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Overview
EXECUTIVE SUMMARY

This study was conducted during the global pandemic (COVID-19) with 
businesses and organizations switching nonessential operations to 
remote work.  Further, during 2020, there was civil and social unrest due 
to the exposure of racial and gender disparities across many health, 
economic, and criminal justice systems in Philadelphia, as well as across 
the United States.  Also, this was an election year that saw an increase 
in civic participation by many marginalized or underrepresented groups 
resulting in a change in administration within the legislative and 
executive branches of U.S. government.  The role of the COVID-19 
pandemic as well as the exposure to the social and political upheaval 
was at the forefront of our minds in the development of this tool. 



Human Resources directors and managers, business and organizational 
executives, workforce development practitioners (service providers), and 
immigrants all participated in a series of interviews and focus groups 
(Spring 2020) and roundtable discussions (Fall 2020) sharing their 
perspectives, challenges, solutions, and hopes for cultural competency in 
the workplace that is inclusive and integrates immigrants, successfully. 
This toolkit is the culmination of that work for the purposes of providing 
practical steps to successfully incorporate immigrants into the U.S. 
workforce and its talent cycle (recruitment, retention, and promotion). 

This toolkit serves as a guide and can be 
adapted for businesses and organizations 
to learn how to either integrate immigrants 
into the workplace for the first time or to 
further develop their integration strategies.

Evidence-Based Approach



EXECUTIVE SUMMARY

Commit resources to develop an 
awareness of cultural differences 
at work.



Build awareness of barriers to 
integration before taking action.  



Equip coworkers to learn 

and share with one another in a 
relational process.   

Reflect on your individual 
responsibility to take action.

 

Empathize with coworkers’ 
experiences to understand and 
address barriers to  integration.

Evaluate the success of practices 
that aim to address barriers to 
integration.



Hear directly from the voices of 
employees and create safe 
environments that invite honest 
feedback and difficult 
conversations.

 

Be forward-thinking; examine 
newly implemented or existing 
policies. 

Awareness

Reflect on Barriers

Responsibility

Take Action 

Accountability

Assess Results

Cultural Competence/Integration Engagement provides scenarios, reflection questions and 

actions to becoming culturally competent. This can be divided into three stages of work: 

Cultural Competence/Integration Engagement

How to Implement This Toolkit in Your Organization

Deliberately, there are no stated, prescriptive solutions within this toolkit. Rather, this toolkit is 
designed for the purpose of encouraging those who work in organizations to be uncomfortable 

and through that discomfort to seek the opportunity of change via awareness, responsibility 
and accountability. We recommend conducting a pre- and post-assessment to better evaluate 

your progress as you develop organizational cultural competence.

The Welcoming Center

Becoming an integrating organization requires honesty, being uncomfortable, 
challenging accepted norms, and a learning spirit. Becoming culturally competent 

is a process, not a product; it is an iterative experience. 



NAVIGATION SHORTCUTS
e-TOOLKIT

Learn how to quickly navigate the toolkit electronically

Navigate the toolkit by 
clicking any title within 
the Table of Contents.

TABLE OF CONTENTS

2

Return to the Table of Contents 
page by clicking the symbol(s) 
on top of the page.

1

You may disregard these instructions when reading this in print.
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This study was conducted during the global 
pandemic (COVID-19) with businesses and 
organizations switching nonessential operations 
to remote work. Further, there was civil and 
social unrest, in Philadelphia, as well as across 
the United States during 2020. Lastly, there was 
an administration change within the legislative 
and executive branches of the U.S. government. 



The role of the pandemic as well as the social 
and political upheaval undergirded the 
development of this tool. 


COVID-19 Pandemic
Non-Essential

Operations

Remote

Social & Political Context 

Businesses, organizations, and people are seeking ways to successfully 

integrate immigrants into the workforce. The question is "how"? Our response is: 

by using an immigrant and employer-informed toolkit that guides the process of 
cultural competence as a foundation for integration.

WHY USE THIS TOOLKIT?

Purpose + Social & Political Context 
Introduction
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It is noted that the guidelines, lessons learned, and exercises provided in this 
toolkit are applicable to all people regardless of race, ethnicity, gender, sexual 
orientation, age, able-bodied selves, country of origin, or immigrant status.

The goal of integration and cultural competence is creating opportunities for 
inclusion and equity. 

This toolkit is a result of an 18-month research study conducted by The Welcoming 
Center (TWC) and The Junkin Group, LLC (Junkin Group) funded by World 
Evaluation Services (WES) in partnership with the City of Philadelphia 
Department of Commerce (formerly Office of Workforce Development). The study 
investigated best practices for immigrant integration into the workplace and took 
place in Philadelphia, PA (December 2019 - May 2021). 

Human Resources directors and managers, business and organizational 
executives, workforce development practitioners (service providers), and 
immigrants all participated in a series of interviews & focus groups (Spring 2020) 
and roundtable discussions (Fall 2020) sharing their perspectives, challenges, 
solutions, and hopes for cultural competency in the workplace that is inclusive and 
integrates immigrants, successfully.

