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Transition Period Implementation Plan

Background

The AFNWA Business Case recommends a phased milestone-based approach with a two-year transitional period that allows detailed operational
and capital budgets to be developed and agreed with ISC based upon an AFNWA operations plan; an Asset Management Plan (AMP); and a 10-
year capital program.

The AFNWA has developed a Transition Plan which has been the principle vehicle for agreeing to a Framework Agreement between AFNWA and
ISC. This plan which is organized into three key phases includes several steps that need to be delivered sequentially. These phases can be
summarized as follows

. Phase 1: Approval & Funding: is an enabling phase which includes tasks which must be completed to allow the AFNWA to take on
additional operational responsibility in 2020.

. Phase 2: Operational Initiation: comprises establishing the AFNWA management team in a staged manner to prepare for the ownership
and operation of the participating First Nations water and wastewater assets

. Phase 3: AFNWA Formation: comprises the formalization of the AFNWA budget planning and consolidates these into a Funding Model.
The funding requirements will be subject to negotiation with ISC with the understanding that the level of funding will be in line with the
order of cost identified in the AFNWA business case.

AFNWA and ISC are close to completing a funding agreement which will provide the funds needed to deliver the Transition plan and progress
over the next two years.

Transition Period Implementation Plan

The Transition Period Implementation Plan (Implementation Plan) will guide the overall operationalization of the AFNWA and its phases will lead
to fully autonomous operations in Spring 2022. It will describe the objectives of the phases and the process by which the steps and composite
tasks are to be managed.
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The delivery of the Implementation Plan will necessitate a team with diverse knowledge, expertise, and experience. The Implementation Plan
contains the information needed to deliver the transition successfully, in terms of integration, communication, quality, cost, schedule, risk,
scope, and overall project management. The Implementation Plan defines the governance and organizational structure; the management,
administrative, and reporting processes that will be used; and the decision-making responsibilities and authorities for each principal stakeholder.

While Implementation Planning has commenced, finalizing and delivery of the Plan will require the input from the Senior Management Team
which has yet to be recruited. The immediate intention of the Plan is to identify the relevant tasks that need to be completed but not to provide
the complete details on how they will be delivered. While it is recognized that the CEO will have ultimate accountability for delivery of the
Implementation Plan, potential resources required to develop tasks (whether internal or external resources), and reviewer / approver
information has been added for considerations.

As each task is formally initiated, it is recommended that the AFNWA initiate further project definitions (i.e. project charter, timing, resources) to
guide task implementation. Within the Transition Plan, tasks anticipated to require a formal project charter or workplan are marked with an
asterisk (*). As individual tasks are initiated, additional task implementation planning is anticipated, and this will be reviewed by the CEO and
Senior Management Team on a regular basis.
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Phase 1: Approval and Funding.

Case.

Step 1a: Operational Funding
Funding Commitment by Government of Canada to provide long term funding to AFNWA in line with the order of cost identified in the Business

Noting that long term funding will come with final negotiation at the end of this two-year transition. Execution of the Transitional Funding
Agreement and signature of the Framework Agreement will signify commitment to this objective.

Tasks

1.0

2.0

3.0

4.0

AFNWA Resources? Reviewer Recommended
Owner /Approver Completion Date
(e(0]0] CY, RB, Colliers ISC May 15, 2020
Coo CY, RB, Colliers ISC May 1, 2020
Ccoo RM ISC May 15, 2020
COO0 Colliers CEO May 15, 2020

