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1.0 Executive Summary

MNP is pleased to deliver this IT Modernization Strategy to the Township of Cavan Monaghan. The
proposed strategy will enable the Township to realize operational improvements and improve service to
citizens while ensuring the security and reliability of its information technology infrastructure.

The strategy presented in this document was developed through consultation with the Township and a
review of the Township's current technology landscape. County of Peterborough technology staff who
provide services to the Township though a managed services agreement were also consulted at every
stage of our engagement as were the Township’s current and potential technology vendors.

By executing the recommended strategy, the Township will:

e Establish modern and secure technology infrastructure,

e Putin place a suite of supported and integrated applications,
e Enable efficient and effective processes,

e Improve service to citizens, and

e Improve on-going governance of the IT function.

The modernization strategy is summarized in the table below and comprises a schedule of projects and
investments appropriately sequenced over the next four years presented in the tables below. This
roadmap should guide technology initiatives and investments by the Township over the next 4 years.

Major Components
The components of the strategy that require significant investment or effort are:

e Upgrading the Network Infrastructure. This is a critical and immediate requirement to ensure
security and reliability of the Township’s corporate information, including financial information.

¢ Replacing the financial system. The Township’s legacy Keystone financial management
system is obsolete and no longer fit for purpose and must be replaced. MNP is recommending
the implementation of the Diamond ERP and Virtual City Hall suite from CentralSquare Inc,,
enabling more citizen-centric functionality. An overview of the Diamond ERP/VCH solution is
provided in Appendix D.

e Strengthening Governance. MNP is recommending establishing a Technology Steering
Committee and a formal Technology Manager role to provide a more structured framework for
technology-related planning and decision-making.

In terms of technical direction, the strategy as a whole is designed to facilitate moving to the cloud to
provide increased resiliency, better mobility and connectivity, and ease of management.
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Table 1 - Recommended Strategies

Objectives

Risk Mitigation
Operational
Effectiveness

Enhanced Citizen
Service

Strategy 1: Upgrade
Infrastructure

Table 2 — Roadmap Overview

2020 - 21

Upgrade infrastructure
and disaster recovery
procedure

2021-22

Complete
implementation of
FileHold for records

and document
management

Strategy 2: Rebalance
application portfolio

2022 - 23

Complete
implementation of
Diamond ERP/VCH

Strategy 3: Strengthen
Governance

2023 - 24

Investigate options and
implement Complaints
management system

Strengthen governance

Replace Keystone with
Diamond ERP/VCH

Complete
implementation of City

Improvements to
public-facing GIS

Microsoft365

Wide for asset system
management
Minor improvement to Complete Implement
GIS implementation of improvements to
Cloudpermit Website
Implement

Develop plan for a
shared Land
Development

Management system

Microsoft 365 Evolution ) Ongoing
Execute plan for Land Development Management solution
IT and GIS support and operations () Ongoing

w
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Table 3 - Roadmap Investments

Investment
Category

2023 - 24

2020 - 21 2021 -22 2022 - 23

Required: Required: Required: Required:
$60,000 - $65,000 $278,400 $3,200 $17,000 consulting
. Optional: Optional:
One-time $41,000 consulting $15,000 consulting
Range: Range:
$60,000 to $106,000 $3,200 to $18,200
$28,500 $28,500 $28,500
(Diamond (Diamond (Diamond
maintenance & maintenance & maintenance &
Ongoing support) support) support) plys.
TBD subscription to
Complaints
Management
solution
Benefits: Secure, Benefits: New ERP Benefits: Improved Benefits: Improved
supported network | with improved asset management, | complaints
infrastructure in reporting, financial in place; improved management in
place with validated | controls and citizen web place; additional
cyber security. processes in place; experience in place. | improvements to
Improved improved records and citizen web
governance in document mapping
place; initial management; experience.
improvements to improved permitting
citizen web processes in place;
experience. Better collaboration
and mobile
capabilities in place;
Plan for shared Land
Development
Management system
established.

Website and IT Service Delivery and Modernization Review 4



2.0 Introduction

MNP

MNP was engaged by the Township of Cavan Monaghan (the “Township”) to undertake a
comprehensive modernization review of its website and IT systems and services. This project was
enabled by funds received from the Ministry of Municipal Affairs and Housing to conduct a review of
existing technology and operations relating to administration, fleet management, complaint resolution
and mapping and identifying opportunities to streamline processes and enable online self-serve options

on the Township's website.

2.1 Project Background

MNP conducted a review of processes and systems in the following business functions:

e Administration
e Fleet Management

e Complaints Tracking and Resolution (Clerk’s Department)

o (GIS/Mapping
e Building

MNP developed a summary of the current state by

reviewing documentation provided by the Township The Township o

Cavan Monaghan

(e.g. service agreements, municipal policy documents, ‘
etc.), conducting interviews with Township staff in all g o ——
departments and including vendors as needed in o
these discussions. An IT Inventory survey was also
delivered to, completed by and discussed with the
Township to understand the IT landscape before

speaking with Township staff in each department. Current State - Opportunities e

The current state summary included key observations,
pain points and opportunities that were identified in
the IT Inventory survey and discussion, documentation

review, and interviews. This current state was o ety e

discussed with key stakeholders at the Township for

their input and feedback.

MNP

Future State Vision

MNP then developed a “strawman” future state based on
identified opportunities for realizing efficiencies, improving
citizen service and leveraging the Corporate website to provide
self service options. A workshop with key stakeholders from the
Township and the County of Peterborough (the “County”) was
held to confirm the priority of the proposed initiatives and
gather feedback, particularly on collaboration opportunities for
the Township and the County.
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MNP engaged with the County of Peterborough throughout the project, as a key aspect of the
Township’s technology environment is its Managed Services Agreement with the County of
Peterborough. MNP proposed three key strategies for the Township to consider at this workshop:

e Mitigate security, infrastructure and legal risks
e Modernize applications to improve operational effectiveness and citizen service
e Strengthen IT Governance

To support these strategies, MNP proposed a set of possible technology solutions and initiatives which
were discussed at the future state workshop. These technology solutions and areas included:

e Upgrading Network Infrastructure and

Potential Municipal ERP Solution mnp

Secu rlty Network Infrastructure & Security Diamond ERP from Central Square
e Potential Municipal ERP Solution E SR et Mansger (ClyWice AN i
° Cloud pe rmlt Cloudpermit MNP >
‘" File Hold ﬂ
° Fi |eHO|d Corporate Website mvp Planning / GIS o
e CityWide Asset Manager (CityWide AM) 1 o

Complaints Management System M

e Complaints Management System

e Improvements to the Corporate Website
e Improvements to the Planning/GIS
application

MNP then provided recommendations and a roadmap to realize the identified opportunities, based on
feedback from the future state workshop and follow up interviews with both Township staff and
vendors. These recommendations include a set of recommended projects, high-level cost estimates
and a 4-year schedule. The details of these recommendations and roadmap are provided in Sections 5
and 6 of this report.

2.2 Intent of this document

The intent of this document is to provide:

e A current state assessment of the current state of key processes and systems with each of the
five business functions examined at Cavan Monaghan;

¢ Key modernization opportunities in each of these five business functions, with the goal to
improve internal processes and customer service delivery from these departments and online
via the corporate website;

e A potential future state of technology at Cavan Monaghan, with specific focus on improving
staff efficiency and effectiveness and enabling self-serve options for citizens; and

e Recommendations and a roadmap to realize these opportunities and future state at Cavan
Monaghan within a four-year timeframe.
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3.0 Current State of IT and Future State
Vision
3.1 Current State Summary

311 SWOT Analysis

MNP performed a SWOT (Strengths, Weaknesses, Opportunities, Threats) analysis of the current IT
landscape at the Township as shown below. Further details of this SWOT analysis can be found in
Appendix A.

Strengths

Cavan Monaghan has a cohesive team and effective IT Support through their Managed Service
Agreement with the County of Peterborough. Current applications are the result of appropriate
previous technology choices and staff recognize the importance of IT in customer service, but also the
weaknesses of the current technology.

Weaknesses

Cavan Monaghan has several technology challenges that may block progress and new ways of working,
including end-of-life applications, slow modernization of the physical network and somewhat informal
and reactive IT governance (not maximizing the relationship with the County of Peterborough).
Additionally, there appeared to be insufficient focus on the customer experience, with a lack of effective
self-service capabilities through the website and public GIS.

Opportunities

Cavan Monaghan should recognize the need for integrated workflows. Modernizing the application
portfolio will enable operational efficiencies and improve service to citizens. The key changes required
are: replacing Keystone and fully implementing Cloudpermit and CityWide. In addition, a Technology
Steering Committee will provide a more structured framework for collaboration with the County and
technology planning, budgeting and decision-making. An important and wide-ranging initiative that
requires collaboration with the County as well as appropriate governance would be a Land
Development Management solution.

Threats

The current pandemic has created significant pressures on the Township to improve mobility,
connectivity and security related to its technology environment. The Township currently does not have
a Digital Strategy or Technology plan to identify and respond to key technology risks in a structured
manner. In addition to current pandemic related threats, other risks are obsolete hardware network
infrastructure, delayed hardware modernization, and deployment of “point” solutions without a clear
strategy to address integration. This means that ad-hoc technology decisions or purchases continue to
be possible at the Township.
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3.1.2  Opportunities

MNP identified several opportunities throughout the current state analysis. Further details can be found
in Appendix A.

Governance

The Township should improve governance by continuing to leverage advisory support and services
from the County and implementing a more structured planning process. This will ensure that
investments in technology are strategic and further the Township’s overall objectives.

Network Infrastructure

The Township should expedite infrastructure investments in 2020 — 2021. This will reduce the risk of
obsolete components in the network infrastructure and address delays in the hardware upgrade
program.

Applications

The Township should replace Keystone, complete the roll-out of Cloudpermit, collaborate on a Land
Development Tracking solution with the County, perform incremental improvements to the corporate
website and consider whether new applications are needed to address functionality gaps identified by
each department.

Citizen Service

The Township should provide a foundation for citizen self-serve options by improving infrastructure and
applications. This should be initially achieved by identifying and focusing on “quick wins” to show the
benefit of the technology modernization program.

3.1.3  Business Function and Area Summaries

The SWOT analysis summarized above is supported by summaries of key observations, pain points and
opportunities for the following business functions and technology solutions/areas. The details of these
summaries can be found in Appendix A.

The business functions and areas examined were:

e Administration — Financial Management

e Administration — Keystone

e Administration — Corporate Website

e Clerk — Meeting Minutes and Agendas

e Clerk — Complaints Tracking and Resolution
e Public Works — Roads, Fleet & Water

e Planning — GIS/Mapping

e Building

e Records Management

e IT Governance and Infrastructure

3.2 Future State Vision

Website and IT Service Delivery and Modernization Review 8
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In order to address the weaknesses and threats and to leverage the opportunities and strengths
identified in the SWOT analysis and to support the overall corporate objectives of improved citizen
service and operational performance, a future state vision and conceptual architecture were developed
in collaboration with the Township. The Modernization Strategy presented in the following section is
designed to achieve this desired Future State.

3.2.1  Future State Overview

Figure 1 - Future State Vision Diagram

Effective governance and IT
Modern capacity
& secure infrastructure Enabling forward-laoking technology
Enable secure access to new directions while strategically
technelogy and tools. leveraging the relationship with the
County for IT Support.

High Performance
Cavan Monaghan’s
internal processes and

Future State — 4@ citizen service will be
Technology U supported and enhanced

Enable improved citizen
service
Citizens will have more and

better service options. by its IT infrastructure,

applications and strategy.

Integrated and supported
applications
Staff will have more clear, Technology that works together
automated and streamlined and has appropriate
processes. maintenance.

3.2.2 Conceptual Architecture Diagram

The vision described above will be enabled by the technology architecture illustrated in the diagram
below. A key aspect of the recommended architecture is leveraging the cloud as far as possible to
provide increased resiliency, better mobility and connectivity and easier or reduced management of
application infrastructure.

The elements of the diagram on the left-hand side under “Main Office” illustrate the modernized
infrastructure that will be in place once the recommended network upgrades are in place. The ‘cloud”
in the top-right illustrates the capabilities that will be in place once the Microsoft 365 implementation is
completed. The ‘cloud” in the bottom right illustrates the suite of applications that will be in place once
our recommended program of application modernization is completed.
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Figure 2 — Conceptual Architecture Diagram
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4.0 Modernization Strategy

The Modernization Strategy presented in this section is designed to enable the Township to achieve the
Future State presented previously.

4.1 Guiding Principles
Buy rather than build wherever possible

The Township should consider purchasing technology solutions that address most or all of their
business needs “out-of-the-box.” This reduces upfront costs to acquiring new solutions and reduces
potential maintenance costs. Additionally, this ensures there is appropriate support for these solutions
(i.e. vendors) through service agreements.

A Platform approach - select fewer integrated solutions which address related functional areas
rather than many “point” solutions

The Township should take a platform approach to minimize the cost of additional integrations and to
enable collaboration across the organization.

Cloud-first - recommended solutions must be cloud-native or cloud-based and facilitate migration
to the cloud

The Township should first consider cloud-native or cloud-based solutions in their technology
implementation plans taking cost and fit into account. Taking a cloud-first approach will ensure that
the Township’s data is secure and protected, as cloud providers are increasingly offering sophisticated
cyber solutions that are secure and work to mitigate IT incidents (e.g. phishing). Moving to the cloud
also allows for ‘evergreen” applications that are current and reduces the effort required to manage on-
premise infrastructure. Typically, migration to the cloud also allows for restructuring of the cost of
ownership from periodic capital expenditures to a focus on operational expenditures.

Proven fit with Municipal operational requirements

All the solution recommendations provided by MNP are based on technology that the Township is
already in the process to acquire and implement, or with a proven track record of supporting municipal
operations.

Solutions that are sized for the small to lower-mid-market and have an established small to lower-
mid-market user base

All of the solution recommendations provided by MNP align with the small to lower-mid market, as
Cavan Monaghan falls within this category. It is recommended that Cavan Monaghan adopt this
guiding principle when selecting future technology solutions to ensure an optimal fit for their
requirements.

Alignment with a technology stack that maximizes synergy and integration is preferred

The Township should consider a technology stack that will support organization-wide collaboration.
This ideally would involve a variety of collaboration tools and provide seamless integration between

Website and IT Service Delivery and Modernization Review 1
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solutions or minimize integration requirements overall.

