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October 7, 2014
TO: Mayor Savage and Members of Halifax Regional Council
Original Signed
SUBMITTED BY:
Councillor Bill Karsten, Chair, Audit & Finance Standing Committee

DATE: September 26, 2014
SUBJECT: Additional Funding Requests for Legal Services File Management System
ORIGIN

September 17, 2014 meeting of the Audit & Finance Standing Committee, Item No. 9.1.7
LEGISLATIVE AUTHORITY

Audit & Finance Standing Committee Terms of Reference section 3.8, which states “to review and make
recommendations on proposals coming to Halifax Regional Council outside of the annual budget or
tender process including but not limited to:
* New Programs or services not yet approved
Programs or services that are being substantially altered
Proposed changes in operating or budget items
Committing of funds where there is insufficient approved budget, or,
New or increased capital projects not included in the approved budget
Increases in project budget due to cost sharing
Creation or modification of reserves and withdrawals not approved in the approved budget
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RECOMMENDATION

It is recommended by the Audit & Finance Standing Committee that Halifax Regional Council approve an
increase to the 14/15 project budget for Project Account No. C1990004 — ICT Business Tools by
$100,000.00 with funding from Operating Surplus Reserve Q328, to enable the purchase and
implementation of a file management technology solution for Legal Services,
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BACKGROUND

A staff report dated September 4, 2014 was before the Audit & Finance Standing Committee pertaining to
an additional funding request for a File Management System for Legal Services.

For further information please refer to the attached staff report dated September 4, 2014.
DISCUSSION

The Audit & Finance Standing Committee reviewed this matter at its September 17, 2014 meeting and
forwarded the recommendation to Regicnal Council as outlined in this report.

FINANCIAL IMPLICATIONS

As outlined in the attached staff report dated September 4, 2014.
COMMUNITY ENGAGEMENT

All meetings of the Audit & Finance Standing Committee are open to the public. The agenda and reports
are posted online in advance of the meeting.

ENVIRONMENTAL IMPLICATIONS

There are no Environmental Implications associated with this report.
ALTERNATIVES

The Audit & Finance Standing Committee did not discuss alternatives. Alternative options are outlined in
the attached staff report dated September 4, 2014.

ATTACHMENTS
1. Staff report dated September 4, 2014

A copy of this report can be obtained online at http://iwww.halifax.ca/councillagendasc/cagenda.php then choose the
appropriate meeting date, or by contacting the Office of the Municipal Clerk at 902.490.4210, or Fax 902.490.4208.

Report Prepared by: Liam MacSween, Legislative Assistant, 902.490.6521
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Attachment 1

Audit & Finance Standing Committee
September 17, 2014

TO: anemgeé‘Mt & Finance Standing Commiltee

Original Signed
SUBMITTED BY: 4

Richard Bulls, Chief Administralive Officer
Original Signed

Greg Keefe, Director, FICT & GFO

DATE: September 4, 2014
SUBJECT: Additienal Funding Request for Legal Services File Management System
ORIGIN

Request fo increase ithe approved 2014/15 Project Budget - ICT Business Tools Project Account No.
CI880004.

LEGISLATIVE AUTHORITY

Halifax Regional Municipality Council approved, Dec 11, 2012, that all budget increases are to be
presented to the Audit and Finance Standing Committee, prior to submission to Cauncil.

Halifax Charter, section 93(1 ) - The Council shall make eslimates of the sums that are required by the
Municipality for the fiscal year; Halifax Charter, section79(1) - Specifies areas that the Council may
expend money required by the Municlpalily; Halifax Charter, saction 35(2)(d){i) - The CAO can only
authorize budgeted expenditures or within the amount determined by Council by policy; Halifax Charter,
section 120(6) - The Municipality may mainlain other reserve funds for such purposes as the Council may
determine; Halifax Regional Municipality policy on Changes lo Cost Sharing for Capital Projects -
Changes requiring Council approval; and the Haiifax Regional Municipality Reserve Policy - No reserve
funds will be expended without the CAO's recommendation and Council appraval,

RECOMMENDATION

It Is recommended the Audit and Finance Standing Commiltee recommend Regional Council approve an
increase lo the 14/15 project budget for Project Account No. Ci880004 - ICT Business Tools by
$100,000, with funding from Operating Surplus Reserve Q328, to enable the purchase and
implementation of a file management technology selution for Legal Services.
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ACKGROUND

in 2012, a review of HRM’s Legal Services businass unit was complelad by Catalyst Consulting. The
review contained a series of recommendations to improve legal services operations. A number of those
recommendatlons specifically poinled to the need to implement procasses and technology lo move Legal
Services lo a “paperless organization”, ensure effective managemeant of electronic files and cases, and
enabla the completion of “electronic legal services request forms / folders for all matters requiring more
than five (5) hours of legal work.”

