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MESSAGE FROM THE PRESIDENT

It has been a long time since NSFM had a strategic plan. The organization has
changed, the municipal landscape has changed, and the challenges our members
face bear little resemblance to those of the past. What you are reading is built
for where we are now.

Every municipal leader in this province knows the feeling: the work grows, the
resources don't, and the expectation is that you'll figure it out. Our communities
are counting on us to deliver and the challenges we face are more complex than
they were even a few years ago.

That is exactly why NSFM needs a strategic plan. Not a wish list, and not a
summary of what we already do. A focused plan that identifies where this
organization can make the greatest difference for Nova Scotia's municipalities
over the next four years.

The Board's direction was clear from the beginning: focus. Concentrate NSFM's
energy where it matters most and where we are uniquely positioned to deliver
value that no other organization in this province can. It is ambitious, but it is
also realistic, built for an organization of our size, grounded in the needs our
members have told us matter.

On behalf of the Board of Directors, I am proud to present NSFM's Strategic
Plan 2026-2030. It sets a direction we can build on, together.

David Mitchell
President
Nova Scotia Federation of Municipalities



MESSAGE FROM THE CHIEF EXECUTIVE OFFICER

Nova Scotia's municipalities are where governance meets daily life. They are
where roads are maintained, water is delivered, land use is planned, and
communities are built. The 49 municipalities that make up NSFM's membership
are as diverse as the province itself, and the challenges they face have never
been more complex: housing pressures, aging infrastructure, climate adaptation,
fiscal constraint, and the ongoing work of delivering essential services to Nova
Scotians.

NSFM exists to ensure that municipal voices are heard, municipal leaders are
supported, and municipal priorities are represented at every table where
decisions affecting local government are made. We have a strong foundation: a
clear legislative mandate, an engaged Board of Directors, a dedicated staff, and
a portfolio of programs and services that deliver real value to our members
every year.

This Strategic Plan sets out the direction for 2026 to 2030. It was built through a
deliberate process: a comprehensive scan of peer organizations across Canada
and beyond, a visioning exercise with our Board and Senior Management Team,
and sustained collaboration among staff. It reflects what we heard, what we
learned, and what we believe NSFM must focus on in the years ahead.

Of course, this is not a plan that tries to do everything. It is a plan that focuses
on the things that matter most and that NSFM is uniquely positioned to deliver.
I am confident that with the support of our Board, our members, and our staff,
we will build on the strong foundation we have and create something of lasting
value for Nova Scotia's municipalities.

Juanita Spencer
Chief Executive Officer
Nova Scotia Federation of Municipalities



TABLE OF CONTENTS

Message from the President ..................

Message from the Chief Executive Officer

Vision, Mission, and Guiding Principles ...

Strategic Plan Framework ...................

Strategic Pillars, Directions, and Outcomes ... i

4+ Pillar 1: Strengthen Advocacy ...

4+ Pillar 2: Invest in Education and Training ...,

4+ Pillar 3: Expand Programs and Fund Administration .......................................

4 Pillar 4: Know and Reach Our Members ........cooviiiiimiiiit e

4+ Foundational Pillar: Strengthen the Organization ................................ol

Serving All 49 Municipalities ................

A Commitment to Action .....................



VISION, MISSION, & (GUIDING PRINCIPLES

VISION

Effective local government and strong, sustainable communities.

MISSION

To enable effective local government for Nova Scotia's communities by facilitating strategic advocacy,
education, and collaboration.

GUIDING PRINCIPLES

4+ Focused Advocacy: We commit to focused advocacy, passionately championing the causes and issues
that align with our vision and mission.

+ Financial Stability: We commit to continuity rooted in the belief that financial stability is essential to
achieving our mission and making a lasting impact.

4+ Integrity: We commit to honesty, transparency, and ethical behaviour in all our interactions and
decisions.

+ Responsiveness: We commit to being responsive in all our interactions and operations.

