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Executive Summary

The Severn Sound Environmental Association (SSEA) is a Joint Municipal Service Board (JMSB)
established under the Municipal Act, 2001 to coordinate environmental services across the
Severn Sound watershed in Central Ontario. Founded in 2009 through a Letter of Agreement,
and at the time of this review, the SSEA includes eight member municipalities (the Town of
Midland, Town of Penetanguishene, Township of Tiny, Township of Tay, Township of Oro-
Medonte, Township of Severn, Township of Georgian Bay, and Township of Springwater) to
share the costs of environmental monitoring, stewardship, source water protection, and
community engagement.

In the fourth quarter of 2025, the SSEA Board of Directors directed staff to engage
StrategyCorp Inc. to conduct an independent third-party review of the organization's governing
agreement and cost allocation (funding) formula. The review was motivated by the fact that
both documents had remained largely unchanged since the SSEA's founding more than fifteen
years ago. Since then, different rates of growth and demographic change across member
municipalities prompted questions from some members about the value they receive relative
to their financial contributions.

This work tested whether a different funding model would materially change perceptions of
service equity or adjust cost sharing responsibilities among members. Among the findings, this
work noted the nature of SSEA’s services, benefiting the whole region, made it difficult to
justify a cost sharing formula change based on service usage. The additional administrative
requirements this would require, and the limited impact on overall cost allocations, prompted
the Board to focus instead on transparency improvements through regular MPAC data
refreshes and enhanced reporting/key performance indicators (KPIs). The Board chose to:
accept the updates to the letter of agreement; retain the current funding formula as a
technically sound, well established and equitable approach to cost sharing; and to strengthen
service transparency via enhanced reporting to members using KPlIs.

About the Review

StrategyCorp conducted the review in three phases between September 2025 and January
2026. This work recognized that the current governing policies and cost sharing formula
offered a reasonable basis for comparing alternatives, considering their applicability and use in
other situations involving public services and cost allocation among different users. The work
included a review of foundational documents, one-on-one interviews with the Chief
Administrative Officers of member municipalities, analysis of SSEA's financial and service data,
and two presentations to the SSEA Board. Following a comparison of the current funding
formula alongside alternative cost allocation frameworks, the Board directed StrategyCorp to
narrow the options and illustrate the practical considerations of a transition to a service-based
funding model.
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Cost Allocation

The existing SSEA funding formula allocates costs among member municipalities on the basis
of weighted property assessment and population. This is a common and well-established
approach for shared municipal services. StrategyCorp's analysis found this formula to be
sound, equitable, and administratively practical. In response to member feedback about
transparency and the Board'’s direction, StrategyCorp also developed an illustrative service-
based model that would align billing more directly with the benefits each municipality receives
from specific SSEA programs.

The Board considered three paths: maintaining the status quo formula with enhanced
reporting; transitioning to a service-based funding model; or treating service-cost information
as a planning and orientation tool only, without changing the formula. There was recognition
that the current formula was, administratively, a low-cost approach for determining cost
sharing among members. A shift to service-based funding addressed transparency concerns,
but would not materially alter member cost allocations and would require greater
administrative support to sustain this approach. After deliberation, the Board elected to retain
the current funding formula and enhance performance reporting to members, with a
commitment to regular updates using current Municipal Property Assessment Corporation
(MPAC) data on a five-year cycle. Governing Agreement

The review identified a range of administrative and governance provisions in the 2009 Letter of
Agreement that required modernization to reflect current practices, legislative context, and
organization structure. The proposed updates include the addition of defined terms, clarified
Board composition and decision-making procedures, updated reporting obligations, and clearer
provisions for membership change, renewal, and withdrawal. These amendments do not alter
the fundamental governance structure of the SSEA, but they significantly improve the clarity
and usefulness of the agreement as a guiding document.

Performance Reporting: Moving Beyond Outputs

A central theme across stakeholder interviews was a desire for clearer evidence of the value
SSEA delivers. Member CAQOs expressed broad confidence in SSEA's technical work but noted
that reporting had historically focused on activity counts (monitoring visits, sites sampled,
events held) rather than on outcomes and results. The Board accepted a proposal to introduce
a set of Key Performance Indicators (KPIs) organized around SSEA's four strategic goals
(Discover, Connect, Empower, and Lead) that will provide a richer picture of organizational
performance for Board members and their respective councils.

The purpose of enhanced performance reporting is not only to demonstrate outcomes, but also
to support member municipalities in explaining the value and consequences of participation in
SSEA. The organization’s effectiveness depends not only on the quality of its technical work,
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but also on the ability of member councils to understand and communicate that value in their
Own governance contexts.

