Item No. 10.3.4

Board of Police Commissioners for the Halifax Regional Municipality

July 15, 2026
TO: Chair O’Malley and Commissioners of the Board of Police Commissioners for the
Halifax Regional Municipality
FROM: Bill Moore, Commissioner of Public Safety
DATE: June 18, 2026
SUBJECT: Integrated Criminal Investigation Division Managerial Review Report
ORIGIN

Staff-initiated

RECOMMENDATION

It is recommended that the Board of Police Commissioners for the Halifax Regional Municipality:

1. Endorse the nine recommendations regarding the review of the Integrated Criminal Investigation Division,
as set forth in the Managerial Review documentation that is Attachment 1 of this report;

2. Direct the Chief of Halifax Regional Police (HRP), and advise the Chief Superintendent of the RCMP
Halifax Regional District (HRD), as part of their regular reports to the Board, to provide a joint overview of
the actions taken to address the implementation of the nine recommendations which are the subject of
Recommendation 1.

BACKGROUND

In Fall of 2025 a managerial review of the Integrated Criminal Investigation Division (ICID) was requested
by the senior officers in charge of the Integrated Criminal Investigation Division to extend the work
conducted by the Policing Model Transformation Study (2022), The request was supported by the Chief of
HRP, the Chief Superintendent of the RCMP HRD, the Deputy Chief of HRP Operations, and the
Superintendent of HRD. The project was sponsored by the Commissioner of Public Safety, and an
integrated working group was set up with two representatives from each of the three organizations (HRP,
RCMP, HRM). The scope of the review was outlined in a mandate letter (Attachment 1 of the attached
report) and focused specifically on the strengths, challenges, and impacts of integration in this division.
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DISCUSSION

ICID is the flagship of integration at HRM and thus acts as a valuable test case for exploring the practical
strengths and challenges of an integrated policing model in HRM. The review of ICID outlined in the
attached report represents a definitive first step in strengthening integrated policing for the Municipality.
Many of the recommendations outlined in the attached report have implications beyond ICID and, if
actioned, would support the integrated policing model outlined in the Policing Model Transformation Study.
The Commissioner of Public Safety supports the adoption of the nine recommendations set out in the ICID
Managerial Review Report and will work with HRP and RCMP on their implementation. This work will
inform future responses to the Policing Model Transformation Study.

FINANCIAL IMPLICATIONS

No financial implications at this time.

COMMUNITY ENGAGEMENT

No community engagement was required.

ALTERNATIVES

The Board of Police Commissioners for the Halifax Regional Municipality could choose to
1. Not endorse all (or any) or the nine recommendations outlined in the attached report.
This is not supported by staff as it may lead to misalignment with the strategic direction of the Office of

Public Safety.

LEGISLATIVE AUTHORITY

Police Act. 2004, c. 31, s. 1., as amended.

55 (1) The function of a board is to provide

(a) civilian governance on behalf of the council in relation to the enforcement of law, the maintenance of
law and order and the prevention of crime in the municipality; and

(b) the administrative direction, organization and policy required to maintain an adequate, effective and
efficient police department,

(3) Without limiting the generality of subsection (1), a board shall

(a) determine, in consultation with the chief officer, priorities, objectives and goals respecting police services
in the community;

(b) ensure the chief officer establishes programs and strategies to implement the priorities, objectives and
goals respecting police services;

(f) recommend policies, administrative and organizational direction for the effective management of the
police department;

(i) ensure the department is managed by the chief officer according to best practices and operates
effectively and efficiently.
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By-law No. P-100 - the Police Board By-law

8. (1) The Board shall provide civilian governance in regards to strategic policy planning and policy-driven
budget planning for police service delivery within the communities serviced by the Halifax Regional Police.
8(1A) The Board shall carry out an advisory role in respect of police matters within the communities services
by the Provincial Police Service.

(2) In exercising its role and responsibilities, the Board shall:

(h) carry out any studies or investigations respecting the Board’s civilian governance responsibilities;

ATTACHMENTS

Attachment 1 Integrated Criminal Investigation Division Managerial Review

Report Prepared by: Cathy Collett, Senior Policy Advisor, GREA 902.579.0414

Report Approved by: William Moore, Commissioner, Public Safety




Attachment 1

Integrated Criminal
Investigation Division

Managerial Review

Prepared by:

S/Sgt. Jody Allison (RCMP) Cathy Collett (HRM)
Sgt. Matt Conn (RCMP) Kara Evans (HRM)
S/Sgt. Steve McCormack (HRP) Reid McCoombs (HRP)

May 28, 2026

HALIFAX
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Introduction

Background

In November 2025 an integrated review team was assembled to conduct a comprehensive
review of the Integrated Criminal Investigation Division (ICID). The mandate letter outlining the
scope of the review was prepared by RCMP Inspector John Berger (Operations Officer, ICID)
and HRP Superintendent Dave Boon (OIC, ICID). The mandate letter was reviewed and
recommended by Superintendent Don Moser (Senior Operations Officer, HRD), Deputy Chief
Andrew Matthews (D/C Operations, HRP) and reviewed and approved by Chief Superintendent
John Duff (OIC HRD), Chief Don MacLean (Chief of Police, HRP), and Bill Moore
(Commissioner of Public Safety, HRM). As proposed, the review team included two members
put forward by each of the three agencies/organizations: HRP, RCMP, and HRM. As outlined in
the attached Mandate Letter (Attachment 1), the purpose of the review was to ensure that ICID
is effectively positioned to support public safety within HRM. The scope of the review included
governance structures, organizational culture, policy, operations, and administration.

