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Your software vendor said the right things. That is not
the same as governance.

This briefing is for the Chief Administrative Officers, councillors, clerks, and IT directors
of Canadian municipalities who have been told their Al is in good hands because the
vendor said so. Vendor assurances are what we rely on when we do not have
governance of our own. What follows is what governance actually looks like, and how
far short the current arrangements often fall.

Now consider these questions about the software your municipality is already using.

Did your vendor clearly notify your municipality in advance when Al was added to a
product your staff have used for years, or did the change appear through a routine update?

Has your vendor provided plain-language documentation of how their Al processes your
data, beyond standard language such as "we may use information to improve our
services"?

Does your contract address liability if Al-generated output produces an error in a staff
report, a council package, or a resident communication?

Has your vendor provided training for staff who may now be using Al features that were not
part of the original product?

Has your contract been reviewed or updated to reflect the new Al capabilities now part of
the product?

If the answer to any of these is no, the question shifts. It is no longer about whether your vendor is
acting in good faith. It is about whether good faith from a vendor is the right framework for protecting
your municipality.

Vendor assurances are what we rely on when we do not have governance of our own.
Governance is what we put in place so we no longer need to rely on assurances.
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What the public record shows

Two of the most widely deployed software products in Canadian municipal government have, according
to their own published documentation, added artificial intelligence capabilities to existing products in the
last eighteen months. The information below is drawn directly from the vendors' own websites and is
reproduced here for the purpose of public discussion of municipal Al governance.

Microsoft 365 Copilot

Used by virtually every Canadian municipality for email, documents, spreadsheets, and meetings.

According to Microsoft's own deployment documentation, the Microsoft 365 Copilot app is
automatically installed on Windows devices that already have Microsoft 365 desktop apps. The
installation runs in the background and does not interrupt the user.

"Windows devices with the Microsoft 365 desktop apps automatically install the Microsoft 365 Copilot
app. The installation happens in the background and doesn't interrupt the user.”

Source: Microsoft Learn, "Deployment overview for the Microsoft 365 Copilot app," last updated January 20, 2026.

The same documentation indicates that customers in the European Economic Area are excluded
from this automatic installation behaviour. Canadian customers, according to the documentation, are
not. To prevent the installation in those regions where it is enabled by default, an administrator must
sign in to the Microsoft 365 Apps admin centre, navigate to Modern App Settings, and clear the
relevant checkbox.

From a governance perspective, what this means in practice is straightforward: a new product
capability has been distributed by default into customer environments, with the option to opt out
available to those who are aware of the rollout and able to act on it within the relevant timeframe.
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CivicPlus Intelligence

CivicPlus serves municipal websites, agenda and meeting management, and citizen request systems across
North America, including in Canada.

CivicPlus has published material describing a product line of Al capabilities integrated across its
existing platforms. From the company's own publication:

"The CivicPlus Al Editing Assistant works with CivicPlus Municipal Websites and Agenda and Meeting
Management. This enables local government staff to create clearer and more accessible public
communications by assisting with drafting, editing, summarizing, and translating content."

Source: CivicPlus, "Al in Local Government: Enhancing Community Services," published July 9, 2025.

The same publication describes CivicPlus Agent, characterized by the company as "purpose-built
for the Civic Impact Platform to provide high-quality answers through native integrations with our
products," and CivicPlus Athena, which the company describes as allowing staff to "ask questions
in plain language, complete tasks, and manage multiple CivicPlus products from a single
conversational experience."

From a governance perspective, the relevant point is that these Al capabilities have been integrated
into platforms that municipalities had previously contracted for, expanding what the platform does
without a separate procurement event.

The Canadian context

The most recent national survey of Canadian municipal leaders, conducted by MNP and Leger between
February 6 and March 6, 2025, surveyed 282 local and regional governments across the country.
Among its published findings:

"23 percent of Canadian municipalities are currently using Al, though over half are actively exploring or planning
adoption."

Source: MNP, 2025 Municipal Report announcement, May 26, 2025.

"Nearly one-third of municipalities still lack formal guidelines for using Al"

Source: MNP, 2025 Municipal Report announcement, May 26, 2025.

