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Executive Summary 
While strategic planning is being increasingly implemented in Local Government, there is 
currently a disconnect between strategic planning and corporate capacity. The Town of Golden 
has developed and implemented a corporate capacity program based on Open Source1 
programming. This new program allows for the development of an annual Work Plan that is 
based both on Council’s strategic priorities, and the Town’s statutory requirements. Each year 
the Work Plan is collectively developed by the Town management team, and once approved by 
Council, is supported by the Financial Plan.  The Work Plan resides on the Town’s intranet and is 
directly connected to individual staff timesheets providing real time analysis and feedback to 
department heads and managers. In combination with monthly financial status updates, the 
Work Plan is the CAO’s tool for oversight of managers, reporting to Council and the public, and 
to establish annual performance measures for Administration and senior management. 

In a time of increasing demand for “Value for Money” in Local Government, as demonstrated 
by the creation of an Auditor General for Local Government in 2012, estimating and tracking 
corporate capacity enhances the use of scarce human and financial resources, and provides 
greater transparency, municipal performance measurement, and reporting. 

  

1 Generally, “Open Source” refers to a program in which the source code is available to the general public for use and/or 
modification from its original design. Open Source code is typically created as a collaborative effort in which programmers 
improve upon the code and share the changes within the community. Open Source sprouted in the technological community as 
a response to proprietary software owned by corporations - http://en.wikipedia.org/wiki/Open_source  
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Issues 
Since beginning my career in local government in BC in 2000, I have been struck by the lack of 
understanding and ability to identify and measure corporate capacity. Between 2000 and 2005 I 
worked with a BC Regional District, and noted that there was considerable time spent by the 
Board during annual budget deliberations debating the appropriateness of administration 
charges applied to the various services provided by the Regional District. Typically 
administration fees were based on some “arbitrary” percentage (i.e. 5 or 10%), with a minimum 
fee applied to services with very small budgets.  In addition, a number of Board resolutions and 
assignments (some dating back several years) were not followed up on, often causing 
consternation among Board members about performance, and subsequent requests for 
explanations and action. As staff time spent on various activities was not effectively tracked, 
this often put the CAO and senior staff on the defensive, usually resulting in comments from 
Administration about the lack of corporate capacity and/or strategic planning and prioritization.  

When I started at the Town of Golden on March 1st of 2010 I soon realized that most of the 
managers were working longer hours than they were marking down on their time sheets. The 
time tracking process for all staff was based on the completion of paper time sheets, which for 
the managers generally identified only up to 8 hours per day with little detail about what they 
were doing. When I asked why, I was informed that as managers they were on salary and didn’t 
receive overtime pay, so it didn’t matter if the actual hours were recorded.2 

Managers were generally unaware of how much time they and their staff were spending on 
specific tasks and projects. Some managers had a “gut feeling” that their staff was spending 
time on work that was the responsibility of other departments, but there was no data to verify 
this.  

It also became apparent that before I could properly assess the performance and capacity of 
the organization, I needed to know the actual activities and time that managers were spending 
their time on.  

Without this information, I believed it was unlikely the Town of Golden could fulfill the 
statutory requirements in preparing their municipal Annual Reports and I could not meet my 
responsibilities as CAO.  

 Community Charter s. 98: Before June 30 in each year a council must prepare a 
Municipal Annual Report:  

2 This is also current the practice at the City of Courtenay, where I started working in April 2013 as the new CAO. I 
am currently working with Administration at the Town of Golden to exchange information between both 
municipalities, with the intention of implementing a similar Open Source Corporate Work Plan in Courtenay. 
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 “The annual report must include the following: 

a statement of municipal objectives, and the measures that will be used to determine progress 
respecting those objectives, for the current and next year”. 

And, 

 Community Charter s. 147: chief administrative officer of the municipality, whose 
powers, duties and functions include: 
 

(a) Overall management of the operations of the municipality; 
(b) Ensuring that the policies, programs and other directions of the council are implemented; 
(c) Advising and informing the council on the operation and affairs of the municipality. 
 
It became clear to me, that as the new CAO, I had to move quickly to gain support from the 
Mayor and Council to undertake a new strategic planning process, one that would include 
Council’s priorities in a Corporate Work Plan that contained clear objectives and performance 
measures. 

My Goals 
Based on these issues, I identified five main goals:  

1. Develop and implement a corporate performance measurement program based on a 
clear understanding of the Town’s capacity and priorities. The program had to suitable 
for a small municipality, relatively inexpensive (i.e. no more than $15,000), and easy to 
learn and use;   

2. Annually undertake a successful strategic planning process focused on meeting the 
Town’s statutory requirements, and on fulfilling Council’s strategic priorities based on 
the short, medium, and long-term3; 

3. Develop an annual Work Plan that sets clear, measurable objectives, and estimates and 
tracks actual staff hours spent on specific projects and activities; 

4. Fully correlate the Work Plan (human capital) with the Financial Plan (financial capital) 
to provide the necessary resources to be successful; and 

5. Provide regular performance updates to Council and the public, as outlined in the 
Municipal Annual Report. 
 

In May 2010 I directed the Town IT department to research and report on software options to 
identify corporate capacity, work plan and/or project management software.   

3 Short-term= 1 year; Medium-term=3 years (coinciding with local government election cycle), and; Long-term= 
greater than 3 years. 
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Approach 

Early Approach 
In response to the corporate capacity issues faced during my first five years (2000 – 2005) with 
a BC Regional District, I developed a simple Excel spreadsheet program that identified the 
available annual hours for myself and the staff in my department (deducting statutory holidays, 
and vacations), as well as estimates for the coming year of all the staff time required for the 
sixty or so services that my department was responsible for. The estimated time entries 
automatically drew down from the available staff capacity, allowing me to more effectively 
identify the ability of my department to take on various “non-statutory” projects and services. 

In combination with the existing Excel timesheet program, I was able to track the actual staff 
time required to administer the various service areas that I was responsible for. This allowed 
me to use apply the actual (and verifiable) previous years administration costs to each service 
in the following year, leading to a significant reduction in debate about the veracity of 
administration costs at the Board.  

