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Introduction

Inclusive Leaders (IL) is a management consulting firm based in Toronto, Canada, which is the
traditional territory of many nations, including the Mississaugas of the Credit, the Anishnabeg,
the Chippewa, the Haudenosaunee and the Wendat peoples and is now home to many diverse
First Nations, Inuit and Métis peoples.

Inclusive Leaders brings a recognized expertise in Diversity, Equity, and Inclusion (DEI),
change management, and program evaluation. Over the past five years, the firm has
collaborated with a range of organizations—including labour unions, public agencies, non-profit
organizations, academic institutions, and school boards—to advance inclusive practices and
strengthen organizational capacity to respond to the diverse needs of the communities they
serve. In Fall 2024, Inclusive Leaders was engaged by the National LIP Secretariat (NLS) to
undertake an evaluation of its work in supporting the National LIP Network, which comprises
over 80 Local and Zonal Immigration Partnerships (LIPs and ZIPs) across Canada. The NLS
functions as the backbone support for this network, with a mandate to facilitate collaboration,
share information, offer professional development opportunities, and provide collective
representation at the national level. The purpose of this evaluation was twofold:

1.To assess the extent to which the NLS has fulfilled its original mandate, and
2.To examine the effectiveness of its current operations and practices

To evaluate how well the National LIP Secretariat (NLS) is supporting Local and Zonal
Immigration Partnerships across Canada, Inclusive Leaders conducted an objective-based
assessment focused on three areas: collaboration, knowledge-sharing, and national
representation. Using a mixed-methods approach, the evaluation included a national survey,
focus groups, key informant interviews, and regular consultations with the NLS Core Group,
consisting of the NLS Co-Chairs, NLS staff, and working group leads. These methods captured
a wide range of perspectives from across the country, ensuring a strong understanding of
stakeholder experiences and identifying opportunities to strengthen the NLS’s impact and
responsiveness. Inclusive Leaders’ approach is both data-driven and trauma-informed,
ensuring that assessments examine program design, implementation, and usability. The
findings offer practical insights to inform future planning and decision-making.

It's important to acknowledge that this evaluation took place during a period of significant
transition, as the NLS and the broader LIP network were navigating contract negotiations and
sector-wide funding reductions. The network also continues to face challenges related to high
staff turnover, which can lead to a loss of institutional memory. The following report presents
findings that reflect both current experiences and longstanding challenges across the network.
Some of the feedback may revisit ideas or approaches that have been explored in the past—an
indication of their ongoing relevance, as well as the importance of strengthening institutional
memory and knowledge-sharing across the network.



Discovery

Methodology

To understand the extent to which the National LIP Secretariat (NLS) is supporting Local
Immigration Partnerships (LIPs) and Zonal Immigration Partnerships (ZIPs) across Canada,
Inclusive Leaders (IL) conducted an evaluation using an objective-based framework. This
evaluation focused on assessing the Secretariat’s progress in meeting its mandate as
established at the 2021 National LIP Network Summit:

“To improve the efficacy of the LIPs through sustainable
networks, shared resources, capacity building, and the
amplification of the diverse LIP voices.”

And its success in meeting their 2022-2025 strategic directions of:

Organizational Development of National LIP Secretariat
Stakeholder Engagement and Communication

Augmenting LIP/ZIP Voices at the Regional and National Level
Building Local/Zonal Immigration Partnerships Capacity

To ensure a comprehensive and inclusive process, Inclusive Leaders used a mixed-methods
approach that combined both quantitative data (e.g., surveys) and qualitative insights (e.g.,
interviews and focus groups). The following methods were used to gather information from
across the network:

Data Collection Methods

1. Surveys

A structured survey was designed to assess LIP/ZIP engagement with the NLS and identify
opportunities to enhance its responsiveness.

* At the time of implementation, there were over 80 LIPs/ZIPs across Canada

e 55 LIP/ZIP representatives participated, yielding a 62% response rate

* Responses reflected national representation across Ontario, the Prairies and Northern
Territories, British Columbia and Yukon, and Atlantic Canada 3



2. Focus Groups

Two focus groups were conducted with a total of 20 LIP/ZIP staff members. These
sessions explored participant experiences, common challenges, and suggested
improvements related to NLS support.

3. Key Informant Interviews

Four in-depth interviews were carried out with past and present NLS leaders and a current
funder. These conversations offered strategic reflections on the Secretariat’s evolving role
and effectiveness.

