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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, with Public Works and Engineering being one such service. The 
components of Public Works that are in-scope for this review are – Winter Maintenance, Parks Maintenance and Forestry, Light Duty Vehicle Fleet, 
and Transportation 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 Public Works 
and Engineering Review. This report also identifies the initial list of opportunities with a focus on those opportunities with an 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. Post 2020 opportunities have also 
been included alongside corresponding detailed costing, implementation considerations and proposed implementation timing as appropriate.

Assessments are typically based on four key pillars including: 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:

• Winter 2018/19 city and contractor costs have been used as current cost (base case).

• 2019 operating budget data provided by finance has been used to calculate cost savings for Parks Forestry & Maintenance

• Operational data provided by Parks Maintenance & Operations team has been used to calculate cost savings

• Calculations for scenario analysis for Winter maintenance model have been performed using input assumptions and data provided by the City of 
Brampton Winter Maintenance Management team (“the management team”). Inputs to the analysis are the sole responsibility of the management 
team.

• Calculations for cost savings estimates analysis have been performed using input assumptions and data provided by the City of Brampton Finance 
team and the City of Brampton Parks Maintenance & Operations team (“the management team”). Inputs to the analysis are the sole responsibility 
of the management team.

• The methodology for Winter maintenance model was developed through discussion with the management team and outputs have been reviewed 
by 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 appendix 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 Public Works and Engineering Review

The scope of the review with Public Works and Engineering encompasses the following key activities:

► Light Duty Vehicle Fleet Utilization 
Study and Strategy

► Focus to include GHG emissions, 
benchmarking against comparable 
municipalities

► Recommendations to include 
considerations around purchasing / 
procurement, operations and 
maintenance, asset lifecycle 
management, fuel efficiency, fuel 
costs, and GHG emissions (as 
applicable and appropriate)

Light Duty Vehicle Fleet Review

► Alternate service delivery model 
analysis for winter operations 
delivery

► Implications of increasing service 
level minimum thresholds (plowing 
and sidewalk clearance)

► Alternative removal and mitigation 
methods

► Public Communications 
considerations

Winter Maintenance Program Review

► Alternative service delivery model 
and service level reviews for: 

o Grass Cutting

o Sports Field Services 

o Naturalize Parks and Open Spaces

o Horticultural Services

o Forestry Services

Parks Maintenance & Forestry Reviews

► Review of the organizational 
structure and/or business process 
changes required to improve 
operational efficiencies, strategic 
coordination, and enhance services 
for more optimal outcomes related to 
transportation planning, project 
delivery, and coordination

Transportation Services Review
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Overall Findings – Public Works & Engineering
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 Public Works & Engineering management team.

There are opportunities to harmonize service levels and 
user fees
There are a number of areas where the City could look to realize 
savings and / or increase cost recovery by harmonizing services 
levels and fees with neighbouring municipalities

Mobility planning as a comprehensive service
Transform transportation services to overcome silos and view 
mobility as a streamlined, end-to-end service – moving people, not 
just moving vehicles

Key Findings

There are opportunities to leverage technology to 
improve service outcomes
Use of technology and automation (E.g. GIS supported optimized 
route planning) to reduce the net cost of service for the City

As identified in the KPMG review, there are savings 
opportunities related to Naturalizing Open Spaces and 
reducing Grass Cutting services
While savings opportunities exist, and have been further quantified 
here, there are limited opportunities in Horticultural services.***

7

Brampton’s service models, including its mix of 
contracted vs in-house staff, are consistent with other 
municipalities
Brampton is fairly consistent with other municipalities in terms of 
the organizational and service models it employs, and the mix of 
contracted vs in-house staff for service delivery

Net cost of service has increased at a lower rate than the 
rest of the City
Public Works and Engineering* has managed its expenditure growth 
effectively, having grown** at an average annual rate of 2.8% 
between 2013-18 compared to 5.9% for the rest of the City

*In-scope areas of PW&E only – i.e. Winter Maintenance, Parks Maintenance and Forestry, Transportation and Fleet
**Growth is measured in nominal terms
***Light Duty Fleet savings continue to be evaluated and will be included in the subsequent document
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Context for Light Duty Fleet Review
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Service Description

• The City’s Fleet Services division oversees the City’s fleet 
assets consisting of approximately 400 vehicles (210 active 
light duty fleet vehicles). Fleet Services does not oversee 
Brampton Transit and Fire & Emergency Services fleet. The 
division is responsible for planning, inspection, maintenance, 
acquisition and disposition of vehicles and equipment.

• The sub service areas in scope as part of this review are:

• Light Duty Fleet operations and maintenance

• Improved lifecycle asset management

• Benchmarking of fleet operation and staffing resources

• Fleet utilization, current policies and standards and 
current GHG (Green House Gas Emissions)

• High level green fleet trends and adoption 
recommendations

Why Light Duty Fleet Review?

• The findings of the Light Duty Fleet Review are intended to help 
inform a comprehensive Green Fleet Strategy that the City will be 
undertaking to guide fleet operations using an environmental 
sustainability lens. This includes:

• Review of existing conditions and needs assessment of 
fleet operations

• Review of leading practices

• Developing recommendations for operational efficiency 
across the fleet management lifecycle

City of Brampton – Public Works Final Report – January 17, 2020

* Note that detailed findings from the Light Duty Fleet Review are found in a separate document –
“Brampton Light Duty Fleet Management Review Report” which was prepared by WSP and is 
appended to this report



Key Financial Highlights – Based on 2019 Budget (Nominal $ Millions)

Overview of Brampton Fleet Services*
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Positions

• 42 Staff
• 41 Full-time staff
• 1 part-time staff

Expenditure:
• Expenditures are budgeted at $7.7m for 2019 

and have decreased at an average annual rate of 
-1.1% since 2013

• Fleet maintenance is the largest source of 
expenditures at 55% of budget in 2019, and has 
grown at an average annual rate of 3.6% since 
2013

• Fleet administration is the second largest source 
of expenditures at 28% of budget in 2019, and 
has decreased at an average annual rate of 3.0% 
since 2013. It includes fuel and licensing costs.

• Salaries, Wages and Benefits are the largest 
category of expenditure with 55% in 2019, and an 
average annual growth of 1% since 2013

• Repairs, maintenance and Materials are the 
second largest category of expenditure with 21% 
in 2019, and an average annual growth of 0.1% 
since 2013

• Utilities and Fuel are the third largest category of 
expenditure at 18% in 2019, and decreased at an 
average annual rate of -5.4% since 2013

By Source*Total Expenditure*

Total Expenditure by type

Performance Metrics:
• The number of preventative maintenance fleet inspections performed and the number of completed 

equipment work orders increased from 2013 and 2018, which may have resulted in lesser high-value 
maintenance expenditures as operating expenditure decreased on the same period

• From 2016 to 2018, the number of fleet units and pieces of equipment maintained stayed stable

Performance metrics

2014 2015 2016 2017 2018 Avg annual 
growth

Number of preventative maintenance fleet 
inspections performed 

1,360 918 856 1,328 1,618 4.4%

Number of completed equipment work orders 7,717 6,484 6,115 6,685 8,297 1.8%

Number of pieces of equipment maintained 635 668 630 -0.4%

Number of fleet units maintained (vehicles, 
equipment and trailers) 

698 736 698 0.0%

55%

28%

9%

8%

Fleet Maintenance

Fleet Administration

Fleet Training
54%

21%

18%

7%

Salary, Wages and Benefits

Repairs, Maintenance and
Materials
Utilities and Fuel

Others

Average annual growth 2013-2019~-1.1% 
(-2.9% in Real $)

0

1

2

3

4

5

6

7

8

9

2013 2014 2015 2016 2017 2018 2019
Budget

*includes Winter maintenance costs related to the division Fleet services
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Key Findings – Light Duty Fleet Review

A review of the City’s Light Duty Fleet operations yielded the following findings:

The light duty fleet is aging which is resulting in increased maintenance costs
The City of Brampton’s light duty fleet (210) vehicles is aging, with a large number 
of vehicles at or near their expected lifespan of 8 years. Maintenance costs also 
tend to spike at 7 years, indicating that there may be additional budget pressures in 
the near future.

Expand on the existing green fleet strategy
Many comparator municipalities are well on the road to implementing green fleet 
strategies to reduce GHG emissions. Alternative fuel vehicles are becoming 
increasingly cost effective across multiple categories of vehicle, which the City 
should consider as part of updating its strategy next year.

There are opportunities to optimize vehicle life cycles, reduce unproductive 
maintenance hours and increase driver accountability

Significant progress has been made in improving mechanic utilization since 2017 
(improving from 72% to 81%). Further opportunities include optimizing vehicle 
lifecycles, reducing the unproductive hours of mechanics, and holding user groups 
accountable for driver-initiated incidents and accidents

Key Takeaways

• Brampton has a relatively high ratio of vehicles to 
mechanics, falling in the middle to high range compared 
to peers

• Municipalities such as Hamilton, Markham, Vaughan 
and Toronto have all developed green fleet strategies 
and have begun implementing elements of them, 
including piloting alternative fueled vehicles
• Engaging user groups in planning for the 

transition to a greener fleet strategy will be 
critical, as they expressed concerns around the 
ability of alternative fuel vehicles to meet their 
operational requirements

• Generally, Fleet Services user groups rated their 
relationship as satisfactory, though they identified areas 
for improvement around engagement in the 
procurement process and availability of loaner vehicles

10

Driving efficiencies through a holistic Fleet review
A holistic review of the City’s entire fleet is required both to quantify potential 
efficiencies related to contracting out maintenance services as well as 
understanding the full impacts of greening the City’s vehicle fleet
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Brampton Current State

The City has a light duty fleet of 210 active vehicles, with the significant majority being compact SUVs (55%) and pick-up trucks (42%). While asset lifecycles can vary based on 
vehicle usage and type, the majority of these assets have an expected optimal life of 8 years. Currently, 10.5% of Brampton’s light duty vehicles are over their expected useful life, 
with another 33% at 7 or 8 years old. Maintenance costs have been found to spike between years 7 and 8, resulting in higher costs for maintenance and more down time for 
vehicles which may have service delivery impacts for operating divisions. In addition, while Fleet’s systems and data are generally robust, there is poor data about vehicle 
utilization, making it difficult to capture idle time during operations.

Jurisdictional and Leading Practice Analysis

• The City should look to improve its PM (preventative maintenance) to CM (corrective maintenance ratio) from the current 30% PM work proportion. CM activities are reactive 
and lead to greater disruptions for the user groups and mechanics. By improving this ratio to PM representing a higher proportion of the maintenance work (60%+), which is 
more typical of the top performers, Fleet services would expect to see benefits on the total lifecycle costs of the vehicle assets, and a reduction in the number of CM incidents.

Conclusion

Key 
Takeaways

• Optimizing vehicle lifecycles is critical to reducing maintenance-related expenditures in a sustainable fashion
• Improving utilization tracking would allow for significant additional analysis on how light duty vehicle assets are actually being used, allowing for robust 

analysis of idle time and potential savings on both GHG emissions and maintenance expenditures
• Increasing the proportion of PM related maintenance work will reduce disruptive CM incidents and lead to overall lifecycle costs savings over life of the assets

Light Duty Fleet – Strategy and Fleet Utilization Findings
The City’s light duty fleet is aging, with a large number of vehicles approaching their expected useful life of 8 years.

City of Brampton – Public Works Final Report – January 17, 2020
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Brampton Light Duty Fleet Management
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Light Duty Fleet – Green Fleet Considerations
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The City is in the process of developing a new green fleet strategy which will bring it in line with neighbouring municipalities, many of whom have been 
making progress on piloting green fleet initiatives

Brampton Current State

The City has begun to work on its green fleet strategy, with a broader review planned for 2020, and has at different times piloted alternative fuel options for small components of 
the fleet, but have limited experience with alternative fueled vehicles. Initial results have been mixed, and user groups report having concerns around the effectiveness of 
emerging green fleet alternatives and the impacts that they may have on their operations. All user groups engaged through this study identified that they are open to using green 
alternatives so long as they continue to meet their operating requirements.

Jurisdictional and Leading Practice Analysis

• Many southern Ontario municipalities have developed and rolled out Green Fleet Strategies over the past decade, with a number of municipalities launching pilots such as the 
City of Toronto’s adoption of hybrid vehicles, anti-idling devices and EV charging stations, the City of Markham’s partnership with Alectra Utilities to install EV charging stations, 
and the City of Vaughan’s EV Charging Policy.

• Markham and Vaughan have worked hard to educate and build trust with user groups, increasing adoption of their green fleet initiatives and helping to build more sustainable 
practices

• There are a number of potential subsidies available for developing and implementing green fleet strategies, and creative partnership options which could be pursued to assist 
in accelerating the City’s initiatives

Conclusion

Key 
Takeaways

• While there are opportunities to improve the fuel efficiency and effectiveness of the City’s light duty fleet, it is critical to look at emissions from the overall 
fleet perspective as part of the upcoming strategy, as the light duty fleet produces only 34% of the City’s current fleet emissions despite making up 58% of the 
overall fleet

• Educating drivers about the GHG impacts of idling would help to reduce the City’s emissions profiles, though this would need to be tracked as part of 
utilization tracking to establish a baseline against which to measure progress

City of Brampton – Public Works Final Report – January 17, 2020
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Light Duty Fleet – Process Improvement and Efficiency Findings
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The City has made meaningful progress in improving Fleet Services productivity and effectiveness since 2017, but there are further opportunities to 
improve in some areas

Brampton Current State

The City has made meaningful progress in improving the performance of its Fleet Services division since 2017, increasing mechanic utilization by 9% (to 81%), introducing new 
standard operating procedures and practices, tightening up the use of its fleet management system, and significantly reducing expenditures on contracted maintenance services. 
However, there are still opportunities for improvement, particularly related to increasing mechanic utilization time, improving driver training on idling, and shifting the focus from 
corrective maintenance to preventative maintenance.

Jurisdictional and Leading Practice Analysis

• Brampton is aligned with the industry average for utilization. Leading industry peers have a mechanic utilization of 90%, which the City should target through transfer of non-
wrench time work to other staff wherever possible

Conclusion

Opportunities for 
Improvement

• Update standard operating procedures which are over 10 years old to modernize them in alignment with current practices
• Improve driver training on idle time to reduce GHG emissions and reduce wear and tear on vehicles
• Increase mechanic utilization time by shifting low value activities (such as floor cleaning) to maintenance staff wherever possible
• Consider a chargeback or cost allocation model for avoidable maintenance expenses to hold operating divisions accountable and reduce overall 

expenditures on maintenance
• Shift maintenance focus from corrective maintenance to preventative maintenance to reduce overall maintenance expenditures
• Incorporate operating divisions earlier into the procurement process, bringing them in to make sure that their needs are well articulated and met by 

the procurement, and to allow Fleet Services to provide additional considerations around how best to meet their requirements

City of Brampton – Public Works Final Report – January 17, 2020
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Context for Winter Maintenance Review

• The KPMG Service Efficiency report (May 2019) identified that 
Winter Maintenance and Winter Control services were delivered 
at an above standard level, and identified them as opportunity 
areas to examine alternate service delivery models.

• Council has also asked for a report back on Winter Maintenance 
including examining alternate service delivery models, the 
impacts of changing service levels for snow removal and sidewalk 
clearing, and the impact of expanding sidewalk clearing.

14

Service Description

• Winter Maintenance services include snow removal and 
salting for more than 3,900 lane kilometres of roads, over 
900 km of sidewalks, over 2,400 transit stops and 81 City 
Parking Lots, in addition to school crossings, recreation trails, 
bus terminals and law courts.

• Services are delivered using a mix of in-house and 
contracted resources, with contractors being responsible for 
maintaining approximately 90% of routes.

• Winter Maintenance staff also conduct significant winter 
planning exercises during the April – November period, as 
well as performing a number of summer maintenance 
activities.

• Winter Maintenance had a 2018/19 operating budget of 
$21M and approximately 66 FTE*.

Why Review Winter Maintenance?

* Winter maintenance costs are included in the slides “Overview of Brampton Parks Maintenance and Forestry”, “Overview of Brampton Transportation Services” and “Overview of 
Brampton Fleet Services”

Contracted Winter maintenance is included in the slide “Overview of contracted winter maintenance”
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Key Financial Highlights – Based on 2019 Budget (Nominal $ Millions)

Overview of Contracted Winter Maintenance Operations*
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Expenditure:
• The City currently operates with 7 different vendors for snow 

removal for roads.
• Expenditures are budgeted at $10.7m for 2019 and have grown 

at an average annual rate of 5.0% since 2013. 
• 52% of the cost is allocated to the East roads of the City, 43% to 

the West roads and 5% to Parks
• 76% of outsourced winter maintenance cost corresponds to 

stand-by cost. These stand-by costs are daily rates per equipment 
and are fixed: they are not impacted by the number of snow 
removal operations or the duration of the operations

• Note that this is just a portion of the overall Winter Maintenance 
Operations budget; internal staff costs cannot be clearly 
disaggregated in existing financial data and therefore cannot be 
effectively compared year-over-year

By Source*Total Expenditure* Total Expenditure by type*

• These costs are also included in the slides “Overview of Brampton Transportation Services” and “Overview of Brampton Parks Maintenance and Forestry”
• These costs correspond to contracted winter maintenance costs only, in-house winter maintenance costs are not included in this analysis because they are not clearly differentiated 

in multi-year historical budgets. Costs for in-house Winter Maintenance (including Staff) are included in the slides “Overview of Brampton Transportation Services”, “Overview of 
Brampton Parks Maintenance and Forestry” and “Overview of Brampton Fleet Services”

Average annual growth 2013-2019~5.9% 
(3.9% in Real $)
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Budget

52%43%

5%

Contracted Operations Roads - West
Contracted Operations Roads - East
Contracted operations Parks

76%

24%

Winter Control - Stand-By
Winter Control - Operating

Current service levels

Local roads clearing (in cm) 7.5

Sidewalks clearing maximum time (in hours) 24

% of sidewalks cleared 45%

Trails clearing maximum time (in hours) 24
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Key Findings – Winter Maintenance

A review of the Winter Maintenance portfolio within Public Works and Engineering yielded the following findings:

The City of Brampton’s Winter Maintenance costs are higher than those of most 
comparable neighbouring Ontario Municipalities

This is largely driven by higher costs for salaries, wages, and benefits, though some 
of this may be driven by different reporting methodologies among municipalities

The City’s operating model and service levels are comparable with other 
municipalities

As with other municipalities, the majority of winter maintenance routes are 
contracted out with the City maintaining approximately 10% of Brampton’s routes. 
Winter Maintenance service levels are generally comparable, and in some cases 
higher, to those at other Ontario municipalities

No evidence for commonly adopted, cost effective non-salt alternative
Alternatives for salt were not found to be consistent across municipalities to 
determine a leading practice replacement for the City to consider. Non-salt 
alternatives used by municipalities were found to be at a significantly higher 
volume compared to salt indicating limited cost effectiveness

Key Takeaways

• Opportunities for cost reduction for the City may lie 
within technology driven process improvements and 
operational efficiency reviews (for example, GIS 
enabled route optimization)
• Lean process improvements may also yield 

savings. Mississauga’s Lean Program has saved 
close to $900k since 2014

• Given the high proportion of contracted services, 
implementation of performance based contracts with 
quality control directives and incentive/disincentive 
frameworks could enable the City to extract greater 
value for money (E.g. City of Vaughan)

• Increasing service levels does not necessarily reduce 
resident complaints. Communicating service levels 
effectively is key to residents understanding winter 
maintenance operations

• There are also opportunities to reduce service levels on 
trail clearing to 2018 levels which could allow the 
service to be delivered internally and reduce 
expenditures

16

The City’s communication strategy is consistent with other municipalities
The City's updated winter maintenance communications strategy has similar 
components to that of other comparable municipalities, and appears to meet the 
City's communications needs
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Winter Maintenance – Alternative Service Delivery (ASD) Analysis
Bringing additional winter maintenance routes in-house is expected to result in significant net cost of service increases, as offsets for summer contracted 
services bridge only a portion of the expected cost increase.
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Alternative Service Delivery Models 

Model 1: Bring Additional Winter Maintenance Operations In-House

The City could look to start by bringing additional arterial routes in-house. Arterial routes were chosen because they are already split 
between Contractors (54% of routes) and the City (46% of routes), and the City already has experience delivering these. This would shift 
the delivery model to 83:17 in terms of routes maintained by contractors compared to the City.

Current State
Currently, the City of Brampton delivers approximately 90% of its winter maintenance service routes through external contractors, and 
delivers the remaining 10% in-house. Additional in-house operations include winter maintenance operations planning, materials 
management, contract management, pre-salting, and post-event clear up.

During the summer months existing operational staff support road maintenance and repair operations.

ASD options

Cost of Service:
Bringing all arterial routes in-house is expected to result in a cost increase of $3.0m to $4.7m annually, including a large capital 
expenditure which would be required up-front.*

Cost of Service

• More control over winter maintenance operations with additional staff available to support clean up operations and on-call duties
• Ability to deliver additional grass cutting services in-house during summer months as an offset in the range of $2.3m - $3.4m

Benefits

*Refer to business case #7 in Opportunity Details section
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Winter Maintenance – Alternative Service Delivery (ASD) Analysis

18

Brampton’s current delivery model is in line with jurisdictional comparators, and no comparator looks to outsource more than 90% of their 
winter maintenance routes.

Increasing the amount of routes delivered in-house is potentially cost prohibitive as the capital investment required is significant and 
potential offsets for additional labour to support Parks Maintenance and Forestry operations do not cover the expected capital costs.

Learnings from City of Vaughan suggest that Introduction of performance based contracts may help the City get higher value for money 
from contracting services**

Assessment

Model 1: Bring Additional Winter Maintenance Operations In-House

• Significant capital investment required, including potential capital investment for Parks Maintenance and Forestry in order to have staff 
perform contracted out duties

• It is unclear whether this would result in better service delivery
• There may be labour relations impacts as winter operations delivery staff are unionized

Challenges/Risks 

*Refer to business case #12 in Opportunity Details section
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Winter Maintenance – Local Roads Service Level Review
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The City of Brampton’s current local roads snow clearing service level is consistent with the majority of jurisdictions reviewed as part of this analysis. 
However, if service levels were to be increased to 5cm the anticipated cost increase would be between $200k and $300k annually.

Brampton Current State

The City of Brampton’s current winter maintenance service level is to clear local roads at 7.5cm within 24 hours of snowfall. This service is primarily delivered by contractors, 
though in-house staff will conduct clean up operations or pre-salting operations.

Service Levels

• The City’s current service level is in line with jurisdictions reviewed, though Vaughan’s service level is to begin clearing operations at 5cm
• Mississauga, Hamilton, Markham and Burlington all clear at or above 7.5 cm, primarily within 24 hours of snowfall
• Snow levels are not necessarily kept to 7.5cm or below during a snowfall event, though they are cleared periodically to allow traffic to safely pass. This is a reflection of the 

need to keep primary and arterial routes to bare pavement during snowfall events

Service Level Options

Service Level 
Increase

• Increasing the service level from 7.5cm to 5cm is expected to result in five additional clearing events, on average, when winter maintenance equipment is 
deployed. In line with the service requirement, during a snowfall event local roads are maintained to a safe level, and as needed in order to support the 
plowing of the arterials and primaries

Anticipated 
Financial 
Impact

• Increasing the service level to 5cm is expected to result in a cost increase of $200,000 to $300,000 annually*
• Contractor operating costs for the five additional events are the major cost driver of increasing the service level

*Refer to business case #8 in Opportunity Details section
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Winter Maintenance – Sidewalk Plowing Service Level Review
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The City of Brampton’s current sidewalk snow clearing service level is consistent with that of jurisdictions reviewed as part of this analysis. However, if 
service levels were to increase, costs could escalate significantly, particularly if the City were to expand operations to clear all sidewalks.

Brampton Current State

The City of Brampton’s current winter maintenance service level is to clear sidewalks within 24 hours of snowfall, or 48 hours for prolonged events. Brampton currently clears 
approximately 45% of sidewalks using a mix of internal staff and contractors. Currently, the City delivers the majority of sidewalk clearing operations in 20 hours, better than the 
expected service level.

Service Levels

• The City’s current service level is in line with jurisdictions reviewed, though the amount of sidewalks cleared varies significantly across municipalities with Brampton being in 
the mid- to upper-range in terms of clearance distance

• In addition, all municipalities reviewed have programs to support senior citizens and those with physical limitations to clear their sidewalks and windows

Service Level Options

Service Level 
Increase

• The City could change the service level from 24 hours to 20 hours with little, if any, cost impact as that is currently the level the City performs at. However, 
residents would be unlikely to notice any impact of such a change as operations would continue in effectively the same manner

• Increasing the service level from the current 24 hours to 16 hours would result in a measurable increase in service level performance, though it is important to 
note that clean up operations may not be possible to do in 16 hours as they are dependent on the timing of Region of Peel plowing events which can result in 
additional work for City staff and contractors

• Increasing the service level to plow all sidewalks would be a significant increase in service delivery

Anticipated 
Financial 
Impact

• Increasing the service level to plow sidewalks from the current 20 hour delivery to 16 hours is anticipated to result in cost increases of $50,000 to $690,000*
• Increasing the service level to plow all sidewalks at the current service level (24 hours) is anticipated to result in cost increases of $2,860,000 to $4,350,000 as 

the volume of sidewalks cleared would increase by approximately 55%
• In both cases it is assumed that contractors are performing all service level increases as they are more cost effective than City resources due to lower 

operating costs
• Expanding service levels to plow all sidewalks would result in a savings of $470,000 by reducing the snow clearing subsidy for those with mobility challenges 

as it would no longer be required
*Refer to business case #10 in Opportunity Details section
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Winter Maintenance – Alternative Salting Methods Analysis
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There does not appear to be a clear alternative among other municipalities reviewed, as those municipalities that use non-salt alternatives tend to use 
significantly larger volumes than required by Brampton and at higher costs than those which use salt and brine.

Brampton Current State

The City of Brampton uses salt and brine to aid in winter maintenance operations, prevent the buildup of ice, and clear small amounts of snowfall that do not warrant clearing 
operations with plows. The City currently procures all salt supplies and manages the distribution of that salt to both City-owned and operated vehicles and contractors, an 
effective way of controlling materials costs.
Brampton has previously piloted using beet juice as a non-salting alternative, but outcomes were relatively poor and the City has since reverted to using salt and brine.

Jurisdictional Analysis

• Comparable jurisdictions in Ontario generally use a combination of salt and brine, or in some cases (Hamilton, Burlington) a mix of salt and sand
• Vaughan is the only jurisdiction reviewed which uses a non-salt alternative (Thawrox)
• Jurisdictions which have evaluated non-salt alternatives have found that there is no broadly accepted application practice that yields meaningful improvements. Municipalities 

which have used salting alternatives use significantly larger volumes of alternative products which may reduce or eliminate both financial and environmental benefits 
associated with alternatives.

a. Vaughan used 45,000 tons of non-salt alternative to clear 2084 lane km of roads (22 tons per lane km). For comparison, Toronto used 88,140 tons of salt for 14,800 lane km 
of roads (6 tons per lane km).

Conclusion

Key 
Takeaways

• Even in jurisdictions that use non-salt alternatives, the environmental and financial benefits are not clear, as it appears to require considerably more material 
per lane kilometre than salt

• The City should continue to monitor the development and adoption of new products, but at this time there does not appear to be a consensus alternative to 
salting among comparable jurisdictions
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Winter Maintenance – Communications Strategy Review
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The City of Brampton is in the process of implementing a new winter maintenance communications strategy which contains a series of meaningful 
updates to existing communications that will bring it in line with other comparator municipalities.

Brampton Current State

The City of Brampton is in the process of implementing a new communications strategy and plan for the winter 2019/20 season. This strategy, developed in partnership with 
Strategic Communications and incorporating Council feedback from a session held this past summer, identifies a number of new or updated communications protocols and 
approaches including:
• An updated page on Brampton.ca to inform residents about winter maintenance operations, including the ‘Brampton Plow Tracker’ which will allow residents to track plow 

progress during winter events
• Updates to the approach to social and traditional media, including engaging with ethnic media to inform residents about winter maintenance standards, service levels, and 

operations as efficiently and effectively as possible
• A combination of media releases, advertisements and just-in-time communications tools to engage residents, included targeted ads in different communities and geographies
• Toolkits for Councillors to help inform and engage residents effectively about winter maintenance operations and service levels

Jurisdictional Analysis

• All jurisdictions reviewed struggle with effectively communicating winter maintenance service levels and standards, though most use a combination of traditional and social 
media and some form of plow tracking tool

• Mississauga developed an app to allow residents to track plow progress and provide updates on winter maintenance operations, though it is unclear how widely it is used or 
how frequently it is updated

Considerations

Key Takeaways

• The City’s new winter maintenance communication plan is just being deployed, and contains a number of targeted improvements which will likely cascade 
winter operations messaging to residents more effectively. At this time it is important to see the new strategy implemented and monitor results 
accordingly, especially communications to Councillors and to the 311 call centre to gauge what works effectively with Brampton residents and what 
requires continued improvement

• While many online services, trackers and alerts are increasingly moving to mobile apps it is unclear to what extent they will be adopted by users, and 
therefore to what extent they provide value for money in terms of communications effectiveness

City of Brampton – Public Works Final Report – January 17, 2020



Context for Parks Maintenance & Forestry Review

• Reviewing the grass-cutting service model to understand if there 
are efficiencies to be gained by increasing the proportion of 
contracted services was listed as a “Top 10” recommendation in 
KPMG’s service review report

• KPMG’s service review report also identified opportunities to 
review the service delivery models for sports fields (field 
recreation and turf maintenance), horticulture, and forestry

• Naturalization of parks and open spaces was listed as a “Top 10” 
recommendation in KPMG’s service delivery report – Hence this 
study includes a review of the feasibility and impacts of 
naturalization of various spaces across the City in conjunction 
with Park Planning and Development

23

Service Description

• Parks Maintenance and Forestry is responsible for maintaining 
over 3000 hectares of park land in 827 parks throughout the 
City. In addition to this, the division is also responsible for 
maintaining the City’s open spaces, playing fields, trails, 
ravines, and forests so that they can deliver services at the 
level envisaged by Council

• The sub service areas in scope as part of this review are:

• Grass cutting on City owned lands and parks

• Sportsfield services – Maintenance of sports facilities 
according to demand and setting out priorities

• Horticulture – Installation and maintenance of floral 
displays in Brampton

• Forestry - Maintenance and protection of tree canopies 
and urban forests

• Naturalization – Restoration and preservation of natural 
areas

Why Review Parks Maintenance and Forestry?
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Key Financial Highlights – Based on 2019 Budget (Nominal $ Millions)

Overview of Brampton Parks Maintenance and Forestry*

24

Positions

• 438 Staff
• 149 Full-time staff
• 53 temporary staff
• 68 part-time staff
• 168 students

• The high number of non full-time employees is 
explained by the high seasonality of the division 
(Winter maintenance and grass cutting activities 
for instance) 

Net cost of Service:
• The cost to taxpayers is budgeted at $27.7m for 2019 

and has grown at an average annual rate of 3.2% since 
2013.

Revenue: corresponds mainly to parks rentals and 
cost recovery for grass cutting on regional roads
• Revenue is budgeted at $0.5m for 2019 and has grown 

at an average annual rate of 10.5% since 2013
• The decrease in revenue in budget 2019 compared to 

actuals 2018 is driven by higher than budget grass 
recoveries in 2018 and parks rentals being much higher 
than budget in 2018. The revenue forecast has been 
adjusted for budget 2020.

