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A. Overview of our engagement

KPMG has been retained by the Town of Cobourg (the “Town”) to a service delivery review intended to identify potential opportunities for
operating efficiencies, levy reductions and customer service enhancements. As part of the service delivery review, KPMG undertook
process mapping of selected municipal services, including payroll, accounts payable, credit cards, taxes and collections and other
accounts receivable.

This report outlines the Town’s processes with respect to the above-noted services and includes:
» Process maps for the delivery of the service;
 Identified areas for potential enhancement, as applicable; and

» Suggested operational changes that could be considered by the Town as a means of enhancing operating efficiencies and customer
service, improving risk management and addressing potential internal control weaknesses.

Our review relied heavily on the contributions and knowledge of Town personnel and we would like to express our appreciation
and thanks for the assistance provided to us by staff.
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B. Our approach

As part of our review, KPMG facilitated discussion with Town staff to identify the individual steps in the process under review, as well as
any issues that were perceived as impacting operating efficiencies, customer service, internal controls or risk management.

The approach adopted to review the Town’s processes reflected the LEAN concept of value-stream mapping. While there are many
different definitions of LEAN, we define LEAN thinking as the belief that there is a simpler, better way through a continuous drive to
identify and eliminate waste, or inefficiencies and errors, in day-to-day work. It is about making work environments efficient and effective,
S0 organizations can provide higher quality of services to their customers. LEAN helps create time for quality improvement to be part of
everyday routine activity.

There are five common principles of LEAN thinking:

1.

Value is defined by the voice of the client. If a process or function doesn’t create value for the client (recognizing that clients can be
internal or external), the question is why is it being performed.

LEAN requires that you understand your process. Process mapping allows you to have a picture of your process so that you can
begin to make improvements. Without this understanding, it is difficult to have transparency and see where the problems are. It also
helps teams gain an understanding of everyone’s involvement in the process.

LEAN seeks to develop flow, so that products or services move fluidly and without interruptions through the process.

LEAN seeks to establish pull, so that activities are undertaken in response to what a client needs when they need it, by reacting to a
trigger. This is contrary to how many processes are structured, which involves a push to the next user regardless of whether they are
ready or not.

LEAN is a means of continuous improvement. When done right, LEAN is not a one-time event but rather a journey to continually
improve processes and constantly strive to supply value, from the perspective of the client.

KkPmG!
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LEAN methodologies are intended to help organizations identify and address one of eight typical types of inefficiencies.

Inefficiency

Defects

Description

Work or services that are not completed
correctly the first time.

Examples

Departments key in hours worked incorrectly,
requiring payroll to fix errors.

Overproduction

Doing more than what is required to complete
the task.

Generating reports that are not used by
management.

Waiting

Idle time when material, information, people or
equipment are waiting.

Waiting for approvals prior to issuing cheques.
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Non-utilized talent

Not utilizing all of the skills of employees.

Incurring overtime because staff working in
other departments cannot be used.

Transportation

Moving equipment, supplies or equipment
from place to place.

Transferring paper files from one location to
another rather than using email.

Inventory

Having more material and supplies on hand
than what its needed.

Stocking extra stores inventory to prevent
stockouts caused by poor order management.

Motion

Unnecessary movement by employees to
complete an activity.

Having staff attend meetings in person rather
than by video or teleconference.

Extra processing

Spending extra time and effort for an activity,
including duplication of efforts.

Developing Excel spreadsheets to track
information that is already available in MIS.
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C. How to read our report

For each component of the Town'’s processes included in this report, we have provided process maps that outline the individual
worksteps undertaken as part of the Town’s delivery of service. These maps are outlined in flowchart form and are intended to assist in
understanding (i) the individual worksteps performed by Town personnel; (ii) the sequential ordering of the worksteps; and (iii) decision

points included in the process.

Potential areas for improvement include:

Process inefficiencies, which may include
duplication of efforts, manual vs. automated
processes and the performance of work with
nominal value

Client service limitations, representing aspects of
the Town'’s operations that may adversely impact
on customer satisfaction

Financial risk, representing areas where the
Town’s system of internal controls in insufficient to
prevent the risk of financial loss

Litigation risk, consisting of potential areas where
the Town’s processes may expose it to risk,
including areas where existing measures to
mitigate risk are considered insufficient

Where areas for potential for improvement have been identified, we have provided suggested courses of action that could be considered

by the Town as part of future implementation efforts.
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D. Restrictions

This report is based on information and documentation that was made available to KPMG at the date of this report. We had access to
information up to November 6, 2020 in order to arrive at our observations but, should additional documentation or other information
become available which impacts upon the observations reached in our report, we will reserve the right, if we consider it necessary, to
amend our report accordingly. This report and the observations and recommendations expressed herein are valid only in the context of
the whole report. Selected observations and recommendations should not be examined outside of the context of the report in its entirety.

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

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

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

KPMG has no present or contemplated interest in the Town of Cobourg nor are we an insider or associate of the Town of Cobourg or its
management team. Our fees for this engagement are not contingent upon our findings or any other event. Accordingly, we believe we
are independent of the Town of Cobourg and are acting objectively.
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Finance - Credit Cards
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Polential Lourses of Action

Issue

Potential Course of Action

We understand that hard copies of timesheets are printed in hard
copy then scanned . Printed hard copies are retained in files for a
period of seven years.

We recommend the full reliance on the digitization of file
retention to reduce not only the duplication but the volume of
paper retained and related storage.

We understand that timesheets are printed individually from Penny
to compare to timesheets uploaded into Great Plains.

We recommend the exploration of linking systems such as
Penny and Great Plains to reduce the manual effort required
to compare the input between systems.

We understand that typically invoice approval is manual with paper
moving between departments. In light of COVID, invoices have
been emailed for departmental approval.

We recommend that departmental approval remain electronic
post-COVID to eliminate the time lag in approval and the
movement of paper between departments.

We heard on several occasions that documents are printed in hard
copies to facilitate the cross-checking between reports and systems
as the Finance team are working with single screens.

We recommend that the Finance team be provided with
second screens to enable the electronic cross-checking of
documents and eliminating the need to use paper.

We understand that all credit card transactions must be entered
manually in a spreadsheet.

We recommend giving consideration to the opportunity to
work with VISA to obtain an electronic download of all
transactions to eliminate the manual input of information each
month, by card.

We understand that finance backup or supporting documentation is
retained in hard copy for a period of seven years.

We recommend the digitization of file retention in a central
location to reduce the volume of paper retained and increase
the accessibility of information.

14



Potential Gourses of Action

Issue

We heard there is very often a lag in the timeliness of receiving bill
backs in Finance and there is a concern over the completeness of
charge backs that make it to Finance for processing.

In particular, we heard that there is no ownership of financial
reporting, billing and accounts receivable in particular, in the Building
and Planning department.

Potential Course of Action

We recommend that the Town provide education to
departments the importance of timely billing and that Finance
proactively reach out to departments on a regular basis for
the existence of any charge backs.

We recommend that the Town continue to explore ways for
the departments to work together to ensure all monies owing
are billed and collected.

We heard that there is no way to run a developer statement of
account at any point in time in a reasonable amount of time.