4.2 Strategies

MNP is recommending three strategies to address three important dimensions that are required to

strengthen the technology capabilities of Cavan Monaghan and deliver the benefits that the Township
hopes to realize.

421 Three Dimensions of Technology Modernization
Risk Mitigation

Reducing current and future risks to operations and service delivery due to
outdated technology and/or processes.

Operational Effectiveness

Increasing the efficiency and outcomes of internal processes via technology.

Enhanced Citizen Service
Offering more and better service options and results to citizens, with a focus on
self-serve options.

422 Three Recommended Strategies

MNP developed and recommended three key strategies in future state discussions with Cavan
Monaghan. These three strategies support and are reflected in the proposed recommendations and
roadmap. These strategies are discussed in detail following the table below.

Table 4 - Recommended Strategies

Objectives Strategy 1: Upgrade Strategy 2: Rebalance | Strategy 3: Strengthen
Infrastructure application portfolio Governance

Risk Mitigation v v

Operational

Effectiveness v v v

Enhanced Citizen

Servi v v
ervice

4.22.1  Mitigate Security, Infrastructure and Legal Risks

The Township should mitigate risks by upgrading network infrastructure, with the following as
immediate infrastructure upgrades:

Website and IT Service Delivery and Modernization Review 12
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Replace current Backup systems with Cloud-based systems

Replace dated (out of service) network infrastructure (switches, gateways)
Add redundancy equipment (redundant switches, servers, & gateways)
Migrate Exchange Server to a Cloud-based hosting environment

Test and validate security posture (hardening)

Test and validate disaster recovery procedure

The Township also must develop a plan for secure exchange of data with County. This plan should

eliminate the use of encrypted USB keys being mailed between organizations. The implementation of

this plan depends on alignment of security between the Township and County systems. The Township

should also consider developing a plan for cloud Microsoft365 implementation, as this will provide

much needed functionality and collaboration tools across the organization.

4222 Modernize applications to improve operational effectiveness and citizen service

MNP recommended the following functionality enhancements to improve operations and citizen service

to key stakeholders at Cavan Monaghan and the County of Peterborough during our “strawman” future

state discussion. These recommendations are included in detail in our roadmap.

Replace Keystone with a modern municipal ERP solution with the ability to support a unified
customer profile and integrate with payment services, permitting system (Cloudpermit), and
corporate website and thus provide “Virtual Town Hall” capabilities to citizens. MNP is
recommending the Diamond ERP/Virtual City Hall suite from CentralSquare as the ERP solution.
MNP confirmed that the Diamond/VCH solution will address the deficiencies of Keystone and
that it is fit for purpose and used by many Ontario municipalities.

Complete roll-out of Cloudpermit including integration with website to provide self-serve
capabilities

Complete roll-out of File Hold for records management

Implement asset management functionality for Fleet management by completing its roll-out of
City Wide

Implement complaint tracking functionality

Incremental improvements to Website

Make a modification to zoom extent and implement a suite of targeted self-serve applications
in collaboration with County for GIS

Determine if Cloudpermit can be used as a Development Tracking solution or work with the
County to develop a solution

4223  Strengthen IT Governance

The Township should work to strengthen IT governance already in place by:

Establishing an inter-departmental Technology Steering Committee to set a technology strategy
and direction, approve an annual technology budget and assess the Township's application
portfolio periodically to determine alignment with overall corporate strategy.

Continue to leverage and expand the capabilities of the County to obtain advisory services
through the Managed Services Agreement with the County of Peterborough
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e Potentially create a defined Technology Manager role. This should be implemented even if this
role is assigned to a County staff member or to an executive with more than one role. The
Technology Manager would be responsible for managing intake and approval of procurement
and implementation of technology solutions, finalizing technology budget requests for both
software and devices (tablets, laptops, server, networks, etc.), continually making technology
capacity (including people, process and budget) fit for purpose, and governing processes and
managing project/data commitments.

4.3 Future State Solution Suite

MNP developed a high-level summary of the future state solution suite for discussion with key
stakeholders from the Township and the County during the future visioning workshop. This summary
was discussed and updated based on feedback from stakeholders at the workshop. This summary
served as a reference guide for the development of the recommendations and the roadmap.

4.3.1 ERP Replacement

The key application-related recommendation is to replace Keystone with the Diamond ERP/Virtual City
Hall solution from CentralSquare. This solution satisfies the Township's functional requirements and will
address deficiencies with Keystone. The solution is a proven solution widely used by Ontario
municipalities and will enable integration of processes across the operational departments and easier
flow of information to and from Finance. It will also enable much improved citizen service by providing
a self-service portal (Virtual City Hall). The diagrams below illustrate the capabilities of the proposed
solution. A detailed description is presented in Appendix D.

Figure 3 — Diamond ERP Solution: 3 Main Group of Users

Back Employee
Office / Self
Core Service

Citizen Self
Service
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Figure 4 — Diamond ERP Solution: Product Blueprint
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4.3.2 Summarized Future State Solution

MNP prepared a proposed future state solution suite that was discussed and validated by key
stakeholders at Cavan Monaghan and the County of Peterborough. Below is a summarized future state
solution with the systems considered, the change urgency for each of these systems, and which specific
departments interviewed primarily benefit from a change to the system, or if a change would affect the
organization as a whole.

Table 5 — Future State Solution Suite

: ge Finance  Administration P“b(':e“:t‘)""’ ':;:":i"i"?g’ m"':“m
gtoydsrarlwl)municipa\ ERP (Diamond ERP/Virtual High X X X X v
Full implementation of Cloud Permit High X X
Full implementation of File Hold High X v
‘8 Full implementation of City Wide High X X
Land Development Tracking system Medium X
I Improved website Medium
Complaints Management System Low X
GIS - suite of targeted self serve applications Low X

The “X" in the table above denotes the main department(s) to benefit from the system change. The
rows highlighted in green and with a "v" in the Whole Organization column indicates that the change

will benefit the organization as a whole.

Website and IT Service Delivery and Modernization Review
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5.0 Modernization Roadmap and Funding

5.1 Summary of Recommended Projects

5.1.1

Roadmap Summary - Projects

MNP has recommended the following projects and planning to Cavan Monaghan for the next five

years.

Table 6 - Roadmap Overview

2020 - 21

Upgrade infrastructure
and disaster recovery
procedure

2021 -22

Complete
implementation of
FileHold for records

and document
management

2022 - 23

Complete
implementation of
Diamond ERP/VCH

2023 - 24

Investigate options and

implement Complaints
management system

Strengthen governance

Replace Keystone with
Diamond ERP/VCH

Complete
implementation of City

Improvements to
public-facing GIS

Microsoft365

Wide for asset system
management
Minor improvement to Complete Implement
GIS implementation of improvements to
Cloudpermit Website
Implement

Develop plan for a
shared Land
Development

Management system

512

Microsoft 365 Evolution ) Ongoing
Execute plan for Land Development Management solution
IT and GIS support and operations ) Ongoing

Roadmap Summary — Investments

The table below summarizes the costs presented in the following section. The one-time costs are
primarily one-time hardware upgrade costs, one-time licensing or estimated costs for consulting
support. The on-going costs are estimated additional software subscription costs. Subscription costs
for currently licensed solutions are not included. Costs for the Managed Services Agreement with the

County are not included.

Assumptions

Website and IT Service Delivery and Modernization Review

16




MNP

1. The costs for the infrastructure upgrades are based on capital budget estimates that the
Township had previously developed.

2. The Diamond ERP/VCH related costs are based on a quote provided by Centralsquare. The
services estimate could change once Centralsquare is engaged by the Township. However, it
should be noted that Centralsquare is familiar with the Township’s requirements and has
implemented the proposed solution at other Townships within the originally quoted price.

3. Other costs for recommended consulting support are based on MNP’s prior experience

delivering similar services.

Table 7 — Roadmap Investments

Investment
Category

Ongoing

2021 - 22

2022 - 23

2023 - 24

Required: Required: Required: Required:
$60,000 - $65,000 $278,400 $3,200 $17,000 consulting
Optional: Optional:
$41,000 consulting $15,000 consulting
Range: Range:
$60,000 to $106,000 $3,200 to $18,200
$28,500 $28,500 $28,500
(Diamond (Diamond (Diamond
maintenance & maintenance & maintenance &
support) support) support) plus
TBD subscription to
Complaints
Management
solution
Benefits: Secure, Benefits: New ERP Benefits: Improved Benefits: Improved
supported network | with improved asset management, | complaints

infrastructure in
place with validated
cyber security.
Improved
governance in
place; initial
improvements to
citizen web
experience.

reporting, financial
controls and
processes in place;
improved records and
document
management;
improved permitting
processes in place;
Better collaboration
and mobile
capabilities in place;
Plan for shared Land
Development
Management system
established.

in place; improved
citizen web

experience in place.

management in
place; additional
improvements to
citizen web
mapping
experience.
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The summary above is broken down in the following tables to provide cost details for each year.

Program Year 2020-2021

Initiative Activity Cost Cost
Category
Upgrade Infrastructure and Disaster Recovery Create Detailed Infrastructure Upgrade Optional $25,000 - Consulting
Procedure Plan and Disaster Recovery Plan Support
Procurement Required $30,000
Test and validate security posture Required $30,000 to $35,000
Strengthen Governance Framework Establish software selection and Optional $8,000 - Consulting
procurement process support
Develop IT Policy Handbook Optional $8,000 - Consulting
support
TOTAL Required: $60,000 -
$60,000 to $106,000 $65,000
Optional: $41,000
Program Year 2021-2022
Initiative Activity Cost Cost
Category
Define solution scope and conceptual design | Required $8,000 consulting support
Negotiate license and services contract with Required $130,000 onetime license
Central Square
Define detailed requirements Required $20,000 (Central Square)
Replace Keystone with Diamond ERP/Virtual Configure solution Required $48,400 (Central Square)
City Hall -
fty Ha Migrate sample data and test solution Required | $28,000 (Central Square)
Conduct training and obtain documentation | Required $22,000 (Central Square)
Accept and sign-off solution Required $22,000 (Central Square)
Diamond maintenance and support (ongoing) | Ongoing $28,500

TOTAL
$306,500

Required: $278,400
Ongoing: $28,500

Program Year 2022-2023

Initiative

Activity

Cost

Category

Complete CityWide Implementation Complete training and implementation Required $3,200 (Already budgeted
for 2020/2021 CityWide
implementation)

Implement improvements to Website Review and improve online customer journey | Optional $15,000 consulting support

Diamond ERP/Virtual City Hall Diamond maintenance and support Ongeing $28,500

(engeing)

TOTAL
$31,700 - $46,700

Required: $3,200 (already
in budget)

Optional: $15,000
consulting

Ongoing: 28,500

Website and IT Service Delivery and Modernization Review
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Program Year 2023-2024

MNP

Initiative Activity Cost Cost
Category
Analyze needs for a Complaints Management | Required $9,000 consulting support
system
i i i Required 8,000 consulting support

Implement Complaints Management System Explore internal options for a Complaints qui $8, ulting supp

Management system

Implement Complaints Management system TBD TBD
Diamond ERP/Virtual City Hall Diamond maintenance and support Ongoing $28,500

(ongoing)

TOTAL
$45,500

Required: $17,000
consulting
Ongoing: $28,500

5.2 Project Schedule

MNP has provided a project schedule to illustrate timing and sequencing for recommended projects
below. We recommend that infrastructure upgrades be completed by end of the current fiscal year

(March 2021) and that a Diamond ERP implementation be completed by the end of 2021 fiscal year to

align with year-end. Some activities may be completed in FY 2022-23.
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Table 8 - Roadmap Schedule

Key Activities 2021 2022 2023 2024
Months 1 2 3 4 5 6 7 8 9 10 1 120 1 2 3] 4 5 6 8 9o 100 1 12) 1 2| 3] 4 5 6 8 o 10 1 12] 1 2| 3] 4 5 6 7 8 9 10

Upgrade infrastructure and disaster
recovery procedure
Jan to March 2021

MNP

Strengthen governance
Jan to March 2021

Minor improvement to GIS
February 2021

Complete implementation of FileHold for
records and document management
April 2021 - September 2021

Replace Keystone with Diamond ERP/VCH
April 2021 —-March 2022

Complete implementation of Cloudpermit
April 2021 - March 2022

Implement Microsoft365
May 2021 - August 2021

Develop plan for a shared Land
Development Management system
June 2021 - Dec 2021

Complete implementation of City Wide for
asset management
April 2022 - June 2022

Implement improvements to Website
April 2022 — March 2023

Implement Complaints management system
April 2023 - Sep 2023

Improvements to public-facing GIS system
April 2023 - March 2024
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6.0 Program Details
6.1 2020 - 2021 Program Details

MNP recommends that Cavan Monaghan conduct the following three initiatives within the 2020 — 2021
program. The program timeframe is the time period between delivery of this report and March 2021.
Details of these activities can be found in Appendix C. Unless otherwise indicated, where there are no
estimated costs to complete an initiative and/or specific activities, this indicates that the initiative and/or
associated activities are either already captured in the Township’s IT Budget, covered in the Managed
Services Agreement with the County of Peterborough, or will be carried out internally by Township staff.

6.1.1  Upgrade Infrastructure and Disaster Recovery Procedure

The Township should upgrade its infrastructure and disaster recovery procedures by conducting a site
survey for existing infrastructure, creating a detailed Infrastructure Upgrade Plan and Disaster Recovery
Plan, procurement activities, testing and implementing backup systems, executing an upgrade plan,
testing disaster recovery procedures and testing and validating their security posture. Total costs are
estimated at $60,000 - $65,000 to complete this initiative, with an additional $25,000 should consulting
support be required to create the Infrastructure Upgrade Plan and Disaster Recovery Plan. MNP
recommends a six-month timeframe to complete all tasks associated with this initiative.

6.1.2  Strengthen Governance Framework

The Township should strengthen its governance framework by establishing a Technology Steering
Committee, adopting guiding architectural principles, establishing a project intake process, establishing
a software selection and procurement process, establishing a Technology Manager role and developing
an IT Policy Handbook. Total costs are estimated at $0 - $16,000 ($0 if completed internally, $16,000 if
consulting support is required) to complete this initiative. MNP recommends a three-month timeframe
to complete all tasks associated with this initiative.

