York South-Weston Local Immigration Partnership

Strategic Plan for the Settlement System in York South-
Weston

DRAFT



Acknowledgements

This report is the result of a team effort by the consulting team of Joan Roberts (Joan Roberts Consulting)
Charlotte Young (Envision Synergy) and Ben Poynton (Herne Company). Each of us played various roles in the
process of making the consultations and planning events happen within a tight budget and even tighter tfime
frame.

We could not have done it without the close co-operation and amazing conftribution of the YSW LIP Council
and its workgroups. Without the community engagement workgroup we would not have been able to recruit
over 100 newcomers to our first town hall. All the workgroups provided input into the research questions and
recruited participants for focus groups and interviews. It was a great example of what a collaborative effort
can do.

The Project:

The York South-Weston Local Immigration Partnership (YSWLIP) is comprised of 24 settlement, employment,
language fraining and social service organizations serving immigrants in the York South-Weston community.
Faith and labour representatives also contribute to the partnership.

The project’s objectives:

+ To strengthen local awareness and capacity to successfully integrate immigrants
+ Toimprove access to and coordination of immigrant integration services
+ To improve labour market outcomes for immigrants



In May of 2010 the YSWLIP received funding from Citizenship and Immigration Canada to consult with service
providers, employers and newcomers in the local catchment area in order to identify possibilities for collective
and systemic improvements to the delivery system.

Infroduction

The YSW LIP Strategic Plan is the result of the research conducted over the summer of 2010 into the barriers to
effective settlement and integration for newcomers as well to gather feedback on service delivery for
newcomers and seek suggestions for improvements to services delivery that could be implemented in the York
South-Weston area. The Strategic Plan itself includes a vision, principles and values and then goals and
strategies for an integrated service delivery system. The plan itself is illustrated on one page in graphic form.
Appendix A provides the back ground thinking and decision-making that resulted in the chosen course of
action for the system as a whole and the steps of service delivery. The steps for service delivery identified for this
exercise include outreach, intake, assessment, referral, service delivery, and monitoring, evaluation, and client
exit.

Further to this strategic plan is a document that develops the strategic plan into an action plan. That action
plan document is meant to be read in conjunction with this document.

As with the Action Plan, the capability to bring about the changes incorporated in the plans lies with the YSW
LIP and its funders.



Vision

Newcomers to Canada living in York South-Weston are able to quickly and easily settle info Canadian society
and thrive as engaged members of the community, by obtaining services that address their needs.

Newcomers learn about available services through effective and relevant outreach that begins at their point of
entry, and is available through up-to-date media sources. Eligibility criteria have been expanded and are
flexible. Intake steps are simple. Clients are engaged in the assessment process, which is timely, and results in a
clear plan of action. Clients know why they are referred to other agencies and obtain the services they need
through a well-networked set of agencies. Clients receive the services they need and these services build on
the strengths the clients already have. Clients are satisfied with the services they receive, and the Partnership
tracks this level of satisfaction over time.

Principles/Values

The Partnership Council aspires to adhere to the following principles or values in providing services to
newcomers. The services we provide to newcomers are:

* Focused on the specific needs of the client

e Trustworthy, non-judgmental, compassionate and caring

* Respectful (of confidentiality and of the person)

e Simple to follow

* Physically and culturally accessible

» Culturally sensitive (available in their language, at their pace, and with minimum jargon; professionals are
approachable)

« Comprehensive and universal (not just promoting one’s own services)

* Build on the strengths that newcomers offer Canada



YSW LIP Strategic Plan:

Vision for the Service Delivery S
Serving Newcomers in York South-Weston;

Goals:
FOR THE WHOLE SYSTEM

1. Confirm the level of agency commitment to an integrated

service delivery system

2. Determine the most appropriate service delivery system,

based on the commitment

3. Dewalop a governance framework to build the capacity and
sustainability to implament the sarvice defivery plan

Stratetgies:
FOR THE WHOLE SYSTEM

= Develop a communications and engagement strategy for

the senvice delivery model

= Develop a governance strategy using a capacity approach
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Appendix A:
Whole System

Issues from the research

* Serving a client in their language is a critical decision point for referral

* Others expressed disappointment with the system, feeling that service providers are only after their
statistics and report that they know people are leaving Canada after obtaining citizenship to find better
opportunity in other countries.

» Direct service delivery depends on service mix of agency-social -health-legal-training-housing

* We need a system to help our clients

* Newcomers also complained about the cost of settlement and the red tape they have to go through.

