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Item No. 10

PO Box 1749
Halifax, Nova Scotia
B3J 3A5    Canada

Halifax Regional Council
December 9, 2008

TO: Mayor Kelly and Members of Halifax Regional Council

SUBMITTED BY:
Dan English, Chief Administrative Officer 

DATE: December 8, 2008

SUBJECT: Recruitment Review - Final Report

INFORMATION REPORT

ORIGIN

• November 18, 2008 Information Report to Council, Item 12.2 
 
• The Chief Administrative Officer committed to providing information following the

completion of an administrative review of the polygraph and recruitment processes used
within HRM. 
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BACKGROUND
In recent weeks, the use of the pre-employment polygraph by the Halifax Regional Fire Service
(HRFE) has been questioned. These questions have essentially centred around the appropriateness
of its use; how it was procured; and the fact the service was being provided by off-duty HRP
Officers.  Additionally, other issues have emerged relative to HRM’s recruitment practices.  In
response, the Chief Administrative Officer undertook a review of the recruitment processes
generally, and more specifically, the use of the pre-employment polygraph. This Report is intended
to assist members of Council and the public to better understand the recruitment processes used
within HRM.  

The review encompassed the following:

! A detailed summary of the recruiting process for Halifax Regional Fire & Emergency      
      (HRFE) and Halifax Regional Police (HRP)
! A scan of Canadian municipalities with respect to the use of the pre-employment polygraph
! An analysis of how the pre-employment polygraph service was procured by HRFE relative
             to Administrative Order 35 (Procurement Policy) 
! A review of the pre-employment polygraph service provided to HRFE relative to             

Administrative Order 41 (Conflict of Interest Policy) 

The discussion section of this report addresses each area.  As well, a website has been created to
provide easy access to detailed information about recruiting processes, and the review that has been
undertaken. This detail can be viewed at http://www.halifax.ca/mediaroom/RecruitmentReview.html 

It is important to clarify at the outset, that within HRM, only applicants for the positions of career
firefighter, police officer and any civilian staff who would potentially have access to police
information or systems are required to undergo a pre-employment polygraph. 

To place this matter in context, there are a significant number of applicants each year for positions
in the fire and police services.  Since 2003 there have been 1267 applicants to HRFE (this year alone
there has been  over 700 ).  Of those applicants, 107 have been offered positions.  Since 2003, there
have been 872 applicants for positions within HRP, of which 113 have been offered positions.
 
As part of its recruitment process, HRFE Services has used pre-employment polygraph assessment
for approximately 10 years. It represents one of the screening tools used in a comprehensive process
aimed at creating a pool of potential candidates.  Halifax Regional Police (and/or the former units)
use the same tool, and have for approximately 30 years. In fact, HRP could be considered a
relatively progressive  agency with respect to the utilization of the pre-employment polygraph.  Just
over three years ago, the federal government made pre-employment polygraph assessment
mandatory for recruitment in the RCMP.  
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The pre-employment polygraph explores employment history; theft and related acts; work-related
alcohol use; violations of company policy; recent use of illegal drugs and other criminal behavior.
The extent to which the polygraph operator probes is based upon the responses given by the
candidate.  The information received assists in determining whether the candidates possess the
suitability and integrity requirements to fill a position of trust,  i.e. Police Officers, those civilian
employees in the Police environment having access to police information and  fire fighters. The
aforementioned are the only areas within HRM recruitment where pre-employment polygraph is
utilized.

Administrative review of all aspects of the operations of the Municipality, including recruitment
practices of HRFE and HRP, is undertaken on an on-going basis as the Municipality is committed
to continuous improvement in administrative and service delivery matters  New information, or
possible improvements are evaluated and the process is updated regularly as appropriate.  Any
changes are implemented and communicated to the public in an open and  transparent manner. 

DISCUSSION
The following is intended to clarify some of the specific areas that were reviewed by the Chief
Administrative Officer.  

