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Staff Report

DATE: April 7, 2024 FILE NUMBER: PROVINCE
TO: Mayor and Council

FROM: David Perehudoff, Chief Administrative Officer/Chief Financial Officer
SUBJECT: MUNICIPAL SUSTAINABILITY AND RESTRUCTURE STUDY

1.0 PURPOSE

1.1  The purpose of this report is to seek Council’s approval to undertake a Municipal
Sustainability Study that includes initial process and procedural requirements in order to
commence work.

2.0 RECOMMENDATION

2.1  THAT Council agree to proceed with a Municipal Sustainability Study in accordance with
the following:

2.1.1 THAT Council receive the March 13%, 2024 Grant Stipulation letter from the
Ministry of Municipal Affairs and agree to the conditions associated with
receiving grant funding in the amount of $60,000.

2.1.2 THAT the March 2024 Terms of Reference that summarizes the work to be
undertaken be approved.

2.1.3 THAT Council appoint Neilson Strategies Inc. as the consultant retained to
lead the study in accordance with the April 8, 2024 proposal.

2.1.4 THAT Council agree to the formation of a Municipal Sustainability Advisory
Committee in accordance with Section 142 of the Community Charter and
immediately proceed with the recruitment of up to seven community
members.

2.1.5 THAT two members of Council be appointed to sit on the Municipal
Sustainability Advisory Committee.

3.0 BACKGROUND

3.1 Council identified concerns with the longer-term sustainability of the Village during the
development of their Strategic Plan that occurred in June of 2023 and approved a
priority to identify the most appropriate local government structure for future success.

3.2 Representatives from the Village met with the Minister of Municipal Affairs at the UBCM
in September 2023 and ask the Ministry to support and providing funding in order for
the Village to proceed with the development of a report that would review the issues
associated with the Village remaining a standalone local government, including the
forecast impacts on the residents and taxpayers of the Village.
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3.3

Staff have met with the Ministry on a number of occasions to discuss the issue further.
After considerable review and work, terms of reference for a study have been finalized
and the Ministry has agreed to provide $60,000 in support of the work proceeding.

4.0 ANALYSIS

4.1

4.2

4.3

4.4

4.5

The Village of Warfield is a small municipality that relies almost exclusively on a
residential property tax base. There has been very little investment in infrastructure
over the years and with a static assessment base, ongoing increases in costs (operating
and capital) are causing concerns as it pertains to sustainability.

Over the last three years, Council has been advised that the financial condition and
corresponding sustainability of the Village is a concern. The level of revenue being
generated when compared to service requirements, both operational and internal
reinvestment in infrastructure, suggests that revenues would need to be increased
significantly if the Village is to remain sustainable and deliver services. The concern was
further exacerbated when the Financial Plan Bylaw adopted in 2021 created a financial
deficit where revenue was insufficient to fully fund operating costs. While property taxes
have been increased significantly, this budgetary deficit, coupled with understated
budgeted expenditures, has resulted in prior years’ surplus being eroded.

Notwithstanding the obvious financial concerns, the complexity and requirements being
transferred onto local governments has also increased costs and complexity. Being able
to attract and retain staff who are qualified and capable of working with Council to
address these requirements and to effectively manage the operation is also an issue as it
pertains to sustainability. There are also several significant infrastructure projects, that
if pursued, will also significantly impact amounts paid by property owners.

Completing a sustainability assessment that includes a robust and fulsome engagement
of the community is seen to be critically important at this time. The issues identified are
significant and ensuring the residents understand the issues the Village is facing as well
as seeking the opinion of the community in terms of support for other governance
options versus making the required internal adjustments, will be addressed in Phase | of
the study.

During discussions with the Province they have indicated that other small local
governments are facing similar challenges and Warfield has taken the lead in terms of
advancing the need to undertake a structured assessment that will assist in future
decision making. The Provine has therefore agreed to provide funding whereby the
process and framework developed may form the basis for similar reviews in other parts
of the Province.

5.0 OPTIONS

5.1
5.2

THAT Council proceed as recommended and in accordance with the 2023 Strategic Plan.

THAT Council defer proceeding and continue to govern and operate the Village without
substantive change. As Council has been advised, if the Village is going to continue to
provide a reasonable level of service and to start to address the infrastructure deficit,
there is a need to continue to increase property taxes and user fees at levels that far
exceed inflation. The impact on the ratepayer is a critical concern as it pertains to
sustainability and what is “affordable”.