Expenditure: corresponds mainly to salary and 
benefits and contracted services costs
• Expenditure is budgeted at $28.1m for 2019 and has 

grown at an average annual rate of 3.3% since 2013
• Parks Maintenance represents 44% of expenditure in 

2019, and decreased at an annual average rate of -4.9% 
since 2013

• Salaries, Wages and Benefits is the largest category of 
expenditure by type, with 63% in 2019, and an average 
annual growth of 2.5% since 2013

• Contracted services is the second largest category of 
expenditures by type, with 25% in 2019 ($7.0m), and an 
average annual growth of 4.6% since 2013. It includes 
grass cutting for $2.6m and winter maintenance for 
$0.5m in budget 2019

Total Expenditure

By SourceTotal Revenue

Total Expenditure by type

44%

34%

17%

3%
2%

Parks Maintenance

Horticulture, Forest & Cemetery

Capital Design & Construction

Parks Contracts

Parks Director

57%32%

11%

63%

25%

7%

2% 2% Salary, Wages and Benefits

Contracted Services

Repairs, Maintenance and Materials

Utilities and Fuel

Office and Administrative

Others

*includes Winter maintenance costs related to the division Parks Maintenance and Forestry

Average annual growth 2013-2019~10.5% 
(8.4% in Real $)

Average annual growth 2013-2019~3.3% 
(1.4% in Real $)
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Key Findings – Parks, Maintenance, and Forestry

A review of the Parks Maintenance and Forestry portfolio within Public Works and Engineering yielded the following findings:

Horticulture and Sports Field service levels are above local municipalities
A number of Parks, Maintenance and Forestry service offerings (e.g. field 
linings on sportsfields) and service levels (e.g. extent of horticultural 
services) are delivered above comparable municipalities and present an 
opportunity to scale back those deemed “non-essential”

There are opportunities to delivery services in a more environmentally 
sustainable and cost effective manner

Increasing the amount of naturalized spaces and becoming a leader in 
reducing the number of grass cuts are opportunities to both improve 
environmental outcomes and generate savings

Improving cost recovery rates is critical to maintain service level 
sustainability in the future

While ensuring 100% cost recovery may not be feasible for services such as 
sports field maintenance, the City should review its current pricing 
structures, in comparison with neighbouring municipalities, to improve cost 
recovery without losing the City’s competitive advantage

Service models are consistent with other municipalities
Brampton’s current service delivery models are consistent with other 
municipalities, and there are limited options to further contract out current 
services

Key Takeaways

• The City’s naturalization programs are an indication of its 
willingness to explore options to reduce environmental impact of 
services while also achieving cost effectiveness

• In the event of scaling down service levels/offerings, the City may 
need to evaluate how to re-allocate resource capacity in the 
most optimal manner to meet other needs within the 
organization

• Strategic communications and community engagement would 
play a key role in driving proposed changes to parks, 
maintenance, and forestry owing to the sensitive nature of 
service level modifications and fee changes

• High quality of assets (e.g. cricket pitches with lighting, capable 
of hosting international tournaments) limits options for 
contracting out due to limited availability of the required skill 
set/specialization in the market
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Parks Maintenance and Forestry – Grass Cutting Service Review
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Analysis of the grass cutting service at the City of Brampton found services to be on par with those offered at other comparator municipalities such as 
Mississauga, Hamilton, Toronto etc. However, opportunities exist to rationalize the expenditure for this service through reviewing service levels.

Brampton Current State

Grass cutting services are provided by the City across all boulevards, roads, parklands, and sports fields under its purview. Grass cutting costs amount to $2.6M annually with 
additional services such as litter picking and maintenance of shrub beds, medians and curbs, and guiderails amounting to approximately $500k annually.

Service Levels

• The City categorizes its grass cutting locations into 3 types – high, medium, and low maintenance areas. The number of cuts per year depend on the level of maintenance 
required – 24 cuts a year for high maintenance, 12 cuts a year for medium maintenance, and 2-4 cuts a year for low maintenance.

• Categorization of areas for grass cutting differ across municipalities based on their respective by-laws and Council priorities. Areas are classified as parklands, boulevards, 
cemeteries, sportsfield etc. with the highest number of cuts ranging between 18-24 (high maintenance locations) down to 2-3 cuts per year for low maintenance locations.

• At the City of Brampton, grass cutting at medium maintenance locations account for over 75% of the total cost of the program.

Service Level Options

Service Level 
increase

• Grass cutting costs approximately $2.2k-$2.4k per hectare of area covered and increasing service levels would require the City to incur costs by a multiple of 
that amount based on the number of cuts increased and the area under scope (Adding one cut per year increases costs by approx. $100k). This may be 
financially unsustainable over the long term.

• Increasing service levels for grass cutting has additional environmental impacts such as noise pollution and carbon emissions. 

Service level 
decrease

• A reduction in service levels would save money for the City in fuel costs and contractor expenses. For example, a reduction of 2 cuts per year in medium 
maintenance areas would reduce grass cutting expenses by $400k annually.*

• By reducing the number of cuts and spreading out the remaining cuts based on grass-growth trends (which depend on season/time of the year), the City 
would be able to optimize its costs.

*Refer to business case #1 in Opportunity Details section
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Parks Maintenance and Forestry – Grass Cutting Service Review
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Service Model

• A hybrid model is followed for grass cutting at the City with services distributed between contractors and in-house employees. Contractors account for approximately 80% of 
the grass cutting area at the City. Grass cutting services provided in-house are predominantly centred on sportsfields.

• A hybrid model is consistent with those across all the comparator municipalities

Alternate Model Options

Increasing 
contracting

• Grass cutting by contractors costs approximately $2.4k per hectare and contractors cover the majority of the grass-cutting area across the City.
• Increasing the area covered by contractors would involve delegating grass cutting at sportsfields to contractors, however there is concern in exploring this 

option. Grass-cutting at sportsfields is demand driven (based on the schedule of games) rather than schedule driven (“x” number of cuts per month). The City 
prefers to retain accountability to ensure proper customer service is provided and remains as a single point of contact for residents in case a sportsfield isn’t 
cut to the required level prior to the start of a game.

• Grass cutting at sportsfields requires specialized machinery and expertise of which the market currently has limited capacity to provide. The lack of 
competition may result in the loss of competitive pricing and possible mismanagement of playing surfaces resulting in increased cost.

Increasing 
In-house 
services

• While grass cutting in-house is approximately $2.2k per hectare, this doesn’t take into account the cost of machinery. Increasing the amount of grass cutting 
area covered in-house would require the purchase of additional machinery and equipment to serve greater demand.

• Increasing FTE counts could increase the cost per hectare on par with or greater than that of contracted services.
• Contractors are not paid for transit time between grass cutting locations and are paid only for the actual time spent at the location. However, City staff would 

need to be paid for this transit time and breaks which would further increase costs.

Service Models and Service Level Takeaways

• A reduction in the number of grass cuts per year (estimated reduction is 2 cuts per year in the medium maintenance areas) will assist the City to manage costs and re-allocate 
funds to other priority areas. However, significant strategic communications and community outreach efforts would be required to obtain public buy-in for these changes

• No evidence was found to suggest that alternate service delivery models would create additional efficiencies for the City
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Parks Maintenance and Forestry – Naturalization Program Review
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A review of the naturalization program at the City of Brampton provided opportunities to standardize the selection of green spaces for naturalization 
using a framework developed from jurisdictional learnings to support approval/decision making by Council.

Brampton Current State

• The City launched the “Don’t Mow, Let It Grow” initiative in 2018 with an objective of converting selected areas in Brampton that were covered by turf grass into meadows 
and pollinator gardens by reduction of grass cutting/mowing and allowing the green space to naturalize on its own.

• This initiative is part of the City’s Grow Green Environmental Master Plan, and the Natural Heritage and Environmental Management Strategy and was developed as the City 
recognized a need to limit grass cutting in certain areas to avoid the fuel and labour costs and mitigate the impacts of air/water pollution and on biological diversity.

• Naturalization programs are being pursued actively by many municipalities across Canada (E.g. City of Calgary).

Service Levels

• The City had naturalized approximately 6 hectares of green space to date which helps it realize savings of approximately $2.4k per hectare in grass cutting costs.
• However, without a formalized structured framework that applies a consistent lens when selecting green spaces for naturalization, the City risks limited program growth, 

inconsistent decision making, and leaves itself open to resident opposition, citing little clarity regarding strategic site selection.
• By combining inputs from City staff on the existing rationale behind selection of green spaces for naturalization, and leveraging insights from naturalization approaches in 

other municipalities, a framework of 15 indicators was developed and validated with the City, for use as a guide when evaluating suitability of a site for naturalization.

Takeaways

• Applying the framework to the City’s green spaces indicated an estimated availability of approximately 200 hectares of space available for naturalization – a substantial 
increase from the City’s current selection of 6 hectares which could result in potential annual  cost savings of over $450k*

• Conduct a more in-depth site-by-site assessment, using the parameters provided in the framework to prioritize sites for naturalization.
• Use the framework to support communications and public engagement components of the naturalization strategy to help residents understand the rationale behind site 

selection and mitigate any concerns associated with naturalization.

*Refer to business case #2 in Opportunity Details section
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Parks Maintenance and Forestry – Horticulture Service Review
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A review of the City’s horticulture services provided opportunities for cost rationalization through modifications of service offerings without major impact 
on the existing service levels

Brampton Current State

• The City’s annual horticulture budget totals $5.6M with labor expenses accounting for over 75% of the expenditure. Horticulture staff are re-distributed to forestry operations 
during the winter months. Emphasis on horticulture services was found to be higher than those in other comparator municipalities owing to Brampton’s status as a “flower 
city”. In addition to maintaining flower beds and hanging baskets around the city, Brampton also runs community gardens (5 in total), and floral showcases in the City

Service Levels

• The City maintains 995 flower beds (322 annual beds and 673 perennial beds). Approximately 65% of the flower beds are manually watered and the rest are irrigated.
• The City also maintains 600 hanging baskets and 211 flower planters

Service Delivery Options

Increasing 
irrigated beds

• Replacing manual watering with automated irrigation would reduce the cost of watering a bed from $14 per bed to less than $1 per bed.
• However, concerns from the Region of Peel regarding connecting irrigation systems to residents’ water supply and additional costs (for installation and 

annual inspection) imposed by the Region reduce the financial viability of this option

Increasing 
perennial beds

• While annual beds need to be watered daily, most perennial beds need to be watered only between 1-2 weeks. Hence the conversion of more annual beds 
to perennial beds would reduce the watering costs for the City by over 80% (Watering is done by contractors hence this would be a reduction in 
contracting costs with no FTE impacts)

• Perennial beds also require lesser annual maintenance compared to annual beds
• Perennial beds are less visually appealing than annual beds which lead to resident complaints when annual beds were converted to perennial beds

Redistribution 
of flower beds

• Flower beds are not distributed uniformly across the City with many intersections having multiple beds, whereas others don’t have any
• There is an opportunity to re-distribute the flower beds from dense areas to vacant areas. While this doesn’t yield costs savings, it has the potential to 

avoid costs in the future arising through the need to install new flower beds in vacant areas
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Parks Maintenance and Forestry – Horticulture Service Review
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Service Models

• Horticulture services are largely delivered in-house with contractors engaged predominantly for watering of flowers. 
• Due to the specialized nature of the role of gardeners, the City would continue delivering these services in-house due to the lack of available skills/capacity in the market to 

consider options for outsourcing

Alternate Model Options

Shared costs 
with 
developers

• The City may explore opportunities to contract with developers wherein flower beds would be installed at all new development sites with the irrigation costs 
borne by the developer

• While this does not yield immediate cost savings for the City, it presents an opportunity for cost avoidance as the accountability to develop and maintain new 
flower beds for the future would now be shared with non-City entities

Service Level and Service Model Takeaways

• Implementing a hybrid model for flower beds with a higher perennials to annuals ratio (80:20 ratio indicated by staff) may enable the City to overcome resident resistance to 
full conversion to perennial bed (Annual savings range from approximately 60k for 80% perennial coverage to approx. 75k for 100% perennial coverage)*

• Reduction in maintenance effort due to an increase in perennial beds may translate to freeing up of resource capacity in horticulture in the future. These resources may be re-
allocated to other parts of the City (e.g. forestry) as needed

• Re-allocation of flower beds from high-density areas to lower-density ones, and partnerships with developers to create and manage flowerbeds on new developments would 
enable the City to avoid costs associated with increasing the flower cover in Brampton

*Refer to business case #3 in Opportunity Details section
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Parks Maintenance and Forestry – Sportsfield Service Review
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A review of the sportsfield services found service offerings and service levels to be a leader among comparator municipalities. However, opportunities 
exist to review the fee structure to ensure revenues are able to support rising costs and setting the right expectations regarding service levels.

Brampton Current State

• The City maintains a number of sportsfields including soccer, football, and lacrosse fields, and cricket pitches. While sportsfield programming is managed by Recreation 
Services, who also collect the fees obtained from sportsfield rentals, sportsfield maintenance is under the purview of Parks Maintenance and Forestry.

• The division’s estimated annual outlay for sportsfield maintenance is $1.9 M, with labour comprising over 60% of total costs. 

Service Levels

• Sportsfield maintenance services include grass cutting, turf maintenance (top dressing, aeration, irrigation, in-field levelling), field lining (e.g. line painting and chalking),field 
lighting, providing customer service to user groups, supervising tournaments on weekends and leagues during evenings, and assisting special events on weekends.

• Service levels and frequencies vary based on the classification of sportsfields (A/B/C Class or High End/Low End)
• Service offerings and service levels at sportsfields in Brampton are considered to be class-leading among comparator municipalities (E.g. Field lining services are not provided 

as frequently in Mississauga)
• Sportsfield rental fees were observed to be significantly lower than those of neighbouring municipalities (E.g. Toronto, Mississauga ). As a result of lower fees, and rising 

service levels, the City recovers less than 50% of its costs through sportsfield rentals
• District school board fields are maintained by the City and can be booked at a highly subsidized rate (free for some fields) – This leads to mass bookings by user groups, many 

of whom don’t honour their bookings by showing up. As a result, effort by the City for maintaining those fields is wasted.
• Block bookings also create artificial scarcity for fields in the City as user groups who require a field are unable to find one.
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Parks Maintenance and Forestry – Sportsfield Service Review
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Service Model

• Sportsfield maintenance services are largely delivered in-house by the City with little involvement from contractors, who are engaged to carry out specialized services such as 
maintenance of artificial pitches that require expertise not contained within the City's team. Due to this delivery mode, a reduction in contractor involvement is not 
considered. 

Service Level and Service Model Takeaways

• Opportunities exist for the City in the following areas:
• Fee Increase

• Increasing fees for fields to recover a higher percentage of the cost incurred for maintenance and ensuring the City’s high service levels remain financially viable 
over the long term.  A 5%-15% increase in fees across the board would increase revenues between 50k-150k annually *

• Implementing nominal fees for school fields to discourage block-bookings and failing to honour these bookings.
• Gradation of services – Categorizing the services (base and optional) and charging additional fees for providing optional services such as field lining, field lighting etc. 

Especially as lighting is an expensive service and its costs aren’t recouped through the current fee structure**
• While there aren’t any opportunities at present to implement alternate delivery models considering the limited capacity of the market to provide these services, the City may 

consider engaging community/volunteer groups for non-specialized services such as litter-pickup and so on.

Alternate Model Options

Increased 
contracting

• Contracting out sportsfield maintenance is not viewed as a viable option for two reasons:
• Customer service: Owing to the demand based nature of sportsfield maintenance, the City prefers to retain maintenance in-house so that it can remain 

as the single point of contact for residents in the event of complaints regarding fields so that corrective action may be initiated immediately instead of 
relying on contractors.

• Due to the customer service concerns, if sportsfield maintenance were contracted out, the City has expressed the possibility of retaining its current 
staff and redeploying them in supervisory roles to oversee the quality of work of contractors, thus possibly leading to duplicated costs

• Turf maintenance on sportsfields is a specialized activity for which service providers aren’t as prevalent compared to grass-cutting services, thus 
limiting the competition. Outsourcing services may therefore limit the City’s control over costs if contract renewal resulted in a significant increase in 
contractor prices

*Refer to business case #4 in Opportunity Details section

**Refer to business case #6 in Opportunity Details section
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Parks Maintenance and Forestry – Forestry Services Review
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Services and service models of forestry operations were found to be consistent with those in other municipalities and no major changes that improve 
efficiencies were identified. 

Brampton Current State

• Brampton has an estimated 3.5 million trees across the City on both public and private property, and forestry services is responsible for planting and maintaining these trees. 
The service has an annual budget of over $3.3M with labor comprising over 60% of the total costs.

Service Levels

• Forestry division inspects over 5,000 trees annually to ensure their health and potential impact on the safety of the public
• Tree removal is done on an as needed basis when they are dead, diseased, damaged beyond repair, pose a threat to City infrastructure, or if they are an undesirable species
• According to current estimates, the City and its associated planter partners have planted 42,500 trees annually over the last five years. However, to achieve its “one million 

trees target by 2040”, it would need to plant an additional 10,000 trees annually, requiring significant increase in public education and outreach to obtain the support
• Tracking of trees and maintenance requirements are currently done offline which raises the opportunity for an online tree registry to simplify the task for forestry staff
• Forestry currently faces challenges in quantifying and assigning a dollar value to the ecological benefits provided by increasing green space across the City, which would be 

required to support decision making at Council regarding funding levels for urban forestry operations

City of Brampton – Public Works Draft Final Report – December 4, 2019

Service Model

• Forestry operations are largely run in-house therefore requiring certified arborists to perform tree maintenance tasks.
• No evidence was found to suggest Alternate Service Delivery options such as contracting out forestry services would yield efficiencies for the City. For example, the contracted 

portion of the City of Toronto’s forestry services alone cost over $20M annually, over 6 times that of Brampton total forestry budget (even though Toronto has only 3 times the 
number of trees as Brampton does). Audit results of the contracted portion of the City’s urban forestry function found challenges such as mismatch between reported work 
locations and GPS records, potential $2.6 M annual loss in contract value due to lower than reported productivity, and more administrative efforts

Service Level and Service Model Takeaways

• Alternate service models such as increased contracting were not found to generate additional efficiencies based on examples in other jurisdictions (Toronto)
• Innovations such as an online tree map that, along with the location, quantifies the impact and benefit of each tree (this is implemented in New York City) would simplify both 

tracking and maintenance of trees, but also help staff put forward quantifiable benefits to support messaging around initiatives such as “One Million Trees” and obtain Council 
funding to support urban forestry/green programs as needed through a strong ecological business case

City of Brampton – Public Works Final Report – January 17, 2020



Context for Transportation Services Review

• Transportation services in municipalities have historically focused on physical 
infrastructure, vehicle-based travel and directly provided transit services. To 
achieve greater outcomes for residents, municipalities in recent years have been 
expanding the scope of transportation services to include mobility more broadly: 

• Mobility is not limited to infrastructure and services; rather it is focused on 
the people and businesses who are the end users of mobility services with 
specific needs, such as convenience, affordability, timeliness and access to 
different options and services

• A focus on mobility planning, infrastructure, service delivery and management 
of the broader mobility ecosystem includes: 

• Transportation, including public transit and roads to move people and 
goods within the City 

• Traffic management, including traffic calming, parking and pedestrian 
safety, and travel demand management

• Other forms of movement, such as carpooling, cycling and walking

• The City is interested in reviewing, validating, and obtaining 
advice/recommendations related to its organizational structure and business 
processes as it relates to transportation planning and transportation project 
delivery

• The objective is to identify opportunities to improve operational efficiencies, 
ensure effective strategic coordination, and enhance services for more optimal 
outcomes

34

Service Description

• Transportation services are the primary component of the City’s 
broader services across mobility. Transportation services are 
planned, designed, built, and operated by various entities within 
the City such as:

• Public Works & Engineering Department, which includes: 

• Transportation Special Projects – Delivery and 
coordination of major transportation projects

• Capital Works Division – Planning, design, and delivery 
of 10 year capital roads plan, and asset management

• Road maintenance, operations, and fleet – Oversees 
safe and efficient movement of all modes of traffic, 
including Traffic Services, which includes traffic 
planning and parking 

• Brampton Transit Department – Service planning, design, 
and operation of the City’s public transit services

• Transportation Planning, within the Planning & 
Development Services Department – Planning for active 
transportation, travel demand management, and demand 
modeling and analytics to support strategic, long range 
multi-modal transportation solutions to improve how 
people and goods move in Brampton

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

Overview of Brampton Transportation Services*

35

Positions

Roads maintenance, operations (excluding fleet)
• 428 staff (236 part-time, 177 full-time, 8 students 

and 7 temporary staff)

Capital Works
• 57 staff (51 full time positions and 6 students): 45 

positions are partially capital recovered and 2 
positions are fully capital recovered

Transportation planning
• 6 full time Staff: all positions are operational 

positions

Transportation special projects
• 8 staff (7 full time + 1 part time): 5 positions are fully 

capital recovered, 2 positions are partially recovered

Total Revenue* By Source*

*includes only Roads maintenance, operations and fleet (excl. fleet), transportation planning, capital works and transportation special projects divisions.
Includes winter maintenance costs related to Road Maintenance, operations and fleet (excl. fleet) division 

Total Expenditure* Total Expenditure by type*

Net cost of Service:
• The cost to taxpayers is budgeted at $55.9m for 2019 

and has grown at an average annual rate of 5.1% since 
2013

Revenue: corresponds mainly to cost recovery from 
Peel region for traffic streetlights and signal 
maintenance on regional roads
• Revenue is budgeted at $4.5m for 2019 and has grown at 

an average annual rate of 12.6% since 2013. 
• As revenue is cost recovery in nature, variation of 

revenue is directly linked to related cost variation

Expenditure: corresponds mainly to salary and 
benefits, contracted services costs and maintenance
• Expenditure is budgeted $60.4m for 2019 and has grown 

at an average annual rate of 5.6% since 2013
• Roads operations represents 57% of expenditure in 

2019, at an average annual growth of 4.5% since 2013
• Salaries, Wages and Benefits is the largest category of 

expenditure with 39% in 2019, and an average annual 
growth of %% since 2013

• Contracted services is the second largest category of 
expenditures with 24% in 2019 ($14.6m). It includes 
winter maintenance for $10.5m in budget 2019 

• Repairs, maintenance and materials is the third largest 
category of expenditure with 24% in 2019 ($14.4m). It 
includes road maintenance for $10.4m in budget 2019.

Average annual growth 2013-2019~12.6% 
(10.5% in Real $)

Average annual growth 2013-2019~5.6% 
(3.6% in Real $)
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Key Findings – Transportation Services Review

An review of the organizational structure and business processes within mobility services functions at the City of Brampton yielded the following findings:

Mobility planning is distributed across the organization
Mobility includes the end-to-end transportation services business process (the 
lifecycle from planning to engineering to maintenance and operational service 
delivery), which is delivered under a distributed model with transportation 
services resources spread across three Departments (Public Works and 
Engineering, Brampton Transit, and Planning and Development)

Project-focused approach has improved effectiveness
Development of project teams with representation from various transportation 
functions across the organization has helped improve transportation capital 
planning and delivery and build “mobility-focused” synergies

Distributed transportation services has challenges aligning goals and outcomes 
and performance measures

Alignment to common goals and public-facing outcomes or performance 
measures and the sharing of information and data are inherently more 
challenging when core functions of an end-to-end service like transportation are 
split across departments 

Checks and balances have strengthened coordination
Separation of planning and operational groups have ensured that each are not 
influenced by the other and that the vision set by planning and feasibility 
determined by operations are evaluated independently and objectively
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Key Takeaways

• Canadian municipalities are increasingly using mobility as the focus for 
transportation services planning by coordinating the multiple entities 
involved in the planning, enablement and operations of those services

• There are opportunities to transform the mobility services lifecycle 
(planning to infrastructure to delivery) to ensure departments have a 
people-centric view of mobility as a service instead of individual siloed 
components

• Performance measures were found to be not consistently linked to 
mobility outcome measures for the people and businesses of 
Brampton and not aligned across the three departments accountable 
for mobility services 

• There are opportunities to re-align functions across mobility services to 
increase efficiencies and synergies between entities that have 
comparable mandated outcomes; however any changes to 
organizational structure should be preceded with enhancements to 
governance and strategic alignment to the City’s desired outcomes for 
mobility services

• Public education and communication efforts should reflect the City’s 
desired outcomes so that the residents of Brampton are aware of the 
“mobility” vision for the City

City of Brampton – Public Works Final Report – January 17, 2020



Brampton Transportation Services – Organizational Review
Transportation services – and mobility more broadly – includes the end-to-end transportation services business process (the lifecycle from planning to 
engineering to maintenance and operational service delivery), which is delivered under a distributed model across three Departments.

Brampton Model
The City currently has planning functions (short and long-term) split across three departments with operational mobility services delivered 
across two (PW&E and Brampton Transit), with limited alignment on performance metrics. 

Advantages Challenge

• Engineering and operational capabilities are grouped under Public Works & 
Engineering, enabling close alignment across linear assets including environmental 
assessments, design, construction, and maintenance (roads, transit, stormwater, 
etc.) as well as synergies between maintenance of parks and roads

• Planning functions under the Planning & Development Services department have 
collectively developed integrated plans for the City, including strategies and master 
plans to clarify Council’s vision for growth and Complete Streets

Opportunities related to organizational design have been identified, including: 
• Increase coordination of all departments through more formal 

governance and alignment on common outcomes and performance 
measures (e.g. modal split, lower carbon emissions) for people-centric 
mobility services 

• Role clarity and accountabilities with respect to public education and 
engagement with Council

Place transportation services under two departments by moving the 6-person Transportation Planning group to Public Works & Engineering. Under this potential option, the 
Planning & Development Services department would not be directly involved in Transportation or “Mobility” more broadly, but maintains close relationships

37

Maintain transportation services as split between three departments with limited modifications to the organizational structure involving the movement of two areas under 
Public Works & Engineering (transportation special projects and traffic planning) to the Planning & Development Services Department

Move all of transportation services “under one roof” with transportation planning, and Brampton Transit moving under Public Works and Engineering which could now be re-
named as “Public Work, Engineering, and Mobility”

In order to decide the best way to mitigate the above challenges, while building on Transportation’s existing strengths, the City must decide on and 
develop a strategy that illustrates the role of mobility services (planning to delivery) in the future. This could include options such as maintaining the status 
quo while carrying out process changes to improve handoffs, clarify accountabilities and align to common goals, or by organizational change to align 
common entities. 3 such options for organizational change were evaluated and are listed below. However, the most relevant and applicable option for the 
City may be determined only after setting the future direction for mobility, and extensive consultations with impacted entities.

1

2

3
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Brampton Transportation Services – Organizational Review

38

Option Advantages Challenges Budget Ownership

Option 1: Moving 
Transportation 
Planning from 
Planning and 
Development to 
Public Works

• Increased functional alignment for "mobility planning" 
functions

• Simplify accountability and increase responsiveness 
and agility for mobility planning and engineering from 
the perspective of the public and Council

• Maintains functional alignment of engineering and 
operational capabilities

• No single point of accountability for transportation and 
mobility at the Commissioner level across 2 
departments (the Commissioners of Public Works and 
Engineering, and Brampton Transit all have some 
accountability to delivery on elements of 
transportation and mobility planning)

• Risk of potential misalignment across departments 
with respect to balancing priorities and achieving 
desired mobility outcomes

Capital budget ownership for 
transportation would lie with 
PW&E while the operational 
budget is split between PW&E 
(for linear assets) and 
Brampton Transit (for service-
based assets)

Option 2: Move traffic 
planning and 
transportation special 
projects to Planning 
and Development

• Increased functional alignment for planning functions 
under Planning & Development Services

• Simplify accountability for mobility planning for 
Council 

• Ensures clear views are represented from both 
planning and engineering (i.e. capital works and 
operational maintenance) at the Commissioner level

• Reduced functional alignment of engineering and 
operational capabilities 

• No single point of accountability for transportation and 
mobility at the Commissioner level across three 
departments

• Risk of potential misalignment across departments 
with respect to balancing priorities and achieving 
desired mobility outcomes

Capital budget ownership 
would be split between 
Planning and Development 
(owns all major/special 
projects) and PW&E (owns 
capital delivery for all other 
transportation services)

Option 3: Move all 
transportation 
services under “one 
roof”

• Lower risk of misalignment across all areas of 
transportation services and mobility services more 
broadly

• Single point of accountability at the Commissioner 
level for achieving desired mobility outcomes for 
people and businesses 

• Simplify accountability and increase responsiveness 
and agility for mobility planning and engineering from 
the perspective of the public and Council

• Possibility of loss of checks and balances as planning 
and operations both reside under the same entity 
which may result in lower independence between the 
two streams

• Possible disconnect between transportation/mobility 
planning and Planning and Development as these two 
functions would reside in separate departments

This newly created “one-roof” 
entity would have total 
ownership of the capital and 
operating budgets of all 
transportation/mobility related 
services.
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Brampton Transportation Services – Organizational Review

Takeaways

There are strengths and limitations associated with each of the three options. However, at this stage they are to be viewed only as 3 standalone options based on the strengths, 
challenges, and pain points gleaned through conversations with various transportation stakeholders. A decision to choose either of these 3 options, explore other options, or 
maintain status quo with improved/standardized collaboration through alignment of outcomes, goals, and performance measures is dependent on the City’s vision/strategy for 
the role of transportation services as either individual components (roads, public transit etc.) or a single “mobility-centric” service view. Hence, each should be considered and 
evaluated against criteria aligned with the City’s goals for mobility more broadly. Implementation should be carefully planned with change management and labour relations 
considerations factored in. 

Prior to any organizational structure changes, the following should be developed in detail: 
• Identifying Council’s vision for mobility services centred on desired outcomes for the people and businesses of Brampton, including all forms of transportation, infrastructure, 

traffic and public safety, and providing multiple options for travel, with emphasis on timeliness, affordability and accessibility
• Clarify roles and accountability across groups, including determining relevant performance metrics and service levels aligned with outcomes identified by the City and 

validated by Council 
• Establish effective governance over mobility services with public reporting on performance and clear goals to which staff can align their work
• Align budgeting for all areas of mobility services to Council-approved mobility outcomes for the people and businesses of Brampton and associated performance measures, 

including developing a unified plan for operating and capital spending across all mobility services that is approved by all three Commissioners prior to submission to SLT and 
Council 
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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 developments, process improvements, organizational realignments, service level 
changes 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

41

# Opportunity Description
Cumulative Budget Impact 

Range 2020-2024
Timeline to Realize 

Benefits

1
Reduction in the annual grass cutting schedule to optimize labour and fuel expenses, while reducing the City’s carbon 
footprint and pollution (noise/air/water)

$2.01M - $4.02M 2020

2
Building on the City’s current “No Mow” program by expanding naturalized open spaces (selected through a comprehensive 
framework) to reduce the expenditure on grass cutting and expand ecological benefits for the City

$1.70M - $1.74M 2020

3
Optimizing the cost of horticulture services through a transition towards perennial flowers which would reduce the City’s 
water consumption and time spent in flower bed maintenance

$365K 2020

4
Review sportsfield fee schedules to increase cost recovery for the City that would enable it to continue delivering its high 
service levels in a financially sustainable manner

$260K – $775K 2020

5
GIS based route optimization for winter maintenance and grass cutting to plan schedules in a manner that minimizes the 
travel time between sites, thus reducing the City’s fuel costs and improving staff productivity

$376K – $1.12M 2021+

6
Service level rationalization in sportsfield maintenance through gradation of services based on category of fields thereby 
reducing the total cost of service

$500K - $2M 2020

7
Review Alternative Service Delivery Models for Winter Maintenance to evaluate possibility of bringing a higher number of 
routes in-house instead of contracting out

$(12.07)M - $(18.79)M 2021+

8 Increasing service levels for local roads clearing to clear at 5 cm. instead of the current 7.5 cm. $(1)M - $(1.5)M 2020

9 Increasing the percentage of sidewalks cleared by an additional 1000 km to improve resident mobility and road safety $(13.32)M - $(15.28)M 2021+
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Summary of Opportunities for Improvement
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# Opportunity Description
Cumulative Budget Impact 

Range 2020-2024
Timeline to Realize 

Benefits

10
Increase sidewalk clearance service levels to within 16 hours of a normal snow event to improve resident mobility and road 
safety

$(200)K - $(2.8)M 2021+

11
Creation of an online tree registry and green space maintenance mapping system to improve tracking of trees and quantify 
the benefits of green space in line with the City’s climate goals

N/A 2021+

12
Performance based contracts for Winter Maintenance which include performance based incentives/disincentives enabling the 
City to extract higher value from its contracts, without impeding service levels

N/A 2024+

13 Reduce the service level for winter maintenance trail clearing from 24 hours to 48 hours $(852)K 2021

14 City-wide Mobility Vision and Organizational Review N/A N/A

15 Consider expanding contracted maintenance as part of a full Fleet Review $(262)K – 133K 2021+

16 Review task allocation to improve mechanic utilization rates $135K 2020+

17 Optimize Vehicle Lifecycles
$ 1.55M over optimal lifecycle 

of light duty fleet (7 years)
2024+
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Opportunity Details



1. Reduction in the annual grass cutting schedule
Understanding the Landscape

Current grass-cutting service levels at the City are at 12 cuts in medium maintenance areas annually, with an associated cost of $2.03M, with over 70% of services being outsourced. Grass cutting is an 
expensive activity (approximately $2.5k per hectare). Implications at the City of Brampton are primarily based on additional staff needed to meet the agreed upon service level, alongside costs such as 
fuel expenses, and air quality and pollution impacts. This serves to challenge whether Brampton can achieve higher efficiencies in this service area, while decreasing service levels, through a reduction 
of the number of grass cuts per year, and spreading out the remaining number of cuts across the year to mitigate the impact of the reduced cuts to an extent.

