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Restrictions

This report is based on information and documentation that was made available to KPMG at the date of this report. Should additional documentation 
or other information become available which impacts upon the observations reached in our report, we will reserve the right, if we consider it 
necessary, to amend our report accordingly. This report and the observations and recommendations expressed herein are valid only in the context 
of the whole report. Selected observations and recommendations should not be examined outside of the context of the report in its entirety. 

Our observations and full report are confidential and are intended for the use of the Town of Cobourg. Our review was limited to, and our 
recommendations are based on, the procedures conducted. The scope of our engagement was, by design, limited and therefore the observations 
and recommendations should be in the context of the procedures performed. In this capacity, we are not acting as external auditors and, 
accordingly, our work does not constitute an audit, examination, attestation, or specified procedures engagement in the nature of that conducted by 
external auditors on financial statements or other information and does not result in the expression of an opinion.

Pursuant to the terms of our engagement, it is understood and agreed that all decisions in connection with the implementation of advice and 
opportunities as provided by KPMG during the course of this engagement shall be the responsibility of, and made by, the Town of Cobourg.  
Accordingly, KPMG will assume no responsibility for any losses or expenses incurred by any party as a result of the reliance on our report. 

This report includes or makes reference to future oriented financial information.  Readers are cautioned that since these financial projections are 
based on assumptions regarding future events, actual results will vary from the information presented even if the hypotheses occur, and the 
variations may be material.  

Comments in this report are not intended, nor should they be interpreted, to be legal advice or opinion.

KPMG has no present or contemplated interest in the Town of Cobourg nor are we an insider or associate of the Town of Cobourg or its 
management team.  Our fees for this engagement are not contingent upon our findings or any other event.  While KPMG does provide auditing and 
other professional services to the Town of Cobourg, the client service team for the review is not involved in the provision of these services.  
Accordingly, we believe we are independent of the Town of Cobourg and are acting objectively.
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Executive Summary 

A. Introduction
The Town of Cobourg (the “Cobourg”) is a lower tier municipality located within the geographic boundaries of Northumberland County (the 
“County”). With a total reported population of approximately 20,000 residents, the Town is the largest municipality in the County from a population 
perspective, accounting for approximately 23% of the County’s total population.  In order to meet the needs of its residents, the Town budgeted in 
excess of $40 million for the delivery of municipal services (excluding capital and debt servicing costs), of which $24.8 million in funded through 
municipal taxes. 

In the fall of 2020, the Town completed a service delivery review, representing the first component of a two-step approach to assess the Town’s 
operations.  The primary focus on the service review as an evaluation of  the services delivered by the Town, as well as associated service levels 
and resource requirements, with the intention of identifying and evaluating potential strategies for achieving operating efficiencies and enhancing 
financial sustainability through:

• Changes to services and service levels

• Changes to service delivery models (e.g. own resources vs. third party providers)

• Changes to funding approaches for municipal services (e.g. user fees vs. taxation)

As a follow-up to the service delivery review, the second component of the Town’s approach was the completion of an organizational review (the 
“Review”).  Rather than evaluating services, service levels and funding models (i.e. what the Town does), the primary focus of the Review was on  
how the Town delivers services, which included, but was not limited to, an evaluation of:

• The Town’s organizational structure and how it supports the effective and efficient delivery of services; 

• Staffing, including the number and roles of Town employees; and

• The Town’s internal processes for service delivery and decision-making (so-called ways of working).

KPMG LLP (“KPMG”) was retained in June 2021 to assist the Town with the Review.  This report summarizes the results of our analysis, including 
observations concerning the Town’s organizational structure and staffing as well as potential courses of action that could be considered by the Town 
to support strategic priorities, enhance the efficiency and effectiveness of service delivery and contribute towards its longer-term financial 
sustainability. 
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Executive Summary 

B. Key Themes from the Review
The evaluation of the Town’s organizational structure, staffing and ways of working involved the collection and analysis of information obtained from 
the following sources:

• Interviews with members of Town Council; 

• Interviews with members of the Town’s management team; 

• Analysis and findings from the service delivery review;

• Comparisons of organizational structures, staffing and other operating aspects with selected Ontario municipalities; and

• An online survey of Town residents intended to obtain their perspectives on the Town’s customer service. 

We would like to acknowledge the assistance and cooperation provided by Town staff that participated in the Review and would also like to thank 
the 219 residents of Cobourg that provided their insights and opinions on the Town’s level of customer service. 

During the course of the Review, a number of key themes emerged that we suggest are significant and merit consideration by management and 
Council when considering options with respect to the Town’s organizational structure, staffing and ways of working.  Please note that given the focus 
of the Review, we have not necessarily commented on or reflected in our report positive aspects of the Town’s operations. 

1. The Town’s staffing levels are generally consistent with or lower than those of the selected comparator municipalities, with 
administrative functions having a generally lower level of staffing than the selected comparator municipalities.  Our analysis also 
indicates that for certain functions where the level of activity has increased either due to increased client demand, increased regulatory 
compliance requirements or the addition of new services, there have not been commensurate increases in staffing levels.

These findings appear to suggest an overriding priority on cost containment and affordability, which seems to have limited increases in the 
Town’s staffing complement despite changes in services or regulatory requirements, as well as increased demand for services. Rather than 
adding staff to address these increased pressures, it also appears that the Town has:

• Assigned additional responsibilities to existing staff, resulting in the dilution of capabilities.  For example, the Town has assigned selected by-
law enforcement responsibilities to its Chief Building Official, notwithstanding increasing development in the community; and/or

• Relied on third-party service providers at a potentially higher cost than internal resources.  We note, for example, that the Town recently 
incurred $85,000 in fees for project management services for one project, which is comparable to the annual salary of a middle to senior 
employee within the Town. 
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2. As a consequence of staffing levels, the Town is at risk of failing to achieve its strategic priorities.  The Town’s strategic plan outlines a 
range of key priorities and action items for the 2019-2022 term of Council, with status reports provided to Council on an annual basis.  While 
some progress has been made against certain priorities, we note that in a number of instances, action items have either not been started, or if 
commenced, may not be completed before the end of the strategic planning period.  It appears that in a number of instances, limited staffing 
resources may be a contributing factor towards the absence of progress on Council’s strategic priorities.  For example, we note that of the seven 
action items identified in connection with the priority to promote local economic development, only one has been completed, with one action item 
in progress and five action items (71%) not yet started, which arguably reflects the absence of a full-time economic development officer position 
within the Town.  

During the course of our interviews with members of Council, we were also advised of additional areas of focus which, while not formally 
outlined in the strategic plan, appear to represent priority areas for Council, including the use of performance metrics and reporting to enhance 
transparency and demonstrate value-for-money.  In a number of cases, these additional priority areas have not been fully addressed, which 
likely reflects limitations on staff availability. 

3. Customer service, while identified as a priority for the Town, appears to require improvement.  During the course of the Review, the 
Town undertook an online survey of residents that was intended to determine their satisfaction with the level of customer service provided by the 
Town.  As part of the survey, respondents were requested to rate their overall level of satisfaction with the customer service provided by the 
Town on a scale of 1 to 10, with a response of 10 indicating the respondent was very satisfied while a response of 1 indicating that the 
respondent was not at all satisfied.  A total of 219 residents provided responses to the survey. 

Currently, the Town does not have a formal customer service strategy or framework that guides its approach to client service. Specifically, we 
note that the Town does not have documented performance standards (e.g. minimum times for responding to inquiries), does not track or 
measure customer service experience and has not revised its processes, internal policies or job descriptions to focus on customer service. In 
the absence of performance metrics as to what is the acceptable/required level of customer service satisfaction and as such, the survey results 
are subject to interpretation.   For the purpose of our report, however, we have considered a threshold of 8 out of 10 to represent the expected 
level of customer service satisfaction, which is consistent with standards adopted by other similar sized municipalities.  

Overall, 42% of respondents rated their customer service experience at 8 or higher, with an almost equal amount (41%) rating their experience 
at 5 or lower.  We suggest that the survey results reflect a general absence of focus on customer service, which likely reflects limitations on 
available resources.  Specifically, we note that the Town does not appear to have designated a member of its management team as having 
overall responsibility for customer service (the strategic plan identifies this as a responsibility for all divisions).  Furthermore, while customer 
service traditionally falls under the responsibility of the Town Clerk, we note that this individual is also responsible for multiple functions 
(legislative services, bylaw enforcement, procurement, policy development, AODA compliance) that limits their capacity to lead the Town’s 
customer service initiatives.  



6© 2018 KPMG LLP, a Canadian limited liability partnership and a member firm of the KPMG network of independent member firms affiliated with KPMG International Cooperative 
(“KPMG International”), a Swiss entity. All rights reserved. The KPMG name and logo are registered trademarks or trademarks of KPMG International.
© 2021 KPMG LLP, a Canadian limited liability partnership and a member firm of the KPMG network of independent member firms affiliated with KPMG International Cooperative 
(“KPMG International”), a Swiss entity. All rights reserved. The KPMG name and logo are registered trademarks or trademarks of KPMG International.

