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The contents of this four-year Strategic Plan were created by the directors and senior managers of the 
Alberta Capital Region Wastewater Commission to ensure sustainable service delivery for member 
municipalities, and with the future of the capital region in mind. 

© 2018 Strategic Steps Inc. 
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1 Letter from the Commission 

In October 2017, member municipalities of the Alberta Capital Region Wastewater Commission 
(ACRWC) appointed members of their councils to the Board of Directors. Board members act as 
corporate directors of the Commission to make decisions that are in the best interest of the 
Commission, and the region more broadly.  

This is a high-level governance plan for the ACRWC to carry out over the next four years, and will 
provide long-term direction for environmental stewardship, sustainable service delivery, and 
responsible wastewater management in the Alberta capital region. This strategic plan reflects the 
priorities of this Board and will help ensure that future Boards have the resources they need to set their 
own priorities and vision. This will be increasingly important in the coming years, as the climate 
continues to change, and as the population of the region continues to grow.  

The Board developed a vision, mission, and set of values for itself, as well as a series of goals and 
strategies to help the Board and administration attain this vision of success. The Board also identified a 
number of long-term and short-term priorities and developed a smaller set of high priority strategies 
that will guide administration’s work in the short term. The long-term aim of this Board is to see the 
ACRWC continue to improve service delivery and environmental protection, and to be recognized as an 
environmental leader in wastewater management.  

As we look to the next four years, and potentially beyond, it is important that this document be 
reviewed and updated to ensure that the current priorities and interests of the Board and member 
municipalities are reflected in this document, and to ensure that administration and the Board are 
working towards a shared idea of success. We believe this plan will help the Commission achieve this 
common direction.  

Sincerely; 

Board Chair Darrell Hollands and ACRWC Directors 
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2 Introduction and Executive Summary 

2.1 Background 

The Alberta Capital Region Wastewater Commission (ACRWC) Board members and senior administration 
met in May 2018 to develop an updated Strategic Plan for 2019-2023. This plan comprises the expressed 
desires of the Commission’s Board, and provides councils, businesses, and other stakeholders with an 
indication of the Commission’s plans. The Board identified a series of goals and strategies to work 
towards a common future for the region, which are outlined in this document.  

2.2 Integrated Planning 

The Board’s governance role includes the mandate to provide strategic direction for the Commission. 
This high-level plan comprises that direction. It builds on the previous 2008 Strategic Plan Framework, 
and the later 2014 amendments to that plan. This new plan will help administration build its own 
operational plans.  

The following figure depicts the relationship between the Board’s strategic vision for the Commission, 
and administration’s operations. The dashed line differentiates the role between the Board and 
administration: the Board is responsible for determining the vision and direction of the Commission, 
while administration is responsible for implementing that direction. 

Governance and Management Plans 
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2.3 Vision, Mission and Values 

The Board is looking towards the future of the Capital Region. When doing so, it is important that Board 
members agree on what the final destination looks like. With this in mind, the Board first decides on the 
Commission’s ideal long-term future (Vision) and the general direction it will take to achieve that future 
(Mission).  

When reviewing the existing versions of the Vision and Mission, the Board made some alterations to 
ensure that they reflect the ACRWC’s desired future. 

2.3.1 Vision Statement 

The Alberta Capital Region Wastewater Commission is an environmental leader 
in wastewater management. 

The Board’s vision provides a long-term picture of where or what the region wishes to be or become. 
The vision also indicates what makes the Commission unique from other similar organizations.  

2.3.2 Mission Statement 

The Alberta Capital Region Wastewater Commission provides responsible 
wastewater transmission and treatment for member municipalities. 

The Board’s mission answers a question about what business the Commission is in. It lets readers know 
what the Commission does and who benefits from the work of the Commission. 

2.3.3 Values 

The values expressed here are the guiding principles that help determine how the Commission will 
operate, both in public and privately. 

Accountability:  ...................... We are accountable to those we serve, and we will focus on integrity 
in our governance. 

Communication:  .................... We will ensure that technical information, board plans, and progress 
are reported to our respective member municipalities, and request 
that member municipalities provide information to the Commission in 
a timely manner.    

Continuous Improvement:  .... We are committed to meeting and exceeding provincial regulatory 
standards, and we encourage new ideas and approaches to provide 
excellent service delivery.  

Leadership:  ............................ We will provide high-value service delivery and environmental 
protection that inspires our regional neighbors. We will be seen as 
leaders in our field of expertise. 

Reliability:  ............................. We are committed to providing dependable service to member 
municipalities.   
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2.4 ACRWC’s 2019 High Priority Strategies 

Within the full list of strategies that appear in Section 4 of the strategic plan, the Board has created a 
subset of four ‘high’ ranked strategies. The items on this list reflect the priorities that the Board saw as 
both important and timely. 

ACRWC’s High Priority Strategies 

Sustainability 
Pillar 

Plan 
Reference 

Strategy 

Environment 4.1.1 a 
Operate and maintain our facilities to ensure the Commission meets 
or exceeds environmental regulatory requirements. 

