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PARKS, RECREATION & CULTURE MASTER PLAN - (5:00 P.M. - 6:00 P.M.)
Presented by LEES & Associates Megan Turnock and Amanda Gebhardt

1.1 This workshop will be led by our consultants, Megan and Amanda, who
will facilitate a structure discussion to gather insightful feedback

from Council members. We will review the progress achieved since the
implementation of the 2019 plan, reflecting on the changes that have
occurred over the years. Additionally, we will identify emerging
challenges and opportunities that should be considered in shaping the
future direction of Parks, Recreation and Culture in Welland.

NOTICE OF MOTIONS - REALITIES, CHALLENGES & PATH FORWARD -
(6:00 P.M. - 7:00 P.M.)

Presented by Tara Stephens, Director of Legislative Services/City Clerk

2.1 This presentation will provide Council with an overview of the operational,
legal, and service-level impacts of Notice of Motions (NOMs). As NOMs
have increased in volume and complexity, they have placed growing

pressure on staff resources and delayed other Council-approved
priorities. The presentation will share examples, outline current
challenges, and propose potential process improvements—such as
intake guidelines, sunset provisions, and updates to the Procedural By-
law—to help ensure NOMs remain an effective governance tool aligned
with organizational capacity.


https://www.welland.ca/Council/LiveStream.asp

PUBLIC ENGAGEMENT - (7:00 P.M. - 8:00 P.M.)
Presented by Marc MacDonald, Chief Communications & Public Engagement
Officer

3.1 This session will build on the information previoulsy presented to Council
on Public Engagement and the IAP2 model. It will focus on clarifying
Council's role in Public Engagement, addressing common

misconceptions, and developing strategies to plan for and respond to
these challenges effectively.

ADJOURNMENT
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Welland Parks, Recreation and Culture Master Plan

Mid-term Check-in and Update

Council Workshop
April 15, 2025




e Introductions and
Workshop Purpose

 Project Overview

* Progress Update

« What’s Changed? + Discussion
 Vision and Goals + Discussion

« Measuring Success + Discussion
« Closing Remarks



Introductions

Megan Turnock Amanda Gebhardt
Principal Practice Lead
LEES+Associates LEES+Associates



Workshop Purpose

 Provide an update on PRCMP
progress and key actions.

 Present preliminary findings
on changes and trends.

 Identify new challenges
and opportunities.

e Understand Council’s vision
to align strategic priorities
with community needs.

» Define success metrics to track and
evaluate the impact of this project.



Project Overview

Scope of Work

 Conduct background review to determine
progress and see how conditions have changed.

 Define national and regional trends in parks,
recreation, and culture related to Welland.

 Public and Interest-holder engagement
to determine community needs

 Assessment of service levels, gap
analysis and recommendations.

 Final Report



Project Overview

MID-TERM CHECK-IN & UPDATE

FINAL PARKS,
RECREATION
& CULTURE

MASTERPLAN

JULY 2019
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Progress Update.

Success Stories

2019 Vision and Priorities

Recommendations Overview

Report Card Review




Progress Update

success Stories
2020 The new Rotary Park opens as part of R ECR EAT | O N

the Waterfront Redevelopment Project

PARKS

Construction underway 2019 Completion of the
2024/25 and nearing completion at Community Trails Strategy
The Cove in Dain City

Grand Opening of Empire
2022 pening E

Upgrades underway at Sportsplex
2021 2 y

Maple Park

New LGBTQ2+ Advisory
2022 Committee is formed

2023 Grand opening of the new
Sparrow Meadows Park

CULTURE

2024 Asset Management Plan

Events hosted or supported b
+1OO pp Yy

2024 STEM Programs now offered the City of Welland.
at Welland Community Centre

2023 Community Grants Program supports local non-

2024 U2 IS0y (ONDHEIEe profits and community organizations.

Memorial Park Pool reopens.

2024 Launch of the Welland Art Scene
online interactive map




Progress Update

2019 Parks, Recreation, and Culture Master Plan

Vision Recommendation Categories:
City Programs Trails Systems
. Volunteer Capacity Aquatics and Fitness
CO nn eCtI n g Partnership Gymnasiums
Cre at|v|ty & Play ?:/Iarketing and Sports fields
omrr.lu.nlcatlons Outdoor Sport Courts
Inclusivity Playgrounds
Youth Arts and Cultural
Older Adults Space
Welland Recreation Public Art
Corridor

Festivals and Events

Future Parkland Needs Resourcing Arts

Horticulture and and Culture

Community Gardens Monitoring and

Off-Leash Areas Updating the
Master Plan



Progress Update

PRCMP Recommendations

« City Staff and Planning
Team worked together to
create a Report Card

e 47 Recommendations
« 36% are Complete

 49% are in Progress



Progress Update

COMPLETE

Recommendations “Completed” or “Sufficiently

Actioned” and ongoing.