6.1.3  Implement Short-term Improvements to GIS

The Township should implement short-term improvements to GIS by bookmarking the Township’s map
extent (so it shows the Township boundaries rather than the County) and investigating the use of
“Groups” in ArcGIS Online as a data transfer mechanism. There are no estimated costs to complete this
initiative, as it is assumed that County of Peterborough GIS staff could implement this initiative within
the parameters of the current Managed Services Agreement (MSA). If obtaining these services from the
County requires adjustments to the MSA, there may be additional costs. MNP recommends a one-
month timeframe to complete all tasks associated with this initiative.

6.2 2021 - 2022 Program Details

6.2.1  Complete FileHold Implementation

The Township should complete the implementation of FileHold by implementing the solution
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organization-wide for document retention, considering training needs and providing standardized and
ad-hoc support, confirming and implementing integration with a new ERP solution, implementing an
invoicing process in FileHold, implementing a timesheet process in FileHold, developing a report
approval workflow and investigating FileHold functionality for the Municipal Complaints Policy. There
are no estimated costs to complete this initiative. MNP recommends a six-month timeframe to
complete all activities except for investigating FileHold functionality for the Municipal Complaints Policy;
this investigation is to be completed in the 2022 — 2023 program.

6.2.2 Replace Keystone with Diamond ERP/Virtual City Hall

The Township should replace Keystone with Diamond ERP/Virtual Hall by establishing an ERP
implementation project, defining the solution scope and conceptual design, negotiating a license and
services contract with Central Square, defining detailed requirements, configuring the solution,
migrating sample data and testing the solution, conducting training and obtaining documentation,
accepting and signing off on the solution and conducting a Financial - IT General Controls audit. Total
costs are estimated at $278,400 to complete this initiative (excluding the Financial — IT General Controls
audit). MNP recommends a six-month timeframe to complete all tasks associated with this initiative.

6.2.3 Complete Cloudpermit Implementation

The Township should complete their implementation of Cloudpermit by entering historical data/legacy
permits into Cloudpermit (ongoing activity), configuring Cloudpermit for other permit types, integrating
Cloudpermit with the new ERP Solution (Diamond ERP), Integrating and enabling payment processing,
investigating if Cloudpermit can be used as the basis for a Land Development Application Management
solution, supporting future e-permitting requirements using Cloudpermit and continuing to collaborate
with the County of Peterborough for IT support and future integrations. There are no estimated costs
to complete this initiative, as the cost to integrate Cloudpermit with the new ERP solution is part of the
cost associated with replacing Keystone. MNP recommends a one-year timeframe to complete all tasks
associated with this initiative, with the entry of historical data/legacy permits and all configuration and
integration completed within the first six months.

6.2.4 Implement Microsoft 365 — Planning Phase

The Township should implement Microsoft 365 throughout the organization. There are a number of
tasks associated with this implementation that are outlined in Appendix C. There are no estimated costs
to complete this initiative, since MNP has assumed that County staff can carry out these planning tasks
under the Managed Services Agreement with the Township. MNP recommends a three-month
timeframe to complete all tasks associated with this initiative.

6.2.5 Implement Microsoft 365 — Execution

The Township should execute on their implementation of Microsoft 365. There are several tasks
associated with this execution that are outlined in Appendix C. There are no estimated costs to
complete this initiative, as the Township already owns the software subscription and County staff are
very capable of carrying out these tasks under the Managed Services Agreement. MNP recommends a
two-week timeframe to complete all tasks associated with this initiative.
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6.2.6  Develop Plan for a Shared Land Development Management Solution

The Township should develop a plan for a Shared Land Development Management Solution by holding
discussions with key stakeholders (County of Peterborough and other lower-tier Townships),
establishing project governance, developing a solution concept and developing a project charter.
There are no estimated costs to complete this initiative, as MNP has assumed that the County of
Peterborough GIS team could fill the Project Manager and Solution Architect role for this initiative, and
that these services from the County are covered within the parameters of the current Managed Services
Agreement (MSA). If obtaining these services from the County requires adjustments to the MSA, there
may be additional costs. MNP recommends a six-month timeframe to complete all tasks associated
with this initiative.

6.3 2022 - 2023 Program Details

6.3.1 Complete CityWide Implementation

The Township should complete their implementation of CityWide software by completing their planned
training and implementation of CityWide, integrating with Diamond ERP (as the new ERP solution) and
exploring options for Virtual City Hall. Total costs are estimated at $3,200 (already budgeted for
202072021 CityWide implementation), with costs to integrate with Diamond ERP already included in the
costs to replace Keystone. MNP recommends a three-month timeframe to complete all tasks
associated with this initiative.

6.3.2 Implement improvements to Website

The Township should implement ongoing improvements to their corporate website. Several activities
to improve the website, such as defining and implementing the integration of the website and Virtual
City Hall and investigating further integrations with Cloudpermit will already take place in the 2021 -
2022 program. The Township could investigate iCreate capabilities for online payment processing and
customer self-service portal if Virtual City Hall does not meet their expectations in the 2021 — 2022
program, as well as review and improve integration with eScribe and the overall online customer
journey. Total costs for activities within the 2022 — 2023 program are estimated at $15,000 should the
Township require consulting support; there are no estimated costs if these activities are carried out by
Township staff. MNP recommends a one-year timeframe to complete all 2022 — 2023 program
activities associated with this initiative.

6.4 2023 - 2024 Program Details

6.41 Implement Complaints Management System

The Township could implement a Complaints Management System by analyzing their business needs
and exploring internal options for a Complaints Management System, and/or exploring external options
if required and implementing the Complaints Management System once a decision has been reached.
Total costs are estimated at $17,000 for consulting support to analyze business needs and explore
internal options, with the cost for a Complaints Management System dependent on the solution
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selected by the Township. MNP recommends a six-month timeframe to complete all tasks associated
with this initiative.

6.4.2 Implement Improvements to Public-Facing GIS

The Township could benefit from improving the public-facing GIS by implementing the following three
applications: Property Viewer application, Land Development Status Viewer application and Road
Operations Viewer application. It should be noted that, since the public-facing GIS is managed and
maintained by the County, the development of these applications will have to be approved by and led
by the County. There are no estimated costs to complete this initiative, as it will be accomplished
through collaboration with the County of Peterborough and carried out by County staff using current
County GIS infrastructure and licenses. MNP recommends a one-year timeframe to complete all
activities associated with this initiative.

6.5 Ongoing Program Activities
6.5.1  Evolution of Microsoft 365

The Township should work to ensure inter-departmental collaboration and take a business-case,
requirements-based approach for the technical configuration and roll-out of M365 functionality going
forward. The Township must also create a continuous training plan available to all employees to
address constant change of the platform. Finally, the Township should consider a training service
(subscription) that provides on-demand training videos that support users staying up to-date. This
activity will begin to take place in the 2022 — 2023 program.

6.5.2 Implementation of Shared Land Development Management system

The Shared Land Development Management system will be a modern map-enabled solution with
workflow capabilities to manage Development Applications developed in collaboration with the County
and the other lower-tier Townships. This system would significantly enhance citizen engagement and
transparency around the land development function. A variety of solution approaches are possible: (a)
ArcGIS Online- based; (b) based on Cloudpermit; (c) based on a commercial product such as Cityworks
or based on a platform such as Microsoft Dynamics CRM. An example of results from a similar
application can be found in Appendix C. This activity will begin to take place in the 2022 — 2023
program.

6.5.3 Regular IT Support

Once infrastructure is upgraded and Microsoft 365 is rolled out, IT support will be needed to support a
Cloud-based infrastructure. Typical of that environment is constant change, and therefore IT support
takes on the role of enabling continuous change, which is a departure from legacy support where
applications and infrastructure are static. The role of IT support moves from “fixing” systems to enabling
effective use of applications.
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Project Overview

MNP

MNP

MMP has been engaged to conduct a Website and IT Service Delivery and Modernization Review for the
Township of Cavan Monaghan. This document represents our findings from the first phase of our work,
which was to assess the current state of five departments/areas and summarize key observations, pain points

and opportunities, These five departments/areas are:

»  Administration
* Fleet Management

+ Complaints Tracking and Resolution (Clerk’s Department)

+  GIS/Mapping (Planning)
* Building

As part of this review, we were provided with a walkthrough of the major systems (Keystone, Cloud Permit,
File Hold, GIS, Corporate Website and the Township's new recards management system, File Hold, and we
provide same summary and analysis of this system within this current state assessment as well.

We would reiterate that this document does not represent a formal deliverable, but rather a summary of our
initial findings, which will support the Technology Modernization Report we will deliver at the end of this

engagement,

[E———— v |

Current State — Key Findings

strengths

MNP

‘Weaknesses

+ Cohesive team at Cavan Monaghan with effective IT support
fram the County of Peterbaraugh

+ Managad Services Agreerent with the County provides

significant capability and resliency to the 1T functian

Staff recagnize the impartance of IT and its rale in praviding

CUSKOMNEr Service

+ Current applications represent appropriate previous

techinalogy chalces

Staff recognizes weaknesses in current technology and have

Indtiated various modernization efforts

"

+ This is the appropriate time to recognize the naeed for ritagratad
workflows and address thoss requirermants by replacing legacy
applications and addressing hunctionality gaps

+ Corgider a mare structured framawork for technology governance
swch as a Technology Steering Committes which would inchude Coun
reprasantation or 3 resowrce to coordinate technology planning,
budgeting and requests from dapartment heads; have County play a
largar advisory role on techmology and new applications

+ Potentially laverage Records Managerment tool or Cownty tidkating too
for managing the Complaints process

+ Colbborate with County on Land Development Tracking sekstion

+ Replace Keystone with 3 modenn solution that has buitt-in capahility for
citizen selff-service, or that can integrate with the cument Corporate
Website and Paymant servicas

+ Complete full implarmentation of Clowd Parmit

Kpotem ally raplace E-scribe

\‘

End-of-life applications may now block progress and much needed
mew ways of working

Madernization of physical network has proceeded shawly

Lack of effective self-service capahilities through the website and
public G5 keads to a high volume of inquiries

Appears to be insufficient focus on dtizen/user experience.
Current IT gowernance i somewhat informal and reactive and does
mat maximize the benefits from the relationship with the County of

Feterborough.

<

Ohsolescance of some of the hardware network infrastructure and
delay in hardware modernization crestes disaster recovery and
sacurity risks

In the midst of deploving paint solutions without having an overa
digital/application strateqy to zddress integration

Future nesded integrations have not been thought through

Lack of Digital Stratagy or Technology Plan means that ad-hoc
technology decisions or purchaszes continue to be possibke

4

Opportunities

Threats Whairavar busiesss takas you m
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Current State

— Opportunities

MNP

MNP

While the Township has a suite of applications that reflect appropriate previous technology choices, it needs
to improve governance and infrastructure and continue to modernize the application eca-system.

Governance: The overall governance of technology could be improved by continued leveraging of advisory
services from the County in support of a more structured planning pracess to ensure that investments in
technology are strategic and further the Township's overall objectives.

Metwork Infrastructure: Obsolescence of some components of the network infrastructure as well as the delay
in the hardware upgrade program has created risks that should be addressed as soon as possible by
expediting infrastructure investments in 2020-2021.

Applications: Significant internal operational improvements are achievable by modernizing the Enterprise

Applications portfolio:

* Replacements — Keystone (high priority); E-scribe (potential/lower priority)

+ Completing Roll-out - Cloud Permit; File Hold; incremental improvements to Website
+ MNew applications to address functionality gaps— Complaints; Asset Management for Fleet (potential);

Land Development Tracking -

in collaboration with County.

Citizen Service: Improvements to infrastructure and applications will provide a foundation for citizen self-
serve capabilities. The Township should identify and focus on “guick wins” to demaonstrate benefits of the
technology modernization program.

Administration — Financial Management

Key Observations

= Keystone 15 an accounting and business
software solution that has been configured for
the Township's use and business needs
= Operations in Keystone are segregated by
department (historical design)
= Customers are identified through 1D numbers
that are generated te be unique to each
department, not unigque te the custormer
= The \.nolum.eol transactions is:
AR 17430 annually (the majority of
these transactions are related to
Property Tax Bills)
= AP 2,030 annually
= Cash Receipt Batches/Deposits: 1,146
annually
= Uploads from banks for taxes and water are
done daily and the total in the file is matched
with the total from the bank (this werks fairly
well)
= The Townshlp s 2020 budget included:
Operating budget of $7,830,318
= Capital budget of 47793726
= Emwirsnmental budget of $390,425
= Water & Wastewater budget:
= Operating: $1,025729
= Capital: $629,000

Pain Points

= Each customer has a unique ID in each department; there is no

unll'led profile of a customer or the services they recelve
The only instance where a customer can be “linked” in
Keystone iz by using the Roll Number attached 1o a property;
the property can be searched in Keystone and a user can tag
[select & checkbox) an account so that any sutstanding
charges for water and wastewater asseciated to the property
then appear on its tax certificate.
This instance iz usually triggered by the sale of a property.

. l:mrenlly permits must be manually entered because Cloud Permit

(permitting solution) is not integrated with Keystone

= Change of address reported by custemers is updated department by

department, currently this is net done or communicated consistently
for the erganization
= There iz no history or tracking of previous sddresses for the
custormer in AR

= The approvals process does have a few gaps that allow for human

error (e.g. batches can be left open)

= Current IT infrastructure significantly slows dewn generation of

reports when working remotely (le. VPN access), 1T has created &
warkarsund (remeote desktop) for several senior staff, but this
remains an lssue

= Accessibility - the public cannot see what i3 in Keystone and there are

no self-serve options

= Hewe ta implement workarounds for reporting
= Hawve to export file from Easy Pay and import into Keystone and be

approved by the Director of Finance (tme-consuming)

Whairavar busiesss takas you m

MNP

Opportunities

Transition te a software that aligns with
and allows for self-service options and
unified profiles for customers

Integraticn of a new financial and
operations management solution with the
Corporate Website can allow for self
service capabilities

Transition to a software that is cloud-based
to be able to integrate with CloudPermit
{bullding permit solution) to eliminate
manual entry

Explore aptions to streamline processes
with new records management system File
Held

Improve remote access for staff to enable
them to ke mare efficient working from
home

WS biisEss takes ou m
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Administration — Keystone

Key Observations

Pain Points

MNP

MNP

Opportunities

.

.

