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Disclaimer 
 

This report has been prepared by KPMG LLP (ñKPMGò) for Corporation of the City of Mississauga (ñClientò) pursuant to 

the terms of our engagement agreement with Client dated June 10, 2021 (the ñEngagement Agreementò). KPMG neither 

warrants nor represents that the information contained in this report is accurate, complete, sufficient, or appropriate for 

use by any person or entity other than Client or for any purpose other than set out in the Engagement Agreement. This 

report may not be relied upon by any person or entity other than Client, and KPMG hereby expressly disclaims any and all 

responsibility or liability to any person or entity other than Client in connection with their use of this report. Upon publishing 

the report, it is the Clientôs duty to exclude any sensitive and confidential information that may not be shared publicly.  
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1. Executive Summary  
 

As Canadaôs sixth-largest city, the City of Mississauga (referred to as ñCityò or ñMississaugaò) is responsible for the 

provision and management of over 332 services for 777,000 citizens. The City processes upwards of $1.5 billion in 

payments for services such as property taxes, recreation program fees, transit, development applications, payment of 

provincial offences, marriage licenses, and more.  

In recent years, the City has seen several shifts in citizen preferences and the way that citizens pay for these services. 

Most notably, there has been a shift from paper-based transactions (cash and cheques) to credit cards, as well as a shift 

from in-person payments to online platforms. The City did well to respond to these shifts by initiating several payments 

modernization initiatives across Divisions. This included being one of the first municipalities to institute an online platform 

for building permits (ePlans), adopting PRESTO for transit fares, implementing remote deposit capture (RDC) for 

cheques, and other transformational projects. 

However, during the COVID-19 pandemic, cashless payment trends were accelerated as citizens became less reliant on 

cash and face-to-face interactions. In response, the City eliminated the acceptance of cash in some Divisions (e.g., 

Building, Vital Statistics) and scaled back cash operations in others (e.g., Library). As the COVID-19 pandemic continues, 

the City is keen to understand whether there is an opportunity to capitalize on these shifts in citizen preferences and push 

towards more cashless and digital transactions for their revenue services.  

A formal Cashless Transaction Review took place from June 2021 to October 2021 to determine the Cityôs ability (i.e., can 

they go cashless) and appetite (i.e., should they go cashless) for revenue-generating services. To answer these 

questions, the Review analyzed individual City Divisions to i) distill the common conditions that were required for the City 

to go cashless, and ii) identify the gaps and stickiness that needed to be addressed for the City to be fully cashless. This 

Review was done in close collaboration with City Stakeholders, a Core Working Group, and an appointed Steering 

Committee. Each stakeholder group was designed to better understand interdepartmental relationships, identify 

appropriate candidates for interviews, and guide the overall development of this report to ensure the Cityôs transition to 

cashless payment systems is efficient, effective, and impactful. 

 

Objectives, Scope and Work Plan 

The primary objective of the Review was to determine the 

Cityôs capacity and capability to become cashless. This 

required an assessment of the Cityôs Divisions, operations, 

demographics, citizen preferences, and other considerations. 

It also required comparative analysis (i.e., industry trends and 

data) as well as City-level insights to determine where there 

were opportunities to better address citizen habits, 

socioeconomic barriers, or emerging payment trends.  

As the City operates public goods, there is a commonly held 

belief that Mississauga must ensure that no citizen is óleft 

behindô when paying for services. Therefore, citizen inclusion 

remained at the forefront of each discussion to help ensure 

that an equity lens was applied throughout the Review. 

Figure 1: Scope of Cashless Transaction Review 
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The scope of the Review is illustrated in Figure 1. As agreed by the City, the in-scope Divisions included Animal Shelter, 

Building, Compliance and Licensing, Courts, Library, Municipal Parking, Recreation, Transit, and Vital Statistics. 

The workplan for the Review was segmented into four primary phases, which are illustrated below.  

 

This workplan and the opportunities presented throughout the Review are grounded in an evidence-base that draws on 

several sources of data and information. This included primary research and interviews with the City as well as secondary 

research and analysis of industry-leading practices. This included primary research and interviews with the City, as well 

as secondary research and analysis of industry-leading practices. 

ð A review of more than 40 documents; 

ð An evaluation of 9 City Divisions; 

ð More than 30 hours of stakeholder interviews with 20 City and Division-level staff; 

ð Two review sessions with the appointed Steering Committee; and 

ð A review of relevant leading practices. 

See Section 2.4 for more information about our approach. 

 

Current State Findings 

The Review of the Cityôs current payments practices took a macro to micro lens in understanding the influencing factors 

that impact cashless transactions at different operating levels. This included examining the impact of citizen preferences, 

legal implications (primarily the Cityôs requirement to accept cash as a payment option), socioeconomic conditions, and 

cash-handling policies. By understanding what is happening at the national and City-level, the engagement team was able 

to provide insights on the Cityôs cashless initiatives within each Division. It is important to re-emphasize that staff and 

stakeholders consistently acknowledged the Cityôs focus on inclusion, equity, and their responsibilities to citizens as a 

ópublic commodityô. This friction between being a ópublic goodô and the pursuit of efficient payment operations is believed 

to be the root cause of several pain points and opportunities within the Divisions. The current state findings and common 

themes across the City and Divisions include: 

ð There is a negative perception associated with refusing cash as a payment method. This is shared by both 

citizens and Divisions as the City must provide equitable access to services to all demographics. Opportunities should 

address the stickiness of cash and socioeconomic barriers faced by cash-dominant populations. In total, four1 

  

1 Courts, Library, Animal Shelter, and Transit 

Figure 2: Workplan and Activities for the Review 
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Divisions have identifiable demographics that use cash out of preference or necessity. Divisions with unbanked and 

underbanked populations (i.e., where cash is a necessity) are likely to receive the most public backlash in their pursuit 

of cashless operations. 

ð One standard approach to going cashless will not be effective due to the diversity in business and operating 

models across Divisions: A one-size-fits-all approach to cashless transactions is not likely to be successful across 

the City. It may not even be successful within individual Divisions that have diverse services (e.g., Recreation). It 

should be recognized that Divisions fall on a spectrum that spans from good candidacy for cashless transactions (low 

complexity, high opportunity) to extremely challenging to go cashless (high complexity, low opportunity). See Figure 3 

for an illustration of the complexity and 

opportunity to go cashless across the in-

scope Divisions. 

ð There has been mixed success in 

payment initiatives targeted at 

changing payment needs and citizen 

preferences: Divisions continue to make 

changes to their payment operations and 

technologies in response to shifting citizen 

habits. However, it was noted that some 

of these initiatives were slow to implement 

(e.g., Pay-by-Phone for Municipal 

Parking) and some continue to cause 

challenges and inefficiencies for Divisions 

(e.g., EFTs for Building).  

ð Adoption challenges persist across some of the Divisions: Despite having cashless alternatives available, there 

are still challenges with the adoption of these solutions in some Divisions. Certain demographics remain sticky to their 

use of cash and prefer the convenience and anonymity of cash payments. Adoption challenges are most common in 

small-value, in-person transactions. 

ð A better appreciation and understanding for the costs of cash is required: The Review was unable to determine 

if there is a material difference between the costs incurred to handle cash versus the costs of digital and online 

payments. While some costs are reported on a City-wide basis in the general ledger (e.g. armored courier fees), there 

is difficulty evaluating cash costs at the Divisional and Service level due to data challenges. This information is 

fundamental in determining the costs and benefits of cashless opportunities (e.g., to compare the increase in 

interchange fees against the reduction of cash handling costs). 

ð A better appreciation and understanding of Division revenues and payments are needed: The different maturity 

levels of decentralized systems led to inconsistent data, Division insights, and quantifiable opportunities to become 

cashless. This creates challenges in prioritizing cashless initiatives for the City to focus their efforts.  

The Reviewôs complete current state findings are included in Section 3 of the report. 

 

City and Division Opportunities, High-level Implementation Roadmap and Next Steps 

The combination of the jurisdictional scan, City-level analysis and Divisional assessment led to 12 opportunity areas to 

support the City in the pursuit of cashless transactions (scope of opportunity varies by Division, underlying service, and 

citizen segments). These have been categorized below according to their overarching theme, complexity, and scope of 

the opportunity.  

 

Figure 3: High-level Directional Mapping (Based on City Inputs) 
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City-Level Opportunities 

A. The City should take a tailored, Division-by-Division approach to cashless transactions. 

A homogenous approach to cashless transactions will not be successful across the City. Instead, the City needs to 

consider the unique payment needs and demographics of each Division and service area. However, where possible, 

learnings and insights should be shared to accelerate opportunities that are common across Divisions.  

B. The City should evaluate opportunities to standardize cashless capabilities and common assets for cash 

transactions, as feasible. 

Legacy cash infrastructure and processes may not meet the needs of todayôs citizens and Divisions. The City should 

identify the minimum infrastructure that is required to handle cash across each of the Divisions. This may include 

optimizing armoured car routes, coin-counting operations, and the appropriate cash handling policies and procedures to 

balance the risk-reward of cash on hand (e.g., determine the appropriate dollar value of cash on hand, per Division).  

C. The City should address gaps in providing cashless alternatives to citizens. 

There were several Division areas where cashless alternatives were limited, which led to in-person cash transactions 

(e.g., Library, Recreationôs membership renewals). The City should evaluate, address, and prioritize the high-value 

opportunities to provide cashless alternatives to citizens. This could include enhancing online payment capabilities 

(e.g., an online payment portal), digitizing services (e.g., online applications), etc. 

D. The City should review and address implementation challenges in current, in-flight cashless initiatives. 

Several Divisions noted challenges with their implementation of cashless alternatives. These included IT constraints, 

delayed timelines, and manual workarounds. There should be a focus on reviewing the implementation efforts of 

cashless initiatives and dedicating resources (e.g., people, budget, etc.) to resolving the challenges. 

E. The City should define targeted communication and adoption plans in Divisions where cash usage 

continues to be material, despite cashless alternatives. 

There will need to be considerable behaviour change and communications to continue to shift citizen preferences and 

habits towards digital and online payments. These initiatives need to directly target the barriers faced by each cash-

dominant demographic and address potential cash incentives (e.g. credit card service fees). The City should prioritize 

Divisions where cash usage continues to be material, despite cashless payment alternatives. 

F. The City should identify opportunities to standardize reporting of revenue and costs for consolidation at the 

City-wide level. 

Timely access to complete, accurate, and granular data and information considerably impacted the opportunities 

identified throughout the report. A centralized system of record for all payment transactions, appropriate data 

governance and ownership, as well as standardized reporting of revenues and costs could all support future cashless 

transaction initiatives.  

G. The City should prioritize change management and central coordination of initiatives that promote cashless 

transactions as feasible. 

Central coordination and dedicated resources (such as a City-level task force) can help ensure that the City has the 

appropriate capacity and capabilities to execute on cashless opportunities. Centralization can also help ensure that 

activities are integrated across disparate Divisions. Dedicated resources should be from impacted functional areas 

(e.g., Treasury, Information Technology, Digital Services) as well as Divisions that can share knowledge and learnings 

on transitioning to cashless operations. This complement of resources (hybrid structure) should balance the knowledge 

of City and Division operations with efficiencies from traditional project management. 
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Most 
Common 

 

Division-Level Opportunities 

Enhance/address 
online and digital 
capabilities 

A capability gap was identified that impacted 

the citizenôs ability to pay for Division 

services online or via digital tools. This led to 

more in-person and cash payments. 

ð Animal Shelter 

ð Compliance & Licensing 

ð Library 

ð Municipal Parking 

ð Vital Statistics 

Address 
demographic 
specific barriers 

Cash-dominant demographics experienced 

payment barriers that influence the way they 

pay for Division services. 

ð Animal Shelter 

ð Courts 

ð Library 

ð  Recreation 

ð Transit 

Create consistent 

payment 

experiences 

An inconsistent payment experience was 

noted within the Division. For example, some 

service areas accepted a payment type, 

while other service areas did not. 

ð Compliance & Licensing  

ð Municipal Parking 

ð Recreation 

Address cashless 
implementation 
challenges 

There were challenges implementing 

payment initiatives to reduce or eliminate 

cash due to disparate revenue collection 

across revenue sources and payment types. 

ð Building 

ð Municipal Parking 

ð Transit 

Determine the costs 

of processing cash 

There were challenges associated with 

determining the cash-handling costs.  

ð All cash accepting Divisions 

 

For the City to successfully address these opportunities, it will need a dedicated transformation program with adequate 

resources, a practical and focused plan, sustained executive-level support, and cross-Division project leadership. Most 

importantly, it will require cooperation and collaboration with front-line workers that directly engage with the citizens of 

Mississauga. Based on our experience in similar large transformations, we believe fragmented, part-time efforts typically 

do not result in material and sustainable change. 

Section 4 presents our implementation roadmap with prioritized actions for each of the 22 opportunities. 

 

Quantifying Cashless Opportunities 

In 2020, the Review analyzed $140.7 million in Division revenues. Of these revenues, cash collections were estimated to 

be $7.3 million (approximately 5.2%) based on data provided by the City. These figures represent currently available data 

from each Division, as well as data from the general ledger and other sources (e.g., Division payment and financial 

systems). However, this data may not be reflective of actual revenues and cash transactions due to differences in Division 

systems, operating models, COVID-19 impacts, and assumptions made during the analysis. It is also important to 

highlight that: 

ð Different in-scope Divisions reflect a range of cashless transactions, from 45.3% to 4.5% (non-cashless Divisions). 

There were three cashless Divisions included in the analysis that are not represented in the range. Cash collections 

excluding the cashless Divisions (Building, Compliance & Licensing, and Vital Statistics) were approximately 6.2% of 

revenues across the six remaining Divisions. 
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ð City efforts, citizen requirements and preferences, COVID-19, and the ease of implementation all impact each 

Divisionôs ability to go cashless. These operating and demographic conditions will influence whether a Division will be 

able to successfully transition to cashless payments as well as the minimum cash levels that they are likely to achieve. 

ð Each Division will need to evaluate the reasons for its citizens to use cash and practical opportunities to transition to 

online payments. 

By using some of the same tactics to successfully transition Divisions to cashless operations, the City could likely find 

efficiencies to reduce cash usage similar to some of the Divisions that have already began the process.  

ð 3%-5% of transactions in Divisions where cash is a necessity (Library, Courts, Animal Shelter, Transit)  

ð 5%-15% of transactions in Divisions where cash is a preference (Municipal Parking, Recreation) 

These are high level estimates only based on current cash-usage patterns in some of the Divisions as well as Bank of 

Canada research into unbanked and underbanked populations. Actual reductions will vary based on each Divisionôs 

citizens, lines of businesses, operating models, capabilities, and other factors. The table below presents a Division-by-

Division analysis of potential cash reductions and costs reductions informed by the review. 

Estimated potential cash and cost reduction across non-cashless Divisions 
 

Cost Estimates2 3  Scenario 1 Scenario 2  

Average Cost of Processing Cash 4.70% 9.40%  

Average Cost of Cashless Transactions 2.45% 1.75%  
 

Division Grouping A (cash is a necessity for certain demographics/services) 

In general, cash usage could be reduced to 5%-15% of revenues    

      Potential Cash Reduction 

Grouping A 
2020 

Revenue 
Cash % 2020 Cash 

5% of Revenues as 
Cash 

15% of Revenues 
as Cash 

Cash reduced to 5% Cash reduced to 15% 

Library*  $135,348 35.7% $48,356 $6,767 $20,302 $41,588 $28,054 

Courts $5,666,805 25.3% $1,431,906 $283,340 $850,021 $1,148,566 $581,886 

Animal Shelter $644,297 10.6% $68,325 $32,215 $96,645 $36,110 N/A 

Transit* $94,139,724 4.9% $4,602,684 $4,706,986 $14,120,959 N/A N/A 

Total Cash Reduction - Grouping A $1,226,264 $609,939 
 

Division Grouping B (cash is a preference for certain demographics/services) 

In general, cash usage could be reduced to 3%-5% of revenues    

      Potential Cash Reduction 

Grouping B 
2020 

Revenue 
2020 

Cash % 
2020 Cash 

5% of Revenues as 
Cash 

15% of Revenues 
as Cash 

Cash reduced to 3% Cash reduced to 5% 

Municipal Parking* $939,688 45.3% $425,603 $28,191 $46,984 $397,412 $378,619 

Recreation* $14,275,711 4.5% $645,393 $428,271 $713,786 $217,122 N/A 

Total Cash Reduction ï Grouping B $614,534 $378,619 
 

Total Cash Reduction $1,840,798 $988,558 

 

Total Potential Cost Reduction (Scenario 1 ï Lower Cost of Cash, Higher Cashless Fees) $41,418 $22,243 

Total Potential Cost Reduction (Scenario 2 ï Higher Cost of Cash, Lower Cashless Fees) $140,821 $75,625 

  

2 Assumed to be all-in costs. Percentages represent costs incurred per transaction. 
3 Estimates in the costs of processing cash reflect Bank of Canada (2020) and IHL Group (2018) research. Estimates in 
the cost of cashless transactions provided by the City. 
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 *Divisions with small-value transactions that drive the use of cash and may impact the achievable reductions.  

