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1.0

Executive Summary

The explosion of the Internet and the smartphone over the
last decade has changed customer and staff expectations.

Perry Group Consulting was hired by the Town of Fort Erie
to conduct a Corporate Software Review. To determine the
best direction for a coordinated, integrated and holistic
approach that will support effective operations and
enhanced service delivery, Perry Group was engaged to
conduct a review of the Town’s existing software solutions.
The project goal was to ensure the Town can meet the
current service demands but also to ensure it can support
more modern business solutions and be well-positioned for
future opportunities.
Does the current state support
modernization of solutions and is it
positioned to deliver digital services in
a sustainable manner?

Customer expectations of service are now heavily
influenced by their interactions with Netflix, Amazon, Indigo,
their bank or their grocery store. People can pay taxes,
renew their health card and buy their vehicle license sticker
online. Increasingly, they expect to be able to interact with
their Town in the same way.
Staff too are influenced in the same way and expect to be
able to use simple and easy-to-use tools at work to
collaborate, to share information and to get work
done – where and when they need to.
Quite simply, it is impossible today to be an effective and
efficient municipality without effective, integrated technology
underpinning and powering the organization. High-quality
customer service, operational efficiency, and staff
productivity depend on it.

The first phase of the project included a review of the
current state of software and technology.
While the network is stable and reliable with hardware
assets being maintained to a satisfactory level, the results of
the current state assessment suggest that the technology
situation at the Town is in need of change.
In summary, the Corporate Software Review looked closely
at 11 of the Town's hundreds of business processes, which
resulted in the identification of opportunities for streamlining,
efficiencies and improved customer experiences via
digitization.
Most of these improvements are dependent on the
implementation of technologies to enable streamlined
processes and, in fact, can mostly be implemented as part
of existing or new software projects underway or planned.
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Further changes are recommended to the processes of the
DS Division so that the Town can successfully capitalize on
the efficiency and customer service improvement
opportunities identified.

and staff that have found ways to make things work in the
current model.
It is a major leap of faith to ask for a commitment to a new
model without assurances that the new model will be
successful.

It is acknowledged that the recommendations presented
here represent a major organizational and cultural shift,
away from independent operations to a more coordinated
and corporate approach. It is also acknowledged that such
change can be difficult and hard to accept for management

1.1.

However, the recommendations are based on similar
models and strategies from leading digitally-minded
municipalities that have proven to be successful.

Summary of Recommendations

The following table presents a high-level summary of recommendations that are detailed throughout this Report.
#

High-Level Recommendation

High-Level Description
•
•

1

Acquire and implement new solutions

•
•
•
•

2

Develop in-house custom solutions

•

Implement an integrated Asset and Work Management
System.
Implement an integrated PPLS (Planning, Permitting,
By-law and Licensing System).
Implement an integrated Finance ERP.
Revamp the external website (replacement project is
already approved).
Replace the Notes Email/Calendaring with Active
Directory.
Develop a Domino solution for Economic Development
Leads/Prospect Management process.
Expand the Domino CRM solution to public online
services.
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#

High-Level Recommendation

High-Level Description

•
•

Evaluate O365 SharePoint as a Records Management
solution.
Evaluate the existing ADP solution for expansion for
multiple Employment Services (Recruitment and
Onboarding, Performance Management, Learning
Management, Health & Safety Incidents and
Inspections)
Evaluate O365 SharePoint to create an internal website
(Intranet).
Improve Parking Ticket Lifecycle process.
Enhance CRM system.

•
•

Authentication system replacement
Email / calendaring

•

IT Service Management – Implement recommended
policies and standards.
Develop and implement an application architecture.
Resourcing – Consider hiring Project Manager/Business
Analyst resource to fill gap in the DS Division to improve
overall service delivery and options for future project
implementations.

•
•
3

Enhance existing solutions
•

4

5

Review/replace existing systems

Other recommendations

•
•

Table 1: Summary of Recommendations
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2.0

Introduction

Perry Group Consulting (PGC) is a firm that specializes in technology in municipalities. Our mission is building better
municipalities, and we have worked with over 130 municipalities across Canada on technology strategy and planning work,
business process optimization and solutions implementation.
Perry Group was hired by the Town of Fort Erie (the “Town”), through an RFP process, to conduct a review of its corporate
software and business processing environment.
The project, which began in October 2020, was sponsored and run by the Town’s Manager, Digital Services.
Municipalities are faced with significant challenges to stretch resources to deliver high quality customer service that meets
the expectations of the modern citizen, to manage and sustain new and aging assets and to effectively engage citizens in
decisions related to the building of the community.
The Town has a unique situation as its population can increase an additional 10,000 residents in the summer, bringing
about big city expectations to the municipality. The Town understands the need to meet the community needs and
requirements by utilizing technology to enable efficient and effective service delivery.
For this reason, the Town initiated a review of its Corporate Software to ensure it can meet the current demands but also to
ensure it can support more modern business solutions and be well-positioned for future opportunities.
The Town, like many other municipalities, faced unprecedented challenges and change when COVID shut down
municipal offices and reduced or eliminated face-to-face interactions with citizens. Municipalities were forced to
conduct business online, with many staff working remotely. Technology was pushed to the forefront and quick actions
were needed to ensure everyone who was required to work from home was provided a laptop and the ability to
effectively work remotely.
Technology is more important now than ever before as in-person interactions change to an online service model. The
Town has a number of well-developed custom solutions that have been built in-house. There are, however, some
business areas that rely on multiple and disjointed systems to deliver services. Findings indicate that while these
custom solutions work very well, there are other processes and systems that could be better integrated or be part of a
larger, more cohesive technology ecosystem that would enable easier reporting, analytics and overall efficiency and
effectiveness.
The Town’s leadership and Digital Services (DS) team has identified a vision for a review that will assess the current state
of software and identify opportunities for modernization. This is a change that is not just about technology but is actually
about transforming the way the Town makes decisions and delivers service. It requires a change to the culture so that the
organization comes together to tackle technology-enabled business initiatives.
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2.1.

Purpose of this Report

The Town initiated a project to conduct a Corporate Software Review to ensure that its current enterprise applications are
effective and can support modern business solutions.
The objective of the project was to assess the current state of software and to identify opportunities for modernization as
well as to ensure solutions are optimized for effectiveness and efficiency, can enable integration and maintain long-term
cost sustainability.
The Town asked for the review to assess the existing software solutions to validate that they are most appropriate, are cost
effective and that they meet requirements for effective service delivery. The intent is to make sure the existing platforms can
scale up as growth takes place but also be able to leverage new solutions as they emerge.
The previously submitted Current State Summary Report summarized a high-level understanding of the current state of
technology and digitization at the Town and provided further insight for the Town to understand where there are
opportunities for modernization such as application consolidation, online service delivery, mobile technology as well as
opportunities for further collaboration. This Final Report provides details on the opportunities, the prioritization processes
and an understanding of the expected benefits.

2.2.

Why Conduct a Corporate Software Review?

Due to the increasing importance of technology and its role in delivering municipal services, a review of the Corporate
Software Systems is an important step in determining opportunities for modernization to ensure Town systems can meet
evolving service delivery expectations while complying with legislative requirements.
Consideration was given to simple upgrades to enhancements, expansion, or even replacement. Some opportunities may
be minor and candidates for a quick win, while others will be more significant in scope and impact.
Among the myriad opportunities with which the Town is presented, the Corporate Software Review will help the Town
determine its priorities and identify the key initiatives and activities that will support its goals and objectives.
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2.3.

Importance of Technology to Municipalities

The best run municipalities around the world, large and
small, rely on technology to be effective, increase the
productivity and efficiency of their staff, and deliver
services that delight customers with their simplicity and
convenience.

New business solutions will be required to address
emerging needs, such as more online services and
enhanced customer service delivery. New services will
emerge that are likely to be heavily reliant on technology.
More customers will expect to use their computers,
smartphones and, perhaps in the near future, voice
assistants to interact with the Town.
Technology should enable a modern municipality to
transact (pay, book, apply, request) with its citizens
online 24x7, using their smartphones or tablets. It should
support and enable increased engagement with citizens.
It should help processes be more efficient, reducing the
amount of time staff spend processing paperwork and,
instead, allow staff to spend more time working on more
value-added activities.

The Town is already heavily dependent on technology
with multiple systems in place. Services as diverse as
collecting taxes, billing and collecting of utilities charges,
handling customer enquiries, licensing of animals and
managing recreation program registration, all rely on
information technology to operate.
While the Town has made excellent progress in some
areas such as the Parking Ticket System and the
Customer Service Requests Tracking System, looking to
the future, technology will only continue to grow in
importance and be the enabler for digital transformation.

Technology should provide management with the
information it needs to support evidence-based
decisions – helping to identify optimizations that drive
service costs down with improved efficiencies and
reduced redundancies and supporting cost avoidances.
It should give Council the insights, performance
indicators and long-term projections it needs to provide
effective oversight to the administration.
The Town will increasingly employ what are referred to as
“smart technologies” and be more connected as
town-wide sensors are used to monitor critical
infrastructure and alert staff to where problems are
anticipated or have occurred. Data and information will
become more important, providing insights about service
delivery that allow municipal officials and leaders to
optimize efficiency and improve services.
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3.0

Approach and Methodology

Undertaking the review of Fort Erie’s corporate software environment required an in-depth review of the Town’s current
technology and business practices. It is only by doing this, that options and opportunities can be identified, evaluated,
prioritized and ultimately implemented and executed.
We used a multi-stage approach that allowed us to validate – at each stage of the project – that we were going in the right
direction and our recommendations were realistic for your organization. We have learned that no one organization is the
same, and that recommendations and strategies must be tailored to fit an organization’s culture.
We use a three-stage approach that follows these steps:
•

Understand the current situation.

•

Establish the future needs and understanding of the people, process, and technology changes and initiatives that are
needed to address the gaps and opportunities previously identified.

•

Plan the implementation and provide clear recommendations to support implementation.

The approach can be simplified like this:

Stage 1 – Discovery
•

Understand the current situation (conduct the maturity assessment).

•

Seek input from all parts of the Town and all layers of the organization to allow the consulting team to compare the
Town’s current state to industry standards and municipal best practices.

•

Identify gaps and opportunities that should be addressed.

For the Fort Erie project, we divided the project into two, instead of three phases, condensing the typical Strategy and Plan
stages into one Stage 2.

Stage 2a – Strategy
•

Establish the future needs and understand the people, process, and technology changes and initiatives that are
needed to address the gaps and opportunities identified in Stage 1.

•

Identify the Town’s technology, solutions, process, organization, staffing, and governance requirements.
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Stage 2b – Plan
•

Plan the implementation and provide clear recommendations to support implementation.

•

Prioritize and sequence key activities.

•

Clearly identify implementation activities and timelines, resource, and budget requirements.
Stage 1: Discovery
• Background review
• Conduct interviews
and workshops
• Assess current state
against best
practices
• Summarize current
state and
opportunities

Stage 2a: Strategy
• Analyze potential
opportunities
• Identify priority and
viable options
• Develop an
"opportunities
roadmap"
• Determine approach

Stage 2b: Plan
• Develop and
document
recommendations
• Conduct cost, benefit
and risk analysis
• Prepare and finalize
implementation plan
• Finalize strategy

Figure 1: Three-Stage Approach

P a g e 15 | 125

Findings

P a g e 16 | 125

4.0

Findings

4.1.

Key Takeaways from the Current State Analysis

There were several key takeaways from the analysis presented in the Current State Report.
Description
The network infrastructure is stable and reliant.
The DS team responds well to service requests and overall network planning however, the lack of formal ITIL best
practices will result in added pressures to the Team and may hinder its ability to be “strategic” (a gap today that will be
further challenged as the business demands more capabilities).
Additional policies are needed along with more consistent service management procedures.
Concerns have been expressed that the current email system may be holding the Town back from potential opportunities
with modern collaboration capabilities.
A formal Disaster Recovery and Business Continuity Plan (BCP/DR) is lacking however, plans are underway to get a
BCP/DR in place.
The Town has been using the Notes development platform to build point-solutions to automate a significant number of
business functions. There is one person on the DS team with excellent software development skills in the Notes platform.
Notably, the Parking Ticket Lifecycle Management Process has been digitized from start till the end using the Notes
platform to great success. There is, however, limited sustainability with the current resourcing of these critical
custom-developed applications. The in-house development results in an increasing burden on DS, and the
implementation of solutions that miss the opportunity to redesign processes for efficiency.
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Description
In addition to the limited resource capacity for the custom development environment, the Team lacks skills and
knowledge in the other core business systems, tending to solve issues with workaround Notes applications or manual
processes. These core enterprise-wide solutions all require significant work to become more efficient. For example, the
Finance-related processes use multiple solutions as well as several custom solutions.
Notable concerns in the Business Solutions Layer of the Maturity Assessment is the lack of an integrated Asset And
Work Management System and the Planning, Permitting and Licensing System (PPLS). While some components have
been developed in the Notes platform, they are not fully integrated resulting in some duplication of data and effort.
Integration is critical in organizations – it not only reduces data duplication and provides for a consistent source of
accurate information, but it enables analysis of the different business trends and provides for good reporting with
meaningful information. At the Town, integration is successful with the Parking Ticket system and the GIS environment
however, there are key integrations missing. Purchase Orders, Payment Vouchers and Accpac are related functions of
the procure-to-pay process, but the systems are not integrated, and online payments are not integrated with the financial
system.
From the People Services functions, there are a variety of disparate systems in use for tracking employee information.
For example, timesheets (a Notes application) and vacation requests (ADP) are not integrated.
Overall governance and priority setting is not typically managed at the corporate level but instead, relies heavily on the
DS team. This causes some concern amongst the business departments as there is a lack of clarity of what projects
move forward and why.
The Corporate Software Review highlighted gaps and opportunities for improvement in the Business Solutions area.
Further details of these are found in Corporate Software Analysis section.
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4.2.

HCL Notes Environment Assessment

For 20+ years, HCL Notes has served the Town as the first and only corporate email platform.
Notes has delivered cost-effective functionality to the Town, but as other municipalities shift to Cloud-centric email and
collaboration tools (such as Microsoft 365, formerly known as Office 365) the Town’s HCL Notes platform continues to lag
behind in both features and integration capabilities.
The modern digital workplace can reinvent productivity, enhance employee experience, speed up innovation and build
competitive advantages. What the Town can experience with a modern platform is a true digital transformation.
Although some staff feel that Notes provides “decent” functionality as an email client, the reliance on custom apps built into
the product and the potential effort to get these apps migrated to a third-party platform, are proving to be the roadblock to
true enterprise-class collaboration.
From a support perspective, Digital Services staff believe the migration to a mainstream platform would enhance their ability
to build documentation and develop training strategies. Adopting mainstream technology is critical to smaller IT
departments such as Digital Services; the ability to hire redundant full-time staff to support obscure software is not a reality
anyone, particularly for the smaller municipality.
As part of the engagement, the consultants performed an environmental scan to identify other municipalities that were
either running HCL Notes/Domino or have moved/planned a migration to another platform.
Please refer to Appendix 1 - HCL Notes Case Study to review the results of this review.

4.3.

Preliminary Opportunities Identified in the Current State Report

The analysis in the Current State Report identified several key opportunities requiring a deeper focus.
These opportunities were further reviewed in the second stage of the project.
•

ERP – Implementation of an integrated Enterprise Resource Planning (ERP) system to digitize Finance-related
business processes, consolidating Accpac, Vailtech, FMW, ADP, Notes solutions, etc.

•

PPLS – Develop an integrated Planning, Permitting, Licensing System (PPLS).

•

AMS – `Implement an integrated Asset and Work Management System (AMS).

