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A PROPOSED STRATEGY

In light of all this, what might be an appropriate strategy for community agencies in
southeast downtown Toronto secking to support the transition to employment for
individuals facing multiple barriers to employment?

The concept

For starters, such a strategy should have the following components:

» The strategy needs to provide a range of options, recognizing the different life
circumstances, skills levels, work experience and support requirements of
individuals;

¢ The strategy needs to provide a continuum of interventions, supporting a
progression of interventions, providing individuals with a graduated path
towards employment;

e That graduated path will need to make provisions for many harder-to-employ
individuals, providing them with a more “forgiving” work environment for
their immersion into work, to ease the acquisition of workplace experience
while still receiving strong services and training support,

o The strategy needs to have strong linkages with employers, identifying current
and emerging job opporfunities and the skills required to fulfill those jobs.

In short, this describes a system, not an individual project or program.

Such a system can best be delivered through a coordination of services provided by
several community agencies and other stakeholders (public institutions such as colleges,
private sector partners such as employers and industry sector associations). It requires
these partners to identify both the appropriate roles each of them can play, as well as
commit to collaboration and where appropriate infegration of their various programming
to permit referrals and sharing of information. It requires funders willing to collaborate in
a constructive way, that is, being sufficiently creative within the constraint of their
legislative (for governments) and private (for philanthropic giving) mandates to provide
financial support for those elements of the system which they can support.

Such a system can also accommodate a range of activities in the economic development
field, not limited in some strict way to specific training for employment, but can include
community economic development businesses and social enterprises, and community
development initiatives such as asset mapping, by integrating them into the range of
options and linking them to the private business sector, providing opportunities for
marketing, for example.

Similarly, there could exist a range of potential transitional employment possibilities,
including casual and part-time employment, CED businesses and social purpose
enterprises, and placement sin social agencies and the broader community sector. Indeed,
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given the population to be served (that is, a good number of harder-to-employ
individuals), this is more a necessary requirement than a desirable option.

It may be useful to think of what this could look like at some future day as a fully
matured, integrated system, then imagine a smaller project not so broad in scale. Indeed,
one could even start with a project which may be a stand-alone mitiative, then start
expanding its scope by linking it further and further with existing agency program
activities.

The diagram on the following page provides a schematic illustration of what such a
system could look like. This model is offered as a starting point for a discussion,
recognizing that different elements could be adjusted through the process of negotiation
and deliberation, as a result of limitations imposed by funding, the sequencing of
implementing such a system, and learnings derived from frying to operationalize such an
approach.

The general concept anticipates an integrated whole, where community agencies are
coordinated in serving any given client. Partnering community agencies would agree on
common intake-forms and assessment procedures, and could direct clients to an array of
programs, services and opportunities which are provided by partners or others identified
as potential resources for this system. The model would incorporate employment
preparation, workplace experience and employment placement, as well as link to or
provide support for educational and training programs, community economic
development and self-employment options.

In order to illustrate this model, the following notes describe some of its major
components (while this is intended to describe such a model in the abstract, it has been
developed with southeast Toronto in mind, and so some items have been included having
regard for this context):

1. Client: A client makes contact with a partner agency which 1is part of this
integrated system, either by hearing about the services or by being referred
to a partner agency.

2. Asset mapping: Some opportunities, either related to the recruitment of individuals or
the identification of skills among a group of individuals, will arise as a
result of specific asset mapping and survey work being undertaken of
particular populations (for example, Open Door Centre is conducting asset
mapping of homeless individuals, cataloguing their skills and interests,
and Dixon Hall is identifying entrepreneurial skills among residents of
Regent Park). Individuals identified in this fashion could be directed
toward employment transition programs or could be recruited for self-
employment or social enterprise businesses.

