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Introduction

Diversity hiring is one of the greatest challenges for today's enterprise organization. Attracting and engaging 
diverse talent requires a different approach to talent acquisition, and yet success in this area can be directly 
correlated with healthy company culture and improved business performance. In Canada, diversity hiring is far 
more than a competitive advantage – it’s a critical business initiative. With the native workforce dwindling and 
immigrant populations growing, organizations big and small are learning that traditional recruiting efforts alone 
aren’t enough to find the talent they need. 

“Canada's population is and will continue to decline due to an aging population and low birthrates,” says Nora 
Whittington, Community Engagement Coordinator at the Waterloo Region Immigration Partnership. In fact, 
recent projections estimate that nearly 1 in 3 persons in the labor force could be foreign-born by 2031 – and 
even higher in Ontario and British Columbia. “Communities across Canada need an attraction strategy to ensure 
that our economy is not at risk.” 

As this is a pervasive problem, and one felt acutely in local communities across Canada, small business owners 
and large enterprises are trying to solve this same problem – with varying results. The difficulty for many is 
simply engaging immigrants, who often struggle to translate past work experience and skill and enter the 
workforce with confidence. Over the past four years, the Greater Kitchener Waterloo Chamber of Commerce 
has collaborated with the Waterloo Region Immigration Partnership and local businesses and service providers 
to tackle this problem, and has developed its own unique solution: The Immigrant Talent Engagement Program 
(ITEP). 

“Immigrant hiring is an answer to this growing concern,” says Whittington. “Immigrant hiring allows local 
employers to have global experience on their team. These individuals have connections elsewhere in the world 
that can help to open up opportunities/markets for many businesses interested in going global. Their languages, 
work ethic and ability to endure and overcome are positive attributes to have on any team.”

Diversity Hiring Success:  
The Impact of Holistic Engagement 
/introduction
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Although ITEP was developed to facilitate hiring immigrant talent in the Waterloo Region, 
the core mission of this plan was more ambitious: To grow an online network where 
immigrants could connect with the local community, grow personally and professionally, 
and ultimately find meaningful employment – starting in Kitchener, and expanding 
across Canada and beyond. Born out of the Work Steering Group of Waterloo Region 
Immigration Partnership, the 5-Phase plan began development in 2010, and completed 
Phase 1 in May of 2015. 

3

Diversity Hiring Success:  
The Impact of Holistic Engagement 
/introduction

The Title Sponsor for Phase 1 was none other than Scotiabank. Self-ascribed as Canada’s most international 
(read: diverse) bank, Scotiabank was the ideal partner for testing ITEP’s proof of concept. “At Scotiabank, we 
believe that hiring immigrant and diversity talent is incredibly important,” says Suzan Snaggs-Wilson, Community 
Manager at Scotiabank. “Businesses should reflect the demographics of the community they operate in, so 
they can better serve that community.” One of the simplest and most immediate to-dos for immigrants getting 
established in a new community is to open an account at the local bank, but few are familiar with brands and 
businesses in the area. By sponsoring Phase 1 of ITEP, Scotiabank was able to kill two birds with one stone: 
engage a diverse community of talent, and engage new prospective customers. 

Although the original sample size was small, impact was tangible:

With Phase 2 launching soon, and the program expanding further across the region, this research will  
detail KPIs of, identify emerging key practices for, and examine the role of technology in brand-based  
candidate engagement.

12%
Over 
80%

63% 25% 8%

of participants  
had “never been  
into a Scotiabank 
branch” (Phase 1’s  
Title Sponsor)

of participants  
were considered for 
roles within the  
organization based  
on their engagement

of prospects  
were shortlisted

of prospects 
were hired

of prospects  
opened new 
accounts and 
banking packages 
with Scotiabank

Figure 1 — Impact of Scotiabank Sponsoring Phase 1
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Background: Diversity Hiring,  
Scotiabank, & Immigration Talent  

Engagement Program (ITEP)

From one country – and province – to another, 
diversity can mean many different things. In 
Canada, where the large number of baby boomers 
approaching retirement age and the shortage of 
young people available to replace them, engaging 
diverse talent is a high priority for employers.  
According to Statistics Canada’s latest workforce 
projections, the overall participation rate among 
Canadians aged 15 years and over would fall from 
67% in 2010 to between 60% and 63% in 2031 – a 
level not observed since the 1970s. By 2021, close 
to 1 person out of 4 in the labor force is projected to 
be 55 years or over – a drastic increase from 2010’s 
estimate of 17%.

