 

• Maintain Facebook, Twitter, YouTube, Instagram 
and LinkedIn as long-term social media platform

• Communications department remains the centralized manager of content creation, monitoring and evaluation of 
tools. Instances where specific tools are needed to fulfil branch needs, specialized branch/division staff could be 
deployed if they have shown to understand alignment with corporate branding and priorities 

Jurisdiction 3: City of Oshawa – Strategic Communications
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About this Jurisdiction

Vaughan is a maturing city that is expected to grow to 424,500 by the year 2031. This continued 
growth has changed demographics including ethnicity, socio-economic and age, requiring the 
need to balance the need to communicate the City’s messaging to the growing target market 
effectively. 

The City of Vaughan has recently completed an organization restructure of its communications 
strategy, extending inhouse communications services to departments organization-wide. This 
change is part of a new CSC strategy and policy that governs the department’s 3 business units 
and its service offerings to the City. 

The new policy places an emphasis on promoting a singular “Vaughan Story”, with the division 
managing oversight and development of the communications campaigns and projects. This is 
done with a focus on maximizing in-house resources and expertise while reducing reliance on 
potentially cost prohibitive 3rd party contracts 

Jurisdiction 4: City of Vaughan – Strategic Communications
Quick view: Brampton parameters relative to 

City of Brampton City of Vaughan

Population 642,800 329,000

Budget S4,400,000 $2,200,000

Staffing Complement 
per Capita

1:25,712 1:20,563

Service Model In-house, agency–style with 
fragmented divisional teams 
across organization

In-house

Recent department reorganization extends 
department service offerings to support 
the entire organization.

Key Initiatives

Communications shares a branch with 
economic development, allowing 
communications staff to work more closely 
with Economic Development and develop 
intergovernmental partnerships. 

Department goal to reduce use of third-
party agencies/consultants due to high 
charges in undertaking overflow work.
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Key Differences

Vaughan has divided their 
communications division into Media and 
External Communications, Marketing and 
Creative Services, Partner and Internal 
Communications.  
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

Net operating budget (2019)
• Total Corporate Initiatives and 

Intergovernmental Relations budget is $4.5M
• Of this, total Corporate and Strategic 

Communications budget is 2.2M , funded 
through taxation 

Service Delivery Method: 
• Communications, intergovernmental relations 

and stakeholder and community engagement 
support for departments and Council 

• The Corporate and Strategic Communications Department is divided into three groups: Media and External 
Communications, Marketing and Creative Services, Partner and Internal Communications 

• Services provided include
• eCommunications (newsletters)
• Social Media 
• Media Relations
• Website content management, design and graphic design
• Advertising and communications policy development 
• Issues management and issues management

• Provide support to City Manager on major projects/initiatives including inward/outward communications of the 
organization 

• Recently undertook a department reorganization to extend department service offerings to support the entire 
organization. The responsibilities include: media and external communications, partners and internal 
communications, marketing and creative services, stakeholder and community engagement, intergovernmental 
relation services 

Service Levels • Organization wide CSC manual and catalogue • New CSC catalogues map out policies and service standards to govern Vaughan’s three business units. The manual 
assists in helping staff mitigate corporate risks 

• Department plans specify roles, responsibilities and available services of Corporate Communications to divisions 
relative to City’s strategic objectives 

Organization 
Structure/Staffing 

Complement

• FTE
• Full-Time/Part-Time
• Unionization Rates
• Spans and Layers

Organization Structure: Strategic Communications falls as a division within the Office of the Corporate Initiatives and 
Intergovernmental Relations (CCIIR). Portfolio responsibilities of the department include Community Engagement, 
Intergovernmental Relations, Partnerships and managing the City’s business enterprise center 
Staffing Complement: 16 FTEs

Jurisdiction 4: City of Vaughan – Strategic Communications
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Improving 
Collaboration and 

Brand Image 

• Ongoing focus to align CSC outputs with Vaughan 
corporate branding through citizen marketing 
and engagement (ex. Vaughan News Stand) 

• Economic and Cultural Developments falls within the portfolio of the CCIIR cluster, allowing communications to work 
more closely with Economic Development and intergovernmental partnerships 

ASD for Overflow 
and Agencies

• No projected professional fees for external 
parties in 2019 

• The department has a stated goal to maximize the number of in-house projects in efforts to reduce the higher costs 
that third-party agencies/consultants charge in undertaking overflow work

Technology • Online tool (social intranet platform) to drive 
internal communications and support corporate 
culture 

• Vaughan Mobile App that was used as an internal and external communications tools was developed but ceased 
operations in 2016

Jurisdiction 4: City of Vaughan – Strategic Communications
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About this Jurisdiction

The City of London, with a population of 393,167 growing on average by 1.6% annually is 
characterized by a growing economy, a increasingly diverse workforce, and is a growing hub for 
technological innovation in the region. 

London’s Corporate Communications division is responsible for the development of 
communications strategies and public engagement, which include the development of content, 
event planning and website management. An external service review conducted by the City of 
London found its budgeted net levy per household to be lowest compared to similar sized 
municipalities (Ex. Windsor, Brampton, Hamilton) 

Despite being a small division, a large focus of its work is dedicated to community engagement 
with large elements of collaboration on the promotion/development of events/initiatives.