Currently, Legal Services is using Open Text as their electronic file management system; the current
system does not allow Lega! Services to meet the aforementioned recommendations easily or effectively.
Legal Services have been challenged using Open Text due to weak business processes, lack of support
and training, and peor configuration. Although Open Text provides some of the funclionality required, it
does not meet most of the business unit's specific requirements without significant reconfiguration and re-
implementation. A project to re-configure and re-implement the existing system while possible, was
deemed to be an unreasonable approach given the expense as well as the fact the use of Open Text as
HRM's standard software for electronic file management is currently under review and may be replaced in
the next 2-3 years.

An analylical exerciss, "Requiremenis Gathering and Software Selection,” for Legal Services was
undertaken in June 2014 lo examine alternative legal file management systems which more spegcifically
address thelr requirements. The analysis concluded the mosl suitable solution for the business unil is
“Legal Flles,” a software solution designed specifically for legal entities to primarily manage documents,
files, and workflow. This new technclogy solution will address all the necessary functional needs
identified by Legal Services, including the establishment of industry best-practice business processes
which will substantially improve file and case management sfficiency.

Based on a high level project estimate, $200,000 was Included in the 2014/15 Project Budget, Account
Cla80004 to enable purchase and implementation of a new management sysiem for Legal services.
Detailed project planning has revealed a budget shortfali of $100,000. The purpose of this report Is to
request coverage of this shortfall from the Operating Surplus Reserve Account Q328.

DISCUSSION

During the Requirements Gathering and Software Seleclion Project, which was completed in June 2014,
ICT identified and evaluated a number of potential technology solutions for Legal Services' file
management requirements, as well as performed a detziled evaluation of the current solution, Open Text.
The analysis concluded Open Text is nol the most suitable solution for Legal Sarvices, and identified
“Legal Files” as the preferred targeted solution, meeting most of the specific requirements outlined by
Legal Services. The results of the Requirements Galherings and Software Seleclion analysis also
revealed a budget shortfall of $100,000. To ensure project success, additional funding is required to cover
cosls associated with project management, change management and staff training. The original project
eslimates did not include sufficient funds to support implementing new sofiware solution software
according to industry best practice recommendations.

The implementation of a new/modern Legal File Management solution will greally increase Legal
Service's ability to become compliant with the recommendations for efficient file management (both paper
and electronic) as described by Catalyst Consulling. Il is proposed a more efficient and user-friendly
software solution for legal file management will enable streamlining of manual processes currently being
employed by Legal Services stafl. It is expecled efficiencies gained through the use of a new system will
translate inlo increased capacity of existing slaff to parform ather required tasks.

FINANCIAL IMPLICATIONS:

The original project budget for Project Account No. C1990004 — ICT Business Tools has $200,000
allocated to the Legal Services Flla Managemenl System. It is inlended the original project budgat for
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Account C1980004 will be increased by $100,000 with funding from Operating Surplus Reserve
Q328. Annual service maintenance cosls are estimated to be In the vicinity of $10,000 per year and will
be covered through Operating Cost of Capital funds associated with Project Account CI990004.

Budget Summary: Pro ccount No. C|8 4 - ICT Business T

Cumulative Unspent Budget $726,585.51
increase from Q328 £100,000.00
Balance $626,585.51
Operating Surplus Reserve, Q328

Projected March 31/15 balance at July 31 $5,301,130
Withdrawal per recommendation 1

Adjusted Net Projected Balance March 31/15 5%2%1‘1%
If approved there will be an increase to the gross budget but not the net.
COMMUNITY ENGAGEMENT
N/A
ENVIRO TAL IMPLICATIO

None have been identified.

ALTERNATIVES
An allernative aplion is to proceed to reconfigure Open Text (current solution) with current funds
available. This is not recommended as the current solution, aven if reconfigured, will not maeet all of the

needs idenlified by Legal Services and therefora not allow staff to gain efiiciencles or belter mest the
recommendations put forth in the Legal Services Review.

ATTACHMENTS
NI/A

A copy of this report can be abtained onlina at hitp://www.halifax.ca/boardscom/SCRnancefindex.php then choosa the
appropriale meeting dale, or by conlacling the Ofiice of lhe Municipal Clerk at 480-4210, or Fax 480-4208.

Report Writer: Erica I%oyals. Business Analyst, FICT, 456-0734
Original Signed
Raport Approved by: JohnT7aves, Direclor, Legal, Insurance and Risk Management Services
Original Signed
Report Approved by:
Donna Davis, Chief Information Officer, FICT, 490-4417
Financlal Approval by: Original Signed

Grag Keefe, Diraclor of Finance & ICT/CFO, 480-6308