Diversity Hiring in Canada: Beyond the Employment Equity Act
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Figure 2 — Participation Rate Among 
Canadians 15+ Years Old From 2010-2031



1 CIC 2014. Annual Report to Parliament on Immigration. Ottawa: Citizenship and Immigration Canada.
² Kenney, Jason. 2009. Speaking Notes for the Minister of Citizenship, Immigration and Multiculturalism  
to the 2009 Top Employer Summit “Helping Newcomers to Enter the Workforce.” Fairmont Royal York  
Hotel Toronto, Ontario November 19, 2009.
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But that’s not to say there is a complete shortage of talent. In fact, there is a wealth of 
skilled and talented people who are not effectively engaged in the Canadian workforce: 
Canadian-born visible minorities, youth, mature workers, persons with disabilities and 
Aboriginal Peoples have all been overlooked in the past – as has the rapidly growing 
immigrant workforce. 

In his introduction to the 2014 annual report to Parliament on Immigration, the current Minister of Citizenship 
and Immigration, Chris Alexander, emphasized that “immigration is soon to become Canada’s primary source 
of net labor force growth.”1 Similarly in a 2009 speech, his predecessor Jason Kenney observed that ‘with the 
demographic changes that will soon start to take hold, within a few years one hundred percent of Canada’s labor 
market growth will be attributable to immigration.’² 

More recent projections estimate that nearly 1 in 3 persons in the labor force could be foreign-born by 2031 – 
and even higher in Ontario and British Columbia. But while immigrants may help to sustain population growth 
and meet some of Canada's labor needs, their participation rates are usually lower than those of the rest of the 
population. The reasons vary, but the result is the same: their talents are wasted by employers—either by not 
employing or by under-employing qualified candidates – and local businesses are suffering. 

“Businesses needs employees but also customers,” says Cindy Tarasow, Founder and CEO at Pomegranate 
Canada Inc. “Without either we cannot function. The new immigrants become customers within the larger 
community for homes, food, entertainment, and more. Within the broader community they contribute to the 
arts and cultural mosaic that makes our city a great place to live and work. Within my business as an engaged 
employee, an immigrant can provide international insights, provide new ideas and suggestions – as well as bring 
a tremendous enthusiasm and work ethic.” 

Not only are these labor trends are having significant impact on employers’ attempts to build a workforce for 
today (and plan for tomorrow), it’s also putting pressure on those organizations that fall under the purview of the 
Employment Equity Act. In Canada, the Employment Equity Act helps ensure that all Canadians have the same 
access to the labor market. The Act also requires that employers take actions to ensure the full representation of 
members of the four designated groups within their organizations: 

● Women
● Aboriginal peoples
● Persons with disabilities
● Members of visible minorities (including immigrants)

5
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The Employment Equity Act is federal legislation, and as such, applies to a specific  
group of industries that are federally regulated under the Canadian constitution:  
banks, broadcasters, telecommunication companies, railroads, airlines, private  
businesses necessary to the operation of a federal act, maritime transportation 
companies, other transportation companies if inter-provincial in nature, uranium-related 
organizations, federal crown corporations, and corporations controlled by two or more 
provincial governments.

Not only does the Act require that employers remove barriers to employment that disadvantage members of 
the four designated groups, but employers are also required to institute positive policies for the hiring, training, 
retention, and promotion of members of the designated groups. For those still relying on traditional methods of 
finding and engaging candidates, this poses real challenges. 

“Engagement is central to a successful hire and a successful, productive employee,” says Tarasow. “Hence, the 
efficiency of hiring an engaged fit will likewise show itself in reduced new hire turnover, accelerated onboarding 
milestone achievement and performance excellence.” 

In order to ensure future success, employers must be equipped with an understanding of how to connect with 
and support these undervalued groups. And this is precisely what ITEP set out to solve.