L A full description of resource abbreviations has been provided following the phase 3 tasks.
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Phase 1: Approval and Funding.
Step 2: Planning and establish governance
Funding Commitment by Government of Canada to provide long term funding to AFNWA in line with the order of cost identified in the Business
Case.
Noting that long term funding will come with final negotiation at the end of this two-year transition. Execution of the Funding Agreement and
signature of the Framework agreement will close step 1
Tasks AFNWA Resources Reviewer Recommended
Owner /Approver Completion Date
1.0 Establish organization
1.1 CEO COO, Mclnnis Board August 1
Cooper
e e ol o) S Rt N Dt
1.3 Data regarding current salaries and benefits of operators, as well i COO RM CEO On Going
as the levels of education, skills and certification will be gathered
during the 2021-2022 fiscal year.
2% Identify corporate policies and procedures needed Asreq’don a
priority basis
2.1 Communications policy Magr. COO, RM Board
Comms
2.2 Enhanced Procurement policy [interim is in place] Mgr, CS COO, Mclnnis Board March 31, 2022
Cooper, CEO
Colliers, HW
2.3 CEO Mgr. CS, COO Board
2.4 CEO Mgr. CS, COO Board
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2.5 Information Technology Mgr. CS COO, JH CEO
2.6 Mgr. CS COO, Supervisor CEO
- CS, RM
2.7 Discipline policy (incl. Two Eyed Seeing) Coo Mclnnes Cooper, CEO
Elders Council, JP,
RB
2.8 — CEO/Mgr. | Mclnnes Cooper, | Board
Cs Supervisor CS
2.9 Health and Safety policy Mgr. Ops | Mgr. CS, COO, Board
Supervisor CS, JH,
CEO
2.10 | Environmental policy CEO SMT, GG Board
2.11 | Security policy CEO SMT Board
212 — CEO Mclnnes Cooper, | Board

Magr. CS, COO, RM

2.13 Megr. CS COO, CEO, Colliers | Board

2.14 CEO Mgr. CS, COO, Board
Colliers

2.15 | Fraud (Elements found within the APC Financial Policy) Megr. CS COO, CEO, Colliers | Board

2.16 | Document Management policy, recommended solution, and tool | Mgr. CS SMT, Colliers JH, CEO

considerations (utilize APC in interim) RM

2.17 — CEO Mclnnes Cooper, | Board
Magr. CS, COO

2.18 - Co0 JH, CEO CEO

2.19 CEO COO, Mgr. CS, Board
Colliers

2.20 - [olo) RM, JH, Colliers  CEO
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3.0 Establish financial and accounting policies and frameworks
3.1 Identify Gaps in APC Financial Policies - debt policies, accounting Mgr. CS COQ, Colliers CEO On going
structures being used, align with Treasury Board policies / rates,
3.2 Mgr. CS COO, 3™ party CEO Establish for first
advisor, Colliers fiscal year

[2020/2021]

3.3 Tax exemption letters from CRA (e(e]0] Mgr. CS, CEO June 1, 2020

3.4 Audited statements 2021 (milestone) Mgr. CS COO, CEO, Board July 31, 2021

4.0* | Board governance

4.1 CEO COO, RB, Colliers Board

42  AFNWA Implementation PI CEO COO, RB, Colliers CEO March 31, 2022

43  AFNWA Board Terms of Reference CEO COO, RB Board Initiates with hiring
of CEO, completes
Nov 2020

44  Board governance Workshop (Face to Face) (ee]e] RB, Colliers CEO Sept/Oct. 2020
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45 CEO COO, RB, Colliers Board Draft Nov. 30/20
4.6 CEO COO, RB Board Feb.1, 2021
4.7 CEO COO, RB Board April 1, 2021
4.8 COO CEO, RB, CBU Board March 31, 2021
5.0* | Establish document management system Megr. CS JH, Colliers, RM, CEO Fall, 2021
(¢(0]0)
60  Develop communications strategy Mar. COO, Comms CEO Feb 1, 2021
Comms Consultant
7.0 Define ISC approvals process
7.1 Develop engagement plan with ISC Ccoo RB, Mclnnis CEO Summer, 2021
- Strategy and framework of approach Cooper,
- Meeting schedule and intent
- ldentify and clarify requirements
7.2 Identify milestones and approvals (required by Federal Ccoo RB, Colliers, CEO As Req'd
government) Central Agency
- Schedule, process, Cabinet date, timeline, milestones, reps,
minutes & action list
7.3 Identify Board approvals and reporting required Ccoo RM, Colliers CEO As Req'd
- Tied to ISC negotiations
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Phase 1: Approval and Funding.