Methodology

The review team met regularly from December 2025 to June 2026. The first three months were
dedicated to document review, data collection, and engagement design. The documents
considered as part of the review included the Policing Model Transformation Study: Future
Policing Model Recommendations (2023), Volume 5 — Policing of the Mass Casualty
Commission Report (2023), and the Government of Nova Scotia’s Shaping the Way Forward
Report (2025) as well as the existing MOU on integration (2004), sub-unit mandates and
business process documents relating to ICID. Internal and external engagement was
conducted in April and May. The internal engagement process included 24 interviews with ICID
supervisors, 50 interviews with ICID constables, an online survey administered to sergeants and
staff sergeants on patrol/general duty, and structured interviews with the Operations Officer of
ICID, the OIC of ICID, the Senior Operations Officer of HRD and the Deputy Chief of HRP
Operations. Survey participants were also given the option of an in-person meeting and 6
interviews were conducted with patrol members at their request. Both HRP and RCMP
members participated in the engagement process and the numbers generally mirrored the
staffing ratios of the two agencies. The external engagement included focus groups and
structured interviews with organizations who work closely with ICID investigators as well as
structured interviews with members of other integrated divisions across Canada. Upon
completion of the comprehensive engagement process, several weeks were dedicated to data
synthesis, analysis, and collaborative report preparation. The analysis and recommendations
that follow were developed by consensus through the collective efforts of the integrated review
team.

HALIFAX  cojvamegeraroven ;



Analysis

Introduction

The impetus for this review was to consider the strengths, challenges and opportunities of
integration in ICID with a view to what could be improved or carried forward to other divisions in
HRM'’s dual policing model. This task was built on the pre-established direction that
strengthening integration is part of the future of policing in HRM. This review did not presuppose
that there are problems with how ICID currently functions, rather, the recommendations outlined
in this report seek to better align ICID with its identity as an integrated unit while simultaneously
offering strategies to strengthen work culture, employee experience, and service delivery.

Document Review

As outlined in the mandate letter, the review team closely reviewed the identified background
documents, specifically in terms of their impacts for ICID. While the Police Model
Transformation Study does not specifically address ICID, it does identify several overarching
challenges with the current model of policing in HRM as well as strategies for strengthening
integration. The report considers the current structure of policing in HRM as a “dual policing
model,” not an integrated model and acknowledges that fully adapting to an integrated operating
model of policing in HRM will be complex. Because ICID works differently than the rest of the
policing divisions withing HRM, it is already closer to the model the Transformation Study
proposes. That said, the principle cited as foundational to successful integration — “leadership
alignment and a shared vision of community focused outcomes” — is relevant to the model
currently in place for ICID (Executive Summary). Volume 5 of the Mass Casualty Commission
report reaffirms the direction to revise, refine, and develop MOUs across distinct agencies (Core
Responsibilities 2 and 6) as well as the importance of consistency for policies and operational
procedures across agencies. This report also emphasizes the importance of positive working
relationships between HRP and RCMP leadership (Core Responsibility 7). Shaping the Way
Forward continues to emphasize the importance of strong working relationships between
collaborating agencies and highlights the need to ensure all operational policies and procedures
are up to date, aligned with new standards, and accessible for provincial audits.

A review of the existing MOU revealed a significant lack of specificity with regards to how ICID
functions. Recognizing that integration within ICID has evolved over the last two decades, it
appears prudent that a new MOU be drafted specific to ICID. The lack of clarity in the roles and
responsibilities of senior leadership, specifically in terms of authority, strategic direction, and
resource allocation emerged as an important theme during the review process.
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Recommendation 1. Jointly (re)draft a division-specific MOU on how integration will occur at
ICID including detailed responsibilities for specific positions within the two agencies (i.e. the
role of HRP Chief and RCMP OIC with respect to the oversight of ICID).

Recommendation 2. Establish an integrated steering committee responsible for direction
given to ICID, ensuring balanced representation between the two agencies. The HRP Chief,
RCMP OIC of HRD, integrated management responsible for ICID, and the Commissioner of
Public Safety should be included as members of this steering committee. The steering
committee should meet monthly at a minimum and more frequently when required by
operational and administrative decisions.

The background documents, particularly the Police Model Transformation Study, also
emphasize the importance of collaboration between HRM’s two police agencies and governing
bodies such as the Office of Public Safety and the Department of Justice. The distinct funding
sources for HRP and RCMP require a unique budget and business planning process that
involves two levels of government (municipal and provincial), as such, a formalized process that
ensures regular intergovernmental and interagency communication and future-planning is
important.

