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The purpose of this report is to examine solutions, implications, and
innovations in responding to a hybrid service delivery model in digital transformation
in the immigrant service sector. In unpacking interviews and focus group data, our
intention is not to define one single best practice or model that would well serve all
programs in the immigrant service sector. Instead, we aim to demonstrate a changing
digital technology landscape within and outside the immigrant service sector. More
importantly, we focus on exploring innovative solutions for a hybrid service delivery
model and provide a textual-based communication and knowledge-sharing platform
for the immigrant service sector to find those heard voices. We hope this analysis will
facilitate related immigrant service programs to identify innovation, solutions, options,
and implications for their specific program serving needs.

Seven themes emerged from our data, including implications for a hybrid
service delivery model, baseline and infrastructure in digital transformation,
measuring digital literacy and creating digital benchmarks, digital skill training and
digital professional roles, hybrid service delivery outcomes measurement and
evaluation, and funding and endeavour, and best practices and models from other
sectors. All these themes are interrelated and interwoven as they serve to draw a
holistic and comprehensive picture of hybrid service delivery in the context of digital
transformation within and outside of the sector.

Implications for a Hybrid Service Delivery Model

In this section, we start by delineating the definition of a hybrid service model.
Then we look at how this definition can be comprehensively interrelated to
overarching management, including the notion of leadership and organization
culture. This macro-level of analysis facilitates us to understand a broader picture of
what hybrid service models can define as well as what organizational approaches
can be driven to strengthen service delivery through a hybrid model.

Defining hybrid service model

A hybrid service delivery model is defined by our participants from the
immigrant service sector as well as those who serve immigrants but not necessarily
are in the immigrant service sector . Based on our data, hybrid service models can
be the driving force to digital transformation. This model refers to three pillars: option,
possibility, and integration. Respectively, options underline various service delivery
methods such as fully digital, online service and in-person service, and face-to-face
service delivery. Since March 2020, service providing organizations (SPOs) have
been progressively adapting to the changing service delivery environment as well as
adopting suitable ways to meet clients’ needs. In this context, possibilities highlight
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exploring these suitable ways to further create localized best practices to enhance
program effectiveness. The notion of integration combines the components of
options and possibilities, and it promotes consolidation between individual,
institutional, and social levels to collaboratively endeavour hybrid service delivery
sustainability. For example, one participant who was an online learning project
manager in a District School Board in Eastern Canada emphasized the
comprehensiveness of hybrid service delivery. He said,

Before COVID-19, blended or hybrid meant partly face to face and
partly online, very clear cut, everyone was happy. And everyone
was thought of as innovative if they did that. Now, to me, it’s
morphed into synchronous versus asynchronous, because
synchronous could be online or face to face. It’s the dichotomy
between the face to face and online is thrown out the window. You
could still have a face to face, or maybe you are doing face to face
as much as you can. Otherwise, it’s not going to happen…. So the
big difference between hybrid and blended service is that
technology, a kind of a linear hardcopy based solution is no longer
linear. It is exponentially changing. And by the time you think of
something, it’s gone out the door. (S, school district, interview)

In the immigrant sector, settlement workers in the Local Immigrant Partnership
program accentuated how they adopted a blended model to their daily organizational
operation. It needs to be noted that a blended model is part of the hybrid model,
decorating the complexity of the notion of hybrid, which encompasses options and
possibilities. He said,

We’re most likely going to be keeping at least half of our meetings
remote. The reason why we are pursuing a blended model, rather
than a fully remote model, is because of the networking piece. And
because we find that relationship building doesn’t happen in the
same way online. And some of the meetings are just not as
effective…. So, for us, a blended model recognizes that some
meetings will be partially in person so we can have one meeting a
year in person where we meet people and welcome them, and they
get to know each other. And then the rest of them can be online. Or
that some kinds of meetings will be online, and some kinds of
meetings will be in person. (J, LIP, focus group)

In addition to the above analysis, employment settlement frontline workers
also addressed a similar understanding that echoes the importance of different
options for service delivery and the exploration of diverse possibilities.

I just want to highlight that the hybrid could be two different ways.
Like it doesn’t have to be both at the same time, in class, and in
person. It could be like, for example, for our workshops, what we
have been doing is that we have in class, a number of people just to
maintain social distancing, and we’ll have another group joining in
line. (U, employment, focus group)
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In the same vein, settlement workers who work in school and the library
underscored different options and possibilities that assisted their program to be more
accessible for clients.

And I’m glad that people use the word hybrid, not just totally online,
because we have some programs planned to move forward in the
new normal, which are for the vulnerable populations. So, they have
a lot of challenges, of course. So, then technology, it’s not just
technology or lack of devices, but even their own language. Can
you imagine how to explain technology to them? So with those
clients, we still see one on one with safety distance, of course. And
when we reach out to them, we go to their houses, but outside in
the driveway, and then pass on what are the things we need to pass
on. And we help them that way. So yeah, and I’m glad this hybrid
knowledge is not totally online, because they are clients who need
face to face services. (S, school and library, focus group)

When we define a hybrid service delivery model, it is important to reflect what
the concept of hybrid looks like in the immigrant service sector. To some programs,
hybrid means no geographic restriction for service delivery. This phenomenon was
referred to by our participants as “service without borders” (W, school and library,
focus group), which carves out opportunities to reach rural areas and communities
across Canada.

Before the pandemic, we can’t serve clients outside of our service
area. But now with online, we have people from different cities like
Brooks and Chilliwack, they asked about our services. Our
settlement workers speak their own languages, which some
agencies don’t have. So a lot of times it’s very natural for clients,
immigrant clients to reach out to us and say, Oh, can you help me?
And we used to say, No, we can’t get to that area because it was in
person. But now because services are online, we can provide the
services for them. (K, school and library, focus group)

In addition, as services were promoted online through widely used social
media platforms such as Facebook, Twitter, and Instagram, it provided opportunities
to reach out to individuals who were outside of Canada, which enriched the image of
inclusion and multiculturalism in Canada.

Because we promote our service on Facebook and Twitter, we
receive requests not just from Canada, not even just from our
province. In the beginning, when we started advertising, for some
sessions, we actually had people who wanted to sign in from the
Philippines and Sri Lanka, because it’s out there and they are
interested in knowing more about Canada. (W, school and library,
focus group)

In order to further analyze the conditions to cultivate an organic hybrid service
delivery model, overarching management can be deemed as one of the most crucial
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nourishments. It is therefore our purpose to delve into the discussion on leadership in
digital transformation.

Leadership in digital transformation

The role of leadership is essential in every sector. In the immigrant service
sector, leadership contains ways to explore settlement workers’ aptitudes, capacity,
and potential for digital transformation adaptation. In a conversation with a manager
in a digital technology non-profit organization that helped adult literacy education
professionals, he pointed out that the vision of leadership involves staff management
to deal with tensions in organizational function. He said,

...And we sort of lumped that with a sort of leadership and vision of
governance. There’s sort of two things in there. So, what’s the
vision of the leadership and that’s often key to the organization, you
often get coordinators that are pushing the frontline staff to adopt
technology, or you’ve got teachers who are pushing the leadership
to try to advance technology. And sometimes there’s a lot of tension
between those two. And it becomes a sort of management, staff
management relationship thing. It isn’t anything to do with
technology. (A, adult literacy organization, interview)

Apart from the perception of staff management, one program development
manager in an SPO in Western Canada mentioned the importance of unleashing
staff’s talent, and it offered her a different picture of human resources utilization and
development. She indicated,

I would say in immigrant serving agencies, is well beyond that of
any other nonprofit space. I think they struggle to attract people with
that level of education, and often experience it because they don’t
pay well. But we have a pool of talent that can’t get into the market.
And so now all of a sudden, we have these tremendous talents to
work on different roles. Like, I’m so blown away by the talent in the
organization. It’s unreal. (J, program development, SPO, interview)

With the intention of staff management and talent re-utilization, senior-level
support can be vital. A manager from an employment organization that serves
youths, newcomers, and Indigenous people in Eastern Canada addressed that
high-level staff management can effectively produce crucial successes and
outcomes. He stated,

You need to have both high like senior level support, so any type of
change management project in an organization is always going to
take senior officials to say this is important to us. And so that has
been definitely a crucial success factor you have to buy in basically,
in organizational buy in. But oddly, like, sometimes just the structure
and culture of these organizations plays a huge role as well. So, a
good example of this is the employment counselor and the job
developer the same person? Or do they split those roles? And
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because we’re doing both an intervention for clients, but then
ultimately trying to get an employer in the system as well, is that if
they’re separate people that has produced other challenges, right?
Not only am I duplicating the amount of training that’s possibly
needed, but when I will say just very specifically about job
developers, they have been reticent to use a system like this….
There’s some opportunities for us to pull some resources together
to be able to build baseline knowledge that the staff has. (I,
employment organization, interview)

Organizational culture in hybrid service delivery environment

As indicated by the above informant, leadership interrelates to organizational
culture and structure. One participant in a school district in Eastern Canada
highlighted the significance of having a cyclical organizational culture that sustains
budget to ensure digital infrastructure is updated and upgraded as well as cyclical
training for the staff. This training does not merely entail attending conferences. It
emphasizes the need to provide short training that applies to their online service
delivery environment and contextualizes their service delivery practices. Several
service providers can attend the training to convey training content and knowledge to
a larger group reciprocally. For example, in this participant’s organization, they
started providing training for five of their language teaching instructors. After that,
these instructors established a cyclical learning process to share their learning
strategies in the subsequent small group training. Another narrative that highlights a
similar signification was implied by a digital communication assistant who worked in a
newcomer health program. She said,

I think we’re very much in the stage of trying to experiment with a
whole bunch of strategies. So right now, when I first joined this
program, we’ve been doing something like quick training workshops
with staff where staff could tune in for an hour, and then I would
introduce a new kind of tool. I know we did a bunch on Instagram.
We did one on social media policies. And I think the biggest issue is
that not every staff member has the capacity, or they feel
comfortable stepping up and taking on these new roles or learning
these new technologies. What I was trying to achieve with these
workshops was to introduce these kinds of new platform
technologies that show the possibilities that settlement workers
could achieve with them. And then after that, the settlement workers
who were interested and who did believe that they had the capacity,
followed up with me individually, and then I would work with them
and build their individual capacities from there. So that’s one tactic
that we’ve been trying to do. And that, like our organization
understands that everyone has a lot on their plate. And not
everyone will necessarily be ready to like, make an Instagram
account or like make posts regularly. So, we’re trying to introduce it
and then pinpoint the kind of the staff members who are comfortable
and then build their capacities. (B, newcomer health, SPO, focus
group)
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Aside from a cyclical organizational culture captured by participants in the
immigrant service sector, informants in a school district underlined the prominence of
recognizing the dynamics of hybrid service delivery in potentially understanding the
organizational culture. She said,