Step 3a: Band Council Resolutions

The commitment to GOC funding will allow Band Council Resolutions (BCR) to be completed with participating First Nations Bands.

This deliverable will require the AFNWA interim COO to travel to participating and non-participating First Nations alike to request a BCR for further
continuation of the project. This will allow license and asset transfer agreements to be developed.

This step is dependent on the signature of the proposed framework agreement before the community visits commence.

Tasks AFNWA Resources Reviewer Recommended
Owner /Approver | Completion Date
1.0 | Develop BCRs
1.1 COO Mclnnes Cooper, CEO, Jun 30, 2020
ISC Board,
Band
Council
1.2 Incorporate ISC feedback for draft BCR co0 RB, Colliers CEO
1.3 | Final BCR’s approved by Board CEO (¢(0]0) Board Jan 31, 2021
1.4 | Geographic information/mapping required for permit and asset Mgr. Eng. | COO, JH CEO Nov, 2021
management, develop common standards
1.5 Coo CEO Jun 30, 2020
1.6 COO RB, CEO Fall 2020 or Winter
2021 depending on
Pandemic

Restrictions
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2.0 | BCR approval by communities

2.1 | Organize Community visits - present to Councilors, gain input, COOo RB, RM, Mgr. CEO On Going
make changes / tweaks. This round of BCRs will signify a further Comms
commitment to the AFNWA. AFNWA COO and CEO will travel to
each community to present to Chief and Council to seek their
continued support [22 communities].

2.2 i Request signature - by community based on meeting with Councils { COO CEO (as req’d), CEO, Band | AsReq’'d
- Presentations to communities Mgr. Comms Council

2.3 | Final BCR commitments for existing Communities (15 + 7 e(e]0) CEO Junel, 2022
communities).

3.0 | Outreach to other communities to extend invitation to join AFNWA | COO, CEO, Mgr. Comms | CEO Ongoing up to Dec 1,

2021

4.0 | Develop draft BCR process & commitments for communities to join i COO Mclnnes Cooper, CEO Summer 2022

AFNWA after Transfer Agreement RB

- Process to be defined
- Resources to be identified in negotiations with GoC
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Phase 1: Approval and Funding.

Step 3b: Implement Human Resources Strategy

The recruitment of a CEO and senior management team is key to delivering phase 2. Obtaining GOC commitment to funding will allow the
following activity to commence.

. Contract with a professional search organization

. Hire the CEO and senior managers

These manager positions will have to be selected in order of priority. For 2020-2021, however, it is recommended that the CEO and Manager of
Engineering be identified to work alongside the interim COO. At the start of 2021-2022, the remainder of the senior management team will be
hired.

Note — Current COO continues to play a strong liaison role with First Nation Chiefs, Board, ISC, and communities; supports CEO as the utility
transitions to full operations in 2022.

Tasks AFNWA Resources Reviewer Recommended
Owner /Approver : Completion Date
1.0 | Human Resource planning
11 COO, Mgr. CS, JH CEO Sept 1, 2021
CEO
1.2 CEO Mgr. CS, COO CEO Summer / Fall 2020
1.3 CEO COO0 Board May 15, 2020
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1.4 Develop and complete SMT job descriptions CEO JH, RM, COO CEO As Req'd

1.5 | Develop and complete staff job descriptions Mgr. CS SMT, Supervisor CEO As Req'd
CS

2.0 | Formal staff recruiting

2.1 Complete RFP for professional recruiting firm coo CEO, RM CEO April 28/20

2.2 (e(e]0] CEO, RM CEO May 22/20

3.0 | Recruit key staff

3.1 Board (ele]0] Board July 2020

3.2 CEO COO, Recruitment September 1, 2020
Consultant

3.3 CEO COO, Recruitment Dec. 1, 2020
Consultant

3.4 CEO COO, Recruitment | CEO January 1, 2021
Consultant

3.5 CEO COO, Recruitment | CEO April 1, 2021
Consultant

3.6 Mgr. Eng. | COO, JH CEO Sept. 1, 2020

3.7 SMT RM CEO Oct. 1, 2020

3.8 | Recruit or hire superintendents Mgr. Op Mgr. CS, JH CEO August 1, 2021

3.9 | Recruit permanent CEO Board Interim CEO, COO | Board April 30, 2022
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Phase 1: Approval and Funding.