Recommendation 3: Establish an Intergovernmental Advisory Committee for ICID that
includes the Chief of Halifax Regional Police, the RCMP OIC of HRD, the Commissioner of
Public Safety, and the Executive Director of the Provincial Public Safety and Security
Division. The Intergovernmental Advisory Committee should meet quarterly at a minimum
to ensure regular communication and more frequently if required (i.e. by out-of-budget
resource requests or project funding opportunities).

The review of sub-unit mandates as well as administrative and operational business documents
indicated that there are significant inconsistencies between the policies and procedures of the
two agencies as well as between current practice and the approved and documented
processes. This issue was one of the key themes that emerged during the internal consultation
process and will be further discussed during that section. It was apparent from the document
review process that the policies and processes currently approved for ICID are HRP-initiated
documents. Given the integrated nature of ICID, it would be beneficial if the policies and
procedures relating to this division reflect the best parts of both agencies and are aligned with
the joint direction of leadership from both agencies. Jointly developed and approved business
process documents would also contribute to the cohesiveness of direction for this division as
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well as demonstrating a unified leadership model that solidifies the cooperation between the two
agencies.

Recommendation 4: Initiate an integrated review and revision process for all mandates,
policies, and work procedures (business rules), as well as performance indicators specific
to ICID. This process should include a working group made up of subject matter experts
from within ICID. Representatives from both agencies and patrol/general duty should be
involved at all stages of the process; all documents currently in use in draft form should be
reviewed and considered. Final drafts should be approved by the integrated steering
committee.

Internal Consultation

The internal consultation process of this review was qualitative in nature and was comprised of
three phases: individual interviews with senior management and supervisors currently working
in ICID, interviews with constables, corporals, special constables, and civilians currently working
in ICID, and an online survey delivered to patrol with several in-person follow-up interviews.
Each interview was conducted by two interviewers, usually a civilian and a sworn member of the
review team. Detailed notes were taken at each interview, with key themes identified and coded
for thematic analysis. The interviews followed a specific set of eleven questions that differed
slightly between the groups.

The subjects covered in the interviews with ICID supervisors included: selection process and
required qualifications for ICID; access to training; tenure of position; clarity and consistency of
policies, procedures, and mandates; adequacy of resources; challenges for integration; work
culture; and leadership.

Selection Process/Required Qualifications for ICID

The first question posed to supervisors asked them to outline their understanding of the
selection process for ICID and to speak to its effectiveness, clarity, and consistency. Responses
were consistent across participants and highlighted a clear discrepancy in the processes
through which HRP members and RCMP members enter ICID. HRP members were generally
unaware of the RCMP process but frequently commented that RCMP members are usually well
prepared and proficient in the general skills needed for ICID such as interviewing and warrant-
writing.

RCMP participants indicated that individuals are selected for ICID based on competency,
previously stated interest, releasability, and performance. Further steps to validate the process
by which RCMP members are selected for ICID confirmed that performance is a key component
as well as a demonstrated interest through their human resource management system. It was
also noted that the selecting line officer in ICID chooses RCMP members based on documented
skills and competencies.
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Participants from both agencies indicated that the process by which HRP members enter ICID
differs significantly from the RCMP’s. The elements that were clear to all participants were that
members must have the “CID course,” also known as the “Level 2 Investigators Course” to
apply for a position in ICID and that after completing this course, they could apply to ICID the
next time a hiring routine took place. It was indicated that all applicants to ICID are interviewed
as part of the routine and a list of successful candidates is then created in order of seniority. It
was shared that changes have occurred recently to the interview process that allows candidates
to “leapfrog” over someone with seniority if they score 15% higher on the interview than a
candidate with higher seniority. It was the impression of participants that interview scores are
based entirely on what occurs during the interview, not on verified assessments or
competencies.

Many participants commented that the HRP process privileges senior members and those who
are skilled at interviews, which does not always translate into being the most qualified
candidates. Concerns were also raised that there is no system in place to ensure the
competencies outlined in the interview could be verified by a supervisor. Another concern
frequently raised was that new constables in HRP who are uniquely well-suited to detective
work because of a particular skill set or aptitude are unlikely to get into ICID early in their career
and may become disengaged.

Key Takeaways:

The absence of a professional development framework that includes a learning plan and career
mapping contributes to HRP members feeling like they have no control over the direction of their
career, which is a detractor of morale and a significant demotivator, especially for new members
of HRP who enter the workforce with different expectations than previous generations. This
absence was highlighted as an important issue for attraction and retention and a significant
difference between the two agencies.

HRP participants consistently indicated that they would like to see a more merit-based process
for accessing ICID, including the appropriate training courses. The desire for a greater
emphasis on demonstrable competencies was a consistent theme throughout both the
supervisor and constable interviews.

