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Introduction
Waterloo in Ontario, Canada, was one of 31 cities selected to receive  
a Smarter Cities Challenge® grant in 2013 as part of IBM’s citizenship 
efforts to build a Smarter Planet®. From October 20 to November 8, 2013, 
a team of seven IBM experts worked to deliver recommendations on  
a key challenge identified by Mayor Brenda Halloran and her senior 
leadership team:

Support the realization of the Northdale 
Plan, particularly repositioning the 
image of the neighbourhood in order  
to increase the sense of community  
and attract new investments.

The challenge
The City of Waterloo is home to two of Canada’s top institutions  
of higher learning, the University of Waterloo and Wilfrid Laurier 
University. Over the past 10 years, their combined student population 
has swelled to more than 45,000, which is approximately one-third  
of the city’s total population. This evolving demographic has led  
to pressure for the development of student rental housing in and 
around Northdale, the neighbourhood adjacent to both campuses. 

In reaction to this growth, there has been a steady ad hoc conversion 
of prewar, single-family homes into multi-bedroom student rental housing 
and more recently, rapid construction of high-rise, high-density housing. 
The transient nature of student renters has impacted the neighbourhood’s 
sense of community, and their growing numbers have generated 
quality-of-life issues for permanent residents. Increased wear and tear 
on the rental properties has helped fuel a negative image of Northdale 
that has pressured the City to take action. As a result, there have been 
efforts to control student behaviour by changing and enforcing new 
bylaws and controlling new real estate development with rigorous 
zoning requirements.

The Northdale Plan is the City’s effort to achieve a cohesive mechanism 
for a new way forward. The plan is divided into three parts, as below:
•	 A set of zoning bylaws (put into effect in July 2013) 
•	 A Community Improvement Plan (a set of financial incentives  

to encourage new investment)
•	 An accompanying set of urban design guidelines (on such 

architectural matters as compatibility, transitions and creating 
attractive environments)

Even with the plan in place, questions remain on how to interpret it. 
This is compounded by strained stakeholder relationships, which 
have led to frustration and confusion. The City of Waterloo asked IBM 
to help develop a two-year roadmap to implement the Northdale Plan, 
transform the image of Northdale, renew the sense of community and 
attract economic investment.

Findings
In a period of a little over seven days, the Smarter Cities Challenge 
team toured Northdale and interviewed more than 60 stakeholders, 
including City Hall staff, architects, real estate developers and agents, 
residents, Region of Waterloo services (police, licensing and standards, 
schools), students and university executives. Patterns of inhibitors 
and their consequences emerged from these interviews, but so  
did strengths, opportunities and more than 200 innovative ideas.

The team discovered four sets of inhibitors and consequences  
as below: 
•	 Lack of variety: Current and proposed structures are primarily  

for student housing and are being designed to meet constraints, 
raising the potential that Northdale will not achieve the vibrant 
streetscape and diverse demographic envisioned in the  
Northdale Plan. 

•	 Lack of agility: Real estate developers, the universities and 
investors voiced a concern that City processes specific to 
Northdale lack clarity and are not agile enough to keep pace,  
which makes it difficult to do business. This could cause  
economic development to move to other municipalities.

•	 Lack of coordination: Almost all stakeholders appear to be 
functioning in silos. This isolation has generated unintentional 
misalignment of plans and created an environment of distrust, 
cynicism and weariness among many stakeholders.

•	 Lack of collaboration: The silo effect exacerbates the lack of 
collaboration among stakeholders, inhibiting creative problem 
solving and stifling innovative solutions. 

1. Executive summary
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However, there is general agreement from all stakeholders that  
the Northdale Plan provides a good foundation from which to work. 
Most recognize the need to coordinate, collaborate and align priorities 
across the Northdale ecosystem. 

City Hall is in the midst of a reorganization, which provides an opportunity 
to foster a new way of serving the community. There is a shared sense 
of urgency to act on new ideas and strive for innovation.

Recommendations
The team’s recommendations provide a framework to help the  
City move from a culture that is reactive to one that is proactive  
and innovative.

Vision: The City needs a common agenda so that all stakeholders 
have a compass for their activities. These recommendations provide 
the means to establish and maintain an executive alliance between 
the City and the universities; the creation of a Stakeholder Relationship 
Manager role; and the development of a comprehensive brand 
strategy and communications plan. 

Plan: To build and expand organizational excellence, the City should 
transition to a project management culture and embrace continuous 
improvement. These recommendations are broken into tasks specific 
to implementing the Northdale vision and establishing portfolio 
management across the City’s many programs and projects. This  
is key to providing the procedural structure necessary to rebalance 
priorities and consistently communicate as situations change.

Innovate: To generate positive momentum for the Northdale initiative, 
these recommendations include “quick wins” or projects that are 
relatively small in scope and can be completed in a short timeframe. 
The new program management mechanisms should mature as the 
City and stakeholders successfully complete quick wins. A new sense 
of community should emerge as Northdale transforms into Waterloo’s 
innovation hub.

Conclusion
The Northdale Plan provides the foundation for a vibrant new 
community of innovation. The team has provided 14 recommendations 
to help realize the City’s vision, align priorities at the executive level, 
establish a project management culture and successfully implement 
innovative ideas. Collaboration among the City, universities, businesses, 
Region and the community should help accelerate the achievement 
of the Northdale vision, as described in the Northdale Plan: 

By 2029, Northdale is revitalized and 
reurbanized into a diverse, vibrant 
neighbourhood, integrated with 
educational, residential, commercial, 
cultural, heritage and recreational 
functions, and improved open space, 
pedestrian, cycling and transit networks.

3

Highlights
Findings in three key areas: 
•	 Vision: implementing the Northdale vision 
•	 Plan: establishing a project management culture
•	 Innovate: identifying and implementing innovative projects

Key recommendations:
•	 Establish executive alliance to demonstrate vision leadership
•	 Develop a brand strategy
•	 Develop a project management culture
•	 Implement quick wins
•	 Identify key ecosystem projects



A. The Smarter Cities Challenge
By 2050, cities will be home to more than two-thirds of the world’s 
population. They already wield more economic power and have 
access to more advanced technological capabilities than ever before. 
Simultaneously, cities are struggling with a wide range of challenges 
and threats to sustainability in their core support and governance 
systems, including transport, water, energy, communications, 
healthcare and social services. 

Meanwhile, trillions of digital devices, connected through the Internet, 
are producing a vast ocean of data. All of this information, from the 
flow of markets to the pulse of societies, can be turned into knowledge 
because we now have the computational power and advanced analytics 
to make sense of it. With this knowledge, cities could reduce costs, 
cut waste and improve efficiency, productivity and quality of life for 
their citizens. In the face of the mammoth challenges of economic 
crisis and increased demand for services, ample opportunities  
still exist for the development of innovative solutions.

 In November 2008, IBM initiated a discussion on how the planet  
is becoming “smarter”. By this it meant that intelligence is becoming 
infused into the systems and processes that make the world work —  
into things no one would recognise as computers: cars, appliances, 
roadways, power grids, clothes and even natural systems, such  
as agriculture and waterways. By creating more instrumented, 
interconnected and intelligent systems, citizens and policymakers  
can harvest new trends and insights from data, providing the basis  
for more informed decisions. 

A Smarter City uses technology to transform its core systems and 
optimise finite resources. Since cities grapple on a daily basis with  
the interaction of water, transportation, energy, public safety and 
many other systems, IBM is committed to a vision of Smarter Cities® 
as a vital component of building a Smarter Planet. At the highest levels 
of maturity, a Smarter City is a knowledge-based system that provides 
real-time insights to stakeholders and enables decision makers  
to manage the city’s subsystems proactively. Effective information 
management is at the heart of this capability, and integration  
and analytics are the key enablers.

As IBM aligns its citizenship efforts with the goal of building a Smarter 
Planet, it realises that city leaders around the world face increasing 
economic and societal pressures. Given the increased demand for 
services, they have to deliver new solutions ever more rapidly. 

With this in mind, IBM Corporate Citizenship has launched the 
Smarter Cities Challenge to help 100 cities around the world over  
a three-year period become smarter through grants of IBM talent. 
The City of Waterloo, Canada, was selected through a competitive 
process as one of 31 cities to be awarded a Smarter Cities Challenge 
grant in 2013.

During a three-week period in October and November of 2013, a team 
of seven IBM experts worked in Waterloo to deliver recommendations 
around one of the most critical issues Mayor Brenda Halloran and her 
senior leadership team face: revitalizing the Northdale neighbourhood.

2. Introduction

Figure 1: Intelligence is being infused into the way the world works. 

Intelligent
We can analyze and derive insight from  
large and diverse sources of information  
to predict and respond better to change.

Instrumented
We can measure, sense  
and see the condition of  

practically everything.

Interconnected
People, systems and objects can 
communicate and interact with  
each other in entirely new ways.
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B. The challenge
The City of Waterloo, located in Southern Ontario, Canada, had a 2011 
population of 98,780 permanent residents. It is the smallest of three 
cities in the Regional Municipality of Waterloo and is adjacent to the 
city of Kitchener. Kitchener and Waterloo are often jointly referred  
to as Kitchener-Waterloo, KW or “the Tri-City” (to include the City  
of Cambridge).

Ontario’s Waterloo region has experienced significant population growth 
in recent years and will continue to do so during the next 20 years.

The census data shown in Figure 2 does not take into consideration 
the student population increase at the University of Waterloo and 
Wilfrid Laurier University. This growth is estimated to be 1,000 
students per year, with a current population of 45,522.1

Waterloo’s Northdale neighbourhood was developed between the 
1940s and the 1960s as a suburban community. With the development 
and continued growth of the adjacent universities, there has been 
significant pressure on Northdale to accommodate students.

In 2012, the University of Waterloo’s full-time fall term enrolment was 
32,077, including 5,285 “co-op” students who alternate study terms 
with paid work terms. Wilfrid Laurier University had a full-time fall term 
enrolment of 13,434. Northdale has long been a choice location for 
students who want to live off-campus. As a result, the neighbourhood 
has experienced a demographic shift, and, in 2011, a door-to-door 
survey indicated that 77 - 97% of dwelling units in Northdale were 
home to at least one student.2

The 2011 Statistics Canada Census reported that approximately  
60% of the Northdale population fell within the 20 - 29 age bracket in 
contrast to approximately 16% for the rest of the city. The median age 
of the Northdale population was 23.3 versus 37.6 for the rest of the 
city. Further, 80% of Northdale’s private households were categorized 
as non-family households compared to 20% that were identified by 
the census as family households. This is almost the inverse of the 
citywide profile, in which 70% of households were characterized as 
census family households with only 30% non-family households.

The growth of enrolments at the universities has resulted in significant 
intensification and development of high-rise student housing along 
the periphery of the neighbourhood, as well as the conversion of single, 
detached dwellings into multi-unit rental dwellings. Community and 
public safety is an ongoing concern and priority for City staff, and the 
large number of absentee landlords has contributed to behavioural 
and property standards issues. As a result, Northdale and the 
surrounding area have more bylaw complaints than any other  
area of the city. 

In 2010, Waterloo City Council determined that the existing planning 
framework for Northdale was no longer sufficient. The Northdale 
vision, stated below, needed an implementation plan to help transform 
the neighbourhood, guiding change and investment for the future. 

The vision is supported by 10 principles. Northdale will be: integrated, 
diverse, identifiable, supported, memorable, interactive, durable, safe, 
flexible and collaborative. Mayor Halloran asked the Smarter Cities 
Challenge team to consider how the City can realize its vision and 
start to reposition the image of the neighbourhood.

  1991 1996 2001 2006 2011
Percentage increase 
(over 20 years)

City of Waterloo 71,181 77,949 86,543 97,475 98,780 39% 

Region of Waterloo 377,762 405,435 438,515 478,121 507,096 34%

Province of Ontario 10,084,885 10,753,573 11,410,046 12,160,282 12,851,821 27%

“By 2029, Northdale is revitalized and 
reurbanized into a diverse, vibrant and 
sustainable neighbourhood, integrated 
with education, residential, commercial, 
cultural, heritage and recreational 
functions, and improved open space, 
pedestrian, cycling and transit networks.”

