Agenda Item #13.2.5

COLLINGWOOD

Staff Report P2024-09
Committee 2024-04-08
Council 2024-04-22
Amendments [

Submitted To: Committee of the Whole | Council

Submitted By and Summer Valentine, Director of Planning, Building and Economic

Prepared By: Development, Peggy Slama, Director of Engineering and Public
Works, and Monica Quinlan, Treasurer

Subject: Development Process and Fees Review — Presentation of Final
Reports

e —
Recommendation
THAT Report P2024-09, “Development Process and Fees Review — Presentation of
Final Reports” dated April 8, 2024, inclusive of the appended Phase One and Two Final
Reports and Process Maps, be received as guiding documents for continuous
improvement within the development review and approvals system, including the

general principle that “growth pays for growth”;

AND THAT staff be directed to return to Council, as resources permit, prior to
implementation of any recommendations that require or would benefit from

endorsement or further direction to facilitate action as outlined in Report 2024-09.

Amendments

None.

1. Executive Summary

The Town of Collingwood recognizes the need to improve the development review and
approval (DAP) process to address community expectations, enhance customer

service, achieve efficiencies, work more collaboratively with internal Town Divisions and
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external agencies, provide clarity and timely responses to the development industry,
and enhance transparency and understanding for the general public. To that end,
budget was allocated in 2023 and 2024 to undertake a Development Process and Fees
Review (“the Review”), looking at the entire system from planning, through engineering,
to building permit issuance and construction, including supporting divisions such as
Finance, PRC, Clerks, and Fire Services. Beyond streamlining, the Review estimates
the full cost of application processing and provides recommended fee revisions and
highlights resource gaps. The Review was undertaken within the context of ongoing
significant legislative changes at the Provincial level and with the acknowledgement of
the continued housing crisis and the subsequent need for additional supply to come to
market expeditiously. The resulting Phase One (Process) and Phase Two (Fees) Final
Reports (“the Final Reports”) provide a general path forward for continuous
improvement within the development review and approvals system. The information
contained within the Final Reports is extensive and substantial. With the current
number of vacant positions in the Planning, Engineering, and Environmental Services
Divisions, along with a variety of other factors, staff would proceed with internal,
operational, and/or minor procedural changes incrementally as resources and time
allow. Any major shifts in process, delegated authority, staffing levels, fees, or any
other action requiring or benefitting from Council direction would be forwarded under
separate cover to Council for endorsement, particularly where there is a budget or

development industry impact.

2. Analysis

Background

A DAP review has been a municipal objective for several years, recognizing that a
comprehensive concurrent review of development processes and fees has never been
undertaken. The Town’s investments in technology, specifically the CityView software,
for receiving and processing development applications and permits, as well as the
increasing volume and complexity of files and recent legislative changes impacting the
planning process (e.g. Bills 13, 109, 23, 97 and 134) combined to increase the urgency

for the Review.
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A Request for Proposals (RFP) was issued for professional consulting support to
undertake the Review in December 2022 and closed in February 2023. Through the
Town’s procurement evaluation process, Performance Concepts Consulting and Dillon
Consulting Limited were selected as the successful consultants (“the Consulting Team”)
and engaged to assist the Town with the Review. The Consulting Team has 15 years of
experience working with over 25 municipalities across Ontario on similar DAP reviews.
The project kicked off in March 2023 and in accordance with the RFP, the work was
divided into two Phases. Phase One focused on the review and streamlining of DAP
processes and Phase Two built on this work to recommend a “right-sized” fee and
resourcing structure to support the modernized DAP process. Activity on this project
proceeded through the balance of 2023 and was disrupted by staffing shortages in the
Planning, Engineering and Environmental Services Divisions, with the Final Reports

being delivered in the first quarter of 2024.

Further information on the project methodology for each Phase of the Review is contained
in the Final Reports, including summaries of consultation with the development industry,
partner agencies, peer reviewers, Council members, and key staff teams. The Final

Reports are attached as Appendices A and B respectively.

Defined Project Outcomes
As outlined in the RFP, the project objectives are as follows:

Phase One — Process Review

e Recommend process improvements that are based on industry best practices
from comparable municipalities and incorporate compliance requirements of
applicable legislative, policy or regulatory changes.

e Processes must utilize technology that supports a fully integrated workflow tool
(CityView currently in use), automation and electronic documentation to
maximize efficiencies.

o Determine if Town staff have adequate or appropriate delegated authority to
efficiently process and, where appropriate, approve or close development
applications consistent with legislative requirements.
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e Recommendations are to recognize and promote inter-departmental and inter-
agency collaboration where applicable and also define roles and responsibilities
within different processes, specifically for applications throughout their entire
processing cycle, including key communication points.

¢ Require production of process documentation in the form of process maps, flow
charts, templates, checklists and/or guides for internal/external use and as
reference tools for the public to understand the processes and how/when they
are able to engage.

¢ Development of key performance indicators associated with development
process milestones that can be tracked and reported.

o Determine if existing staff resources and skillsets are sufficient to deliver the
recommended processes while meeting legislative timelines and
community/development industry expectations.

Phase Two — Fees Review

¢ Recommend a methodology and mechanism to update fees and deposits with
the ability to forecast revenue, including identified opportunities for new revenue
or cost-recovery.

e Ensure any changes to fees and deposits are defensible, equitable and in line
with comparable municipalities, with the appropriate balance of full cost recovery
and general levy impact, and comply with applicable legislation.

¢ Recommend application and agreement templates that are reflective of
streamlined processes, fees and legislative requirements. Language is to be
clear on what charges are recoverable from the proponent and when during the
application process as well as if these charges are applied against a deposit.

e Fee and deposit structures are to be coordinated and consistent between the
various Departments/Divisions within the Town providing in scope services.

e Consider implications of relevant legislative, policy or regulatory changes,
particularly where planning fees for certain applications are subject to refund if
legislative timelines not met.

Since the RFP was issued, the Affordable Housing Master Plan was generally endorsed
by Council and further underscored the connection between improved delivery of housing
supply and affordability and a high-functioning development review and approvals

system.
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Analysis

Context

As noted through the 2024 budget process, the Town of Collingwood is moving toward
a program and service-based system to clearly identify the work that staff delivers and
the objectives that the Town as a whole is trying to accomplish (see Figure 1). The

program and service-based approach has numerous benefits including:

e A clear understanding of how current resources (i.e. human and financial) are
allocated and what service levels are being attained.

¢ Allocating the resources effectively.
e Creating a framework to enable continuous improvement.
¢ |dentifying best practices and efficiencies.

¢ Avoiding duplication of efforts and directing efforts toward the appropriate
resource.

¢ Providing a framework for risk management analysis.

While the RFP for this project was developed prior to the confirmation of the program
and service-based system, the Review aligns well with the above objectives. The
Review focuses on improvements to the Development and Growth Program (green),
more specifically the Development Management Service, inclusive of associated
subservices. Ontario Building Code Administration and Enforcement is also part of this
project, but because processes are highly regulated by the Province, the majority of the
focus in that service area is in the Phase Two Final Report addressing fees. Further,
DAP processes have a wider indirect corporate impact on other services such as
Growth Planning, Economic Development, Housing Supports, and many others under
the Environmental Management Conservation and Sustainability (blue), Community
Safety and Standards (yellow), Community Health and Wellbeing (orange), Arts, Culture

and Heritage (purple), and Community Access and Mobility (red) Programs.
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Figure 1: Programs and Services Framework
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Phase One Final Report — Process Review

The Phase One Final Report provides a structured review of the existing Town of
Collingwood DAP processes through critical and consultative lenses. The Final Report
provides background on the legislative context, outlines a methodology based on LEAN
principles, reviews the “current state” processes through a SWOT analysis, summarizes
consultation, and culminates in a suite of nearly 50 “future state” strategic and tactical

recommendations in a variety of thematic categories (see Figures 2 and 3).

Figure 2: Approach to DAP Review Process Recommendations
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The Consulting Team has also advanced an aggressive implementation plan and
schedule, that could be achieved in three years if fully funded, resourced, and pursued
vigorously. Accompanying the Phase One Final Report is a series of detailed “future
state” process maps (Appendix C), including timeline and role identification, for the most
common applications under the Planning Act and the related pre-consultation and post-
approval activities. These maps can be used as guideposts to mark progress or as
templates for detailed process manuals and could be simplified in the future for public

posting to increase the general community understanding of the DAP processes.

Phase Two Final Report — Fees Review

The Phase Two Final Report takes a defensible and industry standard activity-based
costing approach to DAP fee structuring. Defensibility is important as land use planning
fees can be appealed to the Ontario Land Tribunal, and more rarely engineering or
building permit fees can be challenged through the courts. The Final Report provides a
detailed methodology generally depicted in Figure 4. It is important to note that
processing efforts, recommended fee increases, and assessed staff capacity levels are
all based on the ideal “future state” process maps and do not necessarily reflect the
current realities, inefficiencies, and subsequent resource pressures facing DAP delivery
Divisions.

Figure 4: Activity Based Costing Model
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The recommendations also take into account fees from comparator municipalities and
the concept of “growth pays for growth” when determining a percentage of full cost of
application or permit processing to be allocated to the development industry,
recognizing that many projects also have benefits to the existing community (e.g. new
parks, trails, connecting infrastructure, housing supply, job creation, school sites, etc.).
In general, but not in all cases, the Consulting Team is recommending 75% of the full
cost recovery be the determinant of the application fees, with 25% covered by the
taxbase. Additional information on the proposed fee structure is found in the Financial

Impacts section of this Report.

The Phase Two Final Report also includes a staff capacity analysis (see Figure 5) for
DAP related tasks only, recognizing that many job descriptions include functions beyond
DAP such as growth policy, inquiries, OLT matters, corporate or infrastructure projects,
administration and oversight of related programs and services (e.g. heritage permits,
economic development, housing supports, by-laws, etc.) and so on. Similar to the fees
review, the capacity analysis assumes an ideal “future state” that would be achieved by
implementing the process recommendations from the Phase One Final Report. The
“current state” and unknown demand for additional review cycles, combined with
chronic staff shortages and challenges recruiting, exacerbate the issue of staff capacity.
The bottom line is that staff end up far busier managing DAP processes than is

indicated in the baseline capacity analysis.
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Figure 5: Capacity Analysis Approach
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In addition, currently the Town collects and uses application “contingency fees” to
recover costs for a range of specialized consulting or peer review services applied to
DAP including special studies, legal review, additional site visits/meetings, and technical
projects that are above and beyond the base application fee. Most of this work is
undertaken by outside consultants or legal services hired by the Town and paid for by
the developer. A shift to a draw-down deposit model is being recommended as a more

efficient approach to managing these funds.

A three-year phased in approach to fee and deposit increases is outlined by the
Consulting Team as a method that would 1) provide time for the development industry
to adjust to the higher costs and 2) allow process improvements to be implemented that
are necessary to drive the DAP system forward more effectively, leading to improved

performance and greater acceptance of increased fees.
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Next Steps
Staff are recommending that the Final Reports and associated “future state” process

maps be received as guiding documents for continuous improvement within the
development review and approvals system, including the general principle that “growth
pays for growth”. Staff are not advising that the documents be endorsed for action in
their entirety at this time. The rationale for the recommendation is a combination of the
following:

e The Final Reports are information dense and require time for Council and
staff to fully digest the content and understand the change-management
impacts. Implementation of recommendations that require or would benefit
from Council approval will be brought forward at future dates, thus allowing
for targeted analysis of a smaller subset of recommendations at any one time.

e The majority of the recommendations are internal, operational, and/or minor
in nature (i.e. updating/creating forms, templates, standard comments, and
agreements, ensuring role clarity, developing process manuals and
performance indicators, refining technological tools, improving document
management, etc.) and do not require Council endorsement for staff to action.

o The Final Reports represent the Consulting Team’s professional opinion,
most of which is supported by staff but some recommendations may require
refinement to maximize success in the Collingwood context.

e Currently the key Divisions that drive DAP processes are experiencing a high
level of vacancies in the existing staff complement, with four vacancies at the
time of writing this Report in the Planning, Engineering and Environmental
Services positions involved in DAP, and two additional Planning Services
vacancies recently filled after recruiting challenges that lasted several
months. To fill vacancies, the Town has taken a proactive approach to recruit
staff in the developmental phase of their careers. The Town is invested in
working with these skilled employees to obtain the experience requirements
of their roles. However, during this interim period, teams are challenged to
meet baseline legislative requirements, with limited resources for continuous
improvement.

o The Consulting Team estimates that implementation of the recommendations
will cost approximately $100,000 to $150,000, and the budget allotment in
2024 is $40,000 from the Affordable Housing Reserve earmarked for
improvements to technology in DAP tracking and workflow.

o Staff are expecting further Provincial legislative and policy changes to be
announced in the near term that may materially influence some
recommendations and the overall path forward for streamlined processes and
fee structures.
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Notwithstanding the above, some of the more significant recommendations impacting
processes or fees, especially those with substantial effects on external partners, or
where a regulatory or policy change is required, including any activities where additional
budget or public meetings are needed, would either necessitate or benefit from Council
direction and endorsement. Examples requiring one or more future Council touchpoints
or decisions include 1) changes to staff delegated authority within the DAP system, fee
structures or implementation of a two-stage pre-consultation process necessitating by-
law amendments, 2) requests for additional staff or budget allocation, and 3) any
adjustment to building permit fees, which must be preceded by a public meeting in
accordance with the Ontario Building Code Act. Examples where Council direction is
not required but may be beneficial include major process revisions such as 1) sunset
clauses on conditional site plan approvals, 2) “one-and-done” circulation of formal
applications, and 3) formalizing sequential application processing to reduce the risk of
fee refunds. Some recommendations may also benefit from a legal review prior to

implementation.

In the context of the implementation and phase-in plans outlined in the Final Reports,
staff will review the recommendations for advancement to Council where needed or
desirable and bring those items forward as time permits or where they can be efficiently
combined with other existing processes such as the annual budget, development
charges updates, or yearly review of fees. In the meantime, staff will also begin
incremental implementation of internal, operational or minor recommendations to

promote continuous improvement as resources allow.

Financial Impacts
The total budget for the Development Process and Fees Review allocated in 2023 was
$135,000, with carry-over of unspent funds into 2024 to allow for the completion of the

project. The project was completed on budget without any scope changes required.

To action the recommendations in the Final Reports, the Consulting Team estimates
$100,000 to $150,000 over a three-year period will be required. $40,000 from the
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Affordable Housing Reserve Fund was earmarked by Council through the 2024 Budget
deliberations and endorsement of the Affordable Housing Master Plan for
implementation of the Final Reports as a means to accelerate processes and decrease

costs to bring housing supply online faster.

In February 2024, staff applied for a Rural Economic Development (RED) grant
administered by the Ontario Ministry of Agriculture Food and Rural Affairs (OMAFRA).
The application was made under the Economic Diversification and Competitiveness
Stream: Technology Adaptation/Innovation Initiatives for matching funds to streamline
DAP processes, with a focus on improving the use of technology. Should the grant
application be successful, up to a total of $80,000 would be available to update Cityview
(i.e. the $40,000 noted above and $40,000 in RED grants) in accordance with the
recommendations of the Final Reports. The planning module in Cityview is not
configured to reach its maximum potential to automate and modernize intake and
tracking of applications and the post-approval engineering module has yet to be created

and deployed.

Implementation of certain strategic or tactical recommendations may require additional
budget allocation, which staff will advance either through the annual budget process or

as in-year amendments for consideration by Council.

The fee structure outlined in the Phase Two Final Report would shift the municipality
toward full cost recovery of the effort required to process and review development
applications, with reduced reliance on tax base subsidies. While staff would suggest
some adjustments to the Consulting Team’s recommendations may be warranted, the
general principle of a “growth pays for growth” approach is supportable. The proposed
fee structure, with adjustments advanced by staff in a future comprehensive report,
would result in a significant increase in revenue (~$500,000/year) and could be phased
in over time. These additional funds could be used to acquire additional human
resources, whether staff or consultants, to fill identified gaps in effort required to drive a

streamlined DAP system. Where tax dollars are no longer used to subsidize the DAP
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processes, these could be reallocated to other priority program areas as directed by

Council.