Recommendation 5: Create a professional development framework for HRP including a
process for reqular and balanced feedback from supervisors, career planning, and learning
and development planning (in the short term); and a process by which performance has a
demonstrated impact on promotions, movement into specialized divisions, and access to
training opportunities (in the long term).
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Access to Training

All participants, regardless of agency, emphasized that RCMP members have access to more
training opportunities than HRP and receive key courses earlier in their positions, often before
taking on a role in ICID. While all participants understood that this was a result of RCMP being a
bigger agency with “deeper pockets” and more training resources to offer members, it was
consistently stated that there should be more efforts taken to mitigate this so there is less of a
discrepancy between members based on their respective agencies. The training gap was
described as having a negative impact on morale for HRP members who are often operating
from a position in which they have less formal training than their RCMP colleagues. One
frequently shared example was that HRP members (including crime analysts) may not be able
to give expert testimony in court because they lack the certification required for their role.

In terms of how training is assigned to individuals, it was indicated by all participants that RCMP
members can usually access any course they require in a timely manner. For HRP members, it
was indicated that there is tension between operational requirements and obligation towards
seniority in how training opportunities are posted and assigned. Participants explained that
training is assigned based on seniority of interested parties, but that there is an ability to include
pre-requisites when training opportunities are posted. While ideally the pre-requisites would
allow for a specific course to go to the member who needs it most for their position, the
consistent lack of adequate training for HRP members in ICID was cited as evidence that
training expressions of interest are not being used effectively to achieve organizational needs.
One frequent example given here was that members near the end of their career can block
members early in their ICID career from accessing the training required for their role. While this
was described as “fair” in the sense that it follows the rules of the collective agreement, most
participants did not consider it an effective system for ensuring a highly skilled workforce.

Key Takeaways:

In the absence of sufficient training opportunities for HRP, it will be difficult to navigate the
discrepancy in training opportunities between RCMP members and HRP members because of
current budgetary processes and the emphasis on seniority in HRP’s work culture.

Echoing the absence of a culture of professional development that was invoked in the first
section, participants highlighted the importance of learning plans and career mapping to support
members becoming prepared for the roles they aspire to. It was indicated that learning plans
would be ineffective without more and better access to training courses as well as sergeants
who are trained and proficient in people management and well-positioned to coach and mentor
their teams.

Tenure of Position in ICID

Most participants were not in favour of a rigid time-based limit for positions in ICID. The main
reason given for this was that it takes time to fully develop in these roles and that members who
are excelling in their position and have developed and refined their skillsets over years of
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training and experience are important assets to the division both in terms of service delivery and
mentoring more junior members. It was consistently emphasized that a phased approach and/or
a performance-based approach would be more useful than an arbitrary time limit for staying in
ICID. Participants observed that having a more rigorous system of professional development
and core skills for ICID would support objectivity in this process.

Many participants expressed concern with the practice of insisting that HRP members leave
ICID upon promotion. This was cited as a barrier to those with strong leadership capacity to
seek promotion and a cause of “brain drain,” which occurs when individuals who are experts in
their field are forced to leave upon being promoted. Participants did not believe this was solely a
requirement of the collective agreement, but rather an established work practice of HRP. It was
consistently mentioned by participants from both agencies that there needs to be a mechanism
for addressing issues with performance and work ethic. It was generally agreed upon that the
rationale for movement in and out of ICID should be more intentional and rooted in the balance
of employee experience (organization-wide) and service delivery.

Key Takeaway:

A rigid time limit for tenure in ICID was generally not seen as a necessary or effective system;
however, a performance-based process for moving members out who are not excelling in their
role (while moving others in from other divisions who demonstrate proficiency in key
competency areas) was highlighted as important for service delivery and access to the division.

Clarity of Policies, Procedures and Subunit Mandates

Participants indicated that mandates for some units are clearer than others. For example, SAIT
and ICE are generally clear about what their unit covers, but GIS is a different case entirely.
Fraud was also highlighted as needing an updated mandate and corresponding policies and
procedures that respond to the changing landscape of internet-based financial crimes.

RCMP participants indicated that the mandates and work processes in ICID are all specific to
HRP and, in many cases, do not align with corresponding work processes and mandates for the
RCMP. It was expressed that better alignment that ensures no ICID policies and processes
contradict RCMP policies and processes would strengthen integration. Participants working in
Homicide indicated that they had developed a clear SOP collaboratively between HRP and
RCMP members and that this document was effective but still pending approval.

Many participants identified concerns specific to GIS, in particular, a lack of clarity regarding
how GIS supports patrol/general duty and the criteria by which GIS takes over a file. It was
noted that there is currently a jurisdictional imbalance between the type of files handled at the
shift level, with RCMP members less likely to send a file to GIS than HRP. Many participants
commented that, in an ideal scenario, simple files would stay at the shift level for both agencies,
increasing the opportunities for members to gain investigative skills and build competencies for
ICID. That scenario, however, requires that constables have the necessary time to work the file
as well as sergeants with the appropriate skill sets to provide mentorship.
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Key Takeaways:

The degree to which each unit’'s mandate and corresponding policies and procedures are up to
date and effective differs by unit, but all require review and likely some level of revision for
clarity and accuracy.

Integration at ICID would be strengthened by having a set of policies and processes developed
collaboratively by both agencies.

The perspectives shared by participants reinforces what became evident during the document
review phase and further supports Recommendation 4.

