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We are pleased to submit our reviewhelobjectiveof our review wa to conducta high level governance
and organizational healtbheck of theCountycorporate governance through an assessment of roles and
responsibilities, and organizational effectivenggsreview has not been done since 20®y)submission of
our report to Council we believe that we have addressed the resénts ofour Terms of Referenctor

this assignment

We completed a full scaleorporate g@vernancereview, reviewed the operations of each individual
department within the County reviewed the County human resources functionsreviewed the

organizational hierarchy includinigest practices; reviewedeporting structures to identy strengths and
weaknesses;dientified opportunities to enhance communication, thainternally and externally; asseske
strategic planning, operational planning, and budgeting systemesiewed the working relationship

between Counciand senior administration; aneviewedCouncil as a leadership team.

Our review process included individual private intews with Counit, staff, external stakeholderand a
few additional oneon-one interviews with members of théeadershipteam; an extensive process of
document collection and review; and an analysis in key areas of importance within the organizati®n.
important to note that we observed thatCountyis operating reasonably well and we believe thair
recommendations will help th€ountyachieve a higher level gkrvice toBeaver Countyesidents.

From observations and findings during the review we hianaale 44 recommendationsfor improvement.

These recommendations are being provided to Council and the CAO for consideration, adoption, and
implementation. Careful consideration is required on the timing and resource requirements associated with
implementtion ofeachrecommendation.

We appreciatethe opportunity to be of servicelt has been our pleasure to serve yathich we believe
reflects he commitment of both Council aradministration to ongoing improvement in ensuring efficient
and effectivecorporate governace.We summarize the report outline and highliglus the following page

We have presented our report in 18pecific sections:
1. An executive summary of the key findings and recommendations.
2. Setion A provides an introduction, terms of reference and pess
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Section Blescribes components of a sound organizational systevhat works

Section Qescribes roles, duties and performanceigadors

Section Ddescribes elements of a good model of decision making in a governance setting.

Section Bprovides oumgeneral reviewobservationsrom interviews and documentatian

Section Fdescribesa brief description of our findingskey issues.

Section Glescribegerformance expectations

. Section Hprovides an overview, observations and some analysis of eachtdearand their functions.

10.Sectionl providea description and observations regarding key functions in regional collaboration.

11.Section Joroposes abetter model of decision making and governjrand anew organizational design
with key functional changestimprove efficienciefor Counciland the Community

12 Section Kprovides our recommendations.

13.Section Uists documents, contacts and comments heard.

© o N 0w

Sope and methodology- for this project was designed toeview the operation of the governance,
administation, organizational design, and reporting responsibilitieBuring the review we received a
significant amount of material directly related to the performance of Council as a leadership and governance
body, and the performance of the administration.yKendingsin the reportinclude:

Council Working Relationships since this Council was electad2017 the relationships on Council appear

to be evolving, and it has taken some time for this Councilllly understand the role and mandate and
then begn to work together effectively. Being consistent in Council roles and responsibilities has been an
ongoing learning activityCouncil has had ishallengeselative to relationships and focus; we observed that
debate about priorities continues to evolve.

Strategic Planning; Current strategic planning documents argeresting, but have someeficiencies A
common theme is that the current Council strategic vidgioes little to direct administration ia true sense
of strategic priorities. Without a dear set of strategic goals, with key performance expectations
administration is struggling ttocus on operational planning, impactibgdgeting. A clearly defined process
is required to ensure th€ountyplan is current, and relevant.

Communicationc It is clear thatcommunications services have not been effective. Council and the Reeve
need a sound Corporate Communications Servicsfertivelysupportthe corporations work.

Working with Administration ¢ Some Council members expressed concern withspect b the
implementation of Council icection. Somebelieve that the advice from administrationtaimes was
guestionable However,not all Council members felt this way; soteughtthat the CAO was providing the
best advice and direction he coulthder some challenging pressures. We algb hear and observe that
thereis generatrust in moststaff members whadirectly present to Council

It was noted by both Council and members of administration that a trusting relationship ialways
present. Over the past few years some Council members suggestedhbet have been a feussues that
have affected thavorking relationshipsome feel thatinformation provided by the administratiodid not
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support Council directiomnd attimes more informaibn was neededThere have been several occasions
where members of administration have made presentations to Council and unnecessarily negative
responsesvere given Someadministrative stafiloesnot believethe Council actively seeks out their advice

or demonstrates acceptance of the advipeovided. In the process of dealing with matters raised by
residents or stakeholders, sonmmes staff report that they think their actionshave been publicly criticized

by elected officials

Councillor Involvement; Some staff report they find it a challenge to work with a Council thetises on

and questions administrative detailyhich takes up considerable time and effort. Some report that they
KI 88 SELISNRARSYOSR / 2 dofddtly thypasdldgiie agdeegpivloddlii Atytithes &aime T F
Council members have not been consistent in the manner in whielp Engage with administration (i.e.
Councillor inquiriesof all types, including forwarded resident concerns and information requestd,
reaching down to a variety of levels in the organizatiprnThisappears tocreate issues with managing and
tracking matters, and also fails to respect role separatibalso can place staff in a precarious position.

Performance Management During the reviewwe assaesed the manner in which Council is engaging in
performance management of itstrategic mandate and implementation of such by tBAO We observed

that Councidoes notprovide clear performance expectatios.KS /| h Q& LISNF2NX I yOS A
key performance indicatorsfrequently tied G 2 / 2 dzy OAf Q& { G NI (S Bkidds CLCOt | Yy @
performance reviewgppearoverlysubjective andlo not provide annual goals, objectives or cldaection

for improving performancereas of concernSome Concillors epressed concern that they are unclear on

the process tdold the administration accountable and needed a better system of ensuring accountability.

Department Level Findingg we completed an overview and assessment of each individual depattmen
within the County administration. Arising from the individual departmdatel findings were common
themes that apply to multiple organizational units, or to t@®unty administration as a whole. These
included:

8 Morale - Morale isanissuein somedepatments.

8 Trust- Many staff reported feeling they were unsefo honestly cooperate with thieview as they have
witnessed some negative activities between Council and management and were feaduhmmienting

8 Recognition- Staff feel they are not ackndedged for any good workby the leadershipSome suggest
that their ideas concerns or opinions are not heard by management, even when they are bringing
forward usefulideas which couldenefit the municipality.Some felt it was no use to give advice to
management as it was not welcomed/here staff report high levels of recognition, it is generally specific
to an individualand not the overall unit

8 Communication- Communicatiorfrom the top down andbetween departments is often lacking, and in
some casesthere isno formal process for communicatiom place. Staffs appear to rely on personal
relationships with other staff teinderstand expectethsks, as the appropriate route often results in red
tape and delayslt is not good for employees to find out m@rs from the dmoccasin telegraphor
outsidemedia.This is embarrassingnd counter productive
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8 Compensation; Some concernwere expressed about thealary grid being maxed and there appears to
be no movemento review the grid and recharge it. Mamynployees have reached the maximum on
their pay grid andncreasingly believe thahere islimited upward roomto adequately compensate for
their efforts. There was general consensus that if Beunty compensation(includingbenefity was
reviewedit would help theCountyto become more attractivdor future employees

8 Health, Safety & Securitg The lack of a proper safety program to ensure employees and contractors are
operating safely isa concern. The current Health and Safety program is handled ghyehrough
administrative procedures anthe expectations that the frontline staff follow protocols. There are
tailgate meetings in the field, but many times thgreedprotocols arenot followed Someone needs to
be watching. Facility protection and sgity requiresattention.

8 Human Resources employee relations and support is generally not availablaffShaveto rely on
word of mouth and managers to deal witheir personnel issues. This appears to be a general gap in the
overallK dzY | y NXeaighdwhitiindhe drganization.

Central Services Modet There are times when rigorous application of policies, processes, andteyss
across departmentappears to hamstringhe administration from using common sense and imaginative
approaches to resolvessues This ismainly due to the central policy control. dlsoappears that at times
some of the dministrative policies and their implementati@re notalwaysclear and/orup to date.

Use of Technology, There is no IT policy. There are areas of hedbgy gaps. @ne staff report being
underserviced and find themselvdacking up to datetechnology.The Website is in need of technical
modernization that would support efficiency and service response for ratepayers.

Performance Appraisals Performane appraisals are aommonpoint of some concernWhile appraisals
are supposed to be completeahnuallyby every department, application of appraisals is inconsistent. Some
staff report never having an appraisal, some have sporadic appraisals, and soimenpireir own. We
observed a number of performance appraisals recently compligethe first time in many years.

Performance MeasuresPerformance measures are rarely in place and $afbt alwaysheld accountable
for service levels.

Organizatiomal Design A number of the findings contained within the report relate directly to the design of
administration and to the current division of functionGurrently the CAO has eight direct reports and
together with the role of advisor to Council he igrtan too many directionsThere are too many direct
reports. Obviously this equates to poor conclusions on several fronts because of the lack of time available.
The organizational design considerations were reviewed, with recommendations for changesciartent
organizational modelThe most significant change is the establishmentttoEe distinct services with
General Managers providing oversight and direction. This offers the opportunity to amalgamate Public
Works, Transportation and Agriculture Drage services under erGeneral Manager.

While the comments above indicate a number of areas for improvement, the County does have a solid core
of employees and practices. The areas to improve can be done with some external help plus internal efforts.
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Respectfully submitted,

J.R. McDonald & Associates Inc.
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Corporate Governance Revideaver County

EXECUTIVE SUMMARY

Introduction

J.R. McDonald & Associates Irfconsultant)was requested by Council to revid®eaver County
Corporate Governance performance as follows:

x Governance (Council roles and responsibilities)
x  Administration (roés and responsibilities)

x QOrganizational responsiveness

x Programs and services effectiveness.

Council Purpose for the Review

BeaverCountyCouncil initiated this reviewn July of 2021n order to identifyanyissues thaimay

be creatingchallenges odifficulty forthe County as a municipal corporatispecifically, and the
Countyas a whole. Coundiequested anindependent third partyprovide a review as a type of
report card ora measurementofi KA a / 2dzy OAf Qa GSNXY Ay 2%t OS
vision and mission.

Councilis aware of the challenge iattracting andmaintaining a trained professional staffhey
understand that thg and the administration mustork together to achieve succesBhisreviewis
intended to help this and a fute Councfl docus the County and provide insight and
recommendations on how to improve th@orporate Governance

Council requeste@ completereview of the reporting relationsips, roles and responsibilities, an
assessment of what the issues are, asdommendations as to what should be done to resolve
them.

TheProcess

Work began on this review in latarly July 2021and during the processiterviews were held with
all Council members, thiaterim CAO, senior management and most of theuntystaff members.

Interviews were also held with stakeholders, ratepayers and contracforgview of the financial
administration, operations and field services was complet€de consultantattended several
Councilmeetings andoured many of the roads, fadiks and infrastructure, as well as tmeain

office, shops and yards.

Documents reviewed during this reviemcluded:
0 Agendas and minutes

o Bylaws and Policies

o Employee agreements

o Employee Position Profiles
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0 Wage/salary grids and benefits program

oBudgetsfori KA a /[ 2dzy OAf Qa GSNXY Ay 2FFAOST o0dzR3AS
audit reports

o Quarterly reports and variance reports

o Capital plans

o/ 2dzy OAf £t 2N O2YYAG(1SSQa (SN¥XYa 2F NBFTSNByOS

0 Request for Decisions

o Previous Council strategic plans

0 CAO perfanance reviews

0 Shared services and mutual aid agreements

o County Landuse Bylaw, ASPs a5t > L5t FFyR L/ CQa

o Relevant reports, studies and planning documents.

0 Municipal Government Aeind regulations

Objective

The consultar® independent reviewobjective isto contribute to the development and wellbeing

of the Countywithin an overall healthy and capable governance structure. A corporate governance
review is valuable to the extent that it captures the present situation in a reasonably accurate
manner. Recommndations in thereview are sensitive to the culture of the community and the
organization. The corporate governance review providesapshot in timeof what is happening,

and includes a summary of suggested improvements that can lead to positive change.

About BeaverCounty

Located generally along Highway 14 in central east Alberta, B&artyspans close to 360,000
hectares or about 1,400 square miles, serves some 6,000 residents and maintains close to 2,700 km
of roads.It is a large Qmty with mary different issuesTheCountyis led by a five member elected
Council serving four year terms and administered by a Chief Administrative Qificedirectsa
professional staff. BeaveZountyprovides municipal services to a strong agriculture community
(central andeastareag and also a significant group of rural subdivisignest areasland two
hamlets The County possesses a viable assessment base and appears io bereasonable
financial position relative to its current needs and in comparison otber similar sized
municipalities

TheCountyoffice is located in the Village of Ryley. It was officially established as the M.D. of Ryley
No. 480 in 1943, renumbered to MD of Beaver No. 73 in 1945, the M.D. of Beaver No. 73 was
incorporated into theCountyof Beaver No. 9 in 1964 and finally it was incorporated as a municipal
district on July 31, 1999, and the name was changed frGouhtyof Beaver No. 9" to "Beaver
County. (Wikipedig
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BeaverCountyis a typical rural municipal corporaticstructure with key service responsibilities

that generally include; Agriculture, Corporate and Legislative Services, Finance, Planning and
Development, Community Development, Community Services, Public Safety and Public Works, that
is led by a Chief Administrativafficer (CAO).

A significandifferent responsibility is waste management and tGeuntyis a recent signatory to a
Municipal Controlled Corporation, Claystone Waste Ltd. The other municipal partners of this MCC
are Town of Tofield, Village of Ryleywhoof Viking, and the Village of Holden.

The County has an abundance of diversified agriculture operations and supports a large
geographical area that is quite differeeiast of Tofieldto the Town of Vikingthan it is in the
western portion of the CountyThe wesern portion of the County contains several country
residential subdivisions that anmore populatedand demanding more attentianNestledwithin

the Countyalong Highway 14 arthe Towns of Tofield and Viking, thdéamletsof Kinsella and
Bruce and the Villags of Holdenand Ryley BeaverCounty has an abundance of recreational
opportunities, anabundance of surface water that attracts an overabundance of Beavers (thus the
name BeaveCounty that create numerous infrastructure ar@€ountychallenges.

County Councihave Isted some 40 active committeekey committees includeBeaver Regional
Partnership, Beaver Emergency Services Commission, Beaver Foundation, Agriculture Service
Board,and Highway 14 Regional Water Services Commission.

Adminigration of the Countyis overseen by a Chief Administrative Officer (CAO) who reports
directly to Council. The CAO oversees the organization and is responsible for the effective,
efficient, safe and viable delivery of programs and services ofCthentypursuant to Legislation,

Bylaw and PolicyCurrently staffing consists of 56 positions of which 16 are seasonal. Of the 40
Cet9Qa wmy FNB Y|yl 3SYSone poiioyisRare iRl xoychangeNthraughd S &
succession.

Critical Review

At the outset it § importantto clarify and address the very nagging question that will arise during

the reading otheseF AY RAY 34 | YR 20aSNBIFGA2yad aLa SOSNEI
this review is based on the notion that things should be looked at thhoagritical eye with best
practices as the comparison. Howevese mustemphasize thanhot everything iswrong with the

Gounty; in fact, Council, staff and citizens halene a lot and have much tee very proud of.

This review putghe Countycorporate governance under a microscope comparing Binty to
the best practices forural local government. As an outcontewill and hasdentified a number of

J.R. McDonald & Associates IncOctober 6, 2021 Pagel4



Corporate Governance Revideaver County

key issuesand recommendtions that the County should consider,together with a number of
observatios and suggestions throughout the report.

Summary of Findings, Observations and Recommendations

The report provides significant detail and observations regarding the roles and responsibilities of
Council, Reeve, CAO and administration together with olagems and analysis. It identifies the
administrative functions within th€ounty and makes a humber of recommendations for
consideration.

Recommendations:
COUNCIL

1. Council accept this report and direct thext CAO to provide a report to Council onvinthese
priorities will beimplemented and when

2. Development of a welplanned and implemented Council orientation process outlining duties,
roles and responsibilities of Council, Reeve, CAO, and senior staff.

3. That Councibnd the CAQnitiate aCound leadprocess for strategic planning that will aid
Council in developingtrategic measurablgoalsand objectives

4. Development ofa process for improvinGouncicommunicationwith ratepayers and staff;
improvingthe relationship between Council andrachistration.

5. Implementation of a process for team building; building relationships @ukncil, the CAO and
senior managemerthat leads toY dzii dz £ (G NHzad FyR O2yFARSY OS> |
role.

6. That the Council revisit the terms of the codéconduct and strengthen theonfidentiality
protocolandthat each Council membehouldswear and signpon becoming a councillor

7. That Council hold administration accountable to provide professional/expert advice and
recommendations.

8. That protocol at @uncil Meetings be strengthen anddhe be nodebating with emploges at
Council Meetings

9. ThatCouncil and the administration begin poioritize a review of all key bylaws and policies.

10. That all members of Council be briefed on complex issues befoceshsg in a public setting.

11.That the CAO establish internal administration pro@=sse allow appropriate staff to input on
policy recommendations.

12.Development of a public participation process on Council policy matters.

13. The following priorities for plicy review:

9 Strategic/Corporate Planning
1 Council Orientation Process

Communications
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Economic Developmentvater management and environment

Recreation Programming Policies

Terms ofReferences fo€Committees of Council

CAO Performance Review

CAQCouncil Ceenant

Compensation Policy

Human Resource Polity Staff Management, Development and Training

Whistle Blower Policy

Hiring of Personnel and Code of Conduct for All Staff

Followup to Staff Suggestions
1 Treatment of the Public; Responsiveness to Complaints.

14.The creation of a indexedCouncil policy manual specifically for Council policies and distinct
from administration policies.

15.That the Committee of the Whole be revisited and implemented as the Governance and
Priorities Committee and a Bylasrcreated forits function.

