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Abstract
Digital or (electronic) government is a new reality of the public sector in Canada and internationally. As
the United Nations observes in its 2018 Global E-Government Survey, digital government ‘at the local
level has its own flavour, since cities and municipalities are developing specific functions and components
that cannot be found at other levels of government.’ Accordingly, municipalities across the Province of
Nova Scotia are actively exploring and pursuing opportunities for going digital across all facets of
operations.
This research report examines the potential for creating digital shared services between municipalities:
such services can be externally oriented (i.e. delivering information and services to citizens and
businesses) or internally focused (i.e. better managing information and resources). This exploration of
digital shared services was inspired by the potential benefits of shared solutions amongst local
governments on the one hand, and concerns pertaining to limited resources and under-developed
capacities that are often particularly acute at the municipal level on the other hand.
The literature review and jurisdictional scan suggest that the Nova Scotia municipal community – facing
several demographic, capacity, and financial challenges, is ripe with shared service potential and that
such collaboration can facilitate more efficient and innovative government. Based on the research
undertaken for this study, moreover, the report offers several recommendations to the Association of
Municipal Administrators of Nova Scotia (AMANS) which are categorized into ‘short-term’, ‘mediumterm’ and ‘long-term’. The over-arching objective is to provide AMANS with examples and insights
regarding the main elements and enablers of successful shared solutions as Nova Scotia municipalities
progress with their own digital investments now and going forward.
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Digital Municipal Governments
Local governments in Nova Scotia have been changing in recent years. Within these changes, digital
government transformations have become key topics of conversation. Like Nova Scotia, many other
jurisdictions have been examining the potential for digitization of service delivery and other processes in
local governments. Moving toward and sustaining digital municipal governments comes with many
opportunities and challenges for municipalities. In order to understand the opportunities and
challenges of digital municipal governments, it is important to have a comprehensive understanding of
what digital governments are. One of the all-encompassing definitions of digital government is “a broad
range of technology that enables new methods of engagement, service delivery, and administrative
processes supported by a robust and accessible digital infrastructure and open government ecosystem”
(Association of Municipalities Ontario, 2017, p. 4). As this definition explains what digital is, it also
provides concrete examples of the benefits of digital capabilities in governments.
With municipal government being responsible to deliver numerous services that impact citizens’ daily
lives, their responsibilities can vary but most services relate to delivery of many complex services and
councils are responsible to serve their communities with the appropriate infrastructure to deliver
necessary resources (Australian Centre of Excellence for Local Government, 2012). Furthermore, Nova
Scotian municipalities often rely on property taxes as the largest portion of their capital. With these
large responsibilities and more limited financial capabilities compared to other levels of government, it
brings into question whether municipalities could benefit from a digital approach to service delivery,
and whether they have the capacity to do so alone.
Recent examples of municipalities undertaking digital transformation have utilized web-based tools,
open data initiatives, and updating processes to be more efficient (Association of Municipalities Ontario,
2017). Other municipal governments are choosing to move toward a smart city model of service
delivery, which include a more all-encompassing digitization of municipal service delivery. These models
emphasize technology adoption being used for improving the capacity of infrastructure and should be
focused on citizen-centered service delivery (Australian Smart Communities Association, 2018).
These examples are only a small portion of the potential of digitally enabled municipalities. The purpose
of this literature review is to gain a better understanding of the opportunities and the impacts that
digital transformation has on municipalities and the role of central governments regarding
implementation and management of shared services across municipalities.
Two main research methods were employed for this project. First, the research team conducted a
literature review. The literature review employed predominantly government reports on digital
services, shared services, and digital shared services in Ontario, Australia, and the United Kingdom.
These three areas were chosen due to similar governance structures between the three and Nova
Scotia. Topically, the literature review focuses on service delivery, political influence, and open data
initiatives. The current state analysis section of this report was researched via municipal websites and
information gathered from consultations with working professionals associated with Nova Scotian
municipalities. From the consultations, municipal professionals provided insight and guidance regarding
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additional resources to review. As such, information from these conversations were not cited in this
report but leveraged to better inform and shape our research efforts.
Some limitations that were encountered during our research have made giving a holistic view of the
current outlay of digitally enabled shared services in Nova Scotia a challenge, which could be because
some of the current initiatives that are taking place across the provinces are not formally reported on.
Furthermore, if they are reported or updated, the information is not readily publicly available. With the
resources available we were able to formulate an analysis that covered many areas of interest for
municipalities in Nova Scotia. Given this project was not a primary research project and the timeframe
of the project was limited, the research team was restricted to the use of information that was readily
accessible to the public.

Opportunities for Digitally Enabled Governments
Many arguments have been presented in the literature as to why a government may or may not want to
digitize services. The Australian Smart Communities Association (n.d.) argues that current top-down
processes of governments are prohibitive to collaboration and stakeholder engagement, which has over
time significantly reduced public trust in governments. This erosion of public trust can be remedied via
the use of digital services that promote an engaged citizenry and increased governmental transparency
(Australian Smart Communities Association, n.d.). Other reports have taken a more pragmatic approach
to their arguments for digital government processes. The Local Government Association (2015), a
London based group, argues that digitizing government processes will improve transactional services,
increase cross-stakeholder collaboration, and save governments money in the long run. The Association
of Municipalities Ontario (AMO) (2017), in addition to the already listed benefits, highlights the
centralization of information and data as a benefit to digital local government services. As the benefits
of digital services are contextual to each local government, cost, data efficiencies, and stakeholder
engagement have been common themes in the literature.
The literature also highlights how digital governments can provide opportunities to reduce the
paperwork burden felt by employees, automate processes, and create centralized information systems
(Association of Municipalities Ontario, 2017). However, to take this a step further, digital governments
can employ digital means to better enable a single window service delivery approach with a client
centered approach to remove burdens from citizens accessing services (Association of Municipalities
Ontario, 2017). In addition, there is a potential that citizens seeking municipal services would be able to
access services from one place or remotely thus increasing accessibility, as they are created with a
citizen centred focus.

Service Delivery Innovations and Data Efficiencies
As was alluded to in the previous section, there are several opportunities for increased efficiencies from
the digitization of government services and processes. Internally, there is great potential for increased
workflow within and amongst departments and municipalities. The implementation of a centralized
data banks rather than paper processes allows for easier management of information. With a database,
information can be easily searched and shared within and amongst departments and municipalities.
Also, when replacing paper processes with digital ones, it allows for a greater flexibility in accessing
information at multiple work sites, which could enhance inter-departmental and inter-municipal
collaboration and general work efficiency. There is potential for greater security features from having
information stored in a non-tangible way as it could only be accessed by verified users (AMO, 2017).
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Open Data Initiatives
As was previously mentioned, public trust is of utmost importance for governments, but maintaining
public trust can be an arduous task. Another digital government opportunity is open data. Open data is
a movement within governments to promote transparency and accountability to the public via data
sharing (AMO, 2017). The availability of open data not only helps promote citizen engagement, it also
allows for increased efficiency of municipalities in performing jurisdictional scans when researching new
programs and policies. This increased efficiency stemming from open data also allows for opportunities
to local governments in cloud computing and data storage. If data is not only open, but stored in a
central location, it allows for greater access of information by the public and governments, which could
not only play a pivotal role in policy development, but also in municipal reporting to provincial ministries
(AMO, 2017).
With governments becoming more aware of the potential need for open data, municipal governments
are challenged to keep up with trends of information management. A recent report suggests that
municipal governments should be reassessing current data and records systems for efficiencies, as this
will portray transparency and accountability to citizens (Association of Municipalities Ontario, 2017).
Intriguingly, it is suggested that open data initiatives can be linked to improved service delivery, data
accessibility, and enhancing public trust (Association of Municipalities Ontario, 2017). The opportunities
of effectively using open data have shown to have many internal and external benefits for municipalities
and citizens. Indirectly, these benefits to open data can relate to the transparency and accountability
felt by citizen, so they can begin to regain trust in their governance system.
Further to this, it has been suggested that big data initiatives could provide municipalities with better
service delivery strategies. Meaning that big data can offer municipalities supports in creating better
service delivery with the help of data intelligence initiatives that can better serve citizens (Malomo &
Sena, 2016). This move towards open data assisted service delivery can have potential long-term
benefits for municipalities.
In the Canadian context, many governments have increased their open data process. Of note is the City
of Edmonton (2019), which is arguably the frontrunner in Canadian municipal open data. Several Nova
Scotian municipalities also have open data portals. In Europe, the open data processes have garnered
much more attention with significant funding going to the Local Government Association (2016) to
review and evaluate the open data processes of the UK.

Stakeholder Engagement
Stakeholder engagement becomes a very important part in digital government transformations because
the driving force for change is often the stakeholder. As was outlined in the previous section, the
literature identifies many instances where digital transformations present opportunities for internal
stakeholders, but in the case of digital government, the main stakeholder considered in the literature is
the public. For the most part, the literature suggests that government digital transformation is
positively related to citizen engagement, but there are some qualifying factors to this relationship.
In a roundtable discussion on the topic at Future Cities Catapult (2017) it was identified that in order to
have citizen engagement, it is necessary to make the citizen the focal point of the design. They went on
to outline that citizen engagement is key in the planning stages in order to promote an atmosphere of
co-creation, especially in identifying programs to be digitized, and the way in which it will benefit the
citizen. This report also goes on to highlight that 85% of the public is willing to divulge their information
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to digital platforms if they are aware of the intended use of the information; 45% of those prefer to
interact with local councils using social media; and 80% will use a mobile device to do so (CCL, 2017).
A report by Lyons (2017) focuses less on citizen engagement in the political process as a result of digital
transformations, but more of the digital transformation of citizen engagement itself. Lyons (2017, p.3)
defined digital engagement as “use of information and communications technologies to support,
enhance, or extend public participation and civic engagement processes.” They refine this definition
with the United Nations e-participation measures being: information on the internet, online public
consultations, and citizen involvement in decision making (Lyons, 2017). Lyons (2017) emphasizes that
citizen engagement should follow the same principles whether online of offline, and that digital
engagement is a complement to current processes, not a replacement, which is particularly important
when considering digital reforms in populations where there are potential digital divides and age gaps.