We recommend that the Town continue to explore ways to be
able to provide this information on a timely basis including the
use of City Works to streamline the deposit process and have
adequate backup to validate accuracy of financial information
or invoicing fees and deposits in the system to be able to
generate accurate system-generated reporting at a point in
time.
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A. Overview of our engagement

KPMG has been retained by the Town of Cobourg (the “Town”) to a service delivery review intended to identify potential opportunities for
operating efficiencies, levy reductions and customer service enhancements. As part of the service delivery review, KPMG undertook
process mapping of selected municipal services, including recruitment and onboarding of Town personnel.

This report outlines the Town’s processes with respect to the above-noted services and includes:
» Process maps for the delivery of the service;
» Identified areas for potential enhancement, as applicable; and

» Suggested operational changes that could be considered by the Town as a means of enhancing operating efficiencies and customer
service, improving risk management and addressing potential internal control weaknesses.

Our review relied heavily on the contributions and knowledge of Town personnel and we would like to express our appreciation
and thanks for the assistance provided to us by staff.
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B. Our approach

As part of our review, KPMG facilitated discussion with Town staff to identify the individual steps in the process under review, as well as
any issues that were perceived as impacting operating efficiencies, customer service, internal controls or risk management.

The approach adopted to review the Town’s processes reflected the LEAN concept of value-stream mapping. While there are many
different definitions of LEAN, we define LEAN thinking as the belief that there is a simpler, better way through a continuous drive to
identify and eliminate waste, or inefficiencies and errors, in day-to-day work. It is about making work environments efficient and effective,
S0 organizations can provide higher quality of services to their customers. LEAN helps create time for quality improvement to be part of
everyday routine activity.

There are five common principles of LEAN thinking:

1.

Value is defined by the voice of the client. If a process or function doesn’t create value for the client (recognizing that clients can be
internal or external), the question is why is it being performed.

LEAN requires that you understand your process. Process mapping allows you to have a picture of your process so that you can
begin to make improvements. Without this understanding, it is difficult to have transparency and see where the problems are. It also
helps teams gain an understanding of everyone’s involvement in the process.

LEAN seeks to develop flow, so that products or services move fluidly and without interruptions through the process.

LEAN seeks to establish pull, so that activities are undertaken in response to what a client needs when they need it, by reacting to a
trigger. This is contrary to how many processes are structured, which involves a push to the next user regardless of whether they are
ready or not.

LEAN is a means of continuous improvement. When done right, LEAN is not a one-time event but rather a journey to continually
improve processes and constantly strive to supply value, from the perspective of the client.
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LEAN methodologies are intended to help organizations identify and address one of eight typical types of inefficiencies.

Inefficiency

Defects

Description

Work or services that are not completed
correctly the first time.

Examples

Departments key in hours worked incorrectly,
requiring payroll to fix errors.

Overproduction

Doing more than what is required to complete
the task.

Generating reports that are not used by
management.

Waiting

Idle time when material, information, people or
equipment are waiting.

Waiting for approvals prior to issuing cheques.

°

e
[ <
e

Non-utilized talent

Not utilizing all of the skills of employees.

Incurring overtime because staff working in
other departments cannot be used.

Transportation

Moving equipment, supplies or equipment
from place to place.

Transferring paper files from one location to
another rather than using email.

Inventory

Having more material and supplies on hand
than what its needed.

Stocking extra stores inventory to prevent
stockouts caused by poor order management.

Motion

Unnecessary movement by employees to
complete an activity.

Having staff attend meetings in person rather
than by video or teleconference.

Extra processing

Spending extra time and effort for an activity,
including duplication of efforts.

Developing Excel spreadsheets to track
information that is already available in MIS.
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C. How to read our report

For each component of the Town'’s processes included in this report, we have provided process maps that outline the individual
worksteps undertaken as part of the Town’s delivery of service. These maps are outlined in flowchart form and are intended to assist in
understanding (i) the individual worksteps performed by Town personnel; (ii) the sequential ordering of the worksteps; and (iii) decision

points included in the process.

Potential areas for improvement include:

Process inefficiencies, which may include
duplication of efforts, manual vs. automated
processes and the performance of work with
nominal value

Client service limitations, representing aspects of
the Town'’s operations that may adversely impact
on customer satisfaction

Financial risk, representing areas where the
Town’s system of internal controls in insufficient to
prevent the risk of financial loss

Litigation risk, consisting of potential areas where
the Town’s processes may expose it to risk,
including areas where existing measures to
mitigate risk are considered insufficient

Where areas for potential for improvement have been identified, we have provided suggested courses of action that could be considered

by the Town as part of future implementation efforts.
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D. Restrictions

This report is based on information and documentation that was made available to KPMG at the date of this report. We had access to
information up to November 6, 2020 in order to arrive at our observations but, should additional documentation or other information
become available which impacts upon the observations reached in our report, we will reserve the right, if we consider it necessary, to
amend our report accordingly. This report and the observations and recommendations expressed herein are valid only in the context of
the whole report. Selected observations and recommendations should not be examined outside of the context of the report in its entirety.

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

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

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

KPMG has no present or contemplated interest in the Town of Cobourg nor are we an insider or associate of the Town of Cobourg or its
management team. Our fees for this engagement are not contingent upon our findings or any other event. Accordingly, we believe we
are independent of the Town of Cobourg and are acting objectively.
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Polential Lourses of Action

Issue

Staff advised that transferring the job posting details into
various job posting sites and communications templates is
a very administratively heavy tasks requiring significant
time spent copy and pasting.

Potential Course of Action

We recommend the Town'’s job posting templates be streamlined to
match the job description templates and all templates merged into one
master document. Macros could be enabled to complete the transfer of
information from the master JD into the posting templates, which would
create capacity for the HR Generalist to focus on higher value work.
Alternatively, the Town could consider providing the HR Generalist with
access to administrative support for the recruitment process which
would create additional capacity for the HR professional.

We understand there is no access to a private area for the
HR Generalist to complete confidential phone calls such
as reference checks.

We recommend the HR Generalist be provided access to a private
space with a closed door to complete confidential phone calls such as
reference checks.

We understand the HR Generalist saves all candidate
resumes in their email Inbox and emails all resumes to
hiring manager.

We recommend that candidate resumes be saved on a shared drive and
that the hiring manager access the resumes in this shared location.

This would minimize the risk that candidate resumes would be
mistakenly emailed to the wrong recipient as well as create capacity for
the HR Generalist from having to manage these files within her email
Inbox.

We understand that summer student recruitment is not
centralized and the onboarding process for all staff is not
standardized. We heard that hiring managers complete
recruitment and onboarding in an ad hoc manner and new
employee experience and training can vary greatly by
department.

We recommend that summer student recruitment and all staff
onboarding be centralized and lead by HR. This would ensure each
new employee experience is consistent, create additional capacity for
hiring managers, and standardize critical policy and procedure training
for new hires, minimizing risk this would be overlooked or missed at the
departmental level.

We understand HR completes a criminal record check
and driver’'s abstract after the new hire has begun their
employment with the Town.

We recommend that any required background checks be completed by
HR prior to the start date of any new employee. This will minimize risk
that a new hire does not meet the qualifications of the position after they
have begun employment with the Town.