Performance 
Assurance 

4.2.1 a 
Conduct succession planning to ensure the Commission has adequate 
staffing as key personnel depart. 

Performance 
Assurance 

4.2.2 a 
Conduct a comprehensive asset management action plan to 
determine infrastructure needs, costs and timelines as well as 
potential sources of funding. 

Stewardship 4.4.1 a 
Engage with other utilities and professionals to research and adopt 
new technology that lead to industry best practices. 

Many other strategies are identified has having a ‘moderate’ priority, meaning they will be worked as 
resources allow or deadlines near. It is expected that the high priority strategy list will change over time 
as some high priority items near completion and other priorities emerge. 

2.5 ACRWC Goals 

These are the Goals for ACRWC for 2019-2022. Detailed information on each goal and strategy can be 
found in Section 4 of the strategic plan below. 

Environment: 
 Protect the North Saskatchewan River 

 Anticipate and Respond to Climate Change 

Performance Assurance: 
 Maintain Operational Capabilities Through Appropriate Staffing  

 Continue to Meet Service Needs of Member Municipalities 

Process and Policy: 
 Ensure Appropriate Information Transfer to Member Municipalities 

 Improve Reporting and Timely Compliance with Commission Policies 

Stewardship: 
 Continue to Improve and Identify Short-Term and Long-Term Problem-Solving 

 Develop Innovative Solutions that Achieve Long-Term Financial Sustainability 
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Strategic Leadership: 
 Provide Leadership to the Province, Region, Member Municipalities, and Other Wastewater 

Utilities  

Understanding Stakeholders: 
 Raise Awareness About Commission Issues with Member Councils 

 Engage with Stakeholders Relative to their Needs  
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3 Priority Goals and Key Strategies 

The ACRWC 2019 strategic plan activities and feedback that occurs using other channels (such as 
previous plans and Board’s priorities) identified a significant number of current and prospective goals 
and strategies. The Board has distilled that number down to the following list of key deliverables for 
2019 and beyond, which if successfully completed, will indicate that the Commission is on track to meet 
its strategic objectives.  

The goals shown below are broken down by individual Pillars of Sustainability. It is important to note 
that the strategies often have a secondary impact on one or more other pillar. Once developed, each 
specific deliverable associated with these strategies will have a lead accountability within the 
Commission, while other parts of the organization may assist in a supporting role. A more extensive list 
of secondary goals and strategies is in subsequent sections of this plan. 

3.1 Sustainability Matrix 

The table on the next page represents the Sustainability Pillars connected to the Commission’s actions. 
‘Primary (▲)’ means the key Pillar of Sustainability for a goal and ‘Affiliated (❖)’ means there is a close 
relationship to one or more other Pillars. Goals and strategies which are assigned to one Sustainability 
Pillar are also typically linked to other Pillars, and as such, work on these goals is strategically 
interdependent and, consequently, also linked administratively. 

Pillar of Sustainability: 

 Env ....... Environment 

 Per ....... Performance Assurance 

 Pol ....... Policy and Process 

 Stew .... Stewardship 

 Strat ..... Strategic Leadership 

 Und ...... Understanding Stakeholders  
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ACRWC’s 2019-2023 Goals 

# 
Goals 

Primary [▲] Affiliated [❖] 

Pillar of Sustainability 

Env Per Pol Stew Strat Und 

1 – Environment       

1.1 River Protection ▲ ❖ ❖ ❖  ❖ 

1.2 Climate Resiliency ▲ ❖  ❖  ❖ 

2 – Performance Assurance       

2.1 Service Delivery  ▲ ❖ ❖ ❖ ❖ 

2.2 Asset Management ❖ ▲ ❖ ❖ ❖ ❖ 

3 – Policy and Process       

3.1 Providing Information to Members   ▲  ❖ ❖ 

3.2 Reporting and Compliance ❖  ▲  ❖ ❖ 

4 – Stewardship       

4.1 Technology Adoption ❖ ❖ ❖ ▲ ❖ ❖ 

4.2 Fiscal Sustainability  ❖ ❖ ▲ ❖ ❖ 

5 – Strategic Leadership       

5.1 Proactive Planning ❖ ❖ ❖ ❖ ▲ ❖ 

6 – Understanding Stakeholders       

6.1 Commission Profile  ❖ ❖  ❖ ▲ 

6.2 Stakeholder Needs ❖ ❖ ❖ ❖ ❖ ▲ 
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3.2 Priority Ranking of Strategies 

Each strategy in the tables in Section 4 below contains a colour coded prioritized ranking of relative 
strategies for 2019 and beyond as determined by the Commission’s directors. This ranking is used by the 
Commission’s administration to determine the relatively high, moderate, and low priorities for the year 
as the Board assigns resources to key strategies.  

Priority rankings will be reviewed and adjusted as planning for subsequent years is undertaken. Current 
year priority strategies may rise or fall in comparison to other Strategies in following years as the 
Commission works toward achieving its vision. Priority is not purely an indication of ‘importance’ of a 
strategy; it is also an indication of the necessary timeliness of required action. 