– Northdale vision, from the Northdale Plan, June 20123

Figure 2: City and Region of Waterloo data from 2011 Statistics Canada Census

http://en.wikipedia.org/wiki/Southern_Ontario
http://en.wikipedia.org/wiki/Regional_Municipality_of_Waterloo
http://en.wikipedia.org/wiki/Kitchener,_Ontario
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The overarching challenge for the Smarter Cities Challenge team 
 was as follows:

Develop recommendations  
to support the realization of  
the Northdale Plan, particularly 
repositioning the image of  
the neighbourhood in order to 
increase the sense of community 
and attract new investments.

The team was tasked with creating a realistic strategy with tangible 
actions that could be implemented within 24 months. This strategy 
would take into account the staff, temporal and financial constraints  
of the City and leverage the momentum of existing strategies, such  
as the Northdale Land Use Plan, Urban Design and Built Form 
Guidelines and Community Improvement Plan4, without altering  
or delving into work already completed. 

This report includes the following:
•	 A summary of IBM’s key findings that impact the successful 

implementation of the Northdale revitalization plan
•	 A project management framework to address the complexity  

of stakeholder participation in City challenges 
•	 A high-level implementation roadmap and recommendations, 

including suggestions for quick-win projects to jumpstart success

The team organized its findings into the following pillars: 
•	 Vision: how to reach a common agenda
•	 Plan: how to continue to improve implementation
•	 Innovate: how to apply new thinking

C. Methodology
The Smarter Cities Challenge team received outstanding  
support from and collaborated extensively with City leaders  
and key stakeholders. During the three-week engagement,  
the team gained a strong understanding of the issues the City  
faces through the following:
•	 Kick-off meeting with the Mayor and Chief Administration  

Officer (CAO)
•	 63 formal interviews with Region and City officials, university 

leaders and academics, students, developers, real estate agents, 
marketing professionals, residents and representatives from 
non-profit organizations

•	 Analysis of materials, data and websites provided as a result  
of the interviews

•	 Touchpoint meetings with the Mayor, CAO and members  
of the City’s Smarter Cities Project Team

•	 Final presentation and press event with the Mayor, CAO,  
City Council members, City staff and Waterloo community 

The team approached the interviews with no preconceived conclusions. 
Interviews covered such topics as what services interviewees provide; 
what barriers they see to implementing the Northdale vision; what 
data they used to draw their conclusions; their overall impressions  
of the current status of the initiative; and what they believe is needed 
to create a vibrant neighbourhood (see Appendix F).

The team immersed itself in the community in order to experience  
the culture and lifestyle of Waterloo and Northdale. Team members 
took walking tours of Northdale and visited surrounding neighbourhoods 
for lunch and dinner. The team spent an afternoon cleaning Northdale’s 
Veterans’ Green, located near Wilfrid Laurier University, as a philanthropic 
activity, during which they were able to engage students and passersby 
and informally capture their thoughts about Northdale. 

These experiences provided a good backdrop against which to frame 
the team’s findings. City officials and stakeholders were accessible; 
their openness to providing information was instrumental in helping 
the team piece together the Northdale story, draw conclusions and 
develop next steps.

In this report, the team recommends a series of actions, many  
of which are designed to be quickly implemented, to demonstrate 
visible results that can be used to build enthusiasm and support 
throughout the city for the Northdale Initiative.



A. Context

Three stonemasons in the Middle Ages 
were hard at work when a visitor came 
along and asked what they were doing. 
The first stonemason, sweat beading  
on his brow, grumbled, “I am cutting 
this stone.”

The second stonemason, less distraught, 
responded with a deep sigh, “I’m building 
a parapet.”

The third stonemason replied with a 
radiant face, “I am building a beautiful 
cathedral that will stand for centuries  
to come.”

– Author unknown

For the City of Waterloo, the transformation of Northdale represents  
a unique opportunity to create a hub for innovation and creativity  
that will revitalize the city’s core and drive new economic growth.

Realizing this vision has been a top concern for many years. But like 
the stonemasons in the story above, multiple stakeholders have been 
involved over time, all with varying views of what the initiative means. 
This has resulted in misaligned priorities and complexities that the 
City now finds itself challenged to manage.

The vision for the community has been described in detail in the 
Northdale Plan, which was developed by MMM Group on behalf  
of the City in June 2012. It offers a comprehensive set of 
recommendations for land use and a community improvement 
planning strategy for the neighbourhood, including the following:
•	 A vision and guiding principles 
•	 A land-use plan addressing zoning, bylaws and policies
•	 A community improvement plan addressing financial incentives
•	 Guidelines for urban design, addressing location, design and  

form, and uses

The vision and principles were derived from themes that surfaced 
during the visioning workshops that MMM Group facilitated with  
the Northdale Special Project Committee (NSPC), based on the 
question: “What do you want Northdale to look like in 20 years?”  
The qualities that resonated were as follows: 
•	 Mixed use/diversity
•	 University services/housing
•	 Green space/open space
•	 Location/accessibility
•	 Development potential
•	 Sense of community/identity
•	 Urban/building design
•	 Commercial/recreation needs
•	 Partnerships
•	 Community services/safety
•	 Heritage
•	 Building/property standards

The aspiration for Northdale to become an innovation district  
or hub reflects an urbanization and revitalization trend for many  
cities like Waterloo. As described by Bruce Katz and Jennifer  
Bradley in their recent book, The Metropolitan Revolution5:

3.  Findings, context  
and roadmap

“Innovation districts cluster and connect 
leading-edge anchor institutions and 
cutting-edge innovative firms with 
supporting and spin-off companies, 
business incubators, mixed-use  
housing, office and retail, and 21st 
century amenities and transport.  
Some can be found in downtowns and 
midtowns of cities…where the existing 
base of advanced research universities, 
medical complexes, research institutions, 
and clusters of tech and creative firms  
is sparking business expansion as well 
as residential and commercial growth.” 

– Bruce Katz amd Jennifer Bradley
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According to Katz and Bradley, walkable, urban neighbourhoods 
attract the “creative class” — educated, innovative, entrepreneurially 
minded people who thrive in concentrated, collaborative environments. 

Few interviewed by the Smarter Cities Challenge team argued with 
the ultimate vision for Northdale. However, many years of dramatic 
change in the community has generated tension among stakeholders, 
hindering routes to resolution. There is a deep desire to transform 
Northdale, but many have become frustrated with the current rate  
of progress.

Waterloo is not the only city experiencing these challenges. The Town-Gown 
Collaboration in Land Use and Development report6 correlates types 
of stakeholders involved in making land use and development decisions 
and the degree to which they collaborate. The team evaluated Waterloo 
against the model proposed in the report (see Figure 3). While 
Waterloo is high on the scale of stakeholder involvement, it should 
work toward a more collaborative approach.

Land use development and planning require collaborative decision making

Decision-making continuum
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University only

Waterloo

Renovation of  
existing buildings  
and landscapes

Expert advice, research 
funding, or capacity-

building projects

Land use  
development  
and planning

University 
only

University, City and 
neighbourhood

University and 
business or 

university and 
community

Bilateral Collaborative

Figure 3: Waterloo mapped against the Town-Gown Land Use Development Model
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Common themes
During the discovery phase, the team’s findings did not align  
to the feedback it received from stakeholders, indicating there  
was a cognitive dissonance with interviewees’ perspectives  
of the Northdale Plan (see Table 1).

The core issue remains how to realize the Northdale vision while 
balancing the diverse needs of the universities, students, full-time 
residents, real estate developers, investors and the business 
community, City leaders and planners. 

The team believes the challenge is broader than simply determining 
what should be done to get the Northdale Plan on track. In addition  
to tactical suggestions to enhance Northdale, the team recommends 
the City institute a project management culture with a coordinated, 
structured and repeatable approach that should ensure all stakeholders 
rally behind a shared vision and set the priorities needed to drive success. 

Approach
The Smarter Cities Challenge, by design, is an immersive experience. 
IBMers from different parts of the business, organizationally and 
geographically, leave their homes and day jobs to focus solely on the 
challenge for three weeks. The Waterloo Smarter Cities Challenge 
was a straightforward three-step process (see Figure 4).

Discovery: The primary objectives of the discovery step were to listen 
and learn. The first week was dedicated to a comprehensive series  
of meetings with stakeholders and a review of documentation and 
media (such as websites and social media), with additional interviews 
and research extending into the second week. 

The discovery step started with a formal kick-off meeting and press 
event with the Mayor and her executive staff. The team held 63 formal 
interviews and dozens of informal discussions with people representing 
the six key stakeholder groups that comprise the Northdale ecosystem 
(see Figure 5). A comprehensive list of people interviewed is available 
in Appendix A.

The team conducted more than 80 hours of interviews and held 
touchpoint meetings with the Mayor, CAO and Smarter Cities Project 
Team. The team also participated in culture immersion activities, such 
as the volunteer cleanup in Veterans’ Green, during which the team 
interacted with students and residents to capture their impressions  
of Northdale. 

Feedback Findings

 Experienced 20 years of 
development in five years

 City’s desire to maintain control of 
development increased complexity  
and processing time

 Focus on controlling student behaviour  Limited focus on student needs  
in Northdale

Focus on student housing Need for a variety of housing choices

Desire for mixed use and integration  Lack of clarity in City policies inhibits 
mixed-use development

 Desire for vibrant, dynamic community  Lack of clarity and direction for  
creating community

Table 1: Cognitive dissonance between feedback and findings

Discovery Synthesize Generate report

Figure 4: The Waterloo Smarter Cities Challenge three-step process 

Residents

Students

Businesses

City staff

Universities

Region

Figure 5: Ecosystem of stakeholders interviewed during the 
discovery step

Ecosystem
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Synthesize: Week two was the start of the synthesis step. Armed with 
a critical mass of information, the team began a data-driven approach 
to analyze the input captured and formulate initial viewpoints. The team 
categorized the information, identified areas of potential conflict or confusion 
and validated its approach and hypotheses with key stakeholders. 

Generate report: In week three, the team integrated the analysis from 
the synthesize step to brainstorm and formulate recommendations.  
It then created a structure and roadmap for the recommendations 
contained in this report.

Understanding and refining the challenge
As a result of the discovery and synthesize steps, the team organized 
its concerns into four categories (see Figure 6). Any one of these 
categories alone would hamper the City’s vision for Northdale, but  
in combination their impact has been magnified. In many interviews,  
a consensus of “worst outcome” fears emerged. 

1. Lack of variety: By taking a prescriptive versus a descriptive 
approach to architectural guidelines, current and proposed 
structures are being designed to meet constraints rather than 
offering creative solutions. This means Northdale risks becoming 
a mundane landscape of similarly designed buildings, the 
antithesis of the vibrant streetscape described in the vision. 
Additionally, by focusing primarily on student housing, the 
diverse demographic envisioned in the Northdale Plan risks  
not being served if current trends continue.

2. Lack of agility: Real estate developers, universities and investors 
voiced a concern that City processes make it difficult to do 
business in Northdale. They felt the City cannot respond quickly 
enough to keep pace with the needs of the marketplace. It was 
their experience that other cities in the area, such as Kitchener 
and Cambridge, were easier to navigate, as their processes were 
less ambiguous, simpler and more predictable. Many felt that 
unless something changed to make Waterloo easier to work  
with, economic development would shift to other areas. 

3. Lack of coordination: Nearly all stakeholders — both those  
in City Hall and those in the community — appeared to be 
functioning in silos. Frequently, the team noted that individuals 
from different stakeholder groups had limited knowledge or 
misconceptions about what others were doing relative to the 
Northdale Plan. Tactically, this has created a misalignment  
of timeframes, compromising developers’ ability to create the 
cityscape of the Northdale vision. This isolation has also created 
an environment of distrust, cynicism and weariness among  
many stakeholders who perceive themselves to be at odds  
with other stakeholder groups. 