6.0 FINANCIAL CONSIDERATIONS
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6.1 The Ministry has agreed to provide funding of $60,000. During discussions, they have
also indicated that they will consider providing up to $30,000 of additional funding
(subject to request and approval) to provide funding for community engagement. The
Ministry has emphasized the need to ensure the community is aware, understands the
importance of issues the Village is facing and the associated implications on the
ratepayer. The community engagement requirement has been outlined within the
terms of reference.

7.0 POLICY AND LEGAL CONSIDERATIONS

7.1 Staff are recommending that Council effectively waive the requirement contained in
Municipal Purchasing Policy FIN-2019-01 and rather than proceed to RFP to select a lead
consultant that the contract be sole sourced and directly awarded to Neilson Strategies.

7.1.1 Allan Neilson, the principal, worked with Council as part of developing the
strategic plan and therefore already has a good understanding of the issues and
the work required. Appointing Neilson Strategies will allow work to proceed
without delay, whereas proceeding to proposal call could add several months to
the process (developing RFP terms and conditions, advertise for proposals, review
proposals received and then award).

7.1.2 The Ministry has indicated that the “roster” of consultants qualified to do this
work is limited and there doesn’t appear to be significant benefit that would
justify the need to proceed to an RFP. The Village is fortunate that Neilson
Strategies is interested and can accommodate the schedule.

8.0 OTHER CONSIDERATIONS

8.1 Asindicated, community engagement is very important, and this will start with
community members being appointed to sit on the Committee. Council is therefore
encouraged to contact people they believe are well suited to participate. The final
report and potential implications emphasize the need for the community to be fully
engaged and to understand the implications; whether the final recommendation will
assess whether or not to continue independently (status quo or to directly explore other
governance options that would form part of Phase Il — Governance and Restructure
Study.

RESPECTFULLY SUBMITTED

David Perehudoff, CPA, CGA
Chief Administrative Officer

attach.
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March 13, 2024
Ref: 274248

David Perehudoff

Chief Administrative Officer
Village of Warfield

555 Schofield Hwy

Trail BC V1R 2G7

Email: finance@warfield.ca

Dear David Perehudoff:

A $60,000 restructure planning grant for the Village of Warfield (Warfield) for a governance and services
viability study has been approved.

This grant is to fund a governance and services viability study that will describe and educate on facets of
local governance and services in the municipality, engagement activities to understand the concerns and
interests of Warfield residents and identify potential governance options. This letter provides
information and requirements for the following approved project that comprises the Study, which may
be cited in correspondence as follows:

Project Amount Commitment No.
Village of Warfield Governance $60,000 51RS2404
and Services Viability Study

The grant has been approved under the Restructure Planning Grant Program pursuant to the Local
Government Grants Act and Regulations. Please cite the Commitment Number in all correspondence
about the Study.

The following stipulations must be met by the municipality in order to retain this funding:

a) The grant funding must be used solely for the purpose of these projects and for defraying the
costs of undertaking, completing, and providing written reports to the Ministry on the Study;

2

Ministry of Municipal Affairs Governance and Structure Mailing Address: Location:
Branch PO Box 9839 Stn Prov Govt 4% Floor, 800 Johnson St
Local Government Division Victoria BC V8W 9T1 Victorja BC V8W 9T1
Phone: 250 387-4020 http://www.gov.bc.ca/muni

Fax: 250 387-7972
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b) The grant funding must be used only for reasonable costs and expenses related to the Study
that are incurred between March 22, 2024 to May 31, 2025; and,

c) The following reports must be submitted to the Ministry program staff by the specified dates:
e A Work Plan Report, on or before June 30, 2024, comprised of:
i. the work plan developed by the consultant;
ii. the community engagement strategy as developed by the consultant.
e An Interim Progress Report, on or before September 30, 2024, comprised of:
i. Findings to date
ii. Summary of engagement (if applicable)

e A Draft Report, on or before March 31, 2025 comprised of a draft of the report prior to
public presentation.

e A Final Report, on or before May 15, 2025, comprised of a copy of the final report
presented to the Warfield Council.

e An Account of Study Expenses, on or before May 31, 2025, comprised of a summary of
all project expenses and confirmation that either all grant funding has been expended or
an unused portion of the grant funding that will be returned to the provincial
government. Unused grant funding should be returned in the form of a cheque made
payable to the Minister of Finance no later than May 31, 2025.

