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Ontario’s umbrella organization
ONESTEP is the only umbrella organization that encompasses the entire workforce
development sector

• ...a partner in research.

we support our Members
with data, research, and
evaluations supports

• ...a builder of practice.

we provide training and
professional development
opportunities for our Members

• ...a voice for the sector.

we engage cross-sectorally to
increase the visibility of, and
leverage new resources for, our
Members
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Disclaimer
Information provided in this presentation was compiled to provide a resource for ONESTEP members
to review and consider as they think about the coming transformation of employment services in
Ontario.
• ONESTEP does not speak on behalf of, nor represent in any way, the views or opinions of the
Ontario government or its agents.
• Wherever possible, direct reference has been made to any public information so that readers
can readily access – and independently review – available documentation.
• Where direct information is not available, every effort will be made to provide the source, logic
and/or rationale behind the statement.
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Context
To date, we’ve seen 2 public statements from the Government regarding the transformation.
• November 22nd 2018 announcement
‐ Focus was mainly on social assistance – e.g.,
eligibility and income supports for Ontario
Works (OW) and Ontario Disability Support
Program (ODSP).
‐ Foreshadowing of integration and
streamlining of employment services.
‐ Promised more effective, sustainable
approaches to helping people find and keep
jobs and achieve better outcomes.

• February 13th 2019 announcement
‐ Moving all employment services currently
offered through social assistance
programming under Employment Ontario
(EO) programming.
‐ Introduced a new entity – called the service
system manager (SSM) – that will be
selected to manage the employment
services system in each catchment area
across the province
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What’s driving the changes
Cost
Efficiencies

September 21st, 2018: Ernst &
Young released releases lineby-line audit of Ontario
Government expenditures
from fiscal year 2002/03
through 2017/18.

Focus
on Jobs

January 7th, 2019: Memorandum
from Premier highlights priority
of redoubling efforts to connect
more workers to good paying
jobs, and encouraging job
creation.

Program
Effectiveness

February 13th, 2019: News
release around transformation
cites issues raised in the
Auditor General’s reports on
OW (2018), EO (2016), and
ODSP (2011).
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5 key changes
•
•
•
•
•

the number of employment services related contracts held between
governments and community partners reduced from upwards of 1,000 to 15
20% of SSM funding will be dependent on performance outcomes of clients
retaining employment for up to 12 months
Municipalities/district social services boards will no longer administer/deliver
employment services for social assistance recipients
SSMs will be responsible for planning, design and implementation of local
service system delivery models
Organizations will compete for contracts through their SSM
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New provincial
structure
The Ministry will be consolidating the
upwards of 1,000 individual contracts into
15 – 1 for each proposed catchment area
across the provice.
Catchment areas are the 10 economic
regions and 5 census metropolitan areas for
the GTA as defined by Statistics Canada .

7

Timeline for prototype transformation
JAN - MAR 2020
Contracts negotiated with
existing providers
negotiated by MTCU

JANUARY 2020
Contracts issued
between MTCU and
new SSM

APR-SEP 2020
SSMs to develop transition plan
from status quo to new Network

OCTOBER 2020
SSMs sign contracts
with providers
moving forward

APR – SEP 2020
Contracts with existing providers managed by SSMs.
No changes to existing Network permitted
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Timeline for remaining catchments
The government has not yet announced the remaining transformation timeline, but it
is expected that the rest of the province will have about a year before the
announcement is made.
Some assumptions:
• the entire province will be flipped by June 2022 (election) and prior to campaigning
• the second round of catchments must occur within a timeframe that can align with the first
round (i.e., 3 + 1 + 1 years)
• the timing around the process will not be as compressed as seen in the first round
• the second round will proceed by the same 3-step process (i.e., market day, RFQ and CFP)
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Speculative timeline
DECEMBER 2020

JUNE 2021

Release of RFQ
for 12 remaining
catchments

Announcement
of successful
SSM bidders

JANUARY 2022

JUNE 2, 2022
Provincial
Election

Campaign
season begins

Release of CFP
for 12 remaining
catchments

3-month planning period for new SSMs
6-month transition period for new SSMs

Full implementation
of integrated service
delivery model in all
catchments

FEBRUARY 2021

JULY 2021 – MARCH 2022

APRIL 2022
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What will transformation
look like

What does transformation look like
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Performance-based funding
Provides operational level funding up-front (but makes it contingent on targets)
and uses outcomes-based funding to incentivize and direct impact
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Pay for success models

Contract holder invests in
the up-front operational
costs to deliver
services/achieve the
desired outcomes

In return for accepting the
risks of funding the project,
the investors may expect a
return on their investment

Payment of the committed
funds by the government
is contingent on
achievement of results

14

Performance-based contracting

Government provides
contact holders with an
allocation of up-front costs
for delivering services

Contract holders then use
these base funds establish
operations and deliver
services aimed at meeting
targets set by the funder

Annualized funding
structures review
performance targets
against most recent fiscal
to plan for next allocation
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Ontario’s
hybrid model
The funding model proposed in the CFP
brings together elements of both
approaches to marry the impact-oriented
approach of a PFS model with the more
inclusive PBC model.
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Integrating ES across programs
Under the new system, all clients participating in employment services – regardless of program
source – will be supported under the EO umbrella (i.e., the SSM’s network of service providers)