•

Technology Architecture – HCL Notes application development to be rationalized through an application architecture.

•

Governance – IT Governance and oversight for priority setting, decision-making and project management.

P a g e 19 | 125

•

eDirectory (Micro Focus) – Develop a strategy to migrate the current directory services solution to Microsoft Active
Directory (AD).

•

HCL Notes Email and Calendaring – Review the current solution and develop a cost-benefit analysis to potentially
migrate to M365 (formerly Office 365) (2 of the 3 current IT support staff have extensive experience with Microsoft
technology including Email and Active Directory).
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5.0

Corporate Software Analysis

5.1.

Business Process and Systems Review

Following a prioritization exercise with the Senior Leadership Team, the following 11 processes were selected for a detailed
review to identify the current level of automation and to determine the gaps and required improvements.
The following table outlines the list of business processes reviewed:
#

Department

Business Process

1

Infrastructure Services (Lead) and
multiple departments

Asset and work management processes: service request to
resolution, work order management, preventive maintenance, asset
reporting, condition tracking, etc.

2

Planning & Development Services

Building Permits process.

3

Office of the CAO

Economic Development Leads/Prospect Management process.

4

Corporate Services (Lead) and Townwide

Multiple finance Processes: Accounts Payable (AP), Accounts
Receivable (AR), Budgeting, Tax & Utility Billing and Payments,
Payroll.

5

Fire & Emergency Services

Fire Inspections (for Business Licensing) process.

6

Planning & Development Services

Parking Ticket Lifecycle process.

7

Planning & Development Services

Planning Subdivision Approval and Community Improvement Plan
(CIP) Applications processes.
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#

Department

Business Process

8

Planning & Development Services

Property Standards Complaint-to-Compliance process.

9

Community Services

Records Management: Document Creation-to-Destruction process.

10

Community Services

Special Event Requests and Permits process.

Office of the CAO

Employment Services multiple processes: Recruitment and
Onboarding, Performance Management, Learning Management,
Health & Safety Incidents and Inspections.

11

Business solutions are the enablers of automated business processes. A fully digitized business process should include all
aspects of the process starting from the initial customer request until the resolution of the request.
For each business process, the consultants prepared a To-Be Process Information Sheet that can be found in Appendix 2.

Key Observations
The following key observations of the business processes were made:
•

Multiple tools are in use for various processes, e.g., Finance-related functions using multiple disjointed systems:
Accpac, Vailtech, FMW, ADP, Notes (multiple solutions).

•

A well-designed, end-to-end digitized system is in place for Parking Tickets, however, there is a general lack of
end-to-end automation; in most cases, Business Solutions automate some parts of the processes.

•

There is no integrated Asset and Work Management System.

•

Planning, Permitting, Licensing System (PPLS) needs more work.

•

Most customer-facing services are designed for over-the-counter service delivery. There is limited customer
self-service opportunity. Intake of complaints is manually entered in the Notes CRM system; there is no online portal
for customers to create a complaint and check its status.
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•

Some integration exists with online payments and back-end processing systems, but more integration points are
required, e.g., vacation requests and time sheets, POs and Invoices, etc.

•

There is no capability for document/order generation from the system.

•

Many business processes are largely paper-based and managed manually, with a heavy dependency on
administrative staff support.

To-Be Processes Identified
A “to-be” process was developed for each business process.
Opportunities for improvement were identified that would help to realize benefits of a more modern approach. For example,
a future integrated Asset Management System should include the data from the recently developed Asset Management
Plan as well as the existing asset-related data from multiple sources.
The high-level benefits that would be realized include:
•

Online self-service for citizens to generate service requests with notifications when work is completed.

•

Digital work order creation, assignment and completion.

•

Mobile data collection and updates to work orders, staff time, equipment use, inventory items, etc.

•

Digital asset inventory.

The reviews identified opportunities for improvement as well as benefits that could be realized for each of the 11 business
processes selected. It should be noted that the review included just 11 of the many hundreds of Town processes, so the
opportunities identified here are just the tip of the iceberg.
However, achievement of these and any future potential optimization benefits is largely dependent on the digitization of
business processes and the introduction of online services so customers can self-serve. This, in turn, is dependent on the
Town's technology capabilities.

Market Scan and Analysis
The Corporate Software Review project also included a review of options currently available in the marketplace.
A high-level fit/gap analysis was conducted to help identify which solutions might best fit the Town’s requirements.
It should be noted here that this review does not preclude the need for a formal procurement process that will provide more
clarity around alignment with specifications and needs. The market review is intended to provide some guidelines and ideas
for future solutions.
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Given the importance of technology to achieving the optimizations identified in the Corporate Service Review, it was
important to observe and acknowledge how well the Town’s DS Division is positioned to respond to the opportunities
identified.
A high-level review of the Town’s technology environment was conducted, and many positives were found, but the review
also identified some risks and areas of concern that may impact future delivery and options.
•

Overall, the infrastructure appears stable with no major issues highlighted (Facilities, Network, Infrastructure Core).
Servers are fully virtualized and managed using industry-leading tools.

•

There is currently no formal Disaster Recovery Plan (DRP) or overarching Business Continuity Plan (BCP).
Note: there is some replication to the Central Fire Station (not considered DR).

•

Although a security audit was performed in 2018, there is no formal security strategy in place.

•

The Internet connectivity (1 Gbps) places the Town in a good position for future (Cloud) opportunities.

•

The Town lacks data analytics and reporting features.

•

The Town needs to expand its use of GIS.

•

There are a limited number of online services available: planning pre-consultation, Parking Screening Requests,
online bill payments, facility booking, etc.

•

There is significant investment in the Notes development platform however there is a single resource with skills in
Notes administration and development.

In addition to the review of the technical environment, other observations are noted as they will prove critical to the success
of moving forward.
•

Notes application development should be rationalized through an application architecture.

•

A revitalized DS IT Governance model is required to clarify the responsibility of the DS Working Group and to provide
oversight for priority setting, decision-making and project management.

•

Business analysis and project management skills are currently missing.

•

There is a need for an overarching DS Strategy that will align technology requirements with the Corporate Strategy.

•

Gaps in cyber-security should be addressed for a more robust approach to data security.

•

The development of a formal Business Continuity Strategy should be considered.

Addressing these opportunities will ensure the ability of the Town to modernize and deliver efficient and effective services.
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Asset and Work Management Processes
The Municipality should invest in an integrated Asset and Work Management System. Ideally, the future solution should
digitize all aspects of all physical assets maintained by various departments in the municipality.
The following figure shows the current level of integration between the existing systems and the use of peripheral data
sources:

Figure 2: Current Asset and Work Management Systems and Tools With Integration
As shown above, the asset-related data are disjointed. It is impossible to get a single view of the asset information in the
current environment.
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The figure below shows a typical integrated asset and work management environment.

Figure 3: Future Asset and Work Management Systems Integration
In the future, the integrated system should include the data from the recently-developed Asset Management Plan as well as
the existing asset-related data from multiple sources.
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Key features of the potential future solution are provided in the To-be Information Sheet.
The high-level key features are noted below:
•

Online self-service for citizens to generate service requests with notifications when work is completed.

•

Digital work order creation, assignment and completion.

•

Mobile data collection and updates to work orders, staff time, equipment use, inventory items, etc.

•

Digital asset inventory.

•

Asset inspections.

•

Maintenance schedules in the system.

•

GIS integration.

•

Asset condition tracking data to be loaded to the system.

•

Asset replacement schedules, reports and scenarios generated from the system.

•

Asset depreciation and financial system integration for cost distribution, job costing, contractor payments, etc.

•

Capital planning capabilities.

There are multiple solutions available in the market that could perform most of these functions in an integrated manner.
A market scan and analysis was performed among a sample set of available business solutions and the results are
provided in Appendix 3 - Market Scan Results. It is important to note that there are many other similar systems in the
market.
An open competition through a Request for Proposal (RFP) procurement process would be the best way forward for Fort
Erie.
Benefits of an Integrated Asset and Work Management System

•

Improved customer service through online service requests and automated status updates.

•

Increased internal process efficiencies by fewer paper-based activities and near-real-time access to data for all
stakeholders.

•

Improved efficiency of supervisory activities through access to information.

•

Ability to make better and smart decisions based on data analysis.
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•

Increased ability to plan for the future based on past and current trends analysis.

•

Better financial management through evidence-based decision-making.

•

Increased transparency through shared KPIs, real-time reporting, etc.

•

Reduced administrative activities through the automation of the processes.

Building Permits, Development Applications and By-law Complaints
The consultants reviewed four business processes related to land and properties.
It is important to see how these processes inform and integrate with each other with the property as the key connector. The
following specific business processes were reviewed:
•

Planning: Subdivision Application process.

•

Planning: Community Improvement Planning (CIP) process.

•

By-law Complaints: Property Standards Complaints-to-Compliance process.
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The following figure shows the current level of integration between the existing systems and the use of peripheral data
sources:

Figure 4: Current Property-Based Systems and Integration
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The various business processes related to properties require a single property data base. Data from most processes should
be sharable among various departments.
The following figure is a depiction of a property-based eco-system and its components:

Figure 5: Illustration of a Property-Based Eco-System
The best scenario is that all functions related to properties be housed within a single business solution and shared among
multiple departments. The solution should be integrated with the financial system, GIS platform and the MPAC property
owner information from the Tax system. The following diagram shows a typical future integrated system architecture.
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Figure 6: Future Property-Based System Integration
Benefits of an Integrated Property-Based System

•

Provides a single view of all activities related to a property.

•

Allows easy sharing of information related to multiple property-based actions within the municipality, e.g., Fire staff
and Building staff could share inspections and incidents with the By-law staff.

•

Efficient business processes could reduce the time spent by staff for processing.

•

GIS could provide insights based on multiple layered information related to the location of a property, e.g., Zoning,
Flood zones, Environmental impacts, etc.

•

The core information related to properties is not duplicated between multiple systems. Instead, it is shared among
multiple departments, e.g., Roll #, Address, Owners, Legal description, etc. are stored once and re-used by many
stakeholders.
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•

Improved customer service through online services, online application, payment, check status, etc.

•

Improved collaboration and communication between agencies through the online portal.

•

Increased transparency by sharing near-real-time information with all parties, including the public.

•

Increased citizen engagement through online access to development process-related-information.

Economic Development Leads/Prospect Management Process
The current Leads Management process is managed manually. All aspects of the process are tracked using calendar
appointments, emails and files in the network drive.
An online tracking system with an internal digital process where all correspondence, documents and collaborations are
stored within a single environment should be considered. The process involves a considerable amount of communication
between the customer and staff. The solution should accommodate this high level of communications tracking.
The future solution should have the following key features:
•

Online self-service forms for potential prospects to sign-up for the services.

•

The Economic Development website should include a comprehensive list of services and opportunities for new
business prospects.

•

The ability to track potential prospects in a database.

•

The ability to track incoming and outgoing communications, including mass communications/blasts.

•

Integration with GIS.

•

Ability to manage the lifecycle of a prospect from the initial conversation to the point where the new business is
established in the municipality, and beyond.

•

Document management and sharing.

Benefits of a Digital Prospects Management System

•

Improved data analysis capabilities related to prospects and business interests in Fort Erie.

•

Reduced amount of time spent by staff to manually track information.

•

Staff can quickly see all information pertaining to a prospect with just a few clicks.

•

Leads/business contact information can be seen and shared among staff, i.e., there is a single contact record of
authority in one system.
P a g e 33 | 125

•

Increased customer service through the online collaboration platform.

Finance Processes
The current finance-related business functions are managed in multiple disjointed systems.
There are file-based data interfaces in place, that require a considerable amount of manual processing and data
manipulation.
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The following figure shows the number of systems in use and their existing integrations.

Figure 7: Current Finance-Related Systems and Integration
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Finance is a function that has touch points in all departments. Most business systems used in the departments are tracking
payments and other related finance functions. It is these departmental business systems that require a tight integration with
the finance ERP system.
In the absence of such integrations, manual data extracts, manual reconciliations and manual duplication of data entry are
inevitable. The current challenges that could be eliminated or reduced from an integrated ERP, are provided below:
•

The Finance department processes a high volume of transactions on a daily basis. With a disjointed systems
environment, it takes many manual steps to keep the systems in sync and process the transaction at the same time.
o Payroll: 150 full-time payrolls every 2 weeks, 386 T4s in 2020
o 1800 Purchase Orders/year, 7000 Invoices/year

o Taxation: 16,000 residential accounts, 800 Commercial accounts
o Utility Billing: 13,700 accounts

o Many thousands of payments each year

•

A considerable amount of staff time is spent on manual reconciliation of financial information between disjointed
systems:
o Payments in business systems (e.g., Parking, Permits, Planning, etc.) with Online Payments, Bank and Vailtech
o Invoices issued from business systems, e.g., FireHouse, Permitting, Cemetery systems
o Time entry and vacation balances in Notes, ADP (Work Force wow)

•

Multiple custom developments are in place to accommodate the gaps in the core systems. Maintaining these custom
solutions in-line with the version upgrades to core systems is a challenge.

•

Due to the use of multiple disjointed systems, the ability to derive decisions based on data analysis is a manual
time-consuming, difficult process.

•

The current systems lack online self-service capabilities to customers.

•

The cost of maintaining multiple systems adds to the annual cost of the service delivery.

In order to streamline the processes, improve efficiencies within staff activities and to provide exceptional customer service,
an integrated Finance ERP is recommended. The ideal finance systems environment is depicted below.
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Figure 8: Future Financial ERP integration
The proposed Finance ERP (Enterprise Resource Planning) System should have the ability to manage all finance functions
with integration capabilities with other business solutions.
The following key features should be available in the ERP:
•

Purchasing and Accounts Payable (AP).

•

Accounts Receivable (AR).
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•

Tax and Utility Billing (including Collections).

•

Point-of-Sale and Payments Management.

•

Accounting and Reconciliation.

•

Budgeting.

•

Financial Reporting.

•

Customer self-service through a secure customer portal for online services (eBilling, ePayments, account status
check, requests, apply, etc.).

•

Staff self-service.

•

Digital workflow and approval processes for internal business processes.

•

Ability to integrate with other business systems for AP, AR, Asset, Payroll-related data exchanges.

A detailed list of technology requirements is provided in the To-Be Process Information Sheet in Appendix 2.
Benefits of an Integrated Finance ERP

•

Better customer service through online billing and online payments.

•

Reduced internal staff time spent on manual transaction processing, e.g., payments are downloaded from Vailtech
and uploaded into Accpac weekly and monthly. Manual reconciliation of payments between multiple systems
(e.g., Vailtech, Accpac, business systems, bank).

•

Improved efficiency of financial processes through digital tracking, approvals and workflows.

•

Improved quality of financial data through an integrated system.

•

Seamless data movement between business systems and the ERP through integration.

•

Improved decision-making capabilities through data analysis.

•

Improved internal staff user experience with a single interface for multiple financial functions.

•

Increased financial reporting capabilities by using an integrated single system.
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Fire Inspections Process
The current process involves manual inspection notes taken in the field being re-entered in the FireHouse system to
generate orders. Staff also refer to the Property File to review historical records.
A digital inspection system should be considered with the following features:
•

Online inspection requests by customers.

•

Mobile inspection capabilities using smart devices in the field.

•

Ability to capture images in the field and directly attach to notes.

•

Print orders in the field.

•

Historical inspection data stored against the property.

The PPLS system proposed in the Corporate Software Recommendations section should be considered as a potential
option. Fire Inspectors, By-law Officers and Building Inspectors need to share information related to activities taking place
at a property in a frequent and consistent manner. Therefore, the use of the PPLS for Fire Inspections is recommended.
Benefits of an Automated Fire Inspection System

•

Single source for all property-related activities enables easy sharing of information among internal staff.

