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Definitions

e Integrated Coordinated CA): A systematized triage process tying together Lethbridge’s

me@ of capturing clien
of divérse fufiding sour

e HelpSe : o)

access. f
e Wellbeing g&gene%short que
|dent|f|cat|on'6}? s#This is int

Database to gau cllenf;i%grceptlo
e Integrated Coord_ﬁ? _\ﬁs Database: An
roviders.

across ICA part|C|pat|n€ie /jj’
e Integrated Coordmate odule: s

assessments and referral@ eg;\sf
e |CA Door Agency: deagnate”ﬁfage

completed to access Tier 2 se

e ICA Acuity Assessor: Service Pr rs s@%member traj
assessments at ICA Door Agenues

e Integrated Coordinated Access TabI rwcg‘plannmg
individuals requiring intensive, cross-syst 'Y%
e Integrated Service Planning: approach us@;t i

meet client needs. L

e Social Impact Audit. Systematic approach to cé_'—;:)iur ';%‘d analyze all fundi
service delivery level in a region, an assessment aéginsﬁay Performan
identification of overlap and gaps. ,45,

ﬂ::“
Overview .:(':f

The Integrated Coordinated Access (ICA) Guidelines aim to provide clear guidelines to appropriately triage
individuals and families seeking social or health supports to the right services, at the right time.

As a flagship initiative of the Lethbridge Community Wellbeing & Safety Strategy (2019), ICA intends to
facilitate the leveraging of over 1,400 programs delivered locally under unifying protocols reaching across
sectors, focus areas, and levels of government.
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As Lethbridge is the first community to attempt this level of integration, we fully expect to learn, make
mistakes, and fine-tune processes as we shift our work in this new direction; as such, we consider these

guidelines a living document that e continuously updated through our collective learnings.

The vision of Integrated s is to develop a process that Lethbridge’s diverse supports are

This meansf@t no.matter whe 1al leoking for help goes, they are more likely to get the same
answers or a to them to the rigk upports as quickly and easily as possible.

Each service prov%f (h% : s, housing, etc.) will have an opportunity to
pre-screen and if ne@e ) qus i i cific in-hguse acuity assessment, and based on the
results, ensure that individual‘is ei te program, or triaged to the ICA table.
Benefits 7

- Gives everyone lookin of information about what’s
available and how to accéé:’t
- Allows us to systematically t , rather than just what we
happen to know about;
- Increases the capacity of reside re appropriate, rather

than needing a professional to help them 'a;{\ﬂgate su

- Gives us a much better sense of our\’féj\\jal ng‘é’ds and s veryone’s needs are
being met effectively. g J%
e
%
Values in Action O ,@\
The ICA Guidelines are developed and implemented bafga on+alu orking
to make Lethbridge a great city for everyone. As such, is i rta i ues underpinning

the ICA work: what they are, and what they are not. “_'j"\
AN

__.-{-:,.

We will strive to build services, policies, and processes gro‘;}r?ded in what individuals and families

1. Person-centred over system- or program-centred.

tell us they need, as opposed to what systems or programs perceive the needs and solutions to
be.

2. Strengths-based over deficit-based.

We will build on what works with a lens on promoting the strengths and resilience of individuals,
families, and communities rather than solely focusing on what is going wrong and what is broken.

3. Sustainability over duplication.
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We will work to maximise value for taxpayers and develop financially-sustainable models, rather
than assuming constant growth of expenditures will resolve social challenges.

4. Agility over tradition.

We will prioritiseglbe adaptable, and quick-to-act rather than business-as-usual
mentalities as this i € eeting the fast-pace of change in our community.

Shared Information.Platfo

The use of a shared ur }nt syste i i ice providers use a common set of
measures to triage an iﬁa}/idua!ﬁjﬁfer the

evaluate programs providﬂﬁgzupﬁg‘rt is requi
The shared measurement syst(@n tF%éommunit
engagement and guided by stra e@lea@};hip of t
)
I\

__.5?
Implementation Overvievﬁfh <f;3

be secured with community
Table.