Executive Summary 

4. Employee morale appears to be low, with the potential for impacts on service delivery.  A recent survey that included responses from 
more than 60% of Town employees identified an overall low level of morale on the part of Town employees.  We understand that, consistent 
with its approach to customer service, the Town has not developed formal thresholds for employee satisfaction and as such, the results of the 
employee survey are subject to interpretation.  However, we noted that of the 13 personnel matters addressed in the survey:

• Three had responses where more than 60% of respondents indicated they agreed or strongly agreed that they had positive perspectives on 
the Town’s approach to the personnel matter;

• Five had responses where the majority of respondents indicated that they disagreed or strongly disagreed that the Town was doing a good 
job managing the personnel matter; and 

• Five had responses where the percentage of positive responses ranged from 55% to 57%.  While representing a majority of responses, we 
suggest that this is likely less than the prefer level of positive responses. 

The results of the survey demonstrated particularly low levels of positive responses for career advancement (28%), training (36%) and 
employee recognition/appreciation (42%).  We note that the Town currently lacks a number of personnel management programs, including (i) 
formal training strategies (including training needs assessments); (ii) formal succession plans; and (iii) employee recognition programs, which 
are consistent with the areas of the survey where the lowest level of positive responses were received.  We further understand that the Town’s 
Human Resources department has been unable to develop these programs due to the overall inefficiency of its human resources systems and 
the need to provide human resources support to other Town-related organizations (Police, Library, DBIA, Gallery)

5. The Town faces risk exposures that if realized, can be significant.  During the course of the Review, we noted a number of areas where the 
Town’s capacities are under resourced, with responsibilities either (i) not assigned; or (ii) assigned to individuals in addition to their other 
functions.  In certain of these areas, the potential exists for significant risk exposures to the Town.  For example, the Town currently does not 
have a formal procurement function, with responsibility assigned to individual managers.  As a result, the Town does not have standardized 
procurement documents or processes for monitoring contractual compliance, creating potential financial or litigation risk to the Town in the event 
of (i) inadequate risk transfer to the supplier; (ii) increased costs due to ambiguities in terms and conditions for contracts; and (iii) litigation and 
reputational harm in the event of a so-called failed procurement where bidder allege improprieties in contract awards and challenge contract 
awards. 
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6. The Town’s internal processes and policy environment contribute towards the current situation. While the results of the Review have 
demonstrated that staffing levels and roles are generally lower than the selected comparator municipalities, we note that the current demands 
placed on the Town’s resources are also exacerbated by both (i) the inefficiency of its processes; and (ii) the Town’s policy environment:

• The Town currently lacks a human resources information system (“HRIS”), which requires staff to manually accumulate data, diverting them 
from undertaking higher value personnel services.  In addition, the absence of readily available data precludes effective performance 
management, including but not limited to attendance management and monitoring of training requirements. 

• The Town’s current procurement policy limits the purchasing authority of directors to $5,000, with the requirement for procurements with 
higher values to be approved by the CAO or Council.  This increases both the level of reporting necessary for procurement approvals and 
the time for approvals, both of which create inefficiencies.  We also note that this level of approval is significantly lower than that adopted by 
other similar-sized municipalities, some of which have established director-level approval thresholds at $50,000. 

• The Town does not have a formal delegation of authority by-law which provides the authority of staff to approve certain matters without 
Council approval.  As a result, a high degree of routine and/or low-risk decisions are required to be approved by Council, once again 
increasing the level of reporting and time required for decision making.   

7. The Town is expected to experience significant growth pressures in the short to medium term, with a corresponding increase in
demand for municipal services.  Under the Growth Plan for the Greater Golden Horseshoe, Northumberland County in general and the Town 
in particular are expected to experience significant population growth in the next 15 years, with the Town’s population projected to increase to 
more than 26,000 by 2034, with almost 3,100 new housing units forecasted to be constructed.  This level of growth will translate into an increase 
in resource requirements for the Town:

• The anticipated level of housing construction associated with the forecasted population growth significantly exceeds historical levels of 
activity (approximately 250 permits of all types per year), placing increased demand on the Town’s planning and building inspection 
functions. 

• The projected level of growth is also expected to result in increased demand for municipal service infrastructure (e.g. roads), which will 
require increased resources for planning, procurement and contract administration.  

While the impact of future growth will not be consistent across all Town departments, those departments that are the most impacted will likely be 
required to (i) increase resources to meet the higher level of demand; or (ii) reduce service levels to balance resources with demand.  For 
example, in the absence of appropriate resources to meet the needs of the development community, the Town may be required to reduce the 
level of building permit inspections, accepting the risks associated with sub-standard construction and/or extend the timeframes for approvals 
beyond those outlined in the Planning Act and Building Code Act (representing a reduction in service levels). 
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C. Potential Courses of Action 
Based on the results of the Review, it appears that the Town’s operations are significantly challenged and constrained by operating inefficiencies, 
the absence of strategic-level activities (e.g. long-range planning, corporate-wide performance monitoring), concerns over customer service and 
employee morale and potential exposures arising from insufficient focus and response to risk factors.  From a root cause perspective, the analysis 
indicates that the current situation is due to a combination of:

• Lower levels of staffing in certain key areas and capacities; and 

• The general inefficiency of the Town’s ways of working (including its processes, policies and decision-making forums), which increases the time 
required to complete tasks, impacts the level of customer service provided by the Town and diverts staff from higher impact strategic activities to 
more administrative and operational functions.  

In response to the findings of the Review, we have developed potential courses of action that can be considered by the Town in order to ensure the 
effective and efficient delivery of municipal services that meets the expected level of customer service excellence, appropriately addresses key risk 
exposures and contributes towards an engaged workforce.  These courses of action, which are summarized on the following pages, are divided into 
the following categories:

• Staffing adjustments that are intended to (i) balance resources with demand; (ii) appropriately address risk exposures; and/or (iii) provide 
capacity to implement operational changes.  Overall, we have identified upwards of 13 employee additions that can be considered by the Town, 
to be funded through a combination of user fees, financial savings and taxation. 

• Organizational realignment to contribute towards enhanced service delivery and corporate-wide strategies. 

• Changes to the Town’s policy environment to right-size its decision-making processes.

• Changes to the Town’s operating processes and ways of working.
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Category Potential Course of Action Basis for Course of Action 

Staffing 
adjustments

1. Addition of one additional building 
inspector/plans examiner

• Appropriate capacity to address current and future demand for development 
services while providing an appropriate level of service to the development 
community and other clients. 

2. Addition of a Manager of Long-
Range Planning

• Increased capacity and capabilities to undertake long-range planning in 
response to Council priorities and anticipated future development.  

• Responsibilities would include but not be limited to long-range planning 
(including Official Plan updates, development charge studies).

3. Addition of a Grant Writer • Increased ability to access senior government grant programs for capital and 
operating requirements.

4. Addition of a Manager of 
Infrastructure Planning and 
Infrastructure Planning Analyst

• Increased capacity and capability to undertake long-range infrastructure 
planning.

• Responsibilities would include but not be limited to master planning, updating 
of development standards, asset management planning, GHG emission 
reduction and energy efficiency projects, active transportation planning and 
transit planning.

5. Addition of a Manager of By-Law 
Enforcement

• Increased focus on by-law enforcement in response to forecasted growth.

6. Addition of a Manager of 
Procurement

• Increased capacity and capabilities with respect to procurement, including 
mitigation of potential risks. 

• Responsibilities would include but not be limited to centralized procurement 
function, standardization of processes and documents, contract monitoring, 
implementation of best practices, disposal of municipal facilities and lands 
and spend analysis. 
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Category Potential Course of Action Basis for Course of Action 

Staffing 
adjustments

7. Addition of a Manager of 
Transformation Initiative

• Dedicated resource to lead the Town’s initiatives relating to (i) customer 
service; (ii) continuous improvement; and (iii) performance measurement and 
reporting. 

8. Addition of a Manager of the Office 
of the CAO

• Dedicated resource to assume administrative and operational tasks from the 
CAO, providing increased capacity for the CAO to focus on strategic-level 
initiatives. 

9. Addition of an Information 
Technology Analyst

• Increased capacity to enable technology implementations in support of 
operating efficiencies (e.g. e-Permitting system) and ensure appropriate 
resources for cybersecurity response, information technology strategic 
planning and other initiatives. 

10. Human Resources Analyst • Additional position to assume administrative tasks from Manager of Human 
Resources, providing capacity for strategic-level initiatives (e.g. succession 
planning, training strategy, performance monitoring,  

11. Program Support Financial Analyst • Financial resource assigned to operating departments to increase capacity 
with respect to budgeting, financial planning and forecasting, key performance 
indicators, variance analysis and costing/business case analysis of specific 
initiatives. 

12. Manager of Economic Development • Increased capacity to develop and execute economic development strategy 
and associated activities.
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Category Potential Course of Action Basis for Course of Action 

Organizational 
Realignment

13. Establishment of the Office of the 
CAO

• Consolidation of non-director CAO reports under the Manager of the Office of 
the CAO, allowing for the delegation of administrative and operational 
responsibilities by the CAO.

• This is seen as a prerequisite for future restructuring and capacity additions.

14. Delineation of planning between 
Development Permitting and Long-
Range Planning

• In response to projected growth in the community, this is intended to ensure 
appropriate focus on long-range planning activities without diverting resources 
for development approvals.

15. Delineation of engineering between 
Capital Projects and Infrastructure 
Planning 

• Intended to ensure appropriate focus on infrastructure planning in response to  
projected growth in the community, legislative requirements for asset 
management planning and increased focus on environmental and energy 
initiatives without diverting resources from the execution of capital projects. 