KkPmG!
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Potential Gourses of Action

Issue

Potential Course of Action

We understand vacation is calculated based on hire date,
not calendar year. Staff advised this results in significant
HR and payroll staff time is spent updating vacation
allotment on a bi-weekly basis.

We recommend the Town consider changing vacation accrual to annual
instead of based on hire date. This would create capacity for both HR
and payroll staff to spend time on higher value work and streamline
vacation calculations for all staff.

We understand HR tracks annual pay increases in
spreadsheet and completes HR Action Form and sends to
payroll for processing. We heard that payroll also tracks
annual pay increases and there appears to be duplicated
efforts in this area.

We recommend that annual pay increases remain as a function of
payroll and HR be removed from tracking the standard annual
increments for unionized staff.

We were advised there is no centralized budget for
recruitment costs. Staff advised that recruitment costs lie
with each department when they are incurred but there is
no line item budget for recruitment on an annual basis.

We recommend that the Town consider budgeting annually for
recruitment costs. This will provide flexibility to departments hiring for
key positions and enable maximum exposure in order to recruit the most
qualified candidates for the Town.
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A. Overview of our engagement

KPMG has been retained by the Town of Cobourg (the “Town”) to a service delivery review intended to identify potential opportunities for
operating efficiencies, levy reductions and customer service enhancements. As part of the service delivery review, KPMG undertook
process mapping of selected municipal services, including site plan and subdivision approval planning applications.

This report outlines the Town’s processes with respect to the above-noted services and includes:
» Process maps for the delivery of the service;
» Identified areas for potential enhancement, as applicable; and

» Suggested operational changes that could be considered by the Town as a means of enhancing operating efficiencies and customer
service, improving risk management and addressing potential internal control weaknesses.

Our review relied heavily on the contributions and knowledge of Town personnel and we would like to express our appreciation
and thanks for the assistance provided to us by staff.
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B. Our approach

As part of our review, KPMG facilitated discussion with Town staff to identify the individual steps in the process under review, as well as
any issues that were perceived as impacting operating efficiencies, customer service, internal controls or risk management.

The approach adopted to review the Town’s processes reflected the LEAN concept of value-stream mapping. While there are many
different definitions of LEAN, we define LEAN thinking as the belief that there is a simpler, better way through a continuous drive to
identify and eliminate waste, or inefficiencies and errors, in day-to-day work. It is about making work environments efficient and effective,
S0 organizations can provide higher quality of services to their customers. LEAN helps create time for quality improvement to be part of
everyday routine activity.

There are five common principles of LEAN thinking:

1.

Value is defined by the voice of the client. If a process or function doesn’t create value for the client (recognizing that clients can be
internal or external), the question is why is it being performed.

LEAN requires that you understand your process. Process mapping allows you to have a picture of your process so that you can
begin to make improvements. Without this understanding, it is difficult to have transparency and see where the problems are. It also
helps teams gain an understanding of everyone’s involvement in the process.

LEAN seeks to develop flow, so that products or services move fluidly and without interruptions through the process.

LEAN seeks to establish pull, so that activities are undertaken in response to what a client needs when they need it, by reacting to a
trigger. This is contrary to how many processes are structured, which involves a push to the next user regardless of whether they are
ready or not.

LEAN is a means of continuous improvement. When done right, LEAN is not a one-time event but rather a journey to continually
improve processes and constantly strive to supply value, from the perspective of the client.

KkPmG!



ntroduction

LEAN methodologies are intended to help organizations identify and address one of eight typical types of inefficiencies.

Inefficiency

Defects

Description

Work or services that are not completed
correctly the first time.

Examples

Departments key in hours worked incorrectly,
requiring payroll to fix errors.

Overproduction

Doing more than what is required to complete
the task.

Generating reports that are not used by
management.

Waiting

Idle time when material, information, people or
equipment are waiting.

Waiting for approvals prior to issuing cheques.
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Non-utilized talent

Not utilizing all of the skills of employees.

Incurring overtime because staff working in
other departments cannot be used.

Transportation

Moving equipment, supplies or equipment
from place to place.

Transferring paper files from one location to
another rather than using email.

Inventory

Having more material and supplies on hand
than what its needed.

Stocking extra stores inventory to prevent
stockouts caused by poor order management.

Motion

Unnecessary movement by employees to
complete an activity.

Having staff attend meetings in person rather
than by video or teleconference.

Extra processing

Spending extra time and effort for an activity,
including duplication of efforts.

Developing Excel spreadsheets to track
information that is already available in MIS.
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C. How to read our report

For each component of the Town'’s processes included in this report, we have provided process maps that outline the individual
worksteps undertaken as part of the Town’s delivery of service. These maps are outlined in flowchart form and are intended to assist in
understanding (i) the individual worksteps performed by Town personnel; (ii) the sequential ordering of the worksteps; and (iii) decision

points included in the process.

Potential areas for improvement include:

Process inefficiencies, which may include
duplication of efforts, manual vs. automated
processes and the performance of work with
nominal value

Client service limitations, representing aspects of
the Town'’s operations that may adversely impact
on customer satisfaction

Financial risk, representing areas where the
Town’s system of internal controls in insufficient to
prevent the risk of financial loss

Litigation risk, consisting of potential areas where
the Town’s processes may expose it to risk,
including areas where existing measures to
mitigate risk are considered insufficient

Where areas for potential for improvement have been identified, we have provided suggested courses of action that could be considered

by the Town as part of future implementation efforts.



ntroduction

D. Restrictions

This report is based on information and documentation that was made available to KPMG at the date of this report. We had access to
information up to November 6, 2020 in order to arrive at our observations but, should additional documentation or other information
become available which impacts upon the observations reached in our report, we will reserve the right, if we consider it necessary, to
amend our report accordingly. This report and the observations and recommendations expressed herein are valid only in the context of
the whole report. Selected observations and recommendations should not be examined outside of the context of the report in its entirety.

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

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

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

KPMG has no present or contemplated interest in the Town of Cobourg nor are we an insider or associate of the Town of Cobourg or its
management team. Our fees for this engagement are not contingent upon our findings or any other event. Accordingly, we believe we
are independent of the Town of Cobourg and are acting objectively.
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Polential Courses of Action

We were advised that prior to the COVID-19 pandemic, Planning
was required to provide four hard copies of deposit summaries for
funds received in connection with site plan/subdivision applications
and other development applications. We further understand that the
Town has now implemented an electronic submission for funds
being deposited in connection with planning applications.

As a means of enhancing operational efficiencies through the
elimination of manual work efforts, the Town may wish to
consider permanently adopting electronic reporting by
Planning to Finance for payment receipts and depositing.

While the Planning Act does not require any public consultation
methods for these technical applications, the Town'’s Public
Notification Procedures (effective January 2020), require sign
posting and website notification.

In order to reduce the administrative time and cost associated
with technical applications, the Town may wish to consider
revising its notification procedures to the standard established
in the Planning Act.

While the provisions of the Planning Act allow Council to delegate
responsibility for site plan/subdivision application approvals to Town
staff, the Town’s current processes require approval by both the
Committee of the Whole and Council. As a result of the requirement
for Council approval, Town staff are required to complete a number
of work efforts, which add between five to 10 hours of staff time and
2 ¥ — 3 weeks of additional processing per application.

