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Executive Summary 
 

The 39/20 Alliance consists of the municipalities of the Town of Calmar and the Villages of 

Thorsby, Warburg and Breton. The purpose of the 39/20 Alliance is to promote municipal 

cooperation in delivery of services to their respective residents and ratepayers.  

 

“The communities are committed to working together to find common grounds which can be 

used to better our communities by partnering on projects and services, thereby saving money 

for our ratepayers because of the economies of scale” (39/20 Alliance). 

 

WMC was retained by the 39/20 Alliance to conduct a thorough assessment of the opportunities 

for shared services among the communities.  While the attached document reflects the 

comprehensive method and approach to conducting this work, it is important to note that at 

each stage of the assessment, the Project Manager (Keystone Strategies) and the Board made 

the decision to proceed with a shortened list of higher priority opportunities.   

 

The attached document contains the recommendations of WMC, high level work plans to 

accomplish those recommendations, and an implementation GANTT chart reflecting in what 

sequence the recommendations should  be executed.   

 

The WMC recommendations are as follow:   

 

Immediate Opportunities 
 

Proceed with the following opportunities immediately:  

 

 Develop a 39/20 website to act as a portal to the four individual community websites.  

 Share public works and water certification personnel.  

 Create a common planning and development approach and tools.  

 Institute common procurement and shared engineering/planning contractors.  

 

Long-term Opportunities  
 

Investigate and consider the following major changes which will leverage community assets:  

 

 Migrate to a common IT system.  

 Implement a one window approach to planning and development.  

 

The six actions above will yield significant service improvements for the 39/20 Alliance 

communities.  Each recommendation implies change, and change is often challenging for 

people.  By addressing these actions in the appropriate order, by communicating the value of 

the changes to all staff and contractors, and by continuously communicating the value to the 

communities, these changes will yield improvements to the lives of staff, the planning and 

development industry, and ultimately citizens.  
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1.0 INTRODUCTION  
 

Sharing services among communities can create opportunities for local government to enhance 

services and / or decrease costs. Sharing services can also allow local government to “better 

see and act on regional challenges and opportunities through shared decision making and 

service delivery structures” (Hepburn, LeSage, & McMillan, 2004). Above all, sharing services 

allows local governments to keep their autonomy and local decision making power, while still 

accessing cost and coordination benefits on issues that surpass municipal boundaries (Hepburn, 

LeSage, & McMillan, 2004). 

 

Based on a study of 400 municipalities, the following table outlines the main benefits and 

challenges associated with sharing services, as well as those features that are the most and least 

common. In Ontario, the majority of shared services are financed through the municipal tax 

base (52.7%), and user fees (14.3%) (Ontario, 2012).  

 

Survey Results 

 Top Responses 2nd Rated 3rd Rated 

Primary Benefits Cost Sharing (70.7%) Lower Costs (58.7%) Improved Delivery 

(58.5%) 

Top Shared Services Emergency Services 

(59.2%) 

Road Maintenance (40.5%) Libraries (37.5%) 

Least Shared Services Clerk or 

Administration (10.7%) 

Website (8.3%) Facilities 

Management (6%) 

Most Important Factors Council Buy-in (80.7%) Trust Between Partners (67.7%) Staff Buy-in (67.7%) 

Most Shared Elements Cost (69.7%) Staff Support (53.7%) Equipment (43%) 

Top Challenges No Challenges (26%) Differing Mandates / Goals of 

the Partners (22.7%) 

Less Autonomy or 

Control (18.2%) 

(Ministry of Municipal Affairs and Housing, 2014) 

 

General best practices include (Municipal Finance Officers' Association of Ontario):  

 

 Understanding municipalities’ objectives in sharing services; 

 

 Using a phased approach and continually assessing results; 

 

 Keeping stakeholders informed throughout all phases of the arrangement (creating a 

communications plan); 

 

 Using concise, basic language to explain service sharing; 

 

 Linking service sharing to the municipality’s policies and strategic directions; 
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 Ensuring that all parties are fairly represented in the decision making process; 

 

 Accurately representing organizations’ capabilities and sharing all information and costs;  

 

 Understanding that roles and responsibilities within the organization, and between partners, 

will change; 

 

 Managing public and political expectations about the pace of change, including the time 

horizon for setting up agreements, realizing cost savings and service improvements; 

 

 Building in time to deal with administrative and logistical matters at each stage, and 

creating opportunities to alter the arrangement and written agreements; 

 

 Ensuring all parties are prepared to devote time to their oversight role and include these time 

commitments in the agreements; and 

 

 Minimizing service disruptions during the transition. 

 

In addition, it is important to celebrate successes throughout the process in order to enhance 

council and staff buy-in (Ministry of Municipal Affairs and Housing, 2014).  

 

In Canada, the most common type of service sharing agreements among smaller municipalities 

are contract services (one local government pays another to deliver a service) or voluntary 

regional programs (where two or more local governments plan, finance and deliver a service 

together). These types of agreements are common because they allow services to be easily 

shared among many neighboring communities. By combining resources, smaller communities 

can deliver a service that they may not have had the resources and / or capability to provide 

on their own (Slack, 1997). 

 

1.1 Background  

The 39/20 Alliance has spent some time and effort scoping a range of possible shared services.  

Their criteria for determining feasibility of shared services has been focused on both increased 

efficiency and lower cost, or on improved service levels; however, the main criteria for the 

purposes of this study is to demonstrate collaboration among the four communities.    

WMC has been contracted to assist the municipalities in considering potential shared service 

candidates, and to help them plan a high level path toward implementing shared services.  