(Continued on page 27, following the diagram.)



senunpoddo Bugexpew

h 4

NVYd
LNINJOTIAIA
IYNOSY3ad v

ONIddVYIN
1388V 2

LNIWSSIASSV '€

SalsIoAIUN
safig||on Aunwwon

———————  S)IOMIBU S59UISN] | Sesidlajug [e1og juswAodws
sassauisng 30 [euoISUR |
uonednnied
\ N JuswAodw3 Alunwwon
uonELLIo| 7| dwai ® jensen pasueyug,
193BWL IN0qE|
\ SHOr TYNOILISNVYL '9
s|elajal
ﬁ NOILYHd3dO P
JOYMNIN -
SHIAOTTdNT "6 LNIWAOTdINT "8
_l uoIyeULIo| |.—. /
1oJew Jnege)
s|elsel
Buiues) spoddng
| PIZIUCISNT [BuOsiad pue
saunuoddo Bupssiew UONEULIOILH [BID0S J3UI0)
S}Jomieu ssausng 19IBW Jnoge| \
/ wswdoeaag uonesnpg
» INIFWAOTNT g ssaujsng
-473s "L /
Buuer] | spoddng
SL¥Oddns N oudusD | JewAo|dws
AINIW3IOVId
-180d

180d 0 NOILYHYdIHd LNFWAOTdWI S

s|0o0yog YoH

INFITO L

AVIOO0Ud IOVINIT INANAOTINE CLLVIDTINI 40 WVIDVIA TVILLdIINOD

g7 abed

OJUCIO] UMOIUMOQ] ISBaLINOS Ul JuswAoldwg o} suied — 2an3a



DECDC — Paths to Employment in Southeast Downtown Toronto Page 27

3. Assessment: A key function of this system is the accurate assessment of each
mdividual’s capabilities and requirements for attaining employment. In the
case of this system, it would require a common determination following
intake for access to the system’s programming; agencies would have to
agree on an intake form and procedure, and protocols relating to sharing of
information and protection of matters deemed private.

4. Personal Development Plan: The immediate next step after assessment would involve
fashioning a development plan appropriate to the client’s needs and
abilities, having regard {o the range of options available in this integrated
system, taking advantage of the various programs offered by partner
agencies.

5. Employment Preparation: These services include the various skills development as
well as support services which help an individual access employment,
including employment supports such as job search assistance (resume
writing, interview skills), as well as other social and personal supports
such as access to daycare and housing, life skills coaching, personal
financial management, and so on; in addition, education, general training
and customized training could form part of the employment preparation
package, as well as programs to assist individuals wishing to pursue seli-
employment; customized training would involve short-term training
programs to prepare individuals for specific jobs identified through the

employment linkage operation (some of these could be delivered through
community colleges).

6. Transitional Jobs: In addition to personal supports and specific training, some
individuals would benefit from in-the-workplace experience, to acquire
the habits expected on the job; this can be provided in circumstances
which could be viewed as less threatening, such as through an “enhanced”
Community Placement program under Ontario Works. Instead of
mdividuals finding “volunteer activities,” one could follow the
Philadelphia model, creating real jobs and treating the experience as such.
One could add the structure of other training during the placement
experience, building the participant’s knowledge and confidence. Under
this heading of Transitional Jobs could also be included casual and
temporary work assignments, as well as employment in a CED business or
social purpose enterprise.

7. Self-Employment: Some individuals will be interested in starting their own
businesses, for which they can receive business planning assistance,
coaching and mentoring, potential links into private sector networks, and
access to loan funds.
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8. Employment Linkage Operation: It is important that this be seen as a separate
operation; its focus must be on the employers, viewing them as clients,
while drawing on the community agencies and their programs for the
labour pool to meet employers’ requirements; their function would be to
conduct constant labour market surveys, identifying jobs and the related
skills for those jobs, and feeding this information back to the system, to
identify candidates for these positions and to shape the traiming programs,

9. Employers: Employers need not merely be “clients” of this process — they can be
partners as well, helping to shape and in some cases participate in the
delivery of training programs (this is particularly in the case of sector-
wide approaches); they can also be partners with self-employment and
CED businesses, providing market information and acting as buyers and
suppliers.

10. Post-Placement Supperts: A crucial element of this system must be post-placement
support, both for the clients {who will be facing many new tensions in the
workplace and, as a result, in other realms, for example at home) and for
employers (the attraction for employers in participating in this system is
the assurance that their new employees will be receiving assistance in
adjusting to their work); as well, given that many of these jobs will be
entry-level positions (and thus low-paying), future career advancement
planning and assistance would be required to ensure a sustainable
employment path.