Adequacy of Resources

While resource allocation was a concern across all units, specific concerns were raised
regarding ICID’s current on-call model and HRP’s access to general equipment, software and
support services.

Many participants explained that there is currently no process in place to ensure that members
on call have the specialized skill set that best positions them to handle specific files (i.e. major
case management or trauma-informed interviewing). The on call system can complicate matters
if someone who does not have relevant experience or the specialized skills a complex file
requires is the first person to respond. It was the understanding of participants that it is best and
usual practice for a jurisdiction the size of Halifax to always have a Major Crime triangle on call
and that changes to the current on call model may be required.

All participants indicated that there are ongoing issues surrounding financial processes,
specifically, paying invoices, travel reimbursement, and software licence renewals. This was
highlighted as an issue for service delivery, morale, and integration.

In considering the adequacy of resources at ICID, many participants commented on the different
types of services delivered by HRP’s IDENT division and RCMP’s FIS division. It was
highlighted that HRP’s IDENT division is a full-service scene-management model and was
consistently described by participants from both agencies as the “Cadillac” of forensic services.
Participants demonstrated an understanding that the RCMP model was appropriate for the
dispersed nature of how the Federal agency functions but expressed a desire for more
consistency in service levels for RCMP jurisdictions within HRM. Many participants questioned
why support services in ICID are not integrated and suggested that there may be opportunities
to increase effective use of resources and better align processes.
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Key Takeaway: A comprehensive review of the workloads of all units would be helpful. A review
of support services with the view of streamlining processes and avoiding duplication could
increase consistency and the efficient use of resources.

Recommendation 6: Explore options to ensure financial processes are conducted efficiently
and effectively. This may require additional human resources dedicated to financial
management, reallocation of specific financial duties, or a combination of the two.

Recommendation 7: Conduct a comprehensive file and resource analysis for all units in
ICID to ensure staffing levels are adequate and the appropriate programs and equipment
are in place to meet present demands for service and updated provincial standards. This
process will require the establishment of clear performance measures and may have
impacts for budget and business planning and potentially for further integration.

Challenges for Integration

Participants consistently cited conflicting policies and procedures as well as other system and
process discrepancies between the two agencies as a main barrier to integration. Other
responses on this subject demonstrated that many RCMP members feel like they are playing by
another team’s rules while some HRP members feel like it is unfair that they are asked to do the
same work as their RCMP counterparts for less compensation and with less resources. It was
consistently stated that this does not create interpersonal conflict between individuals, but that
the misalignment does hurt morale and engagement. The perception that RCMP members are
treated better, both in terms of compensation and benefits and access to opportunities and
professional development, was highlighted as an issue by many participants. Differences in the
amount of per diems for travel, the process for selecting vacation, and compensation for on-the-
job injury (after earliest retirement date) were the three most frequently cited discrepancies.

Key Takeaways:

Successful integration requires more consistency in how the two agencies operate. Ideally, ICID
should have its own identity that is created jointly between HRP and RCMP but not reducible to
either agency.

Recommendation 8: Conduct a comprehensive scan of benefits and compensation for both
agencies and look for opportunities through all available channels to lessen the
discrepancies where possible (i.e. per diems for travel, functional training, vacation picks,
etc.). Ensure this information is shared with all members of HRP.
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Work Culture

One main theme that emerged from the impact of integration on work culture was the different
roles played by seniority and performance in the two agencies. It was explained that, because
the RCMP is a large, national organization with a long history, its work culture necessarily
prioritizes performance over seniority. It was the perception of many participants from both
agencies that HRP’s emphasis on seniority could be a demotivator for high performance and
may significantly delay high performers from accessing professional opportunities.

All RCMP participants and many HRP participants commented that ICID is really seen as
belonging to HRP, and that RCMP employees in the building are expected to follow a different
agency’s rules, often meeting with friction if they push back against a specifically-HRP direction.

HRP participants’ concerns with the integrated nature of the work culture were primarily
connected to the discrepancies raised in the sections on collective agreements, training, and
entrance to ICID (specifically pertaining to performance vs seniority in the staffing process).

Key Takeaways:

ICID members get along well with each other, regardless of agency. Many participants indicated
that the work culture at ICID was generally positive. The RCMP participants who perceived
integration having a negative impact on work culture most frequently cited the HRP-centric
nature of ICID as the reason; the HRP participants who perceived integration having a negative
impact on work culture most frequently cited the impact of working alongside colleagues who
are perceived to have more privileges and opportunities as the reason.

The responses in this section further support Recommendations 1, 2, 5, and 8.
Leadership Structure

It was the perception of most participants from both agencies that the leadership structure of
ICID is split by agency in that the RCMP Inspector handles all the administrative needs for
RCMP members in ICID and the HRP Superintendent is generally in charge of everything else.
It was often commented that while the RCMP Inspector is theoretically in charge of operations, it
is logistically impossible under the current set-up as processes are not in place for the systems
to be integrated. Examples given here were that the RCMP Inspector cannot approve any HRP
time sheets or overtime slips, does not have appropriate access to budgetary processes for
ICID, and may not be fully aware of all decisions made by HRP leadership that impact ICID.