4. Ongoing Consultations

Inclusive Leaders held weekly consultations with the NLS Core Group (consisting of NLS
Leads and staff) to help interpret findings and ensure alignment with the Secretariat’s work.

In addition to these weekly meetings, Inclusive Leaders conducted:

e 1 Staff session
e 2 Executive Committee meetings

To gain further insights on findings and recommendations.
5. Website ideation session

To better understand the challenges and opportunities with the NLS website and
communications, an ideation session was conducted with 16 participants.

6. Document Review
A comprehensive review of existing reports, surveys, and governing documents was

conducted to help validate findings, identify trends, and situate the results within the
broader sectoral context.



Survey Participation & Analysis

The primary goal of the survey was to evaluate how the NLS supports LIPs/ZIPs and to identify
areas for improvement. Below is a breakdown of the participation and key findings.

Survey Participation Breakdown (by Region)

Of the 55 LIP/ZIP representatives who participated, regional representation was as follows:

24 - Ontario

17 - Prairies & Northern Territories
9 - British Columbia & Yukon

5 - Atlantic Canada

A total of 55 individual LIPs participated
in the survey, meaning that we heard
from 62% of LIPs.

Respondent Profile

LIP/ZIP Tenure

Survey respondents represented LIPs/ZIPs
that had existed for varying lengths of time.
The majority had been established for over
10 years, while a smaller percentage was
relatively new. The duration of LIP existence
does not correlate to how long specific LIP
staff has been in their role. High staff
turnover occurs even in well-established
LIPs.

25

20

Which region is your LIP/ZIP located in?

24

Atlantic Ontario Praries & Northern Territories BC & Yukon

How long has your LIP/ZIP existed?

10+ Years 5-10 Years ® 3-5Years

@® 1-3Years @ Less than1lyear

1-3 Years
5]

3-5 Years
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10+ Years
25

5-10 Years
20



Regional Analysis: LIP Tenure & Staff Resource

Regional Analysis: LIP Tenure & Staff Resource

Atlantic (5)

BC &Yukon (9)

Ontario (24)

Prairies (17)

Establishment
Length

5-10 years (5)

5-10 years (5)
1-3 years (2)
10+ years (1)
Less Than 1 (1)

10+ years (21)
1-3 years (1)
3-5 years (1)
5-10 years (1)

5-10 years (9)
10+ years (3)
1-3 years (2)
2-5 years (2)
Less than 1 (1)

2 FTE (3) 2 FTE (4) 2 FTE (9) 1 FTE (10)
Number of Staff | 1 FTE (2) 1 FTE (3) 3 FTE (5) 2 FTE (4)
3FTE (1) 4 FTE (4) 3FTE (2)
<1FTE (1) 5 FTE (2) <1 FTE (1)
1 FTE (2)
6 FTE (1)
<1 FTE (1)
Staff Composition

Participants were asked about the number of staff dedicated to LIP/ZIP work within their
organizations. The majority reported having two staff members, with only one respondent
indicating a staff size of more than six.

Number of Staff

Number of Respondents

1 staff or fewer

13 respondents

2 staff 26 respondents
3 staff 10 respondents
4 staff 1 respondent

5 staff 1 respondent

6 staff 6 respondents
More than 6 1 respondent




Respondents’ Roles within LIP/ZIPs

Survey respondents held a range of leadership positions within their respective LIPs/ZIPs. The largest
group identified as coordinators (24 respondents), followed by managers (18 respondents).

Coordinators: 24  Managers: 18 Other: 6

Directors: 4 Specialists: 3

Staff Capacity : Weekly hours dedicated to LIP/ZIP work

Respondents were asked to estimate the total staff hours per week allocated to LIP/ZIP
activities within their organizations. The responses indicated a wide range of staffing capacities,
with 37% of respondents allocating 45-80 hours per week (equivalent to 2 full-time staff
members, or FTES).

Weekly Staff Hours Dedicated

Fewer than 35 hours per week

35-40 hours per week (equivalent to 1 FTE)
45-80 hours per week (equivalent to 2 FTEs)
85-120 hours per week (equivalent to 3 FTEs)
125-160 hours per week (equivalent to 4 FTEs)

165-200 hours per week (equivalent to 5 FTEs) .