Jurisdiction 5: City of London – Strategic Communications 
Quick view: Brampton parameters relative to London

City of Brampton City of London

Population 642,800 393,167

Budget S4,400,000 $881,000

Staffing Complement 
per Capita

1:25,712 1:49,146

Service Model In-house, agency–style with 
fragmented divisional teams 
across organization

In-house. 

Internal corporate calendar tracks organized 
meetings and events at a corporate level.

Key Initiatives

London’s corporate communications budget 
is one of the lowest compared jurisdictional 
comparators (as per external consultant 
service profile).

Marketing materials and development 
decentralized across the organization’s 
departments.

Enhanced priority on providing Open Data 
sets for public consumption.
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Key Differences

Communication tasks are carried out by 
various departments, making London 
more decentralized compared to 
Brampton.

Community engagement is not part of 
Brampton’s Strategic Communications 
functions accountability except in an 
advisory and enabling capacity.
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Service Delivery

Net operating Budget (2019) 
• Corporate Communications total budget is $910K 

(2018), 881K (2019)
Service Delivery: 
• Public engagement as an area of focus 
• Work with community groups (Community 

Engagement Policy)
• Establish Communications Protocol 
• Citizen Dashboard 
• Marketing materials and development 

decentralized across the organization’s 
departments (Ex. Special Events Division)

Service Delivery:
• Provide strategic and tactical support to Service Areas in the development of marketing and informational campaigns 

to support departmental initiatives and events 
• Internal corporate calendar tracks organized meetings and events at a corporate level
• Standard Response Inventory page for use by staff and Council
• Develop and execute marketing, communications and branding campaigns for corporate departments 
• Support community engagement and public meeting initiatives across all service areas in an advisory capacity. This 

also includes direct support (ex. Marketing materials, online surveys, event planning) 
• Manage City e-newsletters 
• Internal committee to review best practice of social media 
• Led the Community Engagement Task Force, where 100 staff and community members meet to review community 

engagement techniques 

Service Levels • 25,526 Twitter Followers (2015)
• 3M visits to London.ca (2018)
• > 50,000 YouTube Views
• 125 external news releases (2013)

• 2018 External Service report service level at standard
• London’s corporate communications budget is one of the lowest compared jurisdictional comparators
• Developed communications plan to inform residents of service levels across the City’s service areas

Organization 
Structure/Staffing 

Complement

• 8 FTEs
• Actively managing budget and identifying 

efficiencies/cost avoidance 

• Corporate Communications sits within Corporate, Operational and Council Services, reporting to the Office of the 
City Manager

• Clients include Senior leadership, Council and City Departments 
• Current staffing complement is stretched in meeting the current 24/7 needs of the community especially monitoring 

social media and responding to citizen inquiries 

Jurisdiction 5: City of London – Strategic Communications
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Focus Area Area of Inquiry Relevant Outcome/Insights Gathered 

Improving 
Collaboration and 

Brand Image 

• Working with community partners to co-promote 
join projects (ex. Libraries, Tourism London)

• Work with over 100 internal business units with 
strategic communications services

• Partnership with Human Resources and Fanshawe College in the development and production of internal HR 
service content and public information content (ex. Emergency Preparedness) 

• Work with departments in the development of the Industrial Land Development Strategy 
• Work with Finance department to inform and gather feedback from residents on the budget process 
• Beyond strategic communications, the division also assists in issues management, public education, information 

campaigns and special events planning 

ASD for Overflow 
and Agencies

• To manage large transformation projects, the 
team works with Technology Services and 
external consultant to guide project 
management and design (ex. New London 
website) 

• N/A

Technology • Enhanced priority on providing Open Data sets 
for public consumption

• N/A

Jurisdiction 5: City of London – Strategic Communications

342 City of Brampton – Governance & Internal Services Report – December 20, 2019



EY | Assurance | Tax | Transactions | Advisory

About EY
EY is a global leader in assurance, tax, transaction and 
advisory services. The insights and quality services we 
deliver help build trust and confidence in the capital markets 
and in economies the world over. We develop outstanding 
leaders who team to deliver on our promises to all of our 
stakeholders. In so doing, we play a critical role in building a 
better working world for our people, for our clients and for 
our communities.

EY refers to the global organization, and may refer to one or 
more, of the member firms of Ernst & Young Global Limited, 
each of which is a separate legal entity. Ernst & Young 
Global Limited, a UK company limited by guarantee, does not 
provide services to clients. For more information about our 
organization, please visit ey.com.

About EY's Advisory Services
EY Advisory believes a better working world means helping 
clients solve big, complex industry issues and capitalize on 
opportunities to grow, optimize and protect their businesses.

A global mindset, diversity and collaborative culture inspires 
EY consultants to ask better questions, create innovative 
answers and realize long-lasting results.

The better the question. The better the answer. The better 
the world works.

© 2019 Ernst & Young LLP
All Rights Reserved.

This material has been prepared for general informational purposes only and is 
not intended to be relied upon as accounting, tax or other professional advice. 
Please refer to your advisors for specific advice.

ey.com