Recent Approach 

Phase 1 – Identifying Options 
The Town of Golden considered two primary options in identifying and selecting a corporate 
Work Plan program: First, investigate existing external proprietary software, and; second, 
develop an in-house Open Source program tailored to the specific needs of the municipality. 

Initially my IT Department investigated existing external proprietary software. After several 
weeks and ongoing discussions with me and the management team, it became apparent that 
there was nothing available that would meet the needs of the Town within a reasonable 
budget.  

For a community of less than 4,000 people, the Town was in the fortunate position of having a 
highly qualified and capable Network Analyst/Programmer, which provided the opportunity to 
develop an Open Source corporate capacity program in-house.  Another key municipal staff 
position (also not common in a smaller municipality) was the Manager of Strategic Initiatives 
(MSI), who acted as a link between me, the management team, and staff in facilitating the 
various iterations of the Work Plan and time tracking program. The MSI also served as mentor 
and trainer to the managers. 

Once it was determined that the preferred approach was based on the development of an 
internal Open Source program, my IT staff and the MSI worked with me to develop and trial 
various versions of an intranet-based work plan and time tracking program.  The initial 
approach focused strictly on introducing the program to senior managers, who were directed to 
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prepare individual work plans based on the time they estimated they would spend on various 
activities during the year.  

Projects were developed by managers, reviewed collectively with me and the senior 
management team, and ultimately approved by me. The sum of these Projects became our first 
annual draft Work Plan. It was presented to Council, and once approved could be “locked 
down” subject to amendment only by me. Managers would access their respective portions of 
the Work Plan, track their time, and submit their timesheets to me for approval on a bi-weekly 
basis. Individual managers only had access to their own projects, but could view (but not alter) 
Projects for which they provided support. Collectively, the managers met regularly with me to 
review and discuss progress for all Work Plan projects. Examples of some of the intranet-based 
Work Plan program and time tracking sheets are included in Appendix A of this report. 

Phase 2: Project Design Improvements 
In October 2012, under my direction, we developed a new staff Procedure to provide Managers 
with guidance in designing for good project outcomes, and to create financial and 
administrative back-up to the annual Work Plan and Financial Plan. The five page Procedure 
was intended to, “...explain how to meet all five steps of the Project Design and Reporting 
process.”  

This Procedure is the minimum standard by which my managers’ performance was later 
evaluated and will be of interest to other Local Government Administrators considering best 
practices in developing performance measurement programs. A complete copy of the 
Procedure is included in Appendix B of this report, notably this encompasses commonly 
professed practices, with the benefit of being proven IN practice. 

7



The Five Steps of Project Design and Reporting 

 

CAO Role 

Goals 1 & 3 –Implement Performance Measurement-based Work Plan  
I knew that creating a new corporate capacity and time tracking program at the Town of Golden 
required support from the management team. It was also important to identify and garner the 
support of management champions, and identify the key staff that would assist me in 
implementing the new program.  

While some managers were initially enthusiastic about the new corporate Work Plan program, 
and could see its potential for identifying and prioritizing projects, others were not. Some 
managers were concerned about the additional time it would take to estimate and track the 
time they spent on all the things they did in a day (i.e. time spent tracking meant less time 
doing). Other managers were concerned that introducing the program would lead to “micro-
management” by Council and excessive public scrutiny. 

As outlined earlier in this report, both the Network Programmer/Analyst, and Manager of 
Strategic Initiatives played key roles in creating the Open Source program, and training the 
managers in its use. A series of weekly management team meetings were held to walk 
managers through the program, with the intranet-based work plan and timesheet program 
projected onto two screens. Managers were taken through the process of creating projects, 
and were encouraged to identify issues and/or suggest improvements.  
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It was important that the intranet Work Plan and time tracking data be established and 
recorded in a similar way by all of those using the program.  In order to provide continuity in 
the way managers estimated and tracked their work, processes and definitions were developed 
for creating projects, and consequent actions (in the Work Plan Procedure referred to above). 
Initially, this Project-based approach was developed for senior managers only, and included 
project sheets containing the following fields: 

 Project name and number 
 Project Lead 
 Start and stop dates (out to a maximum of 5 years) 
 General description 
 Project objective 
 Council priority (from Strategic Plan) 
 Pillars of Sustainability (from Official Community Plan) 
 Project actions, estimated time, and assigned managers4 
 Impact on managers capacity 
 Budget 

 
Based on the first two years using the Work Plan, the following additional fields were added to 
the Work Plan project sheets: 

 Service Category – five categories: Essential, Expected, Extended, Enforced, Escapable5 
 Service Level – increase or decrease 
 Communication/Public Participation 
 Risk Assessment – financial and human capacity contingencies 
 Revenue sources – grants, reserves, taxation, etc. 

Goal 2 – Implement Annual Strategic Planning Process 
From a council perspective, in order for the Corporate Work Plan program to be effective, 
Council had to recognize its value in supporting its strategic priorities. Prior to my arrival, 
previous strategic planning processes had met with mixed success, so it was essential early in 
my tenure as CAO to gain Council support to undertake another strategic planning process. I 
needed to understand why the previous attempts had not been successful, and we had to 
obtain the services of an external facilitator who would be able to work with the CAO to guide 
Council to a successful outcome. 

In July 2010, Council undertook a strategic planning session held over two consecutive half-
days. The first half-day session was focused on a SWOT analysis6, and the second day on 

4 Projects are either intra-department, or inter-department (i.e. involving other department managers). Once 
Project Sheets are completed, they are all collectively, amicably and objectively analysed by senior staff and the 
CAO for inclusion in the draft Work Plan. 
5 See Appendix D: Table of Service Categories, which includes a description of each service level category. 
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identifying and ranking Council’s priorities. Using a real time electronic voting process, council 
members anonymously selected the projects and programs that were of particular interest to 
them. In the words of the facilitator: “This gave ‘voice’ to the usually silent”. 

During the first full year of implementation in 2011, the Work Plan focused on a number of 
council priorities and projects, some of which had been outstanding for several years. By 
prioritizing these outstanding projects, and identifying and allocating the necessary staff time 
and financial resources to undertake these projects, the management team was able to 
successfully complete a significant majority of them. This in turn bolstered Council support for 
the Work Plan concept. 