Key Conclusions

SSEA is a well-regarded, financially stable organization delivering essential environmental
services across the Severn Sound watershed. Its funding formula remains appropriate for the
purpose it serves. Alternatives considered during this review presented a range of costs and
benefits, including the requirement for additional administrative support in the form of staff
time and system enhancements if a service-based model was adopted. The Board considered
those in its deliberations. The governing agreement is sound and will be stronger due to the
modernizing amendments identified in this review. Introducing outcome-oriented KPIs
responds directly to member feedback and will strengthen the case for SSEA's continued value
to all member councils.
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Background

About the Severn Sound Environmental Association

The Severn Sound Environmental Association (SSEA) is a Joint Municipal Service Board
established under section 202 of the Municipal Act, 2001. Its mandate is to coordinate
environmental management across the Severn Sound watershed, a sensitive area of Georgian
Bay that experienced significant water quality degradation in the latter decades of the
twentieth century, and whose recovery has been sustained through concerted watershed-scale
effort.

The SSEA serves as the Severn Sound Source Protection Authority under the Clean Water Act,
2006. It is responsible for implementing the Severn Sound Sustainability Plan, the long-term
vision for the social, economic, and environmental health of the communities it serves. It
employs approximately twelve full-time equivalent staff and operates with an annual budget
of approximately $1.5 million, the majority of which is funded through municipal contributions.

Member Municipalities

SSEA's eight current member municipalities are:

e Town of Midland

e Town of Penetanguishene

e Township of Tiny (the largest share of municipal contribution)
e Township of Tay (Treasurer to the SSEA)

e Township of Oro-Medonte

e Township of Severn

e Township of Georgian Bay

e Township of Springwater

The City of Orillia was an original signatory to the 2009 Letter of Agreement but provided
notice of withdrawal in January 2016, with an effective withdrawal date of December 31,
2017. The Township of Georgian Bay, also an original signatory, provided withdrawal notice
September 18, 2024 with an effective withdrawal date of December 31, 2025.

SSEA's Core Services

SSEA delivers five primary services to its member municipalities:

Service Area Description FTE Allocation
(approx.)
Water quality sampling, monitoring stations, 3.0FTE
Environmental Monitoring benthic surveys, stream and open water

and Data Analysis monitoring across 605 stations and over

1,100 site visits annually.
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Service Area Description FTE Allocation
(approx.)
Tree planting and distribution programs, 28 FTE
Stewardship and natural heritage reviews, habitat restoration
Restoration projects. Over 18,000 plants distributed and
439 projects completed in 2023.
Invasive Species — Monitoring, early detection, removal and 1.8 FTE

Prevention, Detection, public education for priority invasive species
WEGELEE R NoITi{-ET M including Phragmites.

Administration of Source Protection Authority | 1.0 FTE
Drinking Water Source obligations under the Clean Water Act for 38
Protection Authority drinking water systems within the SSEA

jurisdiction.

Events, presentations, online outreach, media, 0.5 FTE
tours, and responding to public and partner

inquiries. 795 engagements in 2023.

Organization Governance Board support, financial management, human 3.3 FTE
and Administration resources, strategic planning, and reporting.

Financial Overview

Community Engagement
and Partnerships

SSEA's 2023 financial results reflect a stable, well-managed organization with a modest

annual surplus. The following summary is drawn from audited financial statements:
Revenue Category 2023 Budget (S) ‘ 2023 Actual (S)
Municipal Contributions 1,143,212 1,088,929
Lake Simcoe Region Conservation Authority 82,181 75,731
Province of Ontario Grants (incl. Clean Water Act) 43,750 90,175
Community/Private Donations & Tree Distribution 64,324 140,229
Interest Earned 4,000 35,457
Federal Grants 5,000 8,590
TOTAL EXPENSES 1,407,356 1,347,429

ANNUAL SURPLUS (DEFICIT) (6,389) 151,445
Source: SSEA Financial Report — For the Twelve Months Ending December 31, 2023

Municipal contributions represent approximately 73% of SSEA's actual revenue, with external
grants, donations, and cost recoveries making up the balance. The 2023 surplus of $151,445
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(versus a budgeted deficit) reflects strong grant performance and cost management. The
accumulated surplus at year-end was $1,021,544, providing a healthy reserve position.

Why the Review Was Undertaken

This review was undertaken as a result of several converging factors:

e Age of the governing documents: The Letter of Agreement was executed in 2009 and
had been amended only twice: in 2016 following Orillia's withdrawal notice, and in
2018 to reflect changes in the Treasurer role. The funding formula embedded within
the agreement had not been substantively reviewed since the SSEA's founding.

e Differential growth among members: Several member municipalities have
experienced population and assessment growth since 2009, raising legitimate
questions about whether the formula continues to reflect an appropriate cost share
among all members.

e Membership stability concerns: The Township of Georgian Bay provided notice of its
intention to withdraw from the SSEA ahead of the review, citing limited geographic
overlap between its boundaries and the Severn Sound watershed and questions about
value for money. The review was initiated in part to provide an objective basis for the
Board's discussion about the organization's future direction and Georgian Bay's
continued participation.

e Member calls for greater transparency: Several member CAOs noted that SSEA's
reporting had historically made it difficult for councils to understand what specific
services their municipality receives relative to its financial contribution. This made their
annual budget conversation vulnerable to political pressure that was not always
grounded in a clear understanding of SSEA's work.

