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In 1995, the Ontario government set
a goal of creating efficient programs
that would save taxpayers money
and provide excellent customer ser-
vice, information on demand, and
modern technology. Through the
Ontario Ministry of Community and
Social Services, the Business Trans-
formation Project (BTP) was created.
Through the implementation of the
BTP, the Ministry would reform the
social assistance delivery system. 

The BTP worked closely with pri-
vate sector consultants, municipali-
ties, and frontline delivery staff to
design a system that will provide
excellent customer service and save
taxpayers money. 

The project is already a resound-
ing success, with significant improve-
ments in customer service as well as
savings to taxpayers in excess of
$378 million. These achievements
are the result of a new design that
relies on technological enhance-
ments to reduce error and fraud. 

As part of the system reform, the
ministry introduced two new social
assistance programs - the provin-
cially-delivered Ontario Disability
Program and the municipally-

delivered Ontario Works program.
Recognizing the need for private sec-
tor expertise, the ministry signed a
contract in January 1997 with
Accenture (formerly known as
Andersen Consulting) to establish a
unique partnership in the Business
Transformation Project. The contrac-
tual arrangement, called Common
Purpose Procurement, requires
Accenture to invest its own
resources, work side-by-side with
ministry and municipal staff on the
project, and recover its investments
only as savings are achieved. There
were no up front costs to taxpayers.

Objectives

The purpose of the BTP is to:
• Replace an outdated delivery sys-

tem that was unable to support
new social assistance programs;

• Develop cost-effective and efficient
business and technology solutions
to modernize delivery of pro-
grams, improve client service,
reduce fraud, and save taxpayers
money; and

• Introduce the system to over 200
sites across the province, thereby

freeing over 7,000 staff to spend
more time serving recipients.

Other key goals include providing
fast, accurate eligibility determina-
tion and standardized practices to
ensure that people receive the same
treatment everywhere in the
province. The new system will
ensure that eligible people receive
benefits at the right time.

The BTP developed the design
for the Service Delivery Model
(SDM) through extensive consulta-
tion with municipalities and frontline
delivery staff. In all, more than 1,000
people participated in the project.
Implementation is occurring in two
phases. The first, completed by
December 2000, included: the suc-
cessful introduction of an automated
eligibility review process; an auto-
mated telephone system to provide
information to clients about their
cases; and seven municipally-
operated call centres across the
province for intake screening. The
second phase will be fully imple-
mented in January 2002.

First Phase

The following features were imple-
mented as part of the first phase of
implementation:

• Automated Eligibility Review
A new process for reviewing and ver-
ifying current social assistance cases
has been introduced to all provincial
and municipal offices. It has proven
to be highly effective in identifying
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overpayments, underpayments, ineli-
gible recipients, and cases requiring
fraud investigation. To date, nearly
283,000 cases have been reviewed.
Of these, accuracy of payment was
confirmed in 72% of reviews; 3%
received an increase; 9% saw a
decrease; and the remaining cases
were withdrawn or terminated. As of
September 2001, total provincial sav-
ings were in excess of $378 million of
which more than $266 million was
attributed to eligibility review. (In
addition, there were more than $93
million in municipal savings (due to
cost sharing) for eligibility review
and other project initiatives.

• New Application Process
A new process for taking social assis-
tance applications has been intro-
duced at seven municipally operated
call centres, or intake screening
units. Each call centre is responsible
for telephone screening for all the
municipalities within its designated
region. At the call centres, trained
workers take callers through a social
assistance application via a tele-
phone interview. If applicants are
not eligible, they are informed during
their call and are advised verbally
and in writing of the process for
appealing this decision. If applicants

are potentially eligible, workers initi-
ate third party checks and schedule
face-to-face intake verification inter-
views at the applicants’ local office.
By the end of November 2001, over
528,000 calls had been received by
the call centres, with 80% of calls
answered within 60 seconds.

• Automated Telephone System
This system is connected to the cen-
tral database and allows recipients
to access information about their
cases in English or French via touch-
tone telephone. As of November,
almost two million calls have been
made to the new system, which is
available between 8:00 am and
9:00pm, Monday to Friday and 12:00-
5:00pm, Saturday and Sunday. In
future, recipients will be able to
report their earnings on this system.

Second Phase

The second phase implementation of
the remaining components of the
new technology – such as the calcu-
lation of eligibility, cheque produc-
tion and payments, and tracking and
reporting mechanisms – is currently
nearing completion.

The new technology offers a Web-
centric environment and a single
province-wide database. It is replac-
ing the eight social assistance tech-
nology systems currently in use. In
addition to these features, the sys-
tem has enhanced case management
capabilities to improve current prac-
tices and streamline work for staff.
The rules are built right into the sys-
tem, ensuring consistent application.
Enhanced eligibility and payment
features will make tracking of over-
payments/arrears easier and ensure
eligibility decisions are made more
quickly and with greater accuracy. 

The pilot went “live” successfully
in Hamilton/Niagara region on May 7,
2001. This implementation was many
months in the planning, and encom-
passed major training, production
dress rehearsals, and a major data
conversion exercise. The pilot went
well, with no major issues surfacing. 

The first pay-run, a key milestone,
occurred successfully. Staff in the
pilot delivery offices have reported a
high level of confidence and satisfac-
tion in the new technology. As a
result, broader implementation
throughout the province began in

September in three waves with the
final wave completed in January 2002.

