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MUNICIPALITY OF CROWSNEST PASS
ORGANIZATIONAL REVIEW

INTRODUCTION

: Municipalities, like all other levels of government, face difficult operating challenges in the current
economic reality and political climate. As with the private sector, all government organizations

must take proactive steps to review and ensure organizational efficiency and cost effectiveness in
their operations if they are to survive. The very same principles of good management that apply to

any private corporation also apply to the public sector.

g The Municipality of Crowsnest Pass was amalgamated in 1979 comprising the five communities of
Hillcrest. Bellevue, Frank, Blairmore and Coleman. Unfortunately, very little has changed over the
intervening 18 years with regard to how the municipality is managed and how it handles its day to
day operations. Management techniques, systems and procedures, technology and staff utilization
have been badly neglected and are badly outdated. Very little, if any, future planning has been done
g and the Municipality operates on a day to day crisis basis involving continual conflict.

The reasons for this poor state of affairs lie primarily with the manner in which past Councils and
Administration have operated; the same manner that current Council is attempting to finally change
through this Organizational Review. There is a legacy of strong-willed, one might say
“domineering” Councils, where some Mayors have even yelled at staff and other Councillors and
pounded the table at public meetings in order to obtain the decisions they desired. This might make
g for interesting folklore, but it is a disastrous and highly ineffective and costly style of management,

if one can call it that. Past Councils have, in effect, been managing all the day to day affairs of the
Municipality; and poorly at that. This in turn has produced an extremely weak and ineffective
administration for which they are not to blame; it is very difficult for any Manager, Director or
other staff member to stand up to Council when their job is on the line for doing so.

.
g Other attempts have been made to remedy this situation, unfortunately with no results. The
situation has now reached a state, however, where the poor publicity generated by Council is an
embarrassment to both Council and all the municipal staff. This Organizational Review was finally
called for as an attempt to assist Council in rectifying these problems once and for all, no matter
how painful, and in adequately preparing administration with the appropriate staff, skills, systems
b and technology to operate competitively and be able to meet future challenges.
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METHODOLOGY

An Organizational Review can be a useful means under any circumstances to accomplish the

following goals:

« To review the effectiveness of the organization by providing an objective third party
analysis utilizing knowledge and experience of other organizations and municipalities.

« To create the most cost effective organizational structure and division of work that
provides optimum customer service and flexibility for future growth and increased work

demands.

o To create a productive workplace that fosters the use of those management practices such
as delegation of responsibility and participation of all staff in order to promote teamwork,
service, quality and individual accountability and ownership.

e To align such human resource management areas as performance management, job
descriptions, hours of work, salary administration, and human resource policies with
corporate goals to ensure that they add value by fostering productivity and customer service
and promoting individual responsibility and accountability.

« To recognize the distinct roles of council and administration and to foster productive
working relationships between them.

All too often, however, the review becomes another flavor of the month leaving resentment,
cynicism and poor morale in its wake. They are frequently self defeating in that there is less
productivity and efficiency than there was before. Why does this unfortunately occur? The primary
reason is that there is no commitment, buy-in or ownership of the process on the part of most staff.
No matter what “flavor” is being used, the process is usually imposed top-down with only lip
service being paid to the concept of staff input. All such processes, however, require full
participation of all concerned if they are to be successful.

We believe and our experience has shown that organizational reviews can be extremely effective if
the following principles are followed in their implementation:

105, 4990 - 92 Avenue Edmonton, Alberta T6B 2V4 Phone: (403) 944 9194 Fax: (403) 466 6262
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1. The process itself that is used to perform an organizational review is as equally
important as the outcomes of the review; in fact the success of the outcomes is
directly influenced by the process. Our experience with organizational reviews,
reengineering, downsizing and restructuring in general has shown time and time again that if staff
at all levels are not fully involved in the process, there is no commitment or buy-in and the
organization is left with poor morale and does not achieve the cost effectiveness and competitive
advantage that were the reasons for the review in the first place.

