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2. 

 

Background 
 

This report is provided as a follow-up to two previous update reports presented to 

Council on September 27, 2014 and November 6, 2014. Based on the preliminary 

observations in those two reports, the consultant made several recommendations for 

next steps in the Service and Structure Review that were completed in Phase 2 of the 

project.   

 

The Phase 2 work plan was approved by the CAO in August 2014 and guided the work 

of the consultant. Based on the following work plan the consultants have identified 

several key recommendations for consideration to improve the operational 

effectiveness of Town operations: 

 

Phase 2 Work Plan and High Level Observations 
 

Task 1: Develop senior management team position/job descriptions  

 

The consultants worked with the CAO to develop job descriptions for three new senior 

management positions identified in the new organizational structure. This included the 

Directors of Operational Services, Corporate Services and Community and Protective 

Services as contained in Appendix 1. The consultants also provided a recommendation 

for salary ranges for the three new positions based on comparable positions in similar 

sized municipalities. For the Town to move forward in a progressive manner the 

consultants believe the creation of these new management positions will provide the 

CAO with additional support to assist Council in implementing the strategic priorities 

identified in the new strategic plan and to plan and implement service improvements 

to key Town services.  Without these positions the CAO will have less ability to identify 

and make the requisite changes to position the Town for success. At a minimum the 

Director of Corporate Services and Operational Services should be filled in the 

immediate future. The consultant understands a new Financial Officer has been hired 

and will commence employment with the Town in May. The person hired for this 

important position has the requisite skills sets and should be empowered to make 

meaningful and systemic change in the financial services and financial planning areas.  

 

Task 2: Develop business planning and budget process model to support strategic and 

operational planning and service delivery.  

 

The consultants reviewed current business planning and budgeting processes and 

recommended a new planning cycle as contained in Appendix 2 to improve the timing 

and effectiveness of business planning and budgeting processes to support 

organizational and strategic planning and performance. Implementing the new 

planning cycle will align with Council’s new strategic plan and will identify opportunities 

to provide resources to achieve strategic priorities.  
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Task 3: Develop stakeholder engagement framework and stakeholder engagement 

processes.  

 

The consultants developed a stakeholder engagement framework informed by best 

practices in the municipal sector. The framework supports stakeholder engagement 

processes including purposes, approaches and optimal timing of stakeholder 

engagement activities to coincide with the Town’s strategic planning and budgeting 

processes. Adhering to a consistent stakeholder engagement protocol will help the 

Town engage stakeholders at appropriate times and in appropriate ways. 

 

Task 4: Develop and recommend a new standard report format for Council reporting 

processes.  

 

The consultants developed and recommended a new standard report format for 

Council reporting processes. The new report format provides relevant information in a 

consistent format to facilitate discussion and decision-making by Council on 

each/topic or issue presented. Contents of the standard report format include the 

following:  

 

 Title  

 Recommendation(s)  

 History  

 Discussion  

 Justification  

 Alternatives  

 Financial Considerations  

 Environmental Considerations  

 Risks  

 

Task 4: Conduct a high level review of select municipal services identified by the CAO.  

 

The consultants conducted a high level analysis of the Finance and Public Works 

functions identified by the CAO to determine if the Town is providing relevant services 

consistent with organizations of comparable size. The consultant observed that there is 

considerable room for improvement in financial and operational services planning that 

can be addressed with appropriate management input and oversight. 
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Phase 2 Observations and Recommendations 
 

1. Recruit Candidates for the Three Recommended Senior Management Team Positions 

 

WMC recommended the creation of three new senior management team positions to 

support the CAO in the achievement of his legislative, strategic and operational 

responsibilities. Going forward, Council and the CAO should collaborate on 

implementing the proposed new senior management organizational structure identified 

in Section 3 of the WMC Phase 1 report as soon as possible. This will require an action 

plan to deal with current employees that may be considered for new management 

duties and advertising to attract suitable candidates if the positions cannot be filled 

with internal candidates.  The consultant is of the opinion that the Director of Corporate 

Services and the Director of Operational Services should be filled with external 

candidates given the specialized nature of the qualifications.  

 

It must be recognized the addition of new management team members will have costs 

that will need to be factored into current and future budgets. This action may generate 

concern in the organization and community about the reasons for expansion of the 

management group. Suffice to say the CAO is not presently resourced to achieve 

Council’s new strategic and operational agenda by himself, and adding additional 

management capacity should have happened long ago and this action is well past 

due. It is an issue that will need to be managed to ensure that the community fully 

understands the rationale for the change.  

 

Based on the proposed new organizational structure presented in the Preliminary 

Observations Report, the consultant worked with the CAO and Assistant CAO to create 

detailed job descriptions and advertisements for the following management positions: 

 

 Director, Corporate Services; 

 Director, Operational Services; and 

 Director, Community Services. 

 

The consultant conducted a high level review of the compensation data for 

comparable management positions in municipal government in Alberta to determine 

the gap between the Town’s current management compensation and new 

compensation levels that would be required for the three new positions.  In order to 

attract candidates with the requisite education, skill sets and experience for these 

senior management positions, higher salaries will be required. The current salary of 

$70,000/annum for the Assistant CAO and the Financial Officer is considerably lower 

than compensation levels that would attract qualified candidates to the three new 

management team positions.  
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From a budget and financial perspective, the situation is complicated by the fact that 

the Electrical Line Foreman earns slightly more than the CAO. Under normal 

circumstances the salary of the CAO should be five to ten percent more than next 

highest compensated employee in the organization. To correct this situation it would be 

necessary to adjust the CAO’s salary to approximately $120,000. Compensation for the 

Director of Operational Services should also be higher than the Electrical Line Foreman. 