As a means of reducing the overall processing time for site
plan /subdivision application approvals, and recognizing that
Council approves almost all site plan/subdivision applications
the Town may wish to consider delegating approval authority
to the Director of Planning & Development.

Under the Town'’s financial processes, costs incurred in connection
with the resolution of matters identified through site plan/subdivision
agreement inspections are not specifically matched to site
plan/subdivision applications in its financial records. As aresult, a
number of Town departments (Planning, Public Works, Parks) are
required to track costs incurred in MS Excel spreadsheets, with a
final reconciliation required prior to the release of proponent
deposits. This represents a duplication of work efforts as costs are
recorded by staff in multiple Town departments.

As a means of reducing the extent of work required to
process proponent deposits, the Town may wish to consider
revising its chart of accounts to create individual general
ledger accounts for each site plan/subdivision application.
This is intended to significantly reduce the amount of time
required to determine the balance of remaining deposits as
expenses will be coded to individual applications. At the
same time, the use of individual accounts would facilitate the
Town's ability to monitor site plan/subdivision applications,
identifying those that have been outstanding for a number of
years for follow up or closure.
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A. Overview of our engagement

KPMG has been retained by the Town of Cobourg (the “Town”) to a service delivery review intended to identify potential opportunities for
operating efficiencies, levy reductions and customer service enhancements. As part of the service delivery review, KPMG undertook
process mapping of selected municipal services, including official plan and zoning by-law amendments and draft plans of subdivision
applications.

This report outlines the Town’s processes with respect to the above-noted services and includes:
» Process maps for the delivery of the service;
« Identified areas for potential enhancement, as applicable; and

» Suggested operational changes that could be considered by the Town as a means of enhancing operating efficiencies and customer
service, improving risk management and addressing potential internal control weaknesses.

Our review relied heavily on the contributions and knowledge of Town personnel and we would like to express our appreciation
and thanks for the assistance provided to us by staff.
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B. Our approach

As part of our review, KPMG facilitated discussion with Town staff to identify the individual steps in the process under review, as well as
any issues that were perceived as impacting operating efficiencies, customer service, internal controls or risk management.

The approach adopted to review the Town’s processes reflected the LEAN concept of value-stream mapping. While there are many
different definitions of LEAN, we define LEAN thinking as the belief that there is a simpler, better way through a continuous drive to
identify and eliminate waste, or inefficiencies and errors, in day-to-day work. It is about making work environments efficient and effective,
S0 organizations can provide higher quality of services to their customers. LEAN helps create time for quality improvement to be part of
everyday routine activity.

There are five common principles of LEAN thinking:

1.

Value is defined by the voice of the client. If a process or function doesn’t create value for the client (recognizing that clients can be
internal or external), the question is why is it being performed.

LEAN requires that you understand your process. Process mapping allows you to have a picture of your process so that you can
begin to make improvements. Without this understanding, it is difficult to have transparency and see where the problems are. It also
helps teams gain an understanding of everyone’s involvement in the process.

LEAN seeks to develop flow, so that products or services move fluidly and without interruptions through the process.

LEAN seeks to establish pull, so that activities are undertaken in response to what a client needs when they need it, by reacting to a
trigger. This is contrary to how many processes are structured, which involves a push to the next user regardless of whether they are
ready or not.

LEAN is a means of continuous improvement. When done right, LEAN is not a one-time event but rather a journey to continually
improve processes and constantly strive to supply value, from the perspective of the client.

KkPmG!
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LEAN methodologies are intended to help organizations identify and address one of eight typical types of inefficiencies.

Inefficiency

Defects

Description

Work or services that are not completed
correctly the first time.

Examples

Departments key in hours worked incorrectly,
requiring payroll to fix errors.

Overproduction

Doing more than what is required to complete
the task.

Generating reports that are not used by
management.

Waiting

Idle time when material, information, people or
equipment are waiting.

Waiting for approvals prior to issuing cheques.

°

e
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Non-utilized talent

Not utilizing all of the skills of employees.

Incurring overtime because staff working in
other departments cannot be used.

Transportation

Moving equipment, supplies or equipment
from place to place.

Transferring paper files from one location to
another rather than using email.

Inventory

Having more material and supplies on hand
than what its needed.

Stocking extra stores inventory to prevent
stockouts caused by poor order management.

Motion

Unnecessary movement by employees to
complete an activity.

Having staff attend meetings in person rather
than by video or teleconference.

Extra processing

Spending extra time and effort for an activity,
including duplication of efforts.

Developing Excel spreadsheets to track
information that is already available in MIS.
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C. How to read our report

For each component of the Town'’s processes included in this report, we have provided process maps that outline the individual
worksteps undertaken as part of the Town’s delivery of service. These maps are outlined in flowchart form and are intended to assist in
understanding (i) the individual worksteps performed by Town personnel; (ii) the sequential ordering of the worksteps; and (iii) decision

points included in the process.

Potential areas for improvement include:

Process inefficiencies, which may include
duplication of efforts, manual vs. automated
processes and the performance of work with
nominal value

Client service limitations, representing aspects of
the Town'’s operations that may adversely impact
on customer satisfaction

Financial risk, representing areas where the
Town’s system of internal controls in insufficient to
prevent the risk of financial loss

Litigation risk, consisting of potential areas where
the Town’s processes may expose it to risk,
including areas where existing measures to
mitigate risk are considered insufficient

Where areas for potential for improvement have been identified, we have provided suggested courses of action that could be considered

by the Town as part of future implementation efforts.
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D. Restrictions

This report is based on information and documentation that was made available to KPMG at the date of this report. We had access to
information up to November 6, 2020 in order to arrive at our observations but, should additional documentation or other information
become available which impacts upon the observations reached in our report, we will reserve the right, if we consider it necessary, to
amend our report accordingly. This report and the observations and recommendations expressed herein are valid only in the context of
the whole report. Selected observations and recommendations should not be examined outside of the context of the report in its entirety.

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

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

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

KPMG has no present or contemplated interest in the Town of Cobourg nor are we an insider or associate of the Town of Cobourg or its
management team. Our fees for this engagement are not contingent upon our findings or any other event. Accordingly, we believe we
are independent of the Town of Cobourg and are acting objectively.
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Potential Gourses of Action

Issue Potential Course of Action
We were advised that prior to the COVID-19 pandemic, Planning As a means of enhancing operational efficiencies through the
was required to provide four hard copies of deposit summaries for elimination of manual work efforts, the Town may wish to
funds received in connection with site plan applications and other consider permanently adopting electronic reporting by

development applications. We further understand that the Town has | Planning to Finance for payment receipts and depositing.
now implemented an electronic submission for funds being
deposited in connection with planning applications.