The language has to be current and relevant, prior to shifting our
language for that currency and relevance. Your face-to-face time
and or online learning should have synchronous time. That’s what
you need to do. How to put people on Zoom if you have 15 people
on Zoom? You can make sure everyone’s nodding for
comprehension in a class you can. It’s not a physical model. It’s a
transformational move. And what are the nuances? What are the
dynamics around it? What is it not replicable? How do you
determine that? If I look at 20 people, and they are nodding as I am
teaching, I know that comprehension is happening, and the learning
is happening. Or maybe I can assume it is. How am I going to do
that, especially if some learners are not showing their faces to me
because they are uncomfortable? So, lots and lots of dynamics in
this organizational culture. (C, education district, interview)

As the above narrative attempts to untangle the ambiguity of dynamics and
nuances in the organizational culture in their daily service delivery, a shareable
organizational culture was indicated by some participants. For example, one
respondent serving clients who took LINC classes pointed out that the government
had initiated digital innovation funding for more than a decade. However, those
funded programs were not shareable so that teachers had to log in to one platform
and another. These different service delivery platforms seemed unnecessary since
they provided identical functions for both teachers and learners.

You are trying to have open-source concepts and digital content for
online language teaching, but the funders are funding pockets of
innovation, which is perfect, because it’s localized, it’s
contextualized but then they’re not sharing. If you give me $10,000,
in developing, 20 hours of content, I’m not obligated to share with
BC. Why is that? The contents are developed in pockets, which are
perfect because they’re localized, but they’re not shareable…. If the
system is shareable, I don’t need to go as a user, I do need to log in
to login to one system and to another for a day. I want to be in one
place. And all these buttons are available to me. It’s one funder at
the end of the day. We are all taxpayers. (S, school district,
interview)

Due to an unshakeable culture from different funded programs across various
provinces in Canada, many LINC programs still used outdated curriculum and
content through different teaching and learning platforms. As a result, it triggered
challenges for both instructors and learners to transfer from one platform to another.
One participant described this phenomenon as “let the field dry.” (S, school district,
interview)
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This section discusses the definition of a hybrid service delivery model,
leadership in digital transformation, and organizational culture in digital
transformation. The above analysis helps us contextualize our in-depth inquiry
regarding the key factors that could build a holistic and innovative hybrid service
delivery model. Therefore, we will explore the baseline and infrastructure in digital
transformation in the immigrant service sector.

Baseline and Infrastructure in Digital Transformation

This section addresses the baseline and infrastructure of a hybrid service
delivery model in the immigrant service sector. This section’s discussion includes
change management in information and data administration, baselining
cybersecurity, digital standardization in organizational operation, and solution-based
practices for digital exclusion in light of our data. In the interest of apprehending the
landscape of baseline and infrastructure in a hybrid service delivery model, we will
examine requisite components within the sector and other fields such as community
centre.

Change management in information and data administration

In a community centre, one participant stressed that change management in
information and data administration was an innovative system for data operation and
a new approach for daily work-related activities. This creative data system was
referred to as “a standard operating procedure” that functioned as a synchronic
platform for staff’s participation. However, establishing this synergic space requested
a considerable amount of resources and human investment. This organization
combined all programs and services into one business unit to elevate data
manageability and outcome analysis. This participant said,

Whenever we are introducing a new system, we are not just
introducing a system, we are introducing the way of work. And then
we put those ideas in a written process format, we call it a standard
operating procedure or processes. So if I’m not here today, if my job
is to do intake, if I’m not here, somebody else comes in, looks at the
documents and they can easily. They need to be from the point of
education and so on, but they can follow the procedures and do the
same thing. What it does is it creates a standard of work, regardless
of who is doing the work. It would be easy for us to measure, easy for
us to monitor, easy for us to create analytics at the end of the day,
and easy for us to sort of create outcomes out of it. The downside to
it requires a lot of resources….Change management requires
shuffling staff and moving staff from here to there restructuring and all
those stuff. And their instruction also could include actually moving a
business unit from here to another business unit. So one of the things
we have done the past two, three years where we combined
settlement, business unit, immigration settlement business unit, with
employment together. So now the employment is with settlement.
And we do have small programs like language and so on, they all
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combined in one business unit, they sort of create synergy. The
whole concept of how to have a proper settlement for newcomers.
(M, community centre, interview)

In the immigrant sector, one respondent who served as a digital specialist in an
employment program accented that their program had integrated the Salesforce
system to manage client virtual participation. She said,

We recently integrated Zoom with our client management database
that we use on the Salesforce system. So this has some benefits
from an administrative perspective and cuts down sort of manual
tracking of attendance and whatnot. And it’s immediately added to
client records. So you can see any workshops that a client attended,
which are all great things, but in order for that integration to work
properly, meetings have to be set up in a certain way. And there are
specific fields that are very important in order for that to work
effectively. So we are training staff on how to do that. And even
though you’ve done the training, and maybe you’ve produced a guide
to manage the data. (A, technology, focus group)

Similarly, a settlement frontline workers in a resettlement assistance program
expressed that they had endorsed a database system before the pandemic, which
helped them seamlessly serve program needs in transitioning to hybrid service
delivery. She said,

We use the Google ecosystem. It’s essentially a database [for us].
But basically, it’s a whole system of interconnected Google sheets
that has been developed to simulate a typical database that you
would use. So all the data points that we enter, either gathered
through surveys and forums and things like that will populate into
different spreadsheets that we can repurpose, and move around to
make use of the data. So things that we did before the pandemic,
for example, was our system was already linked to our intake forms.
And so those would pre-populate so that the caseworker and
whoever else was involved in the intake situation could have that
available to them online, and they would be able to fill that out just
the missing pieces that were needed. (C, resettlement program,
SPO, focus group)

To reinforce the analysis of baseline and infrastructure in database usage, a
digital coordinator in one another employment program constituted a job matching
system that allowed them to virtually match clients’ professional and educational
backgrounds with potential employers in digital job fairs. She stated,

We had to create something called a job matching system. So no
government had anything like that where we looked at the clients and
those that are job ready. We use the NOC (National Occupational
Classification) codes to match them with the employers job openings,
and See codes and we match them that way. That helps getting
people’s job faster. But it also helps with job fairs. We have a lot of
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mini job fairs across the different regions. And we only invite the
people that we think are relevant to the employers that we’re bringing
in. And that works really well. And technology allows us to do that,
right? Before it was tedious to try to do that matching. Now a bit
labour intensive to get all the knock codes.  But once that is done, the
rest is a lot easier. (D, employment, SPO, focus group)

To many settlement workers who were in leadership roles, they considered
change management in data administration was a process that progressively
permeated through an organizational operation. For example,  a vice president of one
SPO in Eastern Canada stressed that the comprehensiveness of digital data
transition required to examine staff working preferences. She stated,

Looking at change management, just with a database, where we’re
switching from having paper files and notes and things like that, and
then transitioning to something that’s digital. That’s really important.
And that was really important during this pandemic, because one of
the first things that we needed was to make sure we have access to
client files, and that we’re able to pace manage, and track the
activities that we’re doing, and to be able to do that online without
the paper files, and to be doing it remotely as well. But it was a long
process. Some staff that prefer writing, taking their notes and typing
them in later and so on. And I think again, the pandemic really
pushed us forward to say that’s kind of like, there’s none of that you
don’t have your files, you got to do everything online. (M, leaders,
SPO, focus group)

In addition to database administration, informants underlined that the referral
system needed to be internally linked. Clients did not have to refill applications that
contained repetitive contents when receiving services within a province.

And so what is the basic, we talked about referral systems and all
this and all that. But what is the basic information that could be
attached to a client’s file when it comes to settlement and
integration services that they don’t have to exhaust newcomers
every single time they go to one agency to the other to be able to,
and some regions do it better. I know that Saskatoon, for example,
all the agencies are interlinked really well, they do this much better
in terms of flowing. But when it comes to Ontario, every single time
you appear at a settlement agency or even any kind of settlement
service. It’s like you’re starting from scratch and like you never
existed from the first place. It’s that part that you also need to
enhance, so that you make the newcomer feeling a little bit more
supportive. (D, employment council, focus group)

Analogously, several settlement frontline workers illustrated that intake
questions needed to be further refined. These questions should avoid collecting
unuseful information from clients to accelerate the intake process. Each intake
question through the virtual intake system should have its own purpose based on
program serving objectives.
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I think for the hybrid service model, in our intake process, we need
to change the way we are doing our intake to make sure that we are
capturing this information about the clients, their digital literacy or
their interest in attending either online or in person, because this will
help us organize our thoughts and organize our programs.
Otherwise, it’s going to be like, are you interested and then they
may not be interested or they may not be available. So checking on
their family status, we do that, all of us but make it more consistent.
The baseline data. We never captured, like are you interested in
doing the work online or in person, we have to start capturing this
information. (K, technology, focus group)

Baselining cybersecurity in digital service delivery spaces

Cybersecurity is one of the essential infrastructures in practicing the hybrid
service model. Our qualitative data discloses that cybersecurity implications
undermine the complications between clients’ digital devices accessibility,
institutional interplay, and their digital consumption habit. One informant in the LIP
program stressed this tension. She state,

There’s a conflict between the security requirements of the service
providers and the platforms that they want to use, and what
newcomers are able to upload on their devices. So if they have
older devices, some of the apps just don’t work. We’ve even been
finding that with the schools, the schools are lending out devices to
families, but they’re locked so that the child can only access school
using those devices. So what that means is the parent can’t then
use that device. The security specifications are so tight that they are
undermining a whole lot of other other things. (A, LIP, SPO, focus
group)