* 2 agencies did outreach

* Newcomers said they are looking for basic need services such as housing, food, and health. They are
also looking for education, career services and help with the immigration process.

* The current funding framework has created an organizational culture clash between caring and
accountability which exists within and internal to the agencies.

* When agencies share clients workers get clients to fill out consent to information forms (sometimes up to
20 x)

* The system is broader than individual organizations

* Boundaries are permeable

* We need one stop shopping with all agencies’ services under one roof

e “Thatis not good they should have all the information”

* Agencies are dependent throughout the process of service provision on other agencies and
organizations to meet their client needs.

* We have a bottleneck at intake-"“we receive everybody”



Goal(s)':
1. Confirm the level of agency commitment to the integrated service delivery plan

2. Determine most appropriate service delivery system, based on the commitment expressed

3. Develop a governance framework which leads Council to build capacity and sustainability to implement the
service delivery plan.

Options for achieving goails: 1o be completed

Options Pros Cons
1. Have a communication/ e getsbuyin e apathy, resistance
dissemination piece to all . o
ootential players e increases chances e requires ’nme'ond
of success resources which may

' not be available
e broadens profile of

work to date

2. Communication and e develop more e could become
dissemination piece on realistic plan politically charged

service delivery models e committed players e serve asreality

check of actual

' based on community-partnership level, rather than about serving our clients



Options Pros Cons

with clear roles commitment
3. Build organizational e increases capacity e tfime consuming
capacity (goals, roles, of Council

e needsresources

* prevents conflict '
» surfaces conflict

e creatfes an
infrastructure for
work plan to evolve

e partner fatigue

provides leadership

Priority Strategies:

Develop a communication and engagement strategy for the service delivery model

Develop a governance strategy using a capacity approach

Step 1: Ovutreach

Issues from the research



* 2 agencies did outreach

* Respondents reported that their sources of information are quite diverse. News media (e.g. Newspapers,
television), the internet, informal networks (e.g. friends and family), professionals (e.g. lawyers, healthcare
professionals), and social service organizations (e.g. YMCA) were all widely reported as areas for
information.

* Agency marketing efforts fails to make use of the informal networks that newcomers are so reliant upon.

* Newcomers also seem to depend to a larger extent on informal social connections such as friends, family
and community leaders. A desire was reported to tap into this resource so that newcomers can be
better served. This is important because should a friend recommend the wrong agency or state that the
agency does things that it doesn’t, then the potential client may have to wait longer for the service they
require.

Note: Do these issues go with the optionse
e Accuracy and timeliness of information
* Method of outreach (restrictions)

* Duplication
e Conflict of interest (re funders)

Goal:

Newcomers make informed choices about services

Options for achieving goals

Options: Pros Cons

Broader outreach to faith more in depth e encounter




Options:

Pros

Cons

and cultural groups

inroads to specific
communities

increase awareness

resistance when
share contacts

Visual clues/directory
available to newcomers
(ex map on a t-shirt) Map
of YSW providers

easy access and

increase awareness
of services

cost

keeping directory
updated

directory must be
available in many

languages
Agencies exchange info e potential for e information
greater accuracy overload

of referral

may not reach
those who need
information

Unified outreach funding

less competition
among agencies

better meets needs
of clients

more cooperative

time constraints




interagency exchange
and agencies exchange
information).

Options: Pros Cons
work
Service provider fair e potentially more o staff time
(combined with accurate referrals
* resources

large enough
space

Set up inter agency e greater knowledge e union issues
exchange e Dbetter cultural e staff turnover
awareness
e value of staff
investment
e learning curve
Priority Strategies

* Set up interagency staff exchange program
* Provide newcomers with a visual directory of YS-W providers

Step 2: Intake



Issues from the research

None!

Godal

Short, easy, clearly defined process available the same day, on a drop-in basis

Options for achieving goals

Option

Pros

Cons

Standardized intake
(form) process

* Effective
* Minimal cost

* Length time of intake

* May need additional
staffing

* Turnoff for clients

No collaboration on
intake form

* No extra work

* Doesn’t solve anything

Web based database
for agencies to use in
take

e Time saver for
everyone

e Less forms for
clients/duplication
of info

» Better service co-

* Money and
maintenance

* No funder support

* client confidentiality
could be compromised

e agencies can't




Option

Pros

Cons

ordination
» enhanced security
systems available

guarantee safety of
information

* lack of ownership of
information

e costly

Agency discussion of
best practices for intake

* Inexpensive

» All working in a
positive manner to
serve clients

* Meeting requirements

* Less accountability

» Contrary to conftribution
agreements with funders

Priority Strategies
J Agencies discuss best practices for intake
J Explore the value of a web-based database for intake

Step 3: Assessment

Issues from the research




* Newcomers said they are looking for basic need services such as housing, food, and health. They are
also looking for education, career services and help with the immigration process.

