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Executive Summary

This report is the documented output from a Lean process improvement review conducted by
Leading Edge Group (LEG) for Kitchener Market (the Market) at the City of Kitchener (the City).
During the review, expert consultants from LEG visited the Market, met with the management
team, interviewed key stakeholders, assessed existing processes, and held workshops with
participants. The analysis of these findings incorporated a digital maturity assessment, future
state design, gap and root cause identification and recommendations for process, systems,
work practices and oversight improvements.

The key sections of this report include the background to the project, the approach taken and
the key phases and outputs:

e Current state review and analysis
e Future state design

e Recommendations

e Implementation plan

e Key factors for future success

The recommendations have been discussed in detail with the Market management team, while
a number have been piloted as part of the project to deliver early benefits and to learn from
the experience of making changes. This learning was then applied to the full implementation
plan covering all recommendations to develop a realistic and achievable program for change.
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Client Requirements

The City of Kitchener (the City) is seeking to maximize the use of its Market facility (the Market)
by creating and realizing new and innovative opportunities that best meet the community’s
needs. Current vendor on-boarding, contracting and event management processes are not
optimal resulting in redundant steps/waste for both staff and customers. Such inefficiencies
result in lost opportunities for the City and mistrust with vendors and partners.

Streamlining and digitizing key processes will reduce administrative burdens and save time and
money, achieving quicker turnaround times and faster customer service delivery for the public,
vendors and partners. By improving and modernizing administrative processes, the aim is to
increase staff members’ capacity so that they can have more time to focus on delivering the key
strategic goals and objectives for the Market.

To this end, the City contracted Leading Edge Group (LEG) to complete an end-to end review
and analysis of current processes; design a more streamlined and efficient future state with
improvement recommendations. Improvements were made with guidelines for future state
processes using recommended tools and technologies and an implementation plan to support
and enable improvements.

Current administrative processes at the Market are time consuming and rigid, reducing the
capacity of staff to focus on the wider strategic initiatives necessary to meet marketing and
customer delivery goals for the facility. This cannot be achieved through the engagement of a
larger labor force, as there is not a budget for increased staffing for the foreseeable future,
especially in the financial context of COVID-19 recovery.

To ensure that the vision of a community hub can be fully realized, processes need to be
modernized and back-end services fully integrated to achieve efficiencies, a streamlined
customer experience and to maintain a competitive edge in the community as a meeting, event
and programming space.

The review applied the Lean process improvement methodology and focused on the following
four (4) identified processes:

Saturday market vendor contracts and City-vendor transactions

In-house, staff-led programs (e.g., classes, festivals, etc.)

Third-party event and rental contracts

El A

Management of community-driven and partnered programming/program stakeholder
relationships on-site
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Sources of Information

In addition to the scope of work and the initial steering team meeting, information gathering
has been based on numerous sources. Initial one-to-one interviews were conducted with
Market staff and face-to-face with Market food court vendors. Additionally, a voice of the
customer questionnaire was delivered to and completed by the Farmers Market vendors.
Finally, a series of interviews were conducted with stakeholders including representatives of
public health, insurance and the City’s digital lead.
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Background and Context

The City of Kitchener Market (the Market) is one of the oldest operating markets in Canada. A
proud tradition in Kitchener, the market has been a gathering place for over 153 years. The City
of Kitchener and surrounding area is one of the fastest growing communities in Ontario and is
expected to see further growth in the coming years. However, this population growth and
associated community needs have not been mirrored in the development and expansion of the
Market.
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Figure 1: Kitchener ket history

In 2004, the Market moved to its current location in the centre of downtown Kitchener, where
the community needs continue to diversify and grow. Statistics show greater than a 10%
population increase since 2016.

The Market provides numerous services including a hub for special events including client-run
community partnerships and market-driven events such as cooking classes, workshops, special
events and more. Additionally, the Market has several daily food court vendors, and a weekly
“Farmers Market” is held every Saturday. Additionally, annual festive activities and stalls are
staged in December.

The transition of the City’s Market team in the last few years has exposed opportunities with a
changing and evolving team skill set. Specifically, ~75% of the team have less than 18 months
role experience with the existing processes and are eager to find opportunities to grow.

The team currently consists of a Manager, Operations Supervisor overseeing all activities except
events and a Marketing and Program Coordinator. Support is provided through an
administrative support (Program Assistant) within the office.
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Project Approach

This review and analysis focused on the key processes involved in completing the
task/providing the service from initial customer enquiry through contract agreement to the
staging of the event/market stall, etc. on to final payment of rent or other administration
requirements:

- Scoping discussions and the preparation of quotes
- Creating, reviewing and approving programming, event and vendor contracts

- Contract execution, automatic payment, contract amendments and information sharing

All processes were reviewed in the context of improving staff-staff interactions, both within the
Market team and across the City, and staff-customer interactions. As part of this review, the
intention is to provide process improvement recommendations that are adaptable and scalable
to ensure they not only meet the service needs today but also those of future customers as the
Market evolves its offerings.

The following outlines the key elements of Leading Edge Group’s approach:

e Review any relevant background materials including, but not limited to, existing process
maps, templates and procedure manuals, as applicable

e Complete a thorough Lean current state mapping, review and analysis of all applicable
processes

e Complete a needs assessment

e Complete a future state analysis that identifies and articulates all process improvement
recommendations, the development of future state process maps and step-by-step
procedure guides for relevant future state processes

e Identify the technology/tools/approaches that will be used to implement and realize the
improvements

e Recommend ways to leverage the City’s existing software platforms, where possible

e Complete cost savings and efficiencies analyses including, but not limited to, estimated
time and cost savings
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Project Plan

The project plan was based on five (5) 5 key phases commencing in June 2022 and completing

in mid-December 2022. This time plan is presented in Gantt chart form in the figure below:
Phase June-July August-September October- December-January

November

Current State
Analysis

Needs
Assessment and
Future State
Design

Implementation
Pilot and

Planning

Report and
Close-out

Program
Management

Figure 2: Project plan

Project Structure

The team assembled for this review included Kitchener Market team members, City of
Kitchener stakeholders and a steering group composed of lead participants and project
sponsors. The team met bi-weekly, and the steering group was convened for a progress review
after each major phase was completed. Pictorially this team of sponsors, team members and
approach are presented in the graphic below:

Project Sponsors
Justin Readman Cory Bluhm Cameron Dale
General Manager Development Services Executive Director, Economic Development Manager, Kitchener Market
City of Kitchener Team Leading Edge Group
Alena Kirkby * Jennifer Yung Chris Chadwick *
Supervisor, Operations, PM Marketing & Program Coordinator Process Mapping / Lean Consultant
Margaret Love * Mike Elliot Nick Bennett *
Manager, Service & Improvement  Digital Transformation Associate Program Management
Abigail Vellichor Corina Tasker Jonathan Main
Program Assistant Internal Auditor, CAO Office Technical / Systems Consultant
Kinsey Robertson Becki Hamilton
Program Assistant Budget Analyst, Financial Services John Whelton
TBD + Stakeholders LEG Director / Sponsor
Legal Department TBD
PM Approach and Methodology
Co-ordination/PM by Alena and Nick; Bi-weekly Project Lead Group * meetings; flexible project running in
response to priorities; day-day project team interactions; Bi-weekly progress reports (at PLG meeting); Regular
(End of phase) Sponsor Review Calls — see plan; Mostly virtual meetings (MST), Chris available for face-to-face

Figure 3: Project Structure
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Stakeholder Engagement

A common approach while scoping Lean projects is to apply the SIPOC tool. SIPOC is an
acronym for Suppliers, Inputs, Process, Outputs, Customers. The use of the tool captures the
start and end point of a process while also identifying key suppliers and customers of each step.
The SIPOC was completed through an initial site visit to ensure the team had an opportunity to
engage key partners in the “voice of the customer” and future state design.

Voice of the customer (VOC) is an exercise to seek out, through structured interviews and other
approaches, the views and insights of key stakeholders. These stakeholders can be defined as
the person, organization or entity that is the direct receiver of services.

