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LIMITATIONS AND CONFIDENTIALITY 
 

Limitations of the Review 

 

This review does not constitute an audit or assessment from a legal, financial, or engineering 

compliance perspective. As such, Maclaren Municipal Consulting Inc. does not make any legal, 

financial, or engineering recommendations. 
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1.0 EXECUTIVE SUMMARY 
Maclaren Municipal Consulting was retained to review the Township of Hamilton’s existing water 

service delivery, identify any improvement opportunities, and based on an analysis of the findings, 

to make a recommendation as to which service delivery model would best realize those 

improvement opportunities.  

 

Findings  

 

The Township recognizes that its water services contribute to achieving the following essential 

outcomes for the residents and businesses who are served by its municipal water systems:  

• Public health and safety protection 

• Economic development enablement (e.g., new housing developments) 

• Environmental protection.  

Findings from the Good Industry Practice Review of the Township’s current service delivery 

revealed the following improvement opportunities: 

1. Water services are becoming more strategic with capital needs and budget, operations 

planning improving with new water manager, the LUSI agreement is unclear on service levels 

and lacks sufficient financial clarity and oversight 

2. Water rates are relatively high, yet long term underfunding 

resulted in a projected $520K deficit by end of 2021, 

positioned to improve financial health with better planning 

for full cost recovery 

3. Workforce meets compliance, senior operators are 

experienced & flexible, staff not able to fully focus on 

water, over- reliance on manual procedures, no formal 

cross-training program in place  

4. Asset management plan is in place, maintenance is being 

done, no formal preventive/predictive maintenance 

program (limited by lack of resource time availability), 

so asset protection and service life not optimized   

5. No technology master plan, existing solutions are 

insufficient to enable remote operations, optimized 

control and diagnostics, or to support 

preventive/predictive maintenance 

6. Organization recently stabilized after ongoing management turnover, however key operators 

can retire within 3 years, no formal succession planning or knowledge transfer process  

7. Performance management not formally used to manage the performance of the Township’s 

water services, including those performed by LUSI on the Township’s behalf. 

Figure 1-1: Camborne Filters 
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These findings confirm that there is an urgent need for the Township to identify a water service 

delivery option that best realizes these Good Industry Practice improvement opportunities.  

Findings from the environmental scan are that:  

• There is significant interest by external O&M service providers in operating and maintaining 

Township water systems (See Appendix 3) 

• Recent water services tendering in the area (e.g., Colborne) has seen aggressively competitive 

pricing 

• There is a mix of delivery options being used by municipalities in the area (See Appendix 4).  

Delivery Options Identified, Evaluated and Ranked 

 

Five potential service delivery model options were identified along a continuum ranging from water 

operations and maintenance services being completely delivered by internal Township staff on one 

end of the spectrum to those same services being delivered by a separate external regional 

organization on the other end.  

Four of the five options were evaluated for their ability to best: 

1. Realize the Good Industry Practices improvement opportunities (See Table 4-2) 

2. Meet the Township’s Priority Municipal Criteria (See Table 4-6)  

3. Future-Proof Township Water (See Table 4-7). 

Based on the evaluations, the options were ranked as shown in Table 1-1 below, with Option 4 

being the recommended option for the Township. Detailed evaluation information is provided in 

Table 4-8.
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Option Service Delivery Model 
Responsibility for O&M of  

Township Drinking Water Systems 
Rank 

1  

Fully Internal Model: 

Single internal O&M 

service provider 

• CAM, CH & SADS: Internal staff 4th   

2 

Hybrid Internal / 

External Model: 

Combination of internal 

and external service 

providers (Status Quo) 

• CAM & CH: Internal staff 

• SADS: LUSI staff 
3rd  

3 

External Model #A: 

Two external O&M 

service providers  

• CAM & CH: External provider 

• SADS: LUSI staff 
2nd  

4 
External Model #B: 

Single external provider 

• CAM, CH & SADS: External 

provider 
1st  

5 

Regional Model: 

Regional partnership 

(e.g., cooperative) 

• CAM, CH & SADS: External 

provider (shared) 

Not 

Evaluated1  

 

Recommendations 

 

Based on the option analysis, we make the following recommendations to the Township for delivery 

of their water services to best ensure that the opportunities for improvement are addressed, the 

Township’s priorities are served and its public, environmental and economic health outcomes are 

supported well into the future: 

 

1. Implement Option 4: Procure an external water services provider for the operations and 

maintenance of all three Township water systems through a competitive procurement 

process 

2. Plan transition to external services provider 

3. Address remaining Good Industry Practice improvements not addressed by engaging 

an external services provider. 

 

 
1 Option 5 was not evaluated due to the time and resources required by the Township to establish a new governance 
structure in partnership with other municipalities in the region, especially as there is no guarantee of success 

Table 1-1: Water Service Delivery Models Considered & Ranked 
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Note: Definitions of key terms are provided in Appendix 2. 

2.0 BACKGROUND 

Water Service Delivery Review 

Purpose 

The purpose of the Service Delivery Review of the Township’s Water Department is to identify 

opportunities to: 

• Improve water service performance and efficiency to minimize need to increase water rates 

• Reduce water service-related risk to the Township 

• Align with the Township’s strategic direction and consider impactful trends and influences to 

help it better prepare for the future of the community’s water services.  

Objectives 

The objectives of the Service Delivery Review are to: 

• Identify current and future regulatory, operational, infrastructure, financial, and societal trends 

and influences that will impact the Township 

• Review the current state of water service delivery and water systems in the Township, 

including the management, operation, and maintenance practices used 

• Compare the Township’s practices and performance to that expected from providers in the 

industry applying Good Industry Practice and identify any opportunities for improvement  

• Identify a range of water service delivery models available to the Township 

• Evaluate the possible service delivery models according to their ability to: 

o Realize the Good Industry Practice opportunities identified 

o Meet priority municipal selection criteria 

o Future-proof Township water services in the context of the trends and influences 

• Coordinate with other ongoing Township initiatives as required, including the Comprehensive 

Water Department Review, updated rate study, and development charge review 

• Provide recommendations to the Township on whether service delivery should continue under 

the existing model or whether the Township’s water services would be better delivered through 

another model.  

Methodology 

 

Phase 1: Conduct Information Review & Engagement (Sep to Oct 2021) 

• Request and review available documentation  

• Consult with:  
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o Township management and administration  

o Council members 

o Township staff within the Water Department 

• Conduct site inspections of the water systems 

Phase 2: Conduct Environmental Scan (Oct to Nov, 2021) 

• Scan similar municipalities to identify their existing water service delivery models 

• Scan potential external water O&M service providers to gauge interest and capability 

Phase 3: Summarize and Validate Findings & Identify Opportunities (Nov 2021) 

• Present and validate the current situation  

• Present and discuss scan of similar municipalities and external service providers 

• Present service delivery models to be analyzed 

Phase 4: Identify Delivery Options and Develop Recommendations (Nov 2021) 

• Develop model to compare options 

• Identify the most efficient, affordable, low risk and community-appropriate way to provide 

water services to the Township’s water users, today and in the future 

• Review analysis with Administration 

• Finalize recommendations 

• Develop summary transition plan (if required)  

Phase 5: Deliver Draft Report and Present to Council (Dec 2021). 

Water Service Delivery in Township of Hamilton  

Township Owns and is Accountable for 3 Water Systems supplying 669 

connections 

 

Hamilton is a rural Township that owns and is accountable for 3 municipal water systems (CAM, 

CH and the SADS) with approximately 669 service connections through which drinking water is 

delivered to customers living in approximately 5,400 Township properties. The Township provides 

water services through 2 of its systems to approximately 555 or just over 10% of properties. LUSI 

delivers water services on behalf of the Township to another 114 properties or just over 2% of 

Township properties. The remaining 87.5% of water users obtain private water services (i.e., 

through private wells). The Township does not provide any wastewater collection or treatment 

services. The lack of connections or denser urban centres makes it difficult for the Township to 

keep water affordable as there are no significant economies of scale from which to benefit.  