The estimates for cashless transactions are based on general averages from other Divisions that are more cashless.  

Actual cash usage will need to be determined based on detailed analysis of each Divisionôs data on revenue (type and 

composition), citizen segments, capabilities, costs, barriers, etc. 

Therefore, to fully understand, quantify, and have confidence in the costs savings associated with the reductions above 

the City should complete an in-depth assessment of processing cash in-house (e.g., within Divisions) and externally (e.g., 

Armoured Car Services). Ideally, this analysis should look determine and cost the minimum infrastructure and cash levels 

are for each segment of Divisions. The City will also need to understand the costs associated with cashless transactions.4  

 

Conclusion 

While the City has made progress towards cashless transactions, there are several factors that continue to drive cash ï 

namely the lack of capabilities and low adoption rates. To push past the existing barriers and become a more cashless 

municipality, the City must consider and coordinate both City-level and Divisional changes. However, these initiatives 

should continue to keep the equity of citizens and Divisions as one of the top priorities. This may lead to tension between 

efficient cash operations and what the City is expected to provide for its citizens. 

  

4 To support the estimation of cash and cost reductions the project team obtained revenue and cash data from the City. 
The values included above may not be reflective of actual revenues and cash transactions due to differences in Division 
systems, operating models, COVID-19 impacts, and assumptions made during the analysis. Further refinement of 
revenue and costs data may change the accumulated values and findings of cash and cost reductions. 
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2. Engagement Overview 
 

2.1  CONTEXT 
Historically, Cash has been an ingrained part of our communities and way of living. However, recently there has been a 

growing shift towards alternative payment methods. These shifts have had varying impacts on the City as they were 

challenged to adjust to new citizen payment preferences. To respond, the City undertook transformational changes in 

many Divisions, including implementing online payment platforms, modernizing POS systems, exploring pay-by-phone 

capabilities, and other initiatives.  

Over the last 18 months, the City was further tested by the COVID-19 pandemic and the movement away from in-person 

interactions. The City responded to the new reality and quickly instituted remote service delivery, suspended cash 

payments, closed the Cashierôs Desk, and made other adjustments to ensure that they could continue to safely and 

effectively deliver services to staff and citizens. Notably, several City Divisions successfully minimized or eliminated the 

use of cash as a payment method during the pandemic. This incited further discussion regarding the capacity and 

capability of becoming a cashless municipality. 

2.2  BACKGROUND AND OBJECTIVE 
To evaluate the feasibility of going cashless, the City undertook a review of digital payments and cash transactions for its 

revenue services from May 2021 to September 2021. This review took a top-down approach to analyze market trends, 

municipal trends, and Divisional trends to identify actionable opportunities for the City to become more cashless. Beyond 

answering whether the City could go cashless, the Review also analyzed individual City Divisions to i) distill the common 

conditions that were required for the City to go cashless, and ii) identify the gaps and stickiness that needed to be 

addressed for the City to be fully cashless. This Review was done in close collaboration with City Stakeholders, a Core 

Working Group, and an appointed Steering Committee. These stakeholder groups were designed to better understand 

interdepartmental relationships, identify appropriate candidates for interviews, and guide the overall development of this 

report to ensure the Cityôs transition to cashless payment systems is successful. 

Current and Past Initiatives  

As smartphones and digital platforms continue to 

innovate payments in Canada, there is an expectation 

for governments and public sector entities to adopt 

these new technologies and alternative payment 

platforms. Public opinion of governmental services has 

shifted from ógood enough for governmentô to ówe 

expect more from governmentô. Over the past 17 years, 

digital modernization has grown as a priority for 

Mississauga as the City aims to become an engaged, 

diverse, and thriving place to call home.  

ð In 2004, the City launched its first Customer Service 

Strategy initiative aimed at creating better 

interactions between the City and its citizens in the 

most effective way possible. This initiative led to the 

Figure 4: The Cityôs Initiative Roadmap 

2004 2017 2018 2019 

Customer 
Service Strategy 
Initiative 

Better 
Connected  

Customer Service 
Strategy Project 
Refresh 

Smart City 
Master Plan 
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implementation of current City practices such as ePlans, MiWay Customer Ambassadors, Pingstreet Application and 

Online Services, and Facility Bookings.  

ð In 2017, the City launched another Customer Service Strategy Project aimed at addressing the upcoming digital 

expectations of citizens. The City found that since 2004, citizens expected 24/7 service, instant resolution, accuracy, 

and the ability to self-serve consistently across all digital channels the City offered. This four-year implementation 

strategy led to 15 initiatives that were designed to improve citizen service within the City, including developing service 

standards and implementing a City-wide knowledge base.  

ð In 2018, the City launched the óBetter Connectedô initiative with a vision to create better digital services by putting 

citizensô needs at the centre of design. Inspired by the UKôs Government Digital Services (GDS) that set practical and 

measurable objectives for user experience, Ontario developed the Ontario Digital Service (ODS) that adapted a 

similar people-centred approach and set the standard for digitization within the public sector. The initial findings of the 

initiative highlighted that the City must put more thought into citizensô needs and that the City required a shared vision 

amongst their different service areas. Although the City possessed adequate digital capabilities, there was little 

communication with citizens as well as inconsistency with digital processes and skills of City employees.  

ð In 2019, the City established the Smart City Master Plan to effectively integrate physical, digital, and human systems 

in their environment to deliver a sustainable, prosperous, and inclusive future for everyone. This plan provided a 

framework to address citizen concerns and approach digital projects and transformations to enable a sustainable, 

empowered, and inclusive city. An important outcome of this initiative was Wireless Mississauga ï free public Wi-Fi ï 

and digital services through the Cityôs website, apps, and other platforms.  

It is important to note the significance of the foundation laid by these initiatives as integral pillars that will enable the 

success of a cashless Mississauga. This report goes into further discussion on the role of digital literacy and appropriate 

infrastructure on the social, cultural, and economic implications and how they shape the future of the City in Section 3.2.  

 2.3  SCOPE OF CASHLESS TRANSACTION REVIEW 
Seeking to further improve payment operations and management, the City of Mississauga undertook an evaluation of its 

ability to transition to cashless transactions for key revenue services. This Cashless Transaction Review sought to gain an 

understanding of current City and Division-level payment practices, procedures, costs, volumes, and values for the 

various revenue-generating services. The scope of the review included: 

1. An evaluation of citizen habits and how citizens currently pay for goods and services at a macro level in Canada, as 

well as how payments are being made for high-volume City services including Recreation, Transit, Property Taxes, 

and Development Applications. 

2. An evaluation of the costs of managing cash, including cash handling activities, theft, and banking expenses, based 

on the available data. 

3. The potential benefits of moving towards cashless transactions for the City and its citizens, including reduced costs, 

improved citizen experiences, and reduced risk of fraud. 

4. Identification of considerations such as social and political barriers towards going cashless, including any potential 

discrimination on low-income individuals, legislation requiring the acceptance of cash, and examples of other payment 

modernization initiatives in municipalities. 

5. Other barriers to implementation, including digital infrastructure, security and privacy concerns, and the potential for 

increased costs. 

6. A high-level action plan detailing a Division-level road map on how the City can move toward adopting cashless 

payments for its services based on the Review. 
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Based on the available data and collective discussions with City stakeholders, it was established that detailed 

opportunities and implementation plans for a cashless transition would not be part of the scope of this Review. Instead, 

this report provides insights and high-level opportunities to advance cashless transactions throughout the City. These 

opportunities will be organized and sequenced according to their scope (i.e., size of the opportunity) and degree of 

complexity.  

Notably, the Cashless Transaction Review was limited by the quantitative data readily available on cash and cashless 

transactions. As Divisions may have different payment capture and execution systems, data collection on each payment 

type within Divisions was inconsistent. As such, this review focused on understanding the cash usage and trends at the 

Division-level and relied on qualitative data from stakeholder interviews to understand citizen behaviour, preferences, and 

cash-dominant revenue streams. 

 

2.4 APPROACH TO THE REVIEW 
The overarching objective of the review was to assess the Cityôs ability and opportunity to adopt cashless transactions for 

its revenue services. To achieve this objective the review was broken down into four key phases. 

 

 

I. Mobilization 

In this phase, the engagement team collaborated with Cityôs stakeholders to identify key project objectives, desired 

outcomes, and expectations of the review. This phase also outlined the foundational questions that the review would need 

to answer to determine if the City had the ability and appetite to go cashless. These included: 

ð Are cash transactions increasing or decreasing within Divisions, and why? 

ð Are the costs of cash increasing or decreasing within Divisions, and why? 

ð What operational and demographic conditions, when present, enable a Division to transition to cashless transactions? 

ð What opportunities exist at the City-level and Division-level to become more cashless? 

ð What are the risks and other considerations that influence the Cityôs ability to become more cashless? 

During mobilization, the engagement team also aligned on the scope of the review and identified the nine Divisions to 

participate. The Divisions selected by the City included Animal Shelter, Building, Compliance and Licensing, Courts, 

Library, Municipal Parking, Recreation, Transit, and Vital Statistics5. The detailed list of individuals that were engaged 

within each Division is provided in Appendix D: List of Interviewees.  

Stakeholder interviews were conducted with Supervisors and other operational people within each Division to develop a 

baseline understanding of their paymentsô practices and demographics. For each Division, this included understanding 

  

5 The divisions identified by the City included the largest cash takers as well as Divisions that recently went cashless. 
Divisions that were deemed out of scope should be reviewed internally by the City for their potential to go cashless. 

Figure 5: Approach for the Cashless Transaction Review 

I. Mobilization
II. Evaluation of 

Consumer Habits

III. Costs and 
Benefits of Cashless 

Transactions

IV. Implementation 
and Action Plan
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their payment processes, cash handling practices, roles, responsibilities, target demographic, and information and 

technology. The detailed interview guide provided to all interviewees can be found in Appendix E: Interview Guide.  

The interviews were complemented by a desktop review of relevant documentation provided by the City, such as City-

wide payment handling policies and guidelines, Divisional performance reports, mandates, and other material. A detailed 

list of documents is provided in Appendix F: List of Documents Reviewed.  

 

II. Evaluation of Consumer Habits 

Completed through a two-part jurisdictional scan, this phase focused on identifying emerging payment trends, 

socioeconomic barriers, consumer habits and other payment-related strengths, weaknesses, risks, and barriers for cash 

transactions.  

(I) The market scan on the Canadian payments landscape reviewed five years of Canadian transactions, by 

payment type. The analysis identified and quantified future trends in Canadian payments, shifts in consumer 

behaviours and provided an outlook on the impact of emerging technologies on the future of payments. These 

findings were then contrasted with institutional knowledge of Canadian municipality operating environments to 

provide perspectives and considerations for the Cityôs cashless ecosystem. 

(II) The socioeconomic analysis examined the impact of going cashless on various demographics and 

communities in Mississauga. The research conducted during this phase answered some fundamental 

questions on the role of cash as a payment method, public perception, and the responsibilities of 

municipalities as a provider of public services.  

The findings from both the jurisdictional scan and Divisional interviews were consolidated to develop a Fact Sheet for 

each in-scope Division. These short, informal reports described the function of each Division, their current payment 

processes, cash handling policies, key challenges, and potential opportunities for reducing or eliminating cash as a 

payment method. Fact Sheets were socialized and validated with each Divisionsô interviewee and City staff for accuracy. 

 

III. Costs and Benefits of Cashless Transactions 

This phase included the identification of opportunities to move towards cashless payments across each of the Divisions. 

Opportunities were based on the unique perspectives provided by each Division leader, industry trends, and were 

validated for feasibility and practicality. Similar to the Division Fact Sheets, potential opportunities and action items were 

shared with the Cityôs stakeholders to gather feedback and align on future state considerations. 

 

IV. High-level Implementation and Action Plan 

Finally, City and Division action items were identified and sequenced according to each Divisionôs capability and appetite 

to become more cashless. This prioritization included considerations for costs and revenues, identifiable barriers, local 

and global payment trends, expected citizen behaviour, potential risks, and mitigations. 

The roadmap was defined based on two major factors - scope of opportunity and degree of complexity (explained in 

further detail in Section 4) ï to categorize high versus low opportunity Divisions.  
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2.5  STAKEHOLDER ENGAGEMENT 
As outlined during the first phase of the review, stakeholder engagement was to consist of four major elements: 

I. Mobilization and Working Group Interactions 

Formal mobilization activities helped to ensure that all team members were aligned on engagement 

objectives, outcomes, and expectations of the review. Mobilization engagement included the Cityôs Working 

Group for the Cashless Transaction Review. 

Weekly meetings were also held with the Working Group to regularly update key stakeholders on progress. 

Additional working sessions were scheduled with the Working Group throughout the engagement to establish 

key research questions, validate fact sheets, review quantitative data sets, etc. 

II. Steering Committee Reviews 

To facilitate the upward exchange of information to the Cityôs senior leaders, the project team had two 

sessions with the appointed Steering Committee to discuss progress, findings and analysis, risks/issues, and 

outputs. 

III. Stakeholder Interviews and Validation 

Throughout the review, over 20 stakeholders were engaged from the City of Mississauga. These stakeholders 

represented nine City Divisions and that account for 93.1% of the Cityôs revenues. Interviews were conducted 

with frontline workers to gain a better understanding of each Divisionôs payment operations, cost, revenues, 

current challenges, and opportunities to reduce cash. These interviews provided opinions, insights, trends 

and other observations on cash and transactions handled by each Division. 

2.6  LIMITATIONS, EXCLUSIONS AND ASSUMPTIONS  
Given the limitations associated with the data collection across Divisions, an in-depth quantitative assessment of cash 

handling costs was outside the scope of the review. While the City is working towards more effective information and data 

management, the City does not possess comprehensive ópayment typeô data sets that are required for an in-depth 

quantitative assessment. As a result, the analysis relied on a robust qualitative evidence-base, such as interviews, focus 

groups and continued validation from the Core Working Group. While these activities were structured to be broad-based 

and representative, they are not comprehensive, given the constraints. 

The scope of the review also excluded the following: 

¶ Detailed activity/process-level mapping and testing; 

¶ Primary research and interviews with citizens; 

¶ The adequacy and effectiveness of existing payment modernization activities in place;  

¶ Specific data points to support the implementation of City of Mississaugaôs payments transformation 

methodologies; 

¶ Legal review; and 

¶ Technological capabilities and requirements. 
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3. Summary of Current State Analysis 
 

3.1 OVERVIEW 
The review of the Cityôs current payments practices took a macro to micro lens in understanding the influencing factors 

that impact decision making at different operating levels. This included examining the impact of consumer preferences, 

legal implications, socioeconomic conditions, and cash-handling policies. The project team also looked to gain an 

understanding of how different municipalities handled payments during COVID-19 and its potential impact on long-term 

consumer habits.  

The three components of the current state analysis included:  

¶ Jurisdictional Scan and Industry Trends Analysis ï A market scan and lessons learned from relevant 

cashless initiatives to understand how to build a resilient, future-focused action plan for City of Mississauga. 

o Canadian Payments Trends: Research focused on historical payments-related trends, including the 

preferred payment types of Canadians, transaction volumes, values, and other metrics.  

o Socioeconomic Analysis:  Study of socioeconomic conditions and barriers to cashless transactions as 

well as insights on federal and municipal legislative, social, and political constraints to cashless 

transactions.  