2. Difficult decisions will need to be made. Performance issues must be addressed and
dealt with fairly for the benefit of everyone: the individual concerned, other staff and the
organization. Any in-depth organizational review has a negative impact, or at least it is perceived as
negative, for some of the employees involved. Nonetheless our experience and that of others has
shown that the least negative impact can be achieved through involvement of the stakeholders in a
process that affects their livelihood, careers and daily work. If they understand that their voice will
be heard and that they will be treated fairly and equitably, no matter what the outcome to them
personally, then they will be far more likely to contribute positively to the review rather than
creating a negative outcome.

3. Encouraging and capitalizing on the participation, commitment and buy-in from
all staff levels will enhance the success of restructuring. We believe that better
decisions and outcomes are arrived at through the participation of all concerned. Regardless of our
expertise and experience in organizational behaviour and development, it is the individual
employees who fully understand the work that they do on a daily basis and who can, therefore,
contribute the most about how that work can and should be organized to provide the best service in
the most cost effective manner.

4. The Client will ensure that recommendations are consistent with their
requirements. As consultants we provide our experience, expertise and advice; we do not try to
impose predetermined outcomes.

5. Delegation of decision making to the level at which the work is performed will
increase customer service and organizational effectiveness. This delegation also fosters
individual responsibility and accountability without which you cannot have good customer service.
Front line employees must have delegated authority to make reasonable decisions on the spot in
order to satisfy customer needs. The less bureaucracy and the simpler the organizational structure,
the greater the cost effectiveness and the flexibility to meet future growth and increased customer
requirements.
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6. All human resource management practices should only be used if they add
value to the “bottom line” by promoting better productivity, accountability,
service and cost effectiveness. We do not, for example, promote the use of pay practices that
are based on rigid arithmetic formulas and seniority rather than performance.

7. The organizational review and consequent restructuring acts as a catalyst for
ongoing change and development.The participative approach by all employees and
management serves to start building the desired team approach, commitment and organizational
culture that is required if the organization is to be productive and adaptable to future changes.
Teams may be used, where desirable, to analyze findings and develop solutions.

8. We don’t just write a report and leave. We start things working before we leave and
develop teamwork wherever possible. We leave you with the policies, practices and procedures to
continue operating in a cost effective and efficient manner and we remain available for ongoing
advice and assistance.

9. We review all means of improving service, quality and cost effectiveness. We
review:

* Organization structure and division of work.

e Overlap, duplication and redundancy.

» Administrative policies and procedures.

» Human resources management.

¢ Council / administration relationship.

e Teamwork, delegation and accountability.

* Alternative means of service delivery.

* Work methods, policies and procedures.

10. We provide follow - up. We provide ongoing advice and assistance and emergency help
when needed. We recommend a formal follow - up after approximately six months to ensure that
all is working well and to “fine tune” where required.

105, 4990 - 92 Avenue Edmonton, Alberta T6B 2V4 Phone: (403) 944 9194 Fax: (403) 466 6262
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FINDINGS

1. Council still manages virtually all the day to day affairs of the municipality either through direct
interference in Administration or indirectly through the use of the various committees and boards
that councillors sit on. Taxpayers call councillors directly for favors such as getting their street or
back alley cleared of snow and “the squeaky wheel gets the oil”. Administration and staff cannot
rely on existing policies in such matters as they know that council will not back them up; they are
constantly undermined.

2. Councillors argue publicly at Council and committee meetings and try and impose their own
personal agendas on administration instead of allowing administration to do their work according

to established policies.

3. Past Councils have also overstepped their commonly accepted role by meddling in
administrative staffing matters and have promoted totally unqualified staff to senior management
positions or hired unqualified staff to senior management positions against the recommendations of
their own Chief Administrative Officer. This is grossly unfair to the individuals concerned who
cannot satisfactorily discharge their responsibilities and then are subsequently removed from their
positions and have to reassess their careers. It is also highly unfair to the remaining staff who have
to suffer the embarrassment of having inept managers and not being adequately supported in their
own daily work.