=4 =4 =4 4 4 -5 A8 -5 -5 -2

CORPORATE MANAGEMENT

16. Council and the CAO meet at least twice annually to discuss issues and concerns, seek remedies
for any new issues, review performance and plan for the following year and beyond.

17.The CAO have regular meetings witletReeve and/or Deputy Reeve to discuss strategic policy
matters, and relevant discussion from those meetings should be shared quickly with the other
members of Council.

18.That the CAO develop a business plan with measurable objectives and provide an outcomes
report to Council annually as a means of assessing the performance of the administration,
which then becomes an important component of the measurements used to assess the CAO
LISNF2NXYIF YOS RdzZNAYy3a (GKS /! hQa | yydzZ t LISNF2NXYI

19. Anew CouncdCAO Covemrd be developed that formalizes relational protocols to support
NB&LISOG F2NJ SI OK 2 §aad sakraantdnunytshothh puyies tb seleking 2 dzy O A
clarity in the relationship and to seriously undertaking to conduct their respective roles
appropriakly. The covenant should be accepted or endorsed "in principle" and be seen as an
appendix to a CAO bylaw and/or contract

ADMINISTRATION
20. That the CAO meet weekly wigenior management tearto address issues and fan for the

next Council meetingand to discuss action items.
21. That the senior managemenineet regularly with key staff to discuss important matters.
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22. That Leadershigprovide the CAO withecommendations and suggestioos the following
fundamental governance matters:
1 How toaddressand/or respond to public issues.
1 To provide quality technical and professional advimethe CAO to bring t€ouwncil.
1 Impact affectingongterm administrative and operational planning.
1 Development of business plans and performance measurements that carpbeEmented

as a management toslfor programs and services delivery

1 Succession planning strategies.
1 Levels of delegation and empowerment of the management.
1 Maintain confidence in thénancial information on capital projects.

23.The request for decision (RFprpcess bestrengthened so that all matters that go before
Council for decision are propengtted and havesound reasoning, appropriate supporting
documentation, recommendations and alternatives

24.Develop a sound8usiness Plan that supports the Countéiggic Plan. The Business Plan
should empower staff to perform their duties appropriately, and review/modify performance
measures to hold all staff accountable.

25.That the role of a Legislative Clerk reporting to the CAO be developed and implemented.

ECOIOMIC DEVELOPMENT AND COMMUNICATION

26. Thatone positionisdelegated to the combined role of economic development and
communication, and report tthe CAO. These functions widlve a profound effect on the role
of Council and th&ounty as it plans a sttagy for its future economic webeing.It should also
consider water management and environmental management within the organization.

SUCCESSION PLANNING ANMAN RESOURCES

27.Thata process be developed to establishanprehensivesuccession plan.
28. That a more focused emphasis on recruiting to important and/or vital positions.

29.That the administration strengthens its human resource function.

PLANNING FOR THE FUTURE

30. That Councifevisit its road master plan tdevelop an infrastructure development dn
maintenance strategy supported by a financial policy to ensure sufficient investment is made in
infrastructure to help reduce the longeerm financial burden due to the cost of maintaining
the infrastructure.Such a plan should contain an annual rebadtdedule.

31.That Council develop &@rowth Management/Development Plan
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32. ThatCouncil establish an economic development pad implementation strategy that
improves regional development objectivg$ypically a project of this type will taked3nonths
to develop and outline implementation needs. Municipal grants are often available to support
these projects.)

GENERAL ADMINISTRATIVE INITIATIVES

33.That a greater priority be placed drealthand safetythrough theestablisiment of an
operations safety officeMVe suggest the safety officer role be put under protective services.

34.That more emphasis be placed on employee relations.

35. That all position descriptions be updateahd reviewedannually and that all staff performance
reviews contain annual goals and olijees that can be measured.

36. That the current procurement policies, procedures and standards be reviewexdh by
independent party and report to Council. The General Manag&uaoporate Servicesill
providerecommendatios with comments and any actionsising from the report to the CAO
and Council.

37.That prior to any large purchase, the end user be consulted.

OPERATIONS

38. Prior to any major workr development planneih the Hamlets, the community be consulted
and/or informed.

39. Thatthe Maintenance Shop Feman position be filled.

40. Thatthe CAO fill the positionf Economic Development Officer and Communication/Public
Affairs Officer as soon as possible with a person who is educated, trained and experienced in
the field of economic development, communicatigaiblic affairs.

41. Administration developan automated inventory control system for equipment, tools, vehicles
and parts.

FUNCTIONAL ORGANIZATION PROPOSED

42.Thatthe CAO implement the proposed new organizational structureudlned herein,
including the dgelopment of a Senior Executive Team.

43.Added or adjustd functions includep D a €@@obicD®&velopment/@mmunication,
Legislative Cleri§afety OfficerEmployee Relation®lanner, Zield Spervisors(Weassume
some adjustments from within anekstimate this will increase the budget by between $250,000
and $325,000 annually).

44. Thatstaff be given a presentation on roles and responsibilities within a municipality.
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PROPOSED FUNCTIONAL ORGANIZATIONAL CHART

COUNTY RATE PAYERS

v
COUNCIL

v
CHIEF AMINISTRATIVE OFFICER

ECONOMIC DEVELOPMENT & 4 > LEGISLATIVE CLERK
COMMUNICATION/PUBLIC AFFAIRS

COMMUNITY SERVICES INFRASTRUCTURE CORPORATE SERVICES
f ADMIN ASSISTANT 1 ADMIN ASSISTANT !  ADMIN ASSISTANT
! PROECTIVE SERVICES 9§ OPERATIONAL SERVICE § CFO/ACCOUNTANT
- Safety - MAINTENANCE ! HUMAN RESOURCES
! AGRICULTURE SERVICE - ROAD CONSTRUCTIO - Empbyee Relations
f  PLANNING & DEVELOP - BRIDGES f  FINANCE & ADMINISTRATION
1 PARKS & REC - DRAINAGE
- FACILITIES
- EQUIPMENT
- SHOP/YARD
- INVENTORY
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THE FULL REPORT

SECTION ANTRODUCTION, TERMS OF REFERBRNPROCESS

A.1INTRODUCTION

The Council for Beaver Counf@unty) initiated thiscorporate governanceeview as a way to
assess Council and adnsitmation@ performance. The Review objective is to have an independent
analysis of the effectiveness of the current governance model. Council has a keen interest in
effectively delivering programs, services and orderly government on behalf of the sitereh
ratepayers of theCounty. This review will be seen as an importameasurement of the

2 NB | Y A pdrfarmagicg endl the effectiveness the role of the administration and Council in
leading and guidinthe performance othe organization.

This eview, prepared by .R. McDonald & Associates Inonsultant)is based on the terms of
referenceandis as comprehensive as possitdssessinghe information provided by théounty,
as well as thenterviews, observations and analysis of the goverrindy, both policy makers and
implementers. Every effort has been made to be concise yet informativejrdediiews of staff
and others havédeen synthesized téocus onissues that are important to the performance of the
Gounty. Every effort has been rda to protect the identity of those interviewed.

This CorporateGovernanceReviewwill provide Counciland administrationwith an independent
perspectivethat is:

U A snapshot in time
U Meets theterms of reference, and
U Addressesnattersidentified during theterm of the review.

A.1.2 BeaveCounty Profile

x Some Facts
1 Todaythe Gounty is governed by dive-person CouncilThe Reeve is selected from the five
Councillors
1 The COUNTYovers359,940ha and has 2,600 km of road networks containsclose t03,000
dwellings with a population of approximatefyO00
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1 The total population including the incorporated municipalities within its boundaries is
approximately 10,000

1 The County isituated close to the City of Edmonton with a greater Edmonton population of
over ane million.

1 The County has easy access to key services including the Edmonton International Airport.

COUNTY OF
MINGURN NO 27

| MO, 0F
wp 48 WAINWRIGHT NO 61

= 2016 UPDATE RURAL ROAD STUDY
BEAVER COUNTY

=

1 TheGounty is included irtwo provincial constituenciesylaskwacisWetaskewin theHonourable
Rick WilsorMLA,and CamrosgJackie LoveMLA

1 Annual Expenditure Budget funded by all sources in 2021 was $27.5 million

1 The Equalized Assessment for 2020 was reported al®illon

x Positive Aspects abouthe County

Before commencing thiritical analysis of th€ounty governane, there is a needo clarify and
address thefundamentalquestion that will arise during the reading of findings and observations.
GLa SOSNROKAY3I g NBwiduslythisRevighridibksed/ah thédotibiK thak things
should be looked at thragh a critical eye with best practices as the comparig@mwever, not all is
wrong with theGounty; in fact Council staff and citizens have a lot tee very proud of. Here are
some positive indicators about tH@unty:

0 There iggenerallya progressive gf-the-job-done attitude

o There are manymportant projects completed or underway

o The County provides a wide variety of services with a dedicated professional staff.

o Much good work is being accomplished, and many staff members are effectively engaged in
their work.

o Service to the public has had its challenges but generally, administration sees it as most
important.
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o While somewhat tight, there is currentufficientrevenueto supportcurrentinfrastructure and
programs

o For the most partthe Countyroadsare well maintained

o There is aeasonable collegialorking relationship with thewo townsand two villagesocated
within the Gounty boundaries as well as neighbouring municipal districts

o Council is engaged in getting things done arahts them doneefficiently andright.
o Eachdivision h&strong, dedicated and committee@presenation fromeach Councillor

o0 There aresignificant interactions witlagencies, boards and committees throughdthat benefit
the County and the region

0 The Reeve is engageddawanting tobe productiveandis trying to be areffective leaderand
for the mostpart Councillorsand staff gpear supportive

0 Some programevice levels have been reviewachumber oftimes over this term in office.
0 Mostdepartments are proud of theaccomplishments

o While there is some, it does not appear that theme excessivgubliccomplairts about
programs and servicethis seems tondicate a generabatisfactionby ratepayers and
stakeholders.

o Many of theCountyaccomplishments representgositive, collective effort of past and current
Gouncils and administrations.

A.2TERM®F REFERENCE

The objective is toprovide a critical assessment of the current operations, governance and
functions of Council, management and administration and recormgagons for change to assist

the County in its goal of achieving greater effectiveness in its governance structure and abilities.
One of the great benefits of a corporate governance review is that it captures the present situation
in a reasonably accurateannerand provides recommendations that are sensitive to the culture of
the community and the organization.

The terms of reference include the following:

1. Review the functioning of Council as a legislative and lealg® body and to determine if
improvenentsshould orcould be made.

2. Bvaluate the current working relationship and management style of @#ewith Council and
County

3. Interview each Councillo€EAODirector,Superintendentand most of theemployees.

4. Assess andnake recommendations on the ppopriate role and responsibilities of the Chief
Administrative Officer.

5. Assess current practices for preparing Council information and review the methods seatfior
usesto prepare Council for handling issues including public inquiries.
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© 00

11.

12.

13.
14.

15.
16.
17.
18.

. Review the presat legislative decisiomaking processes including the staff reports, reporting
minutes, time allocations, staff resources and future needs for standing committees. Identify
how Council can begulfil its governance obligations and expectations.

. Review amd identify recommendations for change that would improve the organization
structureto address any perceived deficienc@senhance service delivery

. Assess the current corporate direction/vision for the future.
. Review the current strategic plannindunctions and assesseghe process for identifying

community needs oissues.
10.

Review the current management practices, administrative procedures, performance
measurement system and the guiding role of management.

Assess the adequacy of the currekéy job de<riptions and recommended changes as
necessary.

Assess the expectations of senior positions and the current capacity to perform at expected
levels.

Assess the communication patterns between Council, management and staff.
Overviewcurrent operational planing, staff/resource allocation levels and workloads with a
view to determining effectiveness of each departmeageration

ldentify anyconcerns withservice leved

Suggest any more cosftfective methods in which to deliver services.

Reviewquality offinancial advice being provided to Council and Senior Management.

Assess the processes for budget and financial management controls including information
systems, planning and practices.

19. Provide opinion as tavhether employee numbers are appropriate coresidg the size othe
Gounty.
20. Provide an opinion as to whether or not the curre@bunty policies are effective and
beneficialand of course any missing policies
A.3STUDYROCESS

A.3.1Conductingthe Review

Every effort has been made to complete a thogbureview.This review has beenconducted in a
professionaimanner with input sought from all members of Coilnsenior management anstaff

from all departments. The Consultant has also received considerable input from stakeholders and
ratepayers. Thereaders shouldecogniz the limitationsthat a snapshot in time posefeview
methodology is one that i®undedon the desire to gain a clear understanding of how Beaver
Countyfunctions at presentand to identify what changes am may benecessay in order to
increase the effectiveness of tlgovernance of th@rganization.
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Work began in early July of 202henthe consultantmet with a group of local staff to introduce
the review objectives and answer questionBhe Reeve also submitted a lattef introduction to

all staffand external stakeholders

The consultantnterviewed all Council members, thieterim CAO, senior management aatmost
all staff membergqa few casuastaff and someoperators were not interviewed)n addition contact

anR AYUOGSNBASsAE 6SNBE KSEtR gA0K

I £ £ (withiik $he GoantigNJ A y

and in some cases the Mayorbnportantlythe consultantalso attended several Council meetings
and other irhouse meetings with staff.Key and relevanCounty documents provided by the

management and staffiere reviewedincluding:

0 Agendas and minutes
o Bylaws angolicies

o Position descriptions and wage/salary grids and benefits program
0. dzZRISGA FT2NJ GKAA [/ 2dzy OAf Qa ( SNX)Y addifrepEsTFamOST o6

the last two yeas
o Quarterly reports and variance reports
o Capital plans
o/ 2dzy OAf £t 2NJ O2YYAGGSSQa GSN¥ya
0 Copies oRequess for Decision
o Council strategic plans
o Specifigperformance reviews
o Shared services and mutual aid agreense
o Landuse Bylaw,ASBs L5t ¥ a5t X L/ CQa
o Relevant reports, studies and planning documents.
o Inter-municipal agreements
o Union CBA
o Contracts and other agreements

2T NBFSNByOS

o Other related correspondendeom both internal and external sources
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Methodology

Commence July 6, 2021 Issue Report Sept 2021

Terms of Reference
Gather Documents
Interviews
Visit and Tours
Follow up & Review Questions
Draft Report
Final Report

A.3.2 OurReview Team

The Review team consisted tifree professional consultants:

U Rick McDonald, CMC (lead consultant)

U Darrell TomaMSc, PAg (DistfiCMC, CA@onducted Interviews)

U Wayne Bullock, Public Works Expeg{conducted interviews with operation staff)

A.3.3 Purpos of this Review

Beaver CountyCouncil initiated this review in order to identiBny issues thatmay be creating
challenges odifficulty for Council specifically, and tl&ountyas a wholeoperationally Council

was especiallynterested to have an ingpendent third partydo areview as a measurement of

| 2dzy OAf Qa GSNXY Ay 2FFAOS FyR AGa adzO0Saa |4 A
Council is aware of the challenge of operating in a diverse mix of agriculture, industriedartdy
residential semurban culturesCouncil indicated that they wanteah independent assessment as

to how the County has progressetliring this term in the face of significant challeng€suncil
understands the importance of working together with Couatministration to abievetheir goals

and reach ameasure ofsuccess. This revieis intended tosupport this andfuture Counci
refocusand provide insight and recommendatiofts improvement.
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SECTION BVHAT WORKS

B.1 COMPONENTH A SOUNDRGANIZATIONALYSTEM

There are a number of key interdependent components to a soondicipalorganization.These
aK2dzZ R y28 0S O2yaARSNBR a a2yS 2FFa¢s o dz
governance.lt is expected to find key principles for the governing of thenicipality. Some
include:

o Governance is a function of ownership, not management

o Council represents the owners and is tik between ratepayers and management

o/ 2dzy OAf Qa | i@ e Mhidigal GOvRriiedt Act and camly be implemented
through Council policyr resolution

0 The endobjective is to achieve resultsr those who Council represents

o Council policies describe whatiimsportant for the County they create a sense of salfscipline

o Council sets prudent limitatiorsn andfor adminidration expectations

o Council takes considerable time and is sensitive to the stakeholders, ratepayers and staff when
making policieg usually they are built through steps from the larger to smaller policies

o Council must regularly monitor policies and aglsk any ambiguities

o Council via delegation to the CAO set in place through policy guidelines expectations for
programs and service

o Council must show accountability to the ratepayersaddressing their values, needs and
objectives

The following are aspestof whatwe look for and what works when good governance principles
and practices are in place.

B.1.1 CouncilLeadership

x Council members understand their legislated mandate, both as individual Councillors and as a
Councilas a whole

x A vision statementsi developed by Council to guide future initiatives of both Council and
administration

x A set of goals is provided by Council to establish the stage for specific targets for each year, and
are to be followed by the administration.

x An ongoing Council polidevelopment regime is in place to establish guiding policies directing
the administration to take specified actions in anticipated circumstances.
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x Council is focused on the big picture and broader issues whichaheéyhe communitybelieve
will impact thefuture of the Gounty (the what), rather than focusing on issues that ought to be
handled by an effective and trusted administrati@the how).

B.1.2 Clarityof Roles

x A written role statement for the Reeve, as the CEO of @wnty which underscores the
RSEPSQa NBfIFUGA2YaKALI G2 [/ 2dzyOAf | a | ¢K2tSx |
relationship to the CAQSection 154(1)

x A written role statement of Council as a whole and for individual Councillors which details their
corporate and individal responsibilities(Section 15& Part 6)

x A written role statement for the role of the Chief Administrative Officer and the legislated
authority under which this position is to functio¢Bection 207, 208(1 & 2)

B.1.3 ProfessionalAdministrative Leaderkip

x A Councisupported administrative vision statement flowing from the Council vision statement.

x A set of administrative goals and objectives consistent with those of Council, which set specific
measurable targets for the following year and beyond.

x The @O, with support from the administratiomaddministratiorg used to designate
management as a teajndrafts appropriate policieat the direction of Councibr Council
approval.