Some of these themes were also observed at the Sgt and S/Sgt rank, specifically not being able
to sign overtime slips. Most participants saw integrated leadership and integrated systems to be
closely connected. It was also explained by some participants at these ranks that there can be

hesitancy to address behaviour or performance issues with a direct report from another agency.
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It was observed by most RCMP participants that the level of decision-making capacity for Sgts
and S/Sgts in HRP is much lower than the same ranks in the RCMP, thus RCMP members
moving into ICID experience a decrease in responsibility and decision-making capacity.

Key Takeaways:

The leadership of ICID is heavily weighted towards HRP, with the RCMP Inspector holding
limited power and decision-making capacity not typical of a 2IC.

Members from both agencies would like to feel like their leadership teams are “pulling in the
same direction” and that the strategic direction of ICID is consistent between the two agencies.

The issues raised in this section further support Recommendations 1 and 2.
Interviews with Constables, Special Constables, and Civilians

In most respects, the interviews conducted with constables, special constables, and civilians in
ICID reaffirmed the positions of the supervisors as outlined in the previous section. HRP
members echoed the need for more functional training opportunities, with unit-specific training
being provided before or upon entry to a specialized unit. All constable interviews reaffirmed
challenges with workload and resource levels, supporting the need for a comprehensive
workload analysis.

Expanding on the themes of career mapping and professional development, HRP constables
frequently emphasized the need for balanced and consistent performance development beyond
the occasional Officer Performance File (OPF) when a situation (usually negative) arises. It was
also consistently mentioned by participants from both agencies that there should be a more
intentional and transparent process for lateral moves of HRP members within ICID. The
perception of the current HRP process was that it is unpredictable, disruptive to service delivery,
and a detractor of morale.

Expanding on the theme of challenges stemming from integration, there was a marked trend
throughout the interviews with HRP constables in which those participants who are generally
happy with their role and their career at HRP were not particularly concerned about the
differences in pay or other benefits between the two agencies. In contrast, HRP participants
who were unhappy with specific management decisions or elements of their career were more
likely to focus on the differences in pay and other benefits. RCMP constables were generally
positive about their experiences in ICID. The primary concern raised by civilians and special
constables was regarding salary, specifically the belief that it was not commensurate with
national standards or the volume and complexity of work.

Expanding on the theme of leadership, constables from both agencies consistently indicated
that they were happy with the quality of leadership from their immediate supervisors; several
participants indicated that they would appreciate a stronger presence and a greater sense of
strategic direction from senior leadership. It was also expressed by many constables that the
main challenge with integration stems from a history of tension at the top and the observed
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struggle for control and ownership of ICID between the senior leadership of both agencies. It
was the consensus that, while the current senior management team appears to work well
together, the impact of previous conflict is still felt.

Patrol/General Duty Supervisor Survey

The survey that was administered to patrol/general duty supervisors yielded 33 responses, with
tension between GIS and patrol/general duty emerging as the central theme. The nature of this
tension appears to stem both from disagreements about the way in which GIS functions as well
as isolated personality conflicts. While the perspectives shared in the survey responses
occasionally attributed the frustration to interagency differences, the issue appears to lie in the
disparity between how GIS has operated in the past and how it functions currently.

Many respondents indicated that, in recent years, GIS investigators would proactively respond
to calls and would be quick to take over all files that required more than shift-level policing. It
was consistently stated by survey respondents that this practice has been changing over the
last few years. The current situation described by shift supervisors from both agencies indicates
that there is a new intake process for accessing support from GIS and that many files are turned
away as part of this process. It was also explained that GIS has taken on more of an advisory
capacity than a hands-on role for files with investigative requirements and GIS members may
provide direction by phone or email instead of working a file themselves as was previously the
practice.

Many survey participants offered suggestions to improve the current situation, such as GIS
being attached to a shift, reporting to a watch commander, or working different hours. The
common theme across survey responses was the perceived need for GIS to be more proactive
in their response, more willing to take on files, and better aware of the limits of what can be
dealt with at the patrol/general duty level. Considering these responses alongside interviews
with GIS members, it should be noted here that there was also frustration expressed with the
quality of preliminary work done at the shift level as well as concern with the volume of files GIS
is expected to carry.

Many current and past ICID supervisors indicated that there is benefit in constables having the
option to hold on to a simple file if they are interested in building investigative competencies, but
that this requires the time to attend to the file and an experienced sergeant to mentor them. In
situations where either one of these conditions is not in place, it was described as impractical
and unfair for constables on patrol/general duty to be expected to perform anything beyond
front-line policing.

Benefitting from the opportunity to see the issue from multiple angles, the review committee has
observed that there are several key elements at play. The intersection of a potential increase in
files requiring investigative work, less GIS investigators than in the past, and staffing challenges
on shift, may be creating a volume and complexity of work that exceeds the resources currently
available to both GIS and patrol/general duty. The growing lack of consistency and clarity for
collaboration between GIS and shift supervisors has led to rising frustration which is
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compounded by a lack of clear business rules for the type of files GIS will take over and a lack
of clarity for what “taking over a file” looks like. It is a shared perspective across divisions and
agencies that there needs to be a renewed focus on working together and collaborating for the
best outcomes.