6

Diversity Hiring Success:  
The Impact of Holistic Engagement 
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The reality of diversity hiring is that going through regular channels and contacting usual suspects may feel safer, 
easier, or faster for busy recruiters and hiring managers, but it won’t bring new or increasingly diverse talent into 
organizations. In order to be successful, recruitment efforts have to extend beyond standard online and sector 
specific job boards. Would-be employers need to get the word out about career opportunities, build relationships 
with cultural groups and organizations that work with diverse communities, and promote the organization as a 
viable place to work. But the first obstacle in diversity hiring is a simple one: connecting with diverse talent. 

In Waterloo, a fast-growing city in Southern Ontario, Canada’s labor trends are especially palpable. Statistics 
Canada’s most recently projected labor trends estimate that 1 in 3 members of the Canadian workforce would 
belong to a visible minority group by 2031 – and could reach about 40% in Ontario and British Columbia in 
particular. This trend was already affecting local businesses and employers, which is why the Greater Kitchener 
Waterloo Chamber of Commerce, the Waterloo Region Immigration Partnership, and local businesses and service 
providers set out to develop a program to facilitate hiring immigrant talent in the Waterloo Region. 

The program – called the Immigrant Talent Engagement Program (ITEP) – was intended to build relationships with 
cultural groups and organizations that work with diverse communities in order to do far more than simply enable 
diversity hiring among participating organizations. The larger mission was to grow an online network where all 
Canadian immigrants can comfortably connect with the community, grow personally and professionally, and 
ultimately find meaningful employment. Starting locally in Waterloo, the program’s greater ambition was to scale 
the program up over time – into the greater Waterloo region, across Ontario and Canada, and beyond.

Bridging the Diversity Gap with the  
Immigrant Talent Engagement Program
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But they had to be sure the program drove value for everyone involved. In order to 
accomplish this, ITEP focuses on bringing together three key groups: local employers, 
local immigrants, and community partners. 

While the first two play obvious roles in diversity hiring initiatives, ITEP took a unique approach to engagement 
by tapping into local organizations like the YMCA, The Kitchener Waterloo Cultural Center, Immigration 
Partnership, and Northern Lights Canada to connect with local immigrants. These partners, which help local 
immigrants with employment services, played a key role in supporting the program by connecting the dots that 
exist between employers and local immigrant talent. 

With the community partners driving participation, day-to-day operations for ITEP were supported by two 
Management Partners: Qwalify, a technology startup and developers of Talent Dojo, a brand-based engagement 
platform designed for high volume recruitment; and Pomegranate Canada, an organization dedicated to assisting 
companies to better understand and attain their diversity talent goals. 
 
Of course, initiatives like ITEP require more than goodwill and a collaborative spirit in order to work and thrive. 
Having recruited Community Partners and Management Partners, the only thing left was to find a title sponsor. 

7
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Local 
Employers

To reduce the traditional, 
recruitment-driven barriers 
that make it difficult to hire 
highly skilled immigrant 
talent today.

To empower local 
immigrant talent to engage 
with the community, to 
ultimately work, settle  
and belong in Canada.

To foster a collaborative 
approach that leverages 
each partner's strength  
(ex. employment  
service providers)

Local 
Immigrants

Community 
Partners 

Figure 3 — Key Groups Targeted by ITEP
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As a financial services institution based in Canada, Scotiabank is subject to the regulations set forth by the 
Employment Equity Act. But rather than merely complying with federal regulations put forth in the Act, 
Scotiabank takes a unique approach to diversity and inclusion that stems from both strategic and operational 
objectives. They have established programs and initiatives that promote diversity and inclusion at Scotiabank 
that are operationalized through strategic pillars led by Executive Champions in order to position Scotiabank as 
an employer of choice. 

In 2014, Scotiabank created a Global Diversity and Inclusion Council with the objective of providing strategic 
direction and insight on diversity and inclusion globally. Members of the council include 10 senior executives, 
co-chaired by Brian Porter, President and CEO and Barbara Mason, Chief Human Resources Officer. 
 
The primary goals of the Global Diversity and Inclusion Council are to: 

● Promote a culture of inclusion and diversity of perspective for better business results;
● Embed diversity and inclusion in strategic business initiatives
● Enhance leadership development specific to open-mindedness and cross cultural awareness

Scotiabank’s dedication to reaching diverse talent, as well as its shared-value approach to members of the 
communities it serves around the world made it the perfect title sponsor for Phase 1 of ITEP. 