The table below outlines the three systems. 
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Table 2-1: Customers connected to Hamilton Township Water  

 

Camborne DWS has available capacity to accommodate more customers 

• Owned by Township, operated and maintained by Township staff 

• Serves the community of Camborne with drinking water, 

does not provide fire protection  

• Abstracts raw groundwater from 2 artesian wells recently 

rehabilitated to full capacity  

• Treats raw water through sodium hypochlorite addition and 

filtration and iron removal (manganese greensand filters) 

before being discharged into underground chlorine contact 

tanks 

• Distributes the finished water using high lift pumps through 

2.5 km. of water mains through approx. 70 service 

connections to residences, a school and a church 

• SCADA alarms connected to continuous online sensors that 

measure chlorine residual, pressure and flow and signal any 

deviations from control setpoints.   

Creighton Heights DWS has challenging source water quality and process 

bottlenecks limit available capacity   

• Owned by Township, operated and maintained by Township staff 

• Serves the communities of Baltimore and Creighton Heights, including fire protection through 

72 hydrants 

• Abstracts raw groundwater through 3 conventional wells 

• Treats raw water through potassium permanganate addition, filter through manganese 

greensand filters, disinfects with UV treatment and provides secondary disinfection with 

sodium hypochlorite before being discharged into underground chlorine contact tanks 

 

 
2 Statistics Canada, Census Profile, 2016 Census 

Drinking Water System 

(DWS) 

Approx. # 

Customer 

Connections  

(Water Accounts) 

Approx. # 

Properties 

(Property 

Accounts) 

Hamilton 

Township 

Population2 

Camborne (CAM) 70 

5,400 10,942 
Creighton Heights (CH) 485 

Stand-Alone Distribution 

System (SADS) 
114 

Total 669 5,400 10,942 

Figure 2-1: Camborne WTP 
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• Uses high lift pumps to distribute treated water through its 

14 km. of water mains (50 mm to 300 mm) across multiple 

pressure zones (due to elevation difference of 100 metres 

across the 2 communities) and through approx. 485 service 

connections to customers, including residential and 10 

commercial and institutional properties 

• SCADA alarms are connected to continuous online sensors 

that measure chlorine residual, pressure and flow and signal 

any deviations from control setpoints. Rated capacity and 

permitted limit is 979.2 m3/day into distribution, with 2020 

annual average daily flows of 332 m3/day (34%), July 2020 

average daily flows of 424.18 m3 (43%) and maximum day 

flow in June 2020 of 589.57 m3 (60%). Despite being 

within permitted capacity limits, individual processes used to treat challenging source water 

appear to have constraints that make process improvement a priority before much additional 

capacity can be allocated to new customers. 

Stand-Alone Distribution System operated by LUSI, but input water not 

measured  

• Owned by Township, operated and maintained by 

LUSI (i.e., Lakefront Utility Services Inc.) staff 

• Consists of water mains, valves, hydrants and a water 

quality monitor 

• Serves the community north of Highway 401 from 

Ontario Street to Oliver’s Lane and up to June Ave. 

• Supplied with treated Lake Ontario water from the 

Town of Cobourg through a watermain along Ontario 

Street 

• Distributes water to customers through approx. 114 

service connections  

• Cobourg water is not monitored at the point the treated 

water enters the SADS (i.e., no flow meter, quality 

monitor, pressure sensor) and there are no other 

external structures (e.g., storage, pressure boosting, re-

chlorination facilities). See map for where 

measurements would be expected 

• Recent complaints about discoloration of water required re-initiating a flushing program and 

addition of a yard hydrant at June and Catherine for water quality sampling (i.e., used to collect 

Bac-T samples to test for coliforms / pathogens). 

Ontario Street 

Hwy 401 

Water from Cobourg:  

(Add Measurement) 

Figure 2-2: Creighton Heights 
WTP 

Figure 2-3: Stand-Alone Distribution  
System 
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Trends and influences impacting Township’s water services in the future 

To be resilient and ready for the future, it is expected that any owner and provider of water services 

is prepared for, and able to mitigate and respond effectively to major trends and influences that will 

impact the Township and its water services. Trends and influences that are particularly important 

are described below. 

 

1. Township Plans Some Growth, Little Densification 

 

The Township of Hamilton is a rural township 

located in Northumberland County and considered 

to be part of the “outer ring” in the Provincial “A 

Place to Grow: Growth Plan for the Greater 

Golden Horseshoe.” The County’s population of 

approx. 90,270 is projected to grow by 35% to 

122,000 by 2051 with employment to increase to 

44,000. Projected growth will require development 

which will impact Hamilton Township as well as 

Alnwick/ Haldimand, Cramahe, Cobourg, 

Brighton, Port Hope, Trent Hills and the Alderville 

First Nation. 

Future growth in the Township will impact the 

capacity requirements of their water systems and 

increase expectations for service levels for water 

services. If Hamilton Township grows in line with 

County projections of 35%, and the majority of 

those additional 3,850 residents want to connect to the Township water supply, the volume of water 

abstracted, treated and distributed would have to double from the volume currently delivered. If 

those residents moved into the Baltimore area this would further challenge the CH system. 

Development applications (e.g., in Baltimore) continue to be received by the Township, but 

constraints to the water systems (e.g., CH) and the lack of wastewater systems have meant that 

developers have to find their own water and wastewater solutions. This may not be tenable in the 

future as residential, institutional, commercial and industrial customers increasingly expect those 

services to be provided by municipalities and may look elsewhere. 

Possible solutions to accommodate developers could include any of the following: 

• Re-engineer the existing processes at CH to enable the full design capacity to be realized  

• Expand the CH Treatment System 

Figure 2-4: Hamilton Township boundaries 
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• Establish a new source of treated water supply, possibly a new water main from Cobourg. This 

would require passing under the 401 and investing significant capital funding (including for the 

deep installation of the water main and the additional booster station required to pump back up 

hill)  

• Build one or more smaller distributed package treatment solutions that would service new 

subdivisions. 

Substantial new development at higher densities than the traditional township development would 

be required to justify the cost of any of those options. In addition, that type of development would 

almost certainly require one or more wastewater treatment systems to ensure that denser 

development does not result in degradation of the underground aquifer which remains the water 

source for most township residents. 

It is not known at this time whether there is an economically viable large scale growth opportunity 

available to the Township. Therefore, while a higher density development requiring substantial new 

water service capacity and wastewater services may be a possibility in the longer-term prior to 

2050, it is unlikely in the near future, and is not considered further in this report. 

Other demographic trends include the increased aging and mobility of the population in the area, 

where rural townships around the Greater Golden Horseshoe will attract a mix of retirees and 

working tele-commuters in the next two decades. By 2041 people over the age of 60 are expected to 

comprise more than 25% of the population in Ontario. In Northumberland County, the percentage of 

60-plus residents is already above 30% and this will likely increase. Both retirees and 

telecommuters will prioritize ease of access to quality water that is affordable. This will increase 

service demands, place stress on existing water systems and create more demand for new 

infrastructure investment. Townships will need to make important decisions about how the future 

demographics of their communities are reflected in the delivery of water services. 

2. Legislation & Regulations are Increasing in Complexity 

 

The legislative and regulatory environment in Ontario has become increasingly complex and 

demanding for water system owners and operators, especially since the Walkerton water quality 

crisis of May 2000, including: 

• Regulations related to water quality, source water protection, operator certification, regulatory 

reporting and the care and protection of assets (e.g., O. Reg. 588/17 governing municipal asset 

management plans)  

• Assignment of clear obligations to individuals with decision-making authority over municipal 

drinking water systems for water-related public health and environmental protection (SDWA 

Sec. 19 – Standard of Care)  

• Requirements for more operational procedures, infrastructure resilience, financial sustainability 

and skilled human resources. 
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Key Acts and Regulations which water system owners and operators are subject to include: 

• Safe Drinking Water Act, 2002 (SDWA) which set the 

framework for safe drinking water in Ontario. It is 

based on a multi-barrier approach to clean water 

including water source protection from contamination; 

effective treatment; frequent and comprehensive 

testing; vigilant monitoring and reporting; the training 

and competence of waterworks operators; a secure 

distribution system; and a quick response when 

problems are found. Key components include drinking-

water quality standards, licensing for water-testing 

laboratories, approvals process for private water supply 

systems, duties on owners, operating authorities and 

laboratories to immediately report adverse water tests, 

enforcement mechanisms, and an annual drinking-water 

report published by the Minister. 