The Commission’s priority rankings for 2019-2020 are defined and colour coded as: 

 

  

High Priority - Work on this Strategy must be conducted in 2019 in order for the goal 
to be achieved within the scope of this strategic plan.

Medium Priority - When resources and/or better information become available after 
required resources are assigned to high priority strategies, action will be taken on this 
strategy.

Low Priority - Limited action is expected on this strategy in the current calendar year.
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4 Goals and Strategies 

The following pages contain the full list of goals as identified by the ACRWC’s Board. Within each goal, 
are a series of strategies that contribute to achieving that individual goal.  

Throughout the tables on the following pages, the term ‘Lead Role’ is used. This list identifies the lead 
role: 

▪ Board ........ ACRWC Board 

▪ GM ........... General Manager 

▪ Corp .......... Corporate Services 

▪ Plan .......... Engineering Planning  

▪ Reg ........... Regulatory Services 

▪ Ops ........... Operations  

▪ Maint ........ Maintenance 

▪ D&C .......... Design & Construction 

4.1 Environment 

4.1.1 River Protection 

Goal: To Protect the North Saskatchewan River 

Strategies (We Will…) Desired Result(s) or Achievement(s) 

a) 

Operate and maintain our facilities to 
ensure the Commission meets or 
exceeds environmental regulatory 
requirements. 

▪ The ACRWC continues to regularly meets or 
exceeds provincial regulatory requirements. 

b) 
Participate in the WMF advisory 
committee. 

▪ The ACRWC is recognized as an environmental 
leader throughout Alberta, and the ACRWC has 
input in future regional conservation plans. 

c) 
Manage wastewater at the source 
through Bylaws and the Source Control 
Program. 

▪ Wastewater management systems are 
optimized. 

▪ Businesses, landowners, and municipalities are 
better educated and more accountable for 
water pollution. 

Performance Measures 

Strategy Measure Target Time Lead Role 

a) 
The ACRWC meets regulatory requirements on 
reportable contaminants 100% of the time. 

Ongoing Ops 

b) 

The ACRWC has representation at all Water 
Management Framework advisory committee 
meetings and progress of the initiative is reported 
annually to the Board. 

Ongoing GM 
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c) 
100% of businesses in identified sectors of concern 
are inspected at least once every five years. 

2023 Reg 

4.1.2 Climate Resiliency 

Goal: To Anticipate and Respond to Climate Change 

Strategies (We Will…) Desired Result(s) or Achievement(s) 

a) 
Maintain a business continuity plan 
that anticipates plant flooding. 

▪ Costs and damage associated with flooding are 
minimized and the ACRWC is able to deliver 
service reliably in all weather.  

b) 
Create a long-term climate change plan 
that explores potential changes and 
impacts over the next 50 years.  

▪ Long-term costs, including facility damage and 
personnel safety, associated with increasing 
frequency of natural disasters, is minimized.  

Performance Measures 

Strategy Measure Target Time Lead Role 

a) 
A business continuity plan that anticipates climate 
change is created.  

2019 GM 

b) 
A long-term climate change plan is created, and all 
other business, maintenance, and asset management 
plans are updated to align with this plan.  

2023 Plan 
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4.2 Performance Assurance 

4.2.1 Service Delivery 

Goal: To Maintain Operational Capabilities Through Appropriate Staffing 

Strategies (We Will…) Desired Result(s) or Achievement(s) 

a) 
Conduct succession planning to ensure 
the Commission has adequate staffing 
as key personnel depart.  

▪ The transition between retiring and new staff 
members is seamless and new staff are capable 
in their roles.  

b) 

Review employee compensation and 
create employee development 
programs to ensure staff are qualified 
and confident in their roles.  

▪ The Commission is known as an attractive place 
to work for professionals who are looking to 
challenge themselves. 

▪ Member municipalities, citizens, and businesses 
have confidence in the Commission.  

▪ Staff members feel confident in their roles and 
are adequately trained. 

Performance Measures 

Strategy Measure Target Time Lead Role 

a) 

An organizational review to identify future staffing 
levels and skill sets is complete and succession plans 
to attract qualified candidates to replace departing 
personnel are in place.   

2019 GM 

b) 
All staff have a documented development plan that is 
reviewed at least annually.  

2020 GM 

b) 
Staff indicate continuous improvement in their ability 
to safely and competently carry out their jobs.  

2022 Corp 
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4.2.2 Asset Management 

Goal: To Continue to Meet Service Needs of Member Municipalities  

Strategies (We Will…) Desired Result(s) or Achievement(s) 

a) 

Conduct a comprehensive asset 
management action plan to determine 
infrastructure needs, costs and 
timelines as well as potential sources of 
funding.  

▪ Long-term repair costs are minimized through 
proactive maintenance.  

▪ Innovative infrastructure replacement and 
optimization of existing systems are explored. 

▪ The Commission can budget for repair and 
replacement and of infrastructure proactively. 

b) 

Request a one-time transfer from the 
Province of Alberta to finance 
replacement of prematurely aging 
infrastructure. 