8
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A top multinational financial services provider, and the 3rd largest bank in Canada, 
Scotiabank serves some 21 million customers in more than 55 countries worldwide – 
making them Canada’s most international bank. Through its global team of approximately 
83,000 employees, Scotiabank offers a broad range of personal, commercial, corporate 
and investment banking products and services.

Scotiabank: Canada's Most International Bank
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Focus

Launching ITEP: 
Phase 1 Design & Delivery

ITEP is an ambitious program. As the program aims to solve one of Canada’s largest economic and social 
problems of the coming decade, ITEP set out to design a highly replicable and scalable process with tested best 
practices and professional protocol. Accordingly, ITEP’s implementation had to occur in multiple phases in order 
to ensure program partners could learn and grow ITEP with each phase, providing increased efficiencies and 
opportunities as the program expands.  

9

Diversity Hiring Success: The  
Impact of Holistic Engagement 
/launching ITEP

Figure 4 — The 5 Phases of ITEP
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Talent Dojos are brand-based engagement platforms designed to support more meaningful recruitment efforts. 
Within the Dojo, candidates have ample opportunity to engage outside of the traditional application and hiring 
process, interact with a larger talent community, demonstrate subject matter expertise, and share perspective 
on topics of conversation relevant to an organization’s hiring needs (e.g. personal banking and finance trends 
and best practices). Talent Dojos also offer candidates the chance to learn about the company and engage with 
the brand by demonstrating their knowledge of products and services, their experience as customers, and their 
understanding of the company culture.

Because Scotiabank committed to being the Title 
Sponsor, Phase 1 of ITEP was focused on talent 
interested in learning about, interacting with, and 
working within the banking industry – and the 
Talent Dojo reflected that. In order to show value to 
Scotiabank – and ensure continued support – the 
specific goals for Phase 1, were to: 

1. Uncover great prospects for recruitment
2. Build the Scotiabank brand in the community
3. Lead immigrants into the branch to learn  
 more about banking services
 
To demonstrate these, and in order to also to test 
the replicable potential of ITEP, Phase 1 focused on 
one marquee Scotiabank branch in the region. The 
Community Partners, including the three Service 
Provider partners that help local immigrants with 
employment services, were selected based on the 
geographic proximity to this location.

The primary goal of Phase 1 was simple: to demonstrate the value and potential for the 
ITEP model, creating a foundation to expand the program with all founding partners 
involved. To that end, Management Partners Pomegranate Canada and Qwalify offered 
their services to build and manage the platform. ITEP’s online network used Qwalify’s 
Talent Dojo as the primary tool to engage with talent weekly.

Diversity Hiring Success: The  
Impact of Holistic Engagement 
/launching ITEP

Figure 5 —  
The Three Parties Supporting Phase 1

Title Sponsor 
(Scotiabank)

Community 
Manager 

(Pomegranate 
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Engagement 
Partner 

(Talent Dojo)
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Pomegranate Canada took the reins 
as the primary community manager, 
engaging with prospects in the Dojo 
weekly with content on employment, 
banking norms and information, current 
events, and more. By fostering discussion 
and conversation in the Dojo, and acting 
as the liaison between Scotiabank, 
Employment Service Providers, and the 
Greater KW Chamber of Commerce, 
Tarasow and her team were tasked with 
creating and testing various modes of 
process and workflow as required to 
optimize results. 

To that end, engagement in the Dojo 
was tracked across each of the distinct 
segments and discussion groups, with 
fluctuations representing a relative 
increase or decrease in the levels of 
activity and value creation over time.

The Talent Dojo was branded for Scotiabank, customized to fit ITEP’s specific needs, 
and then seeded with community discussions relevant to each desired objective above. 
As shown in Figure 6 below, the initial launch included seven segments and discussion 
groups, while the program later featured a dozen discussion groups as the Talent Dojo 
grew and matured.

Historically, candidate engagement has been a major obstacle to success in talent communities. With 
Pomegranate Canada serving as the dedicated community manager, however, consistent effort was actively 
encouraged in the Dojo. 