Opportunity Expected Benefits

Grass-cutting reduction in conjunction with the ongoing naturalization programs such as Don’t 
Mow, Let it Grow, can result in significant savings. 

Particular opportunity includes reducing the number of grass cuts from 12 to 10 per year, which 
saves the City approximately in $400k in labour, fuel and equipment ($571k if reduced to 9 cuts 
per year). In addition to saving the City the additional labour and fuel expenses by reducing the 
service levels by 2 extra cuts, it also provides ecological benefits for the City by working in tandem 
with potential naturalization initiatives.

Grass-cutting Harmonization results in the following benefits: 
1. Reducing the number of cuts to 10 per year or to 9 cuts per year (as done in Hamilton) is 

expected to result in meaningful cost savings to the City
2. Minimal disruptions to residents due to the scope of grass-cutting programs excluding sports 

fields and other areas
3. Environmental health: improves the wellbeing of residents, supports biodiversity 
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Cumulative Budget Impact Range Impact Type Timeline to Realize Savings

$2.01 - 4.02M Service Level Reduction 2020+
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1. Reduction in the annual grass cutting schedule
Implementation Activities and Considerations

Implementation of a harmonized grass-cutting module based on neighbouring municipalities service levels requires: 
1. Developing business case for grass cut reduction and submission to Council for approval
2. Development of a strategic communications plan and community engagement strategy 

Considerations include:
• Strategic communications and extensive community engagement would be a key factor to convey the rationale behind the grass cut reduction to the residents of Brampton
• Since around 70% of grass cutting services are contracted out, reduction in the number of grass cuts would have no impact on FTEs as they would involve only a scaling down of the contracts. 

However, penalty clauses, if any, for reduction in the number of cuts would need to be evaluated

Implementation Timeline
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Activity 2020 2021 2022

Collect data/rationale on grass cutting levels at neighbouring municipalities to determine most optimal number of cuts per year

Develop business case for grass cut reduction based on analysis above and submit to Council for approval

Develop strategic communications plan and community engagement strategy to obtain buy-in for reduction in number of grass cuts per year

Jurisdictional Evidence 

The City of Hamilton has 9 cuts per year for its boulevards.
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1. Reduction in the annual grass cutting schedule
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2020 2021 2022 2023 2024 2020-2024

Cost savings (contractor costs) $338,500 - 677,000 $0 $0 $0 $0 $338,500 - 677,000

Efficiency gains (in-house costs) $63,700 - 127,400 $0 $0 $0 $0 $63,700 - 127,400

Cost avoidance $402,200 - 804,300 $402,200 - 804,300 $402,200 - 804,300 $402,200 - 804,300 $1,608,800 – 3,217,200

Implementation costs $0 $0 $0 $0 $0 $0

Net budgetary impact range $402,200 – 804,300 $402,200 – 804,300 $402,200 – 804,300 $402,200 – 804,300 $402,200 – 804,300 $2,011,000 - 4,021,500

Budget Impact Range 2020-2024 
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1. Reduction in the annual grass cutting schedule
Methodology, Data Inputs and Calculation Details
Methodology :

Contractor costs:
• Isolation of contractor costs related to standard maintenance areas (12 cuts per year), as for the other maintenance areas (high and low) the number of cuts wouldn’t be changed
• Simulation of cost for 10, 9 and 8 cuts per year for these areas to calculate cost savings for contracted costs

In-house costs:
• Split of in-house grass cutting costs between sports fields and parkland areas as sport fields is out of scope for this opportunity. Use of area in hectares* number of cuts ratio to allocate 

between sport fields and parkland
• As a decrease from 12 to 10 cuts represents a decrease of 17%, the cost savings for in-house grass cutting is 17% of the in-house grass cutting cost allocated to parkland area. The same 

method has been applied for 9 cuts and 8 cuts
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Calculation details

Constants Current Impact 10 cuts Impact 9 cuts Impact 8 cuts

High maintenance (24 cuts): not impacted by the opportunity $32,100 $0 $0 $0
Medium maintenance COB (12 cuts) $2,030,100 -$338,500 -$507,700 -$677,000
Medium maintenance ROP (10 cuts) not impacted by the opportunity $208,800 $0 $0 $0
Low maintenance COB (4 cuts) not impacted by the opportunity $318,800 $0 $0 $0
Low maintenance ROP (2 cuts) not impacted by the opportunity $22,000 $0 $0 $0
Total contractor costs $2,612,500 -$338,500 -$507,700 -$677,000
Total in-house grass cutting costs $692,500
Total area in hectares* number of cuts Sportfields + Parkland 4,961
Total area in hectares* number of cuts Parkland only
% of Parkland

2,738
55%

In-house grass cutting cost allocated to Parkland (total in-house cost*% of parkland) $382,200 -$63,700 -$95,500 -$127,400
In-house grass cutting cost allocated to Sportfields not impacted by the opportunity $310,200 $0 $0 $0
Total in-house costs $692,500 -$63,700 -$95,500 -127,400

Total Grass cutting cost $3,305,000 -$402,200 -$603,300 -$804,300
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1. Reduction in the annual grass cutting schedule
Methodology, Data Inputs and Calculation Details

Data Inputs Source

Detailed grass cutting contractors cost 2019 File All locations
sheet Areas 1-7 all locations

Detailed grass cutting in-house cost 2019 Service Budgets -Parks and 
Forestry
sheet Database

Split in-house VS Contractor cost (Number of 
hectares and number of cuts)

Parks Grass Cutting Breakdown
sheet 1
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Assumptions:
• Assumption that total area in hectares would remain constant for the calculation
• The split between in-house and outsourced grass cutting in volume is 70% outsourced vs 30% in-

house
• No implementation costs assumed:

• No penalties in grass cutting contracts if there is a decrease in the number of cuts
• No severance costs included because a large part of the grass cutting positions includes 

students and temporary positions
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2. Expanding Naturalized Open Spaces
Understanding of the Landscape 

The City of Brampton’s “Don’t Mow Let It Grow” project aims to optimize public spaces for the purpose of both improving management models and cost efficiencies for green spaces, while also 
resulting in socio-economic benefits ranging from ecosystem servicing, health and wellbeing, and tourism. Currently the City has implemented the project in seven parks: Conservation Drive Park, 
Centennial Park, Steeles Park, Kiwanis Memorial Park, Elgin Woods Park, Sheffield Park West, and Jessie Park; ranging in size from 0.48 Hectares to 2.35 Hectares. Typically, costs to maintain green 
spaces is $10.9M, with $2.6M in grass-cutting services alone (2019). By hectare, the City spends on average $2.5k on grass-cutting maintenance. 

Opportunity Expected Benefits

Determining the benefits of naturalizing open spaces as not only a cost-saving opportunity, but one that 
also yields social, and environmental benefits is premised on the assumption that not all green spaces 
require maintenance and manicuring. By extension, the City should develop a triaging mechanism to 
determine which spaces should remain natural, and which should be targeted for maintenance. 
Parameters for expanding naturalized open space could include metrics such as: 
1. Intended land use
2. Demographic (age) utilizing the land, and degree of access needed
3. Proximity to residential spaces, industrial areas, commercial areas, and social infrastructures

Naturalizing open spaces based on these parameters could result in savings for the City by maneuvering 
towards less grass-cutting. Contractor cost savings resulting from the seven naturalized parks already 
underway in Brampton equal approximately $15k in savings, via 6.26 hectares, or approximately $2.5k per 
hectare naturalized. Additional savings could be based on mixed land ownership between development 
organizations, and open spaces for example, through shared maintenance agreements. 

Savings opportunity for naturalizing spaces is contingent upon a City delineated quota for green spaces 
eligible for naturalization. Decreases in maintenance costs ranging from trimming, grass-cutting, flower-
bedding are emergent from the naturalization of open spaces. 

Expanding naturalized open spaces would result in benefits such as: 
1. Savings: by reducing maintenance costs associated with grass-cutting, tree trimming, 

and manicuring the City could substantially reduce contracted services and in-house 
spend.

2. Savings: on costs associated to flood prevention 
3. Social benefit: The City would support the public’s immersion in natural spaces, which 

has been proven to result in improvements in education, and health and wellness 
4. Environmental benefit: increase biodiversity, and ecological sustainability
5. Sharing maintenance responsibilities with commercial, residential developments 

would allow the City to leverage savings from green spaces that are determined as 
needing continued maintenance

The anticipated impact would be based on contracted services efficiencies, alongside the 
wider positive externalities noted above.
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Cumulative Budget Impact Range Impact Type Timeline to Realize Savings

$1.70M – 1.74M Efficiency gain, cost savings 2020+
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2. Expanding Naturalized Open Spaces
Implementation Activities and Considerations

Implementation of expanded naturalized open spaces and shared maintenance agreements would require: 
1. That the City determine the scope of naturalization for open spaces. 
2. That the City develop a framework to determine which parks and open spaces can be left to naturalize on their own, and which require some intervention based on earlier-noted parameters, and 

additional indicators.
3. Among this, the City would need to map which open spaces overlap with commercial and residential land, and to determine the feasibility of shared maintenance agreements for land with 

manicuring and maintenance deemed a necessary service.
4. Integrate approach with City planning, and other departments working in environmentally-oriented functions to efficiently and effectively address overlaps between already existing flooding and 

stormwater management functions, and naturalization
5. Naturalization of open spaces may sometimes require maintenance for a period of up to two years while the park is naturalizing in such a way that does not interfere with public life and safety.

Implementation Framework – how to select naturalization-eligible parks:
In order to identify green spaces eligible for naturalization, the City will need to develop a standard framework that will identify naturalizable spaces from non-naturalizable spaces. Brampton 
currently has 2960 Hectares of maintained parkland, and therefore has an opportunity to potentially recover maintenance costs via naturalization initiatives. The standardized framework should entail 
the following assessments at a minimum: 

1. Green spaces’ proximity to residential and commercial areas, and its associated potential for shared maintenance agreements
2. Park use: naturalization should be determined based on the demographic use of the parks such as age, and degrees of accessibility and therefore maintenance needed
3. Public safety implications – i.e.: proximity to schools
4. Proximity to other naturalized spaces to effectively facilitate the strengthening of ecosystems between various green spaces

Considerations include:
• Expanding naturalized open spaces requires effective communication with the public in order to address potential perceptions on decreased service levels. Naturalization initiatives yield benefits 

that include, and extend beyond improved cost efficiencies and support improvement in resident wellbeing.
• It is important to develop a standard definition of naturalization in order to ensure that all City departments and contractors involved in the expanding naturalized spaces are delivering 

consistently, and so that the City is able to capture its savings.
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Implementation Timeline

Activity 2020 2021 2022

Develop or adapt a standard naturalization eligibility framework 

Develop an inventory of parks eligible for naturalization based on the established framework

Develop communications strategy to effectively notify the public on naturalization initiatives, and targeted green spaces

Phase-out maintenance activities, and contracts (grass-cutting, tree maintenance, flower beds, etc.) for determined naturalization candidates

2. Expanding Naturalized Open Spaces 
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Jurisdictional Evidence 

1. Gibson Park in Toronto utilizes a Shared Maintenance Agreement model between the City and a real-estate developer, Menkes. As a park that was deemed as needing continued maintenance and 
manicuring, the City saved costs by sharing the responsibility. 

2. Black Creek Renewal project in Vaughan utilizes naturalized space to save costs associated to stormwater management and flooding, and green space maintenance 
3. North Vancouver utilizes naturalization as a means to support municipal infrastructure for stormwater management
4. City of Calgary’s Naturalization initiative is developed as a habitat restoration project, with parks being naturalized based on: public safety considerations, proximity to residences, maintenance 

costs/savings potential, and impacts on park users. 
Key features: 
• Criteria for naturalization are comparable among selected jurisdictions – ranging from impacts on public safety, to proximity to developments, and anticipated cost-savings opportunity
• Stormwater management benefits
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2. Expanding Naturalized Open Spaces 
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2020 2021 2022 2023 2024 2020-2024

Cost Savings $92,000 - 94,000 $138,000 - 141,000 $230,000 - 235,000 $0 $0 $460,000 - $470,000

Cost avoidance $0 $92,000 - 94,000 $230,000 - 235,000 $460,000 - $470,000 $460,000 - $470,000 $1,242,000 – 1,269,000

Implementation costs $0 $0 $0 $0 $0 $0

Net budgetary impact range $92,000 - 94,000 $230,000 - 235,000 $460,000 - 470,000 $460,000 - 470,000 $460,000 - 470,000 $1,702,000 - $1,739,000

Budget Impact Range 2020-2024 
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Framework for selection of potential green spaces for naturalization

It was observed that there is a need to institutionalize a structured approach to facilitate the selection of green spaces for naturalization that will help 
Council make informed decisions related to the approval of naturalization proposals. EY developed a framework to triage green spaces across the City to 
evaluate the potential for naturalization based on various economic, social, and environmental impacts of converting green spaces to naturalized lands. The 
framework was developed using staff inputs on current selection rationale, and learnings from municipalities that employ naturalization programs – It was 
tested with staff through a workshop to validate applicability to the City of Brampton.

The framework has two major components:

• Core parameters that inform the decision of whether to naturalize a site

• Indicators within the qualifying criteria which, when applied to a specific green space, yield corresponding objective values that inform if the 
green space fits the bill for naturalization
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2. Expanding Naturalized Open Spaces–
Methodology, Data Inputs and Calculation Details

Public Safety Impact on Wildlife/Natural Habitats Location of Site

Does naturalization positively impact (or retain) the level of  
footfall across this green space?

Is this green space a habitat that's in need of restoration? Is this green space close to, considered part of, or linked to an 
existing natural heritage space?

Does naturalization across this green space impede 
sightline and visibility?

Does naturalization of this green space add to habitation of 
wildlife? 

Impact on park users

Does naturalization across this green space impede 
accessibility?

Does naturalization of this green space result in an educational 
opportunity for the City's residents/students?

Does naturalization of this green space prevent park users from 
using the space as currently intended?

Does naturalization of this green space increase risk to road 
safety based on its proximity to roads? 

Impact on commercial sites Maintenance Costs

Does naturalization of this green space mitigate flood risks? Is there any adverse economic impact on neighbouring 
commercial spaces due to naturalizing this green space (i.e.: in 
terms of visibility and access)?

Does naturalizing this green space require a “phased-out” 
maintenance approach? 
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Methodology

Application of the naturalization framework enabled City staff to identify 200 hectares of potential green spaces for naturalization which then informed the 
following cost savings evaluation methodology:

Contractor costs methodology:

• An average cost per hectare of grass cut is calculated by dividing the total contractor cost for 2019 by the total area cut (in hectares). This average cost per hectare corresponds to the cost saving 
per hectare of naturalized space

In-house costs methodology

• Split of in-house grass cutting salaries and benefits and equipment maintenance costs between sports fields and parkland area based on the total area multiplied by the numbers of cuts, as sport 
fields grass cutting is out of scope for this opportunity

• An average cost per hectare of grass cut is calculated by dividing the total cost for 2019 by the total area cut (in hectares). This average cost per hectare corresponds to the cost saving per hectare 
of naturalized space

54

Calculation details
Constants

Total 2019 contractor costs for Grass cutting $2,612,500
Total area cut by contractors in hectares 1,016
Average cost per hectare contractors (cost savings per hectare) $2,600
Total in-house grass cutting salaries and benefits costs $692,500
Total grass cutting equipment maintenance cost $226,000
Total in-house grass cutting cost $918,500
Total area in hectares* number of cuts Sportfields + Parkland 4,961
Total area in hectares* number of cuts Parkland
% of Parkland 

2,738
55%

In-house grass cutting cost allocated to Parkland (total in-house 
cost*% of parkland)

$505,200

Total Parkland Area cut in-house in hectares 228
Average cost per hectare in-house (cost savings per hectare) $2,200

2. Expanding Naturalized Open Spaces–
Methodology, Data Inputs and Calculation Details
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Data Inputs Source

Detailed grass cutting contractors cost 2019 File All locations sheet Areas 1-7 all 
locations

Detailed grass cutting in-house cost 2019 Service Budgets -Parks and Forestry sheet 
Database

Maintenance cost of equipment 2018 File “WOREPAIRREASON - Repair By 
Reason grasscutting (004)”

Split in-house VS Contractor cost (Number of 
hectares and number of cuts)

Parks Grass Cutting Breakdown sheet 1
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2. Expanding Naturalized Open Spaces–
Methodology, Data Inputs and Calculation Details

Assumptions
• Naturalizing would save grass cutting costs for the naturalized area

• 40 hectares could be naturalized in 2020, 60 in 2021 and 100 in 2022 (Total of 200 hectares) 

• A tolerance of 3%-5% has been applied to calculate cost savings per hectare to include 
potential implementation costs

• No other implementation costs assumed:
• No penalties in grass cutting contracts if there is a decrease in the number of cuts
• No severance costs included because a large part of the grass cutting positions 

includes students and temporary positions

Constants

Hectares*number of cuts contractors 11,133
Hectares*number of cuts in-house 2738
% of contractor for parkland 80%
% of in house for parkland 20%
Blended Average cost per hectare $2,400
Cost saving per hectare (tolerance of 2%-5%) $2,300 - $2350

Calculation details (cont’d)

2020 2021 2022

Number of New naturalized hectares 40 60 100
Cumulative Number of naturalized 
hectares

40 100 200

Net Budget Impact Range $92,000 - 94,000 $230,000 - 235,000 $460,000 - 470,000

Methodology (cont’d)
• A split of parkland grass cutting between contractors and in-house has been calculated by multiplying the area in hectares by the number of cuts

• A blended average cost per hectare has been calculated with this split, and the tolerance range has been applied to calculate the savings per hectare

• Costs savings have been calculated for each year by multiplying this cost per hectare by the cumulative number of naturalized hectares

City of Brampton – Public Works Final Report – January 17, 2020



3. Optimizing the Cost of Horticulture Services
Understanding of the Landscape

The City spends $5.6 M annually on horticulture services out of which $4.3 M is for people related costs. The City has begun evaluating initiatives to manage costs in horticulture, however, rising costs 
can be reined in only by modernizing the way services are delivered in the City. The City currently maintains 995 flower beds out of which only 34% are irrigated and the rest are watered manually – In 
addition to this, the City also waters 600 hanging baskets and 211 flower planters manually. These kind of resource intensive services would have rising costs in the future and require technology 
enabled solutions to augment the efforts of staff.

Opportunity Expected Benefits

The City can explore two options:
1. The City could introduce automated irrigation for all its flower beds thereby reducing the 

manual effort required for irrigation, also reducing water usage.
2. The City may also expand its current efforts to increase the proportion of perennial flower 

beds which are easier and more cost effective to maintain than annual flower beds

Option #2 may be more feasible from a financial and implementation standpoint as the City has 
already converted over 60% of its flower beds to perennial beds which need to be watered not 
more than once a week (some perennial beds don’t need to be watered at all) – Thus the costs 
savings envisaged by implementing automated irrigation are realized just by converting annual 
beds to perennial beds as the City avoids watering costs without having to bear the high capital 
investment costs of implementing an automated irrigation system

In addition to cost-savings, the City also has the opportunity to avoid costs on future flower bed 
investments by:
1. Re-distributing flower beds from high-density areas to low density ones, thus avoiding the 
creation of net-new flower beds
2. Requiring new developments to install flower beds at their properties which are to be 
maintained by the developer

Transforming and Modernizing of Horticulture Services results in the following benefits:
• Reduced costs for watering through automated irrigation – Manually watering beds costs 

$14.45 per bed per day (Beds are watered for approx. 100 days); while irrigated beds cost a 
flat rate of $96 over the same 100 day period, thus a cost of $0.96 per bed per day. However, 
this does not include installation costs ($7000.00 per irrigation system) and inspection costs 
($270 per bed), both of which are paid to the Region of Peel. 

• Reduced costs through conversion to perennial beds – Annual beds need to be watered on a 
daily basis, while perennial beds need to be watered only on a weekly basis (some perennials 
don’t need to be watered at all). Also, perennial beds require lesser efforts for replanting and 
maintenance.

Note: 600+ hanging baskets are watered manually at a cost of over $80,000 annually. However, it 
isn’t possible to replace these flowers with perennials, and installing automated irrigation would 
involve high up-front costs making them unviable. It is recommended that the City consider 
converting the poles on which flower baskets are mounted to support automated irrigation as 
part of future redevelopment so as to bundle the costs together.
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Cumulative Budget Impact Range Impact Type Timeline to Realize Savings

$365K Efficiency gain 2020+

City of Brampton – Public Works Final Report – January 17, 2020



3. Optimizing the Cost of Horticulture Services 
Implementation Activities and Considerations

Implementation of a modernized horticulture service requires: 
• Increased conversion of annual flower beds to perennial flower beds in a phased manner. However, as perennial flowers are viewed as less aesthetically pleasing, it opens the City up to criticism 

from residents when flower beds in their locality are converted. In order to overcome these concerns, the City may consider a mix of perennials and annuals (80:20 ratio suggested by Staff) so that 
the borders of the beds are filled with annuals, and the rest with perennials

Considerations include:
• Region of Peel own the water mains to which irrigation systems would attach to, and there could be concerns about the City of Brampton connecting irrigation systems to the water supply for 

residents of Brampton. There are also installation costs and yearly inspection costs that the City must pay to the Region. In order to ensure expanding irrigation is both technically and financially 
feasible, the City must liaise with the Region to overcome its concerns about water supply disruption and negotiate reductions in the installation and inspection costs

• Due to the initial investment required, costs-benefit analysis of expanding automated irrigation must be conducted based on location of flower beds and ability to leverage economies of scale by 
shared irrigation of parks, among other factors

• Severance costs as per the collective bargaining agreements would need to be evaluated in the event of reduction of FTEs (if any) due to the introduction of automated irrigation and increased 
perennial flower beds

Implementation Timeline

57

Activity 2020 2021 2022

Develop business case for increasing the number of perennial beds across the City and submit to Council for approval

Operationalize plans for conversion of annual beds to perennial beds

Conduct workforce review to identify excess capacity that can be re-allocated to other areas within the City

Jurisdictional Evidence 

City of Ipswich, in Queensland Australia, was able to save $1,822 per hectare for sports field irrigation in the first 6 months of implementing a pilot project of automated irrigation that completely 
replaced manual labour
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3. Optimizing the Cost of Horticulture Services

58

2020 2021 2022 2023 2024 2020-2024

Efficiency gain $73,000 $0 $0 $0 $0 $73,000

Cost avoidance $0 $73,000 $73,000 $73,000 $73,000 $292,000

Implementation costs $0 $0 $0 $0 $0 $0

Net budgetary impact range $73,000 $73,000 $73,000 $73,000 $73,000 $365,000

Budget Impact Range 2020-2024 
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3. Optimizing the cost of Horticulture Services –
Methodology, Data Inputs and Calculation Details

Data Inputs Source

Detailed horticulture services cost budget 2019 Service Budgets -Parks and Forestry
sheet Database

Number of flower planters, hanging baskets and flowers 
beds (perennial and annual

Email received from Parks 
Maintenance & Forestry team

Cost of manual and automated watering Email received from Parks 
Maintenance & Forestry team

Methodology
• Calculated the maximum number of watering days per year for perennial beds

• Calculated the annual cost of watering by using this number instead of 100 for annual flower beds

59

Calculation details

Total number of annual flowers beds 59
Watering Cost per bed per day $14.45
Average number of watering days per year for annual beds 100
Total annual cost of watering for annual flower beds $85,000
Maximum number of watering days per year for perennial beds (1/7th of 
the number of days for annual beds)

14

Total annual cost of watering if conversion to perennial beds $12,000

Total Annual savings on conversion of annual beds to perennial beds $73,000

Assumptions
• 59 of the 322 annual flower beds are currently manually watered

• There would be no additional cost to convert an annual flower bed in a perennial 
flower bed

• A perennial bed is watered from May to Mid-September (same as annual flower beds)

• A perennial flower bed is watered no more than once a week

• No severance costs included because a large part of the positions includes students 
and temporary positions
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4. Review Fee Schedules to Increase Cost-recovery
Understanding the Landscape

The City receives $1.03 M annually in sports field rental revenue. However the cost of maintenance of sports fields is around $2.2 million (grass cutting, time and materials included. This points to a 
cost recovery of less than 50%. In addition to this, grass cutting and maintenance service levels are higher for certain sportsfields but the rental fee for these fields do not necessarily reflect or cover 
the additional cost of maintenance, and there is no proportionate increase in rental fee costs to cover the expenditure of increased number of grass cuts. Brampton, unlike most municipalities (e.g. 
Mississauga), also provides additional sports field maintenance services with higher frequency such as field lining, garbage collection, even on nights and weekends – All of which lead to higher costs 
for the City.
The City also highly subsidizes fees for booking fields of school boards, including free bookings for many fields and user groups. This leads to block/mass bookings by user groups, who, on many 
occasions as reported by staff, do not honour their bookings thus leaving fields unavailable for other user groups to book them. This creates a false scarcity of sportsfields in Brampton and skews 
planning for new sportsfields, Moreover, if bookings are cancelled, the effort and cost invested in preparing those fields (grass cutting, field lining etc.) in preparation, is lost with no fee obtained from 
the user.

Opportunity Expected Benefits

As demands for sports fields rise, in order to continue to deliver current services in a financially 
sustainable manner, the City may explore opportunities to increase its user fees (by a minimum of 
10%) to recover a larger portion of its costs. The fee increase may be graded based on the 
type/category of fields based on the operating costs involved in maintaining those fields.
(E.g. The City may consider adding a premium charge on locations which require additional higher 
service levels for grass cutting.)
The City may also impose higher fees for school board fields, and institute a security deposit 
(approx. 50% of the total amount) for booking school board fields which would be forfeited by the 
user in the event of a no-show. This would ensure users who book fields either show up or cancel 
in advance to allow others to book the fields (security deposit will be refunded in these cases).

• Increased cost recovery for the City
• Ability to handle increased demand in a financially sustainable manner
• Elimination of false deficit of sportsfields in the city as more school board fields may now be 

available of the public due to discouragement of block/mass bookings
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Cumulative Budget Impact Range Impact Type Timeline to Realize Savings

$260 – 775k Cost Recovery 2020
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4. Review Fee Schedules to Increase Cost-recovery 
Implementation Activities and Considerations

Implementation of the reviewed fee schedules would require:
• Evaluation of fee increase and submission of impact analysis for Council ratification and approval
• Impose refundable security deposit for booking school fields
• Phased roll-out of fee increases – starting from high demand locations

Considerations include:
• Strategic communications and extensive community engagement would be a key factor to convey the rationale behind fee increases to the public
• In the event of enforcing a security deposit, process changes (and technology changes for online request submissions) would be required to refund the deposit (for advance cancellation) or 

adjusting the booking fee with the security deposit already paid, if the booking is honored
• Price sensitivity analysis may be conducted to determine if fee increases would have an adverse effect on the demand for sports field bookings. Magnitude of fee increases would need to be higher 

for fields that have high demand.

Implementation Timeline

61

Activity 2020 2021 2022

Evaluate and determine desired fee increase levels 

Develop matrix of fee schedule based on field demand by location

Design security-deposit booking model for school fields

Phase 1 roll out of fee increases for high-demand sports field locations 

Jurisdictional Evidence 

1. City of Toronto’s charges $54 and $33 per hour for prime and non-prime fields respectively – This is 13% to 86% more than the $29 fee charged by the City of Brampton for its major fields
2. City of Toronto charges $14 per hour for school fields (TDSB) which is 150% more than the $5 fee charged by City of Brampton for school fields
3. City of Mississauga charges $119 per hour for artificial turf fields which is 32% more than the $90 charged by City of Brampton
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4. Review Fee Schedules to Increase Cost-recovery 

62

2020 2021 2022 2023 2024 2020-2024

Additional cost recovery $52,000 - 155,000 $0 $0 $0 $0 $52,000 - 155,000

Recurring cost recovery $0 $52,000 - 155,000 $52,000 - 155,000 $52,000 - 155,000 $52,000 - 155,000 $208,000 - 620,000

Implementation costs $0 $0 $0 $0 $0 $0

Net budgetary impact range $52,000 - 155,000 $52,000 - 155,000 $52,000 - 155,000 $52,000 - 155,000 $52,000 - 155,000 $260,000 - 775,000

Budget Impact Range 2020-2024 
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4. Review Fee Schedules to Increase Cost-recovery –
Methodology, Data Inputs and Calculation Details

Data Inputs Source

Sport fields maintenance 
costs

Service Budgets -Parks and Forestry
sheet Database

Fields rental revenues COB_Operating Data Dump 2013 - 2019 & 
Fcst 2020-2021 Sheet 2013-2019

Methodology
• Isolate the total fields rental revenue in the 2019 budget

• Isolate the total sport field maintenance cost (excluding grass cutting) in the 2019 budget

• Isolate the total cost of sports fields grass cutting (see opportunity «Harmonizing Grass-cutting”)

• A % of cost recovery on sport field rental has been calculated

• An increase of 10% has been applied to the total revenue as an indicative average increase. 
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Current
Impact Increase of 

10% of fees
Impact Increase of 5% 

of fees
Impact Increase of 

15% of fees
Total fields rental revenues budget 2019 $1,035,000 +$103,000 +$52,000 +$155,000

Total sport fields maintenance cost budget 2019 (excl. Grass cutting) $1,911,000 $0 $0 $0
Cost of sport fields grass cutting 2019 $310,000 $0 $0 $0
Total sport fields maintenance cost budget 2019 $2,221,000 $0 $0 $0
% of cost recovery sport fields (revenue/cost) 46% 51% 49% 54%

Assumptions
• An increase of 10% has been applied to the total revenue as an indicative 

average increase. As indicated in the business case, neighbouring 
municipalities charge fees that are significantly higher than Brampton’s 
for many fields. However, a % increase to bridge that gap may be a 
contentious decision, and hence a conservative estimate of 10% has been 
applied.

Calculation details
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5. GIS Route Optimization for Winter Maintenance & Grass Cutting
Understanding the Landscape

The City spends over $8M on winter maintenance operating costs (excluding stand-by costs) and over $2M on grass cutting annually. As increases in demand result in a rise in operating costs, the City 
would need to explore ways to reduce the expenditure on these services without impacting the service levels. Public Works has equipped vehicles with GIS to monitor and track the distance travelled 
and has begun to plan routes and schedules for their crew to minimize travel time and resultant fuel costs. However, this exercise is still done manually and has scope for further improvement to 
ensure greater accuracy and flexibility through the use of automated GIS-based tools which will reduce the overall amount of vehicular travel.