Several of the issues raised by member municipalities reflect the governance environment in
which SSEA operates, where councils make decisions based on visible value and clear
accountability. Strengthening reporting is therefore essential not only for internal
management, but also for supporting member municipalities in navigating their own council
and public discussions.

The SSEA Board directed staff to award StrategyCorp the contract for the review (Motion
2025-037). At its December 3, 2025 special Board meeting, the Board directed that final
recommendations be brought forward to the Q4 2025 (January 2026) Board Meeting. Working
closely with SSEA staff, StrategyCorp fulfilled these expectations.
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Review Methodology

StrategyCorp's review was conducted between September and January 2026 and employed
three primary research methods: document review, stakeholder interviews, and financial and
service analysis.

Document Review
The project team reviewed the following materials:

e SSEA Letter of Agreement to Create a Joint Municipal Service Board (2009, as
amended 2016 and 2018)

e SSEA Strategic Plan and Business Plan

e SSEA Financial Reports (2022 and 2023 actuals and budget)

e SSEA Service descriptions and output data (approximately 2023)

e Draft amendments to the Letter of Agreement prepared by SSEA staff

e Township of Tay's request for a review of the SSEA funding formula and agreement
e SSEA Board meeting agendas and reports related to the review

e Correspondence between SSEA and member municipalities regarding membership and
the review process

Stakeholder Interviews

One-on-one interviews were conducted with the Chief Administrative Officers (or delegates)
of all eight member municipalities between October 15 and 17, 2025. Note that the when the
review began the Township of Georgian Bay was still a member of the JMSB and as such was
included in the interviews and discussion. Interviews were conducted by senior StrategyCorp
staff (Ed Archer, Vice President, and Brian Teefy, Vice President) and were recorded and
transcribed with participant consent. Findings from the interviews were anonymized and used
to inform the analysis. The CAOs who participated represented the following municipalities:

e Township of Georgian Bay

e Township of Oro-Medonte

e Township of Severn

e Town of Penetanguishene

e Township of Tiny

e Township of Springwater

e Township of Tay (written submission provided in lieu of interview)
e Town of Midland (follow-up correspondence)

Interview discussion topics were organized around five themes: the value and scope of SSEA
services; the relevance of the current mandate; the fairness and transparency of the funding
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formula; governance and accountability; and any changes the member would like to see in the
agreement or in how SSEA operates.

Financial and Service Analysis

StrategyCorp analyzed SSEA's financial data to develop a service-based cost estimate that
attributed SSEA's budgeted expenditures to its five primary service areas. This analysis
illustrated what a service-based funding model might look like. The Board examined this
analysis and considered it not only as a potential replacement for the current formula, but also
as a transparency and planning tool. The analysis drew on 2023 actual financial data and
interviews with SSEA staff, who provided non-financial information to support the model’s
development. It was reviewed with SSEA staff prior to its presentation to the Board.

What We Heard: Stakeholder Interview Findings

Interviews with municipal CAOs revealed broad areas of consensus alongside specific
concerns that shaped the review's recommendations. The following themes emerged
consistently across interviews.

SSEA Is Valued, But Not Always Well Understood

A striking finding from the interviews is that member CAOs broadly affirm the value of SSEA's
technical work, including source water protection, environmental monitoring, and invasive
species management, even in municipalities where elected council members have questioned
the organization's value. In one community, the CAO described council as 'pretty supportive' of
all SSEA's work and could not identify services that did not contribute meaningfully to the
municipality's needs. In another, the CAO noted that SSEA had never been a political issue and
described SSEA as 'our environmental experts'. It was viewed as the consultative resource the
municipality turns to for environmental matters that it does not have in-house capacity to
address.

The interviews also revealed a gap between the value of the work and the ability of municipal
staff to articulate that value to their councils. CAOs from multiple municipalities noted that
elected officials frequently compare SSEA to conservation authorities (organizations under
provincial scrutiny at the time of the review) and that SSEA's differentiated role was not
always clear to council members making budget decisions. One CAQO observed that residents,
if surveyed, would likely be surprised to learn of SSEA's existence, despite the direct benefit
they receive from the organization's watershed protection work.

Reporting Has Not Kept Pace with Governance Expectations

Multiple interview participants raised the quality and substance of SSEA's annual reporting as
an area for improvement. Current Board presentations and budget documents report on
activities and outputs, such as the number of monitoring visits conducted, events held, or sites
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sampled, without translating these into the outcomes and results that councils are most
interested in understanding. One CAO noted that almost every member municipality has an
environmental stewardship pillar in its strategic plan, yet none routinely reports on the metrics
that SSEA tracks, creating a disconnect between what SSEA produces and what members use.