In connection with Official Plan and Zoning By-law Amendment, and As a means of reducing the overall time and cost for

Draft Plans of Subdivision applications, the Town’s public notification | processing Official Plan and Zoning By-law Amendments,
process includes a level of notification that is excess of the minimum | and Draft Plans of Subdivision applications, the Town may
requirements of the Planning Act. Currently, the Town'’s notification with to consider reducing its notification requirements to those
includes (1) publication in a local newspaper with sufficient general required by the Planning Act.

circulation; (2) mailings to property owners within a certain distance
of the subject property; and (3) sign posting at the site. This
exceeds the requirements of the Planning Act, which requires either
(1) or (2) and (3), but not all three.
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A. Overview of our engagement

KPMG has been retained by the Town of Cobourg (the “Town”) to a service delivery review intended to identify potential opportunities for
operating efficiencies, levy reductions and customer service enhancements. As part of the service delivery review, KPMG undertook
process mapping of selected municipal services, including committee of adjustment and heritage permit applications.

This report outlines the Town’s processes with respect to committee of adjustment and heritage permit applications and includes:
» Process maps for the delivery of the service;
» Identified areas for potential enhancement, as applicable; and

» Suggested operational changes that could be considered by the Town as a means of enhancing operating efficiencies and customer
service, improving risk management and addressing potential internal control weaknesses.

Our review relied heavily on the contributions and knowledge of Town personnel and we would like to express our appreciation
and thanks for the assistance provided to us by staff.
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B. Our approach

As part of our review, KPMG facilitated discussion with Town staff to identify the individual steps in the process under review, as well as
any issues that were perceived as impacting operating efficiencies, customer service, internal controls or risk management.

The approach adopted to review the Town’s processes reflected the LEAN concept of value-stream mapping. While there are many
different definitions of LEAN, we define LEAN thinking as the belief that there is a simpler, better way through a continuous drive to
identify and eliminate waste, or inefficiencies and errors, in day-to-day work. It is about making work environments efficient and effective,
S0 organizations can provide higher quality of services to their customers. LEAN helps create time for quality improvement to be part of
everyday routine activity.

There are five common principles of LEAN thinking:

1.

Value is defined by the voice of the client. If a process or function doesn’t create value for the client (recognizing that clients can be
internal or external), the question is why is it being performed.

LEAN requires that you understand your process. Process mapping allows you to have a picture of your process so that you can
begin to make improvements. Without this understanding, it is difficult to have transparency and see where the problems are. It also
helps teams gain an understanding of everyone’s involvement in the process.

LEAN seeks to develop flow, so that products or services move fluidly and without interruptions through the process.

LEAN seeks to establish pull, so that activities are undertaken in response to what a client needs when they need it, by reacting to a
trigger. This is contrary to how many processes are structured, which involves a push to the next user regardless of whether they are
ready or not.

LEAN is a means of continuous improvement. When done right, LEAN is not a one-time event but rather a journey to continually
improve processes and constantly strive to supply value, from the perspective of the client.

KkPmG!
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LEAN methodologies are intended to help organizations identify and address one of eight typical types of inefficiencies.

Inefficiency

Defects

Description

Work or services that are not completed
correctly the first time.

Examples

Departments key in hours worked incorrectly,
requiring payroll to fix errors.

Overproduction

Doing more than what is required to complete
the task.

Generating reports that are not used by
management.

Waiting

Idle time when material, information, people or
equipment are waiting.

Waiting for approvals prior to issuing cheques.

°
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Non-utilized talent

Not utilizing all of the skills of employees.

Incurring overtime because staff working in
other departments cannot be used.

Transportation

Moving equipment, supplies or equipment
from place to place.

Transferring paper files from one location to
another rather than using email.

Inventory

Having more material and supplies on hand
than what its needed.

Stocking extra stores inventory to prevent
stockouts caused by poor order management.

Motion

Unnecessary movement by employees to
complete an activity.

Having staff attend meetings in person rather
than by video or teleconference.

Extra processing

Spending extra time and effort for an activity,
including duplication of efforts.

Developing Excel spreadsheets to track
information that is already available in MIS.
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C. How to read our report

For each component of the Town'’s processes included in this report, we have provided process maps that outline the individual
worksteps undertaken as part of the Town’s delivery of service. These maps are outlined in flowchart form and are intended to assist in
understanding (i) the individual worksteps performed by Town personnel; (ii) the sequential ordering of the worksteps; and (iii) decision

points included in the process.

Potential areas for improvement include:

Process inefficiencies, which may include
duplication of efforts, manual vs. automated
processes and the performance of work with
nominal value

Client service limitations, representing aspects of
the Town'’s operations that may adversely impact
on customer satisfaction

Financial risk, representing areas where the
Town’s system of internal controls in insufficient to
prevent the risk of financial loss

Litigation risk, consisting of potential areas where
the Town’s processes may expose it to risk,
including areas where existing measures to
mitigate risk are considered insufficient

Where areas for potential for improvement have been identified, we have provided suggested courses of action that could be considered

by the Town as part of future implementation efforts.
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D. Restrictions

This report is based on information and documentation that was made available to KPMG at the date of this report. We had access to
information up to November 6, 2020 in order to arrive at our observations but, should additional documentation or other information
become available which impacts upon the observations reached in our report, we will reserve the right, if we consider it necessary, to
amend our report accordingly. This report and the observations and recommendations expressed herein are valid only in the context of
the whole report. Selected observations and recommendations should not be examined outside of the context of the report in its entirety.

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

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

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

KPMG has no present or contemplated interest in the Town of Cobourg nor are we an insider or associate of the Town of Cobourg or its
management team. Our fees for this engagement are not contingent upon our findings or any other event. Accordingly, we believe we
are independent of the Town of Cobourg and are acting objectively.



Heriiage Permit Applcations

Proponent meets with
Town staff to discuss
application and
major/minor designation

Applicant submits
completed application to
the Planning Department

Application is reviewed to
determine if it is complete

Planner communicates
additional requirements to
proponent

Is
information
complete

; Is .
Minor
Staff issue Heritage T application Prop_onent qum'ts
. . required additional
Permit major or .
. documentation
- minor
Planning staff prepare
Heritage
Recommendation/Opinion
Report
Council approves, refuses Committee of Whole Cobo_urg Heritage Agenda published 96
o . . Committee meets to .
or refers application to consider Committee : hours in advance of
. consider report and pass .
staff motion and staff report meeting

motion for Council

KkPmG!



Lommittee of Adustment Applcations

Proponent meets with
Town staff to discuss
application

Applicant submits

completed application to
the Planning Department

Application is reviewed to
determine if it is complete

Is
information
complete

Planner communicates
additional requirements to
proponent

) Proponent submits
Planning staff prepare

\

Notice of public hearing
published 13-20 days in
advance

required additional
documentation

Council considers
planning staff report as

Persons or public bodies
may appeal a decision to approves or refuses
LPAT application

Committee of Adjustment

KkPmG!

commenting agency in
open session

t report on application

Committee of Adjustment Agenda published 96
holds public hearing on hours in advance of
application meeting




Potential Gourses of Action

Potential Course of Action

Currently, the process to bring the heritage planning The Town may wish to consider delegating certain types of “major”
report to Council adds two to three weeks to the issuance | heritage approvals to staff provided the Cobourg Heritage Committee
of a heritage permit. has considered it and recommends approval.
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A. Overview of our engagement

KPMG has been retained by the Town of Cobourg (the “Town”) to a service delivery review intended to identify potential opportunities for
operating efficiencies, levy reductions and customer service enhancements. As part of the service delivery review, KPMG undertook
process mapping of selected municipal services, including building permit applications.