Your Ministry contact for this project will be Saskia Crawford, who will be available for advice and
assistance during the Study. Ms. Crawford can be reached by telephone at 778-445-4939 or by email at
Saskia.Crawford@gov.bc.ca. Please forward all reports to Ms. Crawford.

Sincerely,

Karen Lynch
Director, Governance Structures

pc: Saskia Crawford, Program Analyst, Governance and Structure Branch
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March 13, 2024

Ref: 274249

Their Worship Mayor Frank Marino
Village of Warfield -

555 Schofield Hwy

Trail BC V1R 2G7

Dear Mayor Marino:

The Ministry of Municipal Affairs is happy to support the Village of Warfield (Village) with its request for

assistance with a study to assess the viability of its existing governance and services and to explore

restructuring options. | have the pleasure to confirm that the ministry wishes to assist with the work of

this endeavour through the issuance of a Restructure Planning Grant.

The ministry is committed to providing a grant in the amount of $60,000 to support hiring a consultant

whose work will share information about the current configuration of governance and services, and to
ascertain options for an appropriate governance model that is best suited to serve the area.

Ministry staff will work with Village staff to prepare terms of reference for the study. The administration
of the grants will be handled by ministry staff. Your ministry contact for this project is Saskia Crawford.

She can be reached by telephone at: 778 445-4939; or by email at: Saskia.Crawford@gov.bc.ca.

I wish you success in this endeavour.
Sincerely,

ikl

Anne Kang
Minister

pc: David Perehudoff, Chief Financial Officer, Village of Warfield

Ministry of Municipal Affairs Office of the Minister Mailing Address:
PO Box 9056 Stn Prov Govt
Victoria BC V8W 9E2
Phone: 250 387-2283
Fax: 250 387-4312

Location:
Parliament Buildings
Victoria BC V8V 1X4

http://www.gov.bc.ca/muni
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Village of Warfield
Municipal Sustainability and Restructure Study
March 2024

TERMS OF REFERENCE

OVERVIEW: The Village of Warfield wishes to undertake a Municipal Sustainability and
Restructure Study to chart the future path for the community and its local
government. The work will be completed in phases. The first phase — Phase I:
Municipal Sustainability — will:

* document and examine the Village's services, finances, financial capacity,
governance, development opportunities and challenges, and community
characteristics

* assess the Village's sustainability as a standalone, autonomous municipality

» identify changes to consider that considers information obtained that could
include the potential for municipal restructure to address sustainability
concerns identified

e conduct a robust engagement of the community on the questions of
municipal sustainability and potential restructure

Data and information will be gathered and assessed within the scope of the Phase |
work outline. The information and conclusions reached will be provided to Council
who will assess this information and determine if there is a need to consider the
issue further as part of a “Phase 1I” study. If Phase Il is determined to be necessary,
Phase | findings will focus the Phase Il scope of work, which could focus on
developing new approaches and other changes to the Village's existing services,
governance structure and/or finances, which will be aimed at enabling the Village to
improve and achieve sustainability as an autonomous, standalone municipality.
Alternatively, Phase Il could focus on exploring municipal restructure options under
which Warfield's status as standalone municipality would change. Amalgamation
with other local government jurisdictions in the Greater Trail sub-region of the
Regional District of Kootenay Boundary (RDKB) would be explored as one option
under this scenario.

This document presents the Terms of Reference for Phase I: Municipal Sustainability.

BACKGROUND: The Village of Warfield is a small community of 1,750 residents situated along
Highway 3B between the Cities of Rossland and Trail. The Village is a member
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municipality of the RDKB, and one of seven local government jurisdictions (five
municipalities and two electoral areas) in the Greater Trail sub-region.

Warfield and its neighbouring jurisdictions collaborate through the Regional District
in the provision of several sub-regional and regional services — Planning and
Development, Regionalized Fire Protection, East End Regionalized Sewer Utility, and
East End Transit are examples. Warfield also purchases access to other local services
— Recreation and Library and bylaw service are key examples — where services are
received directly from the City of Trail and the City of Rossland as part of inter-
municipal agreements.