Read the two findings together. A majority of Canadian municipalities are either using Al or planning to.
Nearly one in three has no formal Al policy. This is not a future-facing problem. It is the dominant
present condition.
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The pattern, and why it matters

The examples above are not presented as evidence of vendor wrongdoing. The vendors are doing what
software vendors generally do: shipping new capabilities, updating terms, extending product features.
The pattern that matters here is not on the vendor side of the table.

The governance gap is on the customer side. Most municipal software contracts were drafted in a
period when "the product" was understood to be a relatively stable thing. They were not drafted with the
assumption that a product could grow new capabilities every quarter that touch resident data, generate
public communications, or assist with internal documents.

When a product is extended through an update rather than through a renegotiation, three things tend to
happen at once:

First. No formal authorization moment. Council typically does not vote on Al being added to an existing
platform. The CAO does not sign a procurement file. The change is handled administratively, often
through a terms-of-service update.

Second. No risk-allocation moment. The original contract assigned liability for a product that did not
include Al. The product now includes Al capabilities. The liability allocation has not necessarily been
revisited. In practice, the risk associated with Al-generated outputs may sit with the municipality, while
the benefit of the new capability sits with the vendor's product roadmap.

Third. No training moment. Staff who were trained on the previous version of the product may now be
using new Al features without preparation specific to those features. There is no human-in-the-loop
framework, because there was no deployment decision that would have triggered one.

This is the gap the lede points at. Vendor assurances cannot fill any of these three gaps. Only
governance from within the municipality can.

Why this is not an IT problem

The technical configuration is the easy part. The governance gap is the harder part. And
the gap exists because Al deployment crosses functional boundaries that municipal
organizational charts were not designed to cross.

A competent IT director can find the opt-out checkbox in the Microsoft 365 admin centre. A competent IT
director can disable Al features, restrict data flows, and configure tenant settings. The technical
execution is not where municipalities are failing.
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What IT generally does not own:

The contract. Whether the existing software agreement addresses Al-specific risk, or is silent on it.
Whether the liability allocation needs to be renegotiated when the product fundamentally changes.
Whether the data-handling clauses still apply when the data is now being processed by a model.

The legal exposure. How FIPPA, PIPA, or municipal liability law applies when Al-generated content
appears in a staff report, a council package, a permit decision, or a resident communication. Whether
the municipality is the controller, the processor, or both, when Al is involved.

The records. What needs to be documented to make the deployment defensible at audit, in court, or in
a Freedom of Information response. What constitutes a "record" when the output was Al-generated and
the prompt is not retained.

The authorization. Whether Al deployment requires council resolution, CAO sign-off, or can be
handled administratively. The threshold at which a product change becomes significant enough to
require a formal procurement decision.

The training. How human-in-the-loop oversight is designed as a governance discipline rather than a
technical feature. Who is responsible for ensuring staff understand the Al's failure modes, not just its
interface.

None of this is in an IT director's job description. It is adjacent to procurement, legal, records
management, and council governance: four other functions that, in most municipalities, do not regularly
talk to each other about software updates.

The result is a vacuum. The CAO assumes IT is handling it. IT assumes procurement reviewed the
contract. Procurement assumes legal reviewed the contract. Legal assumes the CAO authorized the
deployment. The clerk assumes someone tabled a council resolution. Council assumes the CAO told
them what they needed to know.

When Al gets added to an existing product through an automatic update, all six of those
assumptions stay intact and none of them are tested. The Al shows up. Nobody objects. Nobody
documents the decision because there was no decision moment. Six months later, when something
goes wrong, every one of those people can honestly say: "l thought someone else was handling that."

This is what governance is supposed to fix. Not by adding a new department. By making sure the
guestions on the next page get asked, answered, and recorded — by someone with the authority to
escalate when the answers are not satisfactory.
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What to do this week

The point of this briefing is not to scare CAOs into freezing Al adoption. The point is to bring Al
deployments under the same governance discipline that applies to every other consequential decision a
municipality makes. Below is a practical starting list. None of it requires new procurement. All of it
produces records.

Six questions to ask your IT team before next council

1. Inventory. Which of our currently-deployed software products have added Al capabilities
in the last eighteen months? Provide the vendor name, the product, the Al capability, and
the date it was activated in our environment.

2. Authorization. For each Al capability identified, who authorized its activation, when, and
on what basis? If the answer is "it was an automatic update,” document that fact in the
record.