This report outlines the Town’s processes with respect to building permit applications and includes:
» Process maps for the delivery of the service;
» Identified areas for potential enhancement, as applicable; and

» Suggested operational changes that could be considered by the Town as a means of enhancing operating efficiencies and customer
service, improving risk management and addressing potential internal control weaknesses.

Our review relied heavily on the contributions and knowledge of Town personnel and we would like to express our appreciation
and thanks for the assistance provided to us by staff.
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B. Our approach

As part of our review, KPMG facilitated discussion with Town staff to identify the individual steps in the process under review, as well as
any issues that were perceived as impacting operating efficiencies, customer service, internal controls or risk management.

The approach adopted to review the Town’s processes reflected the LEAN concept of value-stream mapping. While there are many
different definitions of LEAN, we define LEAN thinking as the belief that there is a simpler, better way through a continuous drive to
identify and eliminate waste, or inefficiencies and errors, in day-to-day work. It is about making work environments efficient and effective,
S0 organizations can provide higher quality of services to their customers. LEAN helps create time for quality improvement to be part of
everyday routine activity.

There are five common principles of LEAN thinking:

1.

Value is defined by the voice of the client. If a process or function doesn’t create value for the client (recognizing that clients can be
internal or external), the question is why is it being performed.

LEAN requires that you understand your process. Process mapping allows you to have a picture of your process so that you can
begin to make improvements. Without this understanding, it is difficult to have transparency and see where the problems are. It also
helps teams gain an understanding of everyone’s involvement in the process.

LEAN seeks to develop flow, so that products or services move fluidly and without interruptions through the process.

LEAN seeks to establish pull, so that activities are undertaken in response to what a client needs when they need it, by reacting to a
trigger. This is contrary to how many processes are structured, which involves a push to the next user regardless of whether they are
ready or not.

LEAN is a means of continuous improvement. When done right, LEAN is not a one-time event but rather a journey to continually
improve processes and constantly strive to supply value, from the perspective of the client.
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LEAN methodologies are intended to help organizations identify and address one of eight typical types of inefficiencies.

Inefficiency

Defects

Description

Work or services that are not completed
correctly the first time.

Examples

Departments key in hours worked incorrectly,
requiring payroll to fix errors.

Overproduction

Doing more than what is required to complete
the task.

Generating reports that are not used by
management.

Waiting

Idle time when material, information, people or
equipment are waiting.

Waiting for approvals prior to issuing cheques.
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Non-utilized talent

Not utilizing all of the skills of employees.

Incurring overtime because staff working in
other departments cannot be used.

Transportation

Moving equipment, supplies or equipment
from place to place.

Transferring paper files from one location to
another rather than using email.

Inventory

Having more material and supplies on hand
than what its needed.

Stocking extra stores inventory to prevent
stockouts caused by poor order management.

Motion

Unnecessary movement by employees to
complete an activity.

Having staff attend meetings in person rather
than by video or teleconference.

Extra processing

Spending extra time and effort for an activity,
including duplication of efforts.

Developing Excel spreadsheets to track
information that is already available in MIS.
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C. How to read our report

For each component of the Town'’s processes included in this report, we have provided process maps that outline the individual
worksteps undertaken as part of the Town’s delivery of service. These maps are outlined in flowchart form and are intended to assist in
understanding (i) the individual worksteps performed by Town personnel; (ii) the sequential ordering of the worksteps; and (iii) decision
points included in the process.

Potential areas for improvement include:

* Process inefficiencies, which may include duplication of efforts, manual vs. automated processes and the performance of work with
nominal value

« Client service limitations, representing aspects of the Town’s operations that may adversely impact on customer satisfaction
» Financial risk, representing areas where the Town’s system of internal controls in insufficient to prevent the risk of financial loss

« Reputational risk, consisting of potential areas where the Town’s processes may expose it to litigation risk and other adverse
reputational impacts, including areas where existing measures to mitigate risk are considered insufficient

In certain instances, our review did not identify potential areas for improvement. In other cases, we have provided suggested courses of
action that could be considered by the Town as part of future implementation efforts.
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D. Restrictions

This report is based on information and documentation that was made available to KPMG at the date of this report. We had access to
information up to November 6, 2020 in order to arrive at our observations but, should additional documentation or other information
become available which impacts upon the observations reached in our report, we will reserve the right, if we consider it necessary, to
amend our report accordingly. This report and the observations and recommendations expressed herein are valid only in the context of
the whole report. Selected observations and recommendations should not be examined outside of the context of the report in its entirety.

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

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

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

KPMG has no present or contemplated interest in the Town of Cobourg nor are we an insider or associate of the Town of Cobourg or its
management team. Our fees for this engagement are not contingent upon our findings or any other event. Accordingly, we believe we
are independent of the Town of Cobourg and are acting objectively.
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Permit holder contacts
Town via email,
telephone or text

message

-

Building permit file closed
and hard copy file
digitized and destroyed

T

Occupancy permit issued

T

Phase 2 inspections
completed (4)

T

-~

Structural (above grade)
permit picked up

Request for inspection
referred to/received by

Inspections completed

(three in total for Phase 1)

Inspection results
documented in hard copy
file and PLL

Permit holder submits
required Phase 2
information (e.g. survey,
HVAC, trusses)

Applicant pays
development charges

Plans examined for
compliance with Building
Code and other
requirements

inspector
/
J
N
No

KkPmG!

Issues
Identified?

Staff communicate issues
and proponent resubmits
plans

Yes




kpmg.ca

in|w[a|3*




KPMG
Townor Gabourg

G WOTKS
0SS Maps

10l
s

LADItal Projects




ntroduction

A. Overview of our engagement

KPMG has been retained by the Town of Cobourg (the “Town”) to a service delivery review intended to identify potential opportunities for
operating efficiencies, levy reductions and customer service enhancements. As part of the service delivery review, KPMG undertook
process mapping of selected municipal services, including capital project management.

This report outlines the Town’s processes with respect to the above-noted services and includes:
» Process maps for the delivery of the service;
 Identified areas for potential enhancement, as applicable; and

» Suggested operational changes that could be considered by the Town as a means of enhancing operating efficiencies and customer
service, improving risk management and addressing potential internal control weaknesses.

Our review relied heavily on the contributions and knowledge of Town personnel and we would like to express our appreciation
and thanks for the assistance provided to us by staff.
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B. Our approach

As part of our review, KPMG facilitated discussion with Town staff to identify the individual steps in the process under review, as well as
any issues that were perceived as impacting operating efficiencies, customer service, internal controls or risk management.

The approach adopted to review the Town’s processes reflected the LEAN concept of value-stream mapping. While there are many
different definitions of LEAN, we define LEAN thinking as the belief that there is a simpler, better way through a continuous drive to
identify and eliminate waste, or inefficiencies and errors, in day-to-day work. It is about making work environments efficient and effective,
S0 organizations can provide higher quality of services to their customers. LEAN helps create time for quality improvement to be part of
everyday routine activity.

There are five common principles of LEAN thinking:

1.

Value is defined by the voice of the client. If a process or function doesn’t create value for the client (recognizing that clients can be
internal or external), the question is why is it being performed.