18
MONTH 

RESEARCH 
Philadelphia, PA 

Dec 2019 - May 2021

 Executives & HR Professional
 Workforce Development Practitioner
 Immigrant Individuals & Families

Recruitment

Promotion
Retention

TALENT

CYCLE

This toolkit OFFERS 
practical steps to 
successfully integrate 
immigrants into the U.S. 
workforce talent cycle.


Overview
Introduction
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Becoming an integrating organization requires 
honesty, being uncomfortable, challenging 
accepted norms, and a learning spirit.

¹Employees may leave organizations because they are 
unable or uninterested in embracing the new cultural 
competence and/or because they perceive that the 
organization is taking too long to fully implement 
cultural competence. 


Becoming culturally competent and working 
towards integration is an iterative process, 
meaning that there is no set amount of time 
spent on this that will result in a 100% 
guarantee of success. Rather, it is necessary for 
the organization to begin the process of 
evaluating, honestly, the readiness of staff and 
leadership to begin the work of integrating 
immigrants into the workplace and determining 
what steps are required to move this work 
forward. No organization or person ever 
achieves full cultural competence, but rather 
prioritizes the work towards becoming culturally 
competent. Organizational culture is fluid due 
to employees leaving and joining, therefore 
organizations need to continually evaluate their 
status of cultural competence and integration, 
so that cultural competence is maintained. 

On average, it takes approximately two 
years to shift the culture of organizations 
and it usually means that some people will 
decide to leave the organization¹, 
however, this creates the space for the 
new culture to take root and flourish. 

2 YEARS

APPROX

Implementation Time 

Implementation Time 

Introduction
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Though this toolkit 
specifically researched and 
addresses the immigrant 
context, many of the 
suggestions are applicable to 
any potential employee and 
contributes to a diverse and 
inclusive workplace. 


The success of immigrant integration is 
contingent on being employer-driven, 

coming specifically from leadership. 


Leadership Support

The toolkit is adaptable for a variety of 
workplace contexts and includes suggestions 
for employers and employees alike. 

Adaptable in Workplaces

All (employers and employees) are 
accountable for the successful 

integration of immigrants; all have a 
responsibility within the process.

Collective Responsibility

This toolkit serves as a guide and can be 
adapted for businesses and organizations 

to learn how to either integrate immigrants 
into the workplace for the first time or to 

further develop their integration strategies. 

A Guide for Your Business

WHAT VALUE DOES 

THIS TOOLKIT ADD?

Value of the Toolkit
Introduction
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This toolkit begins with defined terms. When creating a 
culture of inclusivity and diversity, it is imperative that there is 
a shared understanding of the terms being used. The terms 
described here were developed through the roundtables 
conducted in Fall 2020 and are informed by employers, 
service providers, and immigrants.

Culturally

Inclusive

Terms

This area of the toolkit provides “how to steps” and best 
practices for implementing a process of integration. 

Guidance

for Best 
Practices

A full literature review was conducted in Spring 2020 to 
determine what best practices are implemented both 
domestically and internationally. The summary provides context 
and gaps discovered that support the findings from the research 
study. 

Academic

Peer-Reviewed


Discoveries

FeATURES of the Toolkit

Features of the Toolkit

Introduction

Literature

Review

Sumary

Integration

Process

Defined

Language 
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Work

Diversity is defined as the ability to celebrate and 
understand cultural differences.

 This includes accepting that people have 
various work habits and approaches that are 
culturally informed.

 Ultimately, being diverse means that people’s 
uniqueness is provided opportunity within an 
organization and that people have a sense of 
belonging within the company. 


Diversity

³Immigrant participants used the word 
“home” to indicate country of origin. 


The term Immigrant was defined 
as someone who is away from 
their home³ in a new space 
whether they chose to migrate or 
were forced. 



Further, it was shared that the 
term “immigrant” is not a 
definition for who a person is, 
but rather a part of their identity. 


far away
Person Homeimmigrant

The dominant [United States] 
culture is imposed and valued 
more than the non-dominant 
[immigrant] culture (adapted 
from Rudman, 2003). 


immigrant

non-dominant

United States

dominant

assimilation

Integration is the coexisting of a 
non-dominant [immigrant] and a 
dominant [United States] cultures 
to create a new working culture 
(adapted from Rudman, 2003)².

²Rudmin, F. W. (2003). Critical history of 
the acculturation psychology of 
assimilation, separation, integration, and 
marginalization. Review of general 
psychology, 7(1), 3-37.

new culture

immigrant

non-dominant

United States

dominantintegration

Operationalized Terms
SHARED LANGUAGE
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Talent Life Cycle includes all 

aspects of the employee experience
 recruitin
 promotio
 career advancemen
 separatio
 retention

employee

talent 

life-cycle

A term loosely related to inclusion, 
cultural competence is defined as

 a willingness to be in someone 
else’s shoes (empathy)

 to experience what they 
experience. 

person

b

person

A

Cultural 
Competence

Immigrant


lGBT


black

One person;

multiple identity 
experiences

Intersectionality is inclusive of 
a recognition that unconscious 
bias can be present. 