3. Input from Other Sources

The Development Process and Fees Review consultation program is summarized in the
Final Reports and included conversations with the development industry, partner
agencies, peer reviewers, staff involved in DAP, and Councillors. The project also
involved in internal steering group, inclusive of senior staff from Planning, Building, and
Engineering Services as well as Finance, who reviewed all draft products and

participated throughout the initiative in providing feedback to the Consulting Team.

This Report was forwarded to Department Heads on April 2, 2024 and the content
responds to the feedback received.
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4. Applicable Policy or Legislation

The following legislation and policies are typically part of the DAP review process, further
legislative overview is included in the Final Reports:

e Planning Act (1990)

o Municipal Act (2001)

e Building Code Act (1992)

e Provincial Policy Statement (2020)

o Growth Plan for the Greater Golden Horseshoe (2020 Consolidation)

e Simcoe County Official Plan (2016)

o Town of Collingwood Official Plan (2004)

e Town of Collingwood Zoning By-law 2010-040

e Various Town of Collingwood Master and Strategic Plans, Guidelines and

Standards

5. Considerations

Community Based Strategic Plan: Progresses towards achieving CBSP Goal

Services adjusted if any Streamlining Development management
Services

Climate Change / Sustainability: No net effect on climate
change/sustainability

Communication / Engagement: Public Engagement has occurred

Accessibility / Equity, Diversity, Inclusion: Not Applicable
L] Registered Lobbyist(s) relating to content: Not Applicable

Next steps and future action required following endorsement:
As resources permit, bring forward recommendations requiring/benefitting from Council
direction or endorsement and begin incremental implementation of internal, operational

and/or minor recommendations to promote continuous improvement.
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6. Appendices and Other Resources

Appendix A: Town of Collingwood Development Process and Fees Review — Phase 1:
Development Approvals Process (DAP) Review Final Report,
Performance Concepts Consulting and Dillon Consulting Limited, March
2024

Appendix B: Town of Collingwood Development Process and Fees Review — Phase 2:
Fees Review Final Report, Performance Concepts Consulting and Dillon
Consulting Limited, March 2024

Appendix C: “Future State” Process Maps, Performance Concepts Consulting and
Dillon Consulting Limited, March 2024

7. Approval

Prepared By:
Summer Valentine, Director of Planning, Building and Economic Development
Peggy Slama, Director of Engineering and Public Works

Monica Quinlan, Treasurer

Reviewed By:

Sonya Skinner, CAO

CAO Comments:

Endorsed on April 3, 2024 to proceed to COW
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Introduction

Performance Concepts Consulting Inc. (“Performance Concepts”) in association with
Dillon Consulting Limited (“Dillon”) was retained by the Corporation of the Town of
Collingwood (“Collingwood”) to review the Development Approvals Process (“DAP”) and
provide Recommendations to improve/modernize DAP execution and performance. In
response to province-wide DAP regulatory changes and servicing capacity challenges
specific to Collingwood, it is critically important for Collingwood to identify and
implement LEAN-style development approvals efficiencies moving forward.

The Performance Concepts/Dillon team has conducted an objective, evidence informed
Review to identify DAP efficiencies and capitalize on a diverse portfolio of performance
improvement opportunities. This DAP Review has encompassed process execution,
modernization of technology tools, staffing/resourcing capacity issues, engagement with
internal and external stakeholders, and a 3-year Implementation Roadmap to guide
Collingwood towards impactful improvement of its development approvals model. The
Findings and Recommendations put forward in this Final Report will support Council and
the Town’s DAP staff team in making informed investment decisions regarding the
Future State DAP model for Collingwood.

The Performance Concepts/Dillon team is appreciative of the professional engagement
and insights offered by Council, the Collingwood staff team, and external stakeholders
throughout this DAP review. These contributions have shaped our third-party analysis
and informed our portfolio of Recommendations. With receipt of this Report, the DAP
performance improvement journey for Collingwood is just beginning. Collingwood is
well positioned to advance the proposed DAP Performance Improvement 3-year
Implementation Roadmap with rigour and determination. Relentless focus on executing
the 3-year Roadmap will produce a significant return-on-investment (ROI) for
Collingwood.

A companion Technical Report dealing with Collingwood DAP fees modernization has
also been submitted to the Town. Fee modernization has been aligned with Future State
DAP process maps and the Recommendations set out in this Final Report.

N

Town of Collingwood %

Development Process and Fees Review - Phase 1: Development

DILLON

Approvals Process (DAP) Review — Final Report CONSULTING
March 2024 — 23-5948 PERFORMANCE
CONSULTING
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Collingwood’s DAP Landscape

Collingwood is expected to experience population and employment growth within the
current planning horizon. The growth for Collingwood identified in the County of Simcoe
2051 forecast is set out below. The forecast has been incorporated into the Town’s new
OP and requires conformity by Collingwood.

N

Town of Collingwood w/
Development Process and Fees Review - Phase 1: Development DILLON
Approvals Process (DAP) Review — Final Report CONSULTING
March 2024 - 23-5948 PERFORMANCE
CONSULTING
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Figure 2: Development Application Trends 2018 to 2023
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Table 1: Full Breakdown of Application Trends 2018 to 2023

DAP Application Volumes: 2018 to 2023 2018 | 2019 | 2020 | 2021 | 2022 2023 YTD | Total
Oct 31

Amendment to Site Plan Control Agreement 4 3 0 4 7 5 23
Condominium Exemptions 5 2 4 1 4 2 18
Consents 19 7 12 7 11 9 65
Deeming By-Law 2 2 2 1 1 1 9
New Draft Plan Review of Subdivision; Revision to 5 0 2 0 1 2 10
Draft Approved Plan of Subdivision

Easements 0 1 1 1 1 0 4
Encroachments 0 1 1 4 3 0 9
Extensions of Draft Plan of Subdivision 3 2 3 6 0 0 14
Minor Adjustment to Site Plan Control Agreement 3 3 5 2 7 2 22
Minor Variance 33 36 19 24 29 19 160
New Draft Plan Review of Condominium 0 0 0 1 0 0 1
Official Plan & Zoning By-Law Amendments 2 3 1 1 2 3 12
Part Lot Control 4 8 1 4 2 0 19
Pre-Consultation Files 22 25 38 40 34 29 188
Radiocommunication Tower applications 0 0 3 1 0 0 4
Registration of Plan of Subdivision 0 1 1 0 2 0 4
Site Plan App — Major 7 8 10 5 5 3 38
Site Plan App — Minor under 500 sq m 5 2 4 1 1 2 15
Zoning By-law Amendments (incl. removal of H) 11 2 2 4 3 6 28
Total 125 106 109 107 113 83 643

\_

Town of Collingwood
Development Process and Fees Review - Phase 1: Development Approvals Process (DAP) Review PERFORI\/II\@NT(I:NE
- Final Report CONSULTING

March 2024 — 23-5948

G'Z'ST# Wall epuaby



1.3

Agenda Item #13.2.5

1.0 Introduction 7

—

Development Realities: ICBL & SCAP

1.4

An Interim Control By-law (ICBL) is a tool enabled through the Planning Act that allows a
municipality to pause development while it manages a specific issue that has been
identified. Collingwood Council passed an ICBL to address water supply servicing
capacity constraints on April 26, 2021 that was in effect until July 19, 2023, when the
final ICBL-related appeal was withdrawn. Moving forward, Interim Control By-law
Exemptions are no longer required to allow development to proceed.

Servicing capacity constraints identified in 2021 are forecast by Town staff to continue
for approximately the next ten years. Initially water, and then wastewater, treatment
plants will need to be upgraded. Growth pressures will continue across this period. The
Town of Collingwood has implemented a robust system for the allocation of municipal
water and wastewater servicing capacity that is anticipated to remain in place at
minimum until such time as adequate water and wastewater infrastructure and capacity
are available to support development. This process, known as the Servicing Capacity
Allocation Policy (SCAP) was approved by Council in March 2022, and comprehensively
updated in January 2023 following public and development industry input. SCAP
outlines a sustainable, transparent and orderly process to prioritize capacity allocation
for projects that provide the greatest benefit to the Town and includes a time limit on
the allocations. Numerous Ontario municipalities have policies/systems in place to
allocate servicing capacity and standard Planning Act processes need to be adjusted to
coordinate with the SCAP merit-based system. The local development industry does not
support SCAP extension to address upcoming wastewater servicing challenges and is
advocating for the Town to be more proactive in upgrading the wastewater treatment
plant before capacity constraints are realized.

A Rapidly Evolving DAP Regulatory Framework

The rapidly evolving Planning Act regulatory framework provides a mix of opportunities
and problematic constraints for Collingwood as the Town seeks to modernize/improve
DAP execution.
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1.4.1 Bill 13: Facilitating Greater Delegated Authority to Municipal Staff

On December 2, 2021, the Province passed the Supporting People and Businesses Act,
2021 (Bill 13), which amended the Planning Act to allow Councils to delegate the
authority to pass Zoning By-laws that are minor in nature to a committee of Council or
municipal Planning staff. This optional delegation of permission includes decisions for
Temporary Use By-laws, the lifting of Holding provisions, and other Minor Zoning By-law
Amendments (minor ZBAs). Delegation allows for greater flexibility and was generally
seen as an opportunity to compress application processing timeframes without unduly
compromising governance accountability. The implementation of Bill 13 delegation
provisions reduces the number of “low/no controversy” DAP decisions that are made by
Council, frees-up Planning staff time from preparing detailed reports on routine files,
and enables Councils to focus on the strategic land use and DAP priorities of the
municipality. Numerous Ontario municipalities have initiated/passed Official Plan
Amendments (OPAs) to capitalize on the expanded benefits of this delegated authority
and amended their respective Delegation By-laws accordingly.

1.4.2 Bill 109: Streamline Timeframes & Make Refunds Available

On April 14, 2022, the Province passed the More Homes for Everyone Act, 2022

(Bill 109), which is described as the initial step in implementing the recommendations of
the Ontario Housing Affordability Task Force (OHATF). The Act resulted in numerous
amendments to the Planning Act aimed at reducing red tape, accelerating development
timeframes, and streamlining approvals with the ultimate objective of increasing
housing supply in Ontario. Specific changes to the Planning Act include, but are not
limited to, the following:

e Requiring municipalities to provide refunds for stand-alone or concurrent (with an
Official Plan Amendment) Zoning By-law Amendment and Site Plan application
fees where no decision/approval is delivered during the statutory timeframe;

e Municipalities can mandate mandatory Pre-consultation for Site Plans and apply
complete application “deemed complete” requirements for Site Plan applications
(s. 41(3.4));

e The introduction of a new Ministerial zoning tool, referred to as the Community
Infrastructure and Housing Accelerator;

\ e An established review process for Community Benefit Charge by-laws;
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e Amendments to parkland requirements on lands designated as Transit-Oriented

Communities;

e Empowering the Minister with new powers regarding certain OPAs and new

Official Plans;

e Empowering the Minister to make regulations for the use of surety bonds as

security for conditions imposed by a municipality on planning approvals; and

e Mandatory delegation of site plan approval decisions to staff (no Council bump-

up is possible).

The table below sets out the mandated processing timeframes that trigger cascading

Bill 109 refunds for Section 69 Planning fees.

Table 2: Mandated Processing Timeframes

9

Application Type \ No Refund \

50% Refund

\ 75% Refund

\ 100% Refund

Combined OPA & Decision Decision within | Decision within Decision by
ZBA Application within 120 121 and 179 180 and 239 240 days or
days days days later
ZBA Application Decision Decision within | Decision within Decision by
within 90 91 and 149 150 and 209 210 days or
days days days later
Site Plan Approval Approval within | Approval within | Approval by
Application within 60 61 and 89 days 90 and 119 120 days or
days days later

It should be noted that at the time Bill 109 was passed, municipalities across Ontario

were nowhere near meeting the new statutory timeframes for Site Plan, OPA and ZBA

applications. The entire Ontario municipal sector is now at risk of being compelled to

provide mandatory Planning fee refunds that will erode DAP revenue streams and

subsequently trigger significant municipal property tax impacts. The prescribed

timeframes that trigger Bill 109 mandatory Site Plan and ZBA fee refunds are

unachievable for Collingwood using its traditional DAP service delivery model.

Municipalities across Ontario have adopted a range of Bill 109 process adaptations to

avoid fee claw backs/refunds. These include expanded Pre-consultation models (with

varying depths of pre-application technical review focused on targeted submission

items) as well as fee design adjustments. The Building Industry and Land Development
\ Association (BILD) has selectively appealed the Official Plans of growth municipalities

\ \N\\\\\\\\\%
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that have opted for mandatory technical review processes prior to formal applications
being submitted. Ontario Land Tribunal (OLT) rulings on the Bill 109 adaptations
adopted by these municipalities challenged by BILD have not yet been determined.
Regulatory clarity around Bill 109 process adaptations remains a significant risk for
municipal DAP service delivery models across Ontario. This Report keeps these OLT
challenges in mind when referencing the need for Collingwood to fashion its own
customized Bill 109 adaptation strategy.

Bill 23: Development Charges, Role of the Upper Tiers & Housing

Bill 23, the More Homes Built Faster Act Reading was introduced at the Provincial
Legislature for its First on October 25, 2022 and was passed on November 28, 2022.

This legislation is part of the Province’s plans to achieve building 1.5 million residential
units by 2031. Bill 23 implements recommendations from the Ontario Housing
Affordability Task Force Report. The bulk of these residential units will be built in 29
larger growth municipalities, which have now been expanded to 50+ municipalities that
will reach a population of greater than 50,000 people prior to 2031, with Bill 23
requiring each of these municipalities to develop Council-approved “Pledges” on how
they will meet their assigned housing construction quota. Bill 23 also introduced
sweeping changes to Development Charges Act (DCs), significantly limiting the scope of
Regional government and Conservation Authorities in land use planning and set out
other DAP changes relevant to both upper-tier and local municipalities across Ontario.

Bill 23 will remove upper-tier Councils’ roles in approving land-use planning decisions
and will reduce DC funding to municipalities for infrastructure once the operative
provisions come into force and effect. The changes introduced in Bill 23 will impact
status-quo DAP execution models and will hinder Collingwood'’s ability to support a
“growth pays for growth” DAP model. If the DC funding provisions embedded in Bill 23
come into force, existing property taxpayers and ratepayers of Collingwood/Simcoe
County — as with most other growth municipalities in southern Ontario — will be
required to fund future growth-related infrastructure to support the accelerated
construction of housing, unless there is funding from senior levels of government to
make up the DC shortfall.
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Embracing a Modernized DAP Workflow Tool/Platform

1.6

Figure 3: DAP Workflow Platform

Firewall

High performing DAP delivery models require a modernized DAP workflow platform to
coordinate and streamline the simultaneous processing of multiple applications,
including the Post-Draft Plan development engineering phases critical to providing
registered lots to address housing supply shortages. The universally recommended
functionality/configuration of a DAP workflow platform is set out below.

/ Sandbox World
(Internal to staff + consultants)

One always-current set of technical
submission data/drawings/comments

“As Should Be” DAP Workflow/Process
Milestones to documentitrack progress (#
business days file under municipal control)

Process discipline strengthened via
milestone drawbridges triggered by
business rules & countdown clocks

KPI Dashboard - Targets versus Actuals

=)

Portal World (External)

\

* Applicants
* Public

* Other Agencies

DAP public reporting
re. actual timelines versus

solution.

Collingwood has opted for CityView as its end-to-end IT workflow platform for Planning,
Engineering, and Building elements of the DAP system. Performance Concepts can
independently verify that CityView, when properly/robustly configured, features all of
the universally required functionality/configuration for a high performing DAP workflow

Strong DAP Team with Focus and Desire to Improve
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Figure 5: Self-Diagnosed Strengths Word Cloud
i Mentimeter

If we manage to solve just ONE problem in this DAP Review, it should be.....
17 responses
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DAP improvement priorities identified by the Town DAP staff team focus on efficient
LEAN processing, robust full-cost DAP fees, and CityView process automation
opportunities.
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Figure 6: Improvement Priorities Word Cloud

i Mentimeter

At the end of this Review, we will describe our go-forward DAP model as....
15 responses

easy to follow
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The envisioned Future State DAP model is described as automated, efficient, and

streamlined - all key attributes of a high performance, LEAN configured DAP execution
model.