Catchment
Peel
Hamilton-Niagara
Muskoka-Kawarthas
Toronto
Northwest

ODSP
615
1,030
791
5,614
689

%
2%
2%
6%
5%
8%

OW
17,040
22,691
6,124
65,332
3,975

%
EO
% Totals
51% 15,494 47% 33,149
54% 18,305 44% 42,026
49% 5,535 44% 12,450
56% 44,989 39% 115,936
47% 3,807 45% 8,471
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Client stream allocations
The entire model has been structured to ensure that those furthest from the labour market,
stream C clients, are the primary focus of service provider case loads and receive the lion’s
share of resources.
CATCHMENT
PEEL

HAMILTON-NIAGARA

MUSKOKAKAWARTHAS

CLIENT
STREAM
A

OPERATING FUNDS
$1,834,000

B

$4,307,000

C

$25,208,000

A

$1,190,000

B

$5,194,000

C

$37,759,000

A

$415,000

B

$1,830,000

C

$11,886,000

MINIMUM CLIENT Nos

(6%)

4,200 (22%)

(14%)

3,900 (21%)

(80%)

10,600 (57%)

(3%)

2,700 (12%)

(12%)

4,700 (20%)

(86%)

15,900 (68%)

(3%)

1,000 (13%)

(13%)

1,700 (22%)

(84%)

PBF ALLOCATION

These are the same
across catchment areas
and differ only by client
stream.
The sum of outcome
payments per client in
each stream is:
A - $344
B - $1,105
C - $3,230

5,000 (65%)
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Impact of funding changes

CLIENT
STREAM
A

CLIENT
STREAM

APPROX COST
PER CLIENT

A

$400

B

$1,000

C

$2,100

1 month

3 month

6 month

12 month

Total

$

- $

65 $

117 $

162 $

344

B

$

82 $

165 $

330 $

528 $ 1,105

C

$

315 $

700 $

990 $ 1,225 $ 3,230
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Implications of PBF
DIFFERENTIAL
Scenario 1:

Everything goes as planned

payment approaches that can result in financial
risk.

$0

• Operational allocations are target based –

Scenario 2:

Miss stream A intake targets by 10%

• Both operational and PBF have contingency

~ $300K

missing targets in a quarter alters funds
allocated for the remainder of that year

Scenario 3:

Miss 5% intake targets and 2% 3month milestones on stream B

~$600K

Scenario 4:

Miss 6-month milestones on 20%
stream C

~$5M

• Performance-based funding (i.e., client

outcomes) represent 20% of overall funding in
the first year and increases to 25% in the
second (with increases in subsequent years as
well)
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Learning from the prototypes

Request for
Qualifications
(RFQ)
The first step in the competitive process
for the 3 prototype catchments was a
qualification process for any interested
SSM bidders.
• Hamilton-Niagara
• Muskoka-Kawarthas
• Peel
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Qualifying as an SSM
The RFQ was a technical document that
focused on an organization’s capacity to
execute the SSM role.
Applicants had to demonstrate:
• previous capacity planning, designing, and
delivering human and/or employment
services at the scale of an SSM
• strong financial health and governance
capacity to oversee budgets in the $20-60M
range
• 17 organizations qualified as eligible to bid
in any 1 (or more) of the 3 prototype
catchment areas
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Call for Proposals
(CFP)
The second step in the competitive
process was a full call for proposals in the
3 prototype catchment areas.
• Hamilton-Niagara
• Muskoka-Kawarthas
• Peel
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Vision for
transformation
•
•
•
•

locally responsive
community based
outcomes-focused
client- centered
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The new system
A review of the CFP shows 3 prominent themes
SSMs are
“calling the
shots”

SSMs will be the authority
empowered to make
decisions on key aspects of
local service delivery (e.g.,
service footprints, local
delivery networks, services
offered)

“Stream C”
clients are the
priority

Those most distant from
the labour market are now
the primary client group for
service providers in terms
of both client numbers and
funding

Long-term
job retention
is the goal

The majority (~70-80%) of
performance-based
funding is not paid out until
6 months retention or later,
making post-placement
supports and employer
relations key
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The SSM role
From design and planning to execution and oversight, the SSM is responsible
for all aspects of local service delivery. Examples under each category include:
PLANNING

DESIGN

• Consultation and
partnership
development across
communities

• Development or
customizing of
employment
programs

• Engaging priority
service
groups/organizations

• Client pathway
mapping (including
referral channels)

• Fiscal planning and
sustainability
modeling

• Service coordination
• Building communities
of practice

DELIVERY
• Management of all
service delivery
channels
• Accountability for
delivering Ministry
determined practices
(e.g., CAT)
• Implementation of
market responsive
programming

GOVERNANCE
• Accountability for
Ministry set client
targets and service
standards
• Funding oversight
and performance
management
• Funding allocations
and contract
management
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SSM models from other jurisdictions
While many permutations exist, two key characteristics that distinguish the
impact service providers in the catchment will be the extent to which is acts as a
service provider and whether it brings/mandates a unique service delivery model
MODEL