Systems Inte

As the entity charged with leading the imﬁi&meﬁ%ﬁon of the ity of Lethbridge has dedicated
staff support to offer training and assistanceég\all sefyice prov
Phased Rollout J J?f,
o, 2
A phased approach will be taken to roll out the ICA mﬁl wb@
ini

development process is a key opportunity to enhance buy-in
action from service providers and public system partners,-!@i’le epHa

>

A
ICA development is not a one-time project, but rather a restructdgi'h of the local social safety net

systems planning organization.

ecosystem to further the common objectives, including reducing and preventing homelessness. The
groundwork for systems planning is reaffirmed during ICA development.

The proposed approach hinges the role of local leaders to guide the work of the project team. The
Community Wellbeing Integration Table will be engaged throughout the process, making strategic
decisions - with working teams of implementing organizations managing operational details with City
support. This in turn further builds local capacity and enhances the implementation. A close working
relationship with key City staff will ensure alignment with ongoing activities and facilitated shared
learning. We consider this endeavor as a truly collaborative one, relying on and leveraging local
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leadership and expertise throughout.

Development Phase: 2019-2

Startup (Oct. 2019 -Feb 20

ICA Guidelines Draft: To"provide nd service providers an overview of what ICA could look like,

conceptual ICA Guidelines will be develo nally with consultant support. These will serve as a
starting point to consider rollout and sions required in the development phase. These will
also be usedﬂ) gene’?ate service vide s and begin to gauge feedback.

-
StaffResources@e IG&GuideIines pro understand the internal resourcing needs
required by the C@,to sféf‘}the deve

job description for }@CA Q&erdinator wi

J
Project Governance: I%inifﬁ? hase o ill finalize the proposed work plan in
dialogue with service prov-igers c;‘%:id*-the Com i g Integration Table. The City will identify
key stakeholders and how tﬁéy are—!';_;pl be engaged to s key environmental trends, policy shifts,

tation process for the ICA as well. A fulsome

opportunities and threats for tﬁe CAe‘ﬁ ff will con iti arch as required, particularly

regarding best practices to develep;th revjsed str model.

“
ICA Assessment Evaluation. City stafﬁﬁ/'ll rbgiﬁw the current | inst best practices, funder
requirements and community needs. Thi indﬁ\ s intervi ite i current providers,
clients, and system partners. Key docur\% angdidata on curren ill be reviewed and
analyzed as well.
y ‘{F-— )

Assessment Tool Review. Staff will examine a\g;gble‘{ Is (VAT, AT, YAP, e n the context of
Lethbridge’s ICA needs and adapt these into ICN«@&dellf‘@s as appropriate.

Systems Mapping. A systems mapping inventory us@Hel’ﬁ%eker of th
used to gauge the scope of the social safety net to fullf[étver'fg@resources in the model. This will be
a value add to this project, and will enable us to have ad'ali‘}ci naf,'fr;\fprmation goi
HelpSeeker is an online platform developed to gather this ipﬁgrm ion from a
eligibility/prioritization criteria, capacity and occupancy Ievebﬁ’r

programs, their

Engagement & Direction (Mar 2020 - May 2020) -:;}

A series of community engagement modalities are recommended to ensure the new model aligns with
community needs.

Kick-Off Open House: In order to engage the stakeholders in the development process, it is
recommended that an Open House be hosted to introduce the scope of the project, present preliminary
findings of the research/evaluation and engage community, Indigenous, non-profit and government
stakeholders in discussions of implications for work moving forward in light of a shifting environment.

Design Labs. A series of Design Labs will be scheduled to engage key stakeholders in testing the
proposed tenets of the model. City staff will develop preparatory materials to outline the agenda and
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consultation process as well as facilitate the Design Labs. To ground the participants in a common
baseline of information, the City will present key findings from the background research on emerging

trends and potential priority directiehss For the sessions, a proposed method to undertaking this

Indigenous Leadl rs ent. have established community relationships that we will

work through t k Elder and healeg d model to ensure alighment with Indigenous

principles of heali gfé\jrou%ﬁut. A special
to this end. .

7,
ICA Guidelines. A draft ég%eline%cumen
i i Si

Indigenous leaders and healers is proposed

after the initial research and
interviews/focus groups a% b ections of the model. The proposed due date
for this report will be April, to—?\"/ hesize findin gest key direction for the ICA
moving forward into the onsite la”l

zg &
Validation Open House. In this ses e’,_'_xaﬂ-l pr
stakeholders throughout the cours "‘E’E;E_e d%;(t

for this session in May 2020.

