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SECTION 3 
CITY OF NANAIMO SERVICE SCOPE  
 

The City of Nanaimo has expressed a desire to increase its level of support for 
economic development.  The City wishes, specifically, to invest resources into a new 
economic development function, which would be introduced in 2020.  A key 
purpose of the Service Model Review is to advise the City on the preferred service 
model, or structure, for the new function. 
 
The structure for the function will be informed, to some degree, by the function's 
proposed scope of services.  This chapter of the report speaks to the issue of scope. 
 
GAPS AND OPPORTUNITIES 
The City does not seek to duplicate or displace the efforts of the existing economic 
development agencies in Nanaimo.  The City recognizes that, in many cases, existing 
agencies have the expertise, and have made the investments needed, to fulfill their 
respective mandates.   
 
The City also recognizes, however, that there are certain service gaps in the 
economic development landscape, as well as opportunities for enhanced service 
provision.  Not all of these gaps and opportunities are understood at this time; 
however, enough can be identified to suggest a starting scope for the City to 
consider.   
 
Figure 3.1 identifies the gaps and opportunities that emerged from discussions with 
economic development agencies and community leaders, from the review of 
agencies presented in the previous section of the report, and from research 
conducted for the assignment on economic development services in other cities.  
Included in the figure are services already provided under the City's current 
(modest) function, Nanaimo Economic Development.  These gaps, opportunities, 
and existing City services help to define a possible scope of service for the City's new 
function moving forward.7 
 

  

 
7   It is important to note that scope of services presented in Figure 3.1 addresses the question of 

"what" the City could provide in terms of economic development.  The scope says nothing about 
"how" the services should be delivered, or "who" should deliver them.  These questions are 
explored in Chapter 4 of the report in the discussion on service delivery model, and are addressed 
further in the Chapter 5 recommendations. 
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and by "whom" addressed later

Scope of Services



3/6/2020

3

➤ Potential scope of services set 
out in the report, in formed by:

FINAL REPORT  

 
 

 

ECONOMIC 
DEVELOPMENT 
SERVICE MODEL  

 
AUGUST 2019 

PAGE 15 

FINAL REPORT 
 

 

SECTION 3 
CITY OF NANAIMO SERVICE SCOPE  
 

The City of Nanaimo has expressed a desire to increase its level of support for 
economic development.  The City wishes, specifically, to invest resources into a new 
economic development function, which would be introduced in 2020.  A key 
purpose of the Service Model Review is to advise the City on the preferred service 
model, or structure, for the new function. 
 
The structure for the function will be informed, to some degree, by the function's 
proposed scope of services.  This chapter of the report speaks to the issue of scope. 
 
GAPS AND OPPORTUNITIES 
The City does not seek to duplicate or displace the efforts of the existing economic 
development agencies in Nanaimo.  The City recognizes that, in many cases, existing 
agencies have the expertise, and have made the investments needed, to fulfill their 
respective mandates.   
 
The City also recognizes, however, that there are certain service gaps in the 
economic development landscape, as well as opportunities for enhanced service 
provision.  Not all of these gaps and opportunities are understood at this time; 
however, enough can be identified to suggest a starting scope for the City to 
consider.   
 
Figure 3.1 identifies the gaps and opportunities that emerged from discussions with 
economic development agencies and community leaders, from the review of 
agencies presented in the previous section of the report, and from research 
conducted for the assignment on economic development services in other cities.  
Included in the figure are services already provided under the City's current 
(modest) function, Nanaimo Economic Development.  These gaps, opportunities, 
and existing City services help to define a possible scope of service for the City's new 
function moving forward.7 
 

  

 
7   It is important to note that scope of services presented in Figure 3.1 addresses the question of 

"what" the City could provide in terms of economic development.  The scope says nothing about 
"how" the services should be delivered, or "who" should deliver them.  These questions are 
explored in Chapter 4 of the report in the discussion on service delivery model, and are addressed 
further in the Chapter 5 recommendations. 

 

Scope of Services

 gaps and opportunities in 
existing economic development 
landscape  

 stakeholder input

 review with Council Committee

 strengths of existing (modest) 
function

➤ Initial scope identified

 economic reporting

 ec. development strategy

 navigating City Hall

 service contract management
 policy input

 coordination of efforts

 business attraction

 

 
 

 

ECONOMIC 
DEVELOPMENT 
SERVICE MODEL  

 
AUGUST 2019 

PAGE 15 

FINAL REPORT 
 

 

SECTION 3 
CITY OF NANAIMO SERVICE SCOPE  
 

The City of Nanaimo has expressed a desire to increase its level of support for 
economic development.  The City wishes, specifically, to invest resources into a new 
economic development function, which would be introduced in 2020.  A key 
purpose of the Service Model Review is to advise the City on the preferred service 
model, or structure, for the new function. 
 
