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Staff Report

Administration — Chief Administrative Officer

Report To: COW- Admin, Corp and Finance, SI, Comm. Services

Meeting Date: April 13, 2026

Report Number: ADM.26.017

Title: Follow Up to Proposed Updates to Council Staff Relationship
Protocol Policy

Prepared by: Adam Smith, Chief Administrative Officer

A. Recommendations

THAT Council receive Staff Report ADM.26.017, entitled “Follow Up to Proposed Updates to
Council Staff Relationship Protocol Policy”;

AND THAT Council repeals the “Council Staff Relationship Policy POL.COR.19.02”, and enacts a
new “Council Staff Relationship Protocol Policy, POL.COR.26.xx"” as attached to this report.

B. Overview

This report serves as follow up to Council direction provided on November 10, 2025 as a result
of staff report ADM.25.067 "Follow Up to Public Meeting - Council Staff Relationship Protocol
Policy, POL.COR.19.02"

C. Background

On September 30, 2025 the Town held a public meeting regarding proposed changes to the
Council Staff Relationship Protocol Policy, POL.COR.19.02 .

Based on the feedback received at the Public Meeting, staff presented follow up staff report
ADM.25.067 "Follow Up to Public Meeting - Council Staff Relationship Protocol Policy,
POL.COR.19.02" and Council provided the following resolution on November 10, 2025:

THAT Council receive Staff Report ADM.25.067, entitled “Follow Up to Public Meeting —
Council Staff Relationship Protocol Policy, POL.COR.19.02”;

AND THAT Council directs staff to review the proposed Council Staff Relationship
Protocol policy in light of discussion regarding the overall purpose, policy statement,
guiding principles, clarifying roles and Council input language within the Peterborough
policy referenced in the Public Meeting presentation of September 30, 2025.
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In updating the protocol policy, the intent is to ensure it is reflective of current realities of
governance in the municipality and addresses any gaps that may be affecting the working
relationship between Council and staff. The changes are situated in the context of emerging
threats to principles underpinning Council-Staff relations. In particular, the increasing trend of
incivility in the municipal space has impacted organizations across the province including the
Town of The Blue Mountains.

In a recent survey conducted in November 2025 by the Association of Municipal Managers,
Clerks and Treasurers of Ontario (AMCTO), 264 responses were collected from municipal staff
across the province with 77% regardless of tenure or frequency of interaction, reported
experiencing incivility from members of council. This percentage rose to 94% when it came to
members of the public.

The deterioration in civic discourse and growing toxicity, has also impacted elected officials, to
the point where the Association of Municipalities of Ontario (AMO) has stated that these issues
are systemic barriers to effective governance and service delivery. Through it’s Healthy
Democracy Research , AMO has identified the mental health toll of discrimination, bullying and
harassment as a barrier to entry into municipal politics particularly for equity-deserving groups.

Alongside the above reference material, additional resources that are complementary to this
protocol and provide helpful tactics to address pressures on the relationship include AMO’s
Leading with Respect Handguides. Collectively, these resources in conjunction with the Council-
Staff Relations Protocol and corporate policies referencing applicable codes of conduct and
respectful interactions serve to support a relationship that is resilient in the face of both
current and future challenges.

D. Analysis

Further to the Council resolution respecting staff report ADM.25.067 "Follow Up to Public
Meeting - Council Staff Relationship Protocol Policy, POL.COR.19.02", the draft Council Staff
Relationship Protocol Policy has been subsequently reviewed and modified based on a similar
policy maintained by the City of Peterborough. Most significantly, is the addition of the ‘Guiding
Principles’ section that mirrors the City of Peterborough policy but is also reflective of the Town
of The Blue Mountains context. In doing so, language within the ‘Procedures’ section
particularly related to roles was added under the ‘Guiding Principles’ section.

In terms of effect, the City of Peterborough’s policy was very similar to the Town with respect
to understanding the statutory obligations between Council and Staff alongside processes
important for the relationship such as communications. Staff maintained the ‘Procedures’
section as it is intended on being the means in which the ‘Guiding Principles’ are
operationalized and practiced.

The above modifications serve to focus on trends affecting the relationship and emphasize the
shared purpose of both administration and Council particularly as it relates to working together
and “promoting an environment of mutual respect” with an expectation that both staff and
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Council refrain from public criticism that may “lead to public embarrassment or reputational
damage.”