 

• Regulations under the Act that must be adhered to by 

the Township include: Ontario Drinking Water Quality 

Standards (DWQMS) Regulation (O. Reg. 169/03), 

Drinking Water Systems Regulation (O. Reg. 170/03) 

as amended, Compliance & Enforcement (O. Reg. 

242/05), Drinking Water Testing Services Regulation 

(O. Reg. 248/03), Certification of Drinking-water 

System Operators & Water Quality Analysts (O. Reg. 

128/04), Financial Plans Regulation (O. Reg. 453/07) 

which includes requirement for water and wastewater 

system owners to move towards the goal of sustainable 

financing of the full asset life-cycle, and Licensing of Municipal Drinking Water Systems (O. 

Reg. 188/07). 

 

• Clean Water Act, 2006, which together with the Safe Drinking Water Act, 2002 captures the 

multi-barrier response recommended by the Walkerton Inquiry. The Act seeks to protect 

sources of municipal residential drinking water systems by establishing multi-stakeholder, 

decision-making source protection committees which include municipalities. The committees 

are responsible for developing source water protection plans and for ensuring that activities 

(e.g., municipal planning decisions), conform to that source water protection plan. 

 

Figure 2-6: Operator Certifications on 
Wall at Creighton Heights 

Figure 2-5: Eight Components of the 
Safe Drinking Water Act 
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• Water Opportunities and Water Conservation Act, 2010 intends to foster innovative water, 

wastewater and stormwater technologies, services and practices in the private and public 

sectors; create opportunities for economic development and clean-technology jobs in Ontario; 

conserve and sustain water resources for present and future generations; and prepare 

sustainability plans for municipal water, wastewater and stormwater services. 

 

• Infrastructure for Jobs and Prosperity Act, 2010, specifically O. Reg. 588/17: Asset 

Management Planning for Municipal Infrastructure which was enacted under the Act. For the 

Township this regulation applies to all municipal assets, but a major component is focused on 

the Township’s $20M in the assets that relate to the collection, production, treatment, storage, 

supply or distribution of water. Steps to incorporating responsible asset management include 

establishing strategic asset management policies and developing increasingly sophisticated 

asset management plans and technical service level targets. For the Township it also means 

adopting preventive and predictive maintenance procedures to protect those assets. 

 

3. Aging Infrastructure 

 

Where water system owners continue to tackle a growing infrastructure gap. Infrastructure has often 

deteriorated without the provision of sufficient funds for maintenance, rehabilitation and 

replacement. This requires owners or operators to implement preventive and predictive maintenance 

practices as well as ongoing asset management strategies to extend the life of existing infrastructure 

and reduce the need for future premature capital investments. It will also require municipal councils 

to support full cost recovery and approve significant increases in water rates that may be in double 

digits for multiple years. This is already the case in Hamilton Township, where the latest water rate 

projections show a significant increase is required. 

 

4. Climate Change  

 

Where climate change is leading to more extreme weather events, including flooding and drought, 

which will continue to increase the frequency of extreme operating conditions and premature 

deterioration and failure of water system infrastructure. Owners and operators will have to consider 

the potential negative impacts these events will have on public health and safety, the need for 

investment in infrastructure resilience, and on already rising insurance costs. 

  

5. Economic Turbulence 

 

Where the impact of COVID-19 on financial markets and supply chains is likely to be characterized 

by long-term inflation, leading to difficulties procuring goods and services on a timely basis and an 

increase in water related prices. The financial pressure on municipalities is multi-faceted: falling 
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municipal revenues, the need to keep water affordable for financially stressed customers, and 

increases in operating expenditures (OPEX) (e.g., salaries & benefits, energy, chemicals, 

telecommunication) and capital expenditures (CAPEX) (e.g., building materials, mechanical 

equipment, IT & SCADA). This means municipalities will need to find operational efficiencies in 

the delivery of their water services and leverage Federal and Provincial governments grants, loans 

and subsidies designed to stimulate the economy and “grow back better and greener”. 

 

6. Ubiquitous Technology 

 

Where the pandemic has accelerated the need to leverage appropriate technology, well-protected 

through cybersecurity, to better connect water system owners and operators to facilities, processes 

(e.g., through remote monitoring and control and process automation) as well as to their customers 

and vendors. 

 

7. Labour Market Upheaval 

 

Where there has been a major shift to remote or hybrid working models in the past 2 years, coupled 

with a significant shift in work location preferences. Combined with the aging of the water 

workforce this has led to reduced availability of talent and further exacerbated the existing shortage 

of certified water operators in Ontario. In addition, this will lead to challenges in succession 

planning and cause upward pressure on salaries. Succession planning is already challenging for 

municipalities with small water systems that depend on a small workforce. 

 

8. Chemicals of Emerging Concern in Water 

 

Where there is increasing incidence and awareness of contaminants such as pharmaceuticals, 

personal care products, microplastics, nanoparticles, flame retardants and cyanotoxins, disinfection 

by-products and per- and poly-fluoroalkyl compounds (PFAS). A number of these compounds are 

only found in surface waters for now (e.g., toxic algal blooms in the Great Lakes), but require 

vigilance by water system owners and operators as some of the compound may eventually find their 

way into aquifers. In addition, the Township receives some of its water through the Cobourg water 

system, which sources its water from Lake Ontario. 

 

9. Social Transformation 

 

Where equity, diversity and inclusion are expected to be part of the fabric of any municipal culture 

and of its operating partners.  
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3.0 FINDINGS AND OPPORTUNITIES 
The Township’s existing water service delivery practices were evaluated against those expected 

of water service providers applying the 7 Good Industry Practices paradigms shown in the Figure 

3-1 below. 

 

Figure 3-1: 7 Industry Good Practices 

Township Findings Compared to 7 Good Industry Practices 

• Water services are becoming more strategic with capital needs and 

budget, operations planning improving, LUSI agreement is unclear on 

service levels and lacks sufficient financial clarity and oversight 

• Township’s water services and service levels are not clearly defined 

• Strategic water business planning has shown significant improvement (e.g., financial plan 

and capital needs assessment were recently completed as per regulations). Rate studies 

completed and being updated, development charges study in progress 

• No Water Operations Plan in place 

• Drinking Water Quality Management System (DWQMS) is in place and being used, but 

forms and procedures are manual and time consuming 

• Agreement with Town of Cobourg and LUSI is not clear on roles and responsibilities, 

service expectations, lacks performance reporting, financial transparency and sufficient 

oversight 
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1. Water rates are relatively high, yet long term underfunding resulted in a 

projected $520K deficit by end of 2021, positioned to improve financial 

health with better planning for full cost recovery and increased rates 

• Water costs are relatively high when compared to neighboring municipalities 

• Years of insufficient water rate increases of 2% or less per year resulted in the inability to 

cover OPEX and CAPEX and have pushed Township water to a projected deficit of $520K 

by the end of 2021  

• Council recently approved 

significant water rate increases of 

10% for 2021, 15% from 2022 to 

2024 and then 5% thereafter to 

make up for long-term 

underfunding to date, close the 

infrastructure financing 

sustainability gap and cover the 

shortfall in OPEX 

• Financial health is poised to improve after decades of underfunding due to recent 

improvements in financial planning and realistic asset infrastructure rehabilitation and 

replacement projections  

o Almost all water and related costs are now allocated to water budget 

o New proposed rates, fees and charges are designed to cover most water OPEX and 

CAPEX in the future and will be sufficient to repay any borrowing by 2026 

2. Workforce meets compliance, senior operators are experienced & flexible, 

however staff is unable to fully focus on water, too much reliance on 

manual procedures, and no formal cross-training program 

• CAM and CH Systems are well operated and maintained by Township staff  

• Water operators are shared with Public Works. Four water and roads operators spend part 

of their time (approximately 25%) to fulfill the water operator role, while spending the rest 

of their time (approximately 75%) as Roads Operators on a rotating basis.  Their total 

effort for water is one full-time-equivalent water operator worth of work. A fifth part-time 

(approximately 40%) water operator assists with water operations and maintenance. 

