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Executive Summary
Canton Township (Township) government has experienced significant change recently with the election of a unified
Board of Trustees, including two new Trustees and a new Township Supervisor. This change in leadership has
created an opportunity for the Board to set a cohesive vision and goals for the future of the organization, evaluate
existing operations and processes, and develop the organizational systems and structures that will support the
achievement of that vision.
To support these objectives, the Township contracted with Raftelis to complete an organizational assessment of
Township operations and administration. This assessment identified strategies for initiatives that will support the
organization’s ability to achieve the Township’s vision, enhance the financial and performance data available for the
organization to inform policy and resource allocation decisions, and improve business processes and management
strategies to enhance the organization’s ability to provide high levels of service to the community.
The following table provides a summary of the recommendations contained in this assessment by topic area.

Table 1: List of Report Recommendations
Number

Recommendation

Organization-wide
1

Clarify roles and responsibilities within Canton Township government.

2

Develop and implement an organization-wide performance management system.

3

Develop an outcome-based performance measurement program.

4

Develop a program inventory.

5

Develop a long-term financial plan for the Township.

6

Develop a comprehensive cost allocation plan to provide clarity on the full cost of Township operations.

7

Implement Priority-Based Budgeting.

8

Prepare an annual budget document that meets GFOA best practices.

9

Review and update the Township’s Merit System.

10

Develop an employee performance evaluation program.

11

Develop an organization-wide workforce development and succession planning program.

12

Create a separate IT Department overseen by an IT Director.

13

Update and implement the Township’s IT Strategic Plan.

14

Develop an IT governance structure.

Township Supervisor’s Office
15

Create a Deputy Supervisor position.

16

Develop a communications needs assessment and organizational communications plan.

17

Create an Economic Development Strategic Plan for Canton Township.

18

Assess sourcing of Township legal services to determine most cost-effective approach.

ORGANIZATIONAL ASSESSMENT

1

Number

Recommendation

Township Clerk’s Office
19

Develop a data collection plan to evaluate long-term election resource needs.

Township Treasurer’s Office
20

Update and centralize Treasurer’s Office policies and procedures.

Finance and Budget
21

Streamline the purchase approval process.

22

Update and centralize Finance and Budget policies and procedures.

Leisure Services
23

Engage the Board of Trustees in reviewing and approving the Leisure Services cost recovery policy and
update the fee development model to include the total cost of programs.

24

Relocate and establish formal service level agreements for Facilities Maintenance.

Municipal Services
25
26
27

Create a Deputy Director of Municipal Services position.
Articulate formal service level standards and track key performance indicators for Building and
Inspection Services functions.
Conduct a water and sewer utility rate study to determine effective rates for covering operating and
capital expenses.

The recommendations in this assessment include the creation of three new positions in the organization. The
following table summarizes the estimated first-year cost for each of these recommendations, inclusive of salary,
payroll taxes, and fringe benefits.
Table 2: Summary of Staffing Recommendations and Cost Impact
Recommendation
Number
12
15
25

2

Recommended New Position

Estimated Cost

Create a separate IT Department overseen by an IT Director.
Create a Deputy Supervisor Position.
Create a Deputy Director of Municipal Services position.

$178,000 to $224,000
$178,000 to $224,000
$155,000 to $196,000
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Introduction
Background and Methodology
In March 2021, Canton Charter Township engaged Raftelis to conduct an organizational assessment of the
Township government. The purpose of this assessment was to identify opportunities for improvement in the
efficiency and effectiveness of Township operations, determine whether the current staffing and organizational
structure allow for effective service delivery, and to proactively plan for the future of the community. This assessment
was structured to focus on overarching Township administration, as well as department-level operations for all
Township departments. Assessments of the Police and Fire Departments were not included in this scope of work.
To accomplish this engagement, the project team completed several important tasks. To begin, project team members
met with the Township’s full-time elected officials, the Township Supervisor, Clerk, and Treasurer, to outline the
scope of the project and clearly articulate the core objectives of the organizational assessment.
The project team then conducted individual interviews with department directors and managers and the president of
each of the five unions representing Township staff to obtain their impression of perceived strengths and weaknesses
of the organization and opportunities for improvement. These interviews were followed by four employee focus
groups and individual interviews with the Township Trustees, the Police Chief, and the Fire Chief.
Documents and materials provided by Township staff, such as revenue and expenditure data and staffing and
operational information, were reviewed and analyzed. This analysis informed a series of recommendations that serve
to prioritize organizational focus in the coming years.
This report details the findings, analysis, and recommendations that, once implemented, will assist the Township in
achieving its strategic objectives, develop and improve organizational efficiency, and cultivate a collaborative and
positive organizational culture.

About Canton Township
Canton Township is located in southeastern Michigan in Wayne County, approximately 35 miles west of the City
of Detroit and 20 miles east of the City of Ann Arbor. The Township’s population is 93,704, as of the U.S. Census
Bureau’s 2019 Population Estimates Program, which represents a 3.9% increase from the 2010 Census (90,173), a
22.7% increase since 2000 (76,366), and a 64.3% increase since 1990 (57,047).1 The following figure illustrates the
Township’s growth since 1990.

1

United States Census Bureau, 2019 Population Estimates Program.
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Figure 1: Township of Canton Population, 1990-2019
Canton Township is comprised of approximately 67.8% of the population identifying as White, 19% identifying as
Asian, 9.2% identifying as Black or African American, 2.8% of the population identifies as Hispanic or Latino, and
3.2% identifying as two or more races. As reported in the 2019 American Community Survey, the Township’s
median age is 40.2 years.2
The Township’s median household income is $93,483, which is significantly more than the national median
household income of $62,843. Approximately 6.2% of Canton residents fall below the poverty line. The Township’s
unemployment rate in December 2019 was 1.8%. The largest employers in the Township include Plymouth Canton
Schools, Yazaki North America, Wal-Mart Stores, A & D Transport, and Sysco Detroit LLC.
Canton Township experienced rapid residential growth in the years leading up to the 2008 recession. After the
recession, development slowed for several years, and the Township made significant staff and budget reductions to
reflect the associated loss of revenue. In recent years, development activities have resumed, and Canton is now one
of the fastest growing communities in Michigan. With limited undeveloped land remaining in the community,
Township officials estimate that the community will be fully built out within the next several years.

STRUCTURE
Canton operates under the charter township form of government. The Township is governed by a seven-member
Board of Trustees, which includes three full-time elected officials, the Township Supervisor, Township Clerk, and
Township Treasurer, as well as four part-time Township Trustees. All members of the Board are selected through
partisan, at-large elections and serve four-year terms.
The Board of Trustees is vested with all policy-making and legislative authority for the community. The Township
Supervisor is responsible for carrying out the policies and ordinances of the Board and for overseeing the day-to-day
operations of the Township government. The Clerk is responsible for all record-keeping within the Township, chairs
the Township’s Board of Election Commissioners, and serves as Secretary to the Board of Trustees. The Treasurer

2

4

United States Census Bureau, 2019 American Community Survey.
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oversees the accounting of revenue and expenditures, invests Township funds per approved policy, and collects
revenues including but not limited to property taxes, permits, licenses, and fees.
Canton Township is organized to reflect the charter township form of government. Each of the full-time elected
officials oversees a respective office. The Township Supervisor manages the Township Supervisor’s Office and five
operating departments, including: Finance and Budget, Police, Fire, Leisure Services, and Municipal Services. The
following figure illustrates the Township’s current organizational structure.
Canton Residents

Township Trustees

Township
Supervisor

Township Clerk

Township Clerk’s
Office

Township
Treasurer

Township
Supervisor’s Office

Leisure Services

Township
Treasurer’s Office

Fire

Municipal Services

Police

Finance and
Budget

Figure 2: Canton Township Organizational Chart, FY2021

STAFFING
The Township has a total of 385 authorized full-time positions in FY2021. The number of authorized full-time
positions from FY2017 to FY2021, broken down by department, is detailed in the following table.
Table 3: Authorized Staffing Level by Department, FY2017 – FY20213
Department
Clerk’s Office
Finance & Budget
Leisure Services
Municipal Services
Public Safety4
Fire

FY2017
Budget
5
16
59
68.75
1
76.4

FY2018
Budget
5
16
60
70.75
1
79.7

FY2019
Budget
5
16
60
71
1
88.7

FY2020
Budget
5
16
61
72
1
88.7

FY2021
Budget
5
16
61
72
1
87.9

Percent Change
FY2017 to FY2021
0.0%
0.0%
3.4%
4.7%
0%
15.1%

Township Website, Canton Charter Township Budget FY2021 and Canton Charter Township Comprehensive Annual
Financial Report FY2019.
4
In mid-2020 the Public Safety Department was eliminated with the retirement of the Public Safety Director and the Police
and Fire Departments became standalone departments.
3
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Department
Police
Supervisor’s Office
Treasurer
Total

FY2017
Budget
117.6
11.25
9
364

FY2018
Budget
121.3
11.25
9
374

FY2019
Budget
121.3
11
9
383

FY2020
Budget
121.3
12
9
386

FY2021
Budget
121.1
12
9
385

Percent Change
FY2017 to FY2021
3.0%
6.7%
0.0%
5.8%

The total number of authorized full-time staff increased by 21 positions from FY2017 to FY2021. The department
that experienced the greatest increase in staffing was the Fire Department, which added 11.5 new positions from
FY2017 through FY2021.

BUDGET
Canton Township has a total budget of $149.2 million in FY2021, inclusive of all funds. The Township’s total annual
budget from FY2017 to FY2021 is broken down by fund in the following table.
Table 4: Total Expenditures by Fund, FY2017 – FY20215
Fund
General
Roads
Fire
Police
Community Center
Street Lighting
Cable TV
Community
Improvement
Downtown
Development
Authority
911 Service
Organized CrimeDrug Enforcement
WWN Forfeiture
CDBG
Energy Project
Debt Service
Capital Projects
Debt Service
Capital Projects
Capital Projects –
Water & Sewer
Capital Projects –
Roads
Golf Course
Water & Sewer
Garbage & Rubbish
Collection
Fleet Maintenance
Post-Employment
Benefits
Special
Assessment Debt
Service
5

6

$25,576,250
N/A
$14,487,371
$19,266,451
$3,609,815
$288,465
$1,553,384

$29,469,863
$825,764
$14,274,738
$20,070,166
$3,418,045
$270,920
$1,649,715

$27,568,973
$3,961,896
$18,354,466
$22,433,890
$3,493,588
$253,492
$1,583,975

$30,505,725
$7,866,809
$25,670,837
$24,064,896
$2,261,032
$316,650
$1,962,261

$29,687,612
$6,074,833
$17,392,378
$24,606,750
$3,278,005
$291,650
$1,905,000

Percent
Change,
FY2017 FY2021
16.1%
N/A
20.1%
27.7%
-9.2%
1.1%
22.6%

$3,383,186

$3,367,354

$2,664,020

$3,375,688

$2,487,750

-26.5%

$1,691,946

$2,114,141

$1,292,338

$2,085,690

$2,175,414

28.6%

$200,162

$349,973

$672,219

$554,778

$494,000

146.8%

N/A

$284,692

$539,235

$570,000

$621,000

N/A

407,764
$334,884

349,368
$209,359

$237,930
$445,068

$$1,053,190

N/A
$338,000

N/A
0.9%

$376,938

$384,607

$392,430

$400,410

$408,552

8.4%

N/A

N/A

N/A

N/A

$1,381,000

N/A

$47,767

N/A

N/A

$8,068,097

$5,842,500

12,131.2%

$9,422,001

$60,816

N/A

N/A

N/A

N/A

$271,205

$227,734

$128,753

$4,202,900

N/A

N/A

$3,309,712
$38,520,827

$3,256,773
$32,849,547

$3,522,912
$30,749,428

$4,268,229
$40,468,192

$4,097,206
$37,034,655

23.8%
-3.9%

$3,728,582

$4,048,966

$4,097,178

$4,439,900

$4,599,720

23.4%

$1,615,183

$1,700,774

$1,705,937

$2,063,772

$2,003,842

24.1%

$3,533,442

$6,274,361

$4,926,899

$4,252,750

$4,358,251

23.3%

$220,731

$1,264,505

$159,021

$654,896

$150,771

-31.7%

FY2017
Actual

FY2018
Actual

FY2019
Actual

Township Website, Canton Charter Township Budget FY2021.
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FY2020
Amended

FY2021
Budget

Fund
Total

FY2017
Actual
$131,846,066

FY2018
Actual

FY2019
Actual

FY2020
Amended

FY2021
Budget

$126,722,181

$129,183,648

$169,106,702

$149,228,889

Percent
Change,
FY2017 FY2021
13.2%

The Township’s total budget has increased by approximately $17.4 million (13%) since FY2017. The funds that
increased the most from FY2017 to FY2021 are the Capital Projects Fund, Police Fund, and the General Fund.
Additionally, no expenditures were allocated to the Roads Fund prior to its creation in FY2018, but it accounts for
4% of the total budget in FY2021.
The Township’s General Fund is used to account for general Township operations, excluding Police and Fire, which
are funded through separate levies. The following table outlines the Township’s General Fund budget from FY2017
to FY2021 by category.
Table 5: General Fund Expenditures by Category, FY2017 – FY2021
Category
Salaries and
Wages
Payroll Taxes and
Fringe Benefits
Supplies
Other Services
and Charges
Capital Outlay
Debt Service
Transfers
Total

FY2021
Adopted

Percent Change
FY2017 to
FY2021

FY2017
Actual

FY2018
Actual

FY2019
Actual

FY2020
Amended

$9,003,213

$9,565,347

$9,696,023

$10,535,040

$10,792,549

19.9%

$4,609,647

$4,406,033

$6,289,436

$4,988,606

$5,201,457

12.8%

$722,589

$645,560

$675,483

$765,667

$757,740

4.9%

$5,524,966

$5,881,523

$5,811,427

$8,631,814

$8,203,672

48.5%

$1,312,503
$125,400
$4,277,932
$25,576,250

$1,639,675
$122,750
$7,208,975
$29,469,863

$1,064,677
$119,800
$3,912,127
$27,568,973

$841,891
$116,500
$4,816,740
$30,696,258

$428,659
$137,438
$4,166,097
$29,687,612

-67.3%
9.6%
-2.6%
16.1%

The General Fund budget increased by $4.1 million (16.1%) from FY2017 to FY2021. This increase was due
primarily to a $2.7 million (48.5%) increase in Other Services and Charges and a $1.8 million (19.9%) increase in
Salaries and Wages.
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Stakeholder Input
In order to learn more about the Township government and its services, the project team conducted interviews with
the presidents of the five unions that represent various Township employees and led four focus groups with staff from
various departments. Stakeholders from the each of the following departments and unions were included in this
stakeholder input:











Finance and Budget
Information Systems Technology (IT)
Human Resources (HR)
Municipal Services
Leisure Services
American Federation of State, County and Municipal Employees (AFSCME)
Canton Command Officers Association (CCOA)
Police Officers’ Association of Michigan (POAM)
Technical, Professional, and Officeworkers Association of Michigan (TPOAM)
International Association of Firefighters (IAFF)

Through their candid and confidential conversations in interviews and focus groups, these stakeholders shared
valuable insights regarding the operations of the Township government. Several key themes emerged from the
stakeholder input process:








Staff are committed to providing high quality service to the community. However, the expectations placed
on staff do not align with the current level of staffing in many areas. Stakeholders feel that workload
expectations are not always realistic, given current staffing levels in most departments. Despite current
staffing levels, employees feel that the Township provides exceptional service to the community, although
this level of service may be unsustainable in the future.
There is a desire for enhanced communication across the organization. Stakeholders feel that the employee
experience varies depending on the department in which they work. Many stakeholders expressed that
information is not communicated to front-line staff in an effective or consistent manner and that front-line
staff feel disconnected from Township strategic goals and objectives. Stakeholders also feel that
communication and collaboration between departments could be improved.
Staff want to provide input on decisions that impact them. Stakeholders want to be trusted to do their jobs
and for their input and technical expertise to be valued by management. Stakeholders expressed a desire to
be more involved in decision-making processes at the department- and organization-wide levels.
Additional technology resources are needed to support service needs. Stakeholders feel that they are not
equipped with the proper technology or technological support to carry out their operations or achieve the
Board’s goals for innovation.

Despite some of these challenges, staff frequently commented on Canton Township’s reputation for providing a high
level of service to the community and the value they place on serving the Township.

8
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Organization-Wide Analysis
and Recommendations
Canton Township is governed by a Board of Trustees that has brought some new perspectives on Township
operations and a strong vision for the future of the community. The Township Supervisor, who serves as chief
administrative officer (CAO) for the Township and is new to the role after having previously served as an elected
Trustee. Two of the four elected Trustees are also new to their roles. In early 2021, the Board convened to affirm the
vision and mission of the Township and to develop a set of strategic objectives for the organization to achieve over
the next several years. The strategic objectives and strategies identified by the Board are ambitious and
transformative, and many may require significant investment of staff time and financial resources to achieve.
As with any significant change in elected leadership and management approach, the working relationships between
elected leadership and Township staff have experienced changes. As relative roles and responsibilities in the
organization have shifted, department leadership must acknowledge and adjust to the new administration’s decisionmaking and management approach. Moving forward, the organization should continue to strengthen the working
relationships between the elected leadership and staff, while developing systems that will support the organization’s
efforts to achieve the vision and objectives laid out by the Board.
Canton Township has been fortunate to benefit from a strong financial position due to conservative financial
planning, steady growth and development, and dedicated funding sources for public safety and road maintenance.
Over time, this has allowed the Township to provide a high level of services and amenities for the community. These
service levels and the organization’s commitment to best practices are reflected in the national accreditation of its
public-facing departments, including Police, Fire, Municipal Services, and Leisure Services.
While Canton has experienced steady growth in residential and commercial development over the past several
decades, this trend is anticipated to slow in the next several years as the community approaches built-out status. At
the same time, investments in community assets and infrastructure made over the last several decades will require
additional repair and maintenance. Finally, the types of services that the Township organization will be called upon
to provide may change with an aging housing stock and evolving economic development needs.
Effectively addressing these challenges will require a proactive approach by the Township to develop enhanced
systems for performance management, financial forecasting and planning, collecting and evaluating data that will
help the organization make informed policy decisions, and effective investment in technology and the workforce that
will meet the organization’s needs now and in the future.

LEADERSHIP AND GOVERNANCE
Recommendation 1: Clarify roles and responsibilities within Canton Township
government.