Collingwood Development Industry

The Performance Concepts/Dillon team facilitated a series of dialogue sessions with
members of the Collingwood development industry. The purpose of these sessions was
to gain insights into the performance of DAP and the development community also
expressed a desire to discuss servicing constraints behind the ICBL and SCAP. The
Georgian Triangle Development Institute (GTDI) organized feedback from a diverse
group of development industry stakeholders. As was the case with the Town DAP team,
input was gathered and analyzed using Mentimeter.com interactive polling. The figure
below demonstrates the tone and substance of development industry feedback. The
industry is strongly supportive of maximizing delegated approvals to compress decision
timeframes and avoid perceived politicization of DAP. The industry confirmed the DAP
staff team’s assertions that Collingwood is significantly under-resourced given ambitious
Provincial regulatory timeframes and impending Subdivision-driven workload escalation.
Finally, development stakeholders advocated for Town process streamlining and “who

does what” role clarity.
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Figure 7: Stakeholder Feedback Mentimeter
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processing muscle
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It is striking how similar the development industry’s vision of “ideal” DAP performance is
to the Town DAP staff team’s vision. As documented in the figure below, timely,
consistent, and predictable LEAN style “flow” is the desired outcome for Future State
DAP.
Figure 8: Development Industry’s Vision of “Ideal” DAP (Word Cloud)
l Mentimeter
How would you describe your "ideal” Development Approvals Process experience in
Collingwood 18-24 months from now?
16 responses
less political
== more access to staff
=]
5 o face to face
© 0 t . | :
& o) equitable
- § umely
clarity 5 . ;
. & 5 consistent
O Q
Q9
o staff availability
e
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DAP Review Approach and Methodology

Overarching Approach: LEAN Principles

Successful DAP Modernization Reviews are rooted in the following two overarching
principles:

1. Accountable and innovative DAP teams strive to ensure they are Doing the Right
Things

2. Accountable and innovative DAP teams strive to ensure they are Doing Things
Right

Figure 9: Overarching Approach to DAP Reviews

Listen to the Voice of the Customer

Rationalize “Who Does What” with External Actors

Doing the Right Things Shed Low Value-Added Processes/Activities

(Strategic)
Create Measurable/Documented Service Levels
LEAN Thinking Informs “As Should Be” Processes
. . ) Streamline/Optimize “As Should Be” model to
Doing Things Right Reduce Risk & Improve Timelines
(Tactical)

Technology to Leverage “As Should Be” Process
Improvement

A properly designed and executed DAP Modernization Review will engage Council, the
Town’s DAP staff team, and the development community in a Doing the Right Things
and Doing Things Right improvement dialogue.

Clearly defined Council (Doing the Right Things) and DAP staff (Doing Things Right)
perspectives are critical to a successful Collingwood DAP process review and model.
Council support for continuous improvement as the foundational principle to transform
Collingwood’s DAP model can be a powerful strategic approach re: Doing the Right
Things. Using LEAN thinking and LEAN process re-engineering solutions in tandem with
DAP workflow tool modernization (to streamline, standardize and measure DAP

execution) is practically synonymous with Doing Things Right.
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DAP Reviews that confirm the need to do different things and/or do things differently
are not automatically “right” or binding. Recommendations from this DAP Review must
pass through the lens of accountable Council governance. Councils and municipal staff
teams make real change happen together - not third-party consultant reports. A well-
crafted DAP Review is politically astute without being overtly “political”. Successful
change/modernization projects must secure implementation and appropriate
resourcing support (i.e., staffing hours and $ budget) from elected Councils, as well as a
development community that lives in the real world of commerce and competition.

DAP Reviews and system improvements must combine technical proficiency with
technology-driven innovation, and they must also support Council’s accountability
contract with its taxpayers, development community stakeholders, and residents.

To Do the Right Things and Do Things Right, change management discipline and LEAN
processing rigour is required. Powerful Insights around successful change management
execution can be found in the 4 Disciplines of Execution - a powerful and proven change
resource strongly adopted by the Performance Concepts/Dillon team.
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Figure 10: Power of LEAN Thinking to Transform Development Approvals Process
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DAP Review Methodology

The Performance Concepts/Dillon team has executed numerous evidence-based DAP
reviews of the past two decades. The proven approach utilized by our team is set out in
the figure below. The key to a successful DAP review is to transition from “As Is” Current
State DAP to an envisioned high performing “As Should Be” Future State DAP.
Implementation of significant/measurable performance improvement is critically
important, and the 3-year Implementation Plan (Roadmap) advanced by Performance
Concepts/Dillon is carefully configured to create the right mix of change management
project discipline/flexibility moving forward.
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Figure 11: 3-Year Implementation Plan (Roadmap)
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Project Kick-off and Data Collection

2.2.2

The Project Kick-off meeting reviewed the interconnected DAP Process Review and the
DAP Fees Review. The session focused on methodology confirmation, project critical
path, expected deliverables and specific unique challenges facing Collingwood.

Performance Concepts/Dillon worked closely with Collingwood staff to identify an
inventory of existing/available DAP data sets, Council Reports, budgets, organizational
charts, and other appropriate information sources. This “rapid data transfer” project
initialization has informed the subsequent execution of the two-part DAP improvement
assignment.

“As Is” Current State DAP — Town GEMBA Walks & External Stakeholder Consultations

2.2.3

Subsequent to project initialization, the Performance Concepts/Dillon team facilitated
20+ engagement sessions with a range of Town business units, members of Council,
County and Conservation Authority staff representatives, and local development
industry stakeholders such as GTDI. These sessions generated a fundamentally solid
understanding of Current State DAP and identified preliminary opportunities for DAP
improvement that were subsequently investigated in more detail by the Performance
Concepts/Dillon team.

SWOT Evaluation of DAP “As Is” Current State

2.2.4

Using compiled data and insights gleaned from LEAN Gemba Walks and development
industry engagement sessions, interactive SWOT working sessions (using the Google
Jamboard tool) were executed with the Town’s DAP staff team.

These SWOT working sessions confirmed and expanded the Performance
Concepts/Dillon team’s understanding of the Current State DAP model. The SWOT
analysis generated an evolving set of DAP improvement opportunities that would inform
Future State Findings and Recommendations.

Municipal “Best Practices”

The Performance Concepts/Dillon team carried out an independent review of Ontario
municipal sector “best practices” relevant to Collingwood. Bill 109 adaptation emerged

as the key issue meriting a detailed scan of evolving approaches across Ontario growth
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municipalities. Innovative approaches to DAP fee re-design plus “front-end DAP”
process re-engineering innovations were evaluated for potential deployment in
Collingwood. A menu of Bill 109 adaptation options for Collingwood staff and Council to
consider were brought forward to a facilitated working session with the Town’s DAP
management team. The Town is well positioned to build/implement its own “made in
Collingwood” Bill 109 adaptation framework.

225 “As Should Be” Future State Recommendations

Draft Findings and Recommendations for a high performing Future State Collingwood
DAP model have been prepared. Interactive stress testing sessions with the Town’s DAP
staff have strengthened and refined the initial draft Recommendations package
developed by Performance Concepts/Dillon. Final Recommendations have been
categorized in this Final Report as either “Strategic” game changers for Future State DAP
or as “Tactical” incremental DAP improvements that will deliver cumulative benefits
over time.
Strategic and Tactical Recommendations have been further organized into the following
high performing DAP categories/themes:

1. “Who Does What” Role Clarity

2. DAP LEAN Process Improvement

3. Governance and Stakeholder Relations

4. Optimizing DAP Technology

5. Measuring DAP Performance and Setting Target Timeframes

6. Securing Sufficient DAP Resourcing Capacity (also to be addressed in the

Development Process and Fees Review Phase 2: Fees Review Final Report - under
separate cover)
General Recommendations are also included which are purely administrative in nature.
2.2.6 Final Report and 3-Year DAP Performance Improvement Plan

A 3-year Implementation Roadmap has been prepared to triage the various Strategic
and Tactical Recommendations and create a flexible/adaptable change management
pathway moving forward. The Implementation Roadmap balances the workload realities
of staff’s DAP execution “Day Job” with the need to build change momentum. The need

\_ for dedicated resourcing (staff resources and financial resources) to secure necessary
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change management focus/discipline has been addressed to ensure success; side-of-
the-desk approaches to change management are always inadequate and pre-ordained
failure.

“As Should Be” DAP Process Maps

In addition to a robust package of DAP improvement Findings/Recommendations, the
Performance Concepts/Dillon team has constructed a comprehensive set of DAP Future
State process maps that encompass Collingwood’s core Planning/Engineering DAP
application categories.

The Future State process maps anticipate certain aspects of Bill 109 adaptation
supported by Collingwood staff and feature high-level aspirational timelines that could
evolve into targets once Collingwood’s DAP resourcing gaps have been addressed.
Future State process maps also incorporate process improvement and CityView
automation Recommendations put forward in this Report.

Future State process maps will standardize DAP execution moving forward, and optimize
the efficient deployment of finite DAP resources, while also addressing regulatory
timeframe challenges.

Future State process maps have been provided to the Town of Collingwood under
separate cover.
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Exploring the Collingwood DAP “As Is” Current

State

Based on the review of information and materials provided by the Town, together with
internal and external stakeholder engagement sessions and the subsequent SWOT
analysis, the Performance Concepts/Dillon team compiled key observations on
Collingwood’s Current State DAP model. These findings are presented in the following
sections.

DAP Cost Recovery Model

Collingwood has not undertaken a DAP fee review within the past 10 years or longer. As
is always the case with Ontario municipalities prior to modernizing their
Planning/Engineering DAP fees, Collingwood has not yet secured a “growth pays for
growth” cost recovery model. Existing development in Collingwood (i.e., local property
taxpayers) is currently subsidizing a major portion of DAP approval processing costs for
new development (i.e., subsidizing corporations or individuals receiving significant
economic benefit). Improving DAP cost recovery will reduce the property tax impacts of
DAP staffing and operations - freeing up already budgeted tax room to deal with other
Town priorities. The Development Process and Fees Review Phase 2: Fees Review Final
Report (under separate cover) will address Collingwood’s cost-recovery
improvement/DAP fee modernization options in considerable technical detail.

The figure below captures the importance of cost recovery fees “providing the fuel” for
LEAN DAP execution. Fee revenue streams pay for staff/consultant processing “muscle”
that in turn executes LEAN standardized DAP processes.
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Figure 12: The DAP Improvement “Big Picture”
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DAP Organization Design/Resourcing — Who Does What

The figures below document the Town of Collingwood business units and specific staff
positions that participate in DAP. Staff from Planning, Building, Engineering, and
Environmental Services participate in DAP across a range of DAP application
categories/processes. Administrative support is provided by Finance and Clerks staff
across a number of DAP application categories/processes. Other Divisions are more
peripherally involved in DAP review such as Fire Services and Parks Recreation and
Culture.
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Figure 13: Planning Staff Roles Involved in Various Planning Approval Processes
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Legend: Dark green indicates the potential for direct involvement in the listed process, as broken down by role. Light green indicates the potential for limited or passive involvement in the listed process.
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Figure 14: Engineering and Environmental Services Staff Roles Involved in Various Planning Approval Processes
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Manager, Parks -
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Legend: Dark blue indicates the potential for direct involvement in the listed process, as broken down by role. Light blue indicates the potential for limited or passive involvement in the listed process. Gold
and red represent the potential for involvement of the Manager of Parks and Fire Chief in various processes, respectively.
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DAP Process Execution

3.3.1

Aside from the water servicing capacity challenges that prompted the ICBL and SCAP,
Collingwood currently deploys a conventional DAP delivery model. The type and volume
of DAP applications is typical of a southern/central Ontario municipality experiencing
moderate growth.

The Current State review confirms the absence of target timeframes and service level
standards across core Planning application categories. The Current State review has also
documented a reporting gap on actual application processing timeframes. Most
timeframe tracking is ad hoc and executed manually outside of CityView standardized
reports.

Coordination with external agencies, specifically around receiving timely technical
review inputs from the County of Simcoe (the “County”), Nottawasaga Valley
Conservation Authority, and Grey Sauble Conservation Authority, is a challenge
experienced on DAP applications requiring involvement beyond the Town. Simcoe
County and the Conservation Authorities (“CAs”) each have their own DAP workflow
tools that do not integrate with Collingwood’s CityView workflow tool. The result is
uncoordinated/siloed workflow tracking, a duplication of effort documenting progress
on shared files, and potential disorganization of file information and data including
version tracking problems.

Across the various Gemba Walks and SWOT sessions, Collingwood staff identified
opportunities for improvement around application intake, the “Deemed Complete”
decision, and the Technical Review Cycles characterized by back-and-forth interaction
with applicants/consultants and internal/external commenting agencies.

Pre-Consultation to Deemed Complete Decision

Traditional Pre-Consultation Model

Collingwood operates a fairly typical traditional Pre-consultation model, focused around
regularly scheduled monthly meetings with applicants to discuss potential/preliminary
development applications for OPA, ZBA, Site Plan, and Draft Plan of
Subdivision/Condominium applications. Pre-consultation meetings may precede other

\  DAP applications depending on the complexity of the application, and also may be
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waived at the discretion of senior staff in accordance with the Town’s Pre-consultation
By-law.

An applicant is encouraged to submit a Pre-consultation request to Planning’s
Administrative Assistant via the CityView portal. Hard copy applications are accepted,
although portal applications make up the vast majority of applications received.

Internal application vetting meetings are held to ensure the materials are sufficient to
convene a pre-consultation meeting. The Administrative Assistant confirms that the Pre-
consultation application form and supporting documentation have been submitted
along with the fee prior to the application being reviewed at an upcoming internal
vetting meeting. If DAP staff are satisfied that sufficient detail has been provided to
review the Pre-consultation application, it is scheduled for an upcoming Development
Review Team (DRT) meeting. DRT meetings occur once per month with the schedule
posted online annually.

A wider circulation to internal Town departments and external agencies occurs prior to
the DRT meeting. Although comments are typically received by the Planner (for the
purposes of this Report “Planner” is the term used for the file manager and that may be
a Community Planner, Senior Planner, or the Manager of Planning), preliminary
comments are not issued to the applicant prior to the meeting. Discussion regarding the
development concept and process requirements occur with the applicant at the DRT
meeting, and issuance of formal written comments and a list of complete application
submission requirements follow the meeting, with no documented service standard but
staff attempt to provide the compiled comments package typically within two to three
weeks of the DRT meeting. Pre-consultation comments are valid for six months. An
applicant must repeat Pre-consultation if a formal Planning application is not made
within six months or if more information was requested after the initial pre-consultation
meeting, which may impact a future complete application.

For complex applications, the Town has recently been “testing the waters” around a
second required Pre-consultation review in order to flush out certain development
details. A second Pre-consultation can also be mandated if it is difficult for staff to
determine the required future approvals checklist based on site constraints, lack of
upfront information, or if an applicant significantly changes their concept plan.
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The Performance Concepts/Dillon team recognizes the steps already taken to modernize
the Pre-consultation model in Collingwood and encourages the Town to continue
refining their evolving ZBA/Site Plan sequential processing model through the formal
adoption of a procedure. Sequential ZBA/Site Plan Pre-consultations and application
processing pathways are now unavoidable across Ontario in order to reduce exposure to
Bill 109 fee refunds and recognize the misalignment between Planning Act review
timelines for ZBAs (90 days or 120 days if concurrent with an OPA) and Site Plans (60
days).

Deemed Complete Decision

Following the conclusion of Pre-consultation, Collingwood relies on the Administrative
Assistant in consultation with the assigned Planner to support a formal application
intake over the CityView portal, and the subsequent “Deemed Complete” decision. A
Planner (typically the Planner who managed the Pre-consultation application) executes
a piece-count completeness check against the requirements established by Pre-
consultation. The statutory Deemed Complete decision is then undertaken by the
assigned Planner who is expected to coordinate with other internal service units to
ensure submitted materials satisfy the requirements documented at the end of Pre-
consultation. The Town typically requires the full 30 calendar day statutory timeframe to
arrive at a Deemed Complete decision. Through the various GEMBA Walks it is evident
that Collingwood’s execution of early-stage DAP (Pre-consultation to the Deemed
Complete decision) is somewhat ad-hoc, and heavily dependent on email
communication outside of CityView, which can lead to a lack of organization of
communication records.