Our preliminary survey analysis found that many settlement frontline workers
have taken initiatives to educate their clients regarding digital privacy and virtual
confidentiality. Our interviews and focus groups data indicate that many SPOs have
implemented different ways to practice cybersecurity. Cybersecurity is viewed as a
fundamental infrastructure in hybrid service delivery. Settlement programs in different
fields, such as language programs, resettlement programs, employment counseling,
and health assistance services, have gradually designed systemic cybersecurity
guidelines for service delivery. Some programs also created intentional protection to
ensure clients’ privacy was secure. For example, one settlement frontline worker in a
language service program shared her program-based cybersecurity practice:

So we started with digital security training focusing on professional
usernames, secure passwords, protecting our online identity. We
are working on navigating the web now. This will be our sort of the
next step to build  the real fundamentals of digital privacy (R,
language program, SPO, interview)
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Our data indicates that cybersecurity has been widely discussed in other
sectors. For example, one participant from an adult literacy organization suggested
that different service sectors should learn from the health sector and create an
organizational regulatory framework to protect client privacy and security in the digital
database. He said,

So we’re trying to find out as much as we can about that to see
where it fits in. In the health sector and healthcare, they have very
high standards around regulatory frameworks around privacy,
security and confidentiality. The pattern for compliance, which we
don’t have in our sector, but we are suggesting we should aspire to
why not hit the highest standards, because we do deal with people’s
personal information. (A, adult literacy organization, interview)

The inquiry of baselining cybersecurity can be complicated. One solution
emphasized was to utilize the digital technologies that clients were comfortable
using. However, this triggered security concerns since not all digital platforms had
integrated digital privacy guidelines and policies. In this way, settlement frontline
workers have to shift clients to the secured platforms and educate them on the
reasons for making this change. To further pinpoint solutions on this topic, there are
two schools of thought. Some employment and language program participants
expressed that it could be frontline workers’ ability to identify the ethics and risks
since they worked directly and closely with clients in this hybrid service delivery
transition. Others argued that it was the programs/organizations’ responsibility to
provide guidelines and directions so that no one would be left behind. It needs to be
noted that many SPOs are still seeking guidance on cybersecurity. Cyber protection
interactions with clients are practical applications that are above the iceberg as a
tremendous number of digital ethics considerations exist underneath. It is a
collaborative endevour that requires all pieces in the sector to ensure the degree of
virtual privacy and confidentiality are securely maintained. It also involves a process
of reciprocal reflection that constantly revisits related practices to ensure digital
safeguarding is a sustainable act.

Digital standardization in the mode of hybrid service delivery

Our analysis on digital standardization begins with standardizing digital
platforms in digital curriculum and platform. One language instructor in the LINC
program stated that standardized online class delivery could bridge flexibility and
creativity in digital curriculum development. He sated,

There are some things that we could all benefit from standardization
and some that should be kind of left alone. And if I would suggest,
for example, digital curriculum is a big effort for even large
organizations….I know that some funders are moving from one
platform initiative to another. Why not decide, for example, Zoom is
the platform to deliver classes? I know many institutions have
invested resources in defining whether Zoom is safe enough,
whether  privacy can be guaranteed or not…. Choosing one
platform can leave freedom for that content development, because

11



curriculum can be developed in so many creative ways on one
platform. (G, technology, SPO, focus group)

Aside from digital standardization in online teaching and learning, participants
in employment and settlement programs also depicted the need to have
standardized policies to comprehensively add richness to hybrid service delivery. For
example, one respondent who worked as a newcomer engagement coordinator
expressed that “clear policies can support us to serve clients at different levels and
guide our daily work routine at different levels” (R, newcomer engagement, SPO,
focus group). To unpack the meaning of clear policies, several participants who
worked as digital specialists in employment programs in the immigrant service sector
highlighted how governments had started providing advice related to legal issues,
such as privacy and security and encryption.

Standardization can not only come from the governments but possibly be
established by the SPOs themselves. Our data demonstrates that SPOs have made
standardized digital technologies and platforms at the beginning of the pandemic. In
the past year, many SPOs have holistically adopted program-based flexibility,
accessibility, and reliability in selecting the most feasible digital technology to interact
with clients and the staff themselves. These three elements were determined by
organizational-based research with methods of feedback forms, client surveys, and
focus groups. These organizational operations have elevated the understanding of
how to better solve digital inequality between clients and staff, analyze clients’ digital
literacy comprehension, and refine daily practices to serve clients in need. The
following story from the Local Immigrant Partnership (LIP) program exemplifies the
importance of organizational surveys in assisting programs to hear voices from
vulnerable clients.

What we did was we asked our members to push out those surveys
to their clients. So effectively, those surveys that we sent out and
the questions we designed were all based on what thoughts were
important to us and our clients. It was the agency that created the
questions and our partner agencies would push it out. We compiled
the results and found many useful results in digital usage and
solutions. (W, LIP, SPO, focus group)

While the LIP utilized organizational research as a baseline to refine service
improvement, the language service program used the research findings to create a
hybrid service manual to standardize the policies in health, safety, and service
delivery.

Through what we researched, we came up with a whole pandemic
manual, and some of the pieces that we came up with were around
health, safety, and service delivery and what the provincial
guidelines are when you’re working from home. So that may be
something that many immigrant serving agencies need to pick up.
(W, school and library, focus group)
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Solution-based practices for digital exclusion

In our preliminary report, many participants reported digital inequality in our
online survey as one of the primary challenges in hybrid service delivery. Our
interviews and focus groups data find that SPOs have incrementally better
understood the multi-dimensions of digital inequality in the immigrant service sector.
One digital coordinator who worked in an SPO in one of the prairies provinces
provided us a multifaceted analysis on digital inequality. This inquiry needs to
consider different social and situational contexts intersected in clients’ social class
and status.

It’s still very important digital transformation needs to be considered
in a broader social context, high cost and poor quality of internet
services and an impediment. And particularly affecting lower income
groups. And success in digital transformation can hardly be viewed
independently from the issues with underlying infrastructure (Y,
technology, SPO, focus group)

It needs to be noted that addressing digital inequality can be a long-term
challenge. Differentiated from our preliminary report, participants in interviews and
focus groups have highlighted approaches to solve related issues. One employment
counselor in SPO in Western Canada underlined difficulties of meeting clients’
expectations through online service delivery. Given this context, frontline workers
need to be aware of the complex vulnerability in clients’ lived experiences when
considering digital accessibility. He said,

The expectation from the client to be engaged and to have access
to technology sometimes is too high, we need to be very cautious
about it and very mindful of their access to technology, network, and
connectivity issues that happens very frequently in some areas, and
also them having their own kids studying from home or somebody
else trying to work from home all these challenges come with the
technology. (A, employment, SPO, focus group)

In another story that addressed refugee children’s marginalization, one
respondent underscored how hybrid service delivery development could essentially
solve clients’ vulnerable identities in different contexts. She stated,

When it comes to connecting vulnerable populations with refugee
children, I don’t see technology, I think it’s important for us to have a
hybrid model. Because when I do home visits, I’ll be able to look
around in the environment and spot issues that I need to adjust. So,
with technology, I think it might be a little bit more challenging in that
sense. (W, school and library, focus group)

With the purpose of solving digital inequality, participants shared with us their
solution-based practices to support different vulnerable social groups. For example,
one informant indicated that his SPO had offered various services to fit in clients’
situations. He stated,
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So we’re finding that there is less of a need in regards to computers,
but still a need for digital literacy. So not saying that they’re able to
use the computer, but they have one. So those are the differences.
So, there is still an understanding of whether they need assistance
when they’re at home, do they have someone that’s home that can
give them more assistance, or if there’s nobody at home, and then
we have a sense of whether that person would need more help,
what they helped us with his enlisting our settlement counselors to
kind of assist more with translation. So, if there was a need, and it
was an area that somebody couldn’t understand or grasp, we would
bring in a settlement counselor to help us with translation that spoke
their language. And then we could work through the difficulties and
problem solve with them. So we’ve had to kind of leverage each
other’s services in order to really meet the needs of the client. (P,
technology, SPO, focus group)

To further tackle digital inequality issues among different vulnerable
populations, many settlement workers implied that collaboration played a key role in
softening the “curves and bumps.” For example, our participants indicated challenges
they faced when working with school-age children. These settlement frontline
workers implemented multifaceted solution-based practices to tackle these
challenges. This intervention includes collaborating with local communities and
school districts, creating online the consent form for parents to receive permission to
communicate with their children, and connecting young participants on their
preferable platforms for service promotion and delivery.

So, when the containment just started, we decided to conduct online
friendship clubs for kids and do some activities for us. And the
challenge that we had was not every family had computer devices.
For example, when parents worked from home, they used the
computer, so kids weren’t able to attend any of these events
because parents have been using that. So, we worked together with
community partners, and delivered additional computers to the
families. And also, the school district that we work in partnership,
they provide the devices for high school students, but not all
elementary school students have these devices. So, it was great to
have this collaboration with other partners in the community…. Also,
we noticed that not every young person has a phone number, but
they all on Instagram. So, before we had the WhatsApp chat, but
because they use their phone numbers from different countries, so it
was not easy to communicate with them. Then we transferred them
to Instagram. We’re just doing more like promotional things via
Instagram, where we provide some additional information about
upcoming workshops, upcoming info sessions or different activities.
(W, school and library, focus group)

Since SPOs have gradually adapted to a hybrid service delivery mode, many
immigrant service programs either employed digital specialists or shifted staff gear to
carve the niche in the context of digital transformation. One respondent who worked
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as a digital communication assistant in a newcomer health program explained her
role in assisting frontline workers in exploring digital inequality. She noted,

It would be great for me to individually give lesson plans on
technology on how to use Zoom, how to troubleshoot zoom, I’m only
one staff member. And there’s also the issue that I only speak
English, and a lot of the clients that we serve their first languages
are not English. So right now, I’m trying to work on working with
different settlement workers one on one to kind of figure out what
issues that they’re having trouble with their clients the most in
relation to technology. And then I think another strategy that we’re
trying to do is, we understand that certain clients don’t have access
to the internet. There’s that barrier of like, how can we get them to
learn about technology when they don’t have technology itself. A lot
of our clients do have phones. What I’m trying to build is I’m trying
to build a worksheet that's very visual based, and then I would be
able to get on the phone or the settlement worker would be able to
get on the phone. And they would go through this worksheet one by
step to kind of circumvent that issue if they can’t log on to zoom if
they don’t have the internet bandwidth to do so. (B, newcomer
health, SPO, focus group)

In order to meet the needs of serving clients in different languages, one SPO
in Eastern Canada recruited volunteers as interpreters and engaged with clients in
the online learning spaces. The following participant’s narrative underlined how
virtual volunteers could positively break geographic restrictions and support to
leverage community language skills to expand online social connections. She said,

We work with about 350 volunteers a year, and over half of them
have newcomer lived experience. So they’re bringing so many
languages into the volunteer experience. And then about 75% of
them are volunteers who are under the age of 35 and this means
they’re also very comfortable with technology. We’re not just
matching newcomers with volunteers who live in their
neighborhood, rather, we can match them with an Arabic speaking
volunteer in Mississauga and another one in Scarborough. For
example, a newcomer who’s arriving with no English or French,
what we’re doing is we’re matching them. Let’s say, an Arabic
speaking and illiterate woman, we would match her with four Arabic
speaking volunteers. This match is really occurring over the phone,
we can even use WhatsApp. But it’s a very low fi approach to
making sure that this woman has social connections and social
support. And their (volunteers) role is specifically to provide
interpretation as needed, over WhatsApp, or on a video platform or
over the phone. A really positive sign is when everyone just starts
communicating in English. So there’s a lot of chance for informal
language practice. (R, refugee program, SPO, focus group)
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This participant further illustrated that virtual volunteering requested proper
management to appropriately monitor the continuing virtual interactions between
volunteers and refugee clients.