 

The project consisted of the following four phases: 

 

 Phase 1: Addressing the Long List of Potential Shared Services  

 Phase 2: Long List Assessment and Development of the Short List  

 Phase 3: Assessment of Short List Services  

 Phase 4: Implementation Plan, Gantt Chart, and Report  
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In order to develop the aggregate list of potential shared services, approximately 30 articles and 

websites were analysed. Most sources were Canadian based best practices, including examples 

from Ontario, Nova Scotia, Saskatchewan, and Alberta. 39/20 Alliance Board members were 

also given the opportunity to provide input regarding potential shared services they saw as 

having the highest priority. Based on this research, over 250 potential shared services were 

identified.  

 

In addition, a set of criteria was developed from initial Board input as well as secondary 

research. In order to develop the long list of shared services, any items that were not applicable, 

did not promote collaboration, or did not provide customer service / quality improvements were 

removed. The final criteria used to assess the long list and develop the short list are identified 

below. Collaboration efforts currently underway were also removed from the short list (ex: 

Economic Development, Waste Management, and Fire Services).  

 

 Criteria: 

 

 Cost savings 

 Standardizations / automation and volume  

 Competitive advantage  

 Ease of implementation  

 

The graphic below demonstrates the process used, as well as the various categories of shared 

services that were identified throughout the progression of the project: from long list, to short list, 

to specific areas for further consideration.  
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The following potential shared services were identified as areas for further investigation: 

 

 Information Technology 

 

 Shared IT system (utility billing, payroll, tax assessments, AR, AP, etc.) 

 

 39/20 Website  

 

 GIS  

 

 Personnel  

 

 Municipal Specialist  

 

 Public Works 

 

 Refrigeration specialist (this potential shared service was added after further discussion 

with the 39/20 Board) 
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 Consider migrating to a shared CAO 

 

The consideration of a shared CAO was removed early on in the process after further discussion 

with the 39/20 Board. It was determined that more partnership and collaboration experience  

was needed in order to build trust among members of the Alliance. In addition, the research 

conducted by Strategem Plus Consulting for 39/20 Alliance included an interview with the CAO 

of the Carling and Archipelago region in Ontario, documenting his initial appointment and 

initiatives, and the predominant issues with the single administrator, including: “the negative 

opinion was ‘the community had lost something’ by not having proprietary personnel; in 

particular the CAO who ‘was not there every day’ because that employee’s time was divided 

between two locations” (Backman-Morton, Internal Communications Plan). It is the view of WMC 

that strong and unified municipal support for the single administrator approach must precede its 

implementation.   

 

 Planning and Enforcement  

 

 Development  

 

 Enforcement  

 

 One-window Approach  

 

 Utilities  

 

 Engineering Services 

 

 Procurement 

 

The graphic overlap of the IT recommendation with planning and enforcement and utilities is 

intentional and represents the great impact IT has on the other recommendations. If the IT 

recommendation is not pursued, the other recommendations will be significantly affected. The IT 

system provides the baseline on which the other shared services will be developed.  

 

In order to determine which of the above potential shared services to proceed with, the priority 

matrix assessment outlined below was conducted. The ratings were based on two separate sets 

of interviews with the CAOs from each municipality, the secondary research, as well as WMC 

experience and expertise.  
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Viability Assessment  
 

Shared Service 
Competitive 

Advantage 

Cost 

Savings 
Standardization 

Ease of 

Implementation 

Information Technology 

System L M H L 

Website H M M H 

GIS H L H L 

Personnel 

Municipal Specialist H M M L 

Public Works L M L H 

Refrigeration Specialist L M L H 

Planning and Enforcement 

Land Development H M M L 

Enforcement L L M H 

One Window 

Approach 
H H H L 

Infrastructure 

Engineering Services M M M L 

Procurement M L H L 

L = Low 

M = Medium 

H = High 

 

This assessment was then translated into a priority matrix.  
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The items in the cloud formation provide the most benefit, but are also the hardest to 

implement. These items have been labelled Long-term Opportunities. Of these Long-term 

Opportunities, only three were selected here as recommendations. GIS and the Municipal 

Specialist were not selected for the following reasons:  

 

 Feedback received during the CAO interviews; 

 The potential of Capital Region involvement in GIS services; and  

 Difficulty of sharing a Municipal Specialist when systems, HR and location continue to be 

disparate amongst the four groups. 

 

Based on the above assessment, the below table outlines the recommendations and associated 

timelines presented in this report.  

 

Recommendations by Timing 

 Information 

Technology 

Personnel Planning and 

Development 

Infrastructure 

Immediate Opportunities 

Short-term 

(2015 - 

2016) 

 Website  

 Shared events 

calendar 

 Public works  

 Refrigeration 

specialist  

 Enforcement 

officer 

 Common 

development 

applications and 

inspection forms 

 Create common 

Subdivision and 

Development 

Appeal Board  

 Common 

Procurement 

Policy 

 Develop 

shared 

preferred 

vendors list  

 

Long-term Opportunities 

Medium-

term (2016 

- 2017) 

 Shared IT system     

Long-term 

(2017-

2018) 

 Application 

programming 

interface (Ex: 

Diamond’s virtual 

city hall) 

  One-window 

approach 

 

2018 and 

beyond  
 Marketing 

Strategy (ex: 

Social media 

monitoring)  
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2.0 WMC RECOMMENDATIONS 
 

2.1 Immediate Opportunities 
 

2.1.1 Develop a 39/20 Website to act as portal to the four individual community websites 

 

