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Recommendation
1. Whereas Grey County currently licenses Microsoft Office 365, which includes
Microsoft’s Electronic Document and Record Management System (EDRMS)
known as Sharepoint; and,
2. Whereas cost savings could be realized by ending licensing with Grey County’s
current EDRMS, Alfresco, and migrating to Sharepoint.
3. Now Therefore Be It Resolved That report ITR-CW-01-22 regarding implementing
SharePoint as the County’s EDRMS be received; and,
4. That staff release an RFP to seek consulting services for the design and
implementation of SharePoint, including migration of content from the County’s
current EDRMS and provision of staff training; and,
5. That any work undertaken in 2022 be funded from the anticipated surplus in the
Information Services operating budget, with the remainder of the estimated
$150,000 engagement be included in the 2023 budget, funded in part from the
County’s Document Management Reserve; and,
6. That staff proceed prior to County Council approval as per Section 26.6 b of
Procedural By-law 5134-22.

Executive Summary
Grey County currently uses Alfresco as its Electronic Document and Record Management
System. The EDRMS SharePoint is included with the County’s Microsoft Office 365 license.
Recent improvements to SharePoint make it a viable product for Grey County to use. Staff
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recommends that we initiate a transition to SharePoint now so we can avoid the cost of
duplicate licensing as soon as possible. There is a need for consulting services to effectively
implement the SharePoint system and migrate content from the current system.

Background and Discussion
Current Electronic Document and Records Management System
Grey County uses an Electronic Document and Record Management System (EDRMS) to
manage electronic materials. EDRMSs are used to control versions of documents, set
appropriate permissions on sensitive information, organize, and manage content, and ensure
that created content is processed according to the County’s Records Management By-Law.
The County implemented its current EDRMS, Alfresco, in 2016. The product was chosen after
defining a set of features required to modernize the County’s EDRMS and comparing market
options, including an upgrade of the EDRMS the County was using at the time (Oracle Content
Center). Alfresco was chosen because it offered a modern interface, powerful workflow tools, a
completely integrated records module, and the ability to easily integrate with other applications.
At the time, many products performed only one of document management or records
management.
As with all major enterprise applications, the County has been planning on a major review of the
software and setting aside funds in reserve for an update (if relevant), or possible replacement
of Alfresco. Given the potential cost savings and the benefits to operational efficiency
SharePoint offers (see Appendix 1), staff recommend moving forward with the transition now.

Scope and Scale of EDRMS Migration
The cost of the consulting services required to implement the new EDRMS reflects the
complexity of the project. This project is unsuitable for a trial-and-error approach, and Grey
County IT has neither the specialized expertise nor the resources available to lead this project.
Migrating content between a new EDRMS and an in-place EDRMS is a significant
organizational undertaking, both in terms of the IT and Clerks’ resources and expertise required
and the effort of all staff to learn the new system and incorporate it into their daily work.
The major aspects of this project are as follows:
1. Solution Design. SharePoint is a highly customizable application. The first step is to
design the organizational structure required for Grey County. This involves creating sites
with common content and user access (e.g., sites for each department’s content), and
the organizational structure aligning with The Ontario Municipal Records Management
System (TOMRMS) and organization of content in Alfresco. Alignment between the two
systems facilitates content migration.
2. Developing Records Management Procedures. The County uses a records retention
by-law to set retention requirements on different types of documents. In an ideal ERDMS
implementation, the record retention category applies to the folder where content is
stored, not the individual files. This allows staff to concentrate on correctly filing their
documents and worry less about correctly identifying the records category. The County’s
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records retention categories will need to be configured in SharePoint, and these will
need to be associated with storage locations. Further, the County will need to develop
new procedures to move records through the retention cycle and ensure there are
appropriate processes and controls around their destruction.
3. Migrating Content from Alfresco. The process of migrating content between systems
includes the development of scripts to move content from one ERDMS to the
corresponding location in the new ERDMS. Careful planning is required to ensure that:
 Content is moved to the correct location and records are created at the correct
stage of their lifecycle (e.g., a 9-year-old record that can be destroyed in a year
does not start the 10-year retention cycle from the beginning when the file is
migrated into SharePoint).
 There are few exceptions to the script, as it is time-consuming to move any
content left behind manually, and there is a higher risk of missing these files in
the migration.
 Where possible, a process is developed to re-direct web links from Alfresco
content to the corresponding content in SharePoint.
4. Replacing or Updating Alfresco Integrations. Several commercial and custom
applications use Alfresco content as their document store (meaning the software
integrates with Alfresco to present content to those users, including the public in the
case of the County’s corporate websites). The following table presents the list of
integrated applications and proposed solutions to address issues.
Application

Description

Solution

GIS R-Plan Search

Provides registered plans
of survey associated with
properties in GIS Software.
Provides content and
messaging to staff.