Lack of variety
Lack of 

coordination
Lack of agility

Lack of 
collaboration

•	 Limited	opportunity	for	future	use
•	 Economic	development	shifts	outside	Waterloo
•	 Misaligned	timeframes	of	development
•	 Issues	migrate	to	surrounding	neighbourhoods

Fears

Figure 6: Common concerns aligned to four key categories with associated fears
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4. Lack of collaboration: Another symptom of the silo effect is  
the lack of collaboration among stakeholders. With more open 
discussion and interaction, they could work together to problem 
solve and streamline efforts. Many felt they needed others to 
reach out to them rather than taking the first step themselves. 
With this reactive attitude, creativity is stymied and challenges 
remain unresolved. Unless there is more collaboration across 
stakeholders, and they start to see Northdale as part of a larger 
city ecosystem, the issues plaguing the Northdale community 
today risk growing and migrating to surrounding neighbourhoods. 

Despite their fears, each interviewee believed the Northdale vision 
was viable. They felt the problems were not insurmountable, and  
they were open to exploring a different way of working together.  
A number of strengths and opportunities surfaced during the  
team’s conversations, suggesting that the City and stakeholders  
are, in fact, much closer to achieving their vision than they realize. 
Almost all stakeholders agreed that the Northdale Plan was  
worthy and desirable to pursue.

City Hall has recently experienced a reorganization, meaning the  
time is ripe to explore new ways to serve the community. Everyone  
feels a sense of urgency to move forward. People understand that 
working in silos is counterproductive, and even though they do  
not know how to change it, they all feel that more alignment could  
help tremendously. Perhaps, most important, the proximity of the 
University of Waterloo and Wilfrid Laurier University means the  
City and other stakeholders have a wealth of resources they can  
tap from academia and student communities to create Northdale’s 
vibrant and vital ecosystem (see Figure 7).

The key to success will be to reframe the conversation. Transforming 
Northdale into Waterloo’s innovation hub is possible, but it will mean 
moving beyond past grievances and disconnects and adopting  
a new way of thinking, interacting and working. 

The team’s recommendations focus on helping the City and,  
by extension, stakeholders in three key areas: to align to a shared 
vision, to adopt a project-planning culture for better organization  
and prioritization and to innovate to foster creativity and learning. 

Figure 7: Success is within reach

Strength Opportunity

Improve synergy between current initiatives

Foster new ways of serving the community

Introduce new ideas to innovate

Align priorities to achieve a shared vision

Create a vibrant and vital ecosystem

Northdale Plan provides a foundation

City Hall is in the midst of transformation

Shared sense of urgency to look forward

Recognize need to collaborate

Access to a wide variety of available resources
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B. Findings 

1. Vision

The Northdale Plan has a defined vision, but it was clear from the 
Smarter Cities Challenge team’s interviews that stakeholders had 
different degrees of understanding and commitment to the vision  
as stated on page 5.

While feedback indicated most stakeholders liked the idea of the 
vision, they were not confident that there was a clear roadmap  
to achieve it. It will be challenging, but it is important to inspire 
community stakeholders and demonstrate a new way of thinking.  
The City and university leaders should therefore do the following:
•	 Support one another
•	 Realign their priorities
•	 Select projects that support Northdale becoming the vibrant, 

dynamic community envisioned 

Finding projects of common interest, nurturing them through  
the process and breaking down barriers will build confidence.  
A strong branding and communications plan will be required  
to share the results and demonstrate forward momentum.  
The vision is more than just a plan for the neighbourhood;  
it builds confidence that the aspiration can become reality. 

2. Plan

The team found that, despite the approved Northdale Plan, there  
was no implementation project in place to make the Northdale  
vision a reality. As previously explained, the City is in the midst  
of a reorganization as a result of recommendations from the 2013 
Waterloo Organizational Review Final Report. At the time of the 
Smarter Cities Challenge, the proposed Project Management  
Office (PMO) and project management discipline had not been 
implemented. None of the recommended new PMO positions  
had been staffed. A project management discipline must be put  
in place to help formalize support for the official program kickoff. 

Without a fully staffed PMO to instill a project management culture,  
it is unrealistic to expect the City to coordinate, prioritize and lead 
complex initiatives. As a result of the recent reorganization, many  
City Hall employees are still experiencing a transition period and  
lack a clear understanding of their new roles and responsibilities. 
Once roles and responsibilities are clearly assigned, the City must 
build a professional development and measurement program that 
supports the new way of thinking. This will ensure employees are  
able to function effectively, feel empowered to look for innovative, 
creative solutions and have the skills needed to make calculated  
risks when approaching future projects.

“A vision is a clear, succinct description 
of what the organization or community 
should look like after it successfully 
implements its strategies and achieves 
its full potential.” 

University of Wisconsin Extension7 

“A goal without a plan is just a wish.”

Larry Elder
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3. Innovate

A number of stakeholders were focused on the history of past challenges. 
Fortunately, once people’s stories were heard, there was a realization 
that Northdale is transforming at an incredibly rapid pace, and the 
barriers of the past may not apply in the future. There is no shortage  
of opportunities to work together in innovative new ways.

The Northdale Plan lays out the vision, but bringing that vision to life 
will require involvement from the entire community. Numerous ideas 
raised in the team’s interviews have great merit but need a catalyst  
to put them into motion. 

These ideas need to be properly evaluated, prioritized and implemented. 
The City should begin with achievable goals to gain experience and build 
new partnerships. It should evaluate the results against the vision and 
priorities and then make the necessary adjustments. It should focus 
first on quick wins to demonstrate visible and tangible progress, followed 
by more complex projects involving direct collaboration with key 
stakeholders, such as businesses, universities and Regional agencies. 
These will enable multi-stakeholder interaction and new public-private 
partnerships to truly achieve an innovation hub.

C. Roadmap of recommendations
The Smarter Cities Challenge team has provided 14 recommendations 
across three interdependent pillars: vision, plan and innovate (see Figure 8).

1. Establish an executive alliance

2.	 Appoint	a	Stakeholder	Relationship	Manager

3. Establish a team that aligns the City to the Northdale vision

4. Develop and execute a brand strategy

10. Select and prioritize quick wins specific to the Northdale Plan

11. Select and prioritize collaborative projects between universities and City

12. Select and prioritize collaborative projects between businesses and City

13. Select and prioritize collaborative projects between the City and the Region

14. Select and prioritize a set of momentum-building ecosystem projects

5. Complete transition for the City project management office

6. Drive a project management culture with continuous improvement

7. Launch the Northdale Program

8. Initiate a portfolio management process

9. Institute a professional development program

Transforming the Northdale neighbourhood into a vibrant innovation hub

Vision
Define vision  

leadership agenda

Plan
Create implementation 

plan and project 
management culture

Innovate
Identify key initiatives  

and priorities

Figure 8: Fourteen strategic recommendations 

“It’s easy to come up with new ideas;  
the hard part is letting go of what 
worked for you two years ago, but  
will soon be out of date.”

 Roger von Oech
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Define vision leadership agenda
An executive-level dialog should be reestablished between the 
Waterloo Mayor and the presidents of the two universities adjacent  
to Northdale. This alliance should establish and communicate  
a common vision for the City’s future with a focus on the Northdale 
Plan and other shared initiatives. It should provide thought leadership 
on areas that require collaboration among the City, the universities 
and other strategic partners. 

The City should appoint a Stakeholder Relationship Manager (SRM), 
a trusted senior leader to carry forward the vision of the executive 
alliance and other initiatives. The SRM should establish an ongoing 
dialog with key stakeholders in the community, acting as the single 
interface to City services. The SRM also should bring together key 
stakeholders within City Hall to ensure Northdale priorities are aligned 
and, as a group, brainstorm creative solutions to challenges that  
might arise.

To ensure the vision is shared, understood and supported  
across the community, a brand strategy and communications  
plan is a key component of this pillar. The City should engage  
an external marketing agency to support this effort. 

Create implementation plan and project  
management culture
The City should establish an appropriate project management office, 
building an implementation plan and then launching the Northdale 
Program. The Northdale Program should comprise multiple projects 
required to implement the Northdale Plan and vision, and the City 
should assign a dedicated program manager to interlock these projects.

As a byproduct, the City should build organizational excellence  
by transitioning to a project management culture that embraces 
continuous improvement and portfolio management for all  
programs and projects in the City of Waterloo.

The plan recommendations cite the Project Management Institute 
(PMI) standardized approach outlined in the Project Management 
Body of Knowledge (PMBOK) Guide. It is important that the City 
leverage best practices to accelerate the education and 
standardization of processes.

A standardized project management approach will enforce 
collaboration and repeatable approaches, and it will reduce  
the overall costs. The State of the PMO 20108 report cited  
the benefits of PMOs as follows:
•	 Decreased failed projects by 31%
•	 Delivered 30% of projects under budget 
•	 Demonstrated a 21% improvement in productivity 
•	 Delivered 19% of projects ahead of schedule 
•	 Saved companies an average of US$567,000 per project 

Innovate by identifying key initiatives and priorities
The City should select and prioritize quick wins that are easy  
to complete in a relatively short timeframe to generate positive 
momentum toward the Northdale vision. These quick wins,  
assigned to specific project managers, should become part  
of the Northdale Program and be coordinated by the City’s PMO.

Separately, the City should collaborate on mutually beneficial 
Northdale projects with the following stakeholders:
•	 Universities
•	 Businesses (for example, startups, real estate developers  

and commercial businesses)
•	 The Region

Success with the above efforts will enable the City to strengthen  
its relationships with these stakeholders and shift its focus  
to momentum-building ecosystem projects. The ultimate goal  
is to transform Northdale into an innovation hub as part of  
a vibrant Waterloo ecosystem.

The team developed a roadmap illustrating the 14 recommendations, 
how they relate at a high level and the timeframe for implementation 
within 24 months (see Figure 9).
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Figure 9: Roadmap of recommendations

Month 1 Month 1 - 6 Month 7 - 12 Month 13 - 24
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Vision

Recommendation 1: Establish an executive alliance

The	City	should	establish	an	executive	alliance,	consisting	of	the	Mayor	and	presidents	from	the	University	of	Waterloo	and	Wilfrid	Laurier	University,	
to generate a shared vision for Waterloo with a focus on the Northdale ecosystem.

Scope and expected outcomes

Scope
Creating an executive alliance will enable frequent, focused collaboration among the City and university leaders to establish a common vision  
for a vibrant Northdale ecosystem. Objectives of the alliance include the following:
•	 Share innovative ideas to support strategic goals and interests for Waterloo and Northdale 
•	 Create guiding principles for the Northdale vision
•	 Establish a shared set of priorities for Waterloo, including the Northdale Program (see Recommendation 7)
•	 Identify roadblocks to success and opportunities to work together on solutions
•	 Provide input to the City Council and the Region
•	 Identify owners and resources to execute priorities

Expected outcomes
•	 An improved relationship among the City and university leaders
•	 A higher level of interaction between City staff and academics
•	 A common vision the City and universities can strive toward as a cohesive team 
•	 A documented set of agreed-upon priorities and a common agenda
•	 A thriving ecosystem

Cost of inaction 
Inaction would significantly impact the City’s ability to realize the vision for Waterloo and Northdale as a hub for innovation and creativity. Without this 
synergy of leadership, the Northdale ecosystem risks becoming increasingly dysfunctional, inhibiting opportunities for economic growth. This, in turn 
will make it more difficult to attract the creative class needed to build and sustain a vibrant, progressive community that, given the right environment, 
can thrive in a university city.

Proposed owner and stakeholders Suggested resources needed

Owner:	Mayor

Stakeholders: University presidents

University presidents

Cost estimate: Low

Dependencies Key milestones, activities and timeframe

None Short term:
•	 Determine formal meeting cadence 
•	 Document guiding principles, priorities and critical success factors 
•	 Share common vision and priorities with City Council and key stakeholders

Long term: 
•	 Maintain	a	regular	meeting	cadence	
•	 Review progress on a regular basis 
•	 Based on outcomes, continually refine priorities 

Priority

High

4. Recommendations
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Recommendation 2: Appoint a Stakeholder Relationship Manager (SRM)

The	City	should	dedicate	an	empowered	senior-level	leader	as	SRM	for	the	City	of	Waterloo,	reporting	to	the	CAO	(see	Appendix	H).