Goals 4 & 5 – Correlating Financial Plan / Work Plan & Reporting 
In order to meet and report on the organization’s statutory obligations and Council’s strategic 
priorities, it was essential that the Financial Plan (financial capital) be integrated with the Work 
Plan (human capacity) on an annual basis.  In 2011, the first full year the Work Plan was 
implemented, the draft Work Plan was presented to Council in early February. The other 
important element was ensuring that Council established its strategic priorities for the 
following two years, well before the Municipal Annual Report was due by June 30th each year. 
The table below depicts the ideal annual cycle and timings that practice has shown us to be 
most effective and best coincide with the intent of the various legislation that ‘drives’ BC local 
government administrative and financial processes.  

 

 

 

10



Challenges & Lessons 
The following are ten of the key lessons learned in the development of an effective 
performance-based corporate Work Plan at the Town of Golden between April 2010 and March 
2013. 

1. Identify key staff champions – select one or two strategic and innovative managers and 
IT staff. 
 

2. Manage Change – Roll out the corporate Work Plan program gradually, starting with a 
pilot involving the CAO’s direct reports. Program use and benefits must be clearly 
understood and supported by department heads before being more widely 
disseminated throughout the organization – a key leadership function of the CAO. 
 

3. Track only what is important to track – Do not become overly detailed in creating and 
tracking corporate work plans. Unlike consulting and other private business services, 
Local Government does not focus on billable hours. Too much detail can decrease 
productivity. Outside of broad common corporate projects, provide each department 
head with the flexibility to track what they think is necessary.   
 

4. Build in capacity for “Zingers” - Zingers are important but unplanned for projects, not 
included in the annual Work Plan. In Golden, the CAO and managers set aside 5% of 
their annual available capacity (i.e. approximately 100 hours) for Zingers. This allows for 
a modest capacity to take on new projects and/or activities that a council considers 
important without having to postpone or discontinue existing Work Plan projects.7 
 

5. Account for Risk in relation to corporate capacity (managers time) and budgeting in all 
Work Plan projects. The Town of Golden developed a “Capacity and Financial Risk” 
policy (Appendix C) that considers the likelihood and consequence of a risk event, and a 
process for approving, entering into, or exceeding contingency envelopes. This was 
based upon “ISO31000: Risk Management – Principles and Guidelines”. 
 

6. Consider the need for communication and community engagement in all Work Plan 
projects. We learned this expensive lesson the hard way when a $2.3 million, two-thirds 
Flood Protection grant had to be turned down because an associated borrowing bylaw 
was defeated. A well thought-out communication plan might have avoided this. 
 

7. Tailor progress reporting – provide Council with high-level “Quantitative” variance 
reporting (% Project Complete; % Capacity Expended; and % $ Expended) at 6, 9, and 12 
months, and the public with “Qualitative” reporting through the Municipal Annual 
Report by June 30th each year. 
 

7 Elected officials generally expect a level of flexibility in staff having the capacity to work on important, emerging 
initiatives that haven’t been contemplated in annual Work Plans. 
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8. Only promise what can be delivered - the word “No” can be meaningfully used if “Why” 
can be proven. 
 

9. This is a team sport – but it takes sound leadership to earn managers’ buy-in. Review 
corporate Work Plan as a group, while ensuring that each manager has adequate 
individual training and support to use it effectively. 
 

10. Focus on Councils’ strategic priorities – but ensure that statutory requirements are 
accounted for and that Council understands how much capacity and funding are 
required to meet them. 

Final Result 
The Work Plan / Timekeeping software is written in PHP which is a Web browser based 
programming language which allows development for any web browser with no installation 
required on client computers.  The data is stored in a MySQL database that is Open Source and 
has a very low cost of ownership, while providing robust and scalable performance.  Due to the 
open nature of both PHP and MySQL, this software can be installed and configured on virtually 
any Server/Website Architecture available.  Very little configuration is required to get started 
and no client configuration is required, Users simply navigate to a website in their browsers and 
begin using the software. 

The Work Plan software and Time Keeping software are fully integrated allowing users to 
prepare their annual work plan then report back actual worked time against the projects and 
their respective actions for reporting and tracking.  The software can be easily customized to 
allow export of time entries to other payroll vendors using a simple file export/import, Golden 
Exports its time data to the MAIS Payroll system. 

The table below outlines three possible delivery models that can be determined based on an 
organization’s financial and staff capacity. For local governments that have a suitable IT 
capacity, the intranet method (as used at the Town of Golden) provides the highest level of 
service and adaptability. 

One particularly notable finding that resulted from effectively tracking managers time was the 
total time managers spent on statutory requirements. In both 2011 and 2012, managers 
collectively spent two-thirds of their time on statutory requirements, and only one-third of 
their time on Council priorities and Zingers. The breakdown for 2012 is outlined in a detailed pie 
chart in Appendix E. 
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Open Source Delivery Models 
 

Model Description Pros Cons 

Online 
Centrally 
Hosted Web 
Service 
(CivicInfo) 

The software is released 
and configured to a 
website that can maintain 
and operate the program 
centrally for potential 
clients. A monthly access 
charge could be applied 
to reduce costs. 

- One provider is 
capable of serving 
all clients. 

- No expertise 
required in client 
organizations 

- Potentially lowest 
cost for clients 

 

- Customizations for clients 
would be difficult. 

- Loss of internet would mean 
no access to the software 

- No local access to the 
database 

- Slower performance 

Intranet Site 
(Golden’s 
Solution) 

Software is installed 
locally on the client’s 
internal web servers and 
is maintained internally 
by staff or consultants. 

- Fully customizable 
- Client has full 

access to software 
and database 

- Fastest 
performance 

 

- Requires internal servers 
- Requires internal IT staff or 

consultants 
- More expensive to 

implement 
 

External 
Web Hosted 

Software is installed on 
the client’s internet site 
and is maintained by staff 
or consultants. 