Each municipality currently has their own website that reflects their individual community. The 

39/20 website would be a landing page which links the four community websites together, and 

provides information pertaining specifically to the alliance. While each municipality would 

continue to have their own page, the common landing page would facilitate the following 

benefits: 

 

 Promote the wider community to current / potential residents and developers  

 Updated look and feel (new pictures)  

 User-friendly for residents and potential community stakeholders 

 Easy to update and maintain in-house 

 Cost reductions related to:   

 

 Maintenance  

 Common training  

 Administrative time  

 

 Potential to link website to IT system to increase efficiency in the long-term 

 The perception that the four communities are working together to improve service delivery  

 

Shared Event Calendar  

 

As part of the new 39/20 website, a shared calendar function should also be implemented. This 

would ensure that events across all four of the communities do not overlap and that residents 

are aware of the various opportunities in the area. This new calendar page would be available 

directly through the 39/20 landing page, as well as link to each individual community home 

page.  

 

Website Implementation  

 

Action Timeline Responsible Implications 

1. Conduct a needs 

assessment for all four 

communities 

2015, Q4 39/20 Board to 

assign an 

administrative lead 

 Conduct in-house 

 ~ 0.25 FTE for 1 month 

2. Review potential web 

design firms and 

contract the selected 

firm  

2016, Q1 39/20 Board to 

assign an 

administrative lead 

 Review conducted in-house 

 ~ 0.25 FTE for 2 weeks  

 Cost for web design firms range from 

$3,000 to $35,000 depending on the 

complexity and future needs 

 Average quote provided was 

~$12,000, which may include user 
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Action Timeline Responsible Implications 

testing and other add-ons (Leung, 

2015). 

 See Appendix A for preliminary list of 

potential firms. 

3. Develop an approval 

process and schedule 

for updating the 39/20 

website content 

2016, Q1 39/20 CAOs  This step will ensure that the 

calendar and content on the 

website is up to date and vetted 

appropriately by each community. 

4. Assign a responsible 

person between the 

four communities to 

update the 39/20 

website and shared 

calendar 

2016, Q2 39/20 Board to 

assign a lead 
 If contracted, approximately $400 

per month based on the provincial 

minimum wage  

 ~ 0.2 FTE 

5. Implement a marketing 

strategy in order to 

promote the new 

website to residents 

and developers n 

2016, Q2  39/20 Board to 

assign an 

administrative 

lead 

 External 

Consultant  

 The marketing strategy will help to 

increase awareness and the number 

of users 

 Marketing will also facilitate future 

initiatives, such as economic 

development activities 

 Internal Marketing Function, for 

example (Morton, 2015): 

 Print materials – 39/20 business 

cards, stickers, posters or rack 

cards 

 Email or direct mail marketing – 

newsletter in utility billings 

 Community events or 

familiarization meetings, website 

launch  

 Newspapers 

 Press releases 

 Community websites 

 Social media – LinkedIn, etc. 

 A banner ad costs between $60 - 

$1,000 depending on the 

publication (Morton, 2015) 

 ~ 0.2 FTE 

 Marketing consult / advisor to review 

materials or assist with strategy 

development is $100-$150 / hour 

 (Morton, 2015) 

 

N.B.: The website should only be developed once the name and logo of the Alliance is 100% 

finalized. If the Alliance is considering changing the name and / or logo, it is recommended that 

they hire an outside consultant to host a one day facilitated marketing / branding session. This 

can be done for approximately $100 - $150 / hour. Once the session is complete, a graphic 

designer should then be hired to develop logo options. This can be done for between $500 and 
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$1,000. Alternatively, an online marketplace, such as 99 Designs, can be used, staring at $299 

(99designs, 2015).  

 

Future Considerations 

 

There are endless possibilities when it comes to web design, online marketing and promotion. 

The following items may enhance potential opportunities in the future, such as economic 

development. 

 

 Online advertising / web marketing, social media, blogs, etc.: The pricing for these items 

varies and most marketing firms will work to align your budget with the services that best 

meet your needs. Marketing companies can also create website content, such as text copy, 

photos and videos (Leung, 2015). 

 

 Pay-per click advertising (Morton, 2015) 

 

 Social media monitoring: For economic development specifically, Strong Coffee Marketing 

has noticed a trend in social media monitoring among municipalities. This service allows 

municipalities to select specific areas or organizations that they are interested in and Strong 

Coffee Marketing will track, not only the number of mentions on social media, but from 

where and whom. This allows economic development associations to develop targeted 

marketing strategies and launch tailored business development initiatives (Leung, 2015).  

 

 Search engine optimization (SEO): SEO impacts the visibility of a specific website on search 

engine results. SEO is generally its own marketing initiative or a service add-on. Third party 

service quotes for a monthly retainer contract range from $750 to $5,000 per month (DeMers, 

2013). For example, TopDraw in Edmonton offers the service for approximately $2,000 per 

month (topdraw, 2015) 

 

2.1.2 Share public works and water certification personnel  

 

Public Works  

 

Based on the below table assessment, it is recommended that: 

 

 The 39/20 Alliance Establish an MOU to share a public works employee 

 Warburg use the same contractor as Thorsby for Water Certification support 

 

Municipality Full-time 

Equivalents 

Water Certification Requirements 

Calmar 5 FTEs  One Level 1 

 Two Level 2 

None  

Thorsby 4 FTEs  One Level 1 

 One Level 2 Contractor 

 Level 1 is learning Level 2 

under the Level 2 contractor 

Need level 2 for Thorsby plant 
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Municipality Full-time 

Equivalents 

Water Certification Requirements 

Warburg 2 FTEs   One Level 1 Water Specialist 

 The second is learning Level 1 

Need public works skills. On-call 

contractor / water specialist 

would be beneficial but no 

need for another FTE. 

