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Executive Summary

The integrated asset management strategy documents the findings of an independent assessment of
the Town of Newmarket’s Asset Management capability undertaken in August to September 2016. It
provides an analysis of the current state of practice and identifies the needs in terms of asset
management projects to achieve a higher level of practice. Projects in an implementation plan have
been scheduled over a 5-year period outlining the sequence, cost and resources required.

Overall compared against best practice, the Town is at an early state of maturity of asset management
practice. Many of the asset lifecycle processes are in place but are not fully tleveloped, documented or
applied consistently throughout the asset lifecycle or across the entire asset portfolio. This state of
maturity is consistent with many other municipal organizations iri Ontario although many are working to
improve their current level of practice.

The implementation plan in this strategy addresses the chalienges to itiiprove the state of asset
management by considering practices, technology and resources. The Town is well positioned to
significantly improve its state of practice by following this implementation plan

Implementation Plan

The asset management implementation plan will guide the overall development of the asset
management system (program) within the Tow:i. It is comprised of about 30 individual improvement
projects organized in five asset management program objectives. The focus of each of the five asset
management program obizctives is cutlined below:

¢ Governance: huilding Town wide asset management frameworks such as risk and levels of
service, and building organizational capacity such as through skills development

* (Capital Program Dacision-Making: improving the decision-making process for capital
spending by developing lifecycle models and incorporating into the asset strategy tying spending
with service levels

« Data and Inforrmation: improving data and information standards including new technology
and integration of existing systems to support the asset management system

* Maintenance Management: improving maintenance practices and implementation of a new
computarized maintenance management system (CMMS)

* Optimizing Asset Management: ongoing works to further advance asset management
practices and incorporate results of previous improvements into long-range financial plans
including rates and reserves

An overview of the plan together with the estimated schedule, new resource requirements and cash
flow is provided in the figure below, Figure 1: Overview of Implementation Plan.
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The cost indicated are for the asset management strategy projects and do not include the cost of staff
time on the projects or the cost of recommended new staff resources. In 2019 the focus and costs
include the purchase of a computerized maintenance management system (CMMS). A CMMS is a
significant investment, which is why the costs are higher than in other years. '

Governance *  Organization
; *  Frameworks

Capital Decision-Making

Data & Information

Maintenance Management

& . i * Advanced AM model
Optimizing AM

2017 2018 2019 2020 - 2021
New Resources Asset Matiager f ;’Tegi‘,;‘;l?,%':}j (2:3)
Cost $170,000  $200,000 | $370,000 $320,000

Figure 1: Overview of Implementation Plan

Based on the curreni [avel of practice of asset management within the Town and the requirements to
continuously deliver at tha higher levz| anticipated in this strategy, additional staff resources would be
recuired. The positions and responsibilities are:

* Assel Manager: oversee and provide direction across the Town to implement asset
managzment practices in a coordinated and integrated fashion.

* Technical staff. technologists or engineers to develop asset specific programs to measure and
monitor asset performance, collect, manage and analyze asset data and support the program

* Information Technology staff: support the configuration and ongoing maintenance of asset
management software including a computerized maintenance management system (CMMS),
advanced (capital) decision-making software, and the integration of various systems to facilitate
asset management.
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Asset Management Vision

The development of this integrated asset management strategy is part of an initiative adopted under
the Council’s Strategic Priorities for the 2014-2018 term under the theme of Efficiency / Financial
Management.

The asset management vision, collaboratively developed by Town staff, demonstrates aiignment with
the Town’s approach to service delivery.

Managing service delivery through asset manage:'?“:entm )

Our vision for asset management is to be innovative znd fiscally responsible
stewards of our infrastructure assets for the benefit of the community we servs
and the people we employ, now and in the future. We will develop and
continuously improve how we manage our infrastructure zssets throughout their
lifecycle to ensure they support our goal of a heaithy, happy, thriving, dynamic and
extraordinary community in which to live, work and play.

We seek to:

* Reach out and build understanding among residents, usiness, staff and
elected officials about the role infrasiructure plays in providing services
that make our quality of life even better.

* Recognize and respond to curtent ard emerging trends in regulations,
society and environment.

* Maintain a balance between an acceptable level of service and a cost that is
sustainabls for residents and businesses now and into the future.

* Ensure that funding levels and revenue sources are sufficient to meet
current and future infrastructure cdemands.

We will put best practices in asset management into effect, including an asset
management strategy that links disciplines and departments, integrates data and
software rescurces and coordinates decision-making so that we will be able to
invest capital resources wisaly and make informed choices about how we maintain
our assets and deliver our services.

The asset management vizion provides the direction for the level of development for the asset
management program in the Town. Ultimately to achieve this vision for asset management the Town
will have to develor: a high level of practice of asset management. Given the Town’s vision, a reasonable
target level of maturity for asset management within a five-year time frame is a level above the current
level of practice.
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Assessment of Asset Management Program

Assessing Asset Management maturity against a framework of best practice in asset management is a
fundamental method to identify the needs to improve an asset management system (program). The
process to assess maturity level is to evaluate current practices by each asset sector considering the
context of the assets against the standard of best practice.

The assessment was conducted through a structured workshop format with each of the Town's
departments or groups responsible for the different asset sectors in the Town. A series of questions
related to asset management was presented for discussion that includes eéxamples of ~e practice level
for each of five states of maturity.

The questions are structured around 10 different areas of asset management practice that inciudes
Strategy and Planning, Performance and Demand, Organization and People, Asset Data anc Information
and Data Management.

The results of the assessment including current state, end state atter completing the Implementation
Plan, and of the asset management vision is shown in the figure belcw.