The LEG team used a variety of approaches to capture the voice of the customer including in-
person interviews, telephone consults, email consults and surveys to gather feedback from the
suppliers and customers of the processes under review. Current clients and vendors were
contacted, and a variety of engagements were conducted with the following groups:

e Group A: 13 Saturday Market vendors

e Group B: Six (6) Market food vendors

e Group C: Four (4) special events clients/stakeholders

e Group D: Three (3) City of Kitchener internal and external stakeholders
e Group E: Four (4) Kitchener Market team members

e Group F: Three (3) project sponsors and steering group members

Market staff were also engaged in the documentation and verification of the current state
maps and identification of inefficiencies and opportunities.
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Current State Review and Analysis

The current state review focused on the following:

e Ageneral “Gemba” review of the operation as seen and discussed with the Market team
e Reviewing the outputs from the voice of the customer interviews

e Mapping of current processes

e Conducting a digital maturity assessment

General “Gemba” Review of Current State

In the Lean methodology, “Gemba” is the term for “where the work happens”. Through an
initial Gemba walk with the project lead(s), the LEG consultant was requested to observe the
storage area in the basement parking garage. The Operations Supervisor noted that this is a
major frustration since the disorganization is stress inducing and requires significant effort to
reorganize each week or to retrieve equipment on an ongoing basis resulting in numerous
hours of inefficiency and other issues.

The lack of organization in this storage area was reportedly causing three to four (3-4) hours of
inefficiency through the repeated moving of items each week by unionized staff. However,
while this union team member is off for annual leave, the Market staff management are pulled
away to address these issues.

A team of Market staff, led by the LEG consultant, engaged in applying the Lean tool - 5S - to
address the concern. 5S systematically focuses on the following key steps:

1. Sorts excess items and any broken equipment
Sets everything in order
Shines/cleans the environment

Standardizes storage and labeling locations

oA W

Sustains improvement

Together, the team removed clutter, organized the storage location, and created sustainable
solutions for an improved workspace. An inventory management system, using appropriate
minimum and maximum levels and visual management were implemented and ongoing
sustainability has been reinforced to the Market staff.

The photographs below provide demonstrative results.



Figure 5: 5S in progress
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Figure 6: Storage area after 55

The City’s primary contact has reported the impact of this improvement as “life changing”, and
other team members have stated that the area is “the best | have seen it in eight (8) years at
the Market”. As a result of the initiative, the turnaround time to prepare a special event is now
a maximum of five (5) minutes, whereas this required 40 minutes per event previously. This
800% improvement in turnaround time has improved morale and allows staff members to use
their skills and expertise in more suitable ways.

11
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Voice of the Customer Interviews
Key outputs from the various groups are summarized below:

Group A: Saturday Market vendors
Saturday Market vendors were engaged through a paper survey. Summarizing the feedback,
the interest in the Market was based on the following factors:

e The commitment to a year-round market
e A growing community

e Traffic volumes

e Staff/service

e Repeat customers

e Rules and regulations of the Market

Staying connected with the local community was also expressed.

Group B: Market food vendors
The Food Court vendors were engaged through an in-person interview based on three (3) set
guestions. The following summarizes the key responses to each question.

What would you want to change?

e Security presence during high flow/lunch periods during the school year. The impact of a
high volume of unsupervised adolescents was not observed on the interview day but was
subsequently observed during another site visit. Additionally, the market location also
results in other issues that need to be dealt with.

e The hours of business. Suggestions from long-term contract holders included allowing
access to the space after 4:00 PM to allow them to market the post workday flow. A
vendor suggested they should be allowed to stagger hours based on their menu. For
example, crepes and spicy Caribbean food may be of interest to different people/tastes at
unique times for the day.

e The lack of marketing of the Market. The vendors expressed that they are prohibited from
marketing themselves.

e Parking restrictions and traffic flow make it difficult for a customer to quickly access the
area.

12
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What should the Market team continue to do?
e The Market team is approachable and will help when requested.

e Small improvements have been made to the piazza area (outdoor courtyard). The
decorations, chairs, landscaping should continue.

e Continue with the enhancement of the piazza area. Make this a destination for nearby
businesspeople for a lunch “Oasis”.

e The occupancy rate is reasonable which, in turn, can be passed to the customers.

Are the business hours good for your customers and for yourself?

e The hours are not good for a restaurant (8AM-3PM Tuesday to Friday, 7AM-2PM
Saturday).

e Fixed hours do not work. Allow for flexibility based on the clientele served.

e Crowd control/security presence is needed over the lunch period due to a large volume of
high school students who use the area as a cafeteria. This vendor felt intimidated by the
throng of students.

Group C: Special events clients/stakeholders

Feedback was generally positive such as “staff are very responsive; follow up quickly on
guestions and are extremely accommodating and flexible in scheduling a facility tour with the
event volunteer planning committee”.

Generally, the vendors commented that previous experience was helpful since this reduced the
learning curve on subsequent rentals.

The insurance navigation process is challenging and is not intuitive to many clients, resulting in
a lot of back and forth. One client/vendor stated that “the forms, including insurance, can be
intimidating. | do not have these concerns because of my experience. The City should provide
an example of a completed submission online”. This client became a member of the future
state design team and collaborated with the City team to represent the voice of the customer.

13
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Group D: City of Kitchener internal and external stakeholders

e JingYi Li, Public Health Inspector, Health Protection and Investigation
Region of Waterloo Public Health and Emergency Services

e Rob Clark, Risk and Claims Analyst
Waterloo Region Municipalities Insurance Pool

e Mike Elliot, Digital Transformation Assistant
City of Kitchener

These stakeholders were engaged with through telephone interviews and email. Public Health
shared the process requirements, which includes two (2) documents from the vendor and
Market team at 30 and 45 days respectively, prior to the booking. It was noted the
transparency of information and status is limited in this process step, often resulting in
numerous calls between the vendor and Market team.
Group E: Kitchener Market team members

e Cameron Dale, Manager Kitchener Market

e Alena Kirkby, Operations Supervisor, Kitchener Market

e Jennifer Yung, Marketing and Program Coordinator

e Abigail Vellichor, Program Assistant (since left role)

e Kinsey Robertson, Program Assistant

The Market team informed the current state maps and addressed the current state challenges.

Group F: Project sponsors and steering group members
e Justin Readman, General Manager, Development Services
e Cory Bluhm, Executive Director, Economic Development

e Margaret Love, Manager, Service & Improvement

This group were members of the project steering group that advised the project team
throughout and at each milestone review.

14
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Current State Mapping

Current state mapping identifies the existing process flow and allows a team to analyze the
related process steps and information flow to identify gaps in process and/or non-value-adding
elements (waste) which negatively impacts service delivery.

Four (4) process maps were documented and verified with a subsequent gap analysis.

It was observed that each process is linear, with one (1) person managing all elements which
may not be the greatest optimization of skills and abilities. The processes have multiple rework
circles and lack flow as many stakeholders work in silos of one another which impedes the
timely completion of specific contracts.

This is very evident in the New Market Vendor process, where it is common for a vendor to take
2-3 months between first contact and finalization of the contract. This consumes significant
effort and management and leads to revenue loss.