Step 4: Permits

Finalizing BCRs will enable licensing/land access agreements to be drafted and completed with participating First Nations Bands. The AFNWA and
its legal team will work directly with First Nations lands departments, ISC, the Department of Justice to create land access/license agreements that
will both allow the AFNWA to enter communities, exclusively work on water and wastewater infrastructure, and indemnify Chiefs and Councils for
water quality.

Tasks AFNWA Resources Reviewer Recommended
Owner /Approver Completion Date
1.0 Permit development
1.1 COO ISC, Dept Justice, May 31, 2020
community
representatives
Mclnnes Cooper
1.2 Coo Band Band
representatives Council/
ISC, Operator Board
Working Group
Mclnnes Cooper
1.3 Co0 Band Band May, 2021
representative Council/CEO
ISC, Operator Board /
Working Group
Mclnnes Cooper
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2.0 Community mapping
2.1 Identify parcels / detailed survey work/assets COO/Mgr | Dillon, ESA
e two options to be considered Eng Consultant,
2.2a Option 1- Existing community mapping, or minimum required Mgr. Eng. | COO, Band land CEO December 1, 2020
being the list of assets that are required manager, ISC,
Mclnnes Cooper
2.2b Option 2 [Preferred] - Mapping in connection with Asset Mgr. Eng. | COO, Band land CEO September 1, 2021
Management Plan, Identify or confirm assets, survey land in manager, ISC,
question, geomatics scanning Mclnnes Cooper
3.0 Permits
3.1 Permits engagements Coo Mclnnes Cooper, Fall 2021
- interested community representatives RB, Mgr. Eng.
- identify elements that will used for AFNWA commitment
through BCR
3.2 Draft Permits Co0 Mclnnes Cooper, | Band January 1, 2022
- Generally common, accompanied with a map RB Council/CEO
Specifics based on band (i.e. municipal transfer agreement) Board /
33 Group engagements follow up, land workshops Coo ISC, Mclnnis CEO
- Land reps from interested communities Cooper, RB, Band
- Presenting final draft Council,
Community
34 Recommend permit for final approval to the Board (combine with | CEO COO, RB, Mclnnis | Board January 31, 2022
below) Cooper, Band
Council
35 Signature of license agreements CEO COO, RB, Band April 1, 2022
- Confirm whether condition of final funding Mclnnes Cooper, | Council/
Band Council Board
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Phase 2: Operational Initiation.

Step 5: Implement an FSD “Hub and Spoke” operations model.

Hire all senior staff by April 2021 (one year after funding approval) with a clear preference to hire from participating Atlantic First Nations. The
tasks of these managers will be to develop and adopt a formal training and development program for all staff. Furthermore, senior managers will
develop Human Resource strategies that recognize the experience and knowledge of staff currently employed in water and wastewater system
operation and take a consistent approach to salaries, benefits, training, and career development.

The development and implementation of the hub and spoke model is conditional upon the input of the Senior management team. When the SMT
is in place a detailed implementation plan for this step will be developed.

Tasks AFNWA Resources Reviewer Recommended
Owner /Approver | Completion Date
1.0 Ontario Clean Water Agency (OCWA) Peer Review Business Case  COO CEO, OCWA, JH,  ISC Fall 2020
Colliers
2.0 | ISC accepts the Business Case (milestone) CEO COO, Colliers, JH Board /ISC | April 1,2021
3.0 | Develop plan to implement hub and spoke model Mgr. Ops | SMT, JH, CEO Sept. 1, 2021

- i.e. supervisor allocation, technical supervisor set up,
connections to HR strategies

- consultation with future operators, Board, communities,

- financials

4.0 | Regular updates to Board For information CEO SMT, COO Board Monthly
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Phase 2: Operational Initiation.