Another component of Council’s direction on this matter, was modifications to the chart within
the ‘Input and Directions’ sub-section. To fulfill the direction, staff have added another column
to the chart described as ‘Acknowledgment’. In doing so, there is now further guidance on an
appropriate response to a member of Council versus Council as a whole.

Finally, with the recent approval of the Town’s Corporate Strategic Plan, the Council Staff
Relationship Protocol Policy has been updated in alignment with the values anchoring the Plan
and this is reflected in the ‘Trust and Respect’ subsection. Adherence of these values is critical
to ensure that both Council and staff can “serve the best interests of the municipality”.

E. Strategic Priorities

1. Communication and Engagement

We will enhance communications and engagement between Town Staff, Town residents
and stakeholders

2. Organizational Excellence

We will continually seek out ways to improve the internal organization of Town Staff
and the management of Town assets.

F. Environmental Impacts

N/A

G. Financial Impacts

N/A

H. In Consultation With

Corrina Giles, Town Clerk

I.  Public Engagement

The topic of this Staff Report has been the subject of a Public Meeting and/or Public
Information Centre which took place on September 30, 2025. Those who provided comments
at the Public Meeting and/or Public Information Centre, including anyone who has asked to
receive notice regarding this matter, have been provided notice of this Staff Report. Any

comments regarding this report should be submitted to Adam Smith, Chief Administrative
Officer, cao@thebluemountains.ca.
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J. Attached

1.  Council-Staff Relationship Protocol Policy — PROPOSED

Respectfully submitted,

Adam Smith
Chief Administrative Officer

For more information, please contact:
Adam Smith, Chief Administrative Officer
cao@thebluemountains.ca
519-599-3131 extension 234
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Policy

POL.COR.26.XX
Council Staff Relationship Protocol Policy

Policy Type: Corporate Policy (Approved by Council)
Date Approved: XXX

Department: Administration

Staff Report: FAF.19.008, ADM.25.067, ADM.26.017
By-Law No.: 2026-X

Policy Statement

Positive relationships between Council and Staff are essential to the provision of public service
excellence and effective governance in the Town of The Blue Mountains (Town). Successful
relationships involve mutual understanding of roles and responsibilities, two-way
communication, clarity in reporting relationships and direction from Council to Staff through
the CAO. These principles can be achieved when high standards of conduct form the basis of all
Council and Staff interaction.

Purpose

Section 270(1)2.1 of the Municipal Act requires all municipalities to adopt and maintain a policy
regarding the relationship between Members of Council and Staff. Sections 224 to 229 of the
Act set out the roles of Council, the Head of Council, Municipal Administration, the Clerk and the
Chief Administrative Officer.

Town Staff serve Council as a whole in order to deliver quality public services and programs and
effective management of Town resources in a way that serves the greater good of all citizens.
This Protocol offers guidance on Council-Staff relationship issues which may arise, and will serve
as a guide to dealing with circumstances as they may arise from time to time, and should ensure
that Council Members receive objective and impartial advice and professional support from
Town Staff. This Protocol should be used and applied in conjunction with other guiding Town
documents listed at the end of this Protocol.

Application

The guiding principles and procedures contained in this policy shall apply to all Council and Town
Staff of the Town of The Blue Mountains.
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Council Staff Relationship Protocol Policy

Definitions

Act: means the Municipal Act, 2001, S.0. 2001, c.25, as amended or replaced from time to time.

Code of Conduct for Members of Council: The Code of Conduct sets minimum standards for the
behaviour of Members in carrying out their functions. It has been developed to assist Members of
Council, Local Boards and Advisory Committees to understand the standards of conduct that are
expected of them, and the law that applies in relation to these standards, fulfill their duty to act
honestly and exercise reasonable care and diligence, and act in a way that enhances public confidence in
local government.

Committee Chair or Chair means the Chairperson of any Committee, or the Chair of a portion of
Committee of the Whole meetings.

Chief Administrative Officer: means the senior executive appointed by Council who is responsible for
managing the municipality.

Council Members: shall mean the members elected as the legislative body of the Town of The
Blue Mountains Council. Council Members are not employees.

