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Our Strategic Plan for 2017-2020 provides clear direction in 
a complex, ever-changing world about how TRIEC can make 
an even greater contribution to building an inclusive labour 
market where job-ready immigrant professionals can fully 
participate.

We talked to partners, stakeholders, board members and 
staff and this roadmap is the result. Our strategic framework, 
TRIEC’s Theory of Change (see page 4), sets out how 
we will work to achieve measurable impact for our key 
beneficiaries. Using this as our foundation, we have outlined 
key priorities, goals, actions and measures to ensure we 
achieve our objectives through the unique contribution of our 
organization.

Setting the stage

Our Strategic Plan identifies two target beneficiaries:

Mid-sized to large employers in the Greater Toronto 
Area (GTA);  and

Job-ready immigrant professionals.
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To support these beneficiaries better, we have identified three 
key priorities: 

Grow mentoring impact

Broaden and deepen immigrant inclusion in 
workplaces

Maximize the role of partners and champions.

Build TRIEC’s capacity to support our priorities

Curate information and insights to ground TRIEC’s 
work.

These three priorities are supported by two organizational 
priorities that strengthen the engine that drives this vital 
work:
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Where we have come from… 
And where we are going?

TRIEC can be proud of a 14-year history of creating change 
and improving the working lives of job-ready immigrant 
professionals. Our work on this plan confirms that what 
makes TRIEC unique is still needed. Taken together, our 
strengths provide invaluable support to immigrants:

Our focus on supporting employers to make change

Our focus on prosperity - when immigrants prosper 
we all prosper

Our multi-stakeholder co-creation, partnership 
approach

Our focus on creating unique solutions which fill gaps

Our excellence and our high standards of execution
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A Greater Toronto Region that prospers by fully 
engaging the contributions of skilled immigrants.

Create and champion solutions to better integrate 
skilled immigrants in the Greater Toronto Region 
labour market.

TRIEC’s vision and mission 
remain critical and relevant:

Our Vision:

Our Mission:

Nonetheless, our work must be sharpened and focused to 
adapt to a quickly changing world. This plan sets priorities 
based on these new realities.
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Create, pilot and manage programs 
and solutions that connect job-ready 
unemployed and underemployed 
skilled immigrants to employers

Assist mid to large employers in the GTA in 
creating immigrant inclusive workplaces. 
Provide employees with opportunities to 
develop intercultural competence.

The prosperity of the GTA depends on a labour market where
immigrants can fully contribute their skills and talents

PARTNERS & CHAMPIONS

InfluencersService Delivery
Partners

Professional
Immigrant
Networks

Government/
Policy Makers

THE
IMPERATIVE

WHO
ENABLES

OUR
WORK

OUR
ULTIMATE

IMPACT

WHAT
HAPPENS

AS A
RESULTjob-ready skilled immigrants 

meaningfully employed
workplaces are more
immigrant inclusive

WHAT
WE DO

COLLABORATION

INNOVATION

INFORMATION
& INSIGHTS

BY 2020…

A MORE PROSPEROUS GTA

5000 160

When immigrants prosper we all do

Theory of Change
Our Theory of Change is our strategic framework and a visual roadmap 
for realizing the changes we seek.  This framework is at the heart of our 
strategic plan. By articulating our planned activities and the resulting 
impact, we can be more intentional, accountable and strategic in our 
work.
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Strategic Priorities

This section outlines the work we will prioritize to position 
TRIEC for even greater impact over the next three years.

Please see the Appendix for how we plan to measure each 
priority.

Introduction

Priority 1: Grow the Impact of Mentoring

The Mentoring Partnership, TRIEC’s 
flagship program, has the potential to reach 
thousands more immigrants and mentors. 

Research carried out by BCG in 2014 
suggests that 20,000 potential mentees 
are in the Greater Toronto Region and up 
to 30,000 potential mentees are across 
Canada. 

It also shows we could increase the 
number of matches between immigrant 
professionals and mentors in their 
professional field, with annual increases 
leading to 6,000 per year in the GTA and a 
further 2,000 across Canada. 

With an implementation plan in place, we 
now need to continue to grow the impact of 
mentoring through years three to five of our 
partnership with LEAP: the Centre for Social 
Impact.

Why is this a priority? Future vision
Many more immigrant professionals benefit 
from The Mentoring Partnership, in the GTA 
and across Canada.

Partners have the skills and capacity to 
implement the program successfully.