Scope and expected outcomes

Scope
The	SRM	will	be	responsible	for	the	following:
•	 Building a comprehensive stakeholder map across the ecosystem (see Appendix D)
•	 Implementing an ongoing outreach plan to nurture relationships between the City and key stakeholders
•	 Acting as a single point of contact between the City and stakeholders to expedite projects supporting the Northdale vision
•	 Facilitating collaboration between key City Hall stakeholders to ensure alignment of Northdale priorities/vision and brainstorming solutions  

for challenges when they arise (see Recommendation 3)
•	 Receiving direction and reporting progress/topics to the executive alliance and City Council

Expected outcomes
•	 A stakeholder map
•	 A senior leader tasked with maintaining a holistic view of the Northdale vision, stakeholder positions and City dynamics
•	 A single point of contact responsible for ensuring key stakeholders are informed, connected and supported (see Recommendations 3 and 7) 
•	 Improved relationships with stakeholders who now have a City ombudsman
•	 The ability to measure improved stakeholder engagement (through, for example, satisfaction surveys, speed to review proposed projects  

and number of appeals)

Cost of inaction
A lack of common vision, miscommunication, misalignment and missed opportunities for improvement to support the desired vision  
and economic development.

Proposed owner and stakeholders Suggested resources needed

Owner: CAO

Stakeholders: 
•	 Mayor
•	 City directors

Funding	to	hire	the	SRM

Cost estimate:	Medium

Dependencies Key milestones, activities and timeframe

None Short term:
•	 Appoint	SRM
•	 Create list of key stakeholders 
•	 Develop a stakeholder map
•	 Implement stakeholder discovery process to identify drivers, constraints, challenges, 

opportunities, priorities and values through one-on-one meetings 
•	 Implement communications outreach
•	 Establish regular reporting to City Council and executive alliance
•	 Measure	impact	of	relationship	activities	

Long term: 
Continue stakeholder stewardship for the duration of the Northdale Program

Priority

High
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Recommendation 3: Establish a team that aligns the City to the Northdale vision 

The City should form a team to ensure its functions are aligned to the Northdale vision, based on the Northdale Plan and supported by the executive alliance. 

Scope and expected outcomes

Scope
The	SRM	should	lead	this	team,	which	should	include	executives	from	all	City	functions	and	the	Northdale	Program	Manager.	The	team	should	 
meet	regularly	to	solve	challenges	related	to	the	Northdale	Program	(see	Recommendation	7).	The	Northdale	Program	Manager	is	included	 
to ensure the program is executed accordingly. The focus of the team should be as listed below:
•	 Exception-based management, focused on issues and risks 
•	 Solution brainstorming to overcome challenges
•	 Measuring	the	progress	of	the	Northdale	Program	against	the	vision,	including	the	following:

 – Reduced issues and risks 
 – Sentiment analysis (traditional and digital/social media)
 – Satisfaction surveys of key stakeholders

•	 Internal and external transparency of the Northdale Program 

Expected outcomes
•	 Holistic view of the Northdale Program shared by all City executives
•	 Coordinated effort by City executives to realize the Northdale Program 
•	 Identified misalignments 
•	 Improved decision making and problem solving 
•	 Increased efficiency and speed of execution for Northdale projects
•	 Sharing of progress with transparency and clarity (for example, open government) 

Cost of inaction
A lack of coordination and open communication and slower speed of implementation, which will result in stalled or misaligned projects  
and deterioration of trust among the City, program stakeholders and Waterloo residents.

Proposed owner and stakeholders Suggested resources needed

Owner:	SRM

Stakeholders: 
•	 Mayor
•	 City Council
•	 CAO
•	 Northdale	Program	Manager
•	 Key City executives

Time commitment from all participants

Cost estimate: Low 
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Recommendation 3: Establish a team that aligns the City to the Northdale vision (continued)

Dependencies Key milestones, activities and timeframe

•	 Appoint	an	SRM	(see	Recommendation	2)
•	 Launch Northdale Program (see Recommendation 7)
•	 Develop and execute a brand strategy  

(see Recommendation 4)

Short term:
•	 Determine formal meeting cadence and host kick off 
•	 Establish objectives and guidelines to cultivate an environment of openness  

and creativity
•	 Identify risks and issues
•	 Brainstorm solutions
•	 Develop and execute a communications plan to share program progress  

internally and externally

Long term:
•	 Track alignment against vision 
•	 Continue meetings to ensure collaboration for the duration of the Northdale Program

Priority

High
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Recommendation 4: Develop and execute a brand strategy

The City should develop, execute and measure a brand strategy for Waterloo that positions Northdale as a world-class hub for creativity  
and innovation. 

Scope and expected outcomes

Scope
The transformation of Northdale into an innovation hub will be a gradual process, and progress will be difficult for the community to recognize.  
The City must paint a picture of what Northdale will become. This will require a commitment beyond the daily tasks of the City’s communications 
team. The City should therefore engage an external brand/marketing agency with expertise in transformative community branding to develop  
and execute a brand strategy and communications campaign that defines what Northdale will become, as listed below:
•	 A progressive innovation district or hub that attracts the creative class and new economic investment
•	 A preferred destination where people can live, learn, work, play and stay

The City should work with the agency on the following steps:
•	 Simplify the Northdale vision message based on the vision and priorities identified by the executive alliance (see Recommendation 1)
•	 Create a brand strategy and document a brief
•	 Identify additional resources that may be required
•	 Draft and document an internal communications plan to educate stakeholders and City staff 
•	 Draft a phased external communications plan and creative campaign
•	 Develop creative assets
•	 Identify key performance indicators (KPIs) and metrics for success, such as the following: 

 – Sentiment analysis for digital/social media and traditional media 
 – Focus groups and surveys
 – Data analysis of Northdale occupancy trends, business development and investment

Expected outcomes
•	 Excitement throughout the Waterloo community about Northdale’s revitalization 
•	 Improved perception of Northdale as a neighbourhood in the process of transforming into a “diverse, vibrant, sustainable” community
•	 Increased economic investment and growth
•	 Increased positive media coverage 
•	 New respect for the Northdale neighbourhood, measured via community feedback, and sentiment analysis
•	 Alignment with the Northdale Vision Waterloo Strategic Plan

Cost of inaction
Continued perception of Northdale as a “student ghetto”, putting at risk the investment needed to develop the Northdale vision and attract  
the creative class to the community. 
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Recommendation 4: Develop and execute a brand strategy (continued)

Proposed owner and stakeholders Suggested resources needed

Owner: Communications Director

Stakeholders: 
•	 Mayor
•	 CAO
•	 SRM
•	 Economic Development Executive Director
•	 Manager	of	Business	Attraction	and	Marketing	

•	 Manager	of	Business	Attraction	and	Marketing
•	 External brand/marketing agency

Cost estimate:	Medium

Dependencies Key milestones, activities and timeframe

•	 Northdale vision and priorities established by the executive 
alliance (see Recommendation 1) 

•	 Appoint	an	SRM	(see	Recommendation	2)
•	 Funding allocated to hire external agency
•	 Funding allocated to add internal resources as required

Short term:
•	 Allocate budget to hire an external agency 
•	 Work with the agency to define and execute a brand strategy  

and a communications plan

Medium term:
•	 Develop creative assets 
•	 Execute internal communications plan
•	 Launch first phase of external communications campaign
•	 Measure	impact	of	tactics

Long term:
•	 Continue to refine strategy
•	 Execute and measure external communications for the duration  

of the Northdale Program

Priority

High
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Plan

Recommendation 5: Complete transition for the City Project Management Office (PMO)

The	City	should	fully	implement	the	PMO	that	was	proposed	as	part	of	the	recent	reorganization,	reporting	to	the	Strategic	Initiatives	Director	 
and the CAO. 

Scope and expected outcomes

Scope
A	PMO	was	proposed	in	the	April	2013	Waterloo	Organizational	Review	Final	Report	with	regard	to	staffing	and	budget.

The	PMO	should	do	the	following:	
•	 Enable the City to effectively coordinate and monitor all project activities such as planning/scheduling, risk management and measurements  

within Northdale and citywide
•	 Collate, oversee, monitor and manage all City projects
•	 Focus on what is required to deliver an achievable set of activities for each project to keep the administrative overhead lean

Expected outcomes
•	 Increased project management maturity for the City 
•	 Improved ability to efficiently manage large cross-functional projects 
•	 Documentation	published	by	the	PMO:	

 – A project management reference guide
 – Supporting templates
 – Reusable assets for ongoing quality control, including KPIs

(NOTE: Refer to Appendix E for definitions of “program” and “project.” Refer to Appendix G for public sector project management resources.)

Cost of inaction
The	present	ad	hoc	and	suboptimized	project	management	operation	will	continue.	Without	a	strong	PMO,	the	City	increases	the	likelihood	 
that projects will have reduced productivity and be challenged to meet deadlines and stay on budget.

Proposed owner and stakeholders Suggested resources needed

Owner: Strategic Initiatives Director

Stakeholders: 
•	 Program	Manager	(to	be	filled)
•	 Project Librarian (to be filled)
•	 Project Leads from the department teams (existing,  

to be trained)

Funding	to	hire	skilled	individuals	for	the	two	vacancies	in	the	PMO

Cost estimate:	Medium
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Recommendation 5: Complete transition for the City Project Management Office (PMO) (continued)

Dependencies Key milestones, activities and timeframe

•	 Hiring	resources	to	fill	the	PMO
•	 Project leaders to receive project management training

Immediate:
Hire	Project	Manager	and	Project	Librarian

Short term:
•	 Establish processes and tools 
•	 Launch first set of Northdale Program projects, using the new approach  

(see Recommendation 7)
•	 Establish quality control measurements

Long term:
Checkpoint processes and approach continuously 

Priority

High 
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Recommendation 6: Drive a project management culture with continuous improvement

The City should strive for organizational excellence by transitioning to a project management culture that embraces continuous improvement. 

Scope and expected outcomes

Scope
The City should establish a project management culture by introducing methodologies and approaches as part of its normal operations, which 
should permeate across the entire organization. This requires training, engagement and communication. A strong, senior-level champion should  
be staffed to act as a change agent for this. 

A project management culture should ensure the following:
•	 Leadership supports and stewards culture change throughout the organization
•	 Mandatory	project	management	education	and	mentoring	program	is	delivered	to	targeted	staff	
•	 Internally developed project management reference materials are readily available
•	 City staff consistently use repeatable practices across the organization 
•	 Projects are transparent, measurable and predictable

Expected outcomes
•	 Successful project kickoff and closures on the identified quick wins (see Recommendation 10)
•	 Progress and risks are tracked in a unified and repeatable fashion
•	 City projects are seen as part of a cohesive program portfolio that aligns with the 2011-2014 City of Waterloo Strategic Plan and that is achievable 

and measurable
•	 Improved project management KPIs

Cost of inaction
The City will find it difficult to complete complex projects successfully, within budget and on schedule. It will continue to operate in silos with 
inconsistent approaches and duplication of effort, limited and inconsistent stakeholder engagement, unclear roles and responsibilities, and 
misaligned priorities. There will be a lack of cross-organizational project overview and resource allocation/balancing, resulting in an inability  
to show the impact of ad hoc changes.

Proposed owner and stakeholders Suggested resources needed

Owner: Strategic Initiatives Director 

Stakeholders:
•	 CAO
•	 City	PMO
•	 City of Waterloo staff

•	 Additional education on project management fundamentals for senior managers 
•	 Cross-team mentoring and coaching on project management best practices
•	 Senior-level project management champion (to be staffed) 

Cost estimate:	Medium
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Recommendation 6: Drive a project management culture with continuous improvement (continued)

Dependencies Key milestones, activities and timeframe

•	 Complete	transition	for	the	City	PMO	(see	Recommendation	5)
•	 Senior-level project management champion (to be staffed)

Short term:
•	 Build on existing training with required learning for project leaders
•	 Establish a repository for sharing knowledge, templates and assets  

to be shared by other project teams

Medium term:
Implement ongoing refresh of education and assessment of the project 
management culture of the City

Long term:
Conduct an annual project management maturity measurement 

Priority

High
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Recommendation 7: Launch the Northdale Program

Launch a program to manage the implementation of the Northdale vision.

Scope and expected outcomes

Scope
The Northdale Program comprises the multiple projects required to implement the Northdale Plan and vision. The City should start with quick 
win projects (see Recommendation 10) and then progress to incorporating additional projects to manage the complexity of the overall Northdale 
Program. This approach will enable the City to build momentum and mature its project management skills. 