3. Data flows. What data does each Al capability process? Resident data, staff documents,
council materials, contract drafts? Where is that data stored, and does the current contract
address Al-specific data handling?

4. Default state. For each Al capability, was the default "on" or "off*? If "on," who in the
organization knew this, and on what timeline?

5. Liability. When the Al produces an output that is incorporated into a public document, a
staff report, or a resident communication, who is liable if that output is wrong? Has this
been addressed in the contract, or does the current contract pre-date the Al capability?

6. Training. Have staff who use these capabilities received training specific to the Al
features? If not, who is responsible for designing and delivering that training, and on what
timeline?

The output of these six questions is a record. The record does not solve the problem. It makes the
problem visible. From there, governance becomes possible: contract renegotiation where it is needed,
training where it is needed, and a defensible answer the next time a resident, a journalist, or a councillor
asks how the municipality is overseeing Al in its operations.
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Sources and verification

Every claim in this briefing is sourced to publicly available primary documentation. The sources below
were verified on April 30, 2026. URLs and last-updated dates are provided so any reader can confirm
the underlying material independently.

Microsoft Learn, "Deployment overview for the Microsoft 365 Copilot app"
Microsoft Corporation. Last updated January 20, 2026. Official Microsoft documentation describing the automatic
installation behaviour of the Microsoft 365 Copilot app on Windows devices, the EEA exclusion, and the administrator
opt-out path.
https://learn.microsoft.com/en-us/copilot/microsoft-365/deploy-microsoft-365-copilot-app

CivicPlus, "Al in Local Government: Enhancing Community Services"
CivicPlus, Inc. Published July 9, 2025. CivicPlus's own description of its Al product line, including the Al Editing Assistant,
CivicPlus Agent, CivicPlus Athena, and Al Content Advisor, and the existing platforms each is integrated with.
https://www.civicplus.com/blog/cxp/ai-in-local-government-enhancing-community-services/

MNP, "2025 Municipal Report Announcement"
MNP LLP, in partnership with Leger. Published May 26, 2025. National survey of 282 Canadian local and regional
governments conducted between February 6 and March 6, 2025. Findings cited in this briefing are from MNP's published
announcement; the full report is available from MNP via registration.
https://www.mnp.ca/en/media/2025-municipal-report-canadian-local-gov-ai-analytic-drive-progress

Notice and disclaimer

This briefing is provided for educational purposes. It is the analysis and opinion of the author, based on
publicly available primary-source materials cited above. References to specific vendors and products
are descriptive and quotational; they reflect statements those vendors have themselves made on their
own websites and in their own published materials, and are reproduced here for the purpose of public
discussion of municipal Al governance. All trademarks referenced are the property of their respective
owners; their inclusion is for descriptive purposes only and does not imply endorsement of
LUMINARYX™ by those parties.

The briefing does not allege wrongdoing by any vendor. The vendors named operate in accordance
with their own published terms of service, and customers' rights and obligations in relation to those
vendors are governed by the contracts each customer holds. Statements characterizing the governance
gap as a structural issue refer to the boundary between vendor practice and municipal organizational
design, not to the conduct of any individual vendor. This briefing is not legal advice; municipalities
considering action should consult qualified Canadian legal counsel familiar with their jurisdiction and
contracts.
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CONTINUE THE WORK

If your governance answer is "the
vendor will handle it," the answer Is
Incomplete.

This briefing is the surface. The full LUMINARYX™ framework covers pre-
procurement readiness, vendor due diligence, the contract clauses that actually
matter, a complete human-in-the-loop training curriculum, monitoring and incident
response, and the records that make Al deployment defensible at audit, in court, in
public, and to your conscience.

It is published openly. It does not require a LUMINARYX™ subscription to use. The
point is municipal practice that holds up.

PILOT PROGRAMME - LIMITED SPACES

If your municipality is ready to put this thinking into practice, we are
currently accepting a small number of pilot partners for the LUMINARYX™
governance platform. Spaces are intentionally limited so that each pilot
receives the attention it deserves.

To express interest, visit luminaryx.ca or contact joy@luminaryx.ca with a short
note about your municipality.

LUMINARYX™

joy@Iluminaryx.ca
luminaryx.ca
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