Opportunity Expected Benefits

Commercially available GIS based route optimization tools may help the City manage schedules in 
a more cost efficient manner. These tools would help staff evaluate pending work orders, 
visualize routes, incorporate conditions and barriers, and build the most optimal schedule that 
makes the best use of staff and fleet. This opportunity could also allow the city to reduce the 
number of vehicles required to do the same amount of work in the same amount of time. This 
would result in a saving standby costs, the more material cost for winter maintenance (80% to 
total contractor costs in 18/19 winter).

• Benefits are calculated using the total operating expenditures (less standby costs) and applying 
an expected range of improvement of between 5% and 10%

• Use of GIS based route optimization helps governments to build optimal routes with the least 
travel distance/time, minimize fleet idling, reduce fuel costs, and build accurate work 
schedules for staff. 

• Improved performance metrics (E.g. Ratio of area of snow plowed by kilometres travelled or 
ratio of hectares of grass cut by kilometres travelled)

• Possible reduction in the number of vehicles and storage space required

64

Cumulative Budget Impact Range Impact Type Timeline to Realize Savings

376k – 1.12M Efficiency gain, cost savings 2021+
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5. GIS Route Optimization for Winter Maintenance & Grass Cutting
Implementation Activities and Considerations

Implementation would require:
• Develop business case for use of GIS based route optimization
• Develop and release RFP and onboard system integrator and technology partner
• Implement and deploy pilot of GIS based route optimization solution followed by City-wide roll-out
Considerations include:
• Associated process re-engineering would be required to support the implementation of the of the route optimization solution – This may include reclassification of the geographic areas based on 

demand, and allocating vehicles, staff, and equipment accordingly to match the demand
• Staff including in-house and other service providers (contractors) would need to be trained on the new process, and assigned metrics to ensure adherence to the prescribed routes
• FTE time freed up as a result of route optimization would need to be re-allocated to other parts of the organization
• Software implementation, licensing, and training costs would need to be considered as part of the business case for Council approval

Implementation Timeline

65

Activity 2020 2021 2022

Develop a business case for GIS based route optimization and submit to council for approval.

Develop and release RFP, onboard system integrator and technology partner, deploy a pilot scheme for route optimization, for example focus on 
sidewalk routes only. 

Geo Code then optimize route system for winter maintenance and grass cutting across the city using specialized software. Optimization includes 
potentially changing the delineation of different routes.

Implement in ear turn by turn directions for all contractors and city workers employed in a route based capacity.

Optimize secondary processes, for example routes material trucks take to refill sidewalk machines to eliminate idle time.

Jurisdictional Evidence 

Snow route optimization study carried out by Colorado Department of Transportation in 2016 found that a minimum of 10% of total travel distance can be reduced by the implementation of route 
optimization, along with a possible reduction in the number of vehicles, and 20-30% reduction in salt costs
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5. GIS Route Optimization for Winter Maintenance & Grass Cutting

66

2020 2021 2022 2023 2024 2020-2024

Cost Savings (winter maintance) $0 $73,000 - 200,000 $0 $0 $0 $73,000 – 200,000

Efficiency gain (grass cutting) $0 $46,000 - 92,000 $0 $0 $0 $46,000 – 92,000

Cost avoidance $0 $0 $119,000 - 292,000 $119,000 - 292,000 $119,000 - 292,000 $357,000 - 876,000

Implementation costs $0 $50,000 – 100,000 $0 $0 $0 $50,000 – 100,000

Net budgetary impact range $0 $19,000 - 242,000 $119,000 - 292,000 $119,000 - 292,000 $119,000 - 292,000 $376,000 – 1,118,000

Budget Impact Range 2020-2024 
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Methodology:
• One example sidewalk route was chosen for detailed analysis, route B207.
• GPS Data for 2018/19 winter was analyzed, GPS data for 114 dates in 18/19 winter was provided.
• The 35 dates on which snow clearing activity occurred were identified. The route each truck took on each of these dates was analyzed. 28 data points were removed as they were not "typical 

routes". Unusual events took place, for example the truck was routed to another area, or the truck broke down and returned to the depot. Seven quality data points were more informative than 
35 data points containing many anomalies.

• The average distance travelled on these seven typical occasions was compared to the optimal route, which was calculated using Google Maps API software. Note, due to software limitations the 
optimal route is an estimate.

• The average speed in 2018/19 was calculated using time taken for each route. This was used to calculate an average time taken to clear a typical route.
• The average time taken in 2018/19 winter was compared to the average time expected using machine speed ranges for both plowing and travelling provided by the operations team. This time 

saving represents the case where all idle time due to breakdown or sidewalk machines is eliminated. Achieving this in practice would require further work to plan routes for material trucks, 
however planning routes for sidewalk truck would be the first step towards this goal.

• Cost savings were estimated using average hourly contractor rate (the specific rate for B207 was not used in order to improve accuracy when extrapolating to all routes.)

67

Calculation details

5. GIS Route Optimization for Winter Maintenance –
Methodology, Data Inputs and Calculation Details

All amounts in C$ B207 cost per event B207 cost per season Total route cost per season

Cost: 2018 average distance and speed $540 $5,936 $290,841 
Less saving: Due to reduction in distance from 18/19 average to optimal difference ($136) ($1,498) ($73,407)
Cost: 2018 average speed and optimized route $403 $4,437 $217,434
Less saving: due to 18/19 average speed to low end of range of speed estimated by management ($206) ($2,268) ($111,143)
Cost: low speed and optimized route $197 $2,169 $106,291
Less saving: due to low end of range of speed estimated by management to high end of range ($28) ($303) ($14,864)
Cost: high speed and optimized route $170 $1,866 $91,427 
Low saving (Reduced distance only) $136 $1,498 $73,407
High saving (Reduced distance and machines travelling at high end of estimated speed range) $370 $4,070 $199,414
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5. GIS Route Optimization for Winter Maintenance –
Methodology, Data Inputs and Calculation Details

Data Inputs Value Source

Number of snow events 11 2018/19 winter

Average operating cost/ hour- sidewalk 
machine

$74 2018/19 contractor 
data

Number of sidewalk routes 49 2018/19 Snow Route 
Assignments

Speed of sidewalk material truck- plowing 4-8 km/h Operations team

Speed of sidewalk material truck-
travelling

20-25km/h Operations team

Average distance travelled 61km GPS data

Optimal distance travelled 45km Google API

Limitations:
• Further savings could be obtained by analysing the entire route system, potentially giving the option to 

increase route length, while maintaining the same time to clear, and hence reduce the number of 
routes.

• One truck is used per route, so fewer routes would mean fewer vehicles would be required, reducing 
standby costs. Standby costs represent 80% of winter maintenance contractor costs, so are more
material than operating costs, which are analyzed here. As a result, standby cost savings could be 
significant.

• It is assumed that all routed are similar enough that the result for one route can be extrapolated to all 
routes.

Implementation costs
• Professional services are estimated between $50 and 100k

• No licence costs are included in the implementation costs because the City already have the GIS 
software

Professional services $50,000 - 100,000

Total implementation costs $50,000 - 100,000
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5. GIS Route Optimization for Grass Cutting–
Methodology, Data Inputs and Calculation Details

Data Inputs Source

Detailed grass cutting in-house cost 2019 Service Budgets -Parks and 
Forestry
sheet Database

Maintenance cost of equipment 2018 File “WOREPAIRREASON - Repair 
By Reason grasscutting (004)”

Methodology
• Obtained the cost of in-house grass cutting (salaries & benefits and equipment)

• Use of an expected range of improvement between 5 and 10% of the total cost 

69

Calculation details

Salary and benefits (budget 2019) $692,400

Equipment costs (Maintenance 2018) $226,100
Total cost in-house grass cutting $918,600

Improvement cost savings (5-10%) $45,900 - 91,800

Assumptions:
• Contracted grass cutting services would be out of scope for this opportunity, as time to go to 

a grass cutting area is not charged by the vendor 

• No severance costs included because a large part of the grass cutting positions includes 
students and temporary positions
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6. Service Level Rationalization in Sports Field Maintenance

Understanding the Landscape

The City of Brampton spends $1.9 M on sports field maintenance annually ($1.2M on labour and $700k on materials). Service offerings, levels, and standards at the City are higher than those in 
neighbouring municipalities (E.g. Mississauga, Hamilton, Toronto) as the City is also involved in services such as field lining, providing customer service to user groups, and supervising tournaments.  
Rising demand for sports fields would lead to cost escalation and as the City doesn’t recover its costs through rental revenue, maintaining these high service levels could be financially unsustainable.

Opportunity Expected Benefits

The City may consider gradation of the services it offers into two categories (basic services that 
impact safety and usability of fields, and optional services that include the additional value-add 
services it provides). 
By doing so, it may consider limiting its core sportsfield services to just the base services (e.g. turf 
maintenance and grass cutting) and either scaling back additional services such as field linings 
(approximately $400k annually) across fields ( or limiting these services to selected fields based 
on category/class of field), or charging a premium fee to completely recover the cost of these 
services. In addition to this, community or volunteer groups may be engaged for helping the City 
in services such as litter picking, washroom cleaning etc. for the lower category fields so that the 
City may be able to avoid these costs

• Reduction of expenditure on non-core services in sports field maintenance
• Increased revenue by recovering costs for additional services through premium pricing

70

Cumulative Budget Impact Range Impact Type Timeline to Realize Savings

$500k – 2M Cost Recovery 2020+
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6. Service Level Rationalization in Sports Field Maintenance
Implementation Activities and Considerations

Implementation of a service level rationalization in Sports Field maintenance requires that the City: 
• Development of business case for service level rationalization and submission to Council for approval
• Develop and validate operating model, standard operating procedures, and service level agreements to design service delivery by engaging non-City entities and limiting the City to a supervisory 

role
• Development of strategic partnerships with community/volunteer groups
• Development of strategic communication plan and community engagement strategy 

Considerations include:
• Strategic communications and extensive community engagement would be a key factor to convey the rationale behind the service level reduction and/or premium pricing for additional services to 

the residents of Brampton
• Severance costs as per the collective bargaining agreements would need to be evaluated in the event of reduction of FTEs (if any) due to a reduction of service levels

Implementation Timeline

71

Activity 2020 2021 2022

Develop business case for service level rationalization and submit to Council for approval

Develop strategic communication plan and community engagement strategy to obtain buy-in from the public

Explore and develop strategic partnerships with community/volunteer groups to take over the services divested by the City

Develop service agreements and operating procedures with community/volunteer groups

Jurisdictional Evidence 

• City of Mississauga does not provide field lining services in its outdoor parks and limits its involvement to turf maintenance and general clean-up
• City of Houston, Department of Public Works and Engineering, partners with Keep Houston Beautiful, a volunteer-driven, not for profit organization that carries out litter picking and beautification 

activities across the City, for waste cleanup and also flower/tree planting and park beautification.

City of Brampton – Public Works Final Report – January 17, 2020



6. Service Level Rationalization in Sports Field Maintenance

72

2020 2021 2022 2023 2024 2020-2024

Additional cost recovery $100,000 - 400,000 $0 $0 $0 $0 $100,000 – 400,000

Recurring cost recovery $0 $100,000 - 400,000 $100,000 - 400,000 $100,000 - 400,000 $100,000 - 400,000 $400,000 – 1,600,000

Implementation costs $0 $0 $0 $0 $0 $0

Net budgetary impact range $100,000 - 400,000 $100,000 - 400,000 $100,000 - 400,000 $100,000 - 400,000 $100,000 - 400,000 $500,000 – 2,000,000

Budget Impact Range 2020-2024 
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6. Service Level Rationalization in Sports Field Maintenance –
Methodology, Data Inputs and Calculation Details

Data Inputs Source

Sport fields maintenance 
costs

Service Budgets -Parks and Forestry
sheet Database

Total cost of field lining Email received from Parks Maintenance & 
Forestry team

Methodology
• The total cost of fields lining services has been obtained

• The impact of service removal has been calculated

• The impact of a fee premium of 25% and 50% has been calculated 
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Calculation details

Current
Saving Impact of 
service removal

Impact of fee 
premium to cover 

25% of cost

Impact of fee 
premium to cover 

50% of cost
Total cost of fields lining $400,000 -$400,000 -$100,000 -$200,000

Assumptions
• The fields lining activity could be removed and carried out by the users of the fields as done in other 

municipalities (E.g. Mississauga). Alternatively, the City could impose a premium service charge to avail 
field lining services so that a portion of the current outlay is recovered from users.

• A fee premium could be added to cover a part of the cost 

• No severance costs included because a large part of the positions includes students and temporary 
positions
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7. Evaluate Alternative Service Delivery Models for Winter Maintenance
Understanding the Landscape

The City of Brampton delivers approximately 90% of its Winter Maintenance service routes through external contractors. The remaining 10% is completed in-house. In particular, arterial routes are 
more spilt between in-house and contracted services with contractors delivering 54% and the City providing service for the other 46%. As the City continues to grow its road network, there is an 
increasing demand for additional services and routes which go beyond the current operating capacity of Brampton’s in-house and contracted resources.

Opportunity Expected Benefits

The City could consider the benefits of bringing additional maintenance routes in-house rather 
than continuing with the contracted out model. This scenario can include bringing additional 
arterial road clearing operations in house, leveraging the City’s existing experiences with 
delivering the service.

• Bringing all arterial routes in-house would change the total distribution of routes from 90:10 to 
83:17 contracted services by the City 

• Better alignment or flexibility to manage routes and service levels for in-house services 
compared to contracted services 

• Potential to generate savings from the reduction of standby hours and subsequent cost 
burdens from contracts 
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Cumulative Budget Impact Range Impact Type Timeline to Realize Benefits

$(12.07) – (18.79)M Cost/Service Level Increase 2021+

City of Brampton – Public Works Final Report – January 17, 2020



7. Evaluate Alternative Service Delivery Models for Winter Maintenance
Implementation Activities and Considerations

Evaluating alternative service delivery models requires that the City: 
• Development of business case for additional in-house services and submission to Council for approval
• Facilities review to evaluate the capacity and infrastructure needs to take on all arterial roads services 

Considerations include:
• Contractual obligations and transitions costs including: cancellation costs, hiring 
• Significant up-front capital cost (est. 7.4M) required to build out the resourcing and infrastructure (ex. Fleet, materials) to expand in-house operations
• Facilities space to house city-owned equipment in the summer periods
• Procurement and construction timelines require a minimum of 1-2 years for full impact of new service model to be realized 

Implementation Timeline
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Activity 2020 2021 2022

Conduct workforce review to identify potential capacity to take on additional winter maintenance services in-house and infrastructure needs

Develop a business case for the viability of alternative service models and the viability of in-house operations for Council approval

Operationalize plans for the consolidation of identified winter maintenance options in-house 

Jurisdictional Evidence 

• In a recent review of whether to increase service levels, the City of Mississauga found it was not economically efficient for the City to take on the purchase of additional winter maintenance 
equipment to keep with increased demands for the program. 

• Due to the large requirements for snow clearing equipment identified during the City of Hamilton’s program review, it found that its in-house staffing levels were insufficient to meet the capacity 
demands, necessitating the need for private contracting. City staff estimated that it would take a year for the City to identify a successful vendor to procure the required equipment .
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7. Evaluate Alternative Service Delivery Models for Winter Maintenance
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2020 2021 2022 2023 2024 2020-2024

Total cost increase $0 $3,017,000 - 4,697,000 $0 $0 $0 $3,017,000 – 4,697,000

Annual recurring cost increase $0 $0 $3,017,000 - 4,697,000 $3,017,000 - 4,697,000 $3,017,000 - 4,697,000 $9,051,000 – 14,091,000

Net budgetary impact range $0 $3,017,000 - 4,697,000 $3,017,000 - 4,697,000 $3,017,000 - 4,697,000 $3,017,000 - 4,697,000 $12,068,000 – 18,788,000

Budget Impact Range 2020-2024 
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7. Evaluate Alternative Service Delivery Models for Winter Maintenance -
Methodology, Data Inputs and Calculation Details
Methodology

• Contractor hours by route were isolated from the City’s data and City and contractor arterial routes were identified

• The current operating and standby costs associated with contractor delivery were removed as this scenario contemplates a 100% City-delivered service

• The cost per new city route was calculated as:

• Staff hourly rate x 3 shifts of 8 hour days, 5 days per week, 26 weeks per year

• Equipment Operating cost per route: fuel and maintenance

• Equipment investment costs per route: one new tandem axel is purchased per route in order to deliver the service to existing service levels

• Equipment is assumed to have a useful life of 7-10 years

• The cost of the 19 new routes were added to the total cost to deliver
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Current Scenario Impact Impact (%)

Arterial routes- contractor: city split 54:46 0:100 +54% N/A

Total routes - contractor: city split 90:10 83:17 +7% N/A

Arterials: city $3,450,000 $7,570,000 - $9,250,000 +$4,120,000 - $5,800,000 + 119%-168%

Staff (hourly cost) $2,380,000 $4,690,000 - $5,730,000 $2,310,000 - $3,350,000 + 100%-145%

Support Staff (annual cost) $870,000 $1,710,000 - $2,090,000 $840,000 - $1,220,000 + 100%-145%
Equipment operating cost $200,000 $390,000 - $470,000 $190,000 - $270,000 + 100%-145%
Equipment capital investment $0 $780,000 - $960,000 $780,000 - $960,000* N/A
Arterials: contractor $1,103,000 $0 -$1,103,000 -100%
Operating $103,000 $0 -$103,000 -100%
Standby $1,000,000 $0 -$1,000,000 -100%
Total cost to deliver $4,553,000 $7,570,000 - $9,250,000 $3,017,000 - $4,697,000 + 66%-103%

Calculation details

*Useful life 7-10 years, upfront cost of $7.8m required
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7. Evaluate Alternative Service Delivery Models for Winter Maintenance -
Methodology, Data Inputs and Calculation Details
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Assumptions

• Arterials are a logical starting point for bringing work in-house as the city already 
clears 46% of Arterial routes. Therefore, this scenario analysis examined the impacts 
of the City clearing all Arterial routes.

• The scenario assumes the following costs are incurred by the city when clearing any 
route:

• Hourly staff costs: three x eight hour shifts five days per week per route

• Annual support staff costs: additional requirements for supervisors, fleet 
technicians and training staff

• Equipment operating costs: fuel + maintenance

• Equipment investment: 1 piece of equipment is needed per route

• Note that capital investment costs have been amortized across an assumed useful 
life of 7-10 years. Upfront capital cost is included in a memo note, but is not included 
in the cost impact result.

Data Inputs Source

Total routes Winter Council Report Options Updated October 2, 
sheet Current Split

City routes Winter Council Report Options Updated October 2, 
sheet Current Split

Contractor routes Winter Council Report Options Updated October 2, 
sheet Current Split

Total arterials Winter Council Report Options Updated October 2, 
sheet Current Split

City arterials Winter Council Report Options Updated October 2, 
sheet Current Split

Contractor arterials Winter Council Report Options Updated October 2, 
sheet Current Split

City operating Staff cost/hour Management advice

Support Staff Winter Council Report Options Updated October 2, 
sheet COB Current Staff

Annual maintenance + fuel cost Service_Budget_Fleet Component_WinterControl

Tandem axel (new) Winter Council Report Options Updated October 2, 
New Equipment Cost
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8. Increasing Service Levels for Local Roads Clearing
Understanding the Landscape

The current level for clearing local roads in the City of Brampton is 7.5cm, with clearing operations typically commencing once snowfall has finished. Snow levels are not necessarily kept to 7.5cm 
throughout a snow event. 

Opportunity Expected Benefits

This scenario contemplates the impact of increasing service levels on local roads from clearing at 
7.5cm to clearing at 5cm. This scenario assumes that 100% of local routes are cleared by 
contractors, in line with the current service delivery model.

In line with the service requirement, during a snowfall event local roads are maintained to a safe 
level, and as needed in order to support the plowing of the arterials and primaries. They are not 
cleared to the 7.5cm service level until after the snowfall has stopped. 

Deployments during a large snowfall are not expected to be affected by the change in service 
level from 7.5cm to 5cm as clearing operations to meet service levels would officially commence 
once the snowfall has stopped.

• Increasing the service level to 5cm is expected to result in five additional occasions, on 
average, when winter maintenance equipment is deployed. 

• Improve resident experience and traffic safety with local roads that are more frequently 
maintained under new service standards 
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Cumulative Budget Impact Range Impact Type Timeline to Realize Benefits

$(1) - (1.5)M Cost/Service Level Increase 2020
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8. Increasing Service Levels for Local Roads Clearing
Implementation Activities and Considerations

Evaluating increasing service levels for local roads requires that the City: 
• Assess volumetric data on traffic levels, and local roads frequency of usage as a parameter to determine desired service levels and priority service level adjustments
• Assess interactions between local roads and public transportation routes as a parameter to determine service level increases 

Considerations include:
• Cost increases are based on the assumed 5 additional events on average, and is highly sensitive to the number of additional winter events (snowfalls) that are being projected 
• Communications plan to inform residents of new service standards 
• Salt consumption levels will increase significantly 

Implementation Timeline
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Activity 2020 2021 2022

Gather and collect data on vehicle and pedestrian traffic levels for local roads; determine desired service level increase based on frequency of use

Cross reference traffic levels among local roads with its intersecting points with public transportation routes

Prioritize service level increases for areas on local roads based on above two data points and parameters 

Roll-out increased service levels 

Jurisdictional Evidence 

• The City of Markham is conducting a winter maintenance review that includes increasing local road service levels. City staff found increasing local roads service levels to 5 cm would cost an 
additional $3.2M annually and potentially double its hired road units. The proposal was not approved by council citing high impact to the tax base.
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8. Increasing Service Levels for Local Roads Clearing

81

2020 2021 2022 2023 2024 2020-2024

Total cost increase $200,000 - 300,000 $0 $0 $0 $0 $200,000 – 300,000

Annual recurring cost increase $0 $200,000 - 300,000 $200,000 - 300,000 $200,000 - 300,000 $200,000 - 300,000 $800,000 - $1,200,000

Net budgetary impact range $200,000 - 300,000 $200,000 - 300,000 $200,000 - 300,000 $200,000 - 300,000 $200,000 - 300,000 $1,000,000 – 1,500,000

Budget Impact Range 2020-2024 
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8. Increasing Service Levels for Local Roads Clearing –
Methodology, Data Inputs and Calculation Details
Methodology

• Analysis is based on contractor hours for all types of road for Winter 2018/2019. Local roads and courts were isolated from the data set.

• Percentage of each route which is a primary road was calculated, and hours spent on local roads and courts were adjusted down by the primary road percentage.

• Events in the data were allocated to salt or plow events based on the length of time the equipment was used for on any given date.

• Contractor hours worked were multiplied by the percentage increase in plow and salt events to produce of estimate of increase hours worked. This was then multiplied by the contractor 
operating rate to produce an operating cost estimate for the 5cm scenario.
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Calculation details

Current Scenario Impact Impact (%)

Operational
Service level 7.5cm 5cm 2.5cm 50%
Number of plow events 11 15-17 +5 +36%-55%

Financial
Operating hours to deliver 12,000 hours 15,400 - 17,000 hours 3,400 - 5,000 hours +28%-42%
Operating cost to deliver $280,000 $350,000 - $390,000 $75,000 - $115,000 +28%-42%
Material costs $570,000 $700,000 - $760,000 $125,000 - $185,000 +22%-32%
Total cost to deliver $850,000 $1,050,000 - $1,150,000 $200,000 - $300,000 +24%-35%
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8. Increasing Service Levels for Local Roads Clearing –
Methodology, Data Inputs and Calculation Details
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Assumptions

• This scenario assumes that 100% of local routes are cleared by contractors, in line 
with the current service delivery model.

• Two types of routes are affected by the change in service level:

• Local roads – excluding primaries

• Courts – excluding primaries

• Arterial routes are constantly cleared, and are therefore already delivered at a service 
level above the 5cm.

• If winter maintenance starts work at 5cm of snow instead of 7.5cm, there will be an 
increase in the number of times during the winter season that the team is required to 
both plow and salt the local roads. This is referred to as and increase in “plow events” 
and “salt events”. In addition, there may be an increase in the amount of times 
equipment is deployed in any given plow event.

• Contractor operating cost increases are incremental in this analysis. Standby costs 
remain the same as no extra equipment is needed; the current equipment is used 
more frequently during the additional events.

Data Inputs Source

Incremental plow events Management estimate

Incremental salt events Management estimate

2018/19 Winter plow events Winter Council Report Options Updated October 2

2018/19 Winter salt events Winter Council Report Options Updated October 2

Total operating hours to all routes Track Contractor Operating.xlxs, sheet” Data-Roads 

Total operating cost to clear all routes Track Contractor Operating.xlxs, sheet” Data-Roads 

Definition of plow event (vs. salt event) Management estimate

Definition of local Roads 2019 2019 East Snow Route Assignment

Percentage of local roads which are not 
primary roads

PL 18_19 E_W PLOW_SALT STATS 20181106.xlsx

*Note: Total cost to clear all routes Track Contractor Operating.xlxs, sheet” Data-Roads 
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9. Increasing the Percentage of Sidewalks Cleared
Understanding the Landscape

Of the City of Brampton’s sidewalk network, approximately 45% of kilometres of City sidewalks are maintained and cleared by the City. Service is currently delivered by a in-house/contractor mix with 
contractors delivering 45 routes and the City clearing 4 routes. There is an opportunity to evaluate the potential to expand service to encompass the entire sidewalk network in order to maintain 
equitable safety conditions across the City. 

Opportunity Expected Benefits

This hypothesis evaluates the potential opportunity to expand sidewalk clearing services to 
encompass the City’s entire sidewalk network, taking on an additional 55% (over 1000km) 
coverage.  

Additional services can be covered by external contractors due to additional flexibility and 
capacity or be taken on by the City’s internal resources through additional investments. 

Meeting the objective of city-wide sidewalk clearing could also evaluate options beyond 
mechanical clearing. This includes providing salting services or manual clearing performed either 
in-house or contractors. 

Due to the high costs associated with implementing this opportunity, the City can also pursue a 
pilot clearing program within a particular ward to better understand an enhanced service offering 
will entail in a Brampton setting. This includes costs, scheduling, risk mitigation and resident 
feedback before undergoing a city-wide implementation. 

• Increased urban mobility of residents by reducing the narrowing of sidewalk widths 
• Improve the road safety for residents such as seniors, person with disabilities, and other 

vulnerable populations 
• Improve resident perception of the City of Brampton providing equitable sidewalk clearing 

services 
• Ensure better access of sidewalks for emergency services
• Maintain on-street permit parking opportunities due to the removal of accumulated snow near 

sidewalk areas 
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Cumulative Budget Impact Range Impact Type Timeline to Realize Benefits

$(13.32) - (15.28)M Cost/Service Level Increase 2021+
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9. Increasing the Percentage of Sidewalks Cleared
Implementation Activities and Considerations

Evaluating increasing the percentage of sidewalk coverage requires that the City: 
• Develop a business case that quantifies the benefits and costs for an expansion of sidewalk coverage
• Classifications of additional City sidewalks added to network by priority 
• Renegotiation of existing contracted services to handle the increased workload or a supplementary RFP if existing contract is unable to procure the resources needed to meet demand

Considerations include:
• Significant labor/contractual cost in a city-wide removal scenario
• Scenario does not contemplate increasing the service level or service performance timeframe from the current 24 hours
• Decision on whether the increased coverage will be conducted via external contracting (as assumed in this scenario) or by in-house resources
• Existing contractor might not have the requisite capacity and resourcing capable to meet demand, requiring either inhouse-investment or an agreement with another contractor to meet gaps 
• Potential lengthy time period between the procurement of relevant materials/fleet and service level increase 
• Potential increase in resident complaints and property damage claims 

Implementation Timeline
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Activity 2020 2021 2022

Evaluate and determine the desired percentage of sidewalks to be maintained 

Develop a business case for an increase of sidewalk coverage for submission to Council for approval 

Renegotiation existing sidewalk maintenance contract or develop additional RFP to meet the capacity demands for additional sidewalk coverage

Jurisdictional Evidence 

• The City of Markham maintains all sidewalks with the City and Regional road allowances. Sidewalks are ploughed once accumulation reach 5cm or more with primary sidewalks completed within 
12 hours. Operations is completed via 24 contracted and 9 in-house sidewalk routes.

• The City of Toronto’s September 2019 Winter Maintenance Review found contracted labor for city-wide snow clearing (including manual snow clearing) could bring lower cost to the City, but 
potentially higher liability on property damage claims 

• The City of Ottawa has a mix of contract/in-house to clear its sidewalks, with a majority of contracted workers responsible for residential sidewalk clearing
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9. Increasing the Percentage of Sidewalks Cleared

86

2020 2021 2022 2023 2024 2020-2024

Total net cost increase $0 +$3,330,000 - $3,820,000 $0 $0 $0 $3,330,000 – 3,820,000

Annual recurring cost increase $0 $0 +$3,330,000 - $3,820,000 +$3,330,000 - $3,820,000 +$3,330,000 - $3,820,000 $9,990,000 - $11,460,000

Net budgetary impact range $0 +$3,330,000 - $3,820,000 +$3,330,000 - $3,820,000 +$3,330,000 - $3,820,000 +$3,330,000 - $3,820,000 $13,320,000 – 15,280,000

Budget Impact Range 2020-2024 
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9. Increasing the Percentage of Sidewalks Cleared –
Methodology, Data Inputs and Calculation Details
Methodology

• Total contractor costs to clear sidewalks were calculated to establish the cost of the current service level.

• The percentage of total sidewalks currently cleared was calculated to identify the scope of additional sidewalk routes to be cleared.

• Current contractor operating and standby costs were grossed up to estimate cost to clear 100% of sidewalks (from 45%).
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Assumptions:

• This scenario examines the potential cost of expanding sidewalk clearance to encompass all sidewalks 
across the City. Currently 45% of sidewalks are cleared.

• This scenario assumes that contractors will cover additional routes, due to additional flexibility and 
capacity of contractor services. Currently, only 4 of 49 routes are cleared by the city, with the other 45 
being cleared by contractors.

• Contractor costs have been scaled up to estimate the cost of increasing the distance to clear, as well as 
additional equipment and materials which may be required to clear the increased distance.

• this scenario does not contemplate increasing the service level or service performance timeframe from 
the current 24 hours.

Current Scenario Impact Impact (%)

% sidewalks cleared 45% 100% +55% +122%
Contractor operating costs $1,320,000 $2,650,000 - $3,230,000 +$1,330,000 - $1,910,000 + 100%-145%
Contractor standby costs $1,460,000 $2,910,000 - $3,570,000 +$1,450,000 - $2,110,000 + 100%-145%
Total contractor costs $2,780,000 $5,560,000 - $6,800,000 +$2,780,000 - $3,020,000 + 100%-145%
Material costs $560,000 $1,110,000 - $1,360,000 +$550,000 - $800,000 + 100%-145%
Total cost to deliver $3,340,000 $6,670,000 - $8,160,000 +$3,330,000 - $3,820,000 + 100%-145%

Calculation details

Data Inputs Source

Total sidewalks in the city Management estimate

Sidewalks cleared by city resources SW 18_19 E_W STATS 20181114

Sidewalks cleared by contractors SW 18_19 E_W STATS 20181114

Total city sidewalks (excl. city routes) calculated

Sidewalks not cleared Calculated

Mobility subsidy cost File COB_Operating Data Dump 
2013 - 2019 & Fcst 2020-2021
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10. Increase Sidewalk Clearance Service Levels
Understanding the Landscape

The current service level states that sidewalks will be cleared to a "safe and passable" level within 24 hours of a snowfall. At the request of council, management, with assistance from EY, has 
performed an analysis to assess the cost impact of reducing the time taken to clear sidewalks after a snowfall. The analysis only focuses on attaining the snow clearance level of "safe and passable", 
therefore subsequent clear up operations, for example clearing bridge decks and removing snow cleared off the road onto sidewalks by regional snow clearing services, is not included in the service 
level. In addition, when a snowfall is deemed to be a signficant event per the definition provided by Environment Canada, the 24 hour window is extended to 48 hours. In these extreme weather 
events, the analysis below will also not apply.