205-240 hours per week (equivalent to 6 FTEs) . 1

More than 240 hours per week

o
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Insights from the Field: Understanding the
Role and Impact of the National LIP Secretariat

%
%

As part of its evaluation work, Inclusive Leaders set out to better
understand the evolving role of the National LIP Secretariat (NLS) and
how it is supporting Local and Regional Immigration Partnerships
(LIPs and ZIPs) across Canada. Through a combination of surveys,
focus groups, interviews, and collaborative ideation sessions,
stakeholders painted a picture of both the vital role the NLS is
currently playing and the opportunities that lie ahead to deepen its
impact.

3
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A Trusted Source for Connection and Knowledge

Across the board, survey respondents emphasized how essential the NLS has become in their
work. Two-thirds reported that their engagement with the NLS helped them access relevant
information, promising practices, and practical strategies. For many, the Secretariat serves as
a reliable anchor in a rapidly evolving field. Others valued the opportunities to connect with
fellow LIPs and ZIPs across the country, while some highlighted the guidance they received
around navigating relationships with IRCC and community foundations.

When asked what motivated their engagement with the NLS, participants most frequently
cited access to resources (19 respondents), followed by opportunities for networking (15
respondents), and involvement in advocacy efforts (8 respondents).

In summary, the survey data affirms that the NLS is a key player in fostering national
connections and knowledge-sharing. At the same time, the responses signal a desire for the
Secretariat to strengthen its role. Survey respondents expressed a need for more structured
opportunities for regional collaboration—particularly for small and rural LIPs—and
emphasized the challenges of high staff turnover, which can hinder momentum even in more
established LIPs. Many shared a desire for NLS to provide practical, peer-informed
onboarding tools and resources to help new LIP coordinators confidently navigate their roles.
Respondents also pointed to the value of more accessible professional development,
mentorship opportunities, and issue-specific toolkits to address shared challenges across the
network. Strengthening communication, providing more tailored support, and enhancing
connections between LIPs were consistently identified as areas where the NLS could further

its impact.
8



Listening More Deeply: What Focus Groups Revealed

To dig deeper into these themes, Inclusive Leaders convened a series of focus groups and
stakeholder interviews that explored both the strengths and current limitations of the NLS'’s
work.

LIP Coordinators Speak to Systemic Challenges

LIP Coordinators from across the country who participated in the evaluation, echoed common
structural and systemic challenges that limit their ability to fully engage with the NLS. It was
shared that many of the challenges stemmed from staffing resource limitations of the LIPs,
as many LIPs have coordinators working alone, making it difficult to keep up with resources
or participate in broader initiatives. High staff turnover across the sector was cited as another
major barrier, with critical institutional knowledge often lost during transitions. Respondents
also noted challenges in:

* Persistent Funding Inequities- Respondents from smaller or rural LIPs frequently noted
that limited capacity and resources made it difficult for them to engage in some of the
broader work being led by other LIPs—particularly around research, anti-racism, and
systems change. As a result, they rely more heavily on the NLS to provide visibility, tailored
support, and opportunities to participate in conversations and initiatives they may not
have the capacity to lead on their own.

e Gaps in Onboarding and Training, There is a clear and repeated call for role-specific
onboarding, peer support, and consistent access to learning—especially for new
coordinators or single-staffed LIPs—indicating a systemic gap in training infrastructure
and support pathways; and

e A Lack of Clarity Around the NLS's Full Scope and Purpose- These statements suggest
uncertainty or inconsistencies in how NLS communicates its role, its scope, and what
LIPs can expect from the Secretariat—pointing to a need for greater transparency and
clarity in its offerings and purpose.

The following practical solutions emerged in the survey responses and during conversations
in focus groups and interviews:

Easier access to resources through regular, digestible webinars and strategic templates and
a more intuitive and searchable website with onboarding support and centralized tools:
Respondents expressed a clear need for a more intuitive and searchable NLS website that
makes it easier to locate relevant tools and information. While the site contains a wealth of
resources, many noted that its current structure can be overwhelming, particularly for those
who are new to their roles or to the sector. Suggestions included the creation of a centralized,

9



topic-based resource hub, practical onboarding tools for coordinators joining existing LIPs, and
plain-language materials—such as an acronym glossary—to make content more accessible.
Respondents also called for more on-demand training resources, allowing for flexible
engagement. These insights point to an opportunity for the NLS to enhance the usability and
impact of its digital platforms.