4. Because of this and past Council’s continual micro-management, the Administration is viewed
as weak and ineffective. Again this is unfair to the senior administrators concerned. If they are not
allowed to get on with their work and have no backing in discharging their responsibilities, what
are they supposed to do? They can only resign, risk termination or stand aside and do nothing. It
is no wonder that the Administration is not proactive and displays little if any initiative; under the
circumstances, why bother.

5. This micro-management takes place regardless of the existence of a “Chief Administrative
Officer” bylaw which clearly outlines the responsibilities that are delegated to the Chief
Administrative Officer. The argumentative behavior of Council takes place in spite of a
“Procedural” bylaw which clearly stipulates the accepted procedures and rules of conduct at
Council meetings. Council will not even follow their own bylaws.

6. The degree of personal animosity displayed by some councillors at public Council and
committee meetings does nothing to further good representation of their constituents, is a public
embarrassment, sets a very poor example and does nothing to further productive management.

105, 4990 - 92 Avenue Edmonton, Alberia T6B 2V4 Phone: (403) 944 9194 Fax: (403) 466 6262
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7. The existing Council Committee structure serves no useful purpose, creates unnecessary work
and wasted time for all concerned and merely serves as a forum for councillors to meddle in
administrative matters and to pursue their own personal agendas. This is also true for those
community committees such as the Recreation Board and the FCSS Board.

8. The current management practices are outdated and unproductive. There is little if any allowance
for, let alone encouragement of, employee initiative and creativity. Some office practices are highly
inefficient and have not been allowed to change for years. Employees are treated as if they leave
their brains at the gate every morning before they come in to work. They are not allowed to make
any decisions regarding their own work and how it could be improved to provide better customer
service and cost efficiency. This applies equally to outside and inside staff.

9. The current “upstairs-downstairs” arrangement of staff in the Municipal offices has fostered and
allowed poor communication between various departments and their staff.

10. The office systems, procedures and technology are severely outdated. The telecommunications
system, for example, wastes a great deal of office staff time, provides poor customer service and is
inefficient.

11. Computer technology is outdated to the extent that management reports are not readily available
from an existing data base and are sometimes hand prepared.

12. Council is not provided with ongoing, up-to-date, accurate reports which provide them with an
overview of expenditures to date in relation to budget allocated and other “management” reports
that Council should expect to receive so that they can be assured that administration is functioning
well and that there are no serious problems. There is no Annual Report other than audited annual
financial statements.

13. There is no long term or strategic planning on the part of either Council or Administration.
Daily crisis management is the norm.

14. There are virtually no human resource management policies in place. There is no formal
organization chart, no job descriptions and no performance management either on a daily basis or
as a formal performance appraisal process. There are no employment contracts for management
staff outlining their terms and conditions of employment.

105, 4990 - 92 Avenue Edmonton, Alberta T6B 2V4 Phone: (403) 944 9194 Fax: (403) 466 6262
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15. Labour Relations have deteriorated recently particularly in the Public Works area. Much of this
can be traced to certain management practices, imposed by past Councils, which have stipulated
that there be certain “quotas” of staff that were allowed in various classifications such as
Equipment Operator or Accounting Clerk. This practice only serves to create less flexible usage of
staff and destroys any employee initiative to learn additional skills and to take on added
responsibilities. It also undermines the entire rationale of any job evaluation system.

16. Labour Relations are also negatively impacted by highly restrictive management practices such
as charging as little as fifteen minutes off early for a doctor’s appointment to vacation time instead
of assuming that the employee would make it up normally by staying a few minutes after closing
hours to assist a customer. This type of management style only breeds the inevitable employee
response that they are not going to work past quitting time no matter what the circumstances. One
employee had fifteen minutes charged to her vacation time because she left early as her husband

had just died.

105, 4990 - 92 Avenue Edmonton, Alberta T6B 2V4 Phone: (403) 944 9194 Fax: (403) 466 6262



g

Human Resource Group

Municipality of Crowsnest Pass Organizational Review

INTERIM REPORT

An interim report was given verbally to a private meeting of Council on January 14, 1997. The
primary purpose of this report was to apprise Council of three major and related findings i.e.
Council’s micro-management of daily administrative matters, unqualified management in two
major areas and out-dated administration in general. Council was advised at the time that
management could not be held responsible for the actions of past and present Councils that had
created these problems. Council agreed to make certain staff and organizational changes at that time
to facilitate the development of a strong, qualified and cohesive administration. Council also agreed
that they had to stop micro-managing if there was to be any hope of these changes succeeding.