• Knowledgeable, flexible and skilled senior operators have managed the water systems well 

for more than 20 years, doing routine O&M, managing contractors, helping to troubleshoot 

processes and improve performance (e.g., process review at CH with Walkerton process 

experts) 

• Ongoing compliance with regulations that continue to get more complex and onerous 

The average (annual) increase in water and 

wastewater rates in Ontario was 3.8% from 2005 

to 2015, with the highest increases in North Bay 

and Sault St. Marie, which grew by 12.3 and 

11.2% respectively 

Source: Water Canada (BMA) 



  

  

 

Maclaren Municipal Consulting   Service Delivery Review of the Water Department   20 

• Much of the work is done manually, some operators are less experienced in application of 

technologies in water (e.g., application of control strategies, configuration of the SCADA 

system, work or maintenance management applications, integrated compliance reporting)  

• One experienced Water Manager is dedicated full-time to managing water services and 

water systems 

3. Asset management plan in place, maintenance being done, but no formal 

preventive/predictive maintenance program due to lack of resource time 

availability, so asset protection and service life not optimized 

• CAM and CH facilities are clean and well organized and assets appear well cared for by 

Township staff  

• Staff leverage specialized local contractors for major repairs, rehabilitation and 

replacements 

• Work planning, scheduling, tracking and analysis, asset management and reporting done 

manually and on spreadsheets 

• Maintenance program is manual and not fully developed. The 328 water assets are not 

captured in a CMMS/WMS asset register with associated attributes, maintenance 

strategies, job plans   

• Not enough time available for staff to do preventive / predictive maintenance, this will lead 

to unnecessary maintenance costs, shorter asset service life and premature infrastructure 

investment requirements (see Figure 3-2 below) 

 
Figure 3-2: Impact of Planned and Predictive Maintenance Strategies on Asset Life 
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4. No technology master plan, existing solutions are insufficient to enable 

remote operations, optimized control and diagnostics, or to support 

preventive/predictive maintenance 

• No Technology Master Plan in place 

• Some operational technology is in place (e.g., instruments, 

process control equipment, SCADA) to enable basic 

monitoring and alarming of key parameters (based on set-

points) 

• Instruments (e.g., flow meters) are calibrated as required  

• Only local process control is used, any facility or system-

wide optimization is done manually 

• Work and maintenance management are done using basic 

productivity software (e.g., MS Office) and paper. No 

specialty software to manage work and maintenance  

• Some technology is used to improve efficiency in 

compliance reporting. Files with sample analysis results are 

downloaded from the laboratory for staff to process along with data from the SCADA 

system and manually recorded data   

• Telecommunications and internet connections to the water treatment plants are poor 

• No solutions or mobile devices used for process monitoring or maintenance management 

5. Organization recently stabilized after ongoing management turnover, key 

operators can retire within 3 years, no formal succession planning or 

knowledge transfer 

• Small operational staffing complement shared with Public Works has been stable with  

senior operators for more than 20 years 

• Compensation for operators does not appear to be competitive when compared to 

neighboring municipalities and no recent compensation review has been conducted, the 

small uplift provided for certification does not provide much incentive  

• No formal mentoring or succession planning in place 

• Considerable water management and administration turnover in the past, recent 

improvement with new Water Manager, new Treasurer 

• Reasonable budget is allocated for employee training at just under 2% (recommend target 

at 2% of salaries and benefits, including mandatory regulatory training), budgeted amount 

not always used in the past  

Figure 3-3: Calibrated raw 
water magnetic flow 
meters and transmitters 
at Camborne WTP 
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6. Performance management not formally used to manage the performance 

and continuous improvement of water services or assets for the Water 

Department or LUSI 

• Little performance management and reporting is done to manage the major components of 

water services for continuous improvement, including water management effectiveness, 

financial health & sustainability, efficient operations and maintenance, infrastructure health 

and resilience, customer service and relations, organizational health and growth 

• Little evidence of performance management of LUSI operations and maintenance or of the 

Town of Cobourg’s water supply for SADS was found. 

Good Industry Practice Improvement Opportunities 

Improvement opportunities for Hamilton Township were identified based on the findings above in 

each of the 7 Good Industry Practices areas and summarized in Table 3-1 below. 

 

Good Industry 

Practice 
Opportunities for Improvement in Hamilton Township 

1 
Services & 

Operations are Well 

Defined, Planned 

and Strategically 

Managed 

1. Clearly define water services and service levels 

2. Develop a 3 to 6-year rolling business / operating plan  

3. Separate the existing Agreement between the Township, the Town of 

Cobourg and Lakefront Utility Services Inc. into two agreements – one 

to purchase water from Cobourg, the other one to purchase O&M 

services from LUSI (or from another provider if tendered) 

4. Assume responsibility from LUSI for the meter reading and billing of 

the 114 Township customers served by the SADS 

5. Investigate opportunities to change processes at CH that are limiting 

capacity and leading to unnecessary annual flushing that negatively 

impacts customers (in capital plan)    

2 
Costs are 

Competitive, 

Allocated and Fully 

Recovered through 

Rates, Fees and 

Charges 

1. Ensure lowest costs for competitively procured materials (e.g., energy, 

chemicals) and services (e.g., consulting, contracting, O&M) 

2. Allocate all relevant costs to water (e.g., all related administrative 

costs) 

3. Confirm that water rates, fees and charges reflect all allocated costs, 

including OPEX and CAPEX (i.e., in any rate study) 

4. Accelerate replacement of customer water meters with RF-type meters 

to reduce lost revenue and time required for reading 
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3 
Workforce is 

Experienced, 

Focused & Flexible 

1. Assign a dedicated water operator, lead or foreperson to supervise day-

to-day work on water systems for continuity and water focus 

2. Create a long-term multi-skills-development plan for less experienced 

operators  

3. Provide more hands-on training in areas outside operations to less 

experienced operators (e.g., process, asset management, mechanical 

maintenance, instrumentation and control) 

4 
Water System 

Assets are Planned 

for the Full Life-

Cycle and Cared for 

and Protected to 

Optimize their 

Service Life 

 

1. Formalize and further develop the asset maintenance program 

2. Assign a maintenance strategy to each asset based on its criticality 

3. Set up and manage the Township’s 328 assets in an asset register in a 

CMMS/WMS (est. cost $100-120 per asset + selection of cloud-based 

CMMS/WMS software solution and annual subscription cost) 

4. Apply bar-codes on major assets to simplify operator tracking of work  

5. Record all maintenance work on assets in a CMMS/WMS and target 

80% planned/predictive / 20% reactive maintenance mix 

5 
Technology 

Solutions are 

Essential for 

Compliance, 

Efficiency and 

Effectiveness 

1. Develop a Technology Master Plan (TMP) that describes future 

investments in information and operational technology solutions 

2. Implement technology solutions as per the TMP, with a focus on:  

• Improved care for and protection of water assets (e.g., 

CMMS/WMS) 

• Automation of compliance and performance reporting (e.g., 

integration)  

• Leveraging of the SCADA system by identifying and 

implementing better control strategies, remote monitoring and 

control, diagnostics (e.g., secure, remote access) 

• Minimization of time-consuming manual paperwork 

• Linking SCADA to CMMS to trigger maintenance activities 

6 
Organizational 

Health is a Long-

Term Strategic 

Commitment 

1. Define staff and manager roles, responsibilities and performance 

expectations more clearly to provide organizational clarity 

2. Market-test operator salaries to ensure compensation is competitive 

3. Improve continuity and succession in water operations by: 

• Providing skills development & career path opportunities for 

operators 

• Planning a more formal mentorship  

4. Commit to budget for training at 2% 
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7 
Performance is 

Managed for 

Continuous 

Improvement 

1. Increase and formalize the use of performance indicators, targets and 

reporting in the following areas:   

• Water Management Effectiveness (e.g., frequency of Water 

Master Plan update) 

• Water Financial Health & Sustainability (e.g., % of water cost 

allocated, % of water cost recovered through rates, fees and 

charges, debt ratio) 