Employment outcomes (meaningful 
employment in their field or a related field 
within one year of the program closing) of 
75% will be maintained.

More mentors develop their inclusive 
leadership skills, helping their workplaces 
to become more inclusive of  immigrant 
professionals.
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Implement our strategy and achieve 
scale for The Mentoring Partnership. Help 
substantially more immigrant professionals 
find suitable employment.

Goals
1. Incrementally increase the number of 

mentoring matches to 4,000 in the GTA 
by March 2020.

2. Develop and implement a plan to support 
national mentoring sharing TRIEC’s 
resources and methodology.

Objective

Activities

1. Enhance the overall program

• Test and implement a new curriculum 
model, workflows, and learning based 
on our new IT system.

• Seek out efficiencies in all areas of the 
program to maximize economies of 
scale.

2. Increase mentors, mentees, and  national 
mentoring matches

• Grow mentors: Continue to implement 
the new strategy to increase the 
number of new, and retain existing, 
mentors and employer partners; build 
communications and resources to 
support this. Implement the learning 
strategy to support mentor excellence 
and retention.

• Grow mentees: Continue to increase 
the number of new Service Delivery 
Partners (SDPs), referral partners 
and communications engagement 
to support TRIEC and its partners to 

recruit new mentees; increase the 
number of mentees from current SDPs 
and referral partners. Implement 
learning strategy to support mentees.

• Grow National: Based on funding, 
develop a model for national support in

• co-operation with national partners; 
develop IT system requirements; 
develop shared learning and resources; 
develop model for management and 
support of national program.

3. Enable

• Enhance Marketing: Continue to evolve 
brand, materials, online presence 
and tools to support The Mentoring 
Partnership growth project.

• Update Technology: Test and 
implement new system to support the 
growth project.

• Evolve the organization (see Priority 4): 
provide human resources support to 
the The Mentoring Partnership growth 
project.

• Seek funding (see Priority 5): provide 
funding capacity to support The 
Mentoring Partnership growth project.
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Priority 2: Broaden and Deepen Immigrant 
Inclusion in Workplaces

Why is this a priority?

Employer engagement is integral to TRIEC’s 
mission. 

Employers make the employment policies 
and the hiring decisions.  Influencing their 
behaviour is essential to creating inclusive 
workplaces that will result in meaningful 
employment for immigrants, throughout 
their careers.

There are opportunities to build immigrant 
inclusive workplaces in new sectors and 
better assist employers on their inclusion 
journey by providing more robust data 
about their progress.

Additionally, with the funding for the TRIEC 
Campus platform running out in March 
2018, we need to explore other sources of 
revenue for this key employer engagement 
tool.

Future vision

Objective
Develop TRIEC’s tools and capacity to 
support employers to significantly increase 
the level of immigrant inclusion amongst 
employees and organizations in the GTA.

Goals
1. Broaden and deepen employer 

engagement in our  programs and 
services

2. Engage with new sectors to broaden our 
employer engagement

3. Track employer movement towards being 
immigrant inclusive

4. Develop sustainable business model for 
Learning Initiatives and TRIEC Campus.

A significant number of organizations 
(medium and large) within the GTA are 
immigrant inclusive.

Activities
1. Increase and deepen employer 

engagement:

• Leverage social capital of TRIEC 
champions, Board and partner 
networks to reach and engage new 
employer partners across TRIEC 
initiatives.

• Using an evidence-based approach 
to identify high potential sectors and 
develop new partnerships to broaden 
the diversity of sectors engaged with 
TRIEC.

• Grow the number of employers 
engaged across existing TRIEC 
programs.
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• Build a case for including immigrants 
in an overall Diversity and Inclusion 
program, placing importance on an 
increase in immigrants in their business 
strategy.

• Deepen relationships with existing 
employer partners by engaging them in 
additional service offerings and areas.

• Refine offerings to support employers 
to progress the careers of their 
immigrant employees, building on 
the learning from the RBCI Career 
Advancement Program.

2. Implement a systematic way of 
measuring employers’ progress towards 
being immigrant inclusive:

• Research existing models/frameworks 
and surveys that measure inclusivity to 
determine the best fit for TRIEC.

• Adopt/adapt and implement a tool and 
a process to measure and showcase 
institutional change (quantitative 
& qualitative) in medium to large 
organizations in the GTA

3. Develop a sustainable business model for 
Learning Services:

• Finalize a suite of services and pricing.

• Package and market two focused 
learning offerings for employers 
with the highest impact and revenue 
potential.