Overall BTP Benefits

Results to date have already far
exceeded the expectations of stake-
holders. Although there were a few
glitches along the way, it has been
widely acknowledged that never
before has the ministry been so suc-
cessful in introducing change to field
operations. Schedules were met,
implementation difficulties were min-
imal, field adoption of new processes
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Results

The Service Delivery Model design
was confirmed in August, 1999,
after extensive consultation with
all stakeholders. Key features of
the new system include:

• On-line Internet-based technology;

• Use of third party sources to ver-
ify eligibility (e.g. Employment
Insurance, Canada Customs and
Revenue Agency);

• Telephone screening for eligibil-
ity via seven call centres;

• An automated telephone system
to provide clients with informa-
tion and allow them to report
changes; and

• A common province-wide data-
base, which helps to detect fraud
and allows recipients to transfer
their entitlement across munici-
palities.

Benefits

The anticipated benefits have
already been realized. The BTP
has been credited with achieving
the following benefits:

• Reduced response time and
great convenience for clients
requesting information about
their cases;

• Reduced time and effort
expended in determining a
potential client’s eligibility to
receive benefits upon applica-
tion; 

• Reduced fraud through one
province-wide database and
third party checks to validate
information; and

• Significant savings to Ontario
taxpayers.

Accenture and the
Government of Ontario have
fully paid for the investment

from program savings of
more than $378 million.

When the system reaches
maturity, it will produce

annual savings of 
$200 million to taxpayers

year after year.



was rapid, and service to recipients
did not suffer. 

By December 2000, both
Accenture and the ministry had
already been fully paid for their
investment, as the savings from the
project had surpassed all costs. As
of September 2001, more than $378
million program savings had been
achieved and BTP savings have
exceeded all project costs by more
than $35 million. When the new sys-
tem is fully operational, it will pro-
duce savings of $200 million to tax-
payers year after year.

The ministry has been particu-
larly gratified by client acceptance of
the new system. In fact, the absence
of concern raised by clients is
unprecedented for a major change
initiative of this kind. The automated
phone system is a prime example of
the project’s success in this regard,
in large part because of the consulta-
tion that occurred during its devel-
opment. Initially, there was concern
that social assistance recipients
would have difficulty using the tech-
nology associated with the phone
system. The BTP therefore tested
the system in its early stages with
groups of clients, which resulted in
modifications. The fact that almost
two million calls have been received
by the system since its introduction
testifies to its acceptance.

Strategic Alliances
The BTP’s success to date has been
attributable to critical alliances with
Accenture, ministry corporate and
field staff and municipalities.
The ministry’s partnership with
Accenture brought private sector
knowledge of technology and experi-
ence in large scale business redesign
that enabled the ministry and munic-
ipalities to envision a new, effective
way to deliver programs. The unique
arrangement allowed the ministry to
achieve its program objectives while
minimizing risk.

The project’s greatest challenge
has been management of the change
itself. With hundreds of independent
municipal organizations involved, as
well as the ministry’s policy and pro-
gram delivery branches, it was
essential to involve multiple stake-
holders in a meaningful way.

At the highest level, the change
has been driven by an executive

team comprising ministry manage-
ment, Accenture executives, and the
project managers. In addition, every
effort has been made to ensure that
those responsible for the change and
impacted by it participated in the
design of the system and business
practices and of the implementation
process. Secondments from munici-
palities, including senior manage-
ment, have been central to maintain-
ing a close working relationship.
Furthermore, working groups and
focus groups of municipal and
provincial corporate and frontline
staff combined to ensure that:
• The design of the SDM achieves

program and policy objectives, and
meets the needs of delivery agents;

• Field training programs meet the
needs of frontline workers;

• Management processes embedded
in the system provide information
on a timely basis and permit effec-
tive management of the program;

• Implementation works effectively,
with continuous learning and
adoption of best practices;

• System architecture meets the
province’s standards and broad IT
objectives; and

• The new system meets project
quality standards. b

Art Daniels is Assistant Deputy Minister
of Quality Service, OPS Restructuring
Secretariat, Cabinet Office.

Bonnie Ewart is Assistant Deputy
Minister of the Business Transformation
Project, Ministry of Community and
Social Services.
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Showcase Ontario 2001

Showcase Ontario 2001
Awards – Left to Right:
John Fleming – Deputy
Minister, Ministry of
Community and Social
Services; Mark Eleoff –
Accenture Partner;
and Bonnie Ewart –
Assistant Deputy
Minister, Business
Transformation Project.

On September 12,

2001, the Business

T r a n s f o r m a t i o n

Project received two

prestigious awards at the annual 2001 Showcase Ontario Awards of

Excellence. BTP received an Award of Merit in the category of Public-

Private Partnerships – a significant achievement on its own. Furthermore,

the project also received the prestigious Diamond Award which recog-

nized projects that demonstrate innovation, creativity and service excel-

lence. The BTP’s success to date is attributable to its partnership with

Accenture and critical alliances with ministry corporate and field staff and

municipalities. Accenture’s knowledge of technology and its experience

in large-scale business redesign helped the ministry and municipalities

envision a new, effective way to deliver programs. That vision was the

Service Delivery Model (SDM). Clearly, this award demonstrates that BTP

is a leader in changing the way business is done with partners in the

private sector.