•

Customer service is improved by online capabilities for customers.

•

An end-to-end digitized process saves time spent by staff in processing requests.

•

Improved consistency through a digital process.

•

Reduced turnaround time with mobile processing and field data capture.

Parking Ticket Lifecycle Process
Fort Erie’s Parking Ticket management is well-designed and digitized from start to end. Other than a couple of minor
improvements, the whole process is seamlessly digital.
Following are the existing automated activities in the current system:
•

Ticket issuance using smartphones and mobile printers.

•

Ticket payments via the website integrated with the Parking System to automatically update the ticket status.

•

Online screening requests are integrated with the Parking System.
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•

The System auto generates notices and automatically adds the administrative and late fees.

•

Data extracts to the Ministry of Transportation for Plate Denial.

There are many time sensitivities in parking enforcement and automation has increased the efficiency by over 300%.
Parking Ticket Management is an
excellent example of a
well-designed, well-integrated
digital process!
The following improvements could be added to the current system:
•

Integrate the pictures taken in the field to automatically load to the system and attach to the ticket.

•

Give the Hearing Officer access to the Parking System so that the officer can update the decision for each ticket
processed.

•

The Hearing Request process should be via an online integrated form similar to the Screening Request, instead of
the current pdf form.

•

When a plate number is entered to issue a ticket, alert the officer on the mobile app about repeat offenders.

•

When a plate number is entered, alert the officer on the mobile app about stolen vehicles based on a uploaded
“stolen vehicle plate #s” from the OPP.

•

Automate the emails sent outside the system by admin staff: Hearing Schedule details, Screening and Hearing
decision outcomes to customer, etc.

Benefits of Improvements to the Parking System

•

Time spent by field officers to upload images to the system could be eliminated.

•

All information regarding the Parking Infractions are stored within the same system from the start of the process.

•

Time spent by the Administrative staff to manually update the system based on decisions made by the Hearing
Officer could be eliminated.

•

Near-real-time updates to the system.
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Records Management: Document Creation to Destruction Process
The Town does not currently have an Electronic Content Management (ECM) system. Therefore, retention and Records
Management (RM) policies are not applied to electronic documents while physical documents are tracked.
An electronic RM solution could help enforce Retention And Records Management policies to all records of the Town in a
consistent manner.
It is important to note, however, that implementation of Records Management Systems have historically been proven to be
less than successful. They are seen as an inconvenience to the end user. Staff do not understand the value of records
management.
Organizations have tried to implement “the perfect system” with lots of metadata, classification rules, etc. but it has proven
to be too much of a hassle to end users. Therefore, an RM system for the Town should be user-friendly, easy-to-use and
intuitive.
A rigorous change management effort including training and communicating the value of RM should accompany the project
roll out. Following are the high-level key features of an electronic RM system:
•

User-friendly and intuitive system.

•

System-generated metadata.

•

Easy to search and find past records.

•

Ability to author, co-author, edit and co-edit documents with multiple authors at the same time.

•

Ability to maintain document security and access control.

•

Easy classification and retention rule setting.

•

Versioning and auditing capabilities.

•

Ability to generate the original document within the RM environment seamlessly.

•

Digital workflow capabilities.

Benefits of Implementing an Electronic Content Management System

•

Allows the Town to effectively enforce its Retention By-law and its Records Management policies.

•

Reduces the Town’s liability.

•

Improves the internal efficiency in finding records for FOI requests.
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•

Reduces confusion about record versions.

•

Reduces the instances of document duplication.

Special Event Requests and Permits Process
The current event management and permission process is manually managed using paper and emails. The process
involves multiple interactions with the customer and many interactions with multiple internal departments.
A digitized online system is recommended. This could be a good candidate for an in-house-built solution within the Domino
development environment.
The solution should include the following key features:
•

Online website and online form for the customer to fill in with the request details.

•

A digital workflow to alert the internal staff to review the request.

•

Ability to assign specific tasks to internal departments based on the request type.

•

Ability for the customer to load specific documents based on a checklist.

•

Ability for internal departments to track their responsibilities within the system.

Benefits of a Digital Event and Permit Management System

•

Excellent customer service with the online application feature.

•

Efficient internal process for the staff with digital workflow, reminders, alerts and approvals.

•

Less time spent by staff to manually track the status of activities and conduct follow-ups.

Employment Services Processes
Four business processes in the Employment Services (ES) department were reviewed:
•

Recruitment and On-boarding process.

•

Performance Management process.

•

Health & Safety Incident Tracking and Inspections processes.

•

Learning Management process.
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The Town is using ADP as the main Human Resource Information System (HRIS). Core employee data and the payroll
modules are implemented along with staff self-service.
ES is licensed to use the Performance Management module, but it has not yet been implemented.
In addition to ADP, the Town is using multiple peripheral systems, also to support the ES processes. A Notes database is
being developed to track staff training, Webcruiter online system is used for recruitment and a Notes application is used by
staff to fill their timesheets. The current integration points and the application links are shown in the figure below.
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Figure 9: Current Human Resource Systems and integrations
As shown above, the employee-related information is scattered in multiple disjointed systems. In such an environment, it is
difficult to build an overall view of an employee. Data analysis becomes much more difficult when the relatable data are
disjointed.
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An ideal future integrated HRIS and its integrations is shown below:

Figure 10: Future HRIS with integrations
The ES department is invested in the current HRIS and would like to expand its use to implement the other required
modules. It is recommended that a fit-gap analysis be performed with the ADP system to evaluate that the Town’s
requirements can be met by the system.
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Benefits of an Integrated HRIS

•

Reduces manual tasks in all ES business processes.

•

Reduces duplication of data, e.g., currently, staff core details and vacation balances are duplicated in ADP and
Notes.

•

Improves decision-making capabilities with data analysis.

•

Improves staff satisfaction through self-service features.

•

Improves management insights of employees through near-real-time data to managers and supervisors.

5.2.

Market Scan and Analysis

The Town is seeking additional information and guidance in the following three specific business functions and related
systems in order to make informed decisions regarding the automation of these functional areas:
•

Financial Systems

•

Asset Management

•

Records Management

The market scan was actually performed in four business functional areas. In addition to the three areas requested, the
consultants also included the Planning, Permitting and By-law functional area into the study. Detailed module-level
comparisons are provided in Appendix 3 - Market Scan Results.
The scan was performed at the module level and comparison was made of systems used in the municipal sector by
organizations similar in size to Fort Erie. The analysis is based on publicly-available information and the market experience
of the Perry Group consultants.
It is important to note that this module-level analysis is not a detailed business requirements analysis. The outcome shows
that there are many solutions in the market that could satisfy the Town’s needs. It is also important to note that there are
many other comparative solutions in the market (beyond what was reviewed here) that could provide similar functionalities.
The module-level analysis also compared against the Town’s current environment. The currently implemented modules in
each functional area have been identified and compared to the solutions available in the market. This allows the Town to
understand the gaps in the current solutions and the features provided by the available market solutions.
The next step for the Town is to prioritize implementations and develop the long-term resourcing and funding strategy to
implement the changes. Review the Implementation Plan for details.
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5.3.

Summary of Corporate Software Analysis

The consultants, through the business process analysis and departmental interviews, assessed the current state of
business systems as well as the requirements of the business users.
A consolidated summary of these analyses is provided in the following table.
Level of
Digitization

Level of
Integration

Low

Low

Medium

Medium

Low

Low

Vailtech, Notes, FMW,
Accpac, Excel, Web, ADP

Medium

Low

Fire Inspections (for Business Licensing) process.

FireHouse

Medium

Low

6

Parking Ticket Lifecycle process.

Notes, Website

High

High

7

Planning Subdivision Approval and Community
Improvement Plan (CIP) Applications processes.

Notes, Website

Medium

Medium

ID#

Business Process/Function

Systems in Use

1

Asset and work management processes: service
request to resolution, work order management,
preventive maintenance, asset reporting, condition
tracking, etc.

Fiix, UtiLocates, Notes,
Accpac, GIS, Excel,
Paper

2

Building Permits process.

Notes

3

Economic Development Leads/Prospect
Management process.

Excel, Email, Calendar

4

Multiple Finance Processes: Accounts Payable
(AP), Accounts Receivable (AR), Budgeting, Tax &
Utility Billing and Payments, Payroll.

5
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ID#

Business Process/Function

Systems in Use

Level of
Digitization

Level of
Integration

Medium

Medium

8

Property Standards Complaint-to-Compliance
process.

Notes

9

Records Management: Document
Creation-to-Destruction process.

CRIM, Network Folders

Low

Low

10

Special Event Requests and Permits process.

Excel, Email, Calendar

Low

Low

11

Multiple Employment Services processes:
Recruitment and Onboarding, Performance
Management, Learning Management, Health &
Safety Incidents and Inspections

ADP, Notes, Accpac

Medium

Low

12

Customer Relationship Management (CRM)

Notes

Medium

High

13

Cemetery Management

StoneOrchard

Medium

Low

14

IT Service Management

Notes

Medium

Medium

15

Council agendas and minutes

iCompass

Medium

High

16

Internal Website (Intranet)

TOFE, Notes

Medium

Medium
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ID#
17

Business Process/Function
External Website

Systems in Use
Notes

Level of
Digitization

Level of
Integration

Medium

Medium

Table 2: Software Analysis: Level of Digitization
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Recommendations
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6.0

Recommendations

This report outlines recommendations designed to enhance corporate software implementations and usage.
Addressing these recommendations will help the Town to better understand the software being used and how to build to
move forward with future initiatives.
As previously mentioned, implementation of these recommendations requires active engagement and sponsorship from the
Senior Leadership, support from Council, and active involvement of leaders and staff across the Town.

6.1.

Recommended Application Architecture

The current application development in the Domino environment requires a systematic selection based on an Application
Architecture.
The Town has developed a considerable number of point solutions in the Domino environment. Some applications are to fill
the gaps in the current enterprise solutions, e.g., the timesheets system in Notes was developed to fill the gap of a
self-service timesheets functionality in the ADP system. Subsequently, the ADP self-service is now capable of providing the
timesheets function to staff.
There are many similar examples that a systematic selection based on an Application Architecture would resolve.
A typical lower-tier municipality in Ontario provides a very similar set of services to the public. These services require
specific types of business solutions.
The key business solutions that are typically used in the lower-tier municipal sector are noted below:
1. Finance Enterprise Resource Planning (ERP) system.
2. Human Resource ERP (sometimes, Finance and HR could be the same ERP).
3. Asset and Work Management system.
4. Planning, Permitting, By-law and Licensing (PPLS) system.
5. Recreation Program and Facility Booking system.
6. Document and Records Management system.
7. External website including customer portal and online services.
8. Internal website (Intranet).
9. Staff productivity tools (email, calendar, MSOffice applications, etc.).
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10. Customer Relationship Management (CRM) system.
11. Multiple divisional systems such as Parking, Fleet, Fuel, Event Tracking, etc.
The majority of the systems in this list (#s 1-10) are best suited to be Commercial-Off-The-Shelf (COTS) solutions where
the municipality could purchase from a vendor and implement. This is the common practice among the majority (99%) of
the municipalities in Ontario.
The other divisional systems could be a mix of COTS and in-house-built. In Fort Erie, there are instances where the core
enterprise applications and/or modules related to these core systems are developed in-house on the Notes platform.
It could easily become challenging to maintain, support and keep up with the changes in the core systems in a rapidly
changing technology environment – this is why it is important to work based on an Application Architecture.
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The following diagram is the future ideal Logical Application Architecture for the Town.

Figure 11: Ideal Logical Application Architecture with Integration
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6.2.

Recommended Domino Development

Fort Erie has an experienced development practice in the Domino environment. A considerable amount of development has
already taken place in the Notes platform.
The current development strategy is to build any solution that customers request. While the biggest advantage of in-house
development is the amount of customization to exactly fit the need of the user, it is also challenging to sustain in the long
run. Therefore, any Notes development should be focused and deliberate.
While the core enterprise systems are vendor-provided, Notes development should focus on the following areas:
•

Customer Relationship Management (CRM): The current CRM solution is built on the Notes platform and the Town
should continue to build on its success. A major enhancement to the current CRM should be to extend it to the public
for self-service. Online forms should be automated and integrated with the CRM with the internal workflow for staff to
take action. It is important not to duplicate the functionalities available in the vendor supplied core enterprise systems.

•

Continue to develop solutions that are not part of the core enterprise solutions. Core enterprise solutions are:
Planning, Permitting, Licensing and By-law Solution (PPLS), Finance ERP, HRIS, Asset and Work Management.

•

Continue to convert the current client-server Notes solutions to the web version.

•

Develop a pilot data analytics and business intelligence platform using the existing integration capabilities. Connect
the various data sources including the core enterprise systems data into the central reporting platform/Data
Warehouse.

The Application Architecture diagram above shows the potential integrations required in an ideal future environment.
It is important to know the natural connections between individual business systems to understand the complexity of the
business systems environment. As seen above, in order to achieve such an integrated environment, it is vital to implement
systems that are open to integrate with other systems.
Also, it is important to find such systems that can provide multiple business functions within the same solution,
e.g., development applications, permits and by-law complaints all tracked within the same business solution, Finance and
HR functions within the same ERP, etc.
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6.3.

Corporate Software Recommendations

Based on the analysis of the current environment, gaps and the business needs, the following recommendations have been
formulated.
ID#

Business Process/Function

1

Asset and work management processes: service
request to resolution, work order management,
preventive maintenance, asset reporting,
condition tracking, etc.
•
•

2
•

3

Building Permits process.
Planning Subdivision Approval and
Community Improvement Plan (CIP)
Applications processes.
Property Standards Complaint-to-Compliance
process.

Economic Development Leads/Prospect
Management process.

Systems in Use

Recommendation

Fiix, UtiLocates,
Domino, Accpac,
GIS, Excel, Paper

Implement an integrated Asset and
Work Management System
(COTS).

Domino, Website

Implement an integrated PPLS
(Planning, Permitting, and Licensing
System) (COTS).

Excel, Email,
Calendar

Develop a solution in Domino.

Vailtech, Domino,
FMW, Accpac,
Excel, Web, ADP

Implement an integrated Finance
ERP (COTS) solution.

CRIM, Network
folders

Evaluate M365 (formerly
Office 365) SharePoint solution.

Multiple Finance Processes:
4

5

•
•
•
•
•

Accounts Payable (AP).
Accounts Receivable (AR).
Budgeting.
Tax & Utility Billing and Payments.
Payroll.

Records Management: Document
Creation-to-Destruction process.
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ID#
6

Business Process/Function
Special Event Requests and Permits process.

Systems in Use

Recommendation

Excel, Email,
Calendar

Evaluate PPLS for fit/gap.

ADP, Domino,
Accpac

Evaluate the existing ADP solution
for expansion.

Multiple Employment Services processes:
7

•
•
•
•

Recruitment and Onboarding
Performance Management
Learning Management
Health & Safety Incidents and Inspections

8

Fire Inspections (for Business Licensing)
process.

FireHouse

Investigate and implement the
PPLS licensing module.

9

Parking Ticket Lifecycle process.

Domino, Website

No change to the existing solution;
improve as proposed

10

Customer Relationship Management (CRM).

Domino

No change to the existing solution;
expand as proposed.

11

Cemetery management.

StoneOrchard

No change to the existing solution.

12

IT Service Management.

Domino

Implement an ITSM system (COTS)
and implement recommended
policies and procedures.

13

Council Agendas and Minutes.

iCompass

No change to the existing solution.

14

Internal Website (Intranet).

TOFE, Domino

Evaluate O365 SharePoint.
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ID#
15

6.4.