The structure for the function will be informed, to some degree, by the function's 
proposed scope of services.  This chapter of the report speaks to the issue of scope. 
 
GAPS AND OPPORTUNITIES 
The City does not seek to duplicate or displace the efforts of the existing economic 
development agencies in Nanaimo.  The City recognizes that, in many cases, existing 
agencies have the expertise, and have made the investments needed, to fulfill their 
respective mandates.   
 
The City also recognizes, however, that there are certain service gaps in the 
economic development landscape, as well as opportunities for enhanced service 
provision.  Not all of these gaps and opportunities are understood at this time; 
however, enough can be identified to suggest a starting scope for the City to 
consider.   
 
Figure 3.1 identifies the gaps and opportunities that emerged from discussions with 
economic development agencies and community leaders, from the review of 
agencies presented in the previous section of the report, and from research 
conducted for the assignment on economic development services in other cities.  
Included in the figure are services already provided under the City's current 
(modest) function, Nanaimo Economic Development.  These gaps, opportunities, 
and existing City services help to define a possible scope of service for the City's new 
function moving forward.7 
 

  

 
7   It is important to note that scope of services presented in Figure 3.1 addresses the question of 

"what" the City could provide in terms of economic development.  The scope says nothing about 
"how" the services should be delivered, or "who" should deliver them.  These questions are 
explored in Chapter 4 of the report in the discussion on service delivery model, and are addressed 
further in the Chapter 5 recommendations. 

 

 investment fund

FINAL REPORT
Scope of Services



3/6/2020

4

➤ Initial scope identified

 economic reporting

 ec. development strategy

 navigating City Hall

 service contract management
 policy input

 coordination of efforts

 business attraction

 

 
 

 

ECONOMIC 
DEVELOPMENT 
SERVICE MODEL  

 
AUGUST 2019 

PAGE 15 

FINAL REPORT 
 

 

SECTION 3 
CITY OF NANAIMO SERVICE SCOPE  
 

The City of Nanaimo has expressed a desire to increase its level of support for 
economic development.  The City wishes, specifically, to invest resources into a new 
economic development function, which would be introduced in 2020.  A key 
purpose of the Service Model Review is to advise the City on the preferred service 
model, or structure, for the new function. 
 
The structure for the function will be informed, to some degree, by the function's 
proposed scope of services.  This chapter of the report speaks to the issue of scope. 
 
GAPS AND OPPORTUNITIES 
The City does not seek to duplicate or displace the efforts of the existing economic 
development agencies in Nanaimo.  The City recognizes that, in many cases, existing 
agencies have the expertise, and have made the investments needed, to fulfill their 
respective mandates.   
 
The City also recognizes, however, that there are certain service gaps in the 
economic development landscape, as well as opportunities for enhanced service 
provision.  Not all of these gaps and opportunities are understood at this time; 
however, enough can be identified to suggest a starting scope for the City to 
consider.   
 
Figure 3.1 identifies the gaps and opportunities that emerged from discussions with 
economic development agencies and community leaders, from the review of 
agencies presented in the previous section of the report, and from research 
conducted for the assignment on economic development services in other cities.  
Included in the figure are services already provided under the City's current 
(modest) function, Nanaimo Economic Development.  These gaps, opportunities, 
and existing City services help to define a possible scope of service for the City's new 
function moving forward.7 
 

  

 
7   It is important to note that scope of services presented in Figure 3.1 addresses the question of 

"what" the City could provide in terms of economic development.  The scope says nothing about 
"how" the services should be delivered, or "who" should deliver them.  These questions are 
explored in Chapter 4 of the report in the discussion on service delivery model, and are addressed 
further in the Chapter 5 recommendations. 

 

✗ investment fund

FINAL REPORT
Scope of Services

➤ Service Model addresses 
questions of:

FINAL REPORT

 "how" services that make up 
the function are delivered

Service Model
 

 
 

 

ECONOMIC 
DEVELOPMENT 
SERVICE MODEL  

 
AUGUST 2019 

PAGE 19 

FINAL REPORT 
 

 

SECTION 4 
CITY OF NANAIMO SERVICE MODEL 
 

The previous chapter of the report highlighted, in Figure 3.1, some specific services 
that the City may wish to include in any new economic development function.  
These services may not represent the full scope; they do, however, build on the 
elements and strengths of the City's existing function, while also addressing 
important gaps and opportunities in the economic development landscape.  Based 
on discussions with existing agencies and leaders, there is support in the community 
for the City to include these services in its new function. 

 
This chapter of the report focuses on the issue of structure, also referred to as 
service model.  Five options are presented and assessed for the City's consideration.   
 