Canton Township is governed by an elected Board consisting of seven members. The duties of the Board, Supervisor,
Clerk, and Treasurer are all set forth in Michigan state law, including the State Constitution, Township Act, and
Charter Township Act.
As the elected representatives of the people of Canton, the Board sets the overall policy direction for the organization.
The Board is responsible for voting on all issues that come before the Board, allocating fiscal resources, and adopting
ordinances that regulate public health, safety, and welfare of the community. Board decisions are made by ordinance
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or resolution in open meetings, with at least four members present providing the minimum required for the meeting
quorum.
In addition to serving on the Board, each of the full-time elected officials have an administrative or managerial role
within the organization:


Clerk: The Township Clerk is responsible for maintaining all of the records for the Township and for keeping
minutes of each public meeting in accordance with the Freedom of Information Act. The Clerk is also
responsible for conducting all elections within the Township, including school elections and local voting at
the National, State, County, and Township levels. Michigan state law also requires that the Clerk keep
detailed accounting records for the Township, including a general ledger and financial statements for each
fund in order to maintain separation of duties and internal controls related to accounting and finance
functions. In Canton Township, these activities are completed by staff in the Finance and Budget
Department. The Clerk is supported by the Office of the Clerk, which includes a full-time Deputy Clerk and
several staff members responsible for the daily activities of the Office.



Treasurer: The Township Treasurer is responsible for receiving and depositing all public funds, including
tax collection and utility billing and collections. The Treasurer is responsible for maintaining accurate
records of all public funds, managing banking relationships, and overseeing the Township’s investment
portfolio. The Treasurer is supported by the Office of the Treasurer, which includes a full-time Deputy
Treasurer, as well as several staff members responsible for the daily activities of the Office.



Supervisor: In addition to serving as the chief elected official of the Board and chief assessor and legal agent
for the Township, the Township Supervisor is Canton Township’s CAO. The Supervisor is responsible for
the efficient administration of all departments of the Township government (excluding the Offices of the
Clerk and Treasurer) and for ensuring that all laws and Township ordinances are enforced. The Supervisor
also serves as personnel director for all Township employees, prepares and administers the annual budget,
and keeps the Board fully advised of the Township’s fiscal condition. To accomplish these duties, the
Supervisor is supported by staff in the Office of the Supervisor; each of the Township’s department directors
also report directly to the Supervisor.

In addition to the statutory Offices of the Clerk, Treasurer, and Supervisor, the daily operations of Township
government are carried out by several departments and divisions, each of which are led by directors and managers.
These departments and divisions each have distinct responsibilities described in greater detail in the sections that
follow. Department directors and division managers are selected based upon their professional qualifications and
experience through the Township’s Merit System. These department leaders are responsible for providing subject
matter expertise in their respective areas, implementing Township policies, and providing supervision and oversight
to their staff.
The Charter Township form of government in Michigan is unlike most other forms of municipal government in
Michigan, or throughout the country. The unique nature of this form of government can make it difficult for
professional staff and elected officials who have experience in other forms of municipal government to navigate the
specific roles and responsibilities of each of the respective parties. Further, each elected Township Supervisor adopts
their own expectations and practices related to their level of involvement in day-to-day operations and departmental
policymaking. The current Supervisor has adopted a more hands-on and collaborative approach to decision-making
than preceding Supervisors have taken, leading to a lack of clarity among department directors about their role in
the organization.
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Change in an organization is both expected and often concerning to those most impacted. A level of concern and
uncertainty is a natural response to the changes experienced by the organization, with the recent election of a unified
slate of full-time elected officials and communication challenges created by the COVID-19 pandemic. Department
and division leaders also report uncertainty about changing decision-making and communication expectations, with
their roles shifting under the new Supervisor. To provide clarity and develop positive working relationships between
the elected Board and department leadership, intentional effort should be made to define the roles and responsibilities
of the Board, including the unique role filled by full-time elected officials and department leaders.
The effort to create clarity about the roles and responsibilities of the various participants in Township government
should be led by the Township Supervisor and should be built on the concept of the “political-administration
dichotomy.” This political-administration dichotomy is a way of framing the different roles associated with
governance and operations. In general, the role of the Board is to determine the vision and policy objectives of the
Township, pass ordinances, approve new projects and programs, and ratify the Township’s budget. The
administration, which includes the Township Supervisor and all Township offices and departments, is responsible
for developing programs and services that accomplish the policy objectives set forward by the Board and for providing
subject matter expertise to the Board to inform their decisions. The following figure demonstrates the different roles
associated with Township governance and the varying degrees to which they should ultimately belong to the Board
or to the administration.

Figure 3: Political-Administration Dichotomy
Within the realm of the administration’s duties, it is up to the Supervisor to determine their expectations about the
role of department leadership in setting policy and making decisions that affect Township operations. To reduce
uncertainty, the Supervisor should explicitly communicate these expectations with the leadership of each
department. Further, the performance management and work planning processes described in subsequent
recommendations should reinforce these expectations in an ongoing manner.
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PERFORMANCE MANAGEMENT
In early 2021, Canton Township’s Board of Trustees engaged in a goal setting exercise for the Township that resulted
in the development of a clear vision and mission for the organization, as well as a robust set of objectives and
strategies aimed at achieving them. The results of this process include the following vision and mission for the
Township:



Vision: To be a forward thinking and intentionally inclusive community.
Mission: To collectively deliver on the community’s priorities to ensure a high quality of life for all.

The strategic objectives developed as part of this strategic planning framework include:







Welcoming Community: A township in which all residents can fully and effectively access services,
influence policy and direction, and feel a sense of belonging and safety.
Healthy Ecosystem: An accessible and sustainable environment that affords a high quality of life while
conserving our natural resources. Be known for our abundant green space.
Organizational Climate and Culture: The best and brightest, culturally and organizationally competent
workforce, where employees feel valued and have ownership over the organization’s goals.
Quality Infrastructure: Use a smart city, forward thinking approach, integrating technology to accelerate,
facilitate and transform the ecosystem. Be adaptive, responsive, and always relevant to all those that live,
work in, and visit the Township.
Financial Stability: Direct human and financial resources in ways that cultivate a sense of community and
an ecosystem where families, individuals, and business thrive.

For each of the five strategic objectives, the Board has identified several associated sub-objectives, strategies, and
actions to be achieved by the organization. A small portion of these initiatives can be achieved quickly by the Board
itself and with limited staff and financial resources, such as the action item of adopting a beekeeping ordinance that
is associated with the Healthy Ecosystem objective. Most strategies and actions, however, will require the thoughtful
development of implementation plans by Township departments and the investment of financial resources in order
to be successful.
Ensuring that each Township department’s programs and services are aligned with and directly support the
achievement of the vision and objectives identified by the Board will require the development of an organizationwide performance management system. This approach will support systematic communication of expectations and
monitoring of progress, development of a robust performance measurement program that promotes transparency
and accountability, as well as development of consensus within the organization on core services and service level
expectations. The following recommendations outline these concepts in detail and create a foundation for the
remaining recommendations within this report.

Recommendation 2: Develop and implement an organization-wide
management system.

performance

The Board’s goals provide a roadmap to guide the organization’s priorities in the coming years. Ensuring that the
organization stays on the right course will require planning and reporting tools that set clear expectations and monitor
progress. A comprehensive performance management system will help the Township align its operations with the
Board’s vision for the community, monitor progress toward community priorities, and evaluate the overall
effectiveness of Township programs and services.
A performance management system typically consists of three core elements:
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Creating a clear vision and plan for the organization and individual work plans for each department that are
aligned with the organization-wide goals.
Using appropriate measures to track the performance of the organization’s programs against established
performance goals.
Sustaining an ongoing dialogue between management and employees to ensure that the work of the
organization is completed in conformance with the established goals and implementation schedule.

Work Planning
To support the achievement of the vision and objectives developed by the Board, it is important that every Township
department align its individual strategic plans, projects, programs, and services to work collectively toward achieving
a common vision for the community. The best way to accomplish this is to develop formal annual work plans for
each department that are approved and monitored by Township leadership.
Many Township departments do not currently develop formal work plans on an annual basis, or if they do, these
plans are not reviewed or monitored by Township leadership. Without formalized work plans, Township
departments cannot easily evaluate how their goals, services, and initiatives align with the Board’s goals and
organization-wide initiatives. Furthermore, the lack of annual work plans impacts the Township’s ability to balance
proactive and reactive workloads. The current approach also prevents the Township and its departments from
effectively planning for future resource needs and evaluating the impact of service level changes on available staffing.
Each department should develop an annual work plan that aligns with the organization-wide goals set by the Board.
Each work plan should identify the routine operations, projects, and new initiatives that are planned to be completed
for that calendar year. An effective, best practices department annual work plan includes the following elements:






Identifies the department’s key goals in alignment with Township objectives.
Outlines the projects that contribute to the achievement of each goal.
Includes estimated timeframes and deadlines.
Assigns primary responsibility for achieving each goal or completing each project to an individual member
of staff.
Prioritizes day-to-day activities, routine operations, and service requests.

To provide an understanding of the language and detail recommended to be included in a department work plan, the
following table provides an excerpt for a model department that includes the elements of an effective work plan.
Table 6: Sample Work Plan Template
Department
Goal:

Update Departmental Policies and Procedures

Township
Objective
Supported:

Project:

Develop a Township Investment Policy

Deadline

Financial Stability
Duration

Request sample policies from peer jurisdictions.
Review sample policies and develop options for the Township.
Meet with full-time Elected Officials and Finance Director to collect
feedback on policy options.
Develop a draft investment policy based on feedback.

9/20/2021
10/10/2021

1 hour
8 hours

11/20/2021

4 hours

12/1/2021

4 hours

Present proposed policy to the Board of Trustees for approval.

12/15/2021

2 hours

1/1/2022

4 hours

Provide copies of investment policy to brokers, collect and maintain
records of their acknowledgement of the policy.

Person
Responsible
Deputy
Treasurer
Township
Treasurer
Deputy
Treasurer
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These annual work plans should be developed as a part of the budgeting and planning process for each department,
and for those departments that report to the Township Supervisor, a process for the Supervisor’s review and approval
should be created prior to the start of each year.
Performance Measurement
The collection and use of performance measurement data is the second critical element of a performance
management system. Performance measurement provides an organization with quantitative data that can be used to
evaluate the effectiveness and efficiency of its operations, as well as weigh policy and funding alternatives. While
many Township departments collect data related to their workload and operations, there is no system in place
currently to compile and evaluate this data at the Township-wide level. Recommendation 3 sets forth a detailed
approach to developing a Township-wide performance measurement program that will enable managers, department
leadership, and the Board to have access to timely and useful data to be able to make informed choices about
operations and funding priorities.
Ongoing Communication
In addition to monitoring the work being accomplished, a good performance management system employs routine
and structured communication to proactively address strategic concerns. In this approach, managers at each level of
the organization regularly meet with their staff to review organizational performance. Typically, the agenda is
focused on four areas: customer, financial, operations, and employees. Performance measures, project management
tools and timelines, customer comments or complaints, and employee issues are reviewed during these meetings. As
the performance management system becomes integrated into operations, discussions about performance become
focused on important issues. This approach allows managers to avoid crisis management, as the rigor of the system
helps ensure regular meetings to discuss strategic issues proactively.

Recommendation 3: Develop an outcome-based performance measurement program.

Establishing an annual work planning process will provide Township departments and leadership with a clearer
understanding of the totality of the work being accomplished within the organization and how it aligns with the
strategic and policy priorities of the organization. Beyond the data contained within the work plans, accurate tracking
and performance evaluation will further support efforts to promote transparency and accountability, as well as
support efforts to make data-informed policy decisions. Identifying, tracking, and communicating performance data
through performance measurement systems is a best practice identified by the Government Finance Officers
Association (GFOA) and the International City/County Manager’s Association (ICMA). 6
Data collected from thoughtfully developed performance measures can influence day-to-day program management,
budgetary decision-making, and program planning and analysis. This performance data can also be used to evaluate
service delivery options and priorities and to provide enhanced transparency for policymakers and stakeholders about
how an organization is utilizing its resources to fulfill its mission. A successful performance measurement framework
is composed of performance measures that are meaningful, accurate, reliable, and relevant. It should include
measures that provide program managers and department leadership with the timely data they need to make realtime course corrections and service delivery adjustments.
To understand the full picture of a program’s performance, it is a best practice to develop a “family of measures” that
includes indicators quantifying a program’s workload, efficiency, and effectiveness. Developing measures in each of
these three areas helps the organization understand the amount of work completed, the cost-effectiveness of that
work, and the impact that work has on the operations and the organization’s stakeholders. The bulk of measures that
most organizations without a formal performance measurement program collect reflect the amount of work
6

GFOA. Best Practices: Performance Measures. https://www.gfoa.org/materials/performance-measures
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completed by an organization, but rarely address the concepts of cost-effectiveness and overall impact. To tell the
whole story of an organization’s performance, four types of performance measures should be used, as defined below:








Workload: Workload measures indicate internal activity, i.e., the quantity of work accomplished by the
organization. These measures are most often expressed as counts, such as the number of transactions
processed. Workload measures are sometimes referred to as output measures since they indicate the amount
of output produced by a program or service.
Efficiency: Efficiency measures indicate how well an organization is using its human and financial resources
to deliver a particular program or service. These measures are often expressed as ratios or averages, such as
labor hours spent per transaction or average cost per transaction.
Outcome: Outcome measures indicate how well a program or service accomplishes its intended purpose and
are of direct importance to stakeholders. Outcome measures may address program quality, cycle time,
customer satisfaction, and progress toward long-term goals.
Community Indicators: Community indicators describe community outcomes that are outside the direct
control of the organization, but which the organization can influence, based upon its policies and programs.
They describe the quality of life in a community and the environment in which the organization operates.
Examples include a community’s unemployment rate and the percent of residents commuting by public
transportation.

Quality performance data provides useful insights at all levels of the organization, from providing the Board feedback
on the achievement of strategic objectives, to providing individual staff with insights about productivity and
efficiency. A cascading system of performance measures should be utilized to reinforce the alignment of community
needs and strategic objectives with department and program operations and individual performance.
The following diagram demonstrates the different types of performance measures and how they support different
needs in the organization.

Figure 4: Aligning Performance Measures in the Organization
Board Policy & Objectives
To integrate performance measures with the Board’s goals, each strategic objective should be analyzed to identify
the programs and initiatives that are associated with its achievement. Outcome measures for each associated program
should be developed that describe how well the program is doing at contributing to the identified strategic objective.
These measures, along with other updates about progress toward each strategic objective, should be collected and
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reported on a quarterly basis in a dashboard format and shared with the Board of Trustees and the community. This
effort will provide the community with timely visual information about performance towards the organization’s
strategic initiatives.
Department-Level Programs & Services
Performance measures are an effective tool for department leadership to monitor ongoing operations and take
corrective action to address issues in program or service delivery. Performance data that describes how effective and
efficient a departmental program is at providing services can be used to inform resource allocation decisions,
including staffing requests and evaluation of the use of outside contractors. Department-level performance data
should be aligned with each department’s annual work plan and budget requests. The link between performance data
and the budget process is described in greater depth in Recommendation 7.
Individual and Team Performance
Timely performance data is a useful tool for managing day-to-day operations as well. When appropriate, this data
should be used by supervisors and individual employees to guide priorities and set work assignments. For example,
when performance data indicates that there is a high number of permit applications awaiting review, supervisors
could use this information to shift resources away from less pressing tasks to address the growing queue.
Adopting this type of cascading performance measurement system will support individuals at all levels of the
organization in making data-informed decisions. This approach will regularly share performance data with the
community to increase program transparency and accountability.

Recommendation 4: Develop a program inventory.

A key component to developing clarity on Township priorities and to supporting data-informed decision-making
involves developing a common understanding on all the programs and services provided by the Township. Current
budget and financial reports identify the Township’s offerings in broad terms, by department name and expenditure
category, but this information does not give the community or Canton’s elected officials a good understanding of
what the organization actually accomplishes. Without a clear understanding of the services the government provides,
making informed decisions about policy priorities and resource allocation is challenging.
As part of the effort to equip the organization with the data it needs to make informed policy and operational
decisions, it is necessary to create clarity around all of the services and programs currently offered by the Township
and determine whether they are core services or enhancements. To accomplish this, and as a building block for
subsequent recommendations related to the Township’s budgeting process (see Recommendation 7), the Township
should develop a comprehensive program inventory that includes identification of the core services that the
Township provides.
The first step in developing a program inventory is to develop a clear definition for what is or is not considered a
program. Often, programs are contained within a single department or division, but some programs have components
that reside within multiple units of the organization. Generally, a program is a discrete set of resources and activities
that are dedicated to providing a related set of goods or services with a common purpose or result. A program is not
a particular task, event, facility, or group of staff.
Programs should be identified at a detailed enough level to promote meaningful discussion and evaluation, but care
should be taken to group related activities that achieve common results, so as to keep the number of programs
reasonably manageable. A commonly used standard is that a program should include no less than one full-time
equivalent (FTE) employee or 1% of the total fund and that each of an organization’s departments consists of more
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than one program. For example, within a single police department, there may be several programs including patrol,
community engagement, dispatching, investigations, and records.
In addition to demonstrating the breadth of services currently provided by the Township, the program inventory
should also include key data about the program that can serve as the basis for discussions about what programs and
services should be provided by the Township. To that end, the program inventory should include the following data
elements, adapted from the GFOA publication, Anatomy of a Priority-Driven Budget Process:7










Full Cost: The full cost of the program is the sum of its direct costs (including staffing, supplies, materials,
contract services, and capital expenses) and its associated indirect or overhead costs (see Recommendation
6). Reporting both the direct and indirect costs of the program enhances transparency.
Revenue Generation: Any user fees, grants, or intergovernmental revenues that are associated with the
program should be reported.
Strategy Alignment: The program inventory should include a description of which Township-wide and/or
departmental goals are supported by the program.
Service Level: The service levels currently provided for each program should be described. This could
include the turnaround time for certain transactional programs, like permitting and inspections, or the
quantity of services provided, like the number or frequency of recreation programs.
Policy Mandates: If a particular program is required by Township, State, or Federal law, this information
should be provided, with the mandate clearly linked or cited.
Demand Changes: A description of the current demand for the services provided by the program should be
provided, which includes any recent or anticipated changes to demand.
Performance Data: The family of measures associated with each program should be included in the program
inventory.

Some of the tools needed for developing a program inventory are already in place in the Township. The Core Services
Matrices included in this report can serve as a starting point for each department in identifying the programs that
they provide. Further, the financial accounting system used by the Township currently has the capability to track
financial data and FTE at the program level.
Once completed, each department should review its program inventory with the Township Supervisor or appropriate
full-time elected official, and then review the inventory with the entire Board in a study session, to provide a venue
for discussion and clarification of the services provided by each department. Subsequently, the program inventory
should be updated annually as a part of the annual budget development process.
As the Township develops plans to operationalize the vision and goals set forth by the Board, the Board will be faced
with important decisions about how to prioritize and fund existing program offerings and new initiatives within the
Township’s limited financial resources. The data provided by the program inventory will assist the Board as it sets a
course for the future of the Township.