Step 6: Implement Transition Management.
AFNWA appoint a dedicated transition management team. Develop an AFNWA transition management strategy and align the communications
and transition management strategies to ensure effective engagement and support. This step will be maintained for the 2-year transition period.

Tasks AFNWA | Resources Reviewer Recommended
Owner /Approver | Completion Date
1 | AFNWA appoint a dedicated Transition Management Team (TMT) to | SMT COO, RB, Colliers, CEO Starting April 2021
navigate change with external consultant as support.
2* | Develop and implement Transition Management Plan SMT COO, RB, Colliers, CEO From June 1, 2021 to
- Establish transition management milestones with AFNWA, end of 2023
communities, Government, operators, others

Phase 2: Operational Initiation.

Step 7: Regulatory Oversight.
AFNWA confirm regulatory Oversight Agencies with GOC. and develop a plan for implementing their requirements.
As an interim step, the AFNWA and Dalhousie University will continue their work in developing a strategy for operating in an unregulated
environment.

Tasks

AFNWA
Owner

Resources

Reviewer
/Approver

Recommended
Completion Date
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1* | Regulatory oversight planning
1.1 | AFNWA and Dalhousie University will continue their work in Mgr. Ops COO0, GG, ISC, CEO November 1, 2021
developing water safety plans for operating in the interim within Megr. Eng., , JH
an unregulated environment.
- NSERC application
- Proposal consideration
1.2 | Develop (interim step) potential set of processes to facilitate Mgr. Ops SMT, GG, JH, CEO Dec 15, 2021
auditing for compliance to benchmark standards (updated from
original 2013 regulations prepared by Dalhousie)
1.3 { Adoption of interim regulations Mgr. Ops SMT, GG, JH Board Jan, 2022
2.0 | Determine long term regulations (influenced significantly by the : Mgr. Ops. SMT Board As Req'd
work being conducted by the Assembly of First Nations)
3.0 | Work with Federal Government to determine Water Quality and | CEO SMT, GG, ISC Board Sept. 1, 2021
Wastewater Effluent regulator (Environment Canada). Develop
strategies to gain Public Servant support.
4.0 | Determine Federal financial regulator CEO SMT, ISC Board Fall, 2021
5.0 | Review current composition / recruitment of additional board
members
5.1 | Additional band representation Board CEO, COO, RB Board As Req'd
Executive
5.2 | Additional technical, SME experts Board CEO, COO, JH, Board July, 2021
- Financial, communications, legal, scientific etc..... Executive Colliers
5.3 — CoOo Board Chair Board May 15, 2020
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Phase 2: Operational Initiation.

Step 8: Operational planning.

Senior Management team develop an operations plan that identifies AFNWA operational funding requirements including:

o board and management costs,

. operating and maintenance costs

o administration and accommodation costs,

Tasks AFNWA Resources Reviewer | Recommended

Owner /Approver | Completion Date

1.0

1.1 Co0 RM, Colliers CEO June 1/20

1.2 Co0 RM, Colliers, CEO August 1/20
Band Land
Manager

1,3 Mgr. Eng., RM, JH, COO CEO January, 2021

Mgr. CS

1.4 Ccoo COO, Mclnnes CEO Decemberl, 2021
Cooper,

1.5 CEO Ccoo Board January 21, 2020

1.6 Ccoo RM, Contractor CEO May 1, 2021

2.0 (ele]0] SMT, CEO CEO March 1, 2021

3.0 | Develop Operational Plan for commencement of operations Mgr. Ops SMT, COO, CEO Jan 31, 2022
Consultant
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S : |
N & Co]lle s COH}E‘FS
INTERNATIONAL PFOJECT Leaders

