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Disclaimer 
 
No opinion, counsel, or interpretation is intended in matters that require legal, tax or other appropriate 
professional advice. It is assumed that such opinion, counsel, or interpretations have been, or will be, 
obtained outside of the scope of this report.  
 
The absence of independent verification of the information supplied in respect of both historical and 
projected information, in some cases, can limit potential findings and accuracy of our report. We have 
indicated in our report the source of the data that was obtained by us, but disclaim any responsibility for 
its accuracy. Our work does not and will not result in the expression of an opinion or other form of 
assurance. 
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Executive summary 
We were engaged by the City of Richmond Hill (the “City”) on September 12, 2019 to complete a 
review of its non-personnel operating budget (the “Review”). The Review was funded under the 
Province of Ontario’s Audit and Accountability Fund.  
 
The City’s objective for the Review was to establish opportunities to achieve up to a 4% reduction in 
its non-personnel operating costs.  
 
The scope of the Review was the $48m of 2018 actual non-personnel expenditure of five of the City’s 
departments: Community Services (CS), Environment and Infrastructure Services (EIS), Corporate 
and Financial Services (CFS), Planning and Regulatory Services (PRS) and the Office of the City 
Manager (OCM). Capital spending, revenues, personnel expenditures and Corporate Accounts and the 
Library were not in scope.  
 
Work began on September 12 and ran for 10 weeks with this final report being completed on 
November 14, 2019:  
 

• We reviewed the actual spending (from 2016 to 2018) and budgets (from 2017 to 2019) for 
each department and division to help identify what we should examine in detail. We also set a 
materiality threshold of $1m for service areas and $100k for non-personnel spending to help 
us focus on the higher spending organization units and spending types.  

• We completed more than 55 interviews and working sessions that covered the 56 material 
service areas to help us understand how non-personnel operating monies are spent, confirm 
initial and identify additional opportunities for consideration.  

• We met with the Mayor on September 23 and the Budget Committee of the Whole (BCW) 
Chair and Vice-Chair on October 2.  

• Since most non-personnel costs are incurred through purchases made by the City we also 
investigated the City’s purchasing and contracting processes. We reviewed 32 contracts of 
over $200k in notional operating value (and their terms) to identify opportunities to improve 
the overall procurement and contract management process.  

• We established approximately 50 initial cost reduction opportunities and eight common 
themes that, if implemented, may help the City achieve savings and improve control. 

• Between October 7 and 28 we refined the opportunities during 35 follow up discussions with 
the Commissioners, Directors and managers, including two presentations to the Executive 
Leadership Team (ELT).  

 
Thirty-four cost reduction opportunities were validated and have therefore been included in this report 
along with six themes for the City’s consideration.  
 
Baseline, trending and City activity in response 
 
Total City non-personnel spending was $48m in 2018. It increased by 11% between 2016 and 2018, 
largely as a result of: 
 

• Inflationary pressures on services and materials procured (for example fuel and water costs). 
• City growth, both population served and the square footage of City properties on the asset 

base, which has driven maintenance costs (for example building repair and security contract 
costs for City facilities).  

 
During the 2016-2018 period: 

• The Consumer Price Index (CPI) for Toronto, which is a broad indicator of likely cost pressure, 
increased by 4%. The Richmond Hill municipal CPI is typically 0.5 – 1.5% greater than the 
CPI for the city of Toronto.  

• The estimated population growth for Richmond Hill was 4.5%.  
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Community Services and Environment and Infrastructure Services were responsible for approximately 
52% ($25m) and 26% ($12m) of the 2018 non-personnel baseline spending respectively. 
 
A number of City initiatives have been undertaken that have helped to limit non-personnel spending 
growth. These include energy saving programs to help manage hydro and gas usage (e.g. use of LED 
streetlights) and a fleet optimization study conducted in early 2018.  
 
Recommendations for improving control 
 
There are six changes that the City may wish to consider: 
 

1. More clearly costing and measuring the services provided by the City to its citizens. 
Specifying, thoroughly evaluating and costing the services provided can help to identify 
opportunities to bring service levels either up or down, where they are adrift of standards, to 
consider how and how well the City should provide non-mandatory services or those services 
that do not carry legislative or regulatory obligations. This could be delivered without moving 
to a full service based budgeting approach, although properly allocating costs to services 
would require considerable time and effort given that current budgets are not allocated to 
services or are often not managed on a devolved basis. The implementation of the new 
enterprise resource planning (ERP) system, SAP, will help the City to allocate and analyze its 
costs more effectively.   
  

2. Devolving budgets, increasing accountability and realigning incentives. Many cost types and 
budgets are held centrally either by the City or a department or division. The consumers of 
these costs therefore have little incentive, if any, to manage the costs associated with them. 
Devolving budgeting and accountability for the spend to those responsible for consumption 
may help to improve control and reduce costs provided that the appropriate reporting and 
controls are put in place to encourage closer control.  

 
3. Applying business cases and benefits realization. Extending the use of business cases, 

particularly the financial case, to change projects would help the City to select and execute the 
most attractive projects more easily, and improve accountability for execution and benefits 
realization. Establishing the concept of benefits realization would help senior leaders to corral 
and dispose of the benefits of change projects as they see fit and help to avoid significant 
benefits simply being absorbed back into the business.  

 
4. Developing employee scheduling processes. Scheduling staff as effectively as possible, 

especially when the workforce is mobile, such as the bylaw and parking officers on patrol, 
would help to reduce overtime and mileage expenses. The current manual scheduling practices 
in place hinders its ability to allocate and manage resources efficiently.  

 
5. Furthering cross municipality cooperation. Currently, the City collaborates well with other 

municipalities on aspects such as the purchasing of computers, salt and fuel. The City may 
wish to consider extending its collaborative efforts to other aspects of its operation to help 
drive additional economies on non-people and other costs. Other collaborations to consider 
include group insurance plans, internal audit and website design. The Chief Administrative 
Officers’ meetings for York Region could help to facilitate discussions on greater collaboration.  
 

6. Expanding the Lean initiative. The Lean improvement approach has been well proven and 
effective to improve efficiency and reduce costs in other municipalities’ efforts. The City is still 
in the early stages of its Lean development with a central focus on training practitioners in the 
divisions to white and green belt standard. The City may now wish to consider evaluating how 
Lean might be applied to its services and processes that consume material amount of costs 
and resources, in an effort to accelerate the delivery of significant tangible benefits and help to 
mitigate the risk of potential increases in operating costs. Additional Lean resources, such as 
black belts, and hence an increased budget would be required.   
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Recommendations for reducing non-personnel costs 
The opportunities summarized in this report comprise 34 opportunities by department, as well as the 
city wide opportunities on procurement, vendor and contract management practice. The total potential 
cost reduction is between $1.72m - 3.77m, which is 3.6-7.8% of total non-personal spend in 2018, 
which equates to 1.1-2.4% of the total in-scope operating budget of $151m. 
 
In order to achieve the savings, the opportunities identified will need to be added to the City’s current 
strategic and other priorities and built into its budget. The implementation activities will also need to 
be sequenced with implementation resources carefully considered. Taking the above into consideration 
and given the likely time and effort required to implement the opportunities and improve control, the 
potential savings could be realized during the next three years.  
 
Appendix C details all cost opportunities below $50k; the top 12 opportunities with material financial 
impact have been discussed below.  
 
There are 12 opportunities, each with a potential impact of >$50k. Together they account for the 
majority ($1.0m - 2.0m) of the total cost potential identified. These opportunities are: 

1. Better match the quantity of salt purchased with City demand ($100k - 200k) 
2. Match fire dispatching service fees to the cost of providing the service ($100k - 200k) 
3. Modify the use of City properties ($100k - 200k) 
4. Implement energy saving projects ($200k - 400k) 
5. Implement monitoring and analysis on water consumption ($50k - 100k) 
6. Identify, consolidate and remove redundant hardware and software ($100k - 200k) 
7. Reduce document printing ($50k - 100k) 
8. Implement a corporate policy for cell and desk phones ($50k - 100k) 
9. Move discretionary advertising and notices posted in newspapers to digital channels ($50k - 

100k) 
10. Move the City on to the Region of York data communications contract ($50k - 100k) 
11. Better match cost recovery for complex planning applications to the cost of service provision 

($100k - 200k) 
12. Review the effectiveness and efficiency of events and projects ($50k - 100k) 

 
Each of the recommendations for improving control and the twelve opportunities are presented in 
roadmap form in the Roadmap section of this report at page 30.  
 
Recommendations on procurement, vendor and contract management 
We estimated a potential reduction of approximately $0.6m - 1.07m may be achieved through: 
 

1. Minor purchases less than $10k. Our analysis confirms that there is limited visibility of the 
purchases made under both the P cards and simple low value purchase order channels. A 
thorough review of what is purchased may reveal opportunities to reduce spending overall and 
to drive better rates for commonly purchased items by consolidating the purchases to fewer 
vendors and negotiating better rates with vendors with significant spends. A target reduction 
of 10-15% would be a reasonable working goal ($230k - 340k).  

 
2. Purchases between $10k - 50k. We note that it can be difficult for departments to meet 

demand for procurements while complying with the procurement process as it currently 
operates. This is because the process cannot always complete a contested procurement 
quickly enough to meet each department’s need and the service specification. This means that 
it is likely that in these situations the City may be paying higher rates and fees for the 
contracted services than it would had they been formally contested. It may be possible to 
drive better contractual terms to help realize conservative cost savings of between 2 - 3% in 
this channel by either improving the process (for example using Lean techniques) or training 
departmental staff to execute it while complying with the policies and procedures in place. 
Focusing on Public Works Operations contracts alone might help realize $30k to $40k as a 
significant proportion of these contracts may have the potential to be awarded at more 
competitive rates.  
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3. Purchases over $50k. To help us understand the balance of purchases over $50k ($37.4m) 
we briefly reviewed all FY18 operating contracts above $200k in value; 32 contracts with 29 
vendors. The face value of the contracts was $15.6m with a spending of 40% on materials and 
60% on services. As a result of the assessment, we were able to confirm that: 

a. The City does not consistently specify how vendors should perform, or track and 
manage their contractual delivery to help ensure performance compliance (using 
spend, quality and timeliness KPIs for example).  

b. None of the contracts reviewed included consistent and clear terms on either rebate or 
discount or early payment terms.  

c. Many contracts are stored in hard copy locally and are therefore difficult to retrieve 
and analyze when needed. 

 
The City may wish to consider treating its operating contracts in a similar fashion to its Capital 
contracts to help address points 1 and 2 above, where these principles are generally well 
established: 

a. Negotiating discounts and rebates: our estimate of the potential saving is between 
$265k - 540k.  

b. Establishing early payment terms: our estimated saving here is between $75k - 150k. 
  

Training the staff involved in the procurement process will help to ensure that the changes and 
decisions made are held as modified contracts are established and executed.  

 
As SAP is implemented, contracts should be linked to each vendor, with vendor performance tracked 
in aggregate using KPIs linked to stronger performance clauses, rebates and discounts, as 
appropriate. If vendor spending can be viewed in aggregate it would then be possible to consider 
requesting vendors to offer additional favourable terms and discounts where City spending is 
increasing significantly for the vendor.   
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Project objectives, principles and 
scope 
In September 2019 we were engaged by the City to complete a review of its non-personnel operating 
budget. The Review was funded under the Province of Ontario’s Audit and Accountability Fund. The 
Ontario provincial government established the Audit and Accountability Fund in May 2019 to provide 
funding to support large urban municipalities in conducting independent reviews of their programs and 
services.  
 
The City’s objective in undertaking the Review was to establish opportunities to achieve up to a 4% 
reduction in its non-personnel operating costs.  
 
 
Project principles 
The Review was guided by the following principles:  

• Cuts to services were not in scope. This means that opportunities to reduce non-personnel 
costs could not be developed simply by cutting the services available to citizens. Instead the 
cost savings were to be established generally by seeking ways to improve the economy, 
efficiency and effectiveness of the services provided.  