Opportunity Expected Benefits and Risks

This hypothesis evaluates the potential opportunity to reduce the time to clear sidewalks to a 
"safe and passable level".

From operational management experience, sidwalks are currently cleared to a "safe and 
passable" level within 20 hours of a normal snow event (not a significant event), 4 hours less than 
the current service level. The analysis performed asseses the cost of reducing this timeframe from 
20 hours to 16 hours.

Communication with residents on the current service level and any improvement being 
implemented is vital to ensure their expectations are in line with the city's policy. Residents must 
understand that changes to the service level will not affect the final clear up, so sidewalks will not 
be fully clear, but they will be brought to a "safe and passable" level more quickly.This is because 
the timing of the clear up process is affected by factors outside of the control of the city. For 
example, the timing of the Region of Peel road clearing service impacts the time at which the city 
can clear sidewalks affected by this process.

Benefits:
• Increased urban mobility of residents a shorter period after a snowfall (excepting significant 

events)
• Improve the road safety for residents such as seniors, person with disabilities, and other 

vulnerable populations sooner after a snowfall
• Ensure quicker access to sidewalks for emergency services after a snowfall

Risks:
• Increased risk of missing the service level in the event of equipment failure or other 

unexpected events
• Without sufficient communication on the policy, resident complaints related to clean up 

operations could increase 
• Impact on user experience could be limited, as there is still a significant number of hours 

between the snowfall ending and the sidewalks being cleared to a "safe and passable" level.
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Cumulative Budget Impact Range Impact Type Timeline to Realize Benefits

$(200)K - $(2,760)K Cost/Service Level Increase 2021+
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10. Increase Sidewalk Clearance Service Levels
Implementation Activities and Considerations

Evaluating increasing sidewalk clearance service levels requires that the City: 
• Develop a business case that quantifies the benefits and costs of reducing time to clear sidewalks
• Further consideration and quantification must be performed in relation to the benefits of the reduced sidewalk clearing time compared to the risk of increased complaints due to resident 

expectations of improved service level not aligning with the reality of the city’s proposed changes to service level 
• Quantify the cost to reduce clear up time to determine whether this should be included within the scope of the service delivery time reduction.
Considerations include:
• Initial cost estimates have been calculated however more consideration should be given to the operational implications of adding more machines and the routes that these machines would plow. It 

may not be possible to simply scale up the number of machines in line with additional KM depending on the location of the “new” KM relative to the rest of the sidewalk network.
• Scenario does not contemplate increasing the percentage of sidewalks cleared and the cost implications of increasing service level for a greater portion of the city’s sidewalk routes
• Decision on whether the increased coverage will be conducted via external contracting (as assumed in this scenario) or by in-house resources
• Existing contractors might not have the requisite capacity and resourcing capable to meet demand, requiring either in-house investment or an agreement with another contractor to meet gaps
• Potential costs related to communication required to ensure residents understand the change in service level
• Potential increase in resident complaints
• Most effective time reduction to maximise impact on resident’s lives. 4 hour reduction may go unnoticed, but a more significant decrease may have a greater impact

Implementation Timeline
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Activity 2020 2021 2022

Evaluate and determine the desired reduction time 

Develop a business case for an increase of sidewalk clearance service levels for submission to Council for approval

Renegotiation existing sidewalk maintenance contract or develop additional RFP to meet the capacity demands for faster sidewalk clearance

Jurisdictional Evidence 

• All municipalities considered clear sidewalks within 24 hours of a non-exceptional snowfall (The cities of Vaughan, Mississauga, Markham, Hamilton and Burlington)
• Vaughan, Markham and Burlington set a threshold of 5cm of accumulation to trigger deployment of sidewalk machines
• City-owned equipment at the city of Vaughan was found to struggle with meeting the requirements to clear snow to bare pavement standards (particularly for sidewalks) 
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10. Increase Sidewalk Clearance Service Levels
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2020 2021 2022 2023 2024 2020-2024

Total cost increase $0 +$50,000- +$690,000 $0 $0 $0 +$50,000- +$690,000

Annual recurring cost increase $0 $0 +$50,000- +$690,000 +$50,000- +$690,000 +$50,000- +$690,000 $150,000 – $2,070,000

Net budgetary impact range $0 +$50,000- +$690,000 +$50,000- +$690,000 +$50,000- +$690,000 +$50,000- +$690,000 $200,000 – 2,760,000

Budget Impact Range 2020-2024 
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10. Increase Sidewalk Clearance Service Levels -
Methodology, Data Inputs and Calculation Details
Methodology

• Total contractor costs to clear sidewalks were calculated to establish the cost of the current service level.

• The length of each sidewalk was used, in conjunction with the assumption that it takes 20 hours to clear sidewalks to a “safe and passable” level, to calculate a clearing speed for 
each sidewalk route.

• This clearing speed, on a route by route basis, was used to establish the additional distance left to clear after the reduced time to clear (16 hours). 

• This distance and average length of a route was used to calculate the number of machines required to cover this distance within the shortened timeframe

• 2018/19 contractor standby day rate was used to calculate the additional annual cost of the new machines

• No change is in operating costs will occur because the 20 hours of clearing time will still occur, it will just be spread across more machines.
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Assumptions:
• Currently one machine is used per route, implying that more than one machine per route will be required 

when the timeframe is reduced

• All routes take the same amount of time to clear. This is based on management’s policy to plan routes 
based on an equal time to clear rather than equal distance (for example, differences in time to clear may 
result from varying levels of pedestrian traffic)

• Additional service will be fulfilled through contractors due to greater flexibility of resources

Current Scenario Impact Impact (%)

Time to clear to “safe and passable” 20h 16h -4h -20%
Contractor operating costs* $1,320,000 $1,190,000 - $1,460,000 -$130,000 - +$140,000 -10%- +11%
Contractor standby costs $1,460,000 $1,640,000 - $2,010,000 +$180,000 - +$550,000 + 12%-38%
Total cost to deliver $2,780,000 $3,070,000 - $3,750,000 +$50,000- +$690,000 + 10%-35%

Calculation details

Data Inputs Source

Time take to clear sidewalks Management estimate

Contractor costs to clear sidewalks Track Contractor Operating -
2018-2019.xlsx

Length of sidewalk routes SW 18_19 E_W STATS 20181114

* Operating hours are not expected to change but a range has been provided to represent the potential change in rate per hour (vs. 2018/19 winter)
for new machines added to the contracted fleet. 
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11. Tree Registry and Green Space Maintenance Mapping System
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Cumulative Budget Impact Range Impact Type Timeline to Realize Benefits

TBD Efficiency Increase 2021+

Understanding the Landscape

The City of Brampton’s aims to optimize public spaces for the purpose of both improving management models and cost efficiencies for green spaces,  while concomitantly providing wider socio-
economic benefits ranging from ecosystem servicing, health and wellbeing, and tourism. The mapping, maintenance, and planting and removal of trees is an important function of the City’s forestry 
section, and is premised on the preservation of tree density when conditions of public safety, city infrastructure interference, and tree health are met. Ensuring that the city is adequately addressing 
and preserving trees, and that it is maintaining public safety and infrastructure integrity is currently based on resident reporting. Meaning that when damage occurs and it is not reported by the 
public, response times for tree removal is delayed. 

Opportunity Expected Benefits and Risks

Improving data capture of location and impact of trees  (energy conservation levels, stormwater 
filtering effectiveness, air quality improvement, and pollution mitigation) are a few of the benefits 
emerging from developing a Tree Registry system for the city of Brampton. It is particularly 
beneficial for mapping high-risk areas, and reducing response time for when damage does occur. 
Quantifying the benefits of trees would support forestry in presenting business cases to Council 
for funding allocations related to green initiatives.
The tree registry approach to supporting environmental sustainability, biodiversity, and improved 
health and wellness among residents is widely used in large urban centres, and has resulted in 
improvements and savings ranging from a stormwater interception value at $10.7M in New York, 
to air quality improvement of -127,180 lbs of CO2, at an equivalent of $250k in Edmonton. 
Implementing this program in Brampton could result in comparable savings. 

Tree Registry Benefits: 
1. Savings: treating trees as assets that need to be tracked and managed can then lend itself to 

supporting stormwater management functions at the city, and can decrease costs associated 
to those services 

2. Service tracking and efficiency: The registry serves to centralize and simplify the tracking and 
maintenance of green space, particular to trees. In New York, residents and contractors are 
able to provide real-time updates to the City the associated app

3. Tracking environmental improvements standardizes KPIs for climate mitigation strategies
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11. Tree Registry and Green Space Maintenance Mapping System

Implementation Activities and Considerations

The city should assess whether it is feasible to acquire an already-establish system such as Edmonton’s or New York’s that can be implemented in Brampton. Assessing a mechanism for mapping out 
the trees in the city can be achieved through volunteer programs which have the dual benefit of also improving initiative integrity and community rapport; or alternatively through the use of AI and 
google street view systems, similar to San Francisco. 
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Jurisdictional Evidence 

The following cities have implemented online tree registries and green space maintenance mapping systems:
1. City of Calgary’s Urban Forest Management Map
2. San Francisco’s Bureau of Urban Forestry and Public Works Tree Mapping initiative 
3. New York City Street Tree Map 
4. City of Edmonton’s “yegTreeMap” 
Common and Key features:
• All Tree mapping initiatives track: energy conservation levels, stormwater filtration, air quality improvement, CO2 stored and removed
• Mapping tree canopies, height, density, and location allows each respective municipality to triage maintenance and emergency response during winter and wind storms 
• Provides a database of trees on each street, with data collected by volunteers – with the exception of San Francisco which utilized AI and Google Street View to build their database.
• Trees as considered assets, and are assigned a monetary value based on their socio-economic and environmental benefits

Note: This opportunity cannot be quantified as it doesn’t lead to cost efficiencies, but is intended to support better decision making at 
leadership/Council level related to the impact/benefits of trees and green spaces by quantifying their financial and ecological contributions –
information that is not currently available in a structured manner.
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12. Performance-based Contracts for Winter Maintenance

94

Cumulative Budget Impact Range Impact Type Timeline to Realize Benefits

N/A Service delivery improvements 2024+

Understanding the Landscape

The City of Brampton currently contracts out a large portion of winter maintenance services, with approximately 90% of routes contracted out at an annual cost of over $10,000,000 a year distributed 
across a number of different contractors. The City is early in its seven year contract, and there are three one-year extensions available to the City, but there are no performance incentives built into 
the contract.

Opportunity Expected Benefits and Risks

The development of performance based contracts for winter maintenance (similar to the ones 
employed by the City of Vaughan) with renegotiated rates and added incentives/disincentives 
based on performance levels may enable the City to extract more value from its winter 
maintenance contracts without impact service levels and potentially reducing the total cost of 
service.

Performance-based contract benefits
1. Implementing performance-based contracts, which have a series of incentives and 

disincentives which are applied after every winter-related event can result in more consistent 
and effective contractor performance

2. There may be financial benefits, but these are difficult to predict as the ultimate value of 
these types of contracts is better service delivery, not clawing back financial penalties for 
substandard performance which the City is often forced to remedy
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12. Performance-based Contracts for Winter Maintenance

Implementation Activities and Considerations

When the City conducts its next procurement for winter maintenance contracts it should look to incorporate performance incentives and disincentives as part of the contract. In advance of 
incorporating these contract terms it may be advisable to engage with market participants to understand whether these would result in meaningful constraints on the market.
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Jurisdictional Evidence 

The City of Vaughan is in the first few years of using performance-based contracts similar to those described previously. Initial results appear to be positive, and the City should continue to monitor 
the outcomes of Vaughan’s performance contracts to inform its own approach in the future.

Note: This opportunity cannot be quantified as the impact (on cost/service levels) varies on a case-to-case basis and is dependent on various parameters 
such as current contract terms and conditions, current performance levels of contractors, etc. which would determine the magnitude of value leakage (if 
any) and the subsequent changes in the contract structure to eliminate these value losses
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13. Reduce Winter Maintenance Trail Clearing Service Levels
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Cumulative Budget Impact Range Impact Type Timeline to Realize Benefits

$852k
Cost savings; service level 

reduction
2021

Understanding the Landscape

The City of Brampton recently changed its service level for winter trail clearing, increasing the service level from 48 hours to 24 hours. This change resulted in the need for additional contractor 
capacity to meet the service level.

Opportunity Expected Benefits and Risks

The City could reduce its 24 hour service level for clearing park trails to 48 hours, which was its 
previous service level, at which point it would be able to meet the service level with existing 
internal resources and could eliminate an external contract to deliver these services.

Savings:
1. Elimination of a contract to clear winter maintenance trails across the City
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13. Reduce Winter Maintenance Trail Clearing Service Levels
Implementation Activities and Considerations

Evaluating a reduction in trail clearing service levels requires:
• Preparing a plan for the City to take on the trail clearing routes with existing resources and equipment
• Aligning with Winter Maintenance (Roads) operations on proposed plan as required
• Prepare communications to residents, particularly those who are likely to be most impacted by the changing service level
Considerations include:
• Residents will be impacted by the service level reduction on trails, although the move to increase the service level to 24 hours is relatively recent and it may be easier to explain the move to 

residents under these circumstances
• It is unlikely that this could be implemented for the 2020 winter season as it is ongoing, requires planning, and requires communications to residents in order to manage resident expectations

Implementation Timeline
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Activity 2020 2021 2022

Prepare plan to take on winter trails with existing internal staff

Prepare and execute service level change communications plan

Cancel (or do not renew) existing contract for winter trail maintenance services

Jurisdictional Evidence 

• The City of Markham does not currently maintain pathways (trails) for winter maintenance activities, including those which connect with schools or private property
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13. Reduce Winter Maintenance Trail Clearing Service Levels
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2020 2021 2022 2023 2024 2020-2024

Costs savings $0 $213,000 $0 $0 $0 $213,000

Cost avoidance $0 $0 $213,000 $213,000 $213,000 $639,000

Net budgetary impact range $0 $213,000 $213,000 $213,000 $213,000 $852,000

Budget Impact Range 2020-2024 

Assumptions:
• Based on prior experience with the 48 hour service level, management assumes that existing internal 

capacity can be used to completely offset contractor costs. This was managements experience prior to 
the service level increase in 2018.

Data Inputs Source

Contractor costs to clear trails Winter Council Report Options 
Updated October 1.xlsx

Internal capacity to deliver service 
level

Management estimate
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14. City-wide Mobility Vision and Organizational Review
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Cumulative Budget Impact Range Impact Type Timeline to Realize Benefits

N/A Service delivery improvements N/A

Understanding the Landscape

Transportation services (planning, delivery, and operations) at the City of Brampton are currently delivered by 3 separate entities (Planning and Development, Public Works and Engineering, and 
Brampton Transit). While the City has made improvements in coordinating processes and hand-offs between the 3 entities through the development of multi-disciplinary project-based teams, there 
are gaps and lack of clarity about the role/level of involvement/accountability of each entity in transportation service delivery. Due to the involvement of multiple entities, there are challenges in 
aligning priorities, outcomes, and performance measures in a people-centric manner, as each entity may tend to focus on their individual component in the transportation landscape.

Opportunity Expected Benefits and Risks

Industry leading practices suggest that governments implement a mobility view to transportation 
planning and delivery that focuses on moving people instead of moving vehicles. In order to 
introduce a mobility-based mindset into transportation planning and service delivery, the City 
may need to develop a vision/strategy/roadmap for mobility as a service, and redefine the role of 
each of the current entities delivering different components related to mobility. This may involve 
a detailed organizational structure review/redesign (certain high-level options have been 
explored in Appendix D) and/or business process re-engineering to align processes (planning, 
design, delivery, operations) to the new “people-centric” mobility goals, outcomes, and KPIs.

• Clear mobility outcomes for the people and businesses of Brampton through alignment of 
goals, and breaking down siloes

• Greater attention to Council priorities across the mobility lifecycle (planning, design, build, 
and operations) (e.g. focus on “complete streets” in planning activities, environmental 
assessments (EAs), and transportation service delivery)

• Focus on the transportation modal-splits in Brampton and devising collaborative strategies 
to provide sustainable and eco-friendly transportation options to residents

• Streamline hand-offs and eliminate non-value add steps in the current business process (e.g. 
address instances of duplication or rework due to lack of clarity over how each department’s 
outputs are utilized downstream in the process)
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14. City-wide Mobility Vision and Organizational Review

Implementation Activities and Considerations

Extensive consultations across all entities involved in transportation/mobility, and a jurisdictional review of mobility strategies and potential organizational options would be required, to help the City 
frame its mobility vision and implement the organizational changes required to support that vision. 
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Jurisdictional Evidence 

City of Calgary conducts mobility planning in a centralized manner as part of service based budgeting allowing all entities involved in various components of transportation/mobility to align on 
priorities, vision, and accountabilities

Note: This opportunity cannot be quantified as it pertains to a future review for a City service, the outcomes of which cannot be ascertained at this stage
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15. Consider Expanding Contracted Maintenance in the Full Fleet Review
Understanding the Landscape

The City of Brampton is planning to undertake a review of their full Fleet Services operations as part of the Green Fleet Strategy in 2020. That review will not only encompass key elements of the 
Green Fleet approach, including the City’s emissions targets and view on alternative fuel vehicles in both the Light and Heavy Duty Fleet, but will also encompass additional elements of Fleet strategy 
and optimization.

Opportunity Expected Benefits

As part of the upcoming Green Fleet Strategy review, the City should consider the opportunity to 
use external mechanics and garages to reduce maintenance costs. The Light Duty Fleet review 
identified that there is an opportunity to contract out work for the 310S Mechanics as their rates 
are lower than 310T Mechanics and they can perform all Light Duty vehicle maintenance. 
Alternatively the City can consider doing a separate contracting maintenance study and examine the 
potential financial benefits of outsourcing operations separately.

However, despite the fact that it may be more cost effective to outsource Light Duty Fleet 
maintenance, it may not be possible to do so as this may have adverse effects on overall Fleet 
operations (including Winter operations). Therefore, it is critical to reassess this opportunity as part 
of the broader Green Fleet Strategy and Review in order to assess the full spectrum of opportunities 
and the associated risks of contracting out additional maintenance activities.

Cost savings / avoidance:
• Benefits are expected to include cost savings / avoidance through reductions in labour costs 

on maintaining Light Duty Fleet assets
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Cumulative Budget Impact Range Impact Type Timeline to Realize Benefits

$(262K) – 133K Cost Savings / Avoidance 2021+
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15. Consider Expanding Contracted Maintenance in the Full Fleet Review
Implementation Activities and Considerations

Major implementation activities would include:
• Expanding the scope of the planned Green Fleet Strategy to encompass broader reviews of maintenance operations, alternatively consider doing a separate contracting maintenance review study 

and exercise to examine the potential financial benefits of outsourcing operations
• Clearly identifying and tracking splits between Light Duty and non-Light Duty fleet maintenance hours and activities to clarify the full scope of the opportunity

Considerations include:
• Labour relations considerations
• Broader impacts on fleet maintenance operations, especially considering season operations (for example, Winter Maintenance operations impacts)
• Either procuring new contract maintenance agreements or expanding the current contract maintenance agreements to expand their range of services

Implementation Timeline
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Activity 2020 2021 2022

Incorporate contracted maintenance review as part of the broader Green Fleet Strategy

Launch the Green Fleet Strategy Review

Evaluate impacts of contracting out on broader maintenance operations

Engage procurement to expand the use of contracted maintenance (as applicable and appropriate)

Confirm contracts for Light Duty Fleet maintenance (as applicable and appropriate)
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15. Consider Expanding Contracted Maintenance in the Full Fleet Review

103

Jurisdictional Evidence 

1. Almost all jurisdictions reviewed as part of this evaluation use some mix of internal and contracted-out maintenance activities, with Municipality B using contracted maintenance for a significant 
amount of their fleet services maintenance

2020 2021 2022 2023 2024 2020-2024

Cost Savings $0 $44,000 – 111,000 $0 $0 $0 $44,000 – 111,000

Cost avoidance $0 $0 $44,000 – 111,000 $44,000 – 111,000 $44,000 – 111,000 $132,000 – 333,000

Implementation costs $0 $311,000 – 438,000 $0 $0 $0 $311,000 – 438,000

Net budgetary impact range $0 $(394,000) – (200,000) $44,000 – 111,000 $44,000 – 111,000 $44,000 – 111,000 $(262,000) - 133,000

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:
• Severance costs are estimated for 3-4 Mechanic B resources (estimated for the approximately 7470 hours of effort)

• Assumes this can be launched as part of the 2020 Green Fleet Review 

• Professional services are estimated to be $250-300k
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Low Contracted Rate Scenario
Average Contracted Rate 

Scenario
High Contracted Rate Scenario

Spend
Mechanic B Costs (Hourly) $44.94 $44.94 $44.94
Estimated Labour Hours 7470 7470 7470
Contractor Rate (Hourly) $30.05 $33.05 $39.06
Net Savings Range (Mechanic B annual costs – contractor annual costs) $111,000 $89,000 $44,000

Implementation costs
One time severance costs (estimates as applicable) $61,000 – 138,000 $61,000 – 138,000 $61,000 – 138,000
Professional services $250,000 – 300,000 $250,000 – 300,000 $250,000 – 300,000

Net budgetary impact range $(327,000) – (200,000) $(349,000) – (222,000) $(394,000) – (267,000)

15. Consider Expanding Contracted Maintenance in the Full Fleet Review –
Methodology, Data Inputs and Calculation Details
Methodology:
• Fully loaded costs for Mechanic A and Mechanic B were calculated

• Contractor costs for 310S Mechanic salaries were estimated based on industry averages

• Low, average and high estimates were prepared

• Labour hours were calculated on an annual basis

• Light Duty Fleet effort was estimated based on asset ratios

Calculation details
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16. Review task allocations to improve mechanic utilization rates
Understanding the Landscape

An analysis of the productivity trends for mechanics at the City showed that the total number of productive hours have increased over the last three years (from 72% in 2017 to 81% in 2019), which 
points to good practices in the area of reducing unproductive time. A comparison with industry benchmarks showed that Brampton's utilization rates are approximately equal to the industry average 
(80%). However, there is scope to further improve the utilization rate up to the mark of the leading public sector comparators (the top 5 %ile of whom maintain around 90% utilization rate)

Opportunity Expected Benefits

A review of the top job descriptions that are a cause of unproductive time for mechanics showed 
that waiting assignments, transporting vehicles, and shop cleaning tasks are activities that should be 
minimized in the future to increase mechanics productivity further.

Fleet may consider re-shifting duties such as waiting assignments, shop cleaning and transporting 
vehicles (tasks not requiring specific mechanic skills and competence) to other employees such as 
general facility support or janitors, as applicable. This will maximize the time mechanics spend doing 
productive repairs. Fleet will have to consider reducing staffing levels/ converting mechanics 
positions to general help as necessary.

• Increased utilization rate for mechanics
• Cost savings for fleet services by re-allocating non-skilled/repair related works to other non-

mechanics who cost lesser
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Cumulative Budget Impact Range Impact Type Timeline to Realize Benefits

$135K Efficiency gain 2020+
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16. Review task allocations to improve mechanic utilization rates
Implementation Activities and Considerations

Major implementation activities would include:
• Review of the current job descriptions and validating those that can be allocated to other non-mechanic workers
• Reviewing the current capacity of non-mechanic workers to identify if there's adequate bandwidth to take on the additional tasks
• Consider reducing staffing levels/ converting mechanics positions to general help as necessary.

Considerations include:
• Labour relations considerations
• Training and capability building requirements to ensure non-mechanics are able to complete the tasks currently carried out by mechanics

Implementation Timeline
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Activity 2020 2021 2022

Review of job descriptions and identification of non-specialized tasks

Review of current capacity of non-mechanic workforce to identify availability and bandwidth, assess reducing mechanics staffing levels or converting 
mechanics positions

Identify change management, training, and supervisory/quality control requirements to transfer non-specialized tasks to non-mechanics

Implement a pilot program that shifts non-specialized tasks to non-mechanic staff

Evaluate effectiveness of pilot, and re-calibrate program (if necessary) before a fleet-wide rollout
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16. Review task allocations to improve mechanic utilization rates

107

Jurisdictional Evidence

Leading industry comparators have mechanics operating at 90% utilization, as opposed to Brampton’s industry average performance of 81%.

2020 2021 2022 2023 2024 2020-2024

Efficiency gain $27,000 $0 $0 $0 $0 $27,000

Cost avoidance $0 $27,000 $27,000 $27,000 $27,000 $108,000

Implementation costs $0 $0 $0 $0 $0 $0

Net budgetary impact range $27,000 $27,000 $27,000 $27,000 $27,000 $135,000

Budget Impact Range 2020-2024 
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Data Inputs Source

Mechanics 
Labour 
Timesheets

Fleet Employee labour 
hours tracking 2016-
2019

Assumptions:
• Staffing levels can be appropriately adjusted for increasing mechanics productivity
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Unproductive Time Category
2017-2018 Average Hours Mechanics Labour Costs

General facility help/janitor labour 
costs

Expected Annual Savings

Waiting assignment 952.3 $34,549 $23,807 $10,742
Transport Vehicles 392.9 $14,255 $9,823 $4,432
Shop equipment maintenance 419.4 $15,217 $10,486 $4,731
Shop cleaning 595.7 $21,612 $14,893 $6,720

ITotal 2360.3 $86,000 $59,000 $27,000

16. Review task allocations to improve mechanic utilization rates –
Methodology, Data Inputs and Calculation Details
Methodology:
• Tasks falling into the "unproductive" category were identified along with the average hours spent for each task between 2017-18

• Fully loaded mechanic labour costs and general facility help/janitor labour costs were obtained

• Costs for using mechanics to complete the "unproductive" tasks was compared with the costs for using general facility help/janitors to obtain the cost savings from 
shifting these tasks from mechanics to non-mechanics

Calculation details
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17. Vehicle Lifecycle Optimization
Understanding the Landscape

An analysis of the vehicles maintenance cost profiles showed that the average spend on a light duty vehicles unit has been in the range of $2,400 (minimum in 2016) to $2,800, demonstrating a stable 
average spend per light duty unit. Compact pick ups and SUVs show similar $/km cost performance, whereas heavier pick up vehicles have more associated costs per km travelled. The trends also 
showcase a sharp increase in the maintenance costs associated for each of the vehicle categories after age 7. The typical lifetime that vehicle assets are kept operated by the City is 8 years. As per this 
analysis, generally light duty vehicles assets should be retired as they approach an age of 8 years as maintenance costs continue to increase. This is consistent with the current lifecycle strategy of 
operating vehicles. However, it should be noted that this assessment will vary on a vehicle case by case basis. As some vehicles will see greater utilization due to the operational characteristics of their 
user groups, they may require more maintenance expenditure more quickly.

Opportunity Expected Benefits

There is an opportunity to identify what the optimal life is for the most typical light duty feel 
vehicles such as pickup trucks, SUVs, etc. Currently Fleet Services retains vehicles for a minimum of 
8 years, however an assessment of the lifecycle of the vehicles based on its utilization (user group 
needs) should be conducted to identify optimal lifetime. By assessing and identifying the optimal life 
of different fleet vehicles based on their utilization, the City can reduce unnecessary and expensive 
maintenance costs that results from extending the life of vehicles. 

• Estimating minimum savings of $0.6/km by reducing life to optimal life and 10,000 km 
average km/year for fleet, there is an opportunity of savings of up to $ 1.2 million over the 
lifetime of the light duty (210 vehicles) assets through optimization. This amounts to 
estimated annual savings of up to $165,000 /year 
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Cumulative Budget Impact Range Impact Type Timeline to Realize Benefits

$1.55M over optimal lifecycle of 
light duty fleet (7 years)

Cost Savings/Avoidance 2024+
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17. Vehicle Lifecycle Optimization
Implementation Activities and Considerations

Major implementation activities would include:
• Conduct a lifecycle optimization study and analysis to identify optimal life for most typical light duty fleet vehicles; this would also account for the historical costs associated with each fleet vehicle 

type and their typical utilization (annual km and fuel consumption L).
• Modify current maintenance policy and procurement policy (Capital Replacement plan) to accommodate shift in lifecycle based on outcomes of optimization

Considerations include:
• Identify right use and size of fleet vehicles as per user group requirements
• Account for potential changes to fleet vehicle mix based on planned adoptions of green fleet or alternative propulsion vehicles. Green vehicles will have a different set of expected lifecycle costs.

Implementation Timeline
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Activity 2020 2021 2022

Identify most popular and utilized fleet vehicles for optimization analysis (based on vehicle category); consider impact of adopting new vehicle 
propulsion types

Conduct lifecycle optimization study though examination of lifecycle costs thorough operational maintenance activities, fuel costs, any rebuild costs, 
procurement costs and disposition/ salvage costs

Update maintenance policy (PM policy) and Capital Replacement Plan as necessary based on the recommendations of the optimization exercise

Identify change management impacts and impacts on staff workflows 

Institute new vehicle lifecycle schedule and KPIs tracking to record lifetime costs of vehicles from procurement to disposal
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17. Vehicle Lifecycle Optimization
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Jurisdictional Evidence

The City should look to improve its PM (preventative maintenance) to CM (corrective maintenance ratio) from the current 30% PM work proportion. CM activities are reactive and lead to greater 
disruptions for the user groups and mechanics. By improving this ratio to PM representing a higher proportion of the maintenance work (60%+), which is more typical of the top performers, Fleet 
services would expect to see benefits on the total lifecycle costs of the vehicle assets, and a reduction in the number of CM incidents
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Assumptions:
• The average maintenance cost / km in years 1-7 is $0.2 VS $0.8 in years 7-8.5

• The annual distance estimate per vehicle is 10,000 Km

• The current average life cycle of vehicles is 8.5 years, and the optimal life cycle is estimated to be 7 years

• The Increase CAPEX Cost over life per vehicle estimate is $3,500

• The calculated savings would be the optimal value over the lifecycle of the fleet (7 years)
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Savings per vehicle

OPEX savings to optimal life estimate $0.60/km
Annual KM estimate per vehicle 10,000
Estimated average life reduction to identified 
optimized life (8.5 years to 7 years)

1.5 years

Total savings per vehicle $9,000
Implementation costs per vehicle

Increase CAPEX Cost over life per vehicle $3,500

Net budgetary impact per vehicle $5,500

Total Light duty fleet 210 vehicles

Total Net budgetary impact $1,155,000

Optimal life estimate 7 years

Total annualized net budgetary impact $165,000

17. Vehicle Lifecycle Optimization –
Methodology, Data Inputs and Calculation Details
Methodology:
• To calculate the savings per Km, the average maintenance cost / km in years 1-7 ($0.20) is deducted from the average maintenance cost / km in years 7-8.5 ($0.80)

• This amount is multiplied by the annual KM estimate per vehicle, and then by the estimated average life cycle reduction to identified optimized life to obtain the savings per vehicle

• The increase CAPEX cost over life is deducted to obtain a net budgetary impact per vehicle.

• This amount is multiplied by the number of vehicles to obtain the total Net budgetary impact, and is divided by the Optimal life estimate to obtain an annualized net budgetary impact

Calculation details
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Appendix A: Winter Maintenance Summary



Winter Maintenance Scenario Analysis Approach

Four different scenarios aligned to the overall scope of the Winter Maintenance Review were analyzed as part of this report:

1. Scenario 1: Evaluate alternate service delivery models

a. Considered bringing additional maintenance routes in-house rather than continuing with the contracted out model

2. Scenario 2: Evaluate the impact of increasing service levels for local roads clearing from 7.5cm to 5cm

3. Scenario 3: Evaluate the impact of increasing the time taken to clear sidewalks

a. This scenario requires further data inputs and analysis, and will be included in the December 20th report

4. Scenario 4: Evaluate the impact of increasing the percentage of sidewalks cleared

a. Currently approximately 45% of kilometres of City sidewalks are cleared. The analysis contemplates increasing this to 100% of sidewalks.