+ Collaboration: We believe that collaboration is essential for achieving our best outcomes.



STRATEGIC PLAN FRAMEWORK

STRATEGIC PILLAR 1: STRENGTHEN ADVOCACY
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STRATEGIC PILLAR 1. STRENGTHEN ADVOCACY

NSFM's legislative mandate, its policy priorities, and its Advisory Committee structure provide a strong
foundation for advocacy. What needs to change is not the substance of advocacy but its discipline and
visibility. Too many priorities pursued at once dilute impact. Members who cannot see the work cannot
value it.

This pillar commits NSFM to a more focused advocacy approach: fewer priorities pursued with greater
depth, a deliberate shift toward proactive collaboration with the Province, and plain-language
communication that makes the organization's advocacy work visible and understandable.

STRATEGIC DIRECTIONS

1.1: Develop and implement an Advocacy Policy that codifies how NSFM selects, prioritizes, pursues,
and communicates its advocacy priorities. This policy will create a single, clear framework that the
Board can use to maintain focus and that members can use to understand NSFM's approach.

1.2: Strengthen NSFM's role in policy development at provincial and federal levels. Proactively,
this means advancing NSFM's own policy initiatives, informed by member needs and grounded in
evidence. This includes positioning NSFM as a collaborative partner that advises on what municipalities
need, particularly in the design of policy initiatives, before those initiatives are finalized. Reactively, this
means responding to proposed provincial and federal policy with timely, well-researched positions that
reflect the interests of Nova Scotia's municipalities.

1.3: Make advocacy visible through plain-language materials. Develop NSFM Fact Sheets and
Legislative/Policy/Advocacy Bulletins that follow a consistent format: what is the issue, why it matters
to municipalities, and, if relevant, what NSFM is doing about it. Publish these in a dedicated, accessible
section of the NSFM website and distribute them directly to members. These materials serve a dual
purpose: they communicate advocacy work and they educate members on the issues themselves.

1.4: Focus advocacy efforts for maximum impact. Concentrate organizational energy on the priorities
that matter most to the greatest number of municipalities, consistent with the Advocacy Policy and the
guidance of the Board and Advisory Committees. Depth of engagement on fewer issues will produce
stronger outcomes than surface-level attention to many.

DESIRED OUTCOMES

v" NSFM's advocacy approach is documented, understood, and consistently applied. Members can
describe what NSFM advocates for and how.

v The provincial government actively seeks NSFM's input when developing policies and programs
that affect municipalities. NSFM advances its own initiatives proactively and responds to proposed
policy with substance and credibility.

v" Members across all 49 municipalities receive regular, plain-language updates on issues affecting
municipalities and on NSFM's advocacy efforts and their results.

v" NSFM is recognized by members, government partners, and stakeholders as a focused and effective
advocacy organization that delivers results for Nova Scotia's municipalities.



STRATEGIC PILLAR 2: INVEST IN EDUCATION, TRAINING & MENTORSHIP

Nova Scotia's municipalities are governed by elected officials and administered by professional staff
who face increasingly complex challenges, from housing and infrastructure to climate adaptation and
fiscal constraint. Many of these leaders, particularly newly elected officials, take office without formal
training in municipal governance. NSFM is uniquely positioned to fill this gap. No other organization in
the province can provide the breadth of education, training, and resources that municipal leaders require,
grounded in the specific realities of Nova Scotia's legislative and regulatory framework.

This pillar commits NSFM to building a comprehensive education and training offering that becomes
the defining reason municipal leaders turn to the organization for support. The destination is a structured
and recognized program that positions NSFM as the province's centre of excellence for municipal
leadership development.

STRATEGIC DIRECTIONS

2.1: Develop a suite of handbooks, guides, and educational resources for elected officials, newly
elected officials, and municipal staff. The Handbook for Newly Elected Municipal Officials is the first
priority. Subsequent resources will be developed in response to identified member needs and may
include topic-specific guides on subjects such as governance, finance, land use planning, and emerging
issues like artificial intelligence in local government.