FINANCIAL MANAGEMENT
Recommendation 5: Develop a long-term financial plan for the Township.

The Township’s Finance and Budget Director currently maintains a five-year financial forecast for the Township
that is based upon current staffing and service levels, anticipated capital expenditures, and conservative revenue
GFOA. Anatomy of a Priority Driven Budget Process. https://gfoaorg.cdn.prismic.io/gfoaorg/c5ed5ba9-4dcf-4cc2b2ac-e3ae03afd49f_GFOAAnatomyofaPriorityDrivenBudgetProcess.pdf
7
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projections. Historically, this forecast has been used as an internal tool for the Finance and Budget Department to
evaluate department budget requests and evaluate financing options. Under the prior administration, the forecast
was shared infrequently with the Board, and there was no practice for sharing it with department leadership or the
public to provide an understanding of the Township’s financial situation. This has created uncertainty about the
overall long-term financial health of the organization and the potential impacts of changing economic conditions,
like the slowing of new residential development.
Long-term financial planning combines financial forecasting with strategic discussions about future policy direction
and investments. It is a collaborative process, involving financial managers, organizational leadership, and elected
officials. Long-term financial plans may include developing multiple future scenarios over a long-term period, both
for revenues and expenditures. These scenarios are built using documented assumptions about economic conditions,
future spending scenarios, projections of the long-term costs for operating and maintaining new investments, and
other variables that are important to the organization.
Collaborative long-term financial planning processes can stimulate important conversations about an organization’s
current services and programs, future investments, and strategic initiatives. It also promotes a longer-range
perspective for an organization’s decision makers and can be used as a communication tool within the community.
According to GFOA, a long-term financial plan should include the following elements:







Time Horizon: A long-term financial plan should have a time horizon of at least five to 10 years, although
organizations may extend this time period when conditions warrant a longer planning period.
Scope: Long-term financial plans should consider all appropriated funds, particularly those that are of top
concern for elected officials and the community.
Frequency: Updating the long-term plan should be part of the organization’s annual budget process.
Content: Long-term financial plans should include an analysis of the financial environment, revenue and
expenditure forecasts, debt repayment and capacity information, and key indicators of financial health (bond
rating, fund balance, etc.).
Visibility: Elected officials and the public should be able to easily learn about the long-range financial
position of the community and the strategies that the organization will employ to balance its revenues and
expenditures. The long-range financial plan should be easily accessible either as a standalone product on the
community’s website or included in documents such as the annual budget or annual report.8

The Finance and Budget Director, in collaboration with the Township Supervisor, should create a process for
developing a long-range financial plan for the Township. This process should include collaboration with department
leadership, elected officials, and finance industry professionals to identify key trends, economic drivers, and policy
and operational considerations that may impact the Township’s long-range financial health. The plan should be
developed in such a way as to provide baseline and alternative forecasts and test the impacts of proposed initiatives.
As part of the budget process, the long-term impacts of proposed initiatives should be evaluated in the context of the
financial plan to determine their long-term feasibility. Finally, a process for comparing actual financial performance
to the forecast should be developed to identify opportunities for refinement.
This effort could be completed in-house with existing Township staff, or it may be advantageous to work with an
outside consultant or software provider to facilitate the development and maintenance of a robust long-term financial
plan.

8

GFOA. Best Practices: Long-Term Financial Planning. https://www.gfoa.org/materials/long-term-financial-planning
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Recommendation 6: Develop a comprehensive cost allocation plan to provide clarity on
the full cost of Township operations.

Currently, the Township has a process for accounting for overhead costs, including fleet maintenance and other
indirect costs, using internal service funds and allocating indirect costs to programs funded by proprietary and special
revenue funds. This process only includes certain types of overhead costs (e.g., fleet maintenance, other personnel
benefits) and generally only allocates them to programs operating outside of the Township’s General Fund. As a
result, department and Township leadership do not have a clear understanding of the full cost associated with the
programs and services the Township provides.
A cost allocation plan is a system for accounting for the full costs of an organization’s programs by including its
indirect costs in addition to its direct costs. Indirect or overhead costs include the central support services that are
shared by multiple departments, such as accounting, payroll, HR, and IT support. They also include the operating
and maintenance costs for the organization’s facilities, vehicles, and other equipment. A cost allocation plan
distributes these indirect costs proportionally to each program or fund based upon pre-determined criteria, such as
the number of FTEs associated with the program, the number of computer end-units, or the square footage of the
program space within a common facility.
Canton Township should develop a comprehensive cost allocation plan that fully accounts for all overhead
expenditures and applies these costs to all Township programs. Many organizations choose to use an external service
provider to develop their cost allocation plans in to ensure the integrity of the plan and because of the time and effort
required to develop it. GFOA recommends that cost allocation plans be updated at least every three years to account
for changes in operations and ensure equitable allocation of indirect costs.9

Recommendation 7: Implement Priority-Based Budgeting.

Like many communities, Canton Township utilizes an incremental, line-item approach to budgeting, in which the
current year budget is based largely off the previous year’s budget, with some adjustments and modifications. In
situations where an organization’s fiscal resources are growing steadily and expectations for operations and servicedelivery are generally the same year-to-year, this approach can prove effective at promoting consistent ongoing
operations. However, in organizations where the fiscal landscape is changing, expectations for operations and
service-delivery are changing, and/or funding strategic initiatives will require offsetting reductions elsewhere, an
incremental budget approach provides little flexibility or guidance regarding how to align spending and prioritize
resource needs.
To create a more comprehensive and strategic approach to budgetary decision-making, the Township should
implement a Priority-Based Budgeting (PBB) process. PBB is also known in some organizations as Budgeting for
Results or Budgeting for Outcomes. PBB is an alternative budgeting approach that can provide organizations with
greater insight and flexibility to make critical budget decisions in the face of limited resources. According to
“Anatomy of a Priority-Driven Budget Process” published by the GFOA, the guiding philosophy of PBB is that
resources should be allocated according to how effectively a program or service achieves the goals and objectives that
are of greatest value to the community.”10
The strategic framework recently developed by the Board has identified clear strategic objectives that should guide
the organization’s process for allocating its financial resources. Several additional recommendations identified in this
assessment support the development of a PBB system in the Township, including developing an outcome-based
performance measurement system (Recommendation 2), developing a program inventory (Recommendation 4),
GFOA. Best Practices: Indirect Cost Allocation. https://www.gfoa.org/materials/indirect-cost-allocation
GFOA. Anatomy of a Priority-Driven Budget Process. https://gfoaorg.cdn.prismic.io/gfoaorg/c5ed5ba9-4dcf-4cc2b2ac-e3ae03afd49f_GFOAAnatomyofaPriorityDrivenBudgetProcess.pdf
9
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developing a robust financial forecast (Recommendation 5), and updating the Township’s cost allocation system
(Recommendation 6).
To develop and implement a PBB system, Canton Township will have to engage in the following activities:
1. Identify Available Resources. In this activity, an organization inventories resources that are available to
fund operations and capital expenditures in the next fiscal year. This approach requires the development of
accurate financial forecasts to provide reasonable estimates about the resources available to support the
organization. During this process, the Township will need to distinguish one-time revenues (like federal
COVID-related revenues, grant proceeds, the use of fund balance, etc.) from recurring revenue sources
(property taxes, user fees, etc.) to prevent the Township from relying on inconsistent revenue streams.
2. Identify and Clearly Define Priorities. Important priorities for spending should reflect the Vision and
Objectives identified by the Board. These priorities should be described in a way that makes it clear what
success looks like and that allows them to be measurable, while taking care not to be so specific or prescriptive
that they will become obsolete after a short time. The five strategic objectives identified by the Board
(Welcoming Community, Healthy Ecosystem, Organizational Climate and Culture, Quality Infrastructure,
and Financial Stability) should serve as the “big buckets” of priorities for this system, with one or more
clearly defined priorities developed for each. For example, within the Welcoming Community objective,
priorities could include:
o
o
o

Meeting the needs of a diverse community.
Strengthening community partnerships.
Delivering leading levels of public safety.

3. Prepare Decision Units for Evaluation. Rather than focus policymakers’ attention on individual line-items,
PBB focuses the attention on an organization’s programs, which are the decision units within the
organization that deliver specific services externally to the community or internally to support the
organization. Once the Township has developed an inventory of all its programs (Recommendation 4) and
accurately allocated direct and indirect costs to each program (Recommendation 6), the process for
submitting budget requests should be adjusted to require funding requests to be made at the program level.
Special projects and initiatives, including capital investments, should be included in this process, so that the
Board has the opportunity to weigh all of the potential uses of budgetary resources in a holistic manner. Each
decision unit request should include justification and performance data (where available) that describes the
program’s contributions to the organization’s priorities.
4. Score Decision Units Against Priority Results. In order to evaluate funding for the proposals, the Township
will need a process to objectively evaluate how well a program achieves or supports the priority results. This
can be accomplished by developing a scoring process to rank the effectiveness of each program at achieving
the organization’s priorities. The scoring process should include a method for designating whether a program
is mandatory or voluntary, whether the demand for the program has changed, whether the Township is the
only available provider of the service, and whether the program is considered effective by stakeholders.
5. Compare Scores Between Programs. After all the programs are scored, the Township can determine which
programs are more effective at achieving its strategic priorities. This necessarily involves ranking Township
programs and determining which programs should be funded in the upcoming budget. The scoring process
should be developed transparently, so that the results are clearly understood and accepted by organizational
and community stakeholders.
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6. Allocate Resources. There are different approaches to allocating funding to high scoring programs. Two
methods commonly used in PBB systems include the rank-order method and the quartile method:
o

Rank-Order Method: Using the rank-order method, each program would be placed in a rank order
based upon its score; then the Board would effectively “draw a line” that represents the amount of
forecasted revenue planned for the year. Programs that fall “above the line” would be funded, and those
that fall “below the line” would not.

o

Quartile Method: In the quartile method, programs are organized into tiers of priority (e.g., quartiles)
and then allocated by tier. Programs that are in the highest priority quartile may be funded fully, while
programs in the lowest priority quartile would receive the largest reductions.

7. Create Accountability for Results. It is important to effectively measure whether programs deliver results
that support the organization’s priorities. By developing clear, outcome-based performance measures for
each program, the organization can better understand how well each program supports the Township’s
priority results.
Developing a PBB process in the Township represents a fundamental shift in the organization’s approach to
budgeting. Doing so would require a significant investment of time and effort by the Board of Trustees, Finance and
Budget Department, and the leadership of each Township department. However, the long-term benefits to the
organization are numerous. For the Board of Trustees, PBB would reinforce the role of the elected Board as policy
makers who are responsible for allocating the organization’s fiscal resources. PBB would provide a framework for
the Board to objectively evaluate and prioritize funding requests based on outcomes and service levels and justify
reallocating resources from lower-performing programs to those that more effectively address the organization’s
priorities. For the Township Supervisor, financial managers, and department leadership, PBB’s collaborative nature
would help promote communication and coordination throughout the organization, making opportunities for
collaboration and duplication of effort easier to identify and address. For the Canton community, PBB would
promote transparency and increase understanding of how the Township government spends the revenue it collects,
and how those expenditures support the needs of the community.
Throughout Michigan, numerous local governments have adopted PBB, including Ann Arbor, Battle Creek,
Kalamazoo, Lansing, and East Lansing. The Township could use those communities’ processes as a guide as it
develops its own approach to PBB. In many cases, communities that adopt PBB work with an experienced outside
service provider to develop their PBB system to optimize the process and support the organization during its
transition to the new system.

Recommendation 8: Prepare an annual budget document that meets GFOA best practices.

The Township’s current format for presenting its annual budget includes a set of system-generated financial reports
with line-item detail for all Township revenues and expenditures, an organizational chart depicting the Townships’
staff structure, a summary of budgeted positions, and two graphs that summarize Township revenues and
expenditures. In addition to the budget document, departments each make a presentation to the Board that describes
their operations and funding. There is not a consistent template or format for these presentations, and they are not
included with the budget documents on the Township’s website.
The GFOA has developed a Distinguished Budget Presentation Award Program and criteria that, when followed,
improve the usability of budget reports as a policy document, a financial plan, an operations guide, and
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communication tool.11 The program review criteria relate to the organization, detail, design, consistency, highlights,
and format of the budget document itself, resulting in a document that truly tells the story of an organization’s
operations, performance, and financial positions. It also provides policymakers with the data they need to make
strategic resource allocation decisions. The GFOA publishes its Distinguished Budget Presentation Award Program
criteria and samples of budget documents that meet the award criteria online.12
As the Township shifts its budgeting process with the development of a program inventory and PBB system, it is
appropriate for the presentation of the budget document itself to be updated to reflect the new process and the
strategic framework that the budget supports. The Township should review the GFOA’s best practices for budget
and capital presentation and begin the process of creating budget documents that better tell the story of the
Township’s operations and strategic initiatives.

WORKFORCE DEVELOPMENT
By making Organizational Climate and Culture one of its top strategic objectives, the Board of Trustees has
acknowledged the importance of investing in and supporting a quality workforce for the Township. The Board
describes this objective as follows: “The best and brightest, culturally and organizationally competent workforce,
where employees feel valued and have ownership over the organization’s goals.”13 With five individual bargaining
units and an intricate Merit Pay system for non-union staff, addressing these issues for the Township’s workforce
requires careful coordination to ensure compliance with applicable contracts and policies and to ensure equity and
fairness across the organization.

Recommendation 9: Review and update the Township’s Merit System.

The Township’s Merit System ordinance (Chapter 2, Article III, Division 2 of the Charter Township Code of
Ordinances) sets forth the personnel administration policies and procedures for full-time and continuing part-time
employees who are not part of a bargaining unit or otherwise excluded. This Merit System is authorized pursuant to
Article XI, Section 6 of the Michigan Constitution, which states:
“By ordinance or resolution of its governing body which shall not take effect until approved by a majority of
the electors voting thereon, unless otherwise provided by charter, each county, township, city, village, school
district and other governmental unit or authority may establish, modify or discontinue a Merit System for its
employees other than teachers under contract or tenure. The state civil service commission may on request
furnish technical services to any such unit on a reimbursable basis.”14
The Merit Ordinance was last reviewed and updated by the Board of Trustees in 2016. It sets forth legal definitions
related to the Merit System, creates and outlines the responsibilities of a Merit Commission and Township personnel
director, and provides overarching policy and procedural guidelines for hiring and promotions, discipline, political
and legal activities of employees, and discrimination.
The Merit Ordinance grants Canton’s Merit Commission broad authority to carry out the Merit System. These
powers and duties include establishing and administering policy, rules, and regulations to administer the Merit
System, and conducting investigations necessary to enforce the provisions of the Merit Ordinance and policies
developed by the Commission. The Merit Commission consists of three members: one is appointed by the Board of

https://www.gfoa.org/budget-award
Ibid.
13
Canton Township Board of Trustees. Board Goals. 2021
14
Michigan Constitution. Article XI § 6
11
12
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Trustees, another is selected by Township employees, and a third is selected by the other two members of the
Commission.
In addition to routine duties such as certifying eligibility lists for vacant positions and hearing employee discipline
appeals, the Merit Commission is also responsible for the development of the HR Rules and Policy Manual (Merit
Policy), which sets forth the terms and conditions of employment and standards of conduct for all classified
employees of the Township. The Merit Policy defines the compensation philosophy and pay system for unclassified
employees. The Merit Commission may amend, rescind, add to, or otherwise change these rules in any manner not
contrary to the Merit Ordinance at any time.
There are several challenges with the Merit System in its current form. These include a lack of Board involvement in
setting high level employment policy, an outdated and onerous Merit Policy document, and employment practices
that limit the Township’s ability to attract and retain talented employees.
First, the Merit Commission has an outsized amount of authority relative to the Board when it comes to providing
policy oversight for unclassified employment policies. The Board is responsible for setting overall policy guidelines
for the Township (per this recommendation), yet the Board has only one appointee on the Merit Commission and
no official role in the approval of employment-related policies for classified employees beyond approval of salary
and fringe benefit schedules, appropriations, and approving benefit contracts. This is in contrast to the Board’s role
of setting policy guidelines for the Township’s bargaining unit employees, as labor contracts are reviewed and
approved by the Board prior to taking effect. In addition, the Merit Ordinance approved by the Board specifically
exempts the deputy positions for the Supervisor, Clerk, and Treasurer from the rules and regulations of the Merit
System, yet these positions are currently subjected to the Merit Policy by the Merit Commission.
Second, the Merit Policy document is currently 86 pages long, with numerous additional appendices that provide
supplementary policy and procedural details. The Merit Policy was last reviewed comprehensively in 2011. Staff
report that there are current efforts to update the Merit Policy, however, this process has reportedly been ongoing for
several years. There are several examples where the Merit Policy identifies policies, benefits, or operational
information that do not reflect current practice. For example, Appendix 9 outlines fringe benefits for department
directors that include performance bonuses tied to formal performance evaluations. At this time, the Township has
no formal performance evaluation system in place. In addition, Appendix 13 lists furlough days for 2011 and 2012.
This information is no longer relevant for current Township employees. There are also instances where the Merit
Policy contains contradictory information. For example, within the body of the Policy (page 50) there is a holiday
schedule that includes 12 Township holidays. Appendix 1 to the policy has a different holiday schedule with 13
Township holidays, with no indication as to whether this is a permanent or one-time alteration to the original Policy.
Finally, the employment practices, compensation, and benefits defined by the Merit System may limit the
Township’s ability to attract qualified applicants and retain tenured employees. In both stakeholder engagement
efforts conducted as a part of this assessment and a recent survey of merit employees conducted by the Township,
staff report issues with Merit employment policies and procedures, such as promotions and reclassifications,
nepotism policies, leave programs, and health and retirement benefit programs, that are not perceived as being
supportive to staff or competitive with the market.
To address these challenges, it is recommended that the Township undertake a collaborative and thorough process
to review and update the entire Merit System. To accomplish this, the Board should begin with a review of the current
Merit Ordinance and Merit Policy, including a review of the practices of comparable communities. A preliminary
review of several comparable charter townships reveals a mix of approaches to personnel management and oversight
for non-union employees. Clinton, Shelby, and Waterford Townships all have a civil service or Merit System, while
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Macomb and Georgetown Townships do not. This review should include discussions regarding the role of the Board
in setting policy direction for the Merit System, the appropriate scope of authority for the Merit Commission, and
the ongoing role of the Board in reviewing and approving high level employment policy for merit employees.
Once this review process has commenced, the Merit Commission, in conjunction with the Township Supervisor,
legal counsel, HR function, and other contributors as required, should work together to revise the Merit Policy. The
Merit Policy should be updated to align with Board policy and objectives, maintain compliance with Federal and
State employment guidelines, and reflect current practices.
During this process, the Merit Commission should consider breaking up sections of the Merit Policy into separate,
standalone policies. This approach would make the information easier to locate and use by employees. It would also
make updating the policy less difficult, as only the affected sections would have to be reviewed and updated. This
would promote more timely updates and eliminate the need for numerous appendices.
Finally, as part of the review process, Merit System employment practices, including compensation and benefits,
should be thoughtfully evaluated to identify opportunities to improve the Township’s ability to attract and retain
talented staff while maintaining internal equity with Township bargaining units.