The existing local government structure in the Greater Trail sub-region has been a
topic of discussion for many years. Individual municipalities, including the Village of
Warfield, have been willing to collaborate with other jurisdictions on individual
services when interests and needs align. Municipalities have been unwilling,
however, to consider more fundamental structural changes that would resultin a
loss of jurisdictional autonomy.

Warfield Council has decided that it may be time for the community to reconsider its
long-standing opposition to structural change. Council recognizes that Warfield's
persistent challenges related to aging municipal infrastructure, limited assessment
and real assessment growth, succession planning for senior staff positions, the
absence of local commercial activity, a dearth of available land for development, and
various other matters may threaten the community’s long-term sustainability as an
independent municipality. The Village’s property tax assessment base is
predominantly residential, which means that any expenditure increases introduced
in the municipality's Financial Plan puts significant upward pressure on property
taxes and user fees paid by individual property owners. Service initiatives at the
Regional District — the current sewage treatment plant project is a prime example
— only add to the overall financial burden facing Warfield's residents.

In this environment of rising costs, property taxes and user fees, Council seeks to
explore and engage the community in a meaningful way when it comes to the
question of sustainability. Obtaining local views on the issue of jurisdictional
autonomy, the impacts and challenges of remaining autonomous, including the need
for internal changes to services or structure will be important considerations in
Phase | of the study. Examining the existing local government structure as well as
assessing at a “high level”, the pros and cons of various restructure options that may
be available and could be considered.

PHASE | Phase I: Municipal Sustainability sets out to assess the sustainability of the Village of

PURPOSE: Warfield as an autonomous standalone municipality. Based on the results of the
assessment, Phase | seeks to identify and explore changes within the current local
government structure, or to the local government structure, aimed at addressing the
needs of the community.

Further to this purpose, Phase | seeks to address the following questions:

4\Qv> MUNICIPAL SUSTAINABILITY AND RESTRUCTURE MARCH 2024
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« Is the Village of Warfield sustainable over the long term as a standalone
municipality given the Village's service responsibilities, infrastructure assets
and needs, property tax assessment base, demographics, finances and
financial capacity, development opportunities and challenges, community
expectations and concerns, and other factors?

»  What changes to its governance model, services, finances and other
characteristics would the Village need to consider in order to bolster its
sustainability as a standalone municipality? Will these changes help to
provide greater certainty to existing and potential residents who choose to
invest and live in Warfield for its desirability and affordability?

»  Given the costs and other implications associated with the changes
identified, is the community willing to take whatever steps and measures
required to retain jurisdictional autonomy?

+  If sustainability appears to be a concern, should potential municipal
restructure options or service provision options be identified that could
potentially address the long-term sustainability issues? If so, these options
should be summarized at a high level, including the perceived pros and cons,
consideration of the financial and service implications, as well as impacts on
governance.

+  After Council has considered the Phase | report, Council will decide which
changes to the existing local government model, or which municipal
restructure options are deemed to be the most practicable and whether or
not they wish to proceed with Phase Il of the study.

PHASE | Phase I: Municipal Sustainability will be led by a Phase | Advisory Committee

COMMITTEE: established as a select committee of Council under the authority of Section 142 of
the Community Charter. The Committee will be comprised of five (5) to seven {7)
community members, will be a diverse body, and will be representative of the
community's demographics and interests. All members will serve in a volunteer
capacity and will be appointed by the Village Council based on a public call for
candidates and the results of interviews. Two (2) members of Village Council will be
appointed to the Committee. The Village's Chief Administrative Officer and other
staff (as determined by the Chief Administrative Officer) will provide administrative
support to the Committee and the consultants.

The Phase | Committee will serve as an objective fact-finding and oversight body,
established to ensure that Phase | addresses all questions in a neutral and balanced
fashion. The Committee will review the approach and provide direction to the
consultant retained to prepare the study. When considering the potential impacts of
the study on the community at large, public engagement is seen to be an integral
part of work to be completed. The Committee will be responsible for reviewing the
recommended community engagement plan and providing feedback. The
Committee will review the opinions and findings that come forward as it relates to
the Village's sustainability and explore potential options for change, including the
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PHASE |
PROCESS:

associated community impacts. Based on the results of the assessment and feedback
from the community, the Committee will make a recommendation to the Village of
Warfield Council, including if a follow-up phase is required, which will depend on the
findings from Phase |. The issues or restructure options will be identified that should
be considered within the scope of a Phase Il study.