Technical Review Cycles to Approval

Following the submission of a DAP application (Official Plan Amendment, Zoning By-law
Amendment, Site Plan Control, Plan of Subdivision, and others), the assigned Planner
oversees application intake and works with the Administrative Assistant to prepare the
email circulation to Town technical reviewers and external agencies. The assigned
Planner also conducts a limited content review of the submitted material for quality,
although the Planner is not always equipped with adequate technical knowledge of
studies and/or reports better reviewed by Engineering or staff from other disciplines.

\  Third-party consultant peer reviews are used to provide specialized technical expertise
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where it is not available in-house and/or to free-up staff capacity for other DAP tasks.
These consultants are retained in a variety of ways from sole source to a roster. Ensuring
there is a consistent and formalized procurement roster or other expedited process to
retain them without causing file processing delays would be beneficial.

The notification of review is issued by email to a long distribution list (i.e., Not tailored
to the nature of the application), with high-level details about the application and a
SharePoint link with the appropriate submission materials. The intent of this SharePoint
link is for external reviewers to be able to access file information. Internal Collingwood
staff are able to access the same documents through CityView or other internal
document storage sites. Collingwood currently lacks a consistent approach to obtaining
access to DAP documents (for both internal and external reviewers) in addition to the
lack of selectivity in circulation. A wide range of technical reviewers are “default”
notified of the need for technical review, even if their input is not required for the
application in question.

Following notification to commenters, the Planner assumes administrative custody of
the file; receiving all technical review comments, vetting the various comments, and
consolidating them into both CityView and TOMRMs. There is a glaring redundancy of
effort in DAP document and comment storage across various information management
platforms. There is also inefficient deployment of effort by the Planner inputting
multiple comments into CityView from various internal business units that already have
unimpeded access into CityView. Finally, there is a high degree of sub-optimal manual
inputs and reliance on email communication (outside CityView) for commenting or
circulations that can be automated. The residual corporate culture of working around
CityView is compromising the available efficiencies from working within CityView as the
mandatory information backbone of DAP.

Technical Review Cycles are supposed to operate within a three-week timeframe from
the date of the initial circulation email, although a complete set of comments are almost
never received within three weeks for substantial files. Missing/delayed comments
typically come from external agencies, although business units such as Engineering
Services are frequently delayed depending on available staff resources, competing
demands outside of DAP, and/or other workload priorities within DAP. A comment

response matrix is used by the Planner to track comments and guide the technical
review, although there are opportunities for increasing standardization of the template
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and providing areas for the applicants or Town service units to respond in real time
through CityView.

Following Technical Review, approval decisions are made by Council or by staff on a
delegated basis, depending on the type and complexity of the application. Council
decisions require the assigned Planner to write a staff recommendation report and
require senior staff review/sign-off involving a long lead-time prior to being placed on a
Committee and/or Council agenda. Additionally, a Statutory Public Meeting may be
required prior to the Committee/Council meetings and prior to the staff
recommendation report being completed. In marked contrast, delegated decisions are
limited to Site Plans and minor development applications (e.g., condominium approval
exemptions, minor adjustments) and staff still prepare recommendation reports, which
are posted for Council and public information, even though public meetings or a Council
decision are not required. This report is likely unnecessary or could be substantially
shortened/streamlined and results in staff effort that could be focused on higher value
DAP work. Collingwood’s current application of delegated authority is limited and does
not realize the full range of processing efficiencies available to Ontario municipalities as
permitted under the Planning Act.

Post-Draft Plan Detailed Engineering Review & Conditions Clearance

Following a Draft Plan of Subdivision/Condominium Description approval, applicants
initiate a time-sensitive Post-Draft Plan Engineering Review phase that culminates in the
registration of legally created lots/blocks/units. A Post-Draft Plan phase can encompass
all Draft Approved lots, or a portion of these lots. The timing of these phases is variable -
they can immediately follow Draft Plan approval or can proceed after a significant
amount of time has transpired. The Town provides a baseline 3 years for proponents to
undertake the Post-Draft Plan phase in accordance with the Planning Act, and
extensions may be granted based on approved policy.

Multiple Post-Draft Plan phases per Draft Plan approval are fast becoming become the
standard approach in Collingwood due to market conditions and servicing capacity
constraints. In fact, each Draft Plan of Subdivision approval moving forward will
mandate exactly how many Engineering Review phases are going to be required.

As is the case with Planning DAP applications, Post-Draft Plan Engineering Review
phases are initiated by a technical submission from the applicant. These technical
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submissions are required to obtain Town approval of infrastructure design for the
Subdivision. For each phase a series of Technical Review Cycles are executed back-and-
forth with the applicant’s engineering consultant. Water, wastewater, stormwater, and
road infrastructure designs are refined and typically approved by the end of the third
review cycle.

A series of related permits, clearances from external agencies, and executed
agreements are required of an applicant during a Post-Draft Plan phase.

A Site Alteration Permit is a pertinent example that is being adopted by Ontario growth
municipalities. A Collingwood Site Alteration By-law creating a new Permit (replacing the
outdated Fill Permit By-law) process (replacing the current outdated Fill Permit By-law)
would address the need for rough/early site grading permissions as well as creating a
time period “pause” to resolve tree protection/removal issues which are currently dealt
with through a Tree Destruction By-law. The Site Alteration Permit process would
control the timing of rough grading to ensure Draft Plan conditions around
archaeological review, have been properly addressed and cleared before significant site
alterations begin. Performance Concepts/Dillon are of the opinion that final preparation
and implementation of a Site Alteration By-law/permitting model should proceed
expeditiously.

Post-Draft Plan phase agreements typically include an optional Pre-Servicing Agreement
and always include a mandatory Development Agreement that establishes a series of
legally enforceable conditions the applicant must fulfill before the Town will assume the
public infrastructure within a Subdivision. A Development Agreement combined with
final infrastructure approvals issued by the Town clears the way for legal lot creation
and subsequent Building Permit issuance.

Collingwood Engineering staff largely oversee the Post-Draft Plan phase and related
processes as outlined. They are supported by Planning PRC, Finance staff, and outside
legal resources.

The Post-Draft Plan stage of DAP is often time-sensitive. Applicants typically are selling
housing units “on spec” with legally enforceable closing dates. They must navigate the
Post-Draft Plan phase on a predictable timeline, get their lots registered, obtain Building

Permits, and secure post-construction Occupancy Permits prior to closing dates agreed

\_ to well in advance.
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Collingwood has processed one to two of these Engineering Review phases annually

since 2018. Forecasts indicate that four to five of these effort intensive phases will soon

come forward annually. This workload spike presents a significant processing capacity

challenge for Collingwood. Processing capacity chokepoints for the Post-Draft Plan

Engineering Review component of DAP are frequently identified by the Performance

Concepts/Dillon team during DAP reviews carried out across Ontario.

3.3.4 Transition from Planning/Engineering DAP to Building DAP

Properly configured transitions from Planning to Engineering and to Building processes
are considered a “best practice” across Ontario. Carefully executed transitions and
overlaps reduce overall timeframes for applicants to get “shovels in the ground”.
Building Permit applications can be submitted and reviewed prior to all “applicable law”
complete application requirements being satisfied. Once applicable law requirements
are in place (e.g., Site Plan drawings signed-off) Building Permits can then be
immediately issued on a “just in time” basis.

Overlapping DAP processes are appropriate for both the Site Plan and Subdivision
processing channels in Collingwood. Currently Collingwood uses CityView workflows in
only a very limited way to track the progression of Site Plan files to a milestone “trigger-
point” that allows Building Permit application submission and Building Permit issuance
to proceed. The current Collingwood overlapping DAP process is much more informal
and ad-hoc; involving staff-to-staff inquiries and responses using email outside of the
CityView workflow tool. This ad-hoc approach is sub-optimal. Ideally a CityView trigger
confirming signed Site Plan drawings would prompt acceptance and processing of an
overlapping Building application and permit issuance.

It should be noted that Collingwood does not currently make frequent use of existing
statutory provisions around issuing Conditional Building Permits. Conditional permits
dealing with advance approvals for foundations and/or below-grade servicing
connections are often used in Ontario growth municipalities to accelerate construction.
They do however pose workload, workflow, and risk management challenges for
municipalities.

In the Subdivision driven development channel, advance overlapping submission and

review of an applicant’s plans for repeat house models (occurring prior to legal lot
creation) is utilized across Ontario. This approach prevents large batches of Building
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Permit applications from subsequently appearing “on the Building Code clock” after
Registration and then requiring impossible-to-deliver 10-day permit decisions from the
Chief Building Official (CBO).

Collingwood’s Building Department is well versed in the technical details/approaches to
properly functioning overlapping DAP processes. The CBO is currently applying
appropriate decision-making in coordinating appropriate overlap decisions but would be
aided by more robust CityView configurations featuring specific designated milestones
in the Site Plan process map to trigger acceptance of Building Permit applications and
issuance of Building Permits.

3.35 Post-Occupancy Inspections & Securities Release

Following the completion of construction at the conclusion of the Building Permit
process an Occupancy Permit is issued. Applicants can then confirm they have satisfied
post-construction provisions embedded in Collingwood’s already-executed development
agreements.

Collingwood makes use of a “hybrid” approach to clearing these post-occupancy
development agreement provisions. Most of these provisions involve the timing of
infrastructure completion such as street lighting, curbs, and final asphalt, as well as
landscape amenities and final “As Built” grading. Collingwood’s hybrid approach to
provision clearance relies primarily on the applicant’s engineering consultant to
document clearance via their own inspections, letters of certification and “As Built”
confirmations. Town staff also conduct periodic/selective on-site inspections with or
without the applicant’s consultants - in other words, limited oversight, and clearance
confirmation. These two approaches taken together function as a not uncommon hybrid
model for Ontario mid-sized municipalities.

Town staff acknowledge a more robust independent review/oversight role would be
ideal - if the existing finite DAP capacity were expanded to support this higher level of
due diligence. The current hybrid approach seeks to transfer primary legal liability to the
applicant, as opposed to a more effort-intensive municipal verification effort that would
guarantee all post-Occupancy development agreement provisions have been robustly
satisfied. The hybrid approach, while less than optimal, is not unusual across mid-sized

Ontario municipalities. Planning and Engineering staff in Collingwood each review
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distinct agreement conditions that trigger a positive inspection decision that gives the
green light to Finance to release securities.

Committee of Adjustment

The initiation of most Committee of Adjustment applications is typically triggered by the
lack of ability for a landowner to obtain a Zoning Compliance Certificate or by
applications for Building Permits that do not comply with applicable law. Where
applicable, Collingwood typically prefers Minor Variance applications to be submitted
after an initial Technical Review Cycle for a Site Plan has been completed. This staged
approach ensures the initial Building Permit submission is not premature and is
consistent with the applicable law aspects of the Site Plan design (e.g., building footprint
positioning and coverage). Committee of Adjustment applications are accepted and
processed through the CityView portal by the Planning Technician who confirms the
completeness of the application (including fee payment) and then circulates the
application to the appropriate reviewers. The Planning Technician and/or a Planner will
conduct a content adequacy check.

Collingwood’s Committee of Adjustment structure and model of proceedings follows a
typical Ontario municipal model, whereby meetings occur on a monthly basis, the
Planning Technician prepares and issues the Notice of Public meeting, and the Planning
Technician together with the assigned Planner prepares the Committee of Adjustment
report and application recommendations. The Committee meetings address both
Consent and Minor Variance applications in the same meeting and have a fairly quick
turnaround time that meets statutory requirements.

As observed, some challenges with the current Committee of Adjustment structure
include delayed response times from external agencies such as Conservation Authorities
which can result in the Town issuing condition based approvals until comments are
received; a high dependence on email communication which can lead to redundancies
and additional workflow for staff; blurred roles and responsibilities for Committee
members, staff, and Council involvement in Committee of Adjustment proceedings; and
the potential for deferring applications when review comments are not received or due
to missing information in application packages.
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Version Control and Document Storage

3.5

Throughout the Current State Gemba Walks the Performance Concepts/Dillon team
repeatedly documented a fragmented corporate approach to the storage of DAP
information and file management. Specifically, there are five existing
platforms/approaches that are simultaneously being used for document storage, file
sharing, and version control aside from CityView. These disparate solutions include:
TOMRMSs/S Drive, SharePoint, Microsoft Teams, email, paper/hard copy, and
desktop/local copies.

This fragmented approach has a significant negative impact on Current State DAP
performance. Inconsistent file management disrupts efficient application processing,
generates uncertainty when attempting to report/analyze DAP performance, limits
access to files for staff who are not assigned to a specific project or after staff turnover,
and hinders information sharing with external agencies. Additionally, this sub-optimal
approach may lead to loss of data or documents in the event of a departing staff
member solely storing information on local drives. Version control problems within any
given file are an ongoing risk.

CityView DAP Portal/Workflow Tool

Collingwood has selected CityView as its DAP workflow tool. The Town has implemented
an online application intake portal, although it has yet to be consistently utilized to its
full extent.

There are a number of commercial DAP workflow platforms available to Ontario
municipalities. They have similar functionality, and they can be configured to track and
timestamp workflow progress across milestones, automate communications with
applicants, integrate GIS and drawings markup software, generate data streams for DAP
performance reporting, and can feature public facing dashboards. The key to a
successful rollout of a DAP workflow platform is the upfront effort to maximize
workflow tool functionality by robustly configuring efficient Future State processes for
each DAP application category.
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Measuring DAP Performance and Setting Targets

Collingwood does not currently make use of Key Performance Indicators (KPIs) to
manage/coordinate DAP service delivery. DAP performance metrics are not proactively
rigorously tracked across applications, nor are results transparently reported to Council
or shared with development industry stakeholders. While DAP staff refer to aspirational
target timeframes for processing applications, actual timeframes are not yet reliably
tracked in CityView or any other software tool. Bill 109 refund exposure and SCAP
servicing allocation commitment expiry dates have resulted in a renewed effort to
generate a refund tracking dashboard or automated refund calculation solution. Much
work remains to be done in transforming a “metrics blind” version of DAP into a data-
driven, LEAN high performing DAP that features KPIs and performance targets
supported by CityView data reports.
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SWOT Evaluation of Collingwood DAP

SWOT is a useful diagnostic tool/framework for understanding the Current State
performance of Collingwood’s DAP delivery model. The figure below provides insight
into the SWOT based approach to evaluating a municipal DAP model. Internal
Strengths (S) and Weaknesses (W) can be explored and documented, as can externally
generated Opportunities (O) or Threats (T) impacting overall DAP performance.

Figure 15: SWOT Based Approach

Positives Negatives

Internal to the organization =

External to the organization =

The Performance Concepts/Dillon team facilitated two SWOT working sessions with the
Town’s DAP staff team/leadership. These SWOT working sessions explored and
evaluated the performance characteristics of Collingwood’s Current State DAP model.
The SWOT provided root cause insights around DAP performance challenges, thereby
informing this Final Report’s portfolio of Recommendations to achieve a high
performing Future State DAP model.

The Performance Concepts/Dillon team introduced specific considerations to give the
SWOT sessions greater structure:

e Strengths and Opportunities = positive factors
e Weaknesses and Threats = negative factors

SWOT working sessions utilized pre-populated Google Jamboard slides to capture the
\complexities and interrelated performance issues within Collingwood’s DAP model.
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These Jamboard screens contained “get started” information, and Collingwood staff
were then able to provide real-time feedback and numerous DAP performance insights
directly into the Jamboard platform.

For illustrative purposes, a screen capture of one of the Google Jamboard slides used in
the facilitated SWOT sessions is presented below.