» 2-3 agencies use a standard assessment form

Goal

Create a comprehensive common assessment to more effectively assess client needs and build stronger

relationships between clients and the system

Options for achieving goals

Option Pros Cons
Design common assessment » Comfort level * Different
process * Trust needs for
* Build relationship different
* Spend longer time agencies
with each client » Adds work
» Becomes easier to time and

make referrals

responsibility
to the process

Each client has a clear and
prioritized plan of action that the
client is able to understand and
execute

* timely

e clear information is
empowering for
client

e focuses on client's
needs

* client might
not agree
with plan




Priority Strategy

. 1 agency designs a common assessment form and other agencies offer feedback

Step 4: Referral

Issues from the research

* Newcomers said they are looking for basic need services such as housing, food, and health. They are
also looking for education, career services and help with the immigration process.

* Serving a client in their language is a critical decision point for referral

* “Sometimes we go but sometimes we don’t because we don’t know the exact location.”

» Service providers make a lot of referrals

e “We don't go”

* When faced with being referred or having to go to other agencies participants reported frustration at the
number of visits!

» "“Clients hold us accountable for other agencies performance!”

* “Thatis not good they should have all the information”

* There are no feedback loops re accountability or evaluation between referring agencies

Goal

Coordinated referral to connect clients to needed services in timely manner

Priority issues



* Language barriers

» Expect all services under 1 roof

* Integrity of referral
« Distance transport

location
Options for achieving goals
Option Pros Cons
Establish service standards e guideline would e May be
(checklist) approved by all be helpful to different
agencies-referral protocol agencies interpretation
) s of the
e help clients not
system

fall through cracks

Different level
of operations

might not

buy-into

guidelines
Database for translation i.e., e Overcomes o Different
language line language barrier policies at

different

agencies
Educate the client on the o if clients know the e C(Client
system (i.e., the process of system, can make resistance
referring) informed




Option

Pros

Cons

decisions

Hold info fair for frontline
workers or other form of info
dissemination

Most outreach
workers good
knowledge of
activities in the

Who will

organize/lead
2

community * might not
reach
already
newcomers
that we need
to reach
Offer transportation assistance e Ensures integrity of e Cost liability
(e.g., like West side shuttle) referral and
insurance
Follow up after referral (action e Assurance that o Staff time

step); (may belong in
monitor/evaluate/client exit)

service provided

Service can
continue

Willingness of
client to
follow
through

Currently
follow up is
not
recognized
by funder as




Option Pros Cons
work fime
Create co-ordination e Information e Difficulty in
mechanism among service becomes readily developing
available to partnerships

providers (belongs in referral)

service providers

Work with other groups to seek
resources for the clients
(belong in referral, not intake)

Clientsneeds get
met

Time
consuming for
multiple
agencies to
be spending
time w/1
client (which
agency gets
the credit for
working with
the client)

Priority Strategies:

e Establish service standards for a referral protocol approved by all agencies

e Information fair for front line workers or offer other form of information dissemination



Step 5: Service Delivery

Issues from the research

» Direct service delivery depends on service mix of agency-social -health-legal-training-housing

* Participants reported requesting services such as gaining a passport, SIN and bank statements, along with
advice on claiming taxes.

* Optimistically participants hoped that for good service delivery —quick, accurate, in the appropriate
language, with many types of service, delivered with empathy, equality and fairness.

o **2 out of the 9 agencies have staff with this language (scenario 3). Others have volunteer translators. Some
agencies have policies that do not permit using volunteers.

* Agencies prioritize paying customers

 **When faced with being referred or having to go to other agencies participants reported frustration at the
number of visits!

* Further inflexibility was found in the times service were open in relation to the times clients were working. This
also prevented these clients from accessing certain services.