Keystone provides GL, AR, AR Property Tax,
Cash Receipts, and Fixed Assets

+ Modules are integrated into the ARJAP
medule so that departments can create
Invelces without them having to enter
separately inte AR/AP
Modules integrated with AR include:
Animal licensing, Facility scheduling,
Program reglstration, Water & Waste
Water meters, Clerks, Public works
Township has implemented CityWide for
managing fixed assets

+ Currently being managed by Public

Sector Digest on behalf of the Township
+ Township staff to eventually be trained
and take over

Integration between AR and modules allow
departments to post invalce while keeping their
access to the GL blocked
Roll number links Customer records across
separate Modules by thelr value in each record

Customer records across separate modules are not
linked, although they may be for the same Roll
Humber,
= Eg: Citizen change of addresses are made, but
doesn't affect all of thelr accounts across
different modules in keystone
No integration with Keystone
= Some lack of capability in reporting, but can
export data and work with data in Excel on the
side
Fixed Assets functicnality in Keystone has not been
functional
= Fixed assets data now gelng Inte CityWide has
created a silo of data
Mot available in the cloud - so remote access to
Keystone is difficult
Keystone can't handle complexity of some assets,
including Roads and the Water/Waste Water system,
asset depreciation or improvements, vehicle
depreciation, betterments, ete.
Building department module does not integrate with
AR module

* Make appropriate data accessible to citizens
digitally through integration with the website

+ Implement Virtual City Hall capability

* Migrate off Keystone to a new ERP system

which would enable the Virtual City Hall
capability

Administration — Corporate Website

Key Observations

Pain Points

[E———— v |

MNP

Opportunities

-

-

-

eSolutions is the service/solution provider for
the corporate website, managed services
support provided by assigned Project Manager.
Madules currently used include: iCreate
(eentent management), Form Bullder (online
forms), Payments (integrated with Form
Builder), Cludo (site Search), iCalendar
(integrated with eScribe), News, Business
Directory

Currently implementing File Pro to enhance
search capability for Documents in iCalendar.
Formal approval processes for publishing
content ks only required for News Releases.
Departments create and publish own content,
Brigid maintains main Site Mavigation, Feature
Boxes, News and Notices,

iCalendar events are manually copled from
external sources including the local Library's
newsletter & Peterberough Economic
Development

Hoaotsulte manages Social Media accounts
(Facebook, Instagram, Twitter) which are
actively monitored for inquiries to respond.

iCreate Workbench's content management is
modern and WYSIWYG-based, but considered by
seme as unfriendly and difficult to learn.

* Some departments are unable to publish

content themselves, and rely on support.

eScribe integration is a simple push-based
system, synchronization issues arise if updates
are added after being pushed to iCalendar.
eScribe integration has a bug where all Agenda's
are posted as a Council Agenda, requiring to
manually update the Agenda after it's published
to iCalendar (eg: Committes Agenda's),
Bayment module s basie, can only process
straight-through transactions (eq: can't process
anything requiring Commissioner of Oaths).
Google Analytics has no data, leaving no way to
currently monitor site analytics or performance.

+ Overall the website platform |s modem, and

does not have any significant issues. Some
integrations should be enhanced:

* Enhance integration with eScribe to allow
a push-update capability for
synchronization with iCalendar,
Fix issue with eScribe integration which
publishes all Agenda's as a Counil
agenda.
Consider replacing the eForms module
with a mare advanced self-service system
capable of managing transactions which
have stages that must be completed
before payment processing.
Review the configuration of eSolutions
Corporate Website to ensure the Google
Analytics seript has been added correctly.

.

[ER————— o |
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Clerk — Meeting Minutes and Agendas

Key Observations

Pain Points

MNP

MNP

Opportunities

.

.

.

-

Mast municipalities have specific software for
supporting minutes and agendas for committee
and council; E-scribe is the current solution for
the Township
There are useful templates, pre-set meeting
types and attendee groups within the software,
and it has the ability to do meeting minutes.
{e.g. movers and seconders)
Once complete, PDFs are published and posted
on the agenda
Can publish meeting minutes from E-scribe to
the website, and these appear as HTML and PDF
for citizens to access
E-scribe s typically used to prepare for
committee and council meetings, but not wsed
during a meeting often

* The only time the software |s used during

a meeting is for coundl, and again most
is done ahead of time

The Township's website is hosted by E-salutions,
and their hosting agreement alse includes an
unlimited software licence for:

* iCreate, Calendar, News and Farm Builder

.

.

-

-

.

E-seribe and E-sclutions don't always Integrate well and
vendors can “pass the buck” to each other
+ E.g. E-scribe items going into iCreate can
sometimes be an issue
Directing things to the right committee page takes specific
codes to post to specific pages
There have been challenges with posting duplicates in the
past; this was largely solved with moving to a cleud-based
system
Some frustration with new rescurces in customer service
from E-scribe not understanding commen issues
« Often the Township finds workarounds instead of
engaging with the vendor
Recording meeting minutes is a challenge, there is not a
good flow in the software (i.e. net user-friendly), so these
are done in Word and then finalized in E-scribe
Currently printing the minutes and recording the votes
manually (i.e. pen and paper) since the voting functionality
in E-scribe does not meet the Township's needs

+ There could be a better software solutien
than E-scribe for the Township
= For example, have looked at iCompass
for meeting agendas and minutes
E-scribe offers another module for members
to vote themselves on the screen so
administrative staff would not spend time
recording these votes
+ This module would be an additional
cost, but could be ancther solution to
the current challenges in using the
software
Pre-filled templates would be a great option
that staff don't currently have in E-scribe

[E———— v |

Clerk - Complaints Tracking and ResolutionMNP

Key Observations

Pain Points

Opportunities

.

.

.

The Bylaw department receives the majority of
complalnts, as well as Public Works

+ Bylaw does not seem to be tracking

complaint, Public Werks is using an Excel
decument for tracking

There is a complaint form online, but this
should be reserved for escalated complaints
anly; the public uses it for other/all types of
complaints in error
The “Report an Issue” area of the website
automatically generates and send an email to
the correct department head based on
dropdewn menu selections
A Municipal Complaint Policy was created In
2016 to provide better and more timely
responses o complaints; this includes the
official Complaint Form., Staff indicated that
this form is rarely needed (Le, anly one
complaint in a year that went through the
entire process)

There is no insight, analysis or reporting from
the limited tracking of complaints; this impacts
decision-making

While some reporting on the "Report an Issue”
is available through iCreate and/er Formbuilder,
it is limited and the resolution of the ssue s
dealt with internally by department and may or
may not be tracked

When issues are tracked, the process is onerous.
For example, Public Works malntains a large
Excel spreadsheet and the “Report an 1ssue”
sheets are scanned and saved by year

It is not clear that the complaints form is for
escalated complaints anly, and this creates an
inefficient process 1o report an issue/complaint
for both the public and staff

Implementing a software selution to record,
resolve and track complaints would result in a
mare efficient approach and better reporting
Visibility of issues and complaints reperted by
the public to all departments (ie, centralized
tracking) could help speed up resolution for
issues that invelve more than one department
Cavan Menaghan could investigate the
capabilities of File Hold to sort and track
complalnts in the future, but need to confirm
the tracking aspects of the software

Cavan Menaghan could investigate using the
County's JIRA IT ticketing solution as a potential
complalnts tracking system

WS biisEss takes ou m
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Public Works — Roads, Fleet & Water MNP

Key Observations Pain Points Opportunities

+ Fleet management is responsible for providing services to + Current system (Trackmatics) doesn't ¢ Previously considered using MESH for Asset
the Township for Waste Management, Water and Waste include ability to manage inventory Management, currently being used by the
Water, & Operations Roads and Fleets + Systems don't work for managing seasons County, which is particularly useful for seasonal

+ Trackmatics provides AVL for fleet, routes can be set up in + The location of equipment is unknawn inventory and signage tracking. May be worth
the system and report on whether a route was served. * The working status of equipment is further consideration.

+ Excel tracking sheets are used for most complaint and unknown + Continue moving to CityWide Data for Asset
work erder management + Maintenance is not formally defined in a management, assuming it can solve for the Pain

* Work is assigned by email, processes for assignment are pre-active maintenance schedule defined Paints identified (seasonal asset management,
less formal by the Township, but rather relies on the equipment working status, etc.)

+ Waste management is contracted out to the County individual equipment users and track + Patentially leverage Records Mgt tool (File

*+ GIS is used to identity property swnership, property lines, manufacturer’s maintenance schedules. Hold) or County IT ticketing tool (JIRA) for
elevations, lidar, ete. + Training needed for understanding how to managing the Complaints process

+ Keystone is used to look up 911 numbers, and create upload new wsers into the Bulk Water
invoices for contracted services the City provides (eg: system

Septic tank cleaning)

Water meter readings are performed wirelessly while
driving by residences.

Mast complaints for Water/\Waste Water go to
Peterborough Utility Group

The general size of operations is small, and although
there is a lack of technalogy, itis not presenting any
major bottlenecks

-

[E———— v |

Planning - GIS/Mapping MNP

Key Observations . Pain Points . Opportunities

« The County provides a centralized GIS service through an internal * With economic growth accelerating in the . -
GeoCortex/ESRI web GIS that staff use for spatial querying and map Township and vicinity, it would be beneficial if ' Cons_lderstreamllnln_g t_he
creation functionality in support of various business functions. The the ertha-imagery could be refreshed more public GIS tool or building
Tawnship does not have local GIS software, The County handles Enterprise frequently. This will require discussions with the focused “click and run” tools to
Licensing with ESRI Canada. c d h t implicati facilitate greater uptake of map-

= While the Planning dept is the “owner” of GIS and the primary user, ather Nzu:::ya:ay tfgklz:t;s a::;s'\;isualize based self service capabilities by

. : ; :
departments including most staff also have access and make regular use o locatians of land development applicatians. the public and reduce the

the toal P L
Fi:c dO:p: - uses it to check addresses for 311 calls; Building dept - uses it to * Wihen accessing the public GIS application from -.loludm;ilzqmrn_es_ This will
verify zening for building permit applications; Public Works and other depts the Township website, it would be beneficial if nT borati oni;\nth o
use it to verify property information the initial map extent would be limited to the <o :_ ration wi & Lounty.
+ The Planning dept uses the teal primarily to suppert the Land Development Township rather than the County of * Mac ify map extent wher:]l_
process and to respend te inquirics fram citizens & busincsses Peterborough as a whole linking to the County public GIS
In 2020 to Oct 13, 288 properties had been inquired about by citizens, with + The number of citizen inquiries is straining the from the TUleISHIFI website )
many of these involving multiple questions (some more than 20 questions) capacity of staff to respond in a timely way and * Investigate using Cloud Permit
+ The ather primary use of the tacl by staff is to access property baw_d ) alsa carry out other responsibilities. The as a Land Deuelopment
infarmation using a map interface and to generate map output for inclusion Township website drives citizens to contact the Management solution or

in reports Planning d consider collaborating in
" ) L : g dept rather than use a self serve i
T e Frovhdas by the County of capability available in the public GIS. developing ane o be used by
= The reference spatial layers are managed and provided by the County The public GI_S may be a little complex for ::: mrt;ler municipalities and
thraugh agreements with Provincial agencies general public use. Work with lcnun to facilitate
+ Guidance en updates ta the data such as civic addresses; updates to the Property record updates are exported from nty
secure electronic transfer of

afficial Plan and Zoning; heritage property designations are provided by MPAC by the Township, shipped to County on FIEREE ==
Township planners ta the County GIS team via email who update the encrypted USB. County applies update, data —ie eliminate shipping of
appropriate datasets which are available through the internal web GIS generates an Excel file of changes and provides USB keys by Canada Post.

In general, the Township is very satisfied by the level of service provided by to MPAC as well as to Township on an encrypted |

the County GIS team USE. Whsiigvar Dusiass takes you m
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Building

Key Observations

Pain Points

MNP

MNP

Opportunities

.

Building permit applications are received by
paper and PDF - moving towards fully
electrenic applications
Inspections are requested through the website
of by emall or phone and scheduling is done
manually and only appears In Qutlook calendar
Volume: 200 - 300 permit a year
* Pools are only permit with one
Inspection, the rest have a minimum of 2
- 3 Inspections
+ Can have more than 3 inspections, or
failed inspections (i.e. requires another
Inspection)
Cloud Permit has been chosen as the next
software solution for permits with Cavan
Menaghan and can integrate with Township's
GIS and s a self-service option for citizens

-

.

-

Ermail has a cap on file size, which means multiple

emalls for the same application are required

Need to use multiple applications (Qutlock,

Keystone, GIS, Acrobat, Bluebeam or AutoCAD)

to do the work throughout the process

Use a specific spreadsheet for costing; this must

ke done cutside Keystone

Keystone:
+ Crashes often; VPN access is very slow

Werking in AR reguires a new account for

all new custoemers and does not pull

information from other parts of Keystone:

there is manual entry for each module

MNe workflow, user must have knowledge

of the process to know what infermation

to enter

Ne search function for designers,

engineers, contractors, etc.

Multiple manual entry fields where

information has to be caleulated

separately in Excel spreadsheet

Each application s its own record

-

-

.

-

.

The Township is looking te move to Cloud
Permit software for its permit process

+ Training program is in place for updates

and new features

Contains features that are helpful to guide
customers in submitting an application; this
increases transparency and reduces errors

+ Mandatory fields

+ Attachments

= Sign-off

+ Adding parties to an application
Would provide self-service options to
customers of the Township purchasing a permit
+ Can have one project and different applications
associated to the project
Fees can be calculated in the software and
appropriate logic built in
Must ensure that Cloud Permit can integrate
with future software selutions implemented by
the Township
E-permitting could be the future system
mandated by the province; the Township needs
to prepare for this change

.

-

.