The Northdale Program should do the following:
•	 Integrate stakeholders 
•	 Identify roles and responsibilities, drivers, constraints, priorities, resources and dependencies (for example, within the City, universities,  

the Region and the Province)
•	 Reflect the various stages of implementation 

Expected outcomes
•	 Established structure and governance to manage the implementation of the Northdale Plan
•	 Coherent, consistent facilitation of stakeholders’ interests
•	 Transparency, trust and satisfaction enabled inside and outside the City organization, which can be tracked through resident and Northdale 

stakeholder sentiment analysis
•	 Realigned Northdale projects to City budget and priorities
•	 Improved consistency of execution

Cost of inaction
Northdale encompasses many complex issues, disconnects and agendas among stakeholders and City staff. Without a structured approach  
for program management and support from the universities, the City will lose the opportunity to build a vibrant Northdale hub and will have  
difficulty improving the public perception of the Northdale community.
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Recommendation 7: Launch the Northdale Program (continued)

Proposed owner and stakeholders Suggested resources needed

Owners: 
•	 Acting	Program	Manager	(see	Recommendation	5)
•	 Strategic Initiatives Director

Stakeholders: 
•	 Mayor
•	 CAO
•	 City Council
•	 City Executives
•	 SRM

Project leaders for quick wins (part of City organization)

Cost estimate: Low

Dependencies Key milestones, activities and timeframe

•	 Complete	transition	for	the	City	PMO	(see	Recommendation	5)
•	 Project leaders have been identified from within the  

City organization
•	 Project leaders have received project management training 

(see Recommendation 6)
•	 Quick wins selected and prioritized (see Recommendation 10)

Short term:
•	 Start execution of the quick wins projects
•	 Build the Northdale Program

Medium term:
•	 Start execution of first stage of projects 
•	 Establish Northdale Program governance 

Long term:
Continue execution with further stages of projects in the Northdale Program

Priority

High
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Recommendation 8: Initiate a portfolio management process

The City should establish a portfolio management process for all its programs and projects.

Scope and expected outcomes

Scope
Portfolio management will establish a centralized, holistic view of all City programs and projects, aligning the work needed to meet the City’s 
business objectives. It will enable cross-functional communication, reduce hierarchical behaviour and optimize resources.

Expected outcomes
•	 The	Mayor,	City	Council	and	CAO	have	a	consolidated	view	of	all	City	programs	and	projects	and	a	clear	understanding	of	their	respective	 

value related to the strategic initiatives
•	 Projects are prioritized and duplications are eliminated
•	 KPIs of the portfolio are tracked
•	 Effective governance and impact assessments for ad hoc projects
•	 Visibility and transparency for internal and external purposes 

(NOTE: Refer to Appendix E for definition of “portfolio.”) 

Cost of inaction
Conflicts in resource allocation across projects may not be resolved in accordance with strategic goals. Duplication of work and interdependencies 
may not be discovered or managed efficiently. The impact of ad hoc requests will not be properly calculated or transparent.

Proposed owner and stakeholders Suggested resources needed

Owner: Strategic Initiatives Director

Stakeholders: 
•	 City Council
•	 CAO
•	 City executives
•	 PMO	members

•	 Project Librarian
•	 Basic office software to register and manage (spreadsheet, presentation)

Cost estimate: Low

Dependencies Key milestones, activities and timeframe

•	 Complete	transition	for	the	City	PMO	(see	Recommendation	5)
•	 Project Librarian has received project portfolio management 

training (see Recommendation 6)

Short term:
Staff and train Project Librarian

Medium term:
•	 Register all projects/programs in central repository
•	 Establish templates, meetings and governance (including KPIs)

Long term:
Manage	City’s	project/program	portfolio	

Priority

Medium
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Recommendation 9: Institute a professional development program 

The City should institute a professional development program for staff to transform the organization’s culture, strengthen its ability to adapt  
to new challenges and foster innovation. 

Scope and expected outcomes

Scope
The City will be better served if its own staff have license to look for innovative, creative solutions to challenges and feel comfortable taking 
calculated risks when needed. To make this shift, the City must build a curriculum of ongoing education, mentoring and skills improvement. 
Suggested topics could include, but are not limited to, the following: 
•	 Risk identification and management
•	 Team building across functions
•	 Formal	training	leading	to	Project	Management	Professional	(PMP)	certification	(see	Recommendation	6)
•	 Relationship management, conflict resolution and mediation techniques
•	 Creative thinking and innovation
•	 Change management and governance 

Expected outcomes
•	 More	creative	problem	solving	that	leads	to	improved	decision	making	
•	 A set of educational offerings prioritized according to role 
•	 Formal and informal mentor relationships among City staff and between staff and external stakeholders
•	 Improved employee morale and retention 
•	 Accelerated career progression and more flexible career paths
•	 Increased opportunities for job swaps and cross-pollination of skills and experience 
•	 Deeper expertise in such areas as project management 
•	 Efficiency of repeatable processes and knowledge repositories

Cost of inaction
Without a focus on professional development, City staff will continue to make low-risk decisions that adhere to constraints, and they will not feel 
confident that they can proactively explore creative alternatives to challenges. The City risks not being able to conserve and leverage cross-team 
knowledge or enhance the employee skills needed to tackle increasingly complex demands. The City will struggle to attract and retain high-quality 
talent and will lack contextual knowledge and team cohesion. 
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Recommendation 9: Institute a professional development program (continued)

Proposed owner and stakeholders Suggested resources needed

Owner: CAO

Stakeholders: 
•	 City of Waterloo Human Resources Department
•	 City of Waterloo staff

•	 Online and face-to-face learning (content and courses)
•	 Funding
•	 Mentors	and	coaches

Cost estimate:	Medium

Dependencies Key milestones, activities and timeframe

•	 Curriculum requirements 
•	 Facilitators/instructors (internal or external)
•	 Assessments

Short term:
•	 Identify key skills
•	 Build curriculum
•	 Execute professional development program 
•	 Create mentor program

Medium and long term:
Ongoing assessment of offerings and effectiveness of courses and mentoring program

Priority

Medium
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Innovate

Recommendation 10: Select and prioritize quick wins specific to the Northdale Plan

The City should select and prioritize key projects that are relatively small in scope and can be completed in a short timeframe to generate  
positive momentum.

Scope and expected outcomes

Scope
The City must demonstrate early successes to build momentum, while the development community needs to feel empowered to use its creativity 
to	focus	on	outcomes	rather	than	compliance.	In	order	to	determine	what	qualifies	as	a	quick	win,	the	Program	Manager	and	SRM	should	evaluate	
current priorities and align projects based on degree of complexity, urgency and length of time required to complete. 

Suggested quick wins include the following: 
•	 Develop a mechanism to allow for more flexibility and creativity in architectural design 
•	 Secure pathways for pedestrian traffic flow
•	 Develop a parking masterplan in coordination with appropriate stakeholders that addresses commercial, residential and commuter traffic
•	 Develop a quick reference guide for bonuses and incentives (for example, Leadership in Energy and Environmental Design (LEED) certification 

levels, tax abatements) to provide clarity and increase adoption

Expected outcomes
•	 Strengthened relationships that can flourish with progressively complex projects and challenges, measured by the number and types  

of projects completed
•	 Increased confidence from the community that the City can achieve the outcome, measured by positive press coverage and sentiment analysis

Cost of inaction
Inability	to	tackle	larger	programs	efficiently	and	effectively.	Missed	opportunities	for	developers	to	generate	creative	solutions	and	lack	 
of collaboration between the City and stakeholders, which could make it more difficult to attract future investments.

Proposed owner and stakeholders Suggested resources needed

Owner:	Northdale	Program	Manager

Stakeholders:
•	 Developers
•	 City Economic Development
•	 City Planning
•	 City and Regional Transportation
•	 Water, Sewer and Hydro
•	 University Administration
•	 Communications Leader
•	 SRM

Assigned project resources

Cost estimate: Varies
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Recommendation 10: Select and prioritize quick wins specific to the Northdale Plan (continued)

Dependencies Key milestones, activities and timeframe

•	 Appoint	SRM	(see	Recommendation	2)
•	 Establish a team that aligns the City to the Northdale vision 

(see Recommendation 3)
•	 Launch Northdale Program (see Recommendation 7)
•	 Initiate a portfolio management process (see 

Recommendation 8)

Immediate: 
Identify and prioritize quick win projects 

Short term:
•	 Select highest priority and start project
•	 Establish set of measures
•	 Survey participants for satisfaction and suggested changes

Medium term:
•	 Review with City Council results of first projects
•	 Continue project reviews upon completion 
•	 Select the next project

Priority

High
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Recommendation 11: Select and prioritize collaborative projects between universities and the City 

The City and the universities should collaborate on mutually beneficial projects specific to Northdale.

Scope and expected outcomes

Scope
A consistent and pervasive line of communication between the universities and the City will encourage innovative ideas and foster improved 
collaboration in line with the strategic goals of all organizations. Suggested projects include the following:
•	 Collaboratively establish a knowledge-sharing program between City staff and academics for ongoing professional development
•	 Create opportunities for students to address City issues through experiential learning, for example:

 – Develop social media sentiment analysis tool
 – Develop city planning visualization tool and models
 – Develop marketing and branding programs

Expected outcomes
•	 An increase in positive press coverage of partnerships and progress
•	 Increased level of visible interaction between City staff and academics
•	 Improved student sentiment measured via surveys
•	 More	graduates	choosing	to	stay	in	Waterloo	(tracked	over	time)

Cost of inaction
Potential for duplicated or conflicting projects, inefficient use of resources and, ultimately, student needs will not be effectively addressed.  
The City will not be able to leverage the universities’ talent pool.

Proposed owner and stakeholders Suggested resources needed

Owner: Executive alliance

Stakeholders:
•	 City
•	 University of Waterloo
•	 Wilfrid Laurier University
•	 Other higher education institutions (such as Conestoga College)
•	 Town and Gown Committee
•	 Students

•	 Assigned project resources
•	 University resources

Cost estimate: Varied

Dependencies Key milestones, activities and timeframe

•	 Establish an executive alliance (see Recommendation 1)
•	 SRM	(see	Recommendation	2)
•	 Launch Northdale Program (see Recommendation 7)

Immediate:
Identify and prioritize potential projects 

Short term:
Initiate projects 

Medium to long term:
•	 Complete project and survey participants 
•	 Select new projects 

Priority

Medium
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Recommendation 12: Select and prioritize collaborative projects between businesses and the City 

The City should select and prioritize collaborative projects to nurture its relationship with key commercial stakeholders.

Scope and expected outcomes

Scope
The City should form stronger communication ties and seek opportunities for collaboration that support the strategic goals of Northdale  
and commercial stakeholders (for example, startup community leaders, developers, businesses). 

Suggested projects include the following:
•	 Brand sponsorship of public spaces in new Northdale developments
•	 Establishment of a Business Improvement Area (BIA) for the greater Northdale area
•	 Explore the opportunity to expand commercial space beyond the first floor of Northdale buildings to foster a “live, learn, work, play and stay” environment 
•	 Create easy-to-use bonus and incentive calculators

Expected outcomes
•	 Increased business foot traffic and revenue
•	 Increased commercial occupancy rate within central Northdale
•	 Improved citizen/student/business sentiment measured via surveys
•	 Establishment of ad hoc social hubs within Northdale

Cost of inaction
The City may not be able to realize its vision for Northdale to become Waterloo’s innovation hub. Economic growth may be stifled and could  
continue to shift to areas outside of Waterloo. The creative class might establish itself outside the city.

Proposed owner and stakeholders Suggested resources needed

Owner: City Economic Development Director

Stakeholders:
•	 Waterloo Economic Development Committee 
•	 Stakeholder	Relationship	Manager
•	 BIA (once created)

•	 Assigned project resources
•	 Resources from key business stakeholders

Cost estimate: Varied

Dependencies Key milestones, activities and timeframe

•	 SRM	(see	Recommendation	2)
•	 Launch Northdale Program (See Recommendation 7) 

Immediate:
Identify and prioritize potential projects 

Short term:
Initiate projects 

Medium to long term:
•	 Complete project and survey participants 
•	 Select new projects 

Priority

Medium
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Recommendation 13: Select and prioritize collaborative projects between the City and the Region 

The City should select and prioritize a collaborative program of projects addressing City and Region interests for Northdale. 