Employee Code of Conduct: The Employee Code of Conduct sets out standards of Ethical and professional
behaviour in the course of an Employee’s work to ensure that public confidence and trust is maintained. The
Employee Code of Conduct establishes expectations for ethical conduct and establishes standards designed
to promote and protect the public’s interest and enhance public confidence and trust in the integrity,
objectivity and impartiality of the Town and its Employees.

Integrity Commissioner: The Person(s) appointed by Town Council By-Law (including the person
delegated by the appointed integrity Commissioner) in accordance with Section 223.3 of the Municipal
Act, 2001.

Mayor: the Head of Council and the Chief Executive Officer of the Town.
Mayoral Decision: means a decision issued by the Mayor in writing as prescribed in the Act.
Mayoral Direction: means a direction given by the Mayor to staff in writing as prescribed in the Act.

Routine Inquiry: A communication by a Member of Council with Staff (in person, in writing, by phone,
text, or other electronic means) which meet the following criteria:

® Requires no expenditure of unbudgeted resources; and

e Constitutes a type of communication that would normally occur between a member of the
public and Staff in the ordinary course of business; or
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¢ Constitutes a request for information that is readily available or is routinely produced by Staff in
the course of their duties; or

e Constitutes a request for a service that is routinely done by Staff in the course of their duties.

Senior Management: means a staff member that is a member of the Town’s Senior Management Team.

Staff: shall mean full-time, part-time, contract workers and volunteers of the Town.

Town: shall mean The Corporation of the Town of The Blue Mountains.

Guiding Principles

1. Shared Purpose:

a)

b)

f)

g)

h)

Members of Council and Staff have a shared purpose and responsibility to serve the best interests
of the Municipality.

The roles of Members of Council and Staff are intertwined and dependent on one another for
effective Municipal governance and management.

To produce the best results and outcomes for the Municipality, Members of Council and Staff must
work together, while performing their respective roles.

To demonstrate a commitment to accountability and transparency among Council and Staff and
with the general public;

To show community leadership by making sound decisions based on knowledge, expert advice and
sound judgment;

To enhance public understanding of the political process by providing information about decision
making processes;

To achieve and maintain an environment of mutual respect and trust, with respect and
acknowledgement of the different roles in achieving Council's objectives.

To be innovative and creative in the development and delivery of cost-effective municipal services.

2. Division of Responsibilities:

a)

Members of Council and Staff have distinct roles in Municipal governance, management, and
administration.
e The role of Council is to govern and provide direction to Staff as a collective decision-
making body of the Municipality.
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e Under the Municipal Act, Members of Council do not serve as technical experts or actin a
professional advisory capacity to Staff or the community on behalf of the municipality.

e [tis not the role of Staff to make policy and service level decisions. Staff provide
professional advice and technical expertise, implement Council’s decisions, and manage
Municipal operations and service delivery.

b) To ensure efficient and effective Municipal government and operations:
e There needs to be a clear separation of the political and administrative spheres.

There needs to be a clear division of responsibility between the Offices of the Mayor and
the CAO, and between Members of Council and Staff.

e Members of Council should recognize and reinforce the clear and unequivocal responsibility
and accountability of the CAO for the overall management and of the administration of the
Town.

e Individual Members of Council and Staff must respect their professional boundaries and
one another’s roles.

e Processes related to lines of communication and the accountability structure need to be
followed by Members of Council and Staff.

3. Leadership and Professionalism

a) Members of Council and Staff must demonstrate leadership and commit to a high degree of
professionalism in their conduct.

b) Members of Council will not deal with Staff in a way that is inconsistent with decisions of Council,
regardless of opinion or belief; and

c) Staff will uphold and implement the decisions of Council, even if they are not in line with the
advice of Staff.