¶ City of Mississauga Current State Analysisï High-level analysis of cash transactions for most revenue 

services as well as notable cost drivers for cash transactions. 

¶ City Division Analysis ï Qualitative and quantitative assessment of City Divisions to identify key challenges and 

prioritize high-level opportunities to improve cash payments. 

Each component is further discussed below. 
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3.2 JURISDICTIONAL SCAN AND INDUSTRY TRENDS ANALYSIS 
Canadian Payments Trends 

In recent years, there have been several shifts in consumer preferences and the way Canadians pay for services. Most 

notably there has been a shift from paper-based transactions (cash and cheques) to credit cards as well as a shift from in-

person payments to online platforms. Since 2008, cash has been surpassed by debit cards and online transfers in overall 

transaction value, and by debit cards and 

credit cards in volume. Figure 6 and Figure 

7 illustrate this decline of cash by value and 

volume, respectively.  

Given the impact of COVID-19 on payments, 

including the need to reduce face-to-face 

commerce and limit contact with payment 

devices, consumers have adjusted their 

habits to prefer contactless payments. This 

has led to further acceleration towards e-

commerce and digital payments with many 

verticals and merchant segments seeing 

shifts towards B2C digital channels at 

unprecedented levels. This not only includes 

mainstream verticals like fashion and 

groceries, but also healthcare, professional 

services, education, and small-business 

commerce across geographies.  

 

 

Rapid change and transformation do not 

come without significant costs. The shift 

to digital is driving up merchantsô 

payments-acceptance costs, which are 

expected to rise from 6 to 10% as 

commerce migrates to higher-cost 

channels. Just as importantly, merchants 

also face higher decline and fraud rates 

on digital transactions, with ramifications 

for customer experience. Studies suggest 

that merchants perceive cash to be fast 

and convenient to use, as well as the 

cheapest method to accept, as it provides 

instant liquidity and no fees. 

Nevertheless, contactless payments have 

become an important part of omni-

channel and cross-channel experiences. 

Businesses that create awareness 

around their contactless payment acceptance tend to win more customers and be better positioned for growth. Similarly, 

transitioning to cashless payments will allow the City of Mississauga to deliver improved experiences and alternatives for 

citizens, while reducing the burden on payment system management. At the same time, the City should be mindful of the 

potential drawbacks including additional fees, compatibility issues, and revenue leakage.  

Figure 6: Canadian-wide Transaction Value by Payment Type 

Figure 7: Canadian-wide Transaction Volume by Payment Type 
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Decline of Cash Payments 

Cash has historically been a preferred 

payment method due to its speed, ease of 

use, and convenience for low-value 

transactions. However, with emerging 

technologies, digital payment methods 

have surpassed cash in most of these 

areas. Compared with other payments 

types, cash transactions have seen a 

major decline since 2008.  

Over the same 10 years, the average 

value of cash transactions has fluctuated 

ï ranging from $17.52 to $21. In a US 

study conducted by the Federal Reserve 

Bank, citizens who preferred cash are 

consistent in their use and used it about 

80% of the time. However, if the amount of the transaction was less than $20, the probability increases to 91% (versus 

57% if it was greater than $20). In comparison, debit cards are primarily used for medium-value transactions and credit 

cards are typically reserved for large-value transactions. 

Additionally, as digital literacy and infrastructure 

continue to improve, customers have quickly 

accepted new payment types (e.g., contactless 

payments). For late adopters, creating 

awareness and incentives for contactless 

payment alternatives are key to improving 

adoption and user experience, which may better 

position the City for long-term digital growth. 

While most people move towards a cashless 

society, certain demographics tend to prefer 

cash as their primary payment methods. 

Similarly, institutional habits (e.g., paying a 

parking meter in cash) continue to be another 

major driver in maintaining the presence of cash 

transactions.  

Looking back on previous City initiatives, 

learnings suggests that some of these barriers can be overcome by change management, communication, and citizen 

engagement. 

Emergence of New Payment Providers within Municipalities 

The disparity of City operations results in complexities that make responding to these trends challenging. Given the 

diversity of their citizens and wide range of service offerings, several municipalities have turned to third-party alternatives 

to fulfill their citizensô preferences (e.g., paytickets.ca, Payment Vision). However, the additional fees and technological 

challenges (e.g., IT integration) associated with these services can be a deterrent to both citizens and municipalities, 

despite their conveniences.  

 

Figure 8: Canadian-wide Cash Decline 

Figure 9: Canadian-wide Size of Cash Transactions 
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Socioeconomic Analysis 
The socioeconomic and legislative analysis identified trends, similarities, and differences between payment practices and 

policies at different government levels. This section explores these concepts as well as identifies the socioeconomic 

conditions required for the City to go cashless. One key finding was that payment and operational synergies can be 

enabled through monetary or policy support 

Itôs important to emphasize that, as a public service, the City bears the responsibility and moral obligation to cater to 

citizen needs. The City must recognize the heightened level of sensitivity and be aware of the impact of cashless 

transactions on all its citizens.  

Canadian Socioeconomic Barriers 

The socioeconomic barriers found within the Canadian market typically challenged the unbanked and cash-dominant 

populations. The two main drivers of these challenges were a lack of literacy skills and access to digital infrastructure. 

These challenges were not necessarily geographic dependent and were found throughout most populations.  

Literacy skills ï specifically digital literacy and economic literacy ï have been found to foster higher adoption rates of non-

contactless payments (i.e., traditional payment types, such as cash). To illustrate, countries with higher literacy rates have 

witnessed higher success with contactless payments. Sweden is a prime example of a country with high literacy rates and 

is believed to be on track to be fully cashless by 2023. Although literacy is not the sole contributing factor, it plays a role in 

the success of the overall initiative. In addition, the Bank of Canada has linked higher levels of economic literacy to having 

greater awareness and trust in financial institutions. Overall, people are more comfortable with digital payments when they 

are educated on the subject. 

Consumersô access to digital infrastructure may also impact their ability to use contactless payments. With the rise of 

digitization, digital devices, and platforms continue to be introduced to promote the use of online and remote payments 

(e.g., online shopping and digital banking). Individuals that lack access to this infrastructure are limited in their ability to 

use contactless payments. Consumers without sufficient access to digital technologies will likely default to using cash or 

other payment methods. The City should be aware of these socioeconomic challenges and barriers when evaluating its 

decision to implement cashless transactions. 

Socioeconomic Cash Drivers  

To address the socioeconomic barriers that drive the use of cash in the Canadian market, several fundamental questions 

must be understood: 

ð Why certain populations continue to use cash and what are the key barriers to cashless transactions? 

ð What are the macro trends and efforts to address the drivers of cash (e.g., at the federal level)? 

ð How critical are these barriers when transitioning to a cashless society? 

ð How will these barriers evolve in the future?  

 

Initial research linked some of the socioeconomic barriers above with other demographic conditions such as income level, 

age, data security and privacy concerns, and homelessness. Each of these is described further below. 
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  Income and Education 

Low-income Canadians tend to be in a cohort of the population 

that prefers to use cash. This is because income presents 

several unique barriers to access payments. For example, 

income has been directly linked to the accessibility of digital 

infrastructure and literacy rate. In the past, Canadian 

municipalities have attempted to address this barrier by 

implementing education programs and funds that target low-

income populations6.  

Data Security and Privacy Concerns 

Individuals that have security and privacy concerns with 

contactless payments are motivated by the anonymity of cash. 

Like household income, this factor is also associated with 

digital literacy and knowledge of appropriate infrastructure. As 

younger generations become exposed to digital platforms at an 

earlier age, these concerns are well-positioned to reduce over time. However, the current distrust in digital payments 

continues to drive the demand for cash within Canada. To combat this, many financial institutions have implemented 

change management initiatives to address consumer concerns and influence payment preferences. Most recently, the Big 

5 Banks (i.e., Royal Bank of Canada, Bank of Montreal, Toronto-Dominion Bank, Canadian Imperial Bank of Commerce, 

Bank of Nova Scotia) have introduced the óuniversal bankerô, whose sole purpose is to push and normalize digital 

payments within populations that have lower levels of education and awareness. 

Age 

Age has consistently been recognized as a major influencer of cash usage, most notably with Seniors. Older populations 

are typically less comfortable with cashless payment alternatives due to a lack of knowledge and experience with new 

technologies. Financial institutions across Canada are again addressing this challenge through specific resource centers 

dedicated to this demographic. Looking to the future, age is expected to become a less prominent factor in driving cash 

use ï with future generations expected to have a higher adoption rate to digital payments.  

Homelessness and Remoteness 

Homeless individuals or those living in remote areas tend to rely on cash due to limited access to banks. As urban areas 

(i.e., Mississauga) have higher homeless populations, the City should take this into consideration when moving to 

cashless transactions. Specifically, the city should consider where homelessness and remoteness result in citizens using 

cash out of necessity ï and what Divisions (e.g., Transit, Library, Courts, etc.) this trend is most present. 

Public Perception of a Cashless Society 

There is generally positive public perception of going cashless among Canadian populations. With 1 in 10 Canadians 

reporting to already be cashless as of 2017, the use of cash has continued to decline year-over-year. The COVID-19 

pandemic has furthered the nationôs perspective on going cashless. Acting as a catalyst for the late adopters, many 

citizens were left with no choice but to rely on contactless payments during the pandemic. With 63% of Canadians who 

used digital or contactless payment for the first time during COVID-19 reporting they are likely to continue using them, and 

80% indicating they were satisfied with the experience, the decline of cash is expected to continue well into the future.  

As discussed and confirmed with the City Working Group, Steering Committee, and the Cityôs legal representation, it is 

important to note that there are no legal obligations for a public service entity to accept cash as tender. The laws 

implemented by the Bank of Canada state that both parties in the transaction must agree on a payment method, meaning 

either party can accept or refuse various payment methods. However, the Bank of Canada has advocated for the 

  

6 The success of these programs was not evaluated as part of this review. 

Figure 10: Bank of Canada Review Spring 2015 

https://www.theglobeandmail.com/report-on-business/low-income-canadians-using-more-cash/article24436964/
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continued acceptance of cash during the COVID-19 pandemic to avoid extra burden on those adversely impacted by 

limited payment options. 

Key Takeaways 

1) Overall, there is a downward trend in Canadiansô use of cash as other payment alternatives are becoming more 

preferred (e.g., contactless, digital).  

2) COVID-19 has accelerated this shift by limiting physical interactions and transactions. 

3) Providing citizens seamless access to digital infrastructure can reduce the barriers to adopt digital payments. For 

Canadian unbanked and underbanked populations, this would provide more opportunity to participate in 

contactless channels. 
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4. Summary of City-Level Analysis 
 

4.1 CITY OF MISSISSAUGA OVERVIEW 
 

Each year, the City of Mississauga manages the receipts of over $1.5 billion in payments for a broad range of services. 

This includes property tax payments, recreation program fees, transit services, development applications, payment of 

provincial offences, marriage licenses and more. With over 5,750 full-time employees (FTEs) across four major 

departments, the City is responsible for delivering more than 332 services for citizens and corporate customers. Managing 

a large budget and offering a diverse set of services results in highly complex payments and operations within the City. As 

a result, the City is constantly seeking opportunities to improve citizen experiences and meet the growing expectations of 

citizens.  

 

Transitioning Into a óSmart Cityô 

Mississauga is currently categorized as a óSmart Cityô, with a digital ecosystem that ensures the Cityôs neighbourhoods 

are supported through digital infrastructures, systems, and processes. Some digital amenities found within the City include 

North Americaôs largest Public Service Network of communications fibre, City-wide Wi-Fi, an LED lighting grid that saves 

energy and an Internet of Things (IoT) grid to aid with various services such as air quality control. With 1,100 Wi-Fi access 

points that constituted over eight million hours of free public Wi-Fi use in 2018, it is evident that citizens are adopting the 

growing digital infrastructures found within the City. 

Accessibility and transparency are also core principles of service provision at the City. Typically, private sector 

organizations implement initiatives when there is a financial benefit to do so. Conversely, as a public entity, the City must 

consider the impact to vulnerable and underrepresented citizens in addition to financial justification.  

Figure 11: City of Mississauga Revenue Breakdown 
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Changing Citizen Preferences 

Citizen demand is slowly shifting away from cash as expectations for digital and contactless payments rise. To meet this 

need, Mississauga has made investments in technology and infrastructure to support a digital shift and go cashless. 

However, some Divisions still prefer to offer both cash and cashless alternatives to pay for the same service (e.g., parking 

meters in Mississauga take credit cards and cash). This operational preference tends to lead to adoptability challenges 

(i.e., citizens not using cashless infrastructure) and can continue to drive the use of cash within Divisions. 

Some Divisions have taken steps to nudge citizens towards alternative payment methods and shift citizen demand away 

from cash (e.g., transit cash fares are more expensive than PRESTO fares). However, political constraints and citizen 

preferences remain some of the key barriers and conditions that impact their ability to go fully cashless. Despite the 

benefits associated with cashless payments, the City cannot move forward without sufficiently addressing citizensô 

concerns and preferences. 

Challenges to Going Cashless 

Mississauga faces similar barriers to cashless payments as other municipalities and private corporations, which include 

socioeconomic divides between key demographics (e.g., access and income disparity). For example, lower-income areas 

of the City continue to see higher cash usage. Additionally, the lack of digital literacy amongst cash-dominant populations 

is consistent with the Canadian market trend. Although 76% of the Cityôs population feels comfortable with emerging 

payment technologies and digital initiatives, other demographics are resistant to cashless transactions due to a variety of 

factors (e.g., unbanked, security fears). Addressing these concerns is crucial in ensuring that no citizen is left behind as 

the City implements cashless transactions.  

Impact of COVID-19 

On March 11th, 2020, the World Health Organization (WHO) declared the COVID-19 outbreak a global pandemic. 

Businesses and governments were forced to make rapid changes to their operations to ensure compliance with new 

protocols and regulations. The City was no exception and underwent significant changes to meet federal regulations and 

provincial regulations. At the time of this review, the City is currently under COVID-19 regulations and limited operations.  

During the pandemic, temporary measures were implemented to eliminate cash, including the closure of cashiers at City 

Centre, curbside services, and a temporary cashless pop-up Library. These measures were generally well-received by 

Divisions and citizens as they reduced administrative burden and offered convenient payment alternatives. For Divisions 

that have successfully transitioned to cashless operations, many expect to maintain these practices post-pandemic.  

State of the Cityôs Payments Modernization  

Over the past decade there have been numerous efforts to modernize payments within the City. In addition to City-wide 

initiatives, Divisions have also taken measures to address operational inefficiencies and capitalize on opportunities to 

implement contactless payments.  

ð For Divisions with in-flight and planned digital initiatives prior to the pandemic, the heightened demand for 

online services has emphasized the importance of these projects. For example, Library has introduced an online 

payments platform that allows citizens to pay off Library fees ï which has been met with positive reception from 

citizens.  

ð For other Divisions, payments modernization and cashless strategies became a priority following the onset of the 

pandemic as many were afforded the opportunity to advance digital and cashless payments.  

Overall, Divisions are continuing to implement payments modernizations to meet the growing citizen expectations for 

cashless and digital payments. As Divisions undertake these initiatives, the City needs to play a central role in overseeing 

payments projects to ensure there is consistency and coordination across the municipality.  
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City-Wide Policies and Procedures for Cash 

City-wide policies and procedures are implemented to regulate cash-handling and promote standardization across 

Divisions. However, as noted throughout the review, the City operates vastly different services that cater to different 

demographics. This may bring into question the applicability of these policies across the entire City, versus taking a 

Division-by-Division perspective. The latter which could tailor cash handling policies based on the level of cash processed 

by the Division. 

Standard operating procedures (SOPs) are one way the City promotes Divisions to tailor their cash operations to meet 

their needs. These SOPs recognize that infrastructure, processes, and other supports for cash vary across Divisions.  

City-Wide Cash Costs 

Timely access to complete, accurate, and granular cash costs considerably impacted the opportunities identified. This is 

because it was challenging to compare cash costs against contactless and digital payments. However, the analysis was 

able to note some trends in payment costs at the City-level and contrast this will the availability of other cost data. 