16. Realign Legislative Services into a 
separate department.

• Ensure appropriate representation of Legislative Services within senior 
management team, including direct reporting between Legislative Services 
and the Office of the CAO. 

17. Realignment of emergency 
management under the Office of the 
CAO

• Expand the scope of emergency management to include a corporate-wide 
focus so as to appropriately address a range of risks, as well as ensure 
coordination with communications and other corporate functions. 

18. Consolidate by-law enforcement 
under Legislative services 

• Consolidate by-law enforcement activities under a single department to 
provide economies of scale and facilitate sharing of resources.

19. Realign Economic Development 
under Planning and Development

• Ensure consistency between economic development initiatives and planning 
decisions (e.g. use of employment lands, planning initiatives for affordable 
housing, incentives available under CIPs and MCFAs).
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Category Potential Course of Action Basis for Course of Action 

Changes to 
policy 
environment 
and decision-
making forums

20. Adopt a delegation of authority by-
law

• Establish an appropriate delegation of decision-making authority from Council 
to staff for lower risk and routine decisions, thereby reducing reporting and 
time requirements. 

21. Revise procurement policy to 
increase levels of authority for 
Directors and CAO

• Establish an appropriate delegation of authority for procurement that reflects 
the scale of the Town’s overall spend and aligns with procurement thresholds 
established by similar sized municipalities, thereby reducing reporting and 
time requirements. 

22. Discontinue current process for 
policy development in favour of 
different processes for operating 
and governance policies

• Reduce the time required for policy development and updating by eliminating 
Council involvement in the development of internal operating policies.

23. Evaluate the potential for a 
committee structure as opposed to 
the current coordinator structure

• Align the Town’s structure for Council-staff interactions with best/common 
practice for Ontario municipalities and ensure an appropriate delineation 
between governance and operational responsibilities. 

• This opportunity should be deferred until after the 2022 municipal elections. 

24. Address key elements of corporate 
policy and strategy, including (i) 
customer service strategy; (ii) 
training strategy; (iii) performance 
monitoring and key performance 
indicators; (iv) long-term financial 
plan; (v) succession planning

• Appropriately identify and plan for medium to long-term strategies and ensure 
alignment of Town operations with Council and Community expectations. 
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Category Potential Course of Action Basis for Course of Action 

Changes to 
operating 
processes and 
ways of 
working

25. Develop business cases for key 
technology enablers (HRIS, e-
Permitting, web-based applications, 
e-commerce).

• Increased operating efficiency through elimination of manual processes.
• Enhanced customer service through on-line access to municipal services. 
• Improvement oversight and management of Town operations through 

availability of more and better data.  

26. Implement process improvements 
as identified through process 
mapping conducted during the 
service delivery review. 

• Increase operating efficiency, enhance customer service, improved internal 
controls and enhanced risk management. 



Town of Cobourg

Corporate 
Overview
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Corporate Overview

The Town’s operations are currently structured into four operating departments, each headed by a Director, reporting directly to the CAO, with four 
non-Director CAO reports.  As noted below, there is a degree of disparity between functional units with respect to the number of full-time employees, 
with some directors having higher staff complements than others (budgeted full-time staff positions are indicated below).   

Organizational charts for individual departments are included as Appendix A.

Mayor and 
Council

Full-time staff – 0.5

Director of Corporate 
Services

Full-time staff – 19.0

Director of Community 
Services

Full-time staff – 33.4

Director of Planning and 
Development

Full-time staff – 9.0 

Director of 
Public Works 

Full-time staff – 38.6 

Outside Agencies1

Communications 
Manager

Full-time staff – 2.0

Human Resources 
Manager

Full-time staff – 2.0

Economic 
Development Officer 

Full-time staff – 3.0

Fire 
Chief1

Full-time staff – 19.0

Director-Level CAO Reports Other CAO Reports

1 Pursuant to the terms of reference, police, fire suppression, training and prevention, library and conservation authority are excluded from the scope of review. 

Chief Administrative 
Officer

Full-time staff – 1.5
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Corporate Overview

The Town’s 2021 budget reflects a budgeted full-time staffing complement of 110 employees for those services included in the scope of our review, 
with a total budgeted salary cost of $7,773,8592.  During the period 2011 to 2016, the Town’s budgeted full-time staffing complement has increased 
by a net total of 16 positions, with a further five net full-time positions added during the last five years (2016 to 2021).  Notable increases in staffing  
primarily due to:

• Increased staffing for Community Services as a result of the construction of the Cobourg Community Centre (“CCC”) in the fall of 2011 and a 
corresponding increase in the number of parks attendants (+12 positions); 

• Increased resources for corporate services, including human resources, finance and facilities (+4 positions); 

• The establishment of a communications function within the Town (+2 positions); 

• Increased staffing for legislative services, specifically the addition of a Deputy Clerk and Accessibility and Diversity Coordinator (+2 positions).

The budgeted staffing complement includes positions that are currently vacant, some of which do not have associated budgeted salary costs. 

2 Represents regular salary only and excludes benefits and overtime. 



Town of Cobourg

Key Observations 
and Findings
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Key Observations and Findings 

The terms of reference for the Review were established in our engagement letter dated June 1, 2021 which incorporated the proposed workplan 
outlined in our proposal to the Town dated March 23, 2021.  Consistent with the Town’s request for proposal document RFP# CO-21-13-CAO, the 
overall objective of the Review was the development of courses of action for an enhanced organizational structure, staffing model and decision-
making framework that ensures the effective and efficient delivery of municipal services both within the Town and with external parties.  

During the course of the Review, we identified a number of positive aspects of the Town’s operations, examples of which include the following:

• The Town has appointed a dedicated Accessibility and Diversity Coordinator, demonstrating its commitment to ensuring compliance with the 
Accessibility for Ontarians with Disability Act, 2005 (“AODA”) as well as fostering an inclusive workplace and community; 

• The Town’s budgetary processes demonstrate a high level of detailed analysis and best practices in support of expense and revenue forecasting; 

• The Town has adopted an innovative approach to building permitting that reduces the potential risk of construction exceeding approved 
parameters; and 

• The Town has established Engaged Cobourg, an online platform that both advises and obtains feedback on Town projects, policies and initiative. 

Notwithstanding the above, the objective of the Review was to identify areas for potential enhancements and improvements and as such, our 
findings and observations do not provide detailed commentary on the positive aspects of the Town’s operations.  Rather, our finding and 
observations, and the resultant courses of action identified for consideration by the Town, are primarily intended to identify and address factors 
contributing towards inefficiencies, increased costs and heighted risk exposures.  

This chapter provides a summary of our key observations and findings. 
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Key Observations and Findings 

A. From an overall perspective, the Town’s staffing levels and personnel costs are generally 
consistent with or lower than those of selected comparator municipalities

We have included as Appendix B an analysis of reported full-time staffing levels and total personnel costs (wages and benefits) for single and lower 
tier municipalities with population levels within 3,000 residents of the Town’s reported population of 19,440 residents (i.e. population levels of 16,440 
to 22,440 residents)3.  While the Town’s full-time staffing levels and personnel costs are towards the upper end of the range for the 28 municipalities 
included in the analysis (6th highest and 7th highest, respectively), it appears that this reflects, at least in part, the Town’s services and service levels:

• As identified in the 2020 service delivery review, the Town has a higher level of investment in Community Services, reflecting both its focus on 
cultural and special events in support of tourism development, as well as the personnel requirements associated with the CCC. To the extent 
that parks and recreation personnel are excluded from the analysis, the Town would have the 11th highest full-time staffing, which is in the mid-
range of the 28 municipalities included in the analysis. 

• While the comparator municipalities were selected based on similar population levels, we note that a number appear to be predominantly rural in 
nature (based on their total geographic area), which often translates in a lower service levels than more urbanized communities. To the extent 
that the analysis only considers more urbanized communities (i.e. municipalities smaller than 75 km2), we note that the Town’s full-time staffing 
complement and personnel costs would the second lowest of the five smaller communities.  

The analysis also indicates that the Town’s historical increase in full-time staffing (14 full-time staff added during the period 2011 to 2019) is 
generally consistent with the experience of the other selected municipalities:

• Three municipalities reported decreases in full-time staffing, with an additional municipality reporting no change to full-time staffing;

• Eight municipalities reported increases in full-time staffing of ten or fewer positions; 

• Nine municipalities reported increases of 11 to 15 full-time positions (including the Town); and 

• Seven municipalities reported increases of more than 15 full-time positions.  

As noted in Appendix C, the average annual change in total wages and benefits from 2011 to 2019 ranged from 2.6% to 6.4%, reflecting a 
combination of changes in staffing complement and annual compensation adjustments.    We note that municipalities that reported either decreases 
or no change in full-time staffing complements reported personnel cost increases of 1.6% to 3.0% (which we consider to be indicative of the rate of 
general salary increases), which is consistent with the Town’s historical increase in annual compensation levels.

3 Excludes fire and police services as these services are excluded from the terms of reference and will also vary based on the selected service delivery model (e.g. composite vs. 
volunteer fire service, municipal police force vs. Ontario Provincial Police).
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Key Observations and Findings 

At a more detailed level, an analysis of selected municipalities identifies areas where the Town’s full-time staffing levels appear to be low, potentially 
indicating the need for additional investment in personnel resources. 