• The City was to be an active participant in developing the opportunities for change. This was 
to help us confirm improvement opportunities quickly and efficiently and to gain the City’s 
agreement on and commitment to their veracity and implementation.  

• The opportunities were to be sustainable in the long-term. 
• The opportunities were to be based on leading and proven practices elsewhere and our 

experience working with municipalities and other comparable organizations.  
• The Review was to build on studies, reports, analysis and ideas already established by the City 

so that it summarized each and all of the initiatives that the City should consider for reducing 
its non-personnel costs. 

 
 
Scope 
The scope of the review was the non-personnel expenditure of the City’s departments listed below:  

• Community Services (CS)  
• Environment and Infrastructure Services (EIS) 
• Corporate and Financial Services (CFS) 
• Office of the City Manager (OCM) 
• Planning and Regulatory Services (PRS) 

 
The non-personnel expenditures reviewed were the 2016 to 2018 actual operating spends and the 
2019 drafted operating budget. 
 
Capital spending, revenues, and personnel expenditures were not in scope. Further, Corporate 
Accounts and Library were also not in scope. This was because Corporate Accounts does not deliver 
services and its budget primarily includes the consolidation of corporate-wide entries and flow through 
grants. The Library budget includes costs for operating the City’s library system and was also excluded 
from the scope by the City.  
 
Although not within the scope of the Review, we have made a number of observations related to 
revenue enhancement, personnel costs, and broader operational improvements that we have included 
in the Opportunities and recommendations section of this report for the City’s consideration, should it 
wish to retain them for future reference.  
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Deliverables due 
There were four deliverables due from our work: 

1. A project work plan for agreement with City staff. This was presented under separate cover in 
draft at the project launch meeting and agreed on with City staff.  

2. A draft report for review by City staff. This was provided to City staff on November 11 and 
comments and updates made to prepare this final report.  

3. A final report, which is this document.  
4. Presentation material for communicating the report to the Executive Leadership Team (ELT). 

Presentation material for the Budget Committee of the Whole (BCW) is distributed separately 
from this report. 

 
 
How to read this report 
The report is Deliverable 3 as per above, due under the Agreement between The Corporation of The 
City of Richmond Hill and Deloitte LLP dated September 12, 2019. It contains the results of the non-
personnel budget review conducted between September 12 and November 14, 2019.  
 
This section, Project objectives, principles and scope, confirms the background to the work and provides 
an overview of the methodology and approach applied, the project timeline and its key milestones.  
 
The Baseline, trending and City activity section provides an analysis of the baseline (i.e. 2018 actual 
non-personnel spending) and the year over year spending trends. It shows spending trends for the 
City overall and comments on personnel and non-personnel spending. It then lays out an analysis of 
the key non-personnel cost items within each of the City’s departments and their spending trends.  
 
The Opportunities and recommendations section comprises four sub-sections that summarize our key 
findings, opportunities for improvement and recommendations for change: 

• The first sub-section discusses broad themes for improving management and control over 
non-personnel spending in the City.  

• The second sub-section outlines each opportunity that has a potential annual saving of over 
$50k. The opportunity rationale, risk, complexity, potential implementation timeframe and 
potential cost saving ranges are also provided.  

• The third sub-section describes opportunities related to procurement policies and procedures 
as well as vendor and contract management. The impact of these opportunities is difficult to 
allocate to each department and so they are summarized separately here and not allocated to 
departments.  

• The last sub-section summarizes our observations on items that were not within our direct 
scope but may nevertheless be of interest to the City.  

 
The Roadmap section of the report provides a view, in outline, of how the opportunities might be 
sequenced for consideration and implementation, albeit without considering at this stage how they 
might rank, align with and be ultimately sequenced alongside other important City initiatives and 
ongoing activities.  
 
The Appendices section provides additional detail on the work undertaken, key stakeholders involved, 
the detailed project timeline and the remaining list of non-personnel cost saving opportunities not 
documented in the Opportunities and recommendations section of the report.  
 
 
Methodology, approach and timeline 
A five phase approach was used to conduct the Review. Work began on September 12 and ran for 10 
weeks with the final report completed on November 14, 2019.  
 
Phase one – Project launch 
Week of September 12  
A launch meeting was held at which the project approach, principles, draft work plan (Deliverable 1), 
scope, baseline (2018 actual non-personnel spending) and schedule were presented to City staff. The 
work plan was accepted by the City post the launch meeting. 
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Phase two – Review baseline and financial trends and prepare for meetings and workshops 
September 16 – October 6 
We reviewed the actual spending from 2016 to 2018, and budgets from 2017 to 2019 for each 
department and division, and also categorized divisions and sub divisions into service areas, which 
allowed us to assess the efficiency and effectiveness of each service delivered by the City. In most 
cases a service area is comprised of a single division, however in some cases, a service area is 
comprised of one or more sub divisions.  
 
We also set a materiality threshold of $1m for service areas and $100k for non-personnel spending 
within service areas. We examined services areas and spend items that were above the thresholds 
since they were more likely to offer material opportunities for reduction in spending. We then 
incorporated the above along with our initial thoughts on leading practices, our service delivery 
assessment framework and initial thoughts on opportunities into 23 discussion guides for the 
interviews and working sessions that we ran in Phase three.  
 
Phase three – Confirm spending trends, confirm initial and identify additional opportunities 
September 23 – October 6 
We completed more than 24 interviews and working sessions in this phase, which covered the 56 
service areas within the five City in-scope departments, which accounts for 93% of the in-scope non-
personnel spending in 2018.  
 
The aim of these meetings was to help us understand in more detail how non-personnel operating 
monies are spent, confirm initial and identify additional opportunities for consideration. The meetings 
began by reviewing the financial analysis prepared including a discussion on the baseline and the 
recent spending trends. We then discussed each operation, any operational issues and the non-
personnel spending items. From there, several types of opportunities were reviewed and identified, 
including opportunities for alternative service delivery, re-engineering and improved cost recovery.  
 
We met with the Mayor on September 23 and the Budget Committee of the Whole Chair and Vice-
Chair on October 2. 
 
The City has a number of continuous improvement initiatives underway, including core service reviews 
conducted by the Strategy, Innovation and Engagement Division, which have identified opportunities 
for operational improvement and cost saving. This Review has been informed by these initiatives. As 
such, opportunities that have already been identified have been incorporated into its analysis and 
findings. Therefore, what might be executed by the City to reduce non-personnel cost is now 
described in a common language in this report.  
 
Most non-personnel costs are incurred through purchases made by the City. As such we also 
investigated the purchasing and contracting processes of the City. We reviewed contracts over $200k 
in notional operating value (and their terms) to identify opportunities to improve the overall 
procurement and contract management process of the City.  
 
Approximately 50 initial cost reduction opportunities were identified through the first round of 
interviews. We also identified several common themes that may help the City achieve additional 
savings and improve its performance overall. 
 
Phase four – Validate and quantify opportunities 
October 7 - October 28  
Here we completed an in depth analysis of each of the opportunities that included confirming its 
rationale, associated implementation risk and complexity and its potential cost saving. We had more 
than 35 follow up discussions with directors and managers through in person meetings, phone calls 
and email exchanges to collect additional information and complete validations.  
 
We also held validation meetings with key stakeholders, including each commissioner, to further 
validate the opportunities and obtain any remaining information to help qualify and shape each 
opportunity.  
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On October 11 we met with the Executive Leadership Team to provide a summary of work completed 
to date, discuss financial trends and baseline, discuss the themes and outline a plan for analyzing the 
City’s procurement process, contract management and contracts.  
 
We met with the Executive Leadership Team again on October 28 to finalize the validation of the 
opportunities and to provide findings from the procurement and contract management analysis. 
 
We validated 34 cost reduction opportunities, which have been included in this report. They comprise 
new opportunities and those already known, to some degree or another, to the City. We considered 
how the known opportunities might be developed and expanded to drive further cost savings.  
 
Phase five - Prepare recommendations and draft report and remaining deliverables  
October 21 – November 14 
The final phase included meeting with the City to help finalize our deliverables. Our draft report was 
presented to the Executive Leadership Team on November 14, in part to seek alignment on the 
roadmap. A separate meeting with the Budget Committee of the Whole (BCW) has been scheduled for 
November 26. 
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Baseline, trending, and City activity 
The 2018 actual operating spending was set as the baseline for the work because it was the most 
recent full year of spending actually incurred by the City1.  
 
When completing line-by-line reviews of expenditures it is instructive to consider the trending of the 
spend over time. For this reason we also considered the actual spending in 2016 and 2017 and the 
2019 budget.  
 
We incorporated the data described above into our analytical tool by department, division and by 
service area2. This allowed us to identify year over year trends for each department, division, and 
service area. 
 
Below we present a summary of City and departmental spending.  
 
 
City year over year spending 
 
 

 
*A represents actual costs for the year whereas B represents budgeted costs for the year 
 

Total City operating spending in 2018 was approximately $151m3. Between 2016 and 2018, total 
spending increased by 14%. Meanwhile, the municipal portion tax rate increase from 2016 to 2018 
was 7%4 (4.25% in 2017 and 2.71% in 2018). Users fees, fines and other revenue category as the 
secondary income source (after taxation) to support City’s operation has increased 4%5 in the same 
period. City’s sources of other minor income include investments, grants and donations and 
contribution from reserves, etc.  
 

                                                
1 All figures presented are approximations based on data provided by City management. 
2 Service areas are normally comprised of a single division, however in some cases, a service area is comprised of 
one or more sub divisions. 
3 This total does not include out of scope areas - Corporate Accounts and Library. 
4 Municipal portion tax rate growth rate in 2017 and 2018 are provided by City management. 
5 City revenue includes user fees, fines and other revenue such as rental income and recoveries. 

City Personnel vs. Non-personnel Spending Year over Year Trend 
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Total spending on personnel was $103m in 2018; it grew by 15% between 2016 and 2018, in part due 
to the actions taken under a City-wide compensation review in 2017. The compensation review aimed 
to help the City remain a competitive employer, to help it attract and retain qualified staff City to 
achieve its strategic goals. It sought to help bring the City’s job evaluation system and salary 
structures up to date (the last review was conducted in 2000). The increase in personnel spending 
reflected the movement of positions, changes to pay scales and the impact of the new positions 
added. It should be noted that in 2018 actual personnel spending was lower than budgeted because 
several divisions were unable to fill vacant positions as a result of market conditions. As these 
positions have been filled during 2019, and as a result of bringing some work back into the City (for 
example the hiring of mechanics in fleet services) and the offering of new services such as windrow 
clearance, spending is expected to grow by 8% to almost $111m as per the 2019 budget from 2018 
actuals.  
 
Total City non-personnel spending was $48m in 2018. Non-personnel spending increased by 11% 
between 2016 and 2018. The increase was in part a result of: 

• Inflationary pressures on services and materials procured (for example fuel and other supply 
costs).  

• City growth, both population served and the square footage of City properties on the asset 
base, which has driven maintenance costs (for example building repair and security contract 
costs for City facilities).  

 
During the 2016-2018 period: 

• The Consumer Price Index (CPI) for Toronto, which is a broad indicator of likely cost pressure, 
increased by 4%1. The Richmond Hill municipal CPI is typically 0.5 – 1.5% greater than the 
CPI for the Toronto.  

• The estimated population growth for Richmond Hill was 4.5%2.  
 
The City conducts socio-economic studies to understand its citizen’s demographic profile and its 
economic characteristics. They are used as guidance to allocate resources, plan the services to be 
provided and infrastructure to be prioritized for repair and maintenance. 
 
A number of City initiatives have been undertaken that have helped to limit non-personnel spending 
growth. These include energy saving programs to help manage hydro and gas usage (e.g. use of LED 
streetlights) and a fleet optimization study conducted in early 2018.  
 