Recommendation 10: Develop an employee performance evaluation program.

It is important to systematically evaluate the goals and performance of individual Township staff as a part of the
organization’s overarching performance management system, in order to create a system of accountability where
individual employees can understand how their actions contribute to organization- and department-wide goals and
objectives and take ownership for achieving them.
Currently, the Township does not have an organization-wide program in place to evaluate employee performance
outside of probationary reviews, despite one being outlined in the Merit Policy. The absence of formal performance
expectations and a performance evaluation system creates inequity amongst staff who may be held to different
standards of performance. In interviews and focus groups, staff frequently mentioned that they would appreciate a
mechanism that could tell them how well they are doing at their work. A performance evaluation program would
make it easier to communicate about performance on a regular basis and hold employees accountable for meeting
performance expectations.
According to the Society for Human Resources Management (SHRM), “performance management is fundamentally
about aligning individual effort to support organizational priorities.” 15 As such, it is imperative for the Township to
develop a system that enables staff and managers to efficiently evaluate their goals and performance on a regular
basis, to align their work with overarching organizational strategies, develop plans for training and development,
and identify areas for improvement.
To accomplish this, the Township Supervisor, or designee, should coordinate with the HR function to develop a
centrally administered employee performance evaluation program. This program should connect the goals of
individual employees to broader organizational goals and departmental workplans and allow for regular coaching
and continuous feedback. A successful performance management program is easy to administer and provides
flexibility for employees and supervisors. The program should also provide elements of oversight and accountability
to ensure equity in performance evaluation. Acknowledging that implementing performance evaluations in a union
environment will require the participation of each respective bargaining unit, the Township should collaborate with
union leaders to develop performance evaluation tools and set a strategy for implementing them.
15

SHRM. Performance Management That Makes A Difference: An Evidence Based Approach. 2017.
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Recommendation 11: Develop an organization-wide workforce development and
succession planning program.

Canton Township government enjoys a mix of relatively new staff and tenured front-line staff and supervisors who
possess significant institutional memory and industry expertise. As some of these experienced employees retire or
leave the organization over the next several years, the Township risks losing their collective institutional knowledge.
Currently, the Township does not have a system in place to identify and develop high-potential staff as a means of
preserving and transferring existing institutional knowledge. The need for proactive succession planning will
continue to grow as more of the Township’s workforce approaches retirement.
Succession planning involves the identification of key roles and functions within an organization and the
development of staff to address these needs as vacancies occur. An effective succession planning program provides
staff with the necessary skills and resources to effectively navigate through periods of transition and better positions
the organization for future success. A succession plan allows organizations to not only forecast where future needs
exist, but it also provides them with enough time to train employees or recruit for potential new talent. The purpose
of implementing a succession plan is to ensure the seamless transition of staff without significant disruption to service
delivery.
The Township should develop an organization-wide workforce development and succession planning program to
identify the positions most likely to experience turnover in the coming years and develop existing staff so that they
are equipped with the necessary skills and capabilities to meet the needs of the organization and mitigate the loss of
institutional knowledge as long-standing employees retire or otherwise leave the organization.
To accomplish this, the Township Supervisor should establish a Succession Planning Steering Committee. This
Steering Committee should consist of managers and supervisors throughout the organization with knowledge of
future staffing needs. The Committee should determine the current vacancies throughout all levels of the organization
that are most difficult to fill and those which may become vacant over the next several years.
The Steering Committee should then assess the competencies of existing Township staff and pinpoint the
competencies needed to fill recognized key vacancies. This will facilitate the detection of potential gaps in staff
knowledge and experience and allow for the creation of relevant training and development plans. The Steering
Committee should identify formal training and development opportunities for staff and members of the Township’s
management team.
To better prepare staff to take on future leadership positions, the Township will need to provide coaching and
mentoring in conjunction with additional training and development opportunities. Coaching and mentoring should
be available to all staff who express interest and demonstrate the capacity for growth.
The Steering Committee may identify needs that the organization’s existing workforce is not capable of fulfilling. In
response, the Township should focus on proactive recruitment strategies, ensuring that the organization is a
recognized employer of choice. Evaluation of the Township’s Merit System (see Recommendation 9) will aid the
organization in its proactive recruitment efforts.

TECHNOLOGY
Technology functions in Canton Township are performed by a team of IT professionals supervised by the Finance
and Budget Director. Under the current arrangement, IT staff are able to deliver basic support for Township staff
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and departments, including maintaining IT hardware and software applications, responding to help-desk tickets,
maintaining networks and storage, and managing network security.
Staff in various Township departments report challenges with the IT support that they receive. Currently, the
Township has a limited process for evaluating and approving new technology investments. In many cases, Township
departments act independently, without engaging IT in the process of identifying requirements, evaluating options,
or selecting solutions. In some cases, solutions already exist within a department’s current system(s) or another
department has a resource that would meet these needs. The absence of a coordinated process has led to overinvestment and unnecessary redundancies.
Staff also provided feedback about the slow pace at which IT requests are considered and the frequency with which
requests that may have a strategic or cost-saving benefit in the long-run are denied due to short-term budgetary
constraints. With the Finance and Budget Director at the helm of IT services for the Township, it is natural that
requests are reviewed primarily through a budgetary lens. This approach, however, fails to address the longer-term
and strategic technology needs of the organization.
In its description of the Quality Infrastructure objective, the Board of Trustees acknowledges the critical role that
technology will play in achieving their vision for the community. It states, “Use a smart city, forward thinking
approach, integrating technology to accelerate, facilitate and transform the ecosystem. Be adaptive, responsive and
always relevant to all those that live, work in and visit the township.”
The following recommendations identify opportunities to provide more forward thinking and adaptive IT support
for the organization by recognizing IT as a standalone department, providing for strategic leadership of the IT
function, updating and implementing the IT Strategic Plan, and creating a formal governance structure to support
enterprise-wide IT strategy development and solution deployment.

Recommendation 12: Create a separate IT Department overseen by an IT Director.

In the current organizational structure, IT staff are supervised by two managers, each with a separate portfolio of
responsibilities. The ITS Services Manager leads a team of three staff, responsible for IT hardware, networking, web
development, training, and the help desk support network. The ITS Applications Delivery manager leads a team of
four, including a data administrator and three positions that are embedded within other Township departments to
provide application-specific support. These two ITS Manager positions report directly to the Finance and Budget
Director, who reviews departmental requests for IT software and hardware purchases and oversees the development
and implementation of IT work plans and projects.
While this arrangement has served the needs of the organization in the past, the increasing reliance of Township
departments, programs, and residents on integrated technology solutions requires a more coordinated and strategic
approach. To meet the organization’s evolving technology needs, the Township should create a standalone IT
Department, led by an experienced IT Director. This is an approach common to many charter townships within
Michigan, with Clinton, Macomb, and Waterford Townships all having standalone IT departments to meet their
organization’s technology needs.
Transforming IT to a Township department would reinforce the value of IT in the organization and allow the Finance
and Budget Director to focus their attention on traditional financial management and budgeting activities. The
Township should also create an IT Director position to oversee this function and provide leadership and direction to
the newly formed IT Department. The IT Director should be responsible for identifying IT needs and developing
and overseeing technology projects in conjunction with department managers and the IT Governance Committee
(see Recommendation 14). This position should also be responsible for guiding IT strategy for the Township as a
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whole. The IT Director would be included in the Township’s senior leadership team and participate in the Townshipwide performance management program.
The proposed organizational structure for the IT Department is outlined in the following figure.

IT Director
1.0 FTE

ITS Services
Manager
1.0 FTE

ITS Applications
Delivery Manager
1.0 FTE

Web Administrator
1.0 FTE

Data Administrator
1.0 FTE

Help Desk Trainer
1.0 FTE

Tech Support
Specialist I
1.0 FTE

Figure 5: Recommended IT Department Structure
The IT Director position should be filled with a well-qualified IT professional who has experience evaluating and
implementing strategic enterprise-level technology solutions. The position should directly oversee the two existing
ITS Manager positions and report to the Township Supervisor. Based on the Township’s current salary grade system
and comparable director-level positions, the total first-year cost of adding this position would be between $178,000
and $224,000.16

Recommendation 13: Update and implement the Township’s IT Strategic Plan.

In 2016, the Township worked with an outside consultant to complete a comprehensive assessment of Township IT
services and provide recommendations on improving enterprise-wide IT support activities. This plan was intended
to guide IT operations and investments over a five-year period with an aim to improve customer service, enhance
operational efficiency, improve IT processes, enhance technology deployment and governance, and implement best
practices in IT project management.
The 2016 plan included a number of staffing recommendations to increase capacity to address day-to-day IT needs.
The plan also included a detailed roadmap of goals and associated strategies to transform the IT function from being
a reactive, transactional service provider, to become a strategic partner for organization. The goals and strategies
contained within the IT Strategic Plan are still applicable today and, over the time since the plan was created in 2016,
little progress has been made toward achieving them.
Estimated costs are based on the minimum and maximum of grade 13 of the 2021 Non-Union Classified Employee
Salary Grade System included in the Merit Policy, all applicable payroll taxes, and estimates for fringe benefits based upon
family coverage.
16
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Once the IT Director position has been filled, one of the first tasks that this individual takes on should be updating
and developing a plan to implement the Township’s IT Strategic Plan. Engaging in this effort, alongside IT staff and
stakeholders, will be an effective way for the new IT Director to become thoroughly oriented to Township IT services,
issues, and priorities. The updated goals and strategies identified through this process will become the basis for the
newly formed IT Department’s annual work plan for the next several years and create a framework for future
decision-making and IT investment.

Recommendation 14: Develop an IT governance structure.

One of the recommendations included in the 2016 IT Strategic Plan was the development of an IT governance
structure. IT governance is the system by which current IT efforts and investments are directed and managed, and
the methods by which future IT efforts and investment are planned, prioritized, and implemented. The purpose of
developing a thoughtful IT governance structure is to ensure that the work being performed by IT is aligned with the
needs and strategic goals of the organization and that IT investments are thoroughly evaluated and coordinated.
While the overarching project of updating the IT Strategic Plan may take some time to complete, the Township
should prioritize developing an IT governance structure quickly, in order to optimize its investments in IT. The
Township’s governance process should set the framework for decisions impacting Township-wide technology
strategic direction, policies, and investment priorities. To ensure the effective implementation of this process, it is
recommended that the Township Supervisor and IT Director establish a multi-departmental IT Governance
Committee. Such a committee would be able to address the following:









How and why a particular solution/vendor was selected, and what alternatives were considered.
Why the project is necessary and the impact if the project is not pursued.
Key objectives for the project and desired outcomes.
Benefits and potential risks associated with the project.
Evaluation of how similar projects have been implemented by other organizations and lessons learned.
Identification and implementation of process improvements for the business processes impacted by this
project.
Total estimated project cost, including up-front costs, ongoing operations and maintenance costs, and
estimated replacement cycles.
Estimated project timelines.

The IT Governance Committee should require the requesting department to submit a justification document
addressing the issues above using an established format or template. Creating this document will ensure that the
department has considered the impacts of the project as well as provide the Governance Committee with the
information it needs to evaluate the benefit of this potential investment for the Township. Having each Township
department represented on the Committee will ensure that any potential overlap in benefits or usage of the technology
investment across departments is considered.
For each proposed project, IT and the requesting department should also consider whether there are any other
options for achieving the department’s goals, such as modifying or updating an existing technology or changing a
business process to realize efficiencies.
Beyond reviewing IT purchasing requests, the role of the IT Governance Committee should be to identify short-and
long-term IT-related issues, needs, and opportunities, particularly as they relate to the Board’s goals. The Committee
should participate in the effort to update the IT Strategic Plan, engaging in strategic discussions about technology
issues, identifying high-priority technology focus areas, and coordinating technology initiatives that impact multiple
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departments. The Committee should serve as a resource for the IT Department. Members can serve as a conduit,
sharing information about IT issues and initiatives with their respective departments, and informing IT Department
staff of issues and concerns raised by their colleagues.
This Committee should be chaired by the IT Director and include the Finance and Budget Director as a permanent
member. In addition, representatives from the leadership of each Township department should be included in the
committee. If desired, technical experts from the community could be called upon to participate and provide insight
to the Committee as needed.
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Township Supervisor’s Office
The Township Supervisor’s Office is responsible for oversight of the organization’s day-to-day operations. The
Supervisor’s Office provides HR, economic development, and legal services for the Township.
The Township Supervisor’s Office’s FY2021 budget includes 12 full-time positions. The following organizational
chart illustrates the Office’s current structure.
Township
Supervisor
1.0 FTE

HR Manager
1.0 FTE

Executive Assistant
1.0 FTE

Township
Operations
Coordinator
1.0 FTE

Corporation
Counsel
1.0 FTE

Clerk IV
0.2 FTE

Paralegal
1.0 FTE

HR Supervisor
1.0 FTE

Communications &
Economic
Development
Manager
1.0 FTE

DDA Coordinator
1.0 FTE

Clerk IV
0.31 FTE

Clerk III
1.0 FTE

HR Specialist
1.0 FTE

HR Generalist
1.0 FTE

Human Resources

Administration

Legal

Communications &
Economic Development

Figure 6: Township Supervisor’s Office Organizational Structure, FY2021
The Office is led by the Township Supervisor who supervises all Office personnel. The HR Division consists of six
full-time staff, including the HR Manager. Economic development and communications functions within the
Township are overseen by the Economic Development and Communications Manager. Legal services are provided
by the Corporation Counsel and a full-time Paralegal.
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CORE SERVICES MATRIX
The following table provides an overview of core services currently provided by the Township Supervisor’s Office.
This list is not intended to be all-inclusive; rather, it is meant to illustrate the significant activities performed by staff
across the Office’s functions.
Table 7: Supervisor’s Office Core Services
Office
Function/Division

Administration

Program Area

Activities

Strategic Leadership




Oversee Township staff and operations.
Engage with the community and partner organizations.

Board Agendas



Prepare agendas for meetings of the Board of Trustees.

Home Owner
Associations (HOA)











Maintain database of all HOA contacts.
Coordinate scheduling for HOA meetings in Township facilities.
Advise the Board of Trustees on HR matters.
Develop and monitor organizational policies, rules, and
procedures related to HR functions.
Represent management during collective bargaining
negotiations.
Provide escalating employee relations support for discipline
issues.
Facilitate benefits enrollment, changes, and terminations for
staff.
Monitor and negotiate contracts with benefits providers and
administrators.
Manage the recruitment and orientation process for approved
vacancies and new positions.
Develop supervisory training resources.
Coordinate delivery of workplace safety training.
Perform job site and facility safety inspections.
Review and process liability claims against the Township.



Coordinate organization-wide communications strategies.



Develop and implement marketing strategies to attract and
retain businesses.
Oversee the administration of the Downtown Development
Authority.
Draft ordinances and review and approve agenda items and
proposed Board policies for legal compliance.
Coordinate the provision of outside counsel for Township
matters.

HR Strategy and
Policy


Labor and Employee
Relations




HR

Compensation and
Benefits



Recruitment and
Development
Safety and Risk
Management
Communication
Communication and
Economic
Development



Economic
Development




Legal

Legal Support



STAFFING
The number of full-time authorized positions in the Township Supervisor’s Office has grown by 0.75 FTE (6.7%)
since FY2017.
Table 8: Supervisor’s Office Staffing, FY2017 – FY2021
Staffing (FTE)
Authorized

FY2017
Budget
11.25

FY2018
Budget
11.25

FY2019
Budget
11

FY2020
Budget
12

FY2021
Budget
12

Percent Change
FY2017 to FY2021
6.7%
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BUDGET
The Township Supervisor’s Office’s total budget increased by approximately 32% ($1.0 million) from FY2017
through FY2021. This increase is due primarily to a 99% increase ($1.1 million) in other charges and services. The
table below illustrates the Office’s budget by expense category from FY2017 through FY2021.
Table 9: Supervisor’s Office Expenses – All Funds, FY2017 – FY2021
Expense Category

FY2017
Actual

FY2018
Actual

FY2019
Actual

FY2020
Budget

FY2021
Budget

Personnel Services

$1,287,782

$1,328,249

$1,416,001

$1,588,840

$1,649,044

28%

$24,130

$20,175

$17,065

$25,150

$23,200

-4%

$1,123,995

$1,196,222

$1,315,533

$2,360,345

$2,239,239

99%

$2,777

$64,391

$153,450

$76,034

$205,000

7,282%

Depreciation

$622,492

N/A

N/A

N/A

N/A

N/A

Debt Service

$52,817

$1,055,172

N/A

N/A

N/A

N/A

$3,113,993

$3,664,209

$2,902,049

$4,050,369

$4,116,483

32%

Supplies
Other Services and
Charges
Capital Outlays

Grand Total

Percent Change
FY2017 to FY2021

Analysis and Recommendations
As the chief administrative officer of the Township, the Supervisor is responsible for a wide variety of duties that
range from developing high-level strategy to overseeing daily operations for the entire organization. As an elected
official and member of the Board, the Supervisor is accountable to the public, and should spend considerable time
developing and connecting with the community and developing strategic partnerships. As an elected administrator,
the Supervisor must balance these roles carefully.
Implementing the vision and objectives developed by the Board and the recommendations included in this
assessment would fundamentally transform how Canton Township operates as an organization. To support these
changes, the Township Supervisor requires a strong, focused team in the Supervisor’s Office that is aligned with the
Township’s vision for the future. The recommendations that follow identify the changes required in the Supervisor’s
Office to support the organization’s strategic initiatives and ensure that the Supervisor has the capacity to balance
the variety of responsibilities and expectations associated with that position.

EXECUTIVE LEADERSHIP
Recommendation 15: Create a Deputy Supervisor position.