[E———— v |

Records Management

Key Observations

Pain Points

MNP

Opportunities

* The Township is currently implementing a new
records management selution (File Held) and is
examining its capabilities beyond document storage
File Hold is set up based on TOMRMS, and the there
are four layers of folders (cabinet, drawer, folder,
sub folder). The following types of records are
currently or may be managed in File Hold:

* By-laws
Inveices (planned)

Timesheets (planned)

Tax sheets (planned)

Decuments frequently requested by the
public (planned - to be available on the
webisite)

Camplaints (potentially)

* Report Writing for Council (patentially)
There is no duplicate detection for file names when
they are upleaded to File Hold
Metadata is easily added when uploaded and upon
hitting “Edit” in the scftware
The Township has purchased 21 licences for File
Hald

DRI

- .
-

-

The current invoice process is paper-based
and time-consuming; there is a lot of waste in
the process related 1o movement or
administrative tasks
* The Township is planning to use
workflows in File Held for the invelce
approval process
The current records management system is
not public-facing at all; the Township was
loaking to allow the public access to certain
documents through the website and
integration to File Held to streamline
information requests; for example, municipal
brylaves
Current Complaints process (separate from
Report an lssue process) does not have an
automated workflow for review or approvals
+ The Township may explore the options
in File Hold (particularly workflows) to
manage the Complaints process

The Township will be looking into using the review
and approval process in File Hold to streamline
inveicing, timesheets, staff reports, tax sheets, and
perhaps other internal processes

Anideal future process would include automated
notifications and emails for items waiting for
approval and an easy way (4-digit code in File Hald)
to approve and move the item inte the Finance
process (workflow to add to GL and forward to AP)
Finance could also benefit from autemated
natifications that an invoice or other item has been
approved and is ready for processing

The official Complaints pelicy process eould also be
supported by File Hold

A workflow has been set up to scan from Xerox
straight to File Held, which will save time for
administrative staff

Could look inta automating retention perlod
policies for documents in File Hold so documents
are held for the appropriate length of time before
disposal

If duplicate detection Is possible, this would help
wiith version control in File Hold

WS biisEss takes ou m
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IT Governance and Infrastructure

Key Observations

.

In general, the Township is wery satisfied with the
level of senice provided by County I T

The Director, Finance has overall responsibility
for IT and works with dept. heads on IT needs
There is no formal IT steering committee

The Director, Finance s responsible for the
Managed Service Agreement with the County
of Peterborough and for coordination with the
County

IT related purchases go threugh the Director,
Finance as per the Townships' Purchasing by-
lawe

While there is ne annual IT plan; the Director of
Finance solicits budget requests from dept.
heads related to IT when the Township's annual
budget is formulated

Township staff submit requests for IT support
via an emall to the County IT Helpdesk which
results in a ticket in the County IT's ticketing
system.

Typleally, depts determine what applications
they need and purchase it without much
involvement from County IT

There is a 3-5 year replacement plan for
compuiters

.

-

-

.

.

.

Pain Points

The Township's physical network Is net well

integrated and some components are obsolete.

There is a risk of serious disruption of access to
systems and data in the event of a network
fallure. These risks are recognized by the
Township and hardware upgrades are included
in current capital budgets.

Backup systems are in place to be used in case
of failure, however there are few redundancy
systems in place to prevent a disrupting failure
Remote log-in to Keystone is slow, This has
been addressed by some users using RDP
internally to connect to a machine that has
Better connectivity to the Keystone server,
The evalution of technology at the Township
has sceurred in an ad-hoc manner. Township
leadership has recognized that a more
systematic approach s required to achieve
citizen service objectives and to make best use
of County resources that are now available
through the Managed Services Agreement.
Exchange server upgrade incomplete on one
server, resulting in disjointed awkward setup,

.

-

MNP

MNP

Opportunities

The Township could expedite the infrastructure
upgrades that were delayed from FY 2020

A more structured governance and planning
process for IT will enable the Township to make
best use of its IT investments and resources
The County of Peterborough already is under
contract to provide IT Support; it could also
play an advisory role for Cavan Monaghan on
software selection for a supported and more
cohesive approach

A potential move te Microsoft (Office) 365 in
2021 could improve several issues with the
Exchange servers by moving to Cloud-based
managed hosting

[E———— v |

Next Steps

» MNP will consider potential opportunities
resulting from the current state analysis and
work with the Township to develop directions
and a Future State vision for IT

* MNP will work with Cavan Monaghan to
ensure that the initial recommended
technology directions align with the
Township's corporate objectives

* MNP will develop a potential future IT

architecture

* MNP will develop a draft Technology
Modernization Strategy report and finalize in
collaboration with Cavan Monaghan

Website and IT Service Delivery and Modernization Review
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MNP

Future State Introduction MNP

We have completed a review of the current state of technology at Cavan Monaghan:
*  We heard about current issues as well as what works well
+  We heard about where the Township wants to be in the medium term

Based on what we have heard we have developed a “strawman” definition of what the future might look like. This vision of
the Future State incorparates pragmatic and achievable improvements related to:

+ Risk Mitigation
+  Operational Effectiveness
« Enhanced Citizen Service

and encompasses:

» Infrastructure

+  Applications

+  Governance

and provides options for each of these areas.

Feedback from the Township team will be used to refine and finalize the Future State Definition. An implementation Plan
or Roadmap will then be developed to achieve the agreed-upon Future State - i.e. "get from here to there”.

This document does not represent a formal deliverable, but is a working document which will support the Technology
Modernization Report we will deliver at the end of this engagement,
Whairavar busiesss takas you m

o MNP
Future State Vision

High Performance Enablers

Effective governance and IT
Modern capacity
& secure infrastructure Enabling forward-looking technokogy
Enable secure access o new directions while strategically leveraging
technelogy and toals the relationshap with the County for (T
Suppart

High Performance
Cavan Managhan's inferma
ﬁ R processes and citizen service
Futre sate | I G- will be supported and
Tachnalogy enhanced by its IT
infrastructure, applications and
strategy.

Enable improved citizen
service

Citizers will have more andd
better service options

Integrated and supported
applications
Staff will have more clear, Techrology that works together
automated and streamdined and has appropriate
processes. maintenance.

Whsiravar biisienass takis ol m
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Guiding
Architectural

Principles and
Strategies

Strategy Overview

MNP

MNP

« Buy rather than build wherever possible

» A Platform approach - select fewer integrated
solutions which address related functional areas
rather than many "point” solutions

+ Cloud-first — recommended solutions must be
cloud-native or cloud-based and facilitate
migration to the cloud

+ Proven fit with Municipal operational
requirements

« Solutions that are sized for the small to lower-
mid-market and have an established small to
lower-mid-market user base

» Alignment with a technology stack that
maximizes synergy and integration is preferred

WhRravar busiess takas you m

MNP

Our three recommended strategies were developed to address three important dimensions that are required
to strengthen the technology capabilities of Cavan Monaghan and deliver the benefits that the Township

hopes to realize.

Risk Mitigation

Reducing current and future risks to
operations and service delivery due to
outdated technology and/or processes.

Operational Effectiveness
Increasing the efficiency and outcomes of
internal processes via technology.

Enhanced Citizen Service
Offering more and better service options
and results to citizens, with focus on self-
serve options.

Strategy2:
Strategy 1: otratedy Strategy 3:

T ey Rebalance - =

Objectives Upgrade R Strengthening

- = "~ . application =
Infrastructure Ay Governance
portfolio

Risk v v

Mitigation

Operational  + v v

Effectiveness

Enhanced v v

Citizen

Service

The technology roadmap will provide details about proceeding with all three strategies in a concerted way.

Whsiravar biisienass takis ol
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Priorities and
Recommended
Strategies

Priority: Mitigate
security,
infrastructure
and legal risks

Recommended
Strategy #1

MNP

MNP

(A) Mitigate risks by upgrading network infrastructure

+ Immediate Infrastructure upgrades:

* Reglace current Backup systerms with Clowd-based systems

= Replace dated {out of service) metwork infrastructure (switches, gateways)

+ Add redundancy eguipment (redundant switches, servars, & gateways)

= Migrate Exchange Server to a Cloud-based hosting emdronment
= Test and validate security posture (hardening)
+ Test and validate disaster recovery procedure
{B) Develop plan for secure exchange of data with County -
eliminating use of encrypted USE keys being mailed - and then
mplement — depends on alignment of security between township
and County systems
{ C) Future — develop plan for cloud Microsoft365 implementation
Recommended timeframe: (A) Upgrade current infrastructure &

validate security (hardening) and disaster recovery procedure -
within & months; (B) & ( C ) Following infrastructure upgrades and

security hardening - within @ months
W DUSFES Lakas poul m
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Priority:
Modernize
applications to
improve
operational
effectiveness

and citizen
service

Recommended
Strategy #2

Priority:
Strengthening
IT Governance

Recommended
Strategy #3

MNP

MNP

Functionality enhancements to improve operations and citizen service:

-

-

-

-

Replace Keystone with a modern municipal ERP solution with the ability to suppart a
unified customer profile and integrate with payment services, permitting system
{Cloud Permit), and corporate website and thus provide “Virtual Town Hall”
capabilities to citizens

Complete roll-out of Cloud Permit including integration with website to provide self
serve capabilities

Complete roll-out of File Hold for records management

mplement asset management functionality for Fleet management — preferably
utilizing City Wide in keeping with a platform approach

mplement complaint tracking functionality — if possible, using File Hold; but more
likely utilizing a Ticketing and Backlog system for Service Desk

ncremental improvements to Website

GIS - maodification to zoom extent; suite of targeted self serve applications in
collaboration with County

Land development - determine if Cloud Permit can be used as a Development
Tracking solution OR work with County to develop solution

Whsiravar biisienass takis ol m

MNP

Strengthen gowvernance by (a) establishing an inter-departmental
Technology Steering Commitiee;  (b) leveraging the capabilities of the
County to obtain advisory services through the Managed Services
Agreement (¢) potentially create a defined Technology Manager role
even if itis assigned to a County staff member or to a Township
exgcutive with more than one role

The steering committee would be responsible far:

+  Setting strateqgy and direction for Technaology

+ Approving the annual technology budget

+  Assessing application partfolio periodically to determine alignment
with overall corporate Strateqy

The Technology Manager would be responsible for:

+ Managing intake and approval of procurement and implementation
of technalogy solutions

+ Finalizing technology budget requests for both software and devices
(tablets, laptops, server, networks, etc)

+  Continually making technology capacity (incuding people, process
and budget) fit for purpose

= Gowverning processes and managing project/data commitments
Recommended timeframe: As soon as possible

WhRravar busiess takas you m
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Future State Solution Suite

MNP

MNP

. Finance  Administration "'*{:l‘“wt‘;"“ ':;‘.‘HE'“_" - _"“‘5'".
E-ii;dgrarrl:lmuni{ipal ERP [Diamond ERFVirtual High e X e X v
Full implementation of Cloud Permit High X X
Full implementation of File Hald High X N
Full implementation of City Wide High X X
Land Development Tracking system Medium ¥
£ Improved website Medium
Complaints Management System Low X
GIS - suite of targeted self serve applications Low X
The “X* in the table above depates the main departrent(s) to benefit from the system change. The rows highlighted in green and with a “¥™* in the Whaole
Organization column indicates that the change will bepefit the organization as a whole

Future State - Conceptual Architecture

dain Oifice

Micrasoft Clawd

e 165

Whairavar busiesss takas you m

Exchange
u m(’)rﬂiru?;;l

MNP

(&)SCRIBE

ArcGIS

i

B2 e3clutionsGroup

= FileHold

Public Cloud {Internet)

P, Paymenlus

Drasnd Suftawase

* CENTRALSQUARE
q e i

Cloudpermit (8

EsTavar biisieass takas i m

Website and IT Service Delivery and Modernization Review

40



MNP

MNP

Potential Solutions to implement
. the recommended strategies in
Potential accordance with the guiding
Solutions architectural principles are
presented in the following slides.

Whairavar busiesss takas you m

' MNP
Network Infrastructure & Security

Necessary Improvements and Integration with County network

» The Township should prioritize and expedite the infrastructure upgrades
that were delayed from FY 2020, where budget is already allocated,

+ Additional budget may need to be allocated to support addition of
redundancy for the hardware being replaced (point above).

» Migration of Exchange Server from on-premises to Microsoft (Office) 365
in 2021 is recommended - current systems require maintenance to bring
them to the same version level, which may be avoided by moving to
Cloud-based hosting

» Ensuring all systems (hardware and software) are license-compliant,
supported and up-to-date will open up the opportunity for further
integration with the County, based on collaborative trust that the
Township's systems are secure and won't represent a vector to
compromise the County’s network

* Once trust is achieved, and network’s are authorized for data
sharing, the Townships can eliminate the need to use encrypted USB
sticks for transferring large amounts of data.

Whaower business takes you m
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MNP

Potential Municipal ERP Solution MNP

Diamond ERP from Central Square

v'Extends ERP with Virtual City Hall for
citizen engagement

v'Built on Microsoft Great Plains product
which is proven but sunset technology

v'Product roadmap and footprint in Ontario
will be reviewed next

Wharewer business takes you

Cloudpermit MNP

Roll Out considerations

The Township is currently transitioning to a digital permit process using

Cloudpermit, an e-permitting software specifically built for municipal building

departments.

The Township should:

« Integrate Cloudpermit with a new ERP Solution (potentially Diamond ERP) to
eliminate manual entry of permits

» Investigate if Cloud Permit can be used as the basis for a Land Development
Application Management solution with workflow capabilities shared with the
County and other Townships

«  Ensure that this tool can support potential future e-permitting requirements
from the province by working with the vendor and also digitizing and
centralizing the permit process as much as possible within this new software
solution

« Eg. Virtual Information Management (VIM) files may be the future format
for permits; Cloudpermit works well with VIM

Cloudpermit currently has the capabilities to integrate with ArcGIS for looking up
parcel information (address, roll numbers, and other property data) as well as with
certain Payment providers to automate Fees Management. A REST APl is
anticipated in future release to enable integration with any back-end system.
Cavan Monaghan must continue to work with the County of Peterborough to
ensure that this tool integrates with future related technology solutions.

Whaower business takes you
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File Hold

Roll Out considerations

MNP

MNP

The Township is currently implementing an electronic document management system to digitize
multiple paper-based systems, streamline internal approvals processes and make documents
available or more easily available to the public through their website. Cavan Monaghan should:

+ Continue with the planned implementation of File Held to digitize and streamline key internal
processes (e.q. invoices, time sheets, tax sheets, eic)
+  Using the workflow graphic design tool to create pre-defined workflow templates will
support this implementaticn
+ File Held also has version control tools that must be understood and used
appropriately in these processes
+  Investigate ways to automate the process (if possible) to add inveices to the GL and forward
ta AP
+  This may include analyzing File Hold's workflow capabilities and Courier, its proof of
delivery feature
+ Configure disposition rules in File Hold to automatically archive and dispose of documents
according to retention peried policies
+  Explore cptions in File Hold (e.g. workflows) to manage the Complaints process (however, this
may be better managed with a Ticketing and Backlog system for Service Desk)

File Hold also directly integrates with Microsoft Office and SharePeint. The Township should
consider if this could enable better collaboration between departments (information sharing and
visibility) in the future. There may also be the capability to have workflow tasks appear in

CQutlook calendars to alert users of important tasks. F—————— m

CityWide Asset Manager (CityWide AM) MNP

Roll Out considerations

« CityWide AM handles the entire lifecycle of municipal assets,
particularly including financial accounting — consider whether the
financial reports are sufficient, and whether integration between
it and Diamond ERP would provide an efficiency benefit

« CityWide's APl Add-On can be leveraged if its Financial
reports are not sufficient, and more detailed data should be
brought into Diamond ERP

+ CityWide provides a Data Mart add-on for enhanced reporting,
enabling the Township to connect directly to the data in that
system for the purposes of reporting. Using a tool such as Power
BI, the township can leverage this data and build dashboards
and reports that consolidate data across CityWide, Diamond ERP.
and other systems into a single view, simplifying access to
reporting across all systems.