The Committee will be supported throughout Phase | by an independent local
government consulting team with experience in service, financial, governance and
restructure studies. The consultants will undertake and present the findings of the
sustainability assessment to the Committee, outline a set of practicable changes —
including restructure options — for consideration by the Committee, and will
develop and execute a robust engagement strategy to present all findings to, and
receive feedback from, the Warfield community. Depending on the scope, the
execution of the engagement strategy may require the retention of additional
consultants and be budgeted for and funded as a separate an integral component to
the main study.

All Committee meetings will be open to the public; all materials produced by the
committee will be available for public review. Communicating progress and seeking
feedback from Council will also be required.

The process through which Phase | will be conducted is expected to include the
following components:

«  Warfield's Current State — Phase | will document in detail:

— the current set of local government services provided by the Village

— the Village's approach to service delivery, including its reliance on
the RDKB, City of Trail and others to deliver certain services

— the Village's governance model, including Council's use of advisory
committees

— the municipality's finances, including its assessment base and
revenue sources, its costs and its cost drivers

— the community's history, demographics, development opportunities
and development challenges

— current or upcoming projects or issues that may impact the Village
from a sustainability perspective.

All information will be identified and documented by the Phase | consultants
based on extensive research, and on discussions with members of Council,
Warfield's Chief Administrative Officer and others. The findings will be
presented to the Phase | Committee for review in a Current State report.

»  Sustainability Assessment — The consultants will examine all of the
information presented in the Current State report and provide an
assessment of the Village's sustainability, in its current state, as a standalone
municipality. All findings and conclusions will be explained in full and
presented to the Phase | Committee for consideration.
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Changes to Bolster Sustainability — The consultants will identify possible
changes to the Village's services and service delivery approach, possible
inter-municipal service arrangements, asset management efforts, property
taxation levels, revenue sources, development landscape, governance model
and other components that the Village could take to bolster its long-term
sustainability as a standalone municipality. The pros and cons of each
potential change will be identified and explained. Potential impacts on local
property taxes and other user fees will be highlighted. All information will be
presented to the Phase | Committee for review.

Municipal Restructure Options — Possible options aimed at bolstering the
Village's sustainability that could enable Warfield to remain autonomous as a
standalone municipality or consideration of restructure options that may be
available.

Municipal restructure options will be identified by the consultant for
presentation to and discussion with the Phase | Committee and what steps
would be necessary to pursue them. Anticipated governance, service and
taxation implications associated with each option for Warfield's residents
will be explored at a high level. There will be no financial analysis of the
impacts of restructuring, but rather information on considerations that
should be taken into account. The process to study each option in detail will
be outlined, as will be the process for engaging other potentially affected
jurisdictions, and the process through which the community would transition
from its current status to a new end state, which would form the basis for
much of the work in Phase 11, if this did proceed.

It will be important to advise other local governments in Greater Trail of the
work the Village plans to undertake. This can be accomplished by
corresponding with the Regional District’s East End Service Committee,
where representatives from all local governments in Greater Trail are
represented. Village of Warfield residents will need to understand that any
detailed considerations of future restructuring would involve and require a
follow-up Phase !l study that would follow a legal process that would include
obtaining the consent of neighbouring jurisdictions that may be affected by
future study outcomes.

Report and Recommendation — The consultants will be expected to provide
a comprehensive report on Phase | to the Phase | Committee. The
Committee, in turn, will be expected to review and endorse the report {as
written, or as amended), and to develop and submit a recommendation to
the Village of Warfield Council. If the Committee cannot come to an
agreement, the report will be submitted to Village Council as such. Village
Council, once it has received the report and recommendations, will
determine if there is a need to make a submission t to the Ministry to
undertake further work.
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COMMUNITY
ENGAGEMENT:

In British Columbia, local governance is matter for the local communities to consider.
Accordingly, the Phase | Committee, as a select committee of Council, will engage
the community in all parts of the Phase | exercise. More specifically, the Committee
will review the consultant’s plan for engagement and participate as needed. The
Consultant will provide opportunities for residents to:

= learn about the Village’s existing services, governance model and finances,
as well as the challenges the Village is facing today, or is anticipated to face
in the coming years

»  review, scrutinize, ask questions about and understand the findings of the
assessment on the Village's sustainability as a standalone municipality

«  learn about the pros and cons of the potential changes to consider, including
changes within the existing governance model and restructure changes
(such as amalgamation)

+  provide feedback to the Committee on all aspects of the study, and on
possible next steps

The development of an “engagement strategy” is therefore a very important aspect
of the work to be completed. The method and type of engagement will consider the
issues that are identified. Engagement can involve communicating information to
residents and can also include seeking or obtaining the opinion of the public when
considering key issues that could impact the Village in the future. The consultant will
make recommendations and develop a strategy for review by the Committee that
will identify specific opportunities for residents and others to participate in Phase |,
the timing of all engagement, and the methods of engagement that will be utilized.
The strategy, will be communicated and approved by Council, recognizing that the
scope of this work may require the retention of additional external assistance and
funding.

The preferred engagement options and strategies may vary depending on whether
the Committee is disseminating information to the public and stakeholders or is
seeking broader feedback, opinions, and direction from the Community. Examples
of engagement in this regard could include providing information to the community
in a newsletter (Warfield Scoop), open houses, focus groups, informal online and/or
bulk mail surveys, professional custom surveys with collection methods used {phone,
paper survey) and sample size to be determined based on statistical confidence level
required. The strategy developed and employed must be comprehensive and
provide assurance that the public is aware of the work being undertaken, the
outcomes and direction being recommended as well as providing the opportunity for
strategic engagement that ensures the public is heard. Opinions and direction
provided must be representative and will ideally be based on the public being
appropriately educated and informed with respect to issues being considered so
feedback provided is not based on an emotional response, history or misinformation
but empirical data.
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MINISTRY OF The Ministry of Municipal Affairs will provide funding for the Phase | Municipal

MUNICIPAL Sustainability and Restructure Study. At the end of Phase |, the Village of Warfield

AFFAIRS: Council will provide a recommendation to the Ministry on whether or not Council
wants to pursue an additional study or additional information that may be required.
Council's recommendation will take into consideration the report and
recommendation of the Phase | Committee. The Ministry, in turn, will take into
consideration the Village Council's recommendation and the Ministry may choose to
engage the Council further before finalizing Phase | and what/if any future action
should be taken.

VILLAGE OF The Village of Warfield Council will appoint all Phase [ Committee members,

WARFIELD: including the two (2) members of Village Council, to serve on the Committee. The
Village will make the Chief Administrative Officer available to the Committee and the
consultants to share all data, studies and other information requested for the
sustainability assessment. In-kind assistance will be provided by the Village to
support Phase |, including assistance in booking meetings and engagement venues,
taking minutes of Committee meetings, hosting a Phase | website (through the
Village's own website), and advertising community engagement opportunities.
Finally, the Village will provide contract administration services for the Phase |
consultants.

BUDGET: The anticipated budget for Phase | is $60,000 plus GST. This budget amount will
include all consulting costs, all travel and all disbursements. The budget will not
include any costs, in kind or other, incurred by the Village of Warfield to support the
Phase | Committee, to provide information to and liaise with the consultants, or to
administer the consultant's contract. As indicated, depending on scope,
engagement strategies may be developed, implemented and funded separately and
in addition to the budget for the core study.

TIMELINE: It is expected that Phase | will take ten (10) to twelve (12) months to complete once
the Phase | Committee has been appointed and the consultants have been selected
and key milestones and deliverables noted as follows (subject to adjustment):

Date Milestone/Deliverable
Terms of reference finalized and funding
April 16, 2024 confirmed.
May 15, 2024 Consultant Selected
June 30, 2024 Committee Selected
July 31, 2024 First meeting of Committee with Consultant
August 1, 2024 to February 28, 2025 Study work completed and DRAFT report
tabled for Council and Ministry Review.
March 31, 2025 Study finalized
April 1, 2025 Determine next steps (i.e. Phase Il or other
actions to be taken)

REPORTING AND The Village will ensure that all terms and conditions attached to funding received from
FUNDING the Province are adhered to. This will include but is not limited to confirming the
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AGREEMENT consultant(s) retained, providing the workplan and project schedule, providing interim
COMPLIANCE: progress reports as required, providing a draft report, and providing the Final Report.