To combat this, it is suggested 
that people acknowledge the 
various identities of others.


Intersectionality

Having an inclusive work 
environment is predicated on 
“trust” which is rooted in 
consistency, honesty, and 
collaboration. 



Creating space for varying 
perspectives working together 

to create an environment 

that embraces differences. 


trust
consistency

honesty

collaboration

inclusion

Operationalized Terms
SHARED LANGUAGE
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Due to the availability of literature, this review generalizes across immigrants from 
different countries of origin, as well as immigrants in different host countries.

Lack access to career 
guidance and networks

Opportunities for successful 
integration are often limited by 
immigrants’ lack of access to 
career development guidance and 
support networks, which may be 
further limited by immigrants’ 
communication skills in English. 

Feel disengagement from work 
due to no job satisfaction

Lastly, the literature shows that 
immigrants are likely to have less 
job satisfaction (and subsequently 
are more likely to leave the 
organization) due to social 
factors like discrimination and 
underutilization, but also 
organizational factors like the 
availability of resources and 
growth opportunities.

Face barriers in finding and 
staying in careers

A review of the literature 
confirmed that immigrants face a 
variety of barriers to their 
integration efforts in the 
workplace, especially during the 
recruitment and retention stages 
of the talent life cycle.

Face language discrimination 
during job interviews

Immigrants encounter difficulty in 
the recruitment process as a result 
of employers’ judgments based on 
race or immigrant status, but also 
as a result of processes and job 
requirements that inherently carry 
bias favoring nonimmigrants (e.g. 
language proficiency).



Immigrants

LITERATURE

LITERATURE
Literature Reviews on Immigrant Integration
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⁵Mosenkis, J. (2010). Finding the bamboo ceiling: Understanding East Asian barriers to promotion in 
U.S. workplaces (3432761) [Doctoral dissertation, The University of Chicago]. ProQuest LLC. 

⁴Fang, T., Zikic, J., & Novicevic, M. M. (2009). Career success of immigrant professionals:   stock and 
flow of their career capital. International Journal of Manpower, 30(5), 472–488. 
https://doi.org/10.1108/01437720910977661

How to Empower Immigrants

Use and grow skills, knowledge, 

and abilities

Express cultural identity without 

fear of discrimination

Beyond the role of employers, career development professionals can coach 
immigrants to help them better understand the application and interview processes 
and refer them to resources to improve their language skills and identify local 
support networks. 



The research team identified gaps in the literature. A dearth of research prevails on 
the promotion of immigrants. The two works identified provide initial evidence that 
immigrants are less likely to receive promotions (Fang, et al. 2009⁴; Mosenkis, 
2010⁵), but more research is needed to identify the cause of this trend (e.g. 
differing values of immigrants vs. nonimmigrants, discrimination from employers 
motivated by social dominance, etc.). 

Employers interested in immigrant talent must intentionally address barriers 
to integration. 

 Once immigrant talent is recruited, employers must be sure to foster 
a climate that is supportive of their needs.

Employers should be aware of their own biases and develop  
hiring practices that address biased judgments implicit in the recruitment 
process.

Employers

LITERATURE

LITERATURE
Literature Reviews on Immigrant Integration
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⁶Magee, W., & Umamaheswar, J. (2011). Immigrant group differences in job satisfaction. Race and 
Social Problems, 3(4), 252–265. https://doi-org.libproxy.temple.edu/10.1007/s12552-011-9057-z 

This review generalizes across immigrants from different countries of origin, as well as 
immigrants in different host countries. While this remains in line with our definition of 
“immigrant” detailed in the introduction, we identified evidence that country of origin 
can affect immigrants’ experiences (Magee & Umamaheswar, 2011⁶). However, that 
study concerned immigrants in Canada; indeed, much of the research discussed in this 
review involved the experience of immigrants not just in the United States, but also in 
Canada and Australia (among a few other host countries). Because different countries 
have different immigration policies and attitudes towards different groups, more 
localized research is needed to better understand the experience of different immigrant 
groups specifically in the United States.

Country of origin can 
affect immigrants’ 
experiences

This review involved 
the experience of 
immigrants in the USA, 
Canada, and Australia

Immigrants

LITERATURE

LITERATURE
Literature Reviews on Immigrant Integration
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Assessment Overview
INTEGRATION PROCESS

The Welcoming Center can provide assessment resources, if needed.

Assessment results will guide organizations in 
determining next steps, using the Stages of 
Awareness, Responsibility, and Accountability. (p12)

HOW

Human Resources and Diversity, Equity, Inclusion (DEI) 
professionals should pre-assess the readiness 

of all members of an organization regardless of its size.

WHO

A pre-assessment is a crucial first step to knowing 

where to develop or continue developing cultural 
competency.

WHY

A pre- and post- assessment is intended for employers 
to gauge their progress in creating an inclusive 
workplace in terms of the general work environment, 
onboarding proccess, and hiring process.

WHAT

Assessment


To begin the process of integration for immigrants or any other people groups, the 
organization must assess the readiness of management, human resources, and 
staff. We recommend doing a pre- and post-assessment of the beliefs, attitudes 

(biases), and policies that can hinder or promote immigrant integration.
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Opportunities are in each stage for creative thinking, personal 
and professional growth, and collaborative solutions. 