One CAO offered this particularly pointed summary: “| don't think the services are well
understood. | don't think there are strong reporting mechanisms and performance indicators
that demonstrate the value of the services.” This perspective was echoed in modified forms by
most other interview participants and directly informed the recommendation to introduce a
KPI-based reporting framework.

The Formula Question Is Really a Services Question

Several CAOs noted that concerns about the funding formula are often a proxy for broader
questions about service scope and value rather than about the formula itself. One CAO
captured the dynamic clearly: “If they're concerned about cost, we have to talk about service at
the same time. If there's a concern about the service, the cost inevitably comes into the
conversation.” In Georgian Bay, where the council had formally given notice of potential
withdrawal, the concern was not that the formula was mathematically unfair, but that the
geographic coverage of SSEA's work, which extends across only a portion of Georgian Bay
Township, was not well aligned with the municipality's overall environmental priorities.

This insight shaped the review's approach to the cost allocation question. Rather than treating
the formula as purely a financial matter, the analysis considered the formula alongside
questions of transparency, benefit attribution, and reporting.

The Governing Agreement Needs Modernizing

Interview participants uniformly acknowledged that the 2009 Letter of Agreement required
updating. Most expressed surprise at the degree to which the agreement lacked standard
definitions, modern governance provisions, and clear provisions for managing membership
changes. Several CAOs noted specific gaps, such as the absence of a delegation of authority
framework for the Executive Director, unclear procedures for Board decision-making, and the
need for defined terms that would help both incoming Board members and new municipal
staff understand their obligations.

Cost Allocation Framework Review

The Current Funding Formula

SSEA's funding formula allocates the annual municipal contributions among member
municipalities based on a blend of two factors: weighted property assessment (as determined
by the Municipal Property Assessment Corporation) and population. This is consistent with
common practice for joint municipal service boards and other intermunicipal cost-sharing
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arrangements in Ontario, where assessment is used as a proxy for fiscal capacity and
population as a proxy for service demand.

The formula has remained unchanged since SSEA's founding in 2009. Since then, changes in
population and relative growth across municipalities have altered the underlying distribution of
both factors, but the formula itself has not been reviewed. Growth across SSEA member
municipalities has not been uniform since the formula was established in 2009. Some
municipalities have experienced significant increases in population and development activity,
while others have remained relatively stable.

At the same time, property assessment values, which form a key component of the allocation
model, have been based on a 2016 valuation date for an extended period. While assessment is
always a lagging indicator, the current gap is longer than originally intended and may not
reflect more recent changes in relative scale and development across municipalities.

SSEA'’s services are not confined to municipal boundaries, and no allocation formula can
perfectly align costs with benefits. As a result, any model necessarily relies on proxies.
Population is widely used in similar arrangements because it is simple, transparent, and
reasonably aligned with the overall scale of a municipality.

The current formula is not fundamentally flawed, but it has not been revisited to confirm that
its inputs still produce a distribution that is directionally consistent with current conditions. A
periodic review would allow member municipalities to validate whether the existing approach
remains appropriate or whether adjustments are warranted.

Alternative Cost Allocation Frameworks

In the first Board presentation, StrategyCorp introduced four broad approaches to cost
allocation for consideration:

Model Description Advantages ‘ Challenges

Weighted blend of Stable, predictable, Not directly linked to
Status Quo MPAC assessed administratively simple; services received; formula
(Assessment + value and well-established in Ontario  relies on lagging data that
Population) population; current may not be consistent
SSEA practice. with current conditions

Each member pays Administratively simple; Ignores significant

an equal proportion reinforces shared differences in fiscal
regardless of size or  partnership capacity among members
benefit.

Equal Share

Costs allocated More directly ties Data intensive; may
Geographic/ based on the contributions to geographic  disadvantage

Benefit Area proportion of each benefit municipalities with large
municipality's land
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Description Advantages Challenges

area or population non-watershed areas (e.g.,
within the Severn Georgian Bay)

Sound watershed

boundary.

Members billed Maximum transparency; Requires new data
based on the cost of  aligns payment with benefit collection and increased
specific services administrative capacity;
Service-Based attributed to their introduces year-to-year
Billing municipality, variability; not currently
weighted by feasible without
consumption or investment

benefit indicators.

Service-Based Cost Illustration

At the Board's direction following the first presentation, StrategyCorp developed an illustrative
service-based cost model to give members a clearer picture of how SSEA's costs map to its
service areas. This was presented at the second Board meeting as a transparency and planning
tool that could inform billing choices, but it was not a billing model.