In addition to staffing levels, the Review also indicated a number of positions that are present in other municipalities but which are absent within the 
Town, including:

• Centralized procurement;

• Asset management planning; 

• Long-range planning; 

• Customer service management; 

• Legal and risk management; and 

• Climate change initiatives.  

While the Town currently lacks full-time staff dedicated to these activities, we do note that these functions are being undertaken by existing 
management personnel.  For example, Directors and Managers are responsible for undertaking procurement relating to their respective 
departments, while asset management planning functions involve the Town’s Finance and Engineering functions.  In some cases, however, we 
understand that the Town is required to retain third party advisors to complement it’s internal resources at a potential cost inefficiency to the Town.  
For example, we were advised that the Town recently incurred $85,000 for project management services associated with the development of its 
community sustainability plan, which is comparable to the annual salary of a manager-level staff person.   

Cobourg Essex Collingwood Midland Huntsville Owen Sound

Legislative Services 4.0 4.0 9.0 3.0 6.0 5.0

Finance 7.0 10.0 10.0 9.0 8.0 12.0

Human Resources 2.0 1.7 3.0 3.0 3.0 2.0

Information Technology 1.0 3.0 4.0 5.0 3.0 4.0

Planning and Building Services 9.0 9.4 13.5 7.0 15.0 9.0
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Key Observations and Findings 

B. The Town appears to be at risk of failing to achieve its strategic priorities
The Town has adopted a strategic plan for the current term of Council (2019 to 2022) that identifies a number of strategic actions based on five 
broad categories (people, places, partnerships, programs, prosperity), which each action assigned to specific staff within the Town.  On an annual 
basis, the Town provides an update as to the progress against the strategic plan that indicates whether initiatives are complete, in progress or yet to 
be started. 

The most recent update was prepared in August 2021 and indicates that while the Town has made progress in attaining its strategic priorities, more 
than a third of identified action items have yet to be started, with less than 30% of action items completed. 

Arguably, the issue of staffing – and more importantly, the capacity of existing staff to assume responsibility for strategic initiatives – represents a 
significant challenge and constraint for the Town.  For example, we note that while responsibility for a number of strategic action items under the 
Prosperity category is assigned to the CAO and Economic Development Officer, the current vacancy in the Economic Development Officer position 
means that the CAO is exclusively responsible for the completion of these strategic action items, which results in a scenario where (i) the CAO’s 
capacity is diverted from other areas, reducing the overall level of strategic management capacity available to the Town; or (ii) strategic action items 
are not pursued.   Similarly, we note that the Manager of Legislative Services is assigned responsibility for a number of strategic actions under the 
Programs category while at the same time being assigned responsibility for legislative services, policy updates, aspects of centralized procurement 
and bylaw enforcement, which increases the risk that those strategic action items will not be fully pursued and implemented. 

Category Number of Identified Action Items By Status Percentage of Identified Action Items By Status

Completed In Progress Not Started Total Completed In Progress Not Started

People 8 7 8 23 35% 30% 35%

Places 8 6 5 19 42% 32% 26%

Partnerships 2 2 8 12 17% 17% 66%

Programs 4 11 3 18 22% 61% 17%

Prosperity 5 7 8 20 25% 35% 40%

Total 27 33 32 92 29% 36% 35%
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Key Observations and Findings 

In addition to limiting the attainment of the Town’s strategic plan, it appears that staffing limitation are also impacting the ability of the Town to meet 
other areas of focus and priority identified by members of Council.  During the course of the Review, a number of Councilors expressed a desire for 
enhanced transparency, accountability and customer service excellence, which would require:

• The development of key performance indicators (“KPI’s”) for Town operations and the ongoing collection of data to report on the Town’s results 
against these KPI’s; and

• The development and execution of a formal customer service strategy that would include, among other elements, formal customer service 
performance standards (e.g. time to respond to a customer request for service) and the ongoing reporting of the Town’s performance against 
these standards.  

Typically, KPI reporting and customer service falls within the mandate of finance and legislative services functions, both of which (i) appear to have 
staffing levels that are less than the selected comparator municipalities, potentially limiting their ability to address these Council-identified priorities; 
(ii) have high levels of existing assigned responsibilities which in certain cases include new regulatory requirements (AODA, asset management 
planning under the Infrastructure for Jobs and Prosperity Act, 2015); and (iii) in the case of Legislative Services, the assignment of responsibilities 
that often fall to other departments in other municipalities (e.g. aspects of procurement, policy development).  Accordingly, it appears that the 
attainment of these other priorities is also challenged due to staffing limitations. 

C. Customer service, while identified as a priority by the Town, appears to require improvement
While the Town’s strategic plan identifies improving customer service as a strategic priority (with responsibility assigned to all Departments), it 
currently does not have a dedicated customer service function (responsibility is currently assigned to Legislative Services) or a formal customer 
service strategy.   In the absence of these elements, the Town does not have established standards for customer service (e.g. minimum times for 
responding to client inquiries, minimum satisfaction levels for survey responses), does not track or measure customer service experience and has 
not revised its processes, internal policies or job descriptions to enhance the importance of and focus on customer service. As a result, there 
appears to be a disconnect between the strategic importance placed by Council on customer service and the Town’s operational focus on customer 
service.

In order to determine residents’ satisfaction with the Town’s delivery of service, the Town undertook an online survey, which obtained responses 
from 219 residents.  We have included on the following page a summary of responses received.
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Key Observations and Findings 

Accessing Town Services – Use of Channels

The survey indicated a relative concentration of customer interactions in four main channels – in-person, telephone, email and the Town’s website –
which collectively accounted for over 90% of customer interactions.  The Town appears to provide a balance of access that is consistent with 
customer preferences, although survey respondents appear to prefer a higher level of email interactions and a lower level of interactions through the 
Town’s website and social media platforms, which could be reflective of (i) the ability to provide more tailored requests for services and/or 
information through a email as opposed to a web-based platform; and/or (ii) the perception that an email will result in a more timely or complete 
response from the Town.  In response to the survey findings, the Town may wish to consider revisions to its web-based service channels, including 
the enhancement of existing channels to improve customer interface and the deployment of additional service offerings. 

In-Person Telephone Email Social 
Media

Website Mobile 
App

Other

During your last contact with 
the Town, what channel did you 
use?

19.9% 28.8% 31.5% 5.3% 12.3% 0.3% 2.0%

What is your preferred method 
of communication with the 
Town?

16.3% 29.0% 43.9% 0.5% 8.6% 0.9% 0.9%

Difference between actual and 
preferred contact channel

3.6% 0.2% 12.4% 4.8% 3.7% 0.6% 1.1%
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Key Observations and Findings 

Accessing Town Services – Customer Interactions

In the absence of a formal customer service strategy that outlines minimum thresholds for customer satisfaction, the results of the survey are 
admitted subject to  interpretation. For the purpose of our report, however, we have considered a threshold of 80% to represent the expected level of 
customer service satisfaction.  As noted above, while Town staff approach this threshold both in terms of their interactions with clients (76%) and the 
quality of the information provided (72%), there appear to be issues relating to the timeliness of responses (68%), which we believe reflects, at least 
in part, the absence of a formally defined service standard.  

(not applicable responses excluded) Strongly 
Agree

Agree Total 
Agree

Disagree Strongly 
Disagree

I found the information I was searching for easily 11.1% 54.0% 67.1% 23.2% 9.7%

I found it easy to know which Town department to contact about 
my inquiry 17.9% 53.6% 71.5% 23.7% 4.8%

During my contact with the Town, the response to my inquiry 
was prompt 20.7% 47.5% 68.2% 16.7% 15.2%

During my contact with the Town, staff displayed a positive, 
helpful and knowledgeable attitude 22.9% 53.1% 76.0% 15.1% 8.9%

During my contact with the Town, staff provided clear and 
concise information 23.2% 48.9% 72.1% 18.9% 8.9%
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Key Observations and Findings 

Accessing Town Services – Effectiveness of the Town’s Response

While subject to interpretation, it appears that the Town is effective in resolving customer issues with limited interactions, with 68% of issues 
resolved within two customer interactions.  It is important to recognize that certain municipal services involve a high degree of complexity or 
regulatory requirements, which can lead to either multiple interactions or longer timeframes for resolution.  From an overall perspective, less than 
two-thirds of survey respondents felt that they received what they need from the Town through all interactions (e.g. direct client interactions, 
searches for information on the Town’s website), which we suggest falls below the expectations of Council, staff and residents. 

(not applicable responses excluded) Once Twice More Than 
Twice

Issue Was Not 
Resolved

How many times did you contact the Town to get your issue resolved 51.0% 17.3% 13.3% 18.4%

(not applicable responses excluded) Yes No

In the end, did you get what you needed 64.0% 36.0%
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Key Observations and Findings 

Accessing Town Services – Overall Customer Satisfaction

As an overall measure of their satisfaction with the Town’s customer service, respondents were asked to rate their experience on a scale of one to 
ten, with one indicating they were not at all satisfied and ten indicating they were very satisfied.  As noted above, the percentage of respondents that  
indicated they were unsatisfied (five or less) is comparable to the percentage of respondents indicating a relatively high degree of customer 
satisfaction (eight or more).  

0%

5%

10%

15%

20%

1 2 3 4 5 6 7 8 9 10

How Satisfied Were You Overall With the Customer Service Provided by the Town?