Whairavar busiesss takas you m
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Complaints Management System

Roll Out considerations

Ticketing & Backlogs

*  Asystem for managing tickets and requests would help with organizing
spent. Insights can be produced that help to identify areas where complaint volume is increasin
enabling the town to prioritize future automated/self-service improvements based on the types of
issues that consume the most Township resources.

*  Aticket system will provide clearer oversight of
prioritized based on importance and resource av.

*  Tools such as Atlassian Jira or “spicewo
companents of the complaints management and tracking, enabling greater transparency of work

*  Consider investigating whether it is possible to leverage the Help Desk
being used by the County for the Township's Complaints Mana ent — depends on infrastructure
upgrades allowing the Township to connect to the County network

Lability

File Hold

*  As Fie Hold is already being implemented at Cavan Monaghan and will be highly used by
Administration, it could be advantageous to use a system already familiar to staff to nanage

*  Complaints submitted under the Municipal Complaint Policy would be the best candidates to be
managed in File Hold, as they usually require higher levels of documentation and approval

documentation would be avaiable in File Hold

could streamline review and approva

*  Other types of complaints and/or requests for service that hav
more agde approach) would likely benefit from the workflow and y

*  Fie Hold is likefy not the best solution to handle a significant volume of complaints,
appear to have the visual tools for users to easdy track these complaints and/or requ or service.
Additionally, specifically designed for document management, where as complaints/request for
service typically require a different tool to manage process and outcomes.

Corporate Website

Potential improvements

The Township has recently invested in updating their website to provide better access to
information and service to their citizens. The following suggested improvements could

build on the progress already made by Cavan Monaghan.

Investigate iCreate capabilities to achieve customer service goals

* The Formbuilder module has built-in eCommerce capabilities to create customized
online payment forms; the Township should explore if these capabilities can be
integrated with their current payment providers. Any online payment solution should
integrate with a new ERP system and offer a seamless electronic transaction for both
the citizen and back-end processing.

* iCreate also offers a citizen portal module that provides many self-serve options. This
could be implemented once there are back-end systems in place to support it. The
Township should also investigate how best to integrate Cloudpermit with their
website and/or citizen portal for a seamless user experience.

Review and improve Integrations

+ Enhance integration with eScribe to enable pushing updates for existing iCalendar
records, and fix the issue where all Agenda records are created as a Council Agenda.

+ Train staff on how to administer all of the capabilities in the eForms module, to
enable more self-service capability and improve the payment processing to enable
transactions that require more complex decisioning in the processing.

work and reporting on effort

vork being requested into a single backlog that can be

could be implemented to help manage and automate some

system (spiceworks) currenthy

complaints

MNP

Wharewer business takes you m

MNP
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Planning / GIS

Potential improvements

Land Development Application Management solution with workflow
capabilities shared with the County and other Townships:

+ Investigate if Cloud Permit can be used as the basis for such a solution
» Potentially develop a custom ArcGIS Online based solution in
collaboration with the County

Additional self-service GIS applications targeted for specific purposes:

* Property viewer — streamlined tool to enable internal and external users
to quickly access property information using address, Roll, etc.

+ Land development status viewer — Show the status of development
applications/activity across the County

* Road Operations viewer — Provide a view into road capital and
operational work, support 511 call needs to identify jurisdiction and call
routing

Wharewer business takes you M

. MNP
Questions for the Future State

Additional Systems/Initiatives to Consider

In the current state assessment, we identified several challenges for users of eScribe, particularly
to record and finalize meeting minutes and votes. Should we include an analysis of these
challenges and potential replacement, upgrade, further training, etc. of eScribe within the
roadmap, or is this a low priority for the Township?

In our current state assessment interviews, we noted that the Township may move to Office 365
in 2021 and was investigating pricing. What decisions (if any) have been made on the product
and potential implementation, and should we include a move to Office 365 as a consideratian in
our roadmap?

Whairavar busiesss takas you m
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Next Steps

* Work with Cavan Monaghan to ensure
that the Future State Definition reflects
the Township's corporate objectives and
priorities

* MNP will analyze key aspects related to
potential solutions — Diamond ERP/Virtual
City Hall; Cloud Permit; File Hold in order
to develop recommendations to move
forward

* MNP will develop a draft Technology
Modernization Strategy report and
finalize in collaboration with Cavan
Monaghan

MNP
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Appendix C

Roadmap

MNP
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Project Overview

Project Stages

Current State
Assessment

MMP intersewed staff in five
departments at Cavan
fanaghan and dlid
walkthraughs of key systems
[keystone, Cloudpermit,
FileHald and GIS) as well as
the carporate website, MNP
dedvered a summary of the
current state

Strategy and Future
State

AP summarnized
apportunities and options in
a “strawman” future state and

held @ workshop with key
stakehelders ta canfirm
priarities and direction

Technology Roadmap

This document provides a
recommended technalogy
roadmap and was developed in
collsboration with Cavan
Managhan staff and includes
vendar infarmation and costing

MNP

MNP

Technology
Modernization

Report

MNP will prepare a repart
that includes 2l deliverables
and recommendations in this
progect

[E———— v |
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MNP

MNP
Roadmap Summary (2/4)

Overview

2020- 21 2021-22

Complete implementation of
FileHold for records and
document management

Complete implementation of Investigate options and implement

Upgrade infrastructure and
Ciamond ERPAVCH Complaints management system

disaster recovery procedure

N Replace Keystone with Diamond | Complete implementation of City [Improvements to public-facing GIS
Strengthen FErMAnce :
strengthen governance ERP/VCH ‘Wide for asset management system

Complete implementation of mplement improvements to

Minor improvement to GIS Cloudpermit Website

Implement Microsoft3as

Develop plan for a shared Land
Development Management
system

Microsoft 365 Evolution 1) Ongoing

Execute plan for Land Development Management solution

IT and GIS support and ope

[E———— v |

MNP
Roadmap Summary (3/4)

Investments

The tables below summarizes the costs presented in the subsequent slides for each program, on a one-time and on-going basis. The one-
time costs are primarily one-time hardware upgrade costs, one-time licensing or estimated costs for consulting support. The on-going
costs are estimated additional software subscription costs,  Subscription costs for currently licensed solutions are not included. Costs for the
Managed Services Agreement with the County are not included, The benefits of these investments are also presented on an annual basis
Costs that must be incurred to implement the recommendations are indicated here as “required” costs. The details of these costs can be
found in Ap iz A

Investment Category 2020-21 2021-22

2022-23

Required: %3200
400 Optional: §15,000 consulting
Range: %3 200to $18.200

2023-24

Required: $17,000 consulting

One-time al: §41,00 Required: $278,
] i)

428,500 (Diarmand
noe & support] phs

428,500 (Diamond maintenance | 28,500 (Diamond

i . . %l
Ongoing & support) malntenanice & support Complaints Management
aints Mana
sohution
Benefits: hew ERF with improved
reporting, financial controls and
processas inplace; snproved reconss I!eneflslnpuc---ec compl

and docu Franagesment impreved roved asset
penmitting procecses in place; Better | management, in place; mproved
collaboration and mobile capabilities in | ctizen web espenence in place
web experience. plece; Plan for chared Lan
Dieveloprent Management syst
established

management in place; iona
imMprovennents to citizen web
MESEEG Axperience

Whainavar busiesass takas you m
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Roadmap Summary (4/4)

Schedule

riscceiary pROCESa
1 iy arch 2004

Stromgthion govarance

iam 1o Bdandh 2001

shinar impreverEnt 1o IS
HH

Bplace Keysbone with Diamand ESR/VCH
(il #7021 ~ttarch mz2

Commpiete implementation of Cloadpermit
[ April 3021 - March 3022
t MficrecediB6s
Sy 2021 - August 2021
Devndop plam dor & shared Land
| Diswidinp il Marageerant st
[June B - De: 2001
| Ceergdote implamasiation of City 'Wids for
556t i agament
[Aupril DE2 - huen BRED
timprevesants to Wabsite
ARl 2022 - Masch 2023
erglerant Complaints managament systam
Bpiil 2023 - Sap ;23

iengrovamEes 1o public-fadng GIS systam
il 2023 — Masch 2024

[E———— v |

2020 - 2021 Details

The following section presents details for the 2020-2021 program.
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MNP

Upgrade Infrastructure and Disaster Recovery Procedure

Duration: 6 months

oo 0 Estimated
Activity Description
’ P Cost
Review existing equipment and environment ta capture number of users, describe wireless
c requirements, identify new systermns and services needed, security and privacy conzsiderations,
rvey for ngy Infrastr T . ! , . ; . Y . MNA
L Site Survey for Existing astruciure and application requirements (keeping in mind a future-state incuding cloud infrastructure
on Microsoft 365)
Flan for contingency (upgrades taking kanger than anticipated, equipment fails, zlow updates, WA or
POl Create Detailed Infrastructure Upgrade Plan atc). Plan communications to ensure staff are aware of service interruptions. Flan for 425,000
= and Disaster Recovery Plan capacity. Flan for project team. Plan far monitoring. Structure the upgrade in phases. Plan far Consulting
increasing refiance on Wi-Fi. Plan for dacreasing uze of VPN, Support
ER Frocurement Purchase systems, beenses and equipment to serve the plan 330,000
Ensure backup systems working and tested, and prioritze any upgrade plans affecting the
4 3 r MaA
Rill Test / Implement Backup Systems backup infrastructure first. Once testing is completed, test again.
ER Execute Upgrade Plan Replace, upgrade, and re-configure accarding to plan. M
5 B o Ersure that diszster recavery procedures are defined and tested in the context of the new A
st disaster recovery procedure smviranment.
Conduct cyber-security testing ta assess far gaps in firewalls, equipment configuration, and $30.000 10
D Test and walidate security posture scan for the presence of depreciated protocols, Includes a Maturity Threat Assessment ',;‘3':’.‘1{\.]
(15,0000 and Wireless/Intermal/External/Apphcation Penetration Testing (£75,000ta $20,000), AALA

Where costs are marked as MA, this indicates that the activity is either already captured in the Township's |T Budgst, covered
n the Managed Services Agreement with the County of Peterborough, or will be carried aut internally by Township staff. Whsiravar busiesiss takas you m

MNP
Strengthen Governance Framework

Duration: 3 months

Estimated
Cost

Activity Description

Prepare Terms of Reference incuding adoption of a centralized technalogy
U Estabdch Technokogy Steering Committes governance madel, estabdish membership; Obtain Coundl appraval if reguired; hokd NA
kick-aff meeting
5 Committee to adopt Guiding Architectural Principles recommended in the Future
Sl Adopt guiding princlples State report with a 5 year horizon HA
) X Define pracess for submitting project requests; evaluating requests; and approving
ERN Establish project intake process projects inchuding valus/cost thresholds NA
: . . M or £8,000
4 Establish software selection and procurement A process for selecting and procuring software that the technaology team is expectsd cansulting
[rOCess to support should be defined and adopted support
Establish job description and reporting responsibiity. The Technology Manager Role
should be filled by an IT specialist who would have the expertise to evaluate and
recommend various digital initiatives and understand integrations to the Township's
3 Establish Technolagy Manager role technology platform, as well as provide required IT support. The Township may seek TE0
to fill this role using their Managed Services Agresment [MSA] with the County of
Feterborough, while considening that this could increase M3A costs.
. . . . MA or £8,000
e Prepare and adopt refreshed IT polides appropriate to an organization of the N
Ll Cevelop [T Policy Handbook Towenship's size and publish an IT Palicy Handbook C:E;;T:t;

Where costs are marked as MA, this indicates that the activity is either already captured in the Township's IT Budget, covered
n the Managad Services Agreemant with the County of Petarborough, or will be carried aut internally by Township staff. Wheiravar busiesiss Gkis ou m
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MNP
Implement Short-term Improvements to GIS

Duration: 1 month

. e Estimated
Activity Description
. P Cost
Madify map extent when linking ta the Caunty public GIS fram the Township MA
1 Backmark T h ctent website so that when a user links to the public GIS from the Township website, the County GIS team
aokmark Township map esten map is zoomed to the extent Township rather than the County. - part of M3&
cost
MA
o Investigate use of “Graups” in ArcGl5 Cnline as Cnee infrastructure upgrades are completed, this could be a mechanism far County GIS teamn
= data transfer mechanisim aliminating use of encrypted USE keys for data transfer - part of M3&
cost

The casts noted above are MA, as it is assumed that County of Peterborough GIS staff could implerment this initiative within the parameters of the current Managed
Services Agreement (M5A)L If obitaining these services from the County requires adpstments to the M54, there may be additional costs

[E———— v |

2021 - 2022 Details

The following section presents details for the 2021-2022 program.
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. ‘ MNP
Complete FileHold Implementation

Duration: 6 months for activities #1 — 6; Activity #7 to be completed in 2022 — 2023

Activity Description Estimated Cost

mplement FileHold organization-wide for Diepartrvents are ourently and moving forward wsing FileHold for filing purposes.  Each department miust
doosment retantion individually crganize resowrdng for filing of historical docwments and ongoing filing of docurentation

Each departrrent will require training for their designated resources to bearn the basics and functanality of FileHald.
The Tewnship shauld continue to waork with the vendar (mage Advantage) to acguire training materals. The
Township should akso consdering investing In preniding tralning that is specific to thelr context, g training Wdees
andfor scenanios developed by Cavan Monaghan staff who are superusers. Ongaing support as departrents begin M
to wse FileHold, such as updated FAQS, weekly newsletter updates, or scheduled sessions for questions from staff.
Additionally, there may be departments that regure more o specific support for their processes of training,
traiming could be adjusted on a departrent by departiment bacis.