NEILSON

STRATEGIES

April 8, 2024
Village of Warfield
555 Schofield Way
Trail, BC, V1R 2G7
ATTENTION: DAVID PEREHUDOFF, CPA, CGA
CHIEF ADMINISTRATIVE OFFICER / CHIEF FINANCIAL OFFICER

Dear Mr. Perehudoff:

REFERENCE: VILLAGE OF WARFIELD GOVERNANCE AND SERVICES VIABILITY STUDY

Thank you for inviting me to submit a proposal to the Village of Warfield to undertake Phase | of a
Governance and Services Viability Study. This letter presents my proposal to conduct the assignment
through my local government consultancy, Neilson Strategies Inc. For the project, | would include
my colleague, Sherry Hurst, of Leftside Partners Inc., on the consulting team. Sherry and | have
worked together for over twenty years on a broad range of local governance, services and finance
studies, including several restructure exercises. On the study, | would serve as the principal client
contact, and would be responsible for meeting all deliverables and other requirements.

The letter begins with an outline of the Phase | study and its purpose, the role of the Phase | Advisory
Committee, and the potential for Phase Il. The letter then presents a proposed work program for
Council's consideration. The Phase | budget and a proposed Phase | schedule are provided to end
the letter.

PHASE | STUDY

The Ministry of Municipal Affairs has approved a $60,000.00 restructure planning grant for the
Village of Warfield to undertake Phase | of a Governance and Services Viability Study. The purpose of
the Phase | study is fourfold:

» document and examine the Village's services, finances, financial capacity, governance,
development opportunities and challenges, and community characteristics

e assess the Village's sustainability as a standalone, autonomous municipality

+ identify changes to consider within the current local government structure, or to the local
government structure, to address sustainability concerns

e conduct a robust engagement of the community on the questions of municipal sustainability,
potential changes to achieve sustainability, and the potential for local government
restructure

The Phase | study will be led by a Phase | Advisory Committee established as a select committee of

Neilson Strategies Inc.
(e) aneilson@neilsonstrategies.ca (w) neilsonstrategies.ca (t) 778.214.3405
Innovation Centre, 106-460 Doyle Avenue, Kelowna, BC, V1Y 0C2



NEILSON

STRATEGIES

Village Council under section 142 of the Community Charter. The Committee will be comprised of
five (5) to seven (7) residents who will serve in a volunteer capacity, and will be appointed by Council
based on a public call for candidates. The Committee will be a diverse body, representative of the
community's demographics and interests. Two (2) members of Council will be appointed to
Committee; the Village's Chief Administrative Officer will provide administrative support to the body.

The Committee will be supported throughout Phase | by an independent local government consulting
team with experience in service, financial, governance and restructure study. The consultants will
undertake and present the findings of sustainability assessment to the Committee, and outline a set
of practicable changes for the consideration of the Committee. Under a separate contract, the
consultants will develop and execute a public engagement strategy to present all findings to, and
receive feedback from, the Warfield community.

Phase Il

The need for a Phase Il of the study will be determined by Council based on the findings of Phase I. If
determined to be necessary, Phase Il could focus on developing new approaches or other changes to
the Village's existing services, governance structure and/or finances, all with the aim of enabling the
Village to achieve sustainability as an autonomous, standalone municipality. Alternatively, Phase Il
could focus on exploring municipal restructure options under which Warfield's status as a standalone
municipality would change. Amalgamation with other local government jurisdictions in the Greater
Trail sub-region of the Regional District of Kootenay Boundary would be explored as one option
under this scenario.

PHASE | WORK PROGRAM
Neilson Strategies Inc., in collaboration with Leftside Partners Inc., would conduct the Phase | study
through the following five-stage work program:

»  Stage 1: Start-up Meetings — The consultants would travel to Warfield for two separate
start-up meetings: one with Village Council, and one with the Phase | Advisory Committee.
Each meeting would review the purpose of the Phase | study, the roles and responsibilities of
the different parties, the Ministry's expectations and requirements set out in its Terms of
Reference and Grant Stipulation Letter, the consultants' work program, and the need for
community engagement.

o Stage 2: Warfield's Current State — At stage two the consultants would create a Current
State Report to document, in detail, the current local government services provided in
Warfield, the Village's governance model, Warfield's finances, and current or upcoming
projects or issues that may impact the Village's sustainability (positively or negatively). The
Current State Report would also include a profile of the community, including its history,
demographics, development opportunities and other features.