But we the staff really have to keep our eyes on that match, and
make sure that it’s proceeding as per the training that the volunteers
have received. And then I’m receiving kind of weekly updates in the
WhatsApp chat about what’s happening at the match, which is how I
kind of keep track of how this social support is unfolding. And we’re
giving the volunteers a lot of support, and particularly in the case of
refugee claimants where they’re getting very little support from a
caseworker. Sometimes, none at all, We are kind of playing this
role, where we are constantly kind of monitoring the matches and
feeding resources to the volunteers, that they in turn distribute to the
newcomers. (R, refugee program, SPO, focus group)

While the digital divide can be a complex social concept that triggers
challenges for the immigrant sector in hybrid service delivery, it also created divergent
dimensional opportunities for SPOs to reflect, revisit, and refine their daily virtual
interactions with vulnerable populations. To provide more targeted services to
marginalized social groups, many programs in the immigrant sector have enforced
intervention to more precisely capture service delivery needs. Therefore, our next
section will dig into assessing digital literacy from both clients and settlement workers
in digital transformation.

Measuring Digital Literacy and Creating Digital Benchmarks

To promote a hybrid service delivery model, equal emphasis needs to be
positioned on digital skills and development to strengthen digital infrastructure in
digital transformation. In a broader context defined by Krish, Liu, Nozibele, Jay, Li,
and Chen (2018), digital literacy is a set of basic skills required for working with
digital media, information processing and retrieval. Digital literacy also enables one’s
participation in social networks to create and share knowledge and support a wide
range of professional computing skills. Moreover, digital literacy provides an
individual with the capability to achieve other valued outputs in life, especially in the
modern digital economy. In our research, digital literacy for clients is characterized by
two predominant pillars: (1) limited access to digital devices and platforms, (2) never
encountered with digital devices, and (3)low digital literacy in English or in their own
languages. Obviously, digital literacy’s role performs diversely between the scholarly
studies and the immigrant service sector’s reality. However, one similarity we could
draw in both contexts is the necessity of assessing digital literacy skills.

Assessing clients’ digital literacy skills

Measuring clients’ digital literacy skills can be challenging since this
measurement is different from the language proficiency assessment. Though
difficulties occurred, many SPOs have implemented research methods to measure
clients’ literacy skills. For example, in the newcomer health service field, one

16



participant explained that the health service program had reached out to different
settlement workers from various settlement agencies and shared experiences
working with clients in informal discussion groups. This informant stated,

To assess digital levels, I had briefly reached out to different
settlement workers from different agencies, as well as talking to our
settlement workers. And I had one extra partner in this process. So
that partner because he was a settlement worker himself, he was
going directly to clients, and then doing kind of, I would say, an
informal focus group. It was with, like a very small number of
people…. Basically, we were trying to figure out exactly the levels
that they were at, I found that within different agencies, depending
on who their focus was, I found some settlement workers’ clientele
to be like they had a lot more access and a lot more digital literacy
than our own clients. Like our clients had no digital access. Some of
them had never seen a computer before. So with that, we had to
kind of devise our different strategies. I know for age groups, our
youth program, population, they were well versed in technology. So
they didn’t face the same kind of struggles as some of our
settlement workers and some of our senior senior workers. (R,
newcomers health, SPO, focus group)

Unlike the health service field, the following example from the settlement
program indicated that the baseline of digital literacy assessment focuses on how
digital literacy skills are interrelated with digital accessibility.

We went along and talked to our clients, and these are pieces that
actually came to some of our forums, and in terms of evaluating it.
And in terms of getting feedback from clients, some of our forums
included a section that said, where would you like us to meet you?
What’s the best place? What’s the best platform to meet you at?
And that is how we then came across and said, why does this group
need this, and this group needs that? And then we trained our staff
to be able to run those platforms for those groups. (F,  schools and
libraries, focus group)

Here is another example that explains a similar message:

So the things that they have done to us kind of come along with
their needs of technology and access. So they have moved with the
same as we have moved they’ve moved to. So we’re finding that
there’s less of a need in regards to computers, but still a need for
digital literacy. So not saying that they’re able to use the computer,
but they have one. So those are the differences. So there’s still an
understanding of whether they need assistance when they’re at
home, do they have someone that’s home that can give them more
assistance, or if there’s nobody at home, and then we have a sense
of whether that person would need more help, what what they
helped us with his enlisting our settlement counselors to kind of
assist more with translation. So if there was a need, and it was an
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area that somebody couldn’t understand or grasp, we would bring in
a settlement counselor to help us with translation that spoke their
language. And then we could work through the difficulties and
problem solve with them. So we’ve had to kind of leverage each
other’s services in order to to really meet the needs of the client. (A,
technology, SPO, focus group)

In the language service programs, instructors indicated that limitations
appeared when teachers tried to create those benchmarks. Though the quantified
statistics could be supportive of representing the level of students’ digital literacy,
instructors should contemplate how to apply those quantifiable human skills into their
curriculum and pedagogy. One respondent in an adult literacy organization
highlighted the notion of building relationships when considering creating a digital
literacy assessment. He noted,

The kind of testing, idea, sort of questioning, but what are you
gonna do with the test results? How is it really going to inform your
teaching? And how is it really going to help you cement that
relationship and trust that you need to have with the learners who
come back next week and the week after and persist for something
that isn’t very easy to do. And [we should] try to get them to focus
on the right bit of the equation. They need to know how to use the
keyboard or they need to know how to use the mouse don’t really
establish that relationship. (A, adult literacy organization, interview)

Based on the above idea of relationship building, many respondents illustrated
that designing clients’ digital literacy assessment should avoid making assumptions
since immigrants can come from different social backgrounds and diverse digital
knowledge comprehension stages. One informant shared his experiences of working
with refugees who were not literate in their own language, which this participant had
never considered in his previous work practices. He underlined the importance of
doing self-guided research was crucial before creating the composite measurement
approach. He explained,

One state I recently read, which really just helped make things click
is, if we look at the refugees recently targeted by the Government of
Canada for settlement, us close to 20% don’t have functional
literacy in their first language. That’s interesting, right? Now, if you
think about, like, our response to COVID. And we just translate
something into another language. Like how, how foolhardy is that,
right? A fifth of your audience doesn’t read the language? Why did
you bother translating it? Some of the things we need to be thinking
about is, if we’re gonna push the message to people, well, maybe
we should be using WhatsApp voice messages, because that’s
what’s going to be effective. It doesn’t presuppose literacy. And that
literacy bias is so huge. We have that in so many different areas,
and we don’t even realize that we just default to assuming people
read something. And it’s like, oh, if I translate it into this language,
that’s it. My job is done. Realizing that’s probably just as opaque to
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the person as the English document you had. Right. And so you just
spent a lot of your time and effort doing something that’s utterly
fruitless. (O, refugees serving organization, SPO, interview)

Measuring settlement workers’ digital literacy level

Assessing digital literacy does not stop at the clientele level; it is equally
important to measure settlement workers’ digital literacy levels to cope with their
clients’ issues. In light of our data, settlement workers’ digital literacy extensively
refers to creating online social engagement and spaces with clients who have
intersectional and vulnerable identities as well as the level of knowledge construction
when interacting with digital devices and platforms. However, participants’ stories
reflect difficulties in measuring this type of skill set. One example shared with us is
how settlement workers can assess the level of experiential learning virtually for their
clients. This concept is particularly crucial to those settlement workers in the
employment serving programs. One participant stated,

There is an assessing piece in the middle that we usually implement
through our programs that is missing. That’s the experiential
learning component, which is very different from the classic LINC
language classes or the settlement services. The whole concept of
the experiential learning that we used to have in our accident clients
is to access meaning, volunteering, networking events, site visits
with employers, all these components that we use to provide our
clients are now missing. They don’t have that, and I’m not sure yet
how we’re going to provide the same experience. Sorry, using
technology and how staff can have the skill set to measure it. And
that’s a big piece of the employment, pre-employment learning. (Q,
employment program, SPO, focus group)

In a language service program, virtual methodology and pedagogy were
viewed as the crucial components when evaluating settlement workers’ digital skills.
For example:

The most difficult part we are right now at the stage of pulling into
the digital pedagogy, the methodology of online teaching how to
engage make the learners an engaged learner, again, we move the
learners from teaching them how to hold the mouse and click into
how do you actually participate. And this is a big challenge.(F,
language service, SPO, focus group)

For those settlement workers in the LINC program, they considered training
as the baseline to measure their digital literacy skills. One LINC program digital
coordinator expressed:

So any perspective you have on the investments that are required in
order to the way I put it is like everyone needs a floor of digital
literacy and competency in order to do this work. So how do we get
everybody to that level? And that includes frontline as well as
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leadership, right? And I actually created a leadership course, within
it to teach, which I’ve been delivering for five years now. It is about
what do you kind of walk people through to help them understand
what their role is and where this is beneficial to them for the
newcomers and for the staff? But what am I missing here, is to
evaluate the role of evaluation. I think this is essential
communication. (R, LINC, SPO, interview)