Business Process/Function
External Website.

Systems in Use
Domino

Recommendation
Replacement project is already
approved.

IT Service Management Recommendations

The IT Service Management (ITSM) function has entered
a new era.

of IT change or transformation is accelerating
significantly.

Long regarded as the set of practices and solutions for
ensuring that technology is best meeting the needs of
users, IT now serves as the vehicle that will deliver value
in today’s emerging digital enterprise.

Skills shortages are the greatest challenge in aligning IT
to business services.

However, the lack of a Service Management approach is
hurting many municipalities: the amount of time, money
and resources spent on ongoing maintenance and
management – versus new project development or new
initiatives – is having a negative effect on the
development of modern technology to support the
business.

Many municipalities still spend most of their IT budgets on
"keeping the lights on" activities.

The focus of municipalities – based on Perry Group
engagements over the past 1-2 years – is in defining how
they will:
•

Interact with citizens digitally.

•

Provide access to data and content.

•

Connect the public; and

•

Provide eServices and mobile apps with a focus on
internal digital transformation.

The IT landscape is changing dramatically, and it’s hard
to keep up with the needed skills to support it. The pace

The majority of IT budgets go to ongoing maintenance
and management – maintaining uptime and availability;
applying upgrades, fixes and patches; ensuring security.
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However, more municipalities are employing Cloud and
automation strategies to make better use of their IT
resources. Most municipalities are responding to the
challenge of budget and resources going into
maintenance and management by turning to Cloud-based
services.
The Town's ITSM efforts need to move beyond a focus on
IT-centric services, positioning a service culture to
advance its business in the digital economy.

Leveraging IT Metrics will help transform customer needs
into a series of numbers that can be used to accurately
map a process towards efficiency.
Metrics will help the Town determine whether a process is
good enough to meet the customer's requirements or
whether it needs to be better.

Improvements to IT Service Management
Although Digital Services has implemented a small subset of IT service management best practice processes
(e.g., helpdesk / service request process), the adoption of a number of additional best practice processes and procedures
are recommended.

Incident and Problem Management Processes
Formalized Incident and Problem Management processes should be defined, documented and introduced.
Incident Management comes into play when a significant issue happens, causing downtime or disruption to a key service.
Problem Management is performed when repeated instances of the same issue occur over a period of time.
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The ITIL recommended process flow shown below will help guide the Town as they adopt these best practices.

Figure 12: ITIL Incident Process Flow
The ITIL Process Flow Explained

At TIME = 0
•

An External Event is detected by the Incident Management process.

•

This could be as simple as a user calling to say that a service is unavailable, or it could be an automated alert from a
system monitoring device.

•

The incident is logged and classified as incident i2.
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•

Then, the incident owner tries to match i2 to known errors, workarounds, or temporary fixes, but cannot find a match
in the database.

At TIME = 1
•

The incident owner creates a problem request to the Problem Management process anticipating a workaround,
temporary fix, or other assistance.

•

In doing this, the incident owner has prompted the creation of Problem p2.

At TIME = 2
•

The problem owner of p2 returns the expected temporary fix to the incident owner of i2.

•

Note that both i2 and p2 are active and exist simultaneously.

•

The incident owner for i2 applies the temporary fix.

•

In this case, the workaround requires a change request.

At TIME = 3
•

The incident owner for i2 initiates change request, c2.

•

The change request c2 is applied successfully.

At TIME = 4
•

Change request c2 is closed.

•

Note that, for a while, i2, p2 and c2 all exist simultaneously.

•

Because c2 was successful, the incident owner for i2 can now confirm that the incident is resolved.

At TIME = 5
•

Incident i2 is closed.

•

However, p2 remains active while the problem owner searches for a permanent fix.

•

The problem owner for p2 would be responsible for implementing the permanent fix and initiating any necessary
change requests.
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Change Management
We recommend that a set of Change Control and Management processes be introduced.
Currently, significant changes are made to infrastructure and systems without a formal approval process, no notification to
clients and no centralized log of changes to help with troubleshooting (should a change introduce a problem).
A full Change Management system should be put in place, with these basic steps followed:
•

Change Control Board (or equivalent) to be formed.

•

A change window should be established (e.g., Tuesdays, 8-11pm).

•

Change Requests should be submitted to the Change Control Board for review.

•

The Change Control Board approves (or rejects).

•

Change is logged.

•

Change is tested in test environment.

•

Notification is sent to organization or affected clients.

•

Change is implemented and tested in production.

ITSM Tools
The Town utilizes a home-grown ticketing system with limited functionality.
There is a significant opportunity for Digital Services to leverage a Cloud-based ITSM tool to improve IT Service
Management. There are several benefits of Cloud-based ITSM software, including low implementation and support costs.
Municipalities are under enormous pressure to evolve into digital enterprises, relying on technology to increase efficiency
and respond to customers. However, many municipalities are struggling to keep pace with the rapid changes occurring
within the technology world: smaller municipalities are expected to do a lot more with a lot less.
IT Service Management is taking on a new urgency as municipalities move deeper into digital transformation. The absence
of ITSM is like having a high-end sports car, but with no systems or gauges of any kind to tell you when something is going
wrong.
It may run well for a period of time,
but eventually it’s going to result in a
catastrophic failure.
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IT Knowledge Management
An effective knowledge base can drastically cut service desk ticket volume.
The Town's helpdesk will not know the answer to every question that users ask, so it’s important to have a place to look first
for answers. If the answer is not in the knowledge base, they can add it once they’ve found the solution or workaround.
Once they do, they’ve saved some time for co-workers when that question comes up in the future.
In addition to general knowledge for the user community, the Town's helpdesk should centralize the technical knowledge
base using ITIL best practices.
The current situation includes documents stored in disparate systems with no consistent format; in many cases, the
knowledge is undocumented and somewhat tacit in nature. This hinders the requirement for technical information when
dealing with an incident, and as the Town continues to adopt new technology, the lack of a formal knowledge management
strategy will continue to have a negative impact on service delivery.

6.5.

HCL Notes (Email and Calendaring)
The move of core workloads to the
Cloud is no longer a question
of “if” but “when”.

Nothing provides a better example than the exponential rise in migrations in industry leaders in Cloud-based email services
such as Microsoft O365. These services can provide substantial benefits to the Town including the ability for staff to access
emails from any device, anywhere, anytime. Calendar sharing will streamline the planning of projects or scheduling
meetings and events.
And there are many additional features and benefits including:
•

Productivity Tools – Town staff can perform common business tasks “in the Cloud” using a simple web browser,
including the ability to create documents, spreadsheets and presentations and collaborate with team members.

•

Video Conferencing / Online Meetings – Reduces travel costs. Virtual team spaces reduce the need for
face-to-face meetings, allowing the Town to reduce costs associated with the time spent (wasted) driving from site to
site. Similarly, instant messaging costs significantly less than long-distance phone conversations.

•

Document Management – Manages storage of documents in a way that facilitates convenient retrieval of a
particular document when needed. This will also ensure security and safety of Town documents with the dual
objectives of preventing unauthorized access and allowing recovery from physical damage or loss of documents. The
Town can create policies for archiving old documents to lower storage costs and dispose of them at end of life.
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•

Document Collaboration – This makes it easy for all team members working on a project to have access to all
necessary documents, regardless of their location. Town staff won't need to save documents onto a USB stick or
other storage media if they plan on working on them remotely, and any updates to a document are seen immediately.
There is no need for different versions of a document to be emailed back and forth, and team members know at all
times where to find the latest version of a document.

•

Team Collaboration Tools – Drives optimal productivity and performance. Collaboration enables the free flow of
knowledge, data and best practices. Town employees will be more in tune with each other – helping them do a better
job. Without collaboration, a great deal of employee knowledge is untapped and wasted.

•

Access from Anywhere – As long as you have a working Internet connection, Town workforce will have the ability to
work from anywhere. Being entirely Cloud-based, employees can access emails, files and office programs from any
location on any device.

•

Protection from Data Leakage – Modern solutions offer the capability to classify information and set rules for the
exchange of this information. With these rules, automated control and tracking can be placed on the exchange of this
information outside of the organization.

A survey was developed by Perry Group and was presented to municipalities of similar size to Fort Erie who had migrated
from HCL Notes/Domino to O365. The results of the survey can be viewed in Appendix 1 - HCL Notes Case Study.

6.6.

Project Management and Business Systems Analysis

The scope of this Corporate Software Review did not include an assessment of the DS Division resources, however some
review was necessary as part of the considerations for future success.
The need for business analysis and project management was raised numerous times in both the interviews and the survey.
Business departments would like more assistance from the DS Division to:
•

Help them make decisions about technology solutions.

•

Assist with research into possible solutions, and to

•

Translate their business requirements into technical specifications.

It is recommended that the Town consider at least one additional DS resource to take on the role of Project Manager /
Business Analyst (PM/BA). The primary role of the PM/BA would be to build strong relationships with business units.
In this role, the PM/BA will support departments in identifying business requirements for technology-related projects and
lead the implementation of projects.
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The PM/BA would fulfill this by applying the principles of business analysis in the requirements gathering, planning and
re-engineering of business processes and practices and convert these requirements into technology specifications.
The PM/BA will then implement new project governance processes that will increase the successes of IT projects.
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6.7.

Conclusion

In the age of the Internet and the smartphone, having the internal capacity to provide effective and enabling technology
services to staff, to defend against cyber threats, to innovate and optimize business processes, and to enable the delivery
of services in a modern, digital way should be a core competency for the Town.

Implementation Plan /
Roadmap

Investment in this competency as outlined in this review, will:
•
•
•
•

Benefit all Town services and staff.

Allow the Town to capitalize on optimization opportunities identified through the Corporate Services Review.

Drive significant benefits to customers.

Result in cost efficiencies for the Town.
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7.0

Implementation Plan / Roadmap

7.1.

Implementation Plan

The implementation of the recommendations has been analyzed to understand the levels of impact, difficulty, time duration
to implement and the cost implications.
The estimates are based on the level of magnitude. The cost estimates are based on the industry knowledge of the
consultants and research of similar projects.
The list below is not in any particular order. The prioritization of the implementation depends on the availability of funds,
resources and the dependencies between the solutions.

7.2.

Key Opportunities Table Legend
Rating

Level of
Impact

Level of
Difficulty

Low
Medium
High

For each level of impact there is the potential for cost and/or time savings.
The impact also depends on the number of users, departments impacted.

Easy
Medium

Indicates the level of effort required to implement the recommendation.

Hard
Short Term

Estimated
Time to
Implement

Description

1 year or less.

Medium Term

1-2 years.

Long Term

2+ years.

Table 3: Opportunities Table Legend
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7.3.
ID#

Roadmap Opportunities – A Plan for Implementation
Opportunity

Level of
Impact

Level
of
Difficulty

Estimated
Time to
Implement

Capital
Cost

Operating
Cost

1

Finance ERP implementation

High

Hard

Long Term

$145,000 $200,000

$30,000 $70,000

2

HRIS evaluation and expansion of
ADP/Work Force Now

Medium

Medium

Medium Term

20,000

Existing
license

3

Asset and Work Management system
implementation

High

Hard

Long Term

$60,000 $100,000

$15,000 $20,000

4

PPLS implementation

High

Hard

Long Term

$100,000 $150,000

$30,000 $60,000

5

Website and Customer Portal

High

Medium

Medium Term

Existing
Project

Existing
Project

6

Intranet and Document Management
implementation (O365)

High

Hard

Long Term

$50,000

$4,500 $7,500

7

Email and Calendaring system
replacement

See #6

See #6

See #6

$50,000

Included in
#6 above

8

Authentication System review /
replacement

High

Medium

Short Term

TBD

TBD

9

Parking system improvements
implementation

Low

Low

Short Term

Internal

Internal
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Level of
Impact

Level
of
Difficulty

Estimated
Time to
Implement

Capital
Cost

Operating
Cost

ID#

Opportunity

10

Expand the CRM system to the public for
self-service

High

Medium

Medium Term

Internal

Internal

11

Implement a new ITSM system (Cloud)

Medium

Low

Short Term

$10,000.00

$5,000.00

12

Develop the Leads Management system
in Notes for Economic Development

Low

Medium

Short Term

Internal

Internal

13

Launch a formal Business Continuity /
Disaster Recovery program

Low

Medium

Short Term

$25,000.00

Internal

Table 4: Key Opportunities Table
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Other Considerations
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8.0

Other Considerations

While the recommendations around specific projects and the DS Division are the focus of the Corporate Software Review,
there are several other areas that the Town should consider as they move forward.

8.1.

A Revitalized Governance Model

Technology governance is defined as “the processes and structures which inform, direct, manage, and monitor how the
organization makes the best and most effective use of technology.”
A formal governance framework will provide clarity and a mandate for the right people making the right decisions about
technology at the Town. It should clearly identify the groups and individuals who are involved in technology decision-making
and should specify which decisions are the responsibilities of which groups.
Organizations often view decisions about technology as complicated, technical and “best left to the experts in IT”. However,
decisions about technology often have ramifications well beyond the technology itself.
Some questions to ask would be:
•

How do we want to use technology in our business?

•

What technology do we want our people to use, and how do we want them to use it?

•

How much should we spend on technology?

•

Which of our business processes should we direct our IT dollars towards?

•

What do we need to tackle first? Should we do this now, or later?

•

How secure do we want / need to be?

•

What should be available first in the event of a data centre outage or a disaster event?

These are not decisions for the technologists in the DS Division alone – they are important business decisions that the
leaders of the organization must address.
There will always be purely technical decisions to be made – where the right DS staff with appropriate expertise will need to
be involved – but in most cases, technology experts should be advising business leaders.
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ITGC – IT Governance Committee
An IT Governance Committee (ITGC) can take many different forms. For Fort Erie, it is the DS Working Group who
comprise this decision-making body. Newly formed in just 2020, the DS Working Group is well-positioned to become more
focused on the strategic decision-making tasks as well as providing corporate oversight for technology projects.
There is the opportunity to enhance the organizational understanding about what it takes to deliver successful technology
solutions through the delivery of this Corporate Software Review. Previously, there was the tendency to focus only on one
department’s requirements for technology projects and to deliver quick but effective in-house solutions for business
problems.
The DS team currently determines what projects will be completed based on a sense of urgency and capacity. This is well
suited to small projects, but it makes it more challenging for larger, enterprise-wide, projects to move forward.
By having the DS Working Group make the critical decisions, they can be sure that all technology projects align with
corporate goals and that solutions are fully leveraged by multiple departments, reducing the need for many department-only
solutions. Furthermore, the DS Working Group will be able to ensure that selected initiatives are delivered successfully
using industry best practices around project management, business process design and change management frameworks.

An IT Governance Model for Fort Erie
There are several IT Governance models that provide guidance or best practices such as COBIT, ITIL, CMMI, FAIR and so
on. These methodologies are detailed, well-tested and are frequently seen driving technology-savvy organizations forward.
That said, strict adoption can often over-encumber organizations that are still evolving. As a result, the Town should focus
on the highest and most important features of these governance frameworks to employ a model that is the best fit for Fort
Erie.
The following could be considered for the Town’s central goals of technology governance:
•

Developing and approving the Corporate Software Review.

•

Establishing and communicating technology-related policies and standards.

•

Determining prioritization of technology-enabled investment programs in line with the Town’s priorities.

•

Monitoring the status of the technology projects and resolving resource conflicts or other barriers that may be limiting
their ability to succeed.

•

Conducting high-level monitoring of the status of technology assets (e.g., hardware, software, resources).