Consequently, compensation for the Operational Services Director should be set at 

$100,000 to $115,000 which is marginally higher than the Electrical Line Foreman but not 

higher than the CAO. Compensation for the two other management team members 

would be recommended in the $90,000 to $105,000 range. The consultant recognizes 

this will generate potential controversy in the community but in order to attract the right 

candidates it will be necessary to compensate candidates based on relevant market 

and local considerations. As long as the Town operates its own electrical wires business 

it will experience this anomaly because compensation for electrical line staff is higher 

than other union and management positions.  

 

Detailed job and position descriptions are attached as Appendix 1. 

 

2. Complete the Development of Strategies and Actions to Support the New Strategic 

Plan to Guide the 2015 Business Plan and Budget 

 

The consultant recommended a new strategic and business planning framework that 

should be adopted to guide key planning processes for the balance of the current 

council mandate. The framework identifies key timelines under which strategic plans 

should be adopted to guide business plan and budget development and ongoing 

administrative reporting timelines.  

 

Going forward and given that Council has developed its first strategic plan; Council 

should work with the CAO to refine outcomes for each of its identified strategic priorities 

and strategies to support the strategic plan development process. Outcomes are 

statements of what success will look like if the strategic priority is achieved. 

Administration should also identify the strategies and actions and relevant costs to 

support the strategic priorities in each of the next three years recognizing the 

immediate impact is on the 2015 Operating and Capital plan and budget.  

 

This activity should also include implementing Citizen Engagement and Communication 

tasks as identified in the proposed Four Year Strategic and Business Planning Cycle to 

include the components identified in Appendix 2 to this report.  
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3. Complete Services Review of Key Town Office and Public Works Functions 

 

As part of Phase 2 the CAO identified finance functions in the Town office and Public 

Works as two areas for a high level review.  

 

3.1 Finance Department Functions  

 

The consultants met with the Finance Officer and the two accounting clerks to review 

their primary job functions to understand the distribution of finance duties including, 

accounts receivable, accounts payable, municipal assessment and taxation and other 

general office duties. The functions observed are typical for an organization of the Town 

of Fort Macleod’s size.  

 

Recommendations 

 

3.1.1 Given that the Town has recently hired a new Finance Officer to replace the 

current Finance Officer retiring in June it would be appropriate to allow the 

new Finance Officer to make adjustments to work assignments that she 

believes are in keeping with her overall responsibilities for the financial 

reporting functions to Council, the community and Alberta Municipal Affairs. 

In general terms the consultants noted that payables functions and 

receivables functions should be handled by separate employees where 

possible. Payroll should ultimately be transferred to the Finance area.  

3.1.2 The consultants noted that tax recovery processes have been outsourced to 

an external third party. The number of properties that were subject to tax 

recovery notification would suggest that the process should be handled by 

Town finance staff and not be contracted out because the cost of the 

additional services are added to the tax roll for each property subject to tax 

recovery notification.  

 

3.2 Public Works and Utilities Department Functions 

 

The consultants met with the Public Works Foreman to review high level public works 

functions and conducted a telephone interview with the Water and Waste Water 

Foreman to discuss operation of the water and waste water treatment plants. From 

these discussions the consultants noted several matters that should be addressed by 

the CAO with Council support.  

 

The consultants noted that while the water and waste water plants are operating under 

a comprehensive work plan and schedule consistent with the Town’s operating licence, 

the Public Works Foreman was not able to provide a current and up-to-date work plan 
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for the current period identifying major work priorities for the Public Works area for 2015. 

When asked for the current work plan the foreman made reference to the 2014 plan 

but was not able to provide the consultants with a copy of the old plan. The lack of an 

up-to-date work plan would suggest that major functions in the public works 

department are reactive as opposed to proactive. One of the major reasons the 

consultants recommended the creation of a management position for public 

works/operational services functions would be to ensure that a department work plan is 

developed and implemented as part of the annual business planning and budgeting 

cycle and is costed appropriately. Undertaking the work plan would fall to the Public 

Works Foreman and the public works workforce who are best positioned to do the work.    

 

The consultant also noted that there have been ongoing discussions and some 

acrimony concerning shift schedules for the three utilities staff that operate the two 

treatment plants. Recent shift schedule changes implemented by the CAO were not 

well received by staff notwithstanding the CAO attempted to negotiate several 

different options that were rejected by staff. The new schedule should ensure that labor 

costs to operate the plants are kept to an appropriate level by reducing unnecessary 

overtime pay. The consultants did not accept that all three operators were required to 

staff the plants during the regular work week and then have to schedule weekend 

coverage at substantial overtime cost. Other comparable municipalities are able to 

schedule staff to operate the plants consistent with the license to operate grants by the 

Province of Alberta. The CAO and at least one member of Council have been 

discussing this situation with other comparable municipalities to gather their insight.  

 

Recommendations 

 

3.2.1 That the Town recruit a new Director of Operational Services to be responsible 

for all public works and utilities functions. This recommendation is based on 

the fact that the absence of an up-to-date department work plan suggests 

that a senior manager with hands on experience in an operational service 

area is needed to plan and direct the work of the department. Working 

within an approved operational plan will ensure that key service priorities and 

maintenance of the Town’s municipal infrastructure are proactive as 

opposed to reactive in nature.  

3.2.2 That the Town investigate outsourcing operation of the Town’s water and 

waste water treatment plants to an external third party qualified to operate 

similar facilities. This recommendation is based on the challenge that all 

municipalities are experiencing in attracting and retaining qualified operators 

skilled in operation of water and waste water treatment facilities. The Town is 

facing the retirement of the current foreman and replacing this individual 

with another qualified operator will be a challenge. There are at least three 
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private sector companies that would be capable of providing operational 

services under contract provisions which would relieve the Town from the 

staffing challenges. Various municipalities such as the Town of Banff, 

Canmore, and Okotoks have made similar decisions to contract their water 

and waste water services to an external service provider.  

3.2.3 That the Town investigate either outsourcing operation of the Town’s 

electrical wires business or selling the electrical wires business to an external 

third party. Like the water and waste water treatment plant operations 

described above the Town will be challenged to recruit and retain qualified 

operators to run the Town’s electrical wires business. Selling the wires business 

would generate capital that could be invested for other municipal purposes. 