- Fully customizable 
- Lower cost than 

Internal setup as 
client already has 
website 

 

- Loss of internet would mean 
no access to the software 

- No local access to the 
database 

- Slower performance 

Current Status and Future Considerations 
On April 25th 2012, the Office of the Auditor General for Local Government (AGLG) was 
established through the Auditor General for Local Government Act “to conduct performance 
audits of the operations of local governments in order to provide local governments with 
objective information and relevant advice that will assist them in their accountability to their 
communities for the stewardship of public assets and the achievement of value for money in 
the operations.”8 

On June 12, 2013 I led a presentation at the 2013 LGMA Conference in Kelowna based in part 
on this report. It was entitled, “Integrating Strategic Planning, Corporate Capacity, and 
Performance Measurement”. I was fortunate to be joined in the presentation by two staff from 
the Town of Golden, the CAO and the Manager of Strategic Initiatives. As I had recently left the 
Town of Golden to take the position of CAO with the City of Courtenay, I no longer had access 

8 http://www.aglg.ca  
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to the intranet program in Golden, so their participation was key in providing screen shots and 
other data generated through the Open Source corporate Work Plan program. 

The presentation was well received, with over one hundred people in attendance. A number of 
local government managers, administrators, and representatives from supporting organizations 
(i.e. CivicInfo BC, LGMA, etc.) expressed interest in the Open Source program, and possibly in 
assisting in the dissemination of the program to other local governments.  

Understanding and managing local government corporate capacity is essential to integrating 
strategic planning and priorities, financial planning, performance measurement, and reporting 
to local government politicians and the public.  The Open Source corporate capacity program 
developed at the Town of Golden is a lynchpin in an annual cycle that includes strategic 
planning and priority setting, the preparation and tracking of the annual Work Plan, and the 
subsequent preparation and adoption of the Five Year Financial Plan. 

For local governments in British Columbia, at a time when there is an increasing focus on “value 
for money” performance auditing, identifying and integrating corporate capacity with strategic 
and financial planning is essential. 

If this indeed a Best Practice, then other CAOs and City Managers will need support in guiding 
their respective local government organizations through the process of adoption and use. Who 
should cause this to be shared? 

 LGMA and/or CivicInfo BC – in partnership with educational institutions? 

 Ministry of Community, Sport and Cultural Development / Board of Examiners? 

 BC Auditor General for Local Government? 
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Conclusion 
In a time of increasing demand for “Value for Money” in Local Government, as demonstrated 
by the creation of a BC Auditor General for Local Government in 2012, estimating and tracking 
corporate capacity enhances the use of scarce human and financial resources, and provides 
greater transparency, municipal performance measurement, and reporting. 

The Open Source Work Plan program developed at the Town of Golden is a positive step in 
addressing these issues, and can be readily disseminated to, and adapted by other Local 
Governments. It provides Chief Administrator Officers and City Managers with an important 
tool in meeting their statutory responsibilities to manage operations, implement Council 
priorities, and report on the performance of their organizations. 
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APPENDIX A – Work Plan Examples 
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APPENDIX B – Project Design and Project Sheet Procedure 
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TOWN OF GOLDEN 
                            PROCEDURE 
 

 
 
 
 
 
 
Effective Date: 
May 22, 2013 

Authorized By: 
CAO 

Replaces:  
October 4, 2012 

 
 

INTENT 
 

To provide Managers with guidance in designing for good Project outcomes and create 
financial/administrative back-up to the annual Corporate Workplan and Financial Plan.  
 
 
BACKGROUND 
This Staff Procedure is about general support to help you design Projects for good outcomes. 
As depicted in the chart below, design and outcomes are linked in a simple five-step process 
that represents work activities throughout the annual cycle. This Procedure will explain how 
to meet all five steps of the Project Design and Reporting process. The staff mentors for this 
Procedure are the CFO and MSI. It is my expectation that you seek reasonable guidance from 
them in the use of Project Sheets and the Corporate Workplan software. I consider these to be 
essential strategic planning, operating and reporting instruments and the minimum standard. 
 

 
 
ACTION: Follow the Five Steps of Project Design and Reporting 
 

Project Design and Capital/Operating Project Sheets 

 

1. Set Clear 
Objectives 

2. Design Effective 
Strategies 

3. Identify  Inputs 4. Deliver and  
Report Progress 

5. Identify and 
Report Outcomes 
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Introduction 
It is intended that if following this Procedure as a guide, Managers will be able to design a 
Project using Project Sheets and, once approved, be entered into the Workplan software to 
form a part of the annual Corporate Workplan. Approved Project Sheets will be saved as 
financial and administrative records for audit and other back-up purposes.  
 
Note: An intended activity that consumes more than 24 hours of managers’ capacity or 
$5,000 should be designed as a Project. 
 
Note: a tangible item or group of like items costing $5,000 or more and intended to have a 
lifecycle greater than one out-year requires a Capital Project Sheet vice Operating. 
 

1. Set Clear Objectives 
"If you don't know where you’re going, you might wind-up someplace else." 
Yogi Berra 
 
A key part of Project Design – whether capital or operating – is the 
commitment to a specific objective. Lack of precision will later cause misunderstanding and 
wasted capacity and funding. A sound objective has five characteristics: 
 

a) It should specify the constituency of interest (to whom does the Project apply? All 
residents, a certain demographic/group, a particular geographic area, etc.); 

 
b) It should specify the direction of intended effects (up/down, less/more); 

 
c) It should specify the magnitude of expected change (how much/how far?); 

 
d) It should specify the time frame over which the expected changes will occur (Project 

start and Project completion dates); and 
 

e) The outcomes must be measurable (counted by numbers, dollars, area, survey of 
satisfaction, number of complaints, change in recipients reached/excluded, etc.). 
 

An example of a well-stated objective: 
 

“The Water Smart Project implemented by the Town of Golden in 2011 is intended to 
reduce community-wide potable water consumption from 1,200.8 ML annually to 960.64 
ML annually (a 20% reduction) by the end of 2015.” 

 
 
 
 
 
 
 
 
 
 
ACTION: The Project Objective should be developed and then stated in the text box 
provided in the related Project Sheet (later transferred to the Workplan software). 
 