Category Reference Recommendation Actions Taken
City Programs Recommendation #1 | he evaluated based on anticipated

municipal role, quantifiable measures
of demand and costs to the City.

for Council approval in March 2025.

Volunteer Capacity

Recommendation #2

Continue to support Welland’s
volunteer sector through appropriate
community development and
capacity building initiatives.

Neighbourhood Association Policy
and Program presented for Council
approval in March 2025.

Social Media Campaigns

Partnership

Recommendation #6

Proactively seek partnerships with parks,
recreation and cultural service providers.

Active partnerships include YMCA,
Notre Dame Catholic High School,
SNRC, Row Ontario, SNCC, District
School Board of Niagara, YSP, Welland
Jackfish, Brock University, Niagara
College, etc.

Inclusive

Recommendation
#10

Engage in ongoing dialogue with
representatives of LGBTQ+ communities
to understand the parks, recreation and

cultural needs of marginalized populations.

Ongoing LGTBQ2+ advisory committee
was formed to engage in the Events
Collective in an advisory capacity.

Report Card




Progress Update

COMPLETE

Category Reference Recommendation Actions Taken
e Youth | tions has added iti
Recommendation Develop additional youth-specific * . ou _nnova 0{75 ?S added amenities
Youth . . including a lending library, stage,
#11 drop-in and registered programs. . .
tutoring, meeting space, etc.
Recommendation Work with older adult service
Older Adults 412 partners to better understand and e Ongoing
improve their experience.
. . Establish a Full-Time St.aff position to | Position added to support
Welland Recreation | Recommendation oversee programs and infrastructure within infrastructure and maintenance
Corridor #16 the Welland Recreational Corridor and the requirements
Welland International Flatwater Centre. g '
. . R i E he YMCA of Ni iscuss ways . .
Aquatics and Fitness ecommendation ngage the C. or Miagara t-o discuss way e Partnership agreement in place.
#26 to address aquatic programming needs.

Report Card




Progress Update

COMPLETE
Category Reference Recommendation Actions Taken
. . Recommendation Ded|.ca.te a full-time staff person to . e Position added: Supervisor of
Aguatics and Fitness administer, program, and promote the City . .
#27 , . Recreation and Aquatics
of Welland’s indoor and outdoor pools.
Review the recommendations of the
Aquatics and Fitness Recommendation ongoing Outdoor Pool Rationalization * Pool redevelopment completed at
d #29 Study to confirm the future course of Memorial Park.
action for outdoor aquatic services.
Work with pickleball organizations to
Gvmnasiums Recommendation explore options that facilitate access e Pickleball courts at Maple Park &
y #31 to additional times at municipal and Empire Sportplex operational.
non-municipal gymnasiums/halls.
. Re-engage ball diamond user groups e User group usage evaluated for current
: Recommendation : . : . o .
Sports fields 433 to reconfirm ball diamond plans fields to determine if additional fields
proposed for Memorial Park. were warranted in 2021.

Report Card




Progress Update

COMPLETE

Category Reference Recommendation Actions Taken
Construct a minimum of four
Outdoor Sport Recommendation outdoor pickleball courts as part of e Completed as part of the Empire
Courts #34 implementing the Rotary Club of Sportsplex.
Welland Park redevelopment project.
Engage the beach volleyball
Outdoor Sport Recommendation community to determine whether e Completed as part of the Empire
Courts #36 sand courts would be supported in Sportsplex.
the Welland Recreational Corridor.
Pursue grgater mter-departmental. e Program coordinators from the City
. collaboration between the Recreation & .
Arts and Cultural Recommendation . o and Library work together to reduce
Space #40 Culture Division, the Parks Division, and duplication and improve options in the
P the Welland Public Library to coordinate P . P P
. : community.
program planning and delivery.
Revisit Recommendations contained . .
Monitoring the Recommendation in the Parks, Recreation & Culture * Ibn ;A‘al\jvg;;tzzz(_)lzj'g(sf]ypca?tlr;i';adOped
Master Plan #47 Master Plan that will be affected ¥

by the Provincial Bill 108.

Dedication in accordance with Bill 108.

Report Card




Progress Update

Top Priorities Identified in 2019

1. Coordinating Planning & Service Delivery
within the Welland Recreational Corridor

2. Creating an Arts & Cultural Resource
Centre in the Downtown

3. Strengthening Departmental
Promotion & Marketing Efforts

4. Positioning Parks & Trails for the Future

5. Preparing a Comprehensive
Festivals & Events Strategy

Report Card



Progress Update

IN PROGRESS

1. Coordinating Planning & Service Delivery
within the Welland Recreational Corridor

Category Reference Recommendation Actions Taken

Initiate a second phase study for the e Phase 1 & 2 initiatives were completed

based on the 2017 survey.