This analysis was conducted because these scenarios are the ones Winter Maintenance staff are required to report back on to Council at the end of October 
2019.
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• If the City were to look at implementing all of the scenarios presented previously the total potential annual operating impact would be between $6.13M 
to $10.04M.

• This represents an average increase of approximately 40% on the City’s current Winter Maintenance services budget.

Consolidated Scenario Analysis

115

Consolidated Analysis Net Impact

Scenario 1: Alternative Service Delivery Model +$3.02M-$4.70M

Scenario 2: Increase Local Roads Service Level 200K-$300K

Scenario 3 – Increase Sidewalk Clearance Service Levels 50k-690k

Scenario 4: Expand Sidewalk Clearance +$3.33M-$3.82M

Total cost $6.13-$10.04M
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Appendix A1: Scenario 1 – Alternate Service Delivery Models



Scenario Overview: Alternative Service Delivery

• Currently, the City of Brampton delivers approximately 90% of its Winter Maintenance service routes through external contractors, and delivers the 
remaining 10% in-house. This scenario contemplates bringing additional road clearing operations in house.

• Brampton’s service delivery model is consistent with most of the jurisdictions analyzed in terms of the distribution of contracted and in-house service 
delivery. All jurisdictions analyzed employ a mix of contracted and in-house service delivery. Brampton maintains some dedicated routes with in-house 
resources, unlike jurisdictions like Mississauga.

• Arterials are a logical starting point for bringing work in-house as the city already clears 46% of Arterial routes. Therefore, this scenario analysis examined 
the impacts of the City clearing all Arterial routes.

• The scenario assumes the following costs are incurred by the city when clearing any route:

• Hourly staff costs: three x eight hour shifts five days per week per route

• Annual support staff costs: additional requirements for supervisors, fleet technicians and training staff

• Equipment operating costs: fuel + maintenance

• Equipment investment: 1 piece of equipment is needed per route

• Note that capital investment costs have been amortized across an assumed useful life of 7-10 years. Upfront capital cost is included in a memo note, but 
is not included in the cost impact result.
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Alternative Service Delivery – Methodology and Data Inputs

Data Inputs Source

Total routes Winter Council Report Options Updated 
October 2, sheet Current Split

City routes Winter Council Report Options Updated 
October 2, sheet Current Split

Contractor routes Winter Council Report Options Updated 
October 2, sheet Current Split

Total arterials Winter Council Report Options Updated 
October 2, sheet Current Split

City arterials Winter Council Report Options Updated 
October 2, sheet Current Split

Contractor arterials Winter Council Report Options Updated 
October 2, sheet Current Split

City operating Staff cost/hour Management advice

Support Staff Winter Council Report Options Updated 
October 2, sheet COB Current Staff

Annual maintenance + fuel cost Service_Budget_Fleet
Component_WinterControl

Tandem axel (new) Winter Council Report Options Updated 
October 2, New Equipment Cost

Methodology:

• Contractor hours by route were isolated from the City’s data and City and 
contractor arterial routes were identified

• The current operating and standby costs associated with contractor 
delivery were removed as this scenario contemplates a 100% City-
delivered service

• The cost per new city route was calculated as:

• Staff hourly rate x 3 shifts of 8 hour days, 5 days per week, 26 
weeks per year

• Equipment Operating cost per route: fuel and maintenance

• Equipment investment costs per route: one new tandem axel is 
purchased per route in order to deliver the service to existing 
service levels

• Equipment is assumed to have a useful life of 7-10 years

• The cost of the 19 new routes were added to the total cost to deliver
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Alternative Service Delivery – Findings

Current Scenario Impact Impact (%)

Arterial routes- contractor: city split 54:46 0:100 +54% N/A

Total routes - contractor: city split 90:10 83:17 +7% N/A

Arterials: city $3.45M $7.57M-$9.25M +4.12M-$5.8M + 119%-168%

Staff (hourly cost) $2.38M $4.69M-$5.73 $2.31M-$3.35M + 100%-145%

Support Staff (annual cost) $870K $1.71M-$2.09M $840K-$1.22M + 100%-145%

Equipment operating cost $200K $390K-$470K $190K-$270K + 100%-145%

Equipment capital investment $0 $780K-$9060K $780K-$960K N/A

Arterials: contractor $1.11M $0 -$1.11M -100%

Operating $103K $0 -$103K -100%

Standby $1.00M $0 -$1.00M -100%

Total cost to deliver $4.55M $7.57M-$9.25M $3.02M-$4.70M + 66%-103%

Useful life 7-10 years, upfront cost of $7.8m required
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Note: small differences in sum totals are due to rounding
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Alternative Service Delivery – Findings
Cost- All routes Current Scenario Impact Impact (%)

All routes: city $6.03M $9.90M-12.1M + $3.87M-$6.07M + 64%-101%

City costs $6.03M $9.90M-12.1M + $3.87M-$6.07M + 64%-101%

All routes: contractor $10.43M $8.39M-$10.26M - $2.04M-$170K - 2%-20%

Operating $2.34M $2.02M-$2.46M $330K-$120K - 5%-14%

Standby $8.09M $6.38-$7.80M $1.71M-$290K - 5%-12%

All routes: total $16.46M $18.29-$22.35M $1.8M-$5.89M +11% -36%
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Appendix A2: Scenario 2 – Increasing Local Road Service Levels



Scenario Overview: Increase Local Roads Service Levels

• This scenario contemplates the impact of increasing service levels on local roads from clearing at 7.5cm to clearing at 5cm. This scenario assumes that 
100% of local routes are cleared by contractors, in line with the current service delivery model.

• Two types of routes are affected by the change in service level:

• Local roads – excluding primaries

• Courts – excluding primaries

• Arterial routes are constantly cleared, and are therefore already delivered at a service level above the 5cm.

• If winter maintenance starts work at 5cm of snow instead of 7.5cm, there will be an increase in the number of times during the winter season that the 
team is required to both plow and salt the local roads. This is referred to as and increase in “plow events” and “salt events”. In addition, there may be an 
increase in the amount of times equipment is deployed in any given plow event.

• Contractor operating cost increases are incremental in this analysis. Standby costs remain the same as no extra equipment is needed; the current 
equipment is used more frequently during the additional events.
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Increase Local Roads Service Levels – Methodology and Data Inputs
Data Inputs Source

Incremental plow events Management estimate

Incremental salt events Management estimate

2018/19 Winter plow events Winter Council Report Options Updated 
October 2

2018/19 Winter salt events Winter Council Report Options Updated 
October 2

Total operating hours to all 
routes

Track Contractor Operating.xlxs, sheet” Data-
Roads 

Total operating cost to clear all 
routes

Track Contractor Operating.xlxs, sheet” Data-
Roads 

Definition of plow event (vs. salt 
event)

Management estimate

Definition of local Roads 2019 2019 East Snow Route Assignment

Percentage of local roads which 
are not primary roads

PL 18_19 E_W PLOW_SALT STATS 
20181106.xlsx

*Note: Total cost to clear all 
routes

Track Contractor Operating.xlxs, sheet” Data-
Roads 

Methodology:

• Analysis is based on contractor hours for all types of road for Winter 
2018/2019. Local roads and courts were isolated from the data set.

• Percentage of each route which is a primary road was calculated, 
and hours spent on local roads and courts were adjusted down by 
the primary road percentage.

• Events in the data were allocated to salt or plow events based on 
the length of time the equipment was used for on any given date.

• Contractor hours worked were multiplied by the percentage 
increase in plow and salt events to produce of estimate of increase 
hours worked. This was then multiplied by the contractor operating 
rate to produce an operating cost estimate for the 5cm scenario.
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Increase Local Roads Service Levels – Findings

Current Scenario Impact Impact (%)

Operational

Service level 7.5cm 5cm 2.5cm 50%

Number of plow events 11 15-17 +5 +36%-55%

Financial

Operating hours to deliver 12K hours 15.4-17.0K hours 3.4K-5.0K hours +28%-42%

Operating cost to deliver $280K $350K-$390K $75K-115K +28%-42%

Material costs $570K $700K-$760K $125K-$185K +22%-32%

Total cost to deliver $850K $1.05K-1.15M $200K-$300K +24%-35%
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Note: small differences in sum totals are due to rounding
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Appendix A3: Scenario 3 – Increase Sidewalk Service Levels



Scenario Overview: Increase Sidewalk Clearance Service Levels

• The City currently has a service level standard of clearing sidewalks to a “safe and passable” level within 24 hours. However, it regularly clears sidewalks 
to this level within 20 hours. Therefore, this scenario considers the impact of increasing the service level for clearing sidewalks from 20 hours to 16 hours.

• The scenario does not include changes to the clean up operations that occur after sidewalks have been cleared to a “safe and passable” level for 
pedestrians. This would include activities such as clearing bridge decks and removing excess snow on sidewalks from regional road plowing operations. 
Many clear up operations are outside the control of the city, or they are more ad hoc, therefore implications of a shorter timeframe are much harder to 
predict. Further analysis would be needed to understand the feasibility and cost of reducing the time taken to complete these activities.

• This scenario also does not include “significant events” as defined by Environment Canada, as under these extreme circumstances the current 24 hour 
service level is extended to 48 hours.

• Routes affected:

• Sidewalks

• Currently there is one piece of equipment per route. Clearing all routes more quickly requires the deployment of extra equipment to complete each 
route in less time, meaning more than one piece of equipment per route.

• This analysis assumes that all additional work will be performed by contractors, due to the greater flexibility of contractor capacity.
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Increase Sidewalk Clearance Service Levels – Methodology and Data Inputs

Data Inputs Source

Sidewalk routes SW 18_19 E_W STATS 20181114 

Current service level Management estimate

Total cleared route length SW 18_19 E_W STATS 20181114 

Contractor operating rates Track Contractor Operating.xlxs, 
sheet” Data-Roads

Contractor standby rates Track Contractor Operating.xlxs, 
sheet” Data-Roads

Methodology:

• Clearing routes more quickly requires the deployment of extra 
equipment to complete each route in less time. An estimate of the 
additional kilometers to plow has been calculated using the current 
service level of 20 hours.

• This has been converted to and effective number of “new routes”, 
which are equated to new pieces of equipment.

• No change is in operating costs will occur because the 20 hours of 
clearing time will still occur, it will just be spread across more 
machines.

• Standby costs for new equipment is charged at the current daily 
rate (consistent for by piece of equipment for all routes).
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Increase Sidewalk Clearance Service Levels – Findings

Current Scenario Impact Impact (%)

Operational Metrics

Delivery time <20 hours <16 hours - 4 hours -20%

Number of pieces of 
equipment

61 75 + 14; +23%

Winter season total operating 
hours

17,000 hours 17,000 hours 0 +0%

Financial Metrics

Operating Costs* $ 1,320,000 $1,190,000-$1,460,000 $(130,000) - +$140,000 (10)% - +11%

Standby Costs $1,460,000 $1,640,000-$2,010,000 +$180,000 - +$550,000 +12% - +38%

Total cost to deliver $2,780,000 $2,830,000-$3,470,000 + $50,000 - +$690,000 +2% - +25%
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* Operating hours are not expected to change but a range has been provided for operating costs to represent the potential change in rate per hour (vs. 2018/19 winter) for new 
machines added to the contracted fleet
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Appendix A4: Scenario 4 – Expanding Sidewalk Clearance



Scenario Overview: Expanding Sidewalk Clearance

• This scenario examines the potential cost of expanding sidewalk clearance to encompass all sidewalks across the City. Currently 45% of sidewalks are 
cleared.

• Routes affected:

• Sidewalks

• This scenario assumes that contractors will cover additional routes, due to additional flexibility and capacity of contractor services. Currently, only 4 of 49 
routes are cleared by the city, with the other 45 being cleared by contractors.

• Contractor costs have been scaled up to estimate the cost of increasing the distance to clear, as well as additional equipment and materials which may be 
required to clear the increased distance.
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Expanding Sidewalk Clearance – Methodology and Data Inputs

Data Inputs Source

Total sidewalks in the city Management estimate

Sidewalks cleared by city resources SW 18_19 E_W STATS 20181114

Sidewalks cleared by contractors SW 18_19 E_W STATS 20181114

Total city sidewalks (excl. city routes) calculated

Sidewalks not cleared calculated

Methodology:

• Total contractor costs to clear sidewalks were calculated to 
establish the cost of the current service level.

• The percentage of total sidewalks currently cleared was calculated 
to identify the scope of additional sidewalk routes to be cleared.

• Current contractor operating and standby costs were grossed up to 
estimate cost to clear 100% of sidewalks (from 45%).
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• Note that this scenario does not contemplate increasing the service level or service performance timeframe from the current 24 hours. 

Expanding Sidewalk Clearance – Findings

Current Scenario Impact Impact (%)

% sidewalks cleared 45% 100% +55% +122%

Contractor operating costs $1.32M $2.65M-$3.23M +$1.33M-$1.91M + 100%-145%

Contractor standby costs $1.46M $2.92M-$3.57M +$1.46M-$2.11M + 100%-145%

Total contractor costs $2.78M $5.56M-$6.80M +$2.78M-$1.02M + 100%-145%

Material costs $560K $1.11M-$1.36M +$550K-$800K + 100%-145%

Total cost to deliver $3.34M $6.67M-$8.16M +$3.33M-$1.82M + 100%-145%
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Note: small differences in sum totals are due to rounding
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Appendix B: Winter Maintenance Jurisdictional Scan Analysis



Jurisdictional Scan Approach
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 winter maintenance delivery model relative 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 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 investments

• Top priority issues (local vs main road service levels, sidewalk/windrow cleaning) 
will be taken into consideration and evaluation of comparable services 
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City of Mississauga: Mississauga was selected as a comparator based on its population size, geographic location, and comparable winter maintenance service portfolio.
City of Vaughan: Vaughan was selected as a comparator based on its population size, geographic location, and comparable winter maintenance service portfolio.
City of Markham: Markham was selected as a comparator based on its population size, geographic location, and comparable winter maintenance service portfolio. 
City of Hamilton: Hamilton was selected as a comparator based on its population size, geographic location, and comparable winter maintenance service portfolio.
City of Burlington: Burlington was selected as a comparator based on its geographic location and comparable winter maintenance service portfolio.

Jurisdictions Reviewed by EY
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The Jurisdictional Analysis focused on specific research parameters and focus areas aligned to the scope of the Winter Maintenance service review

• Parameters include: size (population); demographics (diversity and age); economic growth rates; unionization rates; in addition to category 
specific parameters we identify such as # of dwellings. 

• Three central focus areas will guide the jurisdictional scan that will be applied to each jurisdiction (Service Delivery Models; Organization 
Structure/Staffing; Service Levels), in addition to two Winter Maintenance specific categories

Service Levels

• Council approved 
service levels

• Priority Areas vs Non 
Priority Areas

• Cost and impact 
considerations 

• Salting Methodology 

Organization Structure
and Staffing 

• FTE
• Full time vs part time
• Unionization 

Considerations 
• Spans and layers 

Service Delivery Models

• Evaluating Service 
Delivery Structure (In-
house vs contracting) 

• Winter Maintenance 
Contract 

• Facility 
Considerations/impacts 

• Governance 

Jurisdictional Scan Priority Areas – Winter Maintenance

Winter Maintenance 
Coverage

• Sidewalks 
• Evaluation of salting 

and salting alternatives 
• Windrows 
• Recent initiatives under 

review 

Public Engagement , 
Reporting and Education 

• Managing service 
requests and 
expectations 

• Resident complaints 
and reporting

• Public education 
opportunities 

• Innovative technologies 
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Fiscal Effectiveness – Winter Maintenance Overview

Brampton has the second highest expense per lane kilometre according to 2018 FIR data at a cost of $5,306 compared to the average cost of $4,515. The 
major drivers of expenditures on Winter Maintenance and Winter Control Services are:

• Brampton’s expense per lane km are driven by relatively higher expenditures on ‘Salaries, Wages and Employee Benefits’

• As a percentage of total expenditures, and on an expense per lane km basis, Brampton’s expenditures on ‘Contracted Services’ are around the 
average, and it has one of the lowest ‘Materials’ expenditures

• It is important to note that expenditures are for all Winter Maintenance services including sidewalks, transit stops, bike paths and trails as applicable 
to each municipality.
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City of Brampton City of Vaughan City of Mississauga City of Markham City of Hamilton City of Burlington

Total lane KM 
maintained

3967 km 2222 km 5757 km 2224 km 6582 km 1635 km

Salaries, Wages and 
Employee Benefits

$5,932,077 $1,591,643 $1,487,493 $344,646 $8,264,498 $913,455

Materials $3,266,131 $3,312,594 $6,564,200 $2,840,224 $9,710,770 $763,835

Contracted Services $12,198,387 $7,525,003 $14,143,583 $7,431,122 $8,024,939 $2,350,651

Total Operating 
Expenditures**

$21,051,949 $12,551,070 $23,307,106 $11,241,818 $27,089,352 $4,764,261

Expense per lane KM $5,306 $5,648 $4,048 $5,054 $4,115 $2,913

*analysis based on 2018 FIR data
**may include additional categories of expenditure
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Fiscal Effectiveness – Winter Maintenance Additional Considerations

The comparison of fiscal effectiveness indicates the following opportunities which will be further evaluated and included in the Final Report on January 
17, 2020:

• Salaries, Wages and Employee Benefits: Brampton’s current cost / lane km in the 2018 FIR data is $1,495, indicating that there may be additional 
opportunities for alternative service delivery.

• Opportunities could include optimizing route planning, increasing the number of winter maintenance facilities to reduce the amount of time 
equipment spends in transit getting to routes, and opportunities to increase the services delivered by contractors.

• Note that Brampton’s current Winter Maintenance resources, in addition to maintaining some dedicated routes and sidewalks, are also 
responsible for pre-salting, clearing debris, maintaining hotspots including bridges, filling salt boxes, post-winter cleanup, transit stops, 
repairing potholes and winter-related damage and planning for winter operations which other Municipalities may not do, or may not do to the 
same extent.

• Contracted Services: Brampton’s current cost / lane km is in the average of the jurisdictions reviewed. However, it appears that contractors have 
different rates for common pieces of equipment; this suggests that the City could negotiate to bring down those differential costs to lower the overall 
cost / lane km.

• Note: Municipalities use different methodologies to report for FIR purposes. This may account for some of the differences in expenditures per lane 
km. For example, Brampton includes a proportionate allocation of time from the Public Works Commissioner, other Roads administration and support 
resources, and Fleet services to their ‘Salaries, Wages and Employee Benefits’ which other municipalities may not do or may do to a different extent.
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Summary Findings – Winter Maintenance
City of Brampton City of Vaughan City of Mississauga City of Markham City of Hamilton City of Burlington

Population 642,800 329,000 775,000 348,718 572,575 176,802

Dwelling Units 173,428 71,265 248,468 106,131 222,918 72,535

Road network
3967 km of roads
2115 km of sidewalks
2462 transit stops

2222 km of roads
1000 km of sidewalks 

5757 km of roads
2400km sidewalks

81,000 Driveways
2224 km of roads
1112km sidewalks

6,582 kms of roads 
1,10 cul-de-sacs
2445 km of sidewalks
2300 bus stops

1,635 km of roads
850 km of sidewalks

Expense per lane 
kilometer 

$5,306 $5,648 $4,048 $5,054 $4,115 $2,913

Arterial
(Primary)

Prior to Accumulation , bare 
surface (24 Hours) 

5 cm (4 hours)
8 cm (12 hours)
15 cm (24 hours)

Bare surface condition (24/7)
2.5cm, Bare Surface (4 hours for 
Major Arterial, 8 for primary 
collector)

5 cm, bare pavement (24 hours) 

Collector 
(Secondary)

At start of accumulation , bare 
surface (24 hours) 

5 cm (12 hours)
8 cm (12 hours)
15 cm (24 hours)

Centre bare surface (7am-6pm) 8 cm, centre bare (8 hours) 5 cm, bare pavement (24 hours) 

Local 7.5 cm (24 hours) 5 cm (16 hours)
8 cm (24 hours)
15 cm (36 hours)

7.5 cm: > 15 cm, (16 hours) < 
15cm, 16 hrs

8-10 cm (24 hours) 7.5 cm, not salted (24 hours)

Service Model In-house/contracted 
Winter maintenance service 
contracted except: sidewalks, 
industrial roads 

In-house/contracted
10% of fleet city owned 

In-house (10%)/contracted (90%) In-house/contracted In-house (37%)/contracted (63%)

Sidewalk Coverage

Within 24 hours, 48 for 
prolonged events, 45% (942km) 
of city network maintained 
(2018)

5 cm. within 24 hours, all city 
sidewalk routes maintained 

City clears 55% of total 
sidewalks (1400km, 24 hours of 
snowfall) - Contracted service

Regional and City Roads (5 cm 
within 24 hours)

Within 24 hours, 16% (397 km) of 
city network maintained 

5 cm, within 24 hours. Potential for 
36-48 hours during heavy snow

Windrow Coverage
Senior Assistance Rebate 
Program (2400 residents) 

City-wide windrow clearing 
service for all residential 
driveways (78,500 windrows)

Driveway Windrow Clearing 
Pilot (65+)

Senior Household Program (4683 
Households) 

Seniors and disability assistance 
volunteer program , 3cm (24 
hours), 209 clients served

Program for those with physical 
limitations

Bike Lane and 
Pathways 

Bare surface (12- 24 hours) N/A N/A No pathway maintenance provided N/A

Selected designated pathways 
(30km) and hydro corridors cleared 
at the same time as primary 
sidewalks 

Salting 
Methodology 

Salt Thawrox Salt Salt Salt/Sand & Sand Mix Salt and Sand 
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Jurisdictional Scan Key Findings – Winter Maintenance
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 Findings

1. All jurisdictions analyzed employ a mix of in-house and contracted service delivery. 
a. In all cases, the majority of service delivery is contracted out, and in many cases the distribution is consistent with Brampton’s current delivery 

model mix of 90:10 routes contracted out to delivered in-house.
b. In Vaughan’s case they have recently implemented performance-based contracts for external service providers which appears to have resulted 

in improvements in service delivery through a combination of quality control frameworks and incentive/disincentive structures.

2. Many jurisdictions which have sought to implement increased service levels during the life of a contract have found contractors struggle to 
economically procure additional equipment if there are two or fewer years remaining in the contract.

3. Mississauga employs a Lean Program to drive continuous improvement and empowers staff to maximize customer value and minimize waste while 
allowing staff to problem solve customer problems on a daily basis. 

a. They have employed 114 small improvements and 7 projects which resulted in an estimated $898,000 in savings since 2014.
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Jurisdictional Scan Key Findings – Winter Maintenance
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

1. Other jurisdictions consistently found that increases in service levels which required the acquisition of additional capital equipment required multiple 
years to implement, and in some cases required additional investment in facilities space in order to house additional equipment (whether owned by 
the City or Contractor).

a. Mississauga’s analysis found that it is not economically efficient for the City to purchase winter maintenance-specific equipment as the 
demands on their winter maintenance program grow.

2. Service level increases do not necessarily result in reductions in resident complaints.
a. Complaints in Vaughan more than doubled following the implementation of city-wide windrow clearing.

3. Local road snow clearance service levels start at the end of snowfall for all municipalities included in the jurisdictional scan.

4. A number of other jurisdictions have raised concerns about the sustainability of implementing substantial service level increases, particularly related 
to windrow clearing.
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Jurisdictional Scan Key Findings – Winter Maintenance
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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Winter Maintenance Coverage Findings

1. Jurisdictions which have evaluated non-salt alternatives have found that there is no broadly accepted application practice that yields meaningful 
improvements. Municipalities which have used salting alternatives use significantly larger volumes of alternative products which may reduce or 
eliminate both financial and environmental benefits associated with alternatives.

a. Vaughan used 45,000 tons of non-salt alternative to clear 2084 lane km of roads (22 tons per lane km). For comparison, Toronto used 88,140 
tons of salt for 14,800 lane km of roads (6 tons per lane km).

Public Engagement, Reporting and Education Findings

1. All jurisdictions struggle with effectively communicating winter maintenance service levels to the public, and complaints are often related to 
misaligned expectations

a. In Vaughan, contractors are also responsible for Customer Service Representatives, providing incentives to deliver quality customer service.
b. Markham and Mississauga uses an app to provide updates on the progress of snow clearance operations.
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About this Jurisdiction

Over the past 30 years, Vaughan has experienced rapid population and infrastructure growth, 
with the city expected to grow by up to 105,400 between 2013 and 2031. Increase in dwellings 
and population density has resulted in significant pressures on its road networks. The municipality 
has become a leading practitioner in winter maintenance, recognized by its peers and 
accredited associations with one of the highest levels of service. They are the only municipality in 
the GTA that provides windrow clearing for all residents and maintain an 84% resident 
satisfaction rate for its snow removal services. 

The City’s winter maintenance services employ a mixed in-house/contracted services model. Its 
in-house services are provided by different City departments. Similar to Brampton, the City is 
providing service levels greater than those formally approved by Council (ex. bare pavement). 

Vaughan has been able to successfully tie strategic outcomes of its contract to service delivery 
with a new performance-based contract and a robust quality performance management 
framework. 

Jurisdiction 1: City of Vaughan – Winter Maintenance
How does Brampton perform relative to Vaughan?

City of Brampton City of Vaughan

Population 642,800 329,000

Dwelling Units 173,428 71,265

Road network 155 km of Arterial Roads
3812 km of Local Roads 
2115 km of sidewalks
2462 transit stops

2222 km of road 
1000 km of sidewalk 

Expense per lane 
kilometer 

$5,306 $5,648

P
ri

o
ri

ty
 S

ys
te

m Arterial
(Primary)

Prior to Accumulation , bare 
surface (24 Hours) 

5 cm (4 hours)

Collector 
(Secondary)

At start of accumulation , bare 
surface (24 hours) 

5 cm (12 hours)

Local 7.5 cm (24 hours) 5 cm (16 hours)

Service Model
In-house/contracted 

Winter maintenance service 
contracted except: sidewalks, 
industrial roads 

Sidewalk Coverage Within 24 hours, 48 for prolonged 
events, 45% (942km) of city 
network maintained (2018)

5 cm. within 24 hours, all city 
sidewalk routes maintained 

Windrow Coverage
Senior Assistance Rebate Program 
(2400 residents) 

City-wide windrow clearing 
service for all residential 
driveways (78,500 windrows)

Bike Lane and 
Pathways 

Bare surface (12- 24 hours) N/A

Salting Methodology Salt Thawrox

Unique performance-based contract that 
incentivizes delivery of contractual 
requirements

Lessons Learned 

City-wide windrow clearing can increase 
resident satisfaction but also increase 
complaint burdens

Leveraging more environmental friendly 
salting products such as Thawrox could 
result in a large increase in costs due to 
Brampton's bare pavement standards that 
may offset potential environmental 
benefitEmployment standards restrictions and 

staff commitments beyond winter 
maintenance limit in-house capabilities 

Longer term contracts (up to 10 years) 
similar to Brampton’s current structure 
minimize bidder risk as capital amortized 
closer to equipment life cycles 
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Areas of Inquiry Relevant Outcomes Achieved/Insights Gathered  

Service Delivery Model

• Winter Maintenance Cost (2017/18): $13.1M, $1.5M for windrows 
• Internal City Division oversees quality assurance of winter operations 
• Majority of salting and ploughing are done by external contractors
• Sidewalk operations completed in-house 

• Internal staff play a largely oversight role, ensuring mandated contractor service levels are met 
and meet the service delivery expectations of residents (35 FTEs in 2014)

Winter Maintenance Contract (2016-Present)
• First of its kind performance based contract supported by quality 

assurance measures ($7M annual contract, 6 year term with two 
additional 2 year options) 

• 18 dedicated customer service representatives (CSRs)
• Contractors responsible for a quality control plan to achieve service 

obligations that is used as a tool to evaluate their contractual 
requirements 

• Previous contract had fixed standby costs, but uncapped variable costs 
and limited controls created misalignment in quality and delivery

• Only two vendors for service delivery (divided into east and west quadrants) 
• Point-system based evaluation following each snow event awards incentives or disincentives for 

performance. Payment tied to achievement of service levels
• Contractors are responsible for resolving resident complaints and providing the CSRs, naturally 

incentivising them to meet their quality service levels 
• City sets a maximum allowable standby rate to control costs. Standby rates are constant 

throughout contract term 
• Contract provides a defined list of equipment and age limits, requiring contractors to purchase 

new equipment in fulfilment of the contract 
• Longer term (up to 10 years) increases the amortization period in capital allowing bidders to 

reduce their risk profile and generate more competition and value for money (Brampton’s is 7 
years with 3 one year extension options)

Service Levels 

Roads
• Primary Roads: Ploughing commence at 5 cm, completion within 4 hours 
• Secondary Roads: Ploughing commence at 5 cm, completion within 12 

hours 
• Local Roads: Cleared within 16 hours

• Mandate of clearing all roads within 16 hours of snowfall 

Windrows
• Cleared within 4 hours after snowplows have passed 

• Windrow machines clear 80% of windrows

Salt/sanding
• Primary/Secondary Roads: Commence on accumulation, bare pavement 

conditions, completion within 4 hours
• Local/Residential Roads: Salted within 12 hours

Sidewalks
• Ploughing commence at 5 cm, with all sidewalks cleared within 24 hours

• City-owned equipment was found to struggle with meeting the requirements to clear snow to bare 
pavement standards (particularly for sidewalks) 

Jurisdiction 1: City of Vaughan – Winter Maintenance
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Areas of Inquiry Relevant Outcomes Achieved/Insights Gathered  

Staffing complement 
• Sidewalks done by internal staff (34 FTES, 14 PT) (2014 data) • City is constrained by employment standards, limited the number of hours staff can work 

consecutively. As operation staff had responsibilities beyond winter maintenance, instances of 
understaffing can occur 

Service Offerings & 
Coverage 

• Internal Audit report found Vaughan has higher levels of service 
compared to other municipalities 

• Only municipality to offer city-wide windrow clearing services
• Following the implementation of city-wide windrows, complaints to the city during winter storms 

more than doubled

Salting Methodology
• Moved to Thawrox, an environmentally friendly salting product in 2012

• Vaughan’s salt spread rates (45,000 tons in 2016, 22 tons/lane km) are higher than other 
comparable municipalities, especially compared to non-salt products, which is attributed to their 
bare pavement standard. (Markham in comparison uses 29,000 tons of Salt, 13 tons/lane km)

• City has expressed concern whether they are generating significant benefits from Thawrox given 
the incremental costs and possible adverse environmental impacts 

Public Engagement, 
Reporting and 
Education

• Residents’ survey was conducted in 2014 as part of an operational review 
of Winter Maintenance Programs 

• Vaughan residents would not welcome a reduction in service, but did not want an increase in taxes 
to secure a higher level of service

• Winter Maintenance Service Delivery Review currently included as part of new 2018-2022 council 
directives. 

• Implemented cross-departmental teams to develop communication 
strategies to better manage by-laws that mitigate barriers to delivering 
winter maintenance services 

• Roads divisions sends updates to council for winter events that require plowing and extreme 
weather events 

Jurisdiction 1: City of Vaughan – Winter Maintenance
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About this Jurisdiction

Mississauga is Canada's 6th largest and growing major city with a population of 729,000 residents 
representing cultures from around the world. Adjacent to Brampton and denser in population 
(Brampton’s 1967.1 compared to Mississauga 2439.9 persons per square km), Mississauga faces 
similar winter weather experiences and a sizable road network. 

Brampton’s relative service level performance is above Mississauga's council approved metrics. 
Comparatively, on an expense per lane kilometer basis, Brampton is greatly outspending 
Mississauga to deliver the higher level of service. 

As Peel Region continues to grow, Mississauga faces the same issues of managing its growing road 
network and the burden of an expanding winter maintenance infrastructure need. It has 
identified the balance between existing and future service level demands with its existing 
fleet/staffing complement will require potentially significant investments in facilities and 
resourcing combined with a significant time period for adoption. 