•

Conducting high-level monitoring of service levels and service improvements (e.g., SLAs, performance
measurement, client outreach).
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An IT Governance framework facilitates collaborative working, bringing together the appropriate mix of leadership and staff
from departments and disciplines.
Research shows that organizations that are the most successful with technology have clearly assigned decision rights,
roles, and responsibilities. Also, those organizations where Senior Management acts as a driving force around technology
are more effective at being successful in driving change throughout their organizations.
The governance model should reinforce principles of collaboration, openness and transparency and collective
decision-making.
Clarifying the roles and the responsibilities of the DS Working Group will provide the direction and input needed to move
technology decisions forward in the most appropriate manner and ensure decisions are fully aligned with corporate
priorities.

IT Governance Decision-Making Groups
It is recommended that the Technology Governance Framework (TGF) be comprised of the following groups/committees
and individuals:
•

DS Working Group: This team of senior leaders is charged with technology decision-making regarding strategic
directions, investments, policy and approval of corporate IT architectures and standards. This group will be chaired
by one of the Directors or the CAO and will include the DS Manager and other senior staff to be defined.

•

DS Manager: The DS Manager would be responsible for leading the development of technology strategy and
policies, overseeing the operation of the Technology Governance Framework and acting as an advisor to the DS
Working Group regarding how to leverage technology most effectively. The DS Manager has management
responsibility for any governance supporting groups (such as the DS Project Office and Technical Standards Group)
and facilitates technology decision-making by providing insight and transparency to the DS Working Group into the
overall technology environment, processes and resource utilization.

•

Steering Committees: These groups are convened as required around Enterprise Systems / Processes such as
Land and Property processes, or Asset and Work Management processes or Finance and HR processes and major
work programs (such as Data Management). A GIS Steering Committee is one that is often established in
organizations where the tool is so broadly used. They are responsible for determining strategies, work plans and
projects (for proposal forward) within program areas – to ensure that projects and initiatives are complementary and
aligned. Strategies developed by these working groups are to be reviewed and approved by the DS Working Group.
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•

Project Teams/Steering Committees: The project teams are a facilitating function that provides the DS Working
Group with support in developing ideas and concepts and applying the evaluation criteria, monitoring and reporting
on DS capacity and resource utilization, management and reporting of the overall DS portfolio, and operating
checkpoints for the project management process to ensure compliance with project management standards.

•

Technical Standards Team: This is a “virtual team” of technology and business staff responsible for developing,
recommending and monitoring compliance with technical, and architectural standards to the DS Working Group. This
includes the development of lifecycle/roadmaps for key technologies to ensure that sustainability and alignment to
business requirements can be achieved for the Town’s technology environment.

•

The Corporate Budgeting Process: The DS Working Group will review all technology-related budget submissions
(above an agreed threshold), and will approve the DS capital budget, before submitting to the Corporate Budget
Process. The Corporate Budget Process, in turn, recommends budget proposals to Council for deliberation.

The arrangement of the governance groups is described in the following diagram.
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Figure 13: Governance Groups Arrangement

Prioritization of Projects
The DS IT Governance process needs a consistent way to prioritize the projects that are proposed by various business
units.
A systematic priority model could reduce the uncertainty of a project being selected for implementation and influence the
staff to bring forward projects that are aligned with the organization’s needs.
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The concept of a priority model is to ensure that the projects undertaken will help the Town achieve its corporate goals and
objectives.
The following are some ideas that may be used as attributes in the priority model.
•

Strategic Alignment: How well does the idea align with the Corporate Strategy? Some projects may support a
departmental strategy or a divisional strategy that could score less than a project that directly contributes to a
corporate strategic goal.

•

Negotiability: There are certain ideas that are formally approved by Council or are legislated requirements or have
Health & Safety issues that may require higher priority.

•

Funding Availability: A project that is fully funded by a grant, other levels of government or by a third-party funding
agency may get higher priority than a project that needs to be budgeted through tax dollars.

•

Risk Factor: The risk here is related to the risks associated with the implementation of the idea. An idea associated
with a high possibility of risk for implementation could score low compared to a low-risk idea.

•

Business Benefit: This could also be called the Return on Investment (ROI). An idea that can bring higher benefits
to the customers (internal or external) and/or the organization may score higher compared to an idea that brings little
benefit.

•

Benefactors: The recipients of the benefits of the idea is also an important factor. An idea that helps improve service
levels for all citizens could score higher compared to an internal divisional project that impacts five staff members.

•

Readiness: Even the best idea may fail if not implemented at the right time. The business readiness with resources,
environment and other factors such as sequencing and dependencies, may factor into this. The Readiness attribute
mostly impacts the scheduling of a project.

Each of these attributes could be associated with a weight that gives prominence to it compared to others in a scoring
system. For example, Funding Availability could be considered an attribute that is less important compared to the
Negotiability attribute. Also, within each attribute, there could be levels for a staggered scoring mechanism, e.g., under the
Strategic Alignment attribute, an idea that directly contributes to a corporate goal may get more points than an idea that
aligns with a divisional goal.
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8.2.

Project Management and Delivery Methodologies

The Town should work to establish its own methodologies to ensure consistent project management and delivery. This
should be an effective method and process that is repeatable and capable of delivering exceptional outcomes.
The following recommendations support the goal of building a project delivery engine. Selecting the right projects and
ensuring that these projects have been carefully thought through is an important step in improving the overall success rate
with its IT investments.
Once selected, the projects must be executed successfully if the Town is to realize the return on its investments. A number
of factors are critical to project success, including:
•

Strong project sponsorship and leadership commitment.

•

Clear business vision with identified business outcomes.

•

A strong project leader.

•

Sufficient resources dedicated to the project – subject matter, business analysis and technical expertise.

•

An empowered project team that can make decisions / drive change.

•

A focus on business processes and outcomes over technology implementation.

•

A clear change management plan to ensure successful adoption.

Best practices suggest applying a proven project management methodology. Thus, adopting and consistently applying
project management methodologies and techniques to technology projects, is recommended.

8.3.

IT Strategy

The leadership team and Council should have a clear view of the focus of technology and the DS Division for the next 3-5
years.
Currently, there are many technology and digital initiatives taking the organization forward, however, there is no formally
agreed Technology Strategy to create agreement around priorities and focus areas.
It is recommended that the Town plan to develop a multi-year IT strategy. The DS Working Group and other stakeholders
should be involved in developing the plan that should be agreed to by the leadership team before receiving Council
endorsement.
In addition, several tactical strategies to support the overall IT Strategy are also required, including security, disaster
recovery, GIS, Digital and CRM.
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8.4.

Digital Literacy

A tech-savvy and capable organization will not be led by people that are uncomfortable with technology.
Leaders don't need to be good with computers, or a whizz with systems, but it is important that municipal leaders know
what's possible, so they can be better informed commissioners of technology solutions and services.
The DS Division has a role to play in providing education and learning opportunities, but as individuals within the leadership
and management teams, we recommend that people work on:
•

Learning more about technology.

•

Getting more comfortable with it.

•

Being more curious.

•

Asking the silly questions, and

•

Finding out what leaders in the municipal and non-municipal space are doing.

This understanding will grow with the recommended governance committee but should continue to evolve as a corporate
learning initiative.

8.5.

Directory Services (Authentication)

Directory services are an essential part of today's network-centric computing infrastructure. Directory-enabled applications
now power almost all the mission critical processes of an enterprise, including resource planning, value chain management,
security and firewalls, and resource provisioning.
The Town has standardized on eDirectory (Microfocus) as the corporate directory services platform. This has presented
some integration challenges and potential risks that require the Town to consider a migration strategy to Microsoft Active
Directory (AD) and supporting Identity Access Management (IAM) tools.
The trigger for an eDirectory migration is typically application compatibility. Many systems, such as file systems, print
systems, software distribution systems, have limited functionality in an eDirectory environment.
Digital Services staff are required to spend valuable cycles developing strategies to allow eDirectory to "mimic" AD.
Although the team has had some success with this approach, there continues to be a lack of functionality. An example
would be the requirement to use additional tools to deploy software, whereas AD provides this capability natively.
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The team finds limitations when looking for new software (finding they only support Active Directory integration).
Additionally, added client software required on each workstation and the way that software behaves and synchronizes
passwords with the server, tends to be problematic. This process presents an additional layer of software to support when
there are login/access issues.
Microfocus does offer a solution where the server emulates Active Directory and a workstation can authenticate and apply
group policies, however the Digital Services team has not been successful in getting this feature implemented.
The Town needs to consider a migration to Microsoft Active Directory (AD). As the market leader, AD will eliminate costly
workarounds and integration issues.

8.6.

Cybersecurity

The development of a formal cybersecurity program should be paramount for any organization; in fact, municipalities have
experienced a major uptick in cyber-breaches over the past 1-3 years.
The Town needs to adopt an industry-recommended framework (e.g., NIST, ISO, etc.) and develop a program that includes
annual maturity assessments and risk mitigation strategies as illustrated in the figure below.
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Figure 14: Sample Cybersecurity Scorecard
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8.7.

Business Continuity

Before the Town invests additional funds in technology intended to underpin disaster recovery requirements, a formal
business continuity strategy should be developed that includes a Business Impact Analysis (BIA) and Risk Assessment
(RA).
These activities will help define Recovery Time Objectives (RTO) and Recovery Point Objectives (RPO) for business
services and associated applications and data.

Figure 15: Sample Business Impact Analysis
The “business” often defers to the information technology team (Digital Services) with respect to RTO/RPO requirements,
however it’s the “business” that needs to define these impact ratings; the information technology team develops the
technical strategy to support the recovery requirements.
As shown in the above figure, the objective of the BIA is to calculate a criticality level for each service within each of the
Town’s business units. Once the criticality levels and RTOs have been defined, the Digital Services team can then develop
a cost-effective disaster recovery plan that will provide recovery capabilities designed around the results of the BIA and RA.
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BCP/DR Terminology
For those in the business of Business Continuity Planning and Disaster Recovery (BCP/DR) the terms and acronyms used
are, of course, familiar. Some may not be as familiar with the terminology. So, we have defined a few key terms below.
Term

Explanation

BCP – Business Continuity
Plan

A plan for business continuity in the event of a disruption or incident

BCP/DR – Business Continuity
Planning / Disaster Recovery

A set of policies, procedures and practices that are designed to assist an organization
recover from a significant IT failure

BIA – Business Impact
Assessment

An assessment that considers the potential impact of a disaster situation or loss of
service on business operations and dependencies that must be in place for the
business operations to function

Cloud

A term used for IT infrastructure and services located outside of the corporate network
and accessed over the Internet

IT Service Catalogue

A comprehensive list of IT services that an organization offers to its employees and/or
customers

RA – Risk Assessment

To identify and analyze potential events that may have adverse impacts and to
determine ways to eliminate the event or control the risk where the event cannot be
avoided

Risk Register

Used to identify, log and track potential risks, the nature of each risk and measures
that would mitigate the risk

RPO – Recovery Point
Objective

Refers to the amount of data at risk (that could be lost) after a failure or disaster
occurs; the maximum amount of lost data – measured in time – from a failure
occurrence to the last valid backup
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Term

Explanation

RTO – Recovery Time
Objective

The maximum tolerable length of time that a computer, system, network, or application
can be down after a failure or disaster occurs (i.e., how long it takes to restore to
normal operations)

Scorecard

A statistical method of measuring achievement or progress toward a particular goal

8.8.

Cloud Governance Strategy

The migration of workloads to the Cloud is inevitable and the Town is well-positioned with secure/fast/reliable connectivity
through the Niagara Regional Broadband Network (NRBN).
A recommended approach to support the Town’s Cloud journey would be the adoption of the Cloud Maturity Model (CMM)
which follows the Open Alliance for Cloud Adoption™ (OACA) framework best practices (developed in 2013).
A Cloud maturity model such as this, will help the Town answer the question “What should our journey to Cloud and hybrid
IT look like?”.
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By utilizing the CMM, the Town can analyze its current state and plan the continued implementation of Cloud technologies.
As illustrated in the figure below, with business objectives as a parameter, the CMM defines a target state and then
provides the keys to performing a gap analysis.

Figure 16: Cloud Maturity Model (CMM)
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The OACA Cloud Maturity Model helps build this roadmap by analyzing Cloud maturity from two key perspectives:
1. Non-technical – enabling capabilities in specific domains, and
2. Technical – enabling capabilities in specific domains.
These groupings include maturity levels for the individual Cloud service models such as SaaS, PaaS, IaaS, DBaaS,
Platform Integration-as-a-Service and Information-as-a-Service, among others. Each domain within a capability is
considered from the viewpoints of people, process, and technology.

8.9.

Future Resourcing Factors – A Hybrid IT Model

The reality of modern IT, particularly with small municipal teams, is that it is impractical to try to maintain in-house the
necessary skills and capacity to plan, implement and manage all the Town’s increasingly complex technical environment
and burgeoning project demands. To do so would mean hiring an unfeasible number of additional DS staff, far beyond that
which is recommended here.
Smart IT organizations approach this challenge by relying on a team of in-house IT staff with strong internal connections
and understanding of the organization’s business needs (business partners), who in turn, work with a network of trusted
partners, vendors and solution providers to deliver the required services.
Similar to the way that the Town approaches road building and road maintenance – relying on construction firms with road
building expertise – the emphasis is on "getting projects done", or “project throughput” rather than on DS staff necessarily
implementing the technology themselves.
This is a hybrid model of IT service delivery that combines internal IT and business skills with market-based expertise and
services. Ultimately, it means that DS staff begin to work as coordinators or orchestrators of IT service delivery that will be
executed by a combination of internal staff and external providers.
The goal should be to increase speed, agility and project throughput by using the right mix of resources and skills for the job
at hand.
It is best to carefully consider how to derive the greatest value from its limited DS resources – to free up their time and
enable them to work on more high-value initiatives that will position the Town for the future.
Within any organization, municipal or private sector, there are numerous routine activities that are required to be completed
but, in many cases, they can be completed more efficiently and at a lower cost by others. The Town needs to determine the
activities that it feels should be managed internally, and which activities can be handled by others (e.g., departments,
contracted staff, vendors or partners).
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Security management is a good example of an opportunity to leverage industry experts. It would be unfeasible to properly
resource the DS team with the skills and expertise needed to ensure that the Town’s data and technology ecosystem
remains secure 24/7/365. With the increase of cyber threats, this is one where the importance of the service cannot be
underestimated.
It is recommended a hybrid approach be considered that leverages external resources – in addition to DS staff – to deliver
technology services.
Some key strategies include:
•

Assigning capital funding to short-term contract staffing to support project delivery. This means increasing project
budgets to cover internal and external staffing to successfully implement and is a widely-used method to capitalize
project costs and bring in specific expertise to support project delivery.
Contracted staff may be used directly on the project but are more often used to backfill subject matter experts in
business units or IT, thus freeing up expert and experienced internal staff to work on projects.
For example, a contract Civil Engineer may be brought in to work on a one-year contract to free up one of the Town’s
current Civil Engineering staff to work on the Asset and Work Management project.
This allows the organization to retain the accrued project learning and expertise when the project is complete, and to
offer professional development opportunities to internal staff.

•

Use managed service providers to manage aspects of your technology (e.g., Security Operations, Network Services).
Some IT systems are tailored to a specific municipal line of business, however, many technologies in use (such as
networks, servers, file storage and email) are more generic.
As hospitals, construction firms, banks and other organizations have come to use the same systems, these areas of IT
have become more commoditized. In areas of commoditized service provision, because of their scale, expert service
providers in the marketplace can be more cost effective than internally managing the service.
In some situations, out-tasking to a managed service provider can be attractive to organizations that need to free up
internal staff to use the strong business knowledge of their organization to work on projects.
The Town should consider using out-tasking to managed service providers as a strategic approach that trades off low
value activities for higher value work that has more strategic value to the organization (such as architecture, strategy,
integration, mobility and project implementation activities).