Scope and expected outcomes

Scope
Create a consistent, pervasive and coordinated line of communication across all complementary departments of the Region of Waterloo  
and the City of Waterloo. Suggested projects include the following:
•	 Cross-department evaluation of the impacts of high-density, mixed-use design on infrastructure services, such as traffic and transit,  

public services (water, sewer, hydro), high-rise fires, emergency evacuations, events, natural disasters, terrorist threats and proactive  
policing and social services (such as suicide prevention) 

•	 University Avenue streetscape improvement to create positive impression on entrance to the university corridor 
•	 Affordable housing strategy for the City and the Region
•	 Availability of social services for students

Expected outcomes
•	 Increased positive press coverage of partnerships and progress
•	 Increased coordination and interaction between City and Region staff
•	 Improved preparedness and safety

Cost of inaction
With a projected increase of population density and accompanying development, traditional planning and preparation processes between  
the City and the Region might be strained. The ability of the Region to respond effectively to City-centric incidents could be compromised. 

Proposed owner and stakeholders Suggested resources needed

Owner: CAO 

Stakeholders:
•	 Northdale area residents
•	 City Public Safety
•	 Property managers within the Northdale area 
•	 Northdale area businesses
•	 Regional Public Safety
•	 Key City leaders and Region counterparts

•	 Representatives from affected departments
•	 Budget for training and equipment

Cost estimate: Varied

Dependencies Key milestones, activities and timeframe

•	 SRM	(see	Recommendation	2)
•	 Launch Northdale Program (see Recommendation 7)

Immediate:
Identify and prioritize potential projects 

Short term:
Initiate projects 

Medium to long term:
•	 Complete project and survey participants 
•	 Select new projects 

Priority

Medium	
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Recommendation 14: Select and prioritize a set of momentum-building ecosystem projects

The City should select and prioritize ecosystem projects that will establish and maintain multistakeholder relationships.

Scope and expected outcomes

Scope
A vibrant Waterloo ecosystem should include multistakeholder, complex projects that leverage learnings developed in the projects described  
in Recommendations 10, 11, 12 and 13. 

The City should start with projects that involve few stakeholders, with well-defined goals and opportunities. It should progressively increase project 
size and complexity, depending on the success of the ecosystem. Assets, templates and resources can be repurposed and relationships sustained 
through this process. 

Suggested projects include the following:
•	 Enhancing quality of life for students:

 – Proactively foster and support off-campus student-centric events, such as music festivals and St. Patrick’s Day
 – Collaborate with businesses and universities to create satellite locations within Northdale for student services, such as an urgent care medical 

office, counseling services and emergency blue-light safety stations with phones that immediately connect the caller to campus (or local) police 
•	 Attracting more international investment:

 – Work with local businesses to translate key City documents, planning guidelines and marketing materials for potential foreign investors
 – Introduce multilevel commercial zoning; there is an opportunity to attract global businesses

•	 Fostering innovation through entrepreneurship:
 – Collaborate with universities, developers, startups and venture capitalists (VCs) to create an advanced manufacturing initiative related  

to food security9	(a	key	focus	area	for	the	Mayor	and	City	of	Waterloo)	
 – Collaborate with universities, developers, startups and VCs to investigate emerging approaches in building automation for high-density  

urban locations

Expected outcomes
•	 Strengthened relationships that can flourish with progressively complex projects and challenges, measured by the number and types  

of projects completed
•	 Increased number of new public/private partnerships
•	 Growing number of sponsored events
•	 More	positive	press	coverage	and	social	media	sentiment	measurements

Cost of inaction
Inability	to	leverage	the	unique	resources	available	to	the	City	of	Waterloo.	Missed	opportunities	to	collaborate	with	stakeholders	might	result	 
in difficulty attracting future investments and economic development in Northdale.
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Recommendation 14: Select and prioritize a set of momentum-building ecosystem projects

Proposed owner and stakeholders Suggested resources needed

Owner: City Economic Development Director

Stakeholders:
•	 City Planning
•	 Developers
•	 Residents
•	 Universities
•	 Students
•	 Businesses
•	 Region
•	 SRM	

Identify critical team members based on project selected

Cost estimate: Varied 

Dependencies Key milestones, activities and timeframe

•	 SRM	(see	Recommendation	2)
•	 Initiate a portfolio management process  

(see Recommendation 8)

Immediate:
Identify and prioritize potential projects 

Short term:
Initiate projects 

Medium to long term:
•	 Complete project and survey participants 
•	 Select new projects 

Priority

Medium



5. Conclusion

With the adoption of the Northdale Plan, the City of Waterloo 
established the foundation for a vibrant new innovation hub. 
Northdale, nestled between the University of Waterloo and Wilfrid 
Laurier University, has been identified as a strategically important 
neighbourhood, full of potential as the City looks toward the future. 

With a focused, consolidated effort on the part of key stakeholders 
and thoughtful use of available resources, the City of Waterloo  
can achieve what has been described in the Northdale Plan. 
It is important for the universities and the City to demonstrate 
leadership and move toward a more creative yet managed  
approach to overcoming challenges.

The Smarter Cities Challenge team has provided 14 recommendations 
that act as a framework to help the City realize its vision, align priorities 
at the executive level, establish a project management culture and 
successfully implement innovative ideas. Collaboration among the City, 
universities, businesses, Region and the community will accelerate 
the achievement of the Northdale vision, as presented below:

By 2029, Northdale is revitalized and 
reurbanized into a diverse, vibrant 
neighbourhood, integrated with 
educational, residential, commercial, 
cultural, heritage and recreational 
functions, and improved open  
space, pedestrian, cycling and  
transit networks.
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A. Acknowledgments
The success of a Smarter Cities Challenge depends upon  
the participation of the City. IBM would like to thank the City  
of Waterloo for hosting the Smarter Cities Challenge team. 

We appreciate all the City officials and interviewees who modified  
their busy work schedules to meet with us and freely share their 
perspectives. Their willingness to answer our questions and  
openly discuss their challenges was a key success factor,  
and we are very grateful.

We appreciate the time and sponsorship of the following officials.  
We thank you for believing in the potential of the Challenge and 
opening every door to us.
•	 Brenda Halloran – Mayor of the City of Waterloo
•	 Tim Anderson – Chief Administrative Officer of the City of Waterloo
•	 Jim Barry – Director of Municipal Enforcement Services and City  

of Waterloo’s Project Manager for the Smarter Cities Challenge
•	 Helen Fylactou – Bylaw Enforcement Assistant, City of Waterloo’s 

Special Assistant for the Smarter Cities Challenge

We want to acknowledge and thank the following talented and passionate 
individuals who agreed to be interviewed so that we could understand 
the full context and realities of Northdale and the City of Waterloo:

6. Appendix

Name Title and organization

Universities

Dr.	Max	Blouw President and Vice-Chancellor – Wilfrid Laurier University, Waterloo

Jennifer Casey Director of University Community Relations – Wilfrid Laurier University, Waterloo

Ulrike Gross Executive Director Real Estate and Property Development – Wilfrid Laurier University, Waterloo

Leanne Holland Brown Dean of Students – Wilfrid Laurier University, Waterloo

Tim Jackson Vice President University Relations – University of Waterloo 

David	McMurray Vice President Student Affairs – Wilfrid Laurier University, Waterloo

Chris Read Associate Provost – University of Waterloo 

Bud Walker Special Advisor to the Vice-President of the University of Waterloo 

Students

Stephen Franchetto Student, Vice President University Affairs, Students’ Union – Wilfrid Laurier University, Waterloo

Adam Garcia Student, VP Education, Federation of Students – University of Waterloo 

Sanathan Kassiedass Graduate Student in Urban Planning at University of Waterloo, Overlap Associates

Arini Wiryomartono Former	Member	of	Federation	of	Students

Yin Xiao Graduate Student in Urban Planning at University of Waterloo 

Other students Several students provided informal input at the Veterans’ Green community event and at local restaurants

City of Waterloo

Scott Amos Director of Development Approvals

Tim Anderson Chief Administrative Officer 

Jim Barry Director	of	Municipal	Enforcement	Services;	Project	Manager	for	the	Smarter	Cities	Challenge

Garry Bezruki Director of Strategic Initiatives
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Name Title and organization

Patti Brooks Executive Director of Uptown Business Improvement Area

Joel Cotter Manager	of	Applications	and	Implementation/Development	Planner

Kaye Crawford Community Relations Coordinator

Tanja Curic Policy Planner, City of Waterloo

Jillian Fleming Manager	of	Business	Attraction	and	Marketing

Nolan Forth Licensing and Standards Officer

Helen Fylactou Bylaw Enforcement Assistant; Special Assistant for the Smarter Cities Challenge

Mary	George Manager	of	Licensing	and	Standards

Brenda Halloran Mayor	of	the	City	of	Waterloo

Megan	Harris Director of Communications

Jeff Henry Ward Councilor

Phil Hewitson Manager	of	Active	Transportation	and	LRT	(Light	Rapid	Transit)

Christine Koehler Manager	of	Traffic	Operations	Program

Pat Lago Fire Prevention Officer

Lori Ludwig Manager	of	Community	and	Neighbourhood	Services

Justin	McFadden Executive Director, Economic Development

Shamir	Mehta Manager	of	Compliance	and	Standards

Ryan	Mounsey Manager	of	Expansion	and	Retention	Services

Chris	Mulhern Licensing and Standards Officer

Scott Nevin Director	of	Growth	Management

Cameron Rapp Deputy CAO and Commissioner of Integrated Planning and Public Works

Filipa Reynolds Director of Financial Planning and Purchasing

Janice Works Communications Specialist

Region of Waterloo

Angelo Applebaum Manager	of	Licensing,	Region	of	Waterloo

Dennis Cuomo Manager	of	Planning	at	Waterloo	Region	District	School	Board

Phil Neville Bylaw officer, Region of Waterloo

Deb Schlichter Director of Housing, Region of Waterloo

James Strand Sergeant, Waterloo Regional Police Services

Doug Thiel North Division Inspector, Waterloo Regional Police Services
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Name Title and organization

Residents

Christine Carmody Resident, Northdale Special Project Committee member

Dr. Anne Crowe Resident, Landlord, Northdale Special Project Committee member

Karen Earle Resident, Former Chair of HUG Waterloo

Deborah Easson Resident, Chair of Northdale Association

Other past and present 
residents of Northdale

Several other residents provided informal input at the Veterans’ Green community event and at local restaurants

Businesses

Cathy Brothers Executive Director in Residence, Capacity Waterloo

Tim Ellis CEO, Accelerator Group

Tania Benninger Manager	of	Communications	and	Government	relations,	KW	Association	of	Realtors

John Chemilian JD Development

Jennifer Xu JD Development

Bill Deuce Real estate agent

Eric Klimstra Real estate agent

Darryl Firsten IN8 Developments

Mark	Kindrachuk Intermarket Real Estate Group

Reema	Masri Somfay	Masri	Architects

Mike	Milovick President	of	the	Waterloo	Regional	Apartment	Management

Paul Puopolo Polocorp Inc/JD Development

Ho Tek Owner and VP – Domus Student Housing
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B. Team biographies

Carolyn Baird 
North America Communications  
Strategy Leader 
IBM Global Business Services

Carolyn is responsible for driving the strategy, design and execution  
of internal communications for executives and practitioners in IBM 
Global Business Services in the US and Canada. 

She is a member of the IBM worldwide Marketing and Communications 
team, and her experience spans almost 20 years in customer experience 
management, digital media development, corporate communications, 
marketing and branding. 

Carolyn has a Bachelor of Arts degree in communications and 
creative writing from Carnegie Mellon University.

Dennis Bly 
Relationship Manager 
IBM Academic Initiative 

 

Dennis collaborates with university faculty and academic leaders.  
The goal of the IBM Academic Initiative is to close current and 
forecasted skill gaps, especially in areas of emerging technologies  
such as business analytics and big data, cyber security and  
software engineering, with a focus on mobile computing. 