The successful implementation of the organization-wide initiatives identified by the Board and described in this
assessment will create a need for high-level project oversight and management capacity in the Supervisor’s Office. In
addition, it is important to ensure that the Township Supervisor’s span of control is reasonable and allows the
Supervisor to focus on broader strategic issues, community relations, and Board relations.
Michigan’s Charter Township Act allows for the Supervisor to appoint a Deputy, who serves at the pleasure of the
Supervisor, with the method and level of compensation to be set by the Township Board. This Deputy may possess
all the legal powers and duties of the Supervisor in the Supervisor’s absence, sickness, death, or disability, but does
not have the right to moderate a Board of Trustees meeting or vote on matters before the Board.17 Across the state,

17

MCL 41.61(2).
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several charter townships have adopted a Deputy Supervisor position, including Clinton, Macomb, and Shelby
Townships.
For these reasons, it is recommended that the Township create a full-time Deputy Supervisor position and recruit an
experienced municipal government professional to fill the role. This position would essentially serve a dual
organizational purpose. First, the Deputy Supervisor would serve as the department head for the Supervisor’s Office,
with additional responsibility for overseeing support services including Corporation Counsel, Finance and Budget,
IT, HR, Communications, Economic Development, and administrative functions. The Deputy Supervisor would
also support the direct service or customer facing functions such as Police, Fire, Municipal Services, and Leisure
Services in their respective relations with the Supervisor. This effort would include organizational and operational
coordination, issue identification and prioritization, as well as performance management and reporting. The Deputy
Supervisor may also take on additional responsibility for identified special projects and external relations support as
directed by the Supervisor.
This organizational change would offer a number of important benefits for the organization. First, it would create
valuable support for the elected Township Supervisor by providing a level of professional municipal management
expertise in the organization that the current structure does not currently support. Second, it would provide
additional management and special project capacity in the Supervisor’s Office, allowing the Township Supervisor to
focus on broader strategic issues. Third, it would reduce the Supervisor’s span of control to a more reasonable level.
The following figure presents an organizational chart summarizing the recommended executive leadership structure
for the Township. New positions are shaded in blue.

Township
Supervisor

Deputy Supervisor

Finance and
Budget Director

Corporation
Counsel

Fire Chief

Police Chief

HR Manager

IT Director

Leisure Services
Director

Municipal Services
Director

Township
Operations
Coordinator

Communications &
Economic
Development
Manager

Figure 7: Recommended Executive Leadership Structure
The determination of whether this position should be a direct appointment of the Supervisor or subject to Merit
System requirements should be determined by the Board. Based on the Township’s current salary grade system and
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comparable director-level positions, the total first-year cost of adding this position would be between $178,000 and
$224,000.18

COMMUNICATIONS AND ECONOMIC DEVELOPMENT
Currently, communications and economic development activities within the Township are led by a single full-time
employee in the Township Supervisor’s Office who is assigned to both communications and economic development
functions. These duties have historically been assigned to two separate positions but were merged into one position
several years ago. For both of these functions, the environment in which the Township operates is evolving, and the
Township’s approach to managing them will need to keep pace for the organization to successfully achieve its vision.
For both communications and economic development, there is a need to engage in thoughtful planning for the future
to identify the best approach to meet the community’s needs as it continues to evolve and grow.

Recommendation 16: Develop a communications needs assessment and organizational
communications plan.

The Communications and Economic Development Manager coordinates a communications team made up of
representatives from several Township departments, including Police, Municipal Services, and Leisure Services. The
Manager meets with this team on a regular basis and coordinates with the team on routine communications tasks
such as the development of the monthly communication newsletter and communications strategies for special events
and initiatives.
While this approach served the organization in the past, the growth in the community as well as in the number and
types of communications channels available to and used by the community has highlighted the need for the Township
to take stock of what the organization’s communications needs are and how they should best be fulfilled.
Timely, effective, and two-way communication with residents and stakeholders is critical for developing and
maintaining trust with the community. Successfully collecting and analyzing community insights will aid Township
leadership in making data-informed decisions. In addition, increasing opportunities to engage people with the
Township government and community by actively and effectively communicating and eliminating barriers is an
objective identified within the Board’s strategic framework.
With so many communication needs within the organization, it is important that the Communications and
Economic Development Manager and Township Supervisor work together to inventory and prioritize the various
communications needs, channels, and objectives and develop a plan for addressing them.
To assess the Township’s communications needs, the Communications and Economic Development Manager and
Township Supervisor should meet with the Board of Trustees and each Township department to discuss their
ongoing and strategic communication needs. These conversations should include identifying all current
communication channels (newsletters, social media accounts, etc.) used by each stakeholder, the staff within each
department currently engaged in communications, and discussions about communications challenges and
opportunities in each of their respective areas. These conversations may uncover unmet needs as well as instances of
duplication of effort across departments.
Using the information gleaned from this needs assessment, the Communications and Economic Development
Manager and Township Supervisor should work together to develop a communications plan for the Township that
Estimated costs are based on the minimum and maximum of grade 13 of the 2021 Non-Union Classified Employee
Salary Grade System included in the Merit Policy, all applicable payroll taxes, and estimates for fringe benefits based upon
family coverage.
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identifies the core services that Township communications staff should provide, the workflow of communication
requests, communication priorities for the community, key performance indicators to determine the effectiveness of
communication efforts, and the tools and resources that the Township will use to achieve its communications
objectives. As an example, in the City of Modesto, California’s Communication Plan, the purpose of their
Communication Plan is described as follows:
“The purpose of this Communications Plan (Plan) is to clearly define the messages, priorities, strategies, and
tools the City of Modesto will use when communicating with the community. The Plan ensures the Modesto
story is told effectively despite interference, and engagement between the City and the community is
implemented in a timely and effective manner. This Plan aligns with the strategic priorities of the Modesto
City Council, furthering the City’s mission and enhancing community pride.”19
Development of the communication plan will identify areas in which the Township is equipped to meet current and
emerging demands and areas in which it may not be prepared to meet demands at this time. This plan can inform
future staffing, contracting, and resource decisions for the Township, and help the organization prioritize its
communication opportunities.

Recommendation 17: Create an Economic Development Strategic Plan for Canton
Township.

Economic Development activities within Canton Township are currently coordinated by the Communications and
Economic Development Manager and supported by two individuals in the Municipal Services Department (MSD)
who provide part-time support to the Downtown Development Authority (DDA). The Township’s current approach
to economic development includes developing communication and promotional materials, such as the “Think
Canton” section of the Township’s website, which highlights positive attributes of the community, and links to
permitting and application resources, public safety information, and sign regulations. The Communications and
Economic Development Manager keeps a manual listing of property available for commercial and industrial
development, responds to requests for information from developers, and serves as a liaison between businesses and
the various Township divisions as they work through the development process. The Communications and Economic
Development Manager works to establish and strengthen partnerships with the business and development
community, including the Canton Chamber of Commerce, County development organizations, and State-wide
organizations such as the Michigan Economic Development Corporation and Michigan Small Business
Development Center.
In addition, Canton Township has a DDA, which was created in 1984 to prevent deterioration of the Ford Road
business district and promote economic growth and revitalization within Canton’s central business area. The DDA
collects revenues through a Tax Increment Financing (TIF) district and is governed by a Board of Directors appointed
by the Township Supervisor and approved by the Board of Trustees. The DDA is guided by a development plan,
master plan, and by-laws. More than half of the DDA’s annual revenue pays for ongoing operations and maintenance
expenses, including snow removal, landscaping, and marketing activities. The remainder is invested in targeted
events and infrastructure projects that support the overall business district.
The Township’s historic approach to economic development has been generally reactive. Economic development
staff are responsive when developers approach the community, but existing staff are limited as to what types of
proactive or strategic development activities they can pursue or assessing the long-term economic impact of various
development opportunities on the community.

19

https://www.modestogov.com/ArchiveCenter/ViewFile/Item/3209
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Creating and maintaining a strong and vibrant local economy is an important strategy for the long-term economic
success and quality of life of any community. For Canton Township in particular, the community’s economic
development needs are becoming increasingly complex. As the community is approaching a built-out status, there is
a greater need to proactively promote development in Canton with a focus on re-development and in-fill
opportunities. The recent loss of multiple big box stores along Ford Road and shifting priorities from retail to
technology development reinforce this. A high-profile regional initiative to redevelop Ford Road will also require the
Township to work closely with business owners throughout this corridor. Also, as the community’s housing
development slows, there will be an increased need for the community to develop and maintain a diverse and stable
revenue base and quality employment opportunities within the Township.
In order to fully identify the community’s economic potential to attract and retain high quality businesses and
development in the Township, Canton should develop an Economic Development Strategic Plan for the community
that can guide future planning and investment decisions in the community. This Plan should leverage the planning
and efforts already begun by the DDA for the Ford Road corridor, and develop cohesive, proactive economic
development strategies for the entire Township.
Economic development strategic plans provide a unified and comprehensive approach for future development and a
guide for policy decisions that support a community’s long-term vision and objectives, in the context of marketplace
conditions and opportunities. Canton’s Economic Development Strategic Plan should include the following key
components:








An inventory of priority development and re-development areas within the community.
An inventory of existing development incentives available to businesses pursuing projects within the
Township (including local, county, and state-level programs).
Financial modeling tools to estimate the potential economic impacts of various types of development
activities.
Recommendations for potential incentives and development management strategies that would support the
community’s economic development.
Identification of capital improvements that will be needed to support future economic growth.
Identification of potential new development incentives that the Township could pursue.
Analysis of the resources and partnerships that will be required to carry out the economic development
strategies identified within the Plan.

This effort should be undertaken with the support of an outside consultant who specializes in economic development
strategy and is knowledgeable about the region. The Township will be required to allocate budgetary resources for
an outside consultant.

Recommendation 18: Assess sourcing of Township legal services to determine most costeffective approach.

The Township supports its operations and protects the interests of its residents through a variety of legal processes
and providers. Legal services are coordinated by an in-house Corporation Counsel reporting to the Township
Supervisor.
In addition to the Corporation Counsel, the Township currently contracts with 11 outside legal firms to provide a
wide variety of prosecution and specialty legal services. This is a standard practice in municipal organizations in
order to meet the wide range of legal issues by employing outside attorneys with specialization and experience. Over
the last three years, the Township has spent over $775,000 for these services, with more than two-thirds spent to
support prosecution services (approximately $550,000).
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There is an opportunity to reassess the effectiveness of this allocation of public resources for outside legal counsel,
particularly as it relates to prosecution services. However, a more detailed review beyond the scope of this study is
required to consider these options. Important variables to consider in a subsequent review include the following:






Prosecution service capacity needs – the number of prosecutors necessary to meet court demands by hour
and day.
Pricing options to meet additional service demands beyond a single prosecutor.
Pricing options to cover absences due to illness, vacation, leave, etc.
Forecast of required prosecution services over a potential contracting period.
Comparison between other municipal prosecution operations would require the following information:
o Use of in-house vs. contracted services and relative costs for services
o Volume of cases taken to trial by type
o Volume of cases settled by type

Alternative approaches to the current practices may include identifying a particular service to bring completely inhouse, providing an additional in-house resource and balancing service demands with more limited outside support,
or outsourcing all legal services.
It is a best practice in public procurement to reassess the use of contract providers and in-house staff on a regular
basis. Service demands may change as well as service market conditions, impacting the relative value associated with
different approaches. Given the current volume of legal services provided by outside firms, the Township should
conduct a more detailed review of it practices providing for legal services to assess viable options and possible changes
to approach, costs, and results.
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Township Clerk’s Office
The Township Clerk’s Office is responsible for all record keeping in Canton. The Clerk serves as a member of the
Board of Trustees and acts as Secretary to the Board. The Clerk also chairs the Board of Election Commissioners
and serves as Secretary to the Board of Ethics.
In total, the Township Clerk’s Office’s FY2021 budget includes five full-time authorized positions. The following
organizational chart illustrates the Office’s structure based on its authorized budget.

Township Clerk
1.0 FTE

Deputy Township
Clerk
1.0 FTE

Secretary IV
1.0 FTE

Clerk III
1.0 FTE

Clerk IV
1.0 FTE

Figure 8: Township Clerk’s Office Organizational Structure, FY2021
The Township Clerk oversees the Deputy Township Clerk, who in turn supervises three staff positions that
accomplish the daily work of the Office.

CORE SERVICES MATRIX
The following table provides an overview of core services currently provided by the Township Clerk’s Office. This
list is not intended to be all-inclusive; rather, it is meant to illustrate the significant activities performed by staff across
the Office’s functions.
Table 10: Clerk’s Office Core Services
Office
Function/Division

Program Area

Activities


Records
Township Clerk

Elections
Licenses






Maintain vital Township records; produce copies for the public
upon request.
Record minutes for meetings of the Board of Trustees.
Maintain voting records for the Township.
Administer semi-annual Township, State, and Federal
elections.
Process applications and issue licenses for all Township
departments.

STAFFING
Staffing within the Township Clerk’s Office has remained steady, with five authorized full-time positions in FY2021.
In addition to its full-time staff, the Clerk’s Office relies on a large complement of part-time election workers who
receive a stipend for their efforts at each election.
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Table 11: Clerk’s Office Staffing, FY2017 – FY2021
Staffing (FTE)
Authorized

FY2017
Budget

FY2018
Budget
5

FY2019
Budget
5

FY2020
Budget
5

FY2021
Budget
5

Percent Change
FY2017 to FY2021
5

0%

BUDGET
The Township Clerk’s Office’s budget varies year-to-year depending on the number and size of elections held each
year. It decreased by approximately 22% ($227,746) from FY2017 through FY2021. This is due primarily to a 100%
decrease ($448,817) in capital outlays. The following table illustrates the Office’s budget by expense category from
FY2017 through FY2021.
Table 12: Clerk’s Office Expenses – All Funds, FY2017 – FY2021
Expense Category
Personnel Services

FY2017
Actual

FY2018
Actual

FY2019
Actual

FY2020
Budget

FY2021
Budget

Percent Change
FY2017 to
FY2021

$493,367

$695,469

$513,982

$812,260

$675,892

37%

Supplies

$13,139

$31,886

$30,894

$36,350

$35,500

170%

Other Services and
Charges

$60,265

$95,479

$40,573

$256,541

$76,450

27%

$450,817

$71,133

$64,775

$28,140

$2,000

-100%

$1,017,588

$893,967

$650,224

$1,133,291

$789,842

-22%

Capital Outlays
Grand Total

Analysis and Recommendations
Of the Township Clerk’s core functions, election administration has experienced the greatest amount of change and
scrutiny in the past several years. Michigan township clerks are responsible for maintaining voter registration records
and administering all federal, state, county, and local elections. Changes in election technology, voting laws, and
voter trends are creating an environment in which the work of election officials is changing, and the resources
required to administer elections are growing. While there continues to be a great deal of uncertainty about what the
landscape of election administration will be in the next several years, the following recommendation looks to identify
the data that the Township should evaluate to stay abreast of changing requirements and expectations.

ELECTIONS ADMINISTRATION
Recommendation 19: Develop a data collection plan to evaluate long-term election
resource needs.

Over the past several years, a number of changes have taken place that impact the manner in which the Clerk’s Office
administers elections. In 2017, the State provided Canton Township with all new election equipment and five funded
years of service and maintenance. The Township is required to pay for maintenance for the final five years of the 10year equipment contract. Maintaining this equipment requires a higher level of technical expertise among Clerk’s
Office staff than previous equipment.
In 2018, Michigan voters passed a constitutional amendment that made voting more convenient for residents,
including provisions for automatic voter registration, same-day voter registration, and no-excuse absentee voting
provisions. These changes, coupled with the COVID-19 pandemic in 2020, led to a dramatic shift in the proportion
of Canton voters casting absentee ballots versus voting in person. Processing absentee ballots requires significantly
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more staff time, supplies, and equipment than traditional in-person voting. Absentee ballots require specialized ballot
stock, inner and outside envelopes, and postage that in-person voting does not require. Processing absentee ballots is
also significantly more resource intensive than in-person votes, with detailed requirements for how and when
absentee ballots can be opened and counted. For the 2020 Presidential election, staff report that three times more
Canton residents voted absentee than in-person. While, for many, the initial decision to vote absentee may have been
due to the COVID-19 pandemic, industry experts predict that the trend toward absentee voting will continue.
Finally, since the start of 2021, Michigan state legislators have introduced a total of 74 bills in the state legislature
that are related to voting rights and election administration in the state. These bills would alter ballot drop box hours,
voter ID requirements, change absentee ballot requirements, and various other election procedures. At present, the
only election-related bill that has been adopted is a Senate resolution urging the US Congress and President to oppose
a specific federal election bill. The remaining bills are in various stages of review and committee deliberations.
These changes in technology and voter preferences and the uncertainty related to state voting rights and election
administration laws create a challenging environment for the Township Clerk to accurately predict the Office’s future
staffing and required resources. In order to support future requests for additional staffing or budgetary resources that
may be required, the Clerk’s Office should develop a data collection plan for key metrics that would promote datainformed decision-making by the Board.
A preliminary set of metrics is identified in the table below.
Table 13: Elections Administration Key Metrics
Key Metric Type
Voter registration trends
Absentee ballot metrics
Absentee ballot counting
metrics
In-person voting demands
Voter interactions
Benchmarks
Election expenditures

Description
As voter registration has become simpler through the 2018 change in law, it is possible
that voter registrations will increase over time, driving demand for election services.
Data including the number of absentee ballots requested, turnaround time for sending
absentee ballots, and the number of ballots returned provide an understanding of
Office workload and efficiency.
Data on the time it takes to finalize the count for absentee ballots, absentee ballot
acceptance and rejection rates, and cure rates for rejected ballots provide an
understanding of Office workload and effectiveness.
Over time, as preferences shift toward absentee voting, options for consolidating
polling locations may be considered.
Counts and types of election-related website visits, resident calls and emails provide
an understanding of Office workload and opportunities for voter education.
Collecting data from similar communities on their key metrics will provide an
opportunity to identify key trends and successful service delivery strategies.
Ongoing expenditures related to staff overtime, temporary labor, absentee ballot
supplies, in-person voting locations, equipment maintenance and replacement should
be tracked.

Tracking and evaluating these key metrics will provide the Office with the information it needs to evaluate servicedelivery options and recommend potential changes to staffing, operating budgets, and investment in technology.
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Township Treasurer’s Office
The Township Treasurer’s Office is solely responsible for the receipt, deposit, control, and disbursement of all receipts
of the Township. The Treasurer’s Office consists of nine full-time authorized positions in FY2021. The following
organizational chart illustrates the Office’s structure based on its authorized budget.
Township
Treasurer
1.0 FTE

Assistant
Township
Treasurer
1.0 FTE

Clerk IV
2.0 FTE

Clerk IV
1.0 FTE

Clerk III
2.0 FTE

Clerk III
2.0 FTE

Cashier
1.0 FTE
Water Billing

Treasury

Figure 9: Township Treasurer’s Office Organizational Structure, FY2021
The Township Treasurer’s Office consists of both treasury and water billing functions. The Assistant Township
Treasurer oversees all personnel within treasury and water billing and reports directly to the Township Treasurer.