The model allocated SSEA's 2023 budget expenditures across five functional categories based
on estimated full-time equivalent (FTE) effort. External funding sources (grants, donations,
provincial contributions) were then attributed to the service areas they most logically support,
yielding an estimate of the net municipal contribution required for each service:

Service Service Cost (S)

Environmental Monitoring and Data Analysis $454,920

Stewardship and Restoration $167,577

Drinking Water Source Protection Authority $85,946

Community Engagement and Partnerships $(3,500)

Organization Governance and Administration $223,542

Total Service Cost $928,484
Note: Figures are illustrative estimates based on 2023 actuals and FTE allocation assumptions; not an audited cost
allocation.

This analysis confirmed that monitoring and governance/administration are SSEA's most
resource-intensive service areas, and that external funding (primarily provincial grants for
source protection) offsets a significant portion of certain service costs. The model
demonstrated that even a fully developed service-based billing approach would still result in
the majority of SSEA's members’ contributions being driven by activities (monitoring,
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administration) that benefit all members broadly rather than individual municipalities
specifically.

What a Transition to Service-Based Billing Would Require

StrategyCorp's analysis identified several conditions that would need to be met before a
service-based billing model could be operationalized as SSEA's funding mechanism:

o Data systems: SSEA does not currently track the resources consumed for individual
service delivery at the level of granularity required to support member-by-member
billing. Developing these systems would require a one-time investment in systems
design, likely requiring external technical/consulting support.

e Financial coordinator capacity: Managing service-based billing would require a full-
time Treasurer or Financial Coordinator, compared to the current part-time
arrangement. This would represent an increase in administrative costs during the
transition period, estimated at a minimum of five years.

e Staff workload: An activity-based accounting model would increase administrative
workload across all program staff, potentially reducing capacity for direct service
delivery within SSEA's current budget envelope.

e Revenue variability: Service-based billing would potentially introduce year-to-year
variability in each member municipality's financial contribution. This could make
maintaining a consistent budget forecast, a politically desirable output, more difficult
for both SSEA and its member municipalities.

The Board's Decision

Following the second presentation, the SSEA Board decided to retain the current funding
formula. The Board's direction reflected several considerations:

e The current formula is technically sound and represents a well-established approach to
equitable cost-sharing among municipalities of different sizes.

e The practical requirements for transitioning to service-based billing (additional data
systems, financial coordinator capacity, and administrative overhead) represent costs
and risks that the Board determined were not justified given the relatively modest
adjustments that a service-based model would produce.

e The transparency and understanding objectives that motivated the review can be
addressed through enhanced reporting and KPIs without requiring a change to the
formula.

The Board also confirmed a commitment to ensure that MPAC data used in the formula is
updated on a five-year cycle to reflect current assessed values. This is a practical improvement
that will keep the formula calibrated to present-day fiscal realities without structural change.
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The long-term stability of the funding formula is less dependent on its mathematical structure
than on the ability of SSEA to clearly demonstrate and communicate the value of its services to
member municipalities.

Governing Agreement Review

Purpose and Scope of the Agreement Review

The SSEA Letter of Agreement to Create a Joint Municipal Service Board was executed on
March 26, 2009 and has been amended twice: in 2016 to reflect Orillia's withdrawal and in
2018 to update the Treasurer function. While the agreement's core structure remains sound,
the review identified a range of provisions that had become outdated, ambiguous, or
incomplete relative to current practice and governance expectations.

The proposed amendments were developed collaboratively by StrategyCorp and SSEA staff,
with review by legal counsel, and presented to the Board for acceptance at the January 2026
meeting. The amendments are administrative; they do not alter the fundamental structure of
the SSEA JMSB, change voting rights, or modify the funding formula.

Key Amendments Accepted by the Board

1. Addition of Defined Terms

The original agreement lacked a definitions section, leaving key terms open to interpretation.
The amendments add definitions for:

e Board (composition and appointment structure)

e Business Plan (annual budget and strategic plan update)

e Chief Administrative Officer (primary contact for official communications)

e Clean Water Act

e Enterprise Risks (risks to SSEA operations, staffing, funding, or mandate)

e Executive Committee (3 maximum including Chair, Vice Chair, Past Chair or up to one
additional member)

e Joint Municipal Service Board

e Long Term Sustainability Plan

e Municipalities (current eight member municipalities)
e Municipal Conflict of Interest Act

e Strategic Plan

2. Clarified Board Composition and Procedures

The amendments provide clearer language on Board composition, including the ability for
member municipalities to appoint an alternate representative, clarification on the role of the
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Georgian Bay representative in relation to the Severn Sound Source Protection Authority
(which requires appointment of a District Councillor), and updated provisions on the Executive
Committee's scope of authority.

The amendments also address a longstanding ambiguity about the boundary between Board
decision-making authority and the Executive Director's delegated operational authority. While
the Board agreed that a detailed delegation of authority framework could be developed as a
procedural document (rather than embedded in the agreement itself), the amendments
establish the principle more clearly than the original text.