**Priority issue

Goal

Newcomers get beneficial services that are timely, relevant, culturally appropriate and professional

Options for achieving goals



Options

Pros

Cons

Advocacy as a collective to address
eligibility

joint pre-
existing
groups for a
larger
collective
(e.g., social
planning)

cost to join

some
agencies
may not be
permitted to
join

individual
members
might not be
able to
advocate
outside of
agency's
policy

may put
smaller
agencies at
risk of losing
funding

time
consuming

Info sharing at agencies and through

good

staff time
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Options Pros Cons
fairs opportunity
to learn
about other
agencies
e networking,
build strong
partnership
Research (data gathering) to support e builds e fime
advocacy knowledge consuming
for each
agency
One stop shopping e hubs are e competition
good way between
to provide agencies --
all services which
agency
* Dbefter chosen (hubs
referra would have
e addresses all the power)
confidential .
. e may conflict
Ty with agency
e whole policies (e.g.,,
system in niche
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Options Pros Cons
one place program)
ltinerant services (promote more) e helps e transportation
contribute
to outreach * expeF:T
"Cadillac"
e Ableto services
provide
services for
clients with
limited
ability
More service co-ordination ( follow up e Qutcomes ® none
with referral agency and client) will improve identified
e |mproves
client
satisfaction
Better train staff fo deliver services and o Staff e tfime
everything else developme consuming
Nt
o funds
e C(Clients get )
e possible
up to date T
information staffing issues
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Options Pros Cons
Not enough language specific staff- o -See #] e nothave
advocate for increased funding option resources to
above provide
) services
e Clients
receive e prolong
services in process of
own learning
language English
e [f volunteers e -some
available, agencies
this cannot
addresses permit
cost volunteer
translators for
confidentialit
y issues
Have ED groups work on volunteer and e Systemic e see cons from
privacy issue issue is option 8
resolved

front line staff
know best to
address the
issues
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Options Pros Cons

Create protocols and service bridging e cClients ® service
among existing service agencies to access guarantees
ensure newcomer needs and socCio- services it with
. . o conflict wi
cultural demands are met in a timely faster
. funders
and professional manner
e seamless agreements
service dictabilt
. e predictabili
delivery P Y
. e fime
e quality of
services

Priority Strategies:

* Enhance information sharing for better service co-ordination and effective service delivery
» Collectively advocate to increase funding and address client eligibility issues

Step 6: Monitoring, Evaluation, and Client Exit

Issues from the research:

* No tracking or monitoring protocol in most agencies (exception employment services)

» Others expressed disappointment with the system, feeling that service providers are only after their
statistics and report that they know people are leaving Canada after obtaining citizenship to find better
opportunity in other countries.

24



Although some participants reported that there was a requirement for follow-up with clients there was
no, one clear approach to tracking a client’s progress “post-agency’.

“Clients hold us accountable for other agencies performance!”

Non-profit service providers also reported as being important in newcomers’ experiences as well as
events like job fairs. Participants reported that through contact with the service delivery system is how
they learned about services leading to positive experiences.

There are no feedback loops re accountability or evaluation between referring agencies

Agencies prioritize paying customers

2 agencies undertake a client satisfaction survey (done by students)

Happens informally if client reappears

Client often becomes a volunteer to maintain ties!

Goal

Develop a common protocol that enables agencies to measure client satisfaction

Revised goal: Understand the strengths and pitfalls of the service delivery system in order to respond and
improve the integrated service delivery system to ensure a better experience for the client

Options for achieving goals*

Options

Pros

Cons

25



Options

Pros

Cons

Cluster services (agencies that
share clients) and share
evaluation forms

easily shared

less forms for

limited

some agencies

newcomers unable to
collect info,
with FOI
Ensure referral agency is * more e fime periods
equipped to deal with the appropriate short
problem
e reduced o staff turnover
shuffling
Let client know if they are NOT e clients have e time
satisfied with service at referred options consuming
to agency they should come )
back o feedback e client may not
enables be wiling to go
agency to to other
provide better agencies

service

Inform referred to agency about
dissatisfaction of the client

assist agency
to make
needed
changes

allow agency

changes may
not be possible
time
consuming
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Options Pros Cons
to clarify
service
e allow updating
of services
Develop an evaluation e all agencies e time
protocol/strategy to enable working from consuming
agencies to measure client same page )
. . L e could conflict
satisfaction with integrated S
. . e known to all with internal
service delivery system
newcomers procedures
e sharing e staff and
knowledge resource
limitations
Priority Strategies:
J Shared evaluation forms for similar services
o Evaluation strategy/protocol to tfrack and monitor client satisfaction
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