Breton 1 FTE  One Level 1  Need shared or on-call public 

works personnel to cover 

vacations, reduce overtime and 

help with two person jobs. 

 

Refrigeration Specialist  

 

Three of the four municipalities have ice plants. Currently, Calmar contracts out the position to 

SimCo, and Warburg and Thorsby contract to Gateway. Thorsby operates in a unionized 

environment and has 2 FTEs; while this number will likely decrease in the near future, the ice 

needs to be checked on a daily basis. Warburg has no municipal employees in this role 

although the Village takes on the Arena Association’s employee as a temporary or summer 

worker when the ice season is finished. A relief position in this area was identified as a potential 

opportunity.  

 

Based on the above assessment, it is recommended that: 

 

 All three communities with ice plants consider using one service provider.  

 

Enforcement Officer  

 

Three of the four municipalities currently use the same contracted by law enforcement officer. 

Using the same contractor has proven to be beneficial despite the contractor having to know 

three different sets of bylaws. However, tickets are sometimes unenforceable at court. The 

partners could consider retaining a single provider with a higher level of certification.      

 

Calmar has one FTE in this position; however, there is no coverage or vacation assistance. Based 

on this assessment, it is suggested that Calmar use the same contractor as the other three 

municipalities as a relief position for their enforcement personnel.  

 

Thorsby and Calmar have Provincial ticketing capability. It is recommended that the 39/20 

Alliance review the potential to establish this authority in Breton and Warburg as well.  
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Personnel Implementation  

 

Action Timeline Responsible Implications 

1. Establish an MOU to 

share a public works 

employee 

2015, Q4 39/20 Board  While another FTE is not required 

among the four communities, there is 

a need for a relief position. The MOU 

would increase efficiency and 

effectively utilize resources across the 

Alliance. 

 Agreements could be based on per 

hour of usage and include mileage. 

2. Warburg to contract 

Thorsby’s Water 

Certification personnel 

2015, Q4 Warburg CAO  Having a contract in place for an 

external resource will provide 

Warburg with added support in order 

to cover vacations, reduce overtime 

and help with two-person jobs. 

3. Thorsby, Calmar and 

Warburg to sign a 

contract with a single 

contractor to assist with 

the operation of their 

ice plants on an as 

need basis  

2016, Q2 Thorsby, Calmar 

and Warburg 

CAOs  

 Cost reduction of potentially (2 FTEs), 

offset by cost of contractor. Need to 

ensure the ice is checked on a daily 

basis. 

 Sharing a contractor would increase 

efficiencies in terms of travel time and 

reduce costs. 

 While the main agreement would be 

with Thorsby and Calmar, the 

Warburg community could include a 

clause that they can utilize this 

resource as a relief position as 

needed. 

4. Thorsby, Breton and 

Warburg to conduct a 

bylaw enforcement 

officer review  

2015, Q4 Thorsby, Breton 

and Warburg 

CAOs 

 Ensure the maximum level of 

enforcement is being attained  

5. Calmar to contract the 

same officer as the 

other three 

municipalities to serve 

as a relief position for 

their bylaw 

enforcement  

2015, Q4 Calmar CAO  Utilizing a common contractor could 

result in cost reductions related to 

overtime, and provide relief to the 

current sole FTE. 

 $40 / hour  

 The added personnel would ensure 

no enforcement revenue is lost due 

to vacations or sickness. 

 Citizens and businesses would also 

benefit, ensuring that their needs and 

safety are being taken care of. 

6. Review potential to 

establish                                            

ticketing authority in 

Breton and Warburg 

2016, Q1 Breton and 

Warburg CAOs 
 Increased presence in the 

community 

 Potential added revenue source 

 

2.1.3 Create a common Planning and Development Approach and tools  

 

In order to facilitate the 39/20 Alliance’s future goals of economic development and a one-

window approach, it is recommended that: 
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 The alliance develop common development applications, permits and forms; and 

 Create a common Subdivision and Development Appeal Board for all four communities. 

 

Thorsby currently has a Subdivision Appeal Board. The Council in Breton is currently responsible 

for approving any non-compliant applications.  

 

Under sections 625 to 629 of the Municipal Government Act (MGA), multiple municipalities can 

enter into an agreement to create a common Subdivision and Development Appeal Board. 

Section 627 read as follows (Province of Alberta, 2014):  

 

“Appeal board established 627(1) A council must by bylaw: 

a. establish a subdivision and development appeal board, or 

b. authorize the municipality to enter into an agreement with one or more municipalities to     

establish an intermunicipal subdivision and development appeal board, or both.” 

 

Planning and Development Implementation  

 

Action Timeline Responsible Implications 

1. Compare applications, 

permits and processes 

across all four 

municipalities and 

create a master for 

each document  

2016, Q1  39/20 Board to 

assign a lead 

 Determine the range and gravity of 

the various application and permit 

processes. 

 Determine the level of effort and 

change management required to 

implement the recommendation. 