By iterating through these three stages of cultural competence across each phase of the 
talent lifecycle (from recruiting and hiring to retaining immigrant talent through inclusive 

workplace practices), leaders can lay the foundation for an inclusive culture in the 
workplace that elevates immigrant talent.


The process of achieving cultural competence can be divided into three stages of work.

Achieving Cultural Competence

Integration will be different for each organization; however, 
using this toolkit will provide guidelines and suggestions for 
how to do the work of integration with integrity.

During the roundtable discussions, participants examined 
cultural competence in the workplace and its reflection in 
policy and individual actions. What emerged was a series of 
recommendations, derived from lived experiences, that help 
to define what a culturally competent workplace looks like 
and how it can be achieved.

We only provide guides 

to progress. There are no 
simple solutions. Success 
will be determined by an 
ongoing commitment to 

the work of integration.

How to 
integrate?

A Guide to Integration
INTEGRATION PROCESS

Responsibility


TAKE ACTION
Accountability


Assess Results

Awareness


REFLECT ON BARRIERS

Stage 1

Stage 3Stage 2



Return to the Table of Contents 
page by clicking the symbol on 
top of the page.

Go directly to the Section.

Go directly to the content by 
clicking the titles.

NAVIGATION SHORTCUT
e-TOOLKIT

Learn how to quickly navigate the toolkit electronically

You may disregard these instructions when reading this in print.



Go directly to content by 
clicking the titles.

Return to the Section 
Overview page by clicking 
the circle.

You may disregard these instructions when reading this in print.

NAVIGATION SHORTCUT (CONT.)
e-TOOLKIT

Learn how to quickly navigate the toolkit electronically
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Following the description of the stages, please find the Cultural 
Competency/Integration Engagement section. This section provides scenarios, 
reflection questions, and suggestions toward becoming culturally competent. 

Cultural Competency/

Integration ENgagement

Key Takeaways	


p21

Hearing Directly from 
Employees re: Progress	p20

DEI Practices Need To 
Be Continual	p20

Evaluation	

p20

Step 3: Committing 
Time & Resources p18

Key Takeaways	


p19

Step 2: Open 
Communication p17

Step 1: Building 
Empathy p17

Key Takeaways

p16

Awareness Involves 
Conversations p15

Culture is More	

p15

Accountability
STAGE 3

Responsibility
STAGE 2

Awareness
STAGE 1

This chapter describes the three stages, as identified through the research, as necessary to 
successful integration. Each stage is described and defined by the participants (immigrants, 
service providers, and employers). Key takeaways from each stage are listed. 


IMPLEMENTATION OVERVIEW

Overview
Instructions for Implementation



STAGE 1: Awareness

Instructions for Implementation

Key Takeaways

Awareness Involves 
Conversations

Culture is More

Awareness

STAGE 1

The first stage in the process of developing cultural competence is 
Awareness; identifying cultural differences in the workplace and in 
the lives of coworkers. 

Culture is More

Culture expresses itself not only through beliefs, 
arts, and customs but also through the everyday 
products of work and social interactions with others.

In the roundtable discussions, immigrants, service providers, and 
employers all identified barriers to the integration of immigrant 
employees in the workplace that arose from a lack of awareness of 
cultural differences. 

Awareness Involves Conversations

Awareness of these barriers is foundational to 
taking proactive steps toward a more inclusive, 
culturally competent workplace. 

The process of building awareness involves collaborative 
conversations with immigrant coworkers to learn how cultural 
differences may present barriers to their integration in the workplace

15



16

Key Takeaways

Committing resources to developing an awareness of cultural 
differences in the workplace is the first stage of developing cultural 
competence, as most of the barriers mentioned in Stage 1 are 
unique to the experiences of immigrant talent in the workplace. 

Employers must commit to awareness of barriers to integration 
before they can take action to address those barriers.

Coworkers can benefit from a more inclusive and diverse workplace 
culture when they are equipped to learn and share with one 
another in a relational process.  

Key Takeaways

Awareness Involves 
Conversations

Culture is More

Awareness

STAGE 1

STAGE 1: Awareness

Instructions for Implementation
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Once barriers to the integration of immigrant employees in the 
workplace are identified, it is vital to apply that awareness in a 
relational, human context.

The value of empathy was identified as key to not 
only knowing about, but understanding how cultural 
differences present barriers to communication and 
relationship-building in the workplace. 

Step 1: Building Empathy

Example: Consider what it is like to think in multiple 
languages, to translate language in the brain before 
speaking, or to be unsure of what is expected. 

Creating the environment for safe, candid conversations surrounding 
cultural differences is a first step toward incorporating empathy in 
workplace policy and practices. 

Step 2: Open Communication

There is a general discomfort in correcting misinformation or biases, 
as well as a reluctance to openly discuss cultural differences for fear 
of causing harm or offense. This results in communication barriers, as 
participants noted, which contribute to a lack of understanding and 
learning between people at work. 