Dennis joined IBM in 1996 and has held various leadership positions, 
including managing the Austin IBM Innovation Center and worldwide 
IBM Virtual Innovation Center, supporting collaboration among 
ecosystem stakeholders, including independent software vendors, 
software developers, industrial partners, startups, venture capitalists, 
academics and community organizations. 

Dennis majored in business administration and government at 
Augustana College in South Dakota and serves on the Augustana 
Alumni Council.

Terri Dougall 
Project Executive
IBM Canada Industrial Regional  
Benefits (IRB) Program

Terri has almost 30 years of experience with IBM and is highly  
skilled in complex project management, having managed a variety  
of engagements, including projects that are nationwide and global  
in scope. She has held responsibility for the complete project lifecycle, 
from the initial proposal development and solution design to contract 
negotiations, implementation and completion. 

As Project Executive since 2008, Terri has managed the complex 
cross-functional IRB Program, including several million dollars of 
offset credits. She has worked extensively with Industry Canada  
and several industry partners. 

After four successful university co-op terms at IBM, Terri received  
her Bachelor of Applied Studies (Business/Arts) from the University  
of Waterloo in 1984 and a postgraduate computer graphics  
certificate from Sheridan College in 1985.

Tim Durniak 
Chief Technology Officer for  
Public Sector and Smarter Cities
IBM Systems and Technology Group 

Tim focuses on modernizing government, education and making 
cities smarter through the exploitation of IT.

He is an Open Group Distinguished IT architect with 30 years  
of experience in integrating the systems required to innovate  
and optimize how enterprises work. 

Tim is a member of the IBM Academy of Technology and one  
of 1,000 technical leaders working to direct and transform IBM’s 
technical direction. 

Tim has a Bachelor’s degree in engineering from City College  
of New York and a Master’s degree in computer engineering  
from Syracuse University.
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Joanne Fortin 
Program Manager 
Corporate Citizenship 
IBM Canada

 
 
Joanne has more than 25 years of experience managing internal/
external communications, marketing, strategy, public relations  
(PR) and corporate social responsibility programs. 

She is currently a Local Citizenship Manager and part of the  
Smarter Cities Challenge. Joanne is also part of the Canadian  
PR team providing guidance to support IBM’s business strategies  
with various stakeholders. 

Joanne has a Master’s degree in communications from Université  
de Montréal and a double major in international development  
as well as in communications from the University of Ottawa.

David Gerrey 
Manager
Systems Engineering and Architecture 
Group
IBM Public Sector

 
David has extensive experience in large-scale IT implementations.  
He collaborates with federal and state government leaders to tailor 
IBM methods and best practices to fit their governance and 
documentation needs. 

David earned a Bachelor’s degree in engineering and computer 
engineering at Mercer University and a Master’s in integrated 
manufacturing systems engineering from North Carolina State 
University. He has been with IBM since 2007.

Ralf Seidel 
Senior Manager 
IBM Research and Development 
Laboratory, Germany

With almost 30 years of experience, Ralf has held many positions in 
product development with the IBM Software Group in Germany and 
the USA. He has supervised large development projects with globally 
integrated teams. 

Ralf is versed in Agile Software Development, has been certified  
as Project Management Professional (PMP)® and as IBM Certified 
Senior Project Manager.

He holds a Master’s degree in Computer Science and Business 
Administration from the University of Stuttgart.
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C. Glossary terms

Term Explanation

Community A sense of people and place.

Creative class A	term	coined	by	Richard	Florida,	a	professor	and	head	of	the	Martin	Prosperity	Institute	at	the	
Rotman	School	of	Management	at	the	University	of	Toronto,	to	describe	the	set	of	individuals	
in engineering- and science-based careers, as well as knowledge-based careers (professors 
and educators), that focus on creative endeavors and are the key drivers of innovation.

Ecosystem All the things that contribute to making a community.

Exception-based management 
(managing by exception) 

A management style of focusing on activities that stray from the norm. Activities include 
identification of issues and action plans around resolving them.

Innovation hub A magnet for technology-led investment, innovation and talent, which provides a vibrant 
ecosystem for technology companies, entrepreneurs and investors.

Key Performance Indicators (KPIs) Key business data points that measure an organization’s performance in critical areas.  
KPIs should be used as part of measuring the effectiveness of key components of a project, 
program or initiative.

Leadership in Energy and  
Environmental Design (LEED)

LEED is a set of rating systems for the design, construction, operation and maintenance  
of green buildings, homes and neighbourhoods. Building projects satisfy prerequisites  
and earn points to achieve different levels of certification. (See www.usgbc.org/leed)

Non-family households For the purposes of the Canadian census, non-family households consist either of one person 
living alone or of two or more persons who share a dwelling, but do not constitute a family. (See 
www12.statcan.gc.ca/census-recensement/2006/ref/dict/households-menage012-eng.cfm)

Portfolio See Appendix E

Program See Appendix E

Program Manager See Appendix E

Project See Appendix E

Project Manager See Appendix E

Project Management Office (PMO) See Appendix E

Quick wins A term used to refer to relatively easy initiatives that can be quickly implemented in an attempt 
to provide progress and momentum while adopting a new methodology or approach.

Roger von Oech See http://en.wikipedia.org/wiki/Roger_von_Oech

Sentiment analysis 
(opinion mining) 

Process of assessing positive or negative opinions about a subject matter through surveys, 
social media analysis or direct feedback. This will provide a quantifiable set of measurable 
outputs to support decision making.

Stakeholder A person or group of people who are affected by or who affect an outcome.

http://www12.statcan.gc.ca/census-recensement/2006/ref/dict/households-menage012-eng.cfm
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D. Stakeholder map template

Sample stakeholder manager map
This tool can be used to identify all stakeholders aligned to a project and track their level of awareness and degree of support.

Sample stakeholder analysis chart
By plotting each stakeholder on this chart based on his or her level of support and the degree to which he or she is affected by the change,  
it is easy to see how stakeholders align with one another. This will help determine how much work may be needed to get stakeholders  
on board with the change.

Stakeholder analysis
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 Business area: Line of business and /or business unit
 Type: 1 = Key individual   2 = Key group
 Support for change: E = Enthusiast (high levels of cooperation and support/commitment) 
  F = Follower (indifferent, works to rules, little effort to learn new ways)
  U = Unconvinced (will slow progress)

Stakeholder name Business  
area/title Role Type Awareness 

H/M/L

Power and 
influence 

H/M/L

Level of 
impact 
H/M/L

Support 
for 

change

Level of 
support 
required 

H/M/L

Comments
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E. Project management principles

From Waterloo Organizational Review Final Report.10 
May 6, 2013 Public Report v2. KPMG 
Implement a Project Management Office (PMO) – The concept  
of a Project Management Office (PMO) is to centralize the project 
management processes of an organization in order to deliver results 
at the most economical and efficient rate possible. This is achieved by 
developing a specialized pool of staff that will aid and assist functional 
specialists in running individual projects as well as combining and 
monitoring multifaceted or multiple projects to avoid duplication  
and interference. 

The object of a PMO is not to carry out the work or to be an expert  
in the multi-faceted projects but rather to collate, oversee, monitor  
and manage all the projects being undertaken. This allows the 
organization to see the progress and the interconnected activity  
from a high level without getting involved in the “nitty gritty” day- 
to-day implementation of each project. This would allow CMT  
and the CAO to monitor and maintain overall control without  
having to become involved in the operational issues.

Project Manager – The Project Manager role would be the main driving 
force within the PMO. They would be responsible for coordinating all 
the projects and with the help of the Project Librarian, collating and 
maintaining all data and progress on them. They would report directly 
to the PMO Director and would be actively involved with all departments 
for relevant project stages and phases. 

Project Librarian – An administrative role within the PMO, the Project 
Librarian is responsible for all administrative functions within the office. 
This will often include preparing and maintaining documentation, 
sourcing documentation and updates from the Project Manager  
or Stage/Team leaders and aiding in the set up and evaluation of  
all projects. This person would ideally be experienced with project 
management documentation procedures and have excellent 
organizational/administrative skills.

How do projects, programs and portfolios relate?

Portfolio

Project Program Project Program

Project Project Project Project

Project Program Portfolio 

Definitions A temporary endeavor undertaken  
to create a unique product, service,  
or result.

see	PMBOK11 

A group of related projects managed  
in a coordinated way to obtain benefits 
and control not available from managing 
them individually.

see	PMBOK

A collection of projects or programs and 
other work that are grouped together to  
facilitate effective management of that work  
to meet strategic business objectives.

see	PMBOK

For PMBOK® see Appendix D.
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F. Suggestions collected from interviews

City and business suggestions

1. Allow multi-servicing to the streets as currently City only allows one water and one sanitary connection to street

2. Banking services

3. Bowling alley

4. Bring in “foodie” element to align with food focus for farm-to-table manufacturing 

5. Build larger open areas and gathering areas in housing (move away from five-bedroom model with little community space)

6. Clearly define bonus system

7. Clearly define incentives to encourage LEEDs building

8. Coffee shops

9. Community theatre

10. Create a developers’ working group to discuss common issues

11. Create interactive connected spaces

12. Create one-stop-shop for Northdale investors when dealing with City functions to help address complex processes 

13. Create tool to help developers and property owners to automatically calculate the value of a plot of land 

14. Create	unique	themed	community	oasis	areas	(Zen	garden,	Muskoka)

15. Electronic billboards – advertise community events

16. Electronic device and servicing stores

17. Entertainment for students and other residents

18. Equip buildings with sensors and monitoring devices to optimize building services (security, energy, water)

19. Explore innovative options on leveraging first floor space in mixed use

20. Explore more creative design alternatives to avoid building a community of “wedding cakes” – may require exceptions to setbacks  
to get new types of “cool” buildings

21. Explore options on leveraging first floor mixed use space for community centre

22. Fast food

23. Financial

24. Find large “anchor” store (furniture, department store)

25. Focus on affordable housing for students

26. Focus on livability for students

27. Food/beverage

28. Grocery store (mentioned by several interviewees)
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City and business suggestions

29. Hostel housing model

30. If land is donated by developer as part of road widening, allow the developer to still include in land density calculation

31. Incentives to attract business to areas

32. Indoor commercial spaces as walkthroughs

33. Insurance (for rental properties)

34. Interactive restaurant signs; state-of-the-art tech elements; coolness factor; mobile apps

35. Late night entertainment

36. Late night fast food

37. Leverage Waterloo Collegiate Institute as a public/commercial multilevel parking space 

38. Look at commercial beyond first floor to allow for amenities like theatres

39. Look for large companies to sponsor city family days to thank the community for their support 

40. Loosen commercial parking

41. Low-cost home décor store or used household items 

42. Medical	facility	(doctor,	dentist,	physiotherapist,	chiropractor,…)

43. Move	in/out	large	trash	bins	for	streets

44. Movie	theatre

45. Need hydro transformers to be accessible by hydro (rear lot hydro is very difficult, take up lots of space and should not be included in landscape 
open space calculation)

46. Outside fireplace patio area and/or water feature

47. Park benches

48. Parking to encourage walking – they have reduced parking – need to introduce creative parking solutions so people can get there  
(commercial parking)

49. Promote sustainable design

50. Provide kiss-and-ride areas for drop off and then parking 

51. Provide opportunities for students for part time flexible work 

52. Pubs

53. Research and development space for entrepreneurs, link with students

54. Redo zoning to permit more commercial space with fewer bedrooms to offset the economics of building

55. Reduce amount of bike parking since most bike owners take bikes to units or don’t need them as walking is more popular

56. Reduce landscape overkill – not realistic to have trees and bushes everywhere 

57. Reduce parking for commercial use
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City and business suggestions

58. Reduce parking requirements in buildings – developers are finding low uptake on rentals of parking spaces as students do not have cars

59. Reduce parkland fees 

60. Remove open walkway areas as part of commercial use area calculation (lessens parking requirements)

61. Renters identification program – address safety issues cited with non-students in student housing

62. Restaurants

63. Retail

64. Rooftop gardens

65. Services (hair, nails, barber, dry cleaning, laundry)

66. Sharps container policy

67. Skate park

68. Social service sites/counseling 

69. Street lighting improvements

70. Trash cans

71. Use DC charges to fix infrastructure in Northdale instead of asking developers to verify that storm and sanitary will service sites; fix and replace 
asphalt on internal streets