Welland Welland Recreational Corridor that . Parki d beach f ti\’/ ¢ ;
Recreation Recommendation #13 tests public opinion and the business Ra; mgpank. €ac ror;l feadurtefall q
Corridor case to create a “leisure zone” for 0 éry arkis approve or clalle

non-motorized marine uses design. Construction anticipated for

' 2026.
Welland Inve‘stigate the fc?as‘ibility of a competitive | coMPLETE
. . rowing course within the southern

Recreation Recommendation #14 portion of the Welland Recreational e Infrastructure in place between the
Corridor . . .

Corridor for provincial and regional use. two courses .

e Leadership programs created.

Welland Invest in outdoor aquatics and e New partnerships for nordic walking,
Recreation Recommendation #15 fitness infrastructure within the and outdoor fitness infrastructure in
Corridor Welland Recreational Corridor. progress.

Report Card




Progress Update

IN PROGRESS

2. Positioning Parks & Trails for the Future

Category Reference Recommendation Actions Taken
e Sparrow Meadows (2023
. Acquire new parkland in future p‘ . ( )
Future Parkland Recommendation . . e Dain City Parks - Cove (2025)
development areas for City-wide _
Needs #17 and Neighbrohood-level parks e Anchor Park and Central Village
' parkettes underway.
c lete d S e Vista Park is currently under review for
Future Parkland Recommendation ompiete ecommlss!onmg, next steps.
approvals, and coversion of Atlas .
Needs #18 Landfill into City-wide park e Need to engage and validate 2017
' concept plan.
e Chippawa, Chaffey, Cooks Mills,
Elmwood, Glenwood, Rotary Park
Future Parkland Recommendation Integrate comfort elements in park and e Plymouth and Memorial BaZebaII
Needs #19 trail development to encourage public use. Diamonds, River Boat Launch.
e All new developments.
Trails Svstems Recommendation Prepare and implement a Trails / e Community Trails Plan Complete.
Y #24 Active Transportation Master Plan. e Implementation underway.
. Recommendation ?Ubhéh a Welland Traiuls Map fchat clgarly e Underway. Anticipated Completion
Trails Systems 475 identifies current trail routes in relation 2025

to other major destinations in the City.

Report Card




Progress Update

3. Creating an Arts & Cultural Resource
IN PROGRESS ANy
Centre in the Downtown

Category Reference Recommendation Actions Taken

Arts and Cultural Recommendation Establish an arts and cultural e Welland Art Gallery positioned to take
Space #39 resource centre downtown. on this role.

4. Strengthening Departmental
COMPLETE d grep

Promotion & Marketing Efforts

Category Reference Recommendation Actions Taken

Create a Staff Position that is responsible

. for the coordination of marketing and e PT/FT Event Assistant position created
Recommendation #8 e .
awareness initiatives for programs, events, in 2023.

and sponsorship/rental opportunities.

Marketing and
Communications

Report Card



Progress Update

5. Preparing a Comprehensive Festivals &
IN PROGRESS barnhg P
Events Strategy
Category Reference Recommendation Actions Taken
Prepare a comprehensive Festivals &

RACI for City organized and Third party
: Recommendation Events Strategy that defines the role and organized events to be completed in 2025.
Festivals and Events #43 responsibilities of the City of Welland

Strategy to follow, no funding committed
in delivering and facilitating events. to date.

Report Card



Progress Update

Additional Recommendations in Progress:

Report Card



Progress Update

IN PROGRESS

High Priority

Category Reference Recommendation Actions Taken
e New branding is being implemented
Future Parkland Recommendation Install interpretive and wayfinding signage g . &1mp
i o across all facilities.
Needs #20 using the municipal brand. ) o
e Signage audit is underway.
. e Under consideration for Merritt Island,
Recommendation Construct one natural playground at a .
Playgrounds . . . Lock & Quay Development, and in the
#37 Regional or City-Wide Park.
Northwest Secondary area.
Monitoring and .
. Recommendation Track progress and update the Parks,
bg::;r‘gl;:e #46 Recreation & Culture Master Plan * Weare here. Update underway.

Report Card




Progress Update

IN PROGRESS

Medium Priority

Category Reference

Recommendation

Actions Taken

Volunteer Capacity |Recommendation #3

Convene training opportunities for
local volunteer organizations.

e Actively engaged with local service
clubs to address membership
recruitment challenges.