  

                                                
1 Year over year Consumer Price Index (CPI) data is provided by City management. The CPI for the City of Toronto 
has been used by the City management as an indicator for the economic environment. 
2 The latest census in 2016 recorded 195,022 as the actual population for the City. Estimation is generated by York 
Region’s Long Term Planning in between census years; the estimated population for the City for 2018 is 203,848.  
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Departmental year over year spending 
 
 
 

 
 
Community Services  
The department delivers the integrated front line services required to provide for an active, attractive, 
safe and connected community.  
 
Total spending increased by 13% from 2016 to 2018.  
 
Personnel costs increased by 14% for the period 2016 - 2018. The increase was largely driven by the 
Recreation and Culture and Public Works Operations divisions. Some of the higher growth service 
areas within these divisions included Aquatic & Fitness to help meet growing programming needs, 
Facility Operations to help perform non-technical maintenance and repair activities in house, and Park 
Operations & Waste Management as a result of additional park development.  
 
Non-personnel costs increased by 10% between 2016 to 2018. In the Recreation and Culture Division, 
contract and service costs increased by 34%. This was largely driven by the annual maintenance costs 
related to the implementation of the ActiveNet system that facilitates program registration and 
payment processing. In the Public Works Operations Division, contract and service costs increased by 
14%, which mainly comprised a $0.5m increase in park and forestry contracts as a result of additional 
park development. Materials and supplies spending decreased by 1% in part due to the installation of 
LED streetlights, which significantly reduced hydro costs.  
 
Environment and Infrastructure Services  
The department is focused on long-term corporate asset management planning, the delivery of major 
capital projects related to linear assets, parks and facilities, as well as environment services.  
 
Total spending increased by 8% between 2016 and 2018.  
 
From 2016 to 2018, personnel costs increased by 11%. The increase was primarily driven by growth 
in the Corporate Asset Management & Environment Services Division, which is a new division 
developed to support the Provincial legislation and commitment to develop an asset management plan 
that will support long-term planning for the sustainable management of infrastructure. 

City Departmental Spending Year over Year Trend 
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Non-personnel costs increased by 6% between 2016 to 2018. Materials and supplies spending 
increased by 4%, which is consistent with expected inflationary pressures. Increases in water and gas 
costs were offset by an almost $0.3m reduction in hydro spending due to energy saving initiatives (for 
example improving awareness of the costs at facilities through monthly reporting). Contracts and 
services spending increased by 40%. This was largely a result of investment in the expansion of 
energy saving measures and the capitalization of resource funding provided by Alectra. In addition, 
the increase was partially driven by the transfer of spending on the Community Stewardship Program 
from capital budget to operating budget within Corporate Asset Management & Environment Services.  
 
Corporate and Financial Services 
The department is responsible for providing direction, policy advice and leadership through the 
Financial Services, Human Resources, Information Technology, and Office of the Clerk divisions.  
 
Total spending increased by 20% between 2016 and 2018.  
 
Personnel costs increased by 14% from 2016 to 2018. The three divisions with the largest personnel 
spending growth rates were Human Resources (29%), Office of the City Clerk (25%), and Information 
Technology (16%). The City wide compensation review was a major contributing factor. The SAP 
implementation and broader digital transformation of the City are primarily driven by this department 
and so this naturally led to additional employees being hired to drive it.  
 
Non-personnel costs increased by 34% between 2016 and 2018. Contracts and services spending 
increased by 55% however this increase is skewed by the 2018 election. The City typically places 
$200k into a reserve fund each year and in an election year $800k is released to cover costs for the 
facilitation of the election. The SAP implementation and broader digital transformation have also 
increased hardware and software maintenance costs by $0.8m. Materials and supplies spending was 
almost held flat increasing by only 1% between 2016 and 2018.  
 
Office of the City Manager 
The department provides corporate leadership and the overall management of the City’s departments. 
The City Manager reviews and approves all recommendations made to Council and Committees of 
Council, and leads the corporate strategic planning process. The City Manager acts as department 
head for the Legal Services Division and Strategy, Innovation and Engagement Division which includes 
Communication Services, Economic Innovation and the city’s contact centre, Access Richmond Hill.  
 
Total spending increased by 13% between 2016 and 2018.  
 
From 2016 to 2018 personnel costs grew by 20%. This change was largely due to the City growing the 
Strategy, Innovation and Engagement (39%) Division in an effort to drive continuous improvement, as 
well as the expansion of the Risk and Insurance team in Legal Services (26%) Division.  
 
Non-personnel costs decreased by 3% primarily due to decreases in non-personnel costs in the Legal 
Services Division and Communication Services. Within Legal Services the decrease was a result of 
lower external legal costs as additional work was managed in house.  
 
Planning and Regulatory Services  
The department is responsible for planning, policy development, implementation and the ongoing 
monitoring of the progress and realization of the vision for the physical (land use) future of the City. 
Its responsibility also includes enforcement of the building code. 
 
Total spending increased by 22% from 2016 to 2018.  
 
From 2016 to 2018, personnel costs grew by 24%. This growth was largely driven by increases in the 
Development Engineering (67%) and Development Planning (42%) divisions as a result of hiring to 
manage increasingly complex and a greater number of applications. These costs are largely expected 
to be offset eventually by user fees charged for the review and processing of applications.  
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Non-personnel costs increased by 11% from 2016 to 2018, but comprised only about 8% of total 
division spending. One of the largest increases was conferences attended and training for employees 
driven by the hiring of new employees.  
 
 
Baseline non-personnel spending by department 
 

 
 
 
Total non-personnel spending for the City in 2018, was approximately $48m which was 32% of the 
total 2018 actual operating spending.  
 
Community Services  
The department was responsible for 52% ($25m) of total City baseline non-personnel spending.  
 
There were a number of high value contracts managed by the department, primarily within the Public 
Works Operations Division. Some of these contracts were for recycling collection ($4.3m), winter 
maintenance ($2.5m), refuse collection ($1.3m), park maintenance ($0.6M), forestry ($0.6m), road 
maintenance ($0.5m), vehicle maintenance ($0.4m), and sidewalk maintenance ($0.3m).  
 
High value contracts in other divisions within Community Services covered animal services ($0.6m), 
recreation and culture software ($0.5m), janitorial ($0.4m), fire dispatching software ($0.3m), and 
cleaning chemicals ($0.2m).  
 
Materials and supplies spending primarily comprised purchases of salt ($1m), park and sports field 
materials ($0.6m), fuel ($0.6m), vehicle maintenance supplies ($0.5m), water ($0.4m), and hydro 
($0.2m). 
 
Environment and Infrastructure Services 
The department was responsible for approximately 26% ($12m) of the 2018 non-personnel baseline 
spending.  
 
Non-personnel spending was largely attributable to the Facility Design, Construction and Maintenance 
Services Division, which accounted for almost $11m. The costs, which were largely materials and 
supplies, included hydro ($3.7m), HVAC ($1m), gas ($0.9m), water ($0.8m), and supplies used for 
maintenance and repairs ($0.8m).  
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Corporate and Financial Services 
The department was responsible for approximately 15% ($7m) of total baseline non-personnel 
spending. 
 
Contracts and services spending was largely incurred in Information Technology Division ($1.2m) for 
services including data communications, cellular phones and telephones. Contracts and services for 
other divisions including the Office of the City Clerk, Human Resources, and Financial Services mainly 
made up of consulting contracts ($1.4m).  
 
The $1.2m spending in materials and supplies was mainly driven by the cost of City-wide postage, 
Corporate HR training and other miscellaneous spending.  
 
The $2.8m in Other Expenditures mainly comprised $2.5m in operating hardware and software costs. 
This included operating costs for systems such as SAP and Salesforce. 
 
Office of the City Manager 
The department made up approximately 3% ($3m) of total 2018 non-personnel spending. 
 
More than half of the $1.5m in contracts and services spending was made up of the City’s insurance 
contract. External consulting costs, incurred by the Legal Services and Strategy, Innovation and 
Engagement Divisions, also accounted for $0.3m of contracts and services spending.  
 
The $0.4m in other expenditures was primarily made up of adjuster fees and legal fees incurred by the 
Risk & Insurance team within the Legal Services Division. 
 
Planning and Regulatory Services 
The department was responsible for approximately 2% ($1m) of total 2018 non-personnel spending.  
 
Within the department only 8% of costs were non-personnel related. Major non-personnel costs 
included conferences attendance costs and training expenses, and external consulting incurred by the 
Policy Planning, Development Engineering and Building Permits/Inspections divisions, and mileage 
paid to the employees.  
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Opportunities and recommendations 

Below we describe the opportunities that we have shared with the City’s leadership team: 
 

• The first section – Improving control - summarizes our thoughts on six changes that the City 
may wish to consider, that if taken, could improve control over non-personnel spending 
amongst others.  

• The second section – Overview of opportunities on specific spending items – details the 
opportunities established that may reduce non-personnel spending. Twelve are described. 
Each is likely to reduce costs/improve cost recovery by >$50k per annum. Twenty two other 
lower value opportunities are summarized at Appendix C.  

• The third section – Procurement, vendor and contract management - details specific 
recommendations on procurement, vendor management and contract management that may 
reduce non-personnel spending.  

• The final section – Other observations – summarizes observations noted throughout the 
project that are not directly within scope, but may be useful considerations for the City. 

 
 
Improving control 
There are six changes that the City may wish to consider.  
 
More clearly costing and measuring the services provided by the City to its citizens 
Currently, there is no comprehensive list of services that allows the City to articulate the services 
provided to citizens. It is also not clear what the service levels provided should be, why they are 
provided, how they are set, and whether they are above, at or below the standard for each service. 
Services are not benchmarked frequently and there are few Key Performance Indicators (KPIs) in 
place that measure what the citizens value, the outputs of the services, and each service’s economy 
and efficiency.  
 
Developing a clear understanding of all the points above is often critical in managing service 
expectations and delivery costs. The City may wish to consider thoroughly evaluating the services 
provided and the cost of providing each service to help identify opportunities to bring service levels 
either up or down, where they are adrift of standards. In addition, the City may consider how and how 
well it should provide non-mandatory services or those services that do not carry legislative or 
regulatory obligations. This could be delivered without moving to a full service based budgeting 
approach, although properly allocating costs to services on a case by case basis would still require 
considerable time and effort given that current budgets are not allocated to services or often not 
managed on a devolved basis. The implementation of the new enterprise resource planning (ERP) 
system, SAP, will enable the City to allocate and analyze its costs more effectively.   
 
Devolving budgets, increasing accountability and realigning incentives 
Many cost types and budgets are held centrally either by the City or a department or division. 
Examples include: cell phones, printing and utilities. The consumers of these costs therefore have little 
incentive, if any, to manage the costs associated with them. Devolving budget to those responsible for 
consumption may help to improve control and reduce costs, provided that the appropriate reporting 
and controls are put in place to encourage closer control.  
 
The City may wish to consider implementing these arrangements especially where reporting on 
consumption is already available, for example for printing. In other cases it may be prudent to factor 
these considerations into the implementation of SAP so that the changes can be made as SAP comes 
online for budgeting and reporting.  
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Applying business cases and benefits realization 
There are good examples of the use of business cases. The implementation of SAP is one of the many 
examples where a strong business case was built for the project which derived significant benefit for 
the City. It would be good practice however to extend the use of business cases, particularly the 
financial case, to other change projects. This would help the City to identify and select the projects 
based on analysis of cost versus benefit, and improve accountability for execution and benefits 
realization.  
 
On a second note, the concept of benefits realization is not well established in the City. It is important 
that somewhere there be a register of all benefits from change projects so that organizational memory 
extends beyond the duration of each change project. By allocating and investing to acquire the related 
skills and talent for this, it allows the senior leaders to corral and allocate of the benefits as they see 
fit. Without a conscious decision being taken there is a risk that significant benefits are absorbed back 
into the business and they may not be clearly directed either as cost reductions or allocated to a new 
purpose, which may result in them being lost and not effectively repurposed to a useful and high 
priority end.  
 