 Benefits to businesses and the citizens 

who are stakeholders in the 39/20 

communities 

 Perform in-house or engage a third 

party 

 ~ 0.5 FTE for one month  

2. Implement common 

forms and processes 

2016, Q2 39/20 CAOs  Increase internal efficiencies 

 Facilitate staff sharing and training 

 Reduction in administrative FTE 

requirement 

 CAOs added responsibility for 

communications and staff buy-in 

3. Post common forms 

and processes on 

shared 39/20 website 

2016, Q2 39/20 Website 

Lead 
 Facilitate one-window approach for 

community members and developers 

 Increase internal efficiencies 

 Reduction in administrative FTE 

requirements 

4. Evaluate to ensure new 

forms and processes 

are working well in 

each community 

2016, Q3 39/20 Board  CAOs to create regular review 

process/meeting on issues and 

needed amendments. 
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Action Timeline Responsible Implications 

5. Create a Subdivision 

and Development 

Appeal Board 

2016, Q4 39/20 Board  As per the MGA, enter into an inter-

municipal agreement.  

 A unified Subdivision and 

Development Appeal Board would 

benefit all four municipalities by 

enhancing continuity as well as 

efficiency and effectiveness once all 

the applications and forms are 

standardized.   

 Having one Board would also reduce 

the impact of having neighbours 

reviewing one another’s appeals and 

introduce an element of anonymity 

that some CAOs felt would benefit 

the process. 

 From a recruitment perspective, 

having a larger pool to draw on 

would be beneficial. 

 One Board would also reduce costs 

associated with education and 

training.  

 

2.1.4 Institute common procurement and shared engineering/planning contractors  

 

Calmar and Thorsby primarily use ISL for their engineering services. Warburg and Breton use 

Select Engineering and Warburg has also used Stantec in the past.  

 

Contracting a shared engineering/planning firm would be beneficial for the 39/20 Alliance, 

particularly for capital expenses, as well as municipal plans and studies (such as MDPs). The 

biggest advantage is that the engineers/planners would be knowledgeable about the four 

communities’ collective and specific needs. Pricing reductions may be a benefit for certain 

projects, and travel time and costs could be reduced as the contractor would be in the same 

area for all four municipalities. These savings are anticipated to be minor. The most important 

advantage, however, is that your engineers/planners will be thinking about all communities 

together going forward, and they will envision and create advantages for the 39/20 collective.  

The four communities can also call for multi-year bids jointly while meeting TILMA requirements, 

name a single preferred supplier for all four municipalities, and save on not having to incur the 

costs of multiple procurements in the future.   

 

Based on this assessment, it is recommended that: 

 

 The 39/20 Alliance develop a common Procurement Policy; and  

 The 39/20 Alliance creates a shared preferred vendors list and negotiates price reductions if 

all four communities use the same contracted engineer and planning organization.  

 

When developing the procurement policy and shared vendor list, time demands and capacity 

should be considered and stated within the policy. The shared policy will ensure that 

government trade standards are met.   
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Infrastructure Implementation  

 

Action Timeline Responsible Implications 

1. Develop common 

Procurement Policy 

using Calmar and 

Thorsby as a guide 

2016, Q1 39/20 Board a to 

assign lead 
 Increase internal efficiencies. 

 Reduction in administrative FTE 

requirements. 

2. Develop preferred 

vendors list RFQ 

2016, Q2 39/20 CAOs  Ensure cost competitiveness. 

 Ensure that government trade 

standards (TILMA etc.) are met. 

3. Select preferred 

vendors 

2016, Q3 39/20 Board  Add to first Board meeting agenda of 

2016. 

 

2.2  Long-term Opportunities  
 

2.2.1  Migrate to a common IT System  

 

Project Description  

 

Within the 39/20 Alliance, two IT systems are used, Diamond and MIG. Common functions 

include: payroll, utility billing, tax, accounts payable, accounts receivable, etc.  

 

The two MIG clients are often required to manually input data as certain functions have not 

been purchased, or are not fully enabled or automated, such as payroll and utility billing.  

 

The two Diamond clients have different contracts with varying prices, largely due to the amount 

of IT support provided.  

 

Municipality System Description Annual Cost 

Calmar Diamond  Payroll, utilities, tax system, etc. and 

conference registration 

 All required features are available  

 Can access remotely 

 Approximately $12,000 

 Includes IT support 

Thorsby Diamond  Payroll, utilities, etc. 

 All required features are available  

 Can access remotely 

 Annual contract  

 Update in 2015 has to be done but annual 

fee is part of the upgrade cost at $6,800 

total plus technical solutions  

 $6,500  

 Does not include 

support 

 Pay-as-you-go  hourly 

support 

Warburg MIG  Vadim Software 

 AP, utilities, tax, etc. 

 Annual contract 

 Payroll is done manually in excel 

 No payroll functionality enabled 

 Some manual data input 

 $2,936  

 Includes support 
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Municipality System Description Annual Cost 

Breton MIG  Winfin System 

 Payroll, AP, AR, and taxes, etc. 

 Support is an annual contract 

 Some manual data input 

 Would like more automation for things like 

utility billing 

 Low VPN capabilities with system due to 

internet speed, but would like online 

access  

 Purchased program 

outright 

 Pay $4,800 for support  

 

Opportunity  

 

Based on the above assessment, it is recommended that all four municipalities move to the 

same IT system. As confidentiality is an issue, information sharing would not be required between 

the municipalities, but the IT system would facilitate common training, cost reductions and 

enhanced functionality for all of the municipalities. 