‘What this strategy could look like in practice

It might be useful to return to a previous study commissioned by the Downtown East
Commumnity Development Collective when it first started exploring the possibilities
related to employment linkages. This was a paper prepared by MacKenzie Mclntyre &
Associates entitled: Proposal to Human Resources Development Canada Submitted by
the Downtown East Community Development Coalition: A Pro-Active Employment
Linkage Initiative (August 2001). The consultants explored the interest on the part of
local community agencies and employers for an employment placement initiative,
operating as a local employment linkage program.

What is relevant to this current report are the findings arising from stakeholder interviews
and focus groups, notably:

From emplovyers;

s The majority of employers interviewed, had no knowledge of community-based
employment programs;

* They were keenly interested in hiring locally, but found it difficult to find workers
that demonstrated a positive attitude towards work;
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o There appeared to be a continuous need for entry-level positions that did not
require high levels of education (the average was grade 10) or skills. The
message from employers was, “if a person is reliable, flexible, can work with
other people and has a willingness to learn, they are hirable. We can teach them
whatever they need to know on the job;”

o All of the employers indicated an interest in developing community partnerships
for recruitment purposes and were available to assist the community agencies
with workplace orientation training;

e The National Association of Broadcast Employees & Technicians (NABET),
SkyDome, and St. Michael’s Hospital have all participated in work experience
initiatives (internships, apprenticeships, job placements) with different
community programs; they spoke highly of such partnerships and were interested
in discussing such opportunities with DECDC;

e The response from employers was extremely positive. There appears to be a great
opportunity for employer/community employment partnerships, if it 1s done right.

From community agencies:

¢ All the community agencies that participated in the focus group had employment
programs, however all were not funded to do direct employer outreach on behalf
of their clients. Informal referral systems had developed between local agencies
to assist with job placements;

¢ Many of the community agencies lacked up-to-date information on employment
opportunities and trends in their local area; they were genuinely surprised by the
employer research findings (availability of work, wage scales, skill requirements,
etc.) and were eager to develop formalized partnerships with local employers;
however, they felt that an orientation to private sector partnerships would be
crifical;

s Untapped expertise exists within the individual community agencies; if
developed, this knowledge could be shared with other agencies through a “train-
the-trainer” model;

» The average cducational level of clients registered with the community
employment programs was relatively high and a significant percent of these
clients were job ready; in many situations, the critical barrier to employment was
lack of Canadian work experience and language skills;

e There was overwhelming support by the community groups for a centralized
employment agency that would be responsible for developing employer
partnerships on behalf of their client groups.

All these findings point to tremendous opportunity and support for a more integrated,
holistic strategy for promoting access to employment in this community.

Certainly among the DECDC member agencies, each partner has one or more roles to
play, for example:
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o Dixon Hall, Fred Victor Centre and the Toronto Christian Resource Centre have
contact with many clients secking employment, and each have various programs
which could be part of the continuum of services and supports required to provide
an integrated, holistic strategy;

o Open Door Centre’s Asset Mapping Project has been pioneering the identification
of skills, talents and job interests among their homeless drop-~in population;

s Ryerson University, Sherbourne Health Centre and St. Michael’s Hospital, in
addition to providing support for programs in their areas, are also potential
employers in this scheme;

o Gerrard Resource Centre could play a vital role as a centre for the provision of
childcare and training of child care worlkers, a critical clement for assisting
parents with young families to enter the labour force.

This is just an illustration of roles —other functions are also possible, as is the usefulness
and relevance to involving other local agencies in the initiative.

NEXT STEPS
As a practical matter, what would be the next steps to put into place such a system?

There are several fortuitous circumstances which make the possibility of such a system
more likely. For one, many of the pieces are already in place, in that many of the
component programs (employment supports, workplace experience, and so on) are
already there. As well, the thinking behind this approach reflects views and indeed
experiences which are being practiced in other jurisdictions (notably the United States)
and which are gaining greater and greater currency in Canada. Thirdly, governments
themselves are looking at the labour market challenge again, particularly in relation to the
harder-to-employ individual. Both Ontario Works and HRDC are examining their
respective roles once more with regard to this population.