SSM IS A SERVICE
PROVIDER

EXTENT OF
DELIVERY BY SSM

SSM OFFERS UNIQUE
DELIVERY MODEL

SSM MANDATES
DELIVERY MODEL

1



none

possibly

possibly

2






uniquely

yes

---

majority

yes

no

minority

yes

no

varies

no

no

3
4
5
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Impact on client type

Peel

STREAM

STREAM

STREAM

A

B

C

22%

HamiltonNiagara

12%

MuskokaKawarthas

13%

21%

20%

22%

57%

68%

65%
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Where will clients fall

The common assessment tool will not be released until later in the new year. To assist those
bidding on SSMs in the 3 prototypes the Ministry has provided the following information:

•
•
•
•

Stream

Stream

A

C

typically between 24 and 36 years old

• typically between 33 and 56 years old

completed a postsecondary credential

• completed Grade 12 or less

unemployed for between 2 and 15
months

• have been unemployed for between 5 months and 4 years

limited labour market barriers overall

• have employment experience only in low-skilled occupations
• face additional barriers in the labour market (e.g. disability).
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Preparing for change

Coming changes – service footprint
SSMs in the most recent CFP were asked to provide answers to several
questions that looked at how they will improve efficiencies and outcomes
• Describe the approach you will take to rationalize the service delivery
footprint and the Service Provider network within the Catchment Area
• Provide the transition plan outlining your plan to adjust the third-party
Service Provider Delivery Network that includes a timeline and results
you will achieve
• Identify the specific communities where you will offer in-person service
and how will you go about achieving a more effective and efficient
service delivery footprint within those communities
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Coming changes - programming
SSMs in the most recent CFP were asked to provide answers to several
questions that looked at how they will deliver services and improve
outcomes
•

Provide examples of high-quality programs and services that will be
designed and implemented in the Catchment Area that will improve
outcomes.

•

Describe the specific service delivery approaches you will use to
improve outcomes for clients
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What’s your role
Is ES critical to your organization’s
vision/mission?

NO

CONSIDER DISCONTINUING
EO FUNDING

YES

Does your organization
want to pursue EO funds?

NO

Will not pursuing EO
funding result in reductions?

NO

BUSINESS
AS USUAL

YES

YES

Can you make up the
difference in funding?

NO

REDUCTION OR
REPLACEMENT $

YES

BUSINESS
AS USUAL
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What’s your role
Does your organization
want to lead a SSM bid
in your catchment?

YES

REVIEW THE ORGANIZATIONAL SSM
READINESS QUESTIONNAIRE

NO

Does your organization
want to be part of a SSM
bid in your catchment?

YES

ENGAGE IN EXTENSIVE CONVERSATIONS ACROSS
THE CATCHMENT WITH POTENTIAL SSMs

NO

Your organization will
need to be a subcontractor with a SSM
35

Preparing to partner
We asked SSMs from other jurisdictions 4 questions to help guide our
community as they prepare for the coming changes:
•

how do you identify/choose delivery partners

•

how do you decide how many delivery partners are needed in a
service area

•

what are the most important things for you when evaluating a
potential delivery partner

•

what type of data would be helpful for you to have/see from potential
delivery partners
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Preparing to partner
How do you identify/choose delivery partners?
1.

Geography: what does the catchment area look like in terms of size,
population, infrastructure (e.g., public transportation), etc.

2.

Demographics: what does the client base (current and potential) look like
and what are their service needs.

3.

Current landscape of providers: what does the current offering (e.g.,
services, footprint) look like

4.

Opportunities/Gap analysis: how well does point 3 align with points 1 & 2
37

Preparing to partner
How do you decide how many delivery partners are needed in a service
area?
•

The analyses highlighted in the previous slide form the basis of an
overall service footprint mapping exercise that includes:
‐ density of clients by geographic cluster/target area
‐ client mobility patterns
‐ full-service versus targeted or niche delivery needs
‐ access to wrap-around supports or other community
partnerships/services

•

This is then considered against the financial model, delivery plan,
outcome targets and capacity of existing network to determine local
partnership needs
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Preparing to partner
What are the most important things for you when evaluating a potential
delivery partner?
•

Financial viability: this includes overall financial health and stability but also
that there is sufficient liquidity and (preferably a demonstrated) capacity to
withstand the proposed contract

•

Alignment of values: open, and transparent, expressions of interest (or
equivalent) processes are used to identify partners that consider (among
other things) a potential partner’s track record and reputation

•

Governance and operations: potential partners must be able to
demonstrate all relevant policies and processes are in place to support
responsible management and oversight of contract (e.g, IT, QA, Privacy)
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Preparing to partner
What type of data would be helpful for you to have/see from potential
delivery partners?
•

Examples of data that are helpful/requested include:
‐ past performance reports
‐ audited financial statements, annual reports, current balance sheets
‐ client data (e.g., volumes, type/stream, exit outcomes, programs
accessed, time on program)
‐ service data (e.g., programs offered, impact of interventions)
‐ partnerships and/or community relationships
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Thank you
& questions

onestep.ca