Figure 16: DAP Process Execution
DAP Process Execution
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Based on facilitated dialogue with the DAP staff team, the SWOT analysis identified
numerous high-level “DAP issues”, which translate into performance improvement
opportunities moving forward. SWOT Weaknesses can be converted into Strengths, and
SWOT Threats offer the chance to pivot and capitalize on new Opportunities.
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The SWOT discussions/staff inputs were framed around the following DAP performance
themes:

¢ Internal Strengths and Weaknesses
o Modernizing Technology
o Process Execution
o Role Clarity
o Resourcing
o Timeframe Targets
o KPls and Technology Tools
o Council Relationship with Staff
e External Opportunities and Threats
o Development Community DAP Improvement Priorities
o Council Relationship with Development Community
o Regulatory Changes and Compliance Risk

To kick-off the SWOT working sessions, the Performance Concepts/Dillon team posed
the following questions:

Figure 17: Summary of SWOT Meaning

e
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SWOT insights documented within the sessions appear in the following Strengths,
Weaknesses, Opportunities, and Threats summary tables.

N

Town of Collingwood _%
Development Process and Fees Review - Phase 1: Development DILLON
Approvals Process (DAP) Review — Final Report CONSULTING
March 2024 - 23-5948 PERFORMANCE
CONSULTING

Page 483 of 721



T2/ J0 81 abed

4.1

/
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Table 3: DAP Strengths

SWOT Theme

Observation

Modernizing DAP Technology

Properly functioning DAP intake portal in CityView;

Evolving utilization of CityView and ongoing software configuration improvements underway;

Acknowledgement that robust/dedicated project management resourcing by Collingwood is necessary for successful CityView;

Consensus that current CityView configuration for DAP needs significant improvement;

Consensus that CityView should be/will be the sole DAP workflow solution and that all Town staff working in DAP must work within CityView;

Excellent coordination and attendance by multiple Town business units for Pre-consultations meetings;

Close working relationship between Planning and Information Technology teams, allowing for specific Planning needs to be understood and efficiently addressed;
and

Established lines of information communication available to the public (CityView My Community Notifications, Engage Collingwood, and the Civic Web portal).

DAP Process Execution

Ongoing Town DAP staff team commitment to improving the end-to-end DAP process;

Evolution of SCAP servicing capacity allocation tool and willingness to apply continuous improvement;

Documented (overlapping) processing transitions: Planning application processing to SCAP, back to Planning application decisions, onwards to Building Permit
issuance;

Strong understanding of need for aligned DAP fee design and DAP process redesign, including Bill 109 adaptation options;
Pre-consultation process evolving to be more thorough/robust, responding to Provincial Bill 109 application timeline pressures;

Town now requires applicants to pick up and post Committee of Adjustment Notice signs, saving productive staff time;
Recent/appropriate response to Bill 109 by adopting sequential Pre-consultation model and consecutive ZBA/site plan processing;
Effective use of peer reviewers when internal workload capacity is exhausted or where internal expertise does not exist;

Dedicated staff DAP team of cross-disciplinary professionals focused on relationships and trust between disciplines;

New/evolving DAP team members and leadership (fresh culture of innovation that is adaptable to change and supported by leadership);
DAP team open to public/industry input and feedback (transparent communication).

“Who Does What” Role
Clarity

DAP Resourcing

Good working relationship with external agencies. Mutual roles/responsibilities are clearly defined;
Staff willing to break down role uncertainty, but the process is not set up to allow this to happen effectively; and
Clarity on when internal individuals assigned projects, although transparency is not always achieved for tracking/identifying who is assigned other files.

Motivated and dedicated staff willing to cooperate when addressing periodic file processing capacity shortfalls;
DAP Fees Review will generate high quality processing effort data that can be repurposed into a business case for potential staffing enhancements; and
Targeted hiring process leading to qualified candidates.

DAP Timeframe Targets

Staff consensus around value of automated timeframe tracking (reports) generated by properly configured CityView;

Openness to sharing time frame data on file progress with applicants/public via the Portal “viewer”;

Excellent prioritization and rechecking often to know priorities; and

The transition from Council to Committee of the Whole governance provides two rather than one opportunity per month to advance DAP applications, making
legislative timelines more manageable.
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4.2
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SWOT Theme

Observation

DAP KPIs and Technology Tool
Support

Current DAP review will recommend a portfolio of go-forward KPls;

KPI rollout will be linked to CityView workflow tool upgraded configuration;

Recognition that CityView configuration improvement will generate time frame measurement capabilities required for KPl measurement and target setting;
Staff team consensus that processing timeframe targets need accountability teeth to ensure compliance; and

Collingwood'’s properly functioning DAP portal will provide a “viewer” function for applicants to track file progress against targets, with the ultimate goal of a
publicly accessible dashboard showing limited detail about key milestones.

Council Relationship with
Staff

Council consensus with DAP staff team around SCAP as a necessary tool to allocate limited capacity in a way that supports good planning and complete
communities; and
Professional and respectful relationships.

DAP Weaknesses

Table 4: DAP Weaknesses

SWOT Theme

Observation

Modernizing Technology

Fragmented approach to data management with six confusing/redundant platforms beyond CityView;

Inconsistent file naming and version management;

Lack of centralized software for status tracking, file management, and communication;

Inadequate CityView configuration not reflecting an optimized Collingwood DAP model;

No auto-generated file processing timeframe reports available to compare actual time frames against target timeframes (i.e., must be done manually);
Absence of clarity regarding CityView implementation, overall project ownership/accountability, resourcing, and unclear timeframes;
CityView is a centralized software which is underutilized;

Limited control over who is making changes to the system where it may affect other users;

No digital versions of old files and agreements;

Lack of CityView “super user” or internal support resources (IT and training); and

BlueBeam not fully utilized.
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SWOT Theme

Observation

Process Execution

Absence of properly mapped DAP processes leading to absence of LEAN standardization, especially for new staff;
New and/or early in career staff due to turnover;

Timelines not always being met for receiving pre-consultation and/or technical review comments;

Heavy reliance on email and high email traffic, in addition to other forms of communication;

Not utilizing CityView centralized software for status tracking, file management, file numbers, and communication;
Staff can be too involved during the peer review process, themes getting lost in translation;

Lack of standardization across DAP process execution between staff members;

Process for servicing allocation through the SCAP can be complicated for people to understand;

Absence of documented processes and contacts with common tasks, deadlines, etc.;

Technical Review Cycle completion time frames are not consistently being met by external agencies;

Difficulties in "baton handoff" between application/inquiry phases;

Absence of clarity on park dedication in back-end of subdivision process; and

Lack of file history tracking and linking applications into CityView by property.

N

Role Clarity Need for improved coordination between Building and Engineering Services regarding grading/drainage end-to-end roles and responsibilities;
Technical Review Cycles do not clearly assign items requiring comment to specific Town business units or staff which leads to redundancies;
Lack of identification on who the assigned planner is when tasking external agencies;
Roles in Subdivision Agreement and Registration process are not clearly identified;
Town has not optimized respective roles of admin staff versus Planners when it comes to file management and support for CityView;
Back-end processes such as preparation of agreements, monitoring, administration, securities, registration of easements has lots of overlap and lack of role clarity
between Planning and Engineering;
Files are assigned to multiple people over their life cycle; and
Lack of clarity regarding the responsibility to ensure that plans submitted as part of Building Permit applications are in general conformity with Planning Act
approvals.
Resourcing High individual workload capacity leading to slower turnaround times;

Fee/Deposits do not yet recover appropriate share of DAP processing effort expended by Town staff;

Questions raised around timeliness/quality of outside legal advice and processing resources for DAP;

Engineering Services staffing capacity is significantly lower than Planning staffing capacity;

Planners often are responsible for non-Planning Act applications (Encroachments, Easements, etc.);

Planning is often assigned unrelated work or there are expectations of Planning beyond their responsibilities from other business units;

Resources do not account for OLT appeals or other legal challenges;

Limited capacity for post draft-plan development engineering review, which may cause delays/bottlenecks if multiple phases come forward at once;
Budgets not always linked to actual work forecasts;

Lack of sufficient resources to meet legislative timelines; and

Lack of DAP workload forecast.
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SWOT Theme

Observation

Timeframe Targets

Uneven and inconsistent use of CityView prevents consistent tracking of file progress;

Technical Review Cycle timeframes lack sufficient time to i) provide comments and ii) number of days to consolidate/share comments with applicant;

Absence of fully implemented Bill 109 process adaptations and application decision tracking solution increases risk of fee refund revenue leakage and negative
property tax impacts;

Reactive approach to timeframe tracking rather than proactive; and

No obvious CityView super user/data analyst.

KPls and Technology Tools

No standardized set of DAP KPIs to inform public accountability reporting;

Absence of KPIs measuring actual processing timeframe results makes informed target setting challenging;

Annual budget process used to set DAP staffing/resourcing levels not linked to expected results; and

Absence of DAP fees calculation model makes it difficult to track costs and revenue streams of specific application categories.

Council Relationship with
Staff

Council gaps on DAP knowledge and understanding;

Council is not fully persuaded that efficiency of delegated authority approvals is merited;

Council interventions in the technical aspects of DAP may be reducing overall DAP performance;

Historical issues of mistrust between Council and staff with regards to staff recommendations, standard operating procedures, and answering public questions; and
Desire of some Council members to be involved in Committee of Adjustment decision-making can lead to blurred lines of accountability and decision timing.

DAP Opportunities

Table 5: DAP Opportunities

SWOT Theme

Observation

Development Community
Priorities

Development community acknowledges significant improvement in communication with Town under the current DAP leadership team; and
Strong understanding of both fee design and process redesign adaptation options available to Collingwood.

Council Relationship with
Development Community

Council consensus on benefits/advantages of providing capacity allocation to those projects with the best community planning outcomes;
Recognition of benefits to be derived from ongoing structured framework for dialogue between Town and industry;

Consensus across Town and Industry that workload pinch points and staffing under-investments are an issue; and

Mutual acknowledgement that full cost DAP fees are not problematic if DAP is high functioning.

Regulatory Changes

Strong understanding of Bill 109 and Bill 23 regulatory challenges to DAP; and
Consideration given to modified DAP framework approach to accommodate Bill 109 timeframes.
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Table 6: DAP Threats

SWOT Theme

Observation

Development Community
Priorities

Council Relationship with
Development Community

Regulatory Changes

Absence of technical consensus with development community about extent of servicing capacity shortages, leading to doubts about necessity of SCAP;
Development community reluctance to conditions being imposed via SCAP scoring matrix (e.g., LEED energy efficiency and sustainability scoring);

Dormant files being closed after only four months was flagged as an issue, but after consultation with the Development Community a compromise approach was
reached;

Conflicting technical comments between internal departments;

Challenges with external consultants creating uneven timelines - long delays followed by rapid demands for progress;

Extreme pressure on staff to approve but years go by before shovels in the ground (quick to approve, slow to develop);

Outdated zoning policies;

Lack of prescribed list of Pre-consultation study terms of reference or related submission requirements contributing to weak submissions;

Low Pre-consultation fees;

Friction over constrained lands and need for EIS;

Pivots by applicants (fundamental application changes) being driven by market conditions and applicant desires not being recovered by low fees for additional
cycles;

Pivots by applicants create risk for No Municipal Decision and OLT appeals; and

Submission timing problems with site plan and minor variance applications due to consecutive approval requirement.

Lack of technical consensus between Town and industry re: water capacity issues;

Limited ongoing structured framework for dialogue and consultation between Town and industry and absence of political leadership;
Perceptions of interventionist Council;

Perceptions of one set of Planning DAP rules and other rules for SCAP;

Absence of objectivity for non-Planning Act SCAP scoring provisions causing trust and credibility issues with industry;

Council involvement in technical aspects of certain files is not consistent with municipal sector “best practices” around delegated approvals and opportunities for
reduced Bill 109 decision timeframes;

New Provincial policy framework at odds with Council interventions;

Pressure on staff to enforce SCAP conditions via scoring when Planning Act may not have the leverage to compel them;

SCAP requires significant effort for staff; and

Effort and cost for OLT appeals need to be accounted for during decision making.

The development industry is not supportive of expanded Pre-consultation;
The development industry is not supportive of file closure; and
Friction with the development industry with regards to the refuse or withdraw application approach.
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Key SWOT Findings

The SWOT derived challenges and opportunities faced by Collingwood moving forward
are summarized below:

e Strong desire to modernize DAP review capacity as well as willingness to adopt
changes by knowledgeable and motivated Collingwood staff but limited available
resources to do so;

e Ability to build on the existing positive relationship with the local development
industry, although there is a lack of consensus regarding capacity allocation;

e Fragmented approach to data management with various storage platforms
beyond CityView, as well as inconsistent file and version control management;

e Uneven and inconsistent use of CityView reflects incomplete rollout and lack of
corporation wide training and limits consistent tracking of file progress;

e No standardized set of DAP KPIs to inform public accountability reporting and lack
of standardized conditions/agreement provisions that can be applied for
conditional approval;

e Lack of written procedures, standard templates, upfront agreements for
contingency funds, checklists, etc. limits efficiency and consistency; and

e Reliance on the technical expertise of external partners (e.g., Conservation
Authorities for natural heritage comments) has generally worked well in the past;
however, this collaboration model is now impacted by recent Planning Act
regulatory changes.

Collingwood has a promising opportunity to re-configure the “As Is” Current State DAP
model into the transformed “As Should Be” high performing Future State DAP model
envisioned by the DAP staff team and development community partners at the
beginning of this Review.
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As SWOT informs the envisioned transformation of DAP in Collingwood, the following
questions are posed by the Performance Concepts/Dillon team for consideration:

How do we leverage Collingwood’s capacity to
transform DAP and is there an overriding LEAN DAP

philosophy driving our vision? What are the Wildly
Important strategic directions/big moves?
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Collingwood “As Should Be” Future State DAP

Future State Recommendations will create a pathway to a high performing Collingwood
DAP delivery model. Future State Recommendations have been informed by the in-
depth review of Collingwood’s Current State DAP coupled with the Performance
Concepts/Dillon team’s experience and knowledge of best practices and regulatory
changes impacting DAP. As illustrated in the figure below, the portfolio of
Recommendations is organized into six key themes. Recommendations are also
categorized as either Strategic or Tactical. The impacts of Bills 23 and 109 were
considered in the formulation of certain DAP improvement Recommendations.
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Figure 18: Future State Recommendation Themes
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Secure “Who Does What” Role Clarity

Who Does What

5.1.1.1

Clarifying roles and responsibilities will reduce redundancies in DAP processes, improve
processing consistency and reduce timelines, streamline “hand offs” opportunities
between Divisions, promote accountability, and foster stronger collaborative working
relationships between DAP business units. Acknowledging opportunities to improve
clarity around roles and responsibilities can also provide a safe space for participating
Town staff to raise concerns around recurring inefficiencies or expending excessive
amounts of staff time/capacity on low-value processes. Resolving these matters
collaboratively within the DAP team will contribute to a higher performing DAP model.
Not to be confused with a counter-productive airing of grievances, this transparent
improvement process is all about creating a forum to engage in productive discussion
about the DAP transformation in Collingwood. The following Recommendations align
closely with Future State process maps that document the specific Town business
unit/staff member responsible for executing a given process execution activity.

Post-Occupancy Condition Clearance

Development agreements linked to Site Plan or Subdivision approvals typically contain
conditions pertaining to the provision of infrastructure, assets, and amenities by the
applicant. These conditions constitute a legal obligation by the applicant. Ontario
municipalities, including Collingwood, have a good governance obligation to ensure that
these conditions are met and cleared to ensure that posted securities can be returned.
Many of these development agreement conditions can only be discharged after
construction is completed and the CBO has issued an Occupancy Permit or following an
identified guarantee period.

Municipalities across Ontario have adopted a variety of accountability models when it
comes to condition clearance regarding infrastructure, assets, and amenities. Some
municipalities rely heavily on the applicant’s consultants to confirm that conditions have
been met in a technically appropriate fashion. This approach implicitly seeks to transfer
accountability and inspection effort, and perhaps even legal liability, back to the
applicant. Other municipalities actively engage in their own inspection driven process of
\_ confirming conditions have been appropriately satisfied. This approach seeks to
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minimize risk for the municipality by enforcing accountability onto applicants for
technically appropriate condition clearance. Hybrids of these two approaches are also
common.