In an era of electrical deregulation, the benefit of owning the electrical wires 

business has eroded and may no longer be worth the additional cost and 

responsibility.  
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Appendix 1 – New Senior Management Team Job Descriptions 
 

 

 

 

 

 

 

 

 

 

 

 



 

   

TOWN OF FORT MACLEOD 

Position Description 

 

POSITION TITLE:  DIRECTOR OF CORPORATE SERVICES 

 

REPORTING TO:  Chief Administrative Officer 

 

POSITION(S) SUPERVISED: Taxation Clerk 

    Accounts Payable/Accounts Receivable Clerk 

_____________________________________________________________________________ 

 

A. PURPOSE OF POSITION 

 

Reporting to the Chief Administrative Officer, the Director of Corporate Services is responsible for 

providing management, leadership and direction to all functional services areas in the 

Corporate Services Department, including Finance, Legislative Services, Information Technology, 

and Human Resources.   

 

B.  TYPICAL DUTIES AND RESPONSBILITITES: 

 

1. Administration: 

 

 Acting as technical advisor and providing assistance to Council, management and staff, 

and the public on financial, legislative services, and human resources matters. 

 Coordinating preparation of the annual Operating and Capital Budgets. 

 Coordinating preparation and annual updating of the 10-year Capital Budget. 

 Reviewing expenditures against the budget on a monthly basis. 

 Reporting to Council the financial status of the municipality on a regular basis. 

 Managing all of the Town’s revenue collection processes. 

 Managing the Town’s investment portfolio. 

 Managing the Town’s assessment and taxation program. 

 Managing the financial aspects of Town delivered utilities including electrical services.  

 Preparing for and participate in internal as well as external audits. 

 Preparing various financial statements and reports as required by Alberta Municipal Affairs. 

 Reviewing and updating policy in purchasing, staff pay and benefits, utilities, fees, penalties, 

and in other similar areas. 

 Overseeing preparation of Council and Council Committee meeting agendas and minutes.  

 Attending Council meetings and attend meetings of Committees, Commissions and Advisory 

Bodies as required. During meetings, make observations, suggestions and recommendations 

as appropriate. 

 Assisting Council and administration in the development, compilation, maintenance and 

updating and implementation of policies pertaining to finance, legislative services, human 

resources and communications. 

 Carrying out the functions of Returning Officer during municipal elections unless another 

person is appointed by Town Council to fulfil the duties of a Returning Officer as provided in 



    

2. 

 

the Local Authorities Election Act. 

 Notifying the CAO of any problem areas in finance, legislative services, and human 

resources. 

 

2. Leadership, Staffing and Supervision 

 

 Planning, developing, implementing, coordinating, supervising, controlling, evaluating and 

updating all finance, legislative services, human resources and communications programs 

and activities to meet the Town’s current and future needs and ensuring programs meet 

identified goals and objectives. 

 Directing activities of the Department through the supervisors of the various functional areas.  

 Ensuring that the Town’s financial resources are managed in accordance with provincial 

and federal legislation and other regulatory requirements. 

 Ensuring that the Town’s human resources services are managed effectively and efficiently.  

 Maintaining the Tax and Assessment Rolls and being responsible for Tax and Assessment 

processes as prescribed in the Municipal Government Act.  

 Planning, organizing, directing and control the Corporate Services department and 

administering the department in conformity with the strategic direction, corporate policy, 

and all relevant statutes, bylaws and resolutions. 

 Ensuring that policies and programs adopted by Council and /or the Chief Administrative 

Officer are transmitted to Town managers and employees. 

 Ensuring reports presented to Council meet the objectives of the CAO and contain the 

necessary information and recommendations to facilitate Council’s decision making.  

 Providing direction and control related to the preparation of the operational plans and 

annual budgets of the Corporate Services functional areas.  

 Recommending Corporate Services staff for training opportunities offered through Provincial 

government and other agencies to ensure proper operating and safety skills. 

 In consultation with the CAO, recruiting, selecting and recommending individuals for all full-

time and part-time employment in the Corporate Services department. 

 Supervising, evaluating, disciplining and recommending Corporate Services staff for 

promotion, demotion and dismissal in consultation with the CAO. 

 Assisting in the development, implementation and maintenance of job descriptions in 

consultation with the Corporate Services supervisors and ensuring staffs are knowledgeable 

of their duties and responsibilities. 

 Establishing two-way communication with staff to facilitate downward flow of decisions and 

upward flow of ideas and recommendations.  

 Ensuring that all work practices of subordinate staff meet municipal, WCB, & health and 

safety regulations and standards. 

 Ensuring Corporate Services staff attends and participates in regularly scheduled health and 

safety meetings. 

 

3.   Evaluation, Planning, Research 

  

 Conducting on-going evaluations of all functional areas in Corporate Services Department 

to ensure continuing effectiveness. 
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 Researching and gathering information pertaining to existing and future local, regional and 

provincial legislation, human resources, communications and working with staff to determine 

the community’s existing and future resources and needs. 

 Using collected evaluation and research data to formulate, in consultation with Council, the 

CAO and staff, all plans to meet the present and future community needs. 

 Initiating, through Council, required additions, changes or deletions to existing corporate 

services programs and equipment. 

 Remaining current on legislative, financial, human resources and communications trends 

and best practices to identify efficiencies and cost-savings for the department. 

 

4.   Public Relations 

 

 Communicating, interpreting and creating awareness in employees a need to actively 

develop, promote and maintain a public service orientation and strong public relations. 

 Fostering public relations by participating, meeting with or speaking to public and private 

organizations, individuals and interest groups in regards to the operations of the Corporate 

Services department. 

 Initiating, working cooperatively and harmoniously with individuals, officials, private and 

public sector authorities and organizations to jointly plan, coordinate, promote and work on 

activities that will benefit the entire community. 