Given the current level of frustration and the impact on working relationships, it is important that
unified direction comes from the top of both agencies on how GIS and patrol/general duty are
expected to interact and operate going forward. Once it is agreed upon by integrated leadership,
these expectations will need to be documented and clearly communicated to all members of
both agencies and measures taken to ensure that issues are addressed promptly and fairly as
they arise.

Recommendation 9: Establish and document a clear and consistent direction for how GIS
will operate (what files go there, how GIS will interact with patrol/general duty, degree of
proactive response, how communication between shift supervisors and investigators will be
conducted). This direction should be established and agreed upon by both agencies.
Ensure clear direction is cascaded down through the ranks.

External Consultation

To ascertain the quality of service experienced by partners of ICID and the potential impact of
integration on the services received by partnering agencies, representatives from several
organizations were identified and interviewed including the Medical Examiner’s office, Crown
Office, Avalon, SeaStar (Child Interviewing Service provided at the IWK), and DCS.

External partners consistently indicated that they had little awareness of what agency an
investigator belonged to and that there were no perceivable agency-related differences in
quality of interactions and services. Rather, differences were perceived at the individual
investigator level and, by many external partners, as something that has changed over time.
Participants from the Medical Examiner’s office and Crown Office were quick to acknowledge
the exceptional work done by ICID and often recognized by name past and current
investigators, technicians, and crime analysts for exemplary service.

A consistent theme emerging from interviews with Crown attorneys and DCS supervisors was
the importance of strong working relationships with ICID investigators. It was commented upon
many times that files have better outcomes when there is frequent and timely communication
between the different partners involved with a file, especially files that fall under Special Victim
Services (SVS). Partners from both the Crown office and DCS explained that this type of
communication goes hand in hand with strong working relationships. Citing the new protocols
that came in place during the pandemic as a possible catalyst for a shift in work practices,
interviewees stated that there would be great value in all parties seeking opportunities to
strengthen current relationships across organizations.
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Some participants from the Crown Office as well as those from Avalon, SeaStar, and DCS
described a shift in the perceived investment and connection to files over the past decade, often
acknowledging that, in the past, investigators were more likely to stay connected to a file until its
closure than in current practice. Those who speculated on the reasons for this cited the
possibility of higher work volume, lower morale, social climate, and generational shifts that may
have new members experiencing policing more as a career than a vocation. It was
acknowledged that a generational shift in professional expectations is a reality across all
professions, but that given the nature of policing, the impacts may be felt more acutely here
than in others.

The main concern emerging from interviews with external partners was specifically related to
SAIT files. Interview participants from the Crown’s office, Avalon, SeaStar and DCS all indicated
the importance of this team being staffed intentionally with those whose strengths, abilities, and
work style are best suited to the important and sensitive nature of the work.

The external interviews support Recommendations 4, 5, 7, and 8.

As part of a jurisdictional scanning exercise designed to gain insight into what works well in
similarly integrated units, interviews were conducted with members of the Integrated Homicide
Investigation Team in British Columbia (IHIT), the Combined Forces Special Enforcement Unit
in British Columbia (CFSEU-BC), and the Alberta Law Enforcement Response Team in Alberta
(ALERT). The detailed findings of these interviews can be found in Attachment 2 of this report.
Overall, best and emerging practices from this exercise supports the development of an
integrated steering committee to direct operations as well as a more distinct identity for ICID that
is separate from both HRP and RCMP. A distinct identity for ICID would ease the process for
developing new integrated policies, lessening the gap in employee experience, and supporting
the potential allocation of a separate budget specifically for this unit that includes adequate
funds to cover all necessary training.

The information collected in this section supports Recommendations 1, 2, 3, 4, and 8.
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Conclusion

It was apparent from the data collection and engagement process for this review that ICID is
staffed by professional and passionate officers and civilians dedicated to providing first class
service delivery to the residents of HRM. While the scope of the review was focused on gaining
a better understanding of the strengths, challenges, and opportunities for interagency
integration, many of the most dominant emerging themes are more tangentially connected than
having a direct impact on the integrated relationship. These themes generally relate to areas
that ICID members see as in need of strengthening at HRP such as training allocation,
professional development, and efficient financial processes.

Looking wholistically at the various data points informing this review, the process by which HRP
members are selected for ICID emerges as an important intersection of the challenges identified
regarding professional development, training, and competency-based hiring and promotion.
Historically, the timing in which a constable gains access to the Level 2 “CID Course,” while
depending completely on unpredictable workforce demographics, has a direct impact on the
trajectory of their career. Currently, the selection process for ICID recognizes external and
internal equivalencies; however, all courses at HRP are impacted by a seniority component.
Investigatory experience is understood to be an important element of urban policing and the
roles in ICID are sought-after positions that many new constables are eager to work towards.
Because the eligibility to apply to this unit depends on course(s) that are accessed based on
seniority, there is necessarily a period of waiting one’s turn before beginning the process. The
length of that wait depends entirely on how many people are ahead in seniority, meaning that
some constables access the course(s) early on in their career and others may be required to
wait 10 to 15 years depending on when they were hired. It was a common refrain from ICID and
patrol alike that investigatory experience is important to a well-rounded officer, especially one
who intends to take on a leadership role. Additionally, sergeants and staff sergeants with ICID
experience are better able to mentor ICID-oriented constables in investigatory competencies
that will support their career trajectory. Addressing this gap requires intentional strategies that
enable more timely and equitable access to ICID for constables. While there are many ways to
approach this, adjustments to how the required course(s) are administered is likely the first step.