RECOMMENDATIONS

1. The first and foremost recommendation is that Council must respect the commonly accepted
delineation of roles between Administration and Council. Council’s primary role is to establish
policy that reflects the needs of their constituents, the residents of Crowsnest Pass.
Administration’s primary role is to enact that policy and to administer the municipal services on a
daily basis without interference from Council. The powers required for Administration to fulfill
their responsibilities are delegated to them through the position of the Chief Administrative Officer.
This is the one position that reports to Council, is hired by Council and is accountable to Council.
Council communicates officially with its administration through this position and not directly to
every staff member it wishes to direct. This division of roles is clearly evident at other levels of
government, where in fact the interference of the political arm in the administrative arm is not to be
tolerated. This division is also clearly reflected in the new Municipal Government Act.

If this one fundamental recommendation is not firmly adopted and adhered to then
there will be no lasting improvement and the staff changes already made will have
been a fruitless and unfair exercise.

One workshop has already been held with Council to openly discuss and to try and resolve this
matter once and for all.

2. Council has the freedom as we all do to disagree as individuals; after all this is a democratic right
that we are all proud to share. Continuing animosity and disagreement in public, however, serves
no useful purpose and accomplishes nobody’s goals. Council members must make every effort to
put their personal differences aside and to live with the decisions that Council arrives at through the

105, 4990 - 92 Avenue Edmonton, Alberta T6B 2V4 Phone: (403) 944 9194 Fax: (403) 466 6262
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democratic process of a majority vote. Those that are not able to act in this fashion or who will not
refrain from influencing day-to-day administration and cannot follow their own bylaws should be

asked to resign.
A future workshop will be held with Council on how to run effective meetings.

3. Wherever legally possible and administratively feasible, Committees of Council should be
abolished immediately. They are redundant and waste the time of all those attending as well as the
time of office staff in preparing minutes and other bureaucratic paperwork. They serve no useful
purpose other than providing another avenue for Councillors to micro-manage and to push their
own individual agendas. If Council as a whole is provided with well documented reports from
Administration which clearly outline issues, alternatives, cost benefit analyses and
recommendations, then Council as a whole should be able to make a decision without a great deal
of wasted time. There is no point in discussing issues at Committee meetings which will only be
discussed again at Council meetings.

Council and/or Administration representation on other “Community” committees or boards such as
the Recreation Board or the FCSS Board should also be abolished. In many instances this leads to
a waste of the funds available for such programs in the first place. Why spend $60,000
administering $100,000 worth of FCSS funding? This is a gross misuse of scarce resources.
Community members who are interested in seeing that certain programs are available should be
willing to spend their own time in establishing Committees, attending and chairing meetings and
taking minutes when required. The role of Administration is to provide advice and assistance to
such Committees and it is up to Council to determine, as elected representatives of all constituents,
the amount of funding for such programs. It is not the appropriate role for either Administration or
Council to “babysit” and, in effect, manage such programs. This detracts from individual
community initiatives and is an unwarranted intrusion of government. Committees and boards with
purely community citizen involvement can operate very efficiently and effectively as evidenced by
the Crowsnest Pass Ski Hill Society.

4. A qualified, strong and cohesive management team must be created as soon as possible. With
the retirement of the Municipal Administrator, recruitment is already underway for a replacement. It
is recommended that the position be retitled Chief Administrative Officer to reflect the senior nature
of the position and to reflect, as discussed above, that this position is responsible for all
administration. This position will be selected and chosen by Council. It is recommended, however,
that there be staff representation on the selection committee. It is imperative that the successful
candidate be someone with the management skills required to create and maintain a productive and
participative workplace and to create a strong and unified team environment at all levels in the

105. 4990 - 92 Avenue Edmonton, Alberta T6B 2V4 Phone: (403) 944 9194 Fax: (403) 466 6262
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organization. These are the primary skills required in all public and private organizations today.