 

 

 

For example, while the value of cash processed by the 

City has declined from 2016 to 2019, the total cost of 

armoured remained consistent (or proportionality 

increased relative to cash values). This is illustrated in 

Figure 12. Figure 13 illustrates the complexity of 

determining payment costs for the purposes of this 

review. 

An in-depth analysis on the City-wide and Divisional costs of cash was not conducted as part of this review. This limitation 

was partly due to the inability to aggregate consistent cost information across Divisions. Presented here are some figures 

related to cash costs, however, insights on the implications for the City or Divisions are limited. 

 

Key Takeaways 

1) Within some Divisions the City of Mississauga is reasonably prepared to go cashless from an operational and 

infrastructure perspective. In other Divisions the major barrier to go cashless is citizen preference and necessity. 

2) As a public service with an obligation to meet citizen demands and expectations, the Cityôs transition to cashless 

operations should be contingent on adequate preparation and awareness among citizens ï as well as viable payment 

alternatives. 

3) The COVID-19 pandemic presents a unique opportunity for the City to become more cashless. It can act as a catalyst 

to shift citizen payment preferences towards cashless payments.  

Figure 12: City-wide Cost of Armoured Vehicles Figure 13: Complexity of Determining Payment 
Costs 

$242,365 $242,050

$221,868

$241,800

$149,926

2016 2017 2018 2019 2020

Total Cost of Armoured Vehicles



 

25 

  © 2021 KPMG LLP, an Ontario limited liability partnership and a member firm of the KPMG global organization of independent member firms affiliated with 
KPMG International Limited, a private English company limited by guarantee. All rights reserved. 

 

 

4.2 CITY DIVISION OVERVIEW 
 

The last component of the current state assessment included a deeper look into the nine in-scope Divisions: Animal 

Shelter Services, Compliance and Licensing, Courts, Library, Municipal Parking, Recreation, Transit, and Vital Statistics. 

These City Divisions were selected by the Working Group as they account for 93.1% of the Cityôs revenues and are a 

representative sample of the remaining Divisions. Opportunities from this assessment are expected to reflect similar 

actions for the out-of-scope Divisions, however, this would need to be validated and confirmed through further analysis. In 

general, the Division analysis can be summarized in three overarching themes (bold text below) and five categories of 

opportunities (table below). 

There is significant inconsistency in operations 

across City Divisions. 

¶ There is significant variation in Divisional business 

models, operations, revenues, and services, which 

challenges a standardized approach to cashless 

transactions. 

¶ Each Division (and potentially service area) may need a 

tailored approach to cashless transactions. 

¶ Divisions typically have sufficient alternative payment 

options to cash transactions, but the variation in these 

payment alternatives across Divisions creates 

complexities. 

¶ Different Divisions are at different stages of their 

cashless transition journey ï while some Divisions have 

already made the transition to cashless, others have 

found it more difficult to make the switch. 

¶ Many factors impact the disparity in Divisionôs cashless readiness and timeline. This review has identified common 

factors across Divisions that, if present, can better ensure a successful transition to cashless payments. These 

conditions include having cash-dominant revenue streams or cash-dominant populations as well as a centralized 

payment desk (e.g., cashier) or the availability of online/alternative payment methods. 

 

City-wide cash handling policies create a fragmented operating model and duplication of overhead 

contributing to the Cityôs overall cash costs. 

¶ There is a trade-off that the City needs to address when considering going cashless. Operating silos between 

Divisions grant autonomy but add complexity across the City. This may create a fragmented operating model and 

most likely increase overall payment costs across all Divisions. 

¶ The City follows a city-wide cash handling policy that is challenged to meet the diverse cash needs of all Divisions. 

Cash handling policies are supplemented by additional operating procedures in Divisions, where required. 

¶ The City has expressed the importance of a shared vision and a simplified, consistent approach to address citizen 

expectations. 

Figure 14: Total Revenue by In-scope Division (2020) 

Animal Shelter, 
$644,297

Buildings, 
$22,255,070

Library, 
$135,348

Municipal 
Parking, 
$939,688

Recreation , 
$14,275,711

Compliance & 
Licensing, 
$1,275,456

Transit, 
$94,139,724

Vital Statistics, 
$1,355,141

Courts, 
$5,666,805
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Existing payment modernization initiatives may not be coordinated. 

¶ Many Divisions are already pursuing payment modernization programs, such as Recreationôs plan to adopt Interac e-

Transfer as a payment method for services. When these initiatives are done in isolation (i.e., Division-by-Division), 

they can cause disparity and contribute to a fragmented citizen experience across the City.  

¶ Ensuring communication and consistency across Divisions is essential to meet citizen expectations and provide a 

sustainable, City-level solution. 

 

At a high-level, the opportunities identified in the City Division level analysis can be further categorized into five major 

areas. These opportunities are detailed in Section 5. 

Division-Level Opportunities 

Enhance/address 
online and digital 
capabilities 

A capability gap was identified that impacted the 

citizensô ability to pay for Division services online or 

via digital tools. This led to more in-person and 

cash transactions. 

ð Animal Shelter 

ð Compliance & Licensing 

ð Library 

ð Municipal Parking 

ð Vital Statistics 

Address demographic 
specific barriers 

Cash-dominant demographics experienced barriers 

that influence the way they pay for Division 

services. 

ð Animal Shelter 

ð Courts 

ð Library 

ð  Recreation 

ð Transit 

Create consistent 

payment experiences 
An inconsistent payment experience was noted 

within the Division. For example, some service 

areas accepted a payment type, while other service 

areas did not. 

ð Compliance & Licensing  

ð Municipal Parking 

ð Recreation 

Address cashless 
implementation 
challenges 

There were challenges in implementing payment 

initiatives to reduce or eliminate cash due to 

disparate revenue collection across revenue 

sources and payment types. 

ð Building 

ð Municipal Parking 

ð Transit 

Determine the costs 

of processing cash 

There were challenges in determining the costs 

associated with cash payments. 

All cash accepting Divisions 
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4.3 SUMMARY OF CITY DIVISION ANALYSIS 
 

Animal Shelter Services 

Division Overview 

Animal Shelter Services is the City of Mississaugaôs main center for all matters related to animal care. The Division 

provides a wide range of animal services (e.g., pet adoptions, pet licenses, emergency animal services) and its main 

revenue streams are pet licenses (74.8%), adoption fees (6.2%), and donations (6.1%). The Division processes a broad 

range of transaction values (e.g., from $5.25 to $518.11 in 2020) across all payment types: cash (11%), debit card (9%) 

and credit card (80%). 

Emerging Themes: 

¶ There is a considerable range of payment values and payment types for Animal Shelter Services ï from smaller 

license fees to extensive animal bills. The collection of payments through a centralized payment desk offers 

citizens the ability to pay for most services, with most payment types.  

¶ Demographic preferences and the centralized payment desk continue to drive the use of cash within the Animal 

Shelter Division. Therefore, in addition to initiatives to modernize payments, equal efforts from Animal Shelter 

would be required to shift citizen demand away from cash and towards contactless payments. Effective change 

management and communications will be vital to the success of these initiatives.  

¶ Donation boxes require cash handling and bank deposit processes. There is no appetite to discontinue these 

revenue streams due to negative public perception. However, the elimination of cheque handling could reduce the 

frequency of bank deposits and related costs.  

¶ Online renewals and online payments continue to be adopted by citizens. However, most payments are still made 

with the citizen present ï as this is the nature of the business model. This reality will perpetuate the stickiness and 

use of cash at the centralized payment desk.   

 

Building 

Division Overview 

The Building Division is the City of Mississaugaôs central service area for all matters related to the building and 

development of residential and commercial properties. The Division provides a wide range of services (e.g., issuing 

building permits and development applications, inspections, planning future developments) and its main revenue streams 

are from building permits (79.1%) and development applications and inspections (20.0%). The Division took a proactive 

approach to modernizing payments by enabling online transactions through the implementation of its ePlans applications 

in 2016. 

Emerging Themes: 

¶ Building exemplifies how addressing the conditions to going cashless can result in long-term success in going 

cashless. The Division took a proactive approach to payments and online transactions, undergoing a change 

management initiative in 2016 that simplified the transition to cashless payments during COVID. At first, this 

investment was challenging, and Building was left with additional overhead costs due to their expanded finance 

role (see Case Study below). Despite these challenges, citizens appreciated the transition to online payments. 
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¶ Post-COVID, the Division will likely see success in remaining cashless as they possess adequate infrastructure to 

accept online payments. However, they will need to address the increase in administrative payment 

responsibilities as well as improve technical workflows (e.g., ePlans, EFT process) to fully realize the benefits of 

being cashless. 

¶ Building primarily has corporate customers and high-value transactions, which tend to have different payment 

needs and expectations then other citizens and Divisions. These high-value transactions typically mean that the 

Buildingôs customers are less price-sensitive to transaction fees that can be a key barrier to going cashless. 

 

 

Compliance & Licensing 

Division Overview 

Compliance and Licensing is a Section of Enforcement in the Transportation and Works Department, focused on 

providing business licenses and permits7. This Section provides a wide range of services (e.g., fixed, and mobile business 

licenses, trade business licenses, lottery licenses) and its main revenue streams are from business licensing fees 

(83.4%), charity gaming licenses (9%), and swimming pool enclosure fees (5%). Compliance and Licensing has 

successfully transitioned to cashless payments during the COVID-19 pandemic and is expected to remain cashless8. 

Emerging Themes: 

  

7 Although Compliance and Licensing is a Section within the City, the report refers to 9 Divisions throughout the analysis. 
8 As payments received by the Division were processed through Cashiers, the cashless transition by cashiers resulted in 
Compliance and Licensing also becoming cashless. 

Division Case Study: Challenges arising from transitioning to cashless too quickly. 
 
During the COVID-19 pandemic, the closure of Buildingôs customer service counter meant that the Division needed to quickly 
adapt to be a cashless Division ï as in-person payments were no longer accepted. Although the Division has had an online 
payment option (ePlans) since 2016, their digital platform was not capable of processing all payments throughout the permit 
workflow. Therefore, the Division needed to quickly implement a workaround to collect payments that were outside of ePlansô 
capability. 
 
An Electronic Funds Transfer (EFT) process was implemented to collect these payments. However, this presented several 
immediate challenges: 

ð The Division was not equipped to take on a greater financial role to process and reconcile EFT payments 

ð The EFT process was not ñpredictableò, meaning that the Division did not have a sense of the work effort required to 
handle EFT payments each day (which made it challenging to resource) 

ð EFT transactions could be for small-value payments, which did not align the payment mechanism to the dollar-value of the 
transaction (i.e., high-effort for small-value) 

 
This Case Study exemplifies what can happen when Divisions push (or are forced) to become cashless without understanding 
the new ways of working, operating requirements, technology changes, or other preconditions to have a successful transition. 
Reflecting on their current situation, Building would have liked to take the time to test and optimize the EFT process, or build 
out a solution in ePlans, or consider other payment alternatives that would meet their needs without the added administrative 
burden and overhead. 
 
In the near-term, Building can absorb the costs associated with building a new solution into their fee structure. However, an in-
depth analysis of the additional costs associated with new payment solutions versus those incurred throughout the EFT 
process (including labour costs) should still be undertaken. As it is understood, the EFTs represent a relatively small proportion 
of Building revenue. 
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¶ Compliance and Licensing predominantly serves corporate citizens in Mississauga but maintains a citizen service 

counter and mail-in cheque option to serve non-corporate citizens. 

¶ Over the past five years, there has been a natural transition to cashless payments as the Division has observed a 

decline in cash usage and frequency of cash transactions. The Division responded by implementing a ócard-not-

presentô payment option (e.g., online, pay-by-phone, remote) for limited, time-sensitive transactions. However, 

this payment option is not available for all service types.  

¶ Although the Division has transitioned to cashless payments, the development of an online payment platform has 

been delayed due to a backlog of IT projects at the City-level. 

¶ Although online payments have grown to be a preferred payment method, there are concerns that the system is 

not entirely user friendly and has difficulty providing support and troubleshooting citizen challenges (compared to 

in-person payments and support). For Compliance and Licensing to continue to push the bounds of cashless 

transactions, they must address some of the risks and barriers to online payments. 

 

Courts 

Division Overview 

The Provincial Offences Act Courthouse is a Section within the City's Legislative Services Division that specializes in all 

matters related to municipal and provincial law and enforcing compliance towards the legal system9. Courts provides the 

settlement of tickets, fines, and penalties, as well as court proceedings for municipal and provincial cases. The Divisionôs 

main revenue streams are parking tickets, provincial charges, and other legal fines10.  

Emerging Themes: 

¶ Unlike City Divisions where services are demand driven (e.g., Recreation), payments made to Courts are a 

mandatory obligation to the City. Therefore, there must be heightened awareness to citizen preferences when 

considering different payment methods. If the City is mandating payment, there could be poor public perception to 

limiting the payment types as well. 

¶ Any failures in payment processing would have significant, negative consequences for the citizen. Since Courts 

are an essential service that directly impacts the legal livelihood of their citizens, there is more risk associated 

with changes in their payment processes. These risks have created high barriers to change that have restricted 

Courtsô ability to modernize their payment systems like other City Divisions. In addition, Ministry regulations and 

the required immediacy of payments are uncompromisable considerations that Courts must adhere to. 

¶ There are widely held opinions that cash is institutional to Courts. Although cash is declining, the continued 

acceptance of cash is likely to be inevitable in the near-term. This need is further exemplified by demographic 

divides that drive the use of cash from certain populations (e.g., unbanked, and underbanked citizens).  

¶ Courts should determine if there is a financial benefit to removing the transaction fee for citizens using the online 

payment platform, to encourage more online payments from price sensitive citizens. 

 

 

  

9 Although The Provincial Offences Act Courthouse is a Section within the City, the report refers to 9 Divisions throughout 
the analysis 
10 Percentages not provided 
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Library 

Division Overview 

Library is the City of Mississaugaôs central service area for all matters related to public libraries. The Division is 

responsible for overseeing 18 library facilities throughout the City and provides physical spaces for programs and 

collections to promote education to citizens. The Division also provides a wide range of other services (e.g., library 

collections, online content) and its main citizen-centric revenue streams are fines (36%) (i.e., library lending, loans, 

collections, non-resident fees), lost material (20%), and photocopy charges (15%)11.  

Emerging Themes: 

¶ As a ópublic goodô, Library must be aware of their citizen segments and needs to ensure their resources stay 

accessible to all demographics. 

¶ Small value transactions (e.g., printing services) and the use of centralized payment desks (i.e., cashiers) 

continue to drive the use of cash within the Division. Therefore, Library should focus on shifting the remaining 

citizen demand for cash towards contactless payment methods. Effective change management and 

communications are vital to the success of these initiatives. 

¶ Library has made considerable efforts to digitize the payment for small fees, including the recent introduction of 

an online payment platform to pay off library fees. These initiatives have been positively received and adopted by 

citizens, and Library may consider further efforts to digitize payments. However, decisions for future 

modernization of fees should consider the potential elimination of late fees that is currently under Councilôs 

review. 

 

Municipal Parking 

Division Overview 

The Municipal Parking Division is responsible for all matters related to parking infrastructure and zoning requirements for 

developers. The Division provides a wide range of services such as public parking, zoning requirements, and planning, 

and its main sources of revenue are downtown parking garage permits (60%) and pay and display parking permits (32%). 

Emerging Themes: 

¶ Municipal Parking serves a wide range of demographics, from individual citizens to corporations and developers, 

which results in complex payment needs. Cash is a dominant payment method for street parking due to the 

nature of small-value transactions and immediacy it offers. 

¶ The City owns the payment infrastructure (i.e., parking payment machines) which can accept cash and there is no 

appetite to move to fully cashless parking machines in the next 15 years (based on City inputs). Services such as 

parking permits also face challenges in transitioning to fully online payments, as permits need to be physically 

distributed to citizens. 

¶ Despite buy-in from the Division and the City, there are enforcement challenges that need to be considered when 

migrating to online payments. If transactions are not immediately posted and integrated into the enforcement 

software it could result in tickets being issued in error. 

  

11 The Division receives a large portion of revenue from provincial grants and property leases, which have been excluded 
from this analysis to focus on the citizen-centric revenue services. 
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¶ As part of the parking payment review, the City is exploring plate-based parking alternatives that are cost-saving 

and user-friendly. This initiative should be reviewed when considering the Divisionôs transition to cashless 

payment systems. 