Developing employee scheduling processes 
Scheduling staff as effectively as possible, especially when the workforce is mobile, such as the bylaw 
and parking officers on patrol, would help to reduce overtime and mileage expenses. The current 
manual scheduling practices in place hinders the City’s ability to allocate and manage resources 
efficiently.  
 
The City may wish to consider installing the capability to track and monitor real-time data on time and 
attendance, overtime and related non-people costs such as mileage.  
 
Furthering cross municipality cooperation 
Currently, the City collaborates well with other municipalities on aspects such as the purchasing of 
computers, salt, and materials and supplies.  
 
The City may wish to consider extending its collaborative efforts to other aspects of its operation to 
help drive additional economies on non-people and other costs. For example, IT’s current spending on 
minor hardware and software is approximately $300k in annual costs, with little procurement 
completed through bulk agreements. The team however has bi-annual meetings with directors of 
other municipalities, providing a good forum to discuss collaboration and bulk purchasing of such 
minor items. Other collaborations to consider include group insurance plans, internal audit practice 
and website design. The Chief Administrative Officers’ meetings for York Region could help to facilitate 
discussions on greater collaboration.  
 
Expanding the Lean initiative 
The Lean improvement approach has been well proven and effective to improve efficiency and reduce 
costs in other municipalities’ efforts. The City is still in the early stages of its Lean development with a 
central focus on training practitioners in the divisions to white and green belt standard with the 
purpose of improving employee engagement and challenging processes.  
 
The City may now wish to consider evaluating how Lean might be applied to its services and processes 
that consume material amount of costs and resources, in an effort to accelerate the delivery of 
significant tangible benefits and help to mitigate the risk of potential increases in operating costs.  
Additional Lean resources, such as black belts, and hence an increased budget would be required. 
Another consideration could be those services and processes with less than desirable customer 
satisfaction ratings. Established practice is to build a balanced “heat map” that supports the 
commissioners in targeting where to deploy the Lean resources to benefit the organization, and then 
executing the work against outline business cases. 
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Overview of opportunities on specific spending items 
The opportunities summarized in this report comprise 34 opportunities by department, as well as the 
City-wide opportunity on procurement, vendor and contract management practices. The aggregate 
opportunity is estimated at $1.72m-3.77m1 which was 3.6-7.8% of total non-personnel spending in 
2018, which equates to 1.1-2.4% of the total in scope operating budget of $151m. 
 
In order to achieve the savings, the opportunities identified will need to be added to the City’s current 
strategic and other priorities and built into its budget. The implementation activities will also need to 
be sequenced with implementation resources carefully considered. Taking the above into consideration 
and given the likely time and effort required to implement the opportunities and improve control, the 
potential savings could be realized during the next three years. 
 

 
 
The table below summarizes the number and potential impact of the opportunities by department. 
Each opportunity has been characterized by the risk and complexity associated with its 
implementation (i.e. Low, Moderate, High), as well as the timeframe for the City to implement and 
realize part of or the full benefit (i.e. short-term, less than 6 months; medium-term, between 6 and 
12 months; long-term, greater than 12 months).  
 
The risk consideration assesses the degree that the implementation of an opportunity will impact the 
capability of the City to provide services to citizens. Low risk means there is minimum impact to the 
City’s capabilities to provide services to citizens and/or the City is adopting best practice. Moderate 
risk implies there is no significant changes to the current practice but some effort may be required to 
ensure that there is no interruption to the City to provide services to citizens. High risk level means 
there will be a noticeable impact to current operations which may change the City’s capabilities in 
providing services to citizens.  
 
The complexity accounts for the possible involvement of multiple internal/external stakeholders and 
the need for additional resources to implement such opportunities. Low complexity is for the 
opportunities that are easier to implement with minimal or no coordination or roadblocks expected. 
Moderate complexity level means the implementation requires alignment from stakeholders and 
additional resources such as time, effort, and cost is required. High complexity implies that the 
implementation requires alignment from many internal/external stakeholders and significant time, 
effort, or cost must be invested into these opportunities to realize potential benefits 
 
Opportunities are also characterised base on their current status. Some are in the ‘To be planned’ 
state where the opportunities are still ideational with no specific implementation plans developed; the 
‘Planned’ state indicates a formalized implementation plan has been developed, and the ‘Being 
implemented’ state is for opportunities that have a step by step implementation plan and are either in 
progress or soon to be implemented in FY20 and beyond2.  
 
For the list of other non-personnel cost reduction opportunities not included in this section, please 
refer to Appendix C.  

                                                
1 Estimated savings ranges are presented as base or stretched scenarios. 
2 Only opportunities that have not been factored in the 2018 budget (i.e. baseline of this report) have been 
included. 
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Top 12 opportunities of >$50k potential  
In the section below, the 12 opportunities (with a potential impact of >$50k) are described along with 
their potential impact on the total non-personnel costs of the City. These twelve opportunities account 
for the majority ($1.0m - 2.0m) of the total cost potential identified.  
 
Opportunity 1 - Better match the quantity of salt purchased with City demand 
 
The City purchases a pre-determined quantity of salt from the same supplier each year under the 
cooperative contract with York region. If too little is ordered, additional salt has to be purchased in-
season usually at a premium price with a risk that delivery of the salt may be delayed. An examination 
of the last five years of salt usage and purchases confirms that the amount procured is usually not 
enough for the season and as such an additional 20-30% of salt typically needs to be purchased in 
year. For the 2018/2019 winter, due to the unexpected weather conditions and supply shortage, the 
City had to purchase this additional amount at almost double the contracted rate.  
 
The City should purchase enough salt for the season. In relation to enhancing procurement practices, 
there are other considerations to enable improved accessibility, management and use of salt. A just-
in-time material flow approach could effectively manage stockpiled salt levels and establish a float 
quantity to help ensure sufficient reserves. From an operational perspective, assessing the optimal 
mix of salt and other materials, tracking and analyzing salt flow rates by plow by snow event and 
assessing current routes and equipment allocated could improve current winter management practices 
and help to reduce the amount of salt used each season. 
 
There is little risk attributable to this opportunity. Excess salt can be stored for use in the following 
year and there is capacity to store it. Any change to the purchase order of the current contract and 
increase to budget need to be approved by Council. 
Taking the above into consideration, the implementation timeframe should be short. Once the change 
order for the contract and increase to budget (based on funds available) have been approved by 
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Council, the contract can be updated for the 2018/2019 winter season. Overall, we estimate the 
opportunity could yield $100k-200k in savings, calculated based on the premium paid for additional 
salt in 2018. 
 
Recommendation 
The City should confirm that the supplier can provide the full quantity of salt required. If not, the City 
may wish to consider alternative arrangements under a new contract.  
 
Opportunity 2 – Match fire dispatching service fees to the cost of providing the service 
 
The City has one of three dispatching centres in the York Region (the other two are run by the City of 
Vaughan and the City of Markham). The City provides dispatching services for itself and five other 
municipalities (Aurora, Newmarket, Georgina, East Gwillimbury, and Stouffville). Only one-third of the 
calls handled by the Richmond Hill-operated centre are related to Richmond Hill yet the City covers 
55% of the costs to operate the centre. There are two approached the City can take actions on 
achieving higher cost recovery.  
 

A. Review fee model: The current fee model agreed on with the Dispatch Advisory Committee 
is based solely on the population of each municipality served. The City increased the fee by 
five cents in 2019 to $2.76 per capita, however the costs recovered still do not cover the costs 
incurred by the City. There is an opportunity to revise the agreement with the Dispatch 
Advisory Committee, specifically regarding the user fees charged. As the agreement comes to 
an end, a new fee model that factors in the number of calls processed for each city could be 
considered. This may provide more reasonable cost recovery. In order to remain cost 
effective, the City should reassess its current operating model and explore alternative 
approaches to achieve a lower cost per capita. Since the City of Vaughan charges lower 
service fees, there is an opportunity for the City to work with the City of Vaughan on achieving 
a reduced unit cost.  
 

B. Amalgamation of dispatching centre: The three dispatching centres in York Region could 
be amalgamated. A new operating model may help the cities to share reduced operating costs 
such as the dispatching system and facility costs across all of the nine York Region 
municipalities. This is currently under review of all Fire Chiefs from Richmond Hill, Markham 
and Vaughan.  
 

There is a risk that user cities may change their service provider if the price for the service increases 
beyond their tolerance. The City of Vaughan provides its dispatching service for a fee of $2.07 per 
capita. If amalgamation were chosen, there are of course the standard merger execution risks. 
Considerable time and effort would be required to develop the new fee model and approval by the 
Dispatch Advisory Committee would also be required. If amalgamation were chosen, a new operating 
model would need to be developed that would require agreement throughout the cities that operate 
the current dispatching centres and the user cities within the Region. 
 
The current agreement expires in 2020 at which point a new cost recovery structure could possibly be 
introduced. Amalgamation with the other two dispatching centers would probably be a longer term 
project. Overall, we estimate that the opportunity could yield $100k-200k in non-personnel cost 
savings, based on a conservative assumption that the City would continue to bear 45% to 50% of the 
costs, as opposed to the 55% covered today.  
 
Recommendation 
The City may wish to consider reviewing the historical call volumes for each municipality served by the 
dispatching centre and establish alternative fee structures that ideally are driven by activity. 
Communication and alignment with other municipalities served would also be important to the success 
of any change. Concurrently, the City should continuously work with the other dispatching centres to 
build the business plan for amalgamation.  
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Opportunity 3 – Assess the use of City properties 
 
The City should review how it uses City-owned properties and identify any surplus real estate that 
could either be repurposed, decommissioned or disposed of. This would reduce non-personnel 
operating costs such as utility costs, and repair and maintenance costs.  
 
There are properties that are underused and may not be wholly effective in providing the support and 
space required to deliver recreation programs. For example, the Brodie House is currently vacant. 
There are properties that are only used for part of the year, such as the Eyer Homestead house which 
is primarily used during summer months (May to August) and only weekly use in other months to 
support ropes course programs and other teen recreation programs. There are also properties, such as 
the residential home at 314 Mill Street and the Sunset Beach Boathouse at Lake Wilcox, that are 
currently exclusively used by community groups. The leases charged to the groups are not sufficient 
to cover the operating and maintenance costs of the properties. There is therefore an opportunity to 
review the model used to determine the lease amounts and modify the lease charges or to assess the 
feasibility of decommissioning or selling the facilities to these groups in order to continuously support 
the community groups and cost-effectively operate City properties.  
 
The City should conduct a full review of its properties to document the current condition and assess 
their use in order to identify properties to divest. There exists opportunities to reduce costs or provide 
more efficient services to citizens through assessing the user fees paid, decommissioning or selling 
assets or repurposing any surplus properties.  
 
Some properties are used occasionally by community groups and others. Changing the use of these 
properties would require relocation of the users, which may carry reputational risk.  
Taking the above into consideration, the implementation timeframe is likely to be medium-term. We 
estimate that this opportunity could yield $100k-200k in savings, based on the current operating costs 
of the underutilized facilities above if they were closed. The opportunity may be greater if a full review 
were to reveal other properties worthy of consideration.  
 
Recommendation 
The City should develop a framework to facilitate the Review as the first step. The City would also 
need to work with the community groups that are currently using the facilities in order to help them 
relocate if that were the result of the Review. An actionable plan for any changes would need to be 
developed with input from several divisions (e.g. Facility Design, Construction and Maintenance, 
Corporate Asset Management & Environmental Services, Recreation and Culture).  
 