Diversity Hiring Success: The  
Impact of Holistic Engagement 
/launching ITEP

Figure 6 — Segmenting Diverse Talent in the Talent Dojo
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Discussions weren’t just relevant to Scotiabank – they had to be interesting to immigrants 
as well. Topics of conversation ranged from personal perspectives on the perceived 
value of financial services to crowdsourcing ideas for how Scotiabank could support 
multicultural events in the region.

Diversity Hiring Success: The  
Impact of Holistic Engagement 
/launching ITEP

Though many members of the Dojo had 
never heard of Scotiabank before, all 
welcomed the opportunity to engage with 
an employer outside of the traditional 
application and interview process. Those 
consistently sharing thoughtful, articulate, 
and interesting perspectives were able to 
stand out from the crowd – something 
they struggled to do on other, less 
engaging channels. 

“People are desperate to be noticed by 
companies and engaged in a meaningful 
way,” says Phil Hendrickson, Chief Talent 
Strategist at Qwalify. “So many times 
they experience silence or the ‘black hole’ 
when they apply to companies, and when 
they actually have an opportunity for their 
voice to be heard and their contribution 
respected, they jump on it.”

Figure 7 —  
Sample Discussion From Scotiabank Dojo
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Both Management Partners had full coordinating responsibility of the project, and 
compiled reports and presentations for the 30-day and 60-day findings – as well as 
additional custom presentations and technical analysis for Scotiabank and broader service 
providers’ audiences as required. This process allowed ITEP to evolve the conversations 
to satisfy the prospects within the program, and to introduce new segments/topics 
when relevant to the community from the original seven to twelve unique groups. This 
approach to engaging the community was a key driver of ITEP’s success in Phase 1. As 
shown in Figure 8, engagement across the various segments steadily increased over time.

Diversity Hiring Success: The  
Impact of Holistic Engagement 
/launching ITEP

Figure 8 — Relative Segment Engagement Over Time
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The Result: 
Phase 1 Outcomes & Findings

By the time Phase 1 concluded, it was clear that ITEP was off to a great start. The program grew daily, both in 
new talent (and business) prospects and in value-add contributions. ITEP’s Community Engagement Manager 
posted an average of three discussions questions each week, across a number of topics that were of interest to 
both Scotiabank and local immigrants. With just one location and three Employment Service Providers inviting 
their clients to join and engage, the results proved ITEP’s engagement-first approach to be very effective.

14

Figure 9 — Notable Outcomes From ITEP Phase 1

of invites to the 
join page created 
an account.

contributions per 
engaged member 
recognized for being 
value-added.

of members  
read discussions on  
their mobile device.

of members  
completed a full profile, 
including assessments.

100% 6.9 13% 37%

Diversity Hiring Success: The  
Impact of Holistic Engagement 
/the result
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“The sheer precision and focus of getting to the behavior and attributes that define 
success in a banking role was quick,” says Tarasow. “In under two months, a broad 
audience was collectively assessed to core down to the most relevant profiles, and that 
resulted in actual hires. So the science and process works, that is the first lesson learned.”

Beyond 100% sign-ups among all invites and an average of 6.9 value-add contributions per engaged member, 
additional metrics of success demonstrated that ITEP brought high conversion rates, multiple repeat 
engagements from top prospects, and a strong desire for additional engagements with Scotiabank. These 
were all clear signs that the technology and project plan for ITEP was a match for the target audience, the Title 
Sponsor’s brand and goals, and all supporting parties involved. 

“When it comes to diversity hiring - and hiring veterans in the US, for example - relevant skills are hidden 
because of how resumes look, how people describe their experience, skills, education, leadership etc.,” says 
Hendrickson. “A true engagement platform provides an approach that uncovers knowledge, skill and culture fit 
because we’re not dependent on matching a resume to a job description and I believe the Talent Dojo offers that 
to both candidates and recruiters.”