  

While the Diamond system meets more of the 39/20 Alliance’s shared requirements than MIG 

does, it is recommended that a review of all potential systems in the market be conducted 

before purchasing a new system. Potential functional considerations include: 

 

 Payroll 

 Utility billing 

 Tax 

 Accounts payable 

 Accounts receivable 

 Financials  

 Project management 

 Program registration  

 Asset management 

 Paper flow 

 Procurement / vendors 

 Permits  

 

Objectives / Anticipated Outcomes  

 

 Facilitate non-confidential information sharing among municipalities  

 

 Increase efficiency (increased automation and decreased manual data input) 

 

 Leverage resources across all four municipalities through common training and staff sharing 

during vacancies, vacation and sick leave  

 

 Enhanced functionality (ex: procurement, remote access, etc.)   
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Pro / Con Analysis 

 

Pros Cons 

Enhanced functionality   Confidentiality issues and protocols  

Remote access Training (time and cost implications) 

Common training  Staffing logistics for training increases 

Cost reductions (IT support, annual fees, upgrades, 

etc.) 

Change management issues*, logistics etc. 

 

*See Section 3.2 Change Management (page 27) 

for implementation considerations on how to 

overcome change related issues.  

Staff sharing 

Move towards standardization 

 

Legal Entity 

 

In order to take full advantage of the cost benefits associated with one IT system, and purchase 

a single platform, the 39/20 Alliance must become a legal entity. There are several governance 

structure options, such as a Part 9 Company, Society or Municipal Controlled Corporation.  

 

In order to determine which option is best suited for partnering municipalities, Alberta Municipal 

Affairs suggests considering the following questions (Municipal Collaboration Unit Alberta 

Municipal Affairs): 

 

 What types of services will be provided? 

 Should the services operate at arms-length from the municipality? 

 Does the service provider need to own land and property? 

 Does the service provider need natural person powers? 

 Will services be provided as a business? 

 Does the service provider need to borrow funds? 

 Will the service provider need to have the ability to expropriate land? 

 Will profit be made and distributed to member municipalities? 

 Will the organization be providing services outside of the municipal boundaries? 
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Implementation Plan and Associated Implications  

 

Action Timeline Responsible Description Implications 

1. 39/20 to become a 

legal entity 

2016, Q3 39/20 Board Becoming a legal entity will also facilitate the 

39/20 Alliance’s vision, as well as the long-term 

goals of its Strategic Plan in terms of regional 

economic development and organizational 

sustainability (39/20 Alliance, 2014). 

 Time and resources to prepare the necessary 

documentation (Service Alberta, 2015). 

 There are some fees associated with corporate 

registry under certain acts (such as the Societies 

and Companies Acts), including incorporation 

and amendment fees, etc. (Service Alberta, 

2015). 

2. Conduct IT 

assessment and 

process review 

2016, Q4 39/20 Board to 

select a 

contractor  

Hire a third party consultant to conduct a needs 

review in order to determine which software 

best meets the Alliance’s needs. 

The review should also assess application 

programming interface capabilities, potential 

firms and costing (see recommendation #3, 

one-window approach). 

 ~$20,000 

3. Purchase IT 

software 

2017, Q1 39/20 Board Initial investment for the IT system.  ~$8,000 plus add-ons (per legal entity) based on a 

quote from Diamond Municipal Solutions (Jakobs, 

2015) 

4. Software 

installation and 

training 

2017, Q2 Selected Vendor  Cost for IT group to install new software and 

for the training group to train all employees. 

 Reduction in administrative time 

requirements due to increased automation, 

staff sharing, remote access and added 

functionality. 

 Installation and training is general included in 

the software price; however, there is an 

additional cost for on-site training (Jakobs, 

2015). 

 Future potential of (~0.25 – 1 FTE) depending on 

level of implementation (ex: utility billing and 

payroll done by one staff member as opposed 

to four) 

5. On-going IT support Continuous Vendor   After the initial installation, IT support is 

available at an additional cost. 

 Reduction in cost updating one system 

instead of four. 

 $5,000 - $10,000 annually (Jakobs, 2015) 

 However, as a legal entity, this would likely result 

in a cost reduction, as the Alliance members 

combined, currently spend more than $10,000 

on IT support. 

 (~30%) based on the weighted average of past 

costs 

6. Change 

management and 

communications 

2017, Q3 39/20 CAOs Time and resources spent by the CAOs and 

administrative staff ensuring there is buy-in and 

engagement for the new processes. 

According to Prosci’s Best Practices in Change 

Management, on average, change management 

should account for approximately 10%-15% of the 

project budget and 20% of the project FTE (Prosci , 

2014). 
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Risks and Mitigation 

 

Risk Risk Type Mitigation Strategy Impact 

All municipalities will not 

transfer to one system 

Change Agree on common working principles 

between the municipalities.  Have all four 

communities involved in the assessment and 

selection of the new shared system. 

High 

Cost reduction are not 

apparent 

Financial Ensure that a thorough assessment is 

conducted and that all municipalities agree 

to the negotiated rates with the new 

provider. 

High 

Cost is too high for smaller 

municipalities 

Financial Negotiate reduced pricing from shared 

vendor. 

High 

Lack of ownership for 

initiative 

Change  Develop project team representing all four 

municipalities with dedicated lead. 

Medium 

Functionality is missing for 

one or more municipalities 

Structural Ensure that the needs assessment is 

conducted thoroughly with all four 

communities. 

Low 

 

2.2.2  Implement a One Window Approach to Planning and Development 

 

Project Description  

 

Three of the four communities receive ~4 development applications per year. Calmar is the 

exception, and receives 40 to 45 applications annually. Calmar has a Director of Planning 

through their Public Works Department. The CAOs in Warburg and Breton are responsible for 

meeting with the development applicants in their area. In Warburg, Leduc County handles all 

permits and inspections.  