15
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Market Vendor - New Applications

This process takes an average of two (2) to three (3) months. The following key issues were noted:

e The system used for contract is not intuitive for clients to use and complete the first time - rework leads to numerous
hand-offs

e Lead time from market stall interest can result in potential lost revenue due to vendors leaving for other opportunities,
in addition to the potential revenue lost while awaiting the approvals and contract review

e Contracts are generated and amended through an E-solution which seems to be at the maximum utilization for its
intended purpose, but not an easy solution for contracts and financial tracking

e Lead time from market stall rental application to contract completion is labour intensive

Kitchener Market Onboarding A New Market Vendor Current State

11 —] — 11— 11— 11—

Market Team

‘ Excel Document Insurance Pool

Pool insurance Final approval Vendor starts rental

Application is Application is Insurance proof is
Received | approved —~ requested

reviews again completed & vendor period
_:’ is notified

')
\
o O &

Vendor insurance Vendor insurance Amendment for info Coordinator contacts
m received reviewed by “poal” sent to Coordinator the vendor
S
[e1] o o

-
o o
& visual Meed to review TAT
i by S Delays with
~ A pool insurance__

Figure 7: Current state process map — new vendor on-boarding
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Market Vendor - Contract Renewal
Contract renewal lead time ranges between three (3) and four (4) months. The following issues were noted:

e Lead time from renewal request to contract completion is labour intensive

e A paper “map” is used to allocate space, with approvals and Market staff expertise required to place the right customer
at the right place

e Contracts are generated and amended through an E-solution which seems to be at the maximum utilization for its
intended purpose, but not an easy solution for contracts and financial tracking

e The MS Excel form used to track information such as payment cards does not provide visual cues for card expiry,
resulting in rework and multiple calls

e Renewal contracts are “batched” for sign-off by manager

e Alack of standard work exists throughout

e By I e

Excel Document Customer Public Health

Create Contract

Bw WIth

peratwons/

Market stall contract Review Spreadsheet

is expiring ~, | with information to
( generate contract

,

Disperse Contracts Contract Signed by Update Spreadsheet Update payment plan
the Vendor

r.,/\/'

S Pwmen( Plans ' Sa—

O

Vendor notifies

“I’ff{,:‘

Public Health of - = ethete an J(.,.{'/ _j_ = 'Z:::‘;f:;“ _
change in stall - B —_— that payment -WMQ
location %‘,\g—q\ = has been madey, r“
SIS

Public Health
Schedules
inspection with

.,_‘i-._ martre‘x‘éa\nﬁryﬂ' = __ contact holder

— notfication to PH___ ‘-"-- — =
- = — ublic Heal
=IPrRT=- Approve changes

Figure 8: Current state process map — contract renewal
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Programs/Special Events

Programs and special events present a key opportunity for growth within the Market revenue stream. However, the current
processes lack coordination and transparency of the current approval progression. As an example, Public Health or Fire
Department approval may be pending, but the system does not have a mechanism outside of the Marketing and Programs
Coordinator to see the status. Other issues observed include:

e Disorganization of storage areas leading to lost productivity as staff “dig” for the required equipment/ supplies
e Delays and rework required to ensure Fire, Police and Public Health have granted approval
e Delays with approval for insurance riders for these special events

e Alack of standard work throughout which results in the Marketing and Programs Coordinator not being able to focus on
new growth since they must manage the day-to-day of each of these programs (as for External Events)

e Lack of notification of payment - Market staff must continually check the system

e For new clients, the process to book requires multiple approvals and multiple decision points; the “Pool insurance”
results in significant delays and multiple checks and corrections prior to actual approval

| Kitchener Market Special Event Current State

’( Public Health ’( Customer

Special Event Request -
stform? Stakeholder Approval Event Secured Event Planning
Approval (3) e
= - (@

Tentative Booking ] [Event Requested J Reviewed
submit Applications

City of Kitchener ’(Markel Team/ Software

Special Event License is. Market Team 2 days Request Reviewed by:
submitted to City of -:’mnialwelv books the -:-j Public Health -
Fire

Kitchener space

o o o
Police L hd J hd
>

Figure 9: Current state process map — programs / special events
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External Event

External events often require a 4—6-week lead time for Public Health approval. The client (vendor) feedback related to this
process included difficulty knowing the correct naming and terms to use when completing insurance documentation. Public
Health noted that the experience of the Marketing and Programs Coordinator was very helpful in ensuring the process was
completed properly. However, this dependency is not the best utilization of the team member and prevents this person from
engaging with potential new clients.

\ Kitchener Market External Client Event Current State I

City of Kitchener/

F Insurance Activenet Software Public Health Customer
info@market email

Engquiry form Market Staff call Or Confirm Booking with Market Coordinator Vendor/ Contract Public Health Contract Sent and Deposit Received Event Attendant " Event Held
submitted email potential client Client submits documents to holder submits continue dialogue as Signed: Deposit B Booked
| PH documents to PH needed with Vendor/ Requested
Contract holder
Q

asdays ) / 30 days

advance / advance A fack of auto alert

notice to notice to 2

foy i requires manual v
requested requested o defined
iy standard
process

Mafker'te:

not have visibility to

the PH application.
3lus

Figure 10: Current state process map — external event
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Digital Maturity Assessment

Leading Edge Group’s Digital Maturity Assessment establishes the level of digital maturity of an
organization, department or process based on four (4) categories:

Governance and Leadership

The extent to which the leadership team recognizes the importance of digital technologies in
delivering business outcomes; how much emphasis is given to digital technologies when
reviewing and updating the organization’s strategy and the role that social media plays in the
overall strategy.

People and Culture

How do employees view digital in general? What is the general attitude towards change in the
organization and how much cross-functional collaboration exists between departments when
delivering digital initiatives.

Innovation
What emphasis is placed on digital when looking to innovate? Is digital used to deliver a better
customer experience or to focus more on operational efficiency?

Technology
To what extent does technology enhance the delivery of products and services to the
customer? What level of IT knowledge is there within the organization?

Each of the above categories is scored on a scale of one (1) to five (5), with one (1) being
minimal and five (5) being fully transformed. The scores are represented in a spider diagram to
provide a visual of the digital maturity of the organization along with commentary on the
results based upon the findings.

20
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Category Level 1 - Level 2 - Level 3 - Level 4 - Level 5 -
Minimal Informal Transitional Customer-driven Transformed
(IIGEL[N Little buy-in Case for digital Digital Integrated digital Embedded digital
and from executive beginning to be acknowledged as strategy; digital used strategy; new
CEG TS leadership for recognized playing a key part  to transform products and services
digital solutions in strategy customer experience designed as digital-
first
LTS SRR [fBN Little appetite Small teams Digital embraced Strong customer- All staff are digitally
Culture for digital engaged in digital by staff and staff focused digital proficient; there is a
initiatives; siloed  understand culture proactive approach to
activity benefits digital initiatives
No attempt Processes that All processes being Customer needs and The entire
made to are easy to reviewed and expectations drive organization seeks
consider digital digitalize are considered for innovation process ways to innovate
solutions that prioritized digitalization using digital
benefit the
organization
Technology R¥el' Basic support in Greater IT team input IT team performance
commitmentto  place for digital; integration of ensures digital is aligned to
IT and digital focus on systems to deliver  services enhance the organizational vision
department more joined-up organization and strategy
needs rather than products/services
customer

Table 1: Digital maturity framework

Data for this assessment at the City was gathered through conducting 1:1 interviews with various staff members from
different departments throughout the organization. The following outlines our findings.

21
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Digital Maturity Interview Feedback

Category Question Feedback

Governance and Does the organization have  Aware it exists but not specific details.
Leadership a digital strategy as far as

you are aware? Not aware but it likely exists.

Digital transformation strategy exists but as a vision rather than
specific strands.

Current procurement of enterprise system not linked to strategy - i.e.,
why are we purchasing this system?

Governance and What’s senior Receptive generally but also a little fearful. Great plans but lacking in
Leadership management’s view of action.

technology? Receptive?

Open? Resistant? Immediate leadership very engaged; higher up there are roadblocks.

Appetite at executive level is high. Difficulty is getting there with
current resources and levels of expertise. Replacement of
infrastructure that's 20 years old. In a state of activation, a lot of
support - particularly relating to customer service initiatives. Many
large projects in progress.

Layers of approval where heavy cost benefit analysis is carried out
before investing. Market management will support if benefits are
clear and outlined.

22



Governance and
Leadership

People and Culture

People and Culture

Does the organization make
use of social media
platforms to promote its
services?

Is training provided to
improve your IT
competencies?

Would you say technology is
applied to improve the
customer experience or is it
more operationally
focused?