3. Updated Reporting Obligations

The original agreement referred to a Business Plan, which had not been revised since 2009.
The amendments modernize this provision so that the Business Plan is understood to be the
annual budget (updated each year through the normal budget process), accompanied by a
report on the implementation of the Strategic Plan. This aligns the agreement with SSEA's
actual practices.

4. Provisions for Membership Change

The original agreement contained withdrawal provisions but lacked clear terms governing
applications for new membership, rejoining, or expansion of service areas within existing
member municipalities. The amendments add provisions addressing:

e Application process for new members or members seeking to expand their service area
e Board review criteria for membership applications

e Administration fee for rejoining members with outstanding obligations from prior
membership

e Financial obligations upon withdrawal and implications for ongoing projects
e Data access arrangements for withdrawn municipalities
e Requirements for by-law adoption by member municipalities

5. Source Protection Authority Compliance

The amendments add explicit language confirming that, in performing Source Protection
Authority functions, the Board shall comply with applicable Clean Water Act regulations and
guidance. This reflects the regulatory framework that has evolved since 2009 and provides
clearer direction to Board members on their obligations in this capacity.

What the Agreement Does Not Change

The Board considered whether to use this review as an opportunity to make more substantive
changes to the agreement's structure, including potential changes to voting rights, the
unanimity requirements for certain decisions, or the overall membership model. The Board
determined that these questions are better addressed through a future strategic review and
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declined to include them in the current administrative update. The voting structure (one vote
per municipality), annual contribution obligations, and the basic framework for Board
governance remain unchanged.

Performance Reporting: A Framework for Key Performance
Indicators

One of the most consistent messages from stakeholder interviews was a call for SSEA
reporting that goes beyond activity counts to demonstrate the outcomes and results that
member municipalities, and their councils, care most about. The Board accepted a proposal to
develop a KPI framework organized around SSEA's four strategic goals: Discover (sound
science), Connect (supportive partnerships), Empower (engaged and informed community), and
Lead (accountable and exceptional service-driven organization).

From Outputs to Outcomes

SSEA's current reporting to the Board tracks a range of useful operational indicators: how
many monitoring stations are active, how many site visits were completed, how many
community events were held. These outputs are important for operational management. What
has been missing is a layer of reporting that translates these activities into demonstrable
impact. For example:

e “Whatis the condition of the watershed?”
e “Are municipal partners more engaged?”
e “Are residents more informed?”

e “|s the organization financially resilient?”

A KPI framework that focuses on outcomes serves several purposes simultaneously: it
answers the 'value for money' question that council members routinely raise; it aligns SSEA's
reporting with the environmental and sustainability pillars of member municipalities' own
strategic plans; and it provides a consistent basis for year-over-year comparison that enables
the Board to track organization performance over time.

The purpose of enhanced performance reporting is not only to demonstrate outcomes, but also
to support member municipalities in explaining the value and consequences of participation in
SSEA. The organization’s effectiveness depends on the quality of its technical work, and also
on the ability of member councils to understand and communicate that value in their own
governance contexts.
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How the Board Should Use This Framework

The KPI framework should be used by the Board as a signal system rather than a
comprehensive measurement system. At each reporting cycle, the Board should be able to
identify:

e Whether watershed health indicators are improving or deteriorating
e  Whether member engagement is strengthening or weakening
e  Whether external funding and organizational sustainability are stable

e Whether any area requires focused Board attention or direction

Proposed KPI Framework

Strategic Goal 1 — Discover: Protect and Improve Watershed Health

These KPIs address the environmental outcomes that are the foundation of SSEA's mandate:

e Watershed health indicators!: Number of water quality and ecological indicators
showing stable or improving trends, relative to baseline

e Restoration and stewardship projects: Number of projects delivered annually, with
area or length of habitat restored or protected (hectares / metres)

e Source Protection Authority compliance: Percentage of municipal annual reports
complete and meeting prescribed deadlines

¢ Risk management reach: Number of properties or sites subject to Risk Management
Services annually

Strategic Goal 2 — Connect: Support Member Municipalities
These KPIs address SSEA's effectiveness as a service provider and partner:
e Municipal participation rate: Percentage of member municipalities participating in at
least one SSEA initiative annually

e Municipal projects supported: Number of water, climate, or stewardship projects
delivered for or with member municipalities

e Climate program milestones: Progress milestones achieved under Partners for Climate
Protection and related programs

e Municipal partner satisfaction: Annual survey score from member municipality staff
(CAO or designated contact)

Strategic Goal 3 — Empower: Engage the Community and Build Stewardship

LIt is important to recall the role SSEA plays in watershed health. The purpose of tracking the data described here is
to facilitate awareness and a discussion about the factors influencing watershed health and take decisions that can
influence it. No single organization controls all the factors influencing watershed health.
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These KPIs address SSEA's community-facing impact:

e Community engagement: Number of residents, landowners, and students engaged
through events, outreach, and citizen science activities annually

e Stewardship actions: Number of stewardship actions implemented (plantings, best
management practices, habitat upgrades)

e Digital reach: Growth in web, newsletter, and social media engagement (reported at
high level)

e External expertise requests: Number of requests from external parties for SSEA data
or expert input

