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Islands Trust

Date:
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Financial Planning Committee
Special Electronic Meeting Agenda

Thursday, April 6, 2023
10:00 am - 4:00 pm

Electronic Zoom Meeting

CALL TO ORDER
AGENDA
2.1 Review of the Agenda
Late items, new items and re-ordering of the agenda
2.2 Approval of Agenda
2.3 Agenda Context Notes
BUSINESS
3.1 Corporate Planning Process
See Agenda Context Notes, item 2.3.
3.2 Structured Decision-making - Briefing
NEXT MEETING
Wednesday, May 31, from 10:30 a.m. to 3:00 p.m.

ADJOURNMENT

*Approximate time is provided for the convenience of the public only and is subject to change

without notice.
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Financial Planning Committee
Agenda — Context Notes
For the special meeting of April 6, 2023

Islands Trust

Staff Corporate Planning Process

At its February 10, 2023, business meeting, the Governance Committee passed the
following resolution:

GC-2023-014

It was Moved and Seconded,

That the Governance Committee request staff to work with the Financial Planning
Committee and, as required, other standing committees to develop an outline of a
corporate planning process that meets best practices for enterprises of a size and
character similar to the Islands Trust and return to the Governance Committee with its
findings by April 14, 2023.

Receiving and considering the Financial Planning Committee sub group and staff's joint
work conducted to date with regards to a corporate planning process.




The Strategic Planning Process

Draft Discussion Paper

Strategic Planning Process Draft Discussion Paper
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Introduction

Ensure each step follows and embraces the Vision/Mission/Value statements!

what we aspire S D,
' (o6h o oce Surveys

both our purpose and
our practices

guide all our agtions
Core values and decisions
Council

) environmental integrity, :
< . social well-being, engagement check-ins
Community themes * \_economic vibrancy

what we want to
achieve Annual

Departmental
Report plans

what we Fmg‘gflal

are doing

Initiatives/actions

' ~

y \
/ environmental '\

both our /
h, uide all our
! a,‘ wo purpose g integrity, what we want what we
aspire to Snd o actions and to achieve are doin
(OCP) decisions economic .

practices vibrancy

Vision (TPS) Mission/Mandate @JES Goals Projects Milestones

Work to occur prior to starting on Strategic Plan process.
Define Vision, Mission, and Values of the Islands Trust that will instill passion in the
Trustees, staff and wider community to achieve the common vision.

Y\ Vv
Definitions:
e Vision - where we want to get to (focused on the future)
e Mission — who we are (purpose)

<« Values - how we’ll behave on the journey.
Define key statements — single sentence statement that’s clear for future readers

Vision Statement: (modified from Staff report to TC December 4, 2017):

The Islands of the Trust Area: Islands where thriving communities exist in harmony with
the natural environment.

Mission (Islands Trust Act):

To preserve and protect the trust area and its unique amenities and environment for the
benefit of the residents of the trust area and of British Columbia generally, in

Strategic Planning Process Draft Discussion Paper
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cooperation with municipalities, regional districts, improvement districts, First Nations,
other persons and organizations and the government of British Columbia.

Values (Trust Council Policy 2.1.3): Integrity, Transparency and Accountability

Teamwork; Openness; Fairness; Respect; Leadership; Direction; Chair; Equity; Service
Quiality; Responsible and Responsive; Fiscal Resources; Community Involvement;
Policy Development; Interagency Relations; Advocacy; Innovation; Authority;
Management; Decision Making.

Examples:

Goal

There should only be between 3-5
Goals that are multi-year, high level
topics. These are bound and
measured by the projects
associated with them and reviewed
yearly to be updated as needed.

1) Organizational

%
2) Affordable [
3) Clim n vironmental
Stewards

Project These are measurable, specific and nizational Excellence
tangible projects that have a ® ;
specified timeframe to be achieved J M;’:‘; lérrlg:rr]ttalézvailecvsvovemance
within. They are the heart of the . 9 .
Strategic Plan and where Tru o Pro_ject B) Im_pleme_nt a Trust Council
Council most clearly exerci Policy analysis, review and —
discretion and governan nthar amendment o_f deemed top priorities
for consideration and approval by
Trust Council.
Milestone 1) Organizational Excellence

be achieved over the

t roject. A maximum of
il@stones per project lifetime
included in the Strategic
n at any given time.