      

5. Professional Development 

 

 Keeping abreast of current trends, best practices and developments in the field of 

leadership and supervision, finance, human resources and communication. 

 Attending and participating in various courses, workshops and seminars as required to further 

professional development. 

 

C. QUALIFICATIONS 

 

 Completion of the majority of course work towards a CMA or CGA designation coupled with 

local government training/certification. 

 A minimum of five years’ experience at a senior management level.  

 Familiarity and understanding of Alberta Municipal Government Acts, bylaws, policies and 

procedures.  

 Excellent verbal and written communication and public relations skills. 

 Ability to interact well with, and respond to inquiries from Council, management, employees, 

and the public.  
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TOWN OF FORT MACLEOD 

Position Description 

 

POSITION TITLE:  DIRECTOR OF OPERATIONAL SERVICES 

 

 

REPORTING TO:  Chief Administrative Officer 

 

POSITION(S) SUPERVISED: Public Works Foreman 

    Water Works Foreman 

    Electrical Line Foreman 

Parks Foreman 

Development Officer 

__________________________________________________________________________ 

 

D. PURPOSE OF POSITION 

 

Under the direction of the Chief Administrative Officer the Director of Operational Services is 

responsible for providing management, leadership and direction to all functional services areas 

in the department, namely roads, water distribution, wastewater systems, equipment 

maintenance, planning and development, and budgeting relating to all of the above.   

 

E. DUTIES AND RESPONSIBILITIES: 

 

1. Administration 

 

 Attending Council meetings and other meetings as required. 

 Budgeting and approvals for purchasing for all service areas in the department 

 Planning - annually prepare a list of requirements for improvements, repairs and equipment 

necessary for the smooth operation of the department. 

 Directing, controlling and accounting for all Operational Services Department capital and 

operating expenditures in accordance with approved budgeted appropriations and 

purchasing level authorities. 

 Acting as technical advisor and providing assistance to Council, management and staff, 

and the public on Operational Services matters. 

 Assisting Council and administration in the development, compilation, maintenance and 

updating and implementation of policies pertaining to Operational Services. 

 Managing the health and safety program for the Town. 

 Working with Town planning services advisors to ensure that new development meets 

existing Town development standards.  

 Working with Town engineering service advisors to ensure that new development meets with 

existing Town development standards. 

 Notifying the CAO of any problem areas in public works, maintenance or operational service 

areas. 
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2. Leadership, Staffing and Supervision 

 

 Planning, developing, implementing, coordinating, supervising, controlling, evaluating and 

updating all maintenance and safety programs to meet the town’s current and future needs 

and ensure those programs meet the goals and objectives of the Town. 

 Directing activities through the Foremen of the various Operational Services areas.  

 Directing the operations of the Town’s Water/Wastewater facilities, electrical distribution 

systems and transportation systems.    

 Offering, as required, in-service training to Operational Services employees and /or 

recommend staff for training opportunities offered through Provincial government and other 

agencies to ensure proper operating and safety skills. 

 In consultation with the CAO and Human Resources recruiting, selecting and recommending 

individuals for all full- time and part-time employment in the Operational Services 

department. 

 Supervising, evaluating, disciplining and recommending Operational Services staff for 

promotion, demotion and dismissal in consultation with the Operational Services Foreman. 

 Assisting in the development, implementation and maintenance of job descriptions in 

consultation with Human Resources and the Operational Services Foreman and ensure staff 

is knowledgeable of their duties and responsibilities. 

 Establishing two-way communication with staff to facilitate downward flow of decisions and 

upward flow of ideas and recommendations.  

 Ensuring that all work practices of subordinate staff meet municipal, WCB, & health and 

safety regulations. 

 Ensuring Operational Services staff attends and participates in regularly scheduled health 

and safety meetings. 

 

3. Evaluation, Planning, Research 

  

 Conducting on-going evaluations of all phases of existing facilities and equipment to ensure 

continuing effectiveness. 

 Researching and gathering information pertaining to existing and future local, regional and 

provincial facilities, equipment resources, material and personnel which may determine the 

community’s existing and future resources and needs. 

 Using collected evaluation and research data to formulate, in consultation with the  

Foremen, CAO and Council, all plans to meet the present and future community needs. 

 Initiating, through Council, required additions, changes or deletions to existing maintenance 

programs, facilities and equipment. 

 Remaining current on Operational Services trends, and best practices to identify efficiencies 

and cost-savings for the department. 

 

4.   Public Relations 

 

 Communicating, interpreting and creating awareness in employees a need to actively 

develop, promote and maintain strong public relations. 

 Fostering public relations by participating, meeting with or speaking to public and  private 
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organizations, individuals and interest groups in regards to the operations of Operational 

Services and the services provided. 

 Initiating, working cooperatively and harmoniously with individuals, officials, private and 

public sector authorities and organizations to jointly plan, coordinate, promote and work on 

local Operational Services activities that will benefit the entire community. 

 

5.  Professional Development 

 

 Keeping abreast of current trends, best practices and developments in the field of  

supervision, energy conservation, facilities, maintenance, preventative maintenance and 

new equipment. 

 Attending and participating in various courses, workshops and seminars as required to further 

professional development. 

 

C. QUALIFICATIONS 

 

 A diploma or degree in civil or municipal engineering [CET, P.Tech(Eng.), P.L. (Eng.) or 

P.Eng.].  Other equivalents may be considered. 

 Five to seven years related experience in a progressively responsible supervisory position in a 

municipal operational services environment.   

 Demonstrated success in a leadership capacity.  
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TOWN OF FORT MACLEOD 

Position Description 

 

POSITION TITLE:   DIRECTOR OF COMMUNITY SERVICES 

 

REPORTING TO:  Chief Administrative Officer 

 

POSTIONS SUPERVISED:  Fire Chief 

By-law Enforcement Officer 

FCSS Coordinator 

Recreation Foreman 

____________________________________________________________________________ 

 

A. PURPOSE OF POSITION 

 

Under the direct supervision of the Chief Administrative Officer the Director of Community and 

Protective Services plans and manages the overall operation of the Community Services 

Department, including  Fire, RCMP, Bylaw Enforcement, Recreation, and Family and Children’s 

Social Services (FCSS) and planning and budgeting relating to all of the above.   