Costs

Digitizing local government services presents many opportunities for cost saving to local councils.
Though the initial costs associated with a digital transformation are a short run financial hit on a council,
the literature suggests that the long run cost savings gains are more significant. These costs savings can
be seen in several service delivery capacities. Hyrdo-Manitoba has saved over $1 million annually due to
a shift from paper to digital storage resulting in less need for paper, physical storage, and transportation
costs (AMO, 2017). “Tell Us Once”, a digitally centralized birth and death record system in the City of
Leeds has resulted in yearly cost savings upward of £22 million resulting from a decrease in benefit
overpayments, faster termination of services, and quicker reassignment of tenancy (Local Government
Association, 2015). Lastly, The Troubled Families Programme in the UK, which emphasizes intervention
to those most at risk families has seen a 68% return on investment (Local Government Association,
2015).
The common thread in these reports is that the upfront government investment into digital services has
resulted in significant savings to local councils either as a direct result of the digitization or in indirect
savings to other departments.
The literature suggests that the key buy-in for a successful government digital transformation is that of
the citizen. The literature also suggests that the benefits of government digital transformations
outweigh the detriments, especially in terms of financial savings and expansion of data efficiencies. The
next section will examine some of the barriers to and pitfalls of governmental digital transformations
seen in other jurisdictions.

Do local governments have the capabilities to digitize?
Much of the literature relating to government digital transformation outlines a fairly consistent set of
barriers being faced. The most common and the most pressing barrier is access and strength of
broadband services. (AMO, 2017; Local Government Association, 2017; Sutcliffe, 2017). Broadband
presents a problem with access to services, particularly in rural area. It was reported that 16% of
Ontarians could not consistently access internet in their municipality, or the internet speed would not
support the digital services being presented (AMO, 2017). Parsons (2018) outlines that upward of 72,000
Nova Scotian households are not able to access high speed internet, but there are provincial funding
initiatives in place in an effort to decrease this statistic.
Beyond consistent broadband service, there are other potential barriers:
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●

●
●

●

Privacy Issues: Local governments are faced with the potential challenge in de-identifying
personal data. The Freedom of Information and Protection of Privacy Act sets guidelines on how
to protect privacy, but there is also a debate around the ethics of anonymity and use of data
(AMO, 2017; Sutcliffe, 2017).
External Acceptance: Digital tools may not be accepted by municipal partners, or digital
platforms may conflict. (AMO, 2017)
Information Management and Technology: Local governments may not have the technological
infrastructure or critical mass of human knowledge to be able to handle such a transformation.
This could result in large up-front costs not only in technology but in training in order to
implement a digital transformation (AMO, 2017)
Cybersecurity: Any technological platform is vulnerable to risks of security, which relates back
to the other barriers listed above. It is important for municipal governments to assess their
vulnerabilities and consider insurance options to offset their cyber liabilities (AMO, 2017)

Though much of the literature emphasizes the benefits of digital transformations, there are large
potential barriers. These barriers have been consistent in the literature examined. Though these
potential barriers are present, some literature suggests that the use of shared services can help mitigate
some of these risks.

Shared Services as a Potential Solution
Shared services have been defined in many ways and have been approached with just as many methods.
The Australian Centre for Excellence for Local Government (2012 p. 4) defines shared services as “local
government authorities jointly planning, employing staff, undertaking management, business and/or
regulatory activities, delivering and/or maintaining infrastructure, or providing services to their
communities.” ‘Shared services’ have also been defined as a “service or function that is shared between
organizations or departments” (Shared Services Architects, 2017, as cited in Johnson & Williams, 2017 p.
3). Service production can take several forms and come with varying benefits and risks. Oakerson (1999,
as cited in Australian Centre for Excellence for Local Government (ACELG), 2012) outlines seven
potential forms of service delivery:
1.
2.
3.
4.
5.
6.

In-house production: local council arranges its own production
Coordinated production: two or more councils coordinate production activities
Joint production: two or more councils organize a single service
Intergovernmental contracting: one council contracts another’s services
Private contracting: outsourcing to a private service provider
Franchising: council grants rights to a commercial producer for a service that
residents can purchase from that producer
7. Vouchering: council sets service standards and allows households to select their
own producer
Shared services models could allow for municipalities to reduce the independent burden of shifting to
more digitized government processes with limited resources and capabilities, but instead, share the
costs of building digital infrastructure across multiple municipalities (ACELG, 2012). This collaborative
governance model is presented as an effective alternative to the independent undertaking of building
infrastructure and delivering service through a digital medium.
Attached to this digital government model is the further breakdown that describes the different needs
of municipal governments. One of needs that are described is virtual local governments that can be
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created to ease the burden off administrative structures of municipal government councils. This is
suggesting that by going virtual, it would build capacity for municipal government to implement policies
brought forward more efficiently (ACELG, 2012).
Unfortunately, with municipal governments having generally less capacity then other levels of
government, single operator digital government models are difficult to implement with the rapid and
changing pace of how they are being adopted. It is recognized that for municipal governments to
implement effective digital change they will need to continuously upgrade their processes and for
service delivery to be effective in serving citizens (Association of Municipalities Ontario, 2017). This is a
large demand for smaller municipalities with limited resources. A recent report suggests that to
effectively counteract this problem would be to implement shared services with other municipalities
and organizations (Association of Municipalities Ontario, 2017). This would mean that municipalities
could consider sharing infrastructure and capabilities amongst several municipalities as this would allow
for economies of scale to occur naturally.

Opportunities for Shared Services
As was seen in the previous section, there are large scale potential barriers to government digital
transforms at a municipal level if the task is taken alone. By sharing services, local governments can see
some potential benefits. Shared services models provide municipal governments the ability to
counteract some of the bigger challenges of implementing digital government tools.
The ACELG (2012) emphasizes cost reductions in service delivery through sharing services. They
argue that by consolidating service providers, there may be a decrease in costs by using
economies of scale to bulk purchase and reduce unit costs. For example, Cambridgeshire and
Northamptonshire councils were able to save £1.78 million on IT equipment by negotiating a
contract as a single entity (ACELG, 2012). Beyond cost savings, it has been suggested that shared
services increase consistency of service delivery through collaborative efforts, reduces
dependency on central governments, and increases the critical mass of expertise in a service to
increase service delivery quality and quantity (ACELG, 2012; Johnson & Williams, 2017). It is key
that municipal governments use economies of scales to their benefit and build combined
infrastructures and use the infrastructure across multiple municipalities (ACELG, 2012). By using
economies of scale to their benefit, municipalities can see how building a sustainable
infrastructure is of use across multiple organizations.
A significant opportunity with a shared services approach would be that all who are responsible for
municipal affairs or services would be able to be better connected, which could encourage collaboration
to occur. This is suggested through a report which asserts that moving towards a citizen-centered design
can build capacity and collaboration internally for municipal employees and political leadership
(Australian Smart Communities Association, 2018). A citizen-centered design would mean that
municipalities would be empowered to work collaboratively to enable better service delivery for
citizens.
Attached to this notion is that with shared services, when infrastructure and capabilities are built once
and shared amongst organizations it can reduce costs and allow services to be created more quickly
(Australian Smart Communities Association, 2018). When costs are distributed across municipalities it is
using the economies of scale approach and reducing the financial burden of having to create the
infrastructure independently. It can also provide citizens with faster and easier access to services, as
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each stage is monitored and updated for improvements (Australian Smart Communities Association,
2018). This efficient approach to service delivery allows citizens to interact with government services
with ease and avoid difficulties.
Internally, shared services can offer front line staff more efficient, streamlined processes. Meaning that
there is the opportunity to empower staff with appropriate software and client information when
needed (Australian Smart Communities Association, 2018). Staff would be able to have more efficient
decision-making processes and avoid the burden of paper-based information systems. As shared
services are being used in real time, the benefits of this approach vary. Some important insights that
have been observed by recent examples are that when appropriate citizen data can be shared for
strategic and operational purposes to better enable organizations that it provides benefit (Australian
Smart Communities Association, 2018). Empowering employees with appropriate data will better enable
citizen-centered services and will create efficiencies.

Challenges for Shared Services
Along with the common advantages in shared services come some barriers. Johnson & Williams
(2017) outline that common challenges in implementing shared services include: increased time
commitments in collaborative arrangements, lack of start-up funds, disagreement amongst
partners and control struggles, weak leadership, and most importantly, poor communication
between partners.
With shared services being a realistic option for municipalities to consider moving forward, the
challenges of this option can vary by scale. Deloitte highlighted in a 2009 report that when local
governments in the UK underwent a shared services model that there were challenges to the approach.
One of the biggest challenges is that political and practical factors inhibited progress (Deloitte, 2009).
Political parties struggled to realize the benefit of the approach as the practical implications of it could
mean changes related to careers or downsizing of employees (Deloitte, 2009). With the added
complexity of political responsibilities to how municipal leaders are to operate; it brings into question
how shared services models are to operate in a realistic setting.
Another challenge faced by municipalities is the change management component of the digital
adoption. The UK case provides examples of how change management is important for the successful
digital adoption of shared services. Deloitte has suggested that limited expertise and capacity are
additional challenges that were faced (2009).
Furthermore, to previously state challenges, there have been some recommendations around the need
for regional models to be created so that shared services can work for municipalities. It is suggested that
municipalities should attempt to be flexible, accountable, and have appropriate governance structures
in place (ACELG, 2012). As each of these requirements come with their own added complexities, it is
important to remember that governments have not been designed to be nimble or to be able to
respond fast to change environments. Flexibility is especially difficult to create in a smaller resourced
government as much of the funds need to go towards supplying services. Accountability and governance
are challenging with the shared services model as it needs to be clear who is the lead but combining
services will make this challenging as there will multiple municipal leaders competing for the leadership
say.
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Shared services, or more commonly known as Inter-Municipal Agreements in Nova Scotia are not
uncommon. There are many shared services agreements in Nova Scotia that will be further explored
later in this report. The Handbook on Inter-Municipal Partnership and Cooperation for Municipal
Government (n.d.) outlines several examples of shared services in Nova Scotia, and some
recommendations on how to mitigate some of the risks associated with entering into a shared services
agreement.

Practical Implications of Shared Services
As the opportunities and challenges have been discussed for and why shared services model to service
delivery for municipalities should be considered. There are some practical implications that should be
considered as they can have direct effects to the structures in place to some municipalities.
In contrast to the barriers outlined above, Johnson & Williams (2017) outline requirements for effective
shared services. First and foremost, there is a need for effective leadership to change management.
Kotter (1995, as cited in Johnson & Williams, 2017 p. 13) outlines an eight-step approach to leading
change. These include:
•
•
•
•
•
•
•
•

A sense of urgency to instigate change
Powerful leadership
A strategic vision
Constant and clear communication
Removal of barriers
Achievable targets
Expansion upon small successes
A new organizational culture

Johnson & Williams (2017) emphasize that effective planning and communication are pillars to an
effective shared service. Furthermore, they also highlight the importance of accountability structures
within any shared service partnership with mechanisms in place to measure accountability, and
regulators in place to scrutinize the shared services and hold those in leadership positions to account.
In nearly all or the literature presented on shared services, clear, open, and effective communications
were one of the foremost requirements of any shared services partnership. Strong communications in
conjunction with strong leadership and a clear vision appear to be the pillars to successful shared
services.