MART milestones are smaller
steps to be delivered in short
periods of time (3-month blocks) in
order to complete project. These
are reviewed quarterly to remain
agile and adaptive.

e Project A) Undertake a Governance
and Management Review
o Key Milestone i) Hire contractor to
complete review and provide
report of findings
= SMART milestone a): Conduct
review of local contractors
specializing in Governance
and show comparison of at
least 3 qualified contractors
with quotes by XX date and
report to Trust Council by XX
date.

Strategic Planning Process Draft Discussion Paper
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Step 1 (Goal Setting) — External Analysis

To assess industry and resident trends/needs to identify and monitor factors that may
impact the long-term direction of the Islands Trust.

Input Stakeholder inputs, including but not limited to:
o Other Municipalities — identify similar opportunities and ateéas for
improvement
o Government Agency mandates and legislation
o Environmental factors
o Assess current and future Resident needs/d
o IT performance
o First Nations input
o Trust Strategies - Previous Trust Strate oc nt
Trustee Describe the issues and concerns facin islafd and prioritize issues
Work from both the local and federal level.
A clear agreement on the interp? a m 3 of the Islands Trust Act is
required to complete the exter firm staff has available
bandwidth to conduct invenpr ate final Step 1 output report.
Staff Work | Identify and inventory all existing documents (e.g., studies, plans,
legislative reviews, surveys, etc.) that are relevant to the long-term
direction of the Islands Trust; evaluate the quality of each document (e.qg.,
age, applicability, etc.); and identify gaps.
Timeline Januar Fole
Output

rioritization of gaps and options to fill the gaps.

External S aff Report - Summarizing the political input, the
W‘ ll affalysis of existing information and an identification of

Success: A prioritized and weighted understanding of external factors that impact the
long-term direction of the Islands Trust as a whole and for each local trust area.

V\
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Step 2 (Goal Setting) - Internal Scan

Goal: Complete a Strengths, Weaknesses, Opportunities, and Threats (SWOT)
Analysis to identify internal factors and external influences affecting the Islands Trust.

Input

External Analysis Staff Report from Step 1
Internal analysis — Employee expertise and abilities
e Org Diagram including
o staff positions and roles
o vacancies and unfilled positions
Strategic Questions and Issues
e Does anything in the staff report affect the direction of the Islands
Trust and how are they to be accomplished?
e Identify issues (areas of weakness) that need to be addressed

Trustee
Work

for conducting a SWOT for the Islands at receives input from the

political and staff levels. o

Identify questions and issues arist tep 1 that affect Strategic
direction or needs for the Islands Tragtt@#Create list of potential strategic
goals to be included in the fi ic Plan

Does capacity and capa do SWOT analysis? If not, include

Request staff to evaluate and recommeﬁeth& costs and timelines
S

Staff Work

budget item to cove? ra r training staff and Trustees

Conduct experienced facilitation of the SWOT process
Update Org Chart and identify current and planned vacancies
Create a staff report containing detailed SWOT analysis results

Timeline

Output

e Report outlining prioritized and detailed SWOT analysis results
e |dentified strategic goals and focus areas for the term

FelgruarWar

?

- mv

Success: A comprehensive report that provides an objective and realistic appraisal
and understanding of the current state of the Islands trust as a whole and provides a list
of potential goals to help address them. The report will include identification of the
Strengths and Weaknesses, and the Opportunities and Threats that affect the long term
Strategic Plan.

Strategic Planning Process Draft Discussion Paper
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Step 3 (Goal Setting) - Goals

Define strategies to address SWOT combinations and identify the top 3-5 goals for the
long term strategic plan that align with the Vision, Mission and Values statements.