• Water Operations and Maintenance (e.g., % pass on MECP 

inspections, kWh of electricity used / m3 distributed, % 

preventive & predictive maintenance performed) 

• Water Infrastructure Health and Resilience (e.g., # of water main 

breaks / 100 km. / year, % of unaccounted-for water) 

• Water Customer Service and Relations (e.g., # of service 

interruptions > 4 hours, # of errors per 100 bills sent) 

• Water Organization Health and Growth (e.g., # health and safety 

training hours / operator / year) 

2. Discuss and agree on performance indicators and targets (e.g., 

financial, operational) to be achieved by LUSI to track the 

performance of the services delivered on the SADS 

3. Apply performance indicators to measure the quality and quantity of 

the treated water delivered by the Town of Cobourg to the Township 

(e.g., volume, chlorine residual, pressure) 

Table 3-1: Good Industry Practices Improvement Opportunities at Hamilton Township  

 

These improvement opportunities can be used to either develop an improvement program for the 

existing Township Water Department if Council decides to continue to use internal resources to 

deliver water services, or as a guide to ensure that any RFP is clear to external providers what Good 

Industry Practices the Township expects them to include in their proposals.  
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4.0 SERVICE DELIVERY OPTION ANALYSIS 

Urgent Need to Identify the Most Cost-Effective and Low Risk 
Service Delivery Option  

The findings confirm that there is an urgent need for the Township to identify a water service 

delivery option that best realizes these Good Industry Practice improvement opportunities. Key 

drivers of the urgency include: 

• the need to properly allocate the true costs of water systems and services (including 

administrative overheads) 

• the significant negative financial impact of years of underfunding water systems and 

services 

• the regulatory requirement to sustainably fund identified needs for water infrastructure 

(CAPEX) 

• revenue growth constraints due to the low uptake of municipal water services in the 

Township and CH capacity limitations that preclude adding new connections in areas of 

development (e.g., Baltimore) 

Service Delivery Model Options Considered 

The option analysis considered which type of organization and delivery model would be best suited 

to operate and maintain the Township’s 3 drinking water systems. There are 3 main models 

available to the Township: 

 

1. Internal provider model where a municipal department, municipal corporation, or public 

utilities commission of the municipality in question is the operating authority. Approximately 

60% of municipalities in Ontario use this model to deliver water O&M services 

2. External provider model where a quasi-public provider, another (typically larger) 

neighboring municipality or municipal corporation, or a private provider is the operating 

authority. In Ontario approximately 40% of municipalities use external providers which are  

split as follows: 

a. Municipalities where the Ontario Clean Water Agency (an arms-length Crown agency 

that reports into the Ministry of Environment, Parks and Conservation) is the operating 

authority. Approximately 30% of Ontario municipalities serving 4.5 million people use 

this option to deliver water O&M services 

b. Municipalities where another neighboring municipality, municipal corporation or a 

private sector provider is the operating authority. Approximately 10% of Ontario 

municipalities use this option to deliver water O&M services 
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3. Regional model, where a water supply organization is governed by a regional structure (e.g., 

regional water supply corporation) that is responsible for abstracting, treating and/or 

transmitting water to a number of member municipalities through one or more regional water 

systems. Often those organizations tender the O&M services to an external service provider. 

 

While the Township is currently using a hybrid service delivery model, the municipal scan showed 

a number of different models in the region (see Appendix 4). No one delivery model is inherently 

better than another, so the selection of one delivery model over another has to be carefully 

evaluated. One important factor is the average cost of water per customer, but this has to be 

balanced with other important factors such as compliance, risk, responsiveness and long-term 

resilience.  

Township’s Service Delivery Options 

 

The service delivery options shown in Table 4-1 range along the internal - external continuum and 

include the Township’s existing hybrid delivery model.  

Option Service Delivery Model 
Responsibility for O&M of  

Township Drinking Water Systems 

1  
Fully Internal Model: Single 

internal O&M service provider 
• CAM, CH & SADS: Internal staff 

2 

Hybrid Internal / External 

Model: Combination of internal 

and external service providers 

(Status Quo) 

• CAM & CH: Internal staff 

• SADS: LUSI staff 

3 
External Model #A: Two 

external O&M service providers  

• CAM & CH: External provider 

• SADS: External provide (LUSI)  

4 
External Model #B: Single 

external provider 
• CAM, CH & SADS: External provider 

5 
Regional Model: Regional 

partnership (e.g., cooperative) 
• CAM, CH & SADS: External provider (shared) 

Table 4-1: Water Service Delivery Options for Hamilton Township  
CAM = Camborne DWS, CH = Creighton Heights DWS, SADS = Stand-Alone-Distribution System 

Service Delivery Options Evaluated in 3 Ways 

An initial review concluded that Option 5 would not be evaluated in this report due to the time and 

resources required by the Township to establish a new governance structure in partnership with 

other municipalities in the region, especially as there is no guarantee of success.  
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The remaining four options were evaluated on an internal vs external basis for their ability to best: 

1. Realize the Good Industry Practice improvement opportunities (See Table 4-2 below)  

2. Meet Priority Municipal Governance Criteria (See Table 4-6 below) 

3. Future-Proof Township Water (See Table 4-7 below). 

      

  

 

 

 

 

 

Figure 4-1: 3 Option Evaluation Lenses 

 

Lens 1: Good Industry Practice improvement opportunities - best realized by 

external provider  

An external service provider model (Options 3 and 4) best addresses the Good Industry Practice  

improvement opportunities identified during the review (See Table 4-2 below). 
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Lens 1: Comparing Internal vs External Providers 

As part of their standard offering, an experienced external provider can typically address 

many of the Good Industry Practice improvement opportunities better than staff at small 

municipal providers, including: 

(1) Planning and Management of Business Operations:  

1. Providing more clearly defined water services and service levels 

2. Developing a 3 to 6-year rolling business / operating plan 

 

(2) Financial Health: 

1. Ensuring lower costs for competitively procured materials (e.g., energy, chemicals) 

and services (e.g., consulting, contracting, O&M, labs) as external providers can buy 

in bulk, share resources across clients and secure favorable rates 

2. Reducing O&M costs between an estimated $50 and $70K/year when compared to a 

small internal provider due to economies of scale 

 

(3) Experienced, Focused & Flexible Workforce: 

1. Assigning dedicated water professionals to all tasks (e.g., water operator-mechanic, 

water team lead, water supervisor) to ensure focus on water 

2. Providing a ready-made long-term multi-skills-development plan  

3. Delivering more hands-on training 

 

(4) Life-Cycle Asset Care: 

1. Developing and implementing formal asset maintenance program, including:  

• Assigning a maintenance strategy to each asset based on its criticality (standard 

practice at leading providers) 

• Setting up and managing the Township’s 328 assets in an asset register in a 

CMMS/WMS (estimated cost $100-120 per asset + selection of cloud-based 

CMMS/WMS software solution and annual subscription cost) 

• Applying bar-codes on major assets to simplify tracking of work  

2. Recording all maintenance work on assets in a CMMS/WMS 

 

(5) Technology as Essential: 

1. Having technology master plans that describe and continually update integrated water 

technology platforms and tools that can be customized and easily applied at clients  

2. Providing significant investments of resources over many years in technologies such 

as CMMS/WMS/EAMS, handheld devices and integrated SCADA solutions that 

allow remote monitoring, control and diagnostics so that operators and other staff 

can:  

• Plan for, schedule, execute, record, track and analyze their operations work and 

maintenance work (e.g., sampling, preventive maintenance tasks) 

• Remotely diagnose and troubleshoot alarm conditions and eliminate the need to 

unnecessarily attend the facilities  
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• In addition, specialists can identify equipment that would improve efficiency and 

review pumping equipment (e.g., variable frequency drives) and strategies to 

make sure energy is reduced to minimize the impact to the environment and 

reduce energy costs  

 

(6) Organization as Strategy: 

1. Coming with well-defined, clear job descriptions and performance expectations 

2. Providing competitive compensation to attract, retain staff 

3. Having succession planning already in place so continuity can be assured by:  

• Providing career path opportunities for operators 

• Planning more formal mentorship 

 

(7) Performance Management: 

1. Typically providing a more mature performance management practice that uses 

performance indicators, targets and reporting in all areas  

Table 4-2: Ability to address Industry Good Practices opportunities 

Lens 2: Priority Municipal Criteria - best met by external provider 

The Priority Municipal Criteria described in Table 4-3 were used as a second lens to evaluate the 

internal versus external service delivery models to ensure the recommended water service delivery 

model reflects the priorities of Hamilton Township.  