•

Use consulting services and external expertise to help set strategy and direction.

•

Leverage strategic partnerships where possible (e.g., other local municipalities or agencies.)
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Looking forward, more strategic decisions will be needed to determine if the Town is equipped to build and deliver a
good solution or whether another partner (in the public or private sector) is better suited to address a need.
By identifying shared and common processes, there is an opportunity to find cost savings, efficiencies and innovative
serviced delivery that will benefit each partner.
Several municipalities in Ontario have already embarked on a variety of sharing initiatives, including:
•

Addressing common needs across municipalities,
reducing the need to purchase and implement
separate systems (for example, shared document
and records management systems in
Northumberland County, or shared GIS solutions in
York, Simcoe and Niagara Regions).

•

Streamlining business processes, reducing delays
and handoffs across tiers of government (for
example, in handling planning and permitting
processes).

•

Improving the coordination of work between partners
and neighbours (for instance, asset maintenance and
roadworks on Regional and local roads).

•

Improving customer experiences (perhaps by
allowing customers to search and book ice time,
facilities or recreation programs across all of the
communities in the Region, or to apply to transport
abnormal loads through the community more easily).

•

Sharing core IT services as at the District of
Muskoka that shares Financial Systems with some of
its area municipalities, or Grey County (among
others) that share GIS services and infrastructure
between the County and its area municipalities.

•

Leverage and share subject matter experts across
the partner organizations, both IT and business skills
and experiences.

This is a hybrid model of IT service delivery, that combines internal DS and business skills with market-based expertise and
services. Ultimately, it means that the DS Division and the DS Manager act as coordinators or orchestrators of IT service
delivery – executed by a combination of internal and external providers.
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Appendices
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9.0

Appendices

9.1.

Appendix 1 – HCL Notes Case Study

[Survey to come]

9.2.

Appendix 2 – To-Be Process Information Sheets
Asset and Work Management Processes
Business Process Name Asset Management
Review Date January 11, 2021
Process Owner Director, Public Works
Process Owner Department Public Works
Process Owner Division
Review Team Kelly Walsh, Michelle Moore, George Stojanovic, Chris Pisaric,
Tim Marotta, Sean Hutton

Typical Customers: Residents and internal staff
The reason for the process: To maintain minimum standards of service and assets
Process changes: The Town has initiated an Asset Management project and have completed the mapping of as-is processes for
multiple asset related business functions. A better integrated process should be implemented between asset commissioning and asset
management teams.
People Changes: None
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Technology Changes: A single integrated system should be implemented to digitize most aspects of asset and work management of
all departments. Currently, the Town is using multiple system to track the work and the data related to assets:
- Decision Optimization Technology (DOP) system for road condition tracking and forecast
- Fiix system to track work orders for facilities and fleet
- Accpac capital budget module for financial information tracking, equipment tracking, GL distribution etc.
- Excel. Daily Master Tracking Sheet
- Paper: Daily Activity Cards (DAC) used to collect field data
- Notes database for some assets
- GIS used to digitize some asset types (E.g. sidewalks, water)
To-be process/system must include:
All departments: Roads, Water/WWater, Storm, Forestry, Snow control, Fleet, Parks, Signs, Fire, Finance, Buildings etc.
All physical assets in the asset inventory:
- Ability to link with the subdivision assumption process
- Asset Inventory features:
- Adding, removing, updating assets
- GIS integrated
o Visualization on maps
o Locations/areas/Wards etc.
- Related assets/asset hierarchy
- Original cost, replacement cost, depreciation formula etc.
- Drawings, documents, studies should be attached
- Specifications, measurements to be recorded
- Brand, Model#, Serial#, other identifications of individual assets should be recorded
- Service life
- Unique Asset ID generation (system generated)
- Asset assumption process be able to attach pictures/video etc.
- Etc.
Initiating/receiving a service requests and/or WO s:
- Customer calls/online/email (CRM): reactive
- Staff initiated pro-active by staff (E.g. Road patrols)
- Staff initiated through inspections/preventive maintenance and other related work
- Pre-defined scheduled work: Based on annual tenders with Contractors, Based on capital plan/budget for the year etc., 5 year
capital plan, road/sidewalk assessment reports, 10-year facilities assessment etc.
- System generated alerts from sensors, SCADA, AVL (Vehicle monitoring/diagnostic systems)
- Legislated work. E.g. sampling/QMS etc.
- Ability to attach pictures, video, notes to the SR/WO
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-

SR/WO linked to an asset or a capital project for cost distribution and asset related work assessment purposes

Converting a SR to a WO
- Ability to determine and record that a WO is not required.
- Ability to perform an inspection before converting to a WO
- Link to the correct asset, add inspection notes, pictures, video
- Add comments/notes/what should be done, potential for claims etc.
- Ability to review and convert a SR to a WO
- Ability to send automated feedback to customer/other stakeholders
Assigning a priority to the work required based on:
- Urgency
- Importance
- Health and Safety issues
- Automated and/or decided by supervisor. The system should be able to automatically assign a priority based on the type of WO
- Level of service (minimum maintenance std)
Scheduling the work:
- Based on the priority
- Ability for the supervisor to view all scheduled work for the day and future, map based.
- Based on other scheduled work in the same area
- Based on collection of work (bundled) for a contractor or a crew
- Based on availability
- Enter Date, time, Crew, staff member
Assigning a WO:
- Internal crew/staff
- External contractor(s)
Customer correspondence/communication (internal and external)
- Inquiries from customers
- New information from the customer
- Feedback to customers. automated communication based on status
During the work: Field data entry/capture (Daily Activity Card – DAC):
- Equipment use (time)
- Inventory used
- Time entry (TS) and approval: who is working
- Time tracking for projects (capital projects)
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-

Pictures, video
Review and approval
Notes
Need for re-Work
Claims related information collection
Status update, closing a WO
Contractor Invoice/time/material etc.
Ordering material
Follow-up inspections/work
Ability to generate new work orders
Approval of the work
Cost to the customer/ Invoice to the customer (E.g. Sewer blockage)
Pass on to a contractor
Inform customer
Travel time, time on the job
Ability to capture deficiencies

Inventory management system:
- Parts
- In and Out
- Cost of material
- Vendors
- Barcoded
Data feeds/Integration:
- Timesheet/Payroll
- Equipment costing, cost allocation to dpts./services etc.
- Accounts Payable (contractor invoices)
- Inventory management system
- Reporting
- Dashboards
- Alerts
- Public
- Contractors
- Asset Mgt Plan
- Asset condition tracking (PCI, Road patrols)
- Asset financial reporting
- Asset replacement
- Financial reporting: Asset depreciation calculations, PSAB etc.
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Report on SLA/KPI
Supporting processes:
- Locates requests
- Inventory tracking
- Procurement
o Purchasing/replenishing stocks
o Tenders/RFPs
o Purchasing Policy rules/purchasing by-law rules
o Approval processes
- Payments to purchased items (AP)
- Payments to services received (AR)
- Project Management/Budget management/Balances
- Project costing
- Timesheets/Payroll
- Equipment tracking
- Contract management
- New asset commissioning
- Resident subsidies and payments

Building Permits Process
Business Process Name

Review Date

Process Owner

Process Owner Department

Building Permits Issuance – New Home
January 5, 2021
Chief Building Official
Planning and Development Services
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Process Owner Division

Review Team

Building Division
Keegan Gennings: CBO, Nadean Dpty CBO, Will: Building
Inspector Plans review

Typical Customers: 220 new dwelling: 80% contractors/builders. Rest are home owners. Overall permits: 90% residential, 10%
industrial commercial (professional contractors)
The reason for the process: To enable safe buildings and renovations according to the Ontario Building Code, Zoning and
Engineering standards
Process changes:
-

Replace mail-in and drop-in payments with online payments
Automatically initiate the refunds of deposits when the specific inspections are completed (E.g. Lot grading). Current process
require the applicant to request a refund.

People Changes: None
Technology Changes:
-

-

Require a customer portal: Applicant can self-serve to identify pre-requisites, site specific conditions, zoning restrictions,
required agency inputs, fee estimates etc. based on GIS map layers
o Customer able to apply and pay online.
o Able to upload required documents online
o Able to maintain and check against the checklist of requirements on the portal
o Able to collaborate with staff on drawings on the portal
Enable integrated online payments. Automatically update the Building Permits System (BPS) when a payment is received.
Enable system generated standard letters/emails: Permit Refusal letter, Fee schedule email, Occupancy Permit, Regional Dev.
Charges form letter etc.
Incorporate taking pictures in the field, into the field app so that it is not required to take pictures using the phone and separately
loading to the system
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-

Automate the fee calculations based on application data
Auto fill the requirements checklist for the customer, based on the location and the corresponding GIS layers impacting the
location. E.g, if the property is adjoining QEW, then MTO application requirement automatically checked and the application
form automatically filled
Integrate various agency forms within the portal: MTO, Niagara Region, Conservation authority etc.
Integrate internal agency forms. E.g. Entrance permit, Water meter permit etc. so that the customer and application core details
are automatically filled in agency forms based on the checklist
Integrate the Infrastructure Services workflow in the system so that the end-to-end process is in the same system with visibility
to all stakeholders.
Enable online inspection requests and scheduling where the customer can request an inspection and the Inspector can
schedule all within the BPS
All documents received, updated and generated should be accessible within BPS, instead of accessing separately on the
network drive.
Enable the Zoning review within the system. The current zoning restrictions should be available and matched with the details
entered by the applicant. E.g. setbacks, coverage etc.
All development applications must be available within the same system. E.g. Consent applications, minor variance, subdivision
etc. Currently, there are multiple sources: paper files, old database, network folders, BPS.
Enable the building inspections to be preformed using smart phones as well. Most of the inspections can be done using a
smartphone, where opening of large drawings is not required.

Economic Development Leads/Prospect Management Process
Business Process Name

Review Date

Process Owner

Process Owner Department

Economic Development & Tourism Services
January 12, 2021
Caralee Grummett, Manager, Economic Development &
Tourism Services
Office of the CAO
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Process Owner Division

Review Team

Economic Development & Tourism Services
Caralee Grummett, Manager, Economic Development &
Tourism Services
Daniel Turner, Economic Development Officer

Typical Customers:

•
•

•
•
•
•

Entrepreneurs.
Small to big business owners.
o 20-25 industrial leads re land or building (typical leads received on an annual basis).
o 15-20 commercial leads.
o 25-30 existing business leads.
o 40-50 business information requests (e.g., potential leads who want info about Fort Erie traffic or pedestrian
patterns, demographics, etc.)
Developers.
Real estate agents.
Manufacturers.
Niagara Economic Development Regional Group.

The reason for the process: To receive and coordinate leads from individuals or entities interested in setting up business in Fort Erie;
to help build and develop a strong business community and foster aligning partnerships with EcDev teams.
Process changes:

•
•

The EcDev Team will function out of a central database where Leads and their information are stored and managed.
A DRI (Directly Responsible Individual) will be appointed for each file, bearing primary responsibility in all respects,
for their assigned Leads.
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•
•
•
•

Automatic notifications and reminders will be set against a Lead/business file so manual alerts do not need to be set
or reset.
All information, documentation, correspondence, etc. will be stored against a file and managed from the central
database, eliminating the need for external systems (such as Email and the Network Drive).
Standard business samples, documentation, checklists, etc. will be provided on Fort Erie’s website for self-serve
access by Leads and businesses.
Addition of new businesses to the Business Directory will be automated.

People Changes:

•

None

Technology Changes:

Implement an electronic Leads Management System that:
•
•
•
•
•
•
•
•

•

Allows Leads/Prospects to submit inquiries and access sample documents, guidelines and other information on Fort
Erie’s website.
Allows the EcDev Team to view and update Leads information in a central database.
Allows for storage of information, documents and attachments against a file in the database.
Allows for correspondence between Team members to be automatically (or at least simply) generated from within
and automatically sent from the Leads database against a Leads file.
Is capable of defining multiple notifications, alerts and “bring forward” reminders for activities required against a file
when it is in Lead status as well as when it becomes a business.
Allows for standardized fields to be easily accessed and updated as the Lead progresses.
Allows Lead files to be assigned to a DRI (Directly Responsible Individual) and for progress and status of all
assignments to be viewed by selected individuals with appropriate permission on meaningful dashboards.
Outlines standard activities/tasks that are performed for a Lead that can be checked off and/or elaborated on, as
necessary (e.g., where the Lead is, in the list of activities/tasks that are required for it to thrive as a viable business in
Fort Erie).
Automatically updates Leads with new information or documentation.
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•
•
•
•
•

Allows for the status/progress of a Lead to be set and modified, as necessary (e.g., when a Lead becomes a
business and therefore a client of EcDev with a place in the Business Directory, etc.).
Provide capability for mass (blast) communications to Leads/businesses based on defined filters.
Has integrated and robust GIS capabilities that provide the EcDev Team with the opportunity to “sell Fort Erie” by
highlighting specialized features, locations, etc. on a map.
Allows the EcDev Team to update their own specialized GIS layers with pertinent and exciting information that can
be searched for / seen by residents and businesses who access the maps online.
Allows for export of business directory information that can be used for various purposes.

Finance Processes
Business Process Name

Review Date

Process Owner

Process Owner Department

Process Owner Division

Review Team

Finance: AP, AR, Asset Management, Billing, Taxation,
Accounting, Payroll, Budgeting
January 13, 2021, January 15, 2021
Director, Corporate Services/Treasurer
Corporate Services
All Divisions
AP/AR: Randi Martins (Manager procurement), Karlee
Griffin (Manager Accounting Services/Dpty Treasurer)
Tax Billing: Gillian Corney, Karlee Griffin
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Budget: Jonathan Janzen, Karlee Griffin
Water/WWater billing: Karlee Griffin, Gillian Corney
Typical Customers:
AP, AR, Payroll (bi-weekly 150 payslips, 386 T4s in 2020), Budgeting: Internal departmental users 1800 Purchas Orders/year, 7000
Invoices/year
Taxation: Home owners (16000 residential accounts, 800 Commercial accounts)
Utility Billing: Home owners, business owners (13,700 accounts)
The reason for the processes: Financial management and reporting purposes
Process changes: Develop self-service based integrated processes for all aspects of Finance management including customer portal
for online services and data analytics
People Changes: None
Technology Changes:
Currently, the Town is using multiple disconnected systems to perform a multitude of related financial tasks:
-

Vailtech for Tax and Utility Billing and payments management
Accpac for accounting
Norming Asset Management system integrated with Accpac
ADP for Payroll functions
Notes custom applications for
o Purchase Orders and Payment Voucher/Invoice processing
o Time Sheets used for tracking time by week as well as maintaining Sick and Vacation banks. Also, excel schedules are
maintained by departments for vacation planning and scheduling. The 3 “systems” are reconciled.
o Property Tax Inquiry, Water Account Inquiry, Parking, AMPS, Building Permits, Planning as well as e-payments (online
payment register), Accpac Data, Contractor Data, Meter Management, TD Cheque Register, Water meter reads,
Integrated Cash for receipt look-up for staff without access to Vailtech, as well as Insurance Claims to track payments on
claims up to our deductible.
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meter exchange processing (replacing a meter that is no longer measuring consumption) 2) water arrears collection with
listing for monthly disconnection 3) work order management for water (requests to operations to investigate accounts
with field visits)
FMW for budgeting and financial reporting
o

-

It is recommended that an integrated Financial ERP (Enterprise Resource Planning) with integrated modules be implemented to
replace the current multiple system environment. The following features should be considered in the new system ERP:
-

Purchasing and Accounts Payable (AP)
Accounts Receivable (AR)
Tax and Utility Billing including all required features for the municipality
Point of Sale and Payments management
Accounting

-

Budgeting
Financial reporting
Customer self-service through a secure customer portal for online services (eBilling, ePayments, account status check,
requests, apply etc.)
Staff self-service for financial process such as Purchase Requisitions, mileage requests etc.
Digital workflow and approval processes for internal business processes
Ability to integrate with other business systems where payments are received and/or AP/AR requests are generated. E.g.
Permitting system, Parking System

-

Module specific changes:
AP:
-

Implement Electronic Fund Transfers (EFT) to pay vendors
Integrate with other systems to generate and pass AP requests. E.g. Planning system originates a deposit/security return and
routes for approval and the final AP details are passed on to the Finance system to process the payment. Current functionality
in the Notes Building Permits system.
During the generation of a Purchase Requisition (PR), ability to check the balance remaining budget in the account. If the
account balance is below the PR value, prompt for higher approval levels or other account# s.
Automatically route the PR for approval based on approval limits of the approver within the PO module
Ability to email the PO to the vendor
PO Module including invoice processing, document attachments, workflow etc.
Ability to manage Payment terms for vendors
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AR
-

Integrate payments with Invoices,
Online portal for billing and payments
Integrate with other systems to generate and pass AR requests. E.g. The Fire system generates an invoice request for an
inspection and the AR data are integrated with the Finance system to generate the invoice
Ability to maintain central User Fees data
Ability to integrate with the departmental systems E.g., Cemetery, Parking Tickets/AMPS, Planning, Permitting
Etc.