Stronger regional supports, including localized meetups and mentorship: Respondents
consistently emphasized the value of stronger regional supports to better reflect the diversity of
local contexts across the LIP network. Many called for localized meetups, peer networks, and
mentorship opportunities that would allow LIPs—particularly those in rural or smaller centres—to
learn from one another and feel more connected to the broader ecosystem. The data indicates
that creating regular opportunities for connection can help bridge gaps in capacity and support
more equitable access to knowledge sharing. Key suggestions included NLS developing a
mentorship program to support newer coordinators and promote practical peer learning from
those familiar with the work. Respondents also recommended that NLS facilitate opportunities
for LIPs interested in forming regional networks to learn from those with established ones.

Greater transparency in advocacy efforts, such as updates on national priorities and tools for
collective action: Respondents identify NLS to have the ability to advocate more effectively than
individual LIPs on systems and structural change efforts because of its collective power. They
emphasized the need for increased transparency in the results of NLS's advocacy efforts—
particularly in how national priorities are determined and how LIP voices are represented. When
asked about the NLS's role in advocacy beyond highlighting the needs of LIPs at national tables,
63% of respondents supported the NLS taking on a national advocacy role, provided it reflects
the collective interests of the network (25% were not in favour, and 10% left the question blank).
Some respondents cautioned against advocacy being undertaken independently of the network,
underscoring the importance of shared decision-making and ongoing communication. Others
highlighted the challenges of responding to large-scale systemic issues—such as changes to
immigration policy or rising anti-immigrant sentiment—without national coordination,
particularly for smaller LIPs with limited capacity. This feedback points to a clear opportunity for
the NLS to provide regular updates on advocacy related to LIP sustainability and community
priorities, create mechanisms for collective input, and offer practical tools—such as template
letters, research summaries, and messaging guides—that support coordinated, locally adaptable
community advocacy efforts across the network.

10



Research and Anti-Racism Working Groups:
Critical but Capacity-Strained

Those participating in the Research and Anti-Racism Working Groups spoke proudly about
their accomplishments—offering specialized tools, discussion spaces, and equity-focused
learning opportunities. For LIPs without local research or anti-racism expertise, these groups
have become a vital resource. Still, engagement is limited by the same challenges echoed
elsewhere: staff capacity, competing priorities, and limited funding. In some cases, LIPs
expressed a need for more tailored support and guidance to fully engage with the materials or
adapt them to their own contexts and level of experience with anti-racism work and research
methods.

Looking ahead, stakeholders—including working group members, LIP managers, and
coordinators who participated in focus groups—identified several key opportunities to
strengthen the role of these groups. Respondents emphasized the importance of aligning
working group offerings more directly with LIP priorities, expanding mentorship, and adopting
a more strategic advisory function across the network.

Respondents recommended aligning Working Group activities more closely with the NLS
strategy, expanding mentorship opportunities, and adopting a more strategic advisory role
across the network. The Anti-Racism Working Group, for example, identified opportunities to
share best practices for understanding and responding to local contexts, particularly in
relation to waves of immigration, policy changes, and the social challenges experienced by
newcomers. The Research Working Group emphasized the value of supporting LIPs in
conducting community-based research, moving beyond collaboration facilitation and the
provision of general frameworks or policy guidance. Both Working Groups stressed the
importance of strengthening how impact is measured across the LIP network to ensure efforts
are meaningful, data-informed, and responsive to community needs.

Imagining Better Tools and Communication

In a dedicated ideation session with 16 LIP Coordinators, participants turned their attention to
one of the Secretariat’s most visible tools: its website. While many appreciated the platform'’s
mobile-friendly design and the essential resources it houses, most agreed the user experience
could be improved.

Coordinators imagined a more dynamic and responsive site—one with streamlined navigation,
customizable filtering options, and a clearer display of new updates. Participants also
expressed a strong interest in integrating tools like a shared calendar, LIP Ideas Bank (on

Basecamp) links, and access to the Community Data Program portal. It should be noted that
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some of the features recommended (such as the shared calendar) are already part of the
website, pointing to a need for NLS to continuously promote the website and its features
among members, especially given the high turnover of LIP staff.

Importantly, feedback about communications went beyond digital design. High staff turnover
was repeatedly flagged as a barrier, making it even more critical that new LIP staff can easily
access the foundational knowledge they need. Participants called for communication tools
that support rapid onboarding and customizable templates for strategic planning, evaluation,
and localized adaptation.