Not At All 
Satisfied

Very 
Satisfied

41% 17% 42%
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Key Observations and Findings 

As noted earlier, the results of the customer service strategy are subject to interpretation given the absence of formal benchmarks for evaluating the 
Town’s performance.  At the same time, the ongoing pandemic has significantly impacted the delivery of most, if not all, municipal services and as 
such, the survey results may not necessarily be reflective of pre or post-pandemic performance. Notwithstanding these considerations, the results of 
the survey arguably demonstrate a need to focus on enhancing customer service.  While this is consistent with the Town’s strategic priorities, we 
suggest that its attainment is challenged by a number of constraints:

• The Town currently does not have a dedicated customer service function but rather has assigned responsibility to individual departments, 
potentially leading to a lack of focus or resources due to competing demands.

• The absence of a formal customer service strategy likely reflects, at least in part, the absence of capacity at the senior management level to 
develop such a strategy.  Based on our analysis of other municipalities, we note that customer service is often delivered by (i) a dedicated 
manager of customer service; or (ii) Legislative Services.  At the present time, the Town does not have an individual specifically tasked with 
customer service and the capacity of the Manager of Legislative Services to assume the development of a customer service strategy is limited 
due to the current assignment of responsibilities to this individual (Legislative Services, policy development, bylaw enforcement, certain elements 
associated with procurement).  

• A key element of a customer service strategy is the incorporation of customer service responsibilities and expectations into employee job 
descriptions, along with the establishment of employee recognition programs and the consideration of customer service performance as part of 
annual performance reviews.  We understand that none of these elements are being performed by the Town at the present time due to the limited 
availability of human resources personnel.  As noted earlier in our report, the Town’s HR function appears to have a lower level of staffing than 
selected comparator municipalities (see page 22), which we understand is exacerbated by the fact that the Town’s human resources function 
provides support to Town-related entities, further diluting their capacity to implement personnel-related customer service excellence strategies. 

• As noted in the 2019 service delivery review, a number of the Town’s processes are characterized by operating inefficiencies, potentially leading 
to increased time for the delivery of municipal services and responding to customer requests.  At the present time, the Town does not have a 
dedicated resource for continuous improvement activities, with individual departments responsible for addressing their own process 
inefficiencies.  Given the absence of a coordinated approach – effective process improvement typically involves the operating department, human 
resources and information technology – and the existing demands on staff, the ability of the Town to address these inefficiencies is limited, 
resulting in a continuation of lower than expected customer service.  
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Key Observations and Findings 

D. Employee morale is an area of concern due to performance  management gaps
In addition to surveying the perspectives of the Town’s residents, the Review also considered the results of an internal survey of the Town’s staff 
that was intended to gauge their views on the Town’s performance with respect to a number of personnel matters, which in turn can be used to infer 
the general level of employee morale and engagement.  Approximately 60% of the Town’s full-time employee complement completed the survey, 
the results of which are summarized on the following page. 

From an overall perspective, the employee survey appears to highlight a number of concerns relating to employee morale and engagement, 
particularly with respect to career advancement within the Town, training and development and employee recognition.  These findings are consistent 
with identified limitations in the Town’s current human resources function, including:

• The absence of a formal succession plan;

• The absence of a formal training strategy, including protocols for identifying staff training needs and monitoring the extent of training provided;

• The absence of a fulsome performance review process that links goal setting to strategic priorities and measures actual performance on a timely 
basis;

• Limited employee recognition programs, with 65% of survey respondents indicating that the Town does not do enough to recognize and reward 
staff; and 

• The absence of a formal process to obtain staff input into continuous improvement, with staff evenly divided as to whether the Town is open to 
change. 

As identified elsewhere in our report, the absence of these personnel management activities likely reflects the combined impacts of:

• Process inefficiencies within the Town’s human resources function, specifically the absence of a formal HRIS which requires staff to accumulate 
information manually; 

• The involvement of the Town’s human resources personnel in the provision of services to other related entities, which we understand can require 
up to 20% of the Department’s capacity; and 

• Lower staffing levels in comparison to other municipalities. 

As a consequence of low morale and engagement levels, as well as the absence of , the Town could potentially be exposed to higher staff turnover, 
service issues resulting from training gaps, morale impacts on operating effectiveness and customer service and the potential for unidentified or 
unaddressed performance issues.
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Key Observations and Findings 
Strongly 
Agree

Agree Total Agree

I have the tools and resources I need to do my job well 14.3% 51.6% 65.9%

Most days, I see positive results because of my work 15.4% 60.4% 75.8%

My work is valued by this organization 14.3% 42.9% 57.2%

I receive the training I need to do my job well 20.0% 45.6% 65.6%

The amount of work I am expected to do is reasonable 12.1% 45.1% 57.2%

The people I work with take accountability and ownership for results 30.8% 44.0% 74.8%

The people I work with treat me with respect 35.2% 40.7% 75.9%

My coworkers and I openly talk about what needs to be done to be more effective 39.6% 40.7% 80.3%

My manager helps me understand how my work is important to the organization 20.2% 37.1% 57.3%

My manager is approachable and easy to talk to 34.8% 32.6% 67.4%

My manager creates a motivating and energizing workplace 13.5% 37.1% 50.6%

My manager sets high expectations for our team’s performance 15.9% 40.9% 56.8%

This organization provides attractive opportunities for training and development 8.9% 27.8% 36.7%

My opinions are sought on issues that affect me and my job 9.0% 43.8% 52.8%

This organization cares about its employees 8.8% 33.0% 41.8%

There are opportunities for my own advancement in this organization 3.4% 25.8% 29.2%

I would recommend the Town of Cobourg as a great place to work 13.2% 41.8% 55.0%
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Key Observations and Findings 

E. The Town faces risk exposures that, if materialized, can be significant 
Our analysis of selected similar sized municipalities has identified certain internal functions/capacities that do not appear to be specifically resourced 
within the Town but rather undertaken through the assignment of responsibility to individual directors and managers.  Specifically, we note that:

1. The Town does not have a centralized procurement function, instead relying on individual departments to undertake their own individual 
procurements and contract awards.  While the Manager of Legislative Services has been assigned responsibility for aspects of a centralized 
procurement function, we understand that progress in these areas has been limited due to competing demands and responsibilities, including 
legislative services, AODA compliance, bylaw enforcement and policy development.  As a result of the Town’s decentralized procurement 
function, we understand that a number of best practices for procurement have not been adopted, including but not limited to:

• Corporate-wide procurement documents, including standard terms and conditions for contract awards that ensure an appropriate transfer of 
risk from the Town to third-party service providers.  While certain departments (e.g. Public Works) have standardized their procurement 
approaches, we understand this is not consistent across the Town, with the potential for so-called failed procurements that could result in (i) 
procurement improprieties, including secret commissions; (ii) increased costs due to the inadequate transfer of risk to third party suppliers 
and/or ambiguities in contract terms that result in cost escalations for out-of-scope work; (iii) reputational risk due to perceptions of unfair 
procurement by the Town. 

• Contract and agreement monitoring, including a process for tracking contract expiration dates, cost escalation provisions (e.g. annual 
increases in costs based on anniversary dates) and compliance with the Town’s procurement policies (including whether contracts have 
actually been executed); 

• Compliance with legislation relating to procurement, including the Canadian Free Trade Agreement, the Comprehensive Economic and 
Trade Agreement and the Ontario-Quebec Trade and Cooperation Agreement; and 

• Spend analysis intended to support enhanced procurement efficiencies, including product standardization, inventory vs. purchased stock, 
supplier consolidation and use of alternative procurement methods. 

2. The Town currently does not have a dedicated long-range planning function (e.g. Official Plan updates, CIP development, active transportation 
planning, adoption of planning standards to facilitate affordable housing development) but rather relies on Planning Department personnel to 
undertake long-range planning in addition to their processing of development applications.  In anticipation of increased growth and development 
in the community as a result of the Growth Plan for the Greater Golden Horseshoe (2020), the ability of the Town to appropriate balance 
development applications with long-range planning is expected to be increasingly problematic in the short to mid-term future, with the risk of 
unintended consequences from a planning perspective (e.g. increased congestion, development sprawl, development that is inconsistent with 
the Town’s development standards).
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Key Observations and Findings 

3. The Town does not have a dedicated asset management function, with asset management responsibilities currently divided between its Finance 
and Engineering functions.  In the absence of a coordinated approach, the potential exists for the delayed identification of significant capital 
investment/reinvestment requirements, limiting the timeframe for the Town to plan and efficiently finance capital costs.  We understand that 
while the Town’s Engineering function has the capability to undertake longer-term infrastructure planning, it is currently focused on the 
immediate delivery of capital projects as well as participating in the review and approval of development applications, limiting its capacity to 
perform broader infrastructure planning.

4. The Town lacks a dedicated capability for environmental and energy efficiency strategies and as a result, may be exposed to increased utility 
and operating costs, as well as higher environmental emissions, due to the absence of sufficient capacity to identify and implement energy 
efficiency and other conservation projects.  