Taxation and Water/Wastewater billing and Collections:
-

The current Canada Post eBilling usage is negligible (3%) of the total tax and utility billing customers. The Town should
implement online billing on the Town website with direct integration to the Billing system.
Enable online payments for bills and invo
ices through the Town website. ePayments should be integrated with the financial system to automatically update the customer
accounts
Ability to integrate with water meter reading software to import meter reading
Collections management functionality
Ability to import overdue payments from other business systems for collection purposes

Budgeting
Capex
-

Reserves should be managed within the system. Currently, reserves are maintained in Excel sheets, including balances and
budget analysis
Departmental budget analysis and approval is done outside the system in Excel and entered in FMW
Need to integrate with the asset management/replacement system and data
A comprehensive asset management system should feed conditions, capital plan, replacement costs etc. to the Budgeting
system

Opex
-

Ability to perform more analysis on data before the budget (actuals, history etc.). E.g. scenario based analysis
Scenario analysis of E.g. rate increase to Permits by 15% * past Qnty etc.
Ability to use grant funding in the budget system
Ability to integrate with the payroll and HR systems to update the Salary information
Ability to include supplementary budget requests in FMW (currently manual)
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-

Ability to run dynamic reports: ad-hoc queries and analysis, dashboards, data extract to Excel etc (including extracting budget
data on an account basis)
Integration with all other tools in FIN: Payroll, Accounting, Billing, Taxation etc. for data analysis and scenario-based reporting
Reserve balances be integrated with budget and updated based on actual expenses (40+ reserves)
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Fire Inspections Process
Business Process Name

Review Date

Process Owner

Process Owner Department

Process Owner Division

Review Team

Annual Fire Inspections
January 8, 2021
Ed Melanson
Fire and Emergency Services
Fire Prevention
Colleen Bandy, Admin Assistant, Fire Services
Robert Kirk, Senior Fire Prevention Officer

Typical Customers:

•
•
•
•

Local businesses (approx. 200/business licenses/year)
Fort Erie residents and tenants
Real estate agents
PISR Requests (Property Information Status Record) to conduct a rapid review of a property to ascertain of any
outstanding issues or orders.
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The reason for the process: To conduct inspections for the purposes of fire prevention and safety in businesses, in homes, in
tenancy buildings, at social gatherings where alcohol is to be served, and in any other situation where fire safety is a concern
(e.g., SAFE Program – Smoke Alarm Fort Erie).
Process changes:

•

•

Use a fire inspection and incident reporting system with mobile capabilities to schedule inspections, record
inspections, conduct inspections and record notes in the field, produce all documents, notifications, reminders and
alerts, etc.
Allow access with appropriate security permissions to fire inspection scheduling functionality to multiple business
units including Fire and Emergency Services, Permitting/Licensing, Building and Planning, Customer Service and
By-Law Enforcement.

People Changes:

•

None.

Technology Changes:

•

•
•
•
•
•

Implement an electronic Fire and EMS records management and incident reporting system with fully integrated and
robust GIS capabilities allowing for property location identification, route planning, inspection site reviews, etc., as
well as full integration with other corporate systems in companion business units (e.g., tax and water billing systems
to identify property owner vs. property manager).
Allow for account or guest login to schedule inspections in FPO calendars based on calendar availability.
Allow for recurring setup of annual inspections for known business licenses.
Implement single inspection assignment to FPOs so multiple FPOs do not have to verbally discuss/decide who is
taking responsibility for an inspection request.
Allow FPOs to adjust their inspection schedules as necessary to plan efficient routing, as available
(e.g., considering any inspection time sensitivities, etc.).
Provide automated notifications, reminders and alerts to all impacted parties of inspection and re-inspection
dates/times, schedule adjustments, Inspection Orders, re-inspection fees, impending compliance due dates and
reminders, extension acknowledgements, Pass/Fail notifications, etc., using standardized, system-generated
letters/forms.
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•
•

•
•
•
•
•

Provide mechanism for triggering escalations to the Fire Chief with standardized alerts.
Provide mobile capability for inspection notes to be made, photos to be taken and attached and other annotations to
be entered and completed on site, at time of inspection, against a property (inspection record) and in a standard
inspection form that accommodates all legislated/regulated requirements.
Provide mobile capabilities to issue and print orders from the vehicle and post orders on site during the inspection
visit.
Provide capability to update open inspection records with updated or additional (after-the-fact) inspection
information, progress and status information, deficiency completion notification, etc.
Provide capability for inspection records to be stored and viewed so prior inspection notes, photos, attachments
and results can be reviewed prior to a current inspection.
Provide digital capability for issuing electronic Invoices for re-inspection fees, non-compliance notices and fees,
reimbursement for cost of smoke/gas alarms installed for fire safety, etc.
Provide electronic fee payment capabilities that are integrated with corporate Accounts Receivables.

Parking Ticket Lifecycle Process
Business Process Name

Review Date

Process Owner

Process Owner Department

Process Owner Division

Parking ticket management
January 8, 2021
Director, Planning and Development Services
Planning and Development Services
Enforcement
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Review Team

Holly Galloway: Administrative Assistant, Paul Chudoba:
Law Enforcement Coordinator, Bryce Bailey: Enforcement
officer

Typical Customers: Residents, Visitors
The reason for the process: To enforce the Parking Enforcement bylaw
Process Changes:
-

Proposing that the Hearing Officer and the Screening officer directly update the parking ticket system with their decisions

Technology Changes:
-

Integrate the pictures taken in the field to automatically load to the system and attach to the tkt.
Provide access to the Hearing Officer, to the Parking system so that the officer can update the decision for each ticket
processed
Hearing request process should be via an online integrated form similar to the Screening request, instead of the current pdf form
Alert the officer on repeat offenders on the mobile app, when a plate number is entered to issue a ticket.
Alert the officer on stolen vehicles based on a uploaded stolen vehicle plate#s from OPP
Automate the emails sent outside the system by admin staff: Hearing schedule details, Screening and Hearing decision
outcomes to customer etc.

Planning Subdivision Approval and Community Improvement Plan (CIP) Applications Processes.
Business Process Name

Review Date

Planning Application Processing (Subdivision, CIP)
January 6, 2021
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Process Owner

Process Owner Department

Process Owner Division

Review Team

Director, Planning and Development Services/Manager
Dev Srvcs
Planning and Development Services
Development Approvals
Kira Dolch (Director), Aaron Butler (Manager Dev
Approvals), Jeremy Korevaar (Eng Technologist), Anamika
Dilwaria (Planner), PCI: Peter Wasserman (Planner),
Signe Hansen (Manager of Community Planning), Lindsay
Richardson (Planner)

Typical Customers: Developers, Business owners (CIP)
The reason for the process: To enable land development in the Town in a well planned manner.

Process changes:
-

Implement an integrated and digitized process to handle all Development applications and related activities
Integrate the development process with CIP, Building Permits, Infrastructure commissioning and Finance sub processes that
are closely related to the development process.
Build a property based eco-system by integrating Planning, Building, By-law, Licensing and other property related business
processing within the same system.

A typical PPLS (Planning, Permitting, Licensing system) features:

P a g e 106 | 125

People Changes: None
Technology Changes:
-

Integrate all processes against a property. E.g. Planning applications, CIP applications, Buidling Permits, By-law infractions, fire
inspections etc. all in one system
End-to-end digitized data and process automation
Customer portal for submission, payments and collaboration on documents etc. Extend the current Pre-Consultation online form
to a Web portal where customers get access to a Planning portal with secure login.
Automated circulation to internal and external commentors.
Allow Agency access to the portal for commenting, sharing documents, collaboration with the Town as well as the Applicant, all
working on a single set of documents.
Electronic document management: All documents and drawings related an application are loaded and accessible through the
system.
Automated notifications to staff when customers update, replace documents through the portal.
Electronic plans review using BlueBeam
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-

Automate the generation of letters, memos through the system and allow staff to make modifications before sending. E.g.
circulation memos, Payment Vouchers, Consolidated comments, PC Agreement, Council reports etc. should be generated and
auto populated with data from the system using predefined templates in MSWord and allow the staff to edit and save
Enable Online direct payments to agencies by the customer through the portal.
Ability to track the time line of applications against the legislated timeline requirements.
Ability to use digital workflow for alerts and approvals.
Ability for the customers review requirements, constraints, fees etc. through self-service
Ability for GIS to auto populate application conditions and alerts for mandatory circulations etc.
Ability to track conditions, securities and releases through the system
Automate the calculation of fees within the system based on the core application data with ability for staff to make changes.
GIS integration. Staff and public be able to see all development applications on a GIS map along with other related layers such
as Conservation, Brown Field, street network, parcel fabric etc. Built-in GIS viewer for internal staff with easy transition from
tabular view of data to map view of data within the same system
Public access to projects and status of projects
Ability to report on the duration of the application with the Town, Applicant, Agencies etc.
Integrated with Building to start the BP process, after the Primary services completion.
Automatic hand over to operations dpts. At the end of the assumption process: Snow clearing, Bylaw, Fire, IT for addressing
and GIS etc., Infrastructure asset assumption and maintenance, 991/addressing etc.
Delegation of authority to staff: Approval of the subdivision agreement, approval of extension request for draft plan expiry

Property Standards Complaint to Compliance Process.
Business Process Name

Review Date

Process Owner

Process Owner Department

Property Standards – Complaint to Compliance
Process
January 11, 2021
Kira Dolch, Director, Planning and Development Services
Planning and Development Services
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Process Owner Division

Review Team

By-Law Enforcement
Paul Chudoba, Coordinator, Law Enforcement
Holly Galloway, Admin Assistant, Development Services

Typical Customers: Any Fort Erie resident or business owner.
The reason for the process: To ensure property maintenance standards of buildings and lots are met in accordance with the Property
Standards By-Law.
Process changes:

•
•
•
•
•

Online complaint submission, assignment and scheduling.
Use of mobile technology (not a cellphone) to enter investigative notes and print non-parking Orders in the field.
Complaint records are closed automatically when a Completed Date is entered.
Define permissions and standardized notifications and alerts of investigations and their results, as necessary, for
involved Property Standards and other staff.
Define and use electronic templates for commonly used documents such as Orders, Registered Letter Notification,
Extension Order, Request for Contractor Work, Contractor Invoice, Penalty Notice, etc.

People Changes:

•

None.

Technology Changes:

•
•

Allow property standards complaints to be submitted online via the Fort Erie website into the appropriate back-office
system.
Allow complainants to request and schedule an onsite visit by a Property Standards Officer.
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•
•
•
•
•
•

Allow PSOs to make adjustments to their schedules, as necessary, with automated notifications of same generated
by the system to the complainant.
Ensure Property Standards Officers’ direct contact information does not appear on the Fort Erie website or on any
Town marketing or advertising materials.
Apply Property Standards processes and technologies changes to other like processes, e.g., other offense orders,
other non-parking issues.
Provide for mobile technology in the field (not just a cellphone) for easy access to the back-office system and
standardized, guided (prompted) entry of notes against a set of pre-defined forms that are relevant to typical issues.
Provide mobile printing capabilities to print orders in the field
Allow for automated picture taking in the field so pictures taken on site with a cellphone do not have to be uploaded
to the system after-the-fact.

Implement a back-office system that:
• Has GIS capabilities for effective location mapping and efficient route planning.
• Has integration capabilities with other Fort Erie systems for ease of activity overlap, using defined permission
structure for viewing by other departments (e.g., Building, Planning, Tax, Permitting and Licensing, By-Law
Enforcement, POA, etc.) of pertinent, required information in Property Standards records.
• Provides dashboards for the Enforcement Coordinator and Property Standards Officers so assignment,
reassignment, scheduling, record viewing, etc. is quick and easy.
• Allows for the setup of notifications, alerts and reminders.
• Allows for standardization of documents, forms, letters, etc., that are commonly used in a Property Standards matter,
e.g., Order to Comply, Property Standards Order, Registered Mail Letter, Extension to Comply, Penalty Notice,
Request Contractor to Fix Deficiencies, Request Tax Dept to Apply Monies to Owner’s Tax Bill, etc.
• Has integrated online payment capabilities.
• Allows for restricted access by the Tax Dept so the evidence they need to apply monies to a property owner’s tax bill
does not have to replicated and attached to an email request.
• Protects the complainant information from rest of the organization users.
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Records Management: Document Creation to Destruction Process.
Business Process Name

Review Date

Process Owner

Process Owner Department

Process Owner Division

Review Team

Records Management – Document Creation to
Destruction
January 5, 2021 | January 25, 2021 | February 1, 2021
Carol Schofield
Community Services
Legislative Services
Carol Schofield, Manager, Legislative Services/Clerk
Margarete Taddeo, Records Management Assistant

Typical Customers: All internal Fort Erie staff.
The reason for the process: To ensure electronic and hard copy documents are retained and/or disposed of in a consistent manner
across the corporation and in accordance with the Retention By-Law.
Process changes:

•
•

Implement an Electronic Records Management System.
In a phased-in approach to be determined with the overall optimization implementation plan of the corporate Records
Management initiative:
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•

•
•
•

•
•
•

o Run test programs with pilot end users to assess retention capabilities for electronic document inclusion.
o Operate sample tests in a practical setting to “work out the kinks” for a representative selection of
departments/divisions.
o Add electronic documents from all departments and systems (e.g., emails, social media, CRM
complaints/service requests, etc.; ascertain when an electronic document is to be declared a “record” and,
therefore, be non-transient and get a retention number).
o Make available electronically, selected hard copy documents that are already part of the retention system.
o If/as necessary, update the Retention By-Law as and when appropriate.
Investigate with Condar and/or consult with other municipalities for their experience(s) and/or devise a methodology
for how to make records retention decision-making easier for end users (end users should not have to
remember/refer to/apply codes or use an overly complicated system otherwise they will not (be able to) follow the
records retention rules and/or they will follow the rules inconsistently; both options are far less than ideal).
o For example: create and offer a “dumbed down”, end-user-friendly, succinct list of hierarchical document
categories, pertinent for each department/division and from which they can choose for document retention
(with retention being applied in the background, unseen by the end user, e.g., use a name vs. a number).
Define standardized and straightforward naming conventions for each department so initial identification of
documents is quick and easy.
Ensure electronic and hard copy documents are connected so document treatment is the same and occurs
contemporaneously.
Build into the Records Management approach the type of raw data that should become part of records retention,
e.g., a simple complaint about a missed garbage pickup is lodged and recorded in the CRM system; the garbage is
picked up and the complaint is resolved; the record itself may not be retained but what happens to the data in that
record? The current retention policy applies to documents and doesn’t extend to data. This should be considered
during the phased-in approach to extending Records Management to electronic as well as paper documents.
Provide guidance on acceptable reasons for denying document destruction when a document has reached its endof-life, according to the Retention By-Law and as assessed by the Clerk.
Develop simple guidelines that facilitate decision-making for end users and support consistent application across
the board with respect to documents defined as “transient”.
Define standardized and consistent rules for email handling/management that can be easily applied and used by
end users of all kinds against a wide variety of document types.
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People Changes:

•

•

Appoint a central authority that has responsibility for governing the enterprise-wide records retention initiative and
for ensuring and enforcing compliance by all parties, i.e., a Retention By-Law governing body (e.g., a department that
is responsible for ensuring compliance of the Retention By-Law).
Assess what kind and size of team (e.g., Fort Erie Retention liaison staff to periodically take on a greater role during
transitions, temporary staff to help with big tasks, part-time staff to assist with regular operational implementation) is
required in Records Management to implement, sustain and enforce the Records Retention By-Law across the
organization.