Opportunity 4 – Implement energy saving projects 
 
The City implemented 89 capital energy conservation projects between 2014 to 2018, which resulted 
in 4.3m kWh/year in energy savings and approximately $660k/year in cost savings. There are 64 
capital energy conservation opportunities recommended in the 2019 - 2023 Corporate Energy Plan 
along with 9 operational energy conservation projects. If all proposed projects were implemented, the 
total energy saving potential is estimated at $725k/year. (Source: City of Richmond Hill 2019-2023 
Corporate Energy Plan) 
 
Some proposed energy saving projects are subject to constraints. Projects such as providing energy 
efficiency training to facility operators, implementing best practice ranges for water and ice surface 
temperature, and monitoring equipment for operations and electricity consumption have already been 
planned but are yet to be executed. There is an opportunity to continuously re-prioritize projects to 
invest and allocate the required resources to drive energy and cost savings.  
 
Implementing the saving projects would be a joint effort between various divisions across 
departments. For example, the Corporate Energy Team would need to provide training for all the key 
stakeholders (e.g. facility operators and contractors) to help drive change.  
 
Further, consideration of allocating the utility costs to the user departments (e.g. Community 
Services) should be considered to help increase accountability and incentivize the end users to reduce 
consumption.  
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While there may be minor adjustments to water temperature, arena temperatures and so on, there is 
little risk to making many of the changes in the plan. Implementation would require the development 
of business cases to determine the payback and so the attractiveness of any investments.  
 
We estimate that that the opportunity could yield between $200k-400k in savings, although this 
remains to be confirmed. For example, working with Alectra to change the billing arrangement for 
street lighting to base it on actual consumption (as opposed to estimated consumption) may deliver a 
5% reduction of the $1.3m spend in 2018. Implementing the Interior Lighting Retrofit project is 
expected to yield almost $60k in savings. Continued progress on the Facility Re-commissioning project 
is expected to yield over $150k in savings once it is completed. Together just these three initiatives 
might yield almost $300k in savings.  
 
Recommendation 
The Corporate Energy Team should develop a framework to assess all of the proposed projects to 
identify resource gaps, prioritize them and develop specific timelines for the implementation of those 
changes that are to be actioned.  
 
Opportunity 5 – Implement monitoring and analysis on water consumption 
 
Electricity and gas consumption are monitored and analyzed monthly by the City to help ensure 
efficient spending. The Water spending is about $1.2m per annum and has increased approximately 
40% from 2016 to 2018, partially due to price increases. The City may wish to develop a water 
conservation plan to help reduce the current water usage, as well as a water efficiency plan to 
improve the effectiveness of water used (i.e. minimize the water needed to support current 
operation). This may be achieved in a relatively short time frame by beginning to track and monitor 
water consumption and conducting studies/audits of current operations. 
 
Specifically, to understand the current consumption, the City may wish to conduct an Institutional, 
Commercial and Industrial (ICI) Water Audit on the heavy water using facilities of the City, such as 
pools and arenas. The auditor would review the current operations and provide an idea of what the 
water consumption should ideally be. This would then be compared with actual water use and 
spending to understand the potential savings. The auditor could also provide recommendations on how 
to reduce water used by the City. Another initiative the City may wish to take would be to conduct a 
leak detection analysis for the irrigation network of the parks. This activity can help to reduce leakage.  
 
City staff are taking actions on an ad hoc basis to help optimize water consumption, such as building 
water tanks to store the water from splash pads and reuse it for irrigating grass. These useful 
strategies should be documented and incorporated into the City's master plan for water consumption 
and become standard future practice. In addition, once monitoring and analysis is underway, there will 
be sufficient data to discover additional opportunities for investment in capital resources to further 
optimize water consumption, such as installing additional meters where needed and upgrading to 
water efficient equipment like toilet and faucet aerators. 
 
There are examples of other municipalities that have developed best practices for water efficiency. The 
City of Guelph has been pursuing community water efficiency and conservation programs since 1998. 
It has been implementing water saving programs such as the Municipal Facility Upgrades program, 
which upgrades City buildings with water saving infrastructure and conducting pilot and research 
projects within municipal facilities (e.g., rainwater harvesting and wastewater reuse programs).  
 
There is little risk associated with this opportunity. It is good practice to include all major utility 
spending in energy saving initiatives. Complexity is moderate. While water usage could be 
incorporated into existing monthly reporting, initially using data that are already available with relative 
ease, implementing lager programs would require formal business casing and planning.  
 
Reporting on water consumption could be implemented within six months as could the Audit. We 
estimate that the opportunity could yield between $50k-100k in savings, based on an expected 
reduction in water use of 5%.  
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Recommendation 
The City may wish to explore the data currently available for tracking water consumption and begin to 
analyze its use. Any analysis could be incorporated into the utility report that is already shared with 
the facility operators each month. A plan could also be developed for beginning leak detection and 
engaging an ICI auditor.  
 
Opportunity 6 – Identify and consolidate/remove redundant hardware and software 
 
The City is undergoing a digital transformation, having already implemented Salesforce and now 
implementing SAP, amongst other changes. A number of other systems (e.g. EnerGov) are also being 
implemented. There is therefore an opportunity to consolidate/remove software and hardware that will 
be replaced by these new systems. For example, with the implementation of the HR module within 
SAP, the City should be able to fully replace, iCIMs, its third party recruiting software. Another 
example is to consolidate the CRM systems by transitioning the IT service desk system to Salesforce.  
 
In addition, the ERP system will provide the City with capabilities that are currently outsourced to 
contractors. For example, routine training is required by the EMS (Environmental Management 
System) along with certification for City staff in Corporate Asset Management and Environmental 
Services. The training is online, which requires a server to host the content. Currently the Division 
purchases the hosting server externally. These costs could be eliminated when the training module 
within SAP is fully implemented.  
 
The City has a plan/roadmap in place that outlines when certain software contracts and hardware 
could be discontinued based on the current IT change program. As implementation timelines change 
and functionality becomes available, the roadmap should be reviewed and updated. Division directors 
could also be consulted on a regular basis, on the potential for systems and services that have or will 
become redundant to be consolidated/removed or added to the roadmap.  
 
The risk and implementation complexity of these changes are both low. Phase 2 of the SAP 
implementation is underway and will continue into 2020. Additional functionality may be available 
beyond 2020. The timeline for making changes to existing hardware and software is constrained by 
the SAP implementation timeline and the implementation timeline of other systems and programs. We 
estimate that the opportunity could yield $100k-200k in savings, based on the software and hardware 
reduction opportunities that have already been identified but not yet built into business cases and 
budgets.  
 
Recommendation 
The City may wish to confirm that the roadmap has been reviewed to help ensure that all new 
systems (for example EnerGov) are included, and input from all divisional leaders has been captured. 
A document owner could be assigned to help manage benefits realisation. There is also the need to 
review existing licences for all systems to determine if there is under or over consumption as well as 
the need to ensure there is no duplication of systems with the same function. Licences for user 
accounts should all be updated and transferred to the new systems as this digital transformation 
progresses. 
 
Opportunity 7 – Reduce document printing 
 
There are two main types of printing, printed material for internal purposes and printed material for 
resident-facing services.  
 

A. Internal: Printing costs are collected under the Information Technology Division; costs are 
not allocated to divisional budgets. Divisions have little visibility of their printing costs and 
little incentive to reduce their costs.  
 
There is an opportunity to implement already available print reporting capabilities to drive 
awareness of and reduce printing costs. There are three cost saving opportunities: reducing 
colour printing, reducing single sided printing, and steer the culture to become more digital 
and less paper-based. For example, holding documents and files digitally and using the digital 
scanning technology being implemented, is expected to reduce printing costs significantly. 
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Moving to digital retention would also reduce the need for 3rd party storage and retrieval 
costs.  
 
B. External: The City provides hard copies of Recreation Guides and brochures for events and 
performances. Given that much of the information is also available online and citizens are 
increasingly accessing it through the City's website, the number of copies of guides printed 
could be reduced. In addition, there is an opportunity to review the content included in the 
printed materials to determine if any information could be removed. 

 
Implementation may affect some citizens who have limited access to digital platforms. The complexity 
of implementation is low. Standard operating procedures for digital documentation would need to be 
developed and implemented internally. Changes to external guides and brochures and their rationale 
would need to be communicated to citizens along with instructions and guidance on how to access 
information through the website. Sufficient numbers of hard copies would still need to be made 
available to accommodate citizens who have limited access to digital media. The methods of 
distribution may need to be adjusted since fewer copies would be printed and distributed. In addition, 
the impact to revenues collected through advertising and current commitment made to advertisers 
need to be assessed and changes needs to be communicated to these external stakeholders.  
 
Taking the above into consideration, implementation could be effected in the short-term; any 
awareness campaign and changes to external content could be implemented relatively quickly. The 
digital document management capabilities are expected to be configured mid to late 2020 at which 
point the process of moving existing documents to digital media and updating processes such that new 
documentation stays digital throughout its lifecycle would begin.  
 
We estimate that the opportunity could yield between $50k-100k in savings, calculated based on 1) a 
10% reduction to internal printing from awareness campaign and incentive program; 2) a 10-20% 
print reduction for divisions adopting digital document management; 3) a 10 to 20% reduction in 3rd 
party storage and retrieval costs; 4) a 10% reduction in external printing by focusing on digital 
communication and marketing through the City’s website.  
 
Recommendation 
The City may wish to consider developing a plan for providing divisions with printing usage reports for 
all internal printing activities as soon as possible, which would be the first step for the awareness 
campaign to start building the digitally based documentation culture. The City could also review and 
adjust its printed guides and brochures quickly. Divisions should also begin to develop a plan for which 
documents could be maintained digitally and which should be printed and stored physically.  
 
Opportunity 8 – Implement a corporate policy for cell and desk phones 
 
Approximately 300 employees have both a desk and a cell phone provided by the City. There are also 
staff who bring in personal device and the City provides reimbursement on phone bills. There is an 
opportunity to decommission desk phones that are little used where the employee has been provided 
with cellular subsidy by the City or is provided with a cell phone.  
 
Employees currently only require director approval to be provided a cell phone. There is an 
opportunity to develop a corporate policy, with input from Directors, which prescribes the criteria for 
providing employees with cell phones. This policy could be implemented on a grandfathered basis.  
 
Further, consideration of allocating cell phone costs to user departments could be considered to help 
improve accountability and incentivize the end users to reduce costs related to data overage and 
roaming charges.  
 
There may be some resistance from employees if cell phones are provided to certain groups and not to 
others or withdrawn. The cell phone service and hardware contracts (specifically renewal dates) may 
constrain the City's ability to implement the opportunity immediately. 
 



Non-Personnel Budget Review – City of Richmond Hill 
 

© Deloitte LLP and affiliated entities   25 
 

We estimate that the opportunity could yield $50k-100k in savings, calculated based on1) a 5-10% 
reduction in cell phones provided by the City; 2) 70-80% of employees with cell phones having their 
desk phones decommissioned; 3) a 10 -20% reduction in overage and roaming charges. 
 
Recommendation 
Consider developing and implementing a City-wide policy. Which includes specifying why employees 
should be provided with cell phones. Concurrently, the City should review desk phone usage for 
employees with cellular benefit to determine which desk phones can be decommissioned. It may make 
sense to implement a policy that desk phones are only provided by exception for employees with 
cellular benefit. 
 
Opportunity 9 – Move discretionary advertising/notices posted in newspapers to digital channels 
 
The City currently posts public notices in local press. Approximately two-thirds of these notices are 
discretionary in nature (e.g. a new program notice) and are not mandated to be posted in 
newspapers. The other one-third of notices must be posted in the newspaper. There is an opportunity 
to move the discretionary notices to the City's website in order to drive cost savings as well as to help 
ensure that the City is supporting the broader trend of more citizens accessing information through its 
website. 
 
Some of the advertising, particularly for events and programs, contributes to participation. There is a 
risk that digital advertising may not be as effective, particularly in attracting less technologically 
embracing citizens to programs and events. The City would need to run a campaign to help re-direct 
citizens to the website for notices. 
 