Is there a general fear of
change within the
organization or is it seen as
a positive thing?
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Yes. However, branding can cause confusion as no specific presence
for the Market.

All communications need to go through the central team and the time
delay can be frustrating.

All City employees must have official content vetted and delivered by
the Communications department. Occurrences have been where this
hasn't been followed and is pulled up. Can be limiting in terms of
impact and engagement.

IT competencies hampered by a lack of empowerment and
bureaucratic roadblocks.

No. Employees are focused on getting their job done which peaks to
lack of specificity for digital in strategy.

Access to training resources through Capacity program.
Big focus on transforming customer service, tempered by realism in
terms of complexity and size of projects.

Pandemic effect. Small technology changes on the back of it which has
led to some change fatigue.

Positive. Staff want to be using the best technology possible.
In-house service desk to provide first line Office 365 support.

Technology Do you have an internal IT
team or is it outsourced?

Table 2: Digital maturity interview summary
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Digital Maturity Assessment Plot

Kitchener N:Iaarket Diagidtal Maturity

WErnance

Leadership
5

3

Technology People and Culture

nncvation

Figure 11: Digital maturity scoring plot: Leadership (2); Technology (2); People and Culture (3);
Innovation (3)

Based on all the evidence above, the Digital Maturity Assessment of Kitchener Market is as
follows:

Category Score

Governance and 2: Informal
Leadership

People and Culture 3: Transitional
Innovation 3: Transitional
Technology 2: Informal

Table 3: Digital maturity Kitchener Market scores
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Digital Assessment Conclusion

Whilst it is clearly an aspiration of City leadership for digital technology to play a major part in
delivering services, there is a disconnect between the executive and the employees who aren’t
aware of there being a digital strategy at all.

Further to this, the digital transformation strategy appears to be high-level and visionary rather
than specific and detailed. Positive signs are there in terms of the increase in initiatives that
improve customer experiences. However, enthusiasm may be tempered by the reality of an
aging infrastructure and current resource levels and capabilities.

A key part of delivering on this is ensuring that employees have the right skill sets to support
the changes being brought in under the strategy.

Another key pain point was found in the way social media is being used by the Market. The
general feeling is that there should be a specific social media presence for the Market and
content should be curated and published by the employees working for the Market, rather than
by the central City communications team on the City pages.

With that said, the direction is positive overall and there is clearly an appetite amongst the
employee base and executive to embrace new technology to help deliver better service(s). The
key will be to drive the message from the top down, while enabling and empowering
employees.
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Root Cause and Gap analysis
A team of subject matter experts along with a current market vendor and events “performer”
(Chef Nicole) reviewed current state findings; identified root causes for key issues and

completed a gap analysis.

The complex communication process was captured through a modified spaghetti diagram. This
“hand-off circle” demonstrated the inefficient process, and lack of transparency throughout the

booking processes.
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figure 12: Communications plot between stakeholders (spaghetti diagram)
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These hand-offs are problematic as the team identified that several days are consumed while
the application or booking is in progress. Also noted was a lack of standards to respond to
requests from Fire or Public Health. Finally, since the current state was identified as a very
linear process and the status is only known by the Marketing and Program Coordinator,
processes are further delayed through any absences from work.

Root Cause Analysis

Eight (8) root cause fishbone diagrams were completed based on feedback on the various
processes.

The example presented below is for communications with others available in the Appendices
section.

Wendars are mot confident in inediFaich
'Wharking with complex city systems Legacy of maradual
planning still exists Volurme of details ko convey
to emch cheet) wensdor

Desire to hewe s personal
‘touch with exch wendor

Mo single person managing the process

Indivicusal Conversations
{ Moo Lime of Sight

Mo Sef timedines hawe besn Ha

. ; Mo E gl EEITHT T aEeR
St for desdlines and rescluiion

Lack of technology for some contract i sk worelh v B
Fio cenitral location to
wiew oll approvals

Figure 13: Root cause analysis (using fishbone diagram) for communications

27



& | LEADINGEDGE

GROUP

Gap Analysis
Through root cause and gap analysis, the following key needs were identified by the team:

Development of an integrated system providing clarity on the status of events and
programs. This includes the integration of a SharePoint solution, providing a team
member clear updates and triggers to milestones completed and outstanding or overdue
tasks.

A review of the digital platform used for contracts, including market stall rentals
(ActiveNet). ActiveNet has been adopted as a platform for the City regarding recreational
bookings. However, it lacks the versatility required for ongoing contracts and bookings.

The lead time for the annual contract renewal for the market stall vendors is time
consuming and results in a multi-page contract and payment schedule.
o A process to improve the flow of information from a request for an amendment to
a revised contract is needed. This could include rental calculations based on
current contract requirements such as linear feet rented and hydro needs.

The lack of standard work or documented flows restricts the Marketing and Programs
coordinator from delegating work to others for event execution. This dependency results
in a lost opportunity to seek new business while facilitating an existing contract.
Documented process maps were non-existent and were expressed as a need along with
supporting standard work.

A post event follow-up process does not exist.
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Future State Design

The future state design consists of opportunities for immediate solutions, while other ideas
generated will require further engagement and collaboration. A common theme throughout is
the integration of visual management, where any member of the team can immediately
visualize the progress of an application or Market contract.

Additionally, the future state design also reduces the person-dependant processes which
become stalled through vacancies, vacations and excessive burden.

One of the key enablers of the future state integrates an e-solution that matches the needs of
the City and its vendors. The revisions to the Market stall contract renewal process, with
accompanying simplified legal agreements will ensure the staff and team can improve the
renewal process and significantly reduce the lead time for Market staff by three (3) months.

The integration and documentation of standard work procedures with checklists will ensure
variation in processes is eliminated, while the “best known way” is documented as a platform
to improve upon. The result of this will be an improved process where the customer experience
is matched with staff expertise, resulting in a mutually beneficial partnership.

Finally, the development and deployment of the SharePoint platform for Market stall rentals is
essential to efficiency gains. Paired with the immediate opportunity to use an existing, yet
unknown, City SharePoint platform for events, significant hours of underutilized time is
expected to reduce numerous delays and is estimated to save 35 minutes per vendor per
booking. This is based on the current state process which reportedly takes 40 minutes per
booking (and in future estimated to take only 5 minutes).

Four (4) future state maps were created incorporating visioning and the enablers required for
implementation.
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Future State Process Maps

Market Vendor - New Applications

The future state process integrates pull processes and visual management as all key stakeholders can see the status of an
application. In the future state, a clear trigger for action is required due to a customer need (pull) and subsequent triggers are
driven through the completion of a task. When a task takes longer than the agreed upon service level agreement, both the
process supplier and customer can see the delay that is caused. This timeline status will focus corrective action and drive
future improvement through this simple visual management tool.

These improvements require the development of systems such as SharePoint, agreement of service levels with relevant
stakeholders, increased understanding and collaboration with relevant parties.
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Figure 14: Market vendor new application future state map
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Market Vendor - Contract Renewals
The future state for this process envisages a simplified contract renewal requirements (many vendors have been renewing
each year, some for decades!), streamlined insurance approval for repeat examples, system tool support such as SharePoint
and digital mapping of the Market locations (for stall changes, etc.) and better payment systems (e.g., handling credit card

expiry dates). Examples of the digital maps of the Market locations are available in the Appendices section. Achieving all

these improvements is estimated to have the potential to reduce lead time by 6-8 weeks.

/ﬁeview Spac;\‘
| Requirements for —

\._  vendors %

Program ass't
references

A 4

payment
schedule

Renewal
Contract
created

Insurance
requested

certification
hanged?