B.1.4 Trust Confidence and Respect

x Evidence of respect between members of @aland its administration.

x Trust and confidence in the CAO as evidenced when the CAO states that something has or will
be done, the Reeve or Council do not feel they havevatch over his/her shoulder to ensure it
is done, rather the effort is complet&nd can be observed

x Comments during Council meetings are courteous and positive, and any exchange at the Council
table between members of Council and the CAO or the administration is appropriate.
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B.1.5 Council Effectiveness

x A comprehensive orientatioprocess within 90 day®llowing the Council election; this process
is thorough and balanced, providing Council with a clear picture of the role of Council, each
Councillor and the administratioSection 202.1(1)

x A further comprehensive overview of the maof the main programs and services occurs in the
weeks following the Council election.

x Council is focused on making the rigleicisionsand isproviding the appropriate stewardship.
x Councilreceivescomprehensive advice and the best analysis possibte fwimaking a decision.

x Councilors are adequately prepared for all meetings by being briefed in advance on complex
matters, and by perusing the briefing materials made available by the administration and other
sources.

x Councilhas developed a ProceduraBylaw for the operation of all formal Council activities,
including Council meetings, Committee of the Whaled any other Council committee.

B.1.6 DecisionrMaking Structure

x There is a clear destorrmaking process is in place for administration.
x AlCoy OAf YR /2YYAGGSS YSSGAy3da IINB 2Ly (2
making process.

x Debate by Councillors is encouraged and competing points of vievo dre expected(Respect
for each other is a basis upon which good debate takes place.

B.1.7 Administrative Practices

x The administration follows Council policy and is focused on making fair and impartial decisions
in the best interest of theCounty without forgetting the individual needs of community
members

x CAO carefully assesses theut provided by various departments before presenting advice to
Council

x Authority is delegatedy the CAQo staff that are encouraged to make decisions within their
area of responsibility.

x The organizational structure should not restrict or hinder, kather facilitate decision making.
(functional capacity is evident)

x The number of positions reporting directly to the CAO should be manageable.
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x The organization demonstrates a reasonable degree of synergy.

x The organizational design should be functionadl flexible, providing competence and capacity
in key service delivery areas.

B.1.8 Openness to Change

x There is an attitude of receptiveness and responsiveness to quality improvements.
x There is avillingnesgo try new ways of doing things.

x Continuousas®ssnent of current methods and functionas to whether theyare still needed or
appropriate.

B.1.9 Communication

x There isclear and conciseommunication policy guiding how th@ouncil, the Reeve acting on
behalf of Council and the CA@II communicate rgularly with residents and ratepayers as to its
vision, policies, plans ansglsueschallenges.

x Formal communication tools are used to deliver tbeuntymessages to citizens and ratepayers,
and to receive input from the public.

x Internal communication stragies are followed to keep all staff informed and involved in the
direction of theCounty.

B.1.10 Cultureof the County

x The citizens and ratepayers are informed and understand the current process for decision
making by the Council.

x There is a behaviouralolicy in place that emphazs the value that Council and staff place on
each other and the residents. The focus of a behavioural policy is to treat each other and all
residents with great respect, and action their requests promptly and with courtesy.

x Allpolicy issues are referred to all Council members concurrently; administrative issues are dealt
with in accordance with the powers and authorities granted to the CAO and as delegated from
there.
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B.1.11 FinancialProgram

x In accordance withthe MGA andCourOA f Q& @A & A 2-¢rh plank &bBoald ilNbacef 2 y -
for the financing of both capital and operational initiatives.

x There is a formal budget development proceBsis process supports Councils Strategic Plan.
x There is a formal Counapproved annubbudget for both administration and capital costs.

x All usesand investmentof Countyreserve funds are guided by Council policies on the purpose
and use of each reserve.

x Financial reports are provided regularly and are signed off by the CFO (senioefpenson)
and CAO. These reports generally focus on the exceptions or variances to approved financial
plans and budgets; Counalnot required toinsert itself in thefinancialdetails, but shouldbe
prepared toask appropriate questions when the needpresent.

x Council retains and independent accredited Auditor. Audits are performed annually.

x Annual audit management letters from the auditing firm aesponded to by Administration
anddealt with promptly.

B.1.12 Municipal Facilities

x Municipalfacilities are designed in such a way as to offer services effectively and efficiently.
x Municipal office contaisappropriate signage to encourage ease of transactions for the public.

x The municipafacilitiesare appropriately sited to permit ease of access to gineatest number
of current and future residents

x Technology is used which keeps pace with the requirements of difganization and is
maintained promptly and in accordance with properly scripted performance standards and
manuals.

B.1.13 Performance Measwment

x  Administration establishes business plans including specific and measurable targets that are set
at the beginning of each budget year.

x Expected deliverables are identified.

x Performance results are measuradnually
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B.1.15 Information Management andTechnology

x An information management and technology system is in place and is governed by a
comprehensive set of policies.

xAn information technology (IT) plan is in place and actively applied.

x Information technology is continuously updated to meet the neethd demands of Council and
management.

x A timely and responsive IT maintenance system is in place.

SECTION ROLEDUTIEANDPERFORMANCE INDICATORS

C.1THEPURPOSE OF A RURAL MUNICIPALITY IN ALBERTA

Accordng to the Municipal Governmemtct (MGA) Setion 3:

G¢KS LizN1J22asSa 2F + YdzyAOALI tAGeE | NBY
to provide good government,
to foster the welbeing of the environment

to provide services, facilities or other things that, in the opinion of council, are necessary or
desirable for all or a part of the muipality,

to develop and maintain safe and viable communitasd

to work collaboratively with neighbouring municipalities to plan, deliver and fund
intermunicipal services.

The Municipal GovernmentAct (MGA)does not describe how these purposes are ®delivered

leaving itup to the MunicipalCouncil acting in the best interests of the people and communities it
servesMGA Sectioré notes thatd ! Ydzy AOA LI ft A& KIF & yIFGdz2N> £ LISN
that they are limited by this or any other édai Y S iete @résome important principlesegarding

roles, duties and performance indicatdreat apply toBeaverCounty.

C.2THEROLES OF A COUNCIL

C.2.1Governance

Thereis a significant difference betwedhe role of Council andhe administration;albeit they are
highly interdependent When a Counciheets to make decisionst represents anddeliverson
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behalf of the people (ratepayers,residents administration,and stakeholdersas it determines
what policies are needed to accomplish the resultesired. Administratiors role is todetermine
the best administrative or operational actionsander to implement Council decisions. Council and
administration area team, and the rolef each team member needo be clear in order for the
team to perfom effectively and successfully.

When roles are clearly defined, understood and practiced theregeitlerally bemore effective

and efficient governance. Many of the problems fading f (& LJS& 2 F .taldysd#a |y F
from a misunderstanding (or lause of the applicatiorof) the basic roles within a governance
structure. Often this leads tenisunderstanding, unclear motiveanimosity and resentmentWe

often see that wherthere is evidence ofmicro-managementy Counci or a group of Coucillors

there canoften be founda clouded understanding leading to inappropriate usawthority.

C.2.2/ 2 dzy Orikddrstaading of Process

The Municipal Government ActMGA) providesdirection andsufficient empowerment for the
Community to elect a group ofti@ens to form a municipalozincil to leadthem. Council leadership
isthrough establishing guiding policietrategic goalsandclearobjectives. This is the key message
of the MGA the expectation of Council is to lead.

Leadership should be the maiadus of a Counci” Council exhibits leadership whenrépresents

and clearly articulates the priorities for theverall community; seeks public input on key issues;
clearly understands the issues; and is prepared to stay committed to what it beliebeste right
thing to do. A Council must clearly grasp the enormity of its responsibilities; set in place
appropriate upto-date policies; and establish clear decision making processes that@dowcito
perform prudently and ofterjudiciously

Councilmust ensure thatit is not unnecessarilynoving intothe administration roleln fact this is
strictly forbidden under the MGA.It will alsoset in place appropriate processes and protocols to
ensure thatadministration does not step umtessarily into ta role of Council

Ly G2RIFeQa Y2RSNY SNI SPRVANT 2EASERSBHIF hE bedbeSthe desiye® S
approach and is expected by the citizens of the commuiiite very essence of running for Council
should in our opinion be based on the desiceserve. The elements of servant leadership should
produce effective governance by serving the interest of those governed. If the motive is not
serviceor the culture is something other than service, (i.e. command and control, or personal gain)

it is vey quickly obvious thathere is a lack of understanding of the role and responsibility
associated with being a Councillor.
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C.3COUNCILLABUTIES

Section 153 of thd&1GAoutlines the duties of Councillors.

C.3.linterest of the Entire County

TheMGA,Secton 153 (aktates that a Council is expected

G2 O2YyaARSNI GKS 4StFIFINB YR AyiuSNBada 2F GKS
attention anything that would promote theelfareor interests of the municipality.

Section 153 (a) of the MGA piides clear and essential guidance for the vireing of theCounty.

It points out that theCounty Council has an obligation to consider issues and make decisions that
benefit the County as a whole. Council must give equal weight to ideas, opinions ane&simus

from all Councillors andhe publicfrom alldivisionsof the County and avoid oveemphasizing any
particular vested interesfThis is not to say an issue is not important, but it is important to establish
guidelines to ensure all decisions amnsidered in relation to thevellbeing ofthe entire County.

C.3.2DevelopingPolicies and Programs

Section 153K) of the MGAstates that a Council is expected
to participate generally in developing and evaluating the policies and programs of the ralityicip

Council ilectedto determine what is in the best interests of its resideatsd ratepayersand to
RSGSNNYAYS 6KI (3 canbe redisinglly hdoQdrated indd tyfeAnfiyicipdans and
annualbudget.

C.3.3Patrticipationin Counciland Committee Meetings

Section 153 (c) of the MGstates that a Counddr is expected

to participate in council meetings and council committee meetings and meetings of other bodies to
which they are appointed by council.

While all Councillors are enttl to participate equally in all regular meetings of Council, it does not
meanthey each need to speak oaverymatter, but rather thatthey clearly understandhey are
free to speak when they wish to.

Section 153 (c) provides that each membeexpectedio participate in meetings; therefore, each
Councillor must attend and should be reasonably prepared to take part in a Cour@dumcil
Committee meeting by reading the background materials provided by the G#*Qlelegated
officer. Councillors should search and prepare themselves for each topic to be discusdeancil
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must ensure that it has all the information and has an opportunity to challenge the issue before it
through debate and information.

C.3.4CAQInformation and Advice

Section 153 (d)f the MGAstates that a Council is expected

to obtain information about the operation or administration of the municipality from the chief
administrative officer or a person designated by the chief administrative officer.

In order for Council to be effectiveit is important that Council and the CAO have an open
communication system so as to ensure they are provided with the proper information. Background
reports from the CAO should be thorough, comprehensiveigpdssibleconcise(if not a summary
should beavailable) enabling Council to ask informed questions during a Cqurcd committee
of-the-whole meeting

C.3.5Confidentially

Section 153 (e)f the MGAstates that a Council is expected

to keep in confidence matters discussed in private at a ¢oancouncil committee meeting until
discussed at a meeting held in public

All decisions ofCouncilmust be made in public; however, there are specific matters that require
confidential discussion such as land sales and purchases, legal advice, andrédaioms or
personnel matters. Councilor the most part, should notliscusshesetypesof matters in public;

all matters discussed in cadénce (closed sessipmust remain confidentialThe ramifications of
leaking confidential information can beteamely costly.

C.3.6GeneralRequirements under theMGA

While there are many sections of tihdGAthat speak to the responsibilities of Council, those which
appear to be particularly central @ corporate governanceevieware asfollows:

Section 180(1A council may act only by resolution or bylaw.

Section 181(1) A bylaw or resolution of council is not valid unless passed at a council meeting
held in public at which there is a quorum present.

Section 183(1A councillor attending a council meetingust vote on a matter put to a vote at the
meeting unless the councillor is required or permitted to abstain from voting under this or any other
enactment.
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Section 183(2Yhe council must ensure that each abstention and the reasons for the abstention are

recaded in the minutes of the meeting.

Section 201(1A council is responsible for:

- developingand evaluating the policies and programs of the municipality;

- making sure that the powers, duties and functions of the municipality are appropriately carried
out;

- carrying out the powers, duties and functions expressly given to it under this or any other
enactment.

Section 201(2) A council must not exercise a power or function or perform a duty that is by this or
another enactment or bylaw specifically assigned te thief administrative officer or a
designated officer.

Section 202(2) Only a council may pass bylaws.

Section 205(1Every council must establish by bylaw a position of chief administrative officer.

Section 205.1A council must provide the chief adnstmative officer with an annual written
performance evaluation of the results the chief administrative officer has achieved with respect
G2 FdA FAEEAY3 GKS OKAST FTRYAYAAGNI GAQGBS 2FFAO

The MGA imposes specific authagi and responsibilities, obligations and constraints an
municipal Council. For example, Council is responsible for ensuring the appropriate policies and
programs for its municipality are put in place for the betterment of thenicipality.

It is important to note that the MGA S.201 (2) directs that Council in not gerform the
responsibilities assigned to the CA@ this respect, a Council is expected to function much like the
board of trustees of any corporation. Council leads by setting the counsajtoring progress,
makingguiding adjustments, providing appropriate policy leadership, and ensuring the appropriate
checks and balances are in place.

In addition to the legislated roles and responsibilities of Councillors, in order for Council to be
successfub Council must beesponsibleo:

x work to provide effective elected leadership through cooperation and collaboration with each
other;

x ensure that all reasonable background information is made available to Council to aid in its
decisionmaking proess;

x advise the public on how they might become involved in the political process;

x obtain a clear understanding of the priorities and requirements of the citizens and ratepayers;
x ensure that peace is maintained, public safety is provided and good govetnsndelivered;

x respond to ratepayer complaints in an effective manner;

x obtain advice from the CAQO;
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participate in and act as liaison to various committees, commissions and btetprovide
advice to Council;

support, facilitate and encourage the CA0d administration to deliver effective andfieient
programs and services;

monitor the performance of th&€ountydelivery of programs and services and advise@A¢© of
any issues or concerns;

obtain a clear understanding of fiscal indicators and tswra proper monitoring of the fiscal
health of theCounty;

reviewand approve the annual budget;
ensure that the CAO has appropriate financianiboring procedures in place;

establish mechanisms that support the CAO and administration in forwarding ideds
opportunities which, in the opinion of the CAO, may improve or enhance services or service
levels forthe residents and ratepayers;

provide the CAO with appropriate opportunities to take trainingdadevelop agheir senior
manager;

support trainingand development programs developed for the adisiration staff by the CAO;

and

AYLX SYSyld /2dzyOAft Qa @AaAiAzy o6& RS@OSt2LIAY3I |y
steer the Gounty and provide clear direction to the public as well as to the adsiiaiion
NE3IINRAY3I [/ 2dzy OAf Qa RANBOGAZ2Y D

C.4SUCCESSHEADERSHORITERIA

Starting with the2013 elections,Council mandateshangedfrom three year tofour yearterms.

Some might caklectionsthe report card time. Measuring whether or not a CounciCauncillor is
perceived by the community as providing effective leadership is generally based on a number of
inter-related criteria:

X

X

X

Has there been strong decisive leadership by Council on important or difficult issues?
Does Council stand by its decisi@v&en when there may be pressure in opposition?

Are Council meetings effective with formal attention to procedures and decorum, and which
lead to quality decisions?

Is there respect between Council and its administration?

Is there clear Council directiaggiven through following a strategic plan, and then implemented
by an approved business plan?
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x Are there sound policies and appropriate, responsive procedures, or is Council prone to change
AGAd YAYR o0& (KS aaljdsSrHle ¢oKSSte¢ STFSOOG 2N Y2

x Does theReeve understand the role and responsibility, and is the Reeve respected by the rest of
Council?

x |s there evidence of trust and respect in the relationship between Council and its CAO?
x Does Council make reasonable and prompt decisions?

x |s there a clearly efined budget process that includes some opportunity for planned public
input?

x Do citizens and ratepayers feel their needs are being met and thafdhaty shows a sensible
approach by understanding needs, issues and challenges and their implicatiopsaity?

C.5A COMPREHENSIVE ORIENTATION PROCESS

Section201.1(1)a ! Ydzy AOA LI f Adé Ydzads Ay I O0O2NRIyOS 44
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x IthasbeenkS O2yadzZ GFyiQa 20aSNBIGA2Yy 20SNI YlIye @
| 2 dzy OA f Q & oftenthihderedidueSté a laciNdnderstanding of the issues amtear role
clarity. For Council to make appropriate decisions to address key iasdegrovide effective
leadership, it ismportant that all members begin with the same (or equal) base of knowledge,
SAaLISOALFtfe I a Ofanctidnirtails. Tihe impbriagc® dahnbt bavdpsiated that
an effective orientationis vital to the sccess of a Counciiot only for those who have been
elected for the first time but also for those who have served on Council for more than one term.

x An effective orientation involves a detailed review of the respective roles of Reeve, Councillor,
CAO andlepartment heads; a review of current issues facing the community; an introduction to
each department head; a tour of key community facilities and potential problem areas; a review
of legal requirements (by th€ounty solicitor); and a review of key padks; etc. An orientation
might best be facilitated and performed by an independent professional advisor.

x A further compliment to the organizations orientation immediately after the election would be a
further orientation in 6 to 8 months after the firstrientation and then training on a regular
basis

C.6REEVE CHIEF ELECTED OFFICIAL

Section 150 (2) of the MGA establishes the appointment of the Reeve as the chief elected official
(CEO) of th&ounty. The CEO is a key figure in tBerunty because of thesignificant influence this
position can exercise.
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C.6.1ChiefElected Official Reeve

TheMGAdescribes the Reeve as the chief elected official.

The Leqislated Role

Section 154 (1A chief elected official, in addition to performing the duties of a citlon, must

(a)Preside when in attendance at a council meeting unless a bylaw provides that another
councillor or other person is to preside, and

(b)Perform any other duty imposed on a chief elected official by this or any other enactment or
bylaw.