¶ The Division is continuing to take steps to gradually decrease its reliance on cash (e.g., considering Pay-by-

phone initiatives, reducing parking machines) while incorporating change management and communications 

campaigns to shift citizen preferences. 

¶ Limited financial resources restrict the Divisionôs ability to implement multiple payment initiatives at once. Without 

additional budget or financial commitments, Municipal Parking will have to continue to be selective on the 

initiatives they implement (e.g., it would be difficult to implement multiple projects at once). 

 

Recreation 

Division Overview 

Recreation provides services and programs to residents through collaboration and community engagement. The Division 

contains both centralized and decentralized sections accounting for multiple independent services throughout the City. 

The Division provides a wide variety of services and operations, including recreation programs and drop-in sessions (e.g., 

aquatics, fitness, and community programs), courses, lessons, leagues, rooms, and sports amenity rentals. The Divisionôs 

main revenue streams are programs (18%), sports amenity rentals (16%), and golf green fees (15%). 

Emerging Themes: 

¶ Recreation is a large division with both decentralized and centralized sections with considerable variety in their 

services and operations. This results in a wide range of payment needs and alternatives from the Division and its 

citizens. (E.g., purchase of food from concessions, one-time room or sport amenity rentals, long term seasonal 

contracts for rooms and/or sport amenities, events such as weddings, payment for programs and memberships, 

golf tee times). This means that the Division is a good candidate to explore cashless payments on an ad-hoc, or 

service-by-service approach - starting with high-opportunity areas like the C-Café.  

¶ There are unique conditions to going cashless within each service area. Some services have higher barriers to 

going cashless (such as community pools), while others present more favourable conditions (wedding services). 

In addition, cash payments vary by demographic and location. In areas with low cash volumes, Recreation has 

started to push towards cashless payments. This indicates that with the right conditions, there is feasibility to 

going cashless. 

¶ Recreation has undertaken an initiative to update their system software to replace their obsolete system which 

has come to end of life and will no longer be supported by the vendor. Expected to be completed in 2-3 years, this 

updated software is expected to promote and increase the use of online booking and payments. The Division is in 

a good position to explore cashless payment implementation on a service-by-service approach, starting with high-

opportunity areas like the C-Café.  

 

Transit 

Division Overview 

The Transit Division is the third largest municipal transit service provider in Ontario and accounts for 59.4% of the Cityôs 

revenue. Within Transit, MiWay operates two conventional, fixed-route transit services: MiExpress, providing frequent 

service on limited-stop routes; and MiLocal, providing service on regular and school routes. The Divisionôs largest revenue 

streams are fare box tickets (35.7%), period passes (4.5%), and school contracts (4.1%). 
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Emerging Themes: 

¶ Transit serves one of the most expansive networks of citizens within the City.  Their citizens include individuals 

from of all demographics, socioeconomic backgrounds, and geographies. However, there are some populations 

that are more prevalent within Transit and use cash (lower-income individuals). Specifically, MiWay noted that 

they face challenging equality issues when considering a transition to cashless payment methods.  

¶ After Community Services, Transportation & Works is the largest department within the City. The Divisionôs size 

and complexity may complicate the internal and external efforts to pursue cashless and payment modernization 

initiatives. The integration with PRESTO also adds to the complexity of cashless transactions via the need to 

accommodate a consistent citizen experience across the Transit networks. 

¶ Most of Transitôs revenue is collected through cashless methods. However, cash still makes up makes up 14% of 

MiWayôs revenues ï which remains significant from a cash volumes and values perspective (~$1M/month pre-

COVID). Therefore, the Division has extensive cash handling operations and costs to accept cash at every station 

and on every route. 

 

Vital Statistics 

Division Overview 

The Vital Statistics Division is responsible for the statutory duties of the municipal clerk as well as duties under the Vital 

Statistics Act. The Divisionôs main revenue streams are marriage licenses (22.2%), burial permits (19.5%), and 

commissioner of oath fees (2.6%). The Division successfully transitioned to cashless payments during COVID-19 and is 

expected to remain cashless in the future. This move received positive public response due to improved customer 

communication and support during the transition.  

Emerging Themes: 

¶ When a citizen books a Vital Statistics appointment, they are informed immediately that cash is not an accepted 

form of payment both in-person and online. Although this practice supports the Division in remaining cashless, it 

may place an additional administrative burden on other areas (i.e., the use of cashiers to accept cheque 

payments).  

¶ Post-COVID, Vital Statistics can evaluate a shift to becoming a permanently paperless Division by removing the 

acceptance of cheques, while continuing customer communication and support initiatives. Vital Statistics has 

successfully transitioned to cashless payments during the COVID-19 pandemic and is expected to remain 

cashless in the future. 

¶ Typically, Vital Statistics does not interact with cash-dominant populations. Based on the Cityôs input, moving 

towards cashless transactions has not limited the accessibility of their services to any demographic. 
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Summary of City and Divisional Analysis 

The City and Divisional analysis pointed to several emerging themes and opportunities for consideration.  

1 The City is challenged in the diversity of Division operations. The complexity across the breadth of revenue and 

service areas creates inconsistent payment capabilities and experiences across the City. For citizens, this creates 

confusion and poor satisfaction, as they often engage across multiple city services. This also leads to data and 

information challenges at the City-level, as Divisions have different payment capture and execution systems. 

2 The City has a very diverse set of citizens that access their services. Some of these demographics have sufficient 

access to cashless payment alternatives (e.g., credit cards, EFTs), while others use cash out of necessity. The latter 

will create significant challenges in pursuing cashless operations, as this population will be unable to access City 

services without a viable payment alternative that meets their needs. 

3 The review was unable to provide a quantitative perspective on the costs associated with cash transactions due to a 

lack of data. Without this perspective, it will be challenging to determine when moving to cashless operations will be 

more beneficial than continuing to accept cash ï from a cost-benefit viewpoint. However, even if the financial benefits 

of going cashless outweigh the costs, the City still needs to consider the socioeconomic impact of moving to cashless 

transactions. 



 

34 

  © 2021 KPMG LLP, an Ontario limited liability partnership and a member firm of the KPMG global organization of independent member firms affiliated with 
KPMG International Limited, a private English company limited by guarantee. All rights reserved. 

 

5. Opportunities and Implementation Plan 
 

5.1 GUIDING PRINCIPLES 
The analysis suggests that the City of Mississauga should continue their current path to transition to more cashless 

payments across all City Divisions. A strong starting point for this future-looking analysis is to develop guiding principles 

that can be used to help the City make decisions around their future state of payments. Guiding principles allow 

stakeholders to align core business needs, prioritize organizational and citizen needs under one framework, and make 

consistent and rational operational decisions. 

The City should consider the following guiding principles to help ensure success in implementing the opportunities 

identified throughout the Cashless Transaction Review: 

A. Emphasis on Citizen Satisfaction: Opportunities emphasize and enhance citizen satisfaction with City payments. 

B. Cost-Benefit Balance: Opportunities consider the relative costs and benefits of shifting citizen preferences. 

C. Risk-Based Approach: Opportunities ensure that there is heightened attention to demographic and operational 

challenges for high-risk Divisions. 

D. Accessibility: Opportunities promote accessibility, are intuitive, and provide both the citizen and the City with a 

streamlined payment solution. 

E. Minimal Disruption: Opportunities with technology and operational changes do not disrupt City services. 

F. Innovation: Opportunities allows services to be resilient, adaptive, and reactive to changing environments and citizen 

needs.  

G. Forward Looking: Opportunities are proactive to payment trends and support the future delivery of modernized 

services. 

5.2 OVERARCHING OPPORTUNITIES 
The Cashless Transaction Review included an assessment of the Cityôs global capabilities to support cashless payments. 

Several City-wide opportunities were identified that can enable cashless payments within each of the Divisions. These 

global opportunities are summarized below. 

 

Opportunity #1 The City should take a tailored, Division-by-Division approach to cashless transactions. 

Given the differences across each Division in terms of their revenue, transaction sizes, services, and demographics, it is 

crucial to take a tailored approach to each Divisionôs cashless pursuits. Divisions that serve specific demographics familiar 

with cashless payments (e.g., Vital Statistics) face lower barriers than Divisions that service a wide range of 

demographics and socioeconomic backgrounds (e.g., Library, Transit). Some Divisions have already transitioned to 

cashless operations and are now focusing on process improvement and optimization (e.g., Building), while other Divisions 

require further analysis to determine where opportunities are within their Division (e.g., Recreation). A tailored, Division-
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by-Division approach will allow the City to successfully transition some Divisions to cashless transactions first, and then 

apply their learning and experience towards more complicated Divisions afterwards. 

 

Opportunity #2 The City should evaluate standardizing cashless capabilities and common assets for 

cash transactions. 

The breadth of City operations means that Mississauga could likely benefit from standard cashless capabilities and 

common cash assets across Divisions. Standardizing capabilities may lead to operational efficiencies as Divisions are 

able to leverage existing platforms and processes for their cashless transition. For example. Divisions that require 

applications to be approved before a payment is made (e.g., Building, Compliance and Licensing) may be able to share 

common digital tools to facilitate this workflow. 

In addition, legacy cash infrastructure is typically not rationalized at the same rate as cash decline. This results in a 

mismatch between the operating model to support cash and the actual cash being processed by the Division. There are 

opportunities to re-assess the minimum viable cash infrastructure within Divisions for cash processing, including 

anticipated volumes for the future. For example, this assessment should look to answer whether the Transit coin room, 

which once processed over $90M in cash annually, has been appropriately scaled back to process $10M. Minimum viable 

cash infrastructure should also look for efficiencies across Divisions, such as the consolidation of counting and handling 

cash. Each of the opportunities to reduce cash infrastructure should consider the long-term outlook for cash. 

 

Opportunity #3 The City should address gaps in providing cashless alternatives to citizens. 

There were several Division areas where cashless alternatives were limited, which led to in-person cash transactions 

(e.g., Library, Recreation). The City should evaluate, address, and prioritize the high-value opportunities to provide 

cashless alternatives to citizens. This could include enhancing online payment capabilities (e.g., an online payment 

portal), digitizing services (e.g., online applications), or tap/contactless POS systems. 

The cost of these alternatives should be assessed against the anticipated benefits. For example, a complex and 

expensive online platform to provide cashless alternatives may not be warranted in a Division that processes low amounts 

of cash transactions or has in-person services (e.g., Animal Shelter, Library). Instead, a better return may be realized by 

focusing on contactless payments with citizens. 

 

Opportunity #4 The City should review and address implementation challenges in current, in-flight 

cashless initiatives. 

Several Divisions noted challenges with their implementation of cashless alternatives. These included IT constraints (Vital 

Statistics), delayed timelines (Municipal Parking), and manual workarounds (Building). Each of these can create 

complexities in business processes and poor citizen experiences that negate the benefits of the initiative. There should be 

a focus on reviewing the implementation efforts of cashless initiatives and dedicating the resources (e.g., people, budget, 

etc.) to resolving any challenges. 

 

Opportunity #5 The City should define targeted communication and adoption plans in Divisions where 

cash usage continues to be material, despite cashless alternatives. 

There will need to be considerable behaviour change and communications to shift citizen preferences and habits towards 

digital and online payments. These initiatives need to directly target the barriers faced by each cash-dominant 
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demographic. They should also prioritize Divisions where cash usage continues to be material, despite cashless payment 

alternatives. 

For example, one of the major barriers identified across several Divisions (e.g., Animal Shelter, Library, Transit) for 

moving to cashless transactions was poor public perception and resistance to change from cash-dominant demographics. 

The City should prioritize communications strategies, additional staff training, and contingency planning to ensure the shift 

to cashless transactions is successful. Some Divisions may require more effort (e.g., Animal Shelter, Municipal Parking) 

due to institutional habits that drive the stickiness of cash payments within the Division. By combining payment 

modernization efforts with change management initiatives, these Divisions can attempt to shift the remaining citizen 

demand for cash towards alternate payment methods. The Cityôs use of change management initiatives will complement 

the gradual transition to fully cashless transactions across Divisions. 

 

Opportunity #6 The City should identify opportunities to standardize reporting of revenue and costs for 

consolidation at the City-level. 

The City currently operates with a mix of highly integrated payment systems and systems that are unable to communicate 

with each other. This results in duplication of efforts (e.g., dual entries), increases in the likelihood of errors, and increases 

complexities in obtaining data. Consequently, timely access to complete, accurate, and granular data and information 

considerably impacted the opportunities identified throughout the report. A centralized system of record for all payment 

transactions, appropriate data governance and ownership, as well as standardized reporting of revenues and costs, could 

all support future cashless transaction initiatives. 

 

Opportunity #7 The City should prioritize change management and central coordination of initiatives 

that promote cashless transactions as feasible. 

Central coordination and dedicated resources (such as a City-level task force) can help ensure that the City has the 

appropriate capacity and capabilities to execute on cashless opportunities. Centralization can also help ensure that 

activities are integrated across disparate Divisions. Dedicated resources should be from impacted functional areas (e.g., 

Treasury, Information Technology, Digital Services) as well as Divisions that can share knowledge and learnings on 

transitioning to cashless operations. This complement of resources (hybrid structure) should balance the knowledge of 

City and Division operations with efficiencies from traditional project management. 

 

5.3 DIVISIONAL OPPORTUNITIES 
The emerging themes and analyses from each of the Divisions revealed several consistent areas of opportunity across 

the City. These higher order categories create clusters of Divisional opportunities depending on: 

ð The conditions for going cashless that each Division satisfied; 

ð Where the Division lies on its transformation journey to becoming cashless; 

ð The necessity of cash within prominent demographics; and 

ð The existing infrastructure and capabilities supporting cashless payments. 
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Each of the emerging themes are summarized and described below. The table also indicates which Divisionsô 

opportunities align with each theme. 

Division-Level Opportunities 

Enhance/address 
online and digital 
capabilities 

A capability gap was identified that impacted 

citizensô ability to pay for Division services 

online or via digital tools. This led to more in-

person transactions and cash payments. 

ð Animal Shelter 

ð Compliance & 
Licensing 

ð Library 

ð Municipal Parking 

ð Vital Statistics 

Address demographic 
specific barriers 

Cash-dominant demographics experienced 

payment barriers that influenced the way they 

pay for Division services. 

ð Animal Shelter 

ð Courts 

ð Library 

ð  Recreation 

ð Transit 

Create consistent 

payment experiences 
An inconsistent payment experience was noted 

within the Division. For example, some service 

areas accepted a payment type, while other 

service areas did not. 

ð Compliance & 
Licensing  

ð Municipal Parking 

ð Recreation 

Address cashless 
implementation 
challenges 

There were challenges in implementing 

payment initiatives to reduce or eliminate cash 

due to disparate revenue collection across 

revenue sources and payment types. 

ð Building 

ð Municipal Parking 

ð Transit 

Determine the costs 
of processing cash 

There were challenges in determining the costs 

associated with cash payments. 

ð All cash accepting 
Divisions 

 

 

High versus Low Opportunity Divisions 

Following the categorization of opportunities into the themes above, an opportunity matrix was developed to illustrate 

each Divisionôs scope and complexity to going cashless.  

óScope of Opportunityô refers to the opportunity for advancement within each Division. This refers to the potential benefits 

(financial and non-financial) that the Division could achieve via cashless operations. For example, Divisions identified to 

be higher opportunity tend have a higher proportion of cash transactions (volume) or a large amount of cash processed 

by the Division (value). This may indicate that there is a lot of operational efficiencies and positive citizen experiences to 

be gained by transitioning to cashless operations. Conversely, Divisions with lower opportunity are already cashless. 

See Figure 15 for a comparison of cash as a percentage of Divisional revenues. 

   

 

 

 

 

Most 
Common 
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Degree of complexity is a subjective measure based on citizen readiness, capabilities, citizen segments, operational 

readiness, and other relevant factors that determine how complicated it would be to move to cashless transactions for the 

Division. Divisions with a high degree of complexity exhibit additional challenges when considering cashless operations, 

such as demographics using cash out of necessity.  

By categorizing Divisions into these four quadrants, the City can group and sequence opportunities into a logical 

roadmap. This prioritization is intended to provide high level directional inputs for Divisions with relatively higher versus 

lower opportunities, compared to their relative complexity. 