A detailed summary of the recruiting process for Halifax Regional Fire & Emergency and
Halifax Regional Police:

Although the recent public focus has been on the pre-employment polygraph, the administration
took the opportunity to review the recruiting processes for HRFE and HRP generally to ensure a
good understanding of all the aspects of the screening and selection tools that are included in those
processes.  This provides the necessary context to understand how the pre-employment polygraph
fits within the broader framework of recruitment.  

As mentioned in the Background, it is important to clarify that within HRM, only applicants for the
positions of career firefighter, police officer and any civilian staff who would potentially have access
to police information or systems are required to undergo a pre-employment polygraph. All
applicants are made aware of this requirement at the outset.

The recruiting process for HRFE and HRP has been reviewed.   Summary documents outlining the
process for each are attached as Appendix 1 and 2.  With respect to non-uniform positions within
HRFE, these positions are recruited as per any position within HRM. With respect to civilian
positions in HRP, these positions are recruited similar to the HRM hiring process.  Where the
process differs is the requirement for potential employees to participate in a security screening
process that includes the pre-employment polygraph.  Civilian applicants are made aware of this
requirement through the advertisement of the position and application process.  

HRM’s administration is committed to ensuring that its recruitment practices are fair and
transparent. A summary of HRM’s screening and selection tools is attached as Appendix 3.
 
There will be no immediate change to any recruitment processes or procedures based on this review.
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The administration is confident in what is currently in place, and will continue with the current
process until such time as there is a compelling reason to alter it.  HRM is committed to a high
service standard and to ensuring that we are able to recruit and screen the best qualified candidates
for positions in our organization.  

A scan of Canadian municipalities with respect to the use of the pre-employment polygraph:

A scan of Canadian municipalities was undertaken with respect to the use of pre-employment
polygraph for fire and police services.  The results of that scan are attached as Appendices 4 and 5.
The scan has provided an added understanding of the sophisticated tools  available for pre-
employment screening and what other jurisdictions are doing to address the pre-employment
process.

A rigorous screening process is essential to hiring people of integrity who are suitable for the
significant level of responsibility and trust these positions  hold.  HRM’s administration remains
committed to ensuring that best practices are being used in recruitment, as in other matters. As with
all aspects of HRM’s operations, if there is an opportunity to improve our recruitment process or
screening methods, changes will be made to ensure that HRM is viewed as a best practice
municipality.

An analysis of how the pre-employment polygraph service was procured by HRFE relative to
Administrative Order 35 (Procurement Policy):

As there have been questions with respect to the procurement process and how the pre-employment
polygraph services were procured by HRFE, significant effort was devoted to understanding what
occurred. 

In 1998 HRFE procured the services of Integrity Inc., a polygraph company operated by off-duty
police officers to provide pre-employment polygraph assessment for prospective fire fighters, the
cost of which was recovered from the candidates.  The agreement for these services was renewed
periodically with successive recruitment processes.  Under review was the process used by HRFE
to obtain this service in relation to compliance with the procurement policy.  The policy itself is
appropriate and was not under review.  

Administrative Order 35 (procurement policy) was adopted by Regional Council in 2004, based on
a policy that was in place since amalgamation.  The administrative review has determined that in
1998 the process in which Integrity Inc was engaged by HRFE did not comply with procurement
policy at that time. The review has also determined that successive renewal of that engagement did
not comply with Administrative Order 35.  The reason for the non-compliance was that the contract
was sole sourced.  While there is a provision in the policy that would allow for sole sourcing, the
requisite criteria were not satisfied as there were other sources for the service.  
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The administration has taken steps to address this non-compliance and to prevent any further
occurrences.  Any association with the company formerly providing the service has ceased.  For the
remainder of the fire recruitment process (to be completed March 2009) the pre-employment
polygraph assessment will be provided internally by HRP  to ensure fairness and consistency within
the process.  The costs will continue to be bourne by the applicants.  Should there be a requirement
for service to be provided externally with the next HRFE recruitment process (2010) a public RFP
will take place.

In addition, the review has provided HRM management an impetus to increase the available
opportunity for staff to recognize and rectify any potential issues of non-compliance with HRM’s
procurement policy.  