Yes

Submit
insurance
certificate to
insurance
pool

Update
SharePoint
Spreadsheet
with renewal
approval

32

| Vendor signs

contract

Amend Fee
changesin
SAP as
applicable




LEADINGEDGE

GROUP
Update
P - Program ass’t P . Amend Fee
Review Space Renewal SharePoint ) )
; references Insurance Vendor signs changes in
Requirements for » Contract > Spreadsheet >
payment requested i contract SAP as
vendors created with renewal )
= = schedule applicable
approval

y

Submit
insurance
certificate to
insurance
pool

Figure 15: Market vendor contract renewal future state map
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Programs/Special Events

Programs and Special Events processes will be improved through the integration of standard work and clear accountabilities.
The introduction of standard work checklists will also allow the Marketing and Program Coordinator to provide a clear
transfer to Operations for the deployment of the actual event which, in turn, allows the Marketing and Program Coordinator
the opportunity to attract and advance new business. Other improvements include:

e Educational tutorials using various formats such as You Tube and completed templates for new vendors to reference.
This will reduce the amount of incorrect or partially submitted applications.

e Utilization of a SharePoint platform to visually demonstrate the current status and outstanding tasks for event
execution.

e Standard work templates triggering tasks at key milestones (Initiation, 4-6 weeks in advance, 2 weeks, day of event and
post event).

e A post event operations debrief.

e A post event survey incorporating information into the CRMS platform.
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Figure 16: Programs / Special Events future state map
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External Events

External events provide a great opportunity for efficiency gains and improved utilization of staff to the full scope of their
capability. In the current state, the Marketing and Programs Coordinator may be prohibited from advancing a new contract or
lead since they remain focused on a current contract and its delivery. The future state process for external events integrates
several improvements, including standard processes, standard work including checklists to ensure the operations team or
vendor has all the information needed for completion. The standard checklists will therefore allow the Coordinator to pursue
new contracts while Market operations staff have clarity on customer requirements. An evaluation form post event will
provide feedback for continuous improvement and this information can also be integrated into a CRMS platform for
reference on subsequent contracts.
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Figure 17: External Events future state map
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Future State Digital Opportunities

Arising from the digital maturity assessment and team interviews, several key opportunities
have been identified. These are summarized in the table below.
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Process Timeframe Opportunities Benefits
Long term Replace ActiveNet with a Simplify and improve contract and invoicing processes which
specialist solution. are confusing and complicated at present. Inherent benefit

of utilizing specialist software rather than having to
compromise by tweaking existing software to suit the
Market business.

Short term Provide a general enquiry Unify enquiry formats across all stakeholder groups; simplify
form on the Kitchener Market  process and cut down on unstructured email enquiries.
website.

Short term Create a centralized document Make enquiries easier to retrieve; remove need for local
repository for all enquiries. storage of documents.

Short term Create a social media presence Remove confusion over branding; provide greater autonomy
for Kitchener Market that's for Market staff to promote the Market.
distinct from the City.

Short term Create a standard insurance A lot of time is currently spent on back-and-forth exchanges

template for vendors to fill in.  with vendors to explain insurance requirements. Providing a
template would limit/minimize these exchanges.

Short term Create a workflow system to Provide vendors with an electronic solution for uploading
track onboarding/renewal insurance policy details, thereby preventing storage of
progress. manual copies of the same.

Short term Create boilerplate contracts Faster onboarding of new vendors.
for faster onboarding.

Long term Possibility of using SAP system May alleviate a lot of current pain points without having to
for managing payments and replace the ActiveNet system altogether.
contracts management

Market Long term Use existing GIS software to No electronic versions of floor plans exist. Electronic
Vendor produce electronic floor plans  versions enable more accurate and precise space planning.

for the Market.
Table 4: Future state digital opportunities
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Recommendations

Based on the ideal future state, the following recommendations have been developed and
categorized based on:

e Process: Changes that simplify and standardize the four (4) key processes

e System/Digital: Recommendations that leverage and develop systems to support the
processes

e Work Practices: Recommendations that make work more efficient and collaborative

e Oversight: Management actions that can help embed and sustain the required future
state changes

Process
Recommendation Issue Addressed Benefits
LG LT G TR IS 3E . A lack of documented Assists vendors in their
defined in future state standard processes. Clarity submissions and provides clear
process mapping for the vendor/renter to standard process guidance for
better understand the the Market team. This will also
requirements of specific increase efficiency since best
documents. practice process will be

followed and subsequent
rework is reduced.

P o CEVERSELGETGRTLTETE A lack of standard work The checklists allow the
simple checklists results in a dependency for Marketing and Programs

the Marketing and Programs Coordinator to focus on
coordinator to continue growing business while the
involvement in the day-to- operations team delivers on
day delivery of events. Thus  current contracts. The process
reducing time to advance ensures there is a trigger for a
new event bookings post-mortem review after each

event, including a contractor
satisfaction tool.
3. One-page rental The annual Market stall Reduces the human effort by
renewal and insurance renewal process currently 200-300 hours.
cycle begins in the Fall, and it is
estimated to take three (3)
months to be completed.
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Recommendation Issue being addressed

4. Standardize and Vendors/contract holders
S YAGEAGEIEREEN need to resubmit documents
template numerous times.

5. Pre-approvals from Delays in contact completion
Public Health, due to repeat requirements
Insurance, etc. for submissions

Table 5: Process recommendations

LEADINGEDGE

GROUP

Benefits

Reduces lead time from
booking enquiry to contract
confirmation.

Reduces number of incorrect
document submissions.

An efficiency gain in reduced
lead time and resources from
the Market team, as well as for
the key partners in Public
Health, Insurance, etc.
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System and Digital

Recommendation
6. Utilize the SharePoint
portal for special events

7. Develop SharePoint site
for Market Vendor
communications/
onboarding/document
storage

8. Create digital footprint
of market space and
services

Issue being addressed
There is an inability to see
the progress status of special
events / programs (and
External Events) and
outstanding tasks.

There is an inability to see
the status of Market vendor
outstanding tasks required
to finalize a contract. A lack
of a definitive source of
information results in
numerous emails/calls to
verify the application status
The current process results
in excessive resources
managing the contract
progression in addition to
lost revenue for the market.
Excessive effort is required
to respond to pricing
enquiries and Vendor stall
movements twice annually.
Additionally, the current
map is a manually produced
paper-based sketch and is
not accessible to all staff
with up to date information

LEADINGEDGE

GROUP

Benefits

This will allow all involved to
see the status of event
bookings and allow the team
to see space/rental availability
immediately. This
recommendation creates
transparency and removes the
dependency on person-specific
knowledge.

Provides transparency and
alerts for the internal partners.
This will also reduce the lead
time from vendor applications
to the customer start. Once
implemented, it is estimated
that the improved process
requires five (5) minutes of
Market staff time and will save
approximately 40 minutes per
vendor based on the current
process.

A digital version would be
easier to change and be
available to the wider team. It
would result in fewer
disruptions and calls to other
City staff as well as enhancing
professional appearance
compared to the paper
document.

Reduces lead time from a
reported sixty (60) minutes
per vendor move to five (5)
minutes (1,200% gain in
efficiency or approximately
238 hours annually).
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9. Kitchener Market
website updates and
social media
communications

10. Replace ActiveNet with
SAP for payments

Table 6: System recommendations

Lack of a social media
presence and insufficient
marketing autonomy on
website was a consistent
concern from both Market
teams and vendors.

ActiveNet is not designed for
or capable of managing
Market type contracts,
updating credit card details
on expiry being one example
where manual time-
consuming solutions are
currently needed

LEADINGEDGE

GROUP

The Market team would be
provided clear criteria and
expectations to work within.
With this reduction in
authorization delay, the team
would be able to reduce 2-3
weeks from marketing request
to change fulfillment.

More efficient, better suited
and automated products exist
(SAP or otherwise), but likely
require significant investment.
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Work Practices

Recommendation
11. Team empowerment

12. Team supported by
efficient tools and systems

13. Enhanced collaboration
across City departments
and with internal and
external partners

14. More self-aids for
market vendors and event
clients

Issue Addressed
Many of the current work
practices are reliant on a
specific individual. So,
projects are delayed when
this individual is away.
Likewise, the individual won’t
have enough time for seeking
new business when still
involved in event
management/delivery.