 

Figure 15: Cash as a Percentage of Division Revenue (2020) 
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Divisions with cash-dominant 
populations and provide 

essential services to citizens 

Divisions already cashless 
and focusing on building out 

payment capabilities 

Divisions with varying 
opportunities to be cashless 

Note: Although the 
aggregation of Division 
opportunities did not result in 
a Division being categorized 
as a Quick Win, there are 
Quick Win opportunities within 
several Divisions. 
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The nine in-scope City Divisions can be categorized into four major streams:  

Medium-term Projects 

This quadrant indicates the Divisions that have a low degree of complexity and a low scope of opportunity to go cashless, as their transition to cashless 

operations are already underway or complete. The Divisions categorized in this group are: Compliance and Licensing, Building, and Vital Statistics.  

ð Compliance and Licensing and Vital Statistics have transitioned to fully cashless operations as a result of the permanent closure of cashiers as a 

public facing service. These Divisions will need to work through their operational challenges without cash as a payment alternative. The City should 

prioritize these Divisions and emulate their learnings and success in other Divisions.  

ð The third Division under this category, Building, began to transition to cashless payments in 2016. This was accelerated by the cashiersô decision 

to transition to cashless transactions during COVID-19. For more information on Buildingôs transition to cashless operations, see Division Case 

Study: Challenges arising from moving too quickly to cashless transactions. 

Low Scope of Opportunity: 

This quadrant indicates the Divisions with a high degree of complexity and a low scope of opportunity to go cashless. Although these Divisions possess 

the adequate infrastructure and processes to go cashless, they are met with other barriers and challenges (e.g., cash-dominant demographics). The 

Divisions categorized in low scope of opportunity projects are: Animal Shelter and Library. 

Quick Wins: 

This quadrant indicates the Divisions with a low degree of complexity and a high scope of opportunity to go cashless. While these Divisions pose to benefit 

from being cashless, they require some level of investment in infrastructure and capabilities within the Division to achieve this. The Division categorized as 

a quick win project is Recreation12. 

Strategic Projects: 

This quadrant indicates the Divisions with a high degree of complexity and a high scope of opportunity to go cashless. These Divisions will likely require 

significant effort towards implementing cashless transactions. These Divisions should pursue being cashless in long-term and should be reassessed for 

changes on a regular basis. The Divisions categorized in major projects are: Courts, Transit, and Municipal Parking. 

 

The following section outlines the opportunities identified for each of the Divisions during the review. All figures were validated with the City for accuracy.

  

12 Although the aggregation of Division opportunities resulted only Recreation categorized as a Quick Win, there are Quick Win opportunities within several 
Divisions 
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1. Animal Shelter Services (2020 Revenue: $644.3k; 0.5% of in-scope revenue) Category: Low Opportunity, High Complexity 

Divisional Summary Quantitative Trends 

ð There are three primary revenue sources for Animal Shelter: pet licenses (74.8%), adoption fees 
(6.2%), and donations (6.1%). The Division relies on a centralized payment desk that accepts most in-
person payments.  

ð Cash has declined steadily since 2016 as online bookings and payments continue to be adopted by 
citizens. However, some demographics (e.g., low income) still use cash out of necessity and see 
Animal Shelter as an essential service.  

ð Cash is likely an essential payment means for the Division in the near-term. The focus should be on 
opportunities to reduce cash ï versus eliminating cash.  

ð Cash as a percentage of total revenue has declined by 4.3% 
from 2016 to 2019. It declined an additional 2.9% from 2019 to 
2020. 

ð Cash accounted for 10.6% of total revenues collected in 2020. 
ð Cash costs have increased by 3.0% from 2016 to 2020, despite 

a 57.2% decrease in cash received. 

# Context & Challenge 
Potential Opportunity & 

Rationale 
Anticipated Benefits 

Risks & Operational 

Considerations 
Next Steps & Action Items 

1.1 

 

 

 

In-person visits and the 

Divisionôs centralized 

payments desk drive the 

stickiness of cash 

payments. 

ð Online registration and 

payments are available 

for the Divisions largest 

revenue generating 

service (Licenses). 

However, some 

populations still prefer to 

pay in-person. 

ð Having already invested 

in online payment 

capabilities, the Division 

could benefit from 

pushing demographics 

who use cash out of 

preference to their online 

platforms. 

Pet License Revenue: 

$482.1k 

Cash Transactions: 7.9% 

Incentivize the use online 

payment platform for 

available services.  

ð Minimize the opportunity 

for people to pay with 

cash by incentivizing 

license renewals online 

(e.g., email out renewal 

notices with a link to the 

online platform) 

ð When citizens call in for 

payment, offer support 

with the payment platform 

vs. offering to take 

payment over the phone 

ð Create training materials 

and documents to walk 

citizens through online 

payments when they 

come in to pay in cash 

Total Cash Transactions: 

$68.3k 

ð Reduced administrative 

burden to collect and 

count cash payments 

(e.g., due to automated 

reconciliation of online 

payments) 

ð Easier to reimburse/refund 

payments made in error 

ð Reduced phone call 

volumes and staffing 

requirements 

ð Better payment data on 

citizen purchasing habits 

ð Cash-dominant 

demographics (e.g., 

Seniors and low-income 

segments) may be 

resistant to change 

ð Higher fees and 

transaction costs 

associated with debit and 

credit card transactions 

ð Lost revenue if relying 

heavily on financial 

incentives to push online 

payments (e.g., 

discounts) 

ð Resilience of online 

payment platform to 

handle increased scale 

and service 

ð Technological failures 

could result in 

significant challenges 

for the Division (e.g., 

manually reconciling 

payments) 

ð Explore financial and non-

financial incentives to move 

citizens online (e.g., one-

time rebates) 

ð Evaluate the costs of each 

incentive against the costs 

associated with cash 

transactions (e.g., what is 

the incremental benefit of 

moving a transaction online) 

ð Define supports required to 

educate populations on their 

online payment options (e.g., 

educational pamphlets, 

online videos, etc.) 

M 

L 
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1.2 

 

 

Clients prefer to make 

charitable donations in-

person, with cash. 

ð Animal Shelter has a 

donation box at their 

centralized payment desk 

for cash donations 

ð These donations need to 

go through the same cash 

handling/deposit process 

as other transactions (i.e., 

incur similar costs 

associated with cash 

transactions)  

Total Donations Revenue: 

$39.1k 

Cash Transactions: 22.5% 

Modernize donation 

payments to reduce cash 

acceptance. 

ð Consider alternative ways 

to collect in-person 

donations, such as 

HSBCôs Pay Tribute box 

or Tap to Donate options 

that allows donors to 

support initiatives through 

a contactless payment 

option 

ð Allow citizens to round up 

transactions to the 

nearest dollar and donate 

the ñchangeò to the charity 

(directly at the POS) 

ð Educate people on the 

option to donate via 

Animal Shelterôs website 

Donation Cash Transactions: 

$8.8k 

ð New payment 

technologies (e.g., 

NFC/Tap) can result in a 

more efficient digital 

experience and may 

increase the likelihood of 

donations (i.e., if people 

arenôt carrying cash they 

can still donate) 

ð Organizations globally 

have found impressive 

ROIs per device (e.g., 

upwards of 340%) within 

12 months of 

implementation 

ð Donations and donor 

behaviour are easier to 

track and monitor. 

Engagement and donation 

location data can help 

inform future campaigns 

ð There is very little appetite 

to discontinue cash 

donation boxes due to 

negative public 

perception. Emphasis 

should be on reducing 

cash donations and 

replacing them with 

contactless payments 

ð Additional expenses 

associated with initial 

setup before accepting 

cashless donations 

ð Engage in market-sounding 

initiatives and cost-benefit 

analysis to explore 

contactless payment options 

for donations 

Scope of Opportunity:                                         Degree of Complexity:   
 
  

L 

L 

L M H L M H 
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2. Building (2020 Revenue: $22.3M; 15.8% of in-scope revenue) Category: Low Opportunity, Low Complexity 

Divisional Summary Quantitative Trends13 

ð There are two primary revenue sources for Building: permits (79.1%) and development applications 

and inspections (20%). 

ð Building took a proactive approach to payments modernization by enabling online transactions in 2016. 

During COVID-19, the Division transitioned to cashless payments.  

ð Post-COVID, the Division will likely see success in remaining cashless, as they have online capabilities 

and low customer demand for cash payments.  

ð This Divisions corporate demographic and high fees could also be a factor in the low demand for cash. 

ð Building has migrated to fully cashless operations since the 

beginning of the COVID-19 pandemic.  

# Context & Challenge 
Potential Opportunity & 

Rationale 
Anticipated Benefits 

Risks & Operational 

Considerations 
Next Steps & Action Items 

2.1 

 

 

 

The transition to cashless 

payment systems was 

costly and added significant 

overhead and process 

complexity. 

ð It was noted that business 

processes were not ready 

for the cashless transition. 

Building was not prepared 

to take on more of a 

financial role. 

ð Therefore, there is 

duplication within the 

administration and 

overhead of payment 

processing. 

ð Additional efforts are 

required to work towards 

smoothing out cashless 

processes, specifically 

within EFT processing. 

Integrate and automate 

technology systems and 

processes that support 

cashless transactions. 

ð Develop appropriate 

financial processes to 

handle small-value 

payments and payments 

currently outside of ePlans 

workflow 

ð Explore systems and 

business processes to 

improve EFT process and 

automatically reconcile 

payments with customer 

accounts (e.g., front-end 

banking validation) 

ð Cost savings from reduced 

administrative burden and 

overhead 

ð Appropriate payment 

solutions that align 

payment value with 

payment type (e.g., not 

using EFT for small-dollar 

transactions) 

ð Less manual entry errors 

and streamlined back-end 

payment processes 

ð Considerable investment 

may be required to solve 

for manual workarounds 

ð Unclear if existing 

technology can be 

integrated or if it would 

need to be upgraded 

ð Conduct study on 

operational efficiencies to 

identify opportunities to 

reduce duplication 

throughout the payments 

process 

ð Determine the appropriate 

target operating model to 

integrate the enhanced 

financial role for Building 

Scope of Opportunity:                                         Degree of Complexity:   

  

13 Cash as a percentage of total revenue was not provided for the Review 

L 

M 

L M H L M H 
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3. Compliance and Licensing (2020 Revenue $1.3M; 0.9% of in-scope revenue) Category: Low Opportunity, Moderate Complexity 

Divisional Summary Quantitative Trends 

ð The three largest revenue streams for this Division are: business licensing fees (83.4%), charity 

gaming licenses (9%), and swimming pool enclosure fees (5%). 

ð Compliance and Licensing went cashless as a result of the COVID-19 pandemic. 

ð Dealing with primarily corporate customers, Compliance and Licensing faced lower barriers towards 

going cashless. For the small population of cash-dominant customers, the Division had dedicated 

communications to prepare them for the transition.  

ð Cash as a percentage of total revenue increased by 1.2% 

from 2016 to 2019 but declined by 4.3% from 2019 to 2020. 

ð Cash accounted for 3.0% of total revenue in 2020, down from 

7.3% in 2019.  

ð 2020 Cash Transactions: $38k (Pre-COVID: $125k). No cash 

has been accepted since the start of the pandemic. 

# Context & Challenge 
Potential Opportunity & 

Rationale 
Anticipated Benefits 

Risks & Operational 

Considerations 
Next Steps & Action Items 

3.1 

 

 

 

Limited capability of online / 

digital payment platforms 

drives in-person and manual 

interactions.  

ð Customers have the 

option make payments 

online. However, this is 

currently limited to only a 

few services (e.g., STA 

applications). It is 

understood that the 

existing online capabilities 

can be leveraged for most 

licenses. 

ð The Division is in the 

middle of transitioning all 

services online. However, 

this process has been 

slow due to IT challenges 

and other capacity 

constraints.   

Non-Online Payments: 100% 
 

Continue to prioritize the 

development of online 

application and payment 

capabilities. 

ð Work through 

implementation 

challenges to continue to 

improve the digital 

services offered online 

ð Plan to support the 

behavioural shift from 

demographics that prefer 

use paper-based 

applications and 

payments 

ð Explore other payment 

mechanisms that are 

conducive to online 

platforms (e.g., EFT, pre-

authorized debits, e-

Transfers, etc.) 

ð Improved flexibility for 

corporate customers and a 

better citizen experience 

using digital tools 

ð Easier to track the status 

of applications and 

payments 

ð Reduced manual effort to 

take in-person applications 

and payments 

ð May be challenging to 

shift the behaviours of 

corporate customers who 

have established payment 

processes (e.g., need the 

new solutions to meet 

their payment and record 

keeping needs) 

ð Complex applications may 

still require manual 

reviews and could be 

challenging to digitize 

ð Higher fees and 

transaction costs 

associated with debit and 

credit card transactions 

ð Determine the services 

that have the highest 

percentage of in-person 

applications and 

payments. Focus IT efforts 

on the highest opportunity 

areas. 

ð Evaluate cost of online 

payments against in-

person administrative 

costs.  

ð Evaluate resilience of 

online payment platform 

for increased scale and 

service 

L 

H 
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3.2 

 

 

 

Cheque payments drive the 

frequency of cash pickups 

and paper-based handling 

costs.  

ð Cheque are processed by 

Cashiers where they are 

scanned to deposit. 

However, there are very 

high volumes of cheques 

going through this 

process.  

ð Many individuals respond 

to paper renewal 

notifications by mailing-in 

cheques, even though the 

cashiers no longer accept 

it as a form of payment in-

person.  

ð 75% of renewal fees paid 

by cheque.  

Phase out mail-in renewal 

notices and introduce 

paperless alternatives, such 

as email notices. 

ð Shift towards electronic 

forms of communications 

and send renewal notices 

through email or other 

digital channels. 

ð Business owners can be 

redirected to the online 

payment platform where 

they can view and 

manage all their licensing 

needs (assuming the 

capability is available). 

ð Reduced costs associated 

with mailing out renewal 

notices to customers 

ð Better citizen experience 

and satisfaction from 

faster payment processing 

times (compared to 

mailing in cheques) 

ð Reduced staffing needs 

for in-person 

administration  

ð Lower cheque handling 

costs  

ð Higher fees and 

transaction costs 

associated with debit and 

credit card transactions 

ð Increased administrative 

burden during transition 

period if both digital and 

physical notices are sent 

out 
 

ð Evaluate cost of 

transitioning applications 

and payments online 

against cheque collection 

costs. 

ð Engage in market-

sounding analysis to 

validate the uptake of 

digital renewals 

ð Develop change 

management strategies 

and plans to nudge 

demographics from 

cheques to online 

payments. 

Scope of Opportunity:                                         Degree of Complexity:   
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4. Courts (2020 Revenue: $5.7M; 4.0% of in-scope revenue) Category: High Opportunity, High Complexity 

Divisional Summary Quantitative Trends 

ð The Divisionôs main revenue streams are parking tickets, provincial charges, and other legal fines14.  

ð As Courts payments are a mandatory obligation to the City (i.e., payments are not made by choice), 

there must be heightened awareness to customer preferences. If the City is mandating payment, there 

could be poor public perception for limiting payment types. 

ð Some demographics (e.g., low income) use cash out of necessity. For these customers, cash is an 

essential payment means for the Division in the near-term. Courts should focus on opportunities to 

reduce cash ï versus eliminating cash. 

ð Cash as a percentage of total revenue has declined by 2.3% 

from 2016 to 2020. 

ð Cash accounted for 32.3% of total revenue in 2020. 

# Context & Challenge 
Potential Opportunity & 

Rationale 
Anticipated Benefits 

Risks & Operational 

Considerations 
Next Steps & Action Items 

4.1 

 

 

 

Current payment platforms 

may discourage online 

payments because of 

additional charges. 

ð Although the option for 

online payments exists, an 

additional charge of up to 

$3.00 is added  

ð Price sensitive customers 

may choose over-the-

phone or in person 

payments to avoid fees 

ð Customers want certainty 

that payments are cleared 

and settled. It is believed 

that in-person interactions 

provide more 

reassurances 

Court Revenue: $5.7M 

Cash Transactions: 25.3% 

Explore eliminating 

transaction fees for 

customers using the online 

payment platform. 