Key Takeaways	

Step 3: Committing Time & 
Resources

Step 2: Open Communication

Step 1: Building Empathy

Responsiblity

STAGE 2

STAGE 2: Responsibility

Instructions for Implementation



Setting boundaries and expectations around how to 
both listen and respond will assist in developing 
open, trusting communication. 

Humility must be present, as this will allow a person 
to both receive and provide corrections with the 
intention of implementing the new knowledge well.

Step 3: Committing Time & Resources

Structural reluctance to change was defined as a barrier that combines a 
lack of knowledge about other cultures in the workplace with a lack of 
commitment in time and resources and the expectation on the part of 
employers that immigrants assimilate into “American” culture. 

Disrupting structural reluctance to change is vital for 
employers to avoid the exclusion of immigrant talent 
in the workplace.

Key Takeaways	

Step 3: Committing Time & 
Resources

Step 2: Open Communication

Step 1: Building Empathy

Responsiblity

STAGE 2

STAGE 2: Responsibility

Instructions for Implementation

Step 2: Open Communication > Continued

18
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Key Takeaways	

Step 3: Committing Time & 
Resources

Step 2: Open Communication

Step 1: Building Empathy

Responsiblity

STAGE 2

STAGE 2: Responsibility

Instructions for Implementation

At this stage of cultural competence, leaders in the workplace are 
ready to take what they have learned and reflect on their individual 
responsibility to take action that disrupts structural reluctance to 
change with empathy for the human experiences of their coworkers.  

Key Takeaways

The second stage of cultural competence involves reflecting on your 
individual responsibility to take action that disrupts structural 
reluctance to change in your workplace.

To be successful, it is vital to have empathy for coworkers’ 
experiences in order to understand and address barriers to 
integration in the workplace.



Key Takeaways	

Hearing Directly from 
Employees Re: Progress

DEI Practices Need to be 
Continual

Evaluation	

Accountability
STAGE 3

STAGE 3: Accountability
Instructions for Implementation

EVALUATION

The third stage of cultural competence is Accountability, and it 
involves evaluating the effectiveness of personal actions and policies 
in the workplace, taking ownership of outcomes, and looking ahead 
to repeating the process. 

Diversity | Equity | Inclusion

Continual Practices

Participants in the roundtable noted that it is not sufficient to simply 
implement diversity, equity, and inclusion (DEI) practices; rather, 
those practices must be sustained through continual assessment 

of their effectiveness.

Hearing Directly from Employees Re: Progress

Accountability was further defined as an employer being willing to 
hear directly from the voices of their employees, creating space for 
open communication and for having difficult conversations. 

This stage of cultural competence requires that leaders in the 
workplace establish evaluation metrics for the integration of 
immigrant talent and cultural inclusivity. 

Hiring diverse talent will not alone ensure that a 
workplace welcomes diversity and is culturally 
inclusive, so it is vital that employers measure the 
success of their practices and that coworkers 
communicate transparently in a safe environment 
that welcomes feedback and constructive criticism. 

20



Instructions for Implementation
STAGE 3: Accountability

Key Takeaways	

Hearing Directly from 
Employees Re: Progress

DEI Practices Need to be 
Continual

Evaluation	

Accountability

STAGE 3

Key Takeaways

The third stage of cultural competence involves evaluating the 
success of practices that aim to address barriers to integration in the 
workplace.

Employers must be willing to hear directly from the voices of their 
employees and create a safe environment that invites honest 
feedback and difficult conversations.

It is important to be forward-thinking and consider accountability 
through evaluation whenever new policies are implemented or 
existing policies are examined.

21
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Employers can commit to developing cultural competence by implementing strategies, such as 
those identified in this toolkit. Engaging all members of a workplace at each stage of the talent 
lifecycle in this framework is key, as an inclusive workplace culture relies on the commitment of 
everyone at an organization.


IMPLEMENTATION OF THE TOOLKIT

The process of developing cultural competence in the workplace does not happen overnight, 
nor is it a one-time process. Rather, it should be applied consistently as an ongoing approach 
at each phase of the talent lifecycle. The cyclical process involves assessing, reflecting and 
implementing changes, and re-assessing. 

Scenario > Reflection > Action

Cultural Competence/

Integration Engagement

S c e n a r i o      R e f l e c t i o n      A c t i o n

TALENT LIFE CYCLE INTEGRATION

Ensure accountability by systematically evaluating the 
outcomes of their strategies

Emphasize the responsibility of individuals in the 
workplace to take action to address those barriers

Foster awareness of cultural differences and 
barriers to integration

Responsibility


TAKE ACTION

Accountability


Assess Results

Awareness


REFLECT ON BARRIERS
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Before moving to the next stage,

PAUSE. Return to the scenarios, the 
reflections and actions and ask 
yourselves:










Continue to the next stage, but always 
with the understanding that returning to a 
previous stage improves your ability to 
develop cultural competence and 
integration. 


Do these demonstrate some change 
from the pre-assessment results? 



What other changes are needed?

6

What other actions do 

you want to add?

 

What actions are possible given 

your organization’s capacity?

 

What is the priority of 

the action items?

Go to the action portion (ahead).