2.2: Build a structured education, training, and mentorship program that moves beyond individual
conferences and webinars toward a coherent curriculum. This program will be informed by a targeted
assessment of member skills, gaps, and training priorities. It will include mentorship opportunities that
connect experienced municipal leaders with newer officials, leveraging the knowledge and experience
within NSFM's own membership. Over the plan's horizon, the program will develop defined offerings
and a clear progression that helps municipal leaders build capacity throughout their terms of service.

2.3: Develop advocacy and policy materials that also educate. The fact sheets and bulletins described
under Pillar 1 are also education products. They build member understanding of policy issues,
governance processes, and legislative dynamics. Education and advocacy are mutually reinforcing
functions and will be treated as such.

DESIRED OUTCOMES

v NSFM is the recognized go-to resource for municipal leadership development in Nova Scotia.

v Every newly elected official in the province has access to an NSFM-developed handbook and
orientation resources within their first months in office.

v' NSFM offers a coherent suite of educational resources and training programs that respond to
demonstrated member needs and build capacity across the full spectrum of municipal governance.

v" Municipal leaders across the province associate NSFM with professional development, practical
knowledge, and governance excellence.



STRATEGIC PiLLAR 3. ExpAND PROGRAMS & FUND ADMINISTRATION

NSFM's portfolio of programs and services, from Group Benefits to the Sustainable Communities
Challenge Fund, delivers tangible value to member municipalities every year. These programs save
municipalities money, reduce administrative burden, and provide access to resources that individual
municipalities could not secure on their own. They also represent a significant portion of NSFM's
revenue base, which means their strength is inseparable from the organization's financial health.

At the same time, NSFM has identified a lack of revenue diversification as a significant organizational
risk. Continued reliance on a concentrated set of revenue sources limits strategic flexibility and leaves
the organization vulnerable to disruption. This pillar commits NSFM to protecting and expanding its
program base, actively pursuing revenue diversification, and building on its demonstrated strength in
fund administration to deepen its partnership with the provincial government.

STRATEGIC DIRECTIONS

3.1: Position NSFM as the Province's preferred partner for delivering funding programs to
municipalities. Build on demonstrated success in fund administration and on the Funding Portal's reach
and credibility to pursue opportunities to administer additional government-funded programs. Each new
program administered strengthens NSFM's service to members, deepens its partnership with the
Province, and contributes to revenue diversification.

3.2: Integrate NSFM-administered funding programs into the Funding Portal to create a single hub
where municipalities can both discover funding opportunities and apply to programs administered by
NSFM. This consolidation increases the Portal's value to members and its attractiveness to the provincial
and federal governments as a delivery mechanism.

3.3: Actively pursue revenue diversification. Research and develop new revenue opportunities,
including innovative member programs, new fund administration contracts, enhanced approaches to
event revenue, and new service offerings that respond to identified member needs. Revenue
diversification is the precondition for organizational independence and strategic flexibility.

3.4: Maintain and continuously improve existing programs and services. The current program
portfolio is a strength that must be sustained. Programs will be regularly reviewed for relevance, quality,
and revenue contribution, and adapted in response to member needs and market conditions.

DESIRED OUTCOMES

v" NSFM administers an expanded portfolio of government-funded programs and is recognized by the
Province and federal government as a reliable, capable delivery partner for municipal funding.

v" The Funding Portal functions as a single, integrated hub for funding discovery and program
application, serving municipalities across Nova Scotia.

v" NSFM's revenue base is diversified, reducing dependence on any single source and enabling the
organization to invest in its strategic priorities with confidence.

v" Member municipalities continue to receive tangible, measurable value from NSFM's programs and
services, including cost savings, access to funding, and reduced administrative burden.