Real or perceived issues at HRP impacts integration to the extent that it exacerbates HRP
members’ satisfaction with the employee experience in their own agency, making them more
susceptible to compare their own experiences to those of their RCMP colleagues working
beside them. To the extent that the perceived challenges with HRP impact service delivery,
RCMP members working in ICID also experience frustration at having their work product
affected by processes over which they have no avenue to address. The strong relationships
between colleagues from both agencies also means that RCMP members become frustrated on
HRP members’ behalf when organizational challenges are perceived. It should be mentioned
here that there are varying perceptions on the degree to which HRP is facing challenges and
many past and current ICID members indicate that their time in that division was a high point in
their career.
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The review committee made every effort to satisfy the deliverables outlined in the mandate
letter. Specific items relating to the evaluation of the quality and volume of files and the impact
on resourcing and personnel deployment requires performance metrics and comparable data
sets not currently in place. As such, these items are addressed by Recommendations 4 and 7
which call for further review once the appropriate tools are in place. The request to review the
leadership model at ICID is addressed by Recommendation 2, as it was the shared perspective
of committee members that how ICID is staffed would best fall under the purview of the
proposed Integrated Steering Committee. Similarly, the details of the interagency agreements
should be negotiated by both the steering committee and, where appropriate, the proposed
Intergovernmental Advisory Committee.

The review committee wishes to express gratitude to everyone who participated in this process.
Many individuals dedicated their time and energy to sharing their experiences and perspectives
and we recognize that this high-level account of the engagement activities cannot possibly
represent the diverse and important perspectives of all who participated. Many specific
concerns shared with the review team that are outside of the scope of the review have been
communicated to the appropriate person or persons through other channels during the process.

Recommendations

Recommendation 1. Jointly (re)draft a division-specific MOU on how integration will occur at
ICID including detailed responsibilities for specific positions within the two agencies (i.e. the role
of HRP Chief and RCMP OIC with respect to the oversight of ICID).

Recommendation 2. Establish an integrated steering committee responsible for direction given
to ICID, ensuring balanced representation between the two agencies. The HRP Chief, RCMP
OIC of HRD, integrated management responsible for ICID, and the Commissioner of Public
Safety should be included as members of this steering committee. The steering committee
should meet monthly at a minimum and more frequently when required by operational and
administrative decisions.

Recommendation 3: Establish a Intergovernmental Advisory Committee for ICID that includes
the Chief of Halifax Regional Police, the RCMP OIC of HRD, the Commissioner of Public
Safety, and the Executive Director of the Provincial Public Safety and Security Division. The
Intergovernmental Advisory Committee should meet quarterly at a minimum to ensure regular
communication and more frequently if required (i.e. by out-of-budget resource requests or
project funding opportunities).

Recommendation 4: Initiate an integrated review and revision process for all mandates, policies,
and work procedures (business rules), as well as performance indicators specific to ICID. This
process should include a working group made up of subject matter experts from within ICID.
Representatives from both agencies and patrol/general duty should be involved at all stages of
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the process; all documents currently in use in draft form should be reviewed and considered.
Final drafts should be approved by the integrated steering committee.

Recommendation 5: Create a professional development framework for HRP including a process
for regular and balanced feedback from supervisors, career planning, and learning and
development planning (in the short term); and a process by which performance has a
demonstrated impact on promotions, movement into specialized divisions, and access to
training opportunities (in the long term).

Recommendation 6: Explore options to ensure financial processes are conducted efficiently and
effectively. This may require additional human resources dedicated to financial management,
reallocation of specific financial duties, or a combination of the two.

Recommendation 7: Conduct a comprehensive file and resource analysis for all units in ICID to
ensure staffing levels are adequate and the appropriate programs and equipment are in place to
meet present demands for service and updated provincial standards. This process will require
the establishment of clear performance measures and may have impacts for budget and
business planning and potentially for further integration.

Recommendation 8: Conduct a comprehensive scan of benefits and compensation for both
agencies and look for opportunities through all available channels to lessen the discrepancies
where possible (i.e. per diems for travel, functional training, vacation picks, etc.). Ensure this
information is shared with all members of HRP.

Recommendation 9: Establish and document a clear and consistent direction for how GIS will
operate (what files go there, how GIS will interact with patrol/general duty, degree of proactive
response, how communication between shift supervisors and investigators will be conducted).
This direction should be established and agreed upon by both agencies. Ensure clear direction
is cascaded down through the ranks.
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