 

 Priority Municipal Criteria Definition 

1 Ability to Meet Compliance 

2 
Ability to be Cost Competitive (i.e., through shared resources, economies of scale, 

application of technologies)  

3 
Lowest Long-term Risk (e.g., organizational risk, process risk, asset risk, risk of 

non-compliance) 

4 

Availability of a breadth of water-related skills, resources and back-up options in 

case of emergency or organizational change to provide continuity of service 

provision, organizational resilience, and succession management 

5 Responsiveness (e.g., to emergencies, requests for service) 

6 
Township Control (i.e., degree of Council and administration control over 

operational decisions and operating personnel)  

7 
Impact of Changing Providers (e.g., impact of the transition on existing staff, 

administration) 
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Table 4-3: Priority Municipal Governance Criteria 

Table 4-6 shows that overall external providers of water O&M services are typically best able to 

respond to the highest priority criteria used by municipalities to choose between internal and 

external providers.  

 

Meeting Compliance, for example, is a high priority criterion for the Township. Based on recent 

MECP compliance data, Ontario’s external providers are less likely to have incidents of 

microbiological non-compliance (e.g., Table 4-4) and therefore score a “high” in Table 4-6.  

 

Table 4-4: Performance against compliance: # of Microbiological Incidents per Facility  

Internal providers are more likely on average to have incidents, but score a “medium-high” because 

in performance against compliance with Ministry inspections, municipal providers score slightly 

higher than external providers as shown in Table 4-5 below.  

 

Year 

Average Ministry Inspection Rating for Drinking Water 

Facilities (%) 

Municipally 

Operated 
OCWA Operated Privately Operated 

2016/17 98.6 98.4 98.1 

2017/18 98.8 98.4 98.2 

2018/19 98.5 98.6 97.6 

2019/20 98.6 98.0 98.2 

4-Year Average 98.6 98.4 98.0 

Table 4-5: Performance against compliance: Inspection Ratings for Drinking Water Facilities 

The results at Hamilton Township also indicate that to date there have been no microbiological 

adverses and compliance has been met (See also Appendix 1). 

 

Year 

# of Adverse Drinking Water Incidents per Facility  

(Microbiological) 

Municipally 

Operated 
OCWA Operated Privately Operated 

2016/17 1.48 0.34 0.40 

2017/18 1.36 0.35 0.47 

2018/19 1.12 0.32 0.32 

2019/20 1.25 0.30 0.50 

2020/21 1.17 0.25 0.27 
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For the Cost Competitiveness criterion, external providers scored a “high” in Table 4-6 while 

smaller municipal systems scored a “low”, because as already discussed in the Good Industry 

Practice evaluation they typically don’t possess the scale that external providers have to be able to 

leverage purchasing power, employ water-focussed personnel with a breadth of essential skills, and 

apply advanced technology solutions specifically configured to efficiently and securely operate and 

maintain water systems. 

 

The score on the Lowest Long-term Risk criterion is also “high” for experienced external 

providers, as they can better reduce long-term risks for a small municipality including: 

• Organizational risk - by ensuring availability of all required workforce skill sets, with built-

in continuity and succession management 

• Process risk - by ensuring availability of specialists to optimize processes and equipment, 

reduce energy use and respond to emergencies,  

• Risk of equipment failure – by planning and optimizing maintenance work to ensure full 

life-cycle asset care and protection 

 

Experienced external providers also tend to score higher on Skills and Resilience than small 

municipal providers. They usually have a larger pool of skill-sets available on an “as-needed” basis, 

including operator-mechanics, millwrights, compliance specialists as well as process and SCADA 

specialists. Internal provision tends to be less able to respond quickly to the need for a variety of 

essential water system-related skills and is also more susceptible to the loss of individuals. Small 

municipal providers can compensate somewhat for the limited available skill-sets by having strong 

relationships with local specialists in the vendor community (e.g., pump contractors, consultants) as 

is the case in Hamilton Township.  

 

The three areas where small municipal providers often score higher than external providers include:  

• Responsiveness, where water staff in small municipal organizations often have a direct 

connection to executive management and sometimes to members of Council and are also 

more likely to live in the community. In Hamilton Township some but not all of the water 

staff and management live in the community. External providers will also establish 

connections over time, and some try to have operations staff live close to or in the 

communities they serve. 

• Level of Township control, where a small municipality’s executive administration has 

direct control over water staff, and, together with Council, can make all decisions related to 

water services. With an external provider, the relationship is managed through and 

dependent on a Water Services Agreement, which guides the relationship and decision-

making between the municipality and the provider’s representatives  

• Impact of changing providers, where choosing an internal provider option there will be 

less of an impact on the Township related to any transition and therefore scores high. 
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However, even without changing provider, internal staff would still have to undergo 

significant change to implement the Good Practices recommendations in this report. 

Choosing an external provider option scores medium based on the transition required by the 

Township. 

 

 
Table 4-6: Ability of Internal and External Providers to Respond to Township’s Priority Municipal Criteria 

(ranked as high, medium and low based on ability of the provider to meet the criterion)  

 

Lens 3: Future-proof Township water – best addressed by external provider  

 

External service providers are more likely than in-house staff to prepare the Township for the future 

by providing built-in organizational and operational resilience to address or leverage the trends and 

influences impacting the Township’s water services over the next 20+ years.  

 

The main reason that external providers generally score higher for “future-proofing” is that their 

organizations are often actively involved in key areas such as the research into the impacts of 

climate change and extreme weather on water infrastructure, discussions on new regulations with 

the regulator and industry associations, making contributions to standards and guidelines (e.g., 

distribution disinfection standards), as well as being able to make significant investments in 

technologies and employ advanced attraction and retention strategies to ensure operational and 

water specialist staff and service continuity. Table 4-7 shows the results of comparing small 

municipal providers to experienced external providers along 9 trends and influences that will impact 

municipalities and the water industry in the future. 
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Table 4-7: Ability of Internal and External Service Providers to prepare Hamilton Township for the future 

 

Evaluation through 3 lenses concludes that Option 4 (O&M delivery for all 3 

systems by single external provider) is best option for Township 

 

The results of the evaluation and the estimated cost reduction of between $50,000 and $70,000 per 

year indicate that Option 4, tendering the operations and maintenance of the 3 Township water 

systems to an external service provider best meets the Township’s opportunities and priorities for its 

water service delivery. The overall rankings based on the 3 evaluation lenses are summarized in 

Table 4-8 below. 