▪ The Commission is able to replace aging 
infrastructure while continuing to deliver 
services at current levels.  

Performance Measures 

Strategy Measure Target Time Lead Role 

a) 
A comprehensive asset management plan is 
completed  

2020 Plan 

a) 

Board members have the information necessary to 
decide on a strategic course of action whether or not 
to accelerate the ACRWC’s rehabilitation/replacement 
program. 

2020 GM 

b) 

Contingent on (a), the Board implements a 
communication and advocacy initiative to request 
infrastructure replacement funding from the 
provincial government.  

2021 Board 
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4.3 Process and Policy 

4.3.1 Providing Information to Members 

Goal: To Ensure Appropriate Information Transfer to Member Municipalities 

Strategies (We Will…) Desired Result(s) or Achievement(s) 

a) 

Ensure that Board members are 
involved in reporting Commission 
business to their own councils and 
communities. 

▪ Board members are personally invested and 
accountable for reporting to the Commission 
and back to their respective municipalities.  

b) 
Improve knowledge of Board 
alternates through formalized 
reporting processes.  

▪ The Board is more efficient at decision-making.  

c) 
Create comprehensive “reporting-out” 
documents of themes and key issues to 
report to municipal councils.  

▪ All member municipalities receive the same 
information.  

▪ Municipalities are more aware of issues facing 
the Commission, and the overall profile of the 
Commission is raised.  

Performance Measures 

Strategy Measure Target Time Lead Role 

a) 
Board members provide regular updates to their 
respective municipalities regarding issues with which 
the Commission is currently dealing.  

Ongoing Board 

b) 
A formalized knowledge-transfer process from Board 
members to their alternates is developed and 
reviewed by the Board. 

2020 GM 

c) 
Reporting-out material is comprehensive and 
delivered in a consistent manner to member 
municipalities.   

Ongoing GM/Board 
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4.3.2 Reporting and Compliance 

Goal: To Improve Reporting and Timely Compliance with Commission Policies 

Strategies (We Will…) Desired Result(s) or Achievement(s) 

a) 
Maintain a formal communication 
strategy. 

▪ Member municipalities are more aware of the 
challenges and successes of the Commission, 
and the Commission is able to track progress in 
member municipalities.  

b) 

Set and publicize standards for 
compliance requests when Commission 
member municipalities are asked to 
create/revise bylaws or policies that 
have an impact on the Commission. 

▪ Two-way reporting between the Commission 
and member municipalities is improved.  

▪ Member municipalities comply with Commission 
requests in a timely manner. 

Performance Measures 

Strategy Measure Target Time Lead Role 

a) 
The Board reviews its communication strategy 
annually.   

Annually GM/Board 

b) 
The communication strategy includes methods for 
regular reporting to member municipalities.  

2019 GM 

b) 
The ACRWC is able to confirm whether or not 
member municipalities support the Commission’s 
requests for statutory or policy changes. * 

2023 Board 

* This measure is not completely within the Commission’s control. 
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4.4 Stewardship 

4.4.1 Technology Adoption 

Goal: To Continue to Improve Operations and Management Systems 

Strategies (We Will…) Desired Result(s) or Achievement(s) 

a) 

Engage with other utilities and 
professionals to research and adopt 
new technology that lead to industry 
best practices.  

▪ The Commission is a leader in considering the 
adoption of advanced technology and continues 
to exceed regulatory requirements.  

b) 
Review operational systems to 
streamline processes and implement 
innovative solutions. 

▪ The Commission is seen as a leader in 
wastewater management by both industry and 
governments.  

Performance Measures 

Strategy Measure Target Time Lead Role 

a) 
Research is conducted into new technologies and best 
practices in other jurisdictions in Canada and beyond.  

2020 Plan 

b) 
Comprehensive review of current operations 
identifies areas to improve efficiencies.  

2021 Ops 
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4.4.2 Fiscal Sustainability 

Goal: To Develop Innovative Solutions that Achieve Long-Term Financial Sustainability 

Strategies (We Will…) Desired Result(s) or Achievement(s) 

a) 
Adopt rate increases that support the 
long-term financial sustainability of the 
Commission.  

▪ Member municipalities are better able to 
budget for and manage rate-payer expectations 
through predictable rate increases. 

Performance Measures 

Strategy Measure Target Time Lead Role 

a) 
A standard rate increase is calculated in accordance 
with Commission asset management and capital 
replacement plans.  

2020 Corp 
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4.5 Strategic Leadership 

4.5.1 Proactive Planning 

Goal: To Provide Leadership to the Province, Region, Member Municipalities, and Other 
Wastewater Utilities 

Strategies (We Will…) Desired Result(s) or Achievement(s) 

a) 
Review and align the Environmental 
Management System (EMS) to the 
Strategic Plan.  

▪ The EMS is up-to-date, reflects the priorities of 
the Board, and optimizes current resources.  

b) 

Be early adopters of relevant 
environmental protection policies that 
further the goals of the Commission 
and its members. 

▪ Member municipalities, industry, other 
Commissions, and the Province recognize the 
Commission as an environmental leader.  