Section 1542) The Chief elected official is a member of all council committees and all bodies to
which council has the right to appoint members under this Act, unless the council provides
otherwise.

Section 154 (3Pespite subsection (2), the chief elected offioiay be a member of a board,
commission, subdivision authority or development authority established under Part 17 on if the

AAAAA
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x The Chief Hected Official is expected to presidat all meetings of Council whenever present;
cause the laws governing the municipality to be executed; and communicate measures to
Council which will, in thd 9 h @p#éion, improve the quality of governance. One cannot
understate the importance of the rel of the Reeve andis/her inherent value to the
betterment of thecommunity.

x The Reevés the focal point for contact andan establish a significant presence in tBaunty,
the region and with the provincial governmentand sometimes Federal Governntgn The
Reeve plays a very important role in working with the administration to identify and lead
improvements and gain support from key funding agencies.

x EffectiveReeve leadeship requireghat Council has provided @ear vision of the future of the
Gounty.

x The CAO is delegated Bpuncil the dayo-day "administration” of the organizatiom.he MGA
requires Council to hire a qualified administrator (CAO) capable of managin@oilnety
pursuant to the MGA and within Council's bylaws, policies andegjoes.

x The Reeve is elected as a political leader and as a representative of Council, and is not expected
G2 06S UNIYAYSR & | YdzyAOALIf | RYAYA&A(ONT G2NX
understandingCounty issues and challenges and lead®guncil to successful resoluti®n
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the support of Councénd their fit with the culture of the organizationThe basis of the role is
political not adminigative.
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C.6.2SomeExpectations othe Reeve

(a) Chairperson of Council

The Reeve is the chairperson for Council meetings. The most important function during Council
meetings is to ensure Council business is completed in a timely and effective manner.

The Reeve needs to be aware of meeting protocol, the procedures bylaw, meeting policies, the
personalities of Councillors, and the issues to be discussed at that meeting. The Reeve should be
comfortable with meeting authority and with dispensing that autityclearly and fairly.

It is important forthe CAOto brief the Reevgsometimes an agenda committe@yior to any
meeting with regard to each business matter on the agenda.

(b) Building Consensus

Keeping meeting decorum positive and focused is oftee oh the most difficult tasks of any
meeting chairperson. The Reeve facilitate and acs as the mediator during meetingsbuilding
consensus and findg common ground betweerconflicting or opposite points of view. Bringing
together the views of Council Beagues anddentifying a reasonable compromise, if possible,
becomes an integral component of thReeve/ KI A NLISNE 2y Q& NB ALY AAOA
guiding the conversation so thavthen possiblecompromise can be reached and a reasonable
solution icentified.

The Reeveas chair and leader of th€unty should normallybe impartial onan issue before
Counciluntil the issuehas been presented and debated, at which time it becomes appropriate for
the Reeve to share his/her view on the issuBnce thedecision is made by Council the Reeve
represents that positionThe challenge foReeveswithin a divisionalsystemis to balancethe
wSS@SQa | ff S3Al gividiBnassudis@ith tdsé of K& entireBamnfyd ¢tKS wSS
divisionalissues may wekbe at odds with those of other divisions.

(c) Relationto Staff

Great care is needed by all Council memberstay out of the administrations prevue and thus not
perceived to be managing th@unty. The role of a Reeve is to be the political leadethef

Council; however, Council and administration often look to the Reeve to provide a connection
between the policy makers and the administration.

As the leader of Council and tiddunty, the Reeve is expected to be Council's main spokesperson
on the poltical spectrumandto ensure the views of Council as a whole are understood. All other
matters are to be handled by the CAO so as to avoid any confusion and potential undermining of
GKS /1 hQa 2FFAOSO®
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(d) Confidant toCouncil

5dz2S (2 GKS wSpogithm) dhe ReBve R&s NeBnkidelable contact with the public,
organizations and other levels of government; eilg.the Countywith the provincial government,
towns of Tofield and Viking and Villages of Ryley and Hoktenlt is an implied expectationno
behalf of Council that any information the Reeve becomes privy to will be shared with all
Councillors as soon as realistically possible

(e) ExOfficio to Boards and Committees

The Reeve as a Councillor may be appointed to various boards and committed®edve's role is
to reflect the views of Council (as they exist in terms of policy, resolutions, bylaws and informal
debates/discussions) to the external agency.

The Reeve is exfficio to all boards and committees appointed by Council, unless Couogiblps
direction otherwise.

() Ceremonial Responsibilities

The Reeve is thepokesmarfor the County unless delegatedand as suclhe Reevesluties will

likely include speciadccasions such asvi¢ Day, Remembrance Day, annual pargdeigh school
graduation, business openings, special meetings, etc. Faithful application of this role as a public
face of theCounty helps to develop community pride.

While these public events are important, due to the size of @enty not all need to be attended
by the Reeve, nor should they be. Due to travel and timing, the Reeve may want or need to
delegate some public appearances to other Councillomsa caseby-case basis.

(q) Contact forJurisdictions

Unless Council directs otherwise, political contacts witer levels of government or jurisdictions
are normally conducted through the Reeve. At times, the Reeve may delegate the contiaet to
Deputy Reeve aanother Councillor.

Opinions, commentary or decisions of Council should be conveyed through the. Reeve

C.7CHIERADMINISTRATIVE OFFICER

C.7.1lintroduction

¢tKS / KAST ! RYAYAAUNrGAGS hFTFFAOSNRA oO/!'h0 NBL
organization and is expected to act as the channel through which the administration reports. As
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policy advisr to Council, the CAO needs to exhibit prudent wisdom guided by training, experience
and background in municipal government, especially in Algegta f SIA &t I GABS Sy dAN

For the CAO to be successthere must be a high level of trust and confidencetieen the
Council and the CAO. Whehere istrust and confidence in the CAO Council witt need to
become involved imxercisng authority over the administration.

If Council does not exhibitust and confidence in the CACouncilors will begin tolook to other
sourcedfor advice, either from others such as department heads or internally to other members of
Council.lf the relationship falters, CAO decisions begin to be made by Canttibypasshe CAO
level of decisiormaking.This puts the Counds violation of the MGA.

When the CAO is functioning as intended, the administration is fdonble researching issues;
providing well thought out options; assessing and weighing those of most merit; and
recommending to Council the option or series oftiops that appear to have the greatest merit.

The CAO has a significant impact on Council's deeisioqf Ay 3 | yR adz00S&aa | yR
senior management and staff performance and perceived sense of integration is integral to the
success of th€ounty.

When the CAO is providing appropriate levels of service and advice to Council, there will be clear
indicators such as:

X

Administrative services and procedures are clear and well defined.
x There is an effective organizational structure.

x Roles and respaibilities are clearly articulated in employgmsition descriptions reflecting
current duties

x Supervisongtaff isempowered to make decisions related to thephere of responsibility.

x The CAO clearlyupports staff on all fronts and willpublicly protect staff in the face of any
criticism from the public or from the Council

x Performance indicatorsare in place to identify inappropriateperformance and any
inappropriate erformance is addressed.

x There are regular productive administrative meetingth the department heads

x The CAO consistently providesG@ouncilorganizationaperformance feedback

x Training and employee development is a priority.

x Safety and security g&sidents, personnel analssets is a priority.

x There are appropriate and competitieempensation plans and personnel policies.

x Thereis mutual confidence between the Council and the CAQ the systemis workingvery
well.
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x Confidence and trust that is based on a belief by both the CAO and Council that they should not
interfere unduly n the role of the other, and confidence that the CAO is fully capable of fulfilling
the role.

x There is a degree of comfort that the CAO is competentniamded, wise, ethical and of strong
character, able to focus on administrative matters and not becamelved in the policy role of
Council, retains confidences, is a capable and strong leader for staff, is a team player, and has
high moral standards.

x There is evidence the CAO is proactive regarding any new initiatives or policies which will place
the municipality at the forefront of public sector bodies.

x The CAO functions effectively as the chief policy advisor.

C.7.2Authority and Responsibility

The Chief Administrative Officer established and receives authority through
x MGA specificallySectims 207 and 208

x Councibylawestablished tappointthe CAO position

x CAO position description,

x CAQand Councilcontract.

The MGA provides:

Sectior207 The chief administrative officer

(a)is the administrative head of the municipality;

(b)ensures that the paties and programs of the municipality are implemented;

(c)advises and informs the council on the operation and affairs of the municipality;

(d)performs the duties and exercises the powers and functions assigned to a chief administrative
officer by thisandothes y I OG0 YSy (i Qa 2NJ I AaaA3dySR o0& O2dzy OAf

C.7.3ReportingRelationship

The role of aCAOQOis set out in legislation as being subservient to the Council as a whitheugh
the CAO may receive guidanitem the Reeve, thiss throughpolicy directionfrom Coundi
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C.7.4Reeveand CACRelationship

Thee must be aformal workingrelationship between th&CAO andReeve, whichs very important
to the effectivefunctioning of theCounty.

x ¢tKS wSS@S NBLINBaSyidha [/ 2dzyOAaft S RSNEMeHL) |y

spokesperson to provide counsel to the CAO. Accepting this counsel helps the CAO to provide
policy advice to Council that the CAO believes is appropriate for Council as a whole.

x ¢ KS wSS@SQa | ROAOS FyR O2dzyaSt uiclis cénbetntiWithz
regard to their issues.The Reeve; CAO relationship should be such that the Reeve is able to

-

Z
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an opportunity to address those concerns gs$ionally.

x The MGA does not provide the Reeve with authority to supervise the CAGCAO and Reeve
meet frequently to discuss coordination of the administrative and political agéwseeverit is
Council that directs the CAO through bylaw, policies approved procedures. Without clear
policies, the relationship between the Reeve and CAfsometimesbe strained

C.7.5CAO Administration Relationship

X

The CAO is the administrative head, which implies the CAO has full accountability for the actions of
subordinates.

The CAO implements a functional organization structure that will effectively and efficiently deliver
sound admmistration and implementation of Counedpproved programs and services.

The CAO is the mentor for managers and subordinates in the organization. It is clear that the
organization mimics their style of management and decismaking by observing and follamg the
CAO

The CAO is responsible for any employee appearing before Council in terms of making reports,
giving presentations or policy advice. All reports, presentations and requests for decisions that go
to Councilby administrationshould be preapproved by the CAO. The CAO should introduce the
item to Council, and only then should the CAO refer matters to employees to provide information
and details so as to give Council sufficient understanding.

As CAO, he/she directs and coordinates the role aspaonsibilities of all staff approving functions
and activities that are to be carried out by subordinate staff with particular emphasis on
department heads
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C.7.6PublicRelationship

x The CAO is not expected to be the primary contact for the pohblipoitical matters. That is the
role of the Reeve and Councillokdnderstandabljhowever, the publi@xpectstransparency in
its civic services and its decistorakers are to be visible and accessible

x5dz2S G2 GKS yI Gdz2NBE 27F { Kwlll hdve dorfeidegheR of prdfile @ith e 2 dza
public. A municipalityis required to operate publicly; therefore, the decisions and actions of
Council and the CAO are open to public scrutiny and feedback.

C.8DECISIOIMAKING PRACTICES

One of the key questionthis report attemptsto answer is whether the present style of decision
makingeither facilitates or inhibits good decision makinthe business of running a mdiéiceted
corporation suchas Beaver Countsequires processes that support sound decision imgk The
processes impact how the organization conducts its business. Questions asked aboutiti@sdus
of the County will often be:is it open for businegsAe Council and administrationser friendly or
difficult to do business withAre the processesonvoluted or simpl@

x Generallythere shouldbe simplicity in hova municipalityconducts its business, such as:
0 Isit open for business and easy to accgss
0 Is the process fadecision making transparent and straigbtward?
0 Are thereclear procedures foachieving the intended resul?s
o Dothose involved have the proper authority
o0 Are resulsof decisionsommunicateceffectively?

x Information provided by the administration at Council meetings is critical to the deaisaking
process.When council doesot receive sound advice, the resulting decisians not always the
best ones possibleProfessional, informed and very careful thought should be given to the how
Council meetings are prepared for and what planning, intent, procedures and fopaactian is
needed.

x Council meetings are how Council does the business oCthnty and are open to the public to
view the process and participate if possible. It is important that proper planning is put into the
agenda. A properly prepared agenda is central the process of local governmertnd enables
Council to consider, discuss and ma&kativelygood decisionshrough a formal process

x Any staff report intended for Council should be directed to and through the CAO. If reports are
prepared by an employe of the CAO, their name should also be shown on the request for
decision (RFD) covering page along with the name and signature of the appropriate department
head. These should always be signed off by the CAO, indi€&@gupport for the RFD.
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x When recoding the RFD report in the Council minutes, the minutes should reflect only the
topic, motion, mover and disposition of the motion. Accompanying comment is unnecessary, as
that would largely be contained in the report.

C.8.1Confidentiality

x Given thatCauncil business is to be dealt with publicly, there should be a genuine desire to
handle most issues in a public Council forum. The only time that an audmuseleave is
when Council, by a majority vote, decides the nature of an item is "confaénthis is
commonly termed @closed sessigh Y S $oii ikcgin®rawith no minutes)

x A separate agenda and report on those issues should be prepared by the CAO and given to
Council as a recommended list of confidential mattefhis agend should be made palic as
well. Obviously we would not findames ancconfidentialelements of the matter on thelosed
sessioragenda.

x When Council members attend meetings with other jurisdictions, all Council should be fully
briefed as to the nature of the matter(s) undeliscussion. The same holds true for non
confidential mattersg all Council members should be fully briefed at the earliest possible time.

x An important rule is that i Councillors should have the same information, with Councillor
possessgmore information than another.

C.9EFFECTNMEANAGERIAL PRACTICES

The most important component of a successful administration is the implementation of good
management practices. What are the current practices the system focused on development
YR (NI BNy AINFYWIia®DSaEéK | NBE GKSNB SEAadGAy3a A
practices of decision makindgfereare someimportant yet simple basic management practices for
Beaver County

C.9.1Planningg Goalsand Objectives

x Often heard is the staté Sy i a¢S ySSR G2 R2 adaN}GS3aIAO LI I
really understand what it is and why it is important, thgilye it cursory attention oavoid itall
together. Essentially strategic planning is no more complicated than planning. Planning
identifies what needs to be done, why and in what order of priority. In order to plan there needs
to be a clear sense of purpose, a mission. A plan includes goals and objectives, and a list of
priorities to achieve those goald.sets in place the manda for the future initiatives.
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x |If there are no goals and priorities set by Council, then the CAO needs to work with Council to
establish them. The CAO needs Council to set goals and objeatidesstablish priorities
0SOFdzaS Al Aa Gykdwork withSaff toNBréldgznhdah degartnierital goals
and objectives that achievés K S / 2 dzy OAf Q& 2dzift AyS 2F &SI NI @&

x When there are no goals, there is no strategic plan to achieve the goalsfterefind that the

administration dos what it believes are the goals for the County. This works sometimes, but our
experience is that the community soon tires of CAO goals and implementation Nieingood!

C.9.20rganizationalDevelopment

x Often organizations are designed around tt@nceptof appointingkey players in a hierareh
system in order to achieve controlPerhapssome of this premisas acceptableexperience
suggests however that most successful organizatibrst develop functions andonce the
functional requirements are iddified, an organizational design can be created that establishes
expected reporting and accountability relationships.

x Today more than ever beforepunicipalitieslike Beaver Countyeed to be streamlined.They
work toward becoming a single integrated astfective body, and this objective needs to be
clearly communicated to all employeeis must be cleathat they work for thebetterment of
the entire County. It must be clear thathe needs of theCounty take priority over those of any
individual departnent or function

x An organization is in place to serve the public, sometimes it is in place to support those who are
doing the serving, but it must never lose sight of the purpose for the organization in the first
place.

C.9.3Recruiting

x Managers are respusible for recruiting, providing orientation, training, supporting and
rewarding employees. Clear position descriptions must be developed and updated regularly,
ARSYGATeAyd G(GKS Fdzy RIYSydlt GFr&alta SELSOGSR 3
that a proper orientation process is in place. Employees need to be briefed as to the nuances of
how the organization functions, who does what, and any functions that may overlap with the
SYLX 28SSQa ¢62N)] FdzyOluAzyao

x Each employee brings some or most of thesic necessary skdets to the position. There will,
no doubt, be certain functional requirements that are new to the employee or in which the

employee may need upgradiggherefore, training is vital.
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x We look to see how the organization does its tettng, how it handles human resources and
what its ideology is respecting employee relations. If Human Resource Management is weak the
impact on the overdladministrations capabilitgan be weak.

C.9.4Mentoring and Guiding

x Managers in an organization mr and guide daily. Thesuperviseand measure performance,
provide guidance, establish the level and quality of work expectations, establish deadlines, and
guide work with other departments involved.

x Integral to the role and resmsibility of a CAO s&ewardship andvise use of the&Countyhuman
resources.

x A municipality cannot deliver any programs or services without a-tnaetled and effective
organization filled with competergeople

C.9.5PerformanceMeasures

x Most managers recognize their sussedepends on getting the job done, and their ability to
accomplish this depends heavily on the quality aatibreof the employees.

x Effective managers will have a system for measuring and providing feedback to employees on
the performance of their dutiesTherefore, any decisions regarding termination, training needs
or promotion should rely heavily on the results of independent and individual performance
review sessions.

x Effective performance measure policies and procedures are in place.

C.9.6Communicding

x The most important aspect of management is the ability to communicate. Managers
communicate with subordinates to provide direction, counsel and feedback. They also
communicate within the organization. The most common method is to meet as a graijate
information.  Often managers will meet with a group of subordinate staff to discuss
assignments, deadlines, linkages to other departments, performance problems, etc. The
objective is to keep everyone informed and on the same page.

x Internal communiation protocols are essential to the wellbeing of the administration.
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C.9.7DevelopingPolicies and Procedures

x We often advise Councils that while a properly understood fatidwed policy process will not
completely separate Council and administration idat it will serveto clarify the distinction
0SU6SSY YIFIONR YR YAONR AaadzSad / 2dzy OAf Qa NP
what); the administration manages the micro issues (the how).

x Policies and the process for developing policies\aery valuable in that they serve to maintain
the separation of an elected officjatharged with setting poligyfrom staffthat is expected to
carry-out policy. Good policy promotes continuity, stability and consistency of deamsaking.

x  Administration develops procedural policies that guide and control the delivery of roles,
responsibilities, program delivery and management controls.