5. The position of Public Works Superintendent should be filled with someone who understands
the daily workings of a municipal public works department, who can create and maintain an
effective team environment and can gain the respect of staff. The primary role of the
Superintendent should be one of planning and coordination, not constant supervision of staff who
are experienced, who understand their daily responsibilities and who are more than willing to work
cooperatively together. With old infrastructure, there is a pressing need for replacement and

maintenance planning in general.

6. The position of Director of Community Services should not be replaced. As mentioned above,
there is far too much money spent in administering scarce funds and it is not an appropriate role for
Administration to “manage” community services. Existing staff in this area are well qualified and
more than able to provide advice and assistance to community led groups. The existing staff should
report directly to the Chief Administrative Officer. They are able to operate independently as a team
and do not need another redundant supervisory position.

7. The position of Financial Officer and Assistant Administrator should be retitled Director of
Finance and Systems. There is no need to have one person designated as an assistant Chief
Administrative Officer; more than one manager can be designated to act in that capacity during the
Chief Administrative Officer’s absences so that others have an opportunity to learn additional
skills. The change in title also reflects the importance of having up-to-date computer hardware and
software. Current staff in accounting, taxation and utilities should continue to report to this

position.

8. The position of Human Resources Coordinator should be renamed Executive Assistant to the
Chief Administrative Officer. With a relatively flat organization, the Executive Assistant can
provide assistance to the Chief Administrative Officer in all areas and can continue to coordinate all
human resource matters. In order to assist the incumbent, adequate training and staff development
should be provided in human resources management and other areas of municipal administration.

9. The current position of Department Clerk/Stenographer in Community Services also acts as the
main receptionist and answers the switchboard. This position should be retitled Clerk/Receptionist
and should report together with the other office staff to the Director of Finance and Systems. The
primary function of this position should be to provide front counter and telephone reception
services and to provide as much “one stop shopping” customer service as possible. These duties
will be more clearly definable with recommended changes (see below) to the telecommunications
system and to the systems available at the front counter for receiving various payments, etc. This

105, 4990 - 92 Avenue Edmonton, Alberta T6B 2V4 Phone: (403) 944 9194 Fax: (403) 466 6262
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change should also be made to reflect another recommendation of having all office staff on the
upstairs floor. This position should be a pivotal one in the organization providing good service to
all clients as they enter the municipal offices.

10. All staff should be delegated far more responsibility and freedom to make decisions regarding
their daily work and how it is done.

“...accountability for results is essential to achieving organizational
objectives and...employees must have responsibility for those things
for which they are held accountable.”

Conference Board of Canada, 1996.

There has been very little, if any, opportunity or encouragement in the past for employees to
provide suggestions, to show initiative and creativity and to be treated as responsible contributors
to the success of the organization. There has been poor morale, little enthusiasm and even a lack of
social events amongst the staff.

A “team” meeting was held with office staff in order to begin to rectify this situation and to allow
them the opportunity to analyze their own work situations and to make recommendations for
improvement. This was the first occasion where they had been asked for their input and allowed to
function as a responsible team. They immediately and enthusiastically outlined what they perceived
to be areas for improvement and put forward several major recommendations to improve customer
service, cost effectiveness and efficiency:

* Move all staff onto the main floor so that there is better communication, better
sharing of work, and better utilization of staff. This can be accomplished at minimal
cost with most work being done by public works staff. The Mayor’s office can be
moved downstairs next to Council chambers.

* The telecommunications system needs to be reviewed and up-dated once the
offices are all moved. The system wastes the time of the Receptionist and all staff,
is inefficient and provides poor customer service. This system should be designed
by the staff that use the system with the assistance and expert advice of a Telus
representative.

* The exact division of duties amongst all the staff needs to be reviewed by the staff
and some adjustments made to reflect the changes in Community Services, to match
the new telecommunications system and to provide for better utilization of

105, 4990 - 92 Avenue Edmonton, Alberta T6B 2V4 Phone: (403) 944 9194 Fax: (403) 466 6262
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&

everyone’s time. Multi-skilling and cross training should be encouraged at all times
without the artificially imposed classification quotas mentioned above.