Changes to Leadership Structures
Previous examples of municipal government coordination and consolidation efforts show how when
multiple municipalities come together to create shared services that there are changes to leadership
structures. These changes have been regional organizations of councils or grouping of municipal
governments (ACELG, 2012). These structural changes can be difficult to ensemble as it could remove
leadership capacity from some municipalities and create a consolidated model of leadership.
Moreover, there is the merging of municipal structures which would create a single structure to the
organization of the municipalities. This would mean the consolidation of municipalities to create new
reporting structures (ACELG, 2012). This practical implication could come with difficulties for
implementation as this will change responsibilities of people to reduce duplication, but it could also
inhibit progress as this is a timely process.
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Reducing Regulatory Duplications
With the consolidation of municipalities, it means that there would have to be the standardization of
processes put in place to help create consistent service delivery across the multiple municipalities. The
benefits of this approach would be that regulatory functions of municipalities could be consolidated by
reducing the duplication of the functions and inconsistencies could be decreased (ACELG, 2012). The
reduction of these burdens would allow for more efficient processes from an internal and an external
perspective as employees would have a clear reporting structures with reduced inconsistencies. From an
external perspective there is similar processes in place between the different municipalities which
would help citizens when they are dealing with municipal services.

Roles of Other Levels of Government
With many municipal governments moving towards digital government models, provincial governments
or large oversight governments will play an important role to provide central government oversight to
help guide municipalities in the undertaking of digital transformation. Central governments will be able
to help municipal governments to successfully collaborate (Public Policy Institute for Wales, 2017). It is
suggested that they can help to create collaboration as they can bring municipalities together through
efficient coordination. Municipal governments could have an opportunity to improve their day-to-day
operations and their service delivery (Association of Municipalities Ontario, 2017). Conveniently, this will
benefit the municipality and citizens because access to services and timeliness will see improvements
with the help of central oversight.
Interestingly, when municipal governments undertake this approach to service delivery there is reduced
burden on the central government role for funding. It is suggested that there is a decreased burden put
on the central government as the municipal governments using shared services model are operating at
economies of scale (Public Policy Institute for Wales, 2017). As shared services can help alleviate
financial burdens of municipalities on central governments, it is important to remember that central
governments will still play the role of oversight and collaborative mechanism.

Closing Perspectives of the Literature Review
In performing this literature review, several conclusions can be drawn, and questions can be asked. It
can be concluded from the literature that in an ever inter-connected, globalized world, digital
government services are a logical next step in service provision. When juxtaposed with the private
sector, the public sector is lagging in digital services and investment into digital transformations which
arguably leads to a lack of trust in government from a perceived lack of transparency (Sutcliffe, 2017).
Furthermore, with citizens now being accustomed to instant service at their fingertips from the private
sector, they now expect the same from governments, which in increasing pressures on governments at
all levels to digitize.
Much of the literature parallels to the Nova Scotia context. In the literature review, many articles
addressed digital divides. Nova Scotia is similar to those jurisdictions examined in that it is a mix of rural
and urban with an aging population and a mix of connectivity. Nova Scotians experience a similar digital
divide to many places examined in the literature review. Furthermore, Nova Scotia’s economy may not
allow for a large-scale overhaul of service delivery to a digital platform, but there may be opportunities
for smaller scale reforms using a shared service method. From the literature, several questions have
arisen. First, how does Nova Scotia measure in terms of the potential barriers discussed in the
literature? Do Nova Scotian municipalities have the financial and connectivity capabilities to perform
13
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significant digital transformations? Furthermore, do Nova Scotians have a desire for more digital
services at a municipal level, and if so, which services?
The literature indicates that there are many reasons for Nova Scotian local governments to begin a
digital transformation, but with careful planning, clear communications, and effective planning. With
digital government initiatives and shared services becoming a common theme for municipal
governments to consider, it is important to take into account the opportunities and the challenges
presented by a shared services model of service delivery for municipalities. Furthermore, digital
governments can present as better alternative to current methods of service delivery and can foster
more efficient collaboration.

Jurisdictional Scan
This jurisdictional scan has been structured to allow for a detailed examination of comparable
jurisdictions that have shown to have effective examples of shared services, digitally enabled services,
and inter-municipal agreements. As some examples are international examples, it is important to
remember that their governments may have different levels of responsibility, which makes it difficult to
examine their ability to be integrated into the Nova Scotian context, but can be used as good examples
of ‘best practices’ that could be altered to fit the Nova Scotian context.

Scotland
Scotland has been chosen as a case study for further examination as their government has created
successful ventures in shared services and the implementation of a Chief Digital Officer. It should also be
noted that some of the shared services discussed as examples from Scotland may overlap in
responsibility with other levels of governments in Canada, but these examples are still applicable as they
show effective shared services models in a digital context.
Recently, Scotland has implemented its ‘Once for Scotland’ approach, intended to develop and
coordinate better services from the Scottish public sector (Scotland, 2019). Additionally, it was with the
hope to create a standard of services for when citizens interact with the government (Scotland, 2019).
The plan suggested the implementation of shared services would decrease current difficulties that the
public service is faced with by the reduction of geographical and organizational obstacles (Scotland,
2019). This plan is a major step forward to effective digital shared services as it provides guidance in the
right direction for the public sector.
Scotland has also applied a key principal to consider when creating shared services in the public sector.
Which is that where deemed suitable, services should operate and be administrated on a Scotland-wide
basis (Scotland, 2019). However, variance if needed should be justified (Scotland, 2019). This model
aligns with the understanding that in order to have effective shared services there needs to be the
ability for all services to be delivered in a similar way to help increase consistency for the citizens when
they are interacting with governments. Additionally, there is the understanding that if a service needs to
have variance that there needs to be a case made.
Some of the benefit for following this principle are listed as:


The ability to change how services are being delivered to benefit citizens, as they become
shared services and breaking down the barriers that public sector organizations are faced with.
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Creates services that meet the needs of citizens but also ensure it is the most effective and
consistent services.
Increasing accountability of service delivery to customers
Improve and increase efficiency, as well as minimize costs associated with services
Provide strategic governance, to ensure there is suitable direction in place

(Scotland, 2019)
Why they are needed
Scotland made the argument for the need for shared services to reduce barriers, make their systems
more effective and increase efficiency. Specifically, to their health sector, they have implemented this
approach to service delivery. Some of the key functions that are being involved in shared services are:




Human Resources
Finances
Information Technology
 Business Intelligence
(Scotland, 2019)
By sharing these core business functions, the Scottish government is leveraging the economies of scale
and reducing their costs. This was the starting point of their service delivery transformation, which has
now begun to include digitally transforming services to be more efficient for citizen and public servants.
It is outlined in their digital strategy that Scotland has the capability to create effective digital solutions
for public services (Scottish Government, 2019). A priority of this project was to create digitally enabled
shared service to create public-sector reform (Scottish Government, 2019). This initiative was assisted
by the design principles that implied that there was the need to work with citizens when designing
services to ensure that services are user friendly (Scottish Government, 2019). Furthermore, it is
suggested that in order for these services to be effective, they must be developed with the help of
public sector partners. When developing shared services and infrastructure, Scotland suggests that it is
important to ensure that these services are cost reducing and focused on improving front-line services
(Scottish Government, 2019). A final principle worth considering is increasing digital skills of public
servants (Scottish Government, 2019). This is important to consider because digital literacy is imperative
when designing and operating services.
Scotland has created many digital solutions for citizens, with the intention to making accessing services
easier. These solutions are:




Scottish Wide Area Network: which was implemented to create a shared infrastructure network
for over 5,000 government websites. This has also increased the saving for the Scottish
Government.
My account: is a single sign-in system, that allows citizens to easily and securely access
government shared services

(Scottish Government, 2019)
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These solutions are only some of the ways in which the Scottish government has begun to better enable
their citizens and their government departments. They have also developed this digital strategy with the
intention of putting digital initiatives on the priority list for projects (Scottish Government, 2019).
Attached to their digital strategy is their action plan, which lists some key actions that are being taken to
ensure their digital transformation is successful. These are:




The introduction of shared technology systems and platforms to transform public services
Working with the public to ensure that there is a better understanding of how their data is being
used
Ensuring that the digital systems in place are secure

(Scottish Government, 2019)
These are among some of the relevant digital transformation initiatives that are being acted upon that
relate to digital shared services. As these are among many digital actions, it is important to consider that
digital shared services cannot be implemented with a system-wide approach to better service delivery.
This means that Scotland has taken the necessary steps to ensure effective digital transformation
occurs, but also that citizens and employees are aware of the changes that are happening and that they
are prepared for them through awareness and training.
Local Authority in Scotland
On a more local authority level, digital services have increased significantly, which has now allowed
citizens to be able to pay their bills electronically, report repair work when needed and the ability to
access information digitally (Government S. L., 2019). As these are necessary services for municipalities
to operate, digital services have allowed for more attention to be focus on service delivery rather than
the back-office processes.
In addition to these digital initiatives is the formation of the Digital Office for the Scottish local
governments. The appointment of the Chief Digital Officer and a team of employees has been done with
the intention of creating digital transformation solutions for local governments in Scotland (Government
S. L., 2019). The office was formed under the digital transformation strategy for Scotland, thirty councils
united to create the office (Government S. L., 2019). The funding for the digital office was pooled from
the thirty councils as a way to provide digital services for the councils who part took in the funding
(Government S. L., 2019).
In 2016, the formation of the office occurred and led to actions being taken towards to complete the
digital strategy. The digital office is tasked with helping local authorities in collaborating with other
public sector partners to create digital solutions for the local authorities of Scotland (Government S. L.,
2019).