Taking the above into consideration, the implementation time frame is probably short-term. 
Developing a plan for communication and how to best redirect citizens to the website for notices, 
setting up the pages on the website, and other implementation activities could be completed within 
approximately six months. We estimate that the opportunity could yield $50k-100k in savings, 
calculated based on approximately two thirds of notices being moved to the City website.  
 
Recommendation  
The City may wish to develop communication material and concurrently stand up a page on its website 
specifically for the posting of notices. There will also need to be a decision taken on how to provide 
any communication (i.e. mail delivery, ActiveNet email list). Website page activity could also be 
monitored to gauge how successful redirecting the citizens has been and whether any follow up 
communications are required.  
 
Opportunity 10 – Move the City on to the Region of York data communications contract 
 
There is an opportunity to gradually move City facilities from the Bell contract to the Region of York 
data communications contract (i.e. data networks and infrastructure), which is expected to reduce 
data communication costs. 
 
Some City facilities have already been moved to the Region of York contract. The ability to move other 
facilities to the contract is reliant on the Region’s initiative to lay dark fibre across the Region’s 
boarders which is out the City’s control.  
 
This is likely a multi-year initiative, which is expected to be completed by 2023 and yield a cost 
reduction of between $50k-100k, calculated based on the lower pricing provided under the Region of 
York contract. 
 
Recommendation 
The plan for transitioning facilities to the Region of York contract should be monitored on an ongoing 
basis and adjusted for any changes or opportunities that arise (e.g. opportunity to transition a facility 
sooner than originally planned).  
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Opportunity 11 – Better match cost recovery for complex planning applications to the cost of 
providing the service 
 
Section 69 of the Planning Act allows municipalities to establish fees for the processing of planning 
applications so as to meet but not exceed their actual cost. Over the past few years there has been a 
change to the type and complexity of applications being made, which has increased the effort required 
and costs incurred to process them. Application reviews have become increasingly complex and 
require greater diligence, in large part due to development taking place in densely populated areas. 
The last time a review of costs (and the resulting user fees) was conducted was almost ten years ago. 
Given the recent shift in application complexity, there is an opportunity to review the effort and cost 
required to provide the service and so update the user fees. 
 
Significantly increased user fees may mean that developers choose to develop in other cities or delay 
the developments. A comprehensive review of planning application fees would be required, assessing 
the effort and cost involved in processing various requests. This would involve the tracking of staff 
time. 
 
Taking the above into consideration, the implementation timeframe is probably medium-term. We 
estimate that the opportunity could yield $100k-200k in improved cost recovery, calculated based on 
an expected 5% increase to user fees for development planning application reviews.  
 
Recommendation 
The City should start to record the time and effort required by staff to complete the application 
assessments. A quantitative analysis should be completed to assess the appropriate adjustment to the 
user fees.  
 
Opportunity 12 – Perform an analysis of the effectiveness and efficiency of events and projects 
 
The Strategy, Innovation and Engagement division hosts several events throughout the year and has 
recently reduced the scope of or eliminated certain events and projects that are not considered an 
effective use of funds. There is an opportunity to complete a similar review for all events and projects 
planned for 2020 and future years. 
 
There is relatively little risk, although there may be some negative publicity.  
 
We estimate that the opportunity may yield between $50k-100k in savings.  
 
Recommendation 
The City could develop a framework for the evaluation of events and use it to determine if there are 
further opportunities for reducing the scope of events or cease them entirely.  
 
 
Procurement, vendor and contract management  
Materials and services procured account for approximately 86%1 of non-personnel spend. Execution of 
a clear and robust procurement, vendor and contract management framework is key to establishing 
effective and efficient relationships with the City’s suppliers.  
 
In order to establish opportunities to improve procurement, vendor and contract management we 
analyzed the approximately $41.2m2 of 3rd party spending of which almost 60% is spent on services 
and the balance on material purchases. The $41.2m is spent through the channels below:  

• Minor purchases, defined by spending of less than $10k, amounting to $2.3m, 
• Purchases between $10k - 50k, amounting to $1.5m, 
• Purchases between $50k - 200k, amounting to $21.8m, and 
• Purchases over $200k, amounting to $15.6m. 

                                                
1 The remaining 14% of non-personnel spend that is not procurement related comprises of items such as transfers, 
grants, etc. 
2 The following figures were estimated based on available data from FY18 procurement P-Card, payment files and 
contract available 
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We estimated a potential reduction of approximately $0.6m - 1.07m. The savings may be achieved 
through actions such as consolidating minor purchases (i.e. below $10k), providing training for 
departments to expedite the procurement process on contracts below $50k, negotiating discount, 
rebate, and early payment terms on contracts with material amounts (i.e. over $50k). 
 
Minor purchases less than $10k 
There are two channels for purchasing goods and services of value < $10k: 

• Procurement-Cards (“P-Cards”) – A purchasing card program that provides departments a 
simple and rapid procurement vehicle.  

• Standard invoicing – Certain vendors will not accept P-card purchasing arrangements and are 
thus commissioned using low value purchase orders. 

 
Our sampling of the application of controlling processes and purchases suggests that there is limited 
visibility of the purchases made under both sub-categories. System constraints make isolating 
purchases for any given period by cost type, vendor, and department a very time intensive and 
laborious manual extraction and analysis process. This means that there is little understanding of what 
is actually purchased other than in aggregate. A thorough review of what is purchased may reveal 
opportunities to reduce spending overall and to drive better rates for commonly purchased items by 
consolidating the purchases to fewer vendors and negotiating better rates with vendors with 
significant spends. 
 
A target reduction of 10-15% would be a reasonable working goal ($230k-340k). This estimate is 
based on our review of minor spending reports, samples of department minor purchase breakdowns, 
and isolating for addressable1 costs that might be reduced. Any detailed analysis and the resulting 
actions cannot be defined and completed until the City’s new SAP systems have been implemented 
and the data required to complete the analysis made available.  
 
Purchases between $10k - 50k 
This channel is used to procure frequent and generally low cost services and materials, such as road 
works (e.g. pothole repairs) and park maintenance services (e.g. lamp and fixture replacements). 
 
We noted that on numerous occasions, certain departments, such as Public Works Operations, 
experience difficulty in fulfilling to the demand for these procurements while still complying with the 
procurement process as it currently operates. This is because the process cannot always complete a 
contested procurement quickly enough to meet each department’s need and the service specification. 
This means that it is likely that in these situations the City may be paying higher rates and fees for the 
contracted services than it would had they been formally contested. 
 
It may be possible to drive better contractual terms to help realize conservative cost savings of 
between 2-3% in this channel by either improving the process (for example using Lean techniques) or 
training departmental staff to execute it while complying with the policies and procedures in place. 
Focusing on Public Works Operations contracts alone might help realize $30k to $40k as a significant 
proportion of these contracts may have the potential to be awarded at more competitive rates. This 
would require the introduction of a shorter lead-time and more agile procurement process that would 
support the departments with their many low value and frequently procured contracts as they run 
more competitive bids. Given the current focus of the City on Lean training and programs, the City 
may wish to apply a Lean improvement study to this process.  
 
 
 
 
 
                                                
1 Addressable costs are purchases that have the potential to be reduced (e.g. travel, consultant services) as 
opposed to non-addressable costs (e.g. small enterprise business center expenditures) 
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Purchases over $50k 
To help us understand the balance of purchases over $50k ($37.4m) we briefly reviewed all FY18 
operating contracts above $200k in value; 32 contracts with 29 vendors. The face value of the 
contracts was $15.6m with a spending of a total 40% on materials, and 60% on services.  
 
As a result of the review, we were able to form a number of key observations on how the City 
establishes and manages its operating contracts: 

1. The City currently does not consistently specify how vendors should perform, track and 
manage their contractual delivery to help ensure performance compliance (using spend, 
quality and timeliness KPIs for example).  

2. None of the contracts reviewed included consistent and clear terms on rebate or discount or 
early payment terms.  

3. Many contracts are stored in hard copy locally and are therefore difficult to retrieve and 
analyze when needed.  

 
The City may wish to consider treating its operating contracts in a similar fashion to its capital 
contracts to help address points 1 and 2 above, where these principles are generally well established:  

• Negotiating discounts and rebates: These drive more favorable pricing for variable demand 
contracts where spending is ultimately greater than initially contracted for. Our estimate of the 
potential saving is between $265k - 540k based on assessing the sample contracts such as 
fuel, wastewater, materials and labor, winter maintenance trucks. We then extrapolated the 
findings to the total PO value of FY18 spending for contracts over $50k. 

 
• Establishing early payment terms: Often the early payment of invoices can be used as a tool 

to help secure a small discount. Our estimated saving here is between $75k - 150k based on a 
1-2% discount, obtained from about 20% of the overall spending for purchases over $50k. 
Making this change would require a business case and may need the Accounts Payable 
processes to be improved in order to respond to a shorter payment lead-time. Given the 
current focus of the City on Lean training and programs, the City may wish to consider a Lean 
study on the Accounts Payable processes, if its lead time average and process spread are 
unable to meet tighter and shorter payment targets. 

 
• Training staff involved in the procurement process in key principles (e.g. RFP process, risk 

tolerance, discounts and rebates, performance standards and negotiation) is critical to help 
ensure the accountability of decisions made and the operational integrity in tightening the 
overall procurement and contract management process.  

 
As SAP is implemented, contracts should be linked to each vendor, with vendor performance tracked 
in aggregate using KPIs linked to stronger performance clauses, rebates and discounts, as 
appropriate. If vendor spending can be viewed in aggregate, it would then be possible to consider 
requesting vendors to offer additional favourable terms and discounts where City spending is 
increasing significantly. This is a well stablished vendor management practice. We are unable to 
estimate the benefit of taking this approach within the scope of this work given the lack of data 
currently available.  
 
 
Other observations 
While the scope of our review is limited to non-personnel spending we make the following additional 
observations: 
 
Revenue Enhancement  
We noted that: 
 

• Parking enforcement officers don’t currently have scheduled and standardized routes. Each 
parking control officer maintains their own routes and therefore the number of parking 
violations discovered and tickets issued vary significantly by officer. There may be an 
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opportunity to confirm how routing and shifts should be set and managed to help drive 
revenues and manage costs.  

 
• Other opportunities include: the collection of outstanding provincial offence fines, review of 

theatre rental fees charged, fees for removing sites from heritage listings, and the potential 
implementation of paid parking at certain parks and facilities. 

 
We also note that the City is not able to keep up with demand for civil marriage ceremonies. 
Neighbouring municipalities such as Markham and Vaughan offer a more comprehensive service and 
are generating significantly more revenue.  
 
Another area for the City to consider is to preform an analytical review of current indirect taxes paid to 
ensure the correct allocation of the City’s activities in relation to input tax credits (“ITCs”) and rebates. 
The misapplication of complex accounting rules for indirect tax could lead to significant under or over 
statement of recovery. Identifying excluded assets (e.g. capital properties), single used inputs (i.e. all 
or nothing rule), multi-use inputs (partial ITCs/rebates), and any remaining inputs (residual inputs) is 
key to uncover savings related to expensed recoverable taxes. 
 
Matching the supply of staff with demand 
 
The City along with many other municipalities has a significant portion of employees who are or will 
become eligible for retirement in the next few years. Aligning hiring with demand and the need to 
replace leavers is key to managing overtime, which is a significant expense. This is something that the 
Fire and Emergency Services Division is especially impacted by as the lead-time for hiring firefighters 
can be longer than four months and if the sequencing is not carefully managed, overtime costs can 
increase.  
 