Recreate integration in
SharePoint.

Provides critical
information to Emergency
Management, including the
County’s Emergency
Management Plan, to staff
and outside agencies.
Provides council minutes,
agendas, and in-camera
documents to Council.

Replace with a SharePoint
site.

Use Alfresco to present
content, such as budget
documents and by-laws, to
the public.

Recreate integration in
SharePoint.

Grey County Intranet

Emergency Management
Portal

Council Meeting Portal

Corporate Websites
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Grey Information Network
(GIN) – Planning Tracking
Application

Policy Portal

This system provides
property and ownership
information to Grey County
Planners and assists with
processing and tracking
planning applications.
An in-house application to
manage approval of
County policies and
improve discovery of policy
information for staff.

Recreate integration in
SharePoint.

Requires scoping. There
may be opportunities to
move this application to a
SharePoint site.

It should be noted that replacing an in-house application with a SharePoint site is an
ideal situation (though limited to applications that mainly present information). This
allows IT to stop supporting a custom application which is costly for IT resources but
does not require a commercial replacement.
5. User Training. The ERDMS is the most widely used application at the County. Any staff
member with a desk job will use this software on a daily basis, and many will interact
with it frequently even if they are frontline staff not doing the bulk of their work on
computers. It is imperative that the County run an extensive change management
program with this project to ensure timelines and expectations are communicated
clearly, along with the promotion of features that are available to staff. Progressive
training is required to ensure all staff are comfortable using the software when it is
launched, and continuing education is required to ensure that the County maximizes the
investment it is making in this software and that staff are not left behind on the transition
between the two systems.

Project Schedule
Grey County staff are seeking approval to initiate this work in 2022. Following Council approval,
staff would release an RFP to seek consulting services to design the County’s SharePoint
implementation, including records management procedures, migrate existing content from
Alfresco, and provide training to staff. Any consulting time in 2022 would likely be scoping and
design, which would involve consultants interviewing departments to understand how they
currently use ERDMS and promoting features and functionality of Office 365 so staff could make
informed decisions about design considerations of this product.
In 2023 consultants would implement their design to set up and configure SharePoint. The
schedule for the full migration will be determined through the initial implementation and will likely
occur at the end of 2023 or the beginning of 2024. Between the design and final implementation
of SharePoint, Grey County IT staff will be focusing on the list of integrated applications that
need work to move away from Alfresco.

Legal and Legislated Requirements
None.
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Financial and Resource Implications
Grey County currently licenses Alfresco for $110,099. annually. The County’s Microsoft 365
licensing costs the County $256,956.23 annually (based on current license use). As mentioned,
the County cannot unbundle SharePoint from its Microsoft 365 licensing. If undertaken as
proposed and run according to schedule, this project will allow the County to stop licensing
Alfresco at the end of 2023, saving $110,099 annually. There are no additional licensing costs
to run SharePoint based on our current usage. As storage increases in the ERDMS, the County
will eventually incur minor additional costs for storage, as outlined below:
Included storage in SharePoint: 4.46 TB
Current Grey County ERDMS Usage: 3.91 TB
Space available before additional costs are incurred: 0.55 TB
Cost of additional storage: $2,400 / TB / year.
The largest cost associated with this project is the implementation. Grey County IT staff
estimate that this project will require $150,000 in consulting services. This is an unbudgeted
item that staff recommends proceeding with ahead of schedule to realize cost savings. Staff
suggests funding any work in 2022 through an anticipated surplus in the Information Services
operating budget (not to exceed $60,000). Further work in 2023 will be included in 2023 budgets
and funded in part from incremental funding that has been set aside in the Clerk’s capital
planning specifically for the replacement of the EDRMS. The anticipated balance in the
Document Management Software Reserve available for use in 2022 is $104,636.

Relevant Consultation




CAO
Clerks Department
Human Resources Department

Appendices and Attachments
Appendix 1: SharePoint Efficiency and Collaboration Enhancements
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SharePoint Efficiency and Collaboration Enhancements for Grey
County Staff
In 2018, the County made significant changes to its licensing and agreements with Microsoft,
buying into Microsoft 365 products, which not only moved most services and software to a
cloud-hosted environment but also bundled Microsoft applications into a single user-based
license. Customers no longer picked just the licensing they needed (e.g., email, MS Word) but
bought into a suite of new cloud-based products. Included in this bundle was Microsoft’s
document management system, SharePoint.
Even in 2018, with SharePoint bundled into Microsoft Office 365, many municipalities chose to
implement different document management systems, and those that did use SharePoint
required separate third-party software to manage their corporate records. The software was
often assessed as not well-developed as competitors on the market.
Since then, SharePoint has improved significantly. It is now considered a leader in Document
Management Systems, as assessed by Gartner (a global IT advisory firm). It has far better tools
for collaboration, is embedded in an extensive suite of tools the County has licensed through
Office 365, and can now be used for records management without requiring third-party software.
Given the improvements to SharePoint, the County is effectively paying for two EDRMS
systems. There is potential not only to recover costs in the IT budget but also to realize
opportunities to improve efficiency and collaboration for all staff. Further, SharePoint and the
Office 365 ecosystem provide a powerful framework for developing simple in-house applications
and automating workflows, saving time and effort on custom development. Below is a highlight
of opportunities for the County to maximize its investment in Office 365.