Though SPOs had started providing digital literacy training to their staff,
challenges remained in measuring workers’ digital literacy levels after training had
been delivered. One respondent said,

We have provided digital literacy training to our staff, as well as
clients, for those individuals that were really struggling. So we put
them through training almost three times over. But like you say on
Unfortunately, some individuals just have a level that they get stuck
at the plateau. But they’re doing the basics. So I can’t complain in
the sense that the delivery has been impacted. It’s just maybe not
as advanced as technologically inclusive of some of the other levels
we have, but it’s there. And it’s been used by the clients and the
instructor themselves. So bear is unfortunately, but we have, I would
say in the majority have come a long way. Huge from where we
started. (L, technology, SPO, focus group)

Despite the fact that training interacts with the outcomes of settlement workers’
digital literacy skills, an ongoing evaluation poses a long-term joint effort to develop
potentials for workers and to constitute the ability to cognitively apply their skills to
evaluate, synthesize, and produce new information. One respondent implied that
evaluation of workers’ digital skills is an ongoing and collaborative act, he said,

It certainly for most of the people here know, having the ability to
work with Microsoft Office skills. There are some minimum
standards that if you don’t have them, you don’t get past the first
hiring process. And we’re always evaluating. So for each position,
what is the technology baseline for this position, and some, of
course, require much more in terms of their abilities to be able to
work in Adobe and to be able to do whatever it may be. So that’s my
caution and encouragement that those baselines are important, but
there needs to be a mechanism that organizations revisit and
re-evaluate all the time. And it shouldn’t be just the government
leading it, or the sector doing it. But it’s got to be a national working
group, like the Technology Task Group to come up with some solid
suggestions for actions (G, health service organization, focus group)

In order to systematically measure digital literacy skills for both clients and
settlement workers, participants emphasized the idea of digital recredentialing.
However, this suggestion needs to be cautious regarding how to plant those
feasibility seeds into workers’ daily work routine given the work tasks they are
accomplishing.
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How about certification, like certification requirements for staff just to
make sure that we do not have holes in our staff education. People
have learned how to use zoom, but they still don’t understand how
the devices work on the computer. So if they had a very basic
understanding of those through the certification levels. Like level
one, you understand basic computer literacy; Level two, you need to
type at, let’s say, 25 to 30 words a minute. Level three, and so on.
So just as a suggestion. And then, of course, seeing the
requirements obviously, both time out of staff’s days, and also
funding for that. (G, technology, SPO, focus group)

This section analyzes the baseline in measuring digital literacy skills for both
clients and settlement workers. In an effort to enhance practices on a hybrid service
delivery model, professional roles and skill capacity are essential. Our next section
aims to examine what new professional positions that are needed in the digital
transformation age.

Digital Skill Training and Professional Digital Roles

This section addresses the notion of upskilling human potentials, exploration
of skill sets, as well as what roles need to be filled in post-pandemic time. It is crucial
to understand that digital professional talents and digital skill learning are interwoven
through unpacking participants’ stories. These two components reciprocally produce
an engaging learning environment for staff and clients in the immigrant service sector
and leverage their services for vulnerable immigrant populations.

Upskilling and training

The pandemic has provided opportunities at the societal level to reflect on
individual upskilling capacity and discovered the potential to sustain this positive
learning atmosphere. Given this context, respondents further elaborated that there
needed to be a tiered approach to providing digital training opportunities to upgrade
settlement workers’ digital knowledge and professional skills. She said,

The training was done, actually from management, and then went
down the levels. So we felt it was important that management had
the knowledge so that it could support the frontline staff, and not the
other way around. So we actually started with and it was done
within literally two weeks. So it was a very quick process. But we did
identify somebody in-house that had the expertise. And then that
person was then kind of deployed that we actually set up training
sessions for the entire division. So basically, he went through the
management, we found some champions that we trained as well,
the champions became helpful to their frontline staff as well as the
management did. And then we went into frontline staff training as
well. So it was a tiered approach that we did with the training so that
all levels had knowledge and all levels were able to access and do
things that were online. (E, technology, SPO, focus group)

21



Another SPO indicated they had implemented a pilot digital training project to
promote cybersecurity as a TV show. He stated,

Last autumn, we actually initiated a pilot project. They do some kind
of probing for fishing and stuff like that there was really specific to
security. But that is followed by very lightly presented really serious
content, but lightly presented online, where you go and attend. It
looks like literally a TV show for five minutes for each episode,
where you learn a lot about security through following what’s
happening with characters and so on. So a very interesting concept.
We had a pilot, almost 10% of staff actually went through the pilot.
And the response 95% was that they’re really exhilarated with the
opportunity that they can learn. They appreciate it, and they wanted
it so we went ahead, and we are implementing no before training,
security awareness based across the organization, but it tells us
something tells us that staff do want to learn, we just need to give
them the opportunity to do so.” (G, technology, SPO, focus group)

In addition to a top-down training management with varied training formats,
one respondent suggested that training should be built in a regular work routine and
basis.

I think that training, ongoing training actually needs to be built into
regular workflows. Because we will never be 100% proficient. I
mean, there is always room for learning. So no matter what stage of
the learning you are, and I think our instructors are at very different
stages. So again, I don’t think we can just come up with one
standardized training and expect everybody to take that because we
have instructors that honestly are teaching others how to teach
online and then we do also have instructors who need some basics
as well. So I think all this needs to be ongoing, built into regular
workloads and expectation, that a certain amount of work time is
devoted to professional development and basically just an
expectation of the program that this is done, really an assumption
needs to be delivered as an ongoing thing. (D, language, SPO,
focus group)

As most SPOs’ settlement workers had indicated diverse professional
development training on hybrid service delivery, to those settlement frontline workers
in rural areas, training was much less accessible. Though they could attend some of
the available online workshops, little was contextualized in their specific geographic
restrictions and social urgency.

I think that potentially there needs to be a separate training or
approach that really takes into consideration some of those real
world challenges and puts that small centre lens on to the training.
One thing we hear a lot about, from our community partners is this
professional development, I mean, pre-COVID it was taking place.
Calgary and Edmonton and you’re driving or spending all this time
and money to get access PD (professional development training).
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Now with the online resources and its challenges, the training so far
isn’t relevant in that rural context. So it’s just, it doesn’t provide as
much value as if it were to have that small center lens applied and
you’re talking about issues like the rural connectivity lo-fi options for
clients. (Q, small centre, SPO, focus group)

Unquestionably, professional development training on digital technology and
online service delivery and engagement can be essential to increase digital
transformation in the immigrant service sector. Since the pandemic started, many
organizations have pivoted possibilities and options to create digital specialist roles.
These new positions were filled by newly employed settlement workers and those
who had shifted their work performance to digital-oriented support. We will dig into
how these freshly formed roles have supported hybrid service delivery development.

Digital professional role

A digital mentor was the role mentioned by our participants. One settlement
worker in an umbrella SPO that provided credential-based training for frontline
settlement workers underlined digital specialists’ functions should focus on
interacting and engaging with clients in virtual spaces. He said,

So it turned out she (digital mentor) understood a lot of the
technology of the zoom, which I didn’t see the team using before..
And so she did breakout rooms where they did teamwork, she did
bring in videos. And so by the end of the class, people were still
really engaged after three hours, because it wasn’t just to talk, it
wasn’t a talking head or two Talking Heads, doing it. So it’ll be
important, kind of show us how they’re using this technology and
how you get all these different features because many of us went
into the technology, and just did what we had to do. Right. It’d be
nice to have some people mentor us with, with some techniques to
keep people engaged. Because I’ve seen where people are just
drifting off and they’re sleeping. We’re not keeping them engaged.
(S, umbrella immigrant service organization, interview)

Aside from roles in the immigrant service sector, digital specializing roles
outside of the sector have constituted innovative solutions. For example, one
community health centre hired a digital consultant to identify needs amongst staff
and clients. This digital consultant also developed ways to support staff to be
engaged in virtual spaces.

We hired a local consultant. She’s been fantastic. She basically went
around and did a little mini needs assessment with each team. She
went beyond our working group, and really went to each team and
said, What do you need? What if we’re gonna do some training or
capacity building? What does it look like? And she identified three
buckets of areas that she could focus on. And then it was great that
she did that, because she identified some stuff we hadn’t or that I
hadn’t heard. One was that there’s our digital divide, even amongst
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our staff. So the staff were comfortable or ready for using the
whiteboard on zoom. But there’s a whole bunch of people who just
haven’t done it, because they are really intimidated, they are nervous,
they are resistant, they thought it was in a different place. And we
need to kind of offer some coaching and one on one, no stigma. So
we started to offer that we haven’t a lot of uptake but we’re offering
how to go from one on one to zoom, and try to replicate what we
used to do in person on screen. So for next week, she is going to
teach us about how to activate people’s motivation, using the
reactions and getting people to pull regularly and that kind of thing,
which is really great. (S, community health centre, interview)

In an adult literacy education organization in Western Canada, a digital
coordinator could wear multiple hats and functioned in different roles.

It’s been interesting to watch how a lot of programs and some of
them are very small, she’s the person who wears the coordinator
hat is the teacher as well, that you show them how they can use a
Google Doc to manage their staff timesheets, or their volunteer
timesheets or something like that. And then they think, Oh, my
learner, my learner might be interested in doing something similar.
Or when my learner goes to college, they may have something
similar at the college, they may have a cloud storage that they’re
using for submitting things. So it often trickles from someone
thinking about something from an administrative side to seeing an
application on a learner side, which is sort of interesting. (A, adult
literacy education organization, interview)

Some informants were expecting digital specialists to offer customized digital
training for both clients and staff.