Review the various possible actions: 

5

Reflect individually or with pairs, sharing 
back to the larger group the main idea of 
the responses.



Perhaps use a vision board, a white board, 
or some other tool to record your responses. 



Pause, then look at the responses, consider 
prioritizing the responses - consider the 
capacity of your organization.


4

Read through the provided 

scenarios, consider the context of your 
organization.



Ask what applies, what does not apply, 
what additional scenarios are applicable 
to your organization. 

3

Identify which individuals (executives, 
managers, staff and HR) will be 

involved in the initial training.

2

Be sure to complete a pre-assessment of 
your organization (p11). 

1

HOW TO START 

IMPLEMENTATION

Implementation of the Toolkit

Cultural Competence/

Integration Engagement
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STAGE 1 

Awareness
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Cultural Competence/

Integration Engagement



STAGE 1: Awareness Scenarios

Cultural Competence/

Integration Engagement

actionreflectionScenario

A potential employee is there 
for an interview. Their 
appearance is professional 
and they are prepared for the 
interview. As they greet you 
in English, you hear their 
“thick” or “heavy”, unfamiliar 
accent; you are now 
concerned about whether or 
not you will understand them 
throughout the interview. 

How do you feel when you 
believe someone's English 
proficiency or accent may 
differ from that of the dominant 
organizational culture?"

What assumptions do you 
make about their level of 
intelligence or ability to work 
with the company based on 
their accent?

What are you most concerned 
about in this interview now 
that you are focused on 

the accent?	

It may be that the way to 
address them is to reflect 
on, for instance, if the 
accent is really an 
impediment to effective 
communication. If not, then 
it should not be an issue.

How do you address your 
concerns?"

Do you have concerns? 

If so, what are they?

What changes are needed to 
hire people with accents and 
who needs to make 

those changes?

Stop, take a deep breath, 
and recognize that you will 
need to be patient with them 
and with yourself. 

Ask for patience from the 
interviewee. 

Inform the interviewee, 
tactfully, that you may need 
them to repeat themselves 

at times. 

INSTRUCTIONS

Individually or in small groups, use the following prompts as 
a guide to write and share about the scenario(s):

(1) How can you grow awareness around this issue within 
your organization? (2) Think through a list of action steps, a 
timeline, and delegate priorities.


Hiring (Interview)1a

25



STAGE 1: Awareness Scenarios

Cultural Competence/

Integration Engagement

Recruiting (JOB POSTING)1B

actionreflectionScenario

You have created an 
advertisement for a position. 
The language used reads 
“Seeking an employee who is 
eager to learn, someone who 
works well with others, and is 
self-motivated. Potential 
employees need to have 5 
years experience and a 
bachelor's degree.”

How does the language 
invite immigrants, specifically, 
to apply to a position in your 
company? 

What does “experience” 
mean in your industry?

How do you include 
transferable skill articulation 
from other countries?

Is this easily understood 
by an immigrant reading 
the job posting?

What changes are needed to 
make the language more 
inclusive and inviting to 
people from various 
backgrounds? 

Define “experience” for your 
industry.


Consider that “experience” 
and skills may not look the 
same country to country.

Decide what skills translate.

Consider what other 
language you can use to 
actively invite immigrants to 
apply for a position. 


26
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STAGE1: Awareness Scenarios

Cultural Competence/

Integration Engagement

Retaining (CULTURE SHARING) 2A

actionreflectionScenario

You recognize that your 
employees come from diverse 
(cultural, ethnic, racial, etc.) 
backgrounds and decide that 
it is a good idea to create an 
opportunity to share their 
backgrounds with their 
co-workers. (The desired 
outcome is to build 
cross-cultural relationships 
amongst employees). You 
schedule a shared lunch 
inviting people to bring dishes 
from their cultural heritage. 

What other ways can you 
invite employees to learn 
about one another’s culture 
in addition to food 
exchanges? 


For example, consider that 
“Happy Hours” are not 
appropriate for all cultures.

Sharing food is often a 
common 'appreciation 
language' across cultures in 
building relationships or 
mending bridges, but it's 
important to ask the 
individual employees how 
they want to share their 
culture in the interest of 
relationship building

Reflect on how this is 
more of an example of 
assimilation rather than 
integration. 

What assumptions are being 
made in this scenario?

Take the time to learn about 
aspects of culture beyond 
language, food, and dress. 

Consider what it means to 
have an exchange between 
employees who desire to 
learn about one another. 

What other ways can respect 
and mutuality be fostered 
within the workplace?
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STAGE 1: Awareness Scenarios

Cultural Competence/

Integration Engagement

actionreflectionScenario

An employee, whom you 
know to be an immigrant, has 
been working at your 
company for 3+ years and 
has indicated a desire for 
career advancement. You 
think he/she/they could be 

a good candidate for the 
role. Nothing happens and 
the employee eventually 
resigns from the company to 
accept a position with an 
industry competitor for a 
higher level role.

Why did the employee leave 
the company after expressing 
a desire for promotion?

What support was missing in 
this exchange?

What training and 
development support is 
available to immigrant 
employees?