STRATEGIC PiLLAR 4. Know & REacH Our MEMBERS

NSFM serves 49 municipalities that span the full range of Nova Scotia's communities: urban,
suburban, and rural; coastal and inland; well-resourced and stretched thin. The organization's
effectiveness depends on understanding what these municipalities and their elected officials actually
need, reaching them through channels they use, and communicating in ways that are clear,
accessible, and relevant.

As NSFM's membership evolves with each electoral cycle, the organization must continually invest
in understanding who its members are, what challenges they face, and where they need support.
Communications must reach individual elected officials, not only municipal offices. And members
who are aware of the programs, services, and advocacy work available to them are better positioned
to benefit from their membership and to serve as effective partners in the organization's work.

STRATEGIC DIRECTIONS

4.1: Invest in understanding the membership. Conduct a targeted assessment of elected officials,
their demographics, experience, and skills, to build the evidence base that informs education
programming, advocacy priorities, and service delivery. This assessment is foundational. When
NSFM understands who its members are, it can serve them with precision rather than assumption.

4.2: Redesign member communications for clarity and reach. Restructure the NSFM website to
foreground advocacy and education, with topic-specific portals, accessible navigation, and a
dedicated space for fact sheets, bulletins, and educational resources. Develop communications
approaches that reach individual elected officials, not just municipal offices, including integration of
NSFM materials into council meeting packages and direct distribution to members.

4.3: Ensure all 49 municipalities are served. NSFM's advocacy, education, programs, and
communications must reach every member municipality, not only those with the most capacity to
engage.

4.4: Help members understand the full value of their membership. Members who understand
what NSFM does, the results it achieves, and the resources it offers are more engaged, more likely to
participate in advocacy, and more likely to see NSFM as essential to their work. Ensuring members
are informed about the organization's work and offerings is itself a service to the members.

DESIRED OUTCOMES

v" NSFM has a current, evidence-based understanding of its membership and uses that
understanding to shape its advocacy, education, and service delivery.

v The NSFM website is organized around the needs of members, with accessible, well-structured
content on advocacy, education, programs, and funding.

v" Communications reach individual elected officials across all 49 municipalities. Members are
aware of NSFM's advocacy work, available programs, and educational resources.

v" NSFM is the default resource municipal leaders turn to when they need information, training, or
support.



FounDpDATIONAL PiLLAR: STRENGTHEN THE ORGANIZATION

The four strategic pillars above describe what NSFM will do. This foundational pillar describes what
NSFM must build and sustain in order to do it. Ambitious strategic commitments require an
organization with the governance, financial stability, staff capacity, and operational discipline to
follow through. For an organization of NSFM's size, strategic partnerships are one of the primary
mechanisms for extending that capacity: the right formal arrangements with the right partners can
enable NSFM to deliver beyond what its own resources would allow. This pillar is not a competing
priority. It is the foundation on which the other four pillars stand.

STRATEGIC DIRECTIONS

5.1: Ensure financial sustainability through prudent stewardship. Pursue revenue diversification
that aligns with NSFM’s mandate while enhancing long-term stability and flexibility. Direct
organizational spending toward strategic priorities to ensure financial decisions support sustained
organizational stability.

5.2: Foster innovation and productivity. A small team with a broad mandate must find ways to do
more with what it has. NSFM will make intentional efforts to adopt new ideas and tools, improve
how work is done, and leverage technology to increase efficiency and service quality.

5.3: Invest in people and organizational culture. Continue building a workplace that attracts and
retains qualified staff, supports professional development, and fosters collaboration. Strengthen
governance practices, including Board orientation, role clarity, and accountability, to ensure the
Board is positioned to provide effective strategic direction.

5.4: Strengthen external partnerships and collaborations. Deepen engagement with the federal
government, the Province, FCM, other municipal associations, the Atlantic Mayors Congress,
AMANS, post-secondary institutions, and other stakeholders. Where these relationships present
opportunities for formal partnerships, NSFM will pursue them with clear intent, recognizing that not
every relationship needs to be a partnership, and not every partnership delivers equal strategic value.
This direction commits NSFM to distinguishing between general engagement and strategic
partnerships: formal arrangements with defined scope, shared objectives, and mutual accountability.
NSFM will identify and prioritize the partnerships that most extend its capacity to deliver on the
strategic pillars in this plan and invest in fostering those partnerships with purpose and discipline.