* Provide “one stop shopping” customer service at the front counter with modern
cashier tills that automatically credit monies received to the appropriate account.

S

o Average the utilities readings and move to outside electronic readings of meters.

« Office hours and work shifts should be reexamined to see whether or not better
customer service can be provided by staying open later or during the lunch hour.

AR

BN

e Similar “team” meetings should be held on a fairly regular basis to ensure good
communication, resolution of problems and new ideas for continual improvement.

« The budget process should be completed in a more timely fashion.

g e Computer software should be updated with access available to all and with
appropriate networking.

» Human Resource policies should be more supportive rather than punitive.

o Adequate staff training should be made available to everyone to increase skills and
provide better flexibility in staff utilization and manpower planning. Multi-skilling
@ and cross training are desirable as well as adequate advanced training and planning
when someone is leaving and a replacement is being hired.

The feedback from this meeting has been excellent and there is no reason not to implement these
recommendations. Not to implement such reasonable and business like recommendations would
only serve to undermine morale even further and negate the usefulness of this review.

All staff were asked to continually question everything that they have been doing and to ask the
following questions:

« “What useful purpose does it serve; does it add value? If not, stop doing it.”

&R

% * “Is it necessary? If not, stop wasting time doing it.”

* “Can it be done more effectively and efficiently; and if so, how?”

105, 4990 - 92 Avenue Edmonton, Alberta T6B 2V4 Phone: (403) 944 9194 Fax: (403) 466 6262
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It is only in this manner that one will gain the input of all staff for continuous improvement and
provide them with the challenge and opportunity for growth in their work.

A similar meeting should be held with all the public works staff by the newly appointed Public
Works Superintendent as well as ongoing meetings to keep all staff informed of goals, changes

and future planning.

“QOrganizations need people who can thrive in changing conditions,
who are willing to innovate rather than just carry out a set of tasks.
Organizations must tap into their employee’ creativity. Employees
need scope to develop this creativity and to implement new ideas,

new products and new answers to customer problems.”
Conference Board of Canada, 1996.

Several current articles are attached as Appendix C which describe the principles and practices of
productive organizations in all sectors, both public and private.

11. The question of whether the Public Works shops and operations should be centralized or not
has been thoroughly debated and analyzed. Given the fact that the Municipality is spread out over a
fairly sizeable area and covers five separate communities, it makes little sense in our view to
centralize the shops and yards. Operations, on the other hand, need to be coordinated
centrally with advanced planning and deployment of staff. This should be a major role of the
foremen and/or a single Coordinator on a daily basis to ensure the most appropriate and efficient
utilization of staff time. The Foremen are, in effect, Lead Hands and do not have supervisory
responsibilities as they are covered by the Collective Agreement.

Staff deployment and utilization has been a major issue in Public Works. There is nothing to
prevent the more flexible use of staff on different shifts, for example, especially in emergencies
where round the clock service is required. Differing possibilities need to be examined.

The new Superintendent of Public Works should discuss this question of staff coordination and
utilization with all the public works staff and they should determine what arrangement will work

best.

12. The arena operators should report to the Public Works Superintendent. Most of the planning
and scheduling of work can be done by the staff themselves. They will need to work in liaison
with the Community Services staff to be aware of any significant changes to the scheduling of
events that impacts on their work; most scheduling is known in advance.

105, 4990 - 92 Avenue Edmonton, Alberta T6B 2V4 Phone: (403) 944 9194 Fax: (403) 466 6262
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13. The maintenance of all municipal equipment and buildings should also come under the Public
Works Superintendent. Public Works should service both external and internal customers.

14. A comprehensive audit should be made by a qualified firm of Chartered Accountants of the
municipality’s finance systems and software as well as the computer hardware, software and
systems in general. This process is already underway and the recommendations of this audit by the
firm of Young, Parkyn, McNab & Co. should assist greatly in determining what changes should
be made in this area so that the Municipality can benefit from the most efficient and cost effective
systems without which no organization can hope to survive today.