Clearly identify professional 
development opportunities 
for employees, immigrants 
especially. 

Communicate ways 
employees can advance in 
the company. 

How are they made 
aware of these 
resources?


Retaining & Promoting (employee quit FROM LACK OF advancement) 2B

The four scenarios mentioned represent the barriers and solutions shared by 

immigrants about their experiences in the United States workforce. 



Take the time to think about what other scenarios you have at your company. 

For instance, have you ever taken the time to review the language used in 

recruiting, retaining, and promoting employees to determine who is excluded? 



Make a list of your own scenarios and use these to further 

develop your cultural competence and integration. 



Prioritize what actions you will take based on your capacity as an organization. 




CONSIDERATIONS BEFORE PROCEEDING
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STAGE 2 

Responsibility
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Cultural Competence/

Integration Engagement



Conduct scripted interviews (i.e. questions developed in advance) with alternate phrasing 
prompts established in advance. This helps to remove bias across interviews 


and improves time management. 

A C T I O N  T I P

30

actionreflectionScenario

A potential employee is there 
for an interview. Their 
appearance is professional 
and they are prepared for the 
interview. As they greet you 
in English, you hear their 
“thick” or “heavy”, unfamiliar 
accent; you are now 
concerned about whether or 
not you will understand them 
throughout the interview. 

Imagine speaking another 
language, thinking in that 
language.

Create an inviting statement 
that details how you will be 
more patient with others who 
speak another language. 

Decide how much additional 
time is needed when 
conducting interviews with 
individuals for whom English 
is an additional language.

Write down what supports 
you would need to feel 
more confident in speaking 
to someone, in their native 
tongue, not yours. 

Write down your emotional 
responses to this. 


Prioritize questions asked.

Build this time into the 
interview process.

Have you ever experienced a 
conversation when you were 
not understood?

Is this skill easily 
understood by an 
immigrant reading the 
job posting?

How did you resolve the 
miscommunication? 


What support did 

you need?

What felt uncomfortable 
about this?

Tell about a time you were 
judged by someone else 
based on your appearance 
or how your voice sounded. 

INSTRUCTIONS

Individually or in small groups, use the following prompts as a 
guide to write and share about the scenario(s): (1) How can 
you build empathy, communication, and resources around this 
issue within your organization? (2) List explicit ways in which 
you can be responsible for supporting immigrant employees.


Hiring (Interview)1a

STAGE 2: Responsibility Scenarios

Cultural Competence/

Integration Engagement



STAGE 2: Responsiblity Scenarios

Cultural Competence/

Integration Engagement

Recruiting (JOB POSTING)1B

actionreflectionScenario

You have created an 
advertisement for a position. 
The language used reads 
“Seeking an employee who is 
eager to learn, someone who 
works well with others, and is 
self-motivated. Potential 
employees need to have 5 
years experience and a 
bachelor's degree.”

Create a diverse group, that 
is inclusive of the immigrant 
perspective, to review the 
documents and provide 
suggestions. 

Adjust your timeframe for 
hiring, if possible.

Set aside time to review your 
documents for inclusive 
language.

How can you improve the 
language?

What does it mean to be 
more inviting of immigrants?

How can you be more 
inclusive in your search for 
employees? 

What help do you need, 
and from whom, to 
improve your language, 
so that it is more inviting? 


Retaining (CULTURE SHARING) 2A

actionScenario

You recognize that your 
employees come from diverse 
(cultural, ethnic, racial, etc.) 
backgrounds and decide that 
it is a good idea to create an 
opportunity to share their 
backgrounds with their 
co-workers. (The desired 
outcome is to build 
cross-cultural relationships 
amongst employees). You 
schedule a shared lunch 
inviting people to bring dishes 
from their cultural heritage. 

Ask immigrants how they 
wish to introduce themselves 
to others.

Consider setting aside time for 
staff to share stories about 
their backgrounds with one 
another; make it optional. 

reflection

How do you want others to 
know who you are? 

Have you ever considered 
introducing yourself to 
someone from another 
culture?

How does your organization 
prioritize being productive 
and being relational?

What is stopping you 
from doing this?

Which is more 

important? Why? 

31
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STAGE 2: Responsibility Scenarios

Cultural Competence/

Integration Engagement

actionreflectionScenario

An employee, whom you 
know to be an immigrant, has 
been working at your 
company for 3+ years and 
has indicated a desire for 
career advancement. You 
think he/she/they could be 

a good candidate for the 
role. Nothing happens and 
the employee eventually 
resigns from the company to 
accept a position with an 
industry competitor for a 
higher level role.

Have you ever wanted 
something but didn’t know 
who or how to ask about 
achieving your goal?

Have you ever been 
frustrated when someone tells 
you yes, to your goal, but 
does nothing to help you 
achieve it?

How much time is 
designated, at your 
company, to promote 
professional development? 

Clearly communicate, orally 
and written, what steps 
employees can take for 
professional development.

Clearly communicate, orally 
and written, what supports 
are available to employees 
seeking advancement.

Commit financial and time 
resources to assist employees 
in developing their skills for 
advancement.