• Introduce marketing strategy that 
communicates the impact of Learning 
Services on inclusion.

• Explore and build partnerships with 
regulatory bodies for HR, learning 
and development professionals, and 
educational institutions.

• Develop measures and an evaluation 
plan to show the impact of Learning 
Services, thereby demonstrating the 
value and return on investment

4. Pursue other funding options for employer 
engagement and learning, including 
governments and foundations.
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Priority 3: Maximize the role of Partners and 
Champions in TRIEC’s work

Collaboration is a hallmark of TRIEC’s 
approach. Convening is central to what we 
do, but we could achieve greater impact 
if we better engaged and leveraged the 
connections, influence and expertise of key 
partners and champions. We need to more 
clearly consider the role of Council and 
preserve and deepen our relationship with 
the PINs network. We also need to create 
new opportunities to engage stakeholders 
outside of our programs.  TRIEC will focus 
on our work with:

• Partners:  those who support the 
development and implementation of 
programs and solutions; and 

• Champions: those who are leaders in 
advocating for change.

Why is this a priority?

Future vision
• TRIEC’s profile and influence is 

expanded.

• We have more influence at senior 
level in business and government, and 
increased revenue from government 
funders.

• We have a greater, more meaningful 
social impact through our partnerships 
and relationships.

Identify, make explicit and plan for the 
increased role of our four main groups of 
partners and champions to achieve our 
intended impact.

Goals
1. Influencers: Transform Council into a 

network of champions who can use their 
influence to raise TRIEC’s profile, promote 
the value that immigrant professionals 
bring to the region, and make connections 
for TRIEC with government.

2. Government: Gain more influence in 
government to secure more funding for 
TRIEC and its partners, and have a voice 
in policy.

3. Service Delivery Partners (SDPs): Build 
stronger, more collaborative relationships 
with SDPs – get better at telling the story 
of their contribution to the collective 
impact.

4. Professional Immigrant Networks (PINs): 
Develop a centralized and formalized 
leadership role for PINs leaders and 
members as the voice of global talent in 
TRIEC’s work, as a means to create new 
partners and champions, and to help 
build inclusive workplaces .

5. New Partners and champions: Engage 
new partners and champions to support 
our work and increase the impact of 
programs.

Objective



13

Activities:
1. Identity the network:

• Identify partners and champions and 
define their role in the “Eco-system”

• Develop an engagement and 
recognition plan:

• Develop a strategy that sets out how 
we will:

 ɿ Celebrate and promote TRIEC’s work 
with partners

 ɿ Develop new partnerships

 ɿ Engage effectively with our partners 
and champions

• Create a plan including consultations 
to re-imagine Council to support the 
strategy

•  Include public relations and face-to-
face components.

2. Include partners and champions strategy 
in staff and board orientation

• Keep TRIEC staff and board informed 
about key developments with partner 
organizations and champions.

• Embed collaboration as a core 
competency
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Priority 4: Build TRIEC’s Capacity to Meet Our 
Strategic Priorities

Why is this a priority?
TRIEC needs to build its internal capacity 
and resources if it is going to be successful 
in achieving its strategic priorities, especially 
within three key areas:

• Grow and diversify revenue: This will 
be a key contributor to TRIEC meeting 
its goals. This will require seeking 
out new funders (new government 
departments, foundations, fee-for-
service customers) to meet our targets.

• Develop a human resources plan/
structure that ensures we have the 
right staff in the right roles with the 
expertise needed to execute the plan.

• Develop and implement a TRIEC-wide 
impact evaluation plan that will show 
the benefit of investing in TRIEC and 
will provide direction to future planning.

TRIEC has the capacity and resources to 
meet its goals and fulfill the strategic plan.

Future vision

Develop new revenue sources, human 
resources and a deepened measurement 
and evaluation plan to ensure our goals are 
met.

Goals
1. Revenue:

• Generate the funds to meet the needs 
to grow TMP substantially, for both 
TRIEC and our partners in the GTA and 

Objective

1. Revenue:

• Continue to develop and implement a 
government relations strategy to seek 
out new funds from new government 
departments to support The Mentoring 
Partnership.

• Research and apply for new 
funding streams at foundations and 
corporations to support both The 
Mentoring Partnership and employer 
engagement.

• Confirm the government’s direction 
relating to social enterprise; explore 
and determine strategy for fee-for-
service/earned revenue plans.