LEAN requires that you understand your process. Process mapping allows you to have a picture of your process so that you can
begin to make improvements. Without this understanding, it is difficult to have transparency and see where the problems are. It also
helps teams gain an understanding of everyone’s involvement in the process.

LEAN seeks to develop flow, so that products or services move fluidly and without interruptions through the process.

LEAN seeks to establish pull, so that activities are undertaken in response to what a client needs when they need it, by reacting to a
trigger. This is contrary to how many processes are structured, which involves a push to the next user regardless of whether they are
ready or not.

LEAN is a means of continuous improvement. When done right, LEAN is not a one-time event but rather a journey to continually
improve processes and constantly strive to supply value, from the perspective of the client.

KkPmG!
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LEAN methodologies are intended to help organizations identify and address one of eight typical types of inefficiencies.

Inefficiency

Defects

Description

Work or services that are not completed
correctly the first time.

Examples

Departments key in hours worked incorrectly,
requiring payroll to fix errors.

Overproduction

Doing more than what is required to complete
the task.

Generating reports that are not used by
management.

Waiting

Idle time when material, information, people or
equipment are waiting.

Waiting for approvals prior to issuing cheques.
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Non-utilized talent

Not utilizing all of the skills of employees.

Incurring overtime because staff working in
other departments cannot be used.

Transportation

Moving equipment, supplies or equipment
from place to place.

Transferring paper files from one location to
another rather than using email.

Inventory

Having more material and supplies on hand
than what its needed.

Stocking extra stores inventory to prevent
stockouts caused by poor order management.

Motion

Unnecessary movement by employees to
complete an activity.

Having staff attend meetings in person rather
than by video or teleconference.

Extra processing

Spending extra time and effort for an activity,
including duplication of efforts.

Developing Excel spreadsheets to track
information that is already available in MIS.
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C. How to read our report

For each component of the Town'’s processes included in this report, we have provided process maps that outline the individual
worksteps undertaken as part of the Town’s delivery of service. These maps are outlined in flowchart form and are intended to assist in
understanding (i) the individual worksteps performed by Town personnel; (ii) the sequential ordering of the worksteps; and (iii) decision

points included in the process.

Potential areas for improvement include:

Process inefficiencies, which may include
duplication of efforts, manual vs. automated
processes and the performance of work with
nominal value

Client service limitations, representing aspects of
the Town'’s operations that may adversely impact
on customer satisfaction

Financial risk, representing areas where the
Town’s system of internal controls in insufficient to
prevent the risk of financial loss

Litigation risk, consisting of potential areas where
the Town’s processes may expose it to risk,
including areas where existing measures to
mitigate risk are considered insufficient

Where areas for potential for improvement have been identified, we have provided suggested courses of action that could be considered

by the Town as part of future implementation efforts.
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D. Restrictions

This report is based on information and documentation that was made available to KPMG at the date of this report. We had access to
information up to November 6, 2020 in order to arrive at our observations but, should additional documentation or other information
become available which impacts upon the observations reached in our report, we will reserve the right, if we consider it necessary, to
amend our report accordingly. This report and the observations and recommendations expressed herein are valid only in the context of
the whole report. Selected observations and recommendations should not be examined outside of the context of the report in its entirety.

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

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

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

KPMG has no present or contemplated interest in the Town of Cobourg nor are we an insider or associate of the Town of Cobourg or its
management team. Our fees for this engagement are not contingent upon our findings or any other event. Accordingly, we believe we
are independent of the Town of Cobourg and are acting objectively.
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Polential Courses of Action

Currently, the Town develops its capital budget on a
project-by-project basis, which could leave to variability in
the level of funding provided to departments for capital
project. In the event of limited resources and competing
capital requirements, the ability to undertake a longer
term capital development program may be constrained as
the level of available funding may vary significantly from
year to year.

In order to provide a consistent stream of capital funding, as well as to
allow departments to accumulate funding over multiple years for major
projects, the Town may wish to establish a capital envelope system,
whereby capital funding is allocated to departments based on a
consistent formula (i.e. percentage of total capital funding), with the
distribution reviewed on a periodic basis (e.g. every four years to
coincide with the term of Council). As part of the capital envelope
system, the Town may also wish to consider establishing limits on the
maximum amount of unspent capital that can be accumulated by an
individual department, with excess amounts reallocated to other
departments within the Town.

We understand that Northumberland County has
established a Qualified Services Roster Program (QSRP)
for professional consulting firms, however, Staff have not
been permitted to participate in the program due to the
higher level for non-competitive procurements adopted by
County Council. The QSRP allows non-competitive
procurement up to $100,000 and a minimum of three (3)
quotations up to $500,000 where as the Town’s
procurement policy requires a minimum of three (3)
quotations for any works valued over $5,000 and a formal

competitive bid process for all works valued over $50,000.

The Town may wish to consider revising its Purchasing Policy to
increase Authority and Dollar Thresholds for all goods and services
purchases as well as amending the Policy to include a clause that
permits participation in a Qualified Services Roster Program where
thresholds for consulting services supersede the Authority and Dollar
Thresholds for all other goods/services. Utilizing the QSRP will increase
procurement efficiencies and save on staff resources.




Polential Courses of Action

The Town currently does not have a centralized In order to reduce its risk exposure relating to procurement and project
procurement or project management function. While delivery, the Town may wish to consider the establishment of a

Public Works has experience and expertise with complex centralized procurement function that would be responsible for (1)
procurements and project management of major capital procurement support for Town departments; (2) standardization of
projects, the requirement for individual departments to procurement processes, including procurement documents and standard
conduct their own procurements exposes the Town to terms and conditions; (3) maintenance of a centralized contract registry;

potential financial and litigation risk in the event of a failed | and (4) implementation of best practices for municipal procurements.
procurement or project delivery.

We were advised that the process for obtaining Council In order to streamline the approval process for capital projects, the Town
approval involves a considerable degree of staff time and may wish to adopt a three-stream approach that involves different

effort, even in instances where projects have been reporting requirements from staff based on the following categories:
approved as part of the budget process and the » Reduced level of reporting — projects where the procurement results
procurement process results in a project cost that is in a cost that is equal to or less than the budgeted cost

consistent with, or even less than, the budgeted amount » Medium level of reporting — projects where the procurement results in
approved by Council. a cost that exceeds the budgeted amount but does not exceed a

prescribed threshold (e.g. 2%), with the requirement for staff to
identify funding for the variance
» Current level of reporting — projects that are unbudgeted or where the
procurement results in a cost that exceeds the prescribed threshold
As part of the implementation of this opportunity, the Town should
consider the required changes to its procurement policy as well as its
delegation of authority policy (if applicable).

mmma o



kpmg.ca

in|w[a|3*




KPMG
Townor Gabourg

G WOTKS
0SS Maps

10l
s

WOrk Oraers




ntroduction

A. Overview of our engagement

KPMG has been retained by the Town of Cobourg (the “Town”) to a service delivery review intended to identify potential opportunities for
operating efficiencies, levy reductions and customer service enhancements. As part of the service delivery review, KPMG undertook
process mapping of selected municipal services, including the use of work orders for public works.