Performance Measures 

Strategy Measure Target Time Lead Role 

a) EMS maintains registration to ISO14001 standard. Ongoing Reg 

b) 

A strategy for ongoing research into environmental 
protection, regulations, and policies in other 
jurisdictions within Canada and abroad is approved by 
the Board. 

2020 GM 
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4.6 Understanding Stakeholders 

4.6.1 Commission Profile 

Goal: To Raise Awareness About Commission Issues with Member Councils 

Strategies (We Will…) Desired Result(s) or Achievement(s) 

a) 

Update the Commission 
Communication Strategy and related 
practices to ensure that the priorities 
of member councils are a focus. 

▪ Communication between the Commission and 
member municipalities is improved.  

b) 

Keep board members involved in 
decision-making wherever possible and 
engage with members to ask them 
what they need from the Commission 
prior to being asked. 

▪ Board members are engaged and have buy-in 
with respect to Commission issues.  

c) 
Promote treatment plant tours and 
presentations for municipal councils. 

▪ Member municipalities are more aware of 
technical information, past successes, and 
future needs of the Commission.  

Performance Measures 

Strategy Measure Target Time Lead Role 

a) 
The Commission’s Communication strategy is 
updated based on current knowledge and Board 
member expectations.  

2019 GM 

b) 
Bi-annual survey determines Board member priorities 
to ensure that Commission agendas reflect the 
wastewater needs of its members.  

2021 GM 

c) 
Each member municipal council is offered a plant tour 
and/or ACRWC orientation once each electoral term. 

2021 GM/Board 
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4.6.2 Stakeholder Needs 

Goal: To Engage with Stakeholders Relative to their Needs 

Strategies (We Will…) Desired Result(s) or Achievement(s) 

a) 

Work with member municipalities to 
determine what utility customers 
would benefit in knowing about the 
Commission. 

▪ The Commission is able to optimize its service 
delivery to its members and is able to grow 
regional knowledge of its role.  

b) 
Remain in contact with utility 
providers, such as EPCOR, to find out 
about issues as early as possible.  

▪ Uncertainty is reduced, and the Commission is 
able to plan and budget for the future more 
effectively. 

c) 

Further develop personal relationships 
with landowners, environmental NGOs, 
the province, and others to identify 
and mitigate issues before significant 
problems arise.   

▪ The Commission is able to optimize its resources 
by collaborating with other stakeholders.   

Performance Measures 

Strategy Measure Target Time Lead Role 

a) 

Ideas and themes to influence system users’ 
knowledge and behaviours, as determined by Board 
members and staff, are taken back to member 
municipalities for input.  

2023 GM 

b) 
Regular, meetings with EPCOR and other regional 
utility providers occur as needed.  

2023 GM 

c) 
A list of relevant stakeholders is created, and regular 
meetings with these stakeholders are held.  

2023 GM 
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5 Conclusion 

The pages of this Alberta Capital Region Wastewater Commission 2019-2023 Strategic Plan provide a 
roadmap that was developed by the Commission’s Board directors and senior administration. It is 
important that both the Board and administration work together to achieve the priorities that are 
outlined in this plan. 

Also important is the recognition that the environment in which the Commission operates is always 
shifting. In response, the Commission’s plans also must shift to remain relevant. As with any plan, this 
one must be used, reviewed and updated on a regular basis. 

6 Creation Credits 

The following individuals participated in the initial creation of this strategic plan. Their contributions are 
significant and vital. 

Board Directors (listed alphabetically by municipality) 

 Lynn Bidney, Councillor, Town of Bon Accord 
 Steven vanNieuwkerk, Councillor, Town of Beaumont 
 Gordon Harris, Councillor, City of Fort Saskatchewan 
 Darren McCann, ACRWC Vice-Chair, Councillor, Town of Gibbons 
 Bill Hamilton, Councillor, City of Leduc 
 Rick Smith, Councillor, Leduc County 
 Nicole Boutestein, Councillor, Town of Morinville 
 Stuart Houston, Mayor, City of Spruce Grove 
 Ken MacKay, Councillor, City of St. Albert 
 Harold Pawlechko, Councillor, Town of Stony Plain 
 Dave Anderson, Councillor, Strathcona County 
 Wayne Bokenfohr, Councillor, Sturgeon County 

Members of the Commission’s Administration 

▪ Mike Darbyshire, General Manager 
▪ Gil Carleton, Design and Construction Manager 
▪ Dwayne Cikaluk, Operations Manager 
▪ Reg Jerome, Maintenance Manager 
▪ Paul Krueger, Corporate Services Manager 
▪ Wade Teveniuk, Regulatory Services Manager 
▪ Jerry Yang, Engineering Planning Manager 
▪ Colleen Moody, Board Assistant 

External Advisors 

 Ian McCormack, Strategic Steps Inc. 

 Michaela Pedersen-Macnab, Strategic Steps Inc.  