Where This Leads —-%

What emerged across all data sources is a shared understanding: the NLS is doing essential
work to hold this national network together. It connects people, curates and shares knowledge,
and helps elevate the voice of LIPs across the country. And yet, it's also clear that to meet the
moment—and the future—the Secretariat must continue to evolve.

Participants are calling for a stronger, more responsive NLS—one that deepens regional
support, builds infrastructure for peer learning and mentorship, and can adapt to rapid change.
Particularly in the face of staff turnover, they see the potential for a network that not only
shares best practices, but co-creates them, shaped by the realities on the ground and fueled by
all LIPs having equitable access to tools, time, and resources despite their difference in
funding, staff composition, region, and local needs and priorities.

Recommendations for Strengthening the National LIP Secretariat (NLS)

The recommendations that follow are rooted in what we heard from LIP and ZIP stakeholders
across the country—coordinators, working groups, and staff who generously shared their time,
reflections, and hopes for the future of the National LIP Secretariat.

They reflect both appreciation for what the NLS is already doing well—especially in fostering
national connections, sharing knowledge, and amplifying voices—and a clear desire for deeper,
more localized, and more accessible support.

Across conversations, participants spoke openly about the structural and systemic barriers
they face, including limited capacity, staff turnover, funding disparities, and the challenges of
navigating and applying national tools in local contexts. These recommendations are designed
with those realities in mind.
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They aim to strengthen the NLS's ability to meet the evolving needs of the sector through
enhanced introductory onboarding tools, user-friendly communication tools, increased regional
responsiveness, and long-term advocacy and sustainability planning. Ultimately, they seek to
position the Secretariat as a strong and responsive backbone organization—one that not only
connects and convenes but also co-creates with and learns from the communities it supports.

The sections below outline key opportunities for impact across four priority areas:

1.LIP/ZIP Support and Onboarding
2.Communication and Engagement
3.Alignment with LIP Needs and Operations
4. Advocacy and Long-Term Sustainability

Recommendations o
- t-Qn

1. LIP/ZIP Support and Onboarding

1.1 Implement a National Mentorship Program & @ <

A national mentorship program emerged as a widely supported solution across the network,
raised consistently in conversations with participants. While peer mentorship is not a new idea
within NLS and past attempts have faced challenges with sustainability and uptake, there
remains strong interest in revisiting the model. We recognize concerns about the feasibility of
such an initiative, particularly given the limited time and capacity of potential mentors. However,
the consistent call for more structured peer connection suggests an opportunity to reimagine
mentorship in a way that is lightweight, responsive, and aligned with current LIP realities.

Suggested Activities:

* Review documentation from previous mentorship programs to identify barriers, successes,
and lessons learned

e Host a consultation with LIP coordinators to co-design a refreshed model focused on low-
lift, high-value connections (e.g. buddy systems, group coffee chats, office hours)

e Map and improve the NLS'’s internal process for learning about and connecting with new
LIPs and new staff

 Integrate mentorship into the onboarding and welcome process to ensure early and
consistent engagement
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1.2 Develop Standardized Onboarding Materials

The first few weeks in a new LIP role are often marked by uncertainty—what the NLS offers,
how to access it, and where to begin. While some onboarding materials already exist, they are
not always easy to find, consistently updated, or tailored to the day-to-day realities of new staff.

There’s a clear opportunity to strengthen onboarding process by creating a standardized,
centralized set of materials that introduce the National LIP Network and the NLS, outline key
tools and engagement opportunities, and support a smoother transition for new coordinators
and team members.

Suggested Activities:

* Review existing onboarding materials to ensure accuracy, clarity, and alignment with
current NLS offerings

* Organize onboarding materials into a single, easy-to-access location—ensuring consistent
tagging, intuitive navigation, and mobile-friendly access

e Establish a process to proactively reach out to new staff with onboarding materials shortly
after their start date

e Host a dedicated session for new coordinators at the Annual Summit, focused on orienting
them to the NLS and the broader network

1.3 Improve Access to Customizable Resources

Coordinators consistently shared that while the NLS offers many valuable tools, it's not always
easy to find or adapt them for local use. There's a desire for practical, ready-to-use templates,
samples, and guides that can support everything from strategic planning to partnership
development.

The NLS can play a key role in curating and maintaining a living collection of customizable
resources—paired with light, accessible training that shows coordinators how to apply them to
their unique local contexts.