DESIRED OUTCOMES

v" NSFM remains financially healthy, strategically focused, and capable of sustaining operations in
the future.

v’ The organization operates efficiently and effectively, leveraging technology and sound practices
to maximize the impact of a focused team.

v" NSFM is recognized as a well-governed, professionally managed organization that attracts
capable staff and develops their skills.

v’ External partnerships actively contribute to NSFM's advocacy, education, program delivery, and
member engagement.
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SERVING ALL 49 MUNICIPALITIES

Regional responsiveness is not a pillar. It is a lens that applies across every pillar in this plan.

NSFM's membership includes municipalities that differ in size, capacity, and the challenges they
face. They operate at different scales and engage with NSFM in different ways.

This plan commits NSFM to ensuring that:
e Advocacy priorities reflect the concerns of municipalities of all sizes and regions.
e Educational materials and training programs are accessible to officials in every municipality,
regardless of geographic location and municipal resources.
e Programs and services are designed with the full range of the membership in mind, including
municipalities with limited administrative capacity.

e Communications reach elected officials in every region, through multiple channels, in formats
that are accessible and relevant.

¢ Organizational decisions are evaluated for their impact on the full membership.

Regional responsiveness is not a separate initiative. It is a standard by which every strategic
direction in this plan will be measured.

11



A COMMITMENT TO ACTION

This plan will be implemented through NSFM's annual Business and Operations Plan, which
translates strategic directions into operational priorities, tasks, and resource allocations for each
fiscal year. The CEO will report to the Board on progress, and strategic directions will be reviewed
and adjusted as needed to respond to changing conditions and the evolving needs of our members.
This is a living document, not a static one.

A strategic plan is only as strong as the commitment behind it. NSFM's Board of Directors, staff, and
members have shaped this plan, and their continued engagement will determine its success.
Together, we will build on the strong foundation NSFM has established and deliver lasting value for
the municipalities and communities we serve.

12
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NOTES FOR ILLUSTRATION ONLY (Not Part of the Final Strategic Plan)

Notes 1 and 2 support the cases for strategic directions under Pillar 2 (Invest in Education, Training
and Mentorship) and Strategic Direction 1 under Pillar 3 (Expand Programs and Fund
Administration). Note 3 shows how the Board and Senior Management visioning exercise shaped the
Strategic Plan and how the Strategic Plan and the current Business and Operations Plan work
together. These notes are intended as background for the Board of Directors, CEO, and Senior
Management Team during their review of the draft Strategic Plan. They will not appear in the final
document.

Note 1: Why Education and Capacity Building Should Be a Signature NSFM
Offering

Municipal leaders need more training than the system currently provides. In Nova Scotia,
elected municipal officials take office with limited formal preparation in municipal governance.
While the Province is taking steps to address this gap, there is currently no comprehensive,
structured, ongoing education program designed for the full range of challenges officials face. A
newly elected councillor may be responsible for decisions affecting infrastructure, land use, budgets,
and public services with minimal preparation in any of these areas. And this gap extends beyond
newly elected officials to experienced leaders navigating emerging challenges like climate
adaptation, housing, and artificial intelligence in public administration.

NSFM is positioned to lead in filling this gap. The Province's efforts in this area are a positive
development that NSFM supports. But municipal leaders need more than what any single initiative
can provide. They need ongoing, practical education that responds to the specific challenges of
governing in Nova Scotia, delivered by an organization that understands municipal realities from the
inside. NSFM is the only organization in the province with the legislative mandate, the provincial
scope, the subject-matter expertise, and the member relationships to build this kind of
comprehensive offering. Provincial efforts and NSFM's education program are complementary: the
Province addresses foundational needs, and NSFM builds from there.

