
Report 

1.0 PURPOSE 

To present a report on the value-for-money audit of the Municipal Law Enforcement and 
Licensing Services (MLELS) Branch. 

Date of Report: 

June 23,2011 
Date of Meeting: 

June 27,2011 

PUBLIC REPORT 

To: Council in Committee of the Whole 

From: Ron Foster 

Auditor General 

2.0 RECOMMENDATION 

Item: 

AG-11-07 
File: 

C-I000 

It is recommended to City Council: 

Subject: Value-for-MoneyAudit of the Municipal Law 
Enforcement and Licensing Services Branch 

That the recommendations contained in Attachment 2 of Report AG-11-07 dated June 23, 
2011, "Value-for-Money Audit of the Municipal Law Enforcement and Licensing Services 
Branch'', be referred to the Commissioner, Corporate Services for a report back to the 
Finance and Administration Committee. 

3.0 EXECUTIVE SUMMARY 

This audit indicated that MLELS is poised to become the leading service provider of 
enforcement and licensing programs in Ontario. Notwithstanding, opportunities remain to 
improve the efficiency and effectiveness of branch activities. It is recommended that 
management: 

Consider the merits of making additional organizational changes to MLELS within 
the next phase of the continuous improvement program; 

Request that the City Solicitor provide an education session for Council to discuss 
the legal framework within which MLELS enforcement activities are undertaken; 

Request that the Information Technology Services Branch expedite the upgrades to 
systems reporting capabilities and the consolidation of complaints into one 
reporting system; 

Develop key performance indicators and incorporate service level targets into 
annual work plans to promote continuous improvement and accountability for 
results; 
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Review the amounts charged for licenses, fees and penalties to increase cost 
recovery to at least 50% of overall branch costs; 

Continue to monitor workloads and service levels and make further adjustments to 
staffing levels when necessary to match workload fluctuations; and 

Revisit the options for generating additional revenues from the City's animal 
services program for 2012. 

4.0 INPUT FROM OTHER SOURCES 

4.1 Input from Management 

> During this audit, information was obtained from the following individuals: 

City Manager 
Commissioner, Corporate Services 
City Solicitor 
Director, MLELS 
Director, Information Technology Services (ITS) 
Director, Human Resource Services 

5.0 ANALYSIS 

5.1 0bjectives 

> The objectives of this audit were to assess the efficiency, effectiveness and economy 
of the MLELS Branch as measured against best practices to identify opportunities for 
improvement and to demonstrate accountability. 

5.2 Scope 

> This audit focused on activities within the last five years. 

5.3 Procedures 

> This audit included interviews with management and staff, analysis of operating and 
financial reports, field inspections, customer surveys and benchmarking with other 
municipalities. A risk-based methodology was employed to focus on areas of 
significance to residents, management and Council. 
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5.4 Background 

P The MLELS Branch is responsible for the investigation and enforcement of various 
municipal by-laws related to private property, boulevards, parking, animals, licensing, 
and nuisance. MLELS is also responsible for coordinating and overseeing the 
provision of corporate security. 

P In 2006, management consolidated four different groups that were delivering 
enforcement and licensing programs within three different departments into the MLELS 
Branch which now reports to the Commissioner, Corporate Services. In 2010, 
management reorganized the branch and implemented generic enforcement officer 
positions and generic administrative positions. 

P The branch currently has approval for 46 staff including 24 enforcement staff, 5 
administrative staff, 4 municipal business licensing and standards staff, 3 licensing and 
vital statistics staff, 3 kennel staff, 3 supervisory coordinators, 2 managers, 1 policy 
analyst and the branch director who reports to the Commissioner. Two full-time 
positions and 4 regular part-time positions are currently vacant. Attachment 1 depicts 
the organization chart for MLELS. 

Net expenses of the branch were approximately $2.4 million in 2010 and are expected 
to be approximately 2.7 million in 2011. Attachment 2 provides a five-year summary of 
the branch's expenditures and recoveries. 