The Current State Report would be presented to and reviewed with the Phase | Advisory
Committee at a Committee meeting.



NEILSON

STRATEGIES

Stage 3: Municipal Sustainability — Based on the information presented in the Current State
Report, the consultants would provide an assessment of the Village's sustainability, in its
existing state, as a standalone municipality. The consultants would then identify possible
changes to the Village's services, approach to service delivery, inter-municipal service
arrangements, asset management efforts, property taxation levels, revenue sources,
development landscape, governance model and other characteristics that the Village could
consider making in an effort to bolster its sustainability. The pros and cons of each potential
change would be identified and explained. Anticipated impacts on local property taxes and
user fees would be highlighted.

The full sustainability assessment, along with the set of proposed changes to bolster
sustainability, would be presented to the Committee for review with the consultants at a
separate Committee meeting.

«  Stage 4: Potential for Restructure — At stage four the consultants would identify possible
municipal restructure options to consider in the event that changes within the current
structure are not deemed practicable. All options would be outlined at a relatively high level
to identify implications for local governance, services, finances and taxes. Amalgamation
with other Greater Trail jurisdictions would be included as an option; others would be
explored, as well. All options would be outlined to the Committee, for discussion, at a
separate Committee meeting.

Detailed financial analyses on the options would be undertaken as part of a Phase Il study, in
the event that Phase Il were deemed necessary.

As noted in the Terms of Reference, it would be important to advise other local governments
in the Greater Trail sub-region of the restructure options being identified. The consultants
would work with Village Council, as desired by Council, to approach other local governing
bodies and explain the work being undertaken.

* Stage 5: Phase | Reports — The consultants would compile all information from the earlier
stages into a DRAFT Phase | Report for review with the Phase | Advisory Committee. A FINAL
Phase | Report would incorporate Committee feedback, where possible, and put forward a
recommendation for the Committee's consideration. The Committee would be expected to
provide its recommendation to Village Council; Council, in turn, would be expected to make a
recommendation to the Ministry of Municipal Affairs on the need for a Phase Il study.

COMMUNITY ENGAGEMENT

The Terms of Reference speak to the importance of a robust community engagement strategy.! The
consultants understand this importance, and would work to develop and execute a complete
engagement strategy to provide opportunities for residents to:

1 All meetings of the Phase | Advisory Committee — five are identified — would be open to the public.
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o learn about the Village's existing services, governance model and finances, along with the
challenges the Village is facing to its sustainability as a standalone municipality

» review, scrutinize and ask questions about the sustainability assessment, the various changes
designed to bolster sustainability, and the municipal restructure options (including
amalgamation) that could be considered

+ provide input and feedback to the Committee, including on possible next steps

The consultants understand that the Ministry has committed to providing up to $30,000.00 in
additional funding to support the development and execution of an engagement strategy. Once this
funding were confirmed, the consultants would present a strategy that would commence during the
Phase | work program. The bulk of the opportunities would be provided following completion of the
DRAFT Phase | Report in stage five. The results of community input would be incorporated into the
FINAL Report, and would help to inform the Committee's recommendation to Village Council.

BUDGET AND TIMELINE

The five-stage work program identified in this letter would require the full $60,000.00 budget
provided by the Ministry. This amount would not include GST; nor would it cover costs related to the
booking or hosting of Committee meetings. The budget would include all of the consultants'
professional costs and travel disbursements.

Figure 1 provides a proposed schedule for the consultants' work. The schedule has been crafted to
meet all key dates identified in the Ministry's Grant Stipulation Letter (March 13, 2024).

Figure 1
Proposed Phase | Schedule

Work Stage

. Start-up Meetings

2. Current State

3. Sustainability

4. Potential Restructure

L

Phase | Reports
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IN CLOSING

Thank you, again, for inviting me to submit this proposal. Please let me know if there is any
additional information | can provide you at this time.

Yours truly,

NEILSON STRATEGIES INC.

Allan Neilson, MPA

Principal

cc: Sherry Hurst, Leftside Partners Inc.