  



 

Alberta Capital Region Wastewater Commission Strategic Plan 2019-2023 Page 12 

 

Appendix 1 - Glossary of Acronyms 

These acronyms appear in locations through this plan: 

ACFA ................. Alberta Capital Finance Authority 

ACRWWTP ........ Alberta Capital Regional Wastewater Treatment Plant 

AESRD ............... Alberta Environment and Sustainable Resource Development 

BNR .................. Biological Nutrient Removal (Nitrogen and Phosphorous removal) 

BOS ................... Biological Oxygen Demand (measure of wastewater’s strength) 

DAF ................... Dissolved Air Flotation (process to thicken solids) 

DO .................... Dissolved Oxygen 

DWF .................. Dry Weather Flow 

Effluent ............. Flow leaving the Plant 

EMS  ................. Environmental Management System 

Influent ............. Flow coming into the Plant 

I&I ..................... Inflow and Infiltration (wet weather flow) 

L/S .................... Litres per Second (used to measure flow) 

M3/S(cms) ........ Cubic Meters/Second (used to measure flow; 1 M3/S = 100 L/S) 

MLD .................. Megalitres per Day (1 megalitre = 1 million litres) 

NERTS ............... North East Regional Trunk Sewer (serves members in the Northeast) 

QA/QC .............. Quality Assurance/Quality Control 

ROW, R/W ........ Right of Way 

SERTS ................ South East Regional Trunk Sewer (serves members in the South) 

SS ...................... Suspended Solids 

START ............... St. Albert Regional Trunk (serves members in the Northwest) 

SWOT ............... Strengths, Weaknesses, Opportunities, Threats  

TSS .................... Total Suspended Solids 

UV ..................... Ultra Violet (process used to disinfect wastewater) 

WMF ................. Wildlife Management Fund 

WWF ................ Wet Weather Flow (excess flow during rain events) 
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Appendix 2 - Sustainability Pillars 

Overview of Sustainability Based Planning 

Good governance principles and various funding arrangements require strategic planning or address the 
Pillars of Sustainability that are used and referenced throughout this plan. The Commission has created 
this Strategic Plan around six Pillars of Sustainability: Environment, Process and Policy, Performance 
Assurance, Stewardship, Strategic Leadership, and Understanding Stakeholders.  

• Environment: 

This pillar includes community environmental stewardship, as well as the health, quality, 
diversity, and abundance of local and global ecosystems, the state of the built environment, the 
natural environment and the services that support these environments.  

• Performance Assurance: 

This pillar includes the assets of the Commission (including infrastructure, personnel, 

operations, etc.), the ability of administration to provide excellent service delivery, and 

resources to maintain services levels into the future.  

• Process and Policy: 

This pillar includes the Board appointment process, the Commission’s capacity to manage 

resources and develop and implement policy, institutional memory, Board succession plans, 

communication protocols, and the processes through which the Board and administration 

engage with other regional and provincial organizations and governments.   

• Stewardship: 

This pillar includes planning, policies, and budgeting that ensure the Commission, and the capital 

region more broadly, have the funds, tools, resources, and personnel to set their own priorities 

and utilize the region’s natural resources into the future. This pillar also includes public 

education, conservation efforts, and efficiency improvements, as well as any projects with a 

long-term goal that preferences the future of the region rather than short-term benefits. 

• Strategic Leadership: 

This pillar includes the ability of the Commission to perform as well as, or exceeding, the 

performance of other players in the industry, and the ability of the Board to proactively plan for 

threats, changes, or disruptions that may impact the operations of the Commission, including 

climate change, environmental degradation, regulatory changes, and technological innovation.  

• Understanding Stakeholders: 

This pillar includes the development of policies, protocols, and communication initiatives 

developed with the interests of regional, provincial, or industry stakeholders in mind. Such groups 

include the member municipalities, the provincial regulator, the provincial government, 

Indigenous communities, local firms, environmental NGOs, landowners in the capital region, and 

others.  



 

Alberta Capital Region Wastewater Commission Strategic Plan 2019-2023 Page 14 

 

Implementing Sustainability 

For 2019 and beyond, the Board and administration discussed and advanced direction about the long-
term vision of the region and how existing or new strategies should be incorporated to continue with 
the excitement of achieving long-term identified sustainable results. 

The Commission is committed to providing and passing on a solid foundation of direction and policy for 
future boards that will continue to build a sustainable community that reflects the values and beliefs 
expressed by member municipalities. Such foresight can motivate current day planning to think about 
the impact of a growing regional population within 5-10 years, and the long-term impacts of 
environmental and climate change to provide long-term sustainability and growth for communities in 
the Alberta Capital Region. 

It is critical to think in these terms so that capacity and resources can be developed or updated in 
advance so that sustainability is maintained as the population of region grows. 

Continual Review 

The overall capacity of the Commission will need to be assessed and evaluated on a continuous basis to 
address the goals, strategies and action steps that drive the financial, capital and operating plans, to 
think about future service delivery needs.  
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Appendix 3 – Plan Communications Process 

The ACRWC’s Board and administration will collaborate with member councils, utility providers, 
businesses, and other regional stakeholders to distribute and gain feedback about these plans for the 
future. Thereafter, the Board will consider, and potentially adopt, the strategic plan.  