Suggested Activities:

e Audit the current resource collection to identify materials that could form a “strategic
planning toolkit” or other thematic groupings
* Review existing communications plans to identify better ways to meet the engagement
challenges expressed by LIP coordinators.
 Deliver short information sessions (5-minute videos/presentations, or lunch and learns) on
how to apply research and tools to local planning, reporting, and program development
14



®
2. Communication and Engagement 72N

®CHL®

2.1 Enhancing Communication and Digital Engagement for Greater Impact \® /

Communication from the NLS is valued, but there is room to better align its format and
delivery within the day-to-day realities of LIP coordinators—many of whom are busy, part-time,
or working alone. Coordinators expressed a need for simpler, clearer updates and more
integrated tools that reduce the need to search across multiple channels. Even small
improvements in how information is shared can make communication feel more accessible
and efficient. The NLS website, a key touchpoint between coordinators and the Secretariat,
was frequently described as difficult to navigate and hard to keep up with. Enhancing the
site’s design, structure, and content delivery would go a long way in supporting coordinators
to spend less time looking for information and more time applying it.

Suggested Activities:

* Redesign the homepage to feature a dedicated ‘welcome to NLS page’, recent NLS
updates, announcements, and quick links to key resources including guidance on
navigating the website

e On the LIP/ZIP section, feature sector updates, and information relevant to LIP/ZIP areas
of interest

e More prominently feature the websites existing interactive calendar

 Introduce a clear, intuitive sitemap to make navigation more user-friendly

e Address mobile issues, such as visual obstructions caused by tools like font resizing

e Optimize load speeds, particularly for slower or older device

 Clarify what content should be public vs. behind a login or firewall

» Develop a one-page onboarding guide that outlines the site’s key features and contact info
for support

e Simplify and restructure the NLS newsletter with skimmable sections, visual anchors, and
a clickable index

e Feature the LIPs Ideas Bank on Basecamp more prominently on the landing page of the
NLS website to streamline access to shared spaces and conversations

» Create and feature digestible, short webinars

2.2 Improve Resource Organization
Even with a strong library of resources, many coordinators shared that they struggle to find
what they need. Materials are sometimes buried, inconsistently tagged, or spread across

different sections of the site. As a result, helpful tools often go unused.

A more intentional approach to organizing and categorizing content will boost both access
and value. 15



Suggested Activities:

e Implement consistent tagging by topic, LIP function, and intended audience

* Merge or clarify the differences between the “Resources” and “Library” sections

e Introduce a “virtual librarian” role or function to maintain the collection and ensure quality
control

» Create a dedicated, easy-to-navigate area for executive committee and working group
minutes

3. Aligning NLS with LIP Needs and Operations
3.1 Conduct Regular Feedback Sessions

To remain relevant and responsive, the NLS needs consistent input from LIPs across the
country—not just during formal evaluations, but on an ongoing basis. Coordinators want to be
heard and want to understand how their feedback is used.

By embedding feedback loops into its regular operations, the NLS can better align its offerings
with emerging trends, local challenges, and sector-wide shifts.

Suggested Activities:

e Adopt more intentional and low-burden approaches to information gathering. Short,
focused sessions (e.g., 25-30 minutes) may be more effective and equitable than
traditional surveys, allowing for real-time input and discussion without placing additional
administrative demands on already stretched teams.

e Strategically participate in regional meetings or working groups to stay connected with on-
the-ground experiences

* Provide the resources and opportunities for knowledge mobilization to support LIPs in
establishing self-directed regional round table in regions where this does not currently
exist.
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4. Strengthening National Advocacy and Long-Term Sustainability

4.1 Enhance NLS Advocacy Strategies

LIPs want to see their local realities reflected in national conversations—and they want to know
how the NLS is advocating on their behalf. Increasing transparency and co-developing
advocacy strategies will help build trust and alignment across the network.

Clearer processes for sharing updates and gathering real-time feedback will strengthen the
NLS's position as a national voice for the sector.

Suggested Activities:

e Further enhance feedback loops between LIPS, NLS and national tables to ensure local
realities help to inform sector priorities

e Build or strengthen partnerships with provincial and national organizations to amplify
advocacy (survey respondents suggested: Conference Board of Canada, Canadian
Chambers of Commerce, AAISA, SAISA)

e Continue to create mechanisms for LIPs to flag emerging issues and provide feedback
between formal engagements

A more transparent, collaborative advocacy strategy will ensure LIPs see themselves reflected
in sector-wide change efforts.