Input e SWOT Analysis Report from Step 2
o Opportunities vs Strengths (Staff, Trust Council, LTC,
documents, etc.)
o Opportunities vs Weakness
o Threats vs Strengths
o Threats vs Weakness
e Identify potential goals (what we plan on accomplishing)
e Budget constraints
e Staffing constraints — yearly hours availa‘blg B
Trustee In order to identify the top 3-5 goals to pursue for the following year, the
Work available budget and staff resources have to be taken into account and

verified that the proposed work falls within these constraints.

e Decision on what 3-5 goals have priority and what the anticipated
timelines are (start/finish)

e |dentify key projects (maximum 3 projects per goal)

e Confirm available budget for proposed work in the upcoming year

e Confirm Staff resourcing is available to complete the work

_ = =
Staff Work | Staff to provide the yearly cap amount of hours per staff group/category
available to budget proposed work against

Timeline March

Output Final list als for the long term 4-year plan based on

current position, needs and future issues to be

otegtialNist of projects per goal.

Success:

After reviewing and analyzing the list of potential goals, identify key areas of
improvement or change and create a list of priority goals for the Strategic Plan.

For each goal, a list of potential projects to achieve the goal will be developed.

Strategic Planning Process Draft Discussion Paper
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Step 4 (Implementation) - Identify Projects

Create a high-level, long term 4-year plan which will contain the end goals and initial
high-level projects with key milestones to measure success for the overall strategic plan
achievement.

Input e 3-5long-term goals and potential projects from Step 3.

e From the potential list of projects from Step 3, identify a maximum
of 3 key projects that will have the greatest impact on achieving its
end goal including: Lo

o Cost/benefit analysis process and Risk ahalysis
o Resourcing of staff
o Overall project timeline and key milestones per project

o ldentify performance benchmarks for success tracking

Trustee o Work with staff to create detailed busmess plans that define
Work outcomes, timelines, performance benchmarks and total resource
requirements (budget and staff) for project life to achieve key
milestones and final project deliverable

e Confirm projects and key milestones have budget and staff
resources available and that proposed timelines are realistic.
Reduce scope of work or extend timeline as needed.

» Review cost/benefit and risk analysis indicates a beneficial project

Staff Work e Outline of a Work Plan document based on Business Plans
e Initial hourly staff estimate against each project
Timeline May 31%®ach 7

achieve in the next 4 years. Include key milestones for the entire
project, timelines and staff commitments. This document will be for

public release.
\ e Cost/Benefit analysis and Risk Assessment report per project

Output &40 High-level Strategic Plan outlining goals and identified projects to

e Budget allocation and confirmed staff hours per project
e Work Plan document outline, to be refined in the next step

Success: Creation of a high-level Strategic Plan document including 3-5 goals with a
maximum of 3 projects / goal and 5 milestones / project at any given time.

Against each project, identify a defined measurement for successful delivery, timeline

for completion, key milestones, performance benchmarks, staff needs, budget needs,
and a Cost/Benefit and Risk Assessment analysis.

Strategic Planning Process Draft Discussion Paper
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The project work must continue to fall within available budget and staffing caps
throughout the life of the process.

Strategic Planning Process Draft Discussion Paper
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Step 5 (Implementation) - Develop Milestones

Create a detailed 4-year Strategy Plan including identified projects and Specific,
Measurable, Achievable, Realistic, and Time-Bound (SMART) milestones that focuses
Trust Council’s long and short-term priorities.

Provide a framework to evaluate the current state of the Islands Trust organizational
activities and guide day-to-day decisions making.

Input e Outputs from Step 4

~—\y .
Trustee e Create SMART short-term milestones per project in 3-month,
Work guarterly blocks for the upcoming budget year

e |dentify activities, timelines and perfogg Mks to

measure successful completion of milesto
e Re-run Cost/benefit analysis with new, updated inputs

e Confirm staff availability and set priority work. Extend timelines or
reduce scope as needed

e Confirm budget availability versus estimate, based on updated
detailed milestone requirements

Staff Work e Request staff to design and lead a process to guide Trust Council
in developing SMART projects milestones for upcoming year

e Confirm previous hourly staff estimate against developed
milestones and adjust as needed

e Update the Strategic Plan by project with detailed SMART
milestones for the upcoming year including scope of work,
timelines and milestones, budget allocation and staffing
commitments

Timeline %each r
Output e Detailed Strategic plan containing 3-5 goals with a maximum of 3
projects / goal, 5 key milestones / project and upcoming year of
comprehensive quarterly milestone work
e Report on previous quarterly milestone achievements and
performance benchmarks including budget and staffing tracking

(include effect of any Trust Council resolution work on active
project work)

Success: A detailed Strategic plan that includes the timeline and key milestones for
the life of the project, allocated qualified resources for the upcoming current year,
budget for the current year and lifetime of the project, current cost/benefit table, risk
assessment, and upcoming year of comprehensive milestone work.