Constituency of interest:   community-wide (all water users) 
Direction of intended effects:  reduce 
Magnitude of expected change:  240.16ML, or 20% 
Time frame:    start in 2011, finish end of 2015 
Measure:    ML (mega-litres) 
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2. Design Effective Strategies 
“A common mistake that people make when trying to design something 
completely foolproof is to underestimate the ingenuity of complete fools.” 
Milton Glaser 
 
Identify Policy Basis 
(Council Priority, Service Category and OCP Pillar of Sustainability): 
Making these choices validates and narrows the focus of a Project 
Objective and ensures it is within the short-, medium- and/or long-term 
direction provided by Council (or otherwise identifies the Project as 
existing, a statutory responsibility or “Zinger” that must be met). These 
choices will be made by the manager, but approved by the CAO. 
 
Start/Stop Time: 
Making best efforts to identify the beginning and completion dates of a 
Project is very important. That gives a time reference to own Actions 
and Actions of those other managers in support of the Project. It also 
serves to pre-identify workload conflicts and provides the CFO the 
ability to estimate cash flow needs versus investment strategies. Start 
and stop times will be made by the manager, but approved by the CAO. 
 
Service Level Change:  
Changes to service levels are policy decisions made by Council, not 
staff. If a change in direction and magnitude are identified in the 
Project Objective, they must be due to a deliberate decision because 
every Project consumes a portion of finite Capacity and Funding. 
Unapproved excess consumption of resources leads to deficit, and 
unapproved under-consumption leads to surplus. Both affect the 
relationship between Council and the public, and neither 
demonstrates particularly good management practice.  
 
Service Level Changes and Operations – by definition Projects consume resources from one 
or more Departments. If a service level change is approved, the Lead Manager must ensure 
close liaison and joint planning with any Supporting Department(s) to be successful. 
 
Service Level Changes and Capital Assets – the Asset Management Plan and Council’s 
long-term priorities for capital spending are based primarily on maintaining existing service 
levels. To avoid invalidating these complex intentions, the Lead Manager must identify in 
the Project Sheet if a proposed Capital Project will affect operating costs and will: 

 
a) Be a one-time only Project; 
b) maintain an existing level of service;  
c) upgrade or downgrade the asset(s) to meet a changed level of service;  
d) be a new asset for a new service or new level of service; or  
e) be a disposal to eliminate a service and/or lower a level of service. 

 
 
 
ACTION: Narrow the focus of the Project Objective by identifying adopted policies it 
supports; coordinate workload and Start/Stop Time; and identify service level changes.  
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3. Identify Inputs: 
The more of other peoples’ money you take to do something, the more inputs you get.  
Thomas Lennon 
 
Costs, Funding and the Public 
The cost of a proposed or continuing Project is central to public 
acceptance of it and to the later assessment of performance in 
delivering it. Therefore, it is crucial a Lead Manager’s Project 
estimates be accurate and publicly defensible. Also, the source 
of intended funding must be identified on the Project Sheet: 
general revenue from taxation and/or fees, reserves, grants, 
borrowing, economies, or, in the case of a previously approved 
yet incomplete Project, carried-forward from the previous year 
(the latter is subject to CAO, CFO and Council approval). 
 
Capacity  
Project Capacity is measured in the time of the Lead Manager 
plus the time of all Supporting Managers. The sum of managers’ 
annual time available is a fixed amount, so the number of Projects 
that can be accomplished in a year is limited by the available 
Capacity. Therefore, accurate time estimates will ensure deserving 
Projects get done, the lower priority items do not and 
embarrassing mid-delivery amendments to the Workplan and 
Financial Plan can be kept to an acceptable minimum. 
 
Risk Assessment 
By their nature, Project Design techniques used to determine 
capacity and funding needs are estimates, so related risk is 
never zero. Council’s Policy on “Capacity and Financial Risk” 
influences how many Projects can ultimately be undertaken in 
a year because the total Risk Envelopes it defines sequesters 
between 10 -20 percent of total capacity and funding. The 
Intent, Background and Application of risk analysis are 
explained in the Policy. However, Project Sheets contain the 
mechanics of it and shall be used for every Project meeting 
thresholds identified in the Introduction above. Only the CAO may authorize entry into a 
Project Risk Envelope, and only Council may authorize a violation beyond it. 
 
Communications/Public Participation 
As a matter of policy, Council has adopted the “Spectrum of Public Participation” 
developed by the International Association of Public Participation as an organization-wide 
guide. It contains five levels of participation: Inform; Consult; Involve; Collaborate and 
Empower. Our role is to recommend a level of public participation in Project design and 
delivery and assign capacity and cost to that Project component for Council’s consideration. 
Staff guidance may be found in Council’s “Policy on Public Communications”. 
 
 
ACTION: For every item meeting the Project threshold, identify Capacity and Funding 
estimates; calculate the Risk Envelopes; recommend a public participation level; and 
enter these in the Project Sheet. 
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4. Deliver and Report Progress 
And the people came shouting, “What’s all this about...?” 
They looked! And they stared with their eyes popping out! 
“My goodness! My gracious!” they shouted. “MY WORD”! 
It’s something brand new! IT’S AN ELEPHANT-BIRD!!!” 
“Horton Hatches the Egg” – Dr. Seuss 
 
This section is about Project delivery and interim monitoring to ensure that what was stated as 
the Project Objective – and approved by Council – is the direction in which the Project is 
actually going. Organization-wide progress reports will normally be made by the CAO to 
Council following the second, third and fourth calendar quarters. A Project that has or is 
expected to violate its Risk Envelope (plus severe “Zingers”) may require changes to the 
Workplan and/or Financial Plan, so they should be treated as “elephant-birds” (i.e. 
anomalies). Interim progress reporting will consist of three variables as follows: 
 
 
Percent Project Complete (interim variable #1) 
Every Manager will update progress of each Project in the Workplan software at the end 
of each quarter. The intent is to cause a deliberate review at specific intervals of the status 
of all Projects at that time, relative to what was intended. Most importantly, any problems 
will therefore be caught in time to adjust the Workplan and/or Financial Plan before they 
become end-of-year ‘elephant-birds’ to the public and Council. When deciding a Project’s 
progress, you should consider the measure identified in the Project Objective. 
 