Strategic Goal 4 — Lead: Financial Sustainability and Organizational Excellence

These KPIs address governance and organizational health:

e External funding secured: Total annual funding from grants, partnerships, and other
non-municipal member contribution sources; funding diversity ratio (municipal
contribution / grants / other)

e Grant success rate: Percentage of funding applications resulting in awards

e Strategic plan progress: Percentage of strategic plan actions on track or completed

e Governance compliance: Board meeting attendance rate; audit and reporting
compliance milestones

e Organizational sustainability: Staff retention and professional development
milestones met

Implementation: A KPI Dashboard

SSEA staff will develop a draft KPI dashboard concept for presentation to the Board at
quarterly meetings. The dashboard would provide a concise, one-page summary of
performance against each KP| category, enabling the Board to track trends over time and flag
areas requiring attention. Dashboard indicators will be reported in simple visual formats (on
track/at risk; directional arrows; percentage targets). The quarterly dashboard should focus on
a small number of high-level indicators that signal overall performance to the Board,
supported by more detailed internal analysis used by staff for operational management. The
appendix to this report provides a concept, for illustration only, that offers an example for
further consideration and development.

The Board accepted the principle of the KPI framework and agreed that specific targets for
each indicator will be established by SSEA staff in consultation with the Board ahead of the
first full reporting cycle. It was recognized that some KPlIs, particularly outcome-level
watershed health indicators, reflect conditions that SSEA influences rather than controls, and
that targets and baselines should be set accordingly.
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Relationship Between KPIs and the Funding Formula

It is important to note that the KPI framework is a reporting and accountability tool, not a
funding mechanism. The Board explicitly decided against linking annual contributions to KPI
performance, recognizing that environmental conditions are influenced by many factors beyond
SSEA's control and that performance-based funding would introduce a level of year-to-year
financial variability inconsistent with sound municipal financial planning. The KPI framework
complements the current funding formula; it does not replace or modify it.

Membership Considerations

A dimension of this review was the question of Georgian Bay Township's continued
participation in the SSEA. The Township provided formal notice of potential withdrawal ahead
of the review, in accordance with the terms of the Letter of Agreement, while also passing a
council resolution to consider the outcome of the review before making a final determination.

The Georgian Bay Question

The Township of Georgian Bay's concerns centred on two factors. First, the SSEA's geographic
mandate covers only a relatively small portion of Georgian Bay's overall land area and
shoreline (the Severn Sound watershed does not extend to the full expanse of Georgian Bay
Township, which has extensive exposure to the open waters of Georgian Bay itself). Second,
the Township intended to rely more on internal volunteer resources for some monitoring
functions than other member municipalities and planned to expand monitoring programs
across the entire municipality, making the SSEA's direct service contribution less immediately
visible.

The review confirmed these are legitimate factors. At the same time, the service-cost analysis
demonstrated that Georgian Bay, like all member municipalities, benefits from SSEA's
watershed-scale environmental monitoring, source water protection administration, and
invasive species work. These services could not be replicated individually at equivalent cost or
quality. The updated agreement provisions on membership and a renewed commitment to
clearer reporting provide a stronger basis for Georgian Bay to assess whether to continue its
membership.

The outcome of Georgian Bay's membership decision was a matter for the Board and the
Township's council to determine following the review's completion and falls outside the scope
of this report's recommendations.

Provisions for Future Membership Change

The agreement amendments accepted by the Board significantly strengthen the provisions
governing membership change, both withdrawal and new membership, compared to the 2009
original. These provisions reflect a robust framework for managing a multi-member service
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board over time and are designed to protect the financial interests of continuing members
while maintaining clear, fair procedures for municipalities considering changes to their
participation.

The JMSB operational impacts analysis prepared by SSEA staff (and included in the updated
agreement) provides additional guidance on the operational and financial consequences of
withdrawal, rejoining, or expansion, including implications for ongoing project commitments,
data access, and administrative fees.
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Conclusions and Recommendations

SSEA is a financially stable, technically credible, and valued organization delivering
environmental services that its member municipalities could not replicate individually at
comparable cost or quality. The governing agreement and funding formula that support the
organization are fundamentally sound, though both required, and have now received, updates
that reflect fifteen years of organizational learning and changed circumstances. With the
changes described in this report, SSEA’s governance and accountability processes will align
with its changed circumstances.

On the Funding Formula

The current formula, a weighted blend of MPAC assessed value and population, is an
appropriate and equitable basis for allocating SSEA's municipal contributions. StrategyCorp's
analysis confirms that alternatives, including service-based billing, would not produce
materially different allocations while requiring significantly greater administrative investment.
The Board's decision to retain the current formula, with a commitment to regular MPAC data
updates, is well-supported by the analysis.