I ]
Maturity -
Level 2 - l
. i
: ‘ , v , -
| | s A | | |3 |
| l [ N, ! | '3 |
Estahlishing Deveiopiilg

i o I i
Current State . Implementation . AM Vision
' Plan

= =

Figure 2: Asset Management Maturity Levels

This independent Maturity Assessment of the capability of the Town’s asset management system
(program) provides insights to understand how the Town may advance its practices and is the basis for
the development of the implementation plan.
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A summary of the current state findings is presented in the table now.

ID

Assessment Area

Description of Results

100

Strategy and Planning

The Town has recently developed or is completing the major AM
documents (policy, strategy, plan) as a result of a Corporate strategy.
Although developed, the AM policy has not yet been fully communicated,
and the AM Plan has only been developed for major asset classes. Although
there are a few gaps, the Town has a solid foundation from whiich to
progress.

200

Performance and

" Demand

Within its AMP, performance indicators have tzen ideniified for the major
service assets (e.g. roads, water). There is limited formal customer levels of
service, and no link between customer LOS and t=chnical perfarmance
indicators (KPIs) or program KPIs. Or & pczitive note the Town regularly
conducts customer surveys including questions about the services delivered
and their cost.

300

Organisation and
People

Like many smaller Town’s and Cities, Newwmarket has yet to formally identify
and develop its asset manragerient team through dedicated or defined
roles. The Town has however forrned an Asset Management Committee to
oversee its AM program and initiatives. This is an important step in program
development already accomplished.

400

Life Cycle Practices

Operations arid maintenance activities are rzlztively well formulated
although formal cost madels linked with the asset strategy (e.g. the trade-
off hetween G&M and capiat rehabilitation) are not in place. In addition
deterioration cuives to understanc future performance based on current
state or conditior have not been d=veloped.

500

Asset Data and
Information

The Town uses JD Edwards as its financial system and asset register. While
essential, it lacks data and capability of a comprehensive asset management
systemn to track assets cendition and performance. The asset hierarchy,
asset identification, anid asset attribute systems are not well defined for
assetimanagemeant purposes.

600

Manitoring %

Improvement

There is no standard framework for condition measurement (e.g. 1 to 5)
across asset classes and frequency of data collection, depending on asset
clzss, may not be optimal for asset management purposes. Whereas
coriciit'en is measured for most assets, overall performance assessment
frarnework is not in place, e.g. asset capacity, reliability, etc.

700

Risk Management

A risk management framework applicable for the Town as a whole is not in
place or a standard method to assess risk. Critical assets have not been
formally identified nor asset specific plans to address risks.

800

Decision Mizaking

There is good practice for capital planning and integration in place. What
the Town lacks is a coordinated and developed process to identify and
define optimal alternatives at the project, program and service level.

900

Finance

Within the context of available asset and service information, the Town’s
financial planning {contained in Capital Financing Strategy/Asset
Replacement Fund (ARF) Study) appears well developed and
comprehensive. As asset information is improved the Town should easily
be able to update and improve their financial planning.
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ID Assessment Area Description of Results
For the formal hallmarks of robust data management practice, the Town
does not achieve a high level of practice. The Town has not adopted a data
1000 | Data Management management strategy, standards or for the most part identified data

stewards. The legislated requirements such as FIR and PSAB are well met, as
well as the GIS system in particular for water and wastewzter.

2017 Projects

The overall schedule of implementation considers a five-year period and is included irs Appendix L:
Implementation Schedule. The table below includes the projects recommendiad for the {irst year of the

Implementation Plan.

Strategy and Planning

WBS | Assessment Area Assessment Element 16 Project
1 Governance
Asset M t | 120-1Ad ket A
11 StrateEyand Planting sset Managemen 120-1 | 1.10 oplt Newmar et Asset Management
Strategy Strategy (this project)
1.3 | Strategy and Planning Asset Managemant Plan 140-1 TALRERETE AR ssig respanslliity Tae
stormwaier assets
1.4 | Strategy and Planning Asset Managerment Plan 140-2 | 140-2 Develop AMP for missing asset classes
: i 310-2 Create or designate Asset Manager
o Asset Managemerit ! " ' :
1.2 | Organization and People 310-2 | position to provide guidance and oversee
Structure ; : o
|, implementation of AM within the Town
Asset M t 310-1 Develop AM rol ibili
16 | Organization and Pecile sset Managemen 310-1 : eve‘op ro e§ and. responsn' i {ty
Structure matrix and incorporate into job descriptions
1.9 | Organization and People Corpetency 320-1 Sl ey rquEd A/l SRl tranfung'
: and develop learning plan for the organization
Asset Data and » | 510-1 pevelop asse‘F hierarchy from FIR .
1.5 3 i Asset Hierarchy 510-1 | reporting to the maintenance managed item
Information
) level
17 Bt Mianagermans DalsBdinar 1020-1 1020-1 Establish data roles - owners, users,
collectors
210-1 LOS Model: define LOS and KPIs, and
1.8 | fferformance and Demand | LOS 210-1 | model associated activities and costs
associated with it.
2 Capital Program Decision Making
34 | Decision Malkina Gapital Blans 820-1 820-1 Opttmrzg the current capital plan with
updated asset information
s 620-1 Establish standard condition grading
Monitoring & 5 y
2.2 Condition Assessment 620-1 | framework and align to asset class/sector
Improvement e
| condition scales
53 ASSet SUEteRY 160-1 160-1 Evaluate and document lifecycle

| practices

Details of these projects are provided in various sections of this strategy.
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