15. There have been jurisdictional disputes between the Fire Departments and the Rescue Squad.
All Fire Departments and the Rescue Squad should report to the Fire Marshall, who in turn should
report directly to the Chief Administrative Officer. Search and Rescue services are in the process of
being developed separately which should be of benefit to all concerned as these services must be
provided by competent individuals who are well trained and experienced in wilderness survival,
search techniques, avalanche safety and rescue, as well as the climbing skills and abilities required
to rescue stranded or injured climbers.

16. The question of how many Fire Departments are required to safely cover the entire area of the
Municipality is one that is best answered by the Provincial Fire Commissioner’s Office. The
Commissioner, Tom Makey, can be reached at 427 - 8392 and is very helpful. Alternatively, one
can ask the Fire Underwriters Survey office in Calgary to independently assess the situation. As
there is continuing concern about this issue, an independent audit should be conducted as soon as
possible.

17. Comprehensive Human Resource policies and procedures must be developed and
implemented:

* A current organizational chart - See Appendix A for a chart that is based on these
recommendations.

* Current up-to-date job descriptions which outline responsibilities and not just
duties and also describe the required competencies and behaviors to achieve those
responsibilities. A sample description is attached in Appendix B.

* A Performance Management system which also includes up-to-date methods of
Performance Appraisal such as feedback solicited from customers. This process
should also include a self appraisal and an open two way dialogue between the
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employee and the manager. This is not a disciplinary process and is meant to be a
process of planning and assessing goals, determining additional skills and abilities
that need to be developed and career planning. The question should be asked,
“What have you done in the past review period to add value to this organization?”

With proper Human Resources management and adequate
performance management, the Municipality could have avoided many
of its current problems.

o A comprehensive set of meaningful Human Resource management policies.

o Consideration should be given to negative rather than positive time reporting.
Only the variances in time, for example, such as vacation, sickness, overtime etc.
need to be reported. This is a far more efficient process.

« All management staff should have an employment contract which clearly spells out
their terms and conditions of employment. The contract with the new Chief
Administrative Officer should clearly indicate the overall responsibility for all
administrative matters.

e The payout of unused sick leave credits is not a recommended benefit for
management staff. Sick leave benefits are an insurance in case of illness and are not
a monetary benefit to be had purely because one was fortunate enough not to get

sick.

18. Ongoing staff development and training is critical to the success of any organization today.
You cannot expect initiative, creativity and productivity if you are not prepared to allow for the
appropriate skill development. As mentioned above, multi-skilling and cross training should be
encouraged at all levels and throughout the organization as this is the only way of gaining the most
flexible, cost efficient and effective use of staff. It should also be remembered that staff are far
more challenged and rewarded with greater variety and responsibility in their jobs in this manner.
The cost of paying for skills is a negligible one and one that is well worth it.

«..we cannot expect to tap into the talents of individual workers or
the capabilities of the organization until ‘we change the way we
design, allocate, and talk about work...The focus should be on
people’s skills and behaviors, not on jobs’.”

William Bridges, “Job Shift”, Addison-Wesley, 1994.
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19. There are few specific recommendations regarding Labour Relations and staff relations in
general other than to point out that the implementation of these recommendations will alleviate and
obviate most issues in this area. Two issues, however, need be raised:

« The final step of the current Grievance Procedure is Council. If Council is not to
be involved in day-to-day administration, the final step of the Grievance Procedure
should be the Chief Administrative Officer. This is the process that used to exist
and we would recommend that this process be brought back. The Chief
Administrative Officer has been bypassed in most recent grievances in the belief that
decisions would be more quickly made if they went directly to Council. Hopefully
this will not be the case if the recommendations of this review are adopted.

» All job classifications under the Collective Agreement should be reviewed to see if
there is any meaningful distinction between many of them. What, for example, is
the distinction between an Accounting Clerk 11, Accounting Clerk I1I and Taxation
Clerk? What is the distinction between a Clerk Il and a Utilities Clerk? What is the
difference between an Electrician I and I1? In effect, there needs to be a simple job
evaluation done to determine and record what, if any, the distinctions are and
whether or not they are still meaningful.