• Continue to explore and support 
revenue generating opportunities 
through TRIEC’s Learning Initiatives.

Activities

nationally

• Generate the funds to maintain a 
robust set of supports and resources 
to grow our impact on employer 
inclusivity. $300,000 - $500.000 over 
three years.

2. Human Resources: Create a plan to 
ensure we have sufficient people, with 
the right skills and expertise, to achieve 
our ambitious goals.

3. TRIEC-wide impact measurement 
and evaluation plan: Demonstrate the 
impact of TRIEC as an organization. 
This framework/plan would support our 
ability to collect, monitor and measure the 
impacts set out in our Theory of Change 
and those included in this plan.
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2. Human Resources:

• Develop a three-year HR plan 
to execute the strategy and the 
operational goals of TRIEC; plan to 
include revised staff chart, revised job 
descriptions and estimated staffing 
needs for the next three years. 
Plan should also include employee 
development, succession planning and 
goals/activities around diversity and 
inclusion.

3. TRIEC-wide Impact Measurement and 
Evaluation:

• Develop a plan and tools for measuring 
and evaluating TRIEC, using Salesforce, 
for quantifiable and qualitative 
measurement.

• Develop/adapt a tool that measures 
the impact of TRIEC programs on 
employers to learn how we are making 
a difference.

• Develop a plan for communicating 
TRIEC’s impact to key audiences.
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Priority 5:  Curate information and insights to 
ground TRIEC’s work

TRIEC’s work will be strengthened by 
developing the capacity to gather, interpret 
and communicate external information on 
immigrant employment such as Statistics 
Canada information, research reports on 
labour market trends, government reports.

 We need to better understand how 
research can be useful, be aware when 
research becomes available, and know how 
to best share it with our networks.

Developing information and insights 
expertise will ground TRIEC’s work in 
evidence so that:

• Internally our work is more responsive 
to immigrant employment trends 
Externally we can provide thought 
leadership, practical tools and direct 
partners and champions to relevant 
information that can benefit them in 
their work. and opportunities and we 
are better equipped to secure resources 
to address needs and opportunities.

• Externally we can provide thought 
leadership, practical tools and direct 
partners and champions to relevant 
information that can benefit them in 
their work.

Future vision

Objective

Why is this a priority?
• TRIEC’s work is grounded in evidence 

so future work is more responsive to 
trends and we are better equipped to 
secure resources and take advantage 
of opportunities.

• TRIEC is positioned as a leader in the 
field that identifies and comments on/
interprets the most robust, relevant and 
high-quality research.

• TRIEC can better serve its partners 
and champions by directing them to 
relevant and useful information.

Develop and implement information and 
insights capacity at TRIEC.

Goals
1. Regularly integrate information and 

insights into our work, leading to even 
more relevant and tailored programs.

2. Have valuable information and insights to 
share with our partners and champions 
to support their work and to position 
TRIEC as a leader in the field.
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Activities
1. Develop capacity:

• Assign staff leadership; assign 
resources to support, seek new funding 
as necessary.

2. Develop a plan based on the needs 
identified by staff and stakeholders 
for collecting/curating information and 
insights including:

• Identify immediate and priority needs 
in program planning in co-operation 
with staff.

• Identify resources - internal data, 
reports, individuals and organizations 
who can supply information.

• Develop process for gathering 
information on an ongoing basis

• Seek partnerships to further enhance 
capacity.

• Develop an In-Demand Skills Map 
showing which jobs/skills are 
diminishing and which are growing – 
Share with employers and partners to 
support our work

3. Develop a communications plan:

• Disseminate information and insights; 
set goals and targets.
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Thank you!
TRIEC would like to thank our very committed staff and 
board members who worked on the development of the 
Theory of Change and the Strategic Plan.

The ten-month process included many hours of hard work 
and creative thinking. We would also like to thank the many 
immigrant professionals we work with whose expertise and 
lived experience informs our work. We would also like to 
thank our employer partners from whom we learn every day.

Funding for the development of our Theory of Change was 
provided by the McConnell Foundation’s Innoweave program, 
specifically the Impact and Strategic Clarity program.

We must give special thanks and a big round of applause to 
Robin Cory of Colbeck Strategic Advisors who was our coach 
throughout our strategy development process.

TRIEC is funded by the Government of Canada, the 
Government of Ontario, the Ontario Trillium Foundation, 
RBC Foundation, Scotiabank and Manulife, as well as many 
private and corporate donors.
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