Severn Sound Environmental Association
Joint Municipal Service Board
2025 Fourth Quarterly Meeting (Q4) — January 29, 2026

STAFF REPORT

No: 48-25-SSEA

Date: January 29, 2026

To: Chair and Members of the SSEA Board of Directors
From: Julie Cayley, Executive Director

SUBJECT: Third Party Review Update — Funding Formula

APPLICABLE STRATEGIC PLAN GOALS:

Discover — Sound Science

Connect — Supportive Partnerships

Empower — Engaged & Informed Community

Lead — Accountable and Exceptional Service Driven Organization

RECOMMENDATION:
THAT: Staff Report No. 48-25 regarding the third-party review update on the funding
formula, be received for information; AND

FURTHER THAT: the Board provide direction on next steps.

Purpose of Staff Report
To speak to the 3 party SSEA funding formula review being brought forward by StrategyCorp to
the Board for consideration.

Background
At the Q2 2025 Board Meeting, the Board directed staff to award StrategyCorp the contract to

review the SSEA Letter of Agreement and Fundi ng Formula (Motion 2025-037). Given that the
agreement and formula are more than 20 years old, undertaking a review was identified as a
prudent good-governance measure. Members had also expressed interest in a 3™ party review
of the funding formula. Further, at the December 3, 2025, special Board meeting, the Board
approved the project timeline outlined in the staff report and directed the focus to be on the
agreement and funding formula review and that final recommendations be brought forward to the
Q4 2025 (January 2026) Board Meeting and that the cost for this work come from reserve
(Motion 2025-075). Staff were also directed to reduce the cost of the contract by focusing on the
2 priority deliverables (agreement and funding formula) and it is expected the project, including
administrative fees and taxes, will be approximately $65,000.

Analysis/Discussion

Both the review of the agreement and the funding formula will be presented at the 2025 Q4
Board Meeting by StrategyCorp. The SSEA staff report on the agreement review is in a separate
staff report.
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The 3" party, StrategyCorp, indicated at the December meeting the current SSEA funding
formula remains an appropriate, viable option. At the Board’s direction, StrategyCorp developed
an illustration of a service-based model that responds to member feedback about greater
transparency regarding SSEA’s services.

A service-based model builds understanding about SSEA’s results, contributing to discussions
about what SSEA delivers and what it costs, supported by key performance indicators that inform
understanding about the organization’s outputs and results. This helps answer questions about
fairness, scale and sustainability.

A second feature of a service-based model requires data that SSEA does not currently capture.
To also support billing, where members pay for services according to the benefits attributable to
their community, a service-based model would require systems for regularly capturing details
about resources used to support each of SSEA’s services, the amount of service consumed by
each member, and tools that integrate these details with existing financial systems. These
systems and tools would also require administrative support that is not currently available within
SSEA's current staff complement.

The Board has choices:

1. Use activity-based reporting as a transparency and business planning tool supported by
SSEA’s traditional budget and funding model
e Maintains current funding formula

e Maintains current internal stability and minimizes disruption to staff
e Should include a requirement for regular property based updates from MPAC (ie. counts

and assessment value) where available
e Some resources required to set up Board approved KPIs
e Maintains predictable forecasting of costs for partners

2. A replacement for existing budget reporting, with funding based on service costs and the
benefits attributable to each member (Shift SSEA to a service-based funding model)
e Resources required to set up and implement

o Requires more data than we currently have so there would be additional one-time
costs required to develop the actual model. The SSEA does not have the expertise
to do this in house so it would need a consultant to build the actual model
(additional costs).

o Implementing this model would, at least for the short term (ie. 5 years) require a full
time Treasurer/ Financial Coordinator vs current part time. (additional costs)

o An anticipated increase in administration workload to all staff and/or increase in
administrative staff (with limited budget this would require decrease in a service-
based staff)

o Will require discussion about new cost
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e Less predictable, difficult to forecast for SSEA and municipal partners
o Varied costs from year to year, leads to variable annual financial contributions from
municipal partners.

3. A periodic exercise with no regular, direct relationship to annual planning, budgeting or
reporting processes — no change to the funding formula and an emphasis on service or
activity-based information during Board and municipal orientation
e Maintains current funding formula
e Maintains current internal stability and minimizes disruption to staff
e Should include requirement to regular MPAC updates where available
e Some resources required to set up Board approved KPls
e Maintains predictable forecasting of costs for partners

With these deliverables the contract with StrategyCorp is complete.

Conclusions

The Severn Sound Environmental Association Joint Municipal Service Board Letter of
Agreement and funding formula are central to ensuring fair cost-sharing and effective
stewardship of the watershed. The independent review by StrategyCorp provides an objective
basis for any revisions, with a clear timeline that allows for consultation and Board input before
final recommendations are delivered. This concludes the contract with StrategyCorp.

Any change to the funding formula will require additional resources and administration, staff
anticipate that keeping the funding formula unchanged (with a commitment to regular 5 year
review of MPAC data) and adding budget and strategic plan based KPIs would increase
transparency while minimizing the additional resources and administration required to implement.

Prepared and approved by:

Original signed by
Julie Cayley, Executive Director