The steps below are directed by the General Manager of the Commission, or a designate, to refine the 
strategic plan during its rollout and to communicate the plan’s objectives throughout its life: 

1. The ACRWC Board accept the strategic plan in principle. 

2. Provide strategic plan update summaries to member municipalities in accordance with the 

Commission’s communications protocols. 

3. The Board reviews the final strategic plan update for approval. 

4. General Manager of the Commission provides annual reports to the Board about the progress in 

meeting the goals outlined in this plan. 

5. The General Manager and administrative managers include excerpts of the strategic plan update 

in future operational and project reporting to the Board. 

6. The strategic plan update will be communicated to regional partners to identify areas of 

potential further collaboration and ensure alignment with other regional plans. 

7. Excerpts of the strategic plan update will be communicated, where applicable, in government 

correspondence and reports to connect the plan’s strategies to government policy. 

8. Excerpts of the strategic plan update will be communicated to stakeholders where applicable, to 

connect plan strategies to stakeholder interests. 

9. The Board will communicate the Commission’s progress where applicable, with respect to this 

strategic plan, to member municipalities, and report progress or changes within the 

municipalities back to the Commission.  
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Appendix 4 – Plan Review Process 

To ensure that this strategic plan remains current and fresh, the following process is provided to 
encourage an ongoing review of the plan and its priorities. 

1. Commission management meetings will be used to review draft updates to the strategic goals to 

further assess the priorities, articulate the goals, and to put action to the priority strategies. 

2. The Board will then be able to adopt the goals, post the updates on the Commission’s website, 

communicate important changes, and circulate the strategic plan among member municipalities 

as needed. Furthermore, the strategic plan continues to be the foundation for administration to 

bring forward proposals or projects to the Commission to achieve the Commission’s long-term 

direction.  

3. Management will continue to fill in the blanks, plan annual action steps and performance 

measures, update the capital and operating financial forecasts, and conduct succession 

planning, human resource, capacity, and service delivery needs assessments. 

4. Management will prepare draft policies and plans (where applicable) to address the initiatives 

identified on the priorities list. 

5. The Board will review draft policies and plans that come forward to ensure that the Board 

direction is kept up-to-date and reflects current and future operating practices. 

6. The General Manager will provide the Board with an update on progress towards achieving the 

goals and strategies on a quarterly basis, throughout the year, in conjunction with the 

Commission’s operational or financial reviews. 

7. The General Manager will provide an orientation for each new board about the guidance and 

direction provided in this updated strategic plan. 

8. After reporting and consultations with member municipalities, and further council and 

administration review, the Commission’s priority strategies outlined in this strategic plan will be 

updated in the summer or early fall of each year in time to synchronize with budget preparation 

for the following year.  
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Appendix 5 - SWOT 2018 

Strengths and Opportunities 

Management identified some existing strengths and potential future opportunities, as well as several 
areas of success and opportunity, and some areas for improvement and growth. When considering how 
it plans, the Commission can leverage these strengths and opportunities, and proactively plan for the 
future.  

Sustainability Pillar 
Strengths 
(Internal) 

Opportunities 
(External) 

Environment 

▪ Commission identifies polluters to 
educate them on regulations 
through the Source Control 
Program 

▪ Two legal samples were taken of 
polluters, and the respective 
member municipality levied fines 
against both firms 

▪ Commission regularly exceeds 
provincial standards 

▪ Federal regulations have 
decreased phosphorous 
levels from industry 
(example: microbeads 
were banned by the 
federal government) 

▪ Effluent nutrients loads 
have decreased, no swings 
in phosphorous  

Performance Assurance 

 Positive organization change, with 
respect to management systems 
such as Environmental 
Management System, incident 
investigations, management of 
change, etc. 

▪ Hazard analysis /personal 
ownership of health and safety 
greatly improved  

▪ Source control supervisor position 
was created and filled 

▪ Maintenance review will be 
conducted in the near future 

▪ Employee engagement is strong 
(through learning, training, and 
improvement) 

▪ Management systems are well 
designed and executed 

▪ Changes at the provincial 
level occur in very long 
time frames, so the 
Commission will know 
about any regulatory 
changes well in advance of 
implementation 
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Sustainability Pillar 
Strengths 
(Internal) 

Opportunities 
(External) 

Policy and Process 

▪ Annual reviews are now 
conducted 

▪ Execution of policy has 
significantly improved 

▪ Operational plans are tied to 
frameworks and reported at least 
quarterly to Board 

▪ Organizational focus on Board 
governance and clarifying roles 
and responsibilities 

▪ Added communication as an 
outcome in the 2014 Strategic 
Plan, which resulted in a clearer 
communication strategy 

▪ Accountability of individual 
board members could be 
improved to ensure timely 
compliance across the 
board 

▪ Wet weather permits 
issued to the members – 
staff in individual 
jurisdictions are coming up 
with management plans  

Stewardship ▪ Commission is currently in a 
financially sustainable position in 
accordance with +/- 2% as 
mandated in the previous 
Strategic Plan 