5.5 Accomplishments 

P Significant accomplishments of the branch include: 

Consolidated all corporate enforcement and licensing functions in 2006 and 2007; 

Redirected most telephone and front counter customer service activities to Service 
Oshawa in 2008-2009; 

Assumed a central role in the administration and enforcement of the Residential 
Rental Housing Licensing By-law in 2008-2011; 

Redefined the role of officers by reassigning plan review and other administrative 
roles to a new licensing and standards team resulting in officers being dedicated 
100% of their time to enforcement activities; 

Worked with ITS to develop a consolidated Code Enforcement Tracking System 
that linked with the service request handling system within Service Oshawa; 

Worked with Legal Services to develop various Administrative Monetary Penalty 
(AMP) Systems in 2008-2011; 

Worked with ITS in 2010 to develop an automated system to track and administer 
AMPS; 
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Began utilizing AMPS for the enforcement of parking, licensing, and other 
Municipal Act By-laws in 2011; 

lntroduced handheld technology for the issue of administrative penalty notices in 
2011; 

lntroduced mobile computer technology in all enforcement vehicles in 2008-2011; 

Implemented dedicated kennel services staff at the animal shelter in 2008-2010; 

Created a generalist role for all administrative services and a generalist role for all 
enforcement services in 2010; 

lntroduced 2417 enforcement services in late 2010; and 

Developed more effective linkages with Durham Regional Police and participated in 
numerous projects with Durham Regional Police in recent years. 

5.6 Areas for Improvement 

P The consolidation of enforcement and licensing functions in 2006 and subsequent 
reorganization of staff in 2010 improved the efficiency of the branch. Due to the 
magnitude of these changes, they also created some human resource issues which 
were identified during the staff interviews conducted during this audit. Management 
has engaged personnel from the Human Resource Services Branch to help address 
issues that were identified within the employee survey and also raised within the audit. 

P During the consolidation and subsequent reorganization, management's ability to 
respond to emerging legal risks, manage complaints, address Council directions and 
pursue opportunities for operational improvements was sometimes hampered. Several 
municipalities have aligned their municipal law enforcement groups with their legal 
services functions to provide more timely and consistent responses to legal risks, 
complaints and requests from members of Council. It is recommended that 
management consider the merits of making additional organizational changes to 
MLELS within the next phase of the continuous improvement program. 

P A policy has not been developed to assist members of Council with residents' inquiries 
regarding enforcement practices and specific matters which are before the courts. It is 
recommended that management request that the City Solicitor provide an education 
session for Council to discuss the legal framework within which MLELS enforcement 
activities are undertaken. 
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9 	Many of the process improvements that have been achieved to-date by MLELS have 
stemmed from making more effective use of information technology such as the use of 
handheld units to issue administrative monetary penalty notices. To achieve additional 
efficiencies, the branch needs better tracking and reporting systems. Four separate 
systems are presently used to gather and report on the status of complaints. Aside 
from a point of sales system for recording revenues, an automated system is not 
currently in use to capture, monitor and report on licensing activities. 

9 	MLELS is working with the Information Technology Services (ITS) Branch to advance 
several projects which address their technology requirements. These projects include 
improving systems reporting capabilities, consolidating complaints into one reporting 
system, implementing an automated system for the tracking and reporting of licensing 
activities, rolling out additional handheld units for ticketing, installing computers into 
new patrol vehicles as well as others. 

9 	Discussions with ITS personnel indicated that sufficient funding is in place to acquire 
additional handheld units for ticketing and computers for patrol vehicles. To ensure 
timely completion of other critical projects, it is recommended that management 
request that the ITS Branch expedite the upgrades to systems reporting capabilities 
and the consolidation of complaints into one reporting system. 

9 	Service level agreements were developed in 2010 to measure response times to 
complaints and time to complete investigations. While these measures guide the 
management and performance of internal activity, key performance indicators (KPls) 
have not yet been developed for major programs within the branch. It is recommended 
that management develop key performance indicators and incorporate service level 
targets into annual work plans to promote continuous improvement and accountability 
for results. 