 

B. TYPICAL DUTIES AND RESPONSBILITITIES: 

 

1. Administration 

 

 Directing, controlling and accounting for all Community Services Department capital and 

operating expenditures in accordance with approved budgeted appropriations and 

purchasing level authorities. 

 Budgeting and approvals for purchasing for all functional service areas in the department. 

 Planning - annually preparing a list of requirements for improvements, repairs and equipment 

necessary for the smooth operation of the department. 

 Acting as technical advisor and providing assistance to Council, management and staff, 

and the public on Community Services Department matters. 

 Attending Council meetings and other meetings as required. 

 Assisting Council and administration in the development, compilation, maintenance and 

updating and implementation of policies pertaining to Community Services. 

 Notifying the CAO of any problem areas in Fire, Policing, Bylaw Enforcement, Recreation, or 

FCSS.   

 

2. Leadership, Staffing and Supervision 

 

 Planning, developing, implementing, coordinating, supervising, controlling, evaluating and 

updating all Community Services department programs and services to meet current and 

future needs and to ensure those programs and services to meet the goals and objectives of 

the Town. 

 Directing activities through the supervisors of the various service areas including the 

scheduling of all parks and recreational facilities.  
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 Recommending staff for training opportunities offered through Provincial government and 

other agencies to ensure proper operating and safety skills. 

 In consultation with the CAO, recruiting, selecting and recommending individuals for all full- 

time and part-time employment in the Community Services department. 

 Supervising, evaluating, disciplining and recommending Community Services staff for 

promotion, demotion and dismissal in consultation with the Community Services supervisors. 

 Assisting in the development, implementation and maintenance of job descriptions in 

consultation with the Community Services supervisors and ensuring staff is knowledgeable of 

their duties and responsibilities. 

 Establishing two-way communication with staff to facilitate downward flow of decisions and 

upward flow of ideas and recommendations.  

 Establishing and maintaining positive relationships with neighbouring municipalities with 

respect to programs and facility operations.   

 Maintaining a current knowledge of all grant programs that may be available to support 

community initiatives. 

 Ensuring that all work practices of subordinate staff meet municipal, WCB, & health and 

safety regulations. 

 Ensuring Community Services staff attends and participates in regularly scheduled health 

and safety meetings. 

   

3.  Evaluation, Planning, Research 

  

 Conducting on-going evaluations of all phases of existing community services programs to 

ensure continuing effectiveness. 

 Researching and gathering information pertaining to existing and future local, regional and 

provincial facilities, equipment resources, fees, contracts for facility usage, material and 

personnel which may determine the community’s existing and future resources and needs. 

 In consultation with the supervisors, CAO and Council, using collected evaluation and 

research data to formulate all plans to meet the present and future community needs. 

 Initiating, through Council, required additions, changes or deletions to existing community 

programs. 

 Remaining current on Community Services trends, and best practices to identify efficiencies 

and cost-savings for the department. 

 

4. Public Relations 

 

 Communicating, interpreting and creating awareness in employees a need to actively 

develop, promote and maintain strong public relations. 

 Fostering public relations by participating, meeting with or speaking to public and  private 

organizations, individuals and interest groups in regards to the Community Services 

department  and the programs and services provided. 

 Initiating, working cooperatively and harmoniously with individuals, officials, private and 

public sector authorities and organizations to jointly plan, coordinate, promote and work on 

local Community Services activities that will benefit the entire community. 

 Actively promoting the use of community facilities. Cooperating with the local groups and 
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individuals in planning and implementing a broad range of recreational programs for all 

ages and advising them on financial and other resources available to support program 

initiatives.   

 Responding to public enquiries, media requests for information or complaints with regards to 

department activities, following approved policy and procedures. 

 

5. Professional Development 

 

 Keeping abreast of current trends, best practices and developments in the areas of 

leadership and supervision, library services, recreation services and fire services. 

 Attending and participating in various courses, workshops and seminars as required to further 

professional development. 

 

C. QUALIFICATIONS 

 

 Post-secondary education in recreation, community planning or other related field.  

 A minimum 5 years’ experience in the municipal sector or senior management operations 

with supervisory experience preferred.  

 Familiarity and understanding of Alberta municipal legislation, bylaws, policies and 

procedures.  

 Thorough knowledge of municipal operations and sufficient knowledge of the functions of 

Fire, Bylaw Services, Recreation and Family & Community Support Services, to provide 

effective overall leadership for these functions and to represent service needs to Council, 

the senior management team, and the community.  
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Appendix 3 – Public Engagement Framework 
 



 

   

Town of Fort Macleod    
 

Public Engagement Framework 
 

Public Engagement Described 
 

Public engagement is an on-going process of communication and interaction between the 

Town of Fort Macleod as a municipal corporation and its residents/ businesses and stakeholders. 

Public engagement facilitates information exchange, discussion, debate, and decision-making.  

Effective public engagement results in decisions that are more responsive to public needs and 

values.  

 

Public Engagement - Guiding Principles  
 

In order for public engagement to be authentic and effective, it must be based on the following 

principles: 

1. Inclusive Planning: The planning and design of any public engagement process should 

include input from appropriate local officials as well as from members of intended participant 

communities. Participants should join those organizing the process in setting the terms of 

reference for the whole exercise, and framing the questions that they will discuss. 

 

2. Transparency: There should be complete transparency of the activities carried out within the 

process to those both inside and outside. Clarity and transparency about the public 

engagement process should identify sponsorship, purpose, design, and how decision makers 

will use the process results. 

 

3. Authentic Intent: A primary purpose of the public engagement process is to generate public 

views and ideas to help shape local government action or policy, rather than persuade 

residents to accept a decision that has already been determined. The process should 

contain safeguards against decision-makers using a process to legitimize existing assumptions 

or policies. 