Jurisdiction 2: City of Mississauga – Winter Maintenance 

Ongoing growth of road network has 
made it economically unviable for the 
City to purchase single-purpose winter 
vehicles

Lessons Learned 

2019 service level increase has bus stops 
and priority sidewalks being cleared in 
concert with priority roads at a $2.2M 
annual cost 

Staff trained on Lean Principles reviewing 
winter maintenance routes and processes 
to optimize customer service and 
identifying savings internally

Potential inability for contractors to source 
equipment within the existing contract in a 
financially viable manner

Significant time required for City to lease 
or purchase property to accommodate 
expansion of service (12-24 months)

How does Brampton perform relative to Mississauga?

City of Brampton City of Mississauga

Population 642,800 775,000

Dwelling Units 173,428 248,468

Road network 155 km of Arterial Roads
3812 km of Local Roads 
2115 km of sidewalks
2462 transit stops

5757 km of roads
2400km Sidewalks

Expense per lane 
kilometer 

$5,306 $4,048
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Arterial
(Primary)

Prior to Accumulation , bare 
surface (24 Hours) 

8 cm (12 hours)
15 cm (24 hours)

Collector 
(Secondary)

At start of accumulation , bare 
surface (24 hours) 

8 cm (12 hours)
15 cm (24 hours)

Local
7.5 cm (24 hours) 

8 cm (24 hours)
15 cm (36 hours)

Service Model
In-house/contracted 

In-house/contracted
10% of fleet city owned 

Sidewalk Coverage Within 24 hours, 48 for prolonged 
events, 45% (942km) of city 
network maintained (2018)

City clears 55% of total sidewalks 
(1400km, 24 hours of snowfall) -
Contracted service

Windrow Coverage Senior Assistance Rebate Program 
(2400 residents) 

Driveway Windrow Clearing Pilot 
(65+)

Bike Lane and 
Pathways 

Bare surface (12- 24 hours) N/A

Salting Methodology Salt Salt

145 City of Brampton – Public Works Final Report – January 17, 2020



Areas of Inquiry Relevant Outcomes Achieved/Insights Gathered  

Staffing complement 

• 138.1 FTE in 2018 across the Maintenance Control program which 
includes Winter Maintenance. No further public data available.

• No breakdown of FTE’s by Winter Maintenance was available through public reporting.

• Lean Program focuses on strengthening organization culture of 
continuous improvement and Lean concepts/principles within each 
service area. Program focused on maximizing customer value and 
minimizing waste while empowering staff to solve complex issues 
daily

• Since its permanent inception in 2016, 390+ road maintenance staff have been trained, with 9 
staff receiving intermediate/advanced level certifications 

• Within the Roads division, there has been 114 small improvements and 7 projects enabled by 
Lean principles, generating $898,660 in cost savings/avoidance since 2014 

• Lean principles currently being applied in reviewing winter maintenance routes and processes 
to optimize customer service 

Service Offerings & 
Coverage 

Sidewalks
• 1,700km of priority sidewalks serviced as part of Winter Maintenance 

Program
• 700 km of secondary sidewalks are not serviced; Expanding service to 

secondary sidewalks examined in 2019 (not advanced by council)

• Expanding service to 700km of secondary sidewalks abandoned due to high service costs 
($2.7M annually), inability for contractors to financially source equipment within the existing 
contract and high land acquisition costs to store additional equipment 

Windrows
• City does not clear windrows caused by winter maintenance activities 
• Windrow Clearing Program for eligible homeowners over 65 years + 

or those with disabilities (174 homes enrolled), cleared within 36 hour 
target

• 2019 review for potential City-wide windrow clearing estimated at $5.6M (1.1% budget 
pressure), 

• $200 fee for the program with no cost subsidy for those who quality for financial assistance 

Ongoing Initiatives Examined 
• Winter Maintenance of Bike Lanes in Roadways 
• Clearing secondary roads to bare pavement (estimated $7M annually) 

• Enhanced snow removal from bike lanes was not pursued due to high annual costs ($5.2M) 
and a requirement for additional snow storage space beyond current capacity 

Public Engagement, 
Reporting and 
Education

• Mississauga provides service level information, routes, and other 
information on their website, has a Mississauga Roads app as well as a 
snow plow tracker online, and provides information through 311

• Mississauga appears to provide a number of options for residents to find information on 
progress of plowing during snow events

Jurisdiction 2: City of Mississauga – Winter Maintenance 
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Areas of Inquiry Relevant Outcomes Achieved/Insights Gathered 

Service Delivery 
Model

• 2018 Winter Maintenance Budget: $23.01M, with in-house and 
contracted services

• Current Winter Maintenance Contract: 7-year duration, expires 2021
• 2018 Contract Cost. $15.6M

• 10% of winter maintenance equipment is City owned. Contractors 
provide 340 pieces of equipment through their contract

• The City has found it is no longer economically efficient to purchase single-purpose winter 
equipment as it manages the growth of the City’s road network with increased service levels

• There is significant time required for City to lease or purchase property to accommodate 
expansion of service (12-24 months)

• Surpluses from program annually are placed into Winter Maintenance 
Reserve

• Aims for a reserve target of 33% of last five year average of winter maintenance expenditures

Service Levels

• Current service level: clear all major arterial roads and collector roads 
within 12 hours, residential roads within 24 hours, priority sidewalks

• Bus stops: within 24 hours of an average storm
• Sidewalks: cleared within 24 hours

• Uneven surfaces of sidewalks have caused damage to equipment and city infrastructure

Recent Service Level Changes
• Increased winter maintenance service levels for all bus stop and 

priority sidewalks (beginning in 2019/2020 season)

• Bus stops and priority sidewalks will now be cleared in concert with priority roads at a cost of 
$2.2M annually or 0.4% increase in proportion to the entire city annual budget

• No additional equipment purchases required beyond additional contractor resources and salt 
usage

Jurisdiction 2: City of Mississauga – Winter Maintenance 
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About this Jurisdiction

The City of Markham is a high growth municipality with a strong track record of economic 
development growth in the high-tech sector. Similar to Brampton, it is in the midst of an 
infrastructure and economic boom with ongoing road upgrades on major arteries and new transit 
construction.

Current Council approved service levels by the City either meet or exceed regulated MMS 
standards. The City has an extensive history of ongoing winter maintenance service 
improvements and evaluation, with a mandated service level review every two years. 

The municipality face similar challenges currently facing Brampton including resident interest in 
increased service levels, ongoing evaluation of city-wide windrow clearing and a significant 
demand for additional facility space to manage winter maintenance infrastructure. In response to 
these demands, the City is also in the midst of evaluating how to best mitigate resident requests 
with the need to offer sustainable value for money services.

Jurisdiction 3: City of Markham – Winter Maintenance

High reliance on contracted services 
could result in potential gaps to address 
shoulder events when contractors are 
not available 

Lessons Learned 

City-wide windrow clearing services will 
greatly impact the tax base through an 
increase in residential property tax

Lack of defined guidelines and parameters 
for alternative salting products make it 
difficult to gauge its financial, 
environmental and infrastructure impact 

Sufficient facility capacity to manage 
added equipment requirements must be a 
key consideration when evaluating service 
level increases

How does Brampton perform relative to Markham?

City of Brampton City of Markham

Population 642,800 348,718

Dwelling Units 173,428 106,131

Road network 155 km of Arterial Roads
3812 km of Local Roads 
2115 km of sidewalks
2462 transit stops

81,000 Driveways
2224 km of road
1112km Sidewalks

Expense per lane 
kilometer 

$5,306 $5,054
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Arterial
(Primary)

Prior to Accumulation , bare 
surface (24 Hours) 

Bare surface condition (24/7)

Collector 
(Secondary)

At start of accumulation , bare 
surface (24 hours) 

Centre bare surface (7am-6pm)

Local
7.5 cm (24 hours) 

7.5 cm: > 15 cm, (16 hours) < 
15cm, 16 hrs

Service Model In-house/contracted In-house (10%)/contracted (90%)

Sidewalk Coverage Within 24 hours, 48 for prolonged 
events, 45% (942km) of city 
network maintained (2018)

Regional and City Roads (5 cm 
within 24 hours)

Windrow Coverage Senior Assistance Rebate Program 
(2400 residents) 

Senior Household Program (4683 
Households) 

Bike Lane and 
Pathways 

Bare surface (12- 24 hours) 
No pathway maintenance 
provided 

Salting Methodology Salt Salt
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Areas of Inquiry Relevant Outcomes Achieved/Insights Gathered  

Service Delivery 
Model

• 2018 Winter Maintenance Budget: $9.7M 
• Markham currently contracts out 90% of its winter service delivery 

• Potential gaps in addressing snow events that occur between existing contracts 
commencement and termination dates (cost to extend standby rates to shoulder events 
estimated at $1.5M per season)

Service Levels 

Roads 
• Arterial/Primary Roads: 24/7 bare surface conditions 
• Secondary Roads: centre bare conditions between 7AM-6PM
• Local Roads: begin upon 7.5cm accumulation, within 16 hours 

• Local roads are acceptable in snow packed conditions
• Normal plowing operations for local roads will take approximately 16 hours

Windrow Clearing (For those qualified in assistance program)
• Clear one car width at driveway base after 7.5cm snowfall within 8 

hours of ploughing. Does not include sidewalk windrow 

• A pilot program to offer windrow subsidies for outside contracted services within two wards 
was proposed but not approved by council in 2016

Sidewalks 
• Markham maintains all sidewalks within City 
• Plowed/salted once accumulation reaches 5cm, priority given to those 

near school/bus stops. Priority areas completed within 12 hours 
• Bus shelters are maintained by York Region Transit

• Secondary sidewalks completed the next day if accumulation is significant 

Pathways
• Concrete surface pathways that connect street to streets are plowed
• All other pathways are no maintained by the city and posted with “no 

winter maintenance” signs 

• No provincially legislated service levels for pathways 

Jurisdiction 3: City of Markham – Winter Maintenance
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Areas of Inquiry Relevant Outcomes Achieved/Insights Gathered  

Staffing complement 
• No publicly available information on staffing complement for Winter 

Maintenance program
• No publicly available information on staffing complement for Winter Maintenance program

Service Offerings & 
Coverage 

Salt Management
• City has a salt management plan in compliance with Environment 

Canada
• City has evaluated alternatives to chloride salts but no alternatives 

considered due to lack of storage capacity at City facilities 

• Since 2005, the plan also establishes a set standard for GPS tracking, salt application/storage 
and snow disposal 

• City trucks have internal trackers that measure salt application to ensure compliance with 
standard 

• City has identified a lack of systematic study or guidelines for organic/semi-organic products in 
a context relevant to Canadian municipalities, which affect intended usage of such materials

Windrow Clearing
• Assistance provided to seniors (60+) and residents that are unable to 

clear windrow for medical reasons 
• City utilizes approximately 12 contracted units to clear windrows 

under the program for 4800 properties. Current contract ends in 2022
• City-wide windrow clearing has been evaluated over multiple council 

terms, but not approved due to high service cost ($4.4M annual cost 
for a 7.5 cm service level excluding land acquisition, infrastructure)

• Challenges under existing windrow assistance program due to the additional staff effort, cost 
and deployment to address resident complaints 

• Differing customer expectations with program goals strain ability to meet resident satisfaction 
(i.e. extent of driveway and windrow clearing, as well as whether windrow clearing follows 
road plowing immediately)

• 1% of windrows missed per storm in 2018/19 
• Markham does not have the yard capacity to store all hired equipment if windrow service 

expanded (no increase in facility infrastructure in 30 years) 

Ongoing Initiatives Examined 
• New public works facility to manage overcrowding 
• Increasing local road service levels to 5 cm ($3.2M annually) or 6 cm 

($1.6M annually) or all streets as primary ($9.1M annually)

• Ongoing facility deficiency restricts Operations Department’s ability to manage or increase 
service levels until new facility is constructed

• To increase service levels to 5 cm, Markham would have to increase from 44 to 110 hired road 
plow units

• Winter material storage requirements has far surpassed operational needs. (i.e. salt shortage 
in certain areas could lead to potential service level non-compliance and resident claims

Public Engagement, 
Reporting and 
Education

• Winter Maintenance Mobile app shows progress of road and sidewalk 
plows 

• All in house and hired equipment are equipped with automatic vehicle locators
• Road and sidewalk progress mapping is refreshed every hour during winter events 

Jurisdiction 3: City of Markham – Winter Maintenance
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About this Jurisdiction

The City of Hamilton presents a jurisdiction that presents fairly comparable population size and 
road network. Brampton’s relative performance is above Hamilton in most focus areas although 
at a higher expense per lane kilometer. 

Hamilton has an extensive sidewalk network, most of which is not maintained by the City. Recent 
initiatives by the City have centred around the possibility of extending to full city-wide sidewalk 
coverage. 

Jurisdiction 4: City of Hamilton – Winter Maintenance

Lessons Learned 

Expanding to full sidewalk coverage would 
require lengthy procurement times, even 
if employing contracted services 

Leveraging community partnerships to 
manage windrow coverage to priority 
populations, minimizing direct city costs 

How does Brampton perform relative to Hamilton?

City of Brampton City of Hamilton

Population 642,800 572,575

Dwelling Units 173,428 222,918

Road network 155 km of Arterial Roads
3812 km of Local Roads 
2115 km of sidewalks
2462 transit stops

6,582 kms of roads 
1,10 cul-de-sacs
2445 km of sidewalks
2300 bus stops

Expense per lane 
kilometer 

$5,306 $4,115
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Arterial
(Primary)

Prior to Accumulation , bare 
surface (24 Hours) 

2.5cm, Bare Surface (4 hours for 
Major Arterial, 8 for primary 
collector)

Collector 
(Secondary)

At start of accumulation , bare 
surface (24 hours) 

8 cm, centre bare (8 hours)

Local 7.5 cm (24 hours) 8-10 cm (24 hours) 

Service Model In-house/contracted In-house/contracted 

Sidewalk Coverage Within 24 hours, 48 for prolonged 
events, 45% (942km) of city 
network maintained (2018)

Within 24 hours, 16% (397 km) of 
city network maintained 

Windrow Coverage
Senior Assistance Rebate Program 
(2400 residents) 

Seniors and disability assistance 
volunteer program , 3cm (24 
hours), 209 clients served

Bike Lane and 
Pathways 

Bare surface (12- 24 hours) N/A

Salting Methodology Salt Salt/Sand & Sand Mix
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Areas of Inquiry Relevant Outcomes Achieved/Insights Gathered  

Service Delivery 
Model

• Inhouse/contracted model (161 plows, 22 sidewalk plows, 500 total 
pieces of equipment as of 2019) 

• Sidewalk clearing services utilize city staff and contracted services for 
each equipment with 24 hour response 

• Annual budget estimates developed using a five year rolling average of actual cost 
• Ongoing weather fluctuations have generated historic fluctuations in winter seasons and 

therefore significant budget variances 

Service Levels 

Roads
• Arterial/Primary Roads: 2-10 cm within 4 hours, bare surface
• Secondary Roads: 8 cm within 8 hours, centre bare 
• Local Roads: 8-10 cm of snow within 24 hours, centre bare 
• Transit stops:

• Service levels last modified in 2012/2013 period

Sidewalks 
• Only coverage for municipally-owned property, reverse frontage lots, 

one former ward and those adjacent to school property 
• School board sidewalks are completed on a charge-back basis 

Jurisdiction 4: City of Hamilton – Winter Maintenance
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Areas of Inquiry Relevant Outcomes Achieved/Insights Gathered  

Staffing complement 
• 325 in-house staff plus contracted staff (2017) • Limited insights from publicly available reporting

Service Offerings & 
Coverage 

Salting materials 
• Hamilton Salt Management plan first approved in 2003
• Rock Salt, Sand/Salt “Pickle mix”, salt brine, fusion

• The Salt Management Plan acknowledges the use of road salt is not optimal from a 
environmental standpoint, could damage concrete sidewalks and contribute to the 
deterioration of other assets. 

Windrows
• Snow Angel Program matches seniors and disabled applicants with 

volunteers that provide snow removal service 
• Minimum requirement of 3cm for service 
• 209 average clients served each winter (Program cost of $99,000) 
• Cost per volunteer $798 

• Individual snow removal services are not offered for seniors and individuals with disabilities 
directly by the City, but rather coordinated through this program 

• Leverage community partnerships and volunteers to address windrows serving for priority 
residents at minimal costs

• Average number of volunteers per year: 124 (2008-15)

Ongoing Initiatives Examined 
• Expansion of service for a sidewalk clearing program

• Staff identified in 2019 the cost of providing city-wide sidewalk clearing at $5.06M ($4.57M + 
$486K standby costs) per season. 

• Expectation that current in-house staffing levels are insufficient and private sector contracting 
is necessary (requirement of 81 additional pieces of equipment to cover 2048km) 

• Due to large requirement for additional snow clearing equipment, it would require 1 year in 
advance for successful vendor to secure required equipment

Public Engagement, 
Reporting and 
Education

• The City provides information through their website, and provides a 
map showing plowing priorities as well as information for snowstorms 
and emergencies

• Plowing priority map allows residents to see the priority of their street in terms of service 
level and setting expectations

Jurisdiction 4: City of Hamilton – Winter Maintenance
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About this Jurisdiction

The City of Burlington within Halton Region is a historically manufacturing-driven area located 
between the major arteries of Hamilton and Toronto. Like Brampton, it’s location within the GTA 
making commuting and quality road infrastructure a high priority amongst residents. 

Within its winter maintenance division, the City faces issues that are consistent with the concerns 
Brampton staff and residents have identified. This includes internal staffing and facility pressures 
amidst a backdrop of evaluating the increase of service levels. 

As Brampton evaluates the future of its service delivery model mix and how to improve public 
awareness of the winter maintenance program, Burlington’s initial findings into such priorities 
presents a peer case study of interest for evaluation.

Jurisdiction 5: City of Burlington – Winter Maintenance

While city operators work up to 12 hour 
shifts, contractors are responsible for 
24/7 response to staffing 

Lessons Learned 

An internal audit report found a 
combination of in-house and contracted 
services will provide greater management 
flexibility in handling winter events 

Season end reviews is conducted with 
each member of Council 

Alternative ice melter alternatives were 
found to be 4 to 6 times the cost of salt 
and financially not viable 

How does Brampton perform relative to Burlington?

City of Brampton City of Burlington

Population 642,800 176,802

Dwelling Units 173,428 72,535

Road network 155 km of Arterial Roads
3812 km of Local Roads 
2115 km of sidewalks
2462 transit stops

1,635 km of road
850 km of sidewalk 

Expense per lane 
kilometer 

$5,306 $2,913
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m Arterial
(Primary)

Prior to Accumulation , bare 
surface (24 Hours) 

5 cm, bare pavement (24 hours) 

Collector 
(Secondary)

At start of accumulation , bare 
surface (24 hours) 

5 cm, bare pavement (24 hours) 

Local 7.5 cm (24 hours) 7.5 cm, not salted (24 hours)

Service Model In-house/contracted In-house (37%)/contracted (63%)

Sidewalk Coverage Within 24 hours, 48 for prolonged 
events, 45% (942km) of city 
network maintained (2018)

5 cm, within 48 hours. Potential 
for 72 hours 

Windrow Coverage Senior Assistance Rebate Program 
(2400 residents) 

Program for those with physical 
limitations

Bike Lane and 
Pathways 

Bare surface (12- 24 hours) 

Selected designated pathways 
(30km) and hydro corridors 
cleared at the same time as 
primary sidewalks 

Salting Methodology Salt Salt and Sand 
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Areas of Inquiry Relevant Outcomes Achieved/Insights Gathered  

Service Delivery 
Model

• 2018 Operating Budget: $4.86M
• Excess funds are allocated to a severe weather reserve fund 

• Operating budget is based on a 5 year average 
• Reserve fund is utilized in years when expenses exceed operating budget 

• In-house/contractor spilt (3 contracted vendors)
• 14 city owned combo plows, 13 contracted combo plows, 11 

contracted regular plows. Sidewalk resource 50/50 in-house/contract 
• 2016 realignment of sidewalk routes to enhance service levels and 

better internal/contractor service delivery
• Windrow subsidy program subsidized at 73% city cost ($53.58 per 

season per driveway) 
• Road patrol monitors and reports road/sidewalk conditions 24/7

• Road operations contracts range from 8 years, 3 years). Sidewalk contract (3 years) 
• City operators work up to 12 hour shifts while contractor responsible to provide staffing for a 

24/7 response
• City only provides oversight of windrow program, operations are done by contracted 

resources 
• Road patrol provides immediate responses to isolated accidents and assist in dispatch service
• 2017 internal audit report found in-house and contracted services combinations allows the 

best flexibility in managing weather events 

• Guaranteed Service Delivery Model (GSD) – program ensures qualified 
operators are available 24/7

• Voluntary program for staff members: operating in two shifts, staff selected receives a 
premium to be on call 24/7 during the winter season 

Service Levels 

Roads 
• Arterial/Primary Roads: 5 cm 
• Secondary Roads: 5 cm
• Local Roads: 7.5 cm of snow and when primary/secondary roads 

completed (24 hour)
• Transit stops: 5cm within 48 hours

• Transit stops snow removal and salting currently done in house are done manually by City 
resources while contractors resources do so mechanically 

• Actual average level of service was 16 hours, below the council approved threshold of 24 
hours

Sidewalks (850 km)
• Plowed upon accumulation of 5 cm, within 24 hours
• In-house sidewalk coverage includes salting, contracted resources do 

not 

• Salting/sanding service levels only extend to primary routes if extremely slippery, resident 
concerns of slippery secondary routes 

Previous additions to program include:
• Windrow Program (capped at 150 eligible driveways)
• Anti-icing
• Multi-use pathway clearing
• Priority clearing of bikeway and hydro corridor 

• Opportunity for council to request adjustments and highlight areas of concern in advance of 
budget submissions

• Season end review is conducted with each member of Council 

Jurisdiction 5: City of Burlington – Winter Maintenance
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Areas of Inquiry Relevant Outcomes Achieved/Insights Gathered  

Staffing complement 

• 2 Managers have primary oversight, 10 supervisors spilt into teams of 
two provide on-call availability everyday during winter season 

• 28 in-house operators covering 24/7 for road operations
• 8 staff assigned for sideway and pathway operations
• 10 staff assigned for complete snow removal by hand at 700 transit 

stops 
• Key internal partnerships with Fleer for vehicle maintenance/training

• City staff have no ability to cover 24/7 pathway coverage 
• Lack of in-house resources to cover in-house sidewalk operations (14 staff required, 8 

available), current issues exist in balancing workforce between road and sidewalk plowing
• Supervisor teams responsible to prepare operation plans, and update websites for residents
• 2 member supervisor teams supervise up to 100 staff (inhouse/contracting) and 80 pieces of 

equipment 

• Snow Fighting Training (through the Ontario Good Roads Association) 
for operators and supervisors to build awareness and knowledge of 
important winter operations procedures 

• Operators assigned to specific vehicles and routes to maximize route/vehicle knowledge 

Service Offerings & 
Coverage 

Windrow Program
• Program expectation is windrows will be cleared within 40 hours after 

the snow stops and within16 hours of all snow plowing 
• City provides oversight of contract, manage intake of applications
• Call out contractors when plowing is complete 

• Could take 16 hours after road plowing to clear windrows 
• Program participants are required to pay an annual fee 

Salting 
• Average salt usage per year is 65,000 tons (2017) 
• Sand pickle mix (95% sand, 5% road salt)
• Promelt (Salt solution with magnesium chloride) 
• Brine station installed in 2016

• Sand may be used as an alternative to salt for secondary and primary roads
• Upon council direction to review alternatives to salt in 2013, it found ice melter alternatives 

are 4 to 6 times the cost of salt and financially not viable 
• Amount of salt reduction tied to management practices, vehicle technology improvements 

and the use of a brine/sand combo 

Public Engagement, 
Reporting and 
Education

• Customer engagement tools include city website, scheduled daily 
operational updates during plowing events, YouTube, newspaper acts

• Automated vehicle locating (AVL) tracks the location of all 
city/contractor vehicles 

• Acknowledgement by city that residents do not understand level of service and do not like it 
• Website updates for winder control sent 3 times a day during plowing events 
• Ongoing interest in developing a dashboard for ongoing monitoring and issue identification in 

winter operations 

Jurisdiction 5: City of Burlington – Winter Maintenance
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Appendix C: Parks Maintenance & Forestry Jurisdictional Scan 
Analysis



Jurisdictional Scan Approach
The Approach

Conduct a jurisdictional analysis of comparable Canadian jurisdictions to evaluate 
service delivery models, service levels, service offerings, leading practices, and 
other key findings by:

Primary & Secondary Source Review
Evaluate the performance of Brampton’s current service offerings, its 
service levels, and service delivery models relative to identified 
jurisdictions. This includes identifying where service gaps exist, innovative 
practices/service delivery models and Brampton’s performance.
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City of Mississauga: Mississauga was selected as a comparator based on its population size, position in the Region of Peel, and comparable service offerings.
City of Hamilton: Hamilton was selected as a comparator based on its population size, high unionization rate, and comparable service offerings.
City of Winnipeg: Winnipeg was selected as a comparator based on its population size, rural-urban mix, and comparable service offerings.
City of Vaughan: Vaughan was selected as a comparator based on its population size, geographic location, and comparable service offerings.
City of Calgary: Calgary was selected as a comparator due to its recent growth and innovative approach to naturalizing open spaces

Jurisdictions Reviewed by EY

Global Innovative Practices
Jurisdictions such as New York and Houston have a number of innovative 
practices related to Parks, Maintenance and Forestry that were highlighted as 
options for the City to consider and informed specific elements of the analysis 
(such as Naturalizing Open Spaces).
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The Jurisdictional Analysis focused on specific research parameters and focus areas aligned to the scope of the Parks and Maintenance service 
review

• Parameters include: population size, annual parks and maintenance service expenditure, and ongoing maintenance costs

• Three central focus areas will guide the jurisdictional scan that will be applied to each jurisdiction: Service Delivery Models; Service 
Levels, Service Offerings, and Innovation Findings 

Service Levels

• Council approved 
service levels

• Cost and impact 
considerations 

Service Delivery Models

• Evaluating Service 
Delivery Structure (In-
house vs contracting) 

• Evaluating organization 
of service portfolios

Jurisdictional Scan Priority Areas – Parks, Forestry & Maintenance

Service Offerings 

• Services offered by 
each municipality

• Mandated vs 
discretionary services

Innovation Findings

• Managing service 
requests and 
expectations 

• Resident complaints 
and reporting

• Public education 
opportunities 

• Innovative technologies 
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Jurisdictional Scan Key Findings – Parks, Forestry & Maintenance
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 Findings

Naturalization 
a) Municipalities implementing naturalization strategies utilize a set of parameters to determine their service delivery approach
b) Parameters include: adjacency to exiting natural heritage systems to ensure effective naturalization; areas identified by conservation authorities; 

potential impacts on maintenance costs; existing health of the parks; public safety and user-need; proximity to residential/commercial areas 
c) Most municipalities employ hybrid service delivery models using not only contractors and in-house service providers, but also leveraging 

community partners 
Grass-Cutting

a) Municipalities implement continuous performance reviews with contractors to ensure service standards are consistently achieved
b) Satellite depots are leveraged to ensure efficient deployment of resources

Horticulture and Forestry
a) Municipalities are increasingly moving towards more drought tolerant, salt tolerant, lower maintenance shrubs and perennials as part of their 

horticulture programs to ensure better sustainability for the environment
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Jurisdictional Scan Key Findings – Parks, Forestry & Maintenance
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

Grass-cutting 
a) Some municipalities have decreased their annual grass-cutting rotations to include only 8 -10 cuts per year and save the costs for additional cuts
b) Municipalities at both ends of the spectrum (in terms of number of cuts per year) offer a flexibility model whereby grass-cutting can be 

decreased in certain areas (typically non-boulevard) based on weather patterns, similar to that at Brampton. E.g. Hamilton cuts City-owned grass 
9 times per annum at boulevards, with Vaughan operating at 12-13 cuts per annum, with the capacity to reduce this by 3 cuts depending on 
weather (drought or severe cold conditions) 

Naturalization
a) While grass cutting and trimming service levels decrease to support naturalization, all municipalities ensure that resources are dedicated to 

controlling invasive species, and conducting initial landscaping on the naturalized areas to improve aesthetics
b) Decreasing maintenance levels for low-use parks; and parks with a younger user-base is a strategy employed by municipalities 
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Jurisdictional Scan Key Findings – Parks, Forestry & Maintenance
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 Offerings Findings

Innovation Findings

Grass-cutting 
a) Route optimizing technology is utilized in various municipalities as a mechanism to save on fuel costs and labour by way of decreasing amount of 

time spent on each grass-cutting route
b) Computerized maintenance management tools utilized to facilitate live maintenance progress updates by contractors, and road mapping 

monitoring to address standard routes, and deviations 
Horticulture

a) Municipalities are implementing fusion gardening which increases use of contemporary, eco-friendly plants that are affordable, easy to maintain, 
and consume less water

Service offerings have been found to be similar across all municipalities for most of the Parks Maintenance and Forestry services. Exceptions are listed 
below:
Sportsfield Maintenance

a) Brampton provides additional services for sportsfield maintenance such as field lining, which is not common in other municipalities (who limit 
their services to turf maintenance, grass cutting, litter pickup etc.) 

Horticulture
a) City of Hamilton uses its own greenhouses to produces some of the flowers it uses for displays
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About this Jurisdiction

• Naturalization:
a) Parameters utilized to determined space eligible for 

naturalization – adjacency to existing natural heritage sites; 
conservation authority identified areas; impacts on maintenance 
costs needed throughout naturalization process (park maturity 
levels)

b) Naturalization framework for the City includes allowing altered 
or degraded lands that possess minimal habitat ecological value 
to regenerate into their natural state

• Grass-cutting: 
a) Optimized grass-cutting service delivery by utilizing both route 

optimizing technology, while also using computerized 
maintenance management and road mapping

b) The City utilizes a hybrid model for delivering it’s maintenance 
services: Similar to Brampton, grass-cutting on boulevards is 
100% contracted 

c) Grass-cutting service levels are at 10 cuts per year; with a 
variable schedule based on weather conditions - Roughly it 
includes two cuts in April, May, and June; Once every three 
weeks in July and August, two times in September, and one time 
in October and November 

Jurisdiction 1: City of Mississauga – Parks, Forestry & Maintenance 
Key Takeaways
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The City emphasizes Lean planning to ensure that services are 
delivered efficiently, and to ensure accountability and high 
performance. 

Grass-cutting optimization strategy is based on technology 
tools to improve route triaging, and a set list of criteria to 
assess efficiency 

Similar to Brampton, environmental sustainability, resident 
wellness, and cost-efficiencies are recurring themes for the 
naturalization strategy
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About this Jurisdiction

• Grass-cutting: 
a) Turf Management Program (TMP) a triaged approach to grass-

cutting based on type of field, park, or open space needing 
maintenance which was implemented with the central aim of 
reducing the cost per square foot of maintenance. Green spaces 
are ranked by category, and then assigned a priority level 

b) Grass-cutting occurs 9 times per annum on boulevards
c) The City leverages community partnerships to undertake park 

maintenance

• Forestry: 
a) The City is in the process of implementing an urban forest 

strategy to ensure the long term health of Hamilton’s urban 
forests. A key step in the strategy is the preparation of an 
inventory of trees within the City, to be able to assess and 
monitor their condition and tailor maintenance services 
according to their need

Jurisdiction 2: City of Hamilton – Parks, Forestry & Maintenance
Key Takeaways
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Centralizing grass-cutting, parkland maintenance, and turf 
management program helps the City manage resources more 
efficiently

Use of community partnerships for grass cutting helps the City 
manage costs more efficiently to an extent

Implementation of urban forest strategies/masterplans is 
gaining relevance in Canadian and other North American 
municipalities
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About this Jurisdiction

• Grass-cutting: 
a) Satellite depots model utilized to deploy resources most 

efficiently 
b) Grass-cutting optimization is based on capability to deploy 

resources flexibly 
c) Service levels range from 8-13 cuts per year based on weather 

conditions, with an average of 10 cuts per year, comparable to 
other jurisdictions such as Mississauga

• Naturalization: 
a) The City has designated “No Mow” zones, which are buffer 

zones closes to rivers, streams, creaks, or water bodies, which 
are not mowed to enhance native vegetation

• Forestry: 
a) As part of its objective to increase tree cover in Winnipeg, the 

City launched its “ReLeaf Tree Planting Programs”, where the 
City provides homeowners with quality, affordable trees for their 
private property and guides them on tree care

Jurisdiction 3: City of Winnipeg – Parks, Forestry & Maintenance
Key Takeaways
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Lower amount of cuts per year help the City reduce its 
additional expenditure

Encouraging tree planting in private property through the 
ReLeaf program provides revenue for the City (charges $55 
per tree), and supports its urban greenery objectives
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About this Jurisdiction

• Naturalization: 
a) Naturalization objectives at the City of Vaughan include: 

reductions to grass maintenance; planting native species; public 
education to ensure community’s are engaged in the greening of 
public space, and to ensure buy-in to perceived decreases in 
service levels 

b) Service levels are determined by: outdated parks needing 
maintenance, naturalization by user-need, environmental and 
fiscal benefits to naturalization, and capacity to naturalize parks 
while maintaining recreational element

• Grass-cutting: 
a) Grass-cutting optimization strategy is based on triaging 

maintenance routes by type of green space, ownership matrix 
(i.e.: public, private, or shared maintenance agreements), and by 
level of maintenance determined by user-need

b) Grass-cutting occurs 13 times per annum at the maximum, with 
1-2 cuts per year consisting of only leaf and debris removal. 