Market team are not utilizing
the existing tools available
and in particular the
SharePoint platform that was
developed for booking events
at other City run facilities.

Delays experienced in the
turnaround for Legal,
Insurance and marketing
requests.

Delays and difficulty with
insurance and other such
submissions experienced by
new vendors.

Table 7: Work practice recommendations
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Benefits

Through flexibility and
empowerment of less
experienced team members,
supported by standard work
procedures, it is anticipated
that this work can be
undertaken by a wider
number of team members,
thus allowing the
experienced team member(s)
to concentrate on
marketing/sales work to
generate new business for
the Market.

The Market team has
improved process efficiency
at low cost by using an
existing SharePoint
framework.

Continuing such scans will
ensure the Market is availing
of the best tools and systems
available.

Reduction in lead times
possible through enhanced
collaboration and service
support.

An increase in success rate of
first time applications would
improve the efficiency of the
booking process with fewer
resubmissions required. A
potential eight (8) weeks in
lead time can be reduced.

E
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Oversight

Recommendation

15. Review policies and
standard work procedures
for annual contract
requirements

16. Automate and align
prompts for renewals

17. Implement
measurements and
reporting

18. Engagement of external
stakeholders to agree
suitable service levels

Measurement of service
performance to include a
customer evaluation
process.

Issue Addressed
Lengthy lead time to
complete renewals.

The current renewal process
is based on the original
contract date and results in
significant inefficiency when
done at different times

Internal performance
measurement and reporting
on sustaining service
standards is patchy or
missing.

There is a lack of agreed
upon response times from
the various contributors to
the process. These factors
contribute to delays and
customer dissatisfaction.

There is a lack of post event
customer feedback to help
improve services and which
may also provide the
opportune time for future
repeat contract discussions.

Table 8: Oversight recommendations
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Benefits

Reinforces the new process
and sustainability of the
future map improvements.
Further simplifies
requirements where
possible.

A standard renewal date for
contracts and renewals will
allow this task to be
scheduled at a time where
there is capacity and will be a
more efficient use of staff
time.

Service performance
measurement will ensure the
improvements are sustained
over time and that standard
processes are followed.
Without a target, there isn’t
a service expectation. A
common target and
measurement will ensure
accountability and encourage
continuous improvement.

Customer feedback will allow
the team to debrief and
understand challenges as
well as engaging the vendor
in further rental discussions.
The use of a CRMS platform
also builds a network of
contacts and opportunities.
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Implementation Plan

Pilot Improvements

An important part of Leading Edge Group’s (LEG) approach is to demonstrate early wins
through piloting recommendations to inform the wider implementation plan. Three (3) early
changes were identified for piloting.

Standard Work Checklists

In collaboration with the Programs and Marketing and Programs Coordinator, the LEG
consultant facilitated the creation of standard checklists encompassing tasks to be undertaken
at the following key milestones:

e Time of booking
e 2-6 weeks prior to event
e Day of event

e Postevent

These checklists will free up the Coordinator from the “hands-on” execution each day and will
allow them more time to seek additional business while an assistant can now to deliver
consistent services. Examples of checklists are available in the Appendices section.

Next Steps: Reinforce through regular quality checks. Ensure the checklists are posted and

available for general use (available to all staff in the process). Ensure document control is
implemented.
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Immediate use of existing SharePoint booking tool

This recommendation suggested the use of an existing City of Kitchener template which is
housed on SharePoint. The City had created this repository for other facility and program
bookings. The Market team was not aware of the available tool, and a process was proposed
where the Marketing and Programs Coordinator can now utilize the platform. As a result,
booking progress transparency has increased within the Market team. Collaboration with the
internal stakeholders has also improved as team members are now triggered automatically
when a task is required, versus the previous process of numerous emails and calls. Finally,
accountability is also increased as internal partners such as Fire and Police have a target
response time.

Next Steps: Innovation/IT Lead to make improvements to the fields. Once these adjustments
have been applied, it should be ready for retrial.

One Page Rental Renewal Contract

This suggestion was discussed with Legal and was agreed to be carried out in the pilot stage.
The Legal team representative took this away as an action to draft the suitable short form
renewal contract for trialling with vendors.

Next Steps: Once Legal has created the one-page renewal contract, this can be trialled with
long-term vendors for 2023 renewals.
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Prioritizing the Recommendations

Prior to developing the overall implementation plan, an exercise was carried out to prioritize
the full list of recommendations by estimating the benefit of the recommendation (High/Low);
the difficulty of implementation (Easy/Hard) and developing a PICK list — Possible, Implement,
Challenge and Kybosh (or Kill):

Possible — Low Benefit, Low Difficulty

Opportunities that are comparatively quick to implement but with a lower estimated benefit
than others. We consider implementing these opportunities if time and budget permits and
when opportunities with a higher ranking have already been implemented.

Implement — High Benefit, Low Difficulty
Opportunities that could be classed as “quick wins” and should be implemented first.

Challenge — High Benefit, High Difficulty
Opportunities with high benefit that are going to be more difficult to implement, so need to be
planned and managed carefully.

Kybosh (or Kill) - Low Benefit, High Difficulty
Opportunities with a perceived low benefit that would be difficult to implement and, as such,
shouldn’t be pursued.

A further analysis was undertaken to identify recommendations that have sole dependency on
the Market team (Internal) to agree, plan and implement. These are easier to manage as they
are within the remit of the team to design and adopt, albeit time for making the changes may
need careful resource planning.

The other recommendations have a need for wider stakeholder input (External) to support,
agree to, engage with and follow. As a result, they can only progress when these stakeholders

are fully committed.

The table below outlines the outcome of the above work.
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Recommendation

1. Adopt new processes as
defined in future state
process mapping

2. Create standard work or
simple checklists

3. One-page rental renewal
and insurance cycle

4. Standardize and simplify

the insurance template

5. Pre-approvals from
Public Health, Insurance,
etc.

6. Utilize the SharePoint
portal for special events

7. Develop SharePoint site
for Market Vendor
communications/

Benefit

High

High

High

High

High

High

High

Difficulty

Easy

Easy

Hard

Hard

Hard

Easy

Easy

PICK

Implement

Implement

Challenge

Challenge

Challenge

Implement

Implement

Dependency

Internal

Internal

External

External

External

Internal

External

Timing

Complete

In place,
Reinforce

Quarter 1
January
2023

Quarter 1
February
2023

Quarter 3
2023

Trialed
and in use

Quarter 1
2023
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Comments

Awaiting response from Legal.

Needs further engagement.

Needs further engagement;
requires external stakeholder
buy-in and collaboration.

Started using, will develop and
enhance further.

Developments needed from IT
team for Market team to adopt
for special events.



onboarding/document
storage

8. Create digital footprint
of market space and
services

9. Kitchener Market
website updates and social
media communications

10. Replace ActiveNet with

SAP for payments

11. Team empowerment

High

High

Low

High

Easy

Hard

Hard

Easy

Implement

Challenge

Kill

Implement

Internal

External

External

Internal

Trialed
and under
developm

ent

Quarter 4
2023

Killed
(for time
being)

Underway

49

LEADINGEDGE

GROUP

Develop through quarter 1 2023.

Reassess response needs with
external stakeholders considering
the potential for growth in
existing and development of new
revenue streams

Review over the long term and
explore potential value of
alternative CRM systems being
used/trialed within the City — for
example, Salesforce.

Need to create a body of
knowledge for team sharing as
well as standard work procedures
for all tasks which will enable a
smaller learning curve and reduce
variation between employees
undertaking the same work.



12. Team supported by
efficient tools and systems

13. Enhanced collaboration
across City departments
and with internal and
external partners

14. More self-help aids for
market vendors and event
clients

15. Review polices and
standard work procedures
around annual contract
requirements

16. Automate and align
prompts for renewals

High

High

High

High

High

Hard

Hard

Hard

Hard

Hard

Challenge

Challenge

Challenge

Challenge

Challenge

External

Both

External

Both

Internal

Quarter 2
2023

Quarter 1
2023

Quarter 1
— Quarter
32023

Quarter 2
2023

Quarter 3
2023
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Future support requirements to
be continuously reviewed against
available systems/tools.