New Zealand
Bay of Plenty Local Authority Shared Services, New Zealand
The Bay of Plenty Local Authority Shared Services (BOPLASS Ltd.) is a company jointly owned by nine
municipal councils. BOPLASS was formed through the initiative of local Chief Executives who identified
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the potential in shared services. Their initial area of focus was on the development of better regional
broadband services.
The project evolved into a broader purpose. The Australian Centre of Excellence for Local Government
(2012) outlines the BOPLASS objective statement as, “Working together with the full support and
involvement of staff, we will provide benefit to Council and their stakeholders through improves levels
of service, reduced costs, improved efficiency and/or increased value through innovation” (p. 40). The
mission statement is carried out through practices in procurement, which increases cost saving and
efficiency, and shared services allows for joint hosting and sharing of services and infrastructures
(Australian Centre of Excellence for Local Government, 2012; “BOPLASS Ltd,” n.d.).
Structure
The participating councils in BOPLESS each hold a $1000 share, giving each council ownership over the
company. The councils appoint an independent board of directors which runs the company in
accordance to the Statement of Intent set forth by the shareholders. The Statement of Intent is updated
on a yearly basis in order for the councils to give frequent direction to the board. As it stands, nine CEOs
of shareholder councils and up to three additional directors comprise the BOPLESS board of directors.
BOPLESS works on an issue by issue basis. BOPLESS works via advisory councils made up of people from
the different councils who have a particular interest in the topic being discussed (Australian Centre of
Excellence for Local Government, 2012).
Powers Vested in BOPLESS
BOPLESS, as it is incorporated, has the rights and privileges of a legal entity. Thus, they are able to not
only act as a representative of the councils but are also able to enter into contractual relationships and
agreements. One key feature is that the shared services are subjected to a formal service agreement
between BOPLESS and the council(s) in the partnership. These agreements outline the services,
activities, location, duration, and process of the agreement, as well as any associated capital (Australian
Centre of Excellence for Local Government, 2012).
Services Provided
BOPLESS operates a user pay system where councils pay an annual fee and for the services provided.
The annual fee depends on the size of the council with smaller councils paying less. BOPLESS offers a
potential for shared services in the following:













GIS
Rates Collection
Joint Software support
Provision for High Speed Broadband
Facilitation of regional broadband services during initial stages
Asset management
Web Services
E-Purchasing
Business continuity
Payroll
Telephone
Consent processing (Australian Centre of Excellence for Local Government, 2012)
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The Bay of Plenty Local Authority Shared Services is one of several local authority shared services in New
Zealand. These companies work with their councils, each other, and with private sector partners in their
operations (“BOPLASS Ltd,” n.d.). In a reflection of lessons learned, several key areas were discussed.
As was also a theme in consultations during this project, it was cited that Chief Executives need to be
the driving force behind this sort of initiative. Beyond that, it is important for these Chief Executives to
act according to their roles; when acting as a BOPLASS director, they remove the Chief Executive hat, so
to speak. Also, it is important to have a predetermined and agreed upon codified culture, which
includes an agreement to compromise. BOPLASS also emphasizes the need for intergovernmental
support. In the case of Nova Scotia, it would be important for the municipalities, the Association of
Municipal Administrators, the Federation of Nova Scotia Municipalities and the Department of
Municipal Affairs to be in some agreement on the terms of the company. Finally, there must be room
for fluidity. It is important to note that through the processes there will be need for changes to be made
at all stages, which relates back to the point on compromise and acting according to the role (Australian
Centre of Excellence for Local Government, 2012; “BOPLASS Ltd,” n.d.)

Ontario
Ontario Municipal Landscape
The Ontario municipal landscape is quite different from that of Nova Scotia, but there are some parallels
that can be drawn. As has been outlined, Nova Scotia consists of 50 municipalities, which are divided
into regional, town, and county municipalities. Nova Scotian municipalities follow a one-tier system,
meaning that the municipality assumes all municipal responsibilities. Ontario takes a mixed approach to
municipal governance, where some municipalities are single-tier and some are two-tier where uppertier and lower-tier are responsible for different service delivery, and governance structures differ
(Government of Ontario, 2018; Ministry of Municipal Affairs and Housing, n.d.-b). In a two-tier system,
some services can be shared with each tier taking some responsibility for the service (Ministry of
Municipal Affairs and Housing, n.d.-a).
Regardless of governance structure and associated service delivery, all 444 municipalities in Ontario are
in a intermunicipal agreement with a shared service delivery focus (Government of Ontario, 2019;
KPMG, 2013). In a report conducted by KPMG (2013) on the results of a survey conducted in 2012 by
the Ontario Ministry of Municipal Affairs and Housing, it was cited that cost reductions, enhanced
quality of services, and increased intermunicipal relations were identified of driving forces of entering
into shared services agreements (KPMG, 2013). As is the case in Nova Scotia, the majority of shared
services amongst Ontario municipalities focused on facilities and infrastructure management (landfills,
roads, planning, facilities, water); emergency services; and procurement (KPMG, 2013; Shared Services
Report, n.d.).
The following case studies will examine successful cases of digital shared services in Ontario. These
cases were selected due to their potential transferability to many Nova Scotian
municipalities. Furthermore, these cases illustrate potential solutions to identified key issues facing
Nova Scotia in regard to broadband service.
The Peel Public Sector Network
The Peel Public Sector Network (PSN) was conceptualized in 1994 and piloted in 1996. The project was
implemented with the intention of providing high speed telecommunications services to the Peel
Region’s municipalities, hospitals, and educational institutions (KPMG, 2013). The motivation for the
PSN was the high financial and time costs associated with investing in technology infrastructure to
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service the many necessary areas in the Peel Region. Thus, to overcome such obstacles, the Region of
Peel, City of Brampton, and City of Mississauga partnered to create a vision for the PSN. The vision
emphasized





a coordinated approach with retained ownership or initial investment
a business case to consider the payback period and cost savings projections
a regional initiative that was based on all potential users in the Peel Region and not just the
partners
an avoidance of competition with the private sector

In the development of the PSN, it was determined that different structure of stakeholders and
shareholders. Those involved in the project were divided into ‘Partners’ and ‘Subscribers’. Partners
were akin to stakeholders, which included municipal partners. Partner responsibilities were related to
the ownership, maintenance, cost, and access to the infrastructure. Initial partners included: Region of
Peel, City of Brampton, City of Mississauga, Town of Caledon. The agreement was struck via the signing
of the Public Sector Network Agreement, which contractually outlined the parameters of the
agreement. A staff report including a draft of the agreement can be seen at
https://www.caledon.ca/en/townhall/resources/StaffReport2016-64.PDF (Town of Caledon, 2016).
Subscribers were akin to shareholders; those who accessed the services provided. The subscribers
included: Credit Valley Hospital, William Osler Health Centre, Trillium Health Centre, Sheridan College,
and University of Toronto, Mississauga Campus. These subscribers paid a combined total of $374,987
for fiscal year 2015, which allowed for a $67,827 increase in their closing balance compared to
projections. (Town of Caledon, 2016)
The timeline for implementation was approximately five years.
Eastern Ontario Regional Network
The Easter Ontario Regional Network (EORN)was implemented with the goal of providing a
telecommunications network to homes and businesses in small to medium sized communities in Eastern
Ontario. The total population of the area is roughly 1 million people consisting of towns and cities with
populations upward of 90,000 people and a landmass over 50,000 square kilometres (KPMG, 2013).
The planning of $175 million EORN began in 2007 and was divided into four implementation phases.





Phase 1: leveraging and improving upon existing infrastructure
Phase 2: providing satellite broadband service to more isolated areas
Phase 3: constructing access points to link people to networks
Phase 4: extension of fibre optics to business parks.

The project included 5,500 kilometres of fibre, 160 points of presence, 250 new subscribers, 200 towers,
service from 2 satellites, engagement with sever internet providers, and the negotiation of 26
contractual agreement including 15 towns and cities and 4 First Nations. (KPMG, 2013; Wood, 2015).
The implementation of the Eastern Ontario Regional Network was done in small, incremental
steps. Wood (2015) also emphasizes that it is important to take the opportunities leverage political will
and funding as it arises. Throughout the timeline of EORN, there were several political initiatives that
worked in favour of the project. Consideration for the EORN began in 2002 and in 2014, the final EORN
zone went live, completing the implementation of the program. After 2014, several maintenance
projects have taken place, and today, EORN continues to work to provide rural broadband and
contribute to the literature on the topic (Wood, 2015).
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In a review of the implications associated with the EORN, Wood (2015) discusses the importance of
exploring links to the private sector and examining ways to mitigate the risk of infringing upon private
sector practices. Furthermore, Wood (2015) discusses how geographic differences can have
implications on shared services, and that a ‘one size fits all’ approach is not generally going to be
functional.
To review the full contents of best practices from the Eastern Ontario Regional Network Project, visit
https://www.eorn.ca/en/resources/fact-sheets/EORN-Best-Practices_Report2017_FINAL-Dec-222017.pdf
In relating the Public Sector Network and the Eastern Ontario Regional Network, there are several
parallels that can be made to the Nova Scotian context. Though there is a large demographic difference
between Nova Scotia and those in the Public Sector Network, there is an opportunity for there to be
centralized ‘Digital Hubs’ in Nova Scotia. The ‘Partners’ and ‘Subscribers’ relationship is something that
has begun to take shape in Nova Scotia and can be expanded. Take for instance the relationship of
Lunenburg, Mahone Bay, and Bridgewater who are similar to the ‘Providers’ and other municipalities
who purchase services form this shared service digital agreement as ‘Subscribers’. As will be outlined in
the recommendations section, there is room for growth in Nova Scotia taking on this sort of model.
Looking to the Eastern Ontario Regional Network, there are demographic parallels ought not be
ignored. The population density and make up of Eastern Ontario is not very dissimilar to that of Nova
Scotia in terms of population distribution and isolation of municipalities. There is opportunity for Nova
Scotian municipalities take note from the incremental approach to the EORN and the role of wardens,
councillors, and chief administrative officers in forging the relationships to implement this type of
project, which will be examined further in the recommendations section. Furthermore, the EORN has
seen significant financial benefits over the long run (Wood, 2015).
Digital Engagement Initiatives
The previous two cases discussed very much focus on the expansion of digital infrastructure to allow for
more access to municipal services and to citizens who have lacking access to internet. In terms of citizen
engagement, many Ontario municipalities have taken steps to make smaller changes to increase citizen
engagement. As can be seen in the Nova Scotian inventory of municipal digital services, many
municipalities have online payment platforms, but digital initiatives to increase citizen engagement are
low in numbers. The following is an overview of small yet impactful initiatives to increase engagement.
Online Permit Purchasing and Renewal
Several municipalities in Ontario have diversified their online services by allowing citizens to purchase
and renew permits online. The Municipality of North Grenville redesigned their website to allow for
online bill payment, application for open air burn permits, and purchase and renewal of dog
licenses. (AMO, 2017). Grenville is not the only municipality to have such services. In Nova Scotia, such
services can be seen in some municipalities.
Government Transparency and Citizen Feedback
In reviewing the Ontario municipal online services, several municipalities have leveraged social media to
gather feedback from the public on important issues. One such means has been through livestreaming
council meetings and/or having a video inventory of on camera proceedings. There are several
municipalities that also provide online meeting agendas for council and committee meetings. In
instances where municipalities offer the aforementioned services but have no employed social media,
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they have done so using their own municipal websites. The Municipality of Grenville also has leveraged
the free service, Survey Monkey to engage members of the public for feedback on key topics (AMO,
2017).
Online Forms
The Halifax Regional Municipality has several online feedback mechanisms in place for members of the
public to make requests of, report issues to, or provide feedback to the municipality; one of the largest
being the Shape Your City initiative. In Ontario, these types of forms on municipal websites are quite
common, especially in smaller jurisdictions (AMO, 2017). Forms have been shown to be a useful tool for
not only providing feedback, but for also registering for municipal events and making appointments.
Points of Note
Many of the larger municipalities and cities in Ontario have made large scale progress in the digitization
of municipal processes. For the purposes of this review, those that best paralleled to a Nova Scotian
context were reviewed. The Association of Municipalities of Ontario offers a comprehensive review of
all initiatives being undertaken in their #OnMuni Online report published in 2017.