If one is to serve this population, this integrated, holistic, system-wide approach not only
seems the way to go, but it appears that the time is right for such an approach to gain
wider support.

That being said, no one should be under any illusions as to how much work is involved in
trying to put something like this into place. Negotiating partnerships among community
agencies, drafting appropriate program protocols and procedures, securing developmental
and operational funding from governments and the philanthropic sector, engaging
employers in a concrete way, will take time and effort. Having reviewed the experiences
of other jurisdictions, though, one would be hard-pressed to say there is any alternative
route to securing employment for many of the harder-to-employ residents of downtown
east Toronto.

So, in terms of practical next steps, the following would need to be done:
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1. This initiative needs to seen as an iferative process;

L
ii.
iii.
v.
V.
vi.
Vil.
Viii.

Defining the concept;
Getting buy-in from partners;
Getting buy-in from funders;
Moving the concept to a concrete proposal;
Repeat (1) to (iii);
Turning the proposal into a program;
Repeat (i) to (i),
Implementing the program...
Eic., etc., etc....

2. The first step, then, is for the staff members of the DECDC to endorse
as much of the concept as they feel comfortable endorsing,
recognizing that many elements will have to be worked out in the
refining of the concept through discussions with each agency, with
potential partners and with funders; however, the main elements of an
endorsement should include:

1.
11,

1ii.
iv.

vi.

a common project supported by DECDC;

the notion of a common, shared employment
placement function;

the notion of transitional jobs;

agreement in principle to explore the integration of
programs among agencies;

identifying other potential pariners who should be
brought into this process soon;

endorsing the need for further funding to
development the concept;

3. Itmight be useful to at least sound out, in principle, potential funders
regarding the overall concept and the prospects of securing
developmental funding to take the concept to the next level of detail;

4. The next step would be to call a meeting of the executive directors of
the DECDC agencies, to review the recommendations of staff, and to
secure agreement in principle to proceed; this would include recruiting
other partners as well as developing formal proposals to secure the
next stage of funding;

5. By this point the initiative will start taking on a life of its own, and it
may be presumptuous to outline what those steps would look like;
suffice if to say that if the start of this involves a willingness to explore
options and to allow for the concept to evolve, then it will have been
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launched in the right way; eventually, the program design will include
such matters as:

Detailed design of the proposal components;

Agreements in principle among the community partners relating to
case management protocols;

Identification of an appropriate information and case management
system, including software and hardware requirements;

Recruitment of an initial base of employers (including sectoral
associations, for example, the hospitality industry or the food industry)
who are prepared to parficipate in a referral system, and their
involvement in helping shape training and workplace experiences;
Identification of other components which may require resourcing over
and above what currently is in place in the existing fragmented system
(possibly greater support for CED business start-up);

Full budget proposal.

There should be agreement that these steps noted above be undertaken and completed as
expeditiously as possible, to provide a focus and momentum to the initiative. A
timeframe of 12 months would be realistic.

BIBLIOGRAPHY AND INTERVIEW LIST

Research for this paper consisted on three activities: reviewing reports, surfing
websites and conducting interviews.

Useful studies which have formed the research basis for this report and which are
cited in support of the findings:

CdnWomen — Studies on behalf of The Women and Economic Development
Consortium (WEDC), a program administered by the Canadian Women’s Foundation
mvolving foundations and private sector partners seeking to support micro-enterprise
initiatives among low-income women. The first study, Women in Transition Out of
Poverty: An asset-based approach to building sustainable livelihoods (2001), details their
conceptual view of promoting an asset-based approach to sustainable livelihoods while
the second, Women in Transition Out of Poverty: A guide to effective practice in
promoting sustainable livelihoods through enterprise development (2002), provides a
practical guide for implementing such a strategy.
http://www.cdnwomen.org/eng/3share/WITO01/wit _eng.pdf
http://www.cdnwomen.org/eng/3share/ WIT02/WIT0Zeng.pdf

Conn. Study — National Survey of Urban Economic and Community Development
Models, prepared for the Connecticut Department of Economic and Community
Development, 2000, This study examined four categories of programs from across the
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Unites States: Urban Education Program Models; Transition to Work Models;
Entrepreneurial Development Models; Tax Incentive and Finance Models. This 93-page
report 1s well organized and provides a number of good case study profiles.