Congider tramming reeds and provide
standardized and ad-hoc support

Cavan Monaghan rrust work with Image Advantege and their new ERP solution vendor to ensure that FileHold and
the new ERP solubon integrate to support rew and improved workflows related to processing imeoices and any T
ather organization-wide or departrment-specfic processes,

Confierm and imglervant integration with new
ERP sobution

Finance will be the first departrient to move foreand with the invoicing approvats weorkflow in FileHold in Januan:
mplement irwoicing process in FilaHold anbcipated go-lve date for all departments |s huly 7% 2021 Each department should record its current invoicing T
process to prepare to develop their own workflow in FleHald.

Each departrrent should record s cument timeshest approvals process to prepare to develop thelr own workflow

in FileHald and implement ahead of the kuly 1% 32027 go-fve date. HA

mplement tmeshest process in FleHold

Cavan Monaghan st develop a docwmented process for staff reference for repoets that require apgpeeval fram
Develop report approval workflow rivudtiple departments before going to Coundl This documentation should be avadable to all staff and be part of EY
training materals to enable staff to create these workflows themselves for these types of reports

FileHold & not a complaints managerent solution; haweser, far formal complaints made wader the Municipal
mvastigate FileHold functionality for ! plams managemer - EEn " piants T !

" |G laints Pal Complaints Policy that are document-driven and typlcally require multiple apprenvals, FileHold workdflows may e
wricpal Lomplants Follcy provide a strearnlined process to address these types of complaints {Le filed under By-law Ko, 2018-23).
Where casts are marked as MA, this indicates that the actwity i either already captured in the Township's |T Budget, covered in the Whareuvar busbrass takes you m

Manaie(l Services .hireemenl with the Cau ni of Peterbaraugh, or will be carrisd out mternalli by Townshlﬁ staff,

- . . MNP
Replace Keystone with Diamond ERP/Virtual City Hall

Duration: 12 months Mate: Licensing and services casts are based on 2 budgetary quote provided by Central Square,

Activity Descripti Estimated Cost

Initiate praject to implement the Diamand ERP and Virtual City Hall solution in accordance with practices

Establish ERP implementation project adopted by the Steering Committee. Establish project management function for this major project. M
Define scope of the intended solution incheding future interfaces with ather systems such as City Wide:

Define sohetian scope and conceptual Cloud Permit and FileHold as well as citizen seff service functionality an the website. Develop a conceptual £8.000 cansulting

design solution design,  Diamand ERP overaps some functionality in these ather systems and not 2l the modules support

af Diamond ERP may be reguired.
Megotiate license and services contract | License software and define and executs 2 Statement of wiork with Central Square 1o sUpport the

£130,000 onetime icense

with Central Sguare implementation of Diamond ERP and Virtual City Hall a5 per the solution scope and conceptual design
Define detailed requirements Diocuinent detailed requiremnents within the scope defined above, $20,000 (Central Souare)
Canfigure sohetian ‘Work with Central Sguare to deploy and configure schutian 348,400 (Central Sguars)
) . Wiork with Central Square to migrate sample data from Keystone, Testsolution to conform that functional " -
Migrata sample data and test solution requirements ars met, £28.000 (Central Square]
e raini !
conaudt ralning and abtain Train users and abtain access ta product documentation $22.000 (Central Square]
documentation
Accept angd sign-off solution Canduct acceptance testing, complate data migration and Gao-Live £22.000 (Cantral Sguars]
Fi TG e " § Have Baker Tilly, Financial Auditors far the Tawnship, to conduct a review of Financial — 1T General Controls W& - Part of Tawnship's
inancial - I General Controk audt following the Diamand ERP implementation. annual financial audit
Where costs are marked as WA, this indicates that the activity is either already captured in the Township's IT Budget, covered in the -
Managed Services Agreemant with the County of Patarborough, or will be carried aut internally by Township statf. Wheiravar busiesiss Gkis ou m
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Complete Cloudpermit Implementation

Duration: 1year (Activities #1 - #4 within first 6 months)

MNP

Activity Description Estimated C
Enter historical datasl rrrits inte Claudpermit The Township showld continue with plans to enter historical data and active legacy permits into
1 o '0 S]O 2l data/legacy parmits mie Liourdpe Clodpert to hawve one source of truth for bullding permite. This would ideally be cormpleted by end MA
fargang of Jume 2021 or s soon as possible
" " Clowsdparmt 1o be configured for Cavan Monaghan's particular business needs e.g. variows permits
2 il J g . g A
= Configure Cloudpermit for cther permit types other than buiding, swch as deck, pool, etc) to create a single Interfaceftool for 2l types of pesmits
Ag part of Diamond ERP irplernentation, Cavan Monaghan should explore and confiem the integration Part of consulting
3 Integrate with the new ERP Solutan (Dlamond ERP) between Clowdpermmt and Diamaond ERP to aveid ranual entry of permits into the ERP systen that suppot for Dlarnond
exit in Cloudpermit, as well & to fully integrate Cloudpermit with the payment system. ERP
N . Enable payrment of permit related fees diractly in Cloudpermmt, keveraging the integration ta Dlarmand
4 Integrate / enable payment processing ERF to cagiture financial data coming out of that system appropriately. M
The Township should look at werkflow capabilities shared with the County and other Townships during
ther investigation. Cloudpermit cumently has the capabilities to integrate with ArcGIS for looking up
5 Investigate if Cloudpermit can be vted ac the bags fora | pascel information (address, roll numibers, and other property data) as well ac with cartain Paymeant TED
= Land Development dpplication Management solution providess to automate Fees Management. A REST AP s anteipated in future release to enable -
integration with @y bade-end systern. Collaboration with the County of Peterborough during this
activity ls especially important to explore all options
Ersure that this tool can support potential future e-permitting requirentents from the province by
wionking with the vendor and also digitizing and centralizing the perrmit process as msch as possible
6 Support future e-permitting requirements within this new saftware solution (g Wirtual Information Management (VIM) files may be the futue MNA
format for permits; Coudperrnit works well with VikL The Towrship should also looks at exports from
Cloudpermit into MPAC to determine if thelr data can be sent to MPAL in & more automated peocass,
§ . § Cavan Monaghan st continwe to work with the County of Paterborowgh to ensure that this tool
i P h A
! Collaborste with County of Peterborough (angaing] integrates with future related technology solutions

‘Where costs are marked as NA, this indicates that the activity is either already captured in the Township's IT Budget, covered in the
Managed Services Agresment with the County of Peterborough, or will be carried out internally by Tawnshi

Implement Microsoft 365 — Planning Phase (1/2)

Duration: 3 months

staff,

[ . |

MNP

1 Irventory Users Collect the number of wser accounts flogin names, emal addresses) MA

2 Imvertory Mailboxes Collect the numiber and size of mailboxes (inchading shared maibores and conference reoms MNA

3 Docurent Client Configurations Cullgct client versions and configurations {browsers, operating systems, office appfications, mobile A
varsions, and 5o on)

4 Docurnent Network Settings Reference Collect Fle_vtauls on your network sattings {DNS hosts, prowy and/or firewall configuration, internet A
conmactivity)

llect infommati fil I I g it — which fal individual

5 Dietail Logical Network Storage Valumes Collect information on file storage UCMC.\"\!S @ shares) — which folders reprasant individual A
departments, and the st users who require access to each ane

_ llect th il licati h integr ith et lactive di

(] Identfy Applcations Integrated with Existing Systems o et the detal # 2oout any applications that 2ne integ ated with ewisting systerns {active directory, MA
mail enabled applications, workflow, and 50 onl
Chonsa to add usars indrvidually or in bulk, Tha bulk may require writing custom PowarShall scripts,

7 Determina Account Migration Mathod f & mailbox &5 migrated and ne license is assigned in 30-days, the mailbox will be delated MNA&
automatically
Choosa Cloud-only or Hybed kdantity, Hybeid |dentity Recommendedt User account exists in AD DS

8 Determina Authentication Mathod and 2 copy & also in the Azure AD tenant for your Miorosoft 365 subscription, The user sccount in MNA
Azure 8D might ako include » hashed version of the user sccount password

B The requirements for file structures and thes theeshalds on Micresoft Teame must be considersd
2 5 Stn -
] E-'alum_ E.'fst'"g File Share Structur for Cloud before migration, & the curment retwork file stroctune may not be cormpatible. See these articles: A
Compatiality L s . t and " . t

Where costs are marked as WA, this indicates that the activity is either already captured in the Township's IT Budget, covered in the
WManaged Services Agreemant with the County aof Peterborough, or will be carried aut internally by Township staff.

Whsirgvar busiesss takas you m
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MNP
Implement Microsoft 365 - Planning Phase (2/2)

Duration: 3 months

Activity Jescriptio Estimated Co!

Decide on Email Migration Methad \?I:.nnse e:the.' a_\_utl.:.\-e.' Migration or a Hybed Migration. Cutower Migration Recommended: ) A

Dietarmina Allowad Devicas What devicas will users ba able to connact from {remotely, from mobile dewices, or just from your network]? A
Remaowe duplicates and other unnecessany object and attributes ﬁnm the exlsting Active D 'ectcu} n"\d prepare for

Cleanup dctive Directary and Malbowes | dowd-based Directoey requirements, single-sign-on, etc: W Sy . {ldenitify MA

mailbones assoclated with accounts no longer used)

dentify winecescany intermediary devices and servers, aim to create the simplest pessible network configuration for
traffic out of the local office to the Microsaft Cloud metweork. Avald funneling traffic into a central data centre for af MA
Office 365 bound conrections.

Design the Simplest Possible Local-
Metwork Configuration

Enzure that traffic bound for Office 365 = identified, treated appropriately and managed differently to netweork traffic

ri Fi Q05
Configure Firewzlls and bound for geners or unknown Internet web sites that employess mey Browss.

MA&

Engure Office 385 traffic i not being bottenedsed by network security devices, proxles, inspection devices or any other
Tast Connectivity to Office 385 duplcate sacurity mechanizms already prowided by Office 365, Captuuet'\e |.'|=SE' 0] :-e:fo mance for your netwark to MA
Office 365 Auwvilk netwark testing and the follewing infarmation

Engure all end-users desktops and dewices are running opesating system patch levels that are compatitle with the
atest Office 2019 desktop eppbcoations, and have installed Boowser wersion suppaorted by Office 385 Online: 5

Update Client Systarms N X A
Wirdenws 10 Fall Creatars Update or later s required for OneDrive Sync
Decide on Email Migraion Method L.'I?nnse e:the.'a.Cutn.:.\-el' Migration or a Hybad Migration. Cutowes Migration Recommended: 1, Tt tiple A
Dietarming Allowed Devicas What devices will wsers be able to connact from {remotely, from mobile devices, or just from your networkl? A
Where costs are marked as NA, this indicates that the activity Is either already captured in the Township's IT Budget, covered in the
Managed Services Agreement with the County of Peterborough, or will be carried out internally by Township staff Wharauar buskedss takas you m

Implement Microsoft 365 — Execution

Duration: 2 weeks

mated Cost

Set up the Domalrng, and configure application settings for emall, instant messaging, anfine
1 Configure Cffice 365 meetings, web collabaration, and file storage incuding creation of Departmental Team's MA
and the correspanding Decument Libraries that replace the legacy Shared Network Drives)

Canfigure hybrid identity and access management connection between local-network and

2 Frepare Directary Synzhronization clowd identity systems e
3 Prepare Single Sign-Cn Canfigure local Active Directary and users with settings necessary to suppart Single Sign On A
EI Test Directory Services and Single Sign On Ensure authentication in 3 hybrid environment is functioning as intended NA
5 Setup User Accounts and Licenses Aded yaur users and Assign boenses to users in Office 365 MA
P Migrate Emal and Fie Storage Data g:;ﬁ:;:;:;ﬁ?;;f;ﬁnge On-Premises to Exchange Cnline, and copy cleaned Metwork NA
7 Migrate DNS Settings When you update your domain’s MX record, all new emai far anyone who usas your domain NA

will now come to Office 365

Install the latest Office 365 applications on all client systems to connect to Office 3635
[ Feconfigure Clients Systems Enable Group Policy to Configure team site libraries to sync autornatically in place of the NA
legacy Shared Metwork Drives

Enable backup systems to connect to the new Exchange Cnline server and shared folders on

9 Enable Backup Teame

MNA

Where costs are marked as WA, this indicates that the activity is either already captured in the Township's IT Budget, covered in the -
Managed Services Agreemant with the County of Patarborough, or will be carried aut internally by Township statf. Wharavar buskss takas you m
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MNP

Develop Plan for a Shared Land Development Management Solution

Duration: 6 months

. - Estimated
Activity Description
L P Cost
Discuss with County and other lower-tier Townships to gauge interest in a shared
cuss with s hald i
1 Discuss with stakehalders sofution. Should be done at Coundl and leadership level. MA
3 [ I Establsh shared project governance and roles and responsibilities including NA
Stalbish project governance assigning praject manager and schition architect rales
- Progect Manager and Salution Architect to deselop solution concept in consuftation
3 Develop Sclution Concept with stakehalders A
Diewelop a project charter including a hagh level project plan, cost estimates,
vek + ) El - - MA
4 Develop Project Charter resourcing needs and schedule for approval by participating jurisdictions

It 5 assumed that the County of Peterborough GIS team could fill the Project Manager and Schution Architect role for this inttiative.  The casts noted above are M&, as
itis assumed that these services from the County cavered within the parameters of the current Managed Services Agreement (MSA), If abtaining these services
fram the County requires adiustrnents to the M54, there may be additional casts

[E———— v |

2022 — 2023 Details

The following section presents details for the 2022-2023 program.
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. . ) MNP
Complete CityWide Implementation

Duration: 3 months

Estimated

Cost

£3.200 [(Already

Complete training of CinWide far Wayne and Evan (Flest, Roads, Operations) to bulgeted for
1 Complete training and implementation enable the Township to take ownership of managing fioeed assets directly in CityWide 2020/20
- Tameline: tentative City'Wide
mptementatian)
Should be
_ & one-way data transfer of any updates to the asset register from CiyWide to nchuded in
El |ntegrate Dismond ERP Diarnand ERP — Tirmeling: after Diamane ERP & in place. [Hamond ERP
Implermantation
3 Explore options for integration with Wirtusl City Explore options availzble on the CityWide platform to enable a virtual city hall NA
Hall integrated with the Corporate Website