The service-cost analysis developed during this review should not be discarded. As a
transparency and planning tool used to help members understand how SSEA's costs are
distributed across its service areas and to inform budget conversations, it provides genuine
value. StrategyCorp recommends that SSEA develop a simplified version of this analysis for
inclusion in annual Board reporting.

On the Governing Agreement

The amendments accepted by the Board address the most significant gaps and ambiguities in
the 2009 Letter of Agreement. The addition of defined terms, clearer governance provisions,
updated reporting references, and more complete membership change procedures collectively
produce a more useful and effective governing document. These amendments do not require
ratification by all member municipal councils but should be formally recorded in the
agreement's amendment table and communicated to all member municipalities.

On Performance Reporting

The introduction of a KPI framework is the most operationally significant change arising from
this review. Implementing the framework will require SSEA staff to establish baselines, set
targets, and adapt existing data collection practices. This will not happen overnight.
StrategyCorp recommends a phased implementation: a pilot KPI dashboard presented at the
first quarterly Board meeting following the review, with full targets and baselines established
within one year.
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Recommendations Summary

Recommendation Action Required Timeline

Retain the current assessment and No change to formula; update Immediate; ongoing
population-based funding formula MPAC data on five-year cycle every 5 years
beginning 2027

Incorporate service-cost analysis into SSEA staff to develop simplified 2026 budget cycle

annual Board reporting service-cost summary for annual
budget package
Board approval of amendments to Board to ratify and communicate Q1 2026 (to Board)
Letter of Agreement to all member municipalities; Q2 2026
update amendment table (communicate to
municipal members)
Develop a delegation of authority SSEA staff and Board to develop Within 6 months

framework for the Executive Director as a Board Procedures document

Implement KPI framework with Pilot dashboard at next quarterly Q2 2026 (pilot); Q1
outcome-oriented indicators meeting; full targets and 2027 (full)
baselines within one year

Conduct an annual member SSEA to develop short annual Annually, beginning
satisfaction survey survey for CAOs; results reported 2026
to Board

Looking Ahead

The decisions taken by the Board following this review: retaining the funding formula,
modernizing the governing agreement, and introducing outcome-oriented reporting,
collectively position the SSEA for a more confident conversation with its member
municipalities about the value it delivers. The organization's technical credibility is not in
question; this review addressed the governance and reporting infrastructure needed to ensure
its credibility is visible to councils and the public.

The value of environmental services, watershed monitoring, source water protection, invasive
species management, is characteristically difficult to communicate because the most important
outcomes are things that do not happen — water quality does not degrade, drinking water
sources are not compromised, invasive species do not establish new populations. The KPI
framework and service-cost transparency tools developed through this review are designed to
address this communication challenge by providing a consistent, credible, and accessible
account of what SSEA does and what it achieves.
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Appendix: Sample Board Dashboard

SSEA Board Performance Dashboard (Concept, for illustration only)

1. Enterprise Signals (Board-Level Outcomes)

N v I B 22— R R 22

| % indicators stable or improving 82%
| CAO satisfaction score 7.8/10 o
Participation % municipalities engaged in 75%
Financial External funding ratio 31% - ®
Sustainability ‘
Organizational Staff retention 91% l
Stability

Purpose: Give the Board a quick read on whether the organization is functioning well overall.

2. Emerging Issues (Where Attention Is Needed)

[ lss.e | SignaL | Implication |
Georgian Bay alignment | Low perceived service relevance Membership risk

‘ Participation declining in 2

.. Value perception ga
Municipal engagement perception gap
members

Reliance on monitoring/ admin Majerlty of costs broadly
distributed

Purpose: Surface the issues that drive Board discussion, not just metrics.

Limits service-specific
attribution

3. Service Value Signals (Connecting Cost to Benefit)

| ServiceArea | Shareof Cost | Key Value Indicator
| High Watershed trends improving
| Low (external funds avail.)
[ Invasive Speces [
| Low (externally funded)
| High Enables all services

Purpose: Highlight that most SSEA value is delivered through shared services, not individually attributable
services. This directly supports council conversations.

Projects delivered + land restored

Detection & response coverage

Compliance achieved

4. Trends

||

Watershed indicators | 78% 81% 82%
Municipal participation | 83% 79% 75% l
_ External funding as a % of total funding | 28% 31% 31% -

Purpose: Answers the question: “Are things getting better or worse?” without forcing the Board to interpret raw

KPI tables.
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5. Management Focus (Active Change Initiatives)

[ tssee | Action | Timeline |
Service visibility | Introduce service-cost summary in budget 2026
Council understanding | Redesign annual reporting format 2026

Municipal engagement Targeted outreach to low-participation ongoing
members

Purpose: Close the loop between performance — interpretation — action