Current State Analysis
The purpose of the current state analysis is to give a high-level overview of the framework of
municipalities, which will include:
•
Municipal connections
•
Examples of effective shared service in Nova Scotia
•
Digital Shared-Services in Nova Scotia
•
Rural Municipalities
o Amalgamation
o High-speed internet
o Now or Never Report
•
Municipal Websites
•
Provincial and Federal Government Role
With these topics being explored, it will help to create a better understanding of the appetite for digital
shared services in Nova Scotia and to what scale they should be. Furthermore, the current state analysis
will also help to make the recommendations more applicable to Nova Scotia municipalities.

Municipal Connections
Through relevant documents and conversations with municipal administrators, we were able to create
an understanding of what the current relationships between some of the municipalities may look like
and how they have an influence over certain initiatives.
It is well understood among municipal actors in Nova Scotia, that in order to have an effective shared
service between municipalities, there needs to be an agreement in place that is mutually beneficial to all
parties involved. These agreements can be formal contracts or less formal agreements between relevant
parties. This meaning when a shared service is being considered as an option for service delivery that all
parties should agree to the terms of the agreement while also fulfilling their requirements of the
agreement.
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However, in Nova Scotia there are examples of where these agreements have failed due to breakdown
in working relationships between municipalities. It could be inferred that without a good working
relationship that parties involved could remove themselves at any time because these agreements are
not always a formalized agreement. While on the other hand, there are examples of effective
partnerships between municipalities in Nova Scotia. Both of these will be discussed further on.

Shared Services in Nova Scotia
The concept of shared services is not new in Nova Scotia, as many municipalities benefit from this
approach when creating infrastructure. The current models of shared services in Nova Scotia
municipalities entails a diverse portfolio, but the most common are: economic development initiatives,
waste management, and shared emergency services. With numerous examples being from these
shared-services models, it is clear the willingness of municipalities to take on this approach to service
delivery exists. Furthermore, the realization of these benefits that they provide to the municipalities is
also present.

Intermunicipal Revenue Sharing
A common example of a shared services model in Nova Scotia is intermunicipal revenue sharing, which
is created from revenues of municipalities that can be used to fund projects that help to build
infrastructure in municipalities. The Municipal Government Act of Nova Scotia empowers these
initiatives by helping them to get off the ground by enabling municipalities to share tax revenue
(Province of Nova Scotia, 2018). As the act allows municipalities to pull revenues, Pictou County used
this model to create the Deed Transfer Tax Trust.
In 2009, the intermunicipal revenue sharing model was created in Pictou County to help finance the
construction of a new regional recreation facility and the Aberdeen Hospital renovation (AMANS, 2016).
Both of these facilities were intended to serve the surrounding communities to help improve the quality
of life of the citizens of Pictou County. The partners involved were Municipality of Pictou, Pictou County,
Stellarton and Trenton. The deed transfer tax was used to pool 1% of the transfer tax of home sales into
the trust and then used to help with the cost of the projects (AMANS, 2016). It can be suggested that
this intermunicipal revenue sharing model has been beneficial to the surrounding municipalities and has
had a positive impact.
This example of a shared service between municipalities can be used to shed a positive light on shared
services in Nova Scotia because it shows how municipalities can come together to build infrastructure.
Furthermore, this example shows how municipalities can work collaboratively to create community
resources that benefit citizens.

Failed Shared Services in Nova Scotia
Failure of shared services in Nova Scotia has also been seen. Though there are fewer instances of failed
shared services in Nova Scotia, there have been a few instances where the breakdown of inter-municipal
agreements garnered much media attention. The relationship between the Town of Windsor and the
Municipality of West Hants in their agreement to share fire service broke down and led to increased
expenses being incurred via costs of arbitration and the construction of a new fire department. Though
there is still debate over the cause of the conflict, when the situation is examined, it becomes evident
that a lack of formal, contractual agreement had a large role to play.
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Another example of the breakdown of a Nova Scotian shared service is the case of Valley Waste
Management and service to Annapolis County. Gorman (2018) claims this breakdown was spurred by
an outstanding bill and accumulating debt on the part of Annapolis County.
These two isolated cases illustrate the importance of having formalized agreements in writing when
entering into an inter-municipal agreement.

Digital Shared Service in Nova Scotia
Currently, there are only a handful of municipalities who are using digital solutions for internal and
external purposes. These initiatives are being used across Nova Scotia with some being more successful
than others. Digital shared services can provide municipalities with the means to better connect with
their clients, empower employees and protect their data. With that in mind, some municipalities have
created partnerships which are intended to serve regions close by and lead by example in the Nova
Scotia context.

Lunenburg County Joint Services Board
Lunenburg stands out as prime example the potential of digital shared services in Nova Scotia. They
have implemented an effective digital tool to connect to their citizens. They have been able to combine
many services under one window for citizens to access, thus creating a centralized point of access for
residents. Beyond this, they are able to effectively communicate information to citizens when needed
through the use of digital channels.
The Lunenburg County Joint Services Board’s purpose is to provide IT services to the municipality and
other partner municipalities. The board was enabled under the section 60 of the Municipal Government
Act which is intended to give municipalities and villages the ability to provide joint service, thus creating
a shared services model (Province of Nova Scotia, 2018). Lunenburg County was able to create their IT
services through the political will of the municipalities and pooling of resources and funding across
different municipalities.
From there, they were able to complete a feasibility report, which suggested that this would be a cost
neutral exercise for the municipalities to undertake (AMA Consultation, personal communication, March
18, 2019). However, upon further investigation it turned out to be costlier than initially anticipated. Even
with more upfront costs being realized, the joint services board went forward and was created with the
purpose of managing information systems and improving service quality for residents.
Since commencement, the board has operated with a cost sharing plan, which requires multiple
municipalities to participate in order for operations to work (AMA Consultation, personal
communication, March 18, 2019). This has allowed multiple municipalities to benefit from these shared
services because the infrastructure is able to support their IT services. Some of the functions of the IT
services are a more effective payroll system and transactional services through the use of digital
solutions. Additionally, they were able to create a single firewall to protect the partnering municipalities
from data breaches and since, have not encountered a breach.
Interestingly, the board operates similarly to a third-party service provider because they are operating
outside of a municipal government building and are renting space instead (AMA Consultation, personal
communication, March 18, 2019). This decision to locate the IT services outside of the municipal
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government building stems from the idea that it might complicate working with other municipalities in
the future. Furthermore, their office space is set up in a way to allow working with partner organizations
or customers to be more effective because they have a training room which is multiple purposeful for
client meetings and other activities that municipalities might need in order to operate their IT services.
The Joint Services Board has since expanded their operations and is now servicing customers in
surrounding regions (AMA Consultation, personal communication, March 18, 2019). The expansion of
their services has allowed for growth of their customers and who they are able to partner with. They
have begun teaching other municipalities how to digitize some of their services and what is the most
effective way to reach Nova Scotians. Unfortunately, the joint services board has tried to service
municipalities who struggle with their broadband access but cannot because the signal is too weak to
even develop IT services for them.

Municipal Digital Financial Solutions
A group of nine municipalities in Nova Scotia have undertaken a digital solution for the financial
administration of their municipalities. The digital solution Diamond was to replace an older system that
began to pose as a security risk without continued maintained (The Magnificent Nine). The nine
municipalities sought funding from the provincial government in order to replace the existing system.
This was with the intention for the municipalities to be able to share a new system and save costs for
implementation.
The digital financial administration system was implemented and an intermunicipal agreement was put
in place to ensure all stakeholders understood their role and contributions to the shared service moving
forward (The Magnificent Nine). A board was a created for the shared service and was comprised of
administrators (The Magnificent Nine). After completion of a need’s analysis and RFP for the software, it
was discovered that this was a cost saving exercise for the municipalities to pull resources and use the
software collaboratively, as it would prove to be costlier if the municipalities individually bought the
software.
Alongside the intermunicipal agreement, the Municipality of Antigonish took on the role of the
coordinator of the project. Having a coordinator allowed for a more successful project implementation
because there was clear leadership in place. Furthermore, the municipalities involved have been able to
develop an effective working relationship together through their financial department (The Magnificent
Nine). This collaborative working group between rural Nova Scotia municipalities is a great example of
how a digital shared service could work effectively and efficiently.
Additionally, with the new system, the municipalities have benefited from better Cloud data storage,
ability to access municipal accounts remotely, cost savings and better security (The Magnificent Nine).
These internal benefits can provide municipalities with the digital tools they need in order to operate
more efficiently, while also easing the paper burden. Some additional benefits were the ability to collect
property tax, e-billing and user friendly (The Magnificent Nine). These benefits further allow for the
residents of the municipalities to easily connect with needed services at their convenience and allows
for better informational management of services.
Political Interface
As municipal governments heavily rely on political will for initiatives to be uptake, many shared services
have been created out of partnerships or through contracting out with other municipalities because
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they have had political will attached to them. This is important to factor in when creating shared
services because the service needs to be opportunist for the municipalities and the political powers.
Some of the most successful shared services in Nova Scotia have positive because they have had political
backing.

Rural Municipalities
With Nova Scotia being ranked as one of the most rural provinces in the country and 43% of the
provincial residents living in rural areas, there are potential challenges to connecting residents to
municipal services (Gibson, Fitzgibbons, & Nunez, 2015). As Nova Scotia is made up of many rural
municipalities, it poses a threat to how digitally enabled shared services will be implemented but also
many opportunities. Additionally, these municipalities are facing other challenges such as shrinking
economy and changing demographics (Gibson, Fitzgibbons, & Nunez, 2015). However, for the purposes
of this report the focus will be on the opportunities and threats faced by rural municipalizes in Nova
Scotia when considering implementing digitally shared services.

Amalgamation
Many municipalities in Nova Scotia have amalgamated. Thus, adding a layer of complexity to how shared
services are to be delivered. Municipalities are already under resourced and lack the capacity to
undertake some ventures due to the upfront costs associated with it. In addition to this, rural
municipalities are feeling pressure to delivery services efficiently, while also staying financially afloat.
Currently, smaller municipalities across the province are under financial scrutiny and have been creating
action plans to tackle their issues and avoid further damage (Berman, 2019). One of the municipalities
under scrutiny is The Town of Mulgrave because in their action plan, they equate their financial
struggles to their recent amalgamation challenges that they have been faced with. This is because the
District of Guysborough has rejected Mulgrave’s action plan to amalgamate and has asked for the town
and the province to create a better plan for the community (Berman, 2019). This has caused Mulgrave
to rethink their plan of action and to create a more effective plan moving forward.
Another example of amalgamation in Nova Scotia is in Cumberland County. Parrsboro and Springhill
dissolved into the county to help deal with financial issues. When Springhill was first considering
dissolution in 2014, it was with much concern as many rural municipalities were faced with the same
fears. The town was under a lot of financial pressure to perform while also provide services efficiently to
residents (Taber, 2014). Which ultimately proved to be financially difficult to uphold and forced the
town to amalgamate into the county.
The case for Parrsboro is not that different from Springhill. Parrsboro had many concerns before
considering amalgamation such as: financial issues because of declining revenues, infrastructure
needing repair and wastewater treatment facility costs rising (Nova Scotia Utility and Review Board
oard, 2016) With these issues in mind Parrsboro turned to amalgamation as an avenue for dealing with
these concerns and as well as using Springhill’s effective amalgamation as a guide (Nova Scotia Utility
and Review Board, 2016).
Furthermore, the amalgamation of Parrsboro and Springhill into the county caused debt levels to
increase temporarily (Berman, 2019). This initially caused concern, but the issue is now being dealt with
efficiently. Since this is prime example of Nova Scotia amalgamation, it can be considered a solution for
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municipalities to consider. However, shared services could potentially prove to be an alternative to this
approach.

Rural High-Speed Internet
Many reports and studies have been conducted in Nova Scotia to assess the current state of rural
internet access and the feasibility to increase broadband access across the region. Within a recent
report, there was an analysis that suggested that as of 2016, many rural Nova Scotian municipalities are
still without broadband or good service quality (Department of Business, 2016). Additionally, it was
discovered that there was a significant difference between the rural and urban broadband access,
implying that rural regions in Nova Scotia struggle to gain access to effective broadband and have higher
costs in doing so (Department of Business, 2016). Another discovery is the challenges associated with
the implementation costs of infrastructure to improve broadband across the province (Department of
Business, 2016).
Another report conducted by Develop Nova Scotia has indicated that after analysis of the issue of highspeed internet access, that there is a market failure. This suggests that what will occur is if the private
sector actors tackle the issue of rural high-speed internet access would be a costly initiative with little
benefit (Develop Nova Scotia, 2018). Furthermore, Develop Nova Scotia has set the goal of addressing
the gaps across Nova Scotia and better connecting rural communities (Develop Nova Scotia, 2018). As
this initiative is tasked with addressing these gaps, there is the opportunity for rural municipalities to
benefit from this project.
With all of these factors in mind, it is difficult for rural municipalities to justify the expenses associated
with digitally transforming services if their residents are unable to access them. As this poses major
challenges for the implementation of digitally shared services, there is an opportunity through the
federal government to increase rural broad-band internet services. The federal government has
purposed the implementation of Xplornet which will be investing $500 million to creating high-speed
internet services to rural and remote communities across Canada (Government of Canada, 2019). With
this potential opportunity, there is also the reality that the federal budget outlines a multi-year plan that
suggests that in order for all Canadians to reap the benefits of high-speed internet that it will take till
2030 (Cochrane, 2019). This long-term timeline proves to be a challenge for rural municipalities when
considering the implementation of digital shared services. However, this plan is targeting the ruralurban divide in hopes of boosting the standard of living in rural regions, which in the long-term is a
worthwhile investment of rural Nova Scotian municipalities.

Now or Never Report (Ivany Report)
The Ivany Report is another indicator of the current state of Nova Scotia because it outlines the changes
that have occurred over the last five years since the report, as well as some of the relevant factors that
need to be considered when municipalities in Nova Scotia are planning for shared services.
A core message from the Ivany Report was that rural communities are faced with the decline of public
services and amenities (One Nova Scotia, 2014). This is linked to the instabilities of rural communities to
retain workers and consumers to the areas (One Nova Scotia, 2014). This core issue that municipalities
are faced with can be addressed with a revitalization of service delivery to ensure the rural populations
are still being delivered adequate government services.
Some of the recommendations that came from the report suggested some key issues that municipalities
in Nova Scotia should focus on were in line with this report’s focus, which is to reduce administrations
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costs for municipalities by combing and creating shared services. The Ivany Report recommends that
rural municipalities should consider providing services through combining with other municipalities and
other levels of government (One Nova Scotia, 2014). As this will help to reduce costs, increase efficiency
and reduce duplication (One Nova Scotia, 2014). Many of the benefits of this approach have been
previously mentioned through other jurisdictions and literature, which further implies the potential
opportunities through this approach.

Municipal Websites
The Municipal Online Services Inventory was conducted to take stock of the online transactional
presence of Nova Scotian municipalities. For the purposes of this inventory, transactional services are
defined as services that have an exchange of money, request, or feedback communication. For the
purposes of this inventory, informational services, such as open data and mapping were not included.
The search was to determine which services residents could do online, which would negate the need to
visit, call, email, or otherwise contact the municipal office. The inventory was conducted through a
simple Google search with the name of the town of municipality plus the keywords ‘online services’; for
example ‘Town of Westville online services’. Once a trend was established that many towns and
municipalities offer some sort of online bill payment option, search terms were expanded to include the
name of the town or municipality plus the keywords ‘bill payment’; for example ‘Municipality of East
Hants bill payment’. Once those searches were assessed through Google, each municipal website was
viewed in the search for other potential online services like registration for recreation programs or
booking of recreational facilities. The websites were also assessed to determine whether there was a
centralized, online services page from which residents could access all online services in a one-stop shop
sort of way.
In the assessment of the websites, it was found that most towns and municipalities have either direct
capability or via a third-party platform, to receive payment. The Halifax Regional Municipality offered
the most online services with 52 services listed on their online services page (only transactional services
are listed in inventory). Very few towns and municipalities have a centralized online services page, and
at times accessing online services on municipal sites was difficult to navigate due to complex click paths.
It is also important to note that some towns and municipalities have links to the Government of Nova
Scotia Municipal Payments page, thus removing the need for their own more direct platform. That
being stated, very few towns and municipalities utilized this service. The results of the full inventory can
be found in Appendix 2.

Provincial Government Role
The Nova Scotia Provincial government has implemented shared services as a cost saving exercise for
some core functions. The provincial government currently uses the model of shared services for some
internal processes such as:
•
Finance and payroll
•
Human Resource Services
•
Supply chain service/procurement
•
Information and communication technology services
•
Building infrastructure and assets management
(Province of Nova Scotia, Shared Services, 2019)
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These shared services are spread across all departments, health authorities and crown corporations
(Province of Nova Scotia, Shared Services, 2019). This model is most effective because it helps to
allocate the costs across multiple departments and to help create economics of scale for the provincial
department.

Federal Government Role
The Federal Government plays a crucial role in the development of shared service initiatives for
municipalities as they can act as co-ordinators and funding sources. Additionally, with a new mandate
letter and budget in place for 2019, there are further opportunities for municipalities to consider such
as:
• New infrastructure funding for local communities through a municipal top-up
• Access to high-speed internet for all Canadians
• Bringing high-speed internet to rural, remote and northern communities
(Government of Canada, 2019)
The list above exhibits the federal government’s priorities for the 2019 budget. Many of these initiatives
are continuations of previous projects or re-iterations. A relevant budget point is for the building of new
infrastructure for local communities (Government of Canada, 2019). As this budget point talks
specifically to physical infrastructure, there is still the opportunity for funding to be approved for digital
and IT service for municipalities.
With the announcement of increasing broadband services to all Canadians by 2030, there is the
opportunity for municipalities to benefit from this project (Government of Canada, 2019). Meaning,
municipalities in rural communities have an opportunity to connect easier with their residents and
neighbouring municipalities.

Analysis
This analysis will identify the most prominent areas for opportunity moving forward. The analysis will
also discuss successful ventures that Nova Scotia has undertaken. With Nova Scotia showing its ability to
adapt to new ways of providing services through shared services and digitally enabled services.
Furthermore, shared services in the province have been empowered by the Municipal Act’s section 60,
which allows joint services to be used as a method of service delivery, proving that there is appetite for
this form of service delivery (Province of Nova Scotia, 2018).
Additionally, with many municipalities’ structures being outdated, it is worth the consideration of the
administrators to implement shared services as an alternative to service delivery. This is because it has
been proven as a method of cost saving through Lunenburg and The Magnificent Nine. However,
through further investigation, it is worth noting that the initial start-up costs were costlier than initially
anticipated, but this does not mean in the long-term that it will not be potentially beneficial. Much of
the initial costs of shared services are lump sum, which could prove to be challenging from some
municipalities to budget for.
Moreover, many municipalities in Nova Scotia are already struggling financially struggling and would find
it find it difficult such a large expense without immediate return. However, many shared service benefits
should be considered under long-term benefit because they do take time to set up and create.
Furthermore, there needs to be the political will attached to the shared services initiatives to be
successful and the collaboration with other willing municipalities.
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Another area where Nova Scotia may struggle to see the benefit of shared services is through their
structure. It has been shown through research and local examples that there needs to a clear structure
and oversight authority ready, meaning that a key decision-maker needs to be in place. Without this,
municipal shared services fail to operate effectively as there may be too many leaders involved and no
clear direction in place.
There is a positive outlook for Nova Scotia, as the Lunenburg Count Joint Services Board was formed
successfully. The board was tasked with providing IT services for Lunenburg County and surrounding
municipality and towns. The operation model is adjusted for the size of the partnering municipality,
meaning that they can become funding partners or become customers to the service board. This creates
flexibility for smaller partners who may not be able to contribute as much as other partners may, but
they are still able to receive core services. This model has also proven to be safer for municipalities as
they have not had any data breaches to date.
Another positive example of digital shared services is with the Magnificent Nine who have attributed
their success to the implementation of the financial software Diamond. The service provides the 9
municipalities the ability to digitize their financial services. Thus, adding the potential of more efficiency,
less paper burden and decreased costs. Through their analysis, they discovered that they were able to
save money by purchasing the system as a joint venture because individually it would have cost more to
duplicate the software in each municipality.
Lastly, as Nova Scotia is a rural province, it adds a layer of complexity for the implementation of digital
solutions as broadband internet access is poor in some regions. Thus, creating difficulties for
municipalities who are considering digital solutions for their administration. However, with the federal
government’s announcement of better broadband services across Canada, there is the opportunity for
all municipalities to obtain broadband.

Opportunities and Barriers for Implementation
As discussed in the literature review, jurisdictional scan and current state analysis there are many
opportunities and barriers to the implementation of digital shared services. These are important
considerations for municipalities as there are many competing priorities when it comes to the funding of
projects.
Firstly, an opportunity to consider is that the financial implications of digital shared services are indeed a
cost sharing exercise with the additional opportunity for it to become cost saving as well. This is seen
through the examples provided in the literature and the current state analysis. Many examples also
highlight that it takes time in order for these benefits to be reaped.
Another opportunity could be the increase in cyber security for municipalities. This would help to bring
about better protection for municipalities from cyber threats in the future and there is the further
opportunity to create a shared service where municipalities can create a shared cyber security platform
that is effective. This is also beneficial because it increases the risk sharing for municipalities.
Some barriers to consider with regard to the implementation of a digital shared services are the political
will needed to get these projects approved, broadband infrastructure, demographics of Nova Scotia
municipalities and resources constraints. All of these barriers are important to think about because they
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can be a threat to the growth of a project and a difficulty to overcome. However, that is not to say they
will defeat every proposal but that they are a consideration when these projects are suggested.

Recommendations
The recommendations will focus on tangible goals for the municipalities of Nova Scotia to consider
moving forward. They have been broken down into short term (1-2 years) and medium term (2-5 years)
long term (5-10 years). This was purposeful to account for the difference in the timelines of goals,
abilities to create these connections and the likelihood of these ventures being adopted.

Short Term Recommendations
The short-term recommendations are intended to be used as a starting point for municipalities in Nova
Scotia to take as a first step to familiarize themselves with digitally enabled services. With the long-term
goal of creating effective digital shared services. Most short-term recommendations are focused on
being achievable goals for starting the conversation of digital shared services.
Create Working Groups Between Neighbouring Municipalities
The recommendation is to create a working grouping of neighbouring municipalities, for which will be
responsible to ideate and prioritize a digital shared services solution.
The purpose of this recommendation is to allow for local municipalities to band together to identify
their strengths, weakness, and gaps they need to address in order to create effective digital shared
solutions. This should be one of the first things completed before shared services is implemented
because it will help to align the priorities of these municipalities.
The reason it is recommended is because the creation of the working groups with neighbouring
municipalities will come with many benefits. Such as easier collaboration due to geographical distance
for meetings and workshops, and most likely for the municipalities to have similar priorities. There is
also the potential that the neighbouring municipalities will be able to pull their resources together more
efficiently.
To get the working group more organized, there should be an ideation workshop where ideas are
brought forward by the municipalities, and then they should be discussed. Next, there should a
prioritization workshop created, for which municipal administration is given the core ideas from the
workshop, to then prioritize the most feasible and efficient shared service ideas to carry forward. The
overall point of these exercises will be to align the priorities of the municipalities and get administrators
all onboard with a digital shared services idea.
Capacity Building
It is recommended that the Association of Municipal Administrators offer a series of workshops for
municipal management and staff on digital literacy, computer skills, and web design.
This recommendation is focused on municipal Administrators digital skill building. This initiative has
begun with the Municipal Website Venture, but there is opportunity for the Association of Municipal
Administrators to build capacity amongst municipal staff in transactional digital skills. By starting with
training with the intention of boosting the digital literacy of these administrators, it will most likely build
familiarity with these platforms. Examples of platforms to be used are social media platforms (Facebook,
Twitter) and other useful programs, such as Survey Monkey as a means to build citizen engagement.
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This training will be effective because the management of an online presence can be beneficial for
citizen to connect with their municipalities. Furthermore, by boosting the presence of the municipalities
online there will be increased trust from citizens if they feel they can connect with their municipality.
Recommended areas of training:



Social Media as a tool for public engagement
Survey Monkey of Google Forms as a tool for gathering public opinion

Begin Streaming Council Meetings
The recommendation is for Municipal Council Meetings to be streamed on social media.
This is a current practice in some municipalities and an effective tool for citizen engagement. By
streaming on social media, it is a starting point of citizen engagement. As the meetings are intended as
an opportunity for citizens to engage with their representatives, the digital streaming will help to bring
transparency to local governments. With it being difficult to connect and engage citizen this is a
forward-thinking way to ensure that municipalities are doing their upfront part to bring citizen up to
speed on current issues.
Conduct Further Research on Digital Shared Services for Nova Scotian Municipalities
It is recommended that the Association of Municipal Administrators Nova Scotia to consider submitting a
project topic to the Management Without Borders course with the Dalhousie University Faculty of
Management on one of the topics listed below.
When considering further research on this topic, it is encouraged that it be taken to the graduate level
of Dalhousie as the course Management Without Borders is designed to bring interdisciplinary thinking
to complex problems. The course is also designed to allow graduate students an opportunity to work
with organizations of their interest to provide useful insights moving forward.
Though this study examined a wide variety of services and processes in the literature, there are some
limitations associated with the project that warrants a recommendation for further research.
First, it was difficult for the research team to access information to internal digital processes. This study
focused on service provision externally, but there is room for more research to be conducted on the
potential for digital transformation on internal processes in Nova Scotian municipalities. This would
benefit organizations involved because it would give an in-depth analysis of their current strength and
weaknesses.
Second, there is potential for more research into the feasibility of the recommendations
offered. Presently, at the federal level, there have been priorities made regarding both rural broadband
access and rural economic development. With this, there is potential for additional funding options for
municipal digital practices. Which could lead to more opportunities for Nova Scotia Municipalities to
consider in the future to better connect with their residents and increase their internal capabilities.
Third, there is room for a more comprehensive assessment of the municipal need. This project focused
on digital shared services, but it was lacking an assessment of the municipal political will for digital
services, as well as the needs and priorities of the municipalities. It has been identified through the
research and the current state analysis, that in order to have an effective venture at the municipal level
that there needs to be political will attached to these projects.

31

Digital Shared Services for Nova Scotia Municipalities

Medium Term Recommendations
Website Building for Municipalities
It is recommended that all municipalities in Nova Scotia develop and manage an updated website
With many residents turning to digital service delivery for their municipal services, there is an
expectation that municipalities move their services to a digital channel. As some municipalities in Nova
Scotia currently use social media as a means of communicating, it is important that they maintain that
citizen engagement online, but also create a website where residents can obtain relevant information.
Alongside important information, residents should be able to access forms and documents that they
may need to apply for permits etc.
A step forward as well, would be the implementation of bill payment systems, this would help with the
administration of records because they could remain in a digitally filed system and residents can
conveniently access services online.
Further examples of what could be included on the municipality’s website:
•
•
•
•
•
•

Relevant information
Documents and forms
Applications for permits
Electronic bill payment options
Ability to book recreational facilities
Calendars and online booking and reservations

In addition, municipal administrators and staff who are purposed with the implementation and the
maintenance of the website should be given training on how to manage a municipal website. This will
ensure there is a standard across all website. As was mentioned in the short-term recommendations,
there is an opportunity for the Municipal Website Venture to expand into capacity building on
transactional digital platforms.
The Implementation of a Chief Digital Officer (CDO)
It is recommended that the Association of Municipal Administrators implement the position of Chief
Digital Officer into its staff.
A Chief Digital Officer could work with municipal administrator to assist in the capacity building of
municipal administration and staff to encourage more digital practices within municipalities. A Chief
Digital Officer could be particularly useful in educating and assisting in capacity building in smaller,
struggling municipalities. Given that different municipalities have different access to broadband, a CDO
could tailor learning to the needs of the local municipality.
Some jurisdictions have hired a Chief Digital Officer in the effort to digitize municipal practices. The City
of Vancouver was the first municipal body in Canada to hire a CDO in 2013. Ms. Jessie Adcock, the
Vancouver CDO was mandated “to lead the implementation of the City’s Digital Strategy, which was
approved by Council” in April of 2013 (Vancouver, 2013). Furthermore, the CDO “…will inform,
champion, and support the City’s efforts to leverage digital technology in improving service delivers,
public engagement, and building a successful, resilient economy(Vancouver, 2013). New York City also
implemented a CDO. Their role was to “develop forward-thinking policies on social media, digital
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communications, Web 2.0 initiatives and other tools to better serve the public” (Government
Technology, 2010).
Prioritize Building Digital Internal Financial Services
The recommendation is for neighbouring municipalities to create a working group to judge the feasibility
of implementing a digital financial shared service solution. Then working together to implement the
system.
As some municipalities and counties in Nova Scotia have already begun using this solution for financial
administration, it proven to be a useful resource to implement. They have pooled together many
neighbouring municipalities for the investment of this financial solution Diamond. Diamond has also
provided the municipalities the ability to customize the service to fit their needs. The municipalities
involved in this venture also created a board to run the project and thus created an effective working
group with an oversight position to ensure the project ran smoothly.
It is recommended that other municipalities in Nova Scotia pull together to create a similar working
group to consider this solution and assess the feasibility of the implementation. As there is potential
funding for projects such as these, it is strategic to assess the feasibility to make a business case for its
implementation. Digital financial solutions for municipalities is a great first digital shared service because
most municipalities would have the same needs from the digital solution to make it an affordable, cost
saving and smart investment for municipalities.
It is also important to remember when implementing a shared system that there needs to be an owner
and manager to ensure that the system is taken care of and operated efficiently so that it counties to be
of benefit for the municipalities. A further benefit of this approach is when there is an owner and
manager of the system, there is the ability for it to be contracted out to other municipalities and used as
a service. Meaning that the contracting party has the ability to be a customer of the system and still reap
the benefits of the digital solution.
Review of the Intermunicipal Agreement Best Practices Guide
It is recommended that the Intermunicipal Agreement Best Practices Guide be examined and updated
with more information on how to form and implement an intermunicipal agreement to fit a current Nova
Scotian context.
This examination could be done as a collaborative effort of the Association of Municipal Administrators
of Nova Scotia, Nova Scotia Department of Municipal Affairs, the Federation of Nova Scotia
Municipalities, or the guide could be a foundation from which the Association of Municipal
Administrators creates their own policy.
The Intermunicipal Agreement Best Practice was released in 2006 as a guide for considerations that
Nova Scotian municipalities ought to keep in mind when entering an intermunicipal agreement. Though
the guide outlines several practices based on sound research, the guide focused on best practices for
intermunicipal agreements once they are in place but does not have a solid outline on the formation and
implementation of intermunicipal agreements. During the research and consultations conducted for this
study, it was indicated that many intermunicipal agreements face challenges based on personalities of
those involved, and the political will of differing municipalities. Furthermore, there have been examples
of the failure of intermunicipal agreements due to the lack of formality of the agreements.
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By the Association of Municipal Administrators examining this guide to either create their own policy or
inventory of best practices with a solid guide to the formation and implementation of intermunicipal
agreements, it may encourage municipalities to explore agreements relating to digital services. The
literature review outlines the structure of several shared services agreement forms. There is an
opportunity for the Association of Municipal Administrators to create their own guide to encourage
municipalities to engage in such agreements and to mitigate the risk of these agreements breaking
down.
Increasing the Cybersecurity of Municipalities
The recommendation is that municipalities consider improving their cybersecurity through digital shared
services infrastructure.
Cyber security is a large concern for any digital platform. There has been indication from the literature
review that the having a shared digital service where one municipality or entity is in control of the
infrastructure and the required maintenance increases cybersecurity.
Information on municipal security breaches was easily accessible to the research team, so judgements
around this recommendation are made based on our literature review and would require further
research to assess the need of this recommendation for Nova Scotia.

Long Term Recommendations
‘Digital Hubs’ (modeled off a combined implementation strategy of PSN and EORN)
It is recommended that in the long term the Association of Atlantic Administrators take steps to work in
collaboration with other stakeholders to increase access of broadband in Nova Scotia.
As a first step in this recommendation, it is advisable that a more complete examination of the Eastern
Ontario Regional Network be taken to examine the transferability of the project to a Nova Scotian
context. The jurisdictional scan gives a basic overview of the Eastern Ontario Regional Network. This
model is applicable to the Nova Scotia context because the region serviced by the Eastern Ontario
Regional Network is the same physical size and has comparable population distribution.
There is also a potential to engage the Management Without Borders course at Dalhousie University
Faculty of Management.
Potential Collaboration with Industry Professionals
Digital Nova Scotia is an industry association that is deigned to align the digital and ICT sector with
clients in need. Digital Nova Scotia currently works with many government departments, corporations
and universities. This would be a great opportunity for municipalities to consider helping with the
digitalizing of shared services because the knowledge and expertise that the digital industry is able to
provide. Furthermore, as Digital Nova Scotia has previously worked with other levels of government,
they would have the expertise needed to help create effective government services.
Exploration on the Implementation of a Shared Service Authority
It is recommended that the Atlantic Municipal Administrators and the Department of Municipal Affairs
explore the potential for the implementation of a Shared Service Authority modeled off the Bay of Plenty
Local Authority Shared Services
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It is recommended that this explorative study be conducted in collaboration of the Association of
Municipal Administrators and the Department of Municipal affairs, as it is recommended that this
Shared Service Authority be a provincial authority. Such an authority could facilitate the creation,
negotiation, contracting, and maintenance of inter-municipal agreements. It is the opinion of the
research team that having a Shared Service Authority would be of benefit to Nova Scotian municipalities
as a means to formalize the process and procedure of inter-municipal agreements in Nova Scotia with
the intention of mitigating the risk of inter-municipal conflict. Also, a centralized shared service
authority may encourage municipalities with a geographic disconnect to partake in inter-municipal
agreements instead of the current practice of sharing services with municipalities that share geographic
boundary of closeness.

Conclusions
Our research has shown the benefit of digitally enabled shared services and how it can impact Nova
Scotian Municipalities. In this study, the main take away is that given the current economic and political
climate in Nova Scotia, which is characterized by a rural, aging population with a high rate of
outmigration, there is opportunity for municipalities to move toward digital services to both better
service the public and counteract some of the demographic and infrastructure challenges that Nova
Scotian Municipalities face.
In moving into the next decade, it is crucial the Nova Scotia municipal governments move along as well
with a focus on the digitization of municipal governments, leveraging the potential of shared services
and inter-municipal agreements in order to reach this goal.
Though the short-term recommendations do not focus on infrastructure, it is important for all levels of
government in Nova Scotia to assess the recommendation of increasing broadband infrastructure. The
Eastern Ontario Regional Network (EORN) is a very transferrable jurisdiction to Nova Scotia. The EORN
spans a similar land mass of Nova Scotia with a sparse, rural population and similar demographic and
geographic issues that act as a barrier to Nova Scotians having full and reliable access to broadband.
In conclusion, Nova Scotian Municipalities have an opportunity to not only digitize, but also to
modernize and be a leader in innovation in the region on digital local governments.
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Appendices
Appendix 1
Examples of current shared services in Nova Scotia.

Shared Services in Nova Scotia
Airport
Animal Services
Building and Fire Inspection
Planning and Development
Capacity Building
Community Transit
Cultural/Library
Economic Development
Shared Projects
Emergency/ Health Services
Energy Management
Engineering Services
Equipment Rental
Fire protection
IT Services
Mapping
Mechanical Services
Policing
Purchasing
Recreation
Shared Employees
Shared Project
Tax Collection Services
Tax Sharing
Training
Waste Management/
Environmental Control
Wastewater Treatment
Waste Purchasing
Agreements

Appendix 2
Municipalities website in Nova Scotia
Municipality
Cape Breton

Services Offered
- Paymentus*
- Facilities bookings
- Parking ticket payment

Online Services Page
http://www.cbrm.ns.ca/online-services.html
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Halifax

via Municipal Payment
Site
-Online banking
payment options
-Parking ticket payment
-Register for recreation
programs
-Request for anniversary
message from the
Mayor
-Military retirement
congratulations from
the Mayor
-Invitation for mayor to
attend public event
-Report an issue with a
community sign
-Report litter in parks
and fields
-Report litter on streets
or sidewalks
-Request a new mini
green bin
-Request residential
refrigerant removal
-Report a Halifax Transit
driving complaint
-Report marketing on a
transit vehicle
-Report a Halifax Transit
Operator
- Report a complaint
against a driver
- Report a pothole of
sinkhole
-Report repairs to parks,
playgrounds, or fields
-Contact a councillor
-Ask a question to 311
-Request information
about Civic Event Grant
-Submit a comment or
question about an event
-Report a missing animal
-Update your address
-Register your alarm
-Report a crime to
Halifax Police

https://www.halifax.ca/home/online-services
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Queens
Annapolis
Antigonish

Colchester
Cumberland
Inverness

-Cancel your Halifax
Water account
-Cancel your business’s
Halifax Water account
-Request a new Halifax
Water account
-Request a new Halifax
Water account for your
business
-Request a Halifax
Water account for a
new property
-Request a Halifax
Water account for a
new business
-Contact the Facility
Scheduling office
-Refer a young man to
Souls Strong
-Refer a girl to Girls
United
-Book a park or facility
for your wedding
-Contact Halifax
Recreation
-Refer a youth to the
Youth Advocate
Program
-Birthday message from
the mayor
-Payments via online
banking
-Payments via online
banking
-Payments via online
banking
-Registration for
recreation programs
-Payments via online
banking
-Payments via online
banking
-Paymentus
-Payments via online
banking
-Paymentus
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Kings

Pictou
Richmond

Victoria
Argyle

Barrington
Chester

Clare
Digby
East Hants
Guysborough

-Virtual City Hall
(coming soon)
- Payments via online
banking
-Paymentus
-Dog registration
-Registration for
recreation program
-Building inspection
requests
-Recorded council
meetings
No apparent online
services
-Apply to register a
heritage property
-Request for address
change
-Richmond Arena online
booking
-Request for eSend
billing
-Payments via online
banking
-Paymentus
-Payments via online
banking
-Paymentus
-Registration for
recreation program
-Payments via online
banking
-Paymentus
-Payments via online
banking
-Paymentus
-Registration for
recreation program
-Payments via online
banking
-Paymentus
-No apparent online
services
-Payments via online
banking
-Payments via online
banking

http://www.countyofkings.ca/services/

https://www.richmondcounty.ca/eservices.html
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Lunenburg

Shelburne

St. Mary’s
West Hants

Yarmouth

Towns
Amherst

Antigonish
Berwick
Bridgewater

Clark’s
Harbour
Digby

-Payments via online
banking
-ActiveNet (Recreation
programming and
booking)
-Payments via RBC
online for taxes
-Tipping fees via online
banking
-Plastiq*
-Solid waste sorting app
-Payments via online
banking
-Online Payments (Page
down on April 2)
-General Feedback
-Request to cancel
water service
-Dangerous and
unsightly premises
complaints
-Council meeting
livestreaming
-Payments via online
banking
-Paymentus
-Online billing via ePost
-Payments via online
banking
-Plastiq
-Business innovation
facility centre booking
-Payments via online
banking
-Payments via online
banking
-eServices portal
-Bill payments
-Service requests
-Payments via online
banking
-Plastiq
-Waste sorting web app

https://ca.apm.activecommunities.com/modl/Home

https://www.westhants.ca/online-resources.html

https://www.bridgewater.ca/townservices/finance/eservices-guide-and-login

-Payments via online
banking
46

Digital Shared Services for Nova Scotia Municipalities
Kentville
Lockeport
Lunenburg
Mahone Bay
Middleton
Mulgrave
New Glasgow
Oxford
Pictou
Port
Hawkesbury
Stellarton
Stewiacke
Trenton
Truro
Westville
Windsor
Wolfville

Yarmouth

-Paymentus
-No apparent online
services
-Payments via online
banking
-No apparent online
services
-Payments via online
banking
-No apparent online
services
-Payments via online
banking
-Plastiq
-No apparent online
services
-Payments via online
banking
-Paperless billing
-No apparent online
services
-Payments via online
banking
-Plastiq
-No apparent online
services
-Payments via online
banking
-Plastiq
-Plastiq
-Payments via online
banking
-Paymentus
-eBilling
-Plastiq
-Payments via online
banking
-Parking ticket
payments
-Council meeting
livestreaming
-Paymentus

*Paymentus and Plastiq are third party companies that take credit card payments on behalf of the
municipality.
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Appendix 3
Map of digital services for Municipalities in Nova Scotia
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