In addition, the City may wish to understand drivers for absences and consider changes, for example 
to shift schedules, which can drive a significant implications on wellness and overtime. 
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Roadmap 
The City has a continuous improvement mindset and is already planning and executing initiatives to 
help drive the efficiency and effectiveness of the City in addition to delivering its day-to-day 
operations and key strategic objectives. It is therefore important that a roadmap is developed to 
prioritize the opportunities identified in this report along with the priorities already established by the 
City. This activity is beyond the scope of this Review.  
 
Another important consideration is the City’s digital transformation. A number of the opportunities will 
be supported by the adoption of new technological capabilities such as the new enterprise resource 
planning system (SAP)1 as well as other systems and projects (e.g. EnerGov implementation, 
document scanning technology, etc.). The implementation timelines within the roadmap have 
therefore been informed by these system implementation timelines. 
 
To help the reader understand the potential sequencing and timing in the roadmap overleaf we have 
presented our recommendations under three categories: 
 

1. Opportunities that are actionable today and can largely be executed within current budgets 
and using current processes and systems. Eight of the top 12 opportunities (those with 
potential annual savings greater than $50k) fall into this category. The total potential saving 
range for these opportunities is $0.65m - 1.3m. Such potential savings can largely be realized 
in the short to medium term. These opportunities tend to have low to moderate risk and 
complexity and short to medium-term implementation timelines.  
 

2. Opportunities requiring further review and consideration that may require a change in policy, 
significant process changes, systems support or broader cross-municipality agreement. Four of 
the top 12 opportunities as well as procurement, vendor and contract management are in this 
category. The total potential saving range for these opportunities is $0.95m - 1.77m. These 
opportunities tend to have moderate risk, moderate to high complexity, and medium to long 
term implementation timelines. They also require the City to perform research/studies to 
determine whether it should proceed with each opportunity.  

 
3. Considerations for improving control are overarching themes that impact City-wide operations. 

The application of business cases and benefits realization, devolving budgets and the 
expansion of Lean are included in this category. The City will need to consider which themes 
are most important and how they help support the City’s future vision.  
 

We present a roadmap for implementation.  
 
 
 
 

                                                
1 With respect to the SAP implementation, it is our understanding that many of the HR capabilities (e.g. learning 
management, performance and goal management, labour relations, etc.) are expected to be implemented by early 
2020. Cash management and business planning capabilities are expected to be ready for May of 2020. Financial 
report capabilities, which will be important in implementing recommendations around procurement and contract 
management, will be ready by the end of 2020. 
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Decision Points: 
1) Depending on conversations with user municipalities, the City will need to gauge whether it is 

possible to change the structure of user fees charged to user cities.  
2) Depending on findings from the fire dispatching services amalgamation study and consensus from 

other municipalities, the City may choose to move forward with amalgamation. 
3) Following the assessment of properties, the City will need to determine whether it should 

decommission properties. 
4) Following discussions with City leaders, a decision will need to be taken on how to implement the 

cell phone policy (i.e. grandfathered approach or not). 
5) Based on the output of the study, the City will need to decide whether it should change the fees 

and the amount to charge.  
6) Once the reporting capability is enabled in SAP, the City will need to decide the changes to be 

made to the current procurement process 
7) The City will need to decide the updated needed to the current process and how to implement the 

changes.  
8) Following the centralization of contract management, the City will need to decide how to utilize 

and configure the vender and contract management function and reporting tools in SAP to tailor it 
to the City needs.  

 
 System Milestones: 
1) The EnerGov system will need to be implemented for documents to be migrated to digital. 
2) Reporting capabilities, through SAP, will be required to analyze minor spending. 
3) Vendor mapping will need to be configured in SAP to implement vendor management best 

practices. 
4) The ability to tag costs by cost type and to divisions within SAP will allow for the automation of 

devolved budgets. 
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Appendix A – Project details 
Stakeholders interviewed  
During the project, 79 stakeholders from across multiple levels and departments were engaged, 
including Mayor Barrow, Budget Chair DiPaola and Budget Co-chair Beros. Commissioners and 
directors from each department, and over 50 mangers and supervisors were included in the 
discussions. Interviews were conducted to understand the services provided by each department and 
their divisions, to review historical financial trends and baseline data, and to discuss best practices and 
bottlenecks in current operational practices. The information collected was used to identify 
opportunities for improvement as well as to develop feasible recommendations for implementation.  
 
All stakeholders interviewed are listed in the table below:  
 

Department Title Name 

N/A Mayor of Richmond Hill Dave Barrow 

N/A Deputy Mayor/Regional and Local 
Councilor 

Joe DiPaola 

N/A Ward One Councilor Greg Beros 

Corporate and Financial Services Commissioner of Corporate and 
Financial Services 

Mary-Anne Dempster 

Corporate and Financial Services Director of Human Resources Sherry Adams  

Corporate and Financial Services Director of Financial Services and 
Treasurer 

David Dexter  

Corporate and Financial Services Manager of Capital and Development 
Financing 

Gigi Li 

Corporate and Financial Services Manager of Financial Reporting Anna Jovicic 

Corporate and Financial Services Manager of Revenue Services Cedric Stone 

Corporate and Financial Services Deputy City Clerk Ryan Ban 

Corporate and Financial Services Chief Information Officer Anthony Iannucci  

Corporate and Financial Services Manager, Technology Infrastructure Davis Kwan  

Corporate and Financial Services Director of Legislative Services/City 
Clerk 

Stephen Huycke  

Corporate and Financial Services Manager of Organizational 
Development and Talent Management 

Tricia Myatt 

Corporate and Financial Services Manager of Employee and Labour 
Relations, Compensation and 
Recruitment 

Dalya Dumrath 

Community Services Commissioner of Community Services Ilmar Simanovskis  

Community Services Director of By-law & Licensing 
Enforcement 

Tracey Steele 

Community Services Manager of Event Services  Christine Morgan  

Community Services Manager of Aquatics & Fitness Melanie Baker 
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Department Title Name 

Community Services Manager of Recreation Programs Lauren Steckley 

Community Services Manager of Cultural Services Karin Ash 

Community Services Theatre Manager Michael Grit  

Community Services Director of Recreation and Culture Darlene Joslin 

Community Services Manager of Marketing & 
Administrative Services 

Donald Hearn 

Community Services Director of Public Works Operations  Grant Taylor 

Community Services Manager of Parks Operations Jeff Stewart 

Community Services Manager of Fleet and Supplies Anthony Lott 

Community Services Manager of Road Operations Bob Levesque  

Community Services Supervisor of Parks Services and 
Horticulture 

Matt Mintz 

Community Services Manager of Water & Wastewater Diogo Oliveira 

Community Services Fire Chief Steve Kraft 

Community Services Deputy Fire Chief - Operations Bryan Burbidge  

Community Services Deputy Fire Chief - Support 
Services/CEMC 

Brian Ellsworth 

Community Services Chief of Prevention Randy Pyle 

Environment and Infrastructure 
Services 

Commissioner of Environment and 
Infrastructure Services 

Italo Brutto 

Environment and Infrastructure 
Services 

Director of Corporate Asset 
Management and Environment 
Services  

Terry Ricketts 

Environment and Infrastructure 
Services 

Manager of Energy and Waste Vlad Gaiu  

Environment and Infrastructure 
Services 

Manager of Corporate Asset 
Management 

Grace McLenaghan 

Environment and Infrastructure 
Services 

Manager of 
Natural Environment 

Ann Marie Farrugia 

Environment and Infrastructure 
Services 

Manager of Water Resources Jeremy Wychreschuk  

Environment and Infrastructure 
Services 

Director of Infrastructure Delivery 
Services  

Paolo Masaro  

Environment and Infrastructure 
Services 

Manager of Capital infrastructure 
planning and PMO 

Lucius Maitre 

Environment and Infrastructure 
Services 

Manager of Construction Doug Morris 

Environment and Infrastructure 
Services 

Director of Facility Design, 
Construction and Maintenance 

Nick Kalyvas  

Environment and Infrastructure 
Services 

Manager of Facility Engineering 
Services 

Alexander Mandatori 
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Department Title Name 

Environment and Infrastructure 
Services 

Manager of Facility Design and 
Construction 

Steve Morgan 

Environment and Infrastructure 
Services 

Manager of Facility Maintenance Luciano Iacobucci 

Environment and Infrastructure 
Services 

Financial Management Advisor Michael Lam 

Office of the City Manager City Manager  Neil Garbe 

Office of the City Manager  Director of Strategy, Innovation and 
Engagement 

Meeta Gandhi 

Office of the City Manager Manager of Strategy and Government 
Relations 

Lise Conde 

Office of the City Manager Manager of Access Richmond Hill Dayna Alexander 

Office of the City Manager Manager of Communication Services Kathleen Graver 

Office of the City Manager Manager of Service Innovation Leah Zilnik 

Office of the City Manager  City Solicitor Antonio Dimilta  

Office of the City Manager  Manager of Risk & Insurance Lucy Montalbano  

Office of the City Manager Assistant City Solicitor Andreea Adari 

Office of the City Manager Assistant City Solicitor Glyn Onizuka 

Office of the City Manager Assistant City Solicitor Carlton Thorne 

Planning and Regulatory Services Commissioner of Planning and 
Regulatory Services 

Kelvin Kwan 

Planning and Regulatory Services Director of Policy Planning Patrick Lee 

Planning and Regulatory Services Director of Development Planning Gus Galanis  

Planning and Regulatory Services Director of Development Engineering Dan Terzievski 

Planning and Regulatory Services Manager of Transportation Richard Hui 

Planning and Regulatory Services Manager of Development Engineering, 
Subdivisions and Stormwater 

Jeff Walters 

Planning and Regulatory Services Manager of Inspections Scott Simpson 

Planning and Regulatory Services Manager Development Engineering 
Site Plans Infill and High Rise 
Construction 

Paul Guerreiro 

Planning and Regulatory Services Supervisor of Plans Examination Chris Burns 

Planning and Regulatory Services Supervisor of Policy, Legislative & 
Regulatory  

Alek Antoniuk 

Planning and Regulatory Services Director, Regulatory Services/Chief 
Building Official 

David Finbow 

Planning and Regulatory Services Manager of Sustainability Maria Flores 

Planning and Regulatory Services Manager of Policy Planning Sybelle von Kursell 

Planning and Regulatory Services Manager of Urban Design Joanne Leung 
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Department Title Name 

Planning and Regulatory Services Manager of Park and Natural Heritage 
Planning 

Michelle Dobbie 

Planning and Regulatory Services Manager of Development - 
Subdivisions 

Denis Beaulieu 

Planning and Regulatory Services Manager of 
Development - Site Plans 

Deborah Giannetta 

Planning and Regulatory Services Manager of Development - Zoning Salvatore Aiello 

Planning and Regulatory Services Supervisor of Support Services Judith Goodwin-Hall 
 
 
Interviews and workshops conducted 
As mentioned in the previous section, City staff were closely involved throughout the project. After 
initial interviews, potential opportunities were identified and were further refined through follow-up 
discussions. As the opportunities were refined and quantified, validation meetings were held with each 
department and the feasibility of each opportunity was confirmed.  
 
Throughout the project, two progress update meetings were held with the executive team. In the first 
meeting, we outlined the project progress and presented a summary of high level findings. In the 
second meeting, we presented the validated list of opportunities as well as findings from the 
procurement and contract analysis conducted. Additionally, ad hoc meetings were held with the 
steering committee to discuss items such as project status and data requests. On a weekly basis we 
provided a project status update to the executive team.  
 
The following is a summary of data reviewed and the various forms of stakeholder engagement 
conducted: 
 

  

Number 
Accomplished Activities Detail 

60+ Data sets / documents 
reviewed  

Examples include material contracts, historical 
purchases through corporate cards, the City’s 
corporate energy plan, service level agreements, FY20 
efficiency report, procurement policies and processes, 
IT roadmap, etc. 