5. While the Town maintains a robust information technology capacity (including cybersecurity measures) through a combination of its internal staff 
and external service providers, we note that the level of staffing at the Town is significantly lower than the selected comparator municipalities.  
To a certain extent, we believe that the relatively low staffing levels may limit the Town’s ability to implement necessary changes to its 
information technology environment in support of the realization of operating efficiencies and customer service improvements (e.g. introduction 
of a formal HRIS and customer relationship management system (“CRM”), digitization of manual processes, increased service offerings through 
remote delivery channels). 
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Key Observations and Findings 

F. The Town’s current ways of working (policies, processes and decision-making forums) 
contribute towards its existing resource demands and pressures 

While the results of our analysis indicate that the Town’s staffing – both in terms of the number of employees and internal capabilities – is generally 
lower than comparable municipalities, the Town’s current ways of working also contribute to the Town’s resource demands and capacity pressures.  
Accordingly, we do not believe that the Town’s current challenges are due entirely to its staffing levels but are also the result of how 
existing staff are utilized and the inherent inefficiencies in the Town’s processes.

During the course of the 2020 Service Delivery Review, process maps were developed for a number of the Town’s key processes (finance, building 
services, planning, parks and recreation, public works) that identified a number of process inefficiencies, including but not limited to duplicate work 
efforts, the reliance on manual as opposed to automated processes, staff undertaking work with limited value (e.g. overly complex processes).  In 
addition to these findings, the Review has identified additional issues with respect to the Town’s ways of working that increase demands on staff and
reduce the overall efficiency of its operations:

• The Town currently does not have a formal HRIS, requiring human resources personnel to manually accumulate information relating to employee 
seniority, time banks and other personnel-related data.  The use of management-level personnel for data accumulate reflects the inefficient use 
of staff and diverts capacity away from higher impact activities, including succession planning, training strategies, employee recognition programs 
and performance management. 

• A number of similar sized municipalities have adopted Delegation of Authority Bylaws pursuant to Section 270(1) of the Municipal Act, 2001, 
which allow council to delegate decision-making authority for routine or lower risk decisions (e.g. execute minor site plan or subdivision 
agreement amendments, sign minutes of settlement for matters before the assessment review board or Local Planning Appeal Tribunal, grant 
authority to approve minor fee and service charge rebates), which eliminates the need for staff reports to Council. We note that the Town has not 
adopted a delegation of authority bylaw and as a result, relatively routine and minor matters are still required to be brought to Council.

• Under the Town’s Procurement Bylaw, Directors and the CAO have the authority to approve purchases up to $5,000 and $50,000 in value, 
respectively, with procurements in excess of $50,000 requiring Council approval.  We note that this level of delegated authority is significantly 
lower than selected comparator municipalities which allow for a higher level of approvals.  For example, the Town of Midland allows directors to 
approve certain procurements up to $100,000, with the CAO authorized to approval procurements over $100,000 except where (i) statute 
prescribes Council’s approval; (ii) the procurement is made under an exemption from the bylaw (e.g. non-competitive procurement); (iii) the 
budget has not been approved for the procurement; (iv) increased funding from a reserve fund is required; or (v) change orders exceed $50,000. 
The current authorities for procurement approvals, including the requirement for Council to approval all procurements (as opposed to specific 
circumstances), significantly increases the time and effort required for procurement approvals.   
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Key Observations and Findings 

G. In light of anticipated future growth, resource demands and pressures are expected to 
increase in the near to mid-term future 

Under the Growth Plan for the Greater Golden Horseshoe, Northumberland County in general and the Town in particular are expected to experience 
significant population growth in the next 15 years.  While the Official Plan for Northumberland County is currently in the process of being updated, 
we note that the original projections anticipate that the Town’s population will increase to more than 26,000 by 2034, with almost 3,100 new housing 
units forecasted to be constructed.  We understand that the anticipated increase in development has already begun to materialize, with 40 active 
development applications currently in various stages of the planning and development approvals process, representing more than 3,500 dwelling 
units and almost 500,000 square feet of non-residential development.

As noted below, the historical level of the Town’s development activity has remained relatively consistent over the past decade, the level of 
anticipated development is expected to create additional demands on the Town’s planning and building services functions, with the likely outcome 
being either (i) a need for additional resources to meet the requirements and service level standards of legislation and the development community; 
or (ii) the acceptance of service level reductions, either in the form of increased time for the approval of applications or reduced diligence and 
inspections on applications and construction.  
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Key Observations and Findings 

While the impact of future growth will likely be most felt by the Town’s planning and building services functions, it is reasonable to assume that the 
anticipated development will also increase demand on other functional area including but not limited to (i) infrastructure planning for the Town’s road 
network and other infrastructure in order to accommodate the higher population and usage levels; (ii) transit planning in the event that the increase 
in population results in increased demand for transit services, route alternatives and on-demand transit; (iii) bylaw enforcement due to increase 
pressures on parking; and (iv) planning for additional strategies to encourage the development of affordable housing, including the use of tax 
incentive grants (either though a community improvement plan or municipal capital facility agreements) and provisions under the Planning Act that 
can support affordable housing development. 
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Potential Courses of Action 

Based on the results of the Review, it appears that the Town’s operations are significantly challenged and constrained by operating inefficiencies, 
the absence of strategic-level activities (e.g. long-range planning, corporate-wide performance monitoring), concerns over customer service and 
employee morale and potential exposures arising from insufficient focus and response to risk factors.  From a root cause perspective, the analysis 
indicates that the current situation is due to a combination of:

• Lower levels of staffing in certain key areas and capacities; and 

• The general inefficiency of the Town’s ways of working (including its processes, policies and decision-making forums), which increases the time 
required to complete tasks, impacts the level of customer service provided by the Town and diverts staff from higher impact strategic activities to 
more administrative and operational functions.  

In response to the findings of the Review, we have developed potential courses of action that can be considered by the Town in order to ensure the 
effective and efficient delivery of municipal services that meets the expected level of customer service excellence, appropriately addresses key risk 
exposures and contributes towards an engaged workforce.  These courses of action, which are summarized on the following pages, are divided into 
the following categories:

• Staffing adjustments that are intended to (i) balance resources with demand; (ii) appropriately address risk exposures; and/or (iii) provide 
capacity to implement operational changes. 

• Organizational realignment to contribute towards enhanced service delivery and corporate-wide strategies. 

• Changes to the Town’s policy environment to right-size its decision-making processes.

• Changes to the Town’s operating processes and ways of working.. 

These strategies are discussed in further detail on the following pages. 
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Staffing Adjustments  

In response to the identified risks and pressures facing the Town, we have identified upwards of 13 employee additions that can be considered by 
the Town, to be funded through a combination of user fees, financial savings and taxation. As summarized below, these employee additions are 
intended to either:

• Support strategic initiatives, including continuous improvement and customer service excellence

• Respond to growth pressures that are emerging and increasing demand for municipal services

• Enhance the Town’s ability to identify, manage and respond to significant risk areas and corporate requirements.  

Category Employee Addition Basis for Course of Action Reports To

Positions to 
Support 
Strategic 
Initiatives

Manager of the 
Office of the CAO

• Dedicated resource to assume administrative and operational tasks from 
the CAO, providing increased capacity for the CAO to focus on strategic-
level initiatives, executing Council’s direction, partnership development 
and team development. 

CAO

Manager of 
Transformation 
Initiatives

• Dedicated resource to lead the Town’s initiatives relating to (i) customer 
service; (ii) continuous improvement; and (iii) performance measurement 
and reporting. This will ensure adoption of best practices for 
transformation activities and contribute towards a corporate-wide focus on 
strategic initiatives (as opposed to the delegation of responsibility to 
individual departments). 

CAO

Program Support 
Financial Analyst

• Financial resource assigned to operating departments to increase 
capacity with respect to budgeting, financial planning and forecasting, key 
performance indicators, variance analysis and costing/business case 
analysis of specific initiatives. 

Director of Corporate 
Services 
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Staffing Adjustments  

Category Employee Addition Basis for Course of Action Reports To

Respond to 
Growth 
Pressures 

Building  
inspector/plans 
examiner

• Appropriate capacity to address current and future demand for 
development services while providing an appropriate level of service to 
the development community and other clients. 

Chief Building Official

Manager of Long-
Range Planning

• Increased capacity and capabilities to undertake long-range planning in 
response to Council priorities and anticipated future development.  

• Responsibilities would include but not be limited to long-range planning 
(including Official Plan updates, development charge studies).

Director of Planning 
and Development

Grant Writer/Policy 
Writer

• Increased ability to access senior government grant programs for capital 
and operating requirements.

• Lead policy development and updating based on direction provided by 
Council and the CAO.

Manager of the Office 
of the CAO

Manager of 
Infrastructure 
Planning

• Increased capacity and capability to undertake long-range infrastructure 
planning.

• Responsibilities would include but not be limited to master planning, 
updating of development standards, asset management planning, GHG 
emission reduction and energy efficiency projects, active transportation 
planning and transit planning.

Director of 
Public Works

Infrastructure 
Planning Analyst

Manager of 
Infrastructure Planning

Manager of Bylaw 
Enforcement

• Increased capacity for bylaw enforcement in response to forecasted 
growth.

Director of Legislative 
Services 
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Staffing Adjustments  

Category Employee Addition Basis for Course of Action Reports To

Respond to 
Significant 
Risks and 
Corporate 
Require-
ments

Manager of 
Procurement

• Increased capacity and capabilities with respect to procurement, including 
mitigation of potential risks. 

• Responsibilities would include but not be limited to centralized 
procurement function, standardization of processes and documents, 
contract monitoring, implementation of best practices, disposal of 
municipal facilities and lands and spend analysis. 

Director of Corporate 
Services 

Information 
Technology 
Analyst

• Increased capacity to enable technology implementations in support of 
operating efficiencies (e.g. e-Permitting system, HRIS, CRM) and ensure 
appropriate resources for information technology initiatives. 