SERVICE MODEL OPTIONS 
A review of local government economic development functions across North 
America highlights three basic service models for the City to consider: 
 

• In-House Model — Under this model the City's new economic development 
function would be based in, and provided by, the City administration.  This 
model is used by the City for its existing modest service; it was also used 
prior to 2011 when the City had an Economic Development and Tourism 
Department in place. 
 

• City-Owned Agency Model — This model features the use of a separate 
agency, incorporated and owned (wholly or primarily) by the City, but with 
its own Board of Directors and staff.   
 

• Service Contract Model — In this model, the City would contract the 
operation of its economic development function to an independent 
organization.  The City uses this model to deliver tourism services through 
Tourism VI under the terms of a five-year fee-for-service agreement. 

 
Elements from two or more of the basic models may be combined to create a hybrid 
approach.  Certain services in such a hybrid could be provided in-house by City staff 
in an economic development office or department.  Other services could be 
provided outside of City Hall by a City-owned entity, or by an independent 
organization contracted by the City.  Hybrid approaches, featuring a combination of 
the in-house/agency models, and a combination of the in-house/contract models, 
are presented as additional models for the City to consider.  The total number of 
options, including the two hybrid approaches, is five. 

 
CITY OF NANAIMO SERVICE MODEL SCENARIOS 
This section presents five scenarios to illustrate how the different service models 

 by "whom"
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SECTION 5 
RECOMMENDATIONS 
 

Nanaimo City Council wishes to increase the level of support for the City's economic 
development function.  To ensure that any new investment is focused, effective, and 
supported by the community, Council initiated an economic development service 
model review.  Neilson Strategies Inc. was retained in late May, 2019, to conduct the 
review.  The consultant was asked, specifically, to advise the City on two points: 
 

• the scope of services that should be included in an enhanced economic 
development function 

• the preferred service model through which the function should be delivered 
 

This Final Report has presented the findings of the consultant's work.  The evolution 
of the City's economic development function since its inception has been outlined, 
as have changes over that time to the service delivery model used.  The broad range 
of other economic development agencies in the community, and the specific 
services they provide, have also been outlined.  An initial scope of services to 
consider for the City's new, enhanced economic development function has been 
presented.  Alternative service models through which the function could be 
delivered have been outlined and assessed.   
 
This final chapter of the report presents the consultant's recommendations for the 
City to consider.  The recommendations were informed by the research and 
consultation undertaken for the review, and the July 29, 2019, discussion with 
Council's Governance and Priorities Committee on the Interim Report.   
 
RECOMMENDATIONS 
Scope of Services 
Chapter 3 of the report identifies and comments on the scope of services that the 
City could consider including in its enhanced economic development function.  The 
list of services in Figure 3.1 focused on service gaps and opportunities that emerged 
from a review of the City's existing function, discussions with economic 
development agencies in the community, a review of the agencies and their 
activities, and research on functions elsewhere.  

 
Figure 3.1 was reviewed with Committee at the end of July.  Based on the 
information presented in Figure 3.1, and the input provided by Committee 
members, the following recommendation on scope is presented in Figure 5.1. 
 
 

➤ THAT Council endorse an initial 
scope of services for the function 
that includes:

FINAL REPORT
Recommendations Endorsed

 economic development strategy

 

 
 

 

ECONOMIC 
DEVELOPMENT 
SERVICE MODEL  

 
AUGUST 2019 

PAGE 34 

FINAL REPORT 
 

 

It was noted earlier in the report that the City does not seek to duplicate or displace 
the efforts of existing agencies in Nanaimo.  The City recognizes that, in many cases, 
existing agencies have the expertise, and have made the investments needed, to 
fulfill their respective mandates.  The recommended scope reflects this point. 
 
It is important to clarify that recommended scope represents the initial scope of 
services.  It is not possible at this point to identify all gaps and opportunities in the 
economic development service landscape.  In the coming years, it is expected that 
the scope will evolve as gaps, needs, and opportunities become better understood.  
The potential to establish and manage an investment fund — a service that has been 
left out of the recommended initial scope — would be revisited at a future point. 
 
Finally, it must be emphasized that the recommended scope focuses solely on the 
question of "what" should be provided initially by the City in terms of economic 
development.  The recommended scope says nothing about "how" the services 
should be delivered, or "who" should deliver them.  These questions are addressed 
under the recommended service delivery model, which is examined next.  