The jurisdictional scan shows what ambitious looks like. Across the scan of Canadian provincial
municipal associations and US state municipal leagues, the organizations with the most distinctive
value propositions are consistently those that have invested in structured education offerings. Several
examples stand out:

e The Maine Municipal Association has implemented a Learning Management System (LMS)
that provides a centralized platform for accessing educational resources, enabling municipal
officials and staff to complete programs at their own pace and on their own schedules. MMA
treats education delivery as a core organizational function, not a conference add-on.

e The Union of British Columbia Municipalities (UBCM) offers a range of educational
resources, including online courses developed in partnership with the provincial government,
comprehensive guides to local government operations updated every electoral cycle, fact
sheets on key governance topics, and regular webinars.
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Several organizations offer tiered training programs with defined levels, structured courses,
and recognition upon completion, creating a progression pathway that keeps officials
engaged with the organization throughout their terms of service.

Many associations have developed comprehensive handbooks for elected and newly elected
officials that serve as both orientation tools and ongoing reference resources, establishing the
association as the first point of contact from the moment an official takes office.

The strategic logic. A comprehensive education offering does three things for NSFM
simultaneously:

1.

It makes NSFM the default resource for municipal leaders. An official who receives their
first handbook from NSFM, completes their orientation through NSFM, and builds their
governance knowledge through NSFM programming will turn to NSFM first whenever they
need support. This is the "go-to" status the Board identified in the visioning exercise; and
education is the most reliable path to achieving it.

It strengthens advocacy. Municipal leaders who understand governance, policy, and
legislative processes are more effective advocates for their communities and more engaged
participants in NSFM's advocacy work. Education and advocacy reinforce each other: better-
informed officials make NSFM's collective voice sharper and more credible.

It creates lasting institutional value. Conferences and webinars are valuable but ephemeral.
Handbooks, training curricula, and structured programs are assets that accumulate over time,
can be updated and expanded, and become increasingly valuable as the library grows. Over
the plan's horizon, these resources become a body of work that distinguishes NSFM from
every other organization in the province.

What this means in practice. The Strategic Plan does not commit NSFM to building a Municipal
Training Institute on day one. It commits to a progression:

Near term: Develop the Handbook for Newly Elected Municipal Officials and begin
producing topic-specific educational resources. Conduct a targeted assessment of member
training needs.

Medium term: Build a coherent suite of training offerings informed by the needs
assessment. Move beyond ad hoc conferences and webinars toward a structured curriculum
with clear purpose and progression.

Long term: Establish NSFM's education program as a recognized, structured offering —
potentially with defined levels and a clear development pathway — that is the province's
centre of excellence for municipal leadership development.

The pace and form of this progression will be determined by member needs, organizational capacity,
and available resources. But the direction should be set now, in this plan, because the opportunity is
real and no one else in Nova Scotia is positioned to pursue it.

The bottom line. Education, alongside fund administration (see Note 2), is one of two areas where
NSFM has the potential to become genuinely irreplaceable. The organization already has the
mandate, expertise, and member relationships. What it needs is the strategic commitment to build
something no one else in the province can offer.
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Note 2: Why Fund Administration Expansion Is a Realistic Strategic Direction

NSFM's demonstrated track record. NSFM currently administers two significant government-
funded programs: the Sustainable Communities Challenge Fund (SCCF), a $30 million provincial
grant program for local climate action, and the Coastal Planning Support Program (CPSP), a $1
million provincial grant program for municipalities to hire consultants to support coastal land use
planning initiatives. Both programs require rigorous compliance, transparent stewardship of public
funds, and effective coordination with member municipalities. NSFM has delivered on both.