4. Cooperation and Effective Municipal Outcomes
a) Members of Council, and Staff work for the public good.

e Members of Council and Staff must recognize their overarching goal is to serve the best
interests of the Municipality and work together to achieve this shared purpose while
fulfilling their distinct roles.

e Staff must be sensitive to Council’s role as the governing body for the Municipality and the
elected voice of the citizens. Council must balance competing interests and priorities.

e Staff must provide their professional advice and recommendations in good faith and based
on complete information.
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e Staff should be mindful of Council’s time and present information in a succinct and user-
friendly manner.

e Members of Council should trust that Staff will perform their roles in good faith and in the
best interests of the Municipality.

b) Mutual cooperation and support are essential to a productive Council-Staff relationship and to
producing the best outcomes for the Municipality.
e Sound decision-making and direction-setting by Council relies on timely and sound advice
and information from Staff as technical experts.

e Members of Council and Staff must keep one another apprised of important information
that may impact their ability to fulfill their roles.

e Council should seek input from and consult Staff as the technical experts prior to making
policy decisions or public commitments.

e Staff will support informed debate and evidence-based decision-making by Council by
providing timely, complete, and unbiased advice and information.

e Staff will ensure that information pertaining to Council business is proactively and
consistently provided to all Members of Council.

Communication and Accountability Structure
a) Communications between Members of Council and Staff related to municipal business will respect
the Town’s accountability structure.

e The CAO reports to Council and is responsible for Staff.

e Generally speaking, Staff report to and take their direction from the CAO and Senior
Management. Some staff are directly accountable to Council in relation to their statutory or
professional responsibilities.

e Municipal decisions are made by Council as a whole, as a collective governing body.
e Each Member of Council, including the Head of Council, has one vote.

e The Mayor does not have any more power than any other Member of Council to make
decisions on behalf of the municipality, other than the powers set out in the Municipal Act,
2001 as it relates to Strong Mayor powers.

e Only Council, as a whole, has the authority to direct Staff to carry out specific tasks or
functions pursuant to a Council direction.

b) The principles underpinning the flow of information between Members of Council and Staff will be
according to the following:
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e Formal communication channels will be used for information related to Council business
and decision-making.

e Communications to or from Members of Council related to municipal business will be
conducted through the CAO or appropriate Senior Management.

e Senior Management works closely with Committee Chairs but it is generally understood
that staff serve Council as a whole, rather than any individual Member of Council.

e Information from the CAO or Senior Management will be communicated to all Members of
Council.

e Members of Council who need to engage Staff should do so through Senior Management,
whether in-person, in writing, or through electronic messages.

e Routine inquiries from a Member of Council can be provided to the appropriate Staff
member(s) in the same way as they would be provided by the public.

6. Trust and Respect
a) To build trust and confidence in the Municipality, Members of Council and Staff must conduct their
roles in a respectful and professional manner.

e The public expects that Council and Staff will work effectively together to achieve the best
interests of the Municipality.

e The public expects Members of Council to conduct their political role in good faith and in a
professional and respectful manner.

e Staff are expected and required under their employment contract to execute their
responsibilities in good faith and in a professional and respectful manner.

b) Members of Council and Staff will foster and promote an environment of mutual respect and trust,
guided by values of respect, leadership, accountability, collaboration, stewardship, and
transparency.

e Members of Council and Staff are expected to show respect and professionalism toward
one another.

e Members of Council and Staff must understand and be respectful of the different roles,
challenges, and responsibilities they each face.

e Members of Council and Staff are to avoid discriminatory, disparaging, or vexatious
comments, behaviour, or conduct toward one another.

e Members of Council and Staff will refrain from publicly criticizing an individual Member of
Council or Staff which could lead to public embarrassment or reputational damage.
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e Comments on Staff performance shall be directed through the CAO.

Clarifying Roles

1. Council
Council’s role is Policy focused: Represent the Town, provide direction and create policy. Specifically,
Section 224, 225, 226 of the Municipal Act, 2001 states:

It is the role of council,
a) torepresent the public and to consider the well-being and interests of the municipality;
b) to develop and evaluate the policies and programs of the municipality;
c) to determine which services the municipality provides;

d) to ensure that administrative policies, practices and procedures and controllership policies,
practices and procedures are in place to implement the decisions of council;

e) to ensure the accountability and transparency of the operations of the municipality, including
the activities of the senior management of the municipality; and

f) to maintain the financial integrity of the municipality; and
g) to carry out the duties of council under this or any other Act.