TS

Funded Service Provider Implementationcazg_z%ep. 20

Finalise ICA Guidelines process. The gmdelmego | b lized in May after th
on acceptance of the guidelines by the Integratlbg—’rab eﬁnd ICA Working
with service providers to commence implementat ctm%s including:

- PIA for OIPC acceptance will be prepared {_':. '?: \
- MOUs P

- Forms / data sharing agreements -~
- ICA Database / ICA Database configuration to suppo(f:(he new ICA process.

Communications. To refine the approach and ensure full scale buéffin into systems mapping using
HelpSeeker, targeted communications will occur to ensure agencié’?update occupancy and eligibility for
programs across homelessness and housing programs in real time.

Implementation Training. Depending on the level of change management, group trainings may be
desired. Training sessions will be broken up by staff roles or by access. At the onset, the City will likely
focus implementation on funded service providers. The requirement to participate in ICA has already
been put in place starting with April 1, 2019 contracts through the current Integrated RFP procurement
phase.

Service providers will be supported to roll out ICA by City staff dedicated to this process. Learnings from
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rollout will be integrated in the ICA Guidelines, which become a living document. Approximately 20
organizations are expected to be supported in this initial phase.

Phase 2 Expansio e ct. 2021- Onwards

Change management activities, training sight of ICA governance and policy development will

need to be ongoing activities as part.ef cor improvement. We will also develop an expansion
plan beyonctﬂhnde rvices wo g Wi ategration Table and other funders, including the
Government Ibe

Expansion Plan. Asﬁue e%fg.g 3
incorporate the 1, proér:ams into IC
target phases by popul';fion th, seni
may find that certain fuﬂng bqgiES arem likely to su
with their funded progran_w?'.,zlll o] _F{;_’(Ie?se, or a’combinatj

<, P

plan.

5-2028 2028-2030

- =
Year 2020-2021 zoﬁ:%ozz@
“n

Potential City funded ChiIdr;Zﬁ u"gﬂ Govern Government of
Focus programs Youth; Se’ﬁj_qns "fiA\lberta ograms; Canada programs
(Reaching programs O {@ialservic
Home, corrections, Counselling

ime health,

J}ddict‘lﬂns, shelter
Q

provincially United Way / programs

L
“

homelessness | Community

/ prevention) | Foundation A
funded Programs ‘z:fj' ?ﬁ1
~ P,
Number of 150 200 300 A Py
Programs "}':} Cp
Incorporated J

0

Z
Ongoing training, communications and change management will be delivered throughout this phase.
The policies and procedures will be refined on an ongoing basis leveraging implementation learnings.

We will ensure the developed system continues to be refined through implementation learnings. In
addition, the systems mapping efforts will be ongoing and require support and communications.
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Proposed ICA Scope

A Prevention Perspective

Building on evidence-bas
have been classified along the pre

model for prevention, Lethbridge’s human services systems
continuum.

In order to effectively prevent vulne chieve wellbeing, all three forms of prevention must

occur simul'@eousﬁfpreventi 5 greasing social and coping skills, strengthening capacities,

and enhancin i individuals'i oid or mitigate problems. It also facilitates citizen

There are three mal Is.gT‘* reventi
community, including

p
There are many other infopnaIC%fd private

encouraged to participate ih':fhe IC

<, P

Service Tiers

Prevention Continuum &%, % -~

Tier 1 - Primary
Prevention

Primary prevention - Refer!{;ﬂ' strucﬂx\al -level initiatives that o everyone, in order to reduce risk and build
protective factors and |ncIu "f::'

Universal prevention — policies a terﬁ%&i\ hile these strategies do not always
have homelessness prevention as oal,sthey have th i risks of becoming homeless by
creating greater equality, which is vitaﬁg homelessness p de having an adequate supply
of affordable housing, and poverty red@on stEafegies, suc affordable child care.

school-based programs
munities, or Indigenous

Selected prevention — prevention efforts ahJ)\'.ed at ﬁﬁmbers of a particul
and anti-oppression strategies for individual%g dj.st‘.rimination, s