The Funding Portal as leverage. The Funding Portal at nsfunding.ca launched in 2025 and has
rapidly become the most recognized grant-finding tool in the province. Within months of launch,
Portal attracted over 10,000 monthly views. More than 1,500 people across Nova Scotia's
municipalities (Mayors, Wardens, Councillors, CAOs, and non-profit leaders partnering with
municipalities) are receiving the funding newsletter, with an open rate exceeding 60%.

This reach is significant for two reasons. First, it means NSFM already has the distribution
infrastructure to connect municipalities with government funding programs at scale. Second, it gives
NSFM a credible basis for positioning itself as the Province's delivery partner: the organization that
can both administer programs and ensure municipalities know about them.

The jurisdictional scan evidence. During the jurisdictional scan conducted for this Strategic Plan,
all Canadian provincial municipal associations, 49 US state municipal leagues, and the Federation of
Canadian Municipalities (FCM) were researched. The finding: only FCM operates a comparable
funding platform. And it administers a substantial portfolio of government-funded programs,
reaching billions of dollars. No other provincial municipal association in Canada has built what
NSFM has built with the Funding Portal. This is a genuine competitive advantage.

The practical argument. Even a surface-level analysis of federal and provincial funding programs
of the last couple of years is enough to notice that a significant proportion of federal and provincial
grants are directed toward sophisticated pilot projects. These are valuable programs. But
municipalities are also struggling with basic operational and infrastructure challenges — maintaining
libraries, renovating roads — and available funding does not always align with those needs. With
provincial budget constraints tightening the pool of available resources, where and how the Province
directs funding matters more than ever.

NSFM is positioned to help the Province get this right. Rather than reacting after funding programs
are designed and announced, NSFM can work with the Province early in the process, advising on
what municipalities actually need. The Funding Portal's data — what municipalities are searching
for, what programs generate the most interest, where the gaps are — provides evidence that no other
organization in the province can offer.

The bottom line. This strategic direction is not aspirational. NSFM has the track record, the
infrastructure, and the member reach to take on an expanded fund administration role. What it
requires is a deliberate, sustained effort to position the organization with the Province and federal
government as the preferred delivery partner for municipal funding programs.
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Note 3: From Visioning Exercise to Strategic Plan

The Board and Senior Management visioning exercise surfaced clear priorities that shaped the
Strategic Plan's direction. The table below shows how the major themes from the exercise are

reflected in the plan.

Visioning Exercise Theme

Where It Appears in the Strategic Plan

Focus & Execution: ""We are trying to
do too much" — the strongest signal
from the exercise. Multiple voices
called for fewer priorities pursued with
greater depth.

This became the organizing principle of the entire plan. The
four-pillar structure, the Advocacy Policy direction (Pillar
1, Direction 1.1), and the explicit commitment to "depth of
engagement on fewer issues" (Direction 1.4) all respond
directly to this concern. The plan is deliberately focused
rather than comprehensive.

Advocacy clarity: members don't
understand our approach — the
Board identified that NSFM's advocacy
work is not visible or well understood
by the membership.

Pillar 1 addresses this directly. Direction 1.1 (Advocacy
Policy) creates a framework members can understand.
Direction 1.3 (plain-language fact sheets and bulletins)
creates communication products that make advocacy work
visible.

Provincial relationship: "proactive
and collaborative instead of reactive
and combative' — an answer to "If the
Board could accomplish one thing..."

Pillar 1, Direction 1.2 commits NSFM to strengthening its
role in policy development, both proactively (advancing
NSFM's own initiatives) and reactively (responding to
proposed policy). The plan frames both modes as essential.

Knowing the membership: "We do
not know a lot about who our
members are" — identified as a
foundational gap that affects everything
from training to communications.

Pillar 4, Direction 4.1 commits to a targeted assessment of
elected officials. The plan treats understanding the
membership as foundational to education programming,
advocacy priorities, and service delivery.

Education and training: "Building
governance skills, subject matter
knowledge and capacity'" — identified
as what NSFM does at its absolute best.