Supervisor of 
Information Technology

Human Resources 
Analyst

• Additional position to assume administrative tasks from Manager of 
Human Resources, providing capacity for strategic-level initiatives (e.g. 
succession planning, training strategy, performance monitoring, training 
strategy, performance monitoring). 

Manager of Human 
Resources 

Manager of 
Economic 
Development

• Capacity to develop and execute economic development strategy and 
associated activities.

Director of Planning 
and Development 
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Organizational Realignment 

In conjunction with the addition of the identified employees, the Town may also with to undertake an organizational realignment to ensure that 
resources are appropriately focused on strategic priorities and the potential issues facing the Town.  As part of this organizational realignment, the 
Town may wish to consider:

• Establishing the Office of the CAO as a new department within the Town’s organizational structure, which would include (i) the Manager of the 
Office of the CAO; (ii) the Grant and Policy Writer; (iii) the Town’s communications function; and (iv) the Town’s emergency management 
function.  The inclusion of the Town’s emergency management function within the Office of the CAO is suggested as so to:

• Ensure a better linkage with communications in order to ensure consistency in messaging in the event of an emergency and undertake 
proactive emergency management programs in conjunction with the Town’s established communications platforms;

• Provide the Town with a resource for enhanced risk identification and management; and 

• Result in enhanced access to and visibility by the Town’s operating departments, which reflects the fact that the Town’s response to a
community emergency may include a range of municipal infrastructure (e.g. use of municipal facilities for temporary shelters).

• Delineate the Town’s Planning functions into two separate sections:

• Development Approvals, which is responsible for the processing of development applications; and 

• Long-Range Planning, which is responsible for Official Plan updates, CIP development and administration and other planning initiatives. 

• Realigning economic development under the Director of Planning and Development, which is intended to ensure consistency between economic 
development initiatives and planning decisions (e.g. use of employment lands, planning initiatives for affordable housing, incentives available 
under community improvement plans and municipal capital facility agreements). 

• Delineating the Town’s Engineering function into two sections:

• Capital Project Management, which is responsible for the design and delivery of capital infrastructure projects; and 

• Infrastructure Planning, which is responsible for infrastructure planning in response to projected growth in the community, legislative 
requirements for asset management planning, transit planning and environmental and energy initiatives.

• Structure Legislative Services as a standalone department to ensure regulatory and legislative input at the executive leadership team level, 
provide a direct line of reporting to the CAO and support a consolidated bylaw enforcement function within the organizational structure.

A depiction of the proposed organizational structure for the Town is provided on the following page. 
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Organizational Realignment 
Mayor and 

Council

Director of Corporate 
Services

Director of Community 
Services

Director of Planning and 
Development

Outside Agencies

Office of the Chief 
Administrative Officer*

Director of Legislative 
Services* 

• Finance

• Information technology

• Procurement*

• Facilities maintenance

• Parks

• CCC

• Culture

• Special events

• Tourism

• Capital projects*

• Infrastructure planning*

• Roads and sewers

• Environmental services

• Development approvals*

• Long-range planning*

• Building services

• Economic development

• Clerks

• AODA compliance

• Bylaw enforcement

• Council relations

• Government relations

• Partnership development

• Strategic planning 

• Policy development

• Grant applications

• Emergency and risk management

• Inclusiveness and diversity

Manager of Transformation 
Initiatives*

Manager of Human Resources

Fire Chief

Director of 
Public Works 

* Revised/new organizational unit
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Operational and Governance Changes 
As noted in our report, a number of aspects of the Town’s ways for working are contributing towards the capacity issues and constraints facing the 
Town.  While the proposed additions to the Town’s staffing are intended to address these issues, changes to the Town’s internal processes and 
policies are also required to fully resolve the Town’s challenges and further the attainment of its strategic priorities.  Specific courses of action that 
could be considered by the Town with respect to its internal ways of working include the following:

1. The Town may wish to consider the adoption of a delegation of authority bylaw, which will provide authority to staff for routine and low-risk 
decisions, reducing the time and level of work required by staff and Council.

2. The Town may wish to revise its procurement policy to provide for (1) increased approval levels for directors that reflect the scale of the Town’s 
overall budget; (2) an exception-based approach for Council procurement approvals that identifies the need for Council approval based on 
specific circumstances as opposed to the quantum of the procurement; and (3) the ability for the Town to participate in shared procurement 
opportunities and other best practices for procurement (e.g. rostering of consultants). 

3. With the addition of a Grant and Policy Writer, the Town may wish to discontinue its current approach to policy development, which involves 
biweekly meetings with the CAO, Manager of Legislative Services and members of Council, in favour of a more streamlined approach that  
differentiates between operational policies that do not require Council approval vs. policies that require Council approach and includes Council 
and the CAO at appropriate points in the policy development process.

4. The Town may wish to consider submitting applications under the Municipal Modernization Fund for funding to assist with the implementation of 
opportunities for operating efficiencies, which could include:

• The development of a customer service strategy that addresses, at a minimum:

• The establishment of minimum customer service level strategies and mechanisms for the collection, analysis and reporting of 
performance data

• Strategies for developing an internal culture that places an appropriate focus and importance on customer service

• Establishing alternative service delivery channels that respond to changing customer preferences, facilitates access to municipal 
services and responds to and builds upon changes from the current pandemic

• Identifying information technology requirements in support of customer service excellence and other operational changes intended to 
streamline processes so as to enhance customer service

• The development of needs assessments/business cases for key technology enablers, including but not limited to HRIS, ePermitting, CRM 
systems and web-based applications 

• Implementation assistance for the development of a mechanism for KPI’s as a means of enhancing the Town’s level of transparency and 
accountability (design, data collection, reporting)
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Operational and Governance Changes 
5. The Town may wish to reevaluate the current use of the Council Coordinator role for governance in favour of a committee structure.  The 

current Council Coordinator role, while providing the Coordinator with a detailed understanding of the municipal services within their portfolio, 
has been cited by some members of Council and staff as increasing the level of work required with respect to staff-council interactions, as well 
as contributing towards potential morale issues for Town staff.  We note that the use of a Council Coordinator structure does not appear to 
reflect best/common practice for Ontario municipalities, which we understand generally involves the appointment of Council members to 
standing committees.

To the extent that the Town wishes to undertake an analysis of its governance structure and the relative merits of the coordinator and committee 
structures, we suggest that this be deferred until the term of the new Council following the 2022 elections. 

7. The Town may wish to develop an action plan for the implementation of process changes in response to the findings from the 2020 Service 
Delivery Review, with a particular focus on opportunities that are relatively easy to implement without the need for extensive time commitments 
by staff and/or investments in information technology.  Funding for implementation activities could be available through the Municipal 
Modernization Fund, with 75% of third-party implementation costs available for funding. 
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Financial Impacts
The suggested additions to staffing levels, as well as the proposed realignment of the Town’s organizational structure, are expected to result in an 
increase in the Town’s salary costs of $1,100,000, with an additional $330,000 in associated benefit costs.  For certain positions, some or all of the 
associated costs can be funded through user fees as opposed to the municipal levy, with the estimated levy requirement amounting to $1,040,000. 

Ultimately, the decision as to whether to proceed with the suggested courses of action, as well as the approach to financing strategies, rests with 
Council.  In order to assist Council with the evaluation of potential options for financing, we make the following comments and observations:

• In certain instances, the suggested additional staff are intended to address potential financial, litigation and reputational risk exposures faced by 
the Town and as such, could be viewed in the context of the cost of not addressing these risks. 

• We understand that the Town’s 2021 budget considered an increase in the total municipal levy of approximately $107,000 (0.4%) and if viewed 
over a two-year period (2021 and 2022), the average rate of increase in the Town’s levy is calculated to be 1.8% per year (exclusive of other 
budgetary pressures). 

• While the identified additions of new positions are proposed for the Town’s 2022 fiscal year, the potential does exist to defer recruitment of some 
of the positions to either later in 2022 or into the 2023 fiscal year, allowing the Town to spread the cost of these additions over two fiscal years. 

Full-Cost Recovery 
Through User Fees

Partial Cost Recovery 
Through User Fees

No Cost Recovery 
Through User Fees

• Building Inspector/Plans Examiner
• Grant and Policy Writer
• Manager of Bylaw Enforcement

• Manager of Long-Range Planning
• Manager of Infrastructure Planning

• Infrastructure Planning Analyst
• Manager of Procurement
• Manager of the Office of the CAO
• Manager of Transformation Initiatives
• Information Technology Analyst
• Human Resources Analyst
• Program Support Financial Analyst
• Manager of Economic Development 
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Generalist

 Economic 

Development Officer

Coordinator, V13 

Programs and 

Operations 

Small Business 

Facilitator, Economic 

Development

Fire Chief

DRAFT

Director     

Community Services
Director Public Works

Director Corporate 

Services/Treasurer

TOWN OF COBOURG

ORGANIZATIONAL CHART
Mayor and Council

Office of CAO

Effective - April 14, 2020

Communications 

Coordinator

Executive Assistant to 

the Mayor and CAO
Interim CAO

Director Planning and 

Development

Manager 

Communications 



Chief Building Official

Manager 

Environmental 

Services

Supervisor Building 

Maintenance

Municipal Clerk / Mgr 

Legislative Services
Manager Planning

Economic 

Development Officer
Manager Parks

Mayor and Council

Director Corporate 

Services/Treasurer

TOWN OF COBOURG

ORGANIZATIONAL CHART

Management Team

Effective - April 14 2020

Fire Chief

DRAFT Interim CAO

Director Planning and 

Development

Manager Finance

Deputy Director 

Community Services

Manager Engineering 

and Captial Projects

Manager Roads and 

Sewers

Director Community 

Services

Director,  Public 

Works

Manager 

Communications 

Human Resources 

Manager
Supervisor IT

 Manager Recreation 

and Culture

Working Foreman 

Waterfront 

Operations

Manager Marketing 

& Events 

Manager Waterfront 

Operations

Foreman Roads and 

Sewers

Assistant Manager 

Environmental 

Services

Deputy Fire Chief

Assistant Manager 

Waterfront 

Operations

Manager Arenas



Licensing/By-Law 

Secretary
Secretary 

Coordinator, Records 

and Committee 

Municipal Clerk / 

Manager Legislative 

Services

Manager Finance

By-Law Officer

TOWN OF COBOURG

Interim CAO

Director, Corporate 

Services/Treasurer

DRAFT

Effective - April 14, 2020

CORPORATE SERVICES DIVISION

ORGANIZATIONAL CHART
Mayor and council

Supervisor Building 

Maintenance

Building Maint. 