Some key outcomes from Phase 1 included: 

• One out of five members are GREEN-BELT level advocates. Advocacy in the Talent Dojo is indicated by  
 colored belts similar to students in a martial arts dojo. Each belt is a system-wide, industry-agnostic level  
 that is achieved under long-term engagement and contribution conditions. Unlike engagement scores  
 which can fluctuate over time, advocacy belt tiers are permanently awarded to deserving prospects.  
 Belts range in color, with white representing little or no engagement, followed by yellow, green, red  
 and finally, black. Considering the relatively short amount of time, having 20% of the dojo reach this level  
 of advocacy was a substantive measure of the value the Dojo offered the immigrant community. 

• The Dojo's overall Engagement Score hit 57%, a score considered to be world-class level. Within the  
 Dojo, engagement is an indicator of a prospect's participation and contribution quality over a period  
 of time. The metric is representative of a prospect's enthusiasm to interact with content and/or the  
 brand and demonstrate his or her knowledge, opinion or experience. As one would expect, participation  
 alone is not a sufficient measure of a candidate’s viability – which is why this is balanced with  
 contribution quality. An overall engagement score of 57% indicated that participants were both  
 actively engaged, and thoughtful in their responses – key traits of quality candidates for Scotiabank.
 
• Over 63% of members were considered for roles within the organization based on their engagement.  
 This is especially significant, as it offers an opportunity to holistically combat turnover within Scotiabank.  
 For example: In 2013 Scotiabank had nearly 37,000 employees in Canada, a 10.2% non-voluntary  
 turnover rate (approximately 3700 employees), and 1,100 locations nationally. ITEP generated two hires  
 in 60 days for one location, which could potentially translate to 12 hires annually per location. Based  
 on these results, conservative estimates (e.g. one hire generated per location in 60 days) Scotiabank  
 could potentially fulfill its annual non-voluntary turnover requirements for Canada in 205 days. 

15
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• 12% of members opened new accounts with Scotiabank. For years, talent  
 acquisition has served as a cost center - albeit an important one. But while the  
 primary scope of ITEP was focused on diversity hiring, Phase 1 proved that  
 holistic, brand-based talent engagement has additional business impact. For  
 immigrants new to Canada, finding work is just one step in getting settled in their  
 new lives. They also need to get established in more elementary ways - like  
 setting up bank accounts. By offering a unique opportunity to engage with a  
 prospective employer, Scotiabank also set itself apart – and benefited from new  
 talent and from new business as a result. 

By leveraging great local partnerships, and a Global Skills Conference hosted by the Kitchener-Waterloo 
Multicultural Centre (in collaboration with various community partners), ITEP exceeded expectations for all three 
goals set forth in Phase 1. 
 
“The Talent Dojo was a new concept that I believe will be fully embraced by the service providers and immigrant 
talent with more time and understanding,” says Whittington. “It was efficient, unique, and so positive for 
immigrants who can face resume barriers to have another way of moving through the system.” 

With the successful proof-of-concept, ITEP proved to be a great fit for engaging immigrant talent in value-added 
discussions, to support the Scotiabank brand as “Canada’s most international bank,” further developing business 
with this difficult-to-reach population, and ultimately hiring great talent.

16
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Attracting and engaging diverse talent requires a unique approach to talent acquisition - one 
that breaks out of the reactionary source-hire-repeat model, and is instead driven by holistic, 
brand-based engagement. This is precisely what talent communities were intended to achieve, 
and yet many organizations have struggled to realize significant hiring outcomes resulting from 
this sourcing tactic. The problem for most isn’t a lack of interest from candidates, but rather a 
lack of ongoing and meaningful engagement within the community. For ITEP, having a dedicated 
community manager regularly seeding the Talent Dojo with compelling content ensured 
candidates were engaged, and gave them ample opportunity to weigh in on topics relevant to 
them and to Scotiabank. 

But the Talent Dojo didn’t just offer a user-friendly platform for candidates to join relevant 
discussions and conversations - it also provided community managers valuable insight into 
engagement beyond volume-based vanity metrics like click-through rates and log-ins. Who  
was regularly contributing the most valuable perspectives? What topics of conversation were 
most compelling for members of the Talent Dojo? Were top contributors posting high-quality 
content or just the most content with the least value? Using this information, Scotiabank was 
able to shortlist an astounding 25% of prospects for jobs - a rate unheard of for any traditional 
sourcing channel.