SECTION CELEMENTS OFZ0@ MODEL OF DECISHOMKING

D.1MODEIFORDECISIOIMAKING

Tencore principles of amodel for governance and administration to use in making decisames
based on a philosophy of effective municipal governmaspresented by Mr. George B. Cuff
FCMCA Y K A Making@a2Djfferénce / dzF F Qa4 DdzA RS T2 NJ adzy A OA LI f
Elected Officials

D.1.1 Basi®rinciples

Principle #1- Clear Mandate

Effective governance and administration requires the presence of a clearly established mandate
which is set in legislation and local bylaws. There must also be a clear definititratohuthority

is to be delegated to the committees of Council and to any agencies created by Council. Further,
the powers of the Reeve and the mandate of that key position must also be clear if that authority is
to be exercised with real effectiveness.

The supporting role of the administration must also be stated with clarity and be based on
principles which guard their professionalism and independence.
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Principle #2- ClearAuthority

In addition to understanding the legislated mandate of the Councily&esssociated committees

and the administration, the degree of authority of each of those roles must also be made clear. This
authority may be conveyed by legislation, but also will likely need to be clarified by bylaws, policies
and procedures.

Principle#3- Accountabilityand Responsiveness

Council (and committee) decisions must be based on a clear sense of what is in the best interests of
0KS LdzotAO 2NJ G tSFrad /2dzyOAf Qa OASe 2F BKI
and its commitées should be open to the public in terms of their decisitaking processes.
CdzNIIKSNE / 2dzyOAf Qa 20fA3IFGA2y 2F | O02dzy il oAt A
of advising the public as to its goals, objectives and strategies. AsGeelhcil should advise the

public as to how it can access Council information and provide input into the deaisikimg
process.

Principle #4- Clarity of Purpose

A clear sense of direction is required by any organization that wishes to understandptspland
objectives and to be accountable for achieving its targetse ffocessis often referred to as
corporate or strategic planningnd needs to involve not only Council and the administration, but
also input from the public.

Principle #5 Full Diglosure

In order for Council to make informed decisip@®uncil should be provided with:

x Ongoing advice on the stated goals and targets of Cowuiitbilthe best options available.

x Updated reports on the handling of key issues

x Current, comprehensive andhderstandable advice on the fiscal health of the organization
x Status reports on any significant matter referred to the solicitors for action

x A report on any significant matter wherein the employment standards or security ofdhaty
has reportedly beetreached.

Principle #6- Inteqgration

As complex aa Countyis, it is important there is a comprehensive organization in place which is
AYy@2ft SR 6AGK Ylye AaadzSa yR aodzaAySaasSasdo !
the entire corporation rast all be viewed as operating from the same page.
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The CAO sets the tone and sense of integration such that employees and departments are aware of
and avoid duplication of resources and turf protectionism.

Principle #7- Sound Relationshipbetween Counci and the CAO
Thisis a critical relationshighat must reflect:

x respect for the mandate and authority of each other;

x trust in commitments made;

x confidence in the ability to handle confidential information appropriately;

x acommondesire to achieve€ourD A rhaQdate;

x willingness to implement decisions Gbuncij

x recognition of the professionalism of the administration;

x full disclosure of necessary information;

x nointerferencein administration, and supporting the CAO to get the job done

Principle #8 - Independence ofcouncil

The role of Council is to govern. Although there may be many other influences and information
AABSY (G2 AGX [/ 2dzyOAf Q& LINAYIFNE NBALRYyaAoAtAde

Principle #9- Orientation and Planned Cornhuance

There are two related and necessary components of governance:

x First, at the outset of any Council term, its members (returning or first time elected officials)
should receive a thorough orientation/briefing as to expected roles, relationshipsersowey
issues, appointments, departmental overview, etc.

x Second, Council needs to ensure planned continuance through the development of a succession
plan in the event the CAO or any designated officers depart.

Principle #10- _Assesmg Performance

x Goverrance (Council and administration) must include a mechanism or process to measure if it
is performing as needed and, if not, what corrective steps are being taken.

x Council should perform, or have performed, an annual evaluation of its successes and/or
failures.

x Public surveys of the citizens and ratepayers may be undertaken and/or an independent
consultant retained to review the entire organization or portions of it to see where
improvements may be needed.
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D.2COUNCILCAO COVENANT

x The foundation ofgood governancestands ona successfulvorking relationship between the

Council and CAO. To ensure this relationship is healthy, a Cqu@éiD covenanshould be
established Such a covenant commits both parties to seeking and maintaining clarity in the
relk A2y aKA LD ¢tKS O020Sylyild akKz2dz R 6S | OOSLIi SR
a CAO bylaw and/or contradt should also be renewed with each new Cour@ldraft of a

propose& covenanmay beprovided toCounciupon reques)

SECTION REVIEWBSERVATIONS

E.1GENERAQOBSERVATIONS

Council members arelected officialghat volunteermuch of their timeand while they are paid a
stipend for their time they should be commended for their commitment public service on behalf
of their comnunity. They are electetb guide andservethe entire Countyncludingtheir divisions.

X

X

X

X

WhenCouncilmeetsthey collectively collaborate and represent the interests of @auntyas a
whole. It appears thatCouncil membergenerallyunderstand this rolehowever at times there

is a natural struggle to weigh the pros and cons of needs in one portion of the County with
another area; often their own division

[ 2dzy OAf Qa (1 SN)Y O27vDuing the fst fevOyeard G dlkil warked to set in
place their vision for the future years in office and for the long term. Some have indicated
concernabout their ability to get things done. Some feel that at tinthe administration has

not acted in a timely fashion, and it appears there has been smwhetance to addresshe
direction Councilwish to pursue It is during these times thaa degree offaith, trust and or
confidence in the information andcdvice being providedy the administrationhas been
guestioned.

Over this term there have been many sucEs

We have received numerous comments about Council aridlevels of the organizatioand
about how the current governance system functipasd a number of suggestiongere offered
on how it could be improved. At the same timieis evident that

1) Council deses to do the best job they can,
2) there aremany hardworking employees,
3) a lot of good works being doneand
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4) there aremany good examples @lsitive initiativedy both Council and administration.

E1.1 Council

All Council membengere interviewed and staff andstakeholdersalsoprovided further insights.
Here are gneral observations abowgovernance by ounci

X

Councilhad been working reasonably well as a grogince the electiorhowever it appeas
more recently thata fewpersonality conflictshave arisen contributing to somencertainty and
unclear direction especially ithis past year

The procedure bylawis in need of updatingCouncil must have more involvement in the
development of the Agenda.

Every Agenda mentioned th#te Strategic Plan is to be discussed, yet this does not happen. It
appears that the item is on the Agenda as a bit of a reminder, but it is not addressed during
most Council meetings. It is unclear why.

CAO performance review process is questionatife.did not observe any relationshi tKey
Performance Indicators thabave been previously agreed.t®We did not find a link to CAO
performance tied tadhe strategic plan.

The Strategic Plan appears to be less than visible and now Council is moving tg Based
Budgeting. The direction seemaclear and lacks focus.

Goncern that Council is directing the administration and the apparent resistance by the
' RYA Y A &t dpond effgcivaly.

Public Consultation Policgdks plannedinteraction with the citizens and rate payers

There is a gneral commitment andbrief informal strategy to engage or improve
communicationswith the communitythrough key messaging

Theredoes not appear tde a strategicfocus on thelongterm economic weHlbeing of the
County

Bylaws and policieare being amended on a go forwardormalbasis

Goncern that the County locationis getting a poor reputation with respect to working
environment

Committeeof the Wholesystemdiscontinued

The workload for Councillors iscreasingwith the number of committees,gencies and Boards
to serve on.

The process for placing matters on Council ageedaires clarification
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x 2020 was an unusual year for local governments Bedver County iS no exceptionpadn
meetings and other wrtual connections have changed the wapme of the business is
conducted.

x Professional capacity in administrati@ppears small and marwill soon reach retirement age,
succession plan unclear.

x Lack of @entation forboards and committees for new membefi®erms of reference lacking.
x Protocols for Council members and staff working relationstifgmes ignored.

x Communicationsvhen decisions are made, especially when Coumgplementssomething and
the Community oeven staffs areinaware.

x Councilg Adminstration relationshipsieed some work ate-building.

El1.2 Management

Management staffvere interviewed providing number of key concem

x Management suggested that times it appears thatCouncillacks trust and confidence in
administratiors advice orguidance giving the appeance that Councilis micro-managing
issuesandtherefore at timesdirectingthe administration.

x Process of dealing witGounty legal matters in Council setting and with Councillors privately is
unclear to some managers.

x There ha been the odd time when &@ouncillordid not work through theCAQ but rather go
directly to staff This concerns staffis it should not bethe normal practice and should be
discontinued

x An evolvingrelationship between management andCouncil appears tde creating some
internal challenges, even some morale issues

x High volume of project expectations with limited resources and manpower.
x There has been a lack of consistdirection.

x Management believes it requires more flexibijigspeciallyon recruiment matters.

x Seems to be a lack of vision, imagination and forethought; deal with immediate issues and lose

sight of the bigger picture.

E 1.3 Administration

Interviews with employeeprovideda number of issues and observations:

x Increased work expectatis with limited resourcegd / K I YLI 3y S | LIISGAGS
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x Micro-management; the system ot conducive to quick decisions, or when an-bié-hip quick
decision is made some are unclear what the objective or motiveC# create collateral
implicdions.

x Recruitinguntrained or unskilled persons to fill vacancies is not creating a healthsafe
working environment.

x The County is getting the reputation as a less than optimgblace to work,and morale is
deterioratingsomewhat.

x Employeesvho have renained over the past few yeamand continue to be very loyal to the
Gounty.

x Poor succession planning process and/or support

x Securityof facilities and infrastructure needs attention

x Communication and team buildingt evident not a priority
x Health andsafety delivery program is weak and irregular.

x The Health and Safety person is only garte and does not have time for safety
implementation.

x Saff meetingswere discontinued for some timespecially during lockdowns Were usually
after Council meetingwith key staff.

E.14 OtherObservations

x QOccasionally policies and bylaws thatiide administrative decisionare deferred Admin
appears to have to wait for Council to decide.

x Roles and responsibilitiesrequire clarification; evidence of understanding ables,
responsibilities and dutieat all levels is uncleaRole Clarity is importanfolicy CCGRDO1 is in
place to provide clarity, but is sometimes ignored.

x More recently there has been imimal internal discussionwithin managementon key issues
going before CouncilThe interimCAO has opened up the discussion more since taking office.

x Many omplex issuesdrought to Council arenot given time to absorb, yet admin expects a
decision

x Lack of go forward improvement initiatives.
x Protocols and measurabtabjectives not evident
x Levekof authorityare unclearor hands are tiedt times

x Role of manResource Management is lacking focus and as a prigriyclear.Being handled
by a Clerk who has other roles.
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x Limited teamwork evidentin some areas andubjective annual performancereviews or no
performance reviews in some cases

x While there has been some movement to update position profiles that include measurable
duties and responsibilities there is still a lot of updating required. Many posatestrptions
appearout-of-date.

x Lack ofinternal focus on developing people skills, process improvement, or technological
expertise.

x Notable duplication of titles within administration, sending wrong message to public.

x Expectationsppearunbalancec someare working above their expected level and soaypear
to beworking below it.

x Favouritism apparent within administration

x The website and -eommerce opportunities appear to be lackjngnd the website, social
networks and related communications are not mged consistently This is a current and
future asset which can be used to a much greater benefit.

x Key performance indicators and resufiss 8 SR 0 dzZR3ISGAY3I |INB y20 dza
decisiondo a strategic directionandthe latter is not clear to siff or residents. Currently there
is no feedback loop, such as an internal or citizen satisfaction survey, and no way to measures
/| 2dzy OAf Q4 LISNF2NXI yOSo

x Council moving to priority based budgeting requires much rigor and training.

SECTION FA BRIEF CECRIPTION GHNDINGS

F.1ASSESSMENF THE KEY ISSUES

There are a wide range of issue$or Guncil and administratiorto addressin becominga more
effectivegoverning bodyThese aressueshat cannot beaddressed & éZFyFS3 ¢ &auncib A U K S
or admnistration, but can be addressedif done cooperatively byall membersof Council and
administration in order for there to beprogressand to achievalesired outcomes.

There are key required components @ements of good governance and the followingre
constructve componentsof these elemens. Comments hereinare limitedto 0 KS O2 y & dzf
observationsas compared t&ection B.1lcomponents of a sound organizational system
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F.1.1EffectiveCouncil Leadership

Findings
x SomeCouncilors arefrustrated bythe current style of leadershipwhich isnot conducive fora

united Council

x Over this past yeait appears that he relationship between the CA@hd Councilhas become
challenged

x SomeCouncillors areoncerred regardingthe type and completeness of mmation provided
to it.

x There appears to be a weakrategyfor implementingCounci® goals, objectives and priorities
and when they will be deliveredhere is 0 corporate business plan for administration to follow
to implement Councid goals and objetives.

x Astrategic priority set ofoalsexists but their impact on thedirection of this @uncilis unclear

x There is aCouncil Code of Conduct (Ethics) Pol@@t005 which has not been reviewed
recently.

x Long term Capital replacement plaabeingimplemented.

F.1.2RoleClarity

Findings
x At time the lines of authorityappearunclearand the normal distinction beteen Council and

administrationvague

x The relationship between Counciand some organizational functions(i.e. bylaw &
transportation)does not appear to be following proper channels and appropriate protocols that
would normally be found between a Couraild administration

F.1.3Administrative Leadership

Findings
x Including the CAO there aefewexperienced professional leadeirs local governmentat the

senior management levelhe rest of the organization has a number of less experienced staff.
x The ACAO is very experienced.
x There is no apparent succession plan for replacing senior leadership in functional areas.

x No apparentadministiative businessplan that would guide the administrative vision and
understanding of corporate goals.
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x Staff recruitment and additional resources not seen as a priority.

x Challenge® | GGONI OGAYy 3 KS thefedoteSratarningBempldyeds f through S G a
contracting in order to manage and deliver programs and services

x There appear to be sonmeoraleissues

F.1.4Trustbetween Counciland Administraton

Findings
x A suspicion by some members of Council that what is reported to them as factual by their
adminstration may nothave all the information

x Some evidence of respect and positive feedb&mk some staff who present materials and
information to Council

x Saffs are generdl respectful but there is a sense that some in thdministration do not
respect #me of theCouncil decisions.

x There is eme citicism of Council bgome members of the adnmistration to their colleagues
and externally.

x  SomeCriticism of &aff by some Council members

F.1.5 EffectiveCouncil Principles and Practices

Findings
x  Aweakorientation proces that gives informatiorwith minimal opportunity to digest theiroles
and responsibilities.

x Process for determining priorities unclear.
x We observed reasonabkeEiministrative advice omostissueghat go before Council.

x Council as a wholes viewed agenerallyprepared to make decisions becausany members
haveareasonaby good grasp on the issues and their backgraund

F.1.6EffectiveDecisionMaking Structure

Findings
x Counciimeetings ard@wice per month on a regular bassetfor a whole day.

x Committee of the Whole meetingsere conductedoncea month but have been discontinued
x General or norurgentissues and topicbeing discussed without a resolution to place on the
table are oveicrowding agendat times
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Agendarequiringtoo many addin®@ during the meeting.

Qupporting information reasonably well prepared and generally with appropriate
recommendations.

Limited involvement by the public other than through the normal public hearing process related
to planning issues

Limited formaddeadlines, accountabilities or time framis completionof action items

Minutesare clear

F.1.7EffectiveAdministrative Principles and Practices

Findings

X

X

X

Some policies are unclear and may cause confusion for planners and implementers
Theadministation is sometimesesitant toprovide animpartial view of the issues
Limited degree obrganizationatlelegation and empowerment

Encouragement for staff developmerdlbeit selective andwithout a comprehensive plan for
each department or function

Lack of a soundadministrative leadership approach to communication, organizational
improvement, team building, empowerment, learning and mentoring.

F.1.8Updatingthe Organization

Findings

X

X

Funnels processhrough the former CAQM affice that appearsto inhibit effective decision
making rather than facilitagit.

Need to improvanternal communication.

A number of gaps in functional support requirements.

Questionable supervisory roles and functions.

An unbalanced delivery model thdbes not adjust as thevorkloads require.

The responsibilities withimAgriculture Public Works andransportation appear somewhat
disconnected, and at times unclear.

An unclear ole for Communications

Unclear if he number of employees ithe administrationis the appropriatestaff complement;
minimal attentionis being paid to assesy if functions are adequately resourdeor are even
required.

Manyemployeeswere interested in developintheir skills on a gradual basis.
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x Need to refocus oreross training whichwould be ugful to help provide transition when staff
terminateor are on leave.

x Need toclear up confusion regardirgpveroff schedules.