Collingwood employs a hybrid model where development agreement condition
clearances are dependent on “As Built” confirmations by applicant consultants plus
selective inspections by Town staff — typically but not always Engineering field staff.
Across Ontario differing combinations of Planning, Engineering and Finance staff are
involved in the condition clearance and securities release process. These municipal staff
groupings are involved in the technical review and inspection of physical assets or
amenities, including the administrative tracking of itemized conditions and the
triggering of securities release. There is no standardized set of roles and responsibilities
across Ontario municipalities; a reality confirmed by sector-wide peer benchmarking.

Planners are typically involved in the administrative side of condition clearance tracking.
Engineering staff can be involved in administrative tracking as well as executing
technical inspections and signing-off on consultant generated confirmations.
Operational efficiency for Collingwood will be secured by having all field inspection
activity executed by one Town business unit (Engineering) while the administrative
tracking of development agreement condition clearance is the responsibility of the file
Planner. Release of securities by Finance will be triggered by the Planner’s
administrative sign-off on the field work executed by Engineering and/or the applicant’s
consultants. This approach will provide role clarity for the Town as well as maximizing
operational efficiencies secured by Engineering field staff potentially addressing any and
all infrastructure, asset, landscape, and amenities on a given field visit to a given site.
The clarification of these roles between Planning and Engineering can be discussed in
the recommended facilitated "Who Does What" roles and responsibilities working
sessions.

Clarifying Roles for Grading and Drainage Review

Selecting a single Town business unit to oversee grading and drainage matters across
DAP is consistent with evolving Ontario municipal sector standard practices.
Collingwood DAP will benefit from establishing continuity and consistency of technical
review across core Planning and Building delivery channels. The result of establishing
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role clarity will be LEAN execution of DAP when it comes to Subdivision and Site Plan
channels.

Public Works, and specifically Development Engineering, is the appropriate business unit
to oversee grading and drainage matters across Planning and Building DAP. The Grading
and Drainage process diagram below (next page) is instructive when considering the
benefits of establishing end-to-end accountability and coordination for DAP grading and
drainage matters. The process diagram is focused on Subdivision driven development,
but the benefits of clarity, consistency, and accountability will also apply to the Site Plan
development channel.

Development Engineering would review and approve the critically important Master
Grading Control Plan for each Draft Plan of Subdivision. After lot registration, as
individual Building permit applications are received, Development Engineering will
review/approve submitted Grading Plot Plans. Lot by lot grading conformity with the
Master Grading Plan will be secured by ensuring the same staff that approved the
Master Grading Plan also review/approve individual plot plans.

Development Engineering staff will also protect the integrity of the overall grading
solution for a Subdivision by ensuring Top-of-Wall elevations for residential foundations
are acceptable/within tolerances prior to backfilling and framing proceeding.

After Occupancy has been granted, Development Engineering will secure and evaluate
“As Built” confirmation letters/drawings provided by outside engineering consultants.
These “As Built” confirmation drawings will be carefully documented by Development
Engineering for future reference when the inevitable “grading wars” break out between
future neighbours after arbitrary changes to approved grading and drainage occur.

Finally, Development Engineering will conduct the required final walk-through
inspections of completely graded sites (along with outside engineering consultants) to
ensure the on-the-ground grading solution is in conformity with previous approvals and
consistent with submitted As Built drawings. This grading and drainage comprehensive
inspection triggers the refund of the remaining Draw-down Grading securities collected
at the execution of the Subdivision Agreement.
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Figure 19: Grading Review Process as Executed by Development Engineering
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Development Engineering should also assume exclusive responsibility for the review of
grading and drainage matters for Building Permit applications/decisions linked to Site
Plans where they have already approved the relevant drawings. In this way conformity
between the two sets of grading/drainage drawings is guaranteed.
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Table 7: Future State Recommendations
No. Stratt?glc/ As Is Finding Recommendation Expected Benefit
Tactical

RC1 | Tactical Technical review requests are issued to a Circulate relevant departments and agencies only. The circulation list is determined Reduces redundancies and ensures that only
range of reviewers, including those who do | at the discretion of the Planner or delegated to the Planning Technician, as the appropriate/interested agencies are
not have interest in particular applications. | appropriate. involved in technical review.

RC2 | Tactical Duplication of effort between business Use the proposed future state process maps as a guide to clarify departmental roles Improves role clarification and reduces
units in technical review, clearance of and responsibilities for the inspection, sign-off and securities release phases. duplication of effort.
conditions, and securities release approval.

RC 3 | Strategic Planning being responsible for a variety of Document non-Planning Act processes and assign to the appropriate business unit. Frees up Planning to focus on Planning Act
non-Planning Act applications. For example, easements should be assigned to Engineering Services. applications, ensures the appropriate

business unit is reviewing applications, and
speeds up turnaround times.

RC4 | Strategic Technical review cycles do not clearly Utilize a combination of Future State process maps, list of business units, and current | Ensures role assignment and tasking is
assign input to specific Town business staff roles to identify an optimized roles and responsibilities structure. Use the clearly defined.
units/staff members and overlap between revised structure as a basis for conducting facilitated "Who Does What" roles and
Administrative and Planning staff. responsibilities working sessions for all core DAP application categories. Imbed the

results in SOPs and create/circulate an organization chart with a brief description of
each role's involvement in the planning approvals process.

RC5 | Tactical Miscommunication of roles and lack of Formalize mechanism for tracking certificate of issuance and clarifying roles of who is | Improve the efficiency of the process and
tracking on security issuance and release. responsible for issuing and tracking certificates. improve the tracking of insurance issuance

and expiration.

RC6 | Tactical Miscommunication of roles and File planners are the file lead for monitoring clearance of conditions and Ensures process efficiency and ensures lack
responsibilities regarding condition Development Engineering provides technical input to Planning. Planning will provide | of redundancy in condition clearance and
clearance. administrative sign-off, with the Director’s approval, following executed field work by | file lead.

Engineering and/or the applicant. Planning liaises with Finance regarding securities
release.

RC7 | Tactical Multiple business units involved in the Establish role clarity and accountability for Grading and Drainage matters end-to-end | Ensures efficiency, continuity, and
grading review process across Planning and | across DAP. Development Engineering should be designated as the lead Town accountability for grading matters across
Building DAP. business unit to provide technical expertise and consistency across Planning DAP and | Planning and Building DAP.

Building DAP approvals relating to Subdivision and Site Plan driven development.
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DAP LEAN Process Improvement

5.2.1

Pre-Consultation through Technical Review

With financial penalties being applied to files that do not meet the regulatory timelines,
the front-end of the DAP system is recommended to be drastically refined to facilitate
higher quality applications and faster turn-around of meaningful comments from Town
staff and external partners, where applicable. The Recommendations presented in this
section are focused on creating a rigorous Pre-consultation and Technical Review
Process.

Going forward the Town will need to take a firm “zero tolerance” position on requiring
applicants to complete and submit the necessary technical work that forms the
supporting information and materials. It will be necessary to turn away deficient
submissions where necessary. By doing so, the quality of applications will improve over
time, and staff will have the appropriate resources to complete the technical review.
The Recommendations in this section address the need to conduct a robust
completeness check at the application intake stage to avoid the risk of deeming
applications complete where in-adequate information has been provided, which results
in an eventual risk for refund and OLT appeal. Increased clarity regarding expectations,
including through the use of guidance documentation, results in streamlined review and
approval processes (e.g., limits the need for excessive back and forth on technical
requirements ‘on the clock’).

In order to achieve mandated processing timelines, set out by the Province, Collingwood
should take a different approach to coordinating technical review. Everything that is
within the control of the Town must be considered for possible improvement
opportunities. Simple adjustments like modernizing agreement templates and internal
reporting timelines are suggested. While these are minor tweaks to the system, the
cumulative impact of incremental improvements can be significant. It is also important
to recognize the investment of staff time required to advance these improvements. It is
acknowledged that there are elements of the DAP system that are beyond the control of
the Town (e.g., external agency partners) and an approach must be developed and
implemented in light of that reality. Despite ongoing critique of the practicality, the

onus rests with municipalities across Ontario to facilitate a timely review and approval.
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Table 8: Pre-Consultation and Technical Review
No. Strat(?glc/ As Is Finding Recommendation Expected Benefit
Tactical

PI1 | Tactical Planning is not consistently Provides additional clarity in expectations and
providing complete information to due dates, as well as effectively convey
Technical reviewers. application details.

P12 | Tactical Concern with losing contextual Improve the quality of information provided to
reasoning for pre-consultation applicants to ensure studies/plans are
requirements if adopting a completed properly. Ensure that the quality of
checklist-based comments submissions following pre-con will satisfy the
approach. Town's development review standards and

address all municipal concerns.

PI3 | Tactical Consideration of phased pre- Formalize sequential model and ensure a
consultation process for better cost return at the front end of the
development applications and site process.
plan.

Pl4 | Tactical Lack of comment response matrix Ensures accountability on tracking that
requirement from applicants technical review comments have been
between submissions. implemented into the plans and ensures

standardization of comment response matrix
framework.

PI5 | Tactical Lack of standardized terms of Ensures high quality submissions and can be
references for common submission utilized as a tool to deem applications
requirements. incomplete should the submitted documents

not meet all the requirements of the TORs.

PI6 | Strategic Lack of quality application Improves quality of applications.
submissions.

PI7 | Strategic Contradicting comments between Reduced likelihood of issuing contradicting
reviewers can be issued to comments to applicants; and time/effort
applications during Pre- saving from standardized comments than can
consultation and/or technical be applied to straightforward applications.
review.
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5.2.2 Standardization & Optimization of DAP Execution

In order to achieve an efficient Pre-consultation and Technical Review process,
implementing standardization where possible to do so can establish uniform terms of
references, ensure consistency in terms of internal templates for technical review and
issuance of standardized comments or conditions, and frees staff from having to
constantly draft conditions or create templates. Standardization can also apply to
revised comment response matrices, application guides and forms, and standard
operating procedures for staff to define and stick to set roles and responsibilities, which
will together contribute to an efficient and optimized DAP process.

5.2.2.1 Coordination of Planning and Building Permit Processes

Many Ontario municipalities still employ a sequential processing model where Building
Permit applications are not encouraged prior to Site Plan agreement execution or
Subdivision lot registration. The sequential model typically triggers aggressive Building
Code Act timeframes for a Building Permit decision by the municipality - since applicable
law is typically in place and a complete Building Permit application has been submitted.
A growing number of Ontario municipalities have opted for an overlapping processing
model.

Once a Site Plan application has been deemed complete and has progressed to a certain
point of technical review (e.g., first circulation comments) then a Building Permit
application can be accepted, thus turning off the Building Permit statutory timeframe
clock. The Building Permit plans examination process can begin in parallel with the Site
Plan approval (i.e., signed drawings) and the execution of the Site Plan agreement. Once
the Site Plan approval is secured and the Site Plan Agreement executed, the Building
permit can be immediately delivered given that applicable law requirements are
satisfied. From the applicant’s perspective, the overall timeframes for the overlapping
Site Plan and Building Permit model are significantly shorter than a traditional
sequential approvals model. The Building Permit issuance timeframe may take longer
than the OBC timeframe standard, but the overall DAP timeframe for the applicant is
shorter.

Rather than rely on ad-hoc communication between Planning and Building staff to

coordinate the desired handoff timing, the municipal sector best practice is to use a DAP
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workflow technology solution. The DAP workflow tool solution works in the following
manner for Site Plan overlap:

1. Establish a Site Plan process milestone that acts as the trigger for receipt of a
complete Building Permit application;

2. Create a progress “check-mark” in the DAP workflow tool for the above-
selected trigger point. If that trigger is not check-marked in the DAP workflow
tool, the workflow tool will not initiate/accept a new Building Permit
application for the project in question;

3. Once the trigger point has been check-marked, Building Department staff
proceed with their application review, and they arrive at a permit issuance
decision; and

4, The DAP workflow tool is pre-programmed to prevent the issuance of a
Building Permit (once the Permit decision milestone has been reached) unless
a second Site Plan processing trigger has been check-marked; Conditional Site
Plan approval culminating in the Agreement execution. Once that second
trigger has been satisfied, the DAP workflow tool will allow Building Permit
issuance.

This best practice is best expressed as carefully calibrated overlap managed/overseen
with a DAP workflow tool functioning as a process coordination drawbridge.

Subdivision Hand-off to Building

The overlapping DAP processing model can also apply for Subdivision. Building Permit
applications and/or model home Building Code review pre-approvals can be initiated
concurrently with the drafting of the Development Agreement, following various
technical review cycles and prior to lots being legally created. Once lots have been
legally created, pre-approved models can be positioned on lots, and the necessary
Zoning and Grading reviews can be quickly executed for limited tranches of lots “on the
Building Code clock” if necessary. These overlapping approaches enable Collingwood to
deal with manageable sized tranches of Building Permit applications in compressed
timeframes following the Registration of lots at the end of the Detailed Engineering
Approvals Phase of the Subdivision channel.
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Table 9: Standardization and Optimization
No. Stratt?glc/ As Is Finding Recommendation Expected Benefit
Tactical

P18 Strategic Bill 109 strategy has not yet been Ensures Collingwood has considered a range
adopted to mitigate the financial risk of municipal sector adaptation options/tools
of compressed processing timelines. in crafting a flexible/risk informed Bill 109

approach that is appropriate given the
evolving, fast-changing DAP regulatory
regime.

PI9 Tactical High dependency on emails and SOP will push back against DAP fragmented
undocumented forms of documentation and decision-making. Will
communication outside of CityView. provide necessary focus on CityView platform

as the core DAP information management
platform.

P1 10 Tactical Lack of contextual DAP SOPs Improves staff onboarding and training.
"manual" for Town staff and Ensures consistent approaches between
applicants. Town staff members.

Pl 11 Tactical Changing application details between Improving delegated authority and streamline
circulations. applications that require pre-consultation or

new applications.

PI 12 Tactical Lack of standardization for site plan Streamlined data sets for production of
and draft plan conditions and conditions and provisions to be imbedded in
provisions within development development agreements, and subsequently
agreements. cleared by Town after required field

inspections.
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Strategic/ -

No. AslIs F

© Tactical s Is Finding

P113 Strategic Redundancy in permits.

Pl 14 Tactical Insufficient information on
application forms and lack of pre-
consultation comment response
matrix.

Pl 15 Strategic Delays between Statutory Public
Meetings and bringing Decision
Reports to Council create Bill 109 fee
refund risk.

Pl 16 Tactical Lack of timelines for condition
clearance and execution of
development agreement once an
upfront conditional approval has
been granted.

P117 Strategic Historical lack of conditional
approvals does not set precedent for
Bill 109 approach

P118 Tactical Sequential models of Site Plan and

Building Permit & Subdivision and
Building Permit leading to lengthy
approval timeframes.

o
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Recommendation

Expected Benefit

Reduces the amount of required application
forms for applicants to submit and staff to
review, ultimately reducing the number of
required forms while still obtaining the same
information. Improves clarity as the reasoning
for requiring the permit and ensures that all
appropriate applications are received/permits
issued.

Improves quality of applications.

Expedited OPA/ZBA application decision
making will reduce the negative fee refund
impacts of Bill 109 by eliminating delays
associated with current redundant public
input opportunities.

Improve timeline for condition clearance
associated with conditional site plan
approval.

Turns off the Bill 109 approval clock,
expedites the start of development, and
establishes trust between the Town and
applicant.

Expedites final Building Permit approval
timeframes.
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DAP Fees Collection

Municipalities have traditionally accepted fees, as appropriate, on behalf of their
external partners, such as an upper tier municipality or a Conservation Authority. To
avoid inconsistent or inefficient processing of development applications, Town staff
should require that the applicant submit pertinent fees to the requesting agency and
Collingwood should not deem the application completed until all the necessary review
fees have been submitted. This business rule can be automated using technology tools
to remove the need for staff to expend effort on the low-value exercise of confirming
required fee payments.

From time to time, Peer Review is required from external consultants for certain Town-
required studies where internal expertise does not exist or where internal resources are
limited. Such studies may include Peer Review of Environmental Impact, Noise,
Environmental Site Assessment, Urban Design, Heritage Impact, and Traffic Studies or
other matters considered necessary for Town approvals. Given the changes resulting
from Bill 109 and the Town’s recommended modified Pre-consultation process, fees for
such studies should be paid by the applicant/owner at the Pre-consultation stage. This
allows the Peer Reviewer to be engaged to provide feedback early in the process and
will help facilitate a timely review and approval process.
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Table 10: Fee Collection

Strategic - : :
No. .g / As Is Finding Recommendation Expected Benefit
Tactical

P119 | Strategic External agency review Supports option for
contingency fee/deposit additional cost recovery
not collected at Pre- and ability to have a
consultation. more robust review.