So definitely education, I think more of these resources will be
required. And we talked about the digital navigator as well. So that
that’s a good, great idea. I think that would provide a lot of
information and training to the staff and to the clients as well. (A,
newcomer engagement organization, focus group)

In addition, bringing positionality to the digital specializing role was deemed to
be crucial. One respondent elaborated,

I’m a newcomer. I’m also an immigrant. And that puts me in another
perspective, because I’m, I have been living in Canada for 14 years. And
I came from an underdeveloped country, and having all these new things
on me, made me realize that there’s more for me to know and learn. And
now I put on their shoes, I mean, I know I separate the needs and, and
need for knowing more and integrate into the culture and know about the
needs of people to try to integrate the culture and Canadian culture as
well. So I guess that gives me a different perspective, maybe that some
other people experience or knowledge.” (Y, community centre, interview)
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Aside from explicit and implicit functionalities that digital specialists have
contributed to hybrid service delivery, many participants mentioned hiring digital
specialists would not solve the urgent needs. Instead, it is important that settlement
workers learn to be knowledgeable in substantially using digital devices and
platforms and prepare for digital transformation readiness. One respondent illustrated
the idea of becoming a digital adult educator to provide digital knowledge and skills in
the realm of hybrid service delivery. She said,

It’s a whole extra skill set, when you have to now become an adult
educator, to teach clients how to like a whole new skill and and
some, not all providers have that adult education skill set. And so
we almost went down the road of expecting everyone to suddenly
be the Renaissance man, and be able to still do what your
profession is, but then also all of these other things. (B, newcomer
health, focus group)

The above narratives and analysis capture vital training capacity and
upskilling in hybrid service delivery as well as what professional positions had been
created to meet existing programs’ needs. A hybrid service delivery model contains
human resources and development, service distribution, digital literacy assessment,
and digital professional training and career establishment. One of the essences of
hybrid service delivery is how to measure and evaluate service performance and
effectiveness. In the next section, we will focus on a discussion on hybrid service
delivery evaluation and outcomes measurement.

Hybrid Service Delivery Outcomes Measurement and Evaluation

An increasing number of SPOs have participated in pivoting their focus on
hybrid service delivery since last March. While non-profit organizations have joined
this historical revolution, how do these organizations evaluate the quality of the
clients they served as well as the effectiveness in service distribution? This section
aims to portray how outcomes measurement has gained increased significance in
the immigrant service sector and untangle the ambiguity in service evaluation in a
hybrid service delivery model adoption in the context of digital transformation.

A research-based outcomes evaluation model

Outcomes measurement is not a new term for the immigrant service sector as
many SPOs have endorsed outcomes evaluation methods before the pandemic.
What is essential to point out is that many SPOs have created an evaluation model
contextualized in hybrid service delivery to measure hybrid service delivery to edge in
the sector’s digital transformation. This evaluation model focused on “how the service
was delivered instead of what service was delivered.” (R, technology and security,
community service organization, interview) It delineated a research-based exploring
process, which encompassed client feedback forms, focus groups with both client
and staff themselves, and staff informal meetings and sharings. This range of
research practices provided an analytical lens to immigrant service programs
regarding their intake number, hybrid activities participation, and client integration
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completion number. More importantly, this numeric data could help compare service
quality to before the pandemic time. The following narrative from a leader in a SPO
delineated how the organization adopted a research-based evaluation and
management system to measure their service delivery outcomes in a  hybrid service
model practice. She said,

In terms of measuring, some of the core measures stay the same.
It’s participation, numbers, completion numbers. But I also do find
that in some ways, having using digital services makes metrics and
feedback actually much easier. So it’s not just again, conversation,
it’s things that are getting documented, they can be tracked, data
can be compiled and looked at. (A, leader, SPO, focus group)

This leader also emphasized that the quantitative and qualitative data
collected through an evaluation model could support her organization to capture the
reasons for the program drop-off rate. This participant continued,

We also know where there have been drop offs in the number of
clients who can participate. And we’re asking those questions very
directly through the phone and through the intake process. And
trying to get a sense of how many people can’t participate because
of some of the same reasons because of childcare, that they have
children at home, they’re finding it difficult, or maybe they don’t
have the technology and so on. So we’re really looking at ways of
gathering both quantitative as well as qualitative data. So that’s
really an important piece. (A, leader, SPO, focus group)

In one refugee service organization, settlement workers had designed three
sets of surveys, including intake survey, onboarding survey, and exit survey. These
three types of surveys did not aim to quantify the service output but examine the
impact of measurement on their service delivery to refugee clients.

One thing that we sort of carefully to achieve is how we approach
impact measurement. We do a survey at the beginning of March,
and we’re finding out what the unique integration priorities are of
each newcomer family. And so that’s kind of our onboarding survey.
And then at the end, we do an exit survey, and we’re kind of
measuring the success of the match against the unique priorities
that the newcomer has kind of set out themselves.(U, refugee
service organization, focus group)

In another SPO, one participant mentioned a phone call approach
to collect service feedback. This respondent stated,

Throughout the Spring and into the early Fall, we were adding an
additional layer of evaluation to try to assess what clients were
thinking about receiving services in a virtual capacity. So the way
we went about it was we had managers contact clients. And so it
was helping bridge a bit of that remote divide as well. Because you
were actually getting a phone call from a person and it was in real
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time, and it wasn’t mediated through a screen. So and we asked
them questions specifically around, what about the the interface, so
the platform itself via Zoom, or Teams or whatever it was, and then
also, if they did have a reference point of in person services, how
was the online version, comparing in terms of what they were
getting out of it, and 87% of the comments were all positive. So, we
took that as a good sign that the quality of the programming was
still there. (A, technology support, SPO, focus group)

Output versus outcomes

In order to measure service quality and results, frontline settlement workers
from the rural immigrant service centres indicated that outcomes measurement was
ingrained in the process of input, which illustrated the number of clients the program
served. Due to limited access to digital devices and platforms in SPOs in rural areas,
their capacity to practice outcome measurement was circumscribed. One example
indicated,

Evaluation in terms of inputs in the quality of the intake of how what
clients are getting is more than if it is digital. Time is also a factor,
there is more time being wasted when doing it. This is all done in
person as well. Looking at the let’s say we do an orientation, if it is
in person, and the client responds to questions in relation to those
orientations. But for us to evaluate can just be the number one that
time that we spent in doing that is number one. Another one is their
response factor, sometimes giving them a piece of paper to
evaluate, what did you learn about this? Were you able to get the
information and all that we do not have that response or the
retention of what we’ve given them as good as if it is in person?
That is the opposite of how we are so that is once in us in
dimension, we have how to do it in person, but it is not all of us who
knows how to restructure it, and then present it as online in order to
get the same outcome. (C, rural immigrant service centre, focus
group)

In measuring hybrid service delivery, many participants highlighted that
service output did not equalize to service outcomes. One respondent who worked in
a refugee service organization echoed this analysis. He said,

I can tell people, we serve more people now in one month, and we
didn’t all of 2015. And people are really, really impressed by it. But
it’s actually an indication of abysmal failure at multiple levels. And
so, this idea of like, how do we move from, assessing outputs from
our intake being about assessing eligibility, which is really an
interrogation. Let’s get all this information so we know they’re not
ready to bring something different. How do we make it something
that you know about? Gold can be really, really bewildering,
because gold is abstract and hard to quantify. (O, refugee service
organization, interview)
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Similarly, another participant who worked in a newcomers’ engagement
organization stressed a comparable concern. She noted,

I would like to bring up something like, a Facebook session, okay
with the clients. But the problem with funders is they want numbers.
And I cannot gather the numbers by doing Facebook sessions. So
that is the biggest issue. Zoom is good, in a sense, because they
have to do the registrations and stuff like that. So I have all the
data. But if I’m doing it online, I can’t do it. Because I cannot
produce those numbers, I cannot report those numbers. (B,
newcomer engagement organization, focus group)

Aside from the aforementioned approaches and considerations, outcomes
evaluation needs to be customized based on service delivery functions. An outcomes
evaluation model should be designed differently between language service
programs, employment counseling, and settlement programs as their goals are
distinct. Given this analysis, settlement workers in an employment program shared
with us their service outcomes regarding service output and service outcomes.

We decided to go to occupation specific virtual job fairs. And this
was really successful because we ended up with say, we wanted
people in the early childhood education we invited for five
employers and 25 to 30 clients. It was very good because they
ended up going into specific rooms, and they ended up talking each
person introduced themselves, and hiring happened after that. So
we need to think strategically about, like maybe making it less
crowded, less people, but, and more put more emphasis on specific
occupations or specific labor market demand, I think that’s the best
way to do it. The virtual job fairs, big ones, are not gonna work like.
(D, employment, SPO, focus group)

A holistic approach for outcome measurement on hybrid service delivery

One vital factor in a holistic approach refers to the component of staff’ skill and
digital capacity that can be prominent and influential in enriching the creation of
outcomes. One participant in a language service program depicted that
understanding settlement workers’ digital usage and preferences could ensure
incremental outcomes management moving towards the new normal. She said,

So it’s really then also looking at what your skill sets are, where
people are at in terms of staffing, and in terms of their skill sets and
capacities, and really redesigning some of your service activities, to
meet them there as well. Because we also don’t want to make our
staff feel constantly pressured, that they have to know Instagram.
We have a lot of staff who don’t want to be on Instagram. And that’s
fine. But then there’s other platforms that they’re more comfortable
with. And that’s how we have to tailor our work with our staff. So
that they’re not also feeling the pressure of constantly being this
tech geek or something.” (Q, school and library, focus group)
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In addition, a holistic approach spotlights the constitution of an outcomes
management system. For instance, a multicultural community centre has adopted a
performance management system since 2012. It is a web-based performance
management system that comprehensively tracked and recorded accessibility of their
clients, frequency of digital devices and platforms usage, the percentage of virtual
interactions between frontline workers. Through this system, the organization can
analyze their funded programs’ objectives, service results, and short-term and
long-term program goals.

So we have got measuring approaches we’ve been using for years
for virtual meetings, so it wasn’t new to us to sit like this with a
group of people. We have our performance management, [which] is
a web-based performance management system that we’ve been
using for how many years for eight years. And so people were
already being all the way down to our home visitor level. We’re
accustomed to entering their performance data on a weekly basis
online and for us to get feedback. (M, multicultural community,
interview).