http:/fwww .liscnet.org/resources/assets/asset upload {ile966 656.pdl

End Homelessness — The National Alliance to End Homelessness (U.S.) web site has a
summary page for “The Elements of an Effective Employment Program,” summarizing
findings from other studies.

hitp://www.endhomelessness.org/vista/elemnts.htm

Roberts Foundation — This U.S. foundation, through its Roberts Enterprise
Development Fund, has funded numerous projects and studies, and made available
numerous reports, on social purpose enterprises, particularly those aimed at the homeless.
Their publications page can be found at http://www.redf.org/pub_intro.htm. In particular,
a very useful study is New Social Entreprencurs: The Success, Challenge, and Lessons of
Nonprofit Enterprise Creation (1996}, which can be downloaded from the afore-
mentioned Link,

U.S. Labour — Employment and Training for America’s Homeless: Best Practices Guide
(U.S. Department of Labour, 1997). This is an excellent summary of 63 programs offered
through organizations across the United States under the Job Training Partnership Act.
This 175-page report highlighted practices better than the report issued in 1998 which
was an evaluation of the projects (although a good report as well).

Best practices report: hitp://wdr.doleta.gov/iopr/FULLTEX T/etah/etahtext. html
(Unfortunately this latter link is an html; a pdf file exists, but I can no longer seem
to find 1t. I have a pdf version of this report and can e-mail it on request.)

Final evaluation: http://wdr.doleta. gov/opr/fulltext/98-homeless.pdf

Welfare-to-Work — Post-Employment Education and Training Models in the Welfare-to-
Work Grants Program (The Urban Institute, 1999). This study emphasizes the need for
continuing supports and programs to assist long-term welfare recipients to break through
the various barriers which have prevented them from advancing beyond long-term
reliance on social assistance. Their major point is that these barriers and challenges are
complex and deep-rooted, and require on-going and persistent effort to ensure sustainable
improvements. That is, for this population their lower skills trap them in less secure, low-
paying jobs where their other personal and family issues and challenges make it difficult
for them to advance or even hold on to their jobs.
hitp://fwitw.doleta.gov/documents/postentploy.asp

Case studies or project descriptions which illustrate the findings of this report:

Binding Together, Inc. (New York)

http://’www .bindingtogether.org/index.htm
Vocational rehab program (six months) providing job training and placement,
Fields: printing technology; graphic communication; computer skills.
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Along with job {raining, the program provides vocational counseling, remedial
education, workplace literacy, job placement and fifteen months of follow-
up counseling support once a person achieves employment; upon job
placement, graduates receive a $2000 stipend for housing and clothing.

35% of their operating expenses are funded through their not-for-profit printing,

copying and binding services

Esperanza Unida, Inc. (Milwaukee)
http://www.esperanzaunida.org

Provides counseling, representation, job training, and job placement to minority,

injured, and unemployed workers.

Esperanza Unida has created twelve training businesses over the years including
welding and metal fabrication, auto repair, construction, childcare,
customer service, and printing and graphic arts. Each was created in direct
response to job market opportunities and fo specific community needs,
focusing on skills that lead to jobs with family-supporting wages and
benefits.

Advisory committees, assembled by Esperanza Unida and composed of
communify volunteers familiar with the respective industry, assisted in the
creation and the continual enhancement of each of these training
businesses.

Esperanza Unida is 50% to 70% self-supporting through revenues generated from

training businesses.

Chrysalis (L.os Angeles)
http://www.chrysalisworks.org

Chrysalis began as a food and clothing center for homeless individuals.

Two years later, it developed into a center for homeless individunals to help them
to look for work, to recetve mail and messages from employers, and to
make phone calls.

Counseling and employment services were then built around this core day center
model, with job search classes and resume writing.

In 1990, Chrysalis received a grant to establish a temporary employment agency
with the goal of operating a self-supporting business. The initial targeted
employment sector was low-skill work i light industrial warehousing.

Based on the success of Labor Connection, StreetWorks, a street cleaning
program, was added as another employment option to help meet the
varying needs of the would-be employees.

