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ORIGIN

Senior Management of HRFE has taken the decision to expire the 2007 candidate eligibility list.
The following outlines the process that was undertaken leading to this decision. In addition, the
various options that have been considered as a solution to the situation that HRFE faces with

respect to the candidate eligibility list for the position of Fire fighter are overviewed.

BACKGROUND

As a result of a decision made in January 2011, candidates were advised that the current
eligibility list is to expire on Saturday, December 31, 2011. There are 94 names on the list, down
from 148 at its creation. It is anticipated that a further 20 candidates will be hired in 2011.

There have been questions about why the list is being expired and the fairness of the process.
HRFE’s past practice has been to establish a two year eligibility list with the ability to extend or
expire the list based on budgetary and operational requirements. Candidates were advised they
were not guaranteed employment; however, communication of the expiration of the 2007
eligibility did not happen at the time. When the list was established, HRFE believed the list
would be exhausted, as every other eligibility list had been to date.

The decision to expire the 2007 eligibility list as of Saturday, December 31, 2011 was made by
HRFE Management after full consideration of all the options. The pros and cons were
considered along with the impact to the candidates. This information was then communicated to

the current candidates at an information session held on Wednesday, January 19, 2011.
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Rationale for HRFE Management Decision:
Although the decision to expire the list was made, various alternatives were considered prior to
taking this decision. Bach of these options is referenced below, and includes the rationale as to

why they were not considered a viable option.

However, the basis for the decision to expire the list lies primarily in the administrative
requirement to do so in order to initiate a new process. In order to ensure fairness, transparency
and consideration for those candidates who have gone through the recruitment process to date, it
was determined that the list would expire as of December 31, 2011 and a new recruitment

process would be initiated.

This does not mean the individuals who have made considerable investment in time and money
will not be given due consideration in the next recruitment. As communicated in the information
meeting of January 19, 2011, these candidates will be given consideration going forward which,
again, will be determined through the process review.

The rationale for this lies not only in the need to meet operational requirements for the HRM Fire
Service on recruitment, but to acknowledge several unique considerations. These include:

o Vacancies have not occurred at the rate originally anticipated. In consideration of the
current statistics, the 2007 eligibility list, if maintained, would continue to be in place for
approximately four more years.

o Consistent with best practices it does not make sense to have an eligibility list in place for
an indeterminate period of time. Maintaining the 2007 eligibility list will result in it being
in place for approximately eight (8) years from time of creation. It was never HRFE’s
intent to keep this list in place for an indeterminate period of time and candidates are now
aware that the 2007 list will expire at the end of this current year. ,_Mainteiiriing the current
Jist will impact HRFE’s recruitment and service delivery efforts as follows:

(a) Volunteer Recruitment and Retention. Volunteer fire fighters are valued within
HRFE. Maintaining the 2007 eligibility list will have a detrimental impact on HRFE’s
ability to further attract and retain dedicated volunteer fire fighters. This could result in a
loss of HRFE’s capacity to serve the community through volunteer service as they may
see no viable career track which is a key factor in their decision to volunteer. Of the 94
candidates on the current list, 55 are volunteers.

(b) Volunteer to Career Opportunities. The volunteer recruits have received HRFE
training and job exposure because of their service. We believe this experience should
provide these candidates with an advantage in the recruitment process, thus recognizing
their commitment to HRFE and increasing their opportunity for success in the
competition. These volunteers, in order to be valued, need a reasonable and timely sense
of when a career opportunity might arise. Expiration of any eligibility list provides a clear
sense of when future career opportunities might arise.
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(c) General Public Career Opportunities. Maintaining the current list will diminish the
general population’s access to the fire service as a viable career option for a significant
period of time. There is an appetite in the community to recruit again and maintaining the
current list will prevent any further recruitment from the general public. This could result
in losing an entire cohort of youth as potential applicants, many of whom regard HRFE as
preferred employer.

(d) Employment Equity Commitment. Maintaining the list is inconsistent with HRFE's
dedication to hiring candidates from the under-represented communities. This could
potentially result in the loss of diverse applicants and impair HRFE’s ability to meet its
commitment to being representative of the community it serves. HRFE has, to date,
demonstrated this commitment by increasing representation from the under-represented
groups since 1996. There are only six (6) candidates remaining on the 2007 Eligibility list
from the under-represented groups.

(¢) Bona Fide Occupational Requirements. The 2007 eligibility list is comprised of
candidates who met the requirements for the position of firefighter at the time of testing.
Going forward, these candidates would still be subject to evolving recruitment criteria
(bona fide occupational requirements) and thus will create further upset should they fail
as a result of passing years and change in their capacity.