Strategic Planning Process Draft Discussion Paper
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Step 6 (Implementation) - Milestones — Ongoing Quarterly

Provide a step-by-step plan on how to achieve the upcoming milestones. Identify
performance benchmarks to measure achievement and ultimate successful delivery of
identified milestone in accordance with the overall detailed Strategic Plan goals,
projects and timeline.

Input e Outputs from Step 5
Trustee e Update quarterly SMART milestones each quarter b 0
Work previous milestone completion status

Trust Council to approve milestone and perf
revisions to avoid project scope creep
Financial Planning Committee to re-r t/
report to Trust Council confirming investmgént valUe is still present
if an active project goes over-bud LooK%er alternative methods
to achieve project goals or cancélproject if investment value is not
present

®
If project is under-staffed, @_‘ lestone delivery dates to
io

accommodate or re-rungpri g on active projects before
looking to hire additi
Financial Plannin itte@ and Staff to review Trust Council

resolution work @an ggest prioritizing as needed if resolution
eliverables

work is affec je
Staff Work Staff to c i%s ly milestones are achievable, staff
resoftce are available to complete the work without
ver
o

incurri timne (show bucket of hours used and remaining)
o Stg active projects and milestone activities from
prev uarter
T P . N4 : : .
Timeline @' St milestOfes each quarter to remain agile and responsive to change
Output e Staff report on the previous quarter of achievements to Trust

Council, including hours and budget tracking

e A Priority Management process based on the updated council and
operational priorities for remaining quarters

e Update Strategic Plan yearly with adjusted milestones as needed

Success: Milestones achieved within specified timeline, accurately staffed, remain on
budget and within allocated hours, without any project or milestone scope creep.

Strategic Planning Process Draft Discussion Paper
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Step 7: Close Project

Upon successful completion of a project, Trust Council shall close the current project.

Input Outputs from Step 6
Trustee Financial Planning Committee confirming project spend and
Work whether it was on/under/over budget
Trust Council to review final Staff Report — Project C d
resolve the project has ended.
If a project closes mid-year, Trust Council to degerr h
project from Step 3 will be initiated next - Po pf projects
per goal and repeat follow-on steps
Staff Work Final Staff report containing:
o Total staffing hours for the project@nd whether they came
in on/under/over estimate
o Total project spend and thelit was on/under/over
budget ° %
o Where performanc rks met and was the project
delivered on tim 6\
o If project WaspM, rovide reasoning for ending
Timeline Upon the completion and d‘eliven‘of the defined Project outcomes
Output A Project Closure report

e The next Eroject to continue meeting the identified Goals

Success: Project achieved within specified timeline, accurately staffed, remain on
budget and within allocated hours, without any project or milestone scope creep.

Either the yearly Strategic Plan review will occur, or another project will be chosen and

initiated from Step 3 that furthers meeting the end objective of the current goals.

QY
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Islands Trust BRIEFING

To: FPC Sub Committee on Corp For the Meeting of: April 6, 2023
Plan, Governance Committee

From: CAO Date Prepared: March 30, 2023

SUBJECT: Structured Decision-making

PURPOSE: To provide a brief outline of the need to develop a process of structured decision-making
at the Islands Trust, in support of development of an overall corporate plan.

BACKGROUND:

A sub group of the Financial Planning Committee (FPC) (Trustees Boland, Patrick and Evans) have been
developing a draft strategic planning process at the request of the Financial Planning Committee on
behalf of the Governance Committee. The results of that work are under separate cover.

During the working group meetings however, a need was identified to develop enhanced
decision-making processes as a companion project to support any new strategic plan and to assist in
decision-making overall at the Islands Trust. The following are some important issues to be addressed in
order to support a structured decision-making process that is publicly defensible and financially viable.