A review of the pre-employment polygraph service provided to HRFE as it relates to
Administrative Order 41 (Conflict of Interest):  

As off-duty HRP officers were engaged in a business providing a service to the HRFE, the
administration reviewed the provision of this service within the context of Administrative Order 41
which deals with conflict of interest, and the perception of a conflict of interest.  It is important to
note that the standard HRM has set for its employees is meant to minimize not only conflicts of
interest but also the appearance of conflicts. 

HRM Legal Services has advised that in this case there was a perceived conflict of interest in that
off-duty HRP officers, through an external business operation, were providing a service to HRFE
However, there was no actual conflict of interest in that there was no evidence of any favouritism
being shown to the company or these officers in the procurement of this service.  The officers
involved with the company were given permission by HRP Senior Management to engage in off-
duty employment in September 1998.  

While the administration reviewed the provision of the service with respect  to Administrative Order
41, it is important to note that the Police Act and the HRP Standard Operating Policies and
Procedures are made pursuant to Provincial Statutes, accordingly the matter has been referred to the
Police Chief.  As well, the Police Chief is reviewing the provisions of the Act relative to HRM’s
Administrative Orders 40 & 41 to ensure they are working at complementary purposes.

Summary

It is the responsibility of the Chief Administrative Officer to examine any issues of concern that arise
within HRM’s operations.  The matter of the recruitment review was taken very seriously and was
a priority for the Chief Administrative Office and many other divisions within HRM over the past
several weeks.  All of the pertinent details related to this issue have now been presented and made
available on-line to the public.  
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The review has now been concluded.  The administration, however as per our regular operating
procedure continues to monitor and address any issues or concerns with respect to the operations of
Halifax Regional Municipality.  

As indicated, the administration has committed to the actions summarized below.  These will be
undertaken as a matter of course within regular operations.
  
• There will be no immediate change to any processes or procedures currently used within

HRM. 

• Action has been taken by the administration.  Any association with the company formerly
providing the service has ceased.  For the remainder of the fire recruitment process (March
09) the pre-employment polygraph assessment will be provided internally by HRP.

• Should any further external service provision be required in the next recruitment process
(2010) a public RFP will ensue.

• Tools to support staff to better understand the administrative orders and  to better recognize
non-compliance are being developed.  

• With respect to the provision of the service by off duty HRP officers to HRFE for pre-
employment assessment, the matter has been referred to the Chief of Police.  

• The Police Chief is reviewing the provisions of the Act relative to HRM’s Admin Orders 40
& 41 to ensure they are working at complimentary purposes.

• As per the practice of HRM’s administration, all matters of administration and service
delivery are continually reviewed and revised as required. 

Frequently asked questions
Over the course of the administrative review, there have been several questions asked.  Attached as
Appendix 6 are some Frequently Asked Questions and Answers.  

Media Technical Briefing
A technical briefing on the contents of this report will be provided for the media on Tuesday
December 9, 2008 at 2:00pm in the Media Room, Halifax City Hall. 

BUDGET IMPLICATIONS
None.  
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FINANCIAL MANAGEMENT POLICIES / BUSINESS PLAN

This report complies with the Municipality’s Multi-Year Financial Strategy, the approved Operating,
Capital and Reserve budgets, policies and procedures regarding withdrawals from the utilization of
Capital and Operating reserves, as well as any relevant legislation.

APPENDIX
• 1: summary of Halifax Regional Police recruiting process (uniform & non-uniform)
• 2: summary of Halifax Regional Fire and Emergency recruiting process
• 3: summary of HRM screening & selection tools
• 4 & 5: scan of Canadian municipalities with respect to the use of pre-employment polygraph

for fire and police services 
• 6: frequently asked questions about the HRM Recruitment Review

A copy of this report can be obtained online at http://www.halifax.ca/council/agendasc/cagenda.html then
choose the appropriate meeting date, or by contacting the Office of the Municipal Clerk at 490-4210, or Fax
490-4208.

Report Prepared by : Jennifer Church, Managing Director External & Corporate Affairs, 490-3677


















