DISCUSSION

As a result, HRFE have taken a decision to expire the 2007 eligibility list. This decision ensures

that:

HRFE maintains a fair and consistent recruitment process
The list will have been valid for an appropriate amount of time enabling volunteer
recruitment to be maintained & the general population will have an opportunity to apply
to the fire service
HRFE’s employment equity principles are appropriately considered
The list is reflective of the projected number of anticipated career positions
A new eligibility list attracts new volunteer fire fighters
Will consider the Ombudsman’s observations in the following areas:
o Candidate pool
Interview workshops
Cost transparency

Sequence of screening tools
Candidate standing on the list

O O 0 O

The predominant issue with the expiration of the list is that the current candidates will be
required to compete in a new process. However, it is the position of the fire service that a new
process is imperative for meeting operational needs and a commitment for consideration of these

candidates has been made.
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The decision to expire the list has been made, however, various options and alternatives were
considered prior to taking this decision. Each of these options is referenced below and upon
caréful consideration, none of these options were deemed viable.

Alternative 1: Maintain the 2007 eligibility list

Maintaining the list would see 74 candidates remaining. However, it is anticipated that it would
take up to four (4) years to hire this group. Since the list was created in 2007 there remains a
need to ensure all candidates would still meet hiring requirements and individuals, including
volunteers, will be prevented from competing in the recruitment process for an extended period
of time. HRFE believes this will cause greater concern than expiring the list, and potentially
increase in citizen complaints. In addition, a high percentage of volunteers indicated upon intake
that they intended to pursue a career as a firefighter. HRFE’s ability to retain these volunteers
will be almost impossible, thereby, impacts the ability to sustain a volunteer force.

Alternative 2: Maintain the 2007 eligibility list and complete a designated recruitment to
create a subsequent hire list
This approach would increase representation from the under-represented groups and

demonstrates HRFE’s commitment to employment equity. However; it would cause fairness and
consistency concerns with respect to the implementation of the recruitment process as follows:

o Adding additional diverse.candidates to the existing eligibility list would further extend
the timeframe the list is in place, preventing applications from the general public

o Would impact the expectations of the current candidates on the list

o Diverse candidates may be viewed as receiving preferred treatment

Expiring the list enables a fair approach and removes the risks associated with maintaining and
extending the duration of the current list. A general recruitment process that includes community
outreach will satisfy our commitment to employment equity.

Alternative 3: Maintain the 2007 eligibility list and go to general recruitment

This would see all individuals retaining a spot on the list. However, the list would become even
longer, enhancing the issues outlined with the current list. It would also call into question the
fairness of the recruitment process and a disparity between the candidates from the old and what

will be a new process.

Alternative 4: Retain existing volunteer candidates, expire general candidates and go to
another general recruitment

This alternative would meet the need to support the volunteer base, a group that the fire service
has invested in substantially, however; general recruit candidates would be disadvantaged.
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Alternative 5: Give candidates two years notice of the expiration of the list versus one year

Eligibility lists are normally active for two years. Candidates are aware that they are not
guaranteed a position and that decisions to hire are based on operational requirements. This gives
an extra year for those on the list to become gainfully employed.

However, the issues associated with keeping the list would remain until the end of 2012 and
would also prevent a new recruitment process for an additional year. This alternative also
extends the concerns of those who will continue to face expiration at the end of the two year
timeframe and exacerbates the issues we currently face.

HRFE Decision: Expire the 2007 eligibility list effective Saturday, December 31, 2011.
Initiate a new recruitment process which includes considerations for current candidates,
volunteer recruitment and retention and up to date requirements.

This process will be developed and finalized by the end of October 2011.

In summary, based on operational requirements, it was determined that expiring the list as of
Saturday, December 31, 2011 was consistent with best practices (including a clear expiration
date) and therefore HRFE Management believes this to be the right decision.

L.egal Opinion Redacted

Next Steps:
Between March and October 2011, HRFE will continue to develop and finalize a recruitment

process that reflects fairness, consistency, transparency and best practices. A new process will be
developed by October 2011, further information on the implementation of the process will be
provided at that time, however, certain principles will be respected in the development of that
process, including:

o Consideration for the current eligibility list candidates

e Volunteer attraction and retention

e Operational and financial well being of HRM and its citizens

e Employment Equity Policy (1997)

BUDGET IMPLICATIONS

HRFE’s inability to recruit and retain volunteer fire fighters would have a seriqus effect on
service delivery capabilities. The opportunity to pursue a career as a firefighter is a key factor in
many candidates’ decision to volunteer with HRFE. Maintaining the existing list will mean it
will have been in place for a duration upward of eight (8) years, preventing new volunteer
candidates from consideration until the current list is exhausted. In the absence of a viable career
track, we risk losing a substantial resource in our volunteer service, thus requiring a large influx
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of career firefighters to meet our operational requirements. The replacement cost of the volunteer
fire fighting force has been estimated at a minimum of 55 million dollars annually.

FINANCIAL MANAGEMENT POLICIES/BUSINESS PLAN

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

COMMUNITY ENGAGEMENT

The fire service will continue to discuss the development of this process with their stakeholder
groups including the volunteer members and general recruitment candidates.

ATTACHMENTS

HRFE 2007 Recruitment Guide

If the report is released to the public, a copy can be obtained by contacting the Office of the
Municipal Clerk at 490-4210, or Fax 490-4208.

Report Prepared by:  Stephen Thurber, Deputy Chief Director, 490-5542

Original Signed
Report Approved by:

William Mosher, Chief Director, 490-4239
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