ð Determine if there is 

financial benefit to 

removing the surcharge 

as to encourage online 

payments from price 

sensitive customers 

ð Increase awareness of 

online payment options to 

customers that come in to 

make payments in-person. 

Provide reassurance that 

they are safe and secure 

alternatives to in-person 

transactions 

ð Increased online 

payments resulting in a 

better payment/digital 

experience 

ð Increased data collection 

opportunities and insights 

ð Reduced administrative 

burden as a result of 

better payment processing 

ð Additional expenses 

associated with reducing 

the online third-party 

platform payment 

surcharge; potentially 

needing to be subsidized 

by the City so that the 

entire fee is collected 
 

ð Conduct cost-benefit 

analysis of absorbing 

interchange fees with cash 

handling costs (e.g., 

armored car service, cash-

on-hand allowance) 

ð Explore other payment 

providers or renegotiate 

with the current online 

payment partner 

(www.paytickets.ca) to 

reduce or remove the 

$3.00 online surcharge 

ð Explore the feasibility of 

integrating other online 

courts services (i.e., court 

filings, paperwork) to the 

online platform 

Scope of Opportunity:                                         Degree of Complexity:   

  

14 Percentages not provided for the Review 
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5. Library (2020 Revenue: $135.3k; 0.1% of in-scope revenue) Category: Low Opportunity, High Complexity 

Divisional Summary Quantitative Trends 

ð The primary citizen-centric revenue sources for this Division come from fines and charges (36%), lost 

material (20%), and photocopy charges (15%).  

ð Being perceived as a public good, the Library must be aware of the different customer segments they 

serve. Some demographics (e.g., low income) use cash out of necessity as opposed to a preference.  

ð To avoid alienating vulnerable populations, Library should focus on opportunities to reduce cash rather 

than eliminating cash. 

ð Cash remains a significant payment method due to smaller-value transactions and the immediacy it 

offers. 

ð Cash as a percentage of total revenue has declined by 11.5% 

from 2016 to 2019 and declined by 13.2% from 2019 to 2020. 

ð Cash accounted for 35.7% of total revenues collected in 

2020. 

# Context & Challenge 
Potential Opportunity & 

Rationale 
Anticipated Benefits 

Risks & Operational 

Considerations 
Next Steps & Action Items 

5.1 

 

 

 

Different payment options 

across Library services 

creates a fragmented citizen 

experience. 

ð The discrepancy between 

online and in-person 

payment services can 

create confusion and 

frustration with citizens 

ð This creates complexities 

within the Division, as 

some services may not 

lend well to online booking 

and payments (e.g., 

printing) 

Evaluate the long-term 

alternatives to build out 

online payment and booking 

capabilities. 

ð Two long-term options. i) 

significant investment in 

technology to support 

digital capabilities, or ii) 

reduce revenues to 

become a ñfreeò service 

ð Determine the costs to 

transition in-person 

services and payments to 

the online platform. 

Evaluate this against the 

benefits of continuing to 

collect these fees. 

For i) 

ð Better citizen experience 

and satisfaction using 

digital platforms 

ð Increased adoption and 

use of the existing online 

platform 

ð Reduced staffing needs 

for in-person 

administration, including 

cash handling and 

collection costs 

ð Increased data collection 

opportunities and insights 

For ii) 

ð Better citizen satisfaction 

from free services 

ð Better adoption and use of 

library resources (greater 

community impact) 

For i) 

ð Current online platform 

may not be able to 

support the migration of all 

in-person Library services 

(e.g., 3D printer 

availability) 

ð Additional costs 

associated with adding 

features to existing online 

platform or developing a 

new online platform 

ð Integration challenges 

between the booking, 

payment, and 

reconciliation of online 

platform 

For ii) 

ð More difficult to budget 

and fund library services 

to cover all operational 

costs. 

ð Perform a cost-benefit 

analysis with respect to 

the cash costs versus 

online payment 

alternatives 

ð Evaluate which in-person 

Library services are lower 

in complexity and 

feasibility to transition 

online 

ð Create communications 

and educational 

awareness to support 

customers with booking 

services through the 

online platform 

ð Evaluate the impact of 

going ñlate fee freeò 

(decision still under 

Council deliberation) on 

each alternative. 
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5.2 

 

 

 

Small-value transactions 

and in-person services drive 

the use of cash. 

ð Small dollar cash 

transactions are very 

sticky and difficult to 

transition to cashless 

alternatives 

ð Some cash-dominant 

demographics view library 

resources as an essential 

service, which should 

therefore not limit 

payment types 

ð Online platforms typically 

allow for access to digital 

services (e.g., eBooks, 

online resources) rather 

than serve as a payment 

platform. Especially for 

smaller fees. 

ð Lack of online payments 

may drive the continued 

use of cash 

Library Citizen-centric 

Revenue: 135.3k 

Cash Transactions: 35.7% 

Shift people to cashless and 

online alternatives for 

Library services. 

ð Work towards digital tools 

and platforms that can be 

adopted for all Library 

services. (e.g., a loadable 

library card that can be 

used for all fees and fines) 

ð Communicate and 

incentivize customers to 

use the new payment 

alternatives by offering 

reduced fees, one-time 

discounts, and other 

tactics.  

ð Lower cash collection and 

transaction handling costs 

ð Better citizen experience 

and satisfaction using 

digital platforms 

ð Reduced staffing needs 

for in-person 

administration, including 

cash handling and 

collection costs 

ð Cash handling process 
still needs to be followed if 
any amount of cash is 
accepted by the Division. 
Which may limit the 
incremental gains of 
reducing cash. 

ð Cash-dominant 
demographics (e.g., 
Seniors and low-income 
segments) may feel 
alienated as they may 
cash as a necessity. 

ð There may be poor public 

perception as some 

customers feel that Library 

is a provider of public 

goods, and should not 

restrict payment types 

ð Reduced revenue 
associated with 
discounted fees, fines, 
and increased interchange 
fees 

ð Potential complexity due 
to the uncertainty around 
fees and fines 

ð Develop communication 

strategies that address the 

barriers within cash-

dominant populations 

ð Evaluate the cost of 

incentivizing people to 

move online against the 

reduced cash handling 

costs.  

 

Note: Given the closure of 

library services during the 

COVID-19 pandemic, the 

success of previous payment 

modernization initiatives 

cannot be measured 

accurately. The City should 

conduct further analysis to 

understand the success of 

these efforts. 

Scope of Opportunity:                                         Degree of Complexity:   
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6. Municipal Parking (2020 Revenue: $937.9k; 0.7% of in-scope revenue) Category: High Opportunity, Moderate Complexity 

Divisional Summary Quantitative Trends 

ð The primary revenue sources for this Division come from pay and display parking permits (32%) and 

Downtown parking garage permits (60%). Municipal parking serves a range of customers from 

individual citizens to corporate customers ï resulting in complex payments needs.  

ð Cash is a dominant payment method due to smaller-value transactions and institutional habits. 

ð As part of the parking payment review, the City is exploring plate-based parking alternatives that are 

cost-saving and user-friendly. This initiative should be reviewed when considering their transition to 

cashless payment systems.  

ð Cash as a percentage of total revenue has declined by 4.1% 

from 2016 to 2020. 

ð Cash accounted for 45.3% of total revenues collected in 

2020.  

# Context & Challenge 
Potential Opportunity & 

Rationale 
Anticipated Benefits 

Risks & Operational 

Considerations 
Next Steps & Action Items 

6.1 

 

 

 

Limited online capabilities 

drive in-person, cash 

transactions. 

ð Parking permit forms are 

available online but there 

is no option for online 

payment (i.e., the process 

to buy/renew parking 

permits drives in-person, 

cash transactions) 

ð Citizens must go to the 

Cashierôs desk for 

payment to pick up a 

physical parking pass 

ð Using the E-City platform 

as a COVID-19 

workaround limits 

functionality and 

information transfer 

Parking Permit Revenue: 

$72.7k (Pre-COVID: $257.5k) 
 

Improve digital capabilities 

and transition to online 

submission and payment of 

parking permits. 

ð Minimize the opportunity 

for people to pay with 

cash for parking permits 

and other services by 

presenting viable online 

alternatives 

ð E.g., allow citizens to 

apply and pay for permits 

online. Then mail out 

permits centrally and 

provide temporary 

(printable) passes until 

permanent passes arrive 
 

ð Better digital/citizen 
experience by using online 
forms and payments 

ð Reduced staffing needs 
for in-person 
administration and 
transactions 

ð Able to pre-emptively send 
electronic notices and 
forms, which can reduce 
the time spent with no 
valid permit 

ð Lower cash collection and 
handling costs 

ð Current technology is 
unlikely to be able to 
support online submission 
of parking permits and 
online payments from the 
enforcement side 

ð Additional costs 
associated with mailing 
out permits to customers, 
as well as the 
development of temporary 
passes 

ð Disconnect from 
enforcement, who are 
working on separate 
projects to support online 
payments 

ð Explore the feasibility for 

online parking services 

(submission and payment) 

as well as temporary 

parking permits 

ð Evaluate the audit 

regulations for mailing out 

permits 

6.2 

 

The Cityôs current cash-

based parking meters have 

a perceived 15-year lifespan 

remaining. 

Evaluate the costs and 

benefits of cash versus 

cashless parking metres. 

ð Improved citizen 
experience through ability 
to pay with more digital 
payment alternatives 

ð Uncertainty of benefits 

without a detailed 

evaluation of costs 

associated with cash 

ð Evaluate cost of 

transitioning to non-cash 

parking meters with 
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ð The last review of parking 

systems identified no 

changes to these 

machines for 15 years 

ð The City owns the 

infrastructure for metered 

parking machines and 

leases the operating 

system from Precise 

ParkLink 

ð These machines drive the 

acceptance and use of 

cash 

Metered Parking Revenue: 

$873.2k (Pre-COVID: $1.8M) 

Cash Transactions: 45.0% 

ð If the analysis is 

favourable, gradually 

phase out cash-dominant 

payment machines with 

non-cash infrastructure 

ð For new procurements 

and replacements, 

transition to non-cash 

meters that can be 

integrated into the Cityôs 

existing parking 

infrastructure 

Metered Cash Transactions: 

$392.9k (Pre-COVID: $825.2k) 

ð Lower cash collection 
costs (including mandatory 
audits by meter) 

ð Able to upgrade to new 
payment technologies 
(e.g., NFC/Tap) resulting 
in a more efficient digital 
experience 

parking metres versus 

online parking payments  

ð Significant investment to 

replace and integrate 

legacy infrastructure 

ð Integration challenges 

between the new and old 

machines  

ð Limitation from the 

enforcement team as they 

are unable to enforce 

online payments currently 

ð Potential for increased 

costs from service fees 

current cash handling 

costs 

ð Work with Precise 

ParkLink to identify viable 

solutions (e.g., determine 

if their Touchless Parking 

Solutions can be 

leveraged as a hardware 

and software solution) 
 

6.3 

 

 

 

Challenging rollout of 

modernized payment 

initiatives. 

ð To decrease reliance on 

cash, the City plans to 

undertake a Pay-by-

Phone initiative 

ð However, this has taken 

considerable time to 

deploy, which could result 

in new initiatives become 

redundant quickly 
 

Address current 

implementation challenges 

associated with Pay-by-

Phone initiative. 

ð Identify and support 

completion of Pay-by-

Phone payments  

ð A regular, thorough review 

of the pay-by-phone 

initiative will help the City 

understand its success 

and value in rolling out 

more broadly 

ð Lower cash collection 
costs and counting  
Ability to redistribute 
parking meters as a result 
of Pay-by-Phone 

ð Optimize legacy 
infrastructure (e.g., ability 
to reduce and spread out 
existing parking machines 
in areas that adopt pay-by-
phone) 

ð Determine ROI and 

payback period of new 

system 

ð Citizens may find it more 

onerous to pay over the 

phone and it could be 

unclear when the parking 

expires 

ð Update back-end 

technology integration to 

support new digital tools 

and collection of 

information over IVR 

ð Limited funds and 

investment to rollout other 

potential initiatives 

ð Conduct regional level 

assessment of 

performance and adoption 

of pay-by-phone 

ð Understand the barriers to 

using pay-by-phone and 

incentivize customers to 

use the service 

ð Consider physically 

expanding coverage of the 

pilot (i.e., wider 

geography) or adding 

other digital mediums 

(e.g., mobile application). 

Scope of Opportunity:                                         Degree of Complexity:   
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7. Recreation (2020 Revenue $14.3M (Pre-COVID $50.1M); 10.1% of in-scope revenue) Category: High Opportunity, Moderate Complexity 

Divisional Summary Quantitative Trends15 

ð There are three primary revenue sources for Recreation: programs (18%), sports amenity rentals 

(16%), and golf green fees (15%). 

ð This Division offers a diverse range of services that vary in their level of centralization, revenue 

streams, transaction volumes and values, and demographics resulting in complex payments needs. 

This creates inconsistency in the citizen experience. 

ð Some services have higher barriers to going cashless (e.g., community pools), while others present 

more favorable conditions (e.g., wedding services) 

ð Cash as a percentage of total revenue has declined by 1.8% 

from 2016 to 2019 and declined by 1.9% from 2019 to 2020.  

# Context & Challenge 
Potential Opportunity & 

Rationale 
Anticipated Benefits 

Risks & Operational 

Considerations 
Next Steps & Action Items 

7.1 

 

 

 

Due to the breadth of 

recreation services, a 

generic approach cannot be 

taken for transitioning to 

cashless operations.  

ð Some service areas have 

low cash usage and 

decentralized operations 

are good candidates for 

going cashless16. 

ð e.g., C-Café is highly 

decentralized and 

operates independently 

from other parts of 

Recreation, serving a 

highly adaptable customer 

base.  

ð However, these 

opportunities remain 

uncertain due to the 

breadth and depth of this 

review (Division-level) 

Validate the feasibility of 

going cashless within some 

service areas.  

ð Conduct a detailed 

feasibility analysis within 

the Division to determine 

where the highest 

opportunities to go 

cashless are 

ð Understand citizens 

serviced by each segment 

and the cash drivers. 

ð Take an incremental 

approach towards going 

cashless, slowly 

integrating their services 

over time when the 

conditions to going 

cashless are favorable 

ð Gradual reduction of 
administrative burden and 
cash costs within the 
Division 
ð Lower cash collection 

and handling costs 
ð Ability to pilot cashless 

service areas and learn 
from their implementations 

ð Better citizen experience 
and satisfaction from 
digital payments 

ð Higher fees and 
transaction costs 
associated with debit and 
credit card transactions 

ð Some demographics may 
feel that payment options 
do not meet their needs or 
preferences 

ð Fragmented citizen 
experience could create 
confusion and 
dissatisfaction 

ð Evaluate resilience of 
relevant payment 
technology for increased 
scale and service 
ð Technological failures 

could result in 
significant challenges 
for the Division (e.g., 
manually reconciling 
payments) 

ð Evaluation of the cost and 

benefits of transitioning 

service areas to cashless 

transactions (e.g., costs of 

cash against transaction 

fees and system 

enhancements) 

ð Identify high opportunity 

areas within the Division 

and additional investment 

required in payments 

infrastructure to enable 

cashless operations. 

ð Develop implementation 

roadmap for cashless 

transition in high 

opportunity service areas.  

ð Promote the use of new 

software capabilities and 

ability to use online 

booking and payment 

system 

  

15 Increase/decrease of cash costs were not provided for the Review 
16 Low cash usage service areas were not provided for the Review 
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Cash Transactions: 4.5% (Pre-

COVID: 6.4%) 

7.2 

 

 

 

In-person visits within some 

Division services drive the 

stickiness of cash 

payments. 

ð For example, online 

registration and payment 

are available for some 

recreation programs but 

not others 

$ Revenue: $185.9k 

Cash Transactions: 16.0% 

Incentivize the use of the 

online payment platform for 

available services.  

ð Where capabilities 

currently exist, minimize 

the opportunity for people 

to pay with cash by 

pushing registration fees 

payments online 

ð Where the capability does 

not exist, evaluate the 

opportunity to digitize the 

service against the costs. 