 

4. Breadth of Participation: The public engagement process includes people and viewpoints 

that are broadly reflective of the local agency’s population of affected residents. 

Participation should be broad based, including stakeholders with different interests on the 

subject being discussed. 

 

5. Informed Participation:  Participants in the public engagement process have information 

and/or access to expertise consistent with the work that sponsors and conveners ask them to 

do. There should be a diversity of information sources and perspectives available to 

participants. 
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6. Accessible Participation: Public engagement processes are broadly accessible in terms of 

location, time, and language, and support the engagement of residents with disabilities. 

 

7. Appropriate Processes: The public engagement process utilizes one or more discussion 

formats that are responsive to the needs of identified participant groups; and encourage full, 

authentic, effective, and equitable participation consistent with process purposes. This may 

include relationships with existing community forums. 

 

8. Authentic Use of Information Received: The ideas, preferences, and/or recommendations 

contributed by the public are documented and seriously considered by decision makers. The 

engagement process should include an audit trail to explain whether policies were changed, 

what was taken into account, what criteria were applied when weighing up the evidence 

from the process, and therefore how the views of those involved in the participatory process 

may have made a difference. This should be explored together with as many of those 

involved in the process as possible. 

 

9. Feedback to Participants: Local officials communicate ultimate decisions back to process 

participants and the broader public, with a description of how the public input was 

considered and used. 

 

10. Evaluation: Sponsors and participants evaluate each public engagement process with the 

collected feedback and learning shared broadly and applied to future engagement efforts. 

 

Types of Decisions  
 

Public engagement is integrally linked to decision-making and as such the approach to public 

engagement must reflect the type of decision. Most decisions are directive, consultative or 

collaborative. Where decision-making authority is given to citizens, decisions are classed as 

citizen-led.    

 

  DIRECTIVE     CONSULTATIVE        COLLABORATIVE            CITIZEN-LED 

        



    

3. 

 

Types of Public Engagement 
 

The type of public engagement must be informed by the type of decision. The degree to which 

the public is engaged in the decision-making process includes five levels of engagement that 

can be placed on a continuum with inform being the least engaged and empower being the 

most engaged. 

 

  

 

 

 

 

 

 

Inform: The public is provided with balanced and objective information to assist them to 

understand the issue, the alternative considered and the proposed solution. In these instances, 

the public is least involved in decision-making. 

 

Consult: Public feedback is sought on alternatives and solutions to an issue prior to a decision 

being made.  The intent is two-way communication to raise awareness and understanding of an 

activity or project and to receive public feedback.   

 

Involve: The Town works directly with the public so that issues are understood and considered. 

Feedback from the public is analyzed and incorporated into appropriate alternatives and 

outcomes. 

 

Collaborate: There is joint planning and decision-making between the Town and the public. The 

public participates in the analysis of issues, the development of alternatives, and directly 

influences decisions, recommendations and outcomes. 

 

Empower: The Town empowers citizens to initiate and make final decisions. Citizens take 

ownership of the process and are accountable for the outcomes of the decision, and the Town 

implements the decision. Citizens act independently, though the Town may provide technical or 

financial support. 

 

 

 

 

INFORM          CONSULT            INVOLVE          COLLABORATE           EMPOWER 
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Public Engagement Framework 

THE INCREASING LEVEL OF PUBLIC ONVOLVEMENT IN AND THE INFLUENCE ON DECISION MAKING

INFORMATION SHARING IS A KEY COMPONENT OF THE ENTIRE CONTINUUM

INFORMATION SHARING CONSULTATION ACTIVE PARTICIPATION

Sharing information to build 
awareness

To present information to the 
public about issues that may 
affect them 

Information
Provide complete, objective, 
reliable, timely and easy to 
find and understand 
information

Testing ideas or 
concepts to build 
knowledge

Collaboration to develop 
solutions to build 
commitment

To provide information 
and receive feedback or 
comments

To involve stakeholders 
in the development of 
solutions

Consultation
Define goals and processes clearly state the purpose 
and limits of the exercise and the Town’s 
commitment for the use of the public input

Active Participation
Provide time and flexibility to 
facilitate a dialogue between Town 
representatives and the public and 
define process for integrating 
decisions into the process

To partner with 
stakeholders in 
the development 
of 
recommendations

Stakeholders have 
the responsibility 
for making the 
decision

Sharing decision 
making to build 
ownership

Delegating 
decision making 
to build 
responsibility

PUBLIC 
INVOLVEMENT 

BUILDING 
BLOCKS

THE PURPOSE 
OF THIS TYPE 

OF 
INVOLVEMENT 

IS:

THE 
RESPONSIBILITY 

OF THE TOWN

Source: International Association for Public Participation (IAP2) 
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Communications and Information Sharing Tools 
 

There are a wide range of tools and communication tactics that can be used for public 

engagement. The choice of tool or tactic will depend on the type of decision and the 

commensurate level of public engagement required. 

 

Information Sharing Process Tools  
 

TOOL DISCUSSION CONSIDERATIONS 

MEDIA ARTICLES 

OR COVERAGE 

 Media articles can raise awareness of 

municipal projects. 

 Generate awareness through public 

service announcements, press 

releases or news conferences. 

 Develop a media 

relations/involvement plan. 

 Pro-activity is key to effective and 

accurate media coverage. 

 Develop a relationship with the 

media so they come to the Town 

for the facts. 

 Ask stakeholders about which 

media sources they rely on to get 

information. 

ADVERTISING  Some projects require advertising; 

regulations or legislation may define 

what needs to be advertised. 

 Advertising is appropriate for major 

public events that have a broad 

geographic scope.  

 Consider the development of a 

Public Involvement Calendar on 

the Town’s website. 

 The calendar will provide a 

consistent place to find 

information to advise citizens 

when, how and where they can 

be involved. 