P120 | Tactical Inefficient/inconsistent Ensures a formalized cost
fee recovery on behalf recovery model between
of external partners. agencies is in place.

P121 | Strategic Contingency funds Minimizes staff effort in

applied on a case-by-
case basis.

developing a contingency
fund agreement and
leads to quicker
approvals.
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Bill 109 Adaptation

As already noted, Bill 109 has created potential implications for application fee refunds
should Ontario municipalities not achieve the new compressed OPA, ZBA, or Site Plan
decisions timeframes. The new Bill 109 refund timeframes are measured in calendar
days and does not specify who is responsible of an application at any given time. DAP
execution is materially impacted by the need for Ontario municipalities to mitigate the
financial risks created by Bill 109 fee refunds.

The Performance Concepts/Dillon team does not provide legal advice to clients
regarding Bill 109 compliance; however, our team is well versed regarding DAP process
execution adaptations that have been or are currently being implemented in various
Ontario municipalities. Understanding Bill 109 process adaptations adopted elsewhere
in Ontario will be useful to Collingwood staff and Council as the Town refines its own
approach to Bill 109.

The figure below illustrates a series of DAP adaptation components being implemented
across the municipal sector. The adaptation components include an Optional Pre-
Consultation 2 technical circulation prior to application submission to replicate a
technical review cycle, a Bill 109 Waiver that can be signed by an applicant, a fortified
“Deemed Complete” review, a “One and Not Done” Refusal Decision when added
technical reviews are necessary due to application gaps/shortcomings, and a Bill 109
Refund Application process. Taken together, this range of adaptation components
present Collingwood with flexible options worthy of consideration by Town staff and
Council.
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Figure 20: Bill 109 Adaptation Summary & Set of Risk Management Tools
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Optional “One & Not Fee Refund

Done” Refusal
Decision

Application Process
(chess clock
evaluation criteria)

Signed Waiver at Fortified “Deemed

Optional Pre-Con 2 Point of Application Complete” Content
Submission Review & Decision
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Governance & Stakeholder Relations

5.3.1

Managing the Development Industry/Town of Collingwood Relationship

A high performing DAP model is by nature collaborative. High quality applicant
submissions are a must for outcomes in the public interest. Timely, predictable,
municipal process execution is also a must. A shared commitment to a pragmatic DAP
culture focused on “getting to yes” for quality development is necessary — without
compromising on good planning/servicing outcomes. Collingwood has an opportunity to
restructure its governance model, regularize stakeholder relationships, and establish a
technical meeting-of-the-minds with the development industry around servicing
capacity - all in the interests of creating a high performance DAP model that will
facilitate growth, expand the housing supply, and build a more robust local tax base.
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between Town and development
industry on potential application
of SCAP to wastewater servicing.

challenges at the wastewater treatment plant with the goal of establishing a
consensus path for moving forward to optimizing servicing capacity. Mandate to be
advisory given the Town's primary role in securing regulatory approvals and
finalizing final servicing capacity data sets that will determine a SCAP needed/not
needed decision. Report and manage the Technical Working Group activities/
recommendations through the oversight of the "Develop Collingwood" Liaison
Group.

No. Stratt?glc/ As Is Finding Recommendation Expected Benefit
Tactical

GS1 Strategic Limited ongoing DAP improvement | Create a formal "Develop Collingwood" Liaison Group to address the ongoing need Strengthens the relationship between the
dialogue, concern with Council for a DAP improvement dialogue, consensus building, and problem solving. Consult | Town and applicants, leading to positive
involvement in DAP processes, and | with GTDI regarding representation, process matters, and strategic agenda items; experiences for both parties, ensuring staff
lack of transparency between Improve communication between staff and the applicant during the planning can obtain all relevant application material
Town and development industry process to support a mutual relationship. easier, and attracting future development
re: ICBL and SCAP. projects to Collingwood.

GS2 Strategic Lack of transparency/consensus Establish a Town-Industry Technical Working Group to address capacity constraint Foster collaboration with development

industry stakeholders to address future
servicing capacity challenges.
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Leveraging Delegated Approvals Authority to Compress DAP Timeframes

The Province is clearly in support of maximizing delegated approvals across DAP. Site
Plan delegated approvals are now mandatory. Bill 13 created a host of additional
delegated approvals including Holding Symbol removal and Minor ZBAs. Delegation of
Draft Plan of Subdivision and/or Draft Plan of Condominium approvals is already
permitted, including Part Lot Control. A diverse collection of Ontario municipalities has
adopted delegated approvals in order to reduce application processing timeframes and
accelerate the approvals pathway to Building Permits and Occupancy permits for
housing in the midst of a housing supply crisis in Ontario. In essence elected Councils
are indicating a willingness to trade control for measurable results when they opt for
delegation. Performance Concepts/Dillon consistently recommends maximizing
delegated approvals as a DAP “best practice” that mitigates OLT appeals risk and
shortens the timeframes for getting shovels in the ground to build housing and
contribute to the municipal tax base.
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Agreement process through director
delegation.

Agreements (e.g., Subdivision Agreements) including final approval and
registration.

No. Stratt?glc/ As Is Finding Recommendation Expected Benefit
Tactical

GS3 Strategic Delegation of Authority to Planning Director | Implement expanded use of delegated approvals, consistent with Improves approval timelines.
or their designate is not fully maximized. municipal sector "better practices". Priority should be given to delegating

approval to the Planning Director (e.g., Draft Plan of Subdivision, Part Lot
Control, Hold Removal, etc.) to avoid potential "no municipal decision"
appeals to the OLT. Collingwood should include a discretionary Council
bump-up option for overriding the delegated approval “default”
approach. Collingwood should optimize all additional delegation
opportunities permitted by Bill 13.

GS4 Strategic Opportunity to streamline approval process | Delegate authority to the Director of Engineering Services or their Benefit to the developer and Town staff to
for Post-Draft Plan engineering review designate to approve/execute Early Servicing Agreements as part of the have delegated authority since it has already
process by delegating approval/execution of | Post-Draft Plan of Subdivision "Future State" mapped process included in | undergone the public review process.
Early Servicing Agreements. this Report.

GS5 Strategic Opportunity to streamline the Subdivision Delegate authority to the Director of Planning to execute Development Benefit to the developer and Town staff to

have delegated authority since it has already
undergone the public review process.
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Optimize the DAP Technology Platform

5.4.1

Leveraging “All In” CityView to Streamline DAP Execution

It is critically important for Collingwood to fully commit to a robust configuration of
CityView as the exclusive software platform for managing DAP process execution -
including circulation of documents, automated updates regarding upcoming file/permit
processing deadlines, tracking actual timeframes for back-and-forth technical
interactions, and documenting technical communication with applicants/consultants
across the life of a file/permit.

Executing DAP processes outside of CityView is inefficient from a LEAN processing
perspective and leads to sub-optimal organization of files and redundant staff
processing and reporting effort, combined with the risk of misplaced documents and
version control issues. Outside-of-CityView processing also erodes the accuracy of
timeframe reporting data that is critical to protecting Collingwood’s economic
development interests and mitigating financial and/or reputational risk.

DAP workflow tool implementation approaches vary significantly across Ontario
municipalities. For instance, Municipality ‘A’ may opt for a robust workflow
configuration that depends on frequent/ongoing staff manual entries into CityView to
document processing milestone achievement/status changes across a given file.
Municipality ‘B’ may decide to double down on robust CityView functionality by
configuring automatic milestone achievement/status change “timestamping” across
that same file. The Performance Concepts/Dillon team is advocating for a high
functionality-high automation CityView configuration in Collingwood. Low functionality-
low automation CityView configurations may be less effort-intensive, but they are
pennywise and pound foolish — delivering a lower DAP modernization return-on-
investment for Collingwood. Up-front commitment/resourcing for a robust CityView
configuration will yield significant DAP improvements around LEAN application
processing and KPl-informed target setting and results reporting.

To date, Collingwood’s rollout of CityView has been a “side-of-the-desk” initiative —

competing for project management attention/capacity from the already overburdened

IT, DAP and Finance subject matter expert(s). This under-resourced approach to rolling
| out CityView has not and will not succeed. A CityView configuration “surge” delivered
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via an Optimization Project that deploys dedicated/robust internal and external
expertise and rigorous project management discipline is required. Investment in a
timely modernized rollout of CityView reflective of the DAP improvement
recommendations and Future State process maps generated by this Review is essential
moving forward. CityView workflow configurations and reporting capabilities require
significant improvement over the current sub-optimal deployment of the platform. Time
is limited since a spike in forecast DAP workload is coming.
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reporting linking multiple Planning files
to multiple Building Permit files on
same property/site

delivers property-based reporting — including previous DAP decisions, ongoing
progress/status of DAP files, and other relevant information. Ensure property
centric "click and view" search capability to reduce applicant meetings with
DAP staff team and/or Council. Ultimately, a public version of the dashboard
with appropriate content should be made available for the community to gain a
better understanding of development and construction projects in Town.

No. Stratt?glc/ As Is Finding Recommendation Expected Benefit
Tactical
OT1 Strategic Sub-optimal networks of Utilize CityView functionality to measure processing timelines and automate Improves direction and quality of comments
communication between business staff interactions to improve efficiency and economize effort. Applicable to Pre- | issued to applicants.
units. consultation and beyond. Implement milestone notifications to appropriate
individuals to ensure tracking of application status and transitions between
business units. Require DAP staff to update file progression status changes in
CityView on a frequent/timely basis to ensure integrity of reported data. Apply
end-to-end across Planning, Engineering and Building DAP components.
0T 2 Strategic CityView configuration gap - absence Initiate robustly funded/resourced CityView Optimization Project to ensure Effective/modernized/widely utilized DAP
of CityView management and DAP consistent implementation across business units involved in DAP, with the workflow tool essential to
workflows not yet fully integrated into | project objective of maximizing functionality/configuration of CityView establishing/meeting timeframe performance
CityView. workflow. This initiative should be coordinated with new "DAP Performs" KPI targets and mitigating Bill 109 risk.
Working Group.
OT3 Tactical Absence of property-centric DAP Develop/integrate an internal CityView DAP performance dashboard that DAP coordination improved by creating

property-centric organization of data and
reducing DAP staff and Council low value-
added involvement.
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Document Management Solution for DAP

Efficient document management via a single all-encompassing solution, to replace the
use of multiple document storage platforms, is imperative for a high performance DAP
model in Collingwood. CityView should be the hub of this solution in order to ensure
consistent document access across Town business units, allow for version control,
reduce the probability of misplaced files and staff effort tracking down these files,
provide automatic receipt data (i.e., date and time received), and improve searchability
and historical references for future Town staff.
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Table 14: Document Management
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No. Stratc?glc/ As Is Finding Recommendation Expected Benefit
Tactical

OT 4 | Tactical Fragmented corporate | Create a single consolidated document Consolidation/rationalization
approach to DAP management/storage solution that of DAP Document
information maximizes DAP performance. Coordinate | Management a key
management and rollout within the CityView Optimization requirement for modernizing
multiple data storage | project. Ensure CityView is the primary DAP execution. Current
platforms beyond “hub” component of this solution and approach is both
CityView. position a supporting bolt-on document unsustainable and deeply

management software tool (e.g., inefficient.
DigEPlan).

OT5 | Tactical Lack of filtering of Ensure that certain features/file Ensures improved
who can edit file information is locked to all users except organization and
folders. for the assigned planner and admin. completeness of files.

OT 6 | Tactical Inefficient and Develop an internal and external CityView | Provides technical support
unfriendly user user guide for applicants to assist with to applicants and reduces
interface of current actions/activities within the portal and the amount of staff inquiries
application portal. provide guidance re. navigating CityView. | for technical matters.
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Measuring DAP Performance and Setting Timeframe Targets

5.5.1

Towards Results Based Management of DAP

High performing DAP is by its nature a LEAN-oriented service delivery model. It can be
properly understood using the Toyota-pioneered approach of “flow” based
manufacturing processes. As noted in the figure below, DAP can best be understood as a
LEAN industrial assembly line where application “black boxes” move forward for
municipal approvals according to standardized velocities and levels of quality control.
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Figure 21: DAP Process as an “Industrial” Assembly Line
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In its efforts to create a high performing DAP model, it will be necessary for Collingwood
to establish aspirational timeframe targets when processing files across the core DAP
application categories like Site Plans, ZBAs and Subdivisions and associated permits.
Timeframe targets are indicative of an accountability-driven service delivery model
(including a results based/pro-measurement culture) when executing DAP.
Collingwood’s aspirational DAP processing timeframe targets can/should be informed by
the rigorous measurement of actual processing timeframes - with performance data
tracked and reported via the CityView workflow platform.

The days involved in the Technical Review Cycles are the core countable unit of DAP
output produced by Collingwood. Differing numbers of these effort-intensive review
cycles are required across the Town’s assortment of DAP applications. Multiple
Technical Review Cycles per file are generated across OPAs, ZBAs, Site Plans, Draft Plans
of Subdivision, and Post-Draft Plan Engineering Review phases. Required staff
processing effort often varies across an initial review cycle (more effort required) versus
subsequent review cycles.

Table 15: Core DAP Processing Outputs
Core DAP Processing Outputs

1. Pre-Consultations executed and These core DAP processing outputs
documented in a Pre-Con are countable and measurable:
Understanding

2. Technical Review Cycles executed
prior to official application
submissions

3. Technical Review Cycles executed
after an application has been received
and Deemed Complete/Incomplete

4. Post Draft Plan Approval Technical
Review Cycles

e # Pre-Con Understandings
generated annually

e # Technical Review Cycles
generated annually (before
Applications)

e # Technical Review Cycles
generated annually (after
Applications)

Measuring actual DAP timeframes requires “chess clock” measurement capabilities
using CityView. Chess clock reporting can/should focus on municipally controllable
processing days versus applicant-controlled processing days. Each DAP file’s total
processing timeframe (total days) consists of these back-and-forth “chess clock” file
custody hand-offs. Only when the municipal and applicant components are both
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considered can insights around real world DAP performance be used to establish
municipal + applicant timeframe targets for Technical Review Cycles.

Figure 22: DAP Toolkit

DAP Performance Toolkit requirements:
Measurement 1. DAP file tracking and reporting of actual versus

Workflow Tool “Must targeted timeframes
Have” Functionality 2. Countdown clocks based on municipal

controllable file processing days
3. Additional countdown clock reporting on
applicant controllable file processing days

A common problem with setting municipal DAP timeframe targets is the inability of any
given municipality to consistently track its timeframe actuals against its targets using
reports generated by a properly configured DAP workflow tool. When a municipality’s
DAP processing time actuals are rigorously tracked by a properly configured workflow
tool like CityView, they invariably do not meet the previously established “blind”
aspirational DAP timeframe targets.

DAP targets informed by actual municipal performance can/should be set according to a
targeted zone of performance featuring a high-end/low-end range of controllable file
processing days. These target ranges can/should be differentiated based on a given
application or permit’s effort-intensive first review cycle versus more streamlined less-
intensive subsequent review cycles.

The default four-week timeframe targets for Technical Review Cycles (20 controllable
processing days) common across the Ontario municipal sector are rarely/never
consistently achieved by Golden Horseshoe growth municipalities — or historically by
mid-sized municipalities like Collingwood for that matter. Realistic timeframe targets for
first review cycles in Collingwood could range between 40 to 50 controllable file
processing days. Post-approval Engineering Review phases will require longer targets to
reflect actual processing timeframes to approve infrastructure design — in the range of
65 to 80 controllable file processing days per review cycle.
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Finally, setting aspirational DAP processing timeframe targets for Collingwood - prior to
implementing this Report’s LEAN DAP process improvement, role clarity, and CityView
modernization recommendations - would be ill-advised and premature. Eventually
setting an initial set of aspirational DAP timeframe targets can/should be considered in
coordination with this Report’s recommendations around securing sufficient DAP
Resourcing Capacity. Once CityView is properly configured to capture “chess clock”
timeframe performance actuals, then future-oriented DAP targets (informed by actuals)
should follow.