Volunteer Capacity | Recommendation #4

Organize annual forums for volunteer and
community organizations delivering parks,

recreation and culture services in Welland.

e Upcoming in April 2025

Partnership Recommendation #5

Regularly meet with partners to discuss
implementation and strengthening
of partnership agreements.

e Draft partnership policy report to
Committee Feb 25, 2025.

Partnership Recommendation #7

Develop a standardized process or
framework for evaluating and responding
to requests for partnerships.

e Awaiting approval of Corporate
Partnership Policy

Report Card




Progress Update

IN PROGRESS Low Priority

Category Reference Recommendation Actions Taken

Continually review participation in the
Inclusive Recommendation #9 | Wellness For All program and raise
awareness of financial assistance programs.

Ongoing program

Recommendation Investigate potential sites for a second off-

Off-Leash Areas #23 leash area in the northern half of Welland. * locations under consideration.

Construct a total of three multi-use courts
Outdoor Sport Recommendation (basketball/tennis combination) in the e Additional locations under
Courts #35 North West Welland Secondary Plan, . )

Memorial Park and St. George Park. consideration.

e New courts at Empire Sportsplex.

Report Card




Progress Update

Recommendations that have not been
Initiated or need to be reconsidered:

Report Card



Progress Update

NOT STARTED

Category Reference Recommendation Status
Horticulture . . .
. Recommendation Formalize a volunteer-driven approach to . -
and Community L . No groups interested at this time.
#21 establishing community allotment gardens.
Gardens
Horticulture . Engage local horticultural organizations
. Recommendation o . . . .
and Community 427 to develop and deliver intergenerational Need to confirm community priority.
Gardens gardening programs.
. Recommendation Explore joint or reciprocal use agreements . .
Gymnasiums P J .p 8 Under consideration.
#30 to meet target service level.
: Recommendation Construct two new natural . .
Sports fields . Under consideration.
#32 grass rectangular fields.
. Promote arts, culture and heritage
Arts and Cultural Recommendation o s . & . .
Space 438 activities within public spaces by Additional budget required.
P employing a comprehensive strategy.
. Create a wall for street paintings/graffiti
. Recommendation i . . .
Public Art art within downtown Welland and/or Need to confirm community priority.
#42 . .
the Welland Recreational Corridor.
Connect the City’s arts and cultural
Resourcing Arts and | Recommendation facilities, events, and programming through . )
. . . Under consideration.
Culture #45 advertising and promotion, signage, and

integration with physical infrastructure.

Report Card




What's Changed?

Community Profile Update

Trends in Parks, Recreation and Culture

Revisiting Vision and Priorities

Measuring Success




What's Changed?

Community Profile

 More immigrants are arriving from
India - 650% increase since 2016.

« Welland has an overall
older age demographic.

 Middle-age resident populations
appear to be dropping, while
youth, early career adults,
and retirees are increasing.

Places of Birth - Recent Immigrants

10% V¥

Age Distribution 2016 - 2021



What's Changed?

Community Profile

. The City of Welland is growing ~ ®  Provision for City-Wide and

at a rate higher than projected Neighbourhood parks is
in the 2019 Official Plan. anticipated to be a challenge.

PARKLAND PROVISION
(HECTARES/1000 PEOPLE)

CLASSIFICATION | TARGET | 2021 2031 2041
NEIGHBOURHOOD
PARK 1 1.45 1.36 0.95
CITY-WIDE PARK 2.6 1 0.95 0.66
REGIONAL PARK 0.4 3.14 2.18 1.70
TOTAL 4.0 5.54 4.21 3.16




What's Changed?

AVG.

ASSET REPLACEMENT VALUE
2024 Corporate Asset oomT FiELDS CONDIION
Management Plan AND COURTS POOR $10.62 MILLION
AMENITIES FAIR $20.66 MILLION

« Many parks and recreation
assets noted to be in “Poor” SIDEWALK GOOD $3.8 MILLION
or “Very Poor” condition.

PARKING FAIR $5.53 MILLION

« Asset Management
needs are increasing. TOTAL $40.6 MILLION

Assets Requiring Attention

* Burgar Park » St. George Park Pavilion

* Cook Mills Park » Jack Ballantyne
Memorial Arena

 Welland Baseball
Stadium

* Maple Park
* Plymouth Park



What's Changed?

Community What We Heard
Pop-up Events

@ WCC on April 8-9 « Summary of Community Feedback

Interest-holder

Drop-in Event
@ WCC on April 10

Public Online

Survey
April 7-24

Staff Workshop
April 16

Council Workshop
April 15



What's Changed?

What changes have you seen in the
community in the last 5 years?

What direction is City parks,
recreation and culture heading?




What's Changed?