Where costs are marked as MA, this indicates that the activity is either already captured in the Townships IT Budget, covered in the Managed Services Agreement
with the County of Peterbaraugh, or will be carried aut internally by Township staff

[E———— v |

. . MNP
Implement improvements to Website

Duration: Activities #3 - #5 would occur within the 2022 - 2023 program*

Estimated

Description Cost
Wirtwal City Hall offers citizens self-sendce and onfine payment options. When Keystone fs MA (part of
Diefine and implement integration of webste and replaced with Diarmand ERP/Virtual City Hall, there & a task to define future interfaces with _ Diamond
1 Virtual C ‘ Hall 4 R other systerns aned to develop citizen seff seriice functionality. The Township must ensure ERPAVirtual City
- N that Wirtwal City Hall integrates with the webdite both for the back end as well &5 for the wer Hall
interface {le website can be a “one-stop shop® for citizens) mplementation)

The Township chould investigate how best to integrate Cloudpesmit with ther website
and/or potential citizen self-sendce portal for a seambess user experience. This can be
reviewed as part of the conceptual solution design for Diemand ERPAVIrual City Hall (noted
abene as Activity 1)

2 Imvestigate Choudparmit integration NA (sae pbove)

iCreate offers & Formbuilder module with bullt-in eCommerce capabilites to create

TED depending on
customized onling payment forme, & well a5 3 ctzen portal module thet provddes self- U depending o

Investigate iCraat akilit r onli Y - WH
- ;uc;lzhw; 'crz"c:;;:;a FES:M:: meﬁ;‘: [o:‘nct"\al | serve optione Both these aptions could be explared if Virtual City Hall does not meet the 11n|e1|§rvhtic|n
=4 L T sali-5a P o o X r a ) o h -
Virtual ity Hall does meet expectations] Torwnship’s payment and self-serdce expectations.  Any online payment solution should and cost of

Integrate with a new ERP system and offer a seamless electranic transaction for both the

atarnative
citizen and badk-end processing. slemstves

Enhance integration with eSeribe to enable pushing updates for existing iCalendar reconds, MA finternal
4 Review and improve integration with eSoibe jongoing) | and fix the jsue where all Agenda records are created as a Coundl Agenda as part of exercise by
ongoing comversations with efcribe and eSolutions, Township staff)
As part of the ongoing effort to provide better senvce theough the webste, the Township
. . should review the online customer jowrney for key processes, such s reporting lssues v MA or $15,000
5 Reviaw ard improve online customear journey o
’ cornglaints, accessing econamic developreent sendces, bullding permit applcations, etc. consulting support

This can be an internal exercise or wtilize consulting support

*We would note that the first twn activities take place as part of the 2021 - 2022 program, Activities 3 -5 ane for Cawan Muonaghan to
axplore and complete within the one-year t meframe of tha 2022 - 2023 program Whainavar busiesss takas you m
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2023 — 2024 Details

The following section presents details for the 2023-2024 program.

. MNP
Implement Complaints Management System

Duration: 6 months

Activity Description mated Cost
The Township should anahyze their business needs for a complaints management system. This
nchudes speaking with departments to identify the volume of complaints, the current workload to
n PP - ) track and respond to these complaints using current processes, response times (if available) and
1 Analyze needs for a Complaints Management | e oneting capabities fe.g. what types of complaints ara typically made, number of 9,000 consulting
systam complaints, seas‘malit}' of complaints, etc). The Township should alse consider the benefit of a support
complaints management system, both to respond to complaints in a timely manner and for future
reporting capabilities (e.g. reporting based on collected data could be used for dedision making).
The Townshap should explore internal options for a complaints management system. For examiple, if
Microsoft Teams becomnes widely used/available at the Township, there is an option to use a Kanban
Board (Tasks/Planner) to track, collaborate on and rezpond to complaints. This tool could provide
2 Explars internal options for a Complaints wisibdity and some enhanced |'_—:'::-ort ng capaks r,-_ for the T-:wrs"ni!a. FileHokd i= atso an -:va-:vr to $8,000 cansulting
Management system track and collabarate on certain types of complaints {eg. complaints related to the Municipa support
Complaints Palicy). Any options considered must alsa be able to intzgrate with the website for =P
complaints submitted through the website to automatically be generated in the complaints
management system.
The Township could consider external {ie. new software tools) aptions for a complaint management
Explore external options for a Complaints system if their business needs are sufficient to require a software tool to track, manage and report TBD {depends on
e Management system (optional) on complaints. A solution such as JIRA Service Desk is specifically designed to track and manage wvendor quates)
complaints, but would be an additional cost for the Tawnship.
The Township must make a decision on what tool {internal or external) they will use far complaints 1BD based on the
4 Implement Complaints Management system | management and implement it, in collaboration with the County of Peterboraugh to ensure they solution selected
can provide appropriate IT Support. T
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Implement Improvements to Public-Facing GIS

Duration: 1year

Activity

Description

Estimated

1 Implement Property Viewsr application

In collzboration with the County and using current GIS infrastructure and licenses,
define requirements, design, develop, test and deplay a streamlined seff-serve
Proparty Viewer

Cost

MNA

Implernent Land Development Status Viewer
application

ra

In collaboration with the County and using current GIS infrastructure and licenses,
define requiremants, design, develop, test and deploy streamlined self-serve Land
Development Status Viewer —if shared Land Development Management system i
implemented, this viewer will publish data from that system

MNA

3 Implernent Road Operations Viewer application

In collaboration with the County and using current GIS infrastructure and licenses,
define requirements, design, develop, test and deploy streamlined self-serve Road
Oiperations Viewsr

MNA

Where costs are marked as NA, this indicates that the activity is either already captured in the Townships IT Budget, covered in the Managed Services Agresment
with the County of Peterborough, or will be carried out internally by Township staff. For this initiative, it is assumed services will be provided by the County GIS team.

[E———— v |

Ongoing Program Activities

The following section presents details for key ongoing activities.
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- - - - MNP
Ongoing Program Activities
Supporting and Building on the Roadmap

Evolution of Microsoft 365
rng + Ensureinter-departmental collaboration and take a business-case, requirements-based approach for the
technical configuration and roll-out of M365 functionality going forward,
+ Create a continuaus training plan available to all employees to address canstant change of the platform
+ Consider a training service (subscription) that provides on-demand training videas that support users
staying up to-date,

e

Implementation of Shared Land Development Management system

+ A modern map-enabled solution with workflow capabilities to manage Development Applications
developed in collaboration with the County and the other lower-tier Townships would significantly enhance
citizen engagement and transparency around the land develapment function, An example of results from a
similar application is presented on the following slide. A variety of solution approaches are possible: (a)
ArcGIS Online- based; (b) based on Cloud Permit; (c) based on a commercial praduct such as Citywarks or
based an a platform such as Microsoft Dynamics CRM.

why

Regular IT Support

% +  Once infrastructureis upgraded and Microsoft 365 is rolled out, IT support will be needed to support a

N Cloud-based infrastructure. Typical of that environment is constant change, and therefore IT support takes
on the rale of enabling continuous change, which is a departure from legacy support where applications
and infrastructure are static. The role of IT support moves fram “fixing” systems to enabling effective use of
applications. e usingss Glds o

MNP
Example Development Tracking Application

Town of Whitchurch-Stouffville

Town of =
Whitchurch-
Stouffville
Development
This interactive Activity Map ,
development activity
map can be fo
{/townofw

Tris imeractie map shows the location of ai

s wenin the

v Addtione
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Appendix A

Detailed Cost Brea

MNP
Detailed Cost Breakdown

2020 - 2021 Program
The tables below summarize the ane-time and ongoing costs presented for the 2020 - 2021 program. Costs that are required to implement
the Roadmap are indicated, as well a3 optional costs 1o support implementation. Where an initiative or activity in the 2020 - 2021 program
is nat included, the costs were assumed to be part of the County's IT Budget and/for current technalogy implementation plans.

Initiative Activity Cost
Category
Upgrade Infrastructure and Disaster Recovery Create Detailed Infrastructure Upagrade Optional $25,000 - Consulting
Procedure Plan and Disaster Recovery Plan Support
Procurement Reguired 430,000
Test and validate security posture Required $30,000 to $35,000
Strengthen Governance Framework Estabiish software selection and Optional 58,000 - Consulting
procurgment process SUpport
Develop IT Policy Handbook Cptional 58,000 - Consulting
support
TOTAL Required: $60,000 -
$60,000 to $106,000 S65,000
Optional: 347,000
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Detailed Cost Breakdown

2021 - 2022 Program

MNP

MNP

The tables below summarize the one-time and ongeing costs presented for the 2021 - 2022 program. Costs that are required to implement
the Roadmap are indicated, as well as optional costs to support implementation. Where an initiative or activity in the 2021 - 2022 program
is not included, the costs were assumed to be part of the County’s IT Budget and/or current technology implementation plans.

Initiative

Activity

Replace Keystone with Diamond ERP/Virtual
City Hall

Define solution scope and conceptual design | Required §8,000 consulting support
E’:EI{:S;?;ZJ::;SE AN services contract v Required 5130,000 onetime license
Define detailed requirements Required §20,000 (Central Square)
Configure solution Required 548,400 (Central Square]
Migrate sample data and test solution Required £28,000 (Central Square)
Conduct training and cbtain documentation Required $22,000 (Central Square)
Accept and sign-off solution Required §22,000 (Central Square)
Diamand maintenance and support (ongaing) | Sngaing £28,500

TOTAL
$306,500

Required: $278,400
Ongoing: $28,500

Detailed Cost Breakdown

2022 - 2023 Program

[E———— v |

MNP

The tables below summarize the one-time and ongoing costs presented for the 2022 - 2023 program. Costs that are reguired to implement
the Roadmap are indicated, as well as optional costs to support implementation.  Where an initiative or activity in the 2022 - 2023 program
is nat included, the costs were assumed to be part of the County's T Budget and/or current technology implementation plans.

Initiative

Activity

Cost
Category

{ongoing)

Complete CityWide Implementation Complate training and implementation Required £3,200 (Already budgeted
for 202042021 CityWide
implementation)

Implement improvements to \Website Review and improve onling customer journey | Cptional 515,000 consulting support

Diamond ERP/Virtual City Hall Diamond maintenance and support Ongaing $28,500

TOTAL
$31,700 - $46,700

Required: $3,200 (already
in budget)

Optional: $15,000
consulting

Ongoing: 28,500
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MNP
Detailed Cost Breakdown

2023 - 2024 Program
The tables below summarize the one-time and ongeing costs presented for the 2023 - 2024 program. Costs that are required to implement
the Roadmap are indicated, as well as optional costs to support implementation. Where an initiative or activity in the 2023 - 2024 program
is not included, the costs were assumed to be part of the County’s IT Budget and/or current technology implementation plans.

Initiative Activity Cost

Category

Analyze needs for a Complaints Management | Required §9,000 consulting support
SYSTEM

Explare internal options for a Complaints Required | $8,000 consulting support
Management system

Implement Complaints Management System

Implement Complaints Management system TeD TBD
Diamond ERP/Virtual City Hall Diamend maintenance and support Cngaing 528,500

{ongoing)
TOTAL Required: $17,000
345,500 cansulting

Ongoing: $28,500

[E———— v |
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Appendix D

Diamond ERP Overview

MNP
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The Diamond Solution
Explored from 3 Main Groups of Users

MNP

) CENTRALSQUARE

Confidential and Proprietary

Product Blueprint: A Fully Integrated
Solution

Diamond Product Blueprint
EMPLOYEE SELF FICE IZEN SELF
SERVICE SERVICE
ll'.

HUMAN COMMUNITY | REVENUE
PAYROLLTIME=| caprraL DEVELOPMENT | MANAGEMENT

ENTRY
PAYROLL SELF- MANAGEMENT

Payroll PERMITS CASH RECEIPTING
HR TICKETING PROPERTY TAX
. PET LICENCE UTILITY BILLING

REPORTING
BUSINESS LICENCE

FULLY INTEGRATED

FINANCIALS
Q Questica

FINANCIAL ACCOUNTING

PROJECT & ASSET COSTING
PROCUREMENT

REPORTING & BUSINESS INTELLIGENCE

On-Premise I

& CENTRALSQUARE |

Managed On-Premise

Hosted

Confidential and Proprietary
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Pre-Built Integrations (not a complete list)

Property Taxes Payroll
= MPAC * Accounts Payable
= Pre-Authorized Payment (an banks) = Direct Deposit (all banks)
= Citizen Portal = Employee Portal
= Mortgage Companies = Web ROE
* OMERS
Utility Billing = T4 XML
=  Meter Readings (Neptune, iTron, Sensus, etc.) = Employee Portal {timeshests & leave

requests with approvals,
skillfcartificationsftraining)

= Pre-Authorized Payment (ai banks)
= Citizen Portal

General Ledger

Purchasing (AP & PO) * Integrated to all supplied modules
= EFT (anbanks) = Configurable GL Journal Import

= Diamond Modules (GL, Payrall, Utilities, Parmitting) = Questica & FMW Budgeting

= Invoice Import (e.g. utility invoices, doc managemant) = Management Reporter

= Tax Rebating
= Safe Pay
= Purchasing Cards (all banks)

MNP

Accounts Receivable
= EFT (all banks)

= Invoice Import

= (Citizen Portal

Centralized Cash Receipting
= All other supplied modules

= Payment Import (all banks)

= PCI Compliant Citizen Portal

{Monaris, Bamboora, Paymentus)

Other

= eBilling

= Excel

= S0L Server Reporting Services

= Most any system through the
integration suite and scripts

{ CENTRALSQUARE | -

@ Paperless

\ Tax Bills
- Tax Certificates

Confidential and Proprietary

AR Statements

Cash Receipts

' Tax Arrears

Cash Receipt PAP

\ Tax Assessment Notice

PAP Changed Letters

' Tax Statements

Pet Licenses

' Tax Welcome Letters

Pet License Renewal Notice

Utility Bills _ Business Licenses
Utility Arrears g™ Permits
AR Invoices - Permit Applications

& CENTRALSQUARE =+ Account Managers

Confidential and Propretary
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Thank you for the opportunity

to submit this Report.

KINCENTRIC>

@ PRAXITY"  Best Employer

......... ¢ Business Globally
CANADA 2019

- MNP_/

Wherever business takes you -