Peoples. "'?
,;,;

%
Indicated prevention — applies to all those who are-di?advg( ed to ensure t
marginalized. Examples of indicated prevention includésuppg;#for those
mental health/ addictions challenges. )

further
encing violence and

Tier 2 - Secondary
Prevention

Secondary prevention - intervention strategies aimed at'{ﬂase who are at imminent risk as well as those who have
recently become vulnerable, with the aim of avoiding furthef harm or moving out of the situation as quickly as
possible. Examples include a range of options from emerge Q:ffinancial assistance, family mediation, and domestic
violence victim support, to name a few.

Tier 3 - Tertiary
Prevention

Tertiary prevention- initiatives that support individuals and families who have previously experienced vulnerability
to ensure that it doesn’t happen again. The Housing First model is a type of tertiary prevention by providing
chronically homeless individuals with housing and supports to maintain housing stability.

Your Place in Lethbridge’s Systems Map

Consider where you fit in Lethbridge Systems Map; the clearer you are on your role, the easier it will be

for those trying to find help/make referrals. This is about understanding what service providers offer and

at what stage of an individual’s journey on the prevention continuum these function at.
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It's ok if you offer service elements at various stages, it’s important to be clear though for whom. For

instance, you might provide Basic
in the Tertiary Prevention Tieg
avoid confusion. Similar
under Tier 2, but not to'older mot

The clearer you are, the better the S

https://docs. @gle @n/spreasheets/

O

ation & Referral for everyone, but Case Management for those
therefore want to classify each Service Element on its own to

for everyone.

K150-Dp1z5VZhWk3cXBbIFH-mucVT1Z6NZGTY/edit

ICA Process

3@

Note that this will be ng d d‘dﬁng thec
point for the developmen_ﬁroc

ultation proce

d implementation and acts as a starting

ICA Steps

Level of
Need

Service
Tier

R@ meﬁ?‘

Note that individuals of any level of needs can conrrsj't any\n&e from Options 1-3;

however.
%
Option 1 - Any Any None - ‘:{O Anfgé'f‘ Il 1,400+ programs in
HelpSeeker.org information | S out 100) online, in
access is free, ?’\ ’?/ eeker.org platform
anonymous e""j:' -r?
A ”
= y 4
Option 2 - Any Tier 1 Tier 1 Services Anyo@ r_|_|,;|..Anyone can co creener in
Wellbeing require ":Zr -pﬂelpSeeker
Screener Wellbeing l'_::'
Screener o
completion, _,.-:'ﬁintegrfmd as part of
program “| 'strategijés of relevant e providers in Lethbridge.
eligibility to {f*available in print or on the HelpSeeker platform.
provide services It cafi be done as a self-assessment or with support as
need’é&'(b
If completed alone, a low score in any of the 15
domains of the Wellbeing Screener will direct the
individual to their closest provider.
Option 3 - Low Tier 2 Tier 2 services Acuity Once the individual and service provider meet, either
Acuity Wellbeing require low Assessors at prevention/diversion will kick-in or a referral to a
Assessment Screener Wellbeing designated ICA | «elected’ Acuity Assessor at a designated ICA door
Score Screener scores door agencies agencies.
+ relevant Acuity
Moderate Assessment of
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https://docs.google.com/spreadsheets/d/1vrf3YZKI50-Dp1z5VZhWk3cXBbIFH-mucVT1Z6NZGTY/edit

Acuity moderate score
Assessme + program
nt Score

9
®)
Z
[

The referral is conducted in ICA Database - see Form
A

Service provider -> ICA Agency with an Acuity
Assessor.

A full acuity assessment specific to the issue/
population will be administered to determine next
steps. This might include receiving a number of
assessments simultaneously (VI-SPDAT, LOCUS,
Safety Risk, etc.) at designated Integrated Access sites
to speed up referrals.

These assessments will be focused by the issue
presented (health, safety, housing, etc.) and will take
individual factors as well (age, cultural background,
ility, etc.).

Option 4 -
Integrated

Planning

High Tier —-;;'Tie%rvices

Acuity “ quire-?