 

Rank 

Service 

Delivery 

Model 

Responsibility for O&M of  

Township Drinking Water Systems 

1st  

Option 4 
• Fully 

External 

Model #2  

• Single 

Service 

Provider 

Ranked first because it:  

• Readily makes Good Industry Practices improvements 

• Has the lowest overall cost and risk, reducing annual O&M 

costs by between $50 and $70K 

• Best prepares the Township for the future  

• Is the simplest to manage in terms of provider relationships and 

agreements (i.e., one partner, one agreement) 

but:  

• Requires a transition from the current state (e.g., staff) 

• Requires cancellation of current agreement with LUSI/Cobourg 

and development of new treated water purchase agreement with 

Cobourg 
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2nd  

Option 3 
• Fully 

External 

Model #1 

• Two Service 

Providers 

Ranked second because it: 

• Readily makes Good Industry Practices improvements for 

CAM and CH 

• Has lowest cost and risk for CAM and CH 

• Prepares Township for the future for CAM and CH 

but: 

• Requires a transition from the current state for CAM and CH 

(e.g., staff) 

• Requires improving existing service agreement for the SADS 

with LUSI re: service levels, financial transparency, oversight 

• Requires managing two separate external provider agreements  

3rd  

Option 2 
• Existing 

Hybrid 

Model 

• 1 Internal 

and 1 

External 

Provider 

Ranked third because it:  

• Retains direct control and could improve performance 

management of CAM and CH (if internal performance 

management and reporting improve)  

• Would be the most responsive option for CAM and CH and 

remain accessible to customers 

• Could improve efficiency and lower cost if Good Industry 

Practices improvement opportunities are implemented (e.g., 

technologies, new maintenance practices, staff training and 

development, and performance management) 

• Least transition impact on the Township 

but: 

• Does not address the current fiscal challenge, as costs will be 

higher than the external options 3 and 4, and up front cost will 

exacerbate debt levels (e.g., $40K to build asset register and 

configure new CMMS/WMS tool + annual licence 

/subscription fees) 

• Improvements would take 3 to 5 years to fully implement  

• No transition necessary, but still need to improve agreement 

with Cobourg and LUSI 
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4th  

Option 1 
• Fully 

Internal 

Model 

• Single 

Provider 

Ranked fourth because it:  

• Provides direct control for the Township to all 3 systems and 

improves oversight of SADS (if internal performance 

management and reporting improve) 

• Would be the most responsive option and provide for the 

closest relationship with all water customers 

• May become more efficient in the long-term by bringing the 

SADS O&M into the Township Water Department to add some 

economies-of-scale (+22.7% customers) 

• Could invest in and implement Good Industry Practices 

improvements such as technologies, new maintenance 

practices, staff training and development, and performance 

management for all 3 systems 

but: 

• Requires costly up front investments that would exacerbate 

existing fiscal challenges (e.g., $40K to build asset register and 

configure new CMMS/WMS tool + annual licence 

/subscription fees) 

• Adds costs of operating and maintaining SADS that may not be 

off-set by revenues 

• Requires transitioning from the LUSI operations of SADS 

• Water rates may go up for customers on SADS Improvements  

• Improvements would take 3 to 5 years to fully implement  

Not 

Ranked 

Option 5 
• Fully 

External 

Model #3 

• Regional 

Partnership 

Not ranked:  

• Could combine the benefits of being local and responsive (like 

internal providers) with having the economies of scale and 

potentially lower cost of a larger external provider  

but: 

• Does not address the urgent need to solve the Township’s fiscal 

challenges 

• Number of stakeholders that would need to be engaged as 

partners is high 

• Time and effort involved in leading such an effort would be 

substantial without a guarantee of achieving success 

Table 4-8: Ranking of Service Delivery Options 

Significant Interest by External O&M Services Providers  

External water O&M service providers that were surveyed showed an interest in responding to any 

request for proposals that may come from the Township to operate and maintain all or part of its 

water systems. A number of these vendors could also provide infrastructure financing and other 

water services in addition to O&M. See Appendix 3 for a summary of potential external providers. 
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5.0 RECOMMENDATIONS 
 

Recommendations for the Township to best address its water service delivery improvement 

opportunities and best meet its priorities into the future are described below. 

• Implement Option 4  

o Procure an external water services provider for the operations and maintenance of all three 

Township water systems through a competitive procurement process to ensure the 

following: 

▪ Realize OPEX reductions of an estimated $50-70,000 per year or $500,000 to 

$700,000 over 10 years  

▪ Provide access to proven integrated technologies (e.g., CMMS, handheld devices, 

automated compliance reporting, performance reporting, remote SCADA access and 

diagnostics) 

▪ Ensure access to all skills and Good Industry Practices needed to best operate, 

maintain, manage and optimize the water systems and services 

▪ Reduce long-term risks to the Township 

• Plan Transition to External Services Provider 

o Plan for the transition of internal operations of CAM and CH, including taking into account 

staffing considerations for the existing water staff  

o Transition from the existing LUSI/Town of Cobourg services agreement, for SADS O&M 

services to selected external provider, including customer meter reading. Note: SADS 

billing responsibility to be transitioned to the Township 

• Address Remaining Good Industry Practice improvement opportunities that will not be 

addressed directly by engaging an external water provider (e.g., accelerate replacement of 

customer water meters to RFI-based meters to enable drive-by reads) 
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6.0 IMPLEMENTATION PLAN FOR SERVICE 

TRANSITION 

1. Gain Council Approval to go to market 

2. Prepare to go to market for all 3 water systems to ensure compliant, affordable, low risk 

water service delivery for the Township 

3. Plan the transition, keeping the organization stable while implementing some of the 

improvement recommendations: 

4. Review the Township-Cobourg-LUSI Agreement for the SADS  

5. Develop RFP, including services, service levels, reporting and performance management 

expectations 

6. Develop new Water Services Agreement for the O&M of the 3 municipal water systems, 

including terms and conditions, assignment of service responsibilities and identification of 

clear service expectations. Include customer meter reading and billing responsibilities for the 

stand-alone distribution system 

7. Install flow meter, water quality (chlorine residual) monitor, and pressure sensor at the 

boundary between Town of Cobourg’s distribution system and the Township of Hamilton’s 

SADS (at Ontario Street and the 401) – unless this information is available from Cobourg 

8. Release RFP no later than May 15, 2022 and ensure Water Services Agreement is signed 

with external provider by Aug 14, 2022.   
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7.0 APPENDICES 
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APPENDIX 1: Findings – Compliance Met by Township 

This Appendix shows the findings on the ability of the Water Department to meet compliance. 

Table A1-1 shows findings against regulatory requirements.  

 

Act, Regulation, Standard Met (Y/N) Comments 

Safe Drinking Water Act, 2002 

Ontario Drinking Water Quality 

Standard (DWQMS) Regulation 

(O. Reg. 169/03) 

Y • Manual and forms-based 

Drinking Water Systems 

Regulation (O. Reg. 170/03) 
Y 

• Met Compliance 

• Minor non-compliances only (e.g., lack of 

clearly defined operator roles and 

responsibilities) 

Compliance & Enforcement                    

(O. Reg. 242/05) 
Y 

• Inspection reports for 2019 and 2020 

completed by MECP 

Drinking Water Testing Services 

Regulation (O. Reg. 248/03) 
Y 

• Samples sent to and processed by certified 

lab 

Certification of Drinking Water 

System Operators & Water 

Quality Analysts (O. Reg. 128/04) 

Y 

• Operator certificates displayed 

• Fully manual and forms-based (is OK for 

smaller municipalities) 

Schools, Private Schools & Day 

Nurseries (O. Reg. 243/07) and its 

lead standard amendment (O. 

Reg. 417/09) 

NA • NA 

Financial Plans Regulation                       

(O. Reg. 453.07) 
Y 

• Ongoing financial planning and rate 

calculations being done 

• Moving towards full-cost allocation, full 

cost recovery and sustainable financing 

Licensing of Municipal Drinking 

Water Systems (O. Reg. 188/07) 
Y • Licences up to date 

Infrastructure for Jobs and Prosperity Act, 2010 

Asset Management Planning for 

Municipal Infrastructure (O. Reg. 