4.2 Explore Supplementary Funding Opportunities

Diversifying NLS supplementary funding sources and articulating the critical role of the LIPs in
national immigration infrastructure are essential next steps for being able to adapt to the
unexpected changes within the immigration sector and political landscape.

Suggested Activities:
e Develop a plan for identifying supplementary funding sources for NLS that explores
partnerships with philanthropic, academic, and private-sector funders.

e Advocate for the formal recognition of LIPs as integral to immigration planning and
implementation

17



Summary of Findings with Recommendations

The table below demonstrates the alignment of the recommendations to the 4 core areas of
the NLS mandate. Please note, while all recommendations fit into one of the four categories,

some of them, such as the advocacy and funding strategies, are somewhat cross-cutting and
could technically be placed in more than one category depending on the specific focus of

implementation.

connections.

« Need for more
structured regional
support, including
meetups, connection
to peer networks,
and mentorship.

» Desire for NLS to
enhance advocacy
by increasing
transparency on
national priorities
and providing tools
for collective action.

Mandate Feedback Recommendations
What we heard

Sustainable « NLS is a vital anchor 1.1 Implement a National

Networks for LIPs, enabling Mentorship Program

2.1 Enhancing Communication
and Digital Engagement for
Greater Impact3.1 Conduct
Regular Feedback Sessions
4.1 Enhance NLS Advocacy
Strategies
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Mandate Feedback Recommendations
What we heard
Shared « NLS is crucial for 1.2 Develop Standardized
Resources sharing knowledge, Onboarding Materials
best practices, and 1.3 Improve Access to
strategies. Customizable Resources
« Need for more intuitive 2.1 Improve Resource
tools, like a better Organization
website and user- 4.2 Explore Supplementary
friendly resource hub. Funding Opportunities
« Anti-Racism and
Research Working
Groups need to be
more strategic and
outcomes-driven.
Capacity The need for: 1.1 Implement a National
Building « Improved onboarding Mentorship Program

tools and peer support.

» Short, practical training
on engaging with LIP
data and research.

» Tools and templates to
address shared
challenges and build
skills.

o NLS should support
challenges of low staff
capacity and high
turnover

1.2 Develop Standardized
Onboarding Materials

2.1 Enhancing Communication
and Digital Engagement for
Greater Impact

3.1 Conduct Regular Feedback
Sessions

Amplification
of Diverse
LIP Voices

The Need for:

« Ensuring national
advocacy priorities
reflect the collective
interests of the LIP
network.

3.1 Conduct Regular Feedback
Sessions

4.1 Enhance NLS Advocacy
Strategies
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Closing Reflections

The National LIP Secretariat (NLS) plays an indispensable role in fostering collaboration,
amplifying knowledge-sharing, and elevating the collective voice of LIPs and ZIPs across
Canada. This evaluation reaffirms that the Secretariat is not just a connector but a catalyst,
strengthening the infrastructure of the settlement sector through strategic leadership,
coordination, and advocacy.

At a time when immigration policy and community integration efforts are more critical than
ever, the work of the NLS remains highly relevant. Its ability to convene diverse
stakeholders, facilitate cross-sector learning, and advocate for systemic improvements has
positioned it as an essential backbone organization within the national settlement
landscape. Yet, this evaluation also highlights a moment of opportunity: to evolve in ways
that make the NLS even more accessible, responsive, and impactful.

We acknowledge that, given the current climate, funding and resource limitations may affect
NLS's ability to implement all of the recommendations. Looking ahead, the NLS is well-
positioned to enhance its support for LIPs and ZIPs by strengthening regional networks,
improving onboarding and knowledge-sharing systems, and embedding co-creation as a
core principle of its work. A sustained investment in capacity-building, resource
accessibility, and long-term advocacy will ensure that LIPs and ZIPs can navigate sector-
wide challenges with confidence and clarity.

The path forward is not just about sustaining the Secretariat’'s work but also deepening its
impact. By fostering collaboration, driving strategic innovation, and advocating for a more
equitable and resilient sector, the NLS can further cement its role as a transformative force
in Canada’s immigration ecosystem.

With bold leadership, continued investment, and a commitment to shared growth, the NLS
can chart a future where every LIP and ZIP—regardless of size, location, or capacity—has the
tools, networks, and support needed to thrive. This is not just an aspiration; it is an
achievable reality—one that will require collective effort, strategic foresight, and an
unwavering commitment to the communities these partnerships serve.
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