9 	As shown in Attachment 2, MLELS revenues have been falling since 2008 while costs 
have been progressively increasing. As a percentage of branch costs, recoveries 
declined from 47% in 2007 to 41 % in 201 0 and in YTD results for 201 1. 

9 	Benchmarking completed during this audit indicated that enforcement and licensing 
revenues are considerably higher in many of our municipal counterparts. 

9 	Revenue shortfalls in the branch have arisen for various reasons including staff 
shortages, permanent losses of licensing revenues in 2008 as well as shortfalls in the 
amounts currently charged for licenses, fees, fines and penalties. It is recommended 
that management review the amounts charged for licenses, fees and penalties to 
increase cost recovery to at least 50% of overall branch costs. 

9 	Attachment 2 indicates that branch expenditures for personnel are forecast to be 
approximately $3.5 million in 201 1 compared to $2.5 million in 2007. This $1 million 
increase includes costs related to the creation of six new enforcement positions, the 
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development of a Licensing and Standards Section comprised of two examiners and 
two inspectors, the staffing of kennel operations with three permanent staff, and 
creation of a policy analyst position. Changes to job classifications, cost of living 
adjustments to salaries and inflationary increases for benefits have also contributed to 
increased staffing costs. 

P 	 The new positions noted above were required to resource the animal shelter with staff 
who can care for animals, provide 2417 municipal law enforcement coverage, support 
the RRHL Licensing and Enforcement Program, and to address the growing volume of 
complaints and requests for service. 

P 	 Due to the magnitude of the branch consolidation and reorganization undertaken 
between 2006 and 2010 and the constraints faced in implementing such changes in a 
unionized workplace, the current levels of resources do not respond fully to workload 
fluctuations. It is recommended that management continue to monitor workloads and 
service levels and make further adjustments to staffing levels when necessary to 
match workload fluctuations. 

P 	 This audit indicated that the costs of providing kennel services are not sufficiently offset 
by revenues from the City's animal services program. Benchmarking indicated that 
revenues from licensing animals accounted for 20% of overall licensing revenues in 
our municipal counterparts but were only 6% in Oshawa. Management has identified 
various approaches to generate additional revenues from the licensing of animals in 
prior years. It is recommended that management revisit the options for generating 
additional revenues from the City's animal services program for 2012. 

P 	 Half the respondents to our benchmarking survey outsourced kennel services because 
they found these services to be too costly to provide. Excluding revenues, the cost of 
providing kennel services in Oshawa is expected to be approximately $31 8K in 201 1. 
Management continues to explore opportunities to partner with adjacent municipalities 
to share the costs for kennel services. 

P 	 MLELS staff currently works out of four different offices. Enforcement staff work at 22 
King Street West, licensing staff from the first floors of Rundle Tower and B-Wing and 
Animal Services staff from facilities on Farewell Street. Having staff spread across four 
different locations, some of which are rented, creates inefficiencies and is not 
particularly cost-effective when the City owns facilities that are currently under-utilized. 
Options to reduce the number of office locations for MLELS staff are currently being 
examined by senior management. 

P 	 The results of the internal customer survey that are shown at Attachment 3 identified a 
need to review service levels. Management is meeting with senior staff to review their 
service level expectations and to discuss the risks, costs and benefits of providing 
additional proactive enforcement activities within certain areas of the City. 
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> 	Management has agreed to address the findings summarized in Attachment 4 of this 
report as well as other areas for improvement that were identified during the audit. 

6.0 FINANCIAL IMPLICATIONS 

> 	Implementing the recommendations within this report will improve the efficiency and 
effectiveness of the branch. Expediting the information technology projects that are a 
priority will require additional temporary resources in 2011 and 2012 which can be 
funded from the Tax Stabilization Reserve Fund. 

7.0 RESPONSE TO THE COMMUNITY STRATEGIC PLAN 

P 	 Completion of internal audits assists Council in holding itself and its administrators 
accountable for the quality of stewardship over public funds and for the achievement of 
value for money in City operations. Taking action and ensuring accountability is one of 
the objectives contained within the Community Strategic Plan. 