A multi-year technical work plan that integrates an improved CityView rollout with the
identification of specific DAP KPIs will be necessary. A KPI technical working group will
be required to support KPI rollout.

When considering the detailed design of specific DAP KPls, Collingwood should adopt
two key design concepts. Average processing times should be adopted to track DAP
processing velocity. Review cycle “batting averages” for meeting timeframe targets
should be used to reflect processing consistency/dependability.

Table 16: KPI Design Concepts

Technical Review Timeframes ‘ Technical Review Cycle-Counts

e Percentile “batting average” e Percentile approach (6 out of 10
approach (e.g., 8 out of 10 Site Site Plans executed in less than
Plan Technical Review Cycles 3 Review Cycles)
executed in 20 controllable file e Average actual number of Review
days or less) Cycles versus average target

e Average (actual) timeframes versus number of Review Cycles
Average (target) timeframes

Beyond processing timeframes per Review Cycle, the Town should also track the
absolute number of Technical Review Cycle “chess clock” exchanges with the applicant
required per application. The number of Review Cycles required per file is the main
driver of overall application decision timeframes across any DAP file processing
assembly line.
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Table 17: Effectiveness KPls
Effectiveness (Quality) KPIs

Technical Review e Average number of controllable file processing days
Cycles for a First Technical Review cycle (sorted by DAP
(Before or After formal application categories)

Application/Permit e Average number of controllable file processing days
Submission) for subsequent Technical Review Cycles to be

executed (sorted by DAP application categories

e Average number of Technical review Cycles required
to generate a decision on a given application or
permit (sorted by DAP application categories)

e Percent planning application or Building Permit First
Technical Review cycles completed in ‘X’ controllable
file processing days or less (sorted by DAP application
categories)

e Percent planning application or Building Permit
subsequent Technical Review Cycles completed in ‘X’
controllable file processing days or less (sorted by DAP
application categories)

e Percent post-approval Detailed Engineering Review
Cycles completed in ‘X’ file processing days or less

Peter Drucker, perhaps the most highly regarded management thought leader of the
20™ century, often noted that “...you can’t manage what you can’t measure”. Results
focused KPIs will promote a culture of accountability within any municipal DAP team.
KPI performance targets and data will inform the DAP staff team’s ongoing decisions
about which DAP files to work on at any given point in time. KPIs can also address the
processing challenges related to Bill 108 “No Decision” timeframes, Bill 109 fee refund
timeframes, or customer service timeframe standards established by Council.
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Figure 23: Key to Results Based Management

Understanding DAP as a Service Delivery System
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from Town DAP DAP — DAP = DAP benefit to applicants
business units Delivery Delivery Delivery and community
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Setting DAP performance targets is an iterative process. Prior to tracking actual
controllable processing days in the initial rollout of a modernized DAP workflow tool, a
municipality can set “soft” targets that are not informed by actual tracked timeframes.
Once reliable timeframe tracking data is available from an adopted DAP workflow tool
solution, initial soft targets can be firmed up and annual actual DAP processing
timeframes can be evaluated against annual planned DAP timeframes.

If DAP actual results fail to meet targets, then process or staffing/resourcing
adjustments may be required to close the gap. The ultimate destination is an annual
Plan-Do-Check-Act cycle of measurement-driven continuous improvement — a
Managing for Results Plan/Do/Check/Act cycle leading to a transformation of
organizational culture for DAP (see table below).
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Table 18: Build Key Performance Indicators

targets and KPlIs.

design a reporting
framework tied to the
annual budget cycle.
Include a development
industry representative as
an expert official member
of the "DAP Performs" KPI
working group. Coordinate
with CityView Optimization
Project.

No. S_tr?:t?f:;/ As Is Finding Recommendation E;::th?td

MP 1 | Strategic | Lack of Create a "DAP Performs" Will create a
consistently KPI working group to results based,
tracked/enforced | identify a core portfolio of accountable
DAP processing KPls, establish transparent | DAP culture. KPI
timeframe performance targets and derived tools

will drive DAP
improvement,
foster shared
objectives with
development
industry, and
mitigate
regulatory
framework risks.

Securing Sufficient DAP Resourcing Capacity

5.6.1

Peer Review Resourcing

N
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When Collingwood staff are at or near workload capacity and/or there is no internal
subject matter expertise (e.g., for natural heritage, natural hazard, noise, etc.),
transferring components of the DAP technical review to third-party peer reviewers is a
valuable option to meet target review timeframes as well as free up staff resources and
time. Developing a standardized peer review procurement document(s) and pre-
qualified peer reviewers on retainer for as-needed review will build upon the existing
peer-review process underway in Collingwood in order to have more efficient access to
a peer review roster. Such standardized procurement will assist Collingwood in
consistently meeting approval timelines since time will not be allocated to developing a
peer review contract and the technical review can begin almost immediately.

\ .\)J\\\\\\\\\“u/

DILLON

CONSULTING

PERFORMANCE

CONSULTING

Page 525 of 721



5.6.2

Agenda Item #13.2.5

5.0 Collingwood “As Should Be” Future State DAP 86

—

Table 19: Peer Reviewing

No. Strat(?glc/ As Is Finding Recommendation Expected Benefit
Tactical
RE 1 | Tactical Lack of approved | Implement a Timely execution of
peer review standardized Peer necessary peer
roster Review procurement reviews (no delays
procurement process and pre-qualify | for purchasing red
process. peer reviewer(s) on tape) will improve
retainer for rapid DAP timeframes
deployment on an as- and reduce
needed basis. regulatory risk.

DAP Resourcing/Staffing Capacity

The Collingwood DAP staff team has compiled detailed/granular application processing
effort estimates to inform the DAP Fees Review being carried out by Performance
Concepts. These “per application” staff processing effort estimates can also be used to
forecast necessary resourcing in the face of escalating DAP volumes and workload. The
upcoming analysis dealing with full-cost DAP fees will comprehensively address
workload capacity forecasting across both Planning and Engineering teams. The
discussion below focuses on the mission-critical DAP resourcing choke-point that exists
at the back-end of the Subdivision process. This choke-point can/has been identified
across numerous Ontario growth municipalities.
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Table 20: Staffing

5.0 Collingwood “As Should Be” Future State DAP

Strategic/

No. . As Is Finding Recommendation Expected Benefit
Tactical

RE 2 | Strategic Existing DAP capacity Mitigate upcoming Post-
is insufficient to meet Draft Plan workload spike
the workflow and processing
associated with Post- chokepoint associated
Draft Plan with multiple Subdivision
Engineering Review phases that will proceed
phases. when servicing capacity is

confirmed.
RE 3 | Strategic Lack of internalized Ensures CityView

staff CityView "super
user".
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Optimization Project will
be effective in building
ongoing, sustainable
pathway to success in
modernizing DAP.
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A high-risk DAP workload spike in the coming years is linked to Subdivision generated
residential housing applications. From 2018 until 2022 Collingwood processed a
moderate-but-steady stream of Draft Plan of Subdivision applications. These Draft Plan
of Subdivision approvals generated subsequent Engineering Review phases at an
average rate of one phase per year. The Town’s Engineering Services Division was able
to absorb this Post-Draft Plan average workload of a phase per year within its existing
staffing capacity. It should be noted that Collingwood’s Engineering staff are only partly
allocated to DAP. These staff also oversee the design and construction work associated
with executing the Town’s ongoing stream of capital budget projects.

Collingwood is currently working on five Draft Plan of Subdivision files that will generate
a forecast 10 Post-Draft Plan Engineering Review phases over the next few years. An
additional six Draft Plan of Subdivision files are poised to move forward imminently
(after servicing capacity is verified) and they will generate an estimated 11 additional
Engineering Review phases (estimated at 200 units per phase) after Draft Plan approval
is secured. In total an estimated 21 Engineering Review phases will need to be
processed by Collingwood across a five to seven upcoming probable time horizon. This
volume forecast of Post-Draft Plan phases represents a potential quadrupling of the
annual processing effort deployed by Engineering across 2018 to 2022. The
Engineering resourcing capacity required to process this Post-Draft Plan spike in
workload and required engineering staff capacity may not be available unless non-DAP
work on Capital Budget related design and construction is deferred or contracted-out to
engineering consultants. Specific Subdivision generated phases are set out in the tables
below. The pending five to seven year Post-Draft Plan phases are forecast to contain an
average of 200 units per phase; a significant workload for Engineering staff.

Table 21: Current/Imminent Post-Draft Plan Phases

Current/Imminent Post-Draft Plan Phases ‘ # Phases

452 Raglan

Panorama North

Regional Commercial District
50 Saunders Street

Trails of Collingwood
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Table 22: Pending 5 to 7 Year Post-Draft Plan Phases
Pending 5-7 Year Post-Draft Plan Phases # Phases

Huntingwood Trails (West Lands)
Bridgewater/Consulate

High Street & Campbell Lots
Linksview

Red Maple Subdivision

Mair Mills Subdivision

NINWEFLIN -

On a positive note, the Town’s existing Development Engineering % of Construction
Value Fee, collected at the point of Development Agreement execution, will be updated
if required to fund any required additional Engineering resourcing capacity with no
negative property tax impact. The primary challenge for Collingwood will be attracting
and retaining qualified/credentialed Engineering Technologists or securing a readily
available supply of engineering consulting capacity (billable hours) on an as-needed
basis. Pre-purchased consulting billable hours may serve as a bridging strategy for
Collingwood if it proves difficult to attract and retain qualified Town Engineering
Technologists.

The upcoming DAP Fees Report will expand the above resourcing capacity analysis to
include Planning and Building staff. That upcoming Report will contain specific/granular
processing capacity data sets that will confirm specific justifiable staffing capacity
adjustments required to meet the upcoming Subdivision driven workload spike in
Collingwood - for both the Planning and Engineering staff teams.

General Recommendations

In addition to the above-mentioned Recommendations, the Performance
Concepts/Dillon team identified some Recommendations that expand across the
previously described themes. These Recommendations can be adopted in the near
future to set the framework for improving consistency and efficiency for internal DAP
workflows.
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naming
conventions and
version control
management.

convention to be used by all Collingwood staff and
applicants.

Strategic - . .
No. .g / As Is Finding Recommendation Expected Benefit
Tactical
GE 1 | Tactical Inconsistent file Develop a standardized naming and versioning Ensures consistency and

organization so current
and future staff can
easily access the
application documents.

GE 2 | Strategic

Delayed responses
from external
agencies can delay
applications.

Host workshop with external agency partners to
discuss Collingwood's improved DAP model. Rely
more heavily on conditional approvals to ensure
that technical details are dealt with in fulfilling the
conditions.

Ensures all relevant
external agencies are
aware of DAP changes

GE 3 | Tactical

Members of the

Improve the training of Chairs to strengthen their

Having defined roles

and Directors involved in DAP should be
responsible for deploying this change management
funding envelope as appropriate throughout the 3-
year Implementation Roadmap.

public can role and responsibilities. during public meetings,

sometimes ensuring order during

overpower public public meetings, and

meetings. ongoing support for

planning processes.

GE4 | Strategic Building Execute a new DAP change management reserve Ensure adequate

implementation with an initial $100k to $S150K contribution staged | funding and

support. across the 2024 and 2025 budget cycles. The CAO management for the 3-

year Implementation
Roadmap.
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Implementation Roadmap for DAP
Improvement

3-Year Performance Improvement Plan and Implementation Support
Tool

o

DAP performance improvement is, first and foremost, a change management initiative.
Successful change management is all about the three C's — communication,
collaboration, and commitment. The Collingwood DAP team already functions with
these attributes front and centre; a very good start for implementing DAP improvement.

Implementing change is about the art of the possible - Collingwood will need to confront
the reality of its DAP whirlwind of everyday urgency and busyness. DAP improvement
(Important) will need to be staged over a timeframe that creates momentum yet is also
respectful of the whirlwind of everyday urgency facing the staff team. The Performance
Concepts/Dillon team believes a 3-year Implementation Roadmap strikes an appropriate
balance.

Figure 24: DAP Whirlwind of Management

Whirlwind
(The Day Job)

Wildly Important Goals

(New Initiatives Supporting
Positive Change)

IMPORTANT
You Act On It
URGENT
It Acts on You
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Executing the Implementation Roadmap will require Collingwood to carefully marshal its
available capacity to execute change. The figure below illustrates the hazards of being
an inch deep and a mile wide when attempting to meet change driven goals. If
Collingwood attempts to simultaneously execute too many of the ambitious/game
changing Strategic Recommendations set out in this Report, it may end up failing to
execute any of them. Executing clusters of no more than two to three Strategic
Recommendations (at any point in time) is an ideal approach to change.

Figure 25: Setting Goals and the Law of Diminishing Returns

Number of Goals

(plus the Whirlwind) 2-3 4-10

Goals Achieved with Excellence 2-3 1-2

The Performance Concepts/Dillon team has prepared a real-time, customized
implementation tool for Collingwood in Google Sheets. The tool creates an
Implementation Roadmap critical path for each Recommendation set out in this Phase 1
Final Report. Each Recommendation is positioned across the 3-year Roadmap with a
start date, a timeframe for completion, and an end date. The figure in Appendix A sets
out the Performance Concepts/Dillon initial Implementation Roadmap configuration. As
Collingwood moves forward to execute the Roadmap, priorities and progress in the
Google Sheets tool can be refreshed in real time. The result is a living/evolving Roadmap
that supports the ebb and flow of real-world change management by an already busy
Collingwood DAP team.
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Investing in Change Management Horsepower

Change is Important and it is always hard — especially when Council and staff must
confront the Whirlwind of Everyday Operations. As already noted, the Urgency of the
DAP “Day Job” can detract from the Importance of executing Wildly Important Goals to
secure transformational DAP change.

Dedicated change management resources improve the probability of successful change
and creating high performance DAP. These resources can be funded for DAP
improvement without negative property tax impacts. Fully-costed modernized DAP fees
can create a stream of revenues to achieve CityView modernization as well as address
other implementation priorities facing an already busy DAP team. Building Permit
reserve balances can also supply appropriate funding increments. The Performance
Concepts/Dillon team believes a new DAP change management reserve with an initial
$100k to $S150k contribution staged across the 2024 and 2025 budget cycles is
appropriate, and worthy of consideration by Collingwood Council. It is understood that
S40k has been reserved to date as part of the 2024 budget. The CAO and Directors
involved in DAP could be responsible for deploying this change management funding
envelope as appropriate throughout the 3-year Implementation Roadmap.
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Moving Forward with Change Management

Concluding Remarks

The Collingwood DAP Process Review has delivered a robust portfolio of Strategic and
Tactical Recommendations to improve overall DAP performance. These
Recommendations have been positioned within an adaptable multi-year
Implementation Roadmap. Performance Concepts/Dillon has provided an ongoing
implementation monitoring tool (configured using an interactive Google tool) where
critical path scheduling of change management efforts can be reconfigured/adapted in
real time as various Recommendations are achieved or delayed.

The “flow” of the Implementation Roadmap is consistent with other DAP Reviews
completed by Performance Concepts/Dillon. The initial focus is on Role Clarity and
Process Improvement that will transition the Current State DAP model into a high
performing Future State. DAP Technology and Performance Measurement
modernization efforts can follow; confident in the knowledge that automation and
measurement will reflect Future State LEAN efficiencies.

Governance and development industry relationships can be re-shaped throughout the
Implementation Roadmap. Of particular urgency will be a shared consensus with the
development industry around future wastewater servicing issues and the
requirements/or lack thereof for SCAP extension. While perhaps unavoidable, SCAP
continuation represents an obstacle to a LEAN high performing DAP model in
Collingwood. It imposes DAP delays and additional costs on the construction of housing
in the midst of a nation-wide supply crunch. If it is technically possible to secure
wastewater servicing solutions outside of a SCAP model, Collingwood DAP performance
will benefit.

By relentlessly focusing on implementing the Recommendations generated during this
DAP Review, Collingwood will be well positioned to create a high performing DAP
model, and secure successful development outcomes for years to come.
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Implementation Roadmap
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