 
Percent Capacity Expended (interim progress variable #2) 
The electronic Payroll Time Entry system contains the time 
estimates of all Project Actions created in the Workplan 
software. This allows for comparison and analysis of all 
time actually spent, relative to the approved estimates. 
This facilitates Capacity progress reporting and identification 
of prospective ‘elephant-birds’. The system allows you to run 
a report at any interval to monitor your own time, and for the 
CAO to provide organization-wide reports to Council.   
 
 
Percent Funding Expended (interim progress variable #3) 
Monthly throughout delivery, the CFO will provide up-to-
date financial information to each Manager regarding 
Projects for which he or she is responsible. There will also 
be a collective financial analysis provided to the CAO each 
quarter for purposes of organization-wide oversight and 
quarterly reporting to Council. The monthly cycle of 
financial reporting is also intended to assist you in the early 
identification of potential ‘elephant-birds’.  
 
 
 
ACTION: Quarterly during delivery update the Percentage Complete of each Project; 
and the percentage of both Capacity and Funding expended.  
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5. Identify and Report Outcomes 
However beautiful the strategy, you should occasionally look at the results.  
Winston Churchill  
 
 
 
The Community Charter requires that before June 30 in each year, a council must prepare an 
annual report for public inspection that must include: 
 

(d) a progress report respecting the previous year in relation to the objectives and 
measures established for that year under paragraph (f); [and] 

(f) a statement of municipal objectives, and the measures that will be used to 
determine progress respecting those objectives, for the current and next year; 

 
 
Hence, to meet these requirements, we begin each planning year by 
identifying Project Objectives that include ‘how the outcomes will 
be measured’. Then, to complete the annual cycle – once the entire 
Workplan has been delivered and the annual municipal audit 
complete – we report progress in its entirety using the measures 
established for each Project when the Workplan was approved. 
 
 
 
ACTION: Provide department input to the annual municipal report (AMR). The 
AMR is not interim progress reporting (Step 4), it is final reporting (Step 5) on the 
entire Workplan and Financial Plan for a full year using the measures identified in 
each Project Objective (set in Step 1). 
 
 
 
 
Concluding Comments 
As can be seen, by following the Project Design and Reporting Process provided in this 
Procedure, staff is not only using a ‘best practice’ but employing that practice as a means to 
satisfy a very important statutory requirement. 
 
Note: The process of gathering the organization-wide Capacity, Funding and Risk data for 
the annual municipal report will be coordinated by the CFO and MSI on my behalf. The 
final document will be something we can collectively endorse as a fair, complete and open 
description of our accomplishments on behalf of Council and for the benefit of the public. 
 
 
 
 
 
 
 
__________________________________ 
Chief Administrative Officer 
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APPENDIX C – Capacity and Financial Risk Policy 
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TOWN OF GOLDEN
CORPORATE POLICY

Replaces:
New

Effective Date:
April 1 1,2012

Authorized By:
Council - Regular Open Meeting
Policy No. 12-04
Resolution No. 12-078

CAPACITY AND FINAI'.{CIAL RISK

INTENT

The Intent is threefold:

1. Provide specific direction for operational risk management from two perspectives: corporate
capactty (measured in Managers' time) and budgeting (measured in estimated costs for
Programmes and Projects in the annual Workplan).

2. Provide specific direction fot approvals required to enter or exceed the Contingency envelopes
of approved Programmes and Projects.

3. Provide speciflrc direction for the distribution of consequentialfinancial surpluses accruedby
successful risk avoidance.

BACKGROI,]ND
Our ratepayers rely on us to deliver essential and other desirable services. They expect well
run services andtax dollars well spent. To deliver our services we set objectives and
diligently plan for efficient and effective use of available resources: specifically, the use of
our corporate capaciiy to do the work and the applied funding. Then, during and following
delivery, ovt ratepayers expect we report on progress and/ ot final disposition.

When transforming objectives into the Programmes and Projects of the annual'Worþlan, it
is prudent to examine the risks associated with achieving them. This process is standardized
in CAN/ CSA ISO: Risþ Management - Principles and Guidelin¿s. This best-practice is widely
used in the private and public sectors and is the foundation of "Risk Management
Guideline for the Public Sector" published by the Government of BC in 2011 . A simplified
version of this standard will apply to operationalplanningby Golden staffand Council.

APPLICATION
Thresholds:
Risk analysis will be applied to all capital Programmes and Projects. It'will also be applied
to any operational Programme and Project with a Managers' capacity component of more
than 24 hours or a funding equivalent of 0.25% of annual revenue from taxation.

Risk Identification:
Risk event identification for both capacity and funding will be recorded and calctlated on
Budget Control sheets (example attached) by each Manager. The CAO will refer any Sheets

to collective evaluation by some or all Managers athis/her discretion. In all instances the
risk events considered shall be entered on the applicable Budget Control Sheet. The CFO
will retain all completed Sheets for comparative reference and internal reporting purposes.
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Corporate Policy - Capaciry and Financial Risk Page2

Assessment:
Risk Management assessment involves answering two questions: "What is the likelihood
that a risk event will occur?" and "What will be the severity of consequences resulting from
the occurrence of the risk event?" 'We will ask and answer these questions regarding impact
upon capacrty (Managers' time) and financial resources (taxes, grants and fees) for intended
Programmes and Projects that meet the thresholds identified above.

Likelihood is the chance that a risk event will actually occur. Historical data can support
estimates of future 'Likelihood' il avallable, but in practice we must generally depend upon
the knowledge and experience of those making the assessment. Therefore, 'Likelihood' does
not imply mathematical certainty, but is anther subjective yet sensible estimate. Table I
will be used to identifu a "Likelihood Score" from 1 - 5 to rate worst-case risk events for
both capacity and fvnding of a parttcvlar Programme or Project.

Table I

LIKELIHOOD Probabil of a risk event occurring

Score

1

2

3

4

5

Descriptor

lmprobable

Unlikely

Possible

Likely

Almost CeÍain

HOW LTKELY (%)

Less than 5

5to25

26 to 55

56 to 90

91 to 100

Consequence: is the severity of a risk event upon a Programme or Project. While the public
may have greater tolerance for capacity risk than financialrisk, the Sustainability objectives
of Council can only be met with an equal risk tolerance for both. So, the 'Consequence'
Descriptors for capacíty andfundng are blended. Therefore, Table 2wlllbe used to identiff
a "Consequence Score" from 1 - 5 to rate the worst-case risk events for both capacity and
funding of a particularProgramme or Project.