1. Improve Collaboration Among Staff
Although SharePoint can be viewed as a simple document management system
that allows staff to store and organize their documents, its integration with MS
Office software creates a powerful environment for collaboration among staff,
both internally and with outside agencies.
By default, SharePoint uses versions of Microsoft Office, Word, and PowerPoint that run
through a user’s internet browser. This comes with multiple benefits. Most importantly, it
allows for concurrent editing of documents, with the ability to see where other editors are
working on the document. This is a highly collaborative method of working that allows
multiple staff to add their contributions to content creation. This also reduces potential
conflict between document versions as staff are not working on separate copies offline
and streamlines content creation time as staff do not need to wait for one another to add
their contributions before they can work on the document.
Staff from outside agencies can be given access to common document stores
associated with shared initiatives and permissions to collaborate on those documents.
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2. Improving the Hybrid Work Experience
With Alfresco, staff working outside of the office need to be working on a County
computer with access to the network through a virtual private network (VPN). Working
on a document requires downloading the document from Alfresco, which locks the file
from further editing, editing the content, then saving and closing the document.
With SharePoint, staff can work on documents through their internet browser as
described above, leaving the document open for others to edit. Further, because the
editing is browser-based, it streamlines access requirements and allows staff to truly
work from anywhere. They can use personal devices for this type of access without
exposing the County to increased security risks from transferring files back and forth to a
personal computer.

3. Present Staff with a New Suite of Office Efficiency Tools
from Office 365
As mentioned, Office 365 comes with a suite of productivity tools bundled in a common
license and available for staff use. These tools generally embed content in SharePoint.
IT staff have identified an opportunity to become well-versed in these tools and promote
their use to the rest of the staff. Examples include:










Tasks – a Kanban style application for tracking to do lists, organized by project,
group, etc.
Planner – for collaborating and tracking workloads across a team.
Yammer – an engagement platform that allows for content presentation and team
communication.
Delve – a tool for organizing your work and connections in the Office 365
environment and improving the discovery of related content.
Sway – design software for reports, presentations, and publications.
Whiteboard – a multi-editor interactive whiteboard.
Stream – a tool for creating and sharing videos. For example, recording and
sharing a training session so others can view (live or after the fact), or record a
message from the CAO.
Forms – a tool to build surveys. An added benefit of this tool is that it keeps the
results in the County’s environment.

4. Streamline and Distribute Workflow and Application
Development
Microsoft 365 has several tools for developing simple applications based on SharePoint.
This could include simple content presentation, messaging, and feedback or forms. An
example might be presenting health and safety information to staff on a single website that
incorporates policies, campaigns for new initiatives, improved discoverability of resources
and policies, and opportunities for feedback.
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Furthermore, a set of tools (Power Automate) allows for easy integration and workflow
modelling without a large amount of custom coding. This could be used to control the intake,
tracking, and approval process of content, such as policies.

5. Improve Security and Discoverability of Corporate Content
Microsoft offers powerful tools for searching the entire enterprise with common search
terms. For example, if a freedom of information request was initiated, staff could search all
email, SharePoint storage and Teams messages with a common set of search terms and
filters (eg sender or receive names, dates, etc).
Further, having all content in a single enterprise system allows for a common set of security
polices around how that data is handled. This can include limiting access to corporate
content by physical location, limiting large transfers of data out of the system, and blocking
sensitive data (e.g. credit cards, government IDs such as SINs) from being transmitted by
email or stored in the wrong location.

6. Reduce Maintenance for IT Staff
Moving the County’s EDRMS to a cloud-hosted SharePoint solution has additional benefits
for service delivery. Firstly, leveraging Microsoft’s Canadian-based cloud infrastructure
provides better service uptime and resilience than the County can provide in-house,
resulting in fewer and shorter service interruptions compared with in-house County
infrastructure and 24/7 support on core services.
The County would also be freed from maintaining the underlying server resources and
software. Staff would not be required to update the software, apply security patches,
maintain the server operating system, or troubleshoot issues with core software functioning.
In collaboration with the Clerk’s department, IT staff would instead focus on developing the
County’s EDRMS services, ensuring staff are making the best use of the software, and
further developing tools and processes to align with County business needs.
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