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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: 

• Establish modern and secure technology infrastructure, 

• Put in place a suite of supported and integrated applications, 

• Enable efficient and effective processes, 

• Improve service to citizens, and 

• 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: 

• 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system is obsolete and no longer fit for purpose and must be replaced.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. 

• 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 Strategy 1:  Upgrade 

Infrastructure 

Strategy 2:  Rebalance 

application portfolio 

Strategy 3:  Strengthen 

Governance 

Risk Mitigation ✔  ✔ 

Operational 

Effectiveness 
✔ ✔ ✔ 

Enhanced Citizen 

Service 
 ✔ ✔ 

Table 2 – Roadmap Overview 

2020 – 21 2021 – 22 2022 – 23 2023 - 24 

Upgrade infrastructure 

and disaster recovery 

procedure 

Complete 

implementation of 

FileHold for records 

and document 

management 

Complete 

implementation of 

Diamond ERP/VCH 

Investigate options and 

implement Complaints 

management system 

Strengthen governance Replace Keystone with 

Diamond ERP/VCH 

Complete 

implementation of City 

Wide for asset 

management 

Improvements to 

public-facing GIS 

system 

Minor improvement to 

GIS 

Complete 

implementation of 

Cloudpermit 

Implement 

improvements to 

Website 

 

 Implement 

Microsoft365 

  

 Develop plan for a 

shared Land 

Development 

Management system 
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Table 3 – Roadmap Investments 

Investment 

Category 
2020 – 21 2021 – 22 2022 – 23 2023 - 24 

One-time 

Required:          

$60,000 - $65,000   

Optional:   

$41,000 consulting 

Range:       

$60,000 to $106,000 

Required:  

$278,400 

Required:      

$3,200 

Optional:  

$15,000 consulting   

Range:      

$3,200 to $18,200 

Required:   

$17,000 consulting 

Ongoing 

 $28,500  

(Diamond 

maintenance & 

support) 

$28,500  

(Diamond 

maintenance & 

support) 

$28,500  

(Diamond 

maintenance & 

support) plus 

TBD subscription to 

Complaints 

Management 

solution 

 Benefits: Secure, 

supported network 

infrastructure in 

place with validated 

cyber security. 

Improved 

governance in 

place; initial 

improvements to 

citizen web 

experience. 

Benefits: New ERP 

with improved 

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.  

Benefits: Improved 

asset management, 

in place; improved 

citizen web 

experience in place.  

Benefits: Improved 

complaints 

management in 

place; additional 

improvements to 

citizen web 

mapping 

experience. 
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2.0 Introduction 
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: 

• Administration 

• Fleet Management 

• Complaints Tracking and Resolution (Clerk’s Department) 

• GIS/Mapping 

• Building 

MNP developed a summary of the current state by 

reviewing documentation provided by the Township 

(e.g. service agreements, municipal policy documents, 

etc.), conducting interviews with Township staff in all 

departments and including vendors as needed in 

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.   

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 

discussed with key stakeholders at the Township for 

their input and feedback. 

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: 

• Mitigate security, infrastructure and legal risks 

• Modernize applications to improve operational effectiveness and citizen service 

• 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: 

• Upgrading Network Infrastructure and 

Security 

• Potential Municipal ERP Solution 

• Cloudpermit 

• FileHold 

• CityWide Asset Manager (CityWide AM)  

• Complaints Management System 

• Improvements to the Corporate Website 

• 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: 

• 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; 

• 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 

• 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 

3.1.1 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: 

• Administration – Financial Management 

• Administration – Keystone 

• Administration – Corporate Website 

• Clerk – Meeting Minutes and Agendas 

• Clerk – Complaints Tracking and Resolution 

• Public Works – Roads, Fleet & Water 

• Planning – GIS/Mapping 

• Building  

• Records Management 

• IT Governance and Infrastructure 

3.2 Future State Vision 
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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 

 

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 
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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.   

4.2.1 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. 

4.2.2 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 

Infrastructure 

Strategy 2:  Rebalance 

application portfolio 

Strategy 3:  Strengthen 

Governance 

Risk Mitigation ✔  ✔ 

Operational 

Effectiveness 
✔ ✔ ✔ 

Enhanced Citizen 

Service 
 ✔ ✔ 

 

4.2.2.1 Mitigate Security, Infrastructure and Legal Risks 

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

immediate infrastructure upgrades: 
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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. 

4.2.2.2 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 

4.2.2.3 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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• 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 
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Figure 4 – Diamond ERP Solution:  Product Blueprint 

 

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 

 

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 “✔” in the Whole Organization column indicates that the change 

will benefit the organization as a whole. 
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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 2021 – 22 2022 – 23 2023 - 24 

Upgrade infrastructure 

and disaster recovery 

procedure 

Complete 

implementation of 

FileHold for records 

and document 

management 

Complete 

implementation of 

Diamond ERP/VCH 

Investigate options and 

implement Complaints 

management system 

Strengthen governance Replace Keystone with 

Diamond ERP/VCH 

Complete 

implementation of City 

Wide for asset 

management 

Improvements to 

public-facing GIS 

system 

Minor improvement to 

GIS 

Complete 

implementation of 

Cloudpermit 

Implement 

improvements to 

Website 

 

 Implement 

Microsoft365 

  

 Develop plan for a 

shared Land 

Development 

Management system 

  

 

5.1.2 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 
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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 
2020 – 21 2021 – 22 2022 – 23 2023 - 24 

One-time 

Required:          

$60,000 - $65,000   

Optional:   

$41,000 consulting 

Range:       

$60,000 to $106,000 

Required:  

$278,400 

Required:      

$3,200 

Optional:  

$15,000 consulting   

Range:      

$3,200 to $18,200 

Required:   

$17,000 consulting 

Ongoing 

 $28,500  

(Diamond 

maintenance & 

support) 

$28,500  

(Diamond 

maintenance & 

support) 

$28,500  

(Diamond 

maintenance & 

support) plus 

TBD subscription to 

Complaints 

Management 

solution 

 Benefits: Secure, 

supported network 

infrastructure in 

place with validated 

cyber security. 

Improved 

governance in 

place; initial 

improvements to 

citizen web 

experience. 

Benefits: New ERP 

with improved 

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.  

Benefits: Improved 

asset management, 

in place; improved 

citizen web 

experience in place.  

Benefits: Improved 

complaints 

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 

 

Program Year 2021-2022 

 

Program Year 2022-2023 
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Program Year 2023-2024 

 

 

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 
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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 

2020/2021 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 

6.4.1 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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Appendix B 
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Appendix D 
 

 

Diamond ERP Overview 
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Thank you for the opportunity 

to submit this Report. 