Worker
Payroll Data Clerk

Accounts Payable 

Clerk
Revenue Tax Clerk Financial Analyst

Supervisor IT

Finance Clerk



Arena Attendants Arena Assistants      
Labourer      

Instructors
Shared GUW  (Dredge 

& Maintenance)
Press Box 

Experience 

Ambassadors

Receptionist
Concert Hall 

Facilitators

Working Foreman 

Parks

Supervisor Food and 

Beverage Services 

(contract)

Horticulturalist Arborist Park Attendant      

DRAFT CAO (Interim)

Deputy Director,  

Community Services

Manager Parks

Working Foreman

Assistant Manager    or                                  

Manager Waterfront 

Operations             

Working Foreman 

Seasonal

Director,  Community 

Services

Manager Facilities
Manager Marketing & 

Events

Administrative 

Assistant

Project Assistant

TOWN OF COBOURG 

ORGANIZATIONAL CHART
Mayor and Council

Community Services

Effective - March 12, 2020

Parks Seasonals
Food and Beverage 

Staff 

Campground/ Marina 

Seasonal
Harbour Seasonal 

Health & Fitness 

Assistant (grant)
Concert Hall Assistant Camp Staff

Manager Recreation and 

Culture

Recreation Coordinator

Facility Cleaners

Coordinator, 

Community Events

Coordinator, CCC/Sport 

Events
Recreation Coordinator



Plans Exam/Inspector

TOWN OF COBOURG

Chief Building Official

Building 

Inspector/Plans 

Examiner

Mayor and council

Effective - March 12, 2020

DRAFT

PLANNING & DEVELOPMENT DIVISION

ORGANIZATIONAL CHART

Planner I - Heritage
SR. Planner - 

Development

Manager Planning

CAO

Director Planning and 

Development

Adminstrative 

Assistant



Engineering Tech (2)

DRAFT

Crossing Guards
Operations Clerks - 

PW and Parks

Engineering and Public 

Transit Administrator

Public Works 

Inspector
Secretary

General Utility 

Workers

Assitant Manager 

Environmental 

Services

Operators
Environmental 

Technician

Director  Public 

Works

Foreman Roads and 

Sewers

GIS Coordinator
Administrative and 

Accounts Clerk

Manager Roads and 

Sewers

Mayor and council

Interim CAO

Manager Engineering 

and Capital Projects

Manager 

Environmental 

Services

Effective - April 14, 2020

PUBLIC WORKS DIVISION

ORGANIZATIONAL CHART

TOWN OF COBOURG
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CORPORATION OF THE TOWN OF COBOURG

Full-Time Staffing Comparative Analysis

Administration Public Works Parks and 
Recreation

Planning Other Total Positions Percentage 2011 2019 Average Annual 
Change

Total Full-Time 
Staff (2019)

Increase in Full-
Time Staff 

(2011 to 2019)

Total Wages 
and Benefits 

(2019)

Increase in 
Wages and 

Benefits       
(2011 to 2019)

Cobourg 19,440              22.36                27                     20                     36                     8                       16                     107                   93                     14                     15% 8,136,617         12,078,462       5.1% 6 10 7 8

Amherstburg 21,936              185.61              35                     33                     9                       3                       -                    80                     61                     19                     31% 6,607,349         9,946,186         5.2% 14 4 11 7
Brockville 21,346              20.85                26                     57                     13                     3                       19                     118                   119                   (1)                      (1%) 11,687,506       14,335,163       2.6% 3 26 2 27
Collingwood 21,793              33.78                30                     57                     26                     8                       10                     131                   123                   8                       7% 12,084,074       17,015,159       4.4% 1 19 1 15
Essa 21,083              280.03              13                     13                     7                       6                       1                       40                     40                     -                    0% 3,278,870         4,178,194         3.1% 27 25 28 24
Essex 20,427              277.97              28                     59                     -                    1                       -                    88                     53                     35                     66% 6,369,164         9,051,313         4.5% 10 1 14 14
Huntsville 19,816              710.01              33                     26                     18                     7                       8                       92                     78                     14                     18% 8,001,290         10,534,742       3.5% 8 10 10 22
Kingsville 21,552              246.83              20                     17                     8                       2                       7                       54                     45                     9                       20% 4,307,609         6,354,223         5.0% 24 18 24 10
Loyalist 16,971              341.02              21                     60                     20                     7                       20                     128                   101                   27                     27% 8,357,223         12,273,737       4.9% 2 2 6 11
Middlesex Centre 17,262              588.11              9                       37                     15                     -                    4                       65                     46                     19                     41% 3,889,726         6,238,595         6.1% 19 4 25 3
Midland 16,864              35.34                24                     37                     23                     2                       2                       87                     90                     (3)                      (3%) 8,512,558         9,642,611         1.6% 11 27 12 28
Niagara-On-The-Lake 17,511              132.81              3                       30                     15                     10                     27                     85                     78                     7                       9% 7,979,926         11,177,975       4.3% 12 20 8 16
North Grenville 16,451              352.18              14                     25                     14                     10                     1                       64                     57                     7                       12% 4,894,105         7,230,488         5.0% 20 20 19 9
Oro-Medonte 21,036              587.08              19                     35                     8                       8                       11                     81                     67                     14                     21% 5,824,749         9,156,162         5.8% 13 10 13 4
Owen Sound 21,341              24.27                54                     34                     18                     5                       -                    111                   117                   (6)                      (5%) 10,673,408       13,551,493       3.0% 4 28 3 25
Pelham 17,110              126.43              8                       19                     21                     3                       15                     66                     48                     18                     38% 5,068,940         7,793,474         5.5% 17 6 17 6
Petawawa 17,187              166.69              8                       9                       12                     3                       3                       35                     30                     5                       17% 3,886,489         5,703,990         4.9% 28 23 26 12
Port Colborne 18,306              121.96              31                     35                     25                     11                     2                       104                   94                     10                     11% 9,515,741         12,596,392       3.6% 7 17 4 21
Port Hope 16,753              278.87              24                     39                     17                     5                       6                       91                     76                     15                     20% 7,998,912         11,070,837       4.1% 9 8 9 19
Russell 16,520              199.11              16                     26                     10                     4                       11                     67                     51                     17                     33% 5,198,980         8,338,857         6.1% 16 7 15 2
Scugog 21,617              474.71              17                     23                     14                     5                       2                       61                     54                     7                       13% 5,509,275         7,653,040         4.2% 23 20 18 18
South Frontenac 18,646              971.56              9                       34                     1                       2                       5                       51                     37                     14                     38% 2,949,816         4,839,983         6.4% 25 10 27 1
Springwater 19,059              536.28              24                     22                     14                     6                       66                     51                     15                     29% 5,065,853         7,069,249         4.3% 17 8 21 17
Strathroy-Caradoc 20,867              270.77              15                     22                     16                     5                       4                       62                     50                     12                     24% 5,293,171         6,566,902         2.7% 21 14 23 26
Thorold 18,801              82.99                21                     27                     10                     5                       10                     72                     61                     11                     18% 6,195,296         8,246,836         3.6% 15 15 16 20
Uxbridge 21,176              420.95              3                       17                     10                     1                       17                     48                     47                     1                       2% 5,474,857         7,004,266         3.1% 26 24 22 23
Wasaga Beach 20,675              58.64                28                     45                     17                     8                       12                     110                   86                     24                     28% 8,019,979         12,352,531       5.5% 5 3 5 5
Wilmot 20,545              263.78              15                     17                     22                     7                       1                       62                     51                     11                     22% 4,904,587         7,188,316         4.9% 21 15 20 13

Communities with geographic areas less than 75 square kilometres are highlighted in yellow. 

Source - Statistics Canada census data and Municipal Financial Information Returns. 

Staffing and personnel cost information excludes fire and police services. 

Municipality Ranking (1 - Highest, 28 Lowest)------------------------------------------------- Full-Time Staff (2019) -------------------------------------------------Geographic 
Area (in km2)

Total Full-Time 
Staff (2011)

Total Wages and BenefitsPopulation Increase in Full-Time Staffing 
(2011 to 2019)
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