Chrysalis has evolved into a multi-track comprehensive employment program
designed to meet the different employment needs and job readiness
positions of the full range of would be workers who seek out Chrysalis’
employment services.

While Chrysalis does not hide the fact that its employees have had problems in
the past, its customer sales approach is to emphasize that it has access to a
labor pool of highly motivated job seckers with very positive attitudes
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who want to work. When selling its services to potential employers, Labor
Connection sales representatives stress the program 's tight supervisory
oversight over its workers and its employee assistance program, arguing
that this sort of post-placement support creates stronger clients.

Building Opportunities for Self-Sufficiency (BOSS) (Berkley)
http://www.self-sufficiency.org

Over 75% of their program participants receive public benefits and the rest
have no income or work at or near minimum wage. For disabled
individuals who are unable to work, BOSS helps them secure permanent
public benefits. For those who are able to work, BOSS economic
development programs help people move into jobs in order to stay housed
and be able to support themselves and their families. The goal of their
Economic Development Strategy is to help their participants build and
maintain economic security, through: job training; job placement and
retention; program micro-enterprise; savings programs; adult education,

STRIVE (New York)
http:/fwww.strivenewvork.org/strive.html

Mission: To prepare, train, place and support inner-city youth and young
adulis in long term employment experiences. In addition, its aim is to
demonstrate the impact of attitudinal training and post placement support
on the long-term employment of that population. There are a number of
lessons that STRIVE has learned in its work with young people. Primarily,
three particular lessons stand out that are uniquely a part of the STRIVE
model. They are:

The role that initial access to and success in the entry-level labor market
plays in long-term labor market success.

The utilization of work and work-like experiences to foster the growth in
attitudinal perspective and acceptable labor market behavior.

The importance of post employment follow-up and support for success.

STRIVE was founded on the strong belief that the problem of unemployment and

under-employment for residents of depressed communities is the lack of
access. In addition, STRIVE tailored its brand of attitudinal job readiness
based on the view that inner-city youth possess survival skills and
intangible skills that are transferable to the entry-level, semi-skilled labour
market. Attitudinal change (as it relates to workforce development
attainment/skills acquisition) is reviewed during the course of the training
process in a qualitative manner by observing the participant's demeanour,
appearance, outlook, effort, attentiveness, sincerity, participation,
dependability and cognitive skills.
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STRIVE makes a formative commitment to following up every graduate.
Graduate services staff utilize communication with the employer to
strengthen the post placement support process. In addition to weekly and
monthly contacts via the telephone, ongoing evening and weekend
workshop sessions are conducted, and face-to-face counselling sessions
and home visits are made on an as needed basis.

Bridges To Work Demonstration Linking Inter-City Residents to Metropolitan
Wide Opportunities (Baltimore, Chicago, Denver, Milwaukee, and St. Louis)

http:/fwww.huduser.org/publications/povsoc/btw/demowork. html

Each BtW site has an identified geographic origin (a low-income, inner-city
neighbourhood) and a destination (a suburban job opportunity site). As BtW participants,
work-ready inner-city residents will receive enhanced program services provided through
BtW's three key program clements: (1} Placement in existing, private suburban jobs
through a metropolitan employment placement mechanism; (2) A targeted commute
connecting workers to otherwise maccessible suburban job locations; (3) Support
services, such as counselling, crisis intervention, and child care, to ensure that workers
can sustain these connections and to mitigate any demands created by the suburban
commule,

Interviews

The following individuals were interviewed as part of this research work:

Anne Babcock
WoodGreen Community Centre

Susan Brown
City of Toronto

Debra Campbell
Canadian Women’s Foundation

Paul Chamberlain
Dixon Hall

Liz Creal
Fred Victor Centre

Charmaine Duller
City of Toronto

Peter Frampton
Learning Enrichment Foundation
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Jen Liptrot
ACTEW

Simon Liston
City of Toronto

Kerry-Ann Markle
Ontario Disability Support Program

Jennifer Morris
Eva’s Phoenix

Sharon Myatt
Consultant

Sheena Patel
Dixon Hall

Karen Wilson
City of Toronto

Stan Wojick
Human Resources Development Canada