Retaining & Promoting (employee quit FROM LACK OF advancement) 2B

Return to the additional scenarios you came up with in Stage 1. 

What additional scenarios came to mind when focusing on empathy, 

communication, and resources? 





Reflect on your additional scenarios - think about how empathy, communication, 

and resources are necessary to address the given scenarios. 

Always be mindful of your capacity. 




REMEMBER: Stages 1 & 2 prepare you for Stage 3. 

Revisit Stages as needed without rushing.




Stop & Reflect

CONSIDERATIONS BEFORE PROCEEDING
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STAGE 3
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STAGE 3: Accountability Scenarios

Cultural Competence/

Integration Engagement

actionreflectionScenario

A potential employee is there 
for an interview. Their 
appearance is professional 
and they are prepared for the 
interview. As they greet you 
in English, you hear their 
“thick” or “heavy”, unfamiliar 
accent; you are now 
concerned about whether or 
not you will understand them 
throughout the interview. 

Train HR managers and 
employees to conduct 
interviews that are 
empathetic and have open 
communication. 

Train employees to pay 
attention to their unconscious 
biases and how this impacts 
their ability to be inclusive 
and equitable. 

What questions can you ask 
interviewees to determine if 
you were inviting and 
accepting of their language 
capacity? 

How can you change the 
interview process to be more 
diverse, inclusive, 

and equitable? 

INSTRUCTIONS

Individually or in small groups, use the following prompts as a 
guide to write and share about the scenario(s): (1) How can 
you be accountable to changes made and those that are in 
progress? (2) List action steps for you to measure changes.

Hiring (Interview)1a

Recruiting (JOB POSTING)1B

actionreflectionScenario

You have created an 
advertisement for a position. 
The language used reads 
“Seeking an employee who is 
eager to learn, someone who 
works well with others, and is 
self-motivated. Potential 
employees need to have 5 
years experience and a 
bachelor's degree.”

Continue monitoring 
language used to advertise 
positions, so that all people 
are encouraged to apply. 

Ask immigrants or service 
providers to help you 
understand what skills people 
have from their home 
countries and how these 
translate to the U.S. work 
environment. 

How can you ensure that 
language used in internal 
and external documents is 
inviting to all people? 


What do you need to do to 
continue to recognize skills 
that are outside the stated 
“experience” are considered 
for positions? 

34
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STAGE 3: Accountability Scenarios

Cultural Competence/

Integration Engagement

Retaining (CULTURE SHARING) 2A

actionScenario

You recognize that your 
employees come from diverse 
(cultural, ethnic, racial, etc.) 
backgrounds and decide that 
it is a good idea to create an 
opportunity to share their 
backgrounds with their 
co-workers. (The desired 
outcome is to build 
cross-cultural relationships 
amongst employees). You 
schedule a shared lunch 
inviting people to bring dishes 
from their cultural heritage. 

Ask your employees to 
inform you how they want to 
participate in cultural 
exchanges.

Ask your employees to 
complete the Sense Belonging 
survey to better understand 
how your company is doing 
with integration. 

reflection

What type of feedback tool 
will you use to hear from 
your employees about how 
they are building 
relationships with others, 
outside their own cultural 
norms? 

How will your organization 
continue to provide 
opportunities for cultural 
exchanges? 

actionreflectionScenario

An employee, whom you 
know to be an immigrant, has 
been working at your 
company for 3+ years and 
has indicated a desire for 
career advancement. You 
think he/she/they could be 

a good candidate for the 
role. Nothing happens and 
the employee eventually 
resigns from the company to 
accept a position with an 
industry competitor for a 
higher level role.

How will you invite employees 
to share suggestions 

about professional 

development needs?

How will you monitor how 
many immigrants are 
promoted in your company 
(being sure that you are not 
fulfilling a quota)? 

Track how your immigrant 
employees advance through 
your company.

Provide ongoing 
opportunities for 

professional development. 

Retaining & Promoting (employee quit FROM LACK OF advancement) 2B
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Ongoing Learning
FINAL THOUGHTS

What changes were made?


What changes are being made?


What changes are still needed?


Contemplate 

Begin the process of awareness, 
responsibility, and accountability 
again. Repeat this process as long 
as you are committed to cultural 
competence and integration.  

This is an ongoing 
learning process

Learn what impact this process made 
on your company and employees. 




Retake the assessment

How many immigrants have you 
onboarded, retained, or promoted? 

In 1-2 months, return to this list of 
changes, what changes were 
implemented, were put on hold, 

are still needed? 

Future Considerations

Congratulations, you are on the journey 

towards immigrant integration

Take a Rest

Deliberately, there are no stated, prescriptive solutions 
within this toolkit. Rather, this toolkit is designed for the 
purpose of encouraging those who work in organizations to 
be uncomfortable and through that discomfort to seek the 
opportunity of change via awareness, responsibility and 
accountability. This is an iterative process and the learning is 
ongoing. Humility, communication, and respect drive all 
changes discussed in this toolkit. 


IN CONCLUSION...

Humility

Encouragement

Communication

Awareness

Accountability

Resposibility

Respect

Growth
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