Passive and Informal
Uses

Multifunctional and
Adaptable Amenities

Data-Driven
Management and
Infrastructure Renewal

Trends

Traditional vs. New
Recreation Activities

Expanding Arts and
Culture Sector

Declining Volunteerism
and Community
Funding

Fithess, Health and
Wellness

Climate Resilience




What's Changed?

What new challenges or
opportunities should be
considered?




Vision and Goals

Revisiting the 2019 Vision Top Priorities Identified in 2019

and Goals

e Coordinating Planning &
Service Delivery within the
Welland Recreational Corridor

Connecting «  Creating an Arts &
- Cultural Resource Centre
Creativity & Play e

o Strengthening Departmental
Promotion & Marketing Efforts

» Positioning Parks &
Trails for the Future

 Preparing a Comprehensive
Festivals & Events Strategy



Measuring Success

What measures of success should
be considered?

Of the things we discussed today,
what stands out to you the most?




Conclusion

Key takeaways

e The PRCMP has been an  The update report will provide
effective strategic planning and rggommendations that support a
progress monitoring tool to date. vision for parks, rec. and culture

« Needs and service levels over the next 5-10 years.

are anticipated to change as
Welland grows and becomes
increasingly diverse.

 Engagement will inform the
assessment of service levels, gap
analysis and recommendations.



Next Steps

MID-TERM CHECK-IN & UPDATE

O O ©

FINAL PARKS, PHASE 2 PHASE 3 FINAL UPDATE
RECREATION REPORT
& CULTURE DRAFTING OF TESTING AND
MASTERPLAN REVISED APPROVAL
MASTER PLAN
: MARCH - APRIL - MAY MAY - JUNE EARLY JULY

WE ARE HERE




April 15, 2025

Notice of Motions —

Realities, Challenges & Path
Forward

Tara Stephens
Director of Legislative Services/City Clerk


Presenter Notes
Presentation Notes
Welcome everyone and thank you for joining.

Today’s session is focused on Notices of Motion — how they function, what they require from staff, and how we can manage them more effectively together.



Purpose of Today's
Presentation

Educate on operational realities of NOMs and Outstanding
Summary items

e Seek alignment on ways to improve the process
 Ensure NOMs remain an effective governance tool

* Present ideas for procedural updates and future planning


Presenter Notes
Presentation Notes
We’re not here to limit Council’s ability to bring forward important issues.

Our goal is to ensure that NOMs remain a valuable tool while managing workload impacts.

We want to explore ideas to make the process more sustainable for staff and more effective for Council.



Objectives

Understand current resource limitations

Identify service level impacts

e Discuss procedural improvements

Avoid unintended legal risks (“stepping on a legal rake”)
Explore the sunsetting of NOMs at the end of the Council term

Items

2012 —-2018 4
2018 — 2022 14
Current Term (2022 — 2026) 37


Presenter Notes
Presentation Notes
Highlight our current reality — we’re not resourced for the current volume and complexity of NOMs.

Discuss the implications for service levels, and identify where NOMs may unintentionally divert resources.

Avoid scenarios where NOMs expose us to legal risks.

Consider whether NOMs should automatically sunset at the end of a Council term — with flexibility to retain them if re-elected.



Current State
 Growing volume of NOMs

e Resources are stretched - ALL Divisions across
corporation

 No formal intake process or pre-screening mechanism

« Some NOMs result in minimal outcomes, others are
highly complex


Presenter Notes
Presentation Notes
We’re seeing more NOMs and more complexity.

Staff from multiple departments are often pulled in with little lead time or strategic alignment.

Without a clear intake process, everything becomes reactive — and this isn’t sustainable.



Total NOMs Submitted since 2022 Municipal Election: 111

% requiring cross-departmental input: 65 — 70%

% leading to policy change: 15 — 20%

Average staff hours per NOMs (est.): 15 — 25 hours



Presenter Notes
Presentation Notes
Let’s look at the scope: how many NOMs we’ve dealt with, and how many required significant resourcing.

% requiring cross-departmental input: 65–70%�Most NOMs require input from multiple departments such as Planning, Legal, Finance, and Communications.
% leading to policy change: 15–20%�A smaller subset results in a direct change to policy or by-laws — many NOMs instead request reports or reiterate existing directions.
Average staff hours per NOM (est.): 15–25 hours�This includes time spent on research, coordination, report writing, legal review, approvals, and council preparation.




Operational Impacts

Case Example 1: Brownfield Employment Lands Strategy

Background:
eReferred to staff in March 2021.

*Requested a city-wide strategy to identify and assess non-productive brownfield
employment lands and develop options for acquisition, servicing, and reactivation.

*Coordination required: CAQO's Office, Planning, Economic Development, Finance, Legal,
and external consultants.