Technology Changes:

Implement an automated Records Management System that is hosted/served/stored within Canada that:
•
•
•
•
•
•
•
•
•
•
•
•
•

Auto assigns metadata originally provided by the owner so document creation is fast and easy.
Has standardized notification and approval methodologies between the Records Management governing body and
the departments who own the documents.
Automatically destroys select types of documents.
Uses a methodology for bundling like documents together that are subject to the same retention rules and schedule.
Has standardized and consistent rules for email handling/management that can be easily applied and used by end
users of all kinds against a wide variety of document types.
Functions against an updated (if necessary) Retention By-Law that addresses current and future document
management challenges.
Has a robust search functionality that allows users to quickly and easily find/view/retrieve documents once moved to
the archive repository.
Has automated alerts and digital workflow for retention milestones.
Evaluate Office 365 SharePoint records management capabilities to assess if they meet the needs of Fort Erie’s
go-forward plans.
Ability to manage versions.
Ability for audit.
Ability to define and maintain metadata based on record types/categories.
Ability to manage document access control, privacy and security.
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Special Event Requests and Permits Process.
Business Process Name

Review Date

Process Owner

Process Owner Department

Process Owner Division

Review Team

Special Events Permits
January 6, 2021
Al Stouffer
Community Services
Business Licensing
Al Stouffer, Coordinator, Community Liaison and Business
Licensing

Typical Customers:

•
•

Non-profit or not-for-profit organizations holding special events in the Town (approx. 50-70/year).
Business Improvement Area (BIA) associations.

The reason for the process: To provide the capability for non-profit or not-for-profit organizations to seek and obtain approval from
the Town of Fort Erie to hold a special event in the Town (e.g., festivals, street dances, company picnics, fireworks, etc.).
Process changes:

P a g e 114 | 125

•
•

Conduct all application submission, review and approval processing in a back-office system that is fully integrated
with a front-end, online webpage on Fort Erie’s website.
Use a back-office system, appropriately integrated with other Town systems, to record notes, store photos and
attachments, coordinate and correspond with applicants and Town departments, etc. to coordinate and execute
special events.

People Changes:

•

Process is soon to be owned by another Town division (Economic Development & Tourism) so staffing changes will
be imposed, as designed.

Technology Changes:

Implement an electronic Permits Management System that allows:
• Applicants to view and search information online on Fort Erie’s website relating to governing by-laws and the
requirements and step-by-step instructions for obtaining a permit for a special event.
• Applicants to complete and submit an online application for permit.
• The Event Coordinator to automatically receive notification of new submissions for online reviewing and vetting
purposes.
• Applicants to view online on Fort Erie’s website, venue and other resource calendars to ensure availability of
resources required for the special event.
• The Event Coordinator to accept or reject an application as well as reasons for rejection (if applicable) and to
automatically notify the applicant of the result.
• Depending on the type of event, automated and standardized information to be provided to the applicant about the
resources required to execute the event.
• The applicant to use a pre-defined checklist to identify what resources are required for the event (e.g., date, time,
location, drop off/pick up times, picnic tables, garbage cans, pylons, barricades, etc.)
• Full integration with all Town departments (e.g., Roads, Parks, Rec, etc.) who may be interested parties to the
event.
• For an online Road Closure Request with back-office integration and automated notification to impacted Town
departments (e.g., Roads) required to conduct a review, approval and/or planning of such road closures for the
date/time of the event.
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•
•
•
•
•
•

External entities to be automatically notified (e.g., bus company, police, EMS, etc.) regarding any impact to them by
the scheduled event.
Electronic notes, photos and attachments to be stored with each special event record for operational, historical
and/or future search/reference purposes.
For automatic sending to the applicant, as well as any other interested parties, of a standard Approval Letter,
Contract and Resource List, identifying approval of the event and the resources required to execute.
For automated alerts/notifications to be sent as reminders for upcoming activities and/or event dates/times.
For post-event execution or operational notes, photos and/or attachments to be stored against the electronic event
file (especially useful for annual events where “lessons learned” entries can be useful for future planning).
For automated notification to interested parties of pertinent updates made to the event file.
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9.3.

Appendix 3 – Market Scan Results
Financial ERP Systems

Business Solutions - Module Level Assessment

Business Process(s) to be
automated:
Key Business Objectives:
High-level Business
Requirement:

Module
An integrated solution
Budgeting
Payroll (Optional)
Accounts Payable

Accounts Receivable
Payment processing

All financial business processes: Accounting, Budgeting, Payroll, Accounts Payable, Accounts Receivable, Tax
Billing, Utility billing, payments tracking, Accounting etc.
To increase efficiencies in the finance related business processes, reduce manual reconciliations, data duplication
and paper use, improve internal and external customer experience through self-service options
To implement an integrated ERP (Enterprise Resource Planning) system that help digitize all finance functions and
be integrated with other business solutions of the Town where necessary

Description
An integrated solution to automate all
financial business processes
Ability to digitize the budgeting process
including loading the approved budget,
multi-year budgets etc.
Canadian Payroll functions
Ability to automate the procurement
process including accounts payable. Selfservice internal digital workflow with
approvals for purchase requisitions,
invoice processing, payments and EFT.
Ability to generate invoices, receive
payments etc. including internal selfservice invoice request workflow
Ability to receive payments integrated
with customer accounts, GL etc.

Existing
GreatPlains
Solution(s)

JDE

Accpac TownSuite

N

Y

Y

N

Y

Y

Y

Y

N

Y

Y
Y

Y
Y

Y
Y

Y
Y

Y
Y

Y

Y

Y

Y

Y

Y

Y

Y

Y

Y
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Accounting
Tax Billing

Utility Billing

Financial reporting
Data analysis
Integration capabilities

Online capabilities
Digital configurable
workflow engine

All accounting functions including bank
and sub-ledger reconciliation
Ability to integrate with MPAC to update
property owner information, customer
management, billing, account
management etc.
Ability to integrate with meter reading
software to get meter reads, customer
management, billing, account
management etc.
Ability to design and configure standard
reports, data queries, dashboards etc.
Report designer/Dashboards/Query
wizard etc.
Open API, Webservices capabilities to
integrate with other internal systems. E.g.
Asset Management, Work Management
etc.
Ability for resident self-service for eBilling,
ePayments, account balances etc.
Ability to design and configure business
rules and workflow for approvals and
reviews

Y

Y

Y

Y

Y

Y

N

N

N

Y

Y

N

N

N

Y

Y

Y

Y

Y

Y

P

P

Y

Y

Y

P

Y

Y

P

NI

P

N

Y

N

Y

N

Y

Y

NI

Y

Asset Management

Business Solutions - Module Level Assessment

Business Process(s) to be
automated:
Key Business Objectives:

All processes related to Assets: Service requests, Work Orders, Asset Inventory, Condition Tracking, Asset
Replacement, Capital/Asset planning, Financial reporting, Inspections, Preventive Maintenance, GIS
integration, Mobile data collection, Equipment use tracking, Online services, Vehicle Tracking (AVL/GPS)
To enhance the process efficiency through less manual and duplicate tracking. Improve data analytics and
evidence based decision support. Reduce the cost of asset management processes
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High-level Business
Requirement:

Module
An integrated solution
Service Request
management

Work Order management

Preventive maintenance

Asset Inventory

Asset Replacement

To implement an integrate asset and work management system that facilitate the digitization of all asset
related business processes

Description
An integrated solution to automate
all asset types and all asset related
business processes
Ability to record asset related
service requests, complaints and
related information from residents
and staff and track the status from
the beginning till the completion
Ability to generate work orders
from a services request and/or
generate work orders, assign to
staff/crews and track status until
the work is complete including
collecting work related data in the
field: time, material, equipment
use, location, status etc.
Ability to pre-define maintenance
schedules for assets and the
system to automatically generate
work orders based on the
maintenance schedule.
Ability to maintain the asset
inventory for all asset types: Linear
assets (Roads, sidewalks, water
mains etc.), fleet, buildings,
equipment, Trees, Parks, street
lights, signs, culverts, bridges etc.
Ability to maintain asset
replacement cycles, 5-year, 10-year
asset plans etc.

Existing
Cartegraph CityWide LuCity Townsuite
Solutions
N

Y

Y

NI

Y

Y

Y

Y

Y

Y

P

Y

Y

Y

Y

P

Y

Y

Y

Y

P

Y

Y

Y

Y

N

Y

Y

Y

Y
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Inventory management
Condition Tracking

Inspections
Financial analysis and
reporting
Data analysis
Integration capabilities
Online capabilities

Mobile capabilities

Digital configurable
workflow engine
GIS capabilities

Ability to maintain parts inventory
with in and out, cost, stock
balances, re-ordering etc.
Ability to load 3rd party condition
assessment data in the system. E.g.
Pavement Condition Index (PCI),
road patrol data etc.
Ability to schedule and complete
asset inspections including
predefined inspection schedules
Ability to generate the annual and
long term capital plan, asset
depreciation and other required
legislated asset reporting
Report
designer/Dashboards/Query wizard
etc.
Open API, Webservices capabilities
to integrate with other internal
systems. Finance ERP etc.
Ability for residents to create
service requests and complaints via
the Town's website and track
status
Ability for field staff to update
inspections and work orders with
notes, pictures, deficiencies, time,
equipment, inventory used etc.
from the field through a mobile
app/access
Ability to design and configure
business rules and workflow for
approvals and reviews
Ability to tag assets on a map using
GIS capabilities. GIS based asset

P

Y

Y

NI

Y

N

Y

Y

NI

Y

N

Y

Y

Y

Y

Y

Y

Y

Y

Y

N

Y

Y

Y

Y

P

Y

Y

NI

Y

N

N

Y

N

Y

P

Y

Y

Y

Y

N

Y

Y

NI

Y

P

Y

Y

Y

Y

P a g e 120 | 125

presentation layers for staff and
public

Records Management

Business Solutions - Module Level Assessment
Business Process(s) to
be automated:

Records management related business functions: Records retention, Document creation,
records classification, destruction etc.

Key Business
Objectives:
High-level Business
Requirement:

To enable systematic and Town-wide records management practices

Module
Creation/Authoring

Collaboration
Co-editing
Version control
Metadata
Classification

To implement a user-friendly system that allow staff to create, classify, access, retain and
destroy electronic documents as per the records policies and retention by-law.
Description
Ability to generate documents
within the Electronic Content
Management (ECM) system by
users
Ability to share documents with
others including external users
Ability for multiple authors to edit
a document at the same time
Ability for the system to maintain
version history
Ability to assign meta
Ability to maintain document
classifications including

Existing
O365Laserfiche FileHold
Solution(s) SharePoint
Y
Y
Y
Y

MFiles
Y

Y

Y

Y

Y

Y

N

Y

Y

N

Y

N

Y

Y

Y

Y

N

Y

Y

Y

Y

P

Y

Y

Y

Y
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Retention

Workflow

Integration

Disposition
Email management
Search and find

Legal Holds
Access and Security
Auditing

automatic classification based
on metadata
Ability to maintain and apply
retention to documents based on
pre-defined rules, automatically
and manually
Ability to configure document
management workflows and
approvals, e.g., disposition
approval workflow
Ability to integrate with other
Business Systems, e.g.,
Permitting system generating
permit records directly within the
ECM
Ability for the system to dispose
of records based on retention
rules.
Ability for the system to maintain
email records
Ability for the users to easily find
records for internal purposes
and Freedom of Information
(FoI) request purposes
Ability to apply holds for legal
and other purposes
Ability to manage access
permissions and security to
records
Ability to maintain an audit trail
of changes, approvals etc.

N

Y

Y

Y

Y

N

Y

Y

Y

Y

Y

p

P

Y

Y

N

Y

Y

Y

Y

N

Y

Y

Y

Y

P

Y

Y

Y

Y

N

Y

Y

NI

NI

Y

Y

Y

Y

Y

N

Y

Y

Y

Y
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Planning, Permitting, Licensing System (PPLS)

Business Solutions - Module Level Assessment

Business Process(s) to be
automated:
Key Business Objectives:
High-level Business Requirement:

Module

Development Planning applications, Building Permits, Business Licences, By-law Complaints
Improve the efficiencies within property related business processes to increase customer satisfaction,
convenience, transparency and to reduce the cost of service delivery and the processing cycle time
To implement an integrated PPLS business solution that digitally tracks the end-to-end business
processes with online self-service to customers and digital workflows and digital document management
for internal staff and agencies.

Description

Development Planning application Ability to track all application
tracking
types (Subdivision, Condo,
Zoning, Siteplan, Minor
Variance, Community
Improvement, Official Plan
etc. from intake to approval
Building Permits application
Tracking of Application
tracking
intake, review, pay, circulate,
issue, inspection requests,
inspections, deficiencies up to
closure
By-law complaints tracking
Intake, review, orders, up to
comply
Licensing tracking
Applications, renewals,
reminders
Integrated with GIS
Seamless integration
between map view and
tabular view

Existing
Cameno CityView CloudPermit TownSuite
Solutions
P

P

Y

Y

Y

Y

Y

Y

Y

Y

Y

P

Y

N

Y

N

Y

Y

N

P

N

Y

Y

Y

Y

P a g e 123 | 125

Central property database
Online self-service
Circulation module
Customer/Agency secure portal
Mobile inspection capabilities

Fee calculation capabilities
Digital configurable workflow
engine
Document generation
Integration capabilities
Data analysis

All submissions linked to
properties
Apply, pay, check status
Online Circulation to agencies
Secure access to customers
to apply, pay, submit
documents etc.
Ability for inspectors to
update inspection notes,
pictures, deficiencies etc.
from the field through a
mobile app/access
Automatically calculate fees
based on application
attributes
Ability to design and
configure business rules and
workflow for approvals and
reviews
Generate notices, letters,
orders, reports etc. using predefined templates
Open API, Webservices,
document management etc.
Report
designer/Dashboards/Query
wizard etc.

Y

Y

Y

Y

Y

P
P
N

Y
Y
Y

Y
N
Y

Y
Y
Y

Y
N
Y

Y

Y

Y

Y

Y

N

Y

Y

Y

Y

N

Y

Y

N

Y

P

Y

Y

P

Y

Y

Y

Y

Y

P

N

Y

P

P

Y
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