• Horticulture:
a) The City has implemented a “Curb Appeal” program which 

recognizes homeowners and businesses who demonstrate 
exceptional effort in maintaining the properties in a visually 
appealing manner using flowers 

Jurisdiction 4: City of Vaughan – Parks, Forestry & Maintenance 
Key Takeaways
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Planned decreases in service levels for grass cutting, 
trimming, and leaf pickups to develop “passive parks” helps 
the City reduce its costs

Increased use of low maintenance perennials for horticulture 
is consistent with Brampton’s approach of converting more 
annual flower beds to perennials

Planned decreases in service levels for grass cutting, 
trimming, and leaf pickups to develop “passive parks” helps 
the City reduce its costs
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About this Jurisdiction

• Naturalization: 
a) Areas for naturalization are determined by:

• Existing health of the park – if it is considered unhealthy, it 
requires more maintenance 

• Public safety – based on parks’ primary users (by age), the 
green space might require more maintenance 

• Potential to enhance wildlife 
• Park’s location – what is the park’s proximity to residential 

areas, school yards, playgrounds, etc. 
• Potential impacts on park users 
• Maintenance costs currently, compared to naturalized cost
• Low-use parks are categorized as priority for naturalization 
• Maintenance for naturalized parks is ongoing for first 2 

years of naturalization initiative 
• Grass-cutting: 

a) Grass-cutting is at a standard service level of 12 cuts per year
• Horticulture:

a) City implemented a YardSmart program that aims at ensuring 
lesser watering, lesser weeding, and lesser fertilizing of gardens

b) City implemented an Enhanced Landscape Maintenance 
program which allows communities to collect and use 
community generated funds to add additional landscaping and 
maintenance services to parks and boulevards beyond the 
standard provided by the City

Jurisdiction 5: City of Calgary – Parks, Forestry & Maintenance 
Key Takeaways

167

Structured framework and criteria for identifying areas for 
naturalization helps support the community engagement 
strategy and obtain Council buy-in

Use of community partnerships for the Enhanced Landscape 
Maintenance program helps the City manage costs more 
efficiently to an extent
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Appendix D: Transportation Services Summary



Transportation Services Review – Approach

169

Focus Areas

Transportation Planning Transport Project Delivery and Coordination

Desired Outcomes

Improving operational efficiencies Ensuring effective strategic coordination
Enhancing services for more optimal 

outcomes

The objective of the transportation service review was to identify organizational structure changes and/or process improvements in the following 
focus areas to enable the City to address key challenges related to operational efficiencies and strategic alignment of services.

We adopted the following approach to address the scope of the Transportation services review and found that process improvement opportunities 
may be found through the realignment of organizational structures based on accountabilities, synergies, and capabilities of the constituent entities.

Evaluate mandates and 
accountabilities of all 

transportation services entities

Identify challenges, bottlenecks, 
gaps, and overlaps in current 

accountabilities

Identify jurisdictional leading 
practices/case studies that are 
relevant to Brampton’s issues

Develop and validate org. structure 
options and resultant process 

changes to achieve the desired 
outcomes above
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Transportation Services Review – Accountabilities in PW&E
Public Works and Engineering accountabilities across mobility services 

Capital Works Division
• Accountabilities:

• Manage capital road infrastructure projects from beginning to end, including coordination across stakeholder groups
• Management of physical assets, including monitoring and maintaining the condition of the roads and bridges in line with infrastructure planning 

• Capability and work activity focus areas: 
• Environmental assessments (EAs), design, tendering and construction

Transportation Special Projects Division
• Accountabilities:

• Deliver major transportation projects such as rapid transit in Brampton as identified in Metrolinx’s 2041 Regional Transportation Plan, including Hurontario 
LRT, LRT Extension EA study, and other transportation projects in accordance with 2019-2022 Term of Council Priorities.

• Improve the transportation network connecting Brampton to the GTHA through the 2019-2022 Term of Council Priority – 3.1 Equalize all forms of 
transportation and Brampton 2040 Vision

Capability and work activity focus areas: 
• Environmental assessments (EAs), design, and construction of major rapid transit projects 

Traffic Services (within the Road Maintenance, Operations and Fleet Division)
• Accountabilities:

• Guide and define strategies and frameworks to allow the City to make sound decisions about service delivery in the areas of Municipal Parking Operations, 
Traffic Signals, Street Lighting, Crossing Guards, Outside Services, Right of Way Permits and Traffic Operations

• Monitor and maintain the condition of the traffic signal, street lighting (including pathways), transit signal priority, and fire emergency pre-emption systems
• Capability and work activity focus areas: 

• Develop, monitor and evaluate programs and recommend innovative strategies that improve service delivery and effective management of resources to meet 
Service Plan Goals and Objectives

• Delivery of a variety of programs and services in the right of way but not limited to the following: Traffic Management Centre, Vision Zero,  Neighbourhood 
Traffic Management Guide, Sign Shop, and Downtown Parking Garage operations
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Transportation Services Review – Opportunities

The following options were identified to mitigate the challenges faced within the transportation service area

Option Opportunity Description

Consolidation under 
“One Roof”

• There is an opportunity to bring transportation - and mobility services more broadly - under one roof, including planning 
(infrastructure and mobility), and delivery of all mobility services (buses, parking, bicycle shares, etc.) similar to Ottawa's 
Transportation Services Department, which is responsible for the planning and operations of all transportation services 
(see options and case studies on next pages)

• With the development of critical City plans and strategies in recent years, most notably the complete streets vision and 
strategy, the work of transportation and mobility more broadly is moving more towards an implementation phase, making 
it more and more relevant for the planning function to work closely with both Brampton Transit in terms of service delivery 
and Public Works and Engineering, in terms of infrastructure development and traffic safety

• Regardless of the organizational structure ultimately determined by the City, there remains a strong case to keep the 
capital works side of transportation services (i.e. the construction, engineering and maintenance operations of roads) 
under Public Works & Engineering, where similar functional capabilities in professional engineering reside, including the 
coordination of all building and engineering related to linear assets 

• As part of any steps to explore possible organizational structure changes, initial steps would include 
• Aligning departments through governance, for example through the creation of a mobility committee that is 

accountable for achievement of the City’s overall mobility outcomes and improving information flows and reporting
• Identifying and communicating specific outcome goals and performance metrics for each business area (see next 

page)
• Conducting detailed business process reviews and job impact analysis across all impacted functions, for example 

alignment of performance metrics to desired outcomes, analysis of potential labour and labour relations impacts,  
and identification of productivity opportunities including duplication and inefficiencies around handoffs and rework
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Transportation Services Review – Opportunities

The following options were identified to mitigate the challenges faced within the transportation service area

Option Opportunity Description

Aligning departments 
through outcomes and 
performance measures

• Formal and clear alignment to measurable outcomes could: 
• Clear outcomes for the people and businesses of Brampton have not yet been identified for mobility services, 

which therefore represents an opportunity to align all groups across the three departments (Brampton Transit, 
Public Works and Engineering, and Planning and Development) towards common goals and performance metrics  

• Bring stakeholders together in achieving common performance metrics (e.g. modal split, road pricing and value 
estimation) that will drive closer cooperation and coordination across departments

• Bring greater attention to Council priorities across every area of the process (e.g. focus on “complete streets” in 
planning activities, environmental assessments (EAs), and transportation service delivery)

• Streamline hand-offs and non-value add steps in the business process (e.g. address instances of duplication or 
rework due to lack of clarity over how each department’s outputs are utilized downstream in the process)

• Opportunities to drive alignment include: 
• Use of robust evidence-based business cases early in the process that bring forward inputs from all departments 

involved in mobility services, including tools and parameters to support decision making (similar to the approach 
taken by Metrolinx to develop business cases)

• Tracking measurable outcomes in governance forums across departments, in particular for areas where 
departments or divisions are not co-located or Council has identified priorities or made specific requests

• Creating opportunities to innovate and drive continuous improvement by clarifying for all staff and stakeholders 
across the transportation services process how their work links directly to desired outcomes and how each group’s 
outputs are utilized as inputs by downstream groups (e.g. completed roads are then maintained to minimum 
standards, monitored for pedestrian safety, utilized for effective bus transit, etc.) 
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Transportation Services Review – Overview of Potential Org. Structure Models

Organizational Structure Considerations 

Context for mobility services organizational design: 
As part of this review, entities providing transportation services within Public Works and Engineering, Planning and Development, and Brampton 
Transit have been assessed for potential opportunities to enhance the organizational structure of transportation services. Organizational structure by 
itself cannot drive operational improvement, but can serve as a vital component of organizational design in alignment with strategy, governance, 
performance management, data management and information sharing, and operational practices. Prior to implementing any changes to
organizational structure, more detailed analysis is required, including developing an organizational wide “mobility” strategy that focuses on moving 
people over moving vehicles – this would enable different City entities involved in transportation to align their goals, objectives, outcomes, and 
performance measures in a more formal manner and as a result, facilitate conversations on the most suitable organizational structure to serve that 
vision, including capability assessments and job impact analysis at the staff level. 

Other considerations: 
In addition to organizational structure, other opportunities related to organizational design have been identified, including: 
• Opportunity to increase coordination of all departments through more formal governance and alignment on common outcomes and performance 

measures (e.g. modal split, lower carbon emissions) for people-centric mobility services 
• Role clarity and accountabilities with respect to public education and engagement with Council
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Summary of Org. Structure Options

Option 1 – “Mobility under two departments with mobility planning under PW&E” option: 
Place transportation services under two departments by moving the 6-person Transportation Planning group to Public Works & Engineering. Under 
this potential option, the Planning & Development Services department would not be directly involved in Transportation or “Mobility” more broadly, 
but close working relationships would be required to ensure alignment between mobility planning and other City growth planning (e.g. land use 
planning). In this option, the capital budget ownership for transportation would lie with PW&E while the operational budget is split between PW&E 
(for linear assets) and Brampton Transit (for service-based assets).

Option 2 – “Mobility under three departments” option: 
Maintain transportation services as split between three departments with limited modifications to the organizational structure involving the 
movement of two areas under Public Works & Engineering (Transportation Special Projects and Traffic Planning) to Planning & Development Services.  
In this option, capital budget ownership would be split between Planning and Development (owns all major/special projects) and PW&E (owns capital 
delivery for all other transportation services).

Option 3 – Mobility services under one roof option: 
Move all of transportation services “under one roof” with transportation planning, and Brampton Transit moving under Public Works and Engineering, 
which could be re-named as “Public Work, Engineering and Mobility”. This new entity would have total ownership of the capital and operating budgets 
of all transportation/mobility related services.

Transportation Services Review – Overview of Potential Org. Structure Models
Three options have been developed. Diagrams and assessments for each option are included on subsequent pages, which illustrate the strengths and 
limitations of each potential change to organizational structure. Note that organizational structure changes create opportunities that must be 
complemented by other aspects of organizational design, including strategic alignment on desired outcomes for the public.
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Transportation Services Review – Potential Org. Structure Model 1 of 3

Advantages: 
• Increased functional alignment for "mobility planning" functions under one 

department, including transportation planning, traffic planning and 
transportation special projects

• Simplify accountability and increase responsiveness and agility for mobility 
planning and engineering from the perspective of the public and Council

• Maintains functional alignment of engineering and operational capabilities 
under linear assets building and maintenance, including keeping 
Environmental Assessment (EA) under one department (roads, transit, 
storm water, etc.)

Challenges: 
• No single point of accountability for transportation and 

mobility at the Commissioner level across two departments, 
i.e. PW&E and Brampton Transit (the CAO is effectively the 
“head of the transportation services business process”)

• Inherent risk of potential misalignment across departments 
with respect to balancing priorities and achieving desired 
mobility outcomes

“Mobility under two departments with mobility planning under PW&E” option: The below diagram and assessment represents the option to put 
transportation services under two departments by moving the 6-person Transportation Planning group to Public Works & Engineering. Under this potential 
option, the Planning & Development Services department would not be directly involved in Transportation or “Mobility” more broadly, but close working 
relationships would be required to ensure alignment between larger city planning (e.g. land use planning) and mobility planning.

Planning & 
Development Services

Public Works & 
Engineering

Brampton Transit 

Chief Administrative Officer

Transportation 
Planning

Department 
level
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Transportation Services Review – Potential Org. Structure Model 2 of 3

Advantages
• Increased functional alignment for planning functions under 

Planning & Development Services
• Simplify accountability for mobility planning from the perspective of 

the public and Council
• Ensures clear views are represented from both planning and 

engineering (i.e. capital works and operational maintenance) at the 
Commissioner level

Challenges 
• Reduced functional alignment of engineering and operational 

capabilities (e.g. EAs) with design and construction elements of 
transportation special projects moved to another department 

• No single point of accountability for transportation and mobility at the 
Commissioner level across all three departments (the CAO is effectively 
the “head of the transportation services business process”)

• Inherent risk of potential misalignment across departments with respect 
to balancing priorities and achieving desired mobility outcomes

“Mobility under three departments” option: The below diagram and assessment represents the option to keep transportation services split between three 
departments with limited modifications to the organizational structure involving the movement of two areas under Public Works & Engineering to Planning 
& Development Services.

Planning & 
Development Services

Public Works & 
Engineering

Brampton Transit 

Tran. 
Special 
Projects

Traffic 
Planning

Chief Administrative Officer

Department 
level
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Transportation Services Review – Potential Org. Structure Model 3 of 3

Advantages
• Lower risk of misalignment across all areas of transportation 

services and mobility services more broadly
• Single point of accountability at the Commissioner level for 

achieving desired mobility outcomes for people and businesses 
• Simplify accountability and increase responsiveness and agility 

for mobility planning and engineering from the perspective of 
the public and Council

Challenges
• Future changes to public transit (e.g. uplifting by the Province, or 

regionalization by Peel Region) may impact mobility planning and delivery, 
as Transit and associated Transit planning resources would be part of the 
uplift

• Possibility of loss of checks and balances as planning and operations both 
reside under the same entity which may result in lower independence 
between the two streams

• Possible disconnect between transportation/mobility planning and Planning 
and Development as these two functions would reside in separate 
departments

Mobility services under one roof option: The below diagram and assessment represents the option to move all of transportation services “under one roof” 
by moving Transportation Planning (from Planning and Development Services), Brampton Transit, and the entire Public Works & Engineering department 
under a new entity titled “Public Works, Mobility, and Engineering”. This entity would have complete ownership and accountability of mobility related 
services in Brampton.

Existing Public Works and 
Engineering Department

Brampton Transit 

Commissioner of Public Works, Mobility and Engineering

Components of Planning 
& Development Services

Department 
level
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Transportation 
Planning
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Appendix D1: Transportation Services Jurisdictional Scan Analysis



Jurisdictional Scan Approach
The Approach

Conduct a jurisdictional analysis of comparable Canadian jurisdictions to evaluate 
transportation services organizational structures

Primary & Secondary Source Review
Evaluate the organizational structure of the entities delivering 
transportation services in these jurisdictions. Evaluate the extent to which 
these jurisdictions have been able to implement a mobility-view in their 
transportation operations by integrating the planning and service delivery 
of the constituent entities

179

Jurisdictions Reviewed by EY
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The following jurisdictions were chosen for comparison as each are large urban Canadian municipalities with a municipal-owned public transit system
• City of Mississauga
• City of Ottawa
• City of Calgary
• City of Edmonton
• City of Toronto



About this Jurisdiction

Jurisdiction 1: City of Mississauga 

Transportation and Works
• Engineering and Construction 

Division
• MiWay
• Transportation and 

Infrastructure Planning
• Works Operation and 

Maintenance 
• Hurontario LRT Project Office 
• Stormwater

Takeaways

• For business planning purposes organization-wide, lines of business are organized 
into service based areas. Each of these service develop their proposed plans 
consistent with the corporate wide strategy. (ex. Transportation related initiatives 
are aligned with the Strategic Plan’s “move” pillar in developing a transit oriented 
city. 

• Mississauga is shifting its transit system from a radial system to a grid network and a 
focus on express services. As a result, there is an organization wide focus on 
planning and propositioning for future rapid transit corridors in its infrastructure 
plans. Rapid transit planning and development largely resides within the MiWay
division.

• Business operations, service development, fleet maintenance and management of 
busses and support vehicles in MiWay fleet is managed independently within the 
MiWay division.

• Performance of Transportation services are evaluated across a balanced score card 
in the areas of: Financial, Customer, Employee and Business Processes.

• With 32% of the Roads service area retirement eligible between 2020-23, a talent 
management and succession planning program has been implemented to address 
anticipated staff turnover in the area

Elements of transportation services are delivered across the organization, 
but a majority of operational, planning and capital responsibilities, including 
the public transit system, reside under a single “Transportation and Works” 
department

Transportation services in Mississauga in delivered across three City departments as depicted below: 

Planning and Building
• City Planning Strategies 
• Development & Design 
• Building

Corporate Services
• Facilities and Property 

Management

Department and relevant business 
lines 

Transportation Services Delivered

Facilities Maintenance, Building Services and Operations
• Provide maintenance and security of transit buildings (ex. Terminals, 

wash bays)
Security Services
• Transit Enforcement Unit
Capital Planning and Asset Management
• Build accessible facilities that promote the use of transit 
Realty Services
• Acquire property interests in support of transit initiatives

Roads 
• Infrastructure Planning and Engineering Services 
• Works, Maintenance and Operations (inc: Winter Maintenance) 
• Infrastructure Design and Construction
• Cycling & Pedestrian Programs
• Parking
• Fleet Maintenance 
• Traffic Management and Municipal Parking 
• Environmental Management of City-Owned Properties
Transit
• Transit Operations  
• Business Development and Systems
• Transit Maintenance 
• Rapid Transit (Proposed Hurontario LRT) 

Development and Design
City Planning Strategies
• Implementing transit-related master plans as per City Planning 

Strategies 
Development Engineering and Building
• Transit and Land Development studies for major transit station areas

Transportation and land development strategies are developed by the 
Planning Department – similar to how the service is delivered in Brampton

Key Jurisdictional Elements 



About this Jurisdiction

Jurisdiction 2: City of Ottawa

Innovative Client Services 
• Fleet Services

Takeaways

While transportation services are largely centralized within certain 
departments, Ottawa’s subcommittee reporting structure adds another layer 
of specialization within business lines 

Transportation-related services at the City of Ottawa report to different standing committees. 

Department and relevant business 
lines 

Transportation Services Delivered

Reports to: Finance and Economic Development Committee 

Rail Construction Program
• Responsible for the close-out and implementation of Stage 1 

Confederation Line LRT and construction/implementation of Stage 2
• Leads design and construction of LRT and rail-related infrastructure 

capital projects 

• Each of the City’s service areas (e.g. transportation, public works, planning) report 
to a Standing Committee.  Some departments (e.g. Transportation Services) report 
to multiple standing committees 

• Internally, the Transportation Services department manages all services related to 
mobility, including the planning, implementation, operations and delivery of all 
forms of transportation 

• The Transportation Committee oversees all issues related to the City’s 
transportation network, rapid transit long-term planning and infrastructure

• The Transit Commission is responsible for providing guidance and direction to the 
Transportation Services Department on all issues related to public transit operation 
(OC Transpo, O-Train, Para Transpo). Membership includes council and citizen 
members

• Fleet-related planning, procurement and administration is managed in a 
department (innovative Client Services Department) separate from Transportation 
Services. It manages all of the City’s fleet across all city programs including OC 
Transpo/transit units, fire services, paramedics, parks,  and warehouses that 
procure automotive materials

• All rapid transit planning related to rail/LRT reside in Transportation services but 
uniquely reports to the Finance and Economic Development Committee

Transportation Services 
• Light Rail Planning and 

Implementation Program

Transportation Services 
• Traffic Services
• Transportation Planning

Parking Services 
• Parking facility management 
Roads Services 
• Summer and winter maintenance 

Reports to: Transportation Committee

Fleet Services 
• Procures, maintains, and administers City’s fleer of vehicles and 

equipment, including OC Transpo units

Reports to: Planning Committee

Planning, Infrastructure and 
Economic Development 
• Long Range Planning

Community Planning
• Transit-oriented development plans

Public Works and 
Environmental Services 
• Parking Services 
• Roads Services 

Traffic Services 
• Manage and monitor traffic flow and right-of-way infrastructure 
Transportation Planning
• Provide strategic planning for City-wide transportation policies 

OC Transpo
• Operational delivery of OC Transpo bus and LRT services
• Maintenance of transit vehicles and facilities
• Special Constable program and fare enforcement 
• Service and System Planning 

Reports to: Transportation Committee

Transportation Services 
• OC Transpo

Dedicated LRT planning and implementation area resides outside of the OC 
Transpo, sitting within the broader Transportation Services Division

Key Jurisdictional Elements 



About this Jurisdiction

Jurisdiction 3: City of Calgary

Transportation Planning 
• Optimizing and Improving 

Transportation Choice
• Transportation Monitoring 

and Reporting
• Transportation Planning 

Policy

Takeaways

• Calgary’s service based budgeting divides transit and mobility services amongst six 
categories: Parking, Public Transit, Sidewalks and Pathways, Specialized Transit, 
Streets, Taxi and Vehicles for Hire

• Services are led across service lines with transportation services responsibility 
overlapping across departments – However due to a service based view of 
budgeting, plans and strategies are aligned without conflicts

• Major road construction projects are built and managed by Transportation 
Infrastructure business unit

• Transportation Planning business unit develops plans and policies to meet city-wide 
transportation needs, while working to seek council approval for projects

• A high priority responsibility within Transportation Infrastructure branch is 
stakeholder engagement and making it easier for public to gain access to 
information and participate in public hearings 

Calgary leverages a service based budget view, creating alignment of 
transportation services through the budgeting process while retaining existing 
department structures. Thus irrespective of the organizational structure, or the 
position of departments, alignment to mobility goals is obtained through a service 
based budget view

Calgary’s transportation department is composed of four business units collaborating to deliver services:

Department and relevant business 
lines 

Transportation Services Delivered

Optimizing and Improving Transportation Choice
• Improving existing modes of transportation 
Transportation Monitoring and Reporting
• Support transportation department with collection of data and 

forecasting
Transportation Planning Policy
• Planning and design of infrastructure and establish infrastructure 

needs for new developments 

Transportation 
Infrastructure
• Major Transportation Capital 

Projects

Calgary Transit
• C-Train and Bus Service
• Fleet and Infrastructure 

Management 
• Specialized Transit 
• Service Planning and 

Customer Service

Roads
• Roadway & Bridge 

Infrastructure
• Sidewalk and Bikeways
• Snow & Ice Control
• Traffic Control
• Business and Technical 

Support 

Public Transit (Calgary Transit) 
• Operation of rapid transit buses, CTrain and local bus routes
• Customer information systems and security services 
Specialized Transit
• Specialized transit operations
Fleet & Infrastructure Management
• Lifecycle management and regular maintenance 
Service Planning and Customer Service 
• Long-range planning within Transit, operational planning to existing 

services 

Roadway & Bridge Infrastructure, Sidewalk and Bikeways
• Development, construction and maintenance of assets
Snow & Ice Control
Traffic Control
• Traffic management 
Business and Technical Support 
• Departmental wide support (ex. Customer service, technology)

Major Transportation Capital Projects
• Support infrastructure planning, delivery and construction of new and 

expanded transit facilities, roadways and other infrastructure 

Leadership of service delivery stretch across multiple service lines, creating a 
direct necessity for collaboration, communication and adherence to 
common divisional goals

Key Jurisdictional Elements 



About this Jurisdiction

Jurisdiction 4: City of Edmonton

City Operations
• Parks and Road Services
• Edmonton Transit Service
• Fleet and Facility Services
• Waste Services
• Businesss Performance and 

Customer Experience 

Takeaways

• City Operations Department is organized with a focus on service delivery of 
municipal services and infrastructure, consolidating most of the city’s mobility and 
facility service  branches in one area

• Capital-related infrastructure resides in a dedicated department focused on the 
development and delivery of infrastructure planning, design and delivery

• The Edmonton Transit Service Advisory Board (ETSAB) provides advice and 
recommendations to the Urban Planning Committee and City Council on public 
transit related matters from a stakeholder perspective. 

• Asset maintenance was centralized in 2016 with Fleet and Maintenance Services 
maintaining 5,000 vehicles and equipment, 900 city-owned building

• Dedicated “Great Neighborhoods Program” manages integrated planning and 
design of comprehensive neighbourhood infrastructure renewal including 
transportation infrastructure

Dedicated “neighborhoods” branch administers processes for local 
improvements and related projects beyond renewal of roads, 
sidewalks to include transportation, parks and economic development

Transportation-related services in Edmonton are delivered across the Departments below:

Department and relevant business 
lines 

Transportation Services Delivered

Edmonton Transit Service (ETS)
• Bus, LRT and Paratransit operations
Fleet and Facilities Services 
• Facility maintenance (22 Transit and LRT Facilities)
• Transit fleet maintenance, preventative maintenance  
• Fuel management 
• Fleet infrastructure planning, procurement and disposal 
Parks and Road Services
• Traffic safety
• Infrastructure maintenance and operations 
• Network operations (sign, lightning, traffic control) 
• Parking Operations and Enforcement 
• Winter maintenance 
Business Performance and Customer Experience
• Support branch operation-wide continuous improvement projects  
Waste Services 
• Waste collection 

Integrated Infrastructure 
Services
• Infrastructure Planning and 

Design
• Infrastructure Delivery
• Business Planning and 

Support
• LRT Expansion and Renewal

Infrastructure Planning and Design
• Transportation Planning and Design
Infrastructure Delivery
• Transportation Infrastructure Delivery
Business Planning and Support
• Neighborhood planning, design and infrastructure delivery 
LRT Expansion and Renewal
• Dedicated development and delivery of LRT expansion 

Key Jurisdictional Elements 



About this Jurisdiction

Jurisdiction 5: City of Toronto

Transportation services in Toronto in delivered across multiple City departments and agencies as depicted below: 

Department and relevant 
business lines 

Transportation Services Delivered

City Building and Policy Development
• Comprehensive transit planning frameworks and studies for 

LRT, SmartTrack and Regional Express Rail projects 
• Implement transportation and transit network planning
Development Review Decision and Implementation 
• Mobility strategies to increase open space and amenities 

around transit infrastructure (ex. King Street Transit Pilot) 

City Planning 
• City Building and Policy 

Development
• Development Review, 

Decision and 
Implementation

Policy, Planning, Finance 
and Administration
• Transit Expansion Office

Transit Expansion Office 
• Lead and direct City’s participation in long-term capital 

intensive transit network expansion projects. 

Engineering & 
Construction Services 
• Municipal Infrastructure 

Construction 
• Engineering Review and 

Acceptance

Municipal Infrastructure Construction
• Provide specialized engineering, surveying and 

construction inspection support to transit programs
• Deliver engineering and project management services 

internally to build new or upgrade existing infrastructure 
(including transit expansion) 

Engineering Review and Acceptance
• Ensure compliance for transit expansion applications

Transportation Services 
• Road and Sidewalk 

Management 
• Transportation Safety 

and Operations 
• Permits and Applications

Road and Sidewalk Management
• Maintain roads, sidewalks, bike lanes and other 

infrastructure
• Winter Maintenance   
Transportation Safety and Operations
• Traffic management and support of active 

transportation/surface transit operations 

Department and relevant 
business lines 

Transportation Services Delivered

Fleet Services 
• Fleet Management
• Fuel Management

Fleet Management
• Fleet management services for City Divisions and agencies
• Lead lifecycle management of City-wide fleets, including 

procurement, acquisition, maintenance and disposal    
Fuel Management 
• Fuel management operations for 7,100 assets

Facilities, Real Estate, 
Environment and Energy
• Facilities Management
• Real Estate

Facilities Management
• Implementation of City-wide Real Estate Model  
• Coordination and management of facility portfolio (ex. 

Union Station)  
Real Estate
• Capital preservation, repairs and improvements to City 

owned facilities 

Toronto Transit 
Commission (TTC)
• Conventional Transit 

Operations 
• Wheel Trans Operations
• Fleet Management 
• Infrastructure and 

Facilities Management 
• Management and 

Administration
• Fuel and Energy 

Management

Conventional Transit Operations 
• 24 hour transit service including rapid transit, local buses, 

streetcars/LRT and subways 
Wheels Trans 
• Specialized door-to-door services for those in need for 

accessible transportation 
Fleet Management 
• Repair and preventative maintenance for TTC vehicles 
Infrastructure and Facilities Management 
• Custodial, security, building, infrastructure maintenance and 

service to TTC transit facilities 
Management and Administration
• Transit planning, design and administration of TTC projects
Fuel and Energy Management
• Fuel and energy management for transit infrastructure 



Key Jurisdictional Elements

Jurisdiction 5: City of Toronto

Takeaways

• Transportation and Transit Planning Study is a capital program within City Planning Division where staff perform in-depth studies to implement the City’s official plans, including environmental 
assessments and public consultations. It is fully funded by capital funds and development application reserve funds

• Dedicated Transit Expansion Office acts as a single channel of access for City’s divisions, TTC, Metrolinx and other levels of government to advance the City’s transit expansion efforts
• Engineering and Construction Division provides and manages internal engineering, design and construction for the City’s transportation infrastructure
• First municipality in Canada to access contracts for vehicles and equipment through a cooperative approach with other North American municipalities. An average saving of 36% per vehicle is 

generated through this procurement method, with a 50-70% decrease in procurement to delivery time 
• Toronto is implementing a new City-wide real estate model that streamlines authorities and coordination to better manage the Toronto’s real estate portfolio
• Public transit operations, planning and design are done via an arm’s length agency, the Toronto Transit Commission (TTC). The agency manages and leads public transit related capital projects 

and procurement through its dedicated groups in Expansion, Engineering and Construction. 
• The TTC, in its City agency capacity is responsible for transit service planning and coordination activities while working with multiple levels of government, the city itself and Metrolinx. As an 

agency, it is governed by a board with members appointed by City Council. 

Transportation services are distributed among more divisions and agencies in Toronto than in other jurisdictions. However, most of the departments involved in transportation roll up 
to a single Deputy City Manager thus enabling the City to coordinate strategies and priorities 

The Transportation Services Department is also in charge of road and sidewalk maintenance, including winter maintenance, which draws similarities to the Public Works and 
Engineering Department in Brampton  

With multiple public transit projects on the horizon (ex. HuronOntario LRT) , a centralized expansion office (similar to Toronto's Transit Expansion Office) provides a singular channel for 
multi-levels of government and agencies to communicate and articulate their objectives 
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