26 Financial documents analyzed  FY16 to FY18 actuals by department 
FY18 and FY19 draft budgets by department  

24 Initial interviews conducted  

Meeting with Mayor Barrow 
Meeting with Councillor DiPaola and Councillor Beros 
Five commissioner meetings 
17 meetings with managers 

35+ Follow-up discussions held Various discussion with directors and managers  

6 Validation meetings held One or more validation meetings with each department  

5+ Steering committee meetings 
held 

Held bi-weekly and ad hoc updates to discuss various 
aspects of the project 

2 Progress updates held Meeting with executive team and project leads 
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Appendix B – Detailed timeline 
The project kicked off on September 12. The detailed work plan was developed and agreed to in the following week. The following seven weeks 
were dedicated to collecting and analyzing information, holding interviews and workshops, identifying potential opportunities, and validate and 
quantify the opportunities. This final report was shared and aligned on by the executive team.  
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Appendix C – Other cost reduction opportunities (<$50k) 
As part of this review, the potential annual savings of opportunities were quantified. The top 12 opportunities, which each have greater than $50k 
in potential annual savings, have been discussed in detail in the Opportunities and recommendations section of this report. Opportunities related to 
cost reduction and cost recovery with potential savings less than $50k are outlined below: 

 
Non-personnel opportunities with potential annual savings between $10k and $50k 

 
Status 

To be planned, 
Planned, Being 
implemented 

Service Opportunity 
Description Opportunity Rationale 

To be planned By Law and 
Licensing  

Optimize and 
standardize bylaw 
officer routes 

 
Bylaw officers handle between 200 to 300 requests annually, which each 
request requiring multiple visits. There is an opportunity to optimize 
scheduling of visits to reduce time spent driving. If the scope of work 
that bylaw officers handle is expanded, there is further opportunity to 
optimize scheduling (i.e. visits in close proximity that would have been 
done by two separate officers can be given to one officer). This should 
result in reduced mileage costs as well as a potential reduction in 
overtime and part time costs. There may be an opportunity to work with 
Public Works to use GPS technology for scheduling. 
 

Being implemented Animal Services  

Find a more cost 
effective animal 
services provider and 
ensure the agreement 
incorporates contract 
best practices 

 
The current animal services contract is expiring at the end of 2019. 
There is an opportunity to explore other options available (e.g. 
insourcing the work, partnering with another municipality, etc.). There is 
also an opportunity to include performance measures in the agreement 
and incorporate contract best practices to ensure greater accountability 
over the provider.  
 

Planned By Law and 
Licensing  

Only send registered 
mail when it is 
mandated 

 
Currently all mail is sent as 'registered mail' which costs approximately 
3x as much as regular mail. There is an opportunity to review the type 
of mail sent out by the Division and only send registered mail when it is 
mandated.  
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Status 
To be planned, 
Planned, Being 
implemented 

Service Opportunity 
Description Opportunity Rationale 

To be planned Operations - Fire 
Assess the location and 
condition of current fire 
stations 

 
New fire stations have been created as the City grows, with locations 
being constrained by City properties available at a given point in time. 
There is an opportunity to review fire service locations and assess the 
physical condition of the facilities. This will help to identify if the current 
locations are being optimized and if the current facilitates are 
operationally efficient (i.e. feasibility for future upgrades etc.). This 
review will also help to identify locations for future stations.  
 

To be planned Operations - Fire 
Amalgamate fire 
services with nearby 
cities  

 
Currently, each municipality provides fire services independently and 
offers support to nearby municipalities as required (e.g. emergency, 
special skillset required, etc.). There is an opportunity to amalgamate 
fire services within York Region, which will avoid potential capital 
expenditure (e.g. the 7th fire station that Richmond Hill is planning to 
build is near the border with Stouffville which does not have a fire 
station in the area). The amalgamation could also reduce operating 
costs through a shared resources model.  
 

To be planned Energy and 
Waste  

Enhance utility usage 
reporting to increase 
accountability 

 
Monthly reports of actual usage and trend comparison to previous year 
consumption are provided to facilities. Additional metrics can be 
included in the monthly reporting to allow facility operators to compare 
energy consumption to comparable facilities. This will enhance the 
reports as a benchmarking tool to initiate discussion around best 
practices as well as provide awareness of energy saving progress.  
 

Planned Parks Design  

Establish standards for 
the design and material 
used in park related 
infrastructure projects  

 
Currently, the City's Material, Standards and Specifications Manual 
needs to be updated to include other business structures. A business 
case has been brought forward to update the standards and extend the 
scope. The standards will provide guidelines for City infrastructure 
designs and material used to avoid over engineering and reduce 
proprietary components. The unified infrastructure will reduce the costs 
of operation and maintenance. 
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Status 
To be planned, 
Planned, Being 
implemented 

Service Opportunity 
Description Opportunity Rationale 

To be planned 

Public Works 
Operations & 

Waste 
Management 

Better match fees to 
the cost of providing 
recycling and green bin 
replacements 

 
The City offers a life time warranty for Richmond Hill labeled recycling 
and green bins. There is an opportunity to apply a recovery fee at a 
discounted rate for future replacement. This will also reinforce change of 
behavior for citizens to potentially reduce the frequency of replacing the 
bins. 
 

Planned Facility 
Operations 

Engage all stakeholders 
to continuously roll out 
the Service Level 
Agreement 

 
The Service Level Agreement between Environment and Infrastructure 
Services (EIS) and Community Services outlines responsibilities for 
facility repair and maintenance. It also establishes service level 
standards and procedures. This agreement has been successfully rolled 
out to approximately 80% of City properties that have onsite facility 
operators. There is an opportunity to continue rolling out the agreement 
to all properties. This will enable facility operators to handle non-
technical repairs and maintenance in a timely manner, EIS to focus on 
technical services, and the City to avoid costs for external contractors. 
In cases where a facility does not have a full-time onsite operator, a 
shared services model can be used with nearby facilities. 
 

To be planned 
Financial 

Planning & 
Capital Financing 

Implement service 
based budgeting for 
priority areas 

 
Current budgets may provide limited transparency into the full cost to 
provide a service. This can limit the ability to make decisions around 
how the service should be performed. There is an opportunity to identify 
service areas for which it makes sense to use service based budgeting 
(e.g. recreation programs). Coding functionality within SAP could be 
used to automate service based budgets, however this is a broader 
theme/initiative and is a long term solution.  
 

Planned 
Insurance Risk 
Management 

Program  

Consider obtaining an 
actuarial review prior to 
each contract renewal 

 
There is an opportunity to reduce insurance premiums by increasing 
deductibles which can result in cost savings. Determining this optimal 
level requires an actuarial review. There is an opportunity to do an 
actuarial review, based on changes to market conditions, before each 
contract renewal. 
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Status 
To be planned, 
Planned, Being 
implemented 

Service Opportunity 
Description Opportunity Rationale 

Planned 
Insurance Risk 
Management 

Program  

Review capital plans to 
determine whether a 
full appraisal should be 
conducted 

 
Historically there has been an on-site appraisal of City properties 
performed every 5 years. In 2019, a desktop appraisal was used as 
there were no major changes/additions made to properties. There is an 
opportunity to assess the frequency of on-site appraisal based on 
changes made to properties since the last appraisal date as well as the 
City’s future capital plans. 
 

Planned 
Strategy, 

Innovation and 
Engagement 

Expand Lean tools and 
training and better align 
resources to projects 

 
The City has made strides in providing Lean training and driving a Lean 
mindset across all departments. There are currently approximately 140 
white belts and 9 green belts within the City. By the end of 2019, 7 
process improvement projects will be completed with demonstrated 
improvements to employee engagement and capacity (lead time and 
staff effort time). There is an opportunity to expand training as well as 
continue to build the resources and capacity required to use LEAN at a 
more transformational level. There is also an opportunity to better align 
Lean capabilities to projects by targeting priority initiatives and/or 
services.  
 

Planned Legal Services 

Better match user fees 
for legal services to the 
cost of providing the 
service 

 
Current user fees for services related to reviewing applications, handling 
of legal matters, etc. have remained unchanged for several years. There 
is an opportunity to increase fees by 5% to 10% to match inflationary 
increases and other cost pressures. There is also an opportunity to 
increase the up-front deposit received to ensure that the City is 
recovering costs in situations when applications are cancelled mid-
process. 
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Non-personnel opportunities with potential annual savings less than $10k 
 

Status 
To be planned, 
Planned, Being 
implemented 

Service Opportunity Description Opportunity Rationale 

To be planned By Law and 
Licensing  

Perform a monthly 
trend analysis of 
mileage claims 

 
Bylaw officers currently use their own vehicles and expense their 
mileage. There is currently no formal internal control process for 
tracking and reviewing mileage claims. There is an opportunity to do a 
monthly review and trend analysis of mileage claims. If the scheduling 
and routing of the officers is also considered, the mileage costs should 
decrease.  
 

Planned By Law and 
Licensing  

Provide company 
vehicles for certain 
bylaw officers  

 
Bylaw officers currently use their own vehicles to handle requests and 
claim mileage expense. There was a fleet services study done in 2018, 
using 2015 data, that found it is generally more cost effective to provide 
City owned vehicles if the vehicles are driven over 10,000 kms. Given 
that certain officers drive over 10,000 kms annually (e.g. signs officer 
drives close to 13,000 kms), these officers should be considered for the 
provision of City vehicles. 
 

Planned Parking Control 

Change the vehicles 
provided by the City to 
parking enforcement 
officers to a more cost 
effective alternatives 

 
Parking enforcement officers will be using Ford Explorers as a result of 
the previous vehicles' (Ford Escapes) lifecycles being significantly 
reduced due to high utilization. Two of the three vehicles have already 
been ordered. In many municipalities officers drive smaller, more fuel 
efficient and more cost effective vehicles. There is an opportunity to 
select a third vehicle that is smaller and more cost effective. An added 
benefit would be that some officers prefer to drive smaller vehicles.  
 

To be planned Event Services  
Provide support for the 
Mayor/Councilor's event 
team 

 
Currently, the Mayor/Councilor's office organizes events independently 
from the Event Services team in the Recreation and Culture Division. 
There is an opportunity to use the resources available within the Event 
Services team. This will enhance operational efficiency and potentially 
save operating costs on equipment rental, external support staff and 
staff overtime. 
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Status 
To be planned, 
Planned, Being 
implemented 

Service Opportunity Description Opportunity Rationale 

To be planned General 
Programs  

Procure bussing 
services for events and 
camps with other 
municipalities 

There is an opportunity to work with other municipalities to negotiate 
better pricing for buses for summer camps and other events. 

To be planned 
Financial 

Planning & 
Capital Financing 

Develop more rigorous 
standards for business 
cases and use ROI-
based business casing 
when possible 

Business cases are currently developed for projects and investment 
decisions however they are primarily qualitative in nature. There is an 
opportunity to use ROI-based business casing so that potential cost 
savings, efficiencies, and other benefits are documented and tracked to 
ensure that benefits planned are fully realized. The added level of 
accountability and visibility into projects is expected to reduce project 
costs and expedite cost savings realization. There is also an opportunity 
for business cases to have more detailed plans around how resources 
and time will be re-allocated following project implementation. 

Planned Information 
Technology 

Conduct a license 
utilization exercise 

 
The IT Division has been updating the Configuration Management Data 
Base in order to better track licenses. There is an opportunity to review 
the utilization of IT licenses in order to identify areas for cost savings 
and cost avoidance (i.e. not renew Licenses that are no longer needed). 
 

To be planned 
Insurance Risk 
Management 

Program 

Expand the delivery of 
risk training within the 
City 

 
One of the mandates of the Risk & Insurance team is to provide training 
to other divisions on how to assess, track, transfer, and mitigate risk. 
The Division has provided risk training to various teams within 
Operations (e.g. Park Operations, Road and Sidewalk team, etc.). There 
is an opportunity to expand this training to Community Services, 
Procurement, and other groups. The training is expected to raise 
awareness around how to protect the City from potential liabilities. 
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