Analyst Insights
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The Future: Phase 2 Expanding into the 
Waterloo Region and Beyond

As is the first program that has demonstrated the ability to bring together local entities to collaboratively source, 
cultivate and recruit immigrants in Canada, ITEP’s Phase 1 success warrants the larger deployment originally 
planned for Phase 2. “It’s clear ITEP has provided a way for immigrants in Kitchener Waterloo region to settle, 
work and belong and engage with employers in a kinder and better way than the automated resume process,” 
says Tarasow. “It offers a chance to grow, learn and connect, while building relationships virtually.  And as a 
platform, our region can leverage this model and help other regions do the same.” 

Looking ahead, the program will expand into the whole Waterloo Region in – thus building the foundational 
steps for scalability of the model in other regions. More specifically, Phase 2 will further define, test, and improve 
this process in order to create a replicable model that can be deployed across all communities in Ontario in 
Phase 3, then Canada in Phase 4. 

“For this model to be successful in other communities in Ontario, we need to inspire people to be passionate 
about improving the new immigrant experience,” says Snaggs-Wilson. “The first phase of ITEP case worked 
because there was open communication from the beginning, transparency on what the vision was and a set goal 
on expected outcomes.” 

To that end, Phase 2 of ITEP will be focused on expanding the proven model of Phase 1 to grow the sample size 
for the Title Sponsor while collaborating with more Community Partners throughout the Kitchener Waterloo 
Region – which presents some additional challenges. One of the key lessons learned in Phase 1 was the 
importance of new partner onboarding and support. 

17
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“It’s critical that we ensure all stakeholders are working together, and recognize that 
this is a community initiative that can help employers source talent and immigrants 
find employment,” says Whittaker. “Talent communities may not be a new concept in 
general, but this was new to many involved – and certainly new to service providers and 
immigrants.  It has been an education for many and there is room for more awareness 
building in the next stage.”

18
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From her perspective, providing more upfront training – including Dojo walkthroughs and a full program 
overview – as well as support for service providers will be required so that new partners will understand the 
program fully before promoting it to their clients. Not only will this support better alignment, it will also ensure 
the ITEP model is maximized before giving access to all employers within the region to hire from in Phase 3. 

Through expanded focus on brand recognition, business development, and job placements of skilled immigrants 
within the Title Sponsor, the desired outcomes at the completion of Phase 2 are relatively straightforward: 

1) To attain similar or better results than Phase 1 for the Title Sponsor
2) To have a critical mass of immigrant talent in the network to warrant inviting additional employers in the  
 region to source talent from the ITEP network
3) To have a replicable program that includes guidelines, best practices, training documents and other  
 resources to effectively rollout the program to other regions in Phase 3

Phase 2 will include over a dozen Community Partners, including additional employment service providers in the 
area such as the Working Center and Conestoga College – and others not included in ITEP’s original. Phase 1’s 
success has garnered interest from a number of additional third parties such as regional ethno-cultural centers, 
groups focused on international students in the region, as well as individual job developers in the region – all 
keen to participate in Phase 2. 

Phase 1 clearly demonstrated that there is a lot of potential to build in structures to help with onboarding and 
training of Community Partners. These structures would allow for a much larger group of partners to efficiently 
work together, thus leveraging all the local support for immigrant talent. Looking ahead into Phase 2 and 
beyond, ITEP’s founding partners are very optimistic. 

“When we do this right, it will truly be a way for immigrants in Kitchener Waterloo region to settle, work and 
belong and engage with employers in a kinder and better way than the automated resume process,” says 
Tarasow. As she sees it, ITEP and the Talent Dojo “offer a chance to grow, learn and connect, while building 
relationships virtually.  And with this platform in place, our region can leverage this model and help other regions 
do the same.”
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Lighthouse Research & Advisory is a modern analyst firm dedicated to setting the standard for excellence 
in talent acquisition and beyond. By providing compelling research and actionable insights for recruiters, 
hiring managers, and business leaders, our mission is to navigate the rapidly changing tides of human capital 
management in order to support today’s talent advisors. From establishing frameworks for end-to-end 
recruitment marketing and high-powered CRM practices, to illuminating the strategic impact of candidate 
experience and employer brand management, our goal is to chart a new course for talent acquisition.