s
2 &
ame  Updated May 21, 2021

Atlantic First Nations Water Authority
Transition Period Implementation Plan

Phase 2: Operational Initiation.
Step 9: Capital planning.
The implementation of step 5 will allow Senior Management to develop an asset management plan within 18 months of AFNWA operations
and a draft 10-year capital program based on the asset management plan. This further emphasizes the need to retain the AFNWA CEO and
Manager of engineering within the first quarter of 2020-2021
Tasks AFNWA Resources Reviewer Recommended
Owner /Approver | Completion Date
1.0* Megr. Eng. CO0, JH, CEO Sept 1, 2020
2.0 Megr. Eng. Consultant, JH, CEO Sept 30, 2020
3.0 | Organize Asset Management Workshops for operators and Mgr. Eng. Consultant, Mgr. CEO On-going
technical staff of the AFNWA. Ops, JH,
4.0 | Develop a comprehensive AMP for the infrastructure in Megr. Eng. Consultant, SMT, JH | CEO Dec. 1, 2021
participating communities.
5.0 | Develop a draft 10-year capital plan that is based on the asset | Mgr. Eng. Consultant, SMT CEO Dec 1, 2021
management plan. Colliers. JH

| Phase 3: Detailed Business Case and Funding
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Step 10: Risk assessment.

Prepare a detailed risk assessment to act as an input into the detailed financial model. This will be an ongoing practice within the AFNWA. The
asset management plan will identify detailed operational risks; however, it will be the prerogative of the AFNWA senior management to
identify additional risks along with the appropriate mitigation strategy. Risks categories may include but are not limited to:

COO, JH, RM

. Economic

. Social

. Political

o Technological

o Legal

. Environmental

Tasks AFNWA Resources Reviewer Recommended
Owner /Approver | Completion Date

1.0 Mgr. CS CEO, SMT, COOQ, CEO Jun 1, 2021

Colliers
2.0 CEO SMT, Consultant, Board Nov 30, 2021
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Phase 3: Detailed Business Case and Funding

Step 11: Financial Model.

Develop a detailed financial model that incorporated inputs from the AMP, Operational plan, risk assessment and 10-year capital spending
plan to identify the operational and capital funding required to operate the AFNWA for the first 25 years of operation. The model should be
sufficiently detailed to consider scenarios and risks which might impact operations and service delivery. The model will be a vehicle for
agreeing the funding model with GOC.

Complete Step 11 Mar 2021

Tasks AFNWA Resources Reviewer Recommended
Owner /Approver | Completion Date

1.0 Megr. CS SMT, Colliers CEO Jan 31, 2022

2.0

2.1 Megr. CS COQ, Colliers CEO Jan 31, 2022
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Phase 3: Detailed Business Case and Funding

Step 12: Refine Detailed Budgets and funding model.
The intention of this step is to review the detailed financial model and risk assessment with ISC and Participating First Nations to
develop/agree a detailed funding model.

Complete Step 12 June 2021

Tasks AFNWA Resources Reviewer Recommended
Owner /Approver Completion Date
1.0 Megr. CS SMT, Colliers Board, ISC April 1, 2022
Band
Councils
2.0 CEO SMT, COO Board
2.2 CEO SMT, ISC Board June 1, 2021
2.3 CEO SMT, COO Board Jan. 31, 2022
2.4 CEO SMT, COO Board Feb.28, 2022
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Phase 3: Detailed Business Plan and Funding

Step 13 Transfer Agreement.

Transfer Agreement will coincide with the date of AFNWA full autonomous operation. The Transfer agreement will include the agreed funding
model and will address how changes such as future upgrades to regulations will be dealt with.

Mclnnes Cooper

Tasks AFNWA Resources Reviewer Recommended
Owner /Approver Completion Date
1.0 CEO SMT, ISC, COO Board /ISC | Dec. 1, 2021
2.0 CEO SMT, COO, ISC, Board /ISC | Dec. 1, 2021
Mclnnes Cooper
3.0 CEO SMT, Colliers Board Jan 31, 2022
4.0 CEO SMT, ISC, COO, Board / ISC Spring 2022
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COO —James MacKinnon

Mgr. CS — Corporate Services

Mgr. Ops - Operations

CEO - Carl Yates

Colliers —
Representatives based
on expertise

JH —Jamie Hannam

RM — Rayleen MacDonald

Mgr. Comms —
Communications & Outreach

Mgr. Eng. - Engineering

RB — Rod Burger

GG — Graham Gagnon

JP —John Paul

SMT — Senior Management
Team

TMT — members of SMT as assigned
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