F.1.9ImprovementNeeds Assessment

Findings
x Over the past couple years th@unty has, in some opinions, evolveal poor reputaion
externally with respect t€AO leadership

x Needto be more proactive indealing with some critical functions.

x Need more focus omdministrativeprocesswhen submitting projects to adviseadershipon
the impact on staff and resources.

x Lack of succegs planninga number of senior functions soon to retire.

x Some employees feethat they are not supportedsome suggeshere appears to be &ack of
focusedeadershipd 2 K& R2 ¢S R2KEKAy3Ia GKAA oI @&

x Lack of a&hangeor quality improvementmanagemengapproach.

x Recruitment to replace positions is slow and some positions are not being filled in a timely
manner. Some concern that they could Bidled by persons who have limited experience or
training in the function.

x Improverisk assessment and asset mgeaent protocols

F.1.10 CommunicatioRractices

Findings
x Apparentlysome public enquiries have beeitreer ignored omot responded toon purpose.

x Inconsistentcommunication witlin the administration resulting ina lot of wordof-mouth,
rumour and innuendo.

x Somepublicissuesappear to bereated at timesas unimportant

x A website andnewsletter availableto all ratepayersare the onlymeans of communicating with
the public

x Internal communicationsinconsistent Messaging and key relationships not cistent.
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F.1.110rganizationalCulture

Findings

X

The organizational management has a history imfependence and secrecy (stoy@pe
management) lending itself to ends that are confused and at times dysfunctional.

Style of administrative leadership behavidhat appears unclear of rolend expectations
Uncertainauthority levelsand unclearoles andexpectations of thexdministration.
Cultureof urgency(squeaky wheednd dayto-day approach to management

General &ckof prioritiesin someof the administrativefunctions

Someimprovement needed in communication and support

Friendlinessand relationships betweemost staff appear to be quite goodHowever at times
there appears to be a propensity by sostaffto gossip and share unsubstantiated infation;
this createsunhealthybehaviaur.

Significant influence on th@unty culture byoffice located irthe Villageof Ryley

Resistance tehangesmaybe counter to the existingulture ofthe longer serving staff. There
has beenma degree of resistare to change managemerdnd functional improvemenbver the
past few years, which was not the experience previausly

F.1.12FinancialPManningand Management

Findings

X

X

X

Thebudget processsfocused orreducing taxes and keeping tlséatus quo

A longterm (10 year) capital plamvith limited criteria for setting prioritiesthe rationale for
both the operating andcapital budgets for the longerm is not clear.Using 5 yearat a time
with limited method to assess priorities.

Mo@ Ay 3 T 2 NlribrindBaserBudgktingisounds reasonablen the surfacebut there is

no future visionfor where the municipalityneedsor wantsto go and how to get thereThere

appear to bdimited strategies to achievgoals.Using Priority Based Budgeting is a challenging
dSG1FAf SR LINPOS&dax NBIldANARY3I | Of SIFNJ dzy RSNA (|
needs to be focused on the higher level priorities and not get boglpedh on administrative

minutia, which Priority Based Budgeting can sometimes lead to. Adiihisi A 2 Yy Q& NP f
address the minutia based on Council priorities.

The County has investeda significant amount in automation technologyth unclear goals and
objectivesithere is no IT policy.

Currenttechnologydoes not appear to beased to its fukkstcapability
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x Some on Council have difficulty understanding the financials and mentioned they find the audit
a challenge to follow. Need for simplicity in financial reporting. Councillors are not accountants.

x Functional needs are not clearly articulatedthe process to guide budget requirements and
future projections.

Regular and specibldgetmeetings are set up to provide opportunitiés discussiorbetween
Council and administratigmnowever, they appear somewhat disjointedlie in part tounclear
objectives and personal biases

The budgetlevelopmentprocess ppears to be time consuming amesults in luge volumes of
paper;the overall processould be simplified

Investments are handled internallynked to a cash management systeamd are dependent on
good communication betwee@AO andACAQesponsible foCorporate Serviced hisfunction
could makebetter use ofexistingsoftware

By policythe CAO is charged with investing surplus fusmadresewres in safe investment tools:

o Policy ADMOO05 requires that the funds be invested in a manner that will provide the highest
return with minimal risk while meeting the daily cash flow demands. Must conform to provincial
statutes.

o All long term investments must be approved by council.

o0 An investment ranager may be secured reporting to the CAO and ACO and must report
quarterly.

o Short term investments are managed by the CAO or ACAO.
0 Some of the suggested types of investments include:
- Bonds- Canada/Provincial with a rating of AA1 or higher;
- Debentures;
- Trust Certificates;
- Guaranteed Investment Certificates or Receipts;
- Certificates of Deposit;
- Deposit Receipts;
- Treasury Bills; and
- Banker's Acceptance.
The CAO must report to Council on all surplus fund investments on a quarterly basis.

TheCountydzad S af laY&d a2Fd gl NB (2 YIylr3aS it FTAYlFIyOS:
potential due to a lack of trainin@ndinconsistentdata entry.
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F.1.13Equipment Office Spacand Facilities

Findings
x Upgradedoffice spacéascreated a veryfavourableworking environment.

x Location of officein Village of Ryley is central and edsyresidentsto access

x Shopfor the agriculture servicesprovides a space fgoroper equipment and supply storage,
repairsand security.

x Maintenance Shop is appropriatefacility for maintenanceservices.

x Need for priority setting for maintenance ofCounty buildings and facilities requiring proper
security andnaintenance

x Facility gcurityis weak and requireattention.

F.1.14 Performanc®&leasures

Findings
x Council mandee is unfocused andk currently not very tearto the community the community

is questioning the priorities and it ot clear howcitizens will know ifthe mandate is being
achieved.

x Thefew current goals and prioritiesstablished over the pasbupleof years anddo notprovide
strategies for accomplishing themmor whether they are everattainable and in what time
frame.

x There are o relevant grformance measureto guide Council decisions on a timely basie
focus management

o They should be relidb, unbiased and verifiable.

o They should be comparable from year to year amdhere possiblewith best practices
elsewhere.

o They should be cost beneficig@heir benefit should exceed their cgst

F.1.15Information Technology

Findings
x There is no IT pmly.IT is a core function/ tool and must be support by policy.

x Some plans are being considered ta@ontinue to be developed automation and software
enhancement ad their associated functions.
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X

There areno performance protocols for the planning, delivemyd maintenance of information
systems and service.

SECTION QPERFORMANCE EXPECTATION

G.1ROLEBND RESPONSIBILITIES

The followingshould be read in conjunctionith Section Gelating to ageneral description of roles
and responsibilities.

G.2THENEEDFOR ROLE CLARITY

Clearly, aentral issudacing theCountyis role clarity.

G.3ROLE®F REEVE AND COUNCIL

G.3.10bservations Role of the Reeve

Degree of Role Clarituring Meetings

X

X

TheReevdeads and lsairs Council meetings ans both the spokesperson and Council leader.

The Reeve haservedon Councilpreviously, was previously the Reeve. After a period of time
determinad to run for office again and was elected in 2017. Since 2017 he has served as the
Reeve. ¥ found that even though the current Reespent some time away from elected office

he hasdemonstrated ageneralability to understancturrent complexinformation and issues

At times thenumber andcomplexity of issues facing th@unty that are being handledy the
Countyare significant

In general he Reeve enjsthe support ofthe majority ofCouncil members.

The Reeveseeks regular updates and briefings ssues of significance from the CADhese
topics are shared with all Council members and when they are issues for Council to deliberate
they are scheduled on the Agenda

The Reeve plays an important role in gathering the input and ideas of the Couniciy dur
discussion and debateve observed thathe Reevesummarize the issie(s) at the end of the
discussion (debate) and then shares his views.
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x The Reeve ensus¢hat during Council meetingsatters aretabledthat have support therefore
only discussiorof an issue on the agenda that has a resolution on the tédnle voteshould be
allowed (Roberts Rules suggests thatepentation of the information prior to a motion is
acceptable, but no discussiondebate should be allowed prior to a motipn.

Relatonship of Reeveto Administration

x The nature of the relationship must e predicated on mutual respect and duty. The CAO
and the Reeve should be able to bounce ideas off each other. The CAO should contact the
Reeve fist to inform of any key issues;hweh we observed for the most pawas nottaking
place.

x The relationship between the Reeve att@ current (past)CAOs somewhatchallenging due to
a number of factorsthe history and experience of the Reeve; the longevity of the current CAO
and his vigvs of programs and services delivery; lack of clarity of Council direction; policies that
do not always fit the objectives; and general personality differences.

x |t appears thathe Reevehasattempted toclarify with theCAQust whatCouncilobjectives ae,
in terms of nitiatives, policies and expectations while tryifwith varying degrees of success)
not to interfere inthe CA@ duties and responsibilities

x The CAO must ensure theslationshipis one of genuine support for the initiatives and
expectdions of Council.Councilpolicies offer significandirection taken by the CAO; thHeAO
must be open to sucHirection.

x The Reevand Councishould expect sound advice and guidance from the CAO on a multitude
of issues related to policies, programs as@vices that come before Council.

Roles of the Reeve

x The Reeveole is trying to balancéisrole as Reeve withepresenttion ofthe interests ofthe
w S S diBisidalconstituents to the rest of Council as any other member of Council is expected
to do.

x TheReeve is the elected head Gbuncilby the majority of Council andbviouslymust have
their trust and confidence.

x The Reeveshould be involved in thelevelopment of an appropriate agenda for each Council
meeting.

x The Reeve chairs Counciketings provides leadershipand isexpected tosee issues clearly
and must discernand recommendwhat, in final analysisthe appropriate response of Council
should be.

x We found that theReeveakeshisresponsibilityseriously.

x The Reevat times wants to se issues resolved and may contact employees directly. This has
caused some issues for the CAO.
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X

Other duties include corresponding with the leaders from other municipalitéser elected
official, Ministers ofthe Crown and participating inceremoniafunctions.

G.3.2 Observationsn Council

Changing Dynamics of Council

X

TheGounty Councilcomprises five members each representing a division of the County.

x The Reeve has been in place for the past four years. A current councillor was the former Reeve.

The dynamics of the Council have changed somewdiate the last election, wherein the
majority on the current Council appears to have a different perspective on programs, services
and policy matters than the previous Reeve and Council

There areobvious differences of opinion, viewand positionsof this Counci] on many occasions

the vote on matters appears to be split in a 3 to 2 manner. Howewegrall Councilfor the

most parthasbeen able towork togetherto get things done Membersfor the most @rt are
reasonablycourteous and afford each other the opportunity to have their message heard in a
debate.

The current Council appears to be more prone to addressafhissues and less focused on the
big picture, longer term strategic plannin§ome @ this appears to be a result of the current
differences of opinion on the direction of Council.

Councilappears committed to reducing spending and thus reducing téixes an urcommon

goal) As such their priority is to reduce the annual budget. In otdexccomplish this it appears
that Council has been digging inttepartmental budgets and attempting to control certain
administrative responsibilities. For example Council appears to interfere in the replacement of
key staff calling it a cost saving messuManagement of the approvelbudget is normallythe
responsibility of the CA@ot usually ascribed to policy leade(Essentially this comes across to
administration that they are not trusted)it also is a hindrance for the CAO to manage his
organizaton properly.

The budgeting process has allowed some on Council to dig in line by line in department budgets.
The potential falbut is thatadministrationappears to no longer owthe budgetdecision,nor

are theyfully responsible fothe outcomes becaus€ouncil has decided what is to happen
administrationand how much is to be spent appearsthat the reason Council has reverted to
digging into theadministration budget is that during previous budget presentationsome
Councillors viewed the depar@mt submissiongs Council being asked bdindly approvethe
suggestions of the administratiowithout any indication that stewardship of public funds is a
priority. This should never be the case.

Council this term has not been able to establish sounoh fpolicies on a number of files
including dust contrglditch mowing/sprayingand beaver management.
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x Council has a five year road management plan, and follows two years at a time. The long term is
seen as too far off to address.

x There has been limited ogideration of assessing how well Council is doing and as an extension
how well theCountyis doing.

Council Orientation

x Soon after each electigthe CAQs responsible forprepaiing the new Council with a proper
orientation process. This is not a@ime to deal with current planning and finance issues, but
rather a day to learn or refresh abotlte MGA, Countybylaws, policies and proceduresoles,
responsibilities, expecteduties and legal responsibilities; as wellesentationshould be given
on anypressing issues of significanpelicy or legal matterthe members should be aware of.

x A day is normally set aside shortly after the elections and is supplemented with a separate
session on Planning and Finanddunicipal Affairs and the Rural Municifiges Association
(RMA also provideorientation forcandidates to attend after they have be@ominated.

x Prior to election administration shouldadvise candidates of the dates f@n orientation
meeting and the organizational meeting of Council whaeytpick up their nomination papers.

x Council must confirmts mandate, vision, values, goals ambjectivesfrom start of itsterm.
2SS y2GSR GUKS 'TLINAE wnmt {GNIFGS3AAO tily GAGE
tfFOS | yR t 2 &4apaiddf thd diienttdn padkaged RhisgMas a very extensive and
well thought out strategic plariWe observed durther Councilstrategic planning exercise that
resulted in whatis titled the G H rimon { GNF GSIAO tflyédd 2S5 y2
statements and a list of goals this document but we were not able to determine if there is a
mechanism to measure performance. Usually there are key performance indicators that provide
a sense of accomplishmengo far we have not determined how Councill kmnow if or when it
has accomplished its goals.

x Some of the difficulty that Councédppears to have experiencea guidingand setting targets for
the administrationis attributable to a lack ofocused directionwith goals, objectives antime
frames

Councilc CAORelationship

x A positive workingrelationship withthe CAO is based on mutual respect and understanding as
to respective roleobligations and prerogativedzor the most part, Council appears to have
respect for the person in the CAO role hoxge there have been some bumps along the way.

x Some Councilors indicated they would like to do a better job of assessing the ©AO
performance and are hoping find a better system for conductirgnnualappraisals(Note: we
can provide a performance dvation tool at the request of Coungil
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X

Some Council members indicated that thdyave historicallystrugged to find a satisfactory
relationship withthe CAO.

For the most part of this term th€EAGChas beerbriefing Council as a whole fully and
expeditously on matters of significancé/e found generally that thesariefingare clear,
factual, supported with considerations and whenever possitiatain the CAO
(administratior@) opiniorirecommendation

The CAQ & itB én&ure that matters brouglitefore Council aresetted andhave hissupport

and recommendationsThis has been generally happening, however, there have been some
occasions, however few, where an employee feels they have been challenged during a Council
meeting and they suggest thateé CAO did not step up to defend the employee or the issue.
Obviously this reflects on the morale of the organization.

Councilc Administration Relationship

X

X

Council feedthat the County hasnany very dediated and haredworking employees.

Policy CL-D01 Caincil & Administration Roles and Responsibilities cledelcribethe protocol
on how Council and Administration work together and what their duties aré/hen Council
membersaretalking to staff about theCountybusinesst cansend amixedmessage ahat who
directs administrationAt the very least it can cause some confusion.

There is nopolicy outlinng a formal mechanism for staff to invite Council members as a whole
to any function that they feel they would like to have them attei@ff-the-cuff invitations to
individual Council members agenerallyinappropriate

SomeCouncillorsmay be concerned aboutot receiving mformation in a timely fashionThis
does not give licensé use personal relationships with staff, whether in the community or
through various committees and Boards they serve on with staff, to find out informataoml
the same holds true for staff that have a personal relationship or connection with a Councillor.

Councillorsshould nevervoice displeasure with staffeither at a meeting of Councilduring
committee meetingspr makecommentsabout staf in public

Staff should be advised that they are not to make negative statements about Council,
Councillors or the senior administration at any time in a public forum.

This administration is somewhatconcerred about the apparentlack of trustand confidencan
the administration by Council

Some in Council are concerned about the apparent lack of trust by some staff in the Council.

Some on Council are disappointed by the appatank of attention sometimes paid to Council
direction.
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Council Agenda

x The Agenda for Council meetings should be guided by Council with key input and final
preparation by the CAO. It should be clear that the meeting is a Council meeting and therefore
needsto address formally matters of significance to Council and the Community.

x Councillorsfor the most part listento residents and ratepayers ardesireto have their issug
raised throughout their termstey requiretime on the agenda fothese issues Care is needed
to avoid toomuchdadministrivaé ~ the/agemnla leaving little timeto formally debatesignificarn
matters of importanceo Counciland the community

x The Council needs to have time to advance their issues to the aganddahe CAO needs tme
aware of the Council matters that require thorough analysis and review before being placed on
the agenda.

x |t appears thatCouncil is not aware of what will be on the agenda until such time as the agenda
is received by Councillgrgenerally theThursdg or Fridayprior to a meeting of Council the
following week.

x Committee of the Whole Councilpreviously held a monthlyneetingcaledthed / 2 YYA GG S S
0KS 2 K 2fing éMor¥ fcently they stopped the Committee of the Whole meetings in
favour on anotler formal Council meetinghe Committee of the Wholés aCouncil meeting for
the purpose of discussing matters publighursuant to the MGA These meetings are
established so that topics can be thoroughhformed, vetted, and discussed We strongly
support the reintroduction of the Committee of the Whole as a way to inform, vet, and analyse
issues and objectives\n agenda should be published and a set of genémahmitteeminutes
should be kept. Any decisions of a Committee of the Whole are simpbymaendationsbut
they should be captured i@ommitteeminutesand available to the public.

x Committee of the Whole should be established by its own bylaw, with terms of reference
embedded. We suggest the Committee of the Whole have as it mandates maifers
Governance, Policies and Priorities.

x |t is the responsibily of the administration to planorganize and optimize the annual
organizational meeting.

Council Procedures

x TheProcedure Blaw 20-1083 outlinesthe duties and responsibilities of participanin Council
meetings and meetings dhe Committee of the Whole We observed that the role of the CAO
in preparation of the Agenda is unclear.

x Council decision to start Council meetings at 8:30 creates additional resource issues and adds to
staff bankal time.
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Briefing CounciMembers

X

X

Proceduresshould bein place to ensure that all Councillors are equally informed and well
briefedon the key elements of issugSonference calls could be used for this purpose.

Briefing of Councillarshould be done byite CAO on complex or difficult matters before they
come to Council. This ce done in many way®ne way ido provide briefings of such issues

at Committee of the Whole meetings. A briefing is intended to be a fact finding procédiure
Council andnot a place for one Councillor to gain more information than anoth&hen a
briefing is held, it is a type of CAO workshop is not a place for decisions. Decisions are only to be
made in a formal public Council meeting.