Assessme reco mepgytio

nt Score n .@ICA ?!'Bie
to proyide O
servic {::I'
includin 1
Acuity

score

A Table

D\
T [5p
Assessment% {2}

Where acuity scores are determined, the person

seeking help will be referred to one of 4 Integrated
i ing Tables focused on youth, singles,

niors. These tables are focused on

ocus, they include
housing, justice, social

Information Flow

s
The ICA is intended to support rather than burden those seekingh'" and service providers. As such, the

maximum control over personal information necessary for service delivery is given to the person

needing help. This also means avoiding over-collection, inappropriate information sharing or storage

and ensuring appropriate consents are in place.

Privacy law is considered from an enabling lens with the best interests of the service seeker at front and

centre. Privacy should not be used to hinder/harm the end user’s best interests, especially in cases

where the end user expresses the need for information sharing themselves.
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Steps

Collateral

Information Collected

Step 1-
HelpSeeker.org

HelpSeeker.org

private information collected; HelpSeeker tracks interactions anonymously for

Step 2 -
Wellbeing
Screener

9
K

C

ICA Client Verba%
i
Consent

ICA Database ICA
Module

External Database
Client file

a;e'e’ap.t'hat service provi
included in the new-gent reeg;l'd with client

protocol to refer into tEijA Bﬁa ase Mod
AN

If the service provider is noykinngC:]A atabase, the
saved in the organization's anaEEPwent syste ing to existing policies
and procedures; and a paper I€_""AJreferra Form A is emailed to the ICA Agency with

A

&

an Acuity Assessor.

Step 3 - Acuity
Assessment

ICA Database - ICA
Module contains:
Referral,
Assessment,
Service Plan

ICA Client Written
Consent

The Acuity Assessors at designated | or agencies will complete various Acuity
Assessments as needed by the client (Health - LOCUS, Safety - Safety Risk/DVSAT,
Housing - SPDAT/VAT, etc.). Data collected at this point will be personally
identifiable and entered in the ICA Database under the ICA Module. All ICA door
agencies and Acuity Assessors must complete this module in ICA Database.

Either they will build on the new record created by the original SP in ICA Database,
or they will create their own client record in the ICA module. As such, written ICA
Client Consent will be obtained to collect this information for the purposes of
making appropriate referrals based on the acuity assessment results.
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Tables

ICA Ca

Flag high Acuity
Scores for ICA

Share Information

If the Acuity Assessment is used as part of service delivery, it would be included in
the ICA Database case file with client permission following service provider

ocols. The Acuity Assessment may be uploaded as a pdf, or the final score
o the “Acuity Assessment Summary Score Form” in the ICA module.

ing Table, the assessor should obtain ICA Consent to Share Information
iate table service providers.

Step 4 -ICA
Table

% T

Refen?;,

Assess
Service P

Integrated Service

t,

at%& -ICA ata lly identifiable and entered in the ICA Database under

--?pective policies.
Pri

@Tlation

2, O

dé"‘tonsent fo i ices against the ISP is in place and stored according to
7
i

he casé of health, police, corre, education, child intervention, service
ersWillenter the full a i ation in respective external
dat s, ﬁ;} i e to facilitate trend analysis
and serviee integration to meet cli imi rmation consists of the pdf
of the c'ﬁ eti%uity assess final scoring of that assessment as

indicated e A
the Acuity A or a
3

allow forintegnagﬁ e
Q, A

is can be entered by
entry person. This will
legislation.
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	Definitions
	● Integrated Coordinated Access (ICA): A systematized triage process tying together Lethbridge’s 1,400 programs into a coordinated system to enhance appropriate service matching and improve access.
	● Systems Map: Comprehensive real-time inventory of community services with program-level occupancy/ capacity, service components, eligibility and prioritization criteria. This includes a means of capturing client demand and feedback in real-time, and...
	● Integrated Coordinated Access Database: An online database tracking client-level information across ICA participating service providers.
	● Integrated Coordinated Access Module: specific module in the ICA Database tracking assessments and referrals of clients.
	● ICA Acuity Assessor: Service Providers staff member trained and designated to complete acuity assessments at ICA Door Agencies.
	● Integrated Coordinated Access Table: Service planning and triage table for the highest needs individuals requiring intensive, cross-system interventions.
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