CORE SERVICES MATRIX
The following table provides an overview of core services currently provided by the Township Treasurer’s Office.
This list is not intended to be all-inclusive; rather, it is meant to illustrate the significant activities performed by staff
across the Office’s functions.
Table 14: Treasurer’s Office Core Services
Office
Function/Division

Treasury

Water Billing

Program Area

Activities

Treasury
Management




Reconcile Township Accounts.
Manage banking relationships.

Revenue Collection



Collect property taxes and other accounts receivable.

Investments



Manage Township investments.

Water Billing




Issue bi-monthly utility bills for water utility services.
Collect and reconcile water payments.
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STAFFING
The number of authorized full-time positions in the Township Treasurer’s Office has remained the same from
FY2017 through FY2021, with nine positions total.
Table 15: Treasurer’s Office Staffing, FY2017 – FY2021
FY2017
Budget

Staffing (FTE)
Authorized

9

FY2018
Budget

FY2019
Budget

9

FY2020
Budget

9

FY2021
Budget
9

Percent Change
FY2017 to FY2021

9

0%

BUDGET
The Township Treasurer’s Office’s budget increased by approximately 36% ($366,246) from FY2017 through
FY2021. This is due primarily to a 30% increase ($258,055) in personnel services and a 93% increase ($81,160) in
other services and charges. The table below illustrates the Office’s budget by expense category from FY2017 through
FY2021.
Table 16: Treasurer’s Office Expenses – All Funds, FY2017 – FY2021
Expense Category
Personnel Services

FY2017
Actual

FY2018
Actual

FY2019
Actual

FY2020
Budget

FY2021
Budget

Percent Change
FY2017 to
FY2021

$849,117

$890,705

$925,832

$1,057,527

$1,107,172

30%

Supplies

$73,468

$76,267

$95,577

$105,500

$100,500

37%

Other Services and
Charges

$87,140

$90,778

$106,308

$130,000

$168,300

93%

N/A

N/A

N/A

$1,300

N/A

N/A

$1,009,725

$1,057,750

$1,127,717

$1,294,327

$1,375,972

36%

Capital Outlays
Grand Total

Analysis and Recommendations
By managing the receipt, deposit, control, and disbursement of all Township funds, the Treasurer’s Office plays a
crucial role in ensuring the long-term financial success of the Township. With the Treasurer position being elected,
there is the possibility of having a new Treasurer as often as every four years and there are no formal requirements
for elected Treasurers to have experience in managing public funds. The following recommendation identifies the
steps that should be taken to ensure that the Treasurer’s Office has the resources it needs to operate effectively and
provide continuity over time.

POLICIES AND PROCEDURES
Recommendation 20: Update and centralize Treasurer’s Office policies and procedures.

The Treasurer’s Office is responsible for a wide range of financial functions, including tax collections, utility billing,
and managing the Township’s banking relationships and investment portfolio. These duties are overseen by the
elected Treasurer and carried out by the Deputy Treasurer and Clerk III and Clerk IV positions. While the ultimate
mission of the Treasurer’s Office has remained steady over time, the methods by which the work is accomplished
have changed rapidly over the past several years to better meet the needs of customers. These changes include the
deployment of new technology systems for internal accounting and reconciliation purposes as well as enhanced
payment options for the community.
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Treasurer’s Office staff are generally reliant on institutional memory to accomplish their key tasks, with limited
documentation about Office policies and procedures currently in place. Staff report that the documentation that does
exist to support Treasurer’s Office functions is generally outdated and is not stored in a way that is accessible to all
Office staff.
Documented financial policies institutionalize good financial management practices and promote stability and
continuity. Accurately documenting accounting and financial management policies and procedures is a best practice
identified by the GFOA, which states, “The documentation of accounting policies and procedures should be readily
available to all employees who need it.”20 This documentation should include clear descriptions of the specific roles
and responsibilities of all involved staff, particularly in matters related to the safekeeping of assets. Further,
procedures should be documented to reflect how they are performed, not how they were performed historically or
how the organization may wish to perform them in the future.
While the policies and procedures for each of the Office’s core services should be documented appropriately, the
Office should also prioritize updating the Township’s investment policy. Staff report that these efforts are underway,
and that the Township’s current investment policy has not been updated in over 15 years. GFOA recommends that
an organization’s investment policy be reviewed and updated annually and include direction addressing and
identifying the following: the organization’s investment objectives; the roles, responsibilities, and standards of care
expected of all persons involved in the investment program; suitable and authorized investment types and
diversification expectations; safekeeping, custody and internal control standards; established risk and performance
standards; established processes for authorizing investment partners to provide investment services to the
organization; and defined reporting and disclosure standards.21
Once the Treasurer’s Office has completed the investment policy update, attention should focus on developing
detailed policy and procedure documentation for each of its core functions, including tax collection and
disbursement, utility billing, and reconciling receipts. The Office should develop a system for storing these policies
and procedures centrally so that they can be accessed by all Treasurer’s Office staff and create a process for reviewing
and updating this documentation on an annual basis to ensure that it remains consistent with current requirements
and practice.

GFOA. Best Practices: Policies and Procedures Documentation. https://www.gfoa.org/materials/policies-andprocedures-documentation
21
GFOA. Best Practices: Investment Policy. https://www.gfoa.org/materials/investment-policy
20
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Finance and Budget
Department
The Finance and Budget Department is responsible for financial management and planning on behalf of the
Township, as well as budget oversight. The Department also provides IT and purchasing services for the
organization. The Finance and Budget Department consists of 16 authorized full-time positions in FY2021. The
following organizational chart illustrates the Department’s structure based on its authorized budget.
Finance & Budget
Director
1.0 FTE

Administrative
Coordinator
1.0FTE

Budget, Benefits &
Internal Audit
Manager
1.0 FTE

Financial Analyst
1.0 FTE

Accounting
Manager
1.0 FTE

Administrative
Coordinator
1.0 FTE

Accounting Clerk IV
1.0 FTE

Accountant
1.0 FTE

Cost Accountant
1.0 FTE

Clerk III
1.0 FTE

Finance & Budget
Administration

Accounting & Financial Servics

ITS Services
Manager
1.0 FTE

ITS Applications
Delivery Manager
1.0 FTE

Web Administrator
1.0 FTE

Data Administrator
1.0 FTE

Help Desk Trainer
1.0 FTE

Tech Support
Specialist I
1.0 FTE
IT Services

Figure 10: Finance and Budget Department Organizational Structure, FY2021
The Finance and Budget Department consists of three core functional divisions: Finance and Budget Administration,
Accounting and Financial Services, and IT Services. The Department is led by the Finance and Budget Director,
who directly oversees the Budget, Benefits, and Internal Audit Manager; Accounting Manager; ITS Services
Manager; and ITS Applications Delivery Manager.

CORE SERVICES MATRIX
The following table provides an overview of core services currently provided by the Finance and Budget Department.
This list is not intended to be all-inclusive; rather, it is meant to illustrate the significant activities performed by
Finance and Budget staff across the Department’s functions.
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Table 17: Finance and Budget Core Services
Department
Function/Division

Program Area

Activities


Finance and
Budget
Administration

Budget Development

Financial Strategy and
Policy
Accounting Services

Accounting and
Financial Services

Purchasing
Payroll Administration













Technical Support
IT Services






GIS

Coordinate the Township’s annual operating and capital
budget processes.
Provide financial data and analysis to Township departments.
Monitor budget performance.
Provide financial and policy guidance to the Board of Trustees
and Township departments.
Develop financial policies and internal controls.
Develop the Township’s annual financial statements.
Provide oversight to the audit functions.
Process purchase orders.
Maintain procurement-related records.
Process payroll for all Township employees.
Input personnel data for new employees and changes for
existing employees into the Township’s HRIS.
Maintain Township servers, VoIP system, and other network
hardware.
Maintain application software.
Respond to requests for assistance and support the
technology needs of Township employees.
Maintain shapefiles and databases of GIS information.
Generate maps based on GIS data as needed.

STAFFING
The number of authorized positions in the Finance and Budget Department has remained consistent through
FY2021, with a total of 16 full-time positions.
Table 18: Finance and Budget Staffing, FY2017 – FY2021
Staffing (FTE)

FY2017
Budget

Authorized

FY2018
Budget

16

16

FY2019
Budget
16

FY2020
Budget

FY2021
Budget

16

Percent Change
FY2017 to FY2021

16

0.0%

BUDGET
The Finance and Budget Department’s budget increased by approximately 37% ($785,464) from FY2017 through
FY2021. This increase is due primarily to a 32% increase ($493,661) in personnel services. The table below illustrates
the Department’s budget by expense category from FY2017 through FY2021.
Table 19: Finance and Budget Expenses – All Funds, FY2017 – FY2021
Expense Category
Personnel Services

FY2017
Actual

FY2018
Actual

FY2019
Actual

FY2020
Budget

FY2021
Budget

Percent Change
FY2017 to FY2021

$1,551,922

$1,611,996

$1,793,297

$1,971,347

$2,045,583

31.8%

$42,582

$9,510

$9,509

$10,800

$12,100

-71.6%

Other Services and
Charges

$348,255

$293,369

$393,638

$794,483

$654,874

88.0%

Capital Outlays

$168,534

$495,633

$426,477

$433,052

$184,200

9.3%

$2,111,293

$2,410,508

$2,622,921

$3,209,682

$2,896,757

37.2%

Supplies

Grand Total
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Analysis and Recommendations
Many of the organization-wide recommendations provided in this report relate to the core functions of the Finance
and Budget Department. Their implementation will transform the role of the Finance and Budget Department in the
organization to that of a strategic partner for the Board and Township departments for making data-informed
decisions about policy and resource allocation. Engagement and participation of Finance and Budget Department
staff in these initiatives will be critical. On an operational level, this assessment identified two opportunities to
improve Department operations by addressing key policies that inform the business processes of the Department.

FINANCE AND BUDGET DEPARTMENT OPERATIONS
Recommendation 21: Streamline the purchase approval process.

Canton Township’s purchasing process is decentralized, with each department responsible for requesting Purchase
Orders (PO) prior to making a purchase, researching vendors, and requesting quotes or coordinating invitations to
bid or requests for proposals. The Township’s Purchasing Policy outlines purchasing rules and limits, procurement
methods such as blanket purchase orders and purchase cards, and the process for formal bid and proposal awards.
Canton’s Purchasing Policy provides very detailed documentation of the Township’s required procedures for
purchasing. In carrying out this policy, staff report frustration with the complex and time-consuming nature of the
PO approval process. Staff report losing out on opportunities for item availability or discounts due to the length of
time it takes to get the necessary approvals completed for some POs. In addition, staff frequently shared the
perception that adherence to the purchasing policy is inconsistent within and across Township departments.
These concerns appear to stem from the Township’s six-tiered set of purchasing rules and limits, as summarized in
the following table.
Table 20: Summary of Current Purchasing Rules and Limits
Dollar Amount

Purchasing
Process

Required Approval(s)

Under $1,000

3 Informal Quotes

Department Supervisor or Manager

$1,000 to $1,999

3 Informal Quotes

Department Supervisor or Manager
Department Director
Director of Finance and Budget

$2,000 to $2,999

3 Informal Quotes

$3,000 to $4,999

3 Informal Quotes

$5,000 to $9,999

Written/Printed
Quotes

Over $10,000

Invitation to Bid or
Request for
Proposal

Department Supervisor or Manager
Department Director
Director of Finance and Budget
Department Supervisor or Manager
Department Director
Director of Finance and Budget
2 of 3 Full-Time Elected Officials
Department Supervisor or Manager
Department Director
Director of Finance and Budget
2 of 3 Full-Time Elected Officials
Department Supervisor or Manager
Department Director
Director of Finance and Budget
Board of Trustees

Allowable Purchasing
Method(s)
Purchase Order
Blanket Purchase Order
Purchase Card
Purchase Order
Blanket Purchase Order
Purchase Card (with Finance
approval)
Purchase Order
Blanket Purchase Order
Purchase Order
Blanket Purchase Order
Purchase Order
Blanket Purchase Order
Purchase Order
Blanket Purchase Order

The number and level of approvals required for purchases under $10,000 in the Township appears to be overly
complex, with a slight variation in cost potentially requiring multiple additional approvals. These approvals are not
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required under Canton’s code, nor are they consistent with the procurement practices of other charter townships in
Michigan.
For example, Clinton Township has a three-tiered system for requiring purchasing approval. Purchases under $750
require department head approval; purchases under $10,000 and over $750 require three quotes, and Board approval
is not required as long as funds are available for the purchase; and purchases over $10,000 require a sealed bid process
with Board approval.22
It is necessary to balance the need for internal control and legal compliance with operating departments’ need for
timely procurement of goods and services. To create this balance, the Finance and Budget Department should
evaluate its Purchasing Policy and consider options for simplifying purchase approval requirements. To support this
effort, the Department should identify the data that is available within their systems that would support analyzing
alternatives. Such data could include PO turnaround time (the time from initial entry to final approval), PO rejection
rates (the rate at which POs are rejected or returned to the initiator unapproved), and the distribution of Township
purchases at the dollar thresholds in the current policy. This review of purchasing data may identify additional
opportunities to streamline processes as well.
Once the Purchasing Policy has been reviewed and streamlined, the Department should develop a training program
and materials to deliver to staff within each department that engage with the purchasing process. Training should be
provided whenever changes to the process or policy take effect, new staff with purchasing responsibilities are
onboarded, and periodically as a refresher for tenured staff.

Recommendation 22: Update and centralize Finance and Budget policies and procedures.

The Finance and Budget Department is responsible for a wide range of accounting and budgeting functions,
including budget development and monitoring, maintaining the Township’s accounting records, developing financial
statements, processing payroll, and providing oversight to the purchasing process. These duties are overseen by the
Finance and Budget Director and carried out by a staff of finance and accounting professionals. The efforts of the
Finance and Budget Department contribute to the Township’s stable financial position, strong bond rating, and
history of clean audit opinions.
Such a large and complex system has significant potential for error, which is why it is essential for organizations to
have robust financial policies and procedures to ensure consistency and adherence with financial management best
practices. Staff report that many of the Department’s policies and procedures have been documented in the past, but
that the documents are outdated and not maintained in a way that would make them accessible for Department staff
to find or follow them. To address these challenges, Township should inventory, update, and centralize its financial
policies and procedures. GFOA’s Best Practice on Adopting Financial Policies provides a framework for the type of
policies and procedures that the Township should formalize. Policies should achieve the following objectives: 23






Institutionalize good financial management practices.
Clarify strategic intent in financial management.
Define boundaries.
Support good bond ratings.
Promote long-term and strategic thinking.

Charter
Township
of
Clinton.
Purchasing
and
Bid
Policies
and
Procedures.
https://clintontownship.com/uploads/3/5/2/8/35280648/purchasing_and_bid_policy__amended_november_2017.pdf
23
GFOA. Best Practices: Adopting Financial Policies. https://www.gfoa.org/materials/adopting-financial-policies
22
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Manage risks to financial condition.
Comply with established public management best practices.

The Board of Trustees has identified Financial Stability as one of its Strategic Objectives, and to achieve this, the
Board has identified the need to develop long term funding models and strategies that support community goals and
priorities, as well as demonstrate good governance and accountability to stakeholders. To support these Strategic
Objectives, the Finance and Budget Department should review its current policies and procedures and identify areas
of improvement based on the Board’s strategic direction and GFOA best practices. GFOA recommends that all
governments consider the adoption of financial policies that address 15 categories of financial management. The
following table defines those categories and describes Canton Township’s current approach for each.
Table 21: GFOA Best Practices for Financial Management
Financial Policy
Category

Category Description

General Fund
reserves

Policies governing the amount of resources to be held in
reserve and conditions under which reserves can be used.

Reserves in other
funds

Policies for other funds (especially enterprise funds)
governing the amount of resources to be held in reserve
and conditions under which reserves can be used.

Grants
Debt

Investment
Economic
Development
Accounting and
financial reporting

Policies dealing with grants administration and grants
process.
Policies governing the use of government debt, including
permissible debt instruments, conditions under which debt
may be used, allowable levels of debt, and compliance with
continuing disclosure requirements.
Policies guiding the investment of public funds, including
permissible investment instruments, standards of care for
invested funds, and the role of staff and professional
advisors in the investment program.
Policies addressing a local government’s use of subsidies
or other incentives to encourage private development.
Policies establishing and guiding the use of an audit
committee to endorse key accounting principles and
ensure external audits are properly performed.

Canton Approach
Canton’s annual financial statements
reference a policy of maintaining a
reserve of at least 15% of
expenditures for the General Fund.
Canton’s annual financial statements
reference a policy of maintaining a
reserve of at least 15% of
expenditures for the Police and Fire
funds.
None provided.
Debt may not be created if not first
approved by registered voters of the
Township.
Investment policy is managed by the
Treasurer’s Office (see
Recommendation 20).
None provided.
None provided.

Risk management
and internal controls

Policies addressing risk management and internal control.

None provided.

Procurement

Policies encouraging efficient, effective, and fair public
procurement.

Long-term financial
planning

Policies committing the organization to take a long-term
approach to financial health

Purchasing Policy last updated in
2016 (see Recommendation 21).
Finance and Budget director
maintains a five-year forecast (see
Recommendation 5).

Structurally balanced
budget

Policies defining and promoting the achievement of
structurally balanced budgets
Policies covering the lifecycle of capital assets, including
capital improvement planning, capital budgeting, project
management, and asset management
Policies designing efficient and effective revenue systems
to guarantee the generation of adequate public resources
to meet expenditure obligations
Policies addressing issues surrounding how money is
expended, including personnel, contracts, and funding
long-term liabilities
Policies describing essential features of the budget
development process and form, as well as principles that
guide budgetary decision-making

Capital
Revenues
Expenditures
Operating budget
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None provided.
The Township has a capital
improvement plan; no capital policies
provided.
None provided.
None provided.
None provided.

Based upon this information, it is recommended that the Township inventory its existing financial policies and
procedures and adopt and/or update them to support the policy objectives set forth by the Board. To begin with, the
following should be addressed as high priority:







Ensuring the General Fund reserve policy is formally documented and developing reserve policies for other
funds.
Developing and/or updating a grants management policy.
Developing and/or updating a debt management policy.
Developing and/or updating a long-term financial management policy.
Developing and/or updating a capital improvement planning policy.
Developing budget development policies that align with the recommended Priority-Based Budgeting system
(see Recommendation 7).