588/17) 

Y 

• Asset Management Policies and Asset 

Management Plans developed with Public 

Sector Digest 

• Water not well defined in 2016 AMP – 

plan being updated 
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• Planning has been done, but work to 

extend the life of water assets needs to be 

adopted 

 

Opportunities 

• Adopt preventive, predictive maintenance 

procedures and asset management 

practices to protect those assets 

• Improve capture, management and 

analysis of asset data 

Table A1-1: Findings – Results on Compliance at Hamilton Township   
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APPENDIX 2: Definitions 

• Asset Life-Cycle describes the stages in the life of an asset, including planning, design, 

building/construction, commissioning, operating, maintaining & optimizing, and de-

commissioning (retirement) 

• Asset Management describes the process of managing water system assets through each 

stage of the asset life-cycle to ensure the asset’s optimal service life (e.g., capacity, 

functionality, service levels) 

• Capital Expenditures (CAPEX) describes the expenditures required to (1) invest in the 

planning, designing, building and commissioning of new assets (i.e., to extend system 

capacity) or (2) pay for non-routine maintenance on existing assets to keep them in a State-Of-

Good-Repair (e.g., major repairs, rehabilitation that extend an asset’s useful service life and 

replacement of assets or like-for-like replacement) 

• Computerized Maintenance Management System / Work Management System / 

Enterprise Asset Management System (CMMS / WMS / EAMS) have all been used 

interchangeably to describe the software solutions used by water service providers to plan, 

schedule, execute, track and analyze all work activities related to water service delivery, 

including operational activities (e.g., sampling programs) and maintenance activities (e.g., 

preventive maintenance programs). They also hold the official register of all water system 

assets and their attributes(e.g., name, asset number, asset type, description, supplier, installer 

name, date manufactured, date installed, size, model, serial number, capacity, rating, location, 

replacement cost, maintenance schedules and procedures, spare parts, consumables (e.g., type 

of oil), reference materials)  

• Drinking Water System (DWS) describes a system of assets that enable the abstraction of 

raw source water, the treatment of that water and the distribution of that water to customers 

through a distribution system and customer connections. It can also refer to any part of that 

system for which an owner is responsible (e.g., the Stand-Alone Distribution System, which is 

owned by Hamilton Township but is still considered to be part of the Town of Cobourg’s 

Drinking Water System) 

• Good Industry Practice (GIP) describes a common or best practice that includes planning, 

managing and working in a way that is technically competent, cost effective and at a level of 

diligence and prudence reasonably and ordinarily exercised by experienced operators and 

managers engaged in a similar activity and under similar circumstances. It assumes that 

o Licenced operators, contractors, their staff and managers have the skills, training and 

experience required to carry out all water operations and maintenance at all times in a 

competent, safe and effective manner 

o All water abstraction, treatment and distribution activities are conducted in a technically 

sound and cost competitive manner to optimize the efficiency and effectiveness of the 

operation within reasonable economic constraints 
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o Appropriate technologies are applied, and sufficient good quality data is acquired, within 

reasonable technical and economic constraints, to enable the monitoring, control, analysis 

and performance optimization of water processes and business processes and water 

system assets will be maintained to optimize their active service life (function and 

capacity) 

o All Applicable Laws are met  

• Information Technology (IT) in water utilities includes all the hardware and software 

solutions required to support the water services, including corporate solutions (e.g., personal 

productivity software, financial systems, HR systems) as well as all hardware and software 

solutions required to support efficient and effective operations (e.g., CMMS/WMS/EAMS, 

Process Data Management and Compliance Reporting, training and certification tracking, 

project management, performance management, handheld devices, modelling)   

• Lakefront Utility Services Inc. (LUSI): describes the organization responsible for delivering 

O&M services for the Stand-Alone Distribution system. Owned by the Town of Cobourg 

Holdings, Inc. 

• Operating Expenditures (OPEX):  describes all operating expenditures required for the 

operations, maintenance, management and delivery of water services to customers, including 

routine maintenance on existing assets and any corporate support necessary to operate 

• Operational Technology (OT) in water utilities includes instruments such as meters and 

sensors (e.g., flow meters, level sensors), control devices such as programmable logic 

controllers, all other related hardware and software (e.g., monitoring and control systems, 

Supervisory Control and Data Acquisition (SCADA) systems and remote panels as well as 

associated data historians). These technologies are required to sense the state of or changes in 

the state of processes or devices (e.g., change in temperature, fluid level) and communicate 

between the instruments and control devices to take an appropriate action (e.g., close a valve). 

This also includes the telecommunications technologies required (e.g., I/O racks, local area 

networks, private cellular networks) 

• Routine Maintenance includes all the routine reactive, planned and predictive activities that 

are typically performed by operator-mechanics to maintain mechanical, electrical, 

instrumentation and control, process and civil assets in a water system (e.g., pipes, pumps, 

valves, chemical addition equipment, meters, instruments, facilities, control equipment). This 

includes regular cleaning, lubricating, adjusting, inspecting and making minor repairs. 

Complex maintenance, rehabilitations and replacement of assets (e.g., overhaul or 

replacement of a pump), equipment optimization, and asset management are considered to be 

non-routine maintenance 

• Routine Operations includes all the operational activities required to meet all applicable laws 

(i.e., Acts and Regulations) to ensure compliance, such as monitoring, recording, analyzing 

and reporting process data, sampling and testing results (e.g., lab sample submission and 

results tracking and reporting), responding to any process upsets, reporting non-compliance 
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events and incidents (e.g., adverse water quality incident). Process optimization is typically 

not considered to be part of routine operations. 

• Water Treatment Plant (WTP): describes a facility / location with a number of processes 

that add value to the water each step of the way until does into the distribution system. 

Typically, this would include a raw water intake process, a filtration process, and a 

disinfection in the chlorine contact tank before high lift distribution pumps take the water 

from the plant and pump it into the distribution system 

 

 

 

.  
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APPENDIX 3: Interested External Water O&M Service Providers3  

Characteristics 

Lakefront Utility 

Services Inc. (LUSI)  

Ontario Clean 

Water Agency 

(OCWA) 

Veolia Water 

Canada 

Aquatech 

Canadian Water 

Services 

Peterborough Utility 

Services Inc. (PUSI) 

 
   

 

Annual Revenue from  

Ontario Water O&M4 

$500K - $1M  

(Water) 

$200 - $300M 

(Water) 

$10 - $20M 

(Water) 

$200 - $400K 

(Water) 

$100 - $150M  

(Water & Electric) 

Water Staffing in 

Ontario (Hi/Med/Low) 
Low 

High 

( >500 operators) 

Medium 

(High Globally) 

Low 

(High in Quebec) 

Low 

(161 Water & Electric) 

Ontario Agreements 

(#) 
1-5 150 - 200 10-15 1 - 5 1 - 5 

Ontarians served (#) 20 – 40K 4 – 5M 50-100K 10-20K 80-120K 

Proximity to Township 
within approx. 

20 km. 

within approx.  

30 km. 

within approx. 160 

km.  

within approx. 

30 km. 

within approx. 

30 km. 

Operated Facilities in 

the Region 

3 

(e.g., Cobourg, SADS) 
11 within 50 km. 

1 

(Bancroft) 

1 

(Colborne) 

1-5 within 60 km. 

(e.g., Cavan Monaghan, 

Millbrook) 

Table A3-1: Interested External Water O&M Providers 

 

 
3 All numbers are estimated 
4 Approximately 60% of water and wastewater operations are municipally operated, 30% are operated by OCWA, and 10% are operated by private operators and other 
municipalities 



  

  

 

Maclaren Municipal Consulting    Service Delivery Review of the Water Department   45 

 

 

APPENDIX 4:  Service Delivery Options of Comparative Municipal Water System Owners 

Municipality 
Water O&M Service Delivery 

Model 

Monthly 

Base 

Charge 

(5/8") 

$/m3 

Annual 

Consumption 

(m3) 

Typical 

Total 

Annual 

Cost5 ($) 

City of Kawartha Lakes - 2021 
Small Wells - External (OCWA) 

Lindsay WTP - Internal 
31.58  2.80  181           885.76  

Municipality of Port Hope Internal 38.25      1.68  181           763.08  

Township of Hamilton 
Internal (2 systems) 

External (1 system - LUSI) 
39.14  1.31 181           716.15  

Township of Cavan Monaghan External (PUSI) 32.68    1.82  181           721.58  

Township of Cramahe (Colborne) External (AQUATECH) 22.79      2.06  181           646.34  

City of Belleville - 2021 Internal   25.52       1.92  181           653.76  

Peterborough Utilities Commission Internal (PUSI)  21.79       1.42  181           518.50  

City of Quinte West Internal  22.00         1.26  181           492.06  

Municipality of Brighton Internal 22.00        1.14  181           470.34  

Town of Cobourg - 2021 Internal (LUSI) 14.74  1.47  181           442.95  

Region of Durham Internal  19.11  1.14  181           435.66  

Region of Peel - 2021 External (OCWA)   -    1.67  181 302.27  

Table A4-1: Service Delivery Options of Comparative Municipal Water System Owners 

 

 
5 Costs are influenced by factors such as the quality of source water, amount of pumping required, funding levels for sustainable infrastructure 