This report outlines the Town’s processes with respect to the above-noted services and includes:
» Process maps for the delivery of the service;
» Identified areas for potential enhancement, as applicable; and

» Suggested operational changes that could be considered by the Town as a means of enhancing operating efficiencies and customer
service, improving risk management and addressing potential internal control weaknesses.

Our review relied heavily on the contributions and knowledge of Town personnel and we would like to express our appreciation
and thanks for the assistance provided to us by staff.
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B. Our approach

As part of our review, KPMG facilitated discussion with Town staff to identify the individual steps in the process under review, as well as
any issues that were perceived as impacting operating efficiencies, customer service, internal controls or risk management.

The approach adopted to review the Town’s processes reflected the LEAN concept of value-stream mapping. While there are many
different definitions of LEAN, we define LEAN thinking as the belief that there is a simpler, better way through a continuous drive to
identify and eliminate waste, or inefficiencies and errors, in day-to-day work. It is about making work environments efficient and effective,
S0 organizations can provide higher quality of services to their customers. LEAN helps create time for quality improvement to be part of
everyday routine activity.

There are five common principles of LEAN thinking:

1.

Value is defined by the voice of the client. If a process or function doesn’t create value for the client (recognizing that clients can be
internal or external), the question is why is it being performed.

LEAN requires that you understand your process. Process mapping allows you to have a picture of your process so that you can
begin to make improvements. Without this understanding, it is difficult to have transparency and see where the problems are. It also
helps teams gain an understanding of everyone’s involvement in the process.

LEAN seeks to develop flow, so that products or services move fluidly and without interruptions through the process.

LEAN seeks to establish pull, so that activities are undertaken in response to what a client needs when they need it, by reacting to a
trigger. This is contrary to how many processes are structured, which involves a push to the next user regardless of whether they are
ready or not.

LEAN is a means of continuous improvement. When done right, LEAN is not a one-time event but rather a journey to continually
improve processes and constantly strive to supply value, from the perspective of the client.

KkPmG!
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LEAN methodologies are intended to help organizations identify and address one of eight typical types of inefficiencies.

Inefficiency

Defects

Description

Work or services that are not completed
correctly the first time.

Examples

Departments key in hours worked incorrectly,
requiring payroll to fix errors.

Overproduction

Doing more than what is required to complete
the task.

Generating reports that are not used by
management.

Waiting

Idle time when material, information, people or
equipment are waiting.

Waiting for approvals prior to issuing cheques.
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Non-utilized talent

Not utilizing all of the skills of employees.

Incurring overtime because staff working in
other departments cannot be used.

Transportation

Moving equipment, supplies or equipment
from place to place.

Transferring paper files from one location to
another rather than using email.

Inventory

Having more material and supplies on hand
than what its needed.

Stocking extra stores inventory to prevent
stockouts caused by poor order management.

Motion

Unnecessary movement by employees to
complete an activity.

Having staff attend meetings in person rather
than by video or teleconference.

Extra processing

Spending extra time and effort for an activity,
including duplication of efforts.

Developing Excel spreadsheets to track
information that is already available in MIS.
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C. How to read our report

For each component of the Town'’s processes included in this report, we have provided process maps that outline the individual
worksteps undertaken as part of the Town’s delivery of service. These maps are outlined in flowchart form and are intended to assist in
understanding (i) the individual worksteps performed by Town personnel; (ii) the sequential ordering of the worksteps; and (iii) decision

points included in the process.

Potential areas for improvement include:

Process inefficiencies, which may include
duplication of efforts, manual vs. automated
processes and the performance of work with
nominal value

Client service limitations, representing aspects of
the Town'’s operations that may adversely impact
on customer satisfaction

Financial risk, representing areas where the
Town’s system of internal controls in insufficient to
prevent the risk of financial loss

Litigation risk, consisting of potential areas where
the Town’s processes may expose it to risk,
including areas where existing measures to
mitigate risk are considered insufficient

Where areas for potential for improvement have been identified, we have provided suggested courses of action that could be considered

by the Town as part of future implementation efforts.
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D. Restrictions

This report is based on information and documentation that was made available to KPMG at the date of this report. We had access to
information up to November 6, 2020 in order to arrive at our observations but, should additional documentation or other information
become available which impacts upon the observations reached in our report, we will reserve the right, if we consider it necessary, to
amend our report accordingly. This report and the observations and recommendations expressed herein are valid only in the context of
the whole report. Selected observations and recommendations should not be examined outside of the context of the report in its entirety.

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

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

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

KPMG has no present or contemplated interest in the Town of Cobourg nor are we an insider or associate of the Town of Cobourg or its
management team. Our fees for this engagement are not contingent upon our findings or any other event. Accordingly, we believe we
are independent of the Town of Cobourg and are acting objectively.
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Potential Gourses of Action

Issue Potential Course of Action

We understand that the Town has not established formal
service level standards for request for service and as a
result, variability may exist as to when requests for
service are addressed. In certain instances, this may
lead to concerns over the responsiveness of the Town to
resident requests and may also result in the Town
providing a higher than expected level of service by
assigning resources to requests that are not priorities.

In order to clearly communicate customer service expectations and
service levels, the Town may wish to consider establishing service level
standards for service requests. For example, the Town could establish a
standard whereby residents requesting high priority requests for service
are contacted within a specified timeframe (e.g. 48 hours) to confirm that
the request for service is being addressed. This contact could be in the
form of either a phone call or email message. Given the volume of
requests for service and the Town'’s resources, low priority requests for
service (e.g. animal removal, roadside garbage complaints) would not
require service level standards as it would be inefficient to create and
monitor work orders for these activities.

The Town'’s Cityworks system does not currently link to its
financial systems. As a result, there is a duplication of
data entry with respect to hours worked, vehicle and
equipment usage and materials used in the completion of
the assigned work orders.

The Town may wish to consider implementing an interface between its
Cityworks system and its financial processing system in order to
eliminate the need for duplicate data entry. While conditional upon the
functionality of its systems, this interface could be in the form of either
(1) a system-to-system direct transfer of data; and (2) a so-called flat file
upload, where information is downloaded from the Cityworks system and
uploaded electronically into the Town’s financial processing system.
While this would require a service agreement with the software provider
(Esri), we understand that this type of interface has been adopted by
Northumberland County. In connection with this opportunity,
consideration could be given to undertaking a maturity assessment of
the Town’s use of Cityworks which would identify (1) the current state;
(2) the desired future state; and (3) identified gaps to be addressed. The
Town may wish to undertake this assessment across all functional areas
and not just Public Works in order to identify other opportunities for
efficiencies across the corporation.




Polential Courses of Action

While the Town'’s financial services function provides The Town may wish to consider revising its financial reporting

regular reporting to Public Works with respect to framework to provide an appropriate level of detail for the management
operating costs, the level of detail is not considered to be of its Public Works function. This would entail the establishment of sub-
sufficient to allow for the effective management of Public categories within timesheet codes that would allow the Town to better
Works. As such, Public Works maintains a separate MS understand the assignment of resources, as the level of detail currently
Excel spreadsheet that records operating costs at a available does not reflect all tasks undertaken by Public Works.

higher level of detail than the Town'’s financial reports.
This represents a duplication of work effort in that
financial information is recorded twice.
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