Presenter Notes
Presentation Notes
Operational Impact:

Multi-departmental involvement over multiple years.
Requires land use analysis, ownership tracking, legal review, and real estate strategy development.
Delays to other CIP and OP projects while staff prioritize this strategy as part of the 2024 Brownfield CIP.

This NOM resulted in an ongoing, multi-year effort across several departments, requiring real estate strategy, external engagement, and legal input. It’s a good idea — but one with major time and resourcing impacts that outstrip what was anticipated when it was introduced.



Case Example 1 - Continued
I

Time Invested
Departments Involved
Status

Align with Strategic Plan
Staff Resource Implications
Legal Review

Timeline


Presenter Notes
Presentation Notes
Time Invested:�Over 2 years in progress; significant time allocated in 2023–2024 with work continuing into 2025.
Departments Involved:�CAO’s Office, Planning & Development Services, Economic Development, Finance, Legal, and Infrastructure Services.
Status/Outcome:�Still in progress. Strategy to be integrated into the 2024 update to the Brownfield Community Improvement Plan (CIP).
Staff Resource Implications:�High. Senior staff from multiple divisions have participated in research, strategy sessions, mapping, and preliminary financial modeling. Other long-range planning and CIP-related work delayed.
Legal Review:�Required. Involves property ownership, acquisition mechanisms, servicing agreements, and potential liability if redevelopment is initiated.
Timeline:�Originally intended for 2022/2023 delivery. Extended into 2024–2025 due to resource demands and complexity of the scope.


Operational Impacts

Case Example 2: Urban Farming as Part of the Official Plan Review

Background:

*Motion from April 2021 directed staff to include urban farming strategies in the OP
review.

*Requires planning policy review, legal alignment with zoning, stakeholder and community
consultation.


Presenter Notes
Presentation Notes
Operational Impact:
Staff diverted from completing foundational OP review components.
Consultations required with agricultural experts, legal, and enforcement teams due to complexity of farming in urban/residential zones.

This is a well-intentioned and increasingly popular topic, but including it in the Official Plan without dedicated resources slowed down the larger OP review and increased legal and enforcement consultation requirements.



Case Example 2 - Continued
I

Time Invested
Departments Involved
Status

Align with Strategic Plan
Staff Resource Implications
Legal Review

Timeline


Presenter Notes
Presentation Notes
Time Invested:�Over 2 years in progress; significant time allocated in 2023–2024 with work continuing into 2025.
Departments Involved:�CAO’s Office, Planning & Development Services, Economic Development, Finance, Legal, and Infrastructure Services.
Status/Outcome:�Still in progress. Strategy to be integrated into the 2024 update to the Brownfield Community Improvement Plan (CIP).
Staff Resource Implications:�High. Senior staff from multiple divisions have participated in research, strategy sessions, mapping, and preliminary financial modeling. Other long-range planning and CIP-related work delayed.
Legal Review:�Required. Involves property ownership, acquisition mechanisms, servicing agreements, and potential liability if redevelopment is initiated.
Timeline:�Originally intended for 2022/2023 delivery. Extended into 2024–2025 due to resource demands and complexity of the scope.


Legal & Policy Considerations

Risk of procedural errors or missteps
Inadvertent impacts on existing policy or statutory obligations

NOMs that affect zoning, land use, or community amenities often require legal review — especially if they
create precedents or conflict with provincial policy (e.g., greenbelt, employment lands).

Examples:

*Ref. 21-9: Strategy for acquiring federal Seaway lands. High legal complexity, acquisition strategy,
potential for litigation if expectations aren’t aligned.

*Ref. 20-82: Employment Land Conversion — impacts employment land protections under provincial growth
policies.

*Ref. 21-30: Encampment-related motions must consider Charter rights and obligations under
housing/human rights law.


Presenter Notes
Presentation Notes
Some NOMs come with legal or policy risks, especially if they intersect with existing legislation or procedures.

We want to avoid “stepping on a legal rake” — where a good idea leads to unintended consequences.��Legal reviews are essential to avoid unintended risks. A motion may seem straightforward but can have ripple effects that intersect with federal or provincial legislation — and if we miss that, we risk ‘stepping on a legal rake.



Interactive Scenario

Direct Staff to explore options for converting underused commercial
plazas into affordable housing, including rezoning, incentives, and
potential partnerships.

Walkthrough: “If you were staff...”
. Time/resources needed
» Risks or conflicts
- Whether it could be handled another way


Presenter Notes
Presentation Notes
Let’s try a quick exercise: imagine you’re staff reviewing a proposed NOM.