Financial policies should be reviewed and updated regularly to ensure that they continue to be comprehensive and
accurate and that they reflect current law and Township practices and priorities. As part of the policy development
and review process, policies should be reviewed by legal experts before they are finalized to ensure that they comply
with all applicable Federal and State guidelines. Once new or updated policies are in place, the Township should
provide training to both Finance and Budget Department staff and other staff across the Township to ensure that
they have access to and understand these financial policies.
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Leisure Services Department
Canton’s Leisure Services (CLS) Department is responsible for parks, recreation programming, facility maintenance,
cable television services, and senior services. This Department is also responsible for the Fellows Creek Golf Course,
Summit on the Park Community Center, and Canton Sports Center. In total, the CLS Department’s FY2021 budget
includes 61 full-time authorized positions. The following organizational chart illustrates the Office’s structure based
on its authorized budget.
Leisure Services
Director
1.0 FTE

Business
Operations
Coordinator
1.0 FTE

Clerical
3.0 FTE

Golf General
Manager
1.0 FTE

Facility Services
Manager
1.0 FTE

Golf Facility
Specialist
1.0 FTE

Facility Services
Supervisor
1.0 FTE

Golf Superintendent
1.0 FTE

Facility
Maintenance
Technician I
1.0 FTE

Irrigation
Technician
1.0 FTE

Facility
Maintenance
Technician II
3.0 FTE

Executive
Assistant
1.0FTE

Deputy Leisure
Services Director
1.0 FTE

Cable TV
Supervisor
1.0 FTE

Parks & Athletics
Supervisor
1.0 FTE

Community Center
Supervisor
1.0 FTE

Recreation &
Performing Arts
Center Supervisor
1.0 FTE

Cable TV
Technician
2.0 FTE

Recreation
Coordinator
2.0 FTE

Facility Specialist
1.0 FTE

Recreation
Specialist
1.0 FTE

Production
Assistant
2.0 FTE

Clerical
1.0 FTE

Adult Specialist
1.0 FTE

Recreation
Specialist
1.0 FTE

Parks & Irrigation
Technicians
3.0 FTE

Aquatic Recreation
Specialist
1.0 FTE

Performing Arts
Coordinator
1.0 FTE

Equipment
Operator
1.0 FTE

Health & Wellness
Recreation
Specialist
1.0 FTE

Technical Specialist
1.0 FTE

Cable TV

Facility
Maintenance
Technician III
4.0 FTE

Communications
Specialist
1.0FTE

Facility
Maintenance
Technician IV
8.0 FTE

Marketing
Specialist
1.0 FTE

Laborer
5.0 FTE

Clerical
1.0 FTE

Crew Leader
1.0 FTE

Golf

Facilities Maintenance

Communications &
Marketing

Parks & Athletics

Community Center

Recreation & Performing
Arts

Figure 11: Leisure Services Department Organizational Structure, FY2021

50

CHARTER T OWNSHIP OF CANTON

The CLS Department is overseen by the Leisure Services Director. Major service units within the Department include
Facility Services, Golf, Parks, Athletics, the Community Center, Recreation, and the Performing Arts Center. The
Department maintains 10 community parks, a dog park, two golf courses, two splash playgrounds, 10 miles of nature
trails, seven historic properties, the Canton Farmers Market, 14 baseball/softball diamonds, 35 public buildings, and
110 athletic fields. More than 2,000 recreational programs are administered by the Department every year.

CORE SERVICES MATRIX
The following table provides an overview of core services currently provided by the Leisure Services Department.
This list is not intended to be all-inclusive; rather, it is meant to illustrate the significant activities performed by
Leisure Services staff across the Department’s functions.
Table 22: Leisure Services Core Services
Department
Function/Division
Administration

Recreation and
Performing Arts

Program Area
General
Administration




Coordinate departmental communications and marketing.
Coordinate Township-wide volunteer programming.

Transit



Administer the Township’s mobility transportation program.







Coordinate special community events throughout the year.
Provide year-round youth programming.
Operate the BLOCK teen center and associated programming.
Administer therapeutic recreation services.
Manage the operations and maintenance of the Village
Theater.
Maintain Township parks, playgrounds, and open space.
Perform turf maintenance for large parcels on a regular
schedule.
Manage athletic leagues throughout the year.
Schedule facilities and teams for practices and games.
Respond to work order requests at Township facilities.
Perform routine maintenance.
Plan and implement facilities improvements and capital
projects.

Recreation
Programming
Performing Arts
Center

Parks and
Athletics

Park Maintenance
Athletics

Facility Services

Community Center

Facility Maintenance

Golf









Aquatics



Provide swim lessons and other swim programming.

Senior Adult Services



Provide fitness, arts, and cultural classes for senior adults.



Provide fitness, arts, and cultural classes for teens and
children.



Manage CCTV operations and programming.



Manage contract for the operations and maintenance of
Fellows Creek Golf Club.
Manage the operations and maintenance of Pheasant Run
Golf Club.

Youth Development
Cable TV

Activities

Cable TV
Golf Club
Management
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STAFFING
The number of authorized full-time positions increased by 3.4% (two positions) from FY2017 through FY2021.
Table 23: Leisure Services Staffing, FY2017 – FY2021
Staffing (FTE)

FY2017
Budget

Authorized

FY2018
Budget

59

60

FY2019
Budget
60

FY2020
Budget
61

FY2021
Budget

Percent Change
FY2017 to FY2021

61

3.4%

BUDGET
The CLS Department’s total budget increased by approximately 34% ($6 million) from FY2017 through FY2021.
This increase is due primarily to a 287% increase ($4.1 million) in capital outlays. The table below illustrates the
Department’s budget by expense category from FY2017 through FY2021.
Table 24: Leisure Services Expenses – All Funds, FY2017 – FY2021
Expense Category

FY2017
Actual

FY2018
Actual

FY2019
Actual

FY2020
Budget

FY2021
Budget

Personnel Services

$8,520,426

Supplies

$8,502,609

$8,921,527

$8,107,441

$9,392,542

10%

$1,078,755

$1,040,994

$1,057,093

$1,032,898

$1,115,322

3%

Other Services and
Charges

$5,352,194

$5,456,778

$5,576,251

$5,612,894

$5,874,884

10%

Capital Outlays

$1,417,359

$1,293,237

$1,118,125

$6,106,371

$5,491,818

287%

Depreciation

$406,537

$424,116

$412,604

$405,000

$376,100

-7%

Debt Service

$210,284

$199,778

$209,526

$203,630

N/A

-100%

Transfers Out

$884,330

$898,532

$900,536

$902,580

$904,666

2%

N/A

N/A

N/A

$634,453

$703,077

N/A

$17,869,885

$17,816,044

$18,195,662

$23,005,267

$23,858,409

34%

Transfers to Fund
Balance
Grand Total

Percent Change
FY2017 to FY2021

Analysis and Recommendations
The CLS Department provides significant services to the community which enhance the quality of life and social
connections for Canton residents. There is evidence that these services are well-received and well-managed. The
Department is a four-time accredited agency by the Commission for Accreditation of Park and Recreation Activities
(CAPRA) and has received numerous state and national awards and grants for its programming. The high level of
engagement Canton residents have with various CLS programs and events demonstrate that CLS staff understand
the importance of their work and consistently seek to provide high-quality services to Canton residents and visitors.
While many of the Department’s functions, such as park maintenance and community special events, are funded by
general Township revenues, many are supported, at least partially, by user fees. Other functions within the
Department are focused solely on internal service to other Township departments. The following recommendations
are intended to help the Department make data-informed decisions as the Department focuses its resources on the
highest value programming for the community and the organization at-large.
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COST RECOVERY AND PROGRAM EVALUATION
CLS has a long history of developing department-level strategic plans and annual work plans and reporting tools that
support the achievement of Department goals. The Department’s most recent Strategic Plan was developed with the
support of an outside consultant in 2018, and included input and insights from elected officials, appointed boards
and commissions, and the Canton community directly. The plan was presented to the Board of Trustees in a study
session in late 2017, but was not formally adopted. The strategic goals identified in the Department’s plan include:






Be a “Best-in-Class” agency
Improve Financial Sustainability
Meet the Diverse Expectations of the Community
Pursue Technological Advancements
Enhance Marketing and Communication

The following recommendations address opportunities within CLS to involve the Board of Trustees in policy matters
that pertain to the Department’s financial sustainability and to develop a system for evaluating programs and services
against Township-wide priorities, departmental goals, and other performance data.

Recommendation 23: Engage the Board of Trustees in reviewing and approving the
Leisure Services cost recovery policy and update the fee development model to include
the total cost of programs.

Two key components of the Department’s financial sustainability goal are the concepts of cost recovery and subsidy.
Cost recovery refers to the amount by which user fees pay for the programs and services offered by the organization.
Conversely, subsidy level refers to the degree to which tax revenues and other General Fund resources are used to
offset program costs that are not recovered by user fees.
The CLS Department charges fees for many of its recreation offerings, including the golf course, Summit
memberships and daily visit fees, senior services, therapeutic recreation programming, youth programming, special
events, aquatics, enrichment and preschool, and health and wellness programming. The amounts charged by the
Department are determined using the Department’s cost recovery policy that identifies the appropriate subsidy levels
for different types of programs and services and by an internally developed model for setting fees based on direct
costs and the level of subsidy a given program should receive. This cost recovery policy and fee-setting model were
developed within the CLS Department and have not been formally presented to or adopted by the Board.
It is a best practice for a government to set charges and fees to help fund activities and services that especially benefit
specific groups or individuals rather than the community at large. The decision of whether and to what extent services
should be subsidized is a policy matter that should be determined by an organization’s legislative body. GFOA
identifies the following items to consider when developing charges and fees:







What are applicable laws and statutes regarding charges and fees?
Are formal policies in place articulating factors or rationale for any subsidies?
What is the full cost of providing the service (both direct and indirect)?
Are rates periodically reviewed and updated?
Are long-term forecasts and plans consistent with the decision-making in the rate-setting process?
How will the public be involved in the fee-setting process, and how will the public be informed of the result?24

GFOA: Best Practices: Establishing Government Charges and Fees. https://www.gfoa.org/materials/establishinggovernment-charges-and-fees
24
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The work that CLS has done to develop a cost recovery policy and fee-setting model are commendable. However,
these efforts fall short of best practices in two ways. First, the Board has not been engaged in setting the subsidy
policy. This is a policy matter requiring Board engagement, as it is fundamentally a resource allocation matter.
Second, the fee-setting model that is used to determine user fees does not incorporate the full cost of providing the
service, including both direct costs and indirect costs.
To address these issues, CLS should engage the Board of Trustees in the process of reviewing and adopting a cost
recovery policy for the Department that reflects the total cost of providing programming, services, and events. The
Department should also update its fee-setting model to include indirect costs so that the full cost of the program or
service is available and considered. The recommendations to develop a program inventory and comprehensive cost
allocation program (see Recommendations 4 and 6) will support these efforts by providing accurate and consistent
data about indirect costs for each Township program. The cost recovery policy should be reviewed and updated by
the Board every two to three years and when significant changes to program and service offerings take place.
Staff from throughout the Township report the perception that the Department frequently expands its service
offerings by adding new programs and events, but rarely eliminates or scales back programs that are no longer
meeting the needs of the community. Several staff members acknowledged that many long-standing programs and
events appear to be continued out of a sense of tradition, but, if proposed today, those same programs or events
would not be considered. At the same time, staffing and funding levels within the Department have remained fairly
steady over time.
Expanding the portfolio of programs and events without increasing staffing and budgetary resources to support them
creates challenges for the Department. First, many full-time Department staff are stretched thin because they are
responsible for a broad and growing set of programs and events that require more planning, management, and
support time than they have available. Second, when staff are focused on delivering a high volume of time-bound
programs and events, their focus becomes largely reactive and their capacity for proactive planning becomes limited.
This affects the Department’s ability to engage in strategic and proactive initiatives such as staff development,
succession planning, and process improvement.
Through its ongoing planning and accreditation processes, CLS has developed a consistent program development
practice that starts with setting the vision and strategic direction of the Department, incorporates community input,
and leads to the delivery of many programs and events that meet the community’s needs and support the strategic
direction of the Department. Program development for CLS is often an iterative process, with staff informally
reflecting on lessons learned from a particular program or event and modifying their approach to refine and improve
programs over time.
It is a best practice to formalize the program evaluation process for recreation programs and apply this process
consistently for all programs and events offered by the organization. This formal program evaluation process should
be developed to judge the program’s worth, document the benefits it provides, and facilitate decision-making on the
disposition of the program. In other words, determining whether the program should be continued in its current
form, modified, or dropped.
CLS staff have access to quantitative data related to their programs, including program frequency, revenues and
direct costs, number of participants, waitlists, etc. Upon implementation of a comprehensive cost allocation plan (see
Recommendation 6), they will also have access to indirect cost data. The Department also collects qualitative data
from time to time, with community survey, strategic and master plan outreach, and through one-on-one interactions
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in the community. This quantitative and qualitative data should be used to develop a formal program evaluation
process, to be completed annually, for all programs and events supported by CLS.
As a part of this evaluation process, CLS should keep several factors in mind. The first is that as the community
grows and becomes more diverse, its needs will evolve. The Department should be sensitive to the community’s
growing diversity as it prioritizes programs and events. Second, the Department should consider whether there are
additional resources within or near Canton that could provide a particular program or service. In situations where
alternative service providers are available, it may not be necessary for CLS to directly provide a program. Finally,
CLS should be open to the idea of eliminating programs that no longer effectively serve their intended purpose.
Adopting an approach that is open to dropping programs that no longer meet the community’s needs or the
organization’s vision can be a challenge for an organization that is accustomed to always taking on more. It is
important for the organization to recognize that “more” is not always synonymous with “better” when it comes to
delivering high quality programs for the community. By normalizing the practice of evaluating programs and
modifying or eliminating programs that are no longer serving the community as effectively as they once had, the
Department will be able to better allocate its resources to programs and services that provide the highest value to the
community.

FACILITIES MAINTENANCE
Recommendation 24: Relocate and establish formal service level agreements for Facilities
Maintenance.

In many municipalities across the country, park maintenance functions are paired with recreation functions in a
combined parks and recreation department like the CLS Department. What is less common is for maintenance for
the entirety of a municipality’s facilities to be managed by the parks or leisure services department. Canton’s
organizational structure assigns the responsibility for maintaining all Township facilities to the Facilities
Maintenance Division within Leisure Services. This function was assigned to Leisure Services several years ago as
part of Township-wide cost-cutting measures. Prior to this change, facilities maintenance activities were performed
by staff in multiple Township departments, including Leisure Services.
As part of this assessment, Raftelis was asked to examine the appropriateness of re-locating Township-wide facilities
maintenance functions to the MSD. It should be noted that there is no standard best practice for allocating facilities
maintenance functions into a particular organizational structure. Rather, the best structures are those that support a
community’s unique needs and staffing practices. Regardless of how facilities maintenance functions are structured,
it is essential for staff to adopt clear communications practices and formal service delivery standards to ensure
customer expectations are met.
Numerous staff questioned the organizational placement of the facilities maintenance function. In addition, senior
Township leadership have related concerns with recent service provision and facilities support across the enterprise.
Relocating the Facilities Maintenance function to the Municipal Services Department presents an opportunity to
better align technical capabilities and resources. The addition of a Deputy Director position in MSD
(Recommendation 25) will support effective integration of the facilities function and enhanced coordination and
collaboration with the existing MSD service areas.
Regardless of the organizational placement of the facilities maintenance function, this assessment also uncovered a
need for more clearly defined and formalized communication and service expectations relating to facilities
maintenance, particularly regarding the ongoing and preventative maintenance needs of facilities for all departments
across the enterprise. While the organization has recently implemented a ticketing system for logging facilities
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maintenance requests, there is a clear opportunity to establish formal service level agreements between the Facilities
Maintenance Division and the Township departments that it serves.
A service level agreement is effectively a contract between two internal groups in an organization. Effective service
level agreements contain the following elements:







An explanation of the agreement.
A description of staff roles and responsibilities for carrying out the agreement.
Definitions of specific duties, standards, procedures, and expectations for each party to the agreement.
A review and modification clause describing how often the agreement will be reviewed and how it can be
modified.
A term indicating the duration of the agreement.
A description of any charges or fees to be paid by the parties related to the agreement.

It is important for the proposed service level agreements to describe responsibilities and procedures associated with
all major interactions between the Facilities Maintenance Division and other Township departments. These include,
but are not limited to, routine service requests, custodial services, and planning for major facility repairs and capital
projects. Specific policy questions that should be addressed by these agreements should include, but are not limited
to:









How quickly should Facilities Maintenance staff respond to and resolve each type of service request?
What are the standards for routine custodial services? For example:
o How frequently should restrooms, common areas, conference rooms, and individual work areas be
cleaned?
o For each type of area to be cleaned, what are the routine custodial duties that will be performed?
o For each type of area, what periodic custodial duties will be performed and at what frequency (e.g.,
carpet shampooing)?
What is the process for requesting facility upgrades or improvements?
Who is responsible for funding facility upgrades or improvements (e.g., funded centrally or funded by the
receiving department)?
How will conflicts between maintenance needs for multiple departments be resolved?
How frequently will Facilities Maintenance and other Township departments communicate regarding
facilities maintenance? Who will be responsible for participating in these communications?
In the event of conflicts among staff, how will issues be escalated?