The need is for all personnel to
identify potential value through
the eyes of the customer
(through removal of internal and
external silos)

Currently, stakeholder responses
vary across teams and individuals.
The aim is to install the best
collaborative approach from all
stakeholders

Worked examples; YouTube
tutorials and guidance notes to
be provided.

Following policy decision,
(Recommendation #15), renewals
are aligned and/or automatically
prompted for action.



17. Implement Low Easy
measurements and
reporting

18. Engagement of High Hard
stakeholders to agree
service levels

Table 9: Prioritizing the recommendations by PICK listing

Possible

Challenge

Internal

External

LEADINGEDGE

GROUP

Early 2023 Ongoing through 2023 with full

Quarter 1
2023
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scorecard developed at year-end.
Initial steps are being undertaken
in quarters 1 and 2. However one
(1) year of data collection and
voice of customer information is
required to foster analytics

Agreement on service levels in
quarter 1 2023. Connect with the
future state process maps to
ensure processes work effectively
through the year.
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Recommendations ready to implement

Some recommendations are already in place — New processes have been adopted (#1 and 2) and SharePoint is being used for
Events (#6) — and more are ready to implement. These are detailed below with the suggested responsible lead and timelines
for completion.

Recommendation Status Next Steps Responsible Timing

1. Adopt new processes as [®o]qy[o] (1] Validate maps. Adjust as required. Underway
defined in future state Complete checklists/manuals.

process mapping and 2.

Create standard work or

simple checklists

3. One-page rental renewal RINJgel:{g= Awaiting proposed simplified

e Market team

Expected January

e Legal

and insurance cycle renewal contract draft from Legal = 2023

for trialing
5. Pre-approvals from Pending Determine specific examples for Manager, Market Quarter 3 2023
Public Health, Insurance, pre-approvals (repeated events) ’
etc. and develop “we too” e Public Health

agreements with stakeholders. o [Eie
6. Utilize the SharePoint Complete Underway

e Market team

portal for special events

7. Develop SharePoint for [ Negel={{=I53 Quarter 1 2023

e (QOperations
market Vendor comms

Supervisor

e Digital
Transformation
Assistant
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8. Create digital footprint
of market space and
services

11. Team empowerment

12. Team supported by
efficient tools and systems

14. More self-help
available to market
vendors and clients

16. Automate and align
prompts for renewals

17. Implement
measurements and
reporting

In progress

In progress

In
progress/trial

Pending

Pending

Pending

Finalize map.

Utilize new processes, standard
work and validate

Cameron and Chris to work with
Marketing Coordinator to test
solutions for PDCA 2 and trial

Develop You Tube videos/
tutorials (using existing clients)
and utilize “My Kitchener” Portal

Integrate visual management and
“rules” from SharePoint

Table 10: Recommendations implemented or ready to implement

LEADINGEDGE

GROUP

Market team Quarter 1 2023

Digital
Transformation
Assistant

Operations el

Supervisor

Manager, Market Oeiier 2 2023

Operations Quarter 3 2023

Supervisor

Manager, Market

Operations Quarter 3 2023

Supervisor
Digital
Transformation
Assistant

Manager, Market Sty 20
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Recommendations Requiring Further Investigation
These recommendations are more complex or need further engagement with stakeholders to reach fully agreed and
conclusive plans to implement.

Recommendation Complexity Concerns Stakeholders Next Steps

4. Standardize & Apparent hesitation to review ways to e Insurance Engage with Insurance team at
simplify insurance simplify means to meet insurance senior level to ensure any
template requirements. roadblocks are removed.

9. Kitchener Market Corporate policy for approving website o Mt Engage at a senior level

website updates and changes is not allowing the Market to explaining the revenue potential.
social media communicate effectively. o IT

communications e Corporate

13. Enhanced A change in approach that requires e Senior Sponsors of this report to discuss

its findings and help explain how
the Market can thrive and

collaboration across considerable engagement, including at

management of all
(@1 [T E i S SEG B senior levels, for the Market to be :

departments and

with internal and understood and supported as well as it their teams develop with the widespread
external partners could be by other City departments. support of all stakeholders.
15. Review polices Policy change would have to be consistent e Legal Engage to investigate

and standard work with City policies. . opportunities.

procedures around
annual contract
requirements
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18. Engagement of Considerable negotiation required to reach Fire Engage and explain needs and
City stakeholders to agreements with multiple departments. agree suitable service level
agree service levels e Public agreements.
e Health

e |nsurance

Table 11: Recommendations requiring further investigation

Recommendation to be kept on hold

The recommendation below was found to be very complex and not a realistic prospect at the current time. However, in
future, this may change if there are other software developments that could be considered or if a larger program of work is
being considered that could require SAP.

Recommendation Complexity Concerns Stakeholders Next Steps
10. Replace ActiveNet with Technical capability assessment of fit o T Maintain a review with IT on what
SAP for purpose systems, cost of systems are available.

investment, City IT policies,
implementation cost etc.

Table 12: Recommendation to be kept on hold
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Gantt Chart of the Implementation Plan

The implementation plan for the recommendations and estimated timings is in the Gantt chart below.

Month

Recommendation

Nov-22| Dec-22| Jan-23| Feb-23

Mar-23| Apr-23| May-23

Jul-23| Aug-23| Sep-23| Oct-23| Nov-23| Dec-23

13
15
17
12
18

14

16
10

Create standard work checklists

Utilise SharePoint for special events

5S Sustainability

Adopt new processes as mapped

One page rental renewal and insurance cycle
Develop SharePoint site for Market vendor comms.
Create digital footprint of market space and services
Team empowerment

Standardize & simplify the insurance template
Enhanced collaboration across City departments
Review polices and procedures around annual contracts
Implement measurements and reporting

Team supported by efficient tools and systems
Engagement of stakeholders to agree service levels
More self-help aids for Market vendors and clients
Kitchener Market website updates and social media
Pre-approvals from Public Health, Insurance etc.
Automate and align prompts for renewals

Replace Active Net with SAP for payments

-

Figure 18: Implementation Gantt chart

I:lPending full agreement

I:lAgreed, awaiting action

I:l Being piloted - Implemented
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Key Factors for Future Success

The Market team is small. Therefore, the loss of a team member through an unforeseen
absence or other cause can immediately cause a bottleneck. The recommendations related to
team flexibility, standard process maps and standard work procedures and checklists will help
address this issue. However, we would further encourage leadership to work with the team in
supporting the documentation of tasks. These additional documented checklists and processes
will ensure business continuity and will foster a more collaborative team approach.

The current management structure of the Market team is made up of a Manager and
Operations Supervisor. The Operations Supervisor has the bulk of the team reporting to them,
yet the Marketing and Programs Coordinator does not and, instead, reports directly to the
Manager. It is understood that this was a legacy structure prior to the current leadership's
tenure. It is possible that reporting (direct or dotted line) to Operations would ensure the clarity
needed on hand-offs in the processes and increased transparency, awareness and
collaboration.

A specific hand-off point is when the event or program has been sold and the client is
committed. At that moment it is realistic to expect the Operations Team to take on the
contracting, detail all the requirements, provide final organisation, complete billing and other
details required to execute the hire/service. Clarity on this hand-over and capability for
Operations to deliver from here is vital to free-up time for the Marketing Coordinator to focus
on business development.

This report is based around recommendations and potential for improvement. However, the
City should also consider the opportunity cost of remaining with the status quo. As an example,
ignoring the Market food court vendors concerns regarding dedicated marketing and social
media presence that represents the changing demographic of the downtown core increases the
risk that contract holders could leave for other locations where they may achieve increased
revenue.