 Timing is critical; ensure people 

have advance notice.   

NEWSLETTERS  Using the communication tools of the 

stakeholder organizations is 

advantageous as they have 

dedicated readership. 

 On larger projects, a project 

newsletter can be very helpful to 

stakeholders. 

 The newsletter can be circulated in 

hard copy or electronically 

depending on audience needs. 

 Keep it brief.   

 Present enough information to 

grab people’s interest and 

provide a way for them to 

contact the Town to get more 

information. 

 It is essential that the information 

is finalized before it is turned in to 

the organization.  Ensure contact 

information is included. 
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TOOL DISCUSSION CONSIDERATIONS 

BROCHURES, 

FLYERS OR FACT 

SHEETS 

 Use these tools to provide factual 

information to a broad cross-section 

of the public. 

 Fact sheets can be delivered by mail 

drop, inserts into other publications, 

posting on the website and/or e-

mailed. 

 Use these tools to explain the scope 

and impact of the project and to 

curb the flow of misinformation.  

 Keep it concise, clear and 

minimize the use of acronyms 

and jargon. 

 These tools are an excellent way 

to revive interest in a long term 

project or when moving to the 

next phase of a larger project. 

WEBSITES  The Internet is commonly used as an 

information sharing tool for public 

involvement. 

 Websites along with on-line surveys 

can be used to gather information. 

 Municipalities have the responsibility 

for including the full range of 

constituents, some of whom may not 

have access to the Internet and 

limited capacity to use the 

technology effectively.   

 A website is only one way to 

share information and must not 

be used as the sole 

communication tool. 

 When using the Internet, use less 

text and more graphics. 

 Integrate web monitoring tools so 

the Town can document the type 

and amount of usage. 

INFORMATION 

REPOSITIORIES – 

LIBRARY, TOWN 

HALL, HOSPITAL & 

OTHER PUBLIC 

FACILITIES 

 Some legislation requires that notices 

and reports are provided for access 

by the general public. 

 While information repositories are not 

frequently used for information 

sharing, they do provide a means for 

people to get information that they 

unable to access through other 

channels.   

 Consider using the repository as a 

distribution centre of information. 

 Make sure the staff of the facility 

knows where the information is 

being stored. 

 Consider posting the same 

information on the website. 

INFORMATION 

HOTLINE 

 A hotline can be set up for specific 

projects. 

 The intention is to provide up-to-date 

information on issues affecting the 

public. 

 For the most part, websites have 

replaced information hotlines. 

 An information hotline is not the 

same as a customer service line. 

 IT provides access to those 

people who do not have access 

to the Internet. 

 The use of information hotlines 

can present a risk of eliminating 

people who are not fluent in 

English and who cannot follow 

complicated instructions. 
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TOOL DISCUSSION CONSIDERATIONS 

PUBLIC DISPLAYS 

 

 Setting up stationary displays at 

public facilities i.e. arena, mall, 

schools, hospital lobbies, etc. can 

provide introductory information and 

informal consultation. 

 

 Displays need a person in 

attendance to answer questions 

and supervise the display. 

 Select the facility based on the 

audience that the Town wishes to 

reach. 

PRESENTATIONS  Presentations are useful for complex 

projects to outline scope and impact 

of project, the timelines, and the 

range of involvement. 

 Everyone hears the information at the 

same time. 

 Presentations can be used to build 

trust and transparency; however, if 

people are overwhelmed with the 

information, they may see it as an 

exclusionary tactic. 

 

 Provide a manageable amount 

of important information.  

 Limit the number of speakers. 

 The presenter must have good 

presentation skills and speak to 

the level of the audience. 

 Provide ample time for questions 

and answers. 

 Use a skilled facilitator to keep 

the discussion on track. 

 Provide handouts of the 

information presented. 

 Making a presentation to a 

meeting of an organization is a 

way of providing information to a 

specific audience. 

SITE VISITS  OR 

TOURS 

 The experience can move 

participants to a new level of 

understanding and facilitate a truly 

informed discussion. 

 The impact of this type of information 

sharing should not be 

underestimated. 

 Clearly define the purpose and 

the benefits of a tour or site visit 

before deciding to use this tool. 

 Ensure that the host knows what 

types of things the group needs 

to see to inform their discussion. 

 Provide a time for questions and 

answers with the host. 

 Debriefing with the members of 

the group is a critical part of this 

process. 



    

8. 

 

TOOL DISCUSSION CONSIDERATIONS 

PUBLIC HEARINGS  Municipalities are required by 

legislation to provide an opportunity 

for the public to speak directly and 

formally to Council on specific 

development issues. 

 The challenge with public hearings is 

that they can be emotionally 

charged with people that have 

vested interests and strong opinions.  

 The planning teams must ensure 

that the decision-makers are 

aware of the larger public 

involvement process – the scope, 

the complexity, the range of 

participants - so that they are 

able to place the public 

comments within that framework. 

 If possible, encourage 

representatives from all 

perspectives to speak at the 

hearing.  

 If the process has a committee, 

the committee spokesperson 

should be encouraged to speak.  

 

Can Be Both Information Sharing and Consultation Process Tools 
 

TOOL DISCUSSION CONSIDERATIONS 

COMMUNITY OR 

ORGANIZATIONAL LIAISON 

 Liaisons are used when 

committees or advisory 

groups are established. 

 A community liaison can be 

the conduit for ensuring 

information is passed on in a 

timely way. 

 Responsibilities of this role must be 

clearly set out in in the recruiting 

process. 

 

DISCUSSION DOCUMENTS  A discussion document can 

be used to provide an 

overview of the project and 

to focus on areas where 

public input is required. 

 It provides a whole picture 

of the project and 

encourages participants to 

move past rote responses. 

 The key to an effective discussion 

document is the presentation of 

materials in a simple and 

accessible format including 

diagrams. 

 Use probing questions to foster 

exploration of predetermined 

assumptions. 

 Tell participants how their input 

will be used. 