20. A great deal has been said about Council’s interference in administrative matters. It must be
pointed out, however, that all staff would appreciate having Council, and Management, take an
interest in what they do and where they work. All Councillors and managers should make an effort
to practise MBWA or “Management by Walking Around”. When was the last time that a Councillor
visited a sewage treatment plant and spoke to the staff?

21. If Council is concemed about what they will be left to do when they cease managing day to day
administrative matters, they should be reassured that there is a great deal of work that they need to
turn their attention to. Council must start the process of continual long range and strategic planning
so as to provide the proper guidance for the future prosperity of the Municipality.

Tourism is gaining in popularity and importance in this area. Long range planning is critical if the
Municipality is to avoid some of the problems being experienced by other popular tourist
attractions in similarly located communities.

Well planned economic development s critical to the Municipality. As the elected representatives of
all the constituents in the area, and not just those who have a vested interest in one direction or
another, Council should play a major role in ensuring that there are strong and appropriate

105, 4990 - 92 Avenue Edmonton, Alberta T6B 2V4 Phone: (403) 944 9194 Fax: (403) 466 6262
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economic development initiatives which recognize the needs of all members of the community and
which also promote and protect the lifestyle which they desire. Council should be proactive in this
area.

CLOSING COMMENTS

This report may be perceived as rather harsh and critical; bear in mind, however that we are
attempting to rectify 18 years worth of issues that have not been resolved. The cost may also be
perceived as great, but there is absolute necessity in resolving these issues if the Municipality is to
prosper. The cost is well worth it. On a positive note, this Council is to be commended by all
concerned for having the “guts” to finally make these changes especially in the face of adverse
criticism from those who do not understand what it takes to effectively manage and direct a
complex organization. Council is to be congratulated for having the courage to properly represent
the interests of all their constituents.

“It’s time for ‘tough love’. Caring harder, Caring enough to take the
company through the tough, unpopular struggle of culture change so
it can survive.”

Price Pritchett, “High-Velocity Culture Change, 1996.
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SAMPLE
POSITION PROFILE

Position Title: Director of Finance and Administration
Reports to: Chief Administrative Officer

Date: March 1, 1996

POSITION RESPONSIBILITIES

The Director of Finance and Administration is responsible for the overall direction of the following
major functions:

* Financial planning - All financial plans including long range planning with forecasts, possible
scenarios and alternative options to maintain financial viability and assist all departments and
programs in determining appropriate courses of action.

* Accounting systems - All accounting systems, software and records ensuring accuracy, cost
effectiveness, relevance, internal and external customer service, required reports and adherence to
accepted accounting principles. Annual review and recommendations by outside auditors.
Coordination of preparation of Annual Report.

* Computer systems - Overall hardware and software for all town offices ensuring internal and
external customer service, systems compatibility, cost effectiveness and up-to-date technology to
support the effectiveness and efficiency of all Town operations.

* Office administration - Overall direction of office administrative staff providing appropriate
assistance and training and fostering a fully participative workplace with input from all staff.
Responsible for ensuring the provision of exemplary customer service to all visitors and clients
either in person or by phone. Responsible for up-to-date, cost effective and efficient office
equipment and communication systems ensuring service to all clients. Responsible for all general
office records, records retention and general office practices.

* Budget administration - Assistance to all departments in establishing format and content of
annual budget and administration of budget once adopted. Budgetary control.

e Purchasing - Tenders, records and procedures for all purchasing ensuring cost/quality
effectiveness and service to all departments.

e Taxation and assessment - Accuracy and timeliness of all assessment and taxation.
Compliance with all legislated requirements. Maintenance of all required records and billing
procedures. Customer service with optional means for payment such as debit cards etc.

o Utility billing - Accuracy and timeliness of all utility billing ensuring customer service with
optional means for payment, averaging and other requested services as appropriate.

e Insurance - All Town insurance including staff benefits ensuring adequate liability protection,
cost effectiveness and service.

The incumbent is also responsible for other related areas that generally belong in the functional area
of finance and administration.