Ron Foster 
Auditor General 

Attachments 
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Municipal Law Enforcement and Licensing Services 
Internal Customer Satisfaction Survey Results 

(Summary of 8 responses) 

Request for Enforcement (Complaint Not Very Very 
Generated) of City By-Laws that support Applicable Satisfied Satisfied Dissatisfied Dissatisfied 

the Delivery of your Programs and 
Activities 

- timely enforcement of request 12.5 25 50 0 12.5 

1 - effectiveness of enforcement 


Explanation for your Rating and Comments for lmprovement 


Pro-Active Enforcement (No of 
City By-Laws that Support the Delivery of 

/ your Programs and Activities 

1 - implementation of pro-active program 

- timely enforcement 37.5 0 50 12.5 0 

- effectiveness of enforcement 37.5 0 50 12.5 0 


Explanation for your Rating and Comments for lmprovement 


Not Very Very
By-1aw Inquiries and Interpretations Applicable Satisfied Satisfied Dissatisfied DissatisfiedI 1 I 1 1 

1 - timely service and communication 

1 - knowledge of City by-laws 

- value-added information 12.5 2 5 25 37.5 0 


Explanation for your Rating and Comments for lmprovement 


Not Very VeryCourteous and Professional Applicable Satisfied Satisfied Dissatisfied Dissatisfied. . 

- professional staff 0 5 0 25 12.5 12.5 

- courteous and helpful staff 0 50 25 12.5 12.5 

Explanation for your Rating and Comments for lmprovement 
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Summary of Findings and Recommendations 

1. Finding: During the consolidation and subsequent reorganization, management's 
ability to respond to emerging legal risks, manage complaints, address Council 
directions and pursue opportunities for operational improvements was sometimes 
hampered. 

Recommendation: It is recommended that management consider the merits of 
making additional organizational changes to MLELS within the next phase of the 
continuous improvement program. 

2.  Finding: A policy has not been developed to assist members of Council with 
residents' inquiries regarding enforcement practices and specific matters which are 
before the courts. 

Recommendation: It is recommended that management request that the City 
Solicitor provide an education session for Council to discuss the legal framework 
within which MLELS enforcement activities are undertaken. 

3. Finding: MLELS is working with the lnformation Technology Services (ITS) Branch to 
advance several projects to address their technology requirements. 

Recommendation: Request that the lnformation Technology Services Branch 
expedite the upgrades to systems reporting capabilities and the consolidation of 
complaints into one reporting system. 

4. Finding: Service level agreements were developed in 2010 to measure response 
times to complaints and time to complete investigations. While these measures guide 
the management and performance of internal activity, key performance indicators 
(KPls) have not yet been developed for major programs within the branch. 

Recommendation: It is recommended that management develop key performance 
indicators and incorporate service level targets into annual work plans to promote 
continuous improvement and accountability for results. 

5. Finding: As shown in Attachment 2, MLELS revenues have been falling since 2008 
while costs have been progressively increasing. As a percentage of branch costs, 
recoveries declined from 47% in 2007 to 41 % in 201 0 and in YTD results for 201 1. 

Recommendation: It is recommended that management review the amounts charged 
for licenses, fees and penalties to increase cost recovery to at least 50% of overall 
Branch costs. 
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6. 	 Findinq: Due to the magnitude of the branch consolidation and reorganization 
undertaken between 2006 and 2010 and the constraints faced in implementing such 
changes in a unionized workplace, the current levels of resources do not respond fully 
to workload fluctuations. 

Recommendation: It is recommended that management continue to monitor 
workloads and service levels and make further adjustments to staffing levels when 
necessary to match workload fluctuations. 

7. 	 Finding: This audit indicated that the costs of providing kennel services are not 
sufficiently offset by revenues from the City's animal services program. Benchmarking 
indicated that revenues from licensing animals accounted for 20% of overall licensing 
revenues in our municipal counterparts but were only 6% in Oshawa. 

Recommendation: It is recommended that management revisit the options for 
generating additional revenues from the City's animal services program for 201 2. 