Apart from understanding staff’s digital capacity as well as establishing an
outcomes management system, it is interesting to note that one refugee serving
organization did not limit themselves measuring service outcomes by a specific
measurement approach but to examine the impact of outcomes measurement. In
order to balance this influence, they planned to create a podcast series to hear
voices from refugees through stories sharing to capture qualitative data and service
results on program landing. This respondent continued,

One thing we’ve really had to think about is how do we kind of
balance this sort of survey approach to impact measurement with
genuine storytelling. It’s really important to protect the identities of
the newcomers in our program. So where we’ve landed this year,
this might be of interest to some of you is we’ve started a podcast
series. In the podcast series, most of the newcomers who are telling
the stories of their experience connecting with volunteers, and what
that experience has been like, and the impact, they’re doing it
anonymously. And so in this way, we don’t have to share the
newcomers’ image in a newspaper article or quote them by name,
but we’re still really capturing that kind of qualitative data about how
the program is landing. (U, refugee service organization, focus
group)

Outcomes measurement does not exist solely. Instead, it is rooted in efforts to
seek localized ways to investigate where the gaps and needs are and how to bridge
those improvements to daily service distribution and client interactions. Besides
existing outcomes measurement approaches, it is essential to note that many
immigrant service programs have created customized outcomes measurement
methods to reflect their service equality and adjust their hybrid service delivery
practices. In the next section, we will focus on how participants discussed needed
funding implications in the post pandemic times.
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Funding and Endeavour

To most immigrant service programs in Canada, funding is the driving force
determining program development and sustainability. In hybrid service delivery,
funding is also considered to be one of the most crucial components. In this section,
we revisit participants’ perceptions on funding baseline and implications and analyze
some needed endevour that could be further addressed in a hybrid service delivery
model in the context of digital transformation.

Funding hybrid serviced delivery means funding different options and
possibilities

In the first chapter of this data analysis report, we defined that hybrid service
delivery contains the notion of options, possibilities, and integration. This nature of
service distribution through a hybrid mode manifests itself that funding can be crucial
to providing different alternatives and potentials to different programs’ needs. Given
this context, one respondent highlighted that hybrid service delivery funding
implications and endeavour should be ongoing to pinpoint the needs and build up
trust.

Digital transformation is an ongoing funding for training and support.
If we’re going to continue with the online delivery, and it is an
integral meet. It’s not a one time shot deal, and it’s finished. But it
needs to be a consistent acknowledgement that there’s going to be
an online ongoing need for trust, troubleshooting new programming
new software. It just needs to be an ongoing funded process. (I,
technology, SPO, focus group)

Aside from funding baseline can be a continuous effort identified by our
informants, one participant shared with us his narratives regarding conducting a
language assessment online and in-person can lead to different human resource
interventions. Thus, a funding baseline can be developed on various formats for
hybrid service delivery. This respondent said,

I give you an example of language assessment, we implemented
the remote language assessment. And so, for face to face, a
language assessor in three hours could do two assessments.
Because one client is doing the writing part, the other client is doing
the oral part, and so they could supervise. With the system that we
were provided for online remote assessment, it is just one client.
We were connected with one client. And so it costs twice, in terms
of staff wages, to do the same remote assessment. In terms of the
physical, low literacy people, or for those don’t have the devices
and sets, and even higher literacy, people will say, I would prefer to
do it at the center. To minimize contact, we would have our
assessor working from home, while we have an intake worker who
set up the client in the center in the assessor’s office doing that type
of digital remote assessments. So you need to pay for both the
digital and, and office space. (D, health service, focus group)

30



Apart from the considerations mentioned above on funding implications, one
informant raised a discussion on possible influence on cutting funding on rent cost
since many programs mostly deliver online services. She stated,

The investment that the sector has made in our physical spaces.
And the reason why this is so hard for us to say quickly, okay, we’re
gonna do an online program is the funder gonna say okay, then no
rent for you. Let’s cut that out of our budget. So we’ll give you a little
bit more for technology but less for renting the space. We really
can’t make that transition overnight, because we have leases that
we still need that kind of investment in. So it’s also at this point, it
shouldn’t be a choice of like, do you want to do it online? Or are you
going to do it in person in which cost is relevant? So I think that’s an
important baseline for now. (C, language service program, SPO,
focus group)

Considering the changing nature of technology

In addition, funding implications were discussed by another respondent
working in an Eastern health service centre. She pointed out that funding could
consider the nature of technology keeps transforming as it is closely related to the
cost of digital devices and equipment. This informant stated,

We set a baseline for standards for laptops. And we did this about a
year and a half ago. And it was four Gigs of RAM and it had to have
USB three and it had to have a minimum 15.6 inch screen, those
kinds of things. Well, guess what, when I went to redo this when we
got some more money to buy more mobile equipment, four gigs,
Ram is not enough. So if we’re going to set baselines, then we also
have to set a process and stick to it whereby those baselines are
reviewed on a regular basis because technology is galloping madly
off in all directions. (F, health service, focus group)

In the same vein, another participant pointed out the significance of inviting
governments to join the conversation regarding funding implication baseline because
of the changing nature of technology and digital exclusion complications.

The fact that, especially in technology, IT changes every six
months, there’s something new, that has to be sort of built into the
equation. But nonetheless, it means that you’ve got a bit of a
floating baseline. The challenge I see is one of the critical baselines
is uniformity of access to things like infrastructure, internet. Now,
that’s not determined by only one government. There are other
departments responding to that. So at some point, those
departments have to be part of this conversation, to ensure that
minimum baseline, I’ve said it before, you can go 11 kilometers
outside of our main area, and you have no internet. So unless that’s
fixed, we’re always going to struggle with where that common
baseline is, to what extent. (A, health service, focus group)
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Participants indicated the importance of considering licence purchasing.
Though there are free versions of some essential digital platforms such as Zoom,
Survey Monkey, and Eventbrite, there is a solid need to purchase their premium
license to help explore engaging approaches with those clients who prefer to be
served online.

Funders need to recognize that even with the indirect services, it’s
going to require a different kind of investment. So I think that for a
long time, we’ve treated technology as sort of nice to have. Often
many of us have been using free flat platforms. The free version of
Eventbrite and the free version of Zoom, and the low cost version of
SurveyMonkey, I don’t think that’s going to play anymore, I think if
we’re going to be doing a lot of this, that they need to recognize that
we professional platforms, we’re gonna have to pay for those
licenses. And sometimes it’s like multiple licenses, because some
of our partners can’t use them, right, because they’re government
agencies that can’t use Zoom on their professional license.” (A,
settlement program, SPO, focus group)

Strengthening a hybrid service delivery model

In order to enhance a hybrid service delivery model in digital transformation,
some areas can possibly be taken into account. For example, compared to
settlement frontline workers in some urban cities, SPOs in rural areas are still facing
multi-dimensional challenges. Moreover, affordability was considered to be one of the
most demanding factors. This concept intersects with clients’ low literacy and working
in precarious conditions that complicate finding one single solution to solve this digital
marginalization. One participante echos this analysis, she said,

The point I would put there that that that affordability should also be
looked into as one of the of the of the reasons especially given that
I work with temporary foreign workers who of course, most of them
are low skilled and then now being able to afford all these because
of internet and all that, for them to be provided a service Whereby
before they would just walk into an office without having to incur an
extra cost through their phone or through their, the internet that they
are using. So, for our organization, affordability is key. (E, smaller
center, focus group)

In addition, funding could consider supporting different social groups. For
instance, temporary foreign workers in rural areas are essential to make economic
contributions to society. However, many of them are working in precarious conditions
and living at high risk. From our participants’ narratives, we learned that temporary
foreign workers were the predominant social population they worked with without any
substantial funding to support related programs.

So when we talk about this to the government in their support, they
will support government sponsored refugees, but the temporary
foreign worker situation is not something at this particular point in
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time. They don’t see it as a mandate to support them. They’re not
unaware of the situation. And I’m actually recently hearing some
dialog asking questions. So what do you do about temporary
foregin workers? So it’s a struggle here, because many of us
definitely have the presence of temporary foreign workers within the
context of the programs we’re delivering via the government. And
do we simply say, nope, sorry, I can’t help you. And nobody can, or
you do a lot of stuff off the side of your desk to make sure that
things happen. Now, provinces provincially, are providing some
programming, and that’s wonderful. But to varying degrees and in
varying situations. (H, smaller centre, focus group)

In light of our data, we identify funding suggestions for different types of digital
platforms. Cell phone apps, for example, were discussed in one of our focus groups
with Immigrant Employment Councils in Eastern Canada. One participant highlighted
that when developing an App for newcomers, it needed to consider the challenges
that these newcomers had been facing and the geographic locations that they were
living and working in Canada. He further pointed out that the geographic locations,
such as provinces, metropolises, medium-size cities, and rural spaces, entailed
diverse experiences to newcomers. Therefore, there is no one size fits all app for all
newcomers across Canada.

When I was thinking about the idea of how many apps are we going
to invest into? The thing that comes to my mind is that we don’t
want to be developing tech just for the sake of developing tech. And
so I think the most important thing is, is understanding first, what
are our challenges? And second, is there a technological solution
that supports that, and not just oh, this is a cool new thing. But the
other thing that comes to mind to meet for me, too, is recognizing
that the culture that exists in Alberta and BC is different than the
culture that exists in Ontario, the newcomers that are coming into
this city are different than even the newcomers that are coming
going to Toronto and, and what their needs are in terms of their their
skill sets, and what they’re looking for, for job and life and all of that
kind of stuff. And so, also recognizing that there’s not going to be a,
like a catch all solution, there’s not going to be like one tool that’s
created that’s going to be perfect for the employers and the
newcomers that are living in a medium sized city compared to like,
Metropolis center or on the flip side or rule space. (C, IEC, focus
group)

Last but not least, with the intention to leverage the richness of hybrid service
delivery and its impacts and outcomes, future research can be vital to understand the
dynamics of digital transformation in the immigrant service sector and address the
nuance of intersectional identities of populations programs are serving as well as
different roles in SPOs would have experienced differently in digital transformation.
Frontline versus indirect ISWs would have different needs in this process.
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The more we delve into this, the more we realize that there’s a lot of
nuance to what works for which population and some of it is actually
not entirely intuitive. It’s worth putting in the time to do the research,
because some of the findings are not what I certainly would have
anticipated....It’s also worth paying some attention to the needs of
indirect service providers like ourselves, because I think that our
experience and our transition has been different. (A, settlement
program, SPO, focus group)

This section provides voices from the immigrant sector regarding needed
endeavour in future funding and implications. As our focus of this analysis report is to
examine innovation, solutions, and implications to a hybrid service delivery model, it
is crucial to analyze successful practices in other sectors to enrich hybrid service
delivery practices when serving immigrants in Canada. It is, therefore, the purpose of
the next section to explore innovative solutions in community centres, healthcare
organizations, and adult literacy organizations in Canada.

Best Practices and Models in Other Sectors

This section explores best practices and models outside of the immigrant
service sector with a specific focus on innovation, solutions, and implications that
other sectors have been implementing to enhance services in their organizations.
Notably, we pay attention to healthcare organizations, community health centres, and
employment service organizations.