72. Wi-Fi

73. Work with local beer company to get messages out (like coasters with city message)

City and Region suggestions

1. Access for fire and police to buildings for quick access in emergency

2. Apply “complete street” vision to Northdale

3. Beautified streetscapes

4. Beautify LRT stations with art

5. Better transit options

6. Bike lanes and parking

7. Bike path

8. Community centre

9. Conduct traffic study for Northdale area

10. Continue to enforce zero tolerance as data indicates it is a deterrent

11. Coordinate and prioritize the budget for street upgrades
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City and Region suggestions

12. Develop a comprehensive transportation plan that encourages alternative transportation: for example, BigC Bikes, Zip Cars, light rail, walking 
(access to commercial/retail)

13. Develop a public safety model

14. Dog park

15. Engage social media expert

16. Housing impact study demonstrating results of LRT

17. Keep Waterloo Collegiate Institute in neighbourhood

18. Landlord information sessions

19. Library

20. Partner with Waterloo Collegiate Institute

21. Parkettes

22. Parking sensor technology

23. Permanent garbage cans/bins

24. Permanently close streets to create big event corridor

25. Prioritize road reconstruction on Hickory/Hazel St.

26. Prioritize the LRT walkway from Lester to Phillip

27. Provide better transit/enable students to live anywhere

28. Recommend that universities create a furniture and electronics recycling program

29. Reusable grocery bags with City/Region info (instead of paper flyers)

30. Secure parkland

31. Sharps container policy

32. Single source of city/region/municipality – info, bylaws, etc.

33. Streetscape upgrades

34. Traffic analysis modeling tools

35. University Avenue regional road beautification – LRT facilitate

36. Use city taxes/parkland reserve to enhance Northdale amenities (green space, streetscape, maintenance)
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City and university suggestions

1. Continue City outreach to students with student/Council meet and greet and dinner for elected reps

2. Create a student-run business area in Northdale and work with university business programs to manage

3. Create academic area for experiential learning, mentorship related to entrepreneurship, social innovation, social entrepreneurship

4. Create location for off-campus student services

5. Create off-campus dorms run by the universities

6. Create opportunities for students to address city issues in their program/specialty 

7. Engage university for sociological/urban behaviour

8. Expand WLU Code of Conduct to UW

9. Extend campus safety stations

10. Food/hotel management school related to focus on advanced food manufacturing

11. Hire co-op students from both universities to house an off campus student drop in/services site

12. Involve Urban Planning department from UW

13. Leverage Fine Arts students from university to provide artwork

14. Leverage Town and Gown to address bigger issues than student behaviour

15. Leverage Urban Planning Department at University of Waterloo for creative ideas

16. Looking to propose an ambassador program to integrate students with City staff

17. Majors	in	political	science	and	urban	planning	or	sociology	majors	mentoring	program	working	in	the	neighbourhood	association	–	 
these could be targeted for credit for this special program 

18. Shared radio system with campus security 

19. Start student-based association for Northdale – students interested in community building “mentors” with this association to build and grow 
Northdale community association

20. Study spaces/learning commons – get business sponsorship as part of the partnership/named faculty

Ecosystem suggestions

1. “Northdale Hub” area for social services that would be sponsored by the city, university and non-profits

2. “Pretty up” the neighbourhood

3. Advanced project management tools for city

4. Art installations

5. Book fair

6. Building Northdale web portal for businesses for takeout and delivery of food and services

7. City approach Ontario Government to get special recognition for Waterloo as a university town
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Ecosystem suggestions

8. City Innovation Centres

9. City should consider taking on legal liability to get the access routes needed to create a walking neighbourhood

10. City sponsored competition for innovation to solve city challenges

11. Code of standards for landlords and student tenants for proactive lot maintenance importance

12. Community BBQ

13. Community engagement plan 

14. Community events

15. Community gathering spots

16. Community volunteer website to match volunteers with volunteer opportunities

17. Concert events (less restrictions to allow these events to happen)

18. Consider permanently closing a street to create a community gathering space

19. Consider tree planting scheme to improve Colombia image

20. Continue door-knocking program

21. Continue Waterloo Pentecostal Assembly “Feeding Frenzy” for college and university student free meal program and look for similar events

22. Create a student/neighbourhood association for Northdale

23. Create opportunities for various community associations to come together to address issues

24. Ensure diversity in hiring to address diverse student populations

25. Entrepreneur/student collaboration areas

26. Expand current community garden or add more

27. Explore student hostelling model employed in some European cities

28. Festivals for students

29. “Hack-athon” – create tech hub activities to attract young entrepreneurs 

30. Include community areas for senior citizens

31. Include learning space and community space

32. Incorporate community spaces for seniors

33. Landlord information sessions 

34. Leverage Veterans’ Green for community events

35. Litter patrols or community clean up

36. Local recycling business involvement in move-in/out

37. Mental	health	support	facilities	(particularly	for	students	–	see	GOOD2TALK)
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Ecosystem suggestions

38. Model	after	aspirational	cities	

39. Overnight parking or paid parking to make better use of parking that is available

40. Partner with City organizations (such as Capacity Waterloo Region, Religious groups, local food banks, police services, charitable organizations)

41. Partner with Waterloo Collegiate Institute to build a parking lot in the area (possibly tiered with rooftop green space)

42. Promote/facilitate “startup” culture in new building (possible community improvement program)

43. Promote/publish positive stories about activities in Northdale

44. Protect high school (WCI) and nearby public school

45. Recreation areas

46. Recycling program near move-in/move-out – furniture/useable items/electronics – tie to a fundraiser?

47. Regular community service day (ask city to volunteer on certain day of the year)

48. Resident outreach to students – welcome door knocking

49. Safe-walk programs – student foot patrols with police, neighbourhood groups and bylaw 

50. Select aspirational cities and visit if possible

51. Set aside budget for park maintenance

52. Skill and tech incubator

53. Student study spaces

54. Turn Northdale into a “creative class” hub

55. Turn St Patrick’s Day into Oktoberfest-like event

56. Ultimate Frisbee event

57. University Avenue Gateway project to beautify entrance to University area
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G. Suggested reading

Public sector project management
David I. Cleland and William R. King (Editors). Project Management 
Handbook, Second Edition. John Wiley & Sons, Inc., 2008.  
Print ISBN: 9780471293842, Online ISBN: 9780470172353.  
http://onlinelibrary.wiley.com/book/10.1002/9780470172353

David W. Wirick. Public-Sector Project Management: Meeting  
the Challenges and Achieving Results. John Wiley & Sons, Inc.,  
2009. Print ISBN: 9780470487310. http://onlinelibrary.wiley.com/
doi/10.1002/9780470549131.fmatter/pdf

The High Cost of Low Performance, Risks of Undervaluing Project 
Management. Project Management Institute, Inc. Pulse of the 
Profession, March 2013. www.pmi.org/~/media/PDF/Business-
Solutions/PMI-Pulse%20Report-2013Mar4.ashx

Robert D. Behn. What All Mayors Would Like to Know  
About Baltimore’s CitiStat Performance Strategy.  
Website: www.businessofgovernment.org/report/Behn-CitiStat  
PDF: www.businessofgovernment.org/sites/default/files/
BehnReportCiti.pdf

Lenneal J. Henderson. The Baltimore CitiStat Program: Performance 
and Accountability. Website: www.businessofgovernment.org/report/
baltimore-citistat-program-performance-and-accountability  
PDF: www.businessofgovernment.org/sites/default/files/CitiStat.pdf

Case Study — AmeriHealth Mercy: Driving Results and Increasing 
Competitive Advantage Through Organization Project Management. 
www.pmi.org/business-solutions/~/media/PDF/Case%20Study/
AmeriHealth_Mercy_Case_Study_New.ashx

“Project Leadership Influences Resistance to Change: The Case of the 
Canadian Public Service”. Project Management Journal 44 (4), (2013): 
45–64. http://onlinelibrary.wiley.com/doi/10.1002/pmj.21355/abstract

Case Study — The 2005 Canada Games: A Case for PMI’s Volunteer 
Driven Project Management Model. www.pmi.org/~/media/PDF/
Case%20Study/Canada_Games_Case_Study_New.ashx

Learning organizations and innovation
Eliyahu M. Goldratt. The Goal: A Process of Ongoing Improvement. 
North River Press, 2012. ISBN-10: 0884271951 [Paperback].  
www.toc-goldratt.com/product/The-Goal-A-Process-of-Ongoing-
Improvement

Peter M. Senge. The Fifth Discipline: The Art & Practice of the 
Learning Organization. Doubleday/Currency. 1990. ISBN: 
0385260946. 

www.ccaf-fcvi.com  
A Canadian Research and Educational Foundation with more than  
30 years of promoting effective performance audit and government 
oversight. This site has many case studies — specific to the Canadian 
Public sector — on enabling innovation. For example:
•	 How Statistics Canada Encourages Innovation 

www.ccaf-fcvi.com/attachments/552_IRC-StatsCan-CaseStudy-
EN.pdf

Town and Gown, studentification and gentrification. 
Michael Fox. Town & Gown: From Conflict to Cooperation. 
[Paperback]. Municipal World Inc. 2014. ISBN: 97819268430409. 
www.municipalworld.com/index.php/BookShop/TownAndGown

Rowland Atkinson and Gary Bridge (Editors). Gentrification in a  
Global Context: The new urban colonialism. Routledge. 2005. ISBN: 
0415329515 [Paperback].

H.  Suggested skills — Stakeholder 
Relationship Manager

•	 Excellent interpersonal skills
•	 Excellent communication and listening skills
•	 Ability to explain complex information clearly and simply
•	 Creative problem solving skills
•	 Excellent negotiation skills
•	 Excellent organization skills
•	 Attention to detail
•	 Ability to analyse and research information
•	 Deep knowledge of City administration and Northdale initiative

See www.totaljobs.com/careers-advice/job-profile/finance-jobs/
relationship-manager-job-description

http://onlinelibrary.wiley.com/book/10.1002/9780470172353
http://onlinelibrary.wiley.com/doi/10.1002/9780470549131.fmatter/pdf
http://onlinelibrary.wiley.com/doi/10.1002/9780470549131.fmatter/pdf
http://www.pmi.org/~/media/PDF/Business-Solutions/PMI-Pulse Report-2013Mar4.ashx
http://www.pmi.org/~/media/PDF/Business-Solutions/PMI-Pulse Report-2013Mar4.ashx
http://www.businessofgovernment.org/report/Behn-CitiStat
http://www.businessofgovernment.org/sites/default/files/BehnReportCiti.pdf
http://www.businessofgovernment.org/sites/default/files/BehnReportCiti.pdf
http://www.businessofgovernment.org/report/baltimore-citistat-program-performance-and-accountability
http://www.businessofgovernment.org/report/baltimore-citistat-program-performance-and-accountability
http://www.businessofgovernment.org/sites/default/files/CitiStat.pdf
http://www.pmi.org/business-solutions/~/media/PDF/Case Study/AmeriHealth_Mercy_Case_Study_New.ashx
http://www.pmi.org/business-solutions/~/media/PDF/Case Study/AmeriHealth_Mercy_Case_Study_New.ashx
http://onlinelibrary.wiley.com/doi/10.1002/pmj.21355/abstract
http://www.pmi.org/~/media/PDF/Case Study/Canada_Games_Case_Study_New.ashx
http://www.pmi.org/~/media/PDF/Case Study/Canada_Games_Case_Study_New.ashx
http://www.toc-goldratt.com/product/The-Goal-A-Process-of-Ongoing-Improvement
http://www.toc-goldratt.com/product/The-Goal-A-Process-of-Ongoing-Improvement
http://www.ccaf-fcvi.com
http://www.ccaf-fcvi.com/attachments/552_IRC-StatsCan-CaseStudy-EN.pdf
http://www.ccaf-fcvi.com/attachments/552_IRC-StatsCan-CaseStudy-EN.pdf
http://www.totaljobs.com/careers-advice/job-profile/finance-jobs/relationship-manager-job-description
http://www.totaljobs.com/careers-advice/job-profile/finance-jobs/relationship-manager-job-description
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