Table 2

CONSEQUENCE = Degree of severity should a r¡sk event occur

Score

1

2

3

4

5

lmpact

lnsignificant

Minor

Significant

Major

Severe/Catastrophic

Descriptor

Nil effects to capacity or funding

Normal difficulties with capacity or funding

Possibility of delays unless capacity or funding increased

Probable need to amend Corporate Workplan or Financial Plan

Need to delay Proiect one or more years and/or abandon entirely
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Corporate Policy - Capacity and Financial Risk Page3

Calculation: enter the Scorecard with the Likelihood and Consequence scores (1-5) for
capacíty to identifr the level of totøl cøpacity rßk (Low, Medium, High or Exffeme). Next,
apply risk to the Scoring Matrix to determine the Contingency Envelope (in percent) of
capactty that must be added in the Budget Control Sheet of the Programme or Project under
evaluation. Follow the same steps to identiff the level of totalfunding risk and apply it to the
Budget Control Sheet as well.

Scorecard

5 MEDIUM
4 MEDIUM HIGH
3 MEDIUM MEDIUM HIGH
2 MEDIUM MEDIUM MEDIUM
1

LIKELIHOOD 1 2 3 4 5
CONSEQUENCE

Scoring Matrix

APPROYALS
During delivery of aProgramme oÍ Project, individual Managers may only violøte the
capacity or funding Contingency Envelope with the approval of the CAO and the CAO
may only exceed a Contingency Envelope with the appropriate consent of Council.

DISPOSITION
Unused Managers' capactty resulting from successful risk avoidance will be reallocated at
the sole discretion of the CAO. Unused funding resulting from successful risk avoidance
will be allocated in its entirety as follows:

1. Contributed to a non-statutory Risk Reserve until accumulated to $500,000; and
2. Annually thereafter to firstly top-up the Risk Reserve, with the balance then

contributed by 60/4}-split to non-utility Statutory Reserves and Debt Reduction.

+10o/oLOW
MEDIUM +15o/o

+20o/oHIGH
EXTREME Proceed only with prior written approval of Council

Gontingency Envelope for Capacity or FundingRating

Mayor CAO
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Budget Control Sheet
P.O. Box 350, Golden, BC, VOA 1H0

T 250.344.2277 F 250.344.6577

Capital or Operating (detete non-appticabte!

Pro¡ect #

Project Name

Department:

Year:

ect Description/Benef ¡ts/R¡sks

Description:

Benefits:

List of Risk Eventsi

Council Priority

Project Cost/Funding
Project Cost

Tvpe of Cost

Rlsk Asse ssm e nt ( Co ntÍ na e ncv )
Percentage Financial Percentage

Total Hours

Dollor Amount

M

Total Cost

Percentage Capacity
Projected Hours Contigency
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Budget Control Sheet
P.O. Box 350, Golden, BC, VoA 1H0

T 250.344.227r F 250.344.6s77

Capital or Operating (detete non-apptícabte)

Reserves

Tax Revenue

Other:

Dollor Amount

Total Funding

Schedule

Engineer Start

Project Start

Engineer End

Project End

Operating Cost (First Estimates)

Detail 2072 2013 2074 2075 2076

Total

CFO Cornments
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Budget Control Sheet
P.O. Box 350, Golden, BC, VOA 1H0

T 250.344.227t F 250.344.6577

Capital or Operating (detete non-applicable)

R¡sk Assessment: See Council Policy "Capacity and Financial Risk"

Table 1

LIKELIHOOD = Probability of a risk event occurr¡ng

Score Descr¡ptor HOW LTKELY (%)

1

2

3

4

5

lmprobable

Unlikely

Possi ble

Likely

Almost Certain

Less than 5

5to25

26 to 55

56 to 90

91 to 95

Table 2

CONSEqUENCE = Degree of severity should a risk event occur

Score

1

2

3

4

5

lmpact

lnsignif¡cant

M¡nor

Significant

Major

Severe/Catastroph ic

Descriptor

N¡l effects to capacity or funding

Normal difficulties with capac¡ty or funding

Possibility of delays unless capacity or funding increased

Probable need to amend Corporate Workplan or Financial Plan

Possible delav for one or more vears or need to abandon Proiect

Scorecard

Scor¡ng Matr¡x:
Rating

LOW =

MEDIUM =

HIGH =

EXTREME =

Contingency Envelope for Capacity or Funding

ro%

ß%
20%

MEDIUM

MEDIUMMEDIUM

Proceed only with prior written approval of Council
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APPENDIX D - Service Category Table 
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APPENDIX E – 2012 Council Priorities: Total Managers Hours 
 

 

 

 

1. 67.7% on Statutory requirements 

2. 32.3 % spent on Council Priorities and Zingers  
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APPENDIX F – Board Questions Following Presentation, June 2013 
(Including update on progress to November 2013) 

 

Background 

The following is a summary of questions and answers that followed the presentation I gave to 
the Board of Examiners in support of my final report to obtain a Certificate in LG Executive 
Management in June 2013. Some additional information has been included that is relevant to 
the ongoing development of the Open Source work plan program in the six months following 
this presentation. 

1. How did you approach Council with this work? 
 
I told council about my concerns regarding the capacity of the organization to make 
meaningful progress on a number of council’s strategic priorities. In order for me to better 
understand that capacity, I believed we needed to implement a program that effectively 
tracked staff time spent on an annual Corporate Work Plan (CWP).  

This program would be based on a Performance Measurement approach that provided 
greater transparency to council and the public on the progress of the CWP. The council-
approved CWP needed to address council’s strategic priorities, and meet the organization’s 
statutory requirements. 

2. What did you do to get staff on side with the program?  
 
I identified key staff champions to work together on developing program and software 
options, and held weekly meetings with the senior management team to discuss these 
options. I engaged the management team collectively and individually to get feedback on 
the benefits of incorporating strategic planning, human and financial corporate capital, and 
performance measures. I noted that unless I understood what staff was spending time on, it 
would be difficult to make a case to council for additional human resources.  
 