A more robust decision-making process would help the organization make business decisions in a
calibrated and knowledgeable manner.

1. A decision-making framework or a set of criteria should be attached to significant decisions to
support decision-making. These criteria could be various, either alignment with the Trust
Object, the strategic plan, the Policy Statement or some other operational objective. Often,
once a staff report is received, trustees are then faced with debate but perhaps without a frame
of reference to make an informed decision. This frame extends beyond simply professional
advice, rather what is the lens, either political, financial or otherwise, that a trustee needs to
view their decisions through?

2. Has the decision been framed in terms of a structured decision based upon the principles of
administrative fairness and natural justice, i.e. Policy 2.1.3 Governance Principles? Does a
decision satisfy the Hearing Rule, the Impartiality Rule and Evidence Rule?

3. What is the route/sequence of decision-making? Due to the structure of the Islands Trust,
including the sequenced meeting schedule, decision-making can become overly complex. The
route to a decision for Trust Council needs to be simplified or made as efficient as possible. For
instance, currently an initiative of a sub-group of Trust Programs Committee (TPC), would need
to report to TPC with a recommendation, TPC would then make a recommendation to Trust
Council, via Executive Committee or possibly through referral to another committee, and then
Trust Council would receive a request for decision (RFD). If more information is required by
Trust Council, the whole process starts again.

4. The distinction between authority and responsibility. Corporate entities at the Islands Trust
make decisions based upon their authority. These bodies include Trust Council and the local
trust committees (LTC’s). Nevertheless, Trust Council itself has limited meeting time and a large

Islands Trust Briefing Page 1
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number of participants, making decision-making unwieldy in some circumstances. Strong
committees would traditionally enhance and expedite this process by doing the commensurate
work and make strong recommendations. In other words, the committees have the
responsibility. For instance, if a future strategic priority is updating official community plans
(OCPs) at the Islands Trust, how does Trust Council choose between different projects that have
unrelated outcomes? At present, this decision is guided by the Financial Planning Committee or
perhaps a sponsoring trustee from the LTCs. Ideally, in this example, the work is done by the
Regional Planning Committee who have taken into account the long-term implications of various
options and made recommendations to Trust Council.

5. How is a decision of a committee communicated to Trust Council? Staff reporting is a required
and regular function of the administration of the organization and accompanies all RFDs.
However, while staff can assist in indicating which projects should be prioritized, they cannot
adopt the role of “champion” for any particular endeavor. Some projects are purely
administrative in nature and staff will communicate on that basis. However, at the Trust Council
table there should be greater use of champions/sponsors, perhaps through the committee
process to advance projects.

6. What principles or criteria of Trust Council are imbedded or acknowledged in the pre-work prior
to the decision-making moment?

7. How are competitive ideas presented and communicated? How do we measure and decide on
equally valuable, completely dissimilar projects with limits on budget and resources?

8. There are instances of significant decisions being made on the basis of trustee sponsored RFDs
or table motions, with little or no staff analysis. These generally are not structured decisions
and there is relatively little public awareness of the issues or the financial implications.

9. Finally, and significantly, development of a specific decision-making process at committees and
Trust Council, (guided by the various chairs, perhaps) for big decisions. For instance, currently in
the budget process,

I.  staff will conclude their verbal report on the budget summary,
II.  will then ask if there are any questions, and then,

lll.  often the first step in the decision-making process is a motion from the floor “to remove
item X from the budget” or a request to go through the business cases again.

There should be an acknowledgement at important decision-making moments of any committee
of the relative importance of the decision, the relative strengths and weaknesses of the proposal
and a process of discussion to support a conclusion.

10. Structured decisions lead to quicker discussions. A structured decision resists going backwards
to investigate first principles or some earlier agreed to decision, but moves forward
incrementally.

These notes are preliminary; however, it is recommended that careful thought is given to adopt a
structured decision-making process at the Islands Trust that is concurrent with any new strategic
planning or corporate planning process.

ATTACHMENT(S): None
FOLLOW-UP: As directed.

Prepared By: R Hotsenpiller

Reviewed By/Date: April 4, 2023
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