 
Service Delivery Model 
Chapter 4 of the Interim Report identified, outlined, and assessed five service 
delivery model options for the City to consider.  Based on this information, and on 

Figure 5.1 
Service Scope Recommendation 

 
> THAT Council endorse an initial scope of services for the City's new economic 

development function that includes: 
 

– the development, implementation, and maintenance of a new Nanaimo 
Economic Development Strategy 

– the formulation of Nanaimo-specific economic reports on economic 
activity, performance, trends, opportunities, and needs 

– the provision of advice and assistance to existing and prospective 
businesses that must navigate City Hall to obtain permits, licenses, and 
other permissions or information 

– management of the City's service contract with Tourism VI, as well as 
future economic development-related service contracts with external 
agencies 

– the provision of input into the formulation of City policies by 
departments and Council aimed at facilitating economic activity and 
investment 

– the coordination of organizations with roles to play in the community's 
ongoing economic development 

– business attraction efforts, including the promotion of opportunities in 
Nanaimo, under a single Nanaimo brand 

 

 economic reporting

 navigating City Hall

 service contract management
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 business attraction

➤ THAT Council endorse the In-
House/City-Owned Agency Hybrid 
Model to deliver the function
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the Committee discussion in late July, recommendations on the preferred service 
delivery model are presented in Figure 5.2. 

 

Figure 5.2 
Service Delivery Model Recommendations 

> THAT Council endorse the In-House/City-Owned Agency Hybrid Model for the 
delivery of the City's new Economic Development Function. 
 

> THAT Council, in accordance with the In-House/City-Owned Agency Hybrid 
Model, divide the scope of services between an in-house economic development 
group, operated by City staff, and an arm's-length Nanaimo Prosperity Agency, 
incorporated and owned (primarily) by the City of Nanaimo, governed by an 
autonomous Board of Directors, and operated by its own staff. 
 

> THAT Council assign the following initial scope of services to the in-house 
economic development group: 

 
– the development of a new Nanaimo Economic Development Strategy 
– the formulation of Nanaimo-specific economic reports on economic 

activity, performance, trends, opportunities, and needs 
– the provision of advice and assistance to existing and prospective 

businesses that must navigate City Hall to obtain permits, licenses, and 
other permissions or information 

– management of the City's service contract with Tourism VI, as well as 
any future economic development-related service contracts with 
external agencies 

– the provision of input into the formulation of City policies of other 
departments and Council aimed at facilitating economic activity and 
investment 

 
> THAT Council assign the following initial scope of services to the City-owned 

Nanaimo Prosperity Agency: 
 

– the implementation and maintenance of the Nanaimo Economic 
Development Strategy (once developed) 

– coordination of organizations with roles to play in the community's 
ongoing economic development 

– business attraction efforts, including the development and embodiment 
of a single Nanaimo brand 

 
> THAT Council establish the Nanaimo Prosperity Steering Committee to oversee 

the creation of the new Nanaimo Economic Development Strategy, and to fully 
develop the ownership, funding, governance, staffing, and other elements of 
the City-owned Nanaimo Prosperity Agency.   
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economic development group: 

 
– the development of a new Nanaimo Economic Development Strategy 
– the formulation of Nanaimo-specific economic reports on economic 

activity, performance, trends, opportunities, and needs 
– the provision of advice and assistance to existing and prospective 

businesses that must navigate City Hall to obtain permits, licenses, and 
other permissions or information 

– management of the City's service contract with Tourism VI, as well as 
any future economic development-related service contracts with 
external agencies 

– the provision of input into the formulation of City policies of other 
departments and Council aimed at facilitating economic activity and 
investment 

 
> THAT Council assign the following initial scope of services to the City-owned 

Nanaimo Prosperity Agency: 
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the Committee discussion in late July, recommendations on the preferred service 
delivery model are presented in Figure 5.2. 
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➤ Develop a charter for the new, City-owned 
Nanaimo Prosperity Agency

OUR TASK
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➤ What factors are going to be critical to the Agency's success?

SUCCESS FACTORS

 list adjectives that describe a successful Agency

Inclusive
Collaborative
Autonomous

Focused
Accountable

Cost-Effective

Broadly Supported
Broadly Funded

Flexible
Understood

?

➤ What elements, taken together, define the charter of the 
Nanaimo Prosperity Agency

AGENCY CHARTER
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➤ To identify, think about the following questions:

AGENCY CHARTER

 The Nanaimo Prosperity Agency exists to…

 The Nanaimo Prosperity Agency is owned by…

 The Nanaimo Prosperity Agency is governed by its own 
Board of Directors, which is comprised of…

 The Nanaimo Prosperity Agency is funded by…

 The Nanaimo Prosperity Agency is operated by…

 The Nanaimo Prosperity Agency operates out of…

➤ To identify, think about the following questions:

AGENCY CHARTER

 Decisions of the Nanaimo Prosperity Agency Board require…

 The Nanaimo Prosperity Agency's is held accountable through

 The Nanaimo Prosperity Agency's performance is measured 
using…

 The Nanaimo Prosperity Agency's is connected to stakeholders 
and others through…
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