 Provide a summary report. 
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TOOL DISCUSSION CONSIDERATIONS 

EXPERT COMMITTEES  Expert committees can be 

useful in identifying the 

questions that need to be 

asked providing unbiased 

information to the larger 

stakeholder community, and 

reviewing 

recommendations. 

 Information gathered from an 

expert committee may need to 

be translated into lay language 

before it is shared with the public. 

 If the information is simplified, 

ensure the experts have a 

chance to review the information 

before it is made public. 

TASK FORCES  A task force is an ad hoc 

committee charged with a 

specific task, specific 

deliverables and with 

specific timelines. 

 A task force can be used as a 

research mechanism to provide 

specific information. 

 A task force should be kept small 

and have specific guidelines. 

 Assign a Town staff member to 

provide logistical support and 

guidance to the task force 

without interfering with the 

process. 

ADVISORY COMMITTEES OR 

BOARDS 

 Advisory committees usually 

consist of broad 

representation from a range 

of stakeholders. 

 The committee usually sits for 

the duration of the project. 

 

 It is important to balance 

participation on advisory 

committees to ensure all voices 

are heard. 

 This usually requires a structured 

recruitment process. 

 

Consultation Process Tools  
 

TOOL DISCUSSION CONSIDERATIONS 

INTERVIEWS  Interviews are an excellent 

tool for gathering initial 

information and learning 

about a specific situation. 

 The data from interviews can 

be used in developing 

position papers. 

 Interviews are also a good 

ways to gather detailed 

data on perceptions. 

 An interview requires an 

established format with a set 

number of key questions. 

 Interviewees must be informed 

how the data will be used. It is a 

good idea to do multiple 

interviews per interest group to 

validate the information 

gathered. 

 

FOCUS GROUPS  A focus group is a group 

interview intended to be 

kept small and quite informal 

 If holding more than one focus 

group, ensure that the questions 

and process are identical for all 
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TOOL DISCUSSION CONSIDERATIONS 

other than there is a pre-

determined set of questions. 

 A focus group is an effective 

tool for “digging deeper”.  

One person’s comments 

can trigger reflection or 

challenge assumptions for 

the rest of the group. 

groups so that the data is 

comparable. 

 Use a skilled facilitator who has 

the ability to ask probing 

questions and explore ideas more 

fully. 

RESPONSE FORMS  Response forms are used to 

gather feedback or reaction 

to information presented at 

a public event or through 

printed material. 

 Response forms are different from 

surveys as they do not represent 

a random sampling. 

 Allow enough time for people to 

give a thoughtful response to a 

response form. 

 If using open-ended questions, 

provide resources to synthesize 

and analyze the results. 

ELECTRONIC FORUMS 

(CONSULTATION) 

 An electronic forum is an on-

line discussion group that 

can occur in real time or 

over a period of time. 

 Participation guidelines are 

essential. 

 Make the site easy to access. 

 Limit the size of a real-time forum 

to enable participation by 

everyone. 

 A moderator is required to vet 

input and focus the discussion. 

TOWN HALL MEETINGS  The town hall meeting 

consists of some form of 

presentation by a speaker or 

panel followed by a plenary 

session.   

 It has the potential to 

become a soap box session 

if it is not well-managed. 

 The town hall meeting has serious 

limitations as they can be large 

and conflict-ridden.  A few vocal 

people can dominate the 

conversation. 

 This type of forum does not allow 

for dialogue or learning. 

EXPERT PANEL  An expert panel can be 

convened to review 

materials or 

recommendations at several 

stages in a project. 

 An expert panel can be 

used as an interim 

evaluation mechanism. 

 Technical experts are not the only 

experts even in technical 

projects. 

 It is important that in order to 

make the best use of the 

information, any bias on the part 

of a panel member be disclosed. 
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TOOL DISCUSSION CONSIDERATIONS 

WORKSHOPS  Workshops can be large or 

small events with a 

structured process to 

facilitate discussions on 

specific topics. 

 The key challenge to a 

workshop is using creativity 

to ensure interaction and 

dialogue aimed at the 

desired outcomes. 

 Workshops are generally used 

with participants who have some 

level of experience or knowledge 

about the topic. 

 Ensure time to establish a level of 

comfort or “forming” in the 

session. 

 Planning for the workshop should 

begin with the outcomes and 

working backward. 

 Provide opportunity for 

participants to evaluate the 

session. 

 Always provide the summary to 

participants. 

 Ensure that there is a strategy for 

integrating the results of a 

workshop into the project 

discussion. 

 

Planning and Implementing Public Engagement Programs 
 

There are a number of tasks that will shape the development of an effective public 

engagement process. A well designed process will consider the following: 

 

1. Clarify the Engagement Purpose and Objectives 

 

 Consider the true reasons for the engagement. 

 Clarify the exact purpose, objectives and desired outcomes for the engagement process. 

 Identify any legal or regulatory requirements for the engagement. 

 

2. Identify Who Should be Involved 

 

 Identify the individuals, groups and stakeholders that should be involved.  

 Identify and determine their interest and potential impact on the issue. 

 

3. Determine the Overall Level of Readiness  

 

 Determine the level of readiness for the engagement and what information and other 

resources need to be assembled.  
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4. Determine the Level of Engagement 

 

 Determine the level of engagement required for the process such as whether the public will 

be involved in decision-making and how they will be kept informed.  

 

5. Decide on the Tools and Techniques 

 

 Determine which tools and techniques listed above should be used to gather appropriate 

levels of stakeholder engagement.  

 

6. Confirm Resources and Timelines 

 

 Confirm an appropriate budget for the engagement. 

 Confirm timelines and milestones for the engagement. 

 

7. Confirm Feedback and Reporting Processes 

 

 Confirm the type and level of feedback to each stakeholder and or group. 

 Identify how outcomes will be documented and communicated.  

 

8. Evaluate The Engagement Process At its Conclusion 

 

 Evaluate the success of the process to improve future engagements.  

 

 

 