2. Head of Council (Mayor)
It is the role of the Head of Council, to:

a) act as chief executive officer of the municipality

b) to preside over council meetings so that its business can be carried out efficiently and
effectively;

c) to provide leadership to the council;

d) without limiting clause (c), to provide information and recommendations to the council with
respect to the role of council described in clauses 224 (d) and (d.1);

e) to represent the municipality at official functions; and
f) to carry out the duties of the head of council under this or any other Act.
Section 226.1 As chief executive officer of a municipality, the head of council shall:

a) uphold and promote the purposes of the municipality;
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b) promote public involvement in the municipality’s activities;

c) act as the representative of the municipality both within and outside the municipality, and
promote the municipality locally, nationally and internationally; and

d) participate in and foster activities that enhance the economic, social and environmental well-
being of the municipality and its residents.

The Mayor has a prominent and very public profile. Many citizens within the Town of The Blue
Mountains will have high and often varied expectations. The Mayor must find a way to balance these
expectations and special responsibilities.

3. Chief Administrative Officer
The CAO specific responsibilities are set out in Section 229 of the Municipal Act, 2001 as follows:

a) exercising general control and management of the affairs of the municipality for the purpose of
ensuring the efficient and effective operation of the municipality; and

b) performing such other duties as are assigned by the municipality.

4. Senior Management
The role of Senior Management is to lead and direct (Staff in carrying out) (activities related to) the
responsibilities set out under Section 227 of the Municipal Act, 2001.

Generally, Senior Management is responsible for:
a) Directing the implementation of Council’s policies and decisions.
b) Providing advice to Council on the policies and programs of the Municipality.
c) Hiring, developing, and overseeing/managing a team of competent Staff.

5. Officers and Employees
a) The role of the officers and employees of the Town is set out under Section 227 of the
Municipal Act, 2001, as follows:

b) to implement council’s decisions and establish administrative practices and procedures to carry
out council’s decisions;

c) toundertake research and provide advice to council on the policies and programs of the
municipality; and

d) to carry out other duties required under this or any Act and other duties assigned by the
municipality. 2001, c. 25, s. 227.

e) Generally, Staff are responsible to Senior Management for:
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i. Implementing decisions of Council.

ii. Establishing administrative practices and procedures to carry out Council’s decisions.
iii. Researching and providing advice on the policies and programs of the Municipality.
iv.  Fulfilling statutory duties.

v. Following direction of the CAO and Senior Management to ensure the successful operation
of the Corporation.

Procedures

Council Responsibilities

e Councillor requests for information or services that are readily available to the public
shall be provided to Council Members in the same manner as it is provided to the
public.

e Councillor requests for new information or service, requiring a commitment of
resources (e.g., investigation, administrative support, analysis, expenditures) beyond
the normal course of public service delivery levels shall only be provided after being
authorized by the whole of Council through a resolution.

e Councillor requests for Staff participation and attendance at Councillor-organized
community events or meetings shall be in keeping with existing procedures and service
levels and shall ensure that the Chief Administrative Officer is aware of and in
agreement with the community meeting logistics, purpose and outcomes.

e Councillor direction or requests to Staff to undertake an action, expend funds, commit
resources beyond the normal course of public service delivery levels, or prepare a Staff
report to Council or a committee, shall only be acted upon by Staff when authorized by
the whole of Council through a resolution.

e The Mayor, an individual Councillor or informal groups of Councillors cannot make a
decision on behalf of the Council unless authorized by Council or statute.

e Council Members should, to the extent possible:

o discuss issues with Staff and advise Staff of questions prior to public meetings where the issue
will be heard;

o request advice from the Town Clerk about the appropriate wording of motions, amendments
and formal Staff directions in accordance with the Procedural By-law.

o request advice from the Chief Administrative Officer as to whether an action is required to be
authorized by the whole of Council or considered within the scope of normal business.

e The Mayor may only direct employees in specific instances for the purposes of
exercising powers or performing duties under Part VI.1 of the Municipal Act through a
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Mayoral Decision or Mayoral Direction. Otherwise, all direction to Staff related to any
other matters must continue to be exercised by Council as a whole. It is expected that
the Mayor when making a Mayoral Decision or Mayoral Direction will have regard to
the policies and decisions of Council, and the apolitical role of the Chief Administrative
Officer and Staff, and will weigh the application of those policies, decisions and roles
when so doing.

e The role of the Chair is to chair either a Council or Committee of the Whole or
Committee Meeting as the presiding officer. The Chair does not serve in a managerial
or policy role with respect to the Department(s) of the Committee of the Whole
meeting they preside. As outlined in the Town’s Procedural By-law, the Chair must
ensure meetings are conducted in an orderly fashion in accordance with the Procedure
By-law including:

o enforcing rules and decorum during meetings;
o accepting and putting to a vote motions as presented by Members;
o deciding and ruling on points of order and points of privilege;