The process should be a submisgpyasentation by the CAMn key issueshat will impactthe
Countyin the future,such asssues that were not addressed withmdgets orplans and any
increases or decreasés service levels specified by existing Council policy

Policy Development Respongility

X

It appears for the most partthat the County developed numerous policies to guide Council and
administration. However, we observed that at times these policies are adjusted to suit a specific
one-off issue thus leaving some confusiongapsfor others. Policies are intended tcedl with
reoccurring or repetitive matters and not generally foresoif issues.

The value of clear policies and a pol@sed process has bedully adopted by management
and thus much of what does come to Council immed asa challenge to deal with because
Council is dealing with both the matter and how the policy may not address the matter.

CouncilPolicydiffers from administrative policies. Council polgtyould focus orwhat is to be
doneand what is to be appred by Council, anddministrative policy@rocedurg should focus
on how it is to bedone.

At timessome Councillors have perceived that the administration has either not responded to
GKSANI LI2f A08 RANBOGAZ2Y 2NJ KI Zions &&not sdppoted by 2 N
the administration.

The CAO leapolicy development andhouldendeavair to draft policies to take to Council for

approval These new policies shoutdovide Council witlassurancehat the administration will
follow them to gude programs and services delivery.

CouncilDecisionMaking

X

We observed thathe current agendg@rocess may not be givingpncillors sufficient time for a
full debate or to hear the concerns of their colleagweshe public (affected partiegklativeto
the issuesWe note that some matters may be urgent, however usually they are not urgent and
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more time can be taken to gather additional information so that an informed decision can be
made. For examplerhen considering bylawkolding three readings ia single session should
only be done when the matter before Council is time sensitive. Otherwise bringing it back to a
future meeting offers time to address any additional information or nagging questiblagso
provides the public time to contemplatend inform Council of theithoughts

x |t should be clear to the public thahe CAO is not an elected official and the CAO shuootidhe
seen to overly influence the political decisions of Council.

x Often, Council members are not well briefed on the issudss has much to do with the lack of
a useful committee structure and the role that it could play in setting the stage for formal
Council debate.

x We observed times during debate where Councillors addressed each other or staff members
without respecting theChairman. Council meetings are qupslicial type meetings and the
Chairperson is to be respected. All conversation to others should be through the Ttehair
should control the information sharing and be acknowledged to hayeen permission to
guestion, andreceiveanswes.

Time Commitments

x Councillor ime commitments varyput appear tobe increasngto where Councillors are busy for
a good portion of eacmonth.

x This review suggess that the Reev@® | Y R 5 S LJdziitine so@rSit@éhlsasignifcantly
greater than Councillors.

x Revisiting theCouncillor time commitments under the current governamsedel andassessing
remunerationshould be considered anshouldbe done by a independentcitizens committee

or consulting firmcharged with assessj time commitments and remuneratioand providing
recommendatiosto Council.

Communications Strategy

x There is ndormal communication strateggr plan There is acommunication functiorwithin
the administration For Councilto fulfil its role as the public representative and ensera
reasonable flow of information in both directionhen an overall communications strategy is
essential.

x The minutes ofregular Council meetings are available on tl®untywebsite and there is a
council meeting brief sumary of decisions publicized soon after each meeting.

x Council meetings are being streamed live and accessible on the website for review later.

x Terms of reference and guidelines for boards and committees of Council should be posted on
the Gounty website
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X

X

X

When stting direction for the communityfCouncilshould utilize various methods of obtaining
input from the community.

The website is in need afevampingto become more informativeand offer ecommerce
opportunities andbe updated regularly

Ly  2détlalénedia sécietythere is a need to participate which require dedicated
commitment

Confidentiality

X

Bylaw 181060 is in place to govern the conduct of all Councillors of Beaver County in order that
they maintain the highest standards of conduct inbfic office and faithfully discharge their
duties as an elected official. It requires that Councillors adhere to all aspects of the MGA
including sharingnformationfrom a closed session

We had one unconfirmeduggestion that there have bedaaksof closed sessiomliscussios
and agreemerd. Councilloramust adhere to the confidentiality requirementr trust and
confidence in those members could lead to a serious dysfunction of Council.

Value for Money

X

Council isaware of the need to provideassurance tothe citizensthat they are receiving good
value for the monies being pafdr their taxes.

The fact thatsomepositions in the administration are not filled appropriately and the requisite
need to fill the void with contract employees is a concerrhwispect toorganizational needs
and the costs involved.An evaluationneeds to becarried out onthe economic impacto the
Gounty of not filling positionswith qualified personsfilling them with untrained persons, and/or
filling them with contracipersons

Building andmaintaining roads and infrastructure is the most significant part of @wunty
budget Councilmust be certain thatthe County has been sufficiently proactive in assessing
whether or not privatecontractingis aviableoption regardingcertain work functions.

Some in the general public argue that the County has been wasteful in its use of resources and
the types of infrastructure promoted. We were advised that some roads are redone too often
while other roads do not see proper and tipelenewal.Financial esource use is the greatest
challenge in a large rurahunicipality with significant different needs throughout. A focus on
hearing what the needs are from the community and setting prioritiemesway toachievethe

best value oubf limited County resources.

It appears there have been times where a lack of attention to an issue at the outset has ended
up costing the County significantly more than if they had addressed the matter at the outset.
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The administration suggests that ithiaot been able to keep up with some of the issues due to
manpower and resource shortages.

x Some major repairs are not being done due to budget constraints, and emergency repairs often
wait for Council approval to address them. This allows for further ri@t&tion. There is no
emergency repair or replacement policy allowing the CAO to address these anomalies.

x Work in someHamletshas proceeded without discussing with local community. The lack of
communication and input from the community has created anificant sense of poor
management by the locals.

G.4DECISIONMAKING PRACTICES

G.4.10bservations DecisionMaking Practices

x Normally agenda items are to be completed/ Imoon on the previous Thursday.
x There does not appear to & informal agenda reviewvith senior staff.

x There does not appear to be an informal agenda review with the Reeve or an agenda committee
of Council.

x During Council meetings a member of Council may ask administration to take certain actions.
Without a motion the request is informaind may create certain expectations that have no basis
of performance measuremenAt times administration has not responded to individual requests
leaving the question unanswered and the Councillor somewhat frustrated.

x Some policy issuesppear to bemowved directly to the Council agenda without an opportunity
for the CAO and statb review them.This gives the impression th&ouncilis attempting to
implement decisionswithout all the information It is our view that goodPolicydevelopment
will occur n an effective Committee of Whole systemso that Councilhas the opportunityto
review difficult issues in a more casual environménéreby resulting in more agreement at the
actual Council meeting.

x Minute-taking is the responsibility of th&xecutive Asistant with the admin support from
Public Worksas backup We observed that the Executive Assistant may mte communicated
a planned absence and there has to be some scrambling to get the Admin Support person to
drop what they are doing and attend @ouncil minutesSome suggestion was madtteat the
minutes could be taken by a dedicatedassistantand the EA wouldhen have more time to
support Council anthe CAO.

x Underthe MGA the responsibility for accuracy of the minutes lies with the CAO.
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x Most presentatiors of materials by the Public Works, Transportation and Agriculture
departments atCouncil meetingappearwell-organized and clearly visible, for the most part, to
Council and the public gallery.

x We attended three Council meetings and obsertied followingfrom attendanceduring all or
parts of treemeetings of Council:

0 The seating of the Reeve allswfor proper control of the discussion between the
Councillors and those presenting materials.

o Councillorsmay want to change seating locationsnarally. Perhaps seating wd be
allocated by a drawing of seat numbers at each annual organizational meeting.

o A copy of the genda and accompanying agenda packageat least asummaryof it, are
available for stafpublic to access a meeting.

o TheRequest for Decision (RF@pntainsa cover page summary of the item presented,
including background, discussiand options, and alstecommendations in the form of a
draft motion,approval of the department head and approval of B0

o Councilshould only give direction tothe CAOvia a CounciResolution;all instruction
should be in a form of direction to the CA® Counciindnot directly tostaff.

o The Council meetings often appear to become a chat session. This is not the proper use of
the formal Counit meeting.

G.5EFFECTINMEANAGBMENT

How well theGounty functions can be directly attributable to the style mfinagerial practice The
first questionto ask are the energies of the administratiomeing directed toward continual
improvemen® Secondly to identify if the senior management groups modedling effective
practicesandopen tohear input on how the status quo can beproved

G.5.1 EffectivaManagerial Practices Observations

x Leadership appears to be average or acceptable; we looked for reareayg that takes charge,
inspires, and influences others individually or as a teBegver County administration &bout
the same as many of its municipal pse

x A motivated management system is necessargrder tocarry out themultiple challenges. At
times issuegan be compleand people can be difficultherefore leadership must be motivated
to accept the challenges and garner the energy to address these issuesoncerns The
current management motivation has been described to usvasting to awid complexity and
conflicing or difficultmatters.
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x Problem Solving is a necessary objective for management. We look for a system that gains
understanding of themany challenges and develop strategies to meet those challenges. The
current system seems tmnore some of the problemand eventually the problems either get
lost or get bigger.

x Creativity and innovation was something that Beaver County administratidhe pastprided
itself in however it seems over the pagw yearsnot so much;we often heard from internal
and external sourced a I YS 2t R alkYS 2f Re¢®

x Being aware of the feelings and attitudes of Council, staff and ratepayers/stakeholders is an
important attribute of a management system. We obsenatdorganizatioral awareness to the
political nsitivities, a recognition and understanding thie motives and objectives of the
others, andone that ads or reactsappropriately.We did nothoweverfind a lot of forward
thinking that would get out ahead of issues before they hapaed thenbecome lager.

x Change and improvements of any organization is ongoingvéldormally beconsistent, we
look for the ability of the organization to institute and manage change and to be aware that the
introduction of change often generates insecurity. We sensed abserved insecurity in a
number of fronts within the County leadershighange can be scary.

x We look to determine if the leadership is prepared to be accountable and responsible or do they
seem to want to pass the buck-so-speak. We did not find a tture of formal accountability,
which appears to be aulturaltrait developed over time. It appears that there is a propensity to
never admit failure or errors, or blame someone else. That type of culture needs to be
addressed becausever time it has negatively impaced the organization And thus a morale
failure.

x We observed an organization that is quite good at collecting, adtanmg and managing
information, albeit information storage and recovery could use more focus.

x We found msition profiles are for the most part out of date and inconsistent with what the
employee in each position is doing. With limited resources and Council objective to do more
with less,employeeroles on many fronts have added or changed.

x We observed the sporadic use of anfiua LISNF 2 NX | yOS NBGASgad {2YS
never haveHuman resource management criteyidoesnot appear to bea priority, and there is
a clear lack of discipline in this regard.

x Some &aff mentioned that theydo notfeel comfortable in commuatingwith senior staff any
concerns or suggestions for improvemenhere have been repercussions for doing so.

x{2YS &AGFFF INB FSINFdzA 2F GIFfl1Ay3a G2 StSOGS
KAIKE D

x There appear to be people in positiowgh questiorableability, skills, training and experience.
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A

x Management has notreated an environmentin whichthe Countyg 2 dzf R 0SS @A S& SF
SYLX 228 SNJ 2T ditred skile8 and éxgerienced pérgonnel

x Currently management has not givesufficient attention to the development ofa broad scale
administrative vision and plathat would supportthe vision and plan of Council.

x The Countyability to recruit quickly and effectively has been limit&bmetimes because of a
fear of bringing issue®rward for approval.

x We noted thatsome employeeswho end their formal employment come back to work on a
contract basisClearly accession planning does not appear to be high on the list of priorities,
albeit we were informed that therevious CAO haput together aplan; however the plan was
not available to us.

x There are some challenges withcollaboration between departments. The stylesf
communicating with stafppear to vary between departmentwith some very committed to
keeping all their emplages informedand others not so committed

x TheCountyrequiresstrongmanagement and leadership with sousthployee relations skills to
work with the organization to bring abouwffective improvement leadershipappears to have
been dragging and more focasd energy is neededrdiningmayberequired.

x Because there is a separation betwegperationsand administratiorthere has not be sufficient
effort to improve communications.

x Council has traditionally become too intertwined with the administratiomstrs lacking.

x The CAO has too many direct reports, and it appears that he is really the director of every
department. The current management styleas beenhands on,often micro-managing and
controlling outcomes. This has not allowed staff to grow aneéaln and has stymied
improvements.
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MANAGEMENT COMPETENCY VALUE EHAIN

We providehereona diagamfrom the International Professional Management Associatiaat
depicts the values we look for in a competent professional management aingcipality:

Improved Managerial e Improving Managerial

Skills, Competence, Skills, Competence,
and Performance and Performance

MANAGEMENT COMPETENCY VALUE CHAIN

It is these traits and competencies that ensure the management of the organization are enriched
by a competent, professional and experienced manager. One who is energetic, and willing to
improve and/oradjust tochanges.

! http://www.ipma.co.uk/managemenicompetences.php
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SECTION HOVERVIEW OF EACHAEERMENT AND FUNCTIONS

H.10VERVIEWF CURRENT STRUCTURE

The followingare observations and larief assessmenif each departmenasthey function today.

H.1.1O0bservations Issuedmpacting the Administration

x The administration is challenged to keepace with the development implementation and
service improvements or requirements of th@unty. For examplethere is as lack of
succession plannindgn the next couple years thre will be a substantial turover inkey staff
which will createsignificant los of capacity and institutional memoriuring our interviews we
counted a potential of Zemployeeswho will either retire or have considered moving on for
family or personal reasoi.hese functional losses will create a huge challengéh®oCounty.

x In the past 10 years there has been no increase in administrative staffing numbers. With
currently 3vacancies there are currently fewer employees than a decade ago.

x With the potential turnover there must be a plan tensure the information, knowledge and
records pass from one individual to another, and are capturethi® corporateinformation and
recordssystems.

x Administrationappears to bevorking ina vacuumOn one handhere areunclear targets, and
on the other hand administratiolnas many regulatedesponsibilitiesto address Every policy
shift or change of directioncreates an administrative burdethat addsto the current
responsibilities usuallywith limited consideration of the administrativer resourceburden

x To varying degrees communicati@mongservicesis irregular and lacking rigor of up to date
sharing.

x A number employees noted concerns about not beinfgrmed aboutCounciimeetingdecisions
which may affect their duties or positios At the very least they should not find out what
direction or decision is given by reading the paper or hearing it from external sources.

x The cost of contracted services including legal services shoukl/mved.
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H.2CHIERDMINISTRATIVE OFFICER

H.2.1 Descriptionf Services

The CAGas Councils only emplee is theleader of the administration,acts ascoordinator and
filter of all information and services including provision of advisory andgupport servicesor
Council including specific services for tReeve andeach Councilor. The CAQnust ensurethe
administration is functioningeffectively and efficiently. He must ensure the organization is
structured to manage andachieve optimum outcomes and is providing clear appropriate
direction to ensureghe administration ieffective andsuccesful in their functions The CAO must
be a forward thinker, have good communication skills, possess excellent leadership skills, and very
importantly is a trusted loyal servant to the community.

¢ KS /8 dired reports include; Executive Assistant, Supt. of eubVorks, Supt. of
Transportation, 2AgricultureFieldman Communication€oordinator, Assistant CAdhd CPO

H.2.2 Observationsn the CAO Function

Based orour experience androm our observations durinthis review process welentified a few
areas whee the current function could be improved

X

X

Improveopemess and communicatiowith all members of Council

Provide guidance to Council for development ofia G NI G S 3 A O govdrnaiiciNPThi© K
requires clear adviceo ensure Councilsvisionand directons areeffectivelyimplemented and
communcated across all levels of the administration.

Improve the quality of adviceto Councilon matters the CAOmay disagree with or have a
differing view of what is important for the community.

Support employees who ake administrative reports to Councilor which some on Council
might question during Council meetings.

Advise omew policy statements to Council on major or repetitive issues

Prepare ariefing dossiefor anymajor or complex issueslost information sssions for Council
members as the need arises.

Ensure goroactive administration thatan addressadhocissuespromptly, without disrupting
the ability of staff to complete current functions

Assesdehaviour an culture of the administration and addreasy anomalies.

Resolvdrust issues with Council and sonmaepayers
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x The CAO must develop a succession paappears that three senior people will leave in the
next 24 months and succession will be needed.

x The CAQ affice needs toimprove and/or incraseemphasis on putting the needs of ti@uncil
andresidents firsttogether with advancing actions that improve Council aathlic confidence.

x The CAOshould develop arvaluation processhat would assist council in reviewing the CAO
performance.

x  Senior managementas not beergiven the reigns to manage their ovanganizations TheCAO
should hold leadershipaccountable, but does not interfere to a large extent and is supportive
providing mentorship and advice as needed.

x The CAO should be given morétiade to fix issuesn emergencies that aréxable before they
become bigger and more difficutir costlyissues. In most municipalities, the CAO has the
responsibility to fix problems and safety issues before they fester. This authority appears to be
somewhat curtailed at the current time, it is unclear if this is a policy matter or just the system
chosen by the CA@erhaps it is a historical style for the County and not necessarily the CAO?

x The CAO should revitalize and lead the administration withcad on implementing this report
and developing a strengthened administrative organizational design.

H.3ASSISTANTAOg ADMINISTRATION

Thefunction ofthe Assistant CASGervicegrovidesleadeship to a variety of functions including
Director ofFinance Assessor, Development Officand Reception. Thedministrationalso include;
Payroll and BenefitdHuman Resourge

The Assistant CAO (ACAQjovides strategic leadership and management of legislative and
corporate services for the County. As a membiethe managementeam, providesnput, advice

and support to theleadership while deliveringeffective and efficientadministration The
incumbent also acts as Chief Administrative Officer in the absence of the Chief Administrative
Officer.The ACAO isucrently acting as the interir€CAO.