It became clear that individual members of the management team had varying degrees of 
technical skill and understanding on how to use the CWP software, and that there needed 
to be one member of the management team (one of the “Champions”) who would mentor 
managers in how to use the program to develop their respective departmental work plans. 
This proved to be an effective approach, as the mentor was able to tailor the approach to 
the specific needs of the managers. This was especially important when new managers 
joined the organization. 
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3. Have other local governments done this?  How were you able to do it?  
 
I am not aware of any other local governments who have developed this same type of Open 
Source work plan and time tracking program. A few (i.e. Port Moody) have developed a 
“dashboard” approach to reporting out on strategic priorities, which I understand has 
provided improvements to transparency and public engagement. 

We were able to do this in Golden because we had a strong blend of staff skills and 
experience in IT, strategic planning, performance measurement, and a supportive council. I 
held weekly management meetings and I also met weekly with individual managers. Frank 
and open discussions were encouraged in the development of the CWP program, and I was 
able to identify two champions to help in the development and implementation of the 
program. Importantly, the CWP was initially established as a pilot exclusively for the 
management team to ensure that any issues were addressed before it was implemented 
more broadly in the organization. 

4. How difficult was it to do in a small place? 
 
Like many rural communities in BC, the Town of Golden (2011 pop. 3,701, down 3% from 
2006 Census) is a community that has experienced a decline in population. The 2008 
economic downturn contributed to a reduction in the number of well-paying jobs, 
particularly in the natural resource sector, as well as business closures in downtown. This 
put pressure on elected officials to minimize tax increases, while maintaining service levels, 
which in turn had an impact on limiting staffing and corporate capacity. 

While it may seem counter-intuitive, implementing the CWP program in a small municipality 
like Golden was easier than anticipated, largely due to a small but very versatile and skilled 
staff in the areas of information technology, strategic planning, communications, and 
performance measurement.  

5. How was Council engaged? 
 
Council played a key role in developing a list of strategic priorities and projects that guided 
the preparation of a draft CWP. Council supported the Open Source program when staff 
was able to demonstrate how the work plan set realistic performance measures and 
provided for regular reporting to council, and the public, on progress. Once adopted by 
council, the work plan facilitated the development of the annual financial plan and the 
Municipal Annual Report. 
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6. How was the public engaged?  
 
The public was engaged through regular council meeting updates, related public 
communications, and through improvements to the Municipal Annual Report. I provided tri-
annual reports (6, 9, and 12 months) to Council during the year that outlined and accessed 
reasons for any significant variances to the annual work plan and budget. These documents 
and presentations were made available to the public via the corporate website, selected 
social media, and local newspapers. 
 

7. What do you see as the differences in implementing the program in a small place Golden 
with 34 to 37 employees or Courtenay with 300 employees?  
 
Every organization, large or small, is unique. The ability to effect change and implement 
new programs depends on a number of factors, corporate culture, capacity for change, the 
ability and/or willingness to take risk, and council dynamics.  

While a smaller local government like the Town of Golden has fewer resources and staff at 
its disposal, it also has less corporate inertia, is more nimble, and given the right 
circumstances can move forward more quickly on new initiatives. When I arrived in Golden 
in 2010, there was already a strong foundation in place (i.e. IT and GIS staff, existing 
potential champions, etc.). This allowed the organization to move ahead relatively quickly. 

While the City of Courtenay has more staff and financial resources than the Town of 
Golden, it does not yet have all the elements needed to effectively implement an Open 
Source corporate work plan program.  

One of those key elements is a champion and mentor in a senior position specifically tasked 
by the CAO to work across departments to develop, implement, and integrate the CWP. This 
is not something that can be done “off the side of a desk”. To that end a new position, 
“Senior Advisor-Strategic Initiatives”, has been created and a candidate has been selected 
to start in early January 2014. 

8. What would you do differently?  
 
I can’t think of any significant aspect of the process I would have changed, possibly with the 
exception of doing a better job of encouraging council to adopt a Strategic Planning Policy. 

This policy would enshrine a cyclical annual process and timings that incorporates strategic 
planning and priority setting, the adoption of a Corporate Work Plan, the preparation and 
adoption of the annual Financial Plan, and the Municipal Annual Report. 
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9. What was the most satisfying element of this project?  
 
The most satisfying element of this initiative has been working with skilled staff and a 
supportive council to create a Performance Measurement program with the potential to 
benefit all local governments in BC, at a very reasonable cost. 

Recently, CivicInfo staff has been working with City of Courtenay staff to jointly develop an 
Open Source work plan program that builds on the work done in Golden. This effort is based 
on a two-fold concept that would allow CivicInfo to host a remote work plan program for 
very small local governments, with little or no internal IT capacity, and; for Courtenay to 
disseminate its Open Source program to larger local governments to use and adapt to their 
respective needs. 

10. Do provincial mandates work in terms of encouraging local government innovation?  
 
Yes and no.  

Yes in that the creation of the BC Auditor General for Local Government in 2012 has the 
potential to support the use of Performance Measurement within BC local governments.  

No in that the current legislation for Municipal Annual Reporting (Community Charter) has 
not been effectively utilized to produce meaningful annual reporting that is based on 
performance measures.  

11. How could this tool be used to get the public engaged?  
 
The Open Source work plan program is a management tool that has the ability to provide a 
wide variety of reports and analyses. While most of these are intended to support local 
government staff in the development and monitoring of project-based annual work plans, 
reports can be created that are intended for public engagement, and included in the 
Municipal Annual Report. 

To date, this is an aspect of the program that has not been explored, but as the program is 
based on Open Source programming, there is the ability to develop a range of “dashboard” 
templates and tools designed to inform and engage the public.  

Examples of new methods of community engagement include:  

 PlaceSpeak (https://www.placespeak.com/how_it_works/) is a website that offers 
the opportunity for proponents and participants to obtain and provide feedback in 
the development of variety of local government initiatives and policies within 
specific geographical areas. 
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 The City of Markham has created a website http://markham.citizenbudget.com/ 
that gives its citizens access to an interactive educational tool to see how Markham 
invested their 2013 tax dollars. The website also includes the ability to provide 
adjust the amount of their taxes spent on specific services, and comment on the 
quality of those services.  
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