Total Cash Transactions: 

$68.3k 

ð Reduced administrative 
burden to collect and 
count cash payments 
(e.g., due to automated 
reconciliation of online 
payments) 

ð Easier to reimburse/refund 
payments made in error 

ð Reduced phone call 
volumes and staffing 
requirements 

ð Cash-dominant 
demographics (e.g., 
Seniors and low-income 
segments) may be 
resistant to change 

ð If cash operations and 
processes need to be 
maintained there is likely 
to be low benefit. 

ð Higher fees and 
transaction costs 
associated with debit and 
credit card transactions 

ð Explore the ability to move 

additional services to the 

online payment platform 

(e.g., Swimming or 

Recreational Lessons, 

Space Booking) 

ð Promote the use of new 

software capabilities and 

ability to use online 

booking and payment 

systems. 

ð Develop implementation 

roadmap for cashless 

transition in high 

opportunity service areas.  

Scope of Opportunity:                                         Degree of Complexity:   
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8. Transit (2020 Revenue: $94.1M (Pre-COVID: $107.3M); 66.9% of in-scope revenue) Category: High Opportunity, High Complexity 

Divisional Summary Quantitative Trends 

ð Transit accounts for 59.4% of the cityôs revenue. The Divisionôs largest sources of revenue are fare box 

tickets (35.7%), period passes (4.5%), and school contracts (4.1%). 

ð Despite the low percentage of cash revenue, Transit is one of the largest cash collecting Divisions 

within the City. This requires significant operations to count and deposit cash. However, the PRESTO 

card implementation has shifted most of Transitôs revenue to be collected through cashless methods. 

ð Being perceived as a public good, Transit must be aware of the different customer segments they 

serve. Some demographics (e.g., low income) use cash out of necessity as opposed to a preference.  

ð To avoid alienating vulnerable populations, Transit should focus on opportunities to reduce cash rather 

than eliminating cash. 

ð Cash as a percentage of total revenue has declined by 2.7% 

from 2016 to 2019 and declined by 7.2% from 2019 to 2020. 

ð Cash accounted for 4.9% of total revenue in 2020, down from 

14.8% in 2016 (25.5% YoY decline) 

ð Cash costs have not materially changed since 2016, despite 

cash collections falling by 9.9% of total revenues in the same 

period. 

# Context & Challenge 
Potential Opportunity & 

Rationale 
Anticipated Benefits 

Risks & Operational 

Considerations 
Next Steps & Action Items 

8.1 

 

 

 

For fare box collections 

there are sticky 

demographics that prefer, or 

out of necessity, pay in cash 

ð It is understood that a 

significant percentage of 

cash transactions are from 

disadvantaged 

populations 

ð Transit believes that the 

biggest barrier to going 

cashless is continuing to 

accommodate these 

demographics  

Fare Box Revenue: $42.3M 

(Pre-COVID: $90.2M) 

Cash as a % of Fare Box 

Revenue: 10.9% (Pre-COVID: 

14.4%) 
 

Increase communications 

and outreach programs to 

shift citizen habits to 

cashless payments. 

ð Evaluate sticky cash 

segments and the barriers 

that exist in going 

cashless (e.g., look at 

locations and specific 

routes that are cash-

dominant) 

ð Evaluate access to 

PRESTO card machines 

to determine if the 

stickiness is supply or 

demand driven 

ð Consider levers such as 

educating citizens on the 

benefits of using PRESTO 

and other cashless 

payment types for MiWay 

(e.g., convenience, 

cheaper fares) 

ð More efficient transit 
operations (e.g., quicker 
loading times, less cash 
through the coin room, 
etc.) 

ð Increased data collection 
with PRESTO and 
cashless payments 

ð Improved customer 
experience (e.g., no 
change for cash fares) 

ð Cash-dominant 
demographics (e.g., low-
income segments) may be 
resistant to change 

ð Lost revenues associated 
with PRESTO fees and 
higher cash fares (e.g., for 
youth riders cash fare is 
$4 and single PRESTO 
fare is $2.35). 

ð PRESTO as a service 

provider is responsible for 

most of the marketing for 

transit services leaving 

MiWay with limited control 

over communication 

efforts. MiWay would likely 

need to bear the costs 

associated with 

Mississauga/demographic 

specific communications 

ð Develop communication 

strategies and tactics that 

address the barriers within 

cash-dominant 

populations 

ð Monitor success and 

collect data on customer 

perception and 

preferences from transit 

programs 

ð Determine if the cost of 

collecting and counting the 

cash against the lost 

revenue from cash fares 

ð Review of cash 

infrastructure to determine 

if the legacy processes 

and technologies are 

relevant to the current 

level of cash ï whole 

business model change 

and review to go from 

$90M in cash and $10M in 

cash 
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Fare Box Cash Transactions: 

$4.6M (Pre-COVID: $12.9M) 

8.2 

 

 

 

Some fare pricing strategies 

encourage cash payments. 

ð MiWay offers Senior riders 

$1 fare by cash (vs. $2.10 

for PRESTO single fares). 

ð Post-device refresh, 

PRESTO devices now 

have the capability to do 

time-based fares. This is 

on Transitôs medium-term 

roadmap. 

Discount Fare Cash Revenue: 

$323.3k (Pre-COVID: $811.2k) 
 

Work with PRESTO to 

implement dynamic pricing 

strategies for different fare 

types. 

ð Automatically charge 

reduced/discounted fares 

to profiles that meet 

certain conditions (e.g., 

Seniors at certain times of 

the day) 

ð Reduce or eliminate paper 

based LUMs 

ð Digital payments allow for 
dynamic pricing strategies 
(e.g., cheaper 
demographics, time of 
day, etc.) 

ð More efficient transit 
operations (e.g., quicker 
loading times, less cash 
through the coin room, 
etc.) 

ð Consolidate product 
offerings to simplify user 
experience 

ð There may be significant 

investment and 

infrastructure costs 

associated with 

introducing new ticketing 

products 

ð Need to educate users 

that the system will apply 

the discount automatically. 

ð Work with PRESTO to 

introduce and implement 

dynamic pricing products 

(e.g., for Seniors and 

Youths) 

ð Introduce time-based 

pricing capabilities as 

updated during the Device 

Refresh. Prepare for the 

rolled out in 2022. 

8.3 

 

 

 

Open Payments will disrupt 

the way transit users pay for 

fares. 

ð As a partner of Metrolinx, 

MiWay will enable Open 

Payments in the near-

term. 

ð Open Payments and e-

Tickets (UTM) are some 

of the big initiatives to 

reduce cash. 

ð PRESTO commission 

(9%) is an influencer on 

the types of revenues that 

are sought by the Division. 

Transit Revenue: $94.1M 

(Pre-COVID: $107.3M) 

Prepare communications 

and strategies to shift cash 

payments to open payment 

products. 

ð Collaborate with PRESTO 

to rollout Open Payment 

solutions allowing riders to 

pay for transit fares 

directly through credit or 

debit cards 

ð Look at global open 

payments initiatives to 

understand how 

debit/credit card fares 

could cannibalize cash or 

PRESTO fares 

ð Reduce fare evasion and 
revenue leakage as more 
people have payment 
methods readily available 

ð Faster boarding time 
reduces route cycle 

ð Improved data collection 
and business intelligence 

ð Significant operational and 

technology risk from Open 

Payments transformation 

ð Challenging to create 

consistent experiences 

and maintain co-fares with 

GO and TTC. Cannot 

abandon non-cash fares in 

areas that only accept 

cash (e.g., need to be 

aware of the connectivity 

with other providers) 

ð Understand and evaluate 

the shift in revenues as 

fares more from PRESTO 

cards to Open Payments 

(e.g., interchange fees vs. 

commissions paid to 

PRESTO). 

ð Identify outreach 

opportunities with other 

City Divisions to reduce 

coordination costs and 

increase ROI of affordable 

transit programs 

Scope of Opportunity:                                         Degree of Complexity:   
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9. Vital Statistics (2020 Revenue: $1.4M; 1.0% of in-scope revenue) Category: Low Opportunity, Low Complexity 

Divisional Summary Quantitative Trends 

ð There are three primary revenue sources for Vital Statistics: marriage licenses (22.2%), burial permits 

(19.5%), and commissioner of oaths fees (2.6%).  

ð Cash payments are no longer accepted by the Division. This move has received positive public 

response due to the communication and support during the transition. 

ð Vital Statistics has migrated to fully cashless operations since 

the beginning of the COVID-19 pandemic. 

# Context & Challenge 
Potential Opportunity & 

Rationale 
Anticipated Benefits 

Risks & Operational 

Considerations 
Next Steps & Action Items 

9.1 

 

 

 

Vital Statisticsô online 

platform has limited 

capability to book and make 

online payments. 

ð Vital Statistics is currently 

implementing 

enhancements to their 

online capabilities. The 

understanding is that the 

capabilities exist but are 

not being appropriately 

leveraged. 

eStore Revenue: $349k 

Continue to build out 

options for citizens to pay 

online for Division services. 

ð Prioritize the digitization of 

high value services (e.g., 

where there is the 

greatest benefit to move 

the service online) 

ð Develop workaround 

processes for complex 

applications or where the 

customers select the 

wrong payment amount 

ð Citizens can pre-pay for 
services and pick up 
documents in person more 
efficient interactions 

ð Reduced administrative 
costs to take payments in-
person 

ð Division can focus more 
time on servicing 
customers 

ð Can solve for sliding 

scales, where the citizen 

selects the fee they are 

told to pay. 
 

ð Additional expenses 

associated with set up and 

integration of online 

payments 

ð Need to solve for complex 

applications that could be 

challenging to put online 

(e.g., where manual 

review is required) 

ð Address current 

implementation challenges 

such as capability to use 

drop down menus and 

options to pay for services. 

ð Prioritize the onboarding 

of services to the platform 

that offer the highest value 

Scope of Opportunity:                                         Degree of Complexity:   L M H L M H 
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5.4 NEXT STEPS AND HIGH-LEVEL ACTION PLAN 
 

The diversity of municipal operations will require the City to take a Division-by-Division approach to going cashless. This 

will require the City to identify Division-specific roadmaps that address their unique needs, while building common 

capabilities ï where feasible. The City should use the findings and opportunities in this report to prioritize and sequence 

its action plan. 

The Cityôs next steps should continue to balance the risks, costs, and benefits of going cashless within each Division. 

These actions can be summarized according to the thematic opportunities identified throughout the report. By 

understanding what needs to be done in the near- and long-term, the City can take an incremental approach towards their 

cashless objectives.  

Opportunity Theme Next Steps and Actions Divisions 

A tailored, Division-by-
Division approach 

ð Quantitatively determine the largest opportunities to go 
cashless after completing a cost-benefit analysis 

ð Validate the complexity associated with each Divisionôs 
cashless transformation through deeper assessment of 
capabilities and planned investments 

ð Create a transformation team to work on the roadmap to 
progress quick wins, strategic projects, and medium-term 
projects (see illustrative example below) 

All ï City-wide 
Opportunities 

Standardize cashless 
capabilities and common 
cash assets 

ð Identify cashless capabilities within (and across) Divisions 

ð Determine if the capability can be standardized (utility), or is 
unique to the Division in their provision of service 

ð Assess whether cash infrastructure can be centralized across 
Divisions with low cash volumes (or consolidated across a few 
Divisions based on common needs) 

ð Re-evaluate cash handling policies and procedures for 
relevance and appropriateness within each Division (e.g., 
whether Divisions should have different requirements for cash 
on hand) 

Address gaps in providing 
cashless alternatives 

ð Review the prioritization of Divisional opportunities to become 
more cashless and focus efforts on high-value areas (e.g., 
where there a high scope of opportunity) 

ð Look to leverage existing digital portals and platforms as ways 
to close capability gaps in the near-term 

Address implementation 
challenges in current, in-
flight cashless initiatives 

ð Complete an objective review of cashless implementations and 
identify the root cause of challenges 

ð Define targeted communication plans that address specific 
barriers 

ð Determine if there is appropriate governance and escalation 
pathways for implementation challenges 

ð Address currently known implementation challenges 

Targeted communications 
and adoption plans for 
Divisions with high cash 
usage 

ð Determine the City-wide communication needs and supports 
for Divisions to go cashless 
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ð Secure Council and senior leader support for cashless 
mandates 

ð Determine appropriate KPIs and benchmarking data to 
measure the success of cashless transitions 

Standardize reporting, 
including City-level 
revenues and costs 

ð Undertake a technology assessment to determine the City-wide 
barriers that contribute to inconsistent data and reporting 

ð Work to close data and information gaps 

Prioritize change 
management and central 
coordination 

ð Stand up a cross-functional implementation team that is 
dedicated to cashless transformation across the City 

ð Determine their mandate and how they will be funded 

Enhance online and digital 
capabilities 

 

ð Through discovery, design, and planning phases determine the 
requirements for online and digital capabilities for each Division 

ð Determine if existing systems or infrastructure can satisfy 
requirements or if new solutions are required 

ð Evaluate the costs and benefits of solutions against the costs of 
cash and in-person payments 

ð Animal 
Shelter 

ð Compliance 
& Licensing 

ð Library 

ð Municipal 
Parking 

ð Vital 
Statistics 

Create consistent payment 
experiences 

ð Identify payment discrepancies between service areas/LOBs 
within each Division (e.g., where there are inconsistencies 
within a Division) 

ð Determine the preferred payment method (for both the City and 
its citizens) and work towards a consistent multi-channel 
experience 

ð Compliance 
& Licensing 

ð Municipal 
Parking 

ð Recreation 

Address cashless 
implementation 
challenges 

 

 

ð Identify capacity constraints (e.g., resources, skillsets, timing) 
within in-flight and planned cashless initiatives 

ð Identify the support required and gaps to be addressed 

ð Seek leadership support in easing implementation challenges 

ð Building 

ð Municipal 
Parking 

ð Transit 

Address demographic 
specific barriers 

ð Identify the specific barriers that are creating stickiness within 
cash-dominant demographics 

ð Determine strategies to help shift behaviour, tailoring for 
stickiness due to necessity (must pay with cash) or preferences 
(want to pay with cash) 

ð Animal 
Shelter 

ð Courts  

ð Library 

ð Recreation 

ð Transit 

Determine the costs of 
processing cash 

ð For each cash accepting Division, undertake a detailed 
analysis of the costs associated with accepting and handing 
cash (including labour costs) 

ð Use this analysis to evaluate the costs and benefits of the 
opportunities above 

All cash 
accepting 
Divisions 
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The illustrative roadmap below shows how the City could consider prioritizing and sequencing Division-specific 

opportunities. This roadmap is based on the following assumptions: 

ð Start with areas of high opportunity and low complexity. This allows the City to address quick wins and begin to 

realize benefits from cashless operations (e.g., identify revenue streams capable of going cashless in the near-term). 

ð For example, customers that begin using pay-by-phone for Animal Shelter may wish to continue using pay-by-

phone for other City services, such as Municipal Parking. Creating a consistent citizen experience may facilitate a 

more natural shift to cashless transactions. 

ð In parallel, prioritize a mix of strategic projects and medium-term projects. Alongside addressing the areas of 

high opportunity, the City can focus on opportunities with a longer time horizon. It is likely that some of these initiatives 

require transformational changes to operations and technology but may result in significant benefits to the City.  

ð Each of these opportunities need to be explored and analyzed further to validate their feasibility and priority. 

However, this analysis needs to be designed and sequenced in a logical way ï at the City and Division level. 

ð Finally, reassess low reward opportunities to see whether the above initiatives and changes have impacted their 

scope or complexity. 

 

Figure 17 outlines the high-level roadmap the City can consider to move towards cashless transactions. Some additional 

context on each of the phases is provided below. 

 

Phase 1: Quick Wins and Priority Opportunities 

These opportunities satisfy most (or all) of the conditions to go cashless in the short-term. The City and Divisions can 

begin transitioning immediately. 

Phase 2: Incremental Changes and Long-Term Strategic Initiatives  

These opportunities satisfy some conditions to going cashless. As a result, the City and individual Divisions need to work 

on the outstanding areas to make the opportunity feasible and implementable. 

Phase 3+: Low Priority or Very High Complexity 

These Opportunities are unable to go cashless with their current operations and demographics. Major changes (both 

internal and external) may be required for these to become feasible. 
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Figure 17: Illustrative High-Level Cashless Roadmap 












































































