H.3.1 Descriptiownf Services

Is responsible for the following major functions under the direction of the Chief Administrative
Officer (CAO):

x Recruits and selects staff and provides leadersimp oversightto all staff under Directors
supervision.

x Responsible forduties, responsibilities productivity and goal achievements of Corporate
Services
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Providesperformance feedback and accountabilitgnd engages witrstaff with delegated
responsibility

Coaches and mentors &ft; ensures ongoing staff development, craéssning, multiskilling,

and succession planning.

Visits work area on an egoing basis to maintain open communication, personal accessibility to
all staff and tearvoriented environment.

Cooperates and partigatesas a senior leader arhart of the management team.

Responsible for leadership and productivity of operations within the Departments of Finance,
Assessment, and Planning and Development with a focus on customer service, productivity, and
costeffectiveness. Ensures a focus on, and a measurement of, successful outcomes rather than
outputs.

Ensures adherence to all legislative requirements such as those d¥ltinécipal Government

Acth YR (KS /2dzyieQa oeflga IyR LRtAOASE

t F NI AOALIN (Sa akhandB&f&y Prograimyaicentddels, Ibysactive leadership, healthy
and safe work practices.

Assists, advises, and informs Council, through the CAO, admihistrative and legislative
municipal matters in support aippropriate and welinformed overall plicy direction.

Participates in senior management oversight to ensadherence to the policy direction
established by Council for tH@ounty

Assists and advises CAO regarding short andtemgplanning

x Supports all staff to mintain productive pblicrelations at all times.

X

Represents the County at various functions, when required.

Summary

= =4 =4 4 -4 -8 4 5 5 -5 -9 2 -9

FinanceBudgeting &Acounting,

Accounts Payable and Accounts Receivable

Tax Clerk

Assessment

Reception, front counter services

Admin support

AdministrationSenices IT

Legislative Services

Planning; Development Office

Human Resoura; Payroll/benefits

Contract Administration

Records Management artfeleedom of Information and Protection of Privasgministration
Insurance andRisk Management, Coordination of a&cess to legal services by Council and
administration
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H.3.2 Observations ACAQAdministration)

x TheACAQs a long service employee, who a decade sgyoed aghe CountyCAOThis position
is a very important component of the exdtte management leadehsp team. The functioof
ensuring and confirming thafounty financesand formal administrative serviceare managed
andmaintained effectively cannot be undsated

x Enjoysworking for the County and has stayed loyal.
x Primary responsibilities adescrbed inthe position description

o Plars, direct, coordinatesand provides leadership to the Finance and wéhistration, Human
Resources, Contracted Services, IT, Assessment, and Planning.

o Contributes toCountystrategic direction, values and vision.

0 Advises the CAO on corporate priorities and policies, bylaws,, dtc.achieve objectives
and or improve department operations.

o Fillsthe acting role in the absence of the CAO.

x Responsible for providing financial implications and making recommendations for all
background requests presented to Council.

x Ensuresmplementation and maintenance aiccounting compliancpursuant to Policy.
x Authorizes payments for invoices, oagreements and contractndas perPolicy ADM 006.

x Assissthe CAO in the development departmental related policies and bylaws; provides input
on legislative requirements.

x Ensureacompliance with legislation, regulations, policies, procedures and guidelines.
x Ensurathat appropriate operational systems, practices and procedures are gepla
»- Analysa proposed provincial and federal legislation as it affects@henty.

x Coordinates grant applications budgets and financial statements farecreation boards,
community clubs andther localorganiations.

x Prepaesand adminisersthe Corporde Service8udget.
x Advisesthe CAO on risk management issues.
x Coordinates preparation of financial forecasts.

x Preparess and implemens administrative policies and procedures for thgeneral office
operationrs.

x Researchs.
x Qversees IT services

x Assiss public and ratepayers with inquiries and concerns.
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x Prepares newsletter articlesas necessary.

x Ensurespolicies of Council are carried out in a timely fashion

X

Ensuresadequate and well trainedtaffs areemployed to carry out theluties

X

Procuresongoing trainng for staff to keep up to date with the latest technolagy

X

Updates Councdn an ongoing basiggardingthe financialprogress of theCounty.

X

Working at improving thenethod of evaluating ta effectiveness of Corporate Services

x The Director conductsmgoing meetings with individual supervispend infrequent meetings
with the full staff.

X

The issuefacing thedepartment include:

Workloadsand few resourcesffer limited time to focus on issues

Retirements over next couple of yearsuccession planng

Asset management challenges

Communications efforts are limitegipublic engagemenhas not been a priority
Continued improvement dhe financial reporting systems

ImproveHuman Resources effectivessin recruitmenttimelinessand employee wellbeing

Staffingq the administrationfeeling the squeeze atcruitingsufficientqualifiedstaff.

O O O O O o o o

Providing quality corporate services to the organization as a wimotee face of reducing
revenues and resources

o Lack of a planner position. Hasen overseen bthe CAO who was a trained planndiisdid
put the CAQnN a potential adversarial role and is not a wise use of his time.

o Now there is no planner on board and this will leave a significant gap for subdivision and
planning requirements.

H.3.3 Financidervices

TheFinance Department is overseen by theector of Financevho is responsible for all aspects of

the financial operations of Beaver County in accordance with policy, legislation, and sound
accounting principles. There are two financial admmaigte assistants (accounting services)
Reporting to the Director of Finance. The following are the general duties:

x Recruits, selects, directs and oversees all staff under his/her direction.

x Maintains an up to date set of financial information to be usedkeep the County informed of
current financial status financial record management.

x Reports all financial matters to the ACAO.
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x Provides performance feedback and accountability.

x Coaches and mentors staff; ensures ongoing staff development,-teossg, multiskilling,
and succession planning.

x Cooperates and participates as part of the management team.

x Ensures that the Department of Finance focuses on customer service, productivity, and cost
effectiveness.

x Ensures all Generally Accepted Accountingte®ys for municipalities are supported within
Beaver County administration.

x Ensures adherence to all legislative requirements such as those dfltinécipal Government

Acth yR tf GKS /2dzyieQa oeflga yR LR2tAOASAD

t F NOAOALI 1Sa Ay G#@Progtamzy e Qa | SFEGK yR {F

Assists, advises, and informs Council, through the ACAO, on all fimaatie.

Inputs toshort and longterm operational andcapitalstrategic planning.

Under thesupervision of the ACAO the DirectdrFinance, the following services grsovided:

AccountingA/P ¢ A/R

Payroll and Benefits

Property exation

Fee administration

Cash management

Investment management

Insurancecoverage

Accounts payable/receivable

Grants: @plications for/tonon-profit groups; and from Provincial Government

X X X X

O O O OO0 OO0 O o

H.3.4 County Finances

The following is a summary afbrief review of theCounty financial situationjncludingreviewing
the audited financial statements 2 NJ LJS NFMNRYSSR o0& a

Beaver County Financial Review

The County has 3,316.4an of area, a popul&in of 5905 (2016) with 2,893 km of County roads.

Of the 2,893 kilometers of local roadsere are approximately 1km of pavedroads, 39 km of

oiled roads, 2,263 km of graveled roads and kifof graded roadsThere are 40&ilometers of
undeveloped rad allowances. The great majority of the local roads serve as local access to farming
and smaller industrial activities. However, some of the roads provide a higher level of dervice
several Country Residential subdivisions, mostly located in the westetof the County.

The County is growing modestly in population over time. Acreages are increasing in numbers. A
map of the County and roads are noted below.
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Figure 1 Beaver County

BEAVER COUNTY
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Figure 2 Beaver County Roads
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Table T Beaver County Poputan
Beaver County Change 2020
Item 2006 2011 2016 2020from 2011
Farms 795 677 631 631 -71%
Population 5676 5689 6030 6044 6%
Dwellings 2109 2381 2772 24%
Source: Census, Statistics Canada; AB Municipal Affairs

Operating and Capital

The table below shows the operating and capital expenses for the County from 2020 to 2025
(projected). Operating expenses total about $16.7 million in 2020, and are budgeted at $14.9
million in the current year. By 2025 thetemate is about $13.4 million (Table 2).
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Table 2 Beaver County Financial Overview

Beaver County FS Summary - Adjusted  Actual Budget t N22SOG SR Myt
Operating 2020 Audit FS 2,021 2,022 2,023 2,024 2,025
Admin $ 2,773,615 $ 2,284,467|$ 2,127,764/ $  2,140,847|$ 2,160,453 $ 2,180,350
Major Fin Transactions
Council $ 250,563| $ 290,528| $ 310,786| $ 312,655| $ 315171 $ 317,720
Cmty Peace Officer $ 362,077| $ 493,161 $ 563,384| $ 687,298| $ 724,858| $ 727,570
Fire Protection $ 615,151 $ 849,358| $ 874,839 $ 883,587 $ 901,259| $ 919,284
Animal Control $ 9,353| $ 10,750 $ 11,073| $ 11,183| $ 11,407| $ 11,635
PW - Dir Office & Capital $ 515,059| $ 708,658| $ 541,109 $ 544,879 $ 550,830| $ 556,875
PW - Grader Operations $ 1,758322|$ 2,104,146/ $ 2,021,819/ $ 1,959,920/ $ 1979919/ $ 2,000,222
PW - Road Construction
PW - Maintenance $ 5130,657|$ 5609,132|$ 4,747,268 $ 4,184,265 $ 4,254,457 $ 4,325,985
Water Supply $ L - 1% - % -
Sewage Treatment $ 57,960| $ 49,985| $ 50,526| $ 50,911| $ 51,564 $ 52,228
Waste Collection $ 20,520| $ 39,560 $ 39,560 $ 39,560 $ 39,560 $ 39,560
FCSS $ 136,846| $ 137,626| $ 141,699| $ 143,107| $ 145,941| $ 148,832
CALP $ 135,305| $ 147,338| $ 151,633| $ 151,679| $ 151,725| $ 151,772
Planning & Dev't $ 189,654| $ 263,740| $ 216,561| $ 218,205| $ 220,998/ $ 223,839
Agriculture $ 701,262| $ 931,185| $ 828,157 $ 833,587| $ 842,169| $ 850,887
Recreation $ 311,513| $ 429,063 $ 352,809| $ 356,337| $ 363,464| $ 370,733
Campgrounds $ 206,847| $ 318,511| $ 286,677/ $ 289,544| $ 295.334| $ 301,241
Culture $ 245115 $ 253,711| $ 265,736 $ 268,391| $ 273,754| $ 279,224
Amortization $ 3,296,511

$ 16,716,330 $ 14,920,919 $ 13,531,400 $ 13,075955$ 13,282,863 $ 13,457,957
Annual change -11% -9% -3% 2% 1%

Importantly the five year change is significant at abe2@% if the current projections hold true,

with a reduction of $3.2 million by 2025he County in 2020 sped25 million in total and is

projected to spend $22 milliomnnually by 2025. A major item affecting the change is road
construction costs which rely heavily on the MSI grants from the provincial government. These

grants are expected to decline in the nederm but no formula is available yefThe road

construction and capital plan is noted below for the County and the construction amounts are less

certain over time. That annual cost is a risk to the County plans.
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Table 3 shows the balance of operatitgms for other program areas.

Table 3 Beaver County Capital and other Allocations
Beaver County FS Summary - AdjustedAudit 2020 Budget2021 |t N2 2S00 SR IyhhHh

Road Construction $ 2429093 $ 2,858,203 $ 1,040,000 $ 1,040,0000$ 1,040,000 $ 1,040,000

Capital $ 1420315/$ 2464923$ 1900000 $ 1,200,0000$ 1,305,000 $ 2,180,000
Subtotal $ 20,565,738 $ 20,244,045 $ 16,471,400 $ 15315955 $ 15,627,863 $ 16,677,957

Transfer to reserves
Admin (also includes major fin trans) $ 101,949

Major Fin Transactions $ 2,780,43@ $  2,726,742| $ 2,548,449 $ 2,490,832l $ 2,567,519
Cmty Peace Officer $ 16,250| $ 16,250| $ 16,250| $ 16,250| $ 16,250| $ 16,250
Fire Protection $ 234,205

PW - Dir Office & Capital $ 1,296,596/ $ 1,075,895 $ 970,895| $ 970,895| $ 970,895| $ 970,895
PW - Maintenance $ 2500,0000$% 3,329,000 $ 2,000,0000$ 2,000,0000$ 2,000,000[$ 2,000,000
Water Supply $ 71,190| $ 65,000| $ 65,000| $ 65,000| $ 65,000| $ 65,000
Sewage Treatment $ 19,985

Agriculture $ 66,000| $ 30,000| $ 30,000| $ 30,000| $ 30,000| $ 30,000
Campgrounds $ 112,098

Grand Total $ 24,984,011/ $ 27,540,626/ $ 22,280,287| $ 20,946,549 $ 21,200,840/ $ 22,327,621
Sources: Audit Statement; Finance Director

Reconcil to Budget

Per Budget $ 27,540,626

Variance $

Reconciliation to Object Exp & Capital

Expendit By dept (OBE) $ 20,380,286 $ 19,746,548 $ 19,895,840 $ 20,147,621
Road construcction

Capital $ 1,900,000 $ 1,200,000 $ 1,305,000 $ 2,180,000
Total $ 22,280,286 $ 20,946,548 $ 21,200,840 $ 22,327,621

Table 4 Reserve Statement

Beaver County Reserve Statement

Item Balance 2021 Transfer In Transfer Out Balance Dec J
Administation $ 2,513,335 $ 45250 $ (405,569)% 2,171,016
Public Works $ 6,077,433 $ 4,398,900 $ (5,222,256)$ 5,254,077
Water & Sewer $ 464,111 $ 65,000 $ (5,000) $ 524,111
Industrial Parks $ 1,077,902 $ - $ (157,122) $ 920,780
Agriculture $ 250,642 $ 30,000 $ - $ 280,642
Recreat/ Parks $ 210,976 $ - $ (152,319) % 58,657
Contingency $ 42,145 $ 205,995 $ - $ 248,140
Leg. Reservces $ 180,891 $ - $ - $ 180,891
Total $ 10,817,435 $ 4,745,145 $ (5,942,266)$ 9,638,314
Source: Finance Dept. Reduction -1194

The reserves for the County appear in table 4 and will be down by 11% at the end of 2021.
Revenue Sources for the Countyclude three mai areas:

1 Tax revenues from property owners;

1 Grants from the provincial government and others; and

1 Claystone dividends.
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A review of the County assessment base is natethble 5with a low amount of norresidential
assessments. Farmland assessments atd s&tic and linear and machinery and equipment are
declining over time. That will have an implication for farmers and for businesses.

Table 5 Assessment Mix for Beaver County

Beaver County Assessment

Assess yr---» 2019 2020 2021 2022 2023 2024
Tax Year-> 2020 2021 2022 2023 2024 2025
Class

Farmland ) 114,162,670 | $ 114,529,520 | $ 114,529,520 | $ 114,529,520 | $§ 114,529,520 | § 114,529,520
Residential s 628,777,650 | § 631,096,750 | $ 633,627,000 | $ 636,171,630 | $ 638,731,450 | $ 641,306,620
Non-Resident| $ 116,265,470 | § 116,265,000 | & 116,300,000 | $ 116,300,000 | § 116,300,000 | § 116,300,000
Linear s 296,197,480 | $ 281,261,180 | $ 280,000,000 | $ 280,000,000 | $ 280,000,000 | $ 234,921,890
Mach & Equip| $ 77,816,490 | § 75,000,000 | $ 70,000,000 | $§ 65,000,000 | § 70,000,000 | $ 70,000,000
Grants in Lieu| § 1,382,610 | § 1,382,610 | § 1,387,330 | § 1,387,370 | § 1,387,400 | § 1,387,400
Total $  1,234,602,370 |$  1,219,535060 | $  1,215,843,850 | §  1,213,388520 | $  1,220,948,370 | § 1,178,445,430
Annual Change -1% 0% 0% 1% -3%
Source: Finance Dept. |Fr0m 2019 -5%

The level of assessment is stable to slightly declining in the longer. tEnis will mean an impact
on mill rates.It is interesting to point out thaFarmlandhas beenincreasing in value in central
Alberta by about 5% annually (FCC).

Figure & FCC Farmland Data
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The risk frompossibleMSI grant reductions can mean thate payer will need to fund shortfalls for
road construction and other County programs and services. Thigicted in the next few years.

Claystone has indicated in a prior email (Sept, 2019) from their finance department the potential

fund flows. Thainformation indicates:
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x oGrant in lieu of taxes: Prior to the MCC (Municipal Controlled Corporation) Claystone
operating as Beaver Municipal Solutions was a Commisg\snsuch it did not pay municipal
taxes however it gave a grant to the County: GrantLieu of TaxesThis grant was about
$132,034 per year. As an MCC it will be paying taxes to Beaver Cdumage taxes are likely
about $300,000.

x Good Neighbour GrantThe County received about $36,524 per year for this gramtis was
used by Courl to pay for garbage bins for residents within 1.0 kilometers from the site for
effects such as noise, dust andaurs. At the time of this reportihie 2021 payment has not yet
been received.

x Dividend: In 2021 the expected dividend was $1,392,688 and2022 the County is expected
to receive about $1,624,803.This will depend on net income of the organization and the
marketplace as it is a new organizatioff.he email was based on the 5 year plan at the time.
The County received $1,392,507 in FetNdla H N H M D€

x The County receivea small amount of revenue from the Highway 14 Commission of about
$65,000 annually for water sales. The County built a small buildingdtar storage and piping
system with atruck fill at RR 630 and the Commission usesd pays a small royalty for the
use. No other fund flows occur with the County.

Mill Rate Review

The County has a comparable mill rate to others in the region based on Alberta Municipal Affairs
data. The trend has been a slight upward trend | the rai# r

Figure 4 Beaver County Mill RateNon-Resident (Municipal Affairs)
By Municipality ‘

Mouse over the graph for more detail or use the sliders below to zoom
2016 to 2020 EETER 10 year Al available

Municipal Mill Rate
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Figure 5 Current Mill Rate (Beaver County)

Figure 6 Comparable Municipal Data (Municipal Affairs)
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