 

Calmar and Thorsby have a standard development form and Breton has a specific 

development permit. Municipal bylaws are each unique and different from the others.   

 

Opportunity  

 

As part of the 39/20 Strategic Plan, the economic development strategy and 39/20 website 

were identified as high priority items by the Board. Developing a competitive advantage was 

also the primary criteria for the Board when selecting shared services to implement, in addition 

to demonstrating collaboration among the four communities.  

 

The majority of the 39/20 Alliance members have identified a need for a one-window approach 

to planning, as it would assist with their economic development initiatives, facilitate an online 

platform for developers, and provide economies of scale relative to procurement.  

 

The 39/20 one window approach would include the following: 

 

 Common development forms 

 Common procurement 
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 Aligned bylaws (Enforcement Bylaws, etc.) 

 Common development permit and procurement processes 

 Economic development information 

 Potentially support a shared Economic Development Officer*  

 A designated page on the 39/20 website: 

 

 Provides developers with a single entry point to all four communities; 

 Houses all economic development information and forms; and 

 Procurement information available online. 

 

*As mentioned, one of the primary goals of the 39/20 Alliance is to promote economic 

development opportunities within the region. Initiatives related to economic development are 

underway, and a shared Economic Development Officer is already being considered; therefore, 

a common EDO was not included as a recommendation in this report. However, the one-

window approach would support and align with these efforts.  

 

Application Programming Interface (API) 

 

In order to take advantage of the one-window approach, a link between the new website and 

IT system would be required. This link is an application programming interface (API), such as 

Diamond’s Virtual City Hall, which connects the website and IT system so that information can 

be collected online and transferred/downloaded directly into the IT system.  The information has 

to be transferred / downloaded from one system to another because the link between the two 

systems is not direct. In order to ensure all the information is secure, information is protected 

behind a firewall. 

 

Potential benefits of the API include: 

 

 Online utility billing payments; 

 Online registration for recreation programs or events; 

 Online submission of development permits; 

 Online procurement; and  

 Online applications. 

 

Objectives / Anticipated Outcomes  

 

 Support economic development initiatives by providing a more efficient process to 

developers. 

 

 Increase citizen satisfaction and engagement by providing more services online. 

 

 Provide a unified front for marketing purposes. 

 

 More efficient internal systems which utilize fewer resources and manual processes. 

 



  

22. 

 

 Ability to use municipal staff to cover for each municipality when experiencing absences, 

facilitated by common processes. 

 

 Support web-based communications both internally among the four communities and 

externally to residents and developers. 

 

Pro / Con Analysis 

 

Pros Cons 

Economic Development presence Need to change bylaws in each community  

Marketing of 39/20 Alliance Training (time and cost implications) 

Economies of scale One-time costs (API software)  

Potentially support a shared Economic 

Development Officer  

Change management issues* related to an 

automated system, equitable division among the 

municipalities, etc.  

 

*See Section 3.2 Change Management (page 

27) for implementation considerations on how to 

address change related issues. 

Online interface  

Facilitate shared procurement  

Staff sharing  

Automate manual processes 
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Implementation Plan and Associated Implications  

 

Action Timeline Responsible Description Implications 

1. Conduct a process 

review and create 

new bylaws, permits 

and forms 

2017, Q4 39/20 Board to 

assign a lead 

 

Develop a steering committee internally or hire a 

consultant to amend/develop the new bylaws, permits 

and forms as well as processes for all four communities, 

keeping in mind the API implementation implications. 

~$20,000 

Attention paid to legal/equity issues involved in 

bylaw changes  

2. Conduct API 

assessment / 

process review 

2016, Q4 39/20 Board to 

select a 

contractor  

As part of the IT system assessment, the consultants 

should review: the current processes and needs of the 

Alliance;  potential platforms and providers; and, 

functionality and associated costs. 

See recommendation #2, IT system  

3. Purchase API 2018 39/20 Board Initial investment for the platform   $20,000 - $30,000 depending on add-ons 

based on the Diamond’s virtual city hall 

(Jakobs, 2015) 

 Diamonds is currently developing a new 

program which will likely be available by 

2017 at a much lower cost.  

 Alternatively, code could be developed 

from a third party programmer to link the 

two systems.  

4. Implement the new 

bylaws and 

processes as well as 

the API 

2018 39/20 Board to 

assign an 

administrative 

lead 

 Update the 39/20 website to ensure all bylaw 

information is online and consistent among the four 

communities. 

 Staff training on the new platform regarding updates 

and transferring / downloading data   

 The online process would be more streamlined and 

automated, therefore reducing the time 

requirements related to utility billing, development 

permit processing, procurement, etc. 

 ~ 0.1 FTE to keep the website updated 

 Remote training is generally included in the 

platform fee (Jakobs, 2015). 

 ~ (0.2 FTE) reduced due to automation  

5. Assign a responsible 

person to transfer / 

download all the 

data to the IT system 

2018 39/20 Board to 

assign an 

administrative 

lead 

 Administrative resources will need to be assigned 

responsibility for managing the online development 

and procurement forums. 

 Once the one-window approach is fully adopted, IT 

resources will be used less frequently as there will be 

one contractor and fewer dedicated resources to 

manage the site. 