How many departments would be involved? What risks would you need to flag? How long would it take?��Hypothetical NOM:�“Direct staff to explore options for converting underused commercial plazas into affordable housing, including rezoning, incentives, and potential partnership models.”
Ask Council to Consider:
Which departments would this involve?
What would the first steps be?
How long might it take to bring back a report?
Could this align with the strategic plan?
Are there better channels to explore this (committee, CIP process, or a standing report request)?

Speaking Point:
This exercise highlights what staff consider when a NOM is received. It’s rarely just one department — and without prioritization, we may be delaying essential work to respond to emerging ideas.��Here’s a full response you can use for the Interactive Scenario slide and live discussion:
Scenario: Conversion of Commercial Plazas to Affordable Housing
Which departments would this involve?
Planning & Development Services – land use permissions, rezoning, urban design, OP conformity
Legal Services – property law, rezoning risks, partnerships, housing legislation
Finance – incentive structure, municipal tax implications, cost modeling
Infrastructure Services – servicing capacity, traffic impacts, utilities
Economic Development – commercial viability concerns, stakeholder impacts
Clerks/Council Services – coordination, agenda planning, procedural review
Niagara Region (external) – involvement in housing services and planning authority alignment
What would the first steps be?�
Internal scoping of legal, policy, and zoning limitations.
Jurisdictional scan of best practices.
Identification of candidate sites and ownership status.
Initial engagement with Region and/or housing providers.
Preparation of options framework with risks and benefits.
How long might it take to bring back a report?�
6–9 months minimum for a preliminary feasibility report.
More time if partnerships, site reviews, and consultation are required.
Report may need to be phased (initial findings, then deeper options).
�Could this align with the Strategic Plan?
Possibly — if the Plan prioritizes housing access or intensification.
However, alignment depends on whether the approach fits existing housing strategies and land-use direction.�
Are there better channels to explore this?
Yes:
Referral to the Affordable Housing Advisory Committee (if applicable).
Request staff to report back through CIP or OP review processes.
Include in the next Housing Needs Assessment or capital strategy.
Encourage a joint report with Niagara Region Housing Division.�
Speaking Point for the Slide:
“This is the kind of motion that seems simple but triggers dozens of questions across multiple departments. Without a process to assess feasibility, alignment, and workload impact, we risk pushing aside strategic priorities for exploratory work that may not result in action.”



Key Issues & Risks

Unprioritized workload for staff
Misalignment with Council's strategic priorities
Service level impacts on core responsibilities

Legal exposure


Presenter Notes
Presentation Notes
When NOMs aren’t filtered or prioritized, they add pressure across the organization.

We risk diverting resources from strategic work or core services.

There’s also reputational risk if NOMs are passed without full analysis.



What Could We Be Doing Instead?

oz,

Focusing on Council's Proactive Reports from Investing staff time
Strategic Goals Staff where it drives greatest
impact.

01 03



Presenter Notes
Presentation Notes
We could use this time and effort on other initiatives that align with Council’s priorities.

Reports, project implementation, or continuous improvement work all compete for the same resources.

Let’s ask: is a NOM the best tool, or are there better ways?



Options For Process Improvement

04

Introgluge pre- Establish criteria for Incorporate Require alignment
submission NOM significance or prioritization or with Strategic Plan or
consultation with complexity deferral options Budget

staff


Presenter Notes
Presentation Notes
A few ideas: what if we had a short pre-submission consult before a NOM?

Or established criteria to identify NOMs that require significant resources?

Could we formalize a way to defer or prioritize NOMs based on Council goals?



What's being delayed or deprioritized because of NOMs?

Legislative Updates & Compliance
Council-Approved Operational Projects
Policy Reviews and Development
Departmental Strategic Priorities

Staff Time Diverted from Front-Line Service
Missed Funding or Partnership Windows

S S

Burnout & Bottlenecks


Presenter Notes
Presentation Notes
Here’s what gets delayed: policy reviews, service improvements, core duties.

When staff spend hours on NOMs, it affects other work — and that may impact residents and frontline service.

We want Council to see this bigger picture.��1. Legislative Updates & Compliance
Delays to by-law modernizations (e.g., zoning, noise, licensing).
Time-sensitive policy updates needed to align with new provincial legislation (e.g., Planning Act or Building Code changes).
Risk: Falling out of compliance or misaligned processes.