The Market team is well poised for success. However, the transition from recommendations,
through adoption of practices and, finally, ongoing team engagement and improvement is
reliant on a dedication to continuous improvement. LEG recommends a percentage of time is
dedicated weekly to reviewing standard work procedures and processes with the team. This
should encourage the team to expose any problems, analyze for root cause and develop
countermeasures. Using this dedicated time, further voice of the customer engagements,
huddles with staff, etc. will foster a culture where collaboration and ongoing improvement is
the norm.
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Appendices
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Root Cause Analyses

Poor Line of Sight to Programs/Events

vendors are not confident in
working with complex city systams Legacy of individual

planning still exists

volume of details to convey
to each chef/ vendor

Desire to have a personal
touch with each vendor

Mo single person managing the process
nelepe REIne P Individual Conversations

{ No Line of sight

Mo sat timelines have been Mo CRM 5 e

Mo single system to save
Set for deadlines and resolution

Lack of technology for some contract Files mnd wiork on them
Holders {can"t email)

Mo central location to

view all approvals

Measurement

Mather Nature

59



LEADINGEDGE
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Marketing Deficiencies

ple Material
Market viewed the same as Method I I
Strategic direction all other business units
of CLT Lack of autonomy
Lacking Corporate Need to retain City branding
discussion on this = %
AtCLT Content is lost amongst city content,
Distributed/ delayed/ diluted
Discussion has not occurred :..d e -
at Corporate level Limited to one “Chenne! Marketing / Communications
Failing Vendor
No effort to benchmark with
for profit and other Ardous customer buying process.
city equivalent Sub Optimal process
markets
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Lack of Service Standards
: | Method | | Material |
[ People |
Not enough support L:rc:c:f':::;:o
from SAP/ ActiveNet
X Lack of Infrastructure
Market Performance is not
a deliverable
for shared services
Lack of Metrics/
Ter:&s

No Service Standards

No process to act on metrics.
What happens if you
do not achieve targets?

No accountability for improvement

External parties are not motivated

to abide by service standards
No one requires the
reporting of metrics

Multiple reporting areas
(SAP/ ActiveNet)
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Vendor Booking Delays

No service available
to scale to support

Few staff understand
the requirements
for event success

Ad Hoc Process due to the Information is
nature of each event overwhelming

Lack of contacts for the Lack of documented
customer when they want it process flow
(i.e. event in the evening)

Poor universal standards
for customer experience

{ Navigation I

Vendor experience is not evaluated

No Ability to track status

And know where you No central source of information
Are at ("who's court the ball is in” For vendor or staff
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Difficulties with Current Digital Platform

Activenet is only used Each program and

and understood by Abby No Standard package/ event has unique elements
templates available
Activenet is only accessible DMSerEat process
to hourly team
embery; if needed No Standard system to '\ for each event
Track events/ approvals
» Complex Staff Processes
Each program and event has

ActiveNet is not different elements

user friendly
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Lack of Transparency with Market Stall Rental

Process too long,
Lose Track

Vendors overwhelmed
By many communications

from different departments,
Mo central Place for all parties to often conflicting and different

view status and comments

wvendors may find the contracts

hard to understand
ity does not know what

conwvo's hawve taken place.
Where things are at.

Customers may not have the technology; Rely on

. Formal status updates
Conversational updates

do not exist

| Lack of visibility to

" | application Process
Forced to use Activenet for contracts,
Mo Service standards for Which is not user friendly
Internal response times
Software; Ease of use
-

Acressibility to resouroes /
Measurement | Machine |

| Mother Nature
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Complex Processes and Delays with Event Bookings

Internal and external parties need to
Weigh in on the contract {FM, Insurance,
Pi&L, Legal, licensing

Mo templates for approval sign-off
Lack of communication/ visibility,

maving the process forward Dependent on other agencies i
Mo delegation of tasks
{ approval

No dccountability on flow and follow up any internats and nal stakehalders

Multiple separate entities [silos)

Mo standard for parties to respond
Numerous

Hand-off's

owr digital programs are not fit for

No standard to follow commercial use.

. . Mo CRM ability
Dipes the customer know what information

o provide?

Lack of technology for the customer.,
Need to deal with paper

Mother Nature
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Complexity of Market Stall Vendor Rentals

endors get confused/ frustrated and
Mo fermal point person Give up

May not be clear understanding of wariety of types of vendors
Groups/ stakeholders, not always required and “nice to have™

willing to work together
Hard to find time to

meaat with vendors
Different proficiency levels/

access to technology
Many stakeholders

& areas are cumbarsome Mo single template fit all

and not 1 d and could
be improved. le Insurance Mo set timelines
for delivery

Customer does not understand
legislative requiremants

et contract is built for programming,
not space rental

Redundant re-entry of data

Lack of organization wide concept

of “who the customer is Requirements undear

silo"d info by way of
various stakeholders

What is the the level of

customer service required Don't have one system that

works for everything
Mo Overall view of process

and Where we are at,
and where
We are going

Mary PE&P and
Legal ease egisfated requirments
overlapping information for

various requirements
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Standard Work Checklists

LEADINGEDGE

Program Planning

EITCHEMNER

Program Planning Checklist MARKET

BINGCE 1B

Time of Booking

O Cen lirrm date avallabiality in AcLneepel

O Pul logether a prediminary budge

O Reach oul ko program parbners L con finm parlicpation
O Cresate dirall af Thoor plan and wugh enven | schesdule

O Sulbwmil staksholder onms incuding:

Licensing
Pulbdic Health

e
A

Two — 5 Weeks Before Event
O Creale desoripslion for peogram Lo pul on aamrmmicaliins doourmen s — 6 wessds prior
O Doy

=G ek i

ol ek g a5 regpuired Troam aamaramicalins and send ki coammamicalions Lo

O Rescesive all prosmoliconal malarials Tor adverlising {signs, decals, social media graphios] — 4 ks

Sulmill and procss any wandor inwions — 4 weeaks paricr

Pul s1al ling recpirermen 15 i Uhe stalfing calendar — 3 wwseds pricr

O Hel brieling mesling wilh avenl stall
01 bk e all setupe requiremenls ane comleted a5 per Tborplan and event plan

O Comrprleata post-anpen | chascllizl on app

Post Event
O Send thank you smail Lo all vendors and pariness Tor particpating

O Update budget to rellect Tnal numbsers
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Rental Bookings

KITCHEMNER

Pental Bookings Checklist MARKET

= SINCE VEs¥

Time of Booking

O Respond to client with date availability and confirm if they would like a quote —within 24 hours

O Prepare guote for client

O Send guote to client with relevant information [using templated email) —within 24 hours

O If client has not responded, follow up with client — within 72 hours

O After receiving decision from client, update Sharepoint with status — within 24 hours

O If client has approved quote, create invoice in Activenst and send to client (using templated email)
—within 48 hours

O Take deposit to confirm booking — within 48 hours

Two — Four Weeks Before Event

O Send email to client to confirm (using templated email): outstanding balance is due in 2 weeks;
setup requirements; bar and food selections; AV reguirements — 4 weeks prior

O Put staffing reguirements in staffing calendar — 3 weeks prior

O Create floor plan and event plan and print for event binder — 2 weeks prior

The Day Of

[ Hold briefing meeting with event staff

O Make sure all setup requirements are completed as per floor plan and event plan
O Com plete post-event checklist on app

Post Event

O Check that there is no outstanding balance. If there is, send final invoice to client — within 24 hours
O Email client to thank them for using the Kitchener Market [using templated email) —within 24
hours
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Digital Map of Market Stalls — lllustrations

Current State Manual Map
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Interim State Digital Map

e 54 77
e 00 N | ’
vy | v

'
D
avan

1|54

i!

ot ey -ty _—
LR - -ty T WO ey | | Demeg | SEDeEn
Teve of h-_fu - e Footn Toe ot | Sty
oo Cater || Bevee bxoe | »orey
g | W s
g | e | 0 !
Trowe | W
(e
Fatm

SHOON3A 3QISNI

aren

e B B L e | s

1 | 1

70



LEADINGEDGE

GROUP

Future State Vision Digital Map
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