A virtual care model from the healthcare organization

In light of our data, a virtual care model is a system that focuses on finding the
best solution for both clients’ needs as well as practitioners as clinicians who are in
the field of mental health services. This healthcare organization shared with us that
they had explored collaboration with local telecom companies and created a virtual
platform to provide refurbished phones to clients in need. In order to coordinate this
online service, our participant, who was hired as a project specialist and a device
walkthrough specialist, had her networks to share and access connections and
agreements to support different organizations for their related needs in digital
devices. This respondent stated,

So we have two telecom companies that are in our partnership now,
company A and company B have been extremely generous, they
have helped us with the cost of devices. So company C is helping
us with what they call an refurb program. So they’re not brand new
devices. But I personally prefer refurbished phones coming in from
the telco industry. They’ve been triple checked, because they had to
get sent back to the manufacturer. So you’re speaking as
somebody with that industry knowledge, I’ve always been a fan of
them. And they’re, they’re lower costs. So it saves my pocketbook.
And I’m very happy. So when company C, they [the devices] ’ll be
refurbished. I’m like, that’s great. I love that. I’m happy with that. So
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they’ve been helping us with that. Their inventory cycles, of course.
So I don’t always have a list of what’s available at what price. (J,
healthcare organization, interview)

To proceed with providing digital devices for different organizations in need,
this virtual care model created a requisition form for their clients to fill out at home
through the devices provided by the telecom companies to build the connectivity
between service providers and clients. On the requisition form, it asked if the mental
health service is urgent so that service providers could address those concerns
without any delay. It also provided options for clients regarding their digital device
preference on laptops, tablets, or smartphones. After that, clients would be provided
a user agreement, underscoring clients’ device plan and billing cycle once the
service has been completed. This form also contained questions regarding specific
requirements based on clients’ age and accessibility. If the device got stolen, the
project would deal with related situations as well. Besides, this project provided
problem-solving techniques for clients who faced challenges in paying their bills on
digital devices. These techniques included providing a discount on the bills, waiving
monthly bills for the first three months, and having organizations requested devices
to pay for related bills.

Innovative solutions in community health centre

Based on our data, one community health centre located in Eastern Canada
has introduced video interpretation methods in counseling. This solution was
invented to better translate clients’ meaning to the counselors if there was an
interpreter involved. Through phone counseling, interpreters could not see clients’
faces if clients expressed meaning with body language and gestures. In this context,
video counseling could be crucial to enhance language accuracy for the conversation
between clients and counselors.

We had to shift services to all virtual, we did have the capacity
originally to be able to do phone service. But we had to introduce
the video as well. Because of the language barriers, often when
clients are describing something, the interpreters will be able to
describe it, if we can get that close to actually showing the person,
such as I have a huge gash on my head right now, what do I do? So
we had to figure out a way to incorporate video interpretation into
our sessions…..And we partnered with another agency in Toronto,
another community health center to be able to provide that support.
We are in the process of now trying to think of how to do this on our
own internally, but the capacity is built in. So that support is coming
in from a partner that’s in Toronto. (N, community health centre,
interview)

Additionally, this community health centre also utilized a virtual programming
model as a tool kit. This virtual programming guide was created by a Canadian
company and was customized by the centre for their daily work and practices. One
participant who was the program planning and evaluation manager implied how this
virtual programming was developed. She denoted,
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We also came across recently, a company developed a whole
virtual programming guide like a toolkit. And we are so happy to find
that. So actually part of the sort of culmination of one of our projects
and we will be creating something very similar. We will use this tool
kit as our basis and then just customize it for our practice. So that at
the end of all, this will have it kind of all in one place and have a sort
of tool. But I think like they were ahead of the game on that one.
And I was really glad that whoever sent it to me that that connection
was made, because it shows you what we’ve all been kind of trying
to do within little pieces. And they got there and they created
something kind of cool. (S, community health centre, interview)

This participant also addresses how this programming guide was introduced
to solve digital inequality issues in different communities.

We started calling it virtual programming. And so we decided
internally, strategically, we’re going to use that word, because it
really is a new barrier to social determinants of health and our
whole model of care is based on that. So this is just one more we
need to start plugging the human right. In this kind of world, you
can’t see your doctor, you can’t get your groceries and you can’t
order groceries as a senior if you don’t have online capability.
You’re facing an inequitable barrier that needs to end. At a service
individual level, we’re going to keep doing it. But it’s ridiculous that
we’re shopping for tablets and trying to shop for internet plans for
people that’s like that, that shouldn’t be the case.(S, community
health centre, interview)

Implications for employment services and counselling

In an organization focused on connecting job seekers with employment
opportunities, they created a psychographic assessment model, which was an online
model to identify individual skills based on clients’ aptitude rather than their items
listed on their resumes. In practice, employment counselors created psychological
profiles for job seekers to reframe individuals’ qualifications and capture their
potentials to certain streams of training.

The idea here is if you’re a newcomer to the country, and you have
skills and credentials that we typically under recognize or maybe
don’t recognize at all, or you have to confront a significant pivot in
your career, you’re a mid career worker, these sorts of things. A
system like ours is initially designed may not actually serve you
well, because we are doing string matching basically. So you’re
saying, do you have a certain credential? Does the employer look
for this actually? Does that match occur? How can we supplement
the way that we’re driving matches for these more vulnerable
segments of our user base? So we’re thinking about a way that we
can combine a psychographic profile to supplement the way that we
connect employers to job seekers and vice versa. And then get also
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give that intelligence to the intermediary which the employment
counsel (I, employment service organization, interview)

This psychographic assessment model could effectively enhance clients’
workplace skill development and related knowledge acquisition. In the early stage of
career exploration, this assessment supported employment counselors to make
employment recommendations based on the aptitude to avoid deskilling individual’s
knowledge and skills.

This (psychographic assessment) was initially designed for more
vulnerable newcomers. When we look at the idea of matching
based on aptitude and training for skill works, do they do really well
for an entry level type of position? We had a lot of higher skilled
newcomers that were actually the demographic of these
organizations. You’re a high skilled newcomer, you’re amazing. In
your career, maybe you were a teacher or a government worker or
something like this in your country of origin, they see the value of
taking the personality assessment, they get this. But then when it
comes to, now we’re going to connect you to a position, they might
be getting recommended to something like a landscaper, because
we’re making recommendations based on aptitude. You see what I
mean? There’s been a bit of a disconnect. So I think when that role
is in the same person, you have some dissonance, or you’ll see
where the effort gets focused.(I, employment service organization,
interview)

Discussion and Implications

Reflecting on digital exclusion

Our data underscores that many SPOs have implemented program-based methods
to determine ways to solve digital exclusion for both clients and SPOs’ staff. This
decision-making process was made by research-based surveys, and formal and
informal conversations between clients and settlement frontline workers, consulting
with digital specialists, and reciprocal program reflection initiated by organizational
management. Since March 2020, settlement frontline workers have endeavoured to
assist clients to participate in virtual learning. These frontline settlement workers are
digital service trainers, who provide cybersecurity knowledge to those who are low in
digital cyber awareness. More importantly, these frontline settlement workers are
adult educators, who invest endless efforts to build an online learning space to make
vulnerable clients feel comfortable to step into an environment that most of them
have never explored. Addressing digital inclusion is complex, and it needs an
ongoing effort. There is no single strategy or method that could address all
populations’ needs. Instead, localization and customization in different programs in
SPOs should be flexible to facilitate those uniquenesses and differences. For
example, one informant highlighted that digital inequality is multifaceted, and it
intersects with culture, gender, age, class, educational background. Therefore,
localization and customization could effectively solve this problem because frontline
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workers work directly and closely with their clients and comprehensively understand
clients’ barriers and needs.

The empowerment of resilience

In our survey, we captured the best practices that SPOs had implemented to adapt to
the changing environment regarding the format of service delivery and organizational
operation. Our interviews and focus groups data illustrate innovative solutions
created in organizational culture, organizational management, cybersecurity, digital
service delivery training, assessing digital literacy skills, and hybrid service delivery
outcomes measurement. These successes did not happen overnight. Instead, it
represents a joint-effort from different SPOs and programs involving diverse
industries and service fields. In this extraordinary collaboration, there are differences
regarding serving different types of audiences; There are also integration and
promotion, which are the essences of a hybrid service delivery model, constantly
seeking innovation and consolidation. The pandemic crisis has opened up some new
opportunities as more institutional actors have turned their attention to immigrant
well-being, new partners have come to the table, and digital strategies have
expanded to reach more audiences. Meanwhile, our data informs us of the
progressions that have been significantly made by institutional practices, which
strengthen the capacity of program resilience. In this process, individual settlement
workers and SPOs have generated elasticity to engender success, strategies, and
implications to conquer challenges, difficulties, and toughness in pandemic times.
Thus, digital transformation and adopting a hybrid service delivery model can be
unique driving forces to empower institutional resilience in the immigrant service
sector.

A nuanced measuring approach on digital literacy and skills

Our preliminary report identifies that settlement workers gradually acquired digital
technology knowledge and integrated digital skills into an online client engagement.
Particularly, they obtained digital marketing competencies to create online
newsletters, establish social media client groups, and promote their services through
diverse digital platforms. In the final report, we underline how settlement workers
have not merely utilized digital professional skills in workplace practices but also
constructed different instruments to assess both client and staff’s literacy skills.
Digital literacy skills contain the notion of digital literacy accessibility and clients’
presentability, performability, and digital knowledge comprehension. However, digital
literacy assessment is different from digital consumption behavior. It needs to be
sustainable and comprehensive in the process of creating and developing this
assessment. Therefore, our research recommends redefining digital literacy and
skills in the context of the immigrant service sector. Secondly, since different
programs have their own targeted clients and serving purposes, digital literacy
assessment should address those uniquenesses and differences and contextualize a
range of dimensions to design the engagement with testers. Last but not least, as
clients come from different cultural backgrounds and have diverse levels of language
proficiency, when designing the assessment, it is crucial to consider clients’
intersectional identities, which encompass race, gender, educational and
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professional background, sexual orientation, disability, and cultural practices.
Therefore, creating an appropriate engaging assessing platform becomes vital as it
will help construct an inclusive virtual learning community for immigrants in Canada.
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