2. Council-Approved Operational Projects
Workplan deliverables endorsed through the annual budget.
Examples:
Infrastructure asset management plans.
Community engagement improvements.
Service delivery modernization efforts.
Risk: Public-facing impacts and delayed progress on strategic goals.�
3. Policy Reviews and Development
Internal reviews such as: procurement updates, tree canopy policies, public engagement frameworks.
Delays to policy gaps identified in audits or previous Council terms.�
4. Departmental Strategic Priorities
Projects tied to departmental workplans get paused.
E.g., Recreation Master Plan implementation, Official Plan updates, heritage conservation efforts.
Risk: Loss of momentum and delayed benefits to residents.�
5. Staff Time Diverted from Front-Line Service
When planners, legal staff, or clerks are preparing NOM reports, they’re not available for:
Customer service.
Permit processing.
Public inquiries.
Risk: Slower turnaround and growing service complaints.�
6. Missed Funding or Partnership Windows
NOMs requiring complex studies can delay shovel-readiness.
Risk: Missing grants, development opportunities, or external timelines (e.g., Region/Niagara or Provincial partnerships).�
7. Burnout & Bottlenecks
Unpredictable workload spikes cause stress and overtime.
Staff must choose between depth or speed — either way, quality can suffer.
Risk: Turnover, disengagement, and lower morale.




Procedural By-law

Considerations

Proposed additions to the procedural by-law:
. Definition of NOM intake
» Pre-submission review process

. Sunset clause: Remove NOMs if the mover is not re-
elected (option to carry forward if re-elected)


Presenter Notes
Presentation Notes
The procedural by-law could provide more clarity and structure around NOMs.

Add NOM Submission Criteria:
Must include a rationale aligned with the Strategic Plan.
Should identify potential financial or legal implications, if known.
Pre-submission Consultation:
Councillors encouraged (or required) to consult with the CAO or City Clerk before submitting a NOM.
Sunset Clause:
Any outstanding NOMs or referrals tied to a current member of Council will expire at the end of the term unless:
The Councillor is re-elected and reaffirms it within 3 months.
Council votes to retain the item independently.
Priority Categorization:
Motion intake process could include a review stage where staff classify the NOM as:
A quick-turnaround (report in <60 days)
Complex (multi-departmental)
Requires budget consideration
Speaking Point:
“The goal isn’t to reduce motions — it’s to make the process smarter and more manageable. These procedural updates give us structure to prioritize, sunset, and avoid bottlenecks that impact everyone.”



Summary of Proposed Improvements

Resource clarity and intake process
Avoid legal risks through process alignment
Sunset mechanism at term end

Updated expectations in Procedural By-law


Presenter Notes
Presentation Notes
We’re not suggesting fewer motions — just a better process.

Intake and review can protect Council and staff from unintended risks.

Prioritization and sunset clauses create flexibility and fairness.



Next Steps

01 03

Feedback from Council - Are you open to Should staff return with a
What resonates? What revisiting |;°W NOMs are draft procedural by-law
Concerns remain? submitted? update?


Presenter Notes
Presentation Notes
We’re looking for feedback: are these ideas helpful? Do they reflect your experience?

If Council is supportive, we’ll bring back a draft procedural update or guidelines for further discussion.

Let’s work together to improve the process for everyone.






April 15, 2025

Advancing Public
Engagement in Welland

A new way forward




What Public Engagement /s

Public engagement is the process of
Involving residents, interest holders,
and community members in
decisions that affect them—
ensuring their input helps shape
policies, projects, and services. It’s
about building trust, improving
transparency, and making better,
more Inclusive decisions.



What Public Engagement /s Not

e Not just informing

* Not a vote or popularity contest

* Not a one-time event

* Not just checking a box

* Not handing over full control

* Not social media comments or likes

* Not a substitute for decision -making
* Not only for the loudest voices



Where is the City of Welland with engagement?

« We’re not new, but we’re at the early
stages.

 We've engaged with the public and
interested parties, but not always with
intention.

 We’re focused on stronger, more
consistent, and clear engagement.




What have we done to engage?

e Surveys

* Open houses
 PICs

e In-person events
* Pop ups



What would you like to see us do
more of when engaging?



Where are we going with engagement?



What will guide our engagment?
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Wwhy does IAP2 matter?

o Sets clear expectations for
public influence.

 Matches the right level of
engagement to the
decision.

e Builds trust through
transparency.

e Improves decisions with
diverse input.

* Creates a shared language
for engagement.



Who Is our target audience?

Residents & Citizens
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Community Groups & Associations
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Businesses & Employers
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Youth & Students
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Underrepresented & Equity -Seeking Groups
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Our Engagement Principles

o Transparency —- £ {f++*t1-scf Gi E E pA££31A
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e Continuous Improvement —[*£"ABAYUYE" &







Collaboration to engagement
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Collaboration to engagement... continued
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What does meaningful
engagement look like?

o Starts early and includes
the right people.

e Uses accessible, clear
iInformation.

 Respects and reflects
community Input.

* Follows up with clear
reporting.



Council support makes the difference

With Council‘s support, we can:

« Make engagement a
cornerstone of the City’s
culture.

e Build stronger trust with
residents.

 Ensure decisions align with
community needs.
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