 ~ 0.1 FTE for API management  

 (~45%) reduction in IT resources based on 

weighted average of past costs 

6. Change 

management and 

communications 

(same as per IT 

system 

implementation) 

2018 39/20 CAOs Time and resources spent by the CAOs and 

administrative staff ensuring there is buy-in and 

engagement for the new processes 

According to Prosci’s Best Practices in Change 

Management, on average, change 

management should account for 

approximately 10%-15% of the project budget 

and 20% of the project FTE (Prosci , 2014). 
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Action Timeline Responsible Description Implications 

7. Continuous 

improvements 

2018 39/20 CAOs Updates and maintenance for APIs Dependent upon which platform is purchased 

and future needs of the communities  
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Risks and Mitigation 

 

Risk Risk Type Mitigation Strategy Impact 

All municipalities will not 

transfer to one system 

Change Agree on common working principles 

between the municipalities.  Have all four 

communities involved in the assessment and 

selection of the new shared system. 

High 

Cost is too high for smaller 

municipalities 

Financial Negotiate reduced pricing from shared 

vendor.  Share the cost on a per-capita basis 

to ensure that costs are split according to the 

size of municipal budgets. 

Investigate all outside grant sources for 

support for small communities. 

High 

Lack of ownership for 

initiative 

Change  Develop project team representing all four 

municipalities with dedicated lead. 

Medium 

Confusion from developers, 

businesses and contractors 

over partnership 

Awareness Ensure that 39/20 website clearly articulates 

and communicates the partnership, the goal 

of collaboration and give distinct contact 

information for each municipality. 

Low 
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3.0 IMPLEMENTATION  
 

The 30/20 Board is well aware of the challenges of coordinating policies and actions, as you have been sitting at the same table to 

discuss these matters for some time.  You are well aware of the risks of change as well as the necessity to move forward in the face of 

your individual municipal challenges.  

 

WMC has taken a careful look at the nature of each of our recommendations and the challenges associated with implementation 

across four municipal corporations.  We have considered which need to come first, and which will build on prior decisions.   

 

3.1 Implementation Gantt Chart 
 

The Gantt chart following identifies the timing for implementation of the recommended initiatives taking into account what must be 

precursor actions in each case.  

 

Category 

Recommendation  

(* denotes Long-term Opportunities) 

2015 2016 2017 2018 and 

Beyond  Q1 Q2 Q3 Q4  Q1 Q2 Q3 Q4  Q1 Q2 Q3 Q4  

IT Website 

   

      

 

    

  

      

  Shared Event Calendar 

   

      

 

    

  

      

  Legal Entity 

   

  

  

      

  

      

  *IT system 

   

  

   

              

  Marketing Strategy 

   

  

 

  

 

    

  

      

Personnel Public Works 

   

  

   

    

  

      

  Refrigeration Specialist 

   

  

 

  

 

    

  

      

  Enforcement Officer 

   

    

  

    

  

      

Planning and Development 

Common development applications 

and inspection forms 

   

            

  

      

  

Common Subdivision and 

Development Appeal Board  

   

  

   

    

  

      

  *One-window approach / API 

   

  

   

See IT   

  

      

Infrastructure Common Procurement Policy 

    

  

  

    

  

      

  Shared preferred vendors list                              
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3.2 Change Management  
 

To ensure the success and adoption of the new common IT system and one window approach 

to planning, a change management strategy will need to be implemented.  This is critical to 

ensuring the success of the initiative.  Using the Prosci Change Management methodology, 

successful change initiatives focus on the three phases of change: preparing for change, 

managing change and reinforcing change.   

 

 

 

Preparing for Change: 

 

1. Define your change management strategy – How much effort is this going to take?  Who is 

going to be involved?  Are the organizations ready for this? 

 

2. Prepare your change management team – Determine who will be part of this team from the 

four municipalities.  Determine who is best to work on what. 

 

3. Develop your sponsorship model – Identify the sponsor(s) for this initiative. 

 

Managing Change: 

 

1. Develop change management plans: 

 

a. Communications 

b. Coaching 

c. Training 

d. Sponsor roadmap 

e. Resistance management 

 

2.  Take action and implement plans 

 

Reinforcing Change: 

 

1. Collect and analyze feedback – How did employees feel about the change?  Has the new 

initiative been successful? 

 

2. Diagnose gaps and manage resistance – Are employees using the new system or creating 

workarounds? How do we correct the course to bring them back into the fold? 

 

Preparing for 
Change 

Managing Change Reinforcing Change 
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3. Implement corrective actions and celebrate successes – Do we need to implement any 

corrective actions?  Celebrate the successes and wins that the initiative has enabled!  

 

3.3 Conclusions  
 

There are many shared services opportunities available to the 39/20 Alliance and its 

communities. The key to success is to focus on doing a few things but ensuring those things are 

done well. Celebrating these accomplishments will not only build trust among the alliance for 

future endeavors, but also ensure that these shared services are sustainable. Change 

management is a key factor in all of these recommendations in order to gain the most benefits 

from these collaborative engagements.  
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APPENDIX 2:  

Preliminary List of Web Design Firms 
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Company Cost 

STRATEGEM Plus Consulting  Based on research conducted by STRATEGEM Plus 

consulting, the average website can be designed for 

between $12,000 and $15,000; however, a website 

geared towards economic development with some 

content ranges from $25,000 to $30,000 and can go as 

high as $65,000 to $80,000 for complete content 

creation (Morton, 2015) 

Strong Coffee Marketing  $10,000 - $12,000 for WordPress site, includes user 

testing (Leung, 2015) 

 

Top Draw $18,000-$35,000 

CreoLogic $14,000-$17,000 for basic service (Grainger, 2015) 

Box Clever $20,000-$30,000, plus $1,500 annual fee (Baretta, 2015) 

Launch  $3,000-$12,000, plus $40/month for maintenance (no 

municipal experience) 

 

 

 