▪ Current provincial 
government ran on a 
mandate of providing 
infrastructure updates – 
potential source of 
resources to deal with 
ageing infrastructure 

Strategic Leadership ▪ Known as an industry leader in 
the province, as well as other 
regional commissions throughout 
Canada 

▪ General Manager sits on several 
Boards to help guide the region 

▪ Positive relationship with 
provincial regulator has 
allowed the Commission to 
have a constructive impact 
on provincial standards 
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Sustainability Pillar 
Strengths 
(Internal) 

Opportunities 
(External) 

Understanding 
Stakeholders 

▪ The Commission has a positive 
relationship with the provincial 
regulator, utility providers 
(EPCOR), environmental NGOs 
and member municipalities 

 Internal Board dynamics and 
positive and constructive 

 The Source Control program 
provides firms with predictable 
and fair warning prior to 
enforcement of pollution control 

 Launched the residential 
communication plan to influence 
household behavior 

 Personal relationships with 
farmers/landowners have 
improved 

 EPCOR is more efficient 
since taking over – utility 
rather than service 
provider that is business 
focused and more 
responsive than the city of 
Edmonton 

 EPCOR taking over has 
created more certainty for 
the commission  
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Weaknesses and Threats 

While the Commission has the potential to grow, develop, and mature further in coming years, there are 
several obstacles to that progress. Management identified these current internal weaknesses and 
external potential threats/challenges that could impede the Commission’s progress.  

ACRWC’s Strategic Plan considers how the town can manage these weaknesses and threats.  

It is important to note that some topics that appear in the Strengths and Opportunities list also appear 
below. This is because an opportunity, if not taken advantage of, may become a weakness or challenge. 

Sustainability Pillar 
Weaknesses 

(Internal) 
Threats 

(External) 

Environment 

▪ Odor issues - 12 complaints a 
year, minimal problem  

▪ Environmental management 
needs attention (example: 
energy/GHG/contaminants) 

▪ Utility resiliency needs 
attention with respect to more 
frequent natural disasters and 
climate change 

▪ Climate change is 
affecting the water table, 
flood cycles, and wet 
weather events 

▪ Ammonia discharge has 
increased on a per capita 
basis. Infrastructure 
replacement used to be 
conducted by hydraulics 
load, but now 
replacement may have to 
be on an ammonia load 
basis 

Performance Assurance 

▪ The Commission lacks 
enforcement authority 

▪ Succession plans are underway 
– key staff members will be 
leaving in the next 3 years 

▪ Capital contractors’ oversight is 
great, but maintenance 
contractor oversight needs to 
improve. These improvements 
are underway, but need more 
resources allocated to this 
issue 

▪ Premature failure of ageing 
infrastructure will be a primary 
concern in the coming years: 

▪ On a hydraulics basis – upgrade 
in 2040, on an ammonia basis – 
upgrade in 2030 

▪ Ability to troubleshoot complex 
systems 

▪ Edmonton now sends 
more flows to the 
Commission plant than in 
previous years 

▪ Load management is still a 
significant threat, 
particularly in winter 

▪ Expansion at the airport 
will introduce some 
uncertainty about flow 
and load requirements for 
these new projects 

▪ Darwell Commission 
expansion request – 
province might make a 
unilateral decision 

▪ In 2040, the city of 
Edmonton will redirect all 
flows from the North end 
of the city of Edmonton 
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Sustainability Pillar 
Weaknesses 

(Internal) 
Threats 

(External) 

Policy and Process 

▪ Communication and 
engagement – two-way 
communication between 
member councils and the 
Commission is still lacking 

▪ Performance metrics were 
missing from previous Strategic 
Plan – difficult to track and 
measure success 

▪ Municipal election – 75% board 
turnover on the Capital Region 
Wastewater Commission 

▪ The capacity of the 
province to provide 
leadership on regulatory 
issues is somewhat lacking 

Stewardship 

▪ Assets are deteriorating faster 
than projected, and will need 
significant resources allocated 
to updating this infrastructure 

▪ Need clarity on new Board’s 
position regarding debt 
tolerance to deal with ageing 
infrastructure 

▪ Budgets of member 
constituents, and the 
views of member councils 
on rate increases, are out 
of the Commission’s 
control 

Strategic Leadership 

▪ Maintaining current service 
rates may come at the cost of 
improving environmental 
protection 

▪ Difficult to communicate 
technical problems to 
member councils, 
landowners, or 
households/ the general 
public 

Understanding Stakeholders 

▪ The Commission is only 
responsible for communicating 
with its member municipalities, 
and therefore communication 
to the majority of stakeholders 
is left to councils. This means 
that not all residents, 
businesses, etc. in the region 
have access to the same 
information 

▪ The airport authority is 
not very forthcoming with 
information sharing which 
causes uncertainty 

▪ Public perception that 
poor water quality is due 
to wastewater treatment 
– wastewater plants do 
not have a significant 
impact on the water 
quality in dry weather, 
only in wet weather 

 