Staff Responsibilities

e Staff responses to a Councillor on specific issues (e.g., complaints, questions, requests)
will be provided to all Councillors for consistency.

e Staff responses to a Councillor on Town or Corporate issues will be provided to all Council
Members for consistency.

e Staff responses to requests from Council Members for readily available public information
shall be provided within 2 business days whenever possible.

e Staff shall respect that Council Member’s time is valuable. Reports and presentations to
Council should be concise to the extent possible, while still ensuring all necessary
information is communicated to Council.

e Staff shall be professional, apolitical and courteous to Members, in accordance with the
Municipality’s Employee Code of Conduct.

Respectful Reporting Relationship

The formal relationship between Council Members and Staff must be respected to ensure equal
treatment. For significant or sensitive issues, Council Members and Staff are encouraged to
primarily direct questions and concerns to the Mayor and/or CAO for their consideration. Any
request for information from a Council Member that is not received and answered at a
Committee or Council meeting is to be circulated and responded to in writing and copied to all
Council Members.
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Respect for Time Priorities

Page 11 of 12

Timelines must be respected by all Council Members and Staff. Members and Staff shall set
reasonable expectations of each other, including providing reasonable timelines to accomplish
tasks. It is expected that all participants will be well prepared for meetings and will prioritize
appropriately, according to direction given by management or Council. Staff will spend time on
significant projects only once direction is given by Council to do so. Appointments will be made
for meetings between Staff and Council Members in order to ensure that all parties are available
and prepared for the discussion. Council members are encouraged to make these requests with
sufficient advance notice and with sufficient background information to inform the meeting.

Expectations of Information Flow Outside of Regular Business Hours

As set out in the Disconnecting from Work Policy, it will not be expected that responses will be
sent, or actions taken by Staff outside of regular administrative business hours, with the
exception of emergencies as defined by the Emergency Response Plan for the Town.

Input and Direction from Council Members

Council Members are required under the Municipal Act to represent the public and to consider
the well-being and interests of the municipality as a whole. The chart below provides an outline

of Staff actions to be taken in response to Councillor input and Council direction.

Council Input

Acknowledgment

Staff Requirement
to Report Back

Staff Requirement
to Take Action

An individual member of Council Yes No At Staff’s discretion
provides input on administrative/ or at the direction of
operational matters (e.g. informally the CAO.

or during a meeting)

A Chair provides input on Yes No At Staff’s discretion
administrative/operational matters or at the direction of
(e.g. informally or during a meeting) the CAO.

A Committee or Council gives No As directed by Yes

direction to Staff through the CAO
regarding an administrative/
operational matter through a
Council resolution

Council/CAO

While a report in writing back to Council may not be required, it is often in the interest of
relationship building and/or accountability to do so, either informally (i.e. email) or formally, as

each circumstance dictates.
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Exclusions

There are no exclusions to this protocol except as required by law or for matters that are
restricted to Closed Meetings as per the Municipal Act.

References and Related Policies

This Protocol shall be read and applied in conjunction with the following corporate documents,
as updated from time to time:

POL.COR.21.06 Code of Conduct for Members of Council Local Boards and Advisory Committees
POL.COR.24.05 Accountability and Transparency of Town Actions to the Public

POL.COR.24.02 Respectful Workplace Policy

POL.COR.25.02 Employee Code of Conduct

2023-62 Procedural By-law

POL.COR.18.01 Use of Corporate Resources for Election

POL.COR.22.06 Disconnecting from Work Policy
Consequences of Non-Compliance

In the interest of strengthening Staff and Council relationships both Staff and Council are
encouraged to consider informal discussions and/or mediation prior to the submittal of a formal
complaint. The following policies will be referenced for all complaints:
1. POL.COR.21.06 Code of Conduct for Council Members of Council, Local Boards and Advisory
Committees
2. POL.COR.25.02 Employee Code of Conduct
3. POL.COR.24.02 Respectful Workplace Policy

Review Cycle

This policy will be reviewed once per term of Council or as required due to legislative change.
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