Some of these questions may require input and insight from Township leadership, including the Township Supervisor
and department directors. These service level agreements should be developed and formalized by all relevant staff in
the Facilities Maintenance Division, Municipal Services Department leadership, and signed by the Township
Supervisor and the director of each respective department. These agreements should be reviewed regularly and
updated to reflect the expectations and requirements of the organization.
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Municipal Services
Department
The Municipal Services Department provides planning, building, inspection, engineering, and public works services
for the Township. The Department is also responsible for planning and implementing Township communications
and for developing public relations for all MSD divisions. In total, the MSD’s FY2021 budget includes 72 full-time
authorized positions. The following organizational chart illustrates the Department’s structure based on its
authorized budget.
Municipal Services
Director
1.0 FTE
Administrative
Coordinator
1.0 FTE

Community
Planner
1.0 FTE

Engineering
Services Manager
1.0 FTE

Building Official
1.0 FTE

Public Works
Manager
1.0 FTE

Senior Planner
1.0 FTE

Engineering
Supervisor
1.0 FTE

Permit/Plan
Reviewer
1.0 FTE

Public Works
Superintendent
1.0 FTE

Planner I
1.0 FTE

Staff Engineer II
2.0 FTE

Head/Electrical
Inspector
1.0 FTE

Rental/Building
Inspector I
2.0 FTE

Water Supervisor
1.0 FTE

Sewer Supervisor
1.0 FTE

Asset Manager
1.0 FTE

GIS Specialist
1.0 FTE

Staff Engineer I
1.0 FTE

Building Inspector
2.0 FTE

IT Specialist
1.0 FTE

Water Technicians
2.0 FTE

Sewer Technicians
2.0 FTE

Fleet Services
Supervisor
1.0 FTE

Secretary IV
1.0 FTE

Inspector
3.0 FTE

Plumbing Inspector
1.0 FTE

Ordinance Officer
1.0 FTE

Crew Leader
1.0 FTE

Equipment
Operators
2.0 FTE

Mechanic I
1.0 FTE

Clerk III
1.0 FTE

Secretary IV
1.0 FTE

Mechanical
Inspector
1.0 FTE

Secretary IV
1.0 FTE

Equipment
Operators
2.0 FTE

Laborers
4.0 FTE

Mechanic II
2.0 FTE

Clerk III
1.0 FTE

Building/Rental
Inspector I
1.0 FTE

Clerk IV
1.0 FTE

Laborers
2.0 FTE

Mechanical/
Plumbing Inspector
1.0 FTE

Planning Services

Engineering Services

Mechanic III
1.0 FTE
Environmental
Services
Supervisor
1.0 FTE

Clerk III
4.0 FTE

Building and Inspection Services

Coordinator/Court
Worker
1.0 FTE

Operators
2.0 FTE

Clerk III
1.0 FTE

Clerk IV
1.0 FTE

Laborers
4.0 FTE
Public Works

Figure 12: Municipal Services Department Organizational Structure, FY2021
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MSD consists of four divisions: Building and Inspection Services, Planning Services, Engineering Services, and
Public Works. The Building and Inspection Services Division issues permits for new construction and ensures
compliance with adopted building codes and ordinances. The Planning Division facilitates all land use planning
efforts in the Township. The Engineering Division works in the areas of utilities, drainage infrastructure, roads, flood
plains and wetlands, special assessment districts, and outside agency permits to ensure proper engineering design
and construction standards are met. The Public Works Division provides water, sanitary sewer, asset management,
fleet, and environmental and customer services for the Township.

CORE SERVICES MATRIX
The following table provides an overview of core services currently provided by the MSD. This list is not intended
to be all-inclusive; rather, it is meant to illustrate the significant activities performed by Municipal Services staff across
the Department’s functions.
Table 25: Municipal Services Department Core Services
Department
Function/Division
Building and
Inspection
Services

Planning Services

Program Area

Activities

Inspections




Conduct building inspections.
Respond to and investigate customer complaints regarding
property maintenance issues.

Permitting



Review applications for building permits.






Oversee and maintain the Township’s master plan and land
use regulations.
Provide staff support to the Planning Commission.
Develop scope and criteria for Township construction projects.
Engage third-party providers to design engineering projects as
needed.
Review plan and permit applications for compliance with
applicable engineering, planning, and land use laws and
regulations.
Coordinate necessary revisions with customers.
Maintain water infrastructure by exercising hydrants and
valves, responding to main breaks, and assisting with line
replacement as needed.
Conduct water quality testing.
Perform meter reads.

Sanitary Sewer



Construct and repair wastewater collection systems.

Asset Management




Geolocate water- and sewer-related infrastructure assets.
Aggregate and store infrastructure asset information using
GIS.

Fleet



Maintain, inspect, and repair fleet vehicles and equipment.

Planning and Land
Use
Design

Engineering
Services






Development Review


Water

Public Works

STAFFING
The number of authorized full-time positions with MSD increased by 4.7% (3.25 positions) from FY2017 through
FY2021.
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Table 26: Municipal Services Staffing, FY2017 – FY2021
Staffing (FTE)

FY2017
Budget

Authorized

FY2018
Budget

68.75

70.75

FY2019
Budget
71

FY2020
Budget
72

FY2021
Budget

Percent Change
FY2017 to FY2021

72

4.7%

BUDGET
MSD’s total budget increased by approximately 14% ($6.9 million) from FY2017 through FY2021. This increase is
due primarily to a 990% increase ($7.4 million) in capital outlays. The table below illustrates the Department’s budget
by expense category from FY2017 through FY2021.
Table 27: Municipal Services Expenses – All Funds, FY2017 – FY2021
Expense Category

FY2017
Actual

FY2018
Actual

FY2019
Actual

Personnel Services

$7,131,869

$7,246,369

$7,191,634

$8,439,289

$8,788,357

23%

$191,599

$140,632

$149,454

$174,640

$182,715

-5%

$14,302,295

$15,460,829

$14,809,395

$16,626,553

$15,694,237

10%

$747,969

$1,048,934

$3,933,120

$18,539,180

$8,151,044

990%

Depreciation

$3,495,278

$3,873,216

$4,049,837

$4,137,000

$4,108,950

18%

Debt Service

$1,581,141

$1,298,390

$1,137,131

$2,201,695

$2,023,857

28%

Transfers Out

$1,675,109

$125,062

$311,362

$2,666

$2,722

-100%

N/A

N/A

N/A

$6,863

N/A

N/A

$6,009,888

$4,437,550

$3,509,595

$4,633,946

$4,831,500

-20%

Water Purchases

$13,830,559

$11,396,897

$10,090,878

$11,550,000

$12,127,500

-12%

Grand Total

$48,965,707

$45,027,879

$45,182,406

$66,311,832

$55,910,882

14%

Supplies
Other Services and
Charges
Capital Outlays

Transfers to Fund
Balance
Sewage Disposal
Charges

FY2020
Budget

FY2021
Budget

Percent Change
FY2017 to FY2021

Analysis and Recommendations
The scope of MSD’s operations and functions is considerable, with this single Department encompassing functions
that most local governments would organize into separate departments led by their own directors or superintendents.
Each of the Department’s four primary operating divisions (Building and Inspection Services, Planning Services,
Engineering Services, and Public Works) is led by a division manager responsible for the daily operations and
management of their respective division. In addition to the Department’s historic core functions, it also recently
added a new major function in its Engineering Services Division with the 2018 passage of a 20-year 1.45 mill property
tax dedicated to road improvements. Starting in 2019, the Township began directly investing in road maintenance
projects in the Township, using road condition data as a guide to prioritize projects and investment.
MSD is one of 157 agencies accredited in the United States by the American Public Works Association (APWA).
This accreditation demonstrates that the organization has adopted many management best practices, regularly
examines its operations, and is engaged in continuous improvement.
Ensuring the ongoing operational success of a Department with such a wide breadth of functions requires a proactive
leadership approach, a commitment to using data to make informed resource allocation decisions, and a commitment
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to long-term financial stability. The recommendations that follow support the Department’s continued success while
addressing these needs.

MANAGEMENT STRUCTURE
Recommendation 25: Create a Deputy Director of Municipal Services position.

MSD is effectively four separate operating departments rolled into one organizational structure. The MSD Director
coordinates the efforts of these divisions, supervises the four Division Managers, and is responsible for Departmentwide efforts, including developing the annual budget. The Director is called upon to address escalated customer
issues, provide strategic guidance and set goals for each of the divisions, represent the Township in regional
organizations, and to also represent the Department with Township-wide initiatives, such as developing
implementation strategies for the Board’s strategic objectives. For all of these responsibilities, the Director is
supported by a single Administrative Coordinator, with no additional management support.
Based upon this organizational structure, the Department is currently susceptible to significant impacts of turnover
in its leadership ranks. The current MSD Director has been in their position just over two years, but prior to that the
position was vacant for an extended period. Within the Planning Services Division, a series of exits and retirements
over the past two years reportedly led to the loss of over 100 years of institutional memory. Currently, one of the four
division manager positions is vacant, and at least one of the three remaining division managers is eligible for
retirement.
It is recommended that the Township address these issues through the creation of a Deputy Director of Municipal
Services position, responsible for overseeing operations. This position should be filled by an experienced municipal
services professional and would provide management support for the Director and serve as a direct supervisor to the
four existing division managers as well as the relocated Facilities Maintenance function (Recommendation 24). The
following figure depicts the proposed leadership structure of the Department after the addition of the new position,
which is shaded in blue.

Municipal Services
Director

Administrative
Coordinator

Deputy Municipal
Services Director

Facility Services
Manager

Engineering
Services Manager

Community
Planner

Building Official

Figure 13: Recommended MSD Leadership Structure
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Public Works
Manager

The creation of a Deputy Director position for MSD will increase the Director’s capacity to focus on high-level
issues, including developing implementation strategies for the Board’s Strategic Objectives and implementing the
recommendations included within this assessment. This position would also support longer-term succession planning
objectives, with the Deputy Director serving as a backup when the Director is out of the office. Further, the Deputy
position will support each of the Department’s divisions by temporarily serving as the lead when division managers
are on leave or those positions are vacant.
Furthermore, adding a Deputy Director position will help the Department focus more attention on efforts to help
the Department operate more efficiently and effectively. A Deputy Director will have the capacity to work with each
division manager to better understand their priorities, concerns, and workloads. The Deputy Director can also ensure
that the efforts of each of the divisions are coordinated and that resources are allocated appropriately.
Based on the Township’s current salary grade system and comparable deputy director-level positions, the total firstyear cost of adding this position would be between $155,000 and $196,000.25

MANAGEMENT PRACTICES
Recommendation 26: Articulate formal service level standards and track key performance
indicators for Building and Inspection Services functions.

The past year saw an increase in activity for the building, permitting, and inspections functions, consistent with
national trends of increased home improvement activities. MSD staff anticipate that this level of demand for
permitting and inspections will remain steady into at least the next year. Staff report being overwhelmed by the
current volume of permit applications and inspections and report a belief that permit and inspection turnaround
times are slowing. Staff also report a high level of escalated customer complaints about permitting and inspection
turnaround time within the organization, although the Township does not have published turnaround standards for
its permitting and inspection activities.
The Building and Inspection Services Division has the ability to collect data related to its permitting and inspections
functions in the CityView software that it currently uses to manage these processes. However, staff report that the
Division does not regularly review this data or use workload and performance data to proactively inform decisions
about Division operations such as staffing levels and opportunities to contract out services or functions. Rather, staff
report that the high volume of incoming permit and inspection requests have the Division operating in a highly
reactive mode.
In response to the COVID-19 pandemic, the Township identified capabilities within CityView that it had not
previously taken advantage of and adopted online application, payment, and tracking functions for customers.
CityView can also report a wide array of data related to Building and Inspection Services activities. These include
workload indicators, including the number of permits issued, plans reviewed, and inspections performed. It also is
capable of reporting efficiency and outcome indicators, such as the number of transactions performed by individual
employees and the turnaround time for each transaction type.
In order to appropriately manage the workload of the Division and understand the staffing and service-delivery needs,
it is necessary for the organization to identify appropriate service level targets and track key performance indicators
for its core functions.

Estimated costs are based on the minimum and maximum of grade 11 of the 2021 Non-Union Classified Employee
Salary Grade System included in the Merit Policy, all applicable payroll taxes, and estimates for fringe benefits based upon
family coverage.
25
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A formal service level standard describes an organization’s commitment to render a service within a specific
timeframe. Effective service levels describe what a customer should expect when they engage with an organization
and how the organization will hold itself accountable to meet customer service goals. In order to track the
organization’s ability to deliver on its service level goals, it is important to track key performance indicators (KPIs)
to evaluate how services are being rendered. A KPI relies on workload data and process timeframes to determine
whether the organization is meeting service level goals.
The following table identifies a sample of service level areas and KPI examples for the Building and Inspection
Services Division.
Table 28: Sample Building and Inspection Service Level Areas and KPIs
Function
Permitting
Plan Reviews

Inspections

Service Level Area
Determine a service timeframe associated with
issuing various types of building permits.
Determine service timeframe associated with
plan reviews.
Determine service timeframe associated with
scheduling required inspections.



Key Performance Indicator
Percent of permits issued on time, by type



Percent of plan reviews completed on time



Percent of inspections scheduled within
acceptable timeframes
Percent of inspections conducted on time,
as scheduled



In many cases, decisions about the appropriate standard of service for these activities will involve policy discussions
that should include MSD leadership, the Township Supervisor, and the Board, as well as community stakeholders.
After formal service levels are finalized, the Division should identify the key performance measures which will
provide an accurate picture of staff performance and begin tracking data associated with each KPI. Each service level
standard should be periodically reviewed and evaluated by MSD leadership to ensure that services rendered are
consistent with the community’s expectations and the Division’s ability to deliver services. As part of this evaluation,
the Department should identify performance gaps, performance improvements, staffing needs, and service delivery
alternatives which will inform future practices and resource requirements.
Formalizing service level standards and measuring performance will enable MSD to communicate more clearly with
elected officials and customers regarding how services are rendered. This process will result in setting clearer
expectations for customers and staff and enable the Department to provide greater context on its ability to meet
service goals given current staffing and budget constraints.

FINANCIAL STABILITY
Recommendation 27: Conduct a water and sewer utility rate study to determine effective
rates for covering operating and capital expenses.

Canton’s water system is served by the Great Lakes Water Authority (GLWA), which provides wholesale water and
sewerage service to customers throughout Southeast Michigan. The Township owns and maintains the distribution
and transmission system from its connections to five GLWA master meters and collects fees from Canton utility
customers to cover the expenses of maintaining the Township’s water and sewer distribution system. On an annual
basis, the Finance and Budget Director, MSD Director, and Public Works Manager use an internally developed
forecast that includes current water and sewer rates from GWLA, ongoing operations and maintenance expenses,
and planned capital improvements to develop the utility rates for the year.
According to staff, the last full-scale utility rate study conducted by the Township was completed over 15 years ago.
Industry guidance recommends a cost-of-service rate study be performed approximately every five years, although
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these studies can be done more frequently if there are significant changes in revenue requirements and/or costallocation factors. The current methodology for setting utility rates focuses on a short-range forecast and has resulted
in overall rate reductions for the past several years despite contractual cost increases from GLWA. As the Township’s
water and sewer infrastructure continues to age, it is critical that the Township collect sufficient revenues to both
maintain current operations and invest in proactive infrastructure replacement and maintenance.
It is recommended that the Township conduct a comprehensive cost-of-service study and develop water and sewer
rates that accomplish the following:




Evaluate and balance revenue sufficiency and affordability of the existing rates and charges for water and
sewer service.
Recommend appropriate water and sewer rates to support the financial policies and promote the long-term
financial stability of the utility.
Provide benchmarks of the Township’s water and sewer rates to compare with other local utilities, which
can be used to support decision-making regarding ongoing operations of the utility.

An important element in conducting a comprehensive rate study is to establish a short- and long-term financial plan
for the Township’s utilities by considering various financing options or a combination of options, such as operating
revenue, new debt issuances, and miscellaneous fees. Importantly, this financial plan should consider the total cost
of funding all utility-related operations. The revised cost allocation plan should be utilized to ensure that rates
adequately cover operational costs and are accounted for accordingly. At a minimum, the financial plan used to
inform the rate study should do the following:





Ensure financial sufficiency to meet operating and capital costs as well as prudent reserves.
Meet the Township’s service policies and objectives.
Fairly distribute financing responsibility to appropriate users.
Result in an appropriate capital structure so that the Township maintains a high rating with bond rating
agencies.

Another important element to consider as part of a comprehensive rate study involves cash flow analysis. Developing
a multi-year cash flow analysis to determine the revenue adjustments needed to meet projected future revenue
requirements will minimize the need to sharply adjust rates in future years. Effective cash flow analysis considers
revenues generated from various sources, expenses needed to maintain the utility systems, any transfers in and out
of applicable enterprise funds, and the coverage needed to meet current and proposed debt service requirements.
Appropriate cash reserve balances, consistent with industry standards, can then be determined.
Once the water and sewer utility’s current and future cash flow trends are known, an optimal rate structure can be
developed that most effectively distributes rate requirements among customers using approaches including uniform
rates, declining block rates, increasing block rates, lifeline rates, seasonal rates, individualized rates, and water budget
rates, among others. An analysis of non-rate charges that the Township assesses its customers should also be
performed and may include tap-in fees and benefit charges, water meter replacement fee, turn on/off fees, and late
fees. The Township can then determine if the level of the existing charges is appropriate to recover the Township’s
costs, as well as identify other charges the Township may wish to implement to offset the revenues necessary to be
included in its rates.
Conducting a rate study and maintaining the accompanying detailed financial plan that emerges from this study will
ensure that the Township’s utility is self-sufficient, meets debt requirements, and fully finances capital improvement
needs, while minimizing impacts to existing ratepayers and complying with existing revenue bond covenants. A rate
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study will align future rate increases with tangible asset replacements and forecasted operational costs and serve as
an effective decision-support tool for Township staff. Developing a financial plan that projects the future costs of
providing water and sewer services for current customers and system growth not only prepares the Township for
potentially unforeseen costs but also gives residents the opportunity to provide comments and prepare for future rate
increases. These efforts are linked to the financial performance and management of the Township at-large.
To assist the Township in preparing for future unknowns that would have an impact on rates, such as economic
downturns, pandemics, droughts, etc., a computer rate model can be used to develop revenue requirements, perform
cost allocation, and calculate rates. The model must be sophisticated enough to perform the complex calculations
involved in a comprehensive rate analysis, yet be simple enough to allow for future updates by Township staff without
the need for extensive training or billing system overhauls. An example of a rate model dashboard is shown below.
Dashboards provide Township leadership with up-to-date scenario planning that is essential when managing aging
assets and desired performance that is impacted by a variety of indefinite factors.

Figure 14: Example Rate Study Dashboard
Models and dashboards such as the one illustrated above can also be used to ensure the Township maintains and
grows public trust as it proposes future rate increases, plans for ongoing operations, maintenance, and repairs, and
proposes capital improvement projects. Effective communication and public outreach increase community
acceptance of rate changes, enhance credibility with stakeholders and policymakers, and increase awareness of the
need for utility investments on behalf of the community. At a time when the public is empowered by social media
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and fueled by skepticism of public processes, a strategic communication plan and proactive public outreach are key
components to obtain public understanding and Township Board approval of the rate study recommendations.
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Conclusion
This organizational assessment was undertaken to identify key focus areas for Canton Township necessary to
improve service delivery by providing guidance on staffing needs, structure, and business processes. The report
recommendations were developed to support the Township’s achievement of the vision and objectives set forth by
the Board, enhance the financial and performance data available to inform policy and resource allocation decisions,
and support the organization’s efforts to provide high levels of service to the community over time.
Implementation of these recommendations will take time and hard work to be successful. The challenge for the
Township is acknowledging that achieving the Strategic Vision set forth by the Board will require changes to the way
the organization deliberates on policy and resource allocation matters and how it provides services to the public.
These recommendations set a course for the Township to make appreciable progress towards the Vision set forth by
the Board, while adopting best management practices in its core operations and continuing to provide high levels of
service for the community.
Canton Township is fortunate to be staffed with employees who care deeply about the community and are committed
to providing excellent services for the community. Using this report as a guide, Canton can further improve its
operations and services as it responds to changing community resources and demands.
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