Pillar 2 is built entirely around this theme. The plan
elevates education from an activity NSFM performs to a
strategic direction that can make the organization
irreplaceable. The mentorship concept raised in the exercise
is incorporated into Direction 2.2.

Reaching individual elected officials
— concern that NSFM's
communications don't reach individual
councillors, only municipal offices.

Pillar 4, Direction 4.2 (redesign member communications)
and Direction 4.3 (ensure all 49 municipalities are served)
address this directly. The plan commits to reaching
individual elected officials through multiple channels,
including council meeting packages and direct distribution.

Onboarding newly elected officials:
"Get folks as soon as elected so it
automatically becomes go-to"

Pillar 2, Direction 2.1 makes the Handbook for Newly
Elected Municipal Officials the first priority deliverable.
The orientation proposals raised in the exercise inform the
broader structured education program in Direction 2.2.

Communications strategy — website
redesign, plain-language publications,
quarterly policy updates.

Pillar 4, Direction 4.2 commits to restructuring the website
around advocacy and education. Pillar 1, Direction 1.3
creates plain-language materials. These two directions work
together to address the communications concerns raised in
the exercise.
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A note on scope. The visioning exercise generated both strategic themes and operational ideas. The
Strategic Plan captures the strategic themes. Operational ideas, such as outreach scripts for Regional
Representatives, specific meeting schedules, and communication templates, are valuable
implementation tools that belong in the annual Business and Operations Plan, where they can be
developed with the specificity and flexibility that operational planning allows.

The Board's four visioning pillars. The Board's visioning exercise also identified four strategic
pillars: Fair Funding/Fiscal Reform, Influence & Autonomy, Unity & Member Trust, and Execution
& Focus. The Strategic Plan reflects all four, though it draws an important distinction between
organizational direction and advocacy content. Unity & Member Trust and Execution & Focus are
organizational priorities that shaped the plan's structure — they are reflected in Pillar 4 (Know &
Reach Our Members), Pillar 2 (Invest in Education, Training & Mentorship), the Foundational Pillar,
and the plan's emphasis on focus throughout. Fair Funding/Fiscal Reform and Influence &
Autonomy are advocacy priorities — they describe what NSFM should advocate for. Rather than
embedding specific policy positions into the strategic plan, the plan creates the Advocacy Policy
framework (Pillar 1, Direction 1.1) through which the Board will select, prioritize, and pursue its
advocacy agenda. This approach ensures that NSFM's advocacy priorities can evolve with changing
conditions while the organizational direction remains stable.

Strategic Plan and Business & Operations Plan: Working Together

The Strategic Plan and the Business and Operations Plan serve different but complementary
purposes. The Strategic Plan sets NSFM's multi-year direction. The B&O Plan translates that
direction into annual priorities, tasks, and resource allocations. Neither document replaces the other;

together, they provide both the compass and the map.

The table below shows how the Strategic Plan's pillars connect to the B&O Plan's existing Aims.

Strategic Plan Pillar Related B&O Plan Key Aims

Pillar 1: Strengthen Key Aim 2 (members recognize advocacy results), Key Aim 4
Advocacy (municipal priorities represented at provincial and federal levels)
Pillar 2: Invest in

Education, Training & Key Aim 5 (value-added programs, services, and information sharing)
Mentorship

Pillar 3: Expand Programs = Key Aim 3 (program management with accountability), Key Aim 5
& Fund Administration (value-added programs and services)

Pillar 4: Know & Reach Key Aim 1 (understand our members), Key Aim 6 (recognized as
Our Members premiere source of information)

Foundational Pillar: Key Aim 7 (organizational optimization), Key Aim 8§ (AMANS
Strengthen the relationship), Key Aim 9 (Atlantic and national collaboration), CEO
Organization Priorities (Governance, Leadership, People)

The current B&O Plan was developed before the Strategic Plan existed. As the Strategic Plan is
implemented, future B&O Plans will be developed to advance its strategic directions, with annual
priorities